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Introduction
We live in a volatile world shaped by 
rapid technological changes, growing 
global interconnectedness, blurring 
of industry boundaries, the changing 
nature of competition and evolving 
client expectations. Organisations 
that want to stay relevant in this 
environment need to continuously re-
invent how they conduct business and 
how they operate. Organisations may 
be prompted to embark on a journey 
of transformation by responding to 
shifting market demands, pursuing 
new growth opportunities, harnessing 
the advantages of new technologies, 
adapting to changing regulations or 
recovering from distressed situations.

We have identified seven specific 
situations (catalysts), each representing 
unique challenges and requiring specific 
approaches, which are conducive to a 
value generating transformation.

Cost-led
·  Efficiency and effectiveness
   programs
·  Organisation-wide profitability
   improvement plans
·  SG&A programmes
 

M&A-led (beyond day 1)
·  Post-merger integration
·  Retained organisation
   transformation

Finance-led
·  Recovery from liquidity crisis
·  Balance sheet recovery

Customer-led
·  Shift in business model
·  Shift in value chain focus/position
·  New ventures
·  Leveraging data & AI
·  Commercial excellence & growth

Capability-led
·  New organisational structures
·  Future of work/of operations
·  Insights-driven organisations
·  Robotics and cognitive automation

Technology-led
·  SAP S/4HANA
·  Next generation IT operating 
   models
·  IoT, cloud solutions etc.
·  Digital transformations

Regulatory-led
·  Legal entity re-structuring
·  Changes in regulatory landscape

Catalysts for transformation
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More than ever, value delivering through transformation of the business and 
operating model is at the forefront of executives’ thinking. Transformations of 
this kind span functional, geographic and business boundaries, involving many 
stakeholders and complex interactions. In our experience, ‘senior executives begin 
by asking three questions:

 • What would our transformation look like?

 • How do we best transform and ensure that we delivery value from the 
transformation?

 • How do we govern and manage the transformation to realise value while 
mitigating risks?

Deloitte’s approach to transformation – Reinvent for Value – provides 
executives with a framework for answering these questions and structure their 
transformation programme.

68% of business 
transformation 
projects don’t finish 
on time and on 
budget

1 in 6 have a cost 
overrun of 200% 
and a schedule 
overrun of almost 
70%
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We find that one of the main reasons for 
large scale transformative programmes 
failing is insufficient emphasis on 
identifying clearly and early on how value 
will be delivered.

Value is at the core of the Deloitte 
approach to transformation. To support 
our clients we bring the depth and 
breadth of our experience, along with 
tailored assets in strategy, operating 
model design, change management, and 
financial and tax advisory. 

This booklet provides a few examples 
of how organisations have undergone 
different types of transformation 
and how Deloitte has helped them in 
various roles as a partner along their 
transformation journey.

Antonio Russo 
Partner, Lead Business Transformation

Michael Van der Boom 
Partner, Lead Value Capture Services

Value framework

Costs
Efficiency 

improvements 
through operating 

model change

New business
Creating new 

revenue streams 
from completely 

new business, 
products or 

services

Agility
Enabling a more 

scalable and agile 
organization and 
seamless merger 
and divestment

Profitability
Revenue 

enhancements 
through business 

unit alignment

Capability
Building new 

capabilities and 
culture to drive more 

effective ways 
of working in a 

digital world

Growth
Reinvesting savings 
to fuel commercial 

opportunities 
through

 innovation
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1 Syngenta

5 HSBC

8 A Leading Telecom and  
Broadcasting Company

2 Sulzer

6 BBC

9 An International Markets  
Infrastructure Business

3 A Leading Wealth Management  
& Investment Bank

7 Equinix

10 British American Tobacco

4 Helse Sør-Øst: Norway’s South-East 
Regional Health Authority
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“ The breadth and depth of 
our change management 
capability put us at the heart 
of the programme.”

Customer-led

Cost-led

Technology-led

Costs

Growth

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led
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Syngenta is a global Swiss agribusiness 
that markets seeds and agrochemicals. 
Since its creation in 2000, it has 
performed strongly year after year 
and in 2014 became the world’s largest 
crop chemical producer. Over the last 
several years though the company has 
faced falling crop prices and increased 
currency volatility, which together 
have created a more challenging 
market environment. Syngenta’s 
response to these challenges in 
February 2014 was the launch of a 
new programme called Accelerating 
Operational Leverage (AOL), which 
vowed to make a significant change 
to their commercial operations and 
deliver cost savings as early as 2015. 
The programme, due to complete at 
the end of 2017, focuses on three key 
areas: customer facing operations, 
production savings and efficiency 
gains, and research and development 
efficiency.

Deloitte were asked to partner with 
Syngenta to deliver the AOL programme 
and more than 170 Deloitte professionals 

have played a role in supporting the 
vast majority of the projects within 
this programme. Some of the services 
provided have included; programme/
project management and PMO support; 
target operating model design; business 
case development and tracking; process 
reengineering (both functional and 
technology); technology strategy, design 
and deployment (e.g. Salesforce.com 
& SAP ERP); and, technology solution 
architecture design.

There were a number of core areas within 
the programme which had a significant 
transformation leadership team 
presence, namely change management, 
organisation design and technology 
adoption. The breadth and depth of our 
change management capability put us at 
the heart of the programme, as the co-
leaders of the Change Management and 
Communications Office. In this capacity 
we were able to apply a systematic 
approach to business processes and 
organisational, technological and 
behavioural change across all business 
functions. Our impact was far-reaching: 

we were involved in setting the overall 
change strategy and approach, defining 
the required change infrastructure 
including tools and methods, monitoring 
change execution across projects, 
regions and countries and supporting 
selected countries in the definition of an 
integrated change, communications and 
training plan. 

We designed and delivered tailored 
training and communications to over 
2,000 employees as they transitioned to 
new systems and ways of working. The 
final piece was to assess business change 
readiness, where we established a process 
to monitor both formal and informal 
feedback, in addition to setting KPIs on 
change readiness and adoption. Deloitte’s 
extensive support over three years to 
proactively drive implementation across 
all AOL focus areas has aided Syngenta 
to adopt and sustain the changes 
implemented to date, and is enabling the 
successful delivery of the programme.

 Contact: Nico Kleyn, Mark Abbott, 
Sonia Storr

Syngenta

Accelerating Operational Leverage
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Deloitte supported Sulzer in 
defining and implementing a finance 
transformation programme.

At Deloitte, we look to support growth 
in all of our clients. As part of a broader 
programme to improve its profitability 
we worked alongside the industrial group 
Sulzer, supporting their global finance 
transformation project. The programme 
aims to deliver double-digit productivity 
improvement, by better leveraging scale 
to close the gap with other best-in-class 
organisations. 

Our role as primary advisor to Sulzer 
offered us the opportunity to be part 
of this project from start to finish – 
helping to define strategy and the new 
operating model, as well as planning and 
implementing its execution. To maximize 
its impact, the project was designed 
around three phases. First, we worked 
with Sulzer to identify the right external 
partner to outsource core transactional 
processes, enabling world-class efficiency 
in the finance services organisation. We 
then gave support in defining a regional 
clusters concept, based on a new financial 

operating model, which will bring 
together common functions into regional 
centres of excellence, allowing the 
business to be served more effectively. 
Finally, we helped in developing a training 
concept (Sulzer Finance Academy) 
designed to further both technical and 
soft skills within the finance organisation. 

It was critical that this transformation 
project would provide lasting benefits 
to the business. Therefore, with 
our support, Sulzer carried out the 
implementation in phases, focusing on 
one continent at a time (America, Europe, 
Asia). Together, we also made sure that 
local finance managers and staff involved 
with the standardised finance processes 
were fully equipped through common 
governance and guidelines.

As a result of this global finance 
transformation, Sulzer has improved 
process standardisation and 
effectiveness, and achieved important 
cost savings throughout the organisation. 

 Contact: Antonio Russo

Sulzer

Implementing a successful 
transformation programme

“ Deloitte has played an 
important part in the success 
of this project. The team 
quickly understood our 
situation and supported us in 
developing and implementing 
this strategic finance 
transformation programme.”

Thomas Dittrich,  
CFO, Sulzer Ltd.
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Heading

“ Deloitte has played an 
important part in the success 
of this project. The team 
quickly understood our 
situation and supported us in 
developing and implementing 
this strategic finance 
transformation programme.”

Thomas Dittrich,  
CFO, Sulzer Ltd.

Customer-led

Cost-led

Technology-led

Financing-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Costs

Capability
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In August 2015, experts from 
Deloitte’s programme leadership 
were deployed into the Chief Risk 
Officer’s (CRO) change function in 
a leading wealth management and 
investment bank. They were joined 
by a team of strategy, organisation 
design, change management and 
banking regulation practitioners. Their 
objective was to build the portfolio 
management capability to support an 
organisation which managed a CHF 
500m portfolio. The existing portfolio 
office was responsible for the delivery 
of 30+ regulatory and risk initiatives 
across five business areas in multiple 
countries which was managed by 1,700 
employees. Deloitte was asked to 
resolve three main challenges facing 
the CRO’s portfolio office. 

Firstly, their change management and 
portfolio office services were immature. 
There was inadequate governance to 
handle the portfolio’s decision-making 
and risk/issue management needs, in 
addition to a lack of efficient processes, 
tools and trusted data repositories used in 
a consistent manner across the portfolio. 
The Deloitte team of 15 consultants 
started by improving the PMO function, 
beginning with restructuring existing 

governance, processes and tools to 
provide a foundation upon which to build 
out the PMO. This involved maintaining 
the current portfolio office tasks whilst 
building capabilities within the function. 
Standardised processes and tools 
were deployed to programme teams to 
enhance the quality, consistency and 
transparency of information that was 
reported to senior management and 
regulators. The portfolio governance 
structure and MI was also reviewed to 
streamline risk and issue management 
and executive decision-making.

Secondly, the portfolio office had 
experienced difficulty engaging and 
building relationships with programme 
teams due in part to the lack of 
engagement, but also due to high staff 
turnover and unstructured knowledge 
transfer process. To address this the 
portfolio office quickly established 
an effective engagement model and 
communications plan to build trust with 
key stakeholders. A team from Deloitte’s 
portfolio office specialists from our Centre 
of Excellence in Belfast, were mobilised 
onsite in London alongside London-based 
consultants to build relationships with 
stakeholders before transitioning to work 
remotely, reducing the cost of services.

Lastly, budget controls had resulted in 
hiring restrictions and there was a drive 
to transition programme and portfolio 
office teams to lower cost locations. 
Deloitte’s response was a three-staged 
approach: Improve, Consolidate, Transfer. 
We successfully piloted this approach, 
enabled by an innovative delivery model 
which was the key differentiator for this 
project. To ease the financial pressure 
on the client, Deloitte transitioned 8 of 
its portfolio office roles from London to 
low-cost locations, sitting alongside the 
client’s key delivery centres in Poland and 
India. This was supported by a structured, 
consistent, repeatable knowledge transfer 
process and the presence of a London-
based consultant on-site with the team in 
Poland. The end of the engagement saw 
the successful transition and handover, 15 
months after mobilisation, to the client’s 
permanent staff members, who Deloitte 
helped to recruit and train to the required 
standards. This further reduced the cost 
of the change function’s PMO services, 
and helped ensure that the PMO was 
run in line with the bank’s location and 
resource strategy.

In addition to this three stage approach, 
the engagement team also implemented 
further solutions to ensure the 

A Leading Wealth Management & Investment Bank

Deployment of a Portfolio Office  
for the Change Division
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programme met its objectives; we enabled 
project teams to access a centralised data 
warehouse that fed ‘self-service’ reporting 
tools; we delivered a one year continuous 
improvement roadmap across seven 
core portfolio management capabilities; 
we designed and implemented a simple 
but effective benefits management 
framework which significantly improved 
decision-making; our communications 
experts helped to shape a multi-channel 
communication strategy; and, our 
regulatory experts injected subject 
matter expertise to advise on the complex 
regulations against which the portfolio 
was delivering.

The success of the engagement can 
be attributed to the critical success 
factors Deloitte delivered: (i) strong 
communications and engagement with all 
stakeholders to drive change, (ii) a 1 year 
continuous improvement roadmap with 
clear priorities and benefits attributed to 
it, (iii) a low-cost delivery model to include 
near and off-shore Deloitte teams, (iv) 
inclusion of SMEs to improve reporting 
and analysis and (v) the use of standard 
desktop tools to aid deployment and 
adoption.

 Contact: Tim Brett

“  Their objective was 
to build the portfolio 
management 
capability to support 
an organisation 
which managed a 
CHF 500m portfolio.”

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Capability

11

Reinvent for value – Stories of transformational journeys  |  



Norway’s South-East regional health 
authority began a five year digital 
modernisation programme in 2013, 
aimed at improving patient safety 
and quality of care. The scope of the 
programme covers the renewal and 
standardisation of both processes 
and technology and will affect all 
hospitals in the region (the South-East 
region currently serves 55 % of the 
Norwegian population), as well as the 
IT shared service unit for hospitals 
(Sykehuspartner) and the wider 
regional health trust.  

Deloitte’s involvement began in February 
2013 with colleagues from across the firm 
being integrated into the programme. 
The Deloitte team combined programme 
leadership, programme management 
and governance, master planning 
and reporting, controlling, change 
management, benefits realisation, quality 
assurance, risk management, architecture 
and PMO skills, in addition to a number of 
healthcare SMEs. Deloitte played a central 
role in setting up the programme and 
establishing the Programme Management 
Office (PMO). Sitting at the heart of the 
programme, we were responsible for 
coordinating and controlling the six 
strategic sub-programmes and supporting 

the South-East regional health authority 
with key programme considerations 
such as change management and 
communication. We were also involved 
in the architecture of regional policies for 
patient information security. 

In the first year of the programme, 
the focus was initially on putting the 
appropriate governance in place in order 
to establish the correct level of control 
over the ongoing sub-programmes 
and projects. Once the PMO had been 
established, the existing programme 
structure was analysed (including the 
network of sub-programme committees), 
and a new, clearer structure was 
established, which included steering 
committees to be attended by all the 
CEOs across the region in order to make 
effective programme decisions. The 
PMO also defined the principles for 
prioritisation between and within sub-
programmes and subsequently updated 
and tightened the sub-programme 
mandates. This led to a reprioritisation 
of funding according to priority within 
the portfolio. Lastly, the PMO created 
an implementation plan spanning the 
lifecycle of the programme and also 
established principles for risk and quality 
management.

In the programme’s second year, the 
focus turned to solution delivery. Deloitte 
helped to determine the strategic 
priorities of the portfolio in order to 
facilitate delivery of Electronic Patient 
Records (EPR) to ‘critical’ hospitals first. 
The team also established a reporting 
and escalation process, so that issues and 
items requiring attention were recognised 
and resolved in a timely manner. To 
ensure the continuing success of the 
programme, we also produced guides 
and training materials to support the new 
processes, which included key programme 
management functions such as reporting 
and escalation, benefits realisation and 
change control. 

Deloitte played a vital role in the 
implementation of this major digital 
modernisation programme, which has 
resulted in better patient safety and 
improved care quality across all hospitals 
in Norway’s South-East region. At the end 
of the engagement, we put in place full 
and effective knowledge transfer to all 
staff across the region to ensure that the 
Trust continues to see the benefits from 
this programme for many years to come. 

 Contact: Cecilia Flatum

Helse Sør-Øst / Norway’s South-East Regional Health Authority

Digital Modernisation
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Section 
Openers

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

“ ...this major  
digital  
modernisation 
programme...  
has resulted in  
better patient safety 
and improved care 
quality across all 
hospitals in Norway’s 
South-East region.”

Capability

Agility
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“ …HSBC, like its competitors, 
has faced intense levels 
of scrutiny from global 
regulators in relation to 
financial crime.”

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Capability
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Heading

Over the past five years, HSBC, like its 
competitors, has faced intense levels 
of scrutiny from global regulators 
in relation to financial crime. For 
HSBC this came to a head when 
the US Department of Justice (DoJ) 
presented them with a hefty fine due 
to inadequate monitoring systems and 
controls. The high profile and well-
reported example of this being where 
the bank had ultimately allowed a 
Mexican drug cartel to launder money 
via its various products and services, 
because it did not have appropriate 
money laundering controls in place.

As well as the significant fine HSBC 
received, the DoJ placed them under  
a Deferred Prosecution Agreement  
(DPA) and put in place a ‘Monitor’  
(a team of circa 300 lawyers) to check 
on the bank’s progress against a 
number of requirements. Fulfilling these 
requirements would result in the DPA 
being lifted and HSBC avoiding sanctions 
in regards to the business it could 
perform.

The parameters of the DPA focused 
primarily on Anti Money Laundering 
(AML) and Sanctions. AML is about 
ensuring that the proceeds of crime 

cannot enter banking institutions via the 
products and services they sell, thereby 
disguising its origins and cleaning or 
laundering itself into seemingly ‘good’ 
money. Sanctions on the other hand, is 
about adhering to varying global lists of 
individuals, businesses or even countries 
(e.g. Cuba, Iran) with whom or where 
business should not be conducted, either 
by the bank itself or its customers.

Clearly HSBC had to respond to the 
DPA and in 2012 the bank established 
a programme known as the Global 
Standards programme. This wide-
reaching programme (HSBC serves 
approximately 45 million customers in 
71 countries) focusses on the sustainable 
management of financial crime risk 
across the entire business and will ensure 
a consistent approach to controls across 
the bank in order to limit the exposure to 
financial crime in the future. 

Deloitte has supported the Global 
Standards programme since 2014, 
providing resources from a number of 
areas across the firm including deep SME 
knowledge in relation to financial crime. 
Deloitte’s programme leadership experts 
were instrumental in setting up the 
appropriate governance, designing the 

programme architecture and providing 
meaningful oversight of risk and issues 
to assure the successful delivery of key 
elements of the programme. 

The programme was initially focussed on 
completing compliance activities in order 
to meet the tight regulatory deadlines 
that had been set, rather than risk-driven 
activities. Deloitte, as the primary partner 
for the bank within its investment arm 
(known as Global Banking and Markets), 
has helped to advise and support the 
bank with its move from this initial 
reactive, compliance-driven approach 
to a more sustainable, transformation-
driven and risk-based approach.

Deloitte continues to play a key role in 
supporting HSBC mitigate its financial 
crime risk today, with our people working 
on various components across the global 
practice. As HSBC’s trusted advisor we 
will help them to plan and steer the 
programme through the challenges of 
2017 and beyond. Deloitte also continues 
to support HSBC with its wider financial 
crime transformation agenda, including 
cultural and behavioural change, overall 
risk management and governance. 

 Contact: Anirban Bhattacharyya

HSBC 

Global Standards
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In 2011, the BBC was reconsidering its 
marketing fulfilment requirements 
at the end of a 10 years outsourcing 
contract. This posed an opportunity 
to re-build the BBC’s own marketing 
creative capabilities at a time of 
significant cost pressure. The result, 
3.5+ years later is BBC Creative, a 
team that combines leading in-house 
talent with the best creative agencies 
and freelancers in the market and is 
delivering the highest quality creative 
marketing output across the BBC’s 
output services.

The project’s aim was to facilitate a 
critical shift for the BBC, from a TV-
focused model to a genuinely digital 
first, multi-platform model, ready 
for the next generation of creative 
marketing. Expertise was used from 
across our Consulting practice. Our 
support included identifying the next 
generation of services to be delivered; 

project management and governance; 
developing the target operating 
model: helping the client through the 
procurement and set-up processes 
in order to deliver the vision; change 
management and finally supporting the 
launch of the function. 

Our support of the digital first strategy 
for BBC Creative has helped the BBC 
have a significant impact on the BBC’s 
relationship with its audience, through 
a next generation marketing capability 
better equipped to connect audiences 
with the programmes they love. The 
Deloitte team at the BBC used a deep 
understanding of the client’s ways of 
working, priorities and goals to help 
them set up the BBC Creative team to be 
one of the leading marketing teams in 
the industry. 

 Contact: Rupert Darbyshire, Sam Aling

BBC

Digital First Strategy for  
BBC Creative
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“ …set up the BBC Creative team to 
be one of the leading marketing 
teams in the industry.”

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Costs

New business

Agility
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Equinix

Building Europe’s Largest Connectivity Provider
In 2015, Equinix, the world’s leading 
data centre and connectivity provider, 
made the largest and most complex 
acquisition in its history, purchasing 
over 40 data centres in 11 countries 
from its European competitor Telecity 
for £2.6bn.  The deal required approval 
from the European Competition 
Commission, and in approving the 
transaction, the ECC required that 
Equinix divest a number of data 
centres from its combined portfolio 
across Europe. This resulted in a major 
programme to both integrate the 
new business across Europe whilst, in 
parallel, separating and selling eight 
data centres across three countries.

Equinix had not previously undertaken 
a programme of this magnitude on an 
international scale, and having neither 
the capability nor capacity, asked Deloitte 
to engage in the programme setup and 
delivery of both the integration and 
divestiture. Bringing together expertise 
in programme leadership; organisation 
design and transition; and change and 
communications; Deloitte were able to 
provide a multi-national advisory and 
delivery team of up to 60 consultants 

from the UK, Netherlands, Portugal, 
France, USA, India and Finland.

The programme leadership team shaped 
and delivered the integration of the full 
Equinix and Telecity businesses across 
EMEA, and within a six month period 
managed the operational separation of 
three brand new standalone companies 
in the UK, Netherlands and Germany.  
The Deloitte resources integrated into 
Equinix teams, deploying a best practice 
programme management and people 
transition solution, resulting in successful 
delivery of a complex programme within 
very tight timelines. The success of 
this collaboration was emphasised by 
the cultural sensitivities shown across 
a range of business and geographical 
environments, and our proven ability 
to work with foreign languages across 
different time zones, ultimately supporting 
Equinix in building their own programme 
and change management capability to 
undertake these activities in the future.

For the integration: Deloitte deployed 
an Integration Management Office to lead 
delivery across multiple corporate and 
country releases, with Deloitte resources 

embedded in local country teams to 
assure delivery on the ground.  Core 
to this approach was a multi-country 
governance solution that was scalable 
from a single release to several releases 
in parallel; a key challenge here was 
gaining sufficient visibility across the 
programme, without relying on a large 
volume of reporting.  The team overcame 
this challenge by developing a full suite 
of integrated plans, based on project 
detail and aggregated to a useable level, 
supplemented by a full-sized ‘walk-the-
walls’ plan, which clustered key phases of 
activity and required outcomes.

For the divestiture: Deloitte set up 
a central Programme Management 
Office to drive delivery and structure 
the approach with a clear methodology 
and plan. The first step was to develop 
the ‘separation blueprint’ to identify the 
impacts on the new organisation for 
people, process, technology, contracts 
and assets, and define the ‘as is’ and ‘to 
be’ states. This led to the completion of 
planning for preparation and cutover 
activities, which were sufficiently detailed 
to manage the complexity of multiple 
system cutovers in the same day.  
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“ Customer satisfaction and 
employee engagement 
levels were maintained, 
and Equinix has doubled 
its European market 
presence to 11 countries.” 

Key to the success of the separation was 
Deloitte’s role in driving and supporting 
change and communications. This team 
worked alongside the respective country 
Managing Directors and ensured clear 
and consistent messaging to the teams 
most affected by the separation. The 
programme management and change 
teams worked closely with the HR and 
Benefits teams from Deloitte to ensure 
that the people impacts were holistically 
understood and proactively managed.

Customer satisfaction and employee 
engagement levels were maintained, 
and Equinix has doubled its European 
market presence to 11 countries, 
cementing its position as the world’s 
largest data centre provider. Owing to 
the success of Deloitte’s involvement in 
structuring, mobilising, and delivering the 
programme, a global partnership model 
is being established between Deloitte and 
Equinix to support future acquisitions. 

 Contact: Richard Sedgwick

MCA
AWARDS

FINALIST
2016

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Growth

Profitability
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“ The new global 
operating model 
helped the firm 
to deliver its 
strategy through 
strengthening and 
building capabilities 
to enable the delivery 
of more market-
centric services to its 
customers.”

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Capability

New business
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Our client is a leading telecom and 
broadcasting company, operating 
a fleet of satellites which provide 
communications coverage for 
99% of the world’s population. 
To maintain industry leadership 
and drive continued growth, the 
company embarked in late 2016 on a 
fundamental transformation of their 
global operating model. This not only 
required them to integrate three 
acquisitions (the equivalent of 30% of 
their workforce), but also to stand up 
two new market facing business units 
supported by a leaner, transformed set 
of core functions. 

As well as the challenges of delivering 
operational and organisational 
transformation across all functions 
and geographies, there was the specific 
consideration of aligning a legacy scale 
business with fast-paced innovation via a 
successful cultural change. Deloitte were 
asked to provide organisation design, 
programme leadership, process design 
and post-merger integration expertise 
to accelerate the design of the new 
operating model and establish a roadmap 
for success.

A Deloitte team comprised of several 
member firms worked with the client to 
transform their global operating model, 
in line with their market focused strategy. 
Following this initial work Deloitte were 
asked by the CEO to lead his C-Suite 
Executive leadership programme, which 
was led by our team of Leadership 
experts.

Deloitte were engaged to design the 
end-to-end operating model across 
the global organisation. This brought 
together an international team as well 
as our European Telecoms Centre of 
Excellence, providing expertise and 
thought leadership across enterprise 
transformation, change management and 
process and operations. 

Over a three month period Deloitte 
actively engaged with key stakeholders 
to develop two market-centric operating 
businesses (NBUs), defined around 
distinct market segments. These NBUs 
were enabled by strategic and lean 
corporate functions. The operating model 
covered over 2,000 employees across 
30+ countries, including three recently 
acquired organisations and four affiliate 
organisations. 

Our approach involved engaging members 
of the firm’s Executive and 40+ senior 
stakeholders in functional and cross-
functional working sessions. This enabled 
us to understand their challenges and 
priorities; accelerating thinking to translate 
strategy into the optimal operating model 
to enable growth. In parallel we developed 
a simplified Executive Governance 
model to enable decision rights clarity 
in addition to reviewing and updating 
ownership and decision rights of over 
25 core business processes, including 
recommendations for improvements. 
This output provides the client with 
the tools they needed to support wider 
stakeholder communications, as part of 
the overarching transformation roadmap. 

The collaborative ways of working which 
underpinned our approach enabled us 
to challenge established practices and 
constructively overcome stakeholder 
resistance. The new global operating 
model helped the firm to deliver its 
strategy through strengthening and 
building capabilities to enable the 
delivery of more market-centric services 
to its customers.  

 Contact: Richard Sedgwick

A Leading Telecom and Broadcasting Company

Creating Market Leadership in the  
Global Satellite Sector
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“ Our insight provided 
the client with a strong 
foundation to understand 
how their organisational 
design compared to that of 
market leaders.”

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Costs

Profitability
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An International Markets Infrastructure Business 

A Strategic Operating Model Review

An international markets infrastructure 
business solicited Deloitte’s support 
in providing a strategic review of 
how market leading Organisational 
Design/Target Operating Model (TOM) 
best practices could apply to their 
organisation. Their Board believed that 
there were significant opportunities 
to develop their business efficiency, 
culture and profitability.

Deloitte engaged with the client to produce 
the strategic review which would outline a 
set of Organisational Design questions that 
their leadership should consider, and how 
they can prepare for the transition towards 
their desired end-state. Our work was 
delivered in three tranches. 

Tranche 1 involved providing market 
insight into how other organisations 
structure themselves and how their 
TOM’s deliver value to their business. We 
focussed on a wide range of organisations 
which we had a deep understanding of 
through the lens of cost appropriateness, 
revenue synergy, a common value chain, 

product extension, speed to market, 
flexibility and deployment of talent and 
geographic capacity.

Tranche 2 consisted of developing a series 
of key organisational design questions to 
be considered by their leadership. These 
included detail around the size of their 
organisation; how their business should 
be split (e.g. function versus group) and 
segments that should dominate their 
matrix. Our matrix considered product, 
client/customer, market segment, 
process and geography, the value of the 
COO, Organisational Design as a layer in 
the TOM, and the size and nature of the 
Executive Committee. 

Tranche 3 consisted of identifying and 
presenting key features of the client’s TOM 
which should be preserved and our advice 
regarding industry best practice. This 
included in-depth analysis into the change 
support required for successful delivery.  

Our insight provided the client with a 
strong foundation to understand how their 

organisational design compared to that 
of market leaders. Throughout our work 
we drew attention to how specific factors 
could be impacted or enhanced and our 
deliverables ultimately served as the basis 
for a critical client Board meeting.

The positive outcome of the engagement 
can be attributed to the critical success 
factors Deloitte delivered: 

(i)  frequent engagement with the client 
on a tranche by tranche basis 

(ii)  timely access to our global colleges 
and their wide experience and 
knowledge of organisational design 

(iii)  expertise from our Programme 
Leadership team who offered insight 
into the key questions organisations 
should ask themselves 

(iv)  our existing relationship with the 
client from a previous engagement 
meant that Deloitte were entrusted as 
reliable advisors.  

 Contact: Nishma Gosrani, Sonia Storr
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British American Tobacco 

Next Generation Products Global Expansion
In line with British American Tobacco’s 
(BAT) strategic ambition of being a 
“Leader in the Next Generation Products 
(NGP) category development by 2020“, 
the Management Board endorsed the 
decision to transform the NGP business 
from a stand-alone to a more integrated 
model. This step-change and growth 
ambition, unprecedented in scope 
and scale, required the adoption of an 
exceptional approach across the NGP 
business as well as global BAT functions 
and end markets. The NGP Leadership 
Team, recognising that the existing team 
did not have the capacity to address the 
complex challenges linked to launching 
multiple product categories into a large 
number of markets while preparing to 
achieve increased targets in 2017 and 
2018, enlisted the support of Deloitte. 
Designing and implementing necessary 
changes to realise BAT’s ambition 
required a particular combination of 
skills for which a multi-disciplinary team 
of organisation design, programme 
leadership and operations professionals 
was assembled. 

In order to ensure successful and on time 
NGP deployments, the following objectives 
were defined; to develop effective and 
pragmatic ways of working, enabling 
the markets and the central supporting 
functions to launch and operate NGP in 
2017; to develop an integrated, scalable 

and repeatable approach to supporting the 
markets in deployment, and; to establish 
a central point of excellence and co-
ordination to support the markets through 
launch. The Deloitte team were involved in 
the design of new ways of working across 
all business functions and the development 
of a scalable and repeatable approach to 
market deployment and became a key 
business partner in the process. 

The ways of working element incorporated 
business design at the heart of its thinking, 
working with all business functions 
across NGP to identify key areas that 
will be impacted by the deployment 
plans. The changes were focused on 
deployments in 2017 and spanned across 
a number of dimensions ranging from the 
establishment of decision rights to defining 
organisational design, processes, data and 
information systems. Once key areas had 
been identified, the team were tasked with 
designing and implementing the changes 
required to ensure the organisation’s 
resources and capabilities were adequately 
prepared for achieving its 2017 deployment 
goals. In addition, the focus of the Deloitte 
team was directed at the delivery of change 
readiness activities such as training across 
all business levels to ensure successful 
adoption of the new ways of working.  

In order to ensure alignment with the 
new ways of working and fulfilment 

of the project objectives, close co-
operation within the Deloitte and NGP 
team played a vital role for deployment 
planning. The development of a scalable 
and repeatable deployment planning 
approach required rapid familiarisation 
with the NGP categories as well as 
functional key processes. The Deloitte 
team developed a planning tool that 
enabled the monitoring, reporting and 
management of progress by providing 
visibility, guidance and transparency of 
key deployment milestones across central 
and market functions. In addition, Deloitte 
supported the NGP team in setting up an 
internal Project Management Office (PMO) 
and governance structure that enabled 
the team to compose the required project 
management documentation and formally 
manage and report on progress as well as 
project risks, issues and dependencies. 

With Deloitte’s help, the NGP team is on 
track to reach its target by the end of 2017 
while causing no disruption to central 
functions, regions or markets. The successful 
collaboration between Deloitte and BAT 
has paved the way for the NGP project to 
take its first step towards achieving the 
organisation’s strategic goal of becoming the 
market leader in the NGP category as well as 
realising business outcomes worthy of the 
multi-million pound investment.  
  

 Contact: Rajat Mathur 
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“ Designing and implementing necessary 
changes to realise BAT’s ambition required  
a particular combination of skills...”

Customer-led

Cost-led

Technology-led

Finance-led

M&A-led (beyond day 1)

Capability-led

Regulatory-led

Growth

Capability
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The team

Antonio Russo
Partner, Business 
Transformation Solution 
Lead
antorusso@deloitte.ch
+41 58 279 7441

Phil Symonds
Partner, Supply Chain 
Management
phsymonds@deloitte.ch
+41 58 279 7180

Michael Van Der Boom
Partner,  
Financial Advisory
mvanderboom@deloitte.ch
+ 41 58 249 7653

Rob Hankey
Director, Operations 
Transformation
rohankey@deloitte.ch
+41 58 279 9014
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