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Causes of Digital Transformation Failure

According to multiple sources
« Skolkovo:

Strategy: mistakes of a visionary
Technological development of the company

Implementing development with a focus on the
product rather than the user

How a company's organizational culture hinders
digitalization

« Chews:

Lack of common understanding of strategy

Fuzzy picture of the world and isolation to internal
problems

Blurred responsibility and lack of direction
Lack of effective communication

Excessive planning

Transformation of technology, not business

Personnel problems and lack of corporate culture of
innovation development
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« VC.RU:

- Approach digitalization as a one-time event rather
than as a system of measures requiring continuous
development

 Universal University:

Change agent does not know change management
No or improperly assembled team

Business goals are not set

Wrong expectations of change

* All about Business:

- To think that digitization of business is digital
transformation

- Think digitalization is just a fashionable marketing
move

- Not preparing people for change

- Consider the elements of digital transformation in
isolation



https://www.skolkovo.ru/expert-opinions/cifrovye-neudachniki-pochemu-didzhital-transformacii-zakanchivayutsya-provalom/
https://www.cnews.ru/articles/2019-11-26_7_oshibok_tsifrovoj_transformatsii
https://vc.ru/services/299812-oshibki-v-cifrovizacii-biznesa-i-proizvodstva-promyshlennyh-kompaniy
https://u.university/blog/
https://probusiness.io/

The Real Causes of Failure

* Focusing on fashion, not on business results:
- Lack of understanding of what Digital Transformation is
- Misconceived Business Objectives or lack thereof
- Following fashion and choosing the wrong technology
- Vendor bias (who shouts louder)

* Focusing on “business consultants”, not on your own needs

 Lack of understanding of the impact and ROI of the project
- Projects often successful only through economies of scale

 Lack of suitable and/or experienced staff

 Lack of support or control at management level
- Not everybody in the company is interested in business optimization

* All other project risks
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Digitalization vs Digital Transformation

* Digitalizing is the - Digital transformation is
translation of processes into a deeper and larger process.
a digital format It is a comprehensive

- Digitization is the next level ~ transformation of an
of changes. Here, digitized enterprise using digital
data and processes can be solutions and technologies.
used to automate / robotize ~ Its goal is to enter new
operations and optimize markets, create new sales
business processes channels and solutions that

generate new net revenue
and increase company value.



Deloitte Enterprise Value Map™
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Digitalization is the application of
breakthrough (Disruptive)
technologies that create new or
transform existing processes and
business models by replacing or
augmenting humans through the use
of advanced analytics, artificial
Intelligence, mobile and wearable
devices, robotics and integrative
technology platforms
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Some examples




Huge bank became thebcloud provider
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Oil company produce “Digital Twin” solution
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Weapon manufacturing presented Electric Car
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The Phases of Digital Transformation

0. Digitalization. CDTO's role as a "business process”
optimizer

1. Using third-party solutions for processes digital
transformation

2. Development of your own solutions to be used within the
company

3. Bringing developed solutions to the market or develop the
new solutions for the market

So what exactly business wants”? What powers and resources
does they allocate to DT project?

QI | k Q LEAD WITH DATA 13



How they wants to reach it?

1.

2.

To buy the existing
business?

To hire the “Guru” from
the market?

. To develop company

own expertise?



* Business systems audit
* Automation of routine
WHAT operations
WILL - Center of Competences

BRING * Unified knowledge base

* Training courses catalog

VALU E * Employee Assessment System
FAST a nd e Data democratization

. * Feedback and suggestion
FI RST' collection system

* Remote workplaces




Internal
Center of

Competence
for Company
Digitalization

Necessary for shaping the environment and promoting

ideas of transformation in the company

It's not just one department! It involves people from all
departments.

Can be formed on the basis of the analytical department
or business application development

JSing data democratization as an example: the Center of:
Competence trains analysts and makes “data stars™ ofi
them, Who form a community and begin to train other

analysts and users on new tools

I’hey also provide “feedback™, Which can be used to find
pottienecks and form projects to optimize the company:s
WOork

16



Unified knowledge base

* [t accumulates all the company's knowledge: job descriptions, work regulations,
catalogs of training courses, calculation of key performance indicators (KPIs), list
of tools, reports and regulations for requesting access to them, as well as
materials useful in daily work.

* The goal is to provide employees with all the information they need when
entering their role and their daily work. Additional value - the ability for employees
themselves to supplement the knowledge base with effective work practices.

* The purpose for management - a single picture of the truth in the calculation of
indicators. In the knowledge base is formed section where the business agrees
on the name of the indicators and the methodology of its calculation.

* The knowledge base can be a good source of ideas for process optimization.

* The Knowledge Base stores Know-How, so that when an employee leaves,
knowledge is not lost.

« Can be a communication tool (Chatter)

QI i k Q LEAD WITH DATA 17



Training of a new employee when
hiring or transferring to a new position

Training Training for an employee temporarily
courses replacing an absent one

cata Iog Launch of a new product or service
need for:

Employee development planning

18



Employee Assessment System

Assessment of qualifications: Performance Evaluation :

* Necessary for personnel evaluation Based on clear and described in the

after professional training knowledge base of key performance
indicators - goals. Goals must be SMART:

* Does not just "take a course,"” but

remembers something *a.  Specific;

- Allows you to evaluate employees * b Measurable;
who are ready for new products and * c.  Achievable;
ser\_/i_ces or for transfer to a new . d. Result-oriented:
position .

« e. Time-bound.

If staff know their goals and how their performance affects their grade and
bonus, it increases performance and loyalty.

Qlle LEAD WITH DATA 19



Main
idea:

A trained and equipped with
modern tools employee will

bring more money to the
company

New tools should be easier to
learn by ordinary employees

(civil analysts for Bl as an
example)

20



What prevents a company from being Data-Driven?

» Difficulty in obtaining timely and reliable information to make informed
management decisions

* There is no "single version of the truth" - each department has its own figure

* Very complicated process of getting the "right" information

» "Excel-Anarchy" - unmanageable business analysis process, underground
databases and analytical tools

« Complexity of maintaining multiple disparate Bl tools, lots of teams. And IT is
overwhelmed with "repaint button” requirements

* |nability of business users to "find the truth" on their own without contacting IT or
the analytics department.

* No control over the security of the data provided, especially in "underground
databases”

QI | k Q LEAD WITH DATA 21



How to became Data-Driven?

Single catalog of indicators - all on the "same wave" and operate with the same
indicators at the company level

Equip with the necessary tools to support independent decision-making, such as Qlik
Sense - saving money by reducing support for multiple disparate analytical tools and
Excel-anarchy

Provide the data upon which decisions are made. Business users will be able to get
answers to their questions instantly and independently, no need to wait for answers from
colleagues - Quickly make the right management decisions based on the analysis of
reliable and up-to-date information.

BUT! It's not enough to provide a tool, even the most perfect one. It is necessary to
teach how to use it and monitor its use (Data Literacy) Plus - training and mentoring.

Teach how to make decisions. Analysis results are not yet a diagnosis!

Empower staff to make their own decisions - Increase speed of work, decision making
and productivity.

Get feedback, listen to staff and respond. Believe me, they may know more about the

&wsépess than an analytics department or even a specialized consulting firms.

LEAD WITH DATA 22



Feedback and suggestion collection system

* |t is not enough to provide everyone with data and information. It is necessary to
make decisions and control the result (virtual project teams, agile).

* We can take a bunch of tests, but will we diagnose ourselves without medical
training? Probably not. It's the same with decisions - you need to teach your
employees how to make decisions.

* Moreover, you need to be able to collect feedback, hot offers and suggestions to
improve the company efficiency - believe me, if your employees don't know it,
you are unlikely to get any tips from an external consultant.

« The task of CDTO is to create a structure which covers the whole company and
provides a continuous process on optimization of business processes inside the
company and work with external contractors. This is done on the basis of the

Competence Center.

* Thus, the Competence Center pro CDTO turns into a powerful tool to increase
productivity, optimize business processes and the company as a whole.

QI i k Q LEAD WITH DATA
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Part Il
(Than

you will
finish
part |)

*Digital Transformation:

e Research and
Development

* New Products
* New markets

* New ways of interacting
with the customers

* BigData, ML, drones, 3D
printing, digital twins,
loT and other blockchain




Developing
Success

After implementing Phase |: Digitalization you
will be ready for Phase II: Digital
Transformation

You will conduct an audit of your existing
resources;

You will have a competence center, which will
serve as the backbone of the research
department (R&D) and will cover most of the
company's departments;

Through feedback, you will identify a number of
interesting projects, and through expert
advice, you will be able to identify the most
profitable, fastest and least risky ones.

Let the force be with you!

25



Question
S?

l'eoprvlh Hauenwsunu — cneumanuct no BHeApPeHHIO CH-

leopruin HaHenwsunu
CTeM ynpaBneHua NpeanpuaTUeM, MMeroWmnil npakTuye-

ONTUMUN3UPYU

ST0

HEMEAJ/IEHHO!

Kak ucnonb3ys coepeMeHHble
IT-uHCTPpYMEHTbI cOKpaTUTL
U3aepXXKU 1 060MTU KOHKYPEHTOB

CKMiA ONbIT KaK CO CTOPOHbI 33Ka34MKa, TaK U CO CTOPOHLI
uHTerpatopa. Cneunannsupyetcs Ha pa3paboTke apxuTek-
Typbl 6U3HEC-NPUNOKESHWUI, HaLUeNeHHbIX Ha NOBbileHue
NPOM3BOAMTENbHOCTH TPYAA M 3PPEKTUBHOCTH KOMMAHMIA
nyTeM UX aBToMaTu3aumn. MiasecteH pagom ny6nmkaumi
Ha npodunbHbix dopymax, okono 20 neT ABNAETCA aKTUBHLIM
Y4YaCTHMKOM COOBWECTE MO BHEAPEHMIO TaKMX CUCTEM, KaK
Microsoft Dynamics AX u SAP ERP. Pa6otan 8 koMnaumax
Oracle u Microsoft, B nocnenHei 6611 NPU3HaH AYYWMM TEXHUYSCKUM CrIeLManucToM
no ERP-cucremam 8 2008 roay. lNocneauue 10 net pykoBoauT passmMTHeM NapTHep-
ckoi cet komnaHum Qlik, B KOTOpPO# TaKkKe HEOAHOKPATHO NPU3HABANCH NYYLIMM

gni@qlik.co
m

CneuManucToM no paboTe C NapTHepaMu.

Knura npeaHasHayeHa Ans Tex pyKoBOAUTENed, KOTOP.Ii XOTAT 33 KOPOTKMIA CPOK
CyWEeCTBEHHO MOBLICUTL ONEepaLMUOHHYI0 3OPEKTUBHOCTE KOMNAHWUK C NMOMOLLLIO
COBPEMEHHbIX TexHONOrMiA. B KHMre NpUBEASHO MHOXECTBO NPaKTUYECKMX NPUMEPOB
YCNewHoro NPMMeHeHUA PasnMYHOTO POAA PelleHMil B Nepenossix koMnaxmax Poccum,
KOTOpbie NoMoryT BaM NpaBunbHO PacCTaBUTL NPUOPUTETH 3BTOMATM3aLIMK W A3YT
HOBbie uaew. Takxe oTaeNbHaA Y2CTh NOCBALEHa HOBOI NapaaMrMe YNPaBNeHNA KOM-
NaHWell — NPUHATUIO PeLeHWiA Ha OCHOBE aHaNM3a AaHHBIX, YTO NO3BOMAET KOMNAHKM
6bICTPEE NPUHUMATBL BepHbIE M 060CHOBaHHBIE YNPABNeHYeck1e peleHns 1 GuicTpee
AOHOCMTB CTPAaTer1io A0 NMHEMHOro NepPCOHaNa, NOBLIWAA CKOPOCTL YNPaBAeHUA
KOMMaHKWel M BbIMIPbIBaA B KOHKY peHTHOM 6opbbe. Keiicbi

BeAymX

POCCUACKMX
KOMMaHuiA

#ONTUMH3IUDYHITOHEMEANEHHO 3H8HHSI, KOTOpbie MEeHAKT XXHU3Hb

alnbnHa
NMABAHWEP
3333 kumr +7 [495) 120-07-04

Q jOHHaUTaWaH O LE UAAUENWNLLQ wvunsmuarey umidos)

Q

9 785907 394216 ¥ Ha canTe www.alpina.ru
P ANbNUHA anvnuHa
NARNAWEYF NaARnNAWEr
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