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Introduction

Business change and transformation are significant 
themes in organizations across the world – digital, 
competition, regulation and other disruptions are driving 
a need to change the way businesses do business. From 
operating models to processes, organizations are having 
to rethink the way they work.

Focusing on the current disruptive business environment, 
this white paper looks at business change and 
transformation from strategy to execution. Starting today 
and looking forward, it presents approaches to help 
businesses transition to a mode of working that harnesses 
the disruptive forces.
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Business Change and 
Transformation Drivers

“Change (and transformation) involves significantly altering 
ongoing operations in a high risk environment characterized 
by elevated volatility, ambiguity, disparity/diversity and 
novelty/scope.” -Gartner

Many industries are going through the biggest upheaval 
in decades and no matter how large or small the business, 
the net effect is a changing and volatile operating 
environment that requires different business structures/
models and ways of working. Plus the ability to adapt, not 
once or twice, but continuously.

Today’s upheaval is being driven by demographic 
changes, technology (digital), aging population, 
globalization, increased competition, compliance, 
takeovers and mergers and a rise in consumer power – all 
of which mean that businesses must combine efficiency, 
cost management and new business models to remain 
competitive and in some instances survive.

Change and transformation have always been on 
organization agendas, but never have they been as high 
as they are today. Whichever industry you work in, change 
is happening. To illustrate, consider the following:

• Banks are no longer the main source of finance – 
anyone can source funds from peer-to-peer lending 
platforms

• Every song you like does not need to be bought 
outright –  you can stream more than 20m music 
tracks for less than £10 a month

• Standing on a corner and hailing a taxi is no longer 
necessary –  you can press a few buttons and one will 
come to you

• Spending holidays in a hotel room is not how you 
have to live your life – you can stay in a stranger’s 
home anywhere in the world

• Owning a car (and paying insurance, road tax and 
annual servicing etc.) is no longer necessary – you 
can book a car for the hours you need it

Across the globe, the life expectancy of competitive 
advantages has declined from decades to years and 
even months and weeks. Recent history has proven how 
quick established businesses can go from first choice 

to archived memories. Contemplate this list of names 
that failed to adapt and transform: Woolworths, Comet, 
Blockbuster, Borders, Evesham Technologies, Empire 
Direct, Nokia (Mobile), Commodore Computers, Polaroid, 
Jessops, HMV, Paul Simon, Kodak, Marconi, Amstrad, 
Palm, Olivetti, Motorola, TVR, Our Price, MySpace, Bebo, 
Tower Records and ICL.

The senior executives at these companies may have 
wondered what happened as their industries changed and 
rendered them superfluous to requirements. And in many 
the very things that made them strong also become their 
death knell.

It has never been so easy for a business (start-up or 
established) to disrupt a segment or industry. From 
Atom in financial services to Uber in taxis to Air BnB in 
hotels to Netflix in content to Apple & Google in mobile, 
disruption is amongst us. Even the newbies on the block 
cannot stand still – just a few years ago who would have 
imagined that the Googles and Facebooks would be 
chased down by real threats!

This, however, does not mean that established big 
business is dead. Big business has many valuable assets 
that can be used – from their customers, brands, goodwill, 
intellectual property and physical assets to their resources 
and expertise – to sustain the business through this and 
future periods of volatility.

Success in this new world will, for many, be defined by 
a recognition that this is happening followed quickly by 
change and transformation initiatives that create adaptive 
and agile businesses – businesses where transformation is 
realized from strategy through to execution.

Strategy to execution, in this context, is focused on the 
organization (or business area) defining its future state 
and driving forward initiatives to achieve that state. It 
involves a systematic process of understanding where 
the business (or the area of focus within the business) 
is today and then using this as the launch pad to define 
and deliver activities that will drive it towards achieving 
its desired strategic outcomes. Important within this 
is connecting the strategy and execution activities to 
help pinpoint and prioritize the right areas to focus on, 
then once started provide visibility of progress against 
milestones and targeted outcomes.
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In this new world, strategy to execution must be 
supported by a seamless bi-directional flow of information 
and actions – this will then drive review, re-planning and 
new actions in a continuous cycle of adaptation as new 
information comes to light.

The bi-directional link between the organization’s 
strategy and its execution activities is crucial in ensuring 
that the organization does not go round in circles; 
have a disconnect between strategic decisions and 
corresponding actions; waste time, money and resources 
on constantly playing catch-up; or spend a lot of time 
fire-fighting.

Positively, history says that the challenge is addressable 
– as has been demonstrated by businesses such as 
Microsoft, IBM, Apple, Nestle, 3M, and Xerox - all of whom 
have embraced transformation at various points in their 
history.

Change and Transformation 
Failures and how to avoid them

Wanting to change and transform is great in principle, but 
as the McKinsey statistic goes c.70% of transformation 
initiatives fail.  Forbes note that failure can be avoided by 
ensuring that you have the right level of leadership driving 
the transformation, the right strategic vision, and a focus 
on the outcomes and the customer.

Building on Forbes commentary, there are a number of 
additional actions you can take to ensure your flow from 
strategy to execution is smooth.

Capability – create an effective change and 
transformation capability. Start by creating the teams, 
way of working and governance that will drive your 
change and transformation initiative. Ensure that your 
objective here is to use the team as the catalyst for 
creating a new way of working that becomes embedded 
across the organization.

Engagement – from employees to partners and suppliers, 
engage all stakeholders, encourage their input and 
involvement, make communications open, regular and 
transparent, and provide the right tools to support their 
work.

Move with agility – embrace an agile way of working 
that includes an iterative test and learn approach. Short 
planning cycles followed by actions and reviews should be 
your mantra. This will lead to faster delivery and feedback, 
which can then be used to support your next decisions 
and steps.

Adequate, not perfect – focus on delivering stuff that is 
adequate, but not perfect first time. Aim to incrementally 
deliver small chunks of value more often as opposed to a 
big bang approach.
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Understanding where you are 
today

As with most major change, it starts with a clear vision 
and strategy (see figure 1 below). For some organizations 
this strategy is driven by an innate culture that is 
continuously striving to improve and transform. For the 
rest (the majority), transformational strategies arise from 
less predictable circumstances. For example, a significant 
event (market crash, serious compliance failure, sudden 
decline in incomes, market re-structure, etc.); realization 
that cumulative tactical changes will not have the desired 
impact; or an opportunity identified during the course of 
delivering tactical change.

Whether deliberate or fortuitous, the important next step 
is to understand where you are today – from the flow of 
your value chain to the performance of functional areas.

An Operating Model (OM) will help you understand the 
current business (where you are today) and form the 
basis for creating the future state (where you need to be 
to achieve your strategy). OMs present a high-level view 
of the organization and enable you to prioritize the areas 

of focus that will support delivery of your strategy. Your 
OM should be supported by governance that guides your 
progress from analysis to implementation and ongoing 
progress.

Once you have the operating model in place, work to 
improve and optimize performance as part of your day-
to-day business operations can begin. 

Using operating models

• Customer channels – how do customers interact with 
you?

• Products and services – what is your product 
portfolio and how is it performing?

• Organizational and operational structure – how are 
your business units and departments organized and 
what are the connections and interactions between 
them?

• Processes – what is the organizations value stream, 
which (internal and external) actors are involved, 
which processes support delivery of the business 
operations and what form do they take e.g. manual, 
automated or a hybrid?

• People – what roles and responsibilities do your 
people perform and how are they mapped to the 
functions, structure and activities of the organization?

• Tools, platforms and infrastructure – which 
applications, platforms and services underpin the 
organization?

• Premises and locations – what is the organization’s 
geographical spread and how is this aligned to the 
value stream?
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An example of an OM can be found in figures 2 and 3 
below.
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Figure 2: Operating Model 
(Source: BusinessOptix)

Figure 3: Business Capability Model 
(Source: BusinessOptix)



The aim here is to understand what the business does, 
in terms of the organization of its core operations and 
capabilities. From here, the business can focus on drilling 
down to understanding how well it is performing in each 
area - from customer satisfaction to process timings to 
compliance to work management - and what it will need 
to do differently, at any given level, to deliver against the 
strategy. 

One approach to build this more detailed understanding 
is to use value streams (see figure 5 below), and another 
is customer journeys (see figure 6 below). Each offers 
a way of understanding the flow of transactions and 
customer experiences.
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Figure 4: Value Stream  
(Source: BusinessOptix)

Figure 5: Customer Journey 
(Source: BusinessOptix)
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As an exercise, you need to identify and document all 
the business areas and capabilities described above – 
processes, people, premises etc. – and then work through 
the value stream or customer journey highlighting each 
part of the business that is traversed at each step.

Take a retail bank: it may create a view of its functional 
areas and then look at the flow of activity from the 
creation of a savings proposition to marketing it, delivery 
to customers and after-sales support. Meanwhile a retailer 
may look at the process from sourcing and procuring 
products, to receiving them, marketing them in physical 
stores or on-line, enabling customers to purchase and 
then fulfilling delivery, plus any post-sales support such 
as managing returns or answering questions about the 
goods that have been purchased. In both instances there 
will be a number of support activities and processes that 
enable the business to function, from compliance and risk 
in a bank to purchasing negotiations in a retailer.

On completion of your current OM, you should have a 
clear picture of the core areas, capabilities, value streams/
customer journeys and their current performance. 
Alongside outputs that illustrate where the business is 
performing well and has strong capabilities, this exercise 
may include negative outputs such as:

• The identification of inefficient manual or automated 
processes

• Unbalanced and conflicting insourced and outsourced 
parts of your value chain

• Outdated and or unused technology that is costly to 
manage and maintain

• Declining products that are consuming significant 
amounts of capital and human resources

• Bottlenecks that are causing problems up and down 
stream

• Poor customer problem resolution timelines and 
outcomes

• Non-value adding business operations

Each output or highlight from your exercise is an 
opportunity for improving your operating model and 
ultimately your business performance.

Identifying the gaps and 
opportunities

Start with a view of your future state. This should be 
derived from your organization’s strategy and could 
lead to identifying opportunities to create new product 
development processes, new channels for customer 
contact, new payment processes or optimizations to 
managing customer engagements.

From here you need to complete a gap analysis that 
compares where you are today with where you want to 
be. 

Next you need to prioritize your list of actions. Start 
by understanding which of the gaps or opportunities 
are or will have the greatest impact on delivering the 
organization’s strategy, while also considering any 
innovations or new ways of working that will also support 
your strategy – the fact that one of the drivers for change 
is disruptive technologies means this should be a key area 
to focus on. From here you can create a prioritized list of 
activities and plan of actions.

When considering your starting point, there are a number 
of options to think about. These range from focusing 
on delivering specific point solutions to recreating or 
optimizing the end-to-end customer experience across 
multiple functions. Your choice should be driven by your 
priority list and factors such as resource availability and 
budget.
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Changing and transforming

Now is the time to execute. From radical to strategic and 
tactical, changes that organizations have started work on 
include:

• Removing non-value adding processes, services and 
products

• Creating new digital channels for customer 
interactions, such as mobile apps and kiosks

• Developing seamless omni-channel experiences that 
allow customers to move from channel to channel as 
they please

• Create new capabilities to support reporting and 
tracking performance of processes or products in 
market

• Implementing new options for customer self-service, 
including telephony, in-branch/store and mobile

• Redesigning and automating front and back office 
processes and decisioning, including payments 
processes, customer order and fulfillment, etc.

• Integrating internal and external suppliers into one 
seamless supply chain

• Contextual compliance that is directly aligned to the 
latest regulations

Reaching your strategic change 
and transformation goal

To help smoothly execute your change and 
transformation initiative you can use a Transformation 
Map (T-Map) and Transformation Dashboard.

T-Maps help plan and align your areas of focus (see 
figure 6 below). For full details on using T-Maps, read the 
BusinessOptix T-Maps Guide.
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Figure 6: Example T-Map  
(Source: BusinessOptix)
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In summary, T-Maps can be broken down into one or more 
phases (the example above shows two: Pre-transition and 
Transition). Running across the phases you can have one 
or more streams - each with its objective(s) (the example 
above shows 4 streams that represent Operations, Design 
& Transition, Enterprise Information Management and 
Service Management). Once the streams have been 
agreed, each can be divided into a number of activities 
– the completion of which will lead to achievement of 
the stream objectives. In addition, you can use gauges to 
show the current status of the initiative as a whole and 
each stream. 

Supporting delivery of the activities within your T-Map 
should be a layer of governance that guides the team 
working on the change and transformation initiative. 
Governance will include:

• Initiative management structure and how the 
management will govern

• Policies that govern stakeholder behaviors and 
responsibilities

• Processes and procedures detailing the activities 
required to create and deliver the operating model

• Reporting and communications by type (e.g. 
summary updates/status reports, detailed progress 
reports, budget burndown etc.) and frequency

• An effective transformation initiative will also be 
supported by:

• A mandate for change from the board or leaders of 
the business unit

• Clearly defined roles for business owners and 
stakeholders 

• Permissions for owners and governance teams to 
own and take responsibility for decision making, while 
maintaining accountability for all decisions

• A shared set of tools for visualizing your initiative and 
tracking actions and progress 

Transformation Dashboard

Transformation Dashboards are used to help plan and 
prioritize activities to ensure you achieve your desired 
outcomes. They also help to monitor and manage your 
initiative as it progresses. These should be aligned to 
the T-Map with outputs automatically generated as the 
initiative progresses.

The dashboard should provide a live view of the initiative’s 
progress against key metrics, with drill-down to the 
individual outcomes for each objective. At each level it 
could show:

• Costs, Benefits and Net Present Value

• Cost vs budget analysis

• Status against plan, including percentage complete, 
with both time and cost overruns, and the impact of 
cost overruns

Example types of reporting you should be able to see are 
shown in figures 7, 8 and 9 below.
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Figure 7: Cost, Benefits and Net Present Value pie charts 
(with drill-down from each segment)



All these and other metrics - such as the number of non-
value added processes removed, process improvement 
times, number of customers that have channel switched, 
customer satisfaction figures, reductions in the cost of 
doing business or increased revenues and or margins - 
can be traced directly back to the business outcomes and 
objectives defined in the T-Map.

All these and other metrics - such as the number of non-
value added processes removed, process improvement 
times, number of customers that have channel switched, 
customer satisfaction figures, reductions in the cost of 
doing business or increased revenues and or margins - 
can be traced directly back to the business outcomes and 
objectives defined in the T-Map.
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Figure 8: Cost vs Budget Analysis chart

Figure 9: Initiative Status (with drill-down from 
each outcome)



Summary

Business change and transformation initiatives can span 
radical as well as strategic and tactical changes to an 
organization’s operations. To ensure that the initiative is 
successful an organization should:

• Understand the context that it is operating in – today 
this is very much driven by digital disruption (and 
opportunities)

• Be clear about where it is today, where it wants 
to be and the gaps between the two. With this 
understanding, the organization can start its 
journey towards a new operating model. Within 
this you should not expect to have all the answers 
immediately, but should work iteratively to test and 
learn and use the learnings to drive change and 
transformation

• Use tools such as the operating model, value streams, 
customer journey maps, t-maps and transformation 
dashboards to provide focus, organize and support 
your efforts

• Continuously seek opportunities to improve once the 
initial operating model is in place

Lastly, change and transformation can seem like a 
daunting task. To ease the task consider starting small 
and building out the size and coverage of your initiative. 
This could mean starting with one part of the business 
and expanding to other parts.

BusinessOptix: enabling 
organizations to achieve Faster 
Business Evolution

BusinessOptix is a collaborative business transformation 
platform that empowers you to optimize your business 
models and processes so you can deliver enhanced 
client experiences while managing the cost, quality and 
productivity of your operations.

SINGLE PLATFORM, MANY CAPABILITIES

BusinessOptix is a single platform with many capabilities, 
as illustrated below:

Business Change and Transformation Whitepaper

www.businessoptix.com 



Further reading

BUSINESSOPTIX

• Creating a Digital Twin of an Organization’s Business 
Operations whitepaper 

• Enabling your business to run, grow and transform 
whitepaper 

• How to use a T-map as part of your strategic 
planning process whitepaper

• Successfully Transforming & Improving Business 
Operations whitepaper

GARTNER

• Market Guide for Process Mining 2020

• Discover the Differences and Use Cases of Process 
Mining vs Task Mining 2020

• Market Guide for Technologies Supporting a DTO 
2018 and 2019

• 12 Powerful Use Cases for Creating a Digital Twin of 
Your Organization 2017

• Market Guide for Enterprise Business Process Analysis 
2016, 2017, 2018 & 2020

• Strategy-to-Execution Leader 2018

FORRESTER

• Now Tech Report on Process Mining and 
Documentation 2020

• Advance Process Automation by Keeping Automation 
Technologies in Their Own Lanes 2019
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For further information please visit our website, or contact us: 

US Office: +1 816 683 8282  |  UK: +44 207 084 7480 

sales@businessoptix.com  |  www.businessoptix.com 

About BusinessOptix
At BusinessOptix, we help organizations Control Today, Navigate Tomorrow™ to achieve the next level 
of customer and operational excellence. Our cloud-based Business Process Transformation suite is used 
by hundreds of global firms to capture and redefine business operating and process models, accelerate 
transformations across the enterprise, improve operational efficiencies and streamline go-to-market processes.

https://www.businessoptix.com/resources/how-to-create-a-digital-twin-of-an-organization/
https://www.businessoptix.com/resources/how-to-create-a-digital-twin-of-an-organization/
https://www.businessoptix.com/resources/enabling-your-business-to-run-grow-and-transform/
https://www.businessoptix.com/resources/enabling-your-business-to-run-grow-and-transform/
https://www.businessoptix.com/resources/transformation-maps-t-maps-implementation-guide/
https://www.businessoptix.com/resources/transformation-maps-t-maps-implementation-guide/
https://www.businessoptix.com/resources/successfully-transforming-business-operations/
https://www.businessoptix.com/resources/successfully-transforming-business-operations/

