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1. USE EXTREME USER-

CENTRICITY WHEN
REDESIGNING BUSINESS

Digital transformation is about the crucial impact of

digital technologies and increasing digitization on

products, business and operating models, business

processes, companies and society. 

 

In business, digital technologies give way to new business

models, new products and services and new abilities to

operate more effectively and in continuous connection

with users. 

 

Looking at this from the customer-perspective, we see that

customers now are choosing the interactions and channels

themselves. In this context, digital can help to optimize the

online and offline “touch points” of a customer journey, by

serving personalized content at the right customer at the

right time, conveying relevant services.

 

Companies that can deliver great, consistent user

experiences at all touch points of the customer journey are

the winners. Therefore, using extreme user-centricity in the

design of services and products is pivotal for digital

success.



2. USE AN END-TO-END
APPROACH - SEEING
DIGITAL AS A MEANS, NOT
A GOAL

Rapidly changing customer behaviours and needs have led

to chaotic, uncontrolled and goalless transformations in

companies - making them unable respond to these needs

in time and loosing customer relevance.

 

Due to this increasing pressure, many companies are

rapidly building new functionalities in the front-end -

improving elements that the user directly experiences,

without working on the back-office where the actual

fundaments of a business are.

 

Many companies tend to forget that digital transformation

requires an holistic, overarching approach; connecting all

the building-blocks that together create a

a (digital) business:  channels, information and data,

automations, systems-of-record, systems-of-experiences,

integrations, wearables and non-digital touch-points.

“If the rate of change on the outside
exceeds the rate of change on the inside,
the end is near”

JACK WELCH



3. RESHAPE EVERYTHING

Digital transformation needs to be seen as a strategic

endeavour that is doomed to fail if not managed

holistically. 

 

Think of the invoving people from various departments,

having active support from the management, careful

alignment of the front-office and back-office, optimized,

automated, enterprise-wide business processes and

workflows and the removal of  bottlenecks that hamper a

fast and efficient operation and delivery of a modern

customer experience. 

 

The digital transformation of a company should contain all

functions; the internal organization, partner ecosystems,

customer interactions, internal processes, the changing

role of leadership, innovations in the field of collaboration,

the use of data and the improvement of the customer

experience. In short: digital transformation has a far-

reaching impact and requires strategic planning.

According to McKinsey, "Digital can reshape every aspect of the modern

enterprise." 



4. DON'T TRY TO BOIL THE
OCEAN
We all know that changing everything all at once in general

is not an effective approach. Companies that successfully

reap the benefits of iterative, agile planning.

 

Here the starting point should always bee the customer,

employee or business partner: the users of the business.

Gaining relevance quickly is very important. Make sure that

everything you do has value for your users and that you can

respond quickly to changing user behaviours in future, by

building flexible and agile solutions, in a step-by-step

manner.

 

While focussing on users, also make sure to build a strong foundation: a study

of MIT Sloan Management shows that organizations are digitally transforming

through three key areas: customer experience, operational processes, and

business models.



5.THINK AS A USER

Learn to think from the user-perspective continuously and

with ease-of-use as the key driver to design the (digital)

business. 

 

Focus on increasing the value of the current services and

products for the user. Now more than ever, the

expectations of (potential) customers are high. Therefore,

avoid thinking from the conventional business objectives. 

 

It is key to have a clear understanding of the (latent) needs

of customers. Customers primarily want consistency

throughout their interactions with companies and brands, 

user friendliness and real-time personalization. 

 

To create real impact with digital investments, the user

(customers, employees and business partners) must be at

the centre of digital transformation.



6. DIGITIZE THE
BACKOFFICE 

Very often existing internal business processes are

transferred to digital variants, without examining whether

the process fits the new way of working and is aligned to

support the updated goals of the company.

 

Organizations often are still very rigid in their internal

processes and how they interact with their internal users -

which is directly impacting its customers.

 

What worked well offline can turn out to be very different

in the new digital reality and could even become a barrier

to transform the business.

 

Digitization requires a new design of the operating model.

There are many examples of operational business

processes that require change when going digital, both in

the front-end and back-end.

 

Determine the full scope of the digital transformation and

identify the cascade of creating digital experiences

towards backend processes and operations.



7. EXPLORE NEW
BUSINESS MODELS

New technologies enable innovation. Work out new

(digital) products and service propositions to increase the

company's relevance for users.

 

Too often digital is still used as a copy of existing services

or processes; like an existing call centre becoming

“available on Twitter” or a paper advertisement suddenly

becoming a banner. 

 

This is not innovative and therefore has insufficient impact

on current business results - while leadership's

expectations of digital are high.

 

Consider the broadening of the current business by adding

new digital services or the disruptive redesign of existing

business activities, as banks have done with mobile apps

that allow for much more than only to pay and apply for

loans. 

 

It is important here not only to think in particular customer

events (for example “Booking a flight”), but with an eye on

the entire customer lifecycle. Build a digital ecosystem - as

the powerhouse for new business models.

A clear starting point for product and
service innovation is that products and
services are designed to be
interconnected.

 



8. SELECT APPROPIATE
TOOLS & TECHNOLOGIES
The choice of tools and systems required depends, of

course, on the strategy and ambitions of the company. 

 

An important development in the context of optimal

process design are low-code digital business platforms,

such as Bizagi. 

 

This platform provides the tools to digitize (semi-)manual

or at least procedural activities into smart workflows that

go across the enterprise, to integrate existing IT (legacy)

systems and data sources, and to optimize the customer

experience rapidly. Such tools help to modernize the IT

landscape without a big bang - but rater through a step-

by-step, iterative approach; creating customer impact 

 quickly.

 

Especially banks and other financial providers are

struggling to find the optimal approach for digital

transformation. In this article you learn more about how to

make the trade-off between front-end only, complete

reinvention and gradual approaches for digital

transformation in the financial industry. 

https://www.kiensystems.com/post/a-digital-transformation-approach-for-financial-institutions


9. REMEMBER: CHANGE
REALLY IS DIFFICULT
Digital transformation requires a drastic turn-around. You

can have a great plan, but if you cannot steer the whole

organization in to the desired direction, deivery of the

expected business value will not happen. Below are some of

the barriers to be overcome:

 

The relationship between IT and 'the rest of the business'

is essential. Close the gap that often exists between both

business and IT by focusing on mutual goals, supported by

a common, consistent strategy.

 

Break the silo thinking. The conventional organizational

structure of companies effectuate that business

departments do not collaborate and that 'silos' are created.

Involve all relevant stakeholders during the digital

transformation, and make them responsible for specific,

measurable success criteria of the project. Ensure that the

digital transformation is supported at the board level and

that experienced, digital-savvy leadership is in place.

 

Make well-founded strategic decisions. In the Digital Age it

is no longer necessary to rely on a gut feeling. You can

substantiate strategic decisions with extensive facts

instead of assumptions. This way you can be supported by a

real business case.

 



Focus on its entirety. For many companies, improving the

digital customer experience is equivalent to the

introduction of a fun app or a new website. But these are

individual touch-points. By creating cohesion between

them, you can really start to enter into a conversation with

the customer, in a consistent manner, through all channels

and at any time. 

 

Look at customer experience as more than sales and

marketing. The digital customer experience is not just

about selling your products or services. Those who want to

build a long-term relationship with customers will also have

to work on customer service and retention, brand loyalty

and involvement with the company, products and services.

Digital companies now deliver experiences - that wrap

around products, services and brands.



10. SUCCESS FACTORS
In general, digital transformation and the creation of a

digital business can take place in all aspects of a modern

company. We see many digital transformation initiatives in

the areas of business processes improvement, redesign of

services, improvement of customer experience and building

collaborative and agile technical teams. From this

experience we know that, in addition to the technical

implementation, dedicated attention should be given to:

 

Change or change management. Most digital transformation

initiatives fail due to a focus on technology, rather than on

end-to-end business processes and especially the people

that actually run the business. Change management and the

involvement of various 'stakeholders' is essential.

 

Setting priorities. There are several ways to quickly achieve

results if you set the right priorities. It goes without saying

that every change must have clear objectives and must be

measurable and that a digital transformation should follow

the right sequence, addressing delivering user value first.

 

Build the fundament first. Many companies are engaged in

digital transformation while they have not yet digitized

essential business processes or have not yet connected the

various systems and existing tools and data that are

necessary to achieve the objectives. 

 

Connect the silos. Digital transformation does not work with

silos. The different teams can learn from each other and

work together achieving improved customer value.



11. HOW TO START

This brings us back to the initial question: how to make a

success of digital transformation?

 

Below are some starting points to keep in mind.

 

1. Think big.  Set the ambition high and mobilize the right

people. Formulate a new vision and then think about the

different way of working and the new techniques that going

digital needs from your company. Work with people who are

in favour of the change and provide genuine support from

leadership.

 

Provide a clear digital strategy that clearly supports

common business objectives. Only then the digital plan will

be supported by the full company and the outcomes can be

really successful. The entire organization must learn to think

with the user in mind.

 

2. Start small. 

 

A big pitfall is to set up an extensive, multi-year, waterfall-

based digital program. Do not go for a big-bang, but take

small steps that quickly ensure visibility and deliver small

but concrete successes. Start each initiative with a Proof-of-

Concept. Make the initiative tangible and visual. 



 Do not write big reports, but show real outcomes via

interactive demos and prototypes. This way, a common

understanding across the company quickly arises, creating

more commitment within the organization and you are able

to get the organization fully involved into the new initiative.

Work in small teams and make sure that decisions are taken

quickly. A prerequisite is having clear responsibility for

digital in the organization. This often is the Chief Executive

Officer (CEO) or the Chief Digital Officer (CDO). Make sure

the digital program is not reporting in to the COO or CFO.

 

3. Grow fast. Innovate, move fast and learn quickly: after the

Proof-of-Concept comes the Pilot Phase. Work with

multidisciplinary teams on the creation of a minimal viable

product (MVP) of the new service, product or business

process. 

 

Doing pilots ensure that value is created for users as quickly

as possible by rapidly putting new but basic applications in

to reality. Define what the desired customer experience is.

How does the customer want to be served optimally and

what is the real purpose of your company in the Digital Age?



 

Removing obstacles to achieve a premium customer

experience is the key success factor for digital

transformation. If there is too little critical mass within your

company to start the digital transformation, try to make

connections outside the organization and look for

cooperation with potential partners that already have

digital experience. Sitting still and doing nothing always is

the worst alternative. Start digitizing and learn from it

while you go; fail fast - learn faster.

12. GET SUPPORT - AND GET
HANDS-ON


