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Introduction 

 

“You can see the Digital Age and AI everywhere but in the enterprise productivity statistics". 

 

We have learned to our cost that any technology applied to an efficient operation or process will magnify the efficiency. Any 
technology applied to an inefficient operation or process will magnify the inefficiency. 

 

In this era of hope and aspiration for massive enterprise value creation enabled by AI, we first need to broaden our thinking 
beyond our current horizons and boundaries of functional task groupings and consider the true “end-to-end” business process 
opportunities. Don’t worry about whether you have “ownership”, this is about orchestration! 

 

Collectively, we have observed and diagnosed hundreds of examples where a team’s laser focus on their specific functional area 
of work has resulted in error, wastage, leakage and lost opportunities that impact the organization as a whole, the financial 
results as well as the ultimate customer/consumer. 

 

Unnecessary cost, lost revenue, overlooked liabilities, denuded cashflow, and complete blindness to effective root cause 
resolutions. 

 

All this, unwittingly reinforced by a focus on the management and motivation of the units created by the “division of labor”, 
which has been a guiding business principle for over 200 years. Popularized by Adam Smith in “The Wealth of Nations” the 
division of labor vastly increased productivity and efficiency through task specialization, repetition and skill mastery in the 
industrial age. 
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Focus, which we all regard as a quality, has a flip side.  

 

“Silo Thinking”. 

 

It has become clear that delivering on these demands requires more than purely optimizing groups of “silo” activities.  

 

Achieving this requires seamless process alignment, and ultimately integration across the complete value streams of the 
business. SSON Research & Analytics reports that 87% of Global Business Services and Shared Services organizations worldwide 
agree that “end-to-end” process integration is a top priority.  

 

Definitions of “end-to-end” varies but there is consensus that silo thinking does little to improve operational efficiency or 
effectiveness.  

 

“End-to-end“ business process thinking, communication, understanding, insight, collaboration and alignment is the critical 
enabler for transformation, digitization and integration, and thus the delivery of real value to the business. Without the “end-
to-end” view, we are just in the “cost optimization” game.  

 

Ambitions, aspirations and expectations for “end-to-end” Processes and the GPO model are high, but execution is challenging, 
not least because; 
 

• The widespread use of the word “Ownership” is ambiguous and misunderstood, although “accountability” is key.  

• No-one “owns” all the resources required to execute an end-to-end business value stream, except maybe the CEO. 
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• Thus, there is a “control vs influence“ challenge in delivering P&L impact. 

• There is a need to build a cross functional coalition to drive change  

• Balancing “AS-IS” performance improvement while designing the “TO-BE” process (design vs operate)  

• There is a natural tension between process-driven and technology-driven change, and which “tail should wag the dog?”. 

• Despite the wonders of current and emerging technology, this remains a challenge of human behavior & habits on 
process change  
 

Our expert practitioners and leaders have assembled this “Playbook”, an essential guide for leaders looking to drive genuine 
enterprise value, in terms of P&L, Working Capital and Customer/Consumer impact.  
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An Overview of the 25 “Plays” for genuine Enterprise Value Creation    

 

1 Start with “WHY” - What problem are we trying to solve? 

It is very evident that many transformation mandates are ambiguous at best. 

Battle cries to be “AI-First” or for a new “Agentic DNA” do not specify a business problem or opportunity. 

We must do better at asking “WHY?”. What are the compelling business problems or opportunities that the company seeks to 
prioritize that can define an end-state for a transformation. These business problems and opportunities can usually be traced to 
the P&L or Balance Sheet. “What Does Good Look Like” in this new world? 

Then we can identify the value streams, the end-to-end processes that drive these outcomes.  

If you don’t understand the end-to-end business process, you’re not transforming you’re gambling . . . . . 
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2 End-to-End Process (Value Stream) Thinking   

What is a “process”? This is the first challenge. 

If you get 10 people in a room and get them to write down their definition, I suspect you will get at least 10 different answers.  

We use the term so easily and assume we are all talking about the same thing. 

What is a process? Is it; 

• a series of actions or steps? 

• a collection of activities? 

• a documented procedure, set of tasks? 

• a flowchart? 

• a map? 

• a system workflow? 

Or 

• The collection of habits and behaviors, the use of systems and technologies, emails and documents, approvals and 
controls that are engaged in execution of tasks that contribute to an end-to-end value stream (eg customer to cash, 
purchase to pay, record to report etc) by individuals and groups across, and beyond, the organization  . . .  

• . . . and produces an outcome, service or product for a customer(s), internal or external 

• . . . and brings direct or indirect value to customers and the company itself 

• . . . and is as much about the operational “experience” (outside looking in) as the process mechanics (inside looking out)  
 

This confusion is why my colleagues are very specific when they refer to “end-to-end business processes”, although this is also 
open to interpretation as we can decide on where to place each “end”!  
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One thing is for sure, the silo mode of operating and decision making is 
wasteful. The focus on silo “efficiencies” can result in misaligned performance 
measures, poor customer experience and sub-optimal business outcomes.  

 

We learned this many decades ago in the manufacturing and automotive 
sectors. 

 

“End-to-End Process” and Outcome (Outside-In) thinking is KEY to Customer 
Experience.  

 

We need to be curious and passionate about the end-to-end process. It’s 
about getting a bigger view. Understanding what goes on in each silo helps us 
identify what should change and what shouldn’t.  

 

End-to-end processes operate everywhere uniting our business into a common 
purpose, but many key tasks take place “out of sight” in the “blind spots” at 
the edges and between the functional silos . . . 

 

Better integration between functional silos improves both performance and 
customer experience in delivering the business outcome of the end-to-end process. 

 

We need to take a view across all perspectives, to avoid an unbalanced, biased view of the facts. Consider the two lighthouses 
in the image to the right. Imagine each lighthouse is an executive stakeholder from the opposite ends of chosen “end-to-end 
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business process”. What do they view as the business outcome? “What does good look like?” What performance measures do 
they focus on? 

 

One perspective is not enough. We need to align and harmonize these perspectives.  

 

We must recognize that we don’t know as much as we think we do and we do work under a lot of assumptions, many untested. 
We have to develop a really good skill set and habit for curiosity and questioning with people that don’t owe us anything. We 
need to learn and “earn the right” to ask the right questions. 

 

3 The “Dual Operating Model” 

Many of us think of “end-to-end” processes in terms of our own organization unit, e.g. GBS, Shared Services, Procurement, 
Sales, Accounting etc.  However, there is a broader scope of “end-to-end” (maybe we should rename this “Beginning to End”) 
that needs to be considered to drive true enterprise-wide value as well as highlighting the benefits of full business cycle 
visibility to the entire organization.  As an example, we may think of Order to Cash as the “end-to-end” process for 
administering the revenue process when the true enterprise-wide function may start with “customer engagement and demand 
generation” and ends with “invoice settlement” (paid or written off) or even “customer value realized”. 

 

We need to develop a healthy model of “outside in” as well as “inside out” view of our end-to-end” processes and services 
delivered. 

 

We call this the “Dual Operating Model” because it requires us simultaneously to consider and optimise the specific services 
provided into the “end-to-end” process (such as supplier sourcing or accounts payable) AND the cross-functional end-to-end 
process or business cycle.  
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Whilst we may “own” the delivery of a specific service or activity stream, it is rare/impossible to “own” a full “end-to-end” 
process. Of course, “ownership” is a delicate term as it both implies accountability (a good thing) as well as possession and 
complete control (bad things as nothing in business is an island). 

 

The following image seeks to visualize this mindset of the “Dual Operating Model”. 

 
 

4 “Shift Left” Thinking  

In order to drive maximum value in any business endeavor, we need to understand the end-to-end process.   

Once we accept that our processes are truly “end-to-end” value streams, then we need to focus on “Shift Left”. 
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Why? 

 

Anyone in Shared Services, GBS, or Finance Operations will recognize that 95% of the issues that cause pain and inefficiency in 
their part (silo) of the process, has its cause “to the left”. 

 

Consider the image on the right and the role of Credit and Collections (Accounts 
Receivable).  

 

Customer to Cash and Source to Pay are great end-to-end business process 
examples. 

 

The challenge is that when we don’t have ownership or control over key elements 
of the “end-to-end” process, how do we influence them?  

 

We need to think and engage upstream to understand what is going on and why. It isn’t always as crazy as we might think!  

 

“Shift Left” and make a list of the people you know “on the left”. Who are the stakeholders “on the left”? Map them by BU, 
function, etc. 

 

“Shift Left” requires another mindset change.  
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We need to develop the empathy and interpersonal skills to ask the right questions in such a way that we can understand. Our 
questions need to deliver value rather than being seen as just unwelcome interruptions. 

 

We have to be curious about the end-to-end process but we also have to be courteous. Questions should be insightful and 
helpful. What goes wrong, what are the defects end-to-end? How do we find the gaps and fill them? “Seek first to understand” 
rather than assume our view of the world is correct.  

 

Often both views are correct and this “6 and 9“ example is a powerful mental model.  

 

Try to be objective and train ourselves to eliminate the thought that “it’s the people “on 
the left” who don’t understand”. 

 

Be helpful, don’t compete, don’t argue, don’t take the credit. 

 

“Shift Left” will allow you to win friends and influence people (“hearts and minds”). 

     

5 Customer Experience 

A business process is not just an “engine” of the organization, it is a vehicle to deliver 
efficient, effective and consistent outcomes at scale. It is not enough to focus on the “mechanics” of the process, policies, and 
systems. Rather we need to consider the “customer” experience throughout the “end-to-end” process – how effectively does it 
meet the needs of the process participants, stakeholders and customers.  
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“Operation successful, patient deceased” is not an outcome that makes any sense.  

 

There are many customer satisfaction (CSAT) and “Voice of the Customer” (VoC) tools and 
tactics at our disposal including surveys, live chat, feedback forms, NPS polls, social media 
and more. Recognize that everyone who touches a process step or an outcome, inside or 
outside our organization, is a customer.  

 

We need to focus on both the target business outcome of the end-to-end process AND the 
ease, clarity and speed with which each process participant can play their part. 

 

Many times we think of the “experience” only in terms of our own perspective and extrapolating that experience to all users.  
We need to place a greater emphasis on the user, or customers, of the process, not just of the task. Our user or customer is 
focused on achieving an outcome. The speed and simplicity with which they achieve it is often their defining “experience”.  

 

A focus on “experience” will help drive better “buy in” to change and that support will be stronger and able to sustain an 
occasional setback. 

 

6 WIIFM (What’s In It For Me) 

The action of considering the benefits and efforts for each stakeholder is crucial to driving any meaningful change across a 
Team, Department, Function, or Organization.  Gaining support for change is an exercise in asking yourself what is the “case for 
change” for each stakeholder and how can I make that case the most attractive.   
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This may require some creative thinking because there are many different motivating factors depending on who you are 
speaking with.  Below are a few of the most common factors but you may encounter others.   

 

  

 

“Motivations” image courtesy of Sheryl Connelly, former Chief Futurist at Ford Motor Co 

 

7 The Coalition & the “Trust Equation” 
 

We need to form a powerful, cross-functional coalition of ‘buy-in’ across the business and sometimes with external customers 
and suppliers. This means getting different corporate functions, operating units, regions, customers, suppliers, executive 
stakeholders, IT and HR aligned – so that the objectives and desire for process excellence can be achieved.  
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It takes a lot of skill, effort and listening in order to build this coalition. Spend time 
understanding “What Does Good Look Like” for each of them. Continually ask “What’s in 
it for me?” (WIIFM) for each one of the coalition.  

This requires us to develop and reinforce our emotional intelligence (EQ), as these 
questions are thought provoking and require a level of trust to honestly share. 

We have to “earn the right” to develop the coalition, to “Shift Left” and to ask the 
questions we need answered. It is easy to talk about trust and being a “trusted advisor”. 
But trust is hard earned and is difficult to objectively measure. 

Charles H. Green, one of the authors of “The Trusted Advisor” (worth a read, available 
on Amazon) has come the closest I have seen to developing the mathematical equation 
for trust. He details four components that affect trust. Three of them increase a person's 
trustworthiness: credibility, reliability and intimacy. The fourth one, self-interest, 
reduces a person's trustworthiness. Food for thought! 

As we develop and nurture the coalition, ENGAGE with them on their terms, and stay 
attuned to changes in perspective, in “What Good Looks Like” and in WIIFM. These 
things are not static!  

Coalitions are living things. Keep working on them! What stakeholder  
and participant groups exist or should exist for this process? We should cast our net  
wide. It will reduce pain as well as save time and effort in the long run. 
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8 What Does GOOD Look Like? 
 

“Why does this value stream, end-to-end process exist and what value does it deliver to 
whom?” 

“Why are we trying to transform or improve?” 

 Being clear on these questions is a powerful platform for everything that follows. 
 

The hardest question to answer about an end-to-end process (or anything complex) is 
‘what does good look like?’ It might seem obvious at first, but the answer is nuanced, 
and in reality, is a very delicate balance. Remember that the essential, existential need 
to understand and agree “what good looks like” is for ALL stakeholder and participant 
segments. Don’t even start thinking about KPIs until we are clear on this. There is NO SINGLE KPI that measures “what good 
looks like” for an end-to-end process.  

 

 

9 “Outside-In” – Think like a CFO 

We all tend to habitually see our world from “inside-out”, focussed on the “machinery” related to our role in our organization 
unit or team. Our own performance measures, activities, standards, vocabulary . . .   

 

This “inside-out” thinking is necessary, but we all need to focus more of our time thinking (and behaving) “Outside-In”. 

 

“Outside-In” thinking is about our real purpose. It answers the ultimate question “Why?” 
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The metaphor we use is that we should “Think like a CFO”. 

 

When considering priorities, process improvements, technology projects, even “What Does Good Look Like?” . . . 

 

“Think like a CFO” tends to reframe all of these. In a good way. 

 

Today’s CFO is no "bean counter". They are focused on strategy, shareholder value, 
customers, agility, innovation, transformation and yes, EBITDA (P&L) and Working Capital. 

Cost savings are just one part of business value, but we cannot cost-reduce our way to 
success. The CFO is focused on revenue and cash acceleration, enhancing working capital, 
driving a faster, more efficient close and reporting cycle and enabling "end to end" process 
efficiencies, for the business as a whole . . 

 

How would our CFO, CEO or significant shareholder, view this project, initiative or activity? 
What is the P&L or Working Capital impact and in what timeframe? 

 

Think like a CFO – “Outside-In”. 
 

10 The 4 Levers of Business Value 

 

We all talk about “creating business value” from what we do and what we deliver, but we are often too casual about this.  
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Clearly, “value” is in the eye of the beholder. 

BUT, if we are to create genuinely sustainable business value, we need to contribute, 
directly or indirectly (AND be able to draw the connecting line) to core business outcomes. 
These 4 levers represent the most fundamental business outcomes that a CFO and CEO will 
recognise. They all benefit from the fact that GBS / Shared Services is the central, common 
place to manage core financial processes and data. That is a superpower!  

 

The 4 levers are; 

• Revenue Growth & Customer Value  
o How can we contribute more (at all, in many cases) to this most critical 

outcome? Not every organization is a public company and revenue growth is not always the goal, but revenue is a 
proxy for “customer value delivered”, so feel free to interchange these. In what ways can we optimize processes 
and use our data to help drive insights into pricing, product combination, customer profitability, logistics etc that 
can directly lead to increased customer value and revenue, or focus attention on the priority customers? How can 
we drive insights that support the acquisition of new customers in profitable segments, retain & grow current 
customers, leverage income generating assets or optimize pricing or packaging? 

• Operating Margin 
o How do we optimize processes and use our data to drive SG&A insights that can help focus resources and 

operating costs on the highest impact areas? How can we help reduce Cost of Goods Sold (COGS) either by smarter 
processes or by better insights? Are we making best use of our tax liabilities and obligations? 

• Asset Efficiency 
o How do we optimize processes and use our data to drive insights into the efficiency of our asset usage such as 

property, plant & equipment? Do we have the right level of inventory to drive our revenue forecast? What about 
peaks and troughs?  Are we managing our Receivables (getting the cash in promptly) & Payables (paying to agreed 
terms) effectively? Do we have the right terms for our business model? 
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• Expectations – Forecast vs Reality 
o Execution is key. The “Art of Execution” is central to business success. If, as a public company, we set revenue and 

profit expectations that are not met, we are punished publicly. Setting bold but realistic expectations, and meeting 
them, is a key strength of a business and of a GBS operation. If we can support the enterprise in setting these bold 
but realistic expectations, we are delivering genuine business value. And not just to stock markets, but to 
customers, suppliers, leadership and colleagues.  
 

11 Sense of Urgency 
 

To deliver on the 4 levers of business value, to energize a powerful coalition and to drive 
progress, the “WHY” needs to be turned into a “burning platform”. 
 

Discuss and agree with the coalition the business impact of the status quo and the 
opportunity cost (financial, customer, reputation, employee, etc.) that is burned every 
day that goes by before the “TO-BE” process and experience is ubiquitous across the 
organization.  

 

Identify and publicize (internally) the need for urgency, cost of delay and the value of time (Net Present Value (NPV) for those 
accountants amongst you). As we drive rapid progress, we reinforce our own “Trust Equation” across the business. 
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12 Value Streams/End-to-End Processes – Pathways and Journeys   
 

A picture is worth a thousand words.  

Whilst an end-to-end process schematic needs to be simple and clear, the reality is that 
there are many routes, paths or “journeys’ in even the best “end-to-end” process. For 
very good reasons there is rarely a single journey, a single sequence of tasks, for any 
process. Whether the journeys relate to different customer groups, or personas or 
different classes of outcome, this understanding or “mapping” of the current as well as 
“TO-BE” variants of the “end-to-end” process is essential. 
 

Whilst we need to understand the “NOW” to understand the “FUTURE”, we need to understand it in great detail. We have to 
analyze what’s going wrong in the participant and beneficiary experience (think of each subgroup as its own “persona”) as well 
as the mechanics of the process (think ‘defects’), understand where the barriers to improvement are and identify where 
optimization opportunities lie.  
 

To do this, we need to be both accountable for the design of the process, as well as its 
operational efficiency, irrespective whether we “own” all of the resources to achieve 
this. That means knowing every piece of the process: defects, behaviors, habits, trends, 
risks, challenges and opportunities.  
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13 Risk, Policy, Control & Compliance  

 

Risk is not an abstract concept for “others” to deal with.  

 

“End-to-end process” thinking and governance requires that we align with our risk 
management, internal controls, and compliance colleagues, including Internal Audit, to ensure 
a common view of the risks inherent in the process, and its individual journeys as well as 
policies and controls designed to mitigate these risks as shown in the “Disk of Risk” to the right. 

 

 

There is a complementary end-to-end process that addresses risk management. We call it “Risk to 
Perform”. We need also align with this process, whatever name we give to it.  
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14 The Data Foundations   

Even a picture of DATA is worth a thousand words.  

 

We live in a era where data is key. Data is the information about the “Things 
that Matter” in our business domain, typically a business process. Data in our 
domain might be focused around our business interaction with customers or 
suppliers, our production, logistics, our people or our financial health . . .  

 
We all know that exploiting data is key to business success and we hear 
repeated calls to action regarding “Data Driven Decision Making”. All this 
requires that we understand the core THINGS and INFORMATION (data) 
inherent in our business, especially in our own business domain, our chosen 
end-to-end business process. 

 

At this level, we are not concerned about the data fields as stored in the databases in our ERP or other systems. We need to 
understand the key “Things that Matter” to our processes. We will find that some of this data does not exist in our core systems 
(“market sentiment” for example) and may drive a discussion about access to data from outside our business.  

 

There are levels of abstraction and detail involved, but everyone needs to have a basic grasp of the core “Subject Areas” in their 
domain / business process.  
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For example, in the Source to Pay process, we may be interested in Demand, 
Goods/Materials/Services, Suppliers, Supplier Experience, Contracts, Orders, 
Receipts, Quality of Service, Invoices, Payments, Credits and so forth as 
indicated in these  examples.  

 

The key is to have as good a visual overview for data and their inherent 
relationships, as we have for processes and journeys.  

 

 

 

15 The AS-IS Business Process  
 

We need to understand the AS-IS process in detail, to drive Continuous Improvement (CI), to act as a baseline for any transition 
to a new TO-BE process AND in recognition of the job roles that may be changing. 

Every “end-to-end” business process will have a number of “Journeys” that flow through it to deliver the value for different 
categories of need, customer, supplier, value etc 

Use the Process and Journey mapping techniques introduced here to create a common understanding and visual representation 
of the multiple perspectives needed to drive communication, understanding, collaboration, alignment and integration. 
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Before we even begin to consider technology and its role, we need to ask “what is the outcome we are looking for?” This is the 
“what does good look like” challenge. We need to be clear on the process and desired journeys.  Only then should we engage 
on the technology design/selection.  
 

But remember: “Elimination is the best form of automation”.  
 

Technology offers huge support in end-to-end process excellence – we know that. But, if the process is not streamlined, 
technology will magnify the inefficiency. Get the process clear first, engage with the coalition and technology will then become 
our best friend. 
 

16 The TO-BE Business Process 

Before we even consider technology and digitization, we need to understand the bottlenecks, defects and challenges (including 
customer experience challenges) that exist so we can define an end-to-end value stream that delivers the required business 
value for the optimal, most simple set of touch points. When we have defined this desired TO-BE process and policies, we can 
then set about looking at digitization and integration. 

 

It is CRITICAL to define the TO-BE processes and individual journeys (there will be several) BEFORE starting to design, configure 
or implement any technology. Again, we need to consider touch points and the customer experience. 

 

It is reasonable to coincide technology/system design/blueprint with this activity, but these streams MUST be aligned to avoid 
that classic situation, post go-live, that “the new business problems are still the old problems”. 
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17 KPIs, Defectivity & Data Driven Decision Making  

Identifying performance gaps and strategies for improvement is a classic Dunning Kruger 
problem. It is obvious to an intelligent mind.  
 
But therein lies the problem that we all suffer from. 
 
It seems perfectly reasonable that if I can report on performance achievement, then I 
have all the information I need to improve. 
 
This is not the case, both sadly and counter intuitively. 
 
I cannot count the number of times that executives have been incredulous at the situation whereby all the KPI readouts are 
green and showing positive progress but, at the same time, customers, suppliers, and employees are unhappy. 
 
Why is that? 
 
Welcome to the land of “Watermelon KPIs” - Green on the outside and Red on the inside. 
Traditional performance measures, KPIs, metrics etc are fine, up to a point. 
 
BUT, KPIs that show a high degree of “goodness” can be purely “vanity indicators”. 
 
The wrong KPIs reinforce “silo behavior”, drive unintended consequences and are of 
limited use to drive performance improvement.  
 
The LEAN Six Sigma movement taught us that progress is about the identification and elimination of process defects.  
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Defects “infect” the process, decrease productivity, increase dis-satisfaction, decrease credibility and confidence (and thus 
trust!), alienate stakeholders and influence non-productive behavior. 
 
We need to focus on DEFECTS. This might sound counterintuitive and “negative”, but it works! 
 
Most of our current KPIs are typically lagging indicators of performance which can be useful in communicating that outcomes 
are getting better (or worse). But be very careful, as it is commonplace for individuals and groups to “game the system” to 
exclude areas of performance that they feel are outside their control, usually particularly bad areas of performance. 
 
Psychologically, getting everyone comfortable with the idea that all processes have defects, and that our role is to find and 
eliminate them, is a desired, highly productive mindset. 
 
Always aim for more “leading indicators” than “lagging indicators”, a 3:1 ratio is a good guide. 
 
Lagging Indicators (performance measures) typically aim to show how well we are doing  

‐ eg revenue per, cost per, cycle time, output quality 
 

Leading Indicators (performance drivers) show us the defects, what is going wrong, barriers to a longer-term positive result, 
how to navigate and where to improve 

‐ eg input quality, training, process defects, customer satisfaction! 
 
If you only look at the dashboard of a car, you will largely see indicators that tell you about speed, 
distance covered, maybe directions. 
 
This is fine for the occasional journey. 
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If, however, you need to make intensive use of a car (as we do of processes) you would be well advised to regularly assess the 
engine, brakes, and tyres for defects. If any of those things go wrong, the speedometer is rendered irrelevant pretty quickly.  
 
Data Driven Decision Making is the future. It is based on this idea of “Defectivity”.  
 
It should be our primary focus. 
 

18 Innovation & Simplicity 

“Simplicity is the ultimate sophistication”. Just look at the greatest industrial 
designs in recent history. 

 

“It takes a lot of hard work,” Steve Jobs said, “to make something simple, to truly 
understand the underlying challenges and come up with elegant solutions.” 

 

As consumers, we all want the depth of functionality offered by the latest smartphone, but don’t want to work too hard to take 
advantage of it. Businesses are under pressure to deliver to standards that have been set by the world’s top technology.  

 

What online retailer doesn’t look at Amazon’s ‘Buy with 1–Click’ button and seethe with envy? Innovations that gain traction 
and adoption tend to be those that offer a simpler way to achieve a goal, which in turn raise the bar for everything that comes 
after. So why can’t everything be simple? 
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Complexity is a fact of life. In many contexts, complexity is essential; some things are just inherently complex. Building a house, 
flying an aircraft, high–end 3–D animation as examples – all activities that require complex processes in order to return 
something of value.  

 

But we should not impose needless complexity on any process.   

 

Eliminating complexity is hard but delivers true business value. 

 

19 The Digital and AI Agenda 

We are constantly challenged to deploy digital and AI solutions to business 
problems.  

However, despite the major opportunity presented by technology enabled 
business transformation, many organizations report that, despite tens of millions 
of dollars of investment and many months and even years, “our business processes 
have not changed, and the new problems are still the old problems”. 

The mantra to the right is well worth considering and taking to heart.  

“Automation makes bad, worse, faster”.  

“Elimination is the best form of automation” is equally powerful. Use it. 

Whilst much digital technology is focused on automating repetitive manual tasks, AI is about augmenting human judgement and 
creativity. Sadly, these two objectives are often confused and conflated.  

In response to the inevitable AI question, it is important to have a framework to address “where does AI fit, and where does it 
not?”. It is easy to assume in the hyperbole that AI has subsumed all technologies, but it has not. Deterministic approaches in 
software remain as important as ever and, in the new world of Agentic, are the perfect bedfellow for probabilistic (AI) techniques. 
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We need a simple categorization framework. When looking at any process, to determine the appropriate use of AI or other 
technology, we need to look at the component tasks and judge the class of activity they represent and thus what technology 
support is needed (automation or augmentation), for example; 

 

• Logical – Data & Rules Based (Deterministic, Single Answer) 

• Analytical – Data & Scenario Based (Probabilistic, Multiple Answers) 

• Communication – Content & Time Based 

• Humanistic – Relationship, Judgement, Intuition Based  
 

This can then lead us to our automation and augmentation “toolbox” 

• Deterministic (Conditional) Logic 

• Probabilistic (Analytical) AI 

• Generative (Conversational) AI 

• Enterprise Workflow / Actionflow (including Agentic AI) 

 

Then we have a better handle on how we might apply the right technologies to the right parts of our redesigned process, to 
achieve effective transformation. 

The best technology driven transformations are great process transformations, with hard earned simplicity for the customer, 
streamlined activities across the value chain (“end-to-end” process) and easy to use technology and customer experience. 
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20 Pareto Planning – Plan and Deliver Short Term Wins 

Planning for creating short term wins is a powerful aspect of any process transformation or CI strategy.  The benefits of these 
short-term wins are numerous: 
 

• Building confidence in the operational team’s ability to deliver  

• Driving organizational credibility for GBS and the process community 

• Increasing active engagement across GBS and the business at large 

Providing visible and valuable recognition that “feeds” the cycle of improvement and 
productivity 

We should always challenge ourselves to deliver 80% or more of the desired business value 
for 20% or less of the cycle time, cost and effort. This is the “Pareto Principle” or the 
80/20 rule. It works.  Time IS money and time changes business. We need to deliver 
business value each and every Quarter.  

When time horizons get too distant, we run the risk of the business problem losing its 
impact and relevance. A solution perfectly designed to solve a business problem today 
may be redundant in 2 years time as the business morphs and changes with external 
factors. 

Prioritise business initiatives based on clear economic (P&L) impact. Develop the habit 
of 100 Day Execution Plans! 
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21 The “Execution Muscle” – XQ  

 

Often a great idea falls short of delivering the expected benefit due to lack of planning, monitoring, and follow through.   

 

We define the “execution muscle” as the ability of an organization, and us as individuals, to identify, plan, and deliver a desired 
outcome in the expected timeframe.   

 

Long term projects definitely lose both impetus and value over time and, in many cases, fail to deliver even the minimum 
required payback.  This is why we tend to recommend shorter term projects that deliver more immediate tangible value to the 
P&L and Balance Sheet.  By doing this over and over again, that “execution muscle” gets stronger and becomes part of the DNA 
of the organization.  

 

Steve Jobs famously described “Thinkers and Doers”.   We have all experienced the feedback that “we have thought of this 
before”. Ideas are cheap, execution is the key. Steve Jobs described the greatest creators, entrepreneurs, artists, business 
leaders and scientists as being both “Thinkers” AND “Doers”.  

 

We can learn from this. 

 

The execution muscle requires tenacity and determination to make the small gains that aggregate into substantial impact. 
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The “aggregation of marginal gains” is a powerful concept and practice. 

 

This is the “execution muscle”. We refer to XQ (Execution Quotient) which is as critical as IQ or EQ.  
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22 Clear Vision and Roadmap with 100 Day Plans 

We need a vision to capture the collective aspirational outcome that the 
coalition has agreed. But we need to be pragmatic in delivery and exploit the 
Pareto Principle (80/20 rule) in delivering process and experience improvement 
in rapid cycles. 
 

It is key that the vision be communicated and confirmed early, often and 
consistently. It should be visible during each stakeholder update, All-Hands 
meetings, and virtually every other formal interaction with the coalition and 
delivery teams. 
 

It is important to be realistic about the roadmap as this is one of the main  
“scorecards” that will be referenced when assessing the effectiveness of  
end-to-end process strategy. Have we demonstrated the ability for on-time delivery of  
effective components of the roadmap? Remember the “Trust Equation”! 
 
A 3 year strategy needs to be the aggregation of a series of 100 day plans, each delivering demonstrable, economic value. 
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    Migrate from check to ACH method of payment

    Balance sheet cleanse (O/S checks, GR, accruals)

  Transition Sales and Use Tax administration to Shared Services

  Reduce external audit fees by 10% annually

PROCESS IMPROVEMENT INITIATIVES

  Accounts Payable

  Self-fund employee incentive program

    Align payment run cycles

  Credit/Collections

    Improve accuracy of Customer tax status at order entry

    Cleanse, enrich, and maintain Customer Master Data

    Review and align bad debt reserve calculation across entity

SCOPE EXPANSION

  Integrate BU1 AP and Credit/Collections

    Set targets for unapplied cash reconciliation

20
26

20
27

  Enable "Voice of the Customer" mechanism (CX)

P&L IMPACT INITIATIVES

  Reduction of bad debt reserve

2027 Strategy

2H
 2

02
4

20
25

  Map Stakeholders (SHs)

  Align on KPIs and Targets (SSC and SHs)

OPERATING MODEL

  Establish update cadence (SSC and SHs)

  Incorporate KPIs into Team members objectives

  Increase DPO by 2 days annually

  Consolidate payroll providers globally/regionally

    master data admin, procurement admin, payroll)

  Integrate BU 2 AP and Credit/Collections

  Integrate BU 2 AP and Credit/Collections

  Integrate BU 4 AP and Credit/Collections

  Identify process candidates to transition to SSC

    (Examples incl; T&E admin, Corp card admin, Concur,

 
 

The ability to influence what we cannot control is becoming a critical leadership skill in the business world today. We are 
expected to engage with leadership, identify ‘champions’, understand the business challenges and options and influence and 
align stakeholders around continuous improvement and a simplified “experience”. 
 

Of course, there can be a fine line between influence and control BUT we must be good communicators and even better 
listeners. We can show the advantages of change and align stakeholders and participants around the vision and execution of a 
better end-to-end process. But be mindful of the different paths or “journeys” through the process. 
 

Even the best process doesn’t have just one journey, there are a number of them. It is our role to identify, simplify, optimize 
and navigate these journeys, as we discussed earlier. 



© Consider Solutions 2026  Page 35 of 37 

 

 

23 Tracking & Communicating Progress  

One of the critical levers of change management is the effective communication of 
progress to all stakeholders and participants. It is the baseline for celebration, course 
correction and daily action.  . . . .  

 

Not just detailing the lagging indicators of performance achieved but of defects 
identified and outstanding. This focusses attention and drives progress as illustrated to 
the right. 

 

24 Empowering Others to Act 
 

It is key to understand that no one can do it by themselves.  

 

Allowing others to demonstrate their capabilities is critical to success. Orchestrate the 
activities necessary to drive change, enable harmonization/standardization, educate, 
measure, communicate, influence, mediate and facilitate.   

 

Supply the vision and let the “experts” run with it. 
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This is another “hearts and minds” challenge.  This is a team game.  

 
We need to be as strong on EQ (emotional intelligence) as on IQ and XQ. 
 
 
 
 

25 Sustaining the improvements by creating the new norm 
 

Creating a culture of continuous improvement is required. 

Defect identification and elimination as well as simplification should always be the goal. 

Constantly asking “why” we do something encourages new ways of thinking. 

The power of tiny gains is dramatic, i.e. 1% improvement daily can drive 37x results  

over a year. Creating the new norm is about creating new habits. 
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Summary 

 

 “We always hope for the easy fix: the one simple change that will erase a problem in a stroke. But few things in life work this 
way. Instead, success requires making a hundred small steps go right - one after the other, no slipups, no goofs, everyone 
pitching in.” Atul Gawande from “Better: A Surgeon's Notes on Performance” . .  

 

If you don’t understand the end-to-end business process, you’re not transforming 
you’re gambling . . . . . 

 

 

The “Plays” shared here are an important guide. Of course, the “devil is in the detail”. 

We provide enablement services, support and guidance to help accelerate both 
situation assessment and the effective development and application of the strategies, skills and capabilities detailed in this 
Playbook. 

 

 

Consider Solutions is a global leader enabling our customers in strategy and execution in end-to-end process integration and 
transformation, data and diagnostics to enhance financial and operating performance with demonstrable results. We serve 
global brands including Amway, Aston Martin, BT, Bombardier, International Flavours & Fragrances, Lanxess, Rolls-Royce, Sony 
Music, Starbucks and UNICEF. 

For more information:  

Visit www.consider.biz  or email info@consider.biz   

http://www.consider.biz/
mailto:info@consider.biz

