
Enabling Independence ς
{ǉǳŀǊŜ tŜƎΩǎ award winning support for 
.ƛǊŘǎ 9ȅŜ LƎƭƻ DǊƻǳǇΩǎ tǊƻƧŜŎǘ tƛƻƴŜŜǊ

SquarePegSupport

As changeconsultants,SquaretŜƎΩǎbrief was to ensure BEIGpeople were
ΨǊŜŀŘȅwilling andablesuccessfullyto switchto the new operatingŜƴǾƛǊƻƴƳŜƴǘΩ
with minimumbusinessdisruption.

SquaretŜƎΩǎsupport of BEIGwas recognisedby the UK Institute of Business
ConsultingasBestInternationalProject2009.

BEIGDirector, Operations Tania Howarth summarisesthe contribution that
excellent change management made to Birds 9ȅŜΩǎsuccess. ΨOur people
certainlywere excellentlyengagedand very well preparedand we certainlydid
transition remarkablysmoothlyto the newoperatingplatform. Yet,the Practice
providedsignificantvaluewell aboveandbeyondthat brief. Justoneexampleof
the hugevalue they addedwas in their managingthe changeprocessso as to
instil our new corporatevaluesof individualresponsibilityand entrepreneurship.
That is exceptionalchangemanagement.Ω

Thework fell into three maincategories:

1. Mobilisingthe ProjectTeam(seemini casestudies1-2)

2. Engagingthe Businessfor Delivery(mini casestudies3-5)

3. Cross-programmesupport(mini casestudies6-12)

Thisdocumentpresentsa numberof brief casestudiesoutliningelementsof
SquaretŜƎΩǎsupportof ProjectPioneer

The Challenge

With the separation of 
Birds Eye IgloGroup (BEIG) 
from Unilever, the 
business had to re-
platform all its activity 
from telephony to 
reporting, across eight 
European countries.  This 
was change at every level 
of the organisation.  
Known as Pioneer, it was 
much more than an IT 
programme. It was a high 

stakes project which 

simply could not be 

allowed to fail and 

managing that change 

was a hugely complex 

international 

undertaking.

In practice it meant 1,800 
users, 7 languages, 3 
factories and interfaces 
with 100s of suppliers, 
customers and logistics 
providers.  
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Team Mobilisation

SquarePegSupport

We took the team out of their day to day work environmentsfor an re-energising
workshopfocusedon takingthe project into its next phase. At the openingof the
meeting the group created a living organigram demonstrating the
interdependenciesof all teammembers.

TeamPioneertogether preparedto kick-start in-country implementation

TheCountryImplementationManagers(CIMs)rehearsedfor presentingthe overall
plan to their local managementteamsand respondingto likely challenges. As a
group,the Teamidentifiedgapsin the planandintegrationitemsto be added.

TeamPioneermembersclarified their expectationsof oneanother

Weconductedindividualpre-work interviewswith participantsandsynthesisedour
findings in primer documentation. Reviewing this, the team agreed their
expectationsof oneanotherin the nextstageof the project.

TeamPioneermembersaddressedthe implicationsof moving to country-centred
implementation The team worked together to agree the actions required for
successfulimplementationin-country.

TeamPioneerstarted to addressthe implications of moving to a new IT service
company. Issuesand opportunities arising from the move to Satyamhad been
identified in primer material and together the team developed a list of key
concernsand questionsto be addressedby the new partner. On hearing initial
responsesfrom Satyamseniorleadership,the ǘŜŀƳΩǎconfidencelevelsin the new
teammembersbeganto improve.

Result

Asa resultof the workshop,Pioneerteammembershadclarifiedtheir expectations
of eachother, understoodthe implicationsof shifting from aΨǇǊƻŎŜǎǎΩto ΨŎƻǳƴǘǊȅΩ
dominantperspective,andof shiftingfrom the designsupportof CapGeminito the
buildingsupportof Satyam.

Eachgrouphada shortlistof concreteactions,to takeawayandput into place.

At the conclusionof the day, the group rated their own successat ΨǿƻǊƪƛƴƎ
together towardsa commonƎƻŀƭΩveryhighly(8-9).

The Challenge

Following significant 
investment in the 
design phase Project 
Pioneer  needed to 
move beyond the 
realms of IT into the 
business it was 
designed to support. 

For the implementation 
of SAP to succeed it 
required that all the 
component parts come 
ǘƻƎŜǘƘŜǊ ƭŜŀŘƛƴƎ ǘƻ άƎƻ 
ƭƛǾŜέ ƛƴŎƭǳŘƛƴƎ ŘŀǘŀΣ ǘƘŜ 
building of the solution, 
infrastructure, and 
business readiness  -
with a focus on local 
implementation. In 
addition, a new IT 
service company 
(Satyam) had been 
engaged to complete 
build and 
implementation. 

Our objective was to 
energise all employees 
engaged in Project 
Pioneer and mobilise 
them to effectively 
support each other  as 
the project began to 
build, test and 
implement and the 
designed solution.

Mini Case Study  1. 



Cross Cultural Team 
Engagement ς
India & Europe

SquarePegSupport

TeamPioneerexploredthe implicationsof beinga virtual & multicultural team...

We addressedhead-on the challengesand opportunities presented by a 100-
strong team of some13 different nationalities(includinglarge groupsof British
and Indianteam members). UsingaΨǇŀŎƪƛƴƎthe cultural laptopōŀƎΩexercisewe
catalysedopen and constructive discussionsof the different cultural ΨŘŜŦŀǳƭǘ
ǎŜǘǘƛƴƎǎΩat work within Pioneer. Raisingawarenessandacceptanceof differences
laid the groundwork for handling issueswhen they aroseduring the life of the
project.

...and collectively developed its Golden Rules. Working together the team
answeredthe Ψ{ƻǿƘŀǘΚΩquestionsraised by the crosscultural discussionand
defined their desiredwaysof working, includinga set of TeamPioneerGolden
Rulesanddefinitions. Thesewere backedby detailed,practicalguidelinesaround:

Åwritten communication

Åconferencecalls& meetings

Åhierarchy& respect

Åescalatingissues,time & delivery.

The team gained an understanding of PMO expectations... With only 130
workingdaysuntil go live we took the opportunity to ensurethat all membersof
the team were very clear on the key project milestonesand that fit -for-purpose
Project Management was required. The Project Management Office (PMO)
outlined the disciplinesand routines that would be required to achieveproject
success.

...and had somefun! Followingtraditional Indian gift givingand some Pioneer
recognition awards,the team enjoyed an informal dinner together ςincluding
Indiancuisineandtabla& sitarmusic.

Result

BEiGand Satyamteam membersclarified their expectationsof eachother, and
understoodthe implicationsof workingtogetheracrossculturesandgeographies.
They used this understandingto identify concrete ways to ensure successful
implementationof Pioneer.

The Challenge

Following the 
appointment of a new 
IT service provider 
partner, Satyam,  the 
new team members 
had been introduced 
and started working 
together with .9ƛDΩǎ
Country 
Implementation 
aŀƴŀƎŜǊǎ ό/LaΩǎύΣ 
Business Process 
Leads (BPLs)  and IT 
experts.  

¢ƘŜ ǘŜŀƳΩǎ ŎƘŀƭƭŜƴƎŜ 
was to ensure that 
working relationships 
maximised time, 
experience, and ability 
to move the project 
forward and hit the 
aggressive timelines.

Our objective was to 
facilitate a workshop 
to ensure that both 
the Satyam and BEiG
team members were 
aligned and effectively 
working together to 
meet the goals of 
Pioneer. 

Mini Case Study  2. 



Country 
Engagement -
The Making IT Work Process 

SquarePegSupport

Wedesigneda 5 stepapproachto engageandsupport localteamsasthey led the
work required:

1. CountryImplementationaŀƴŀƎŜǊǎΩPlanningMeeting CIMswere briefedon
the levelof planningrequiredanddocumentationfor which their local teams
would haveaccountability; BusinessOperatingModels (BOMs)which would
outline critical and secondaryscenariosfor preparation and confirm future
organisationdesign& decisionrights, andthe CountryImplementationPlans
(CIPs) which would cover implications and activity regarding Partners
(includingsuppliersand customers),People(including local subject matter
experts(SMEs)andkeyusers)andPioneer(overallproject impacts).

2. CountryengagementmeetingsςCIMsthen hosteda seriesof meetingswith
their localleadersandteamsto familiarisethem with the newsolution,clarify
timescales and the preparatory work required, and establish local
accountabilityfor the BOMandCIPdeliverables.

3. Making IT work workshopsςin 8 countriesςwe planned, prepared and
moderated a series of workshopsto kick-off the preparation of detailed,
localised plans and documentation. Each country had particular local
requirementsandexceptionalcircumstancesto beplannedfor.

4. Preparation of local BusinessOperating Manuals (BOMs) and Country
ImplementationPlans(CIPs)ςThereafterlocalteamstook on the completion
of their own draft plansandmanagedthe sign-off by localGeneralManagers.

5. TheIT FactorςTo ensurethat the local planswere robust and alignedwith
one anotherwe designedand facilitateda panelandpeer revieweventusing
the format of the TVshowΨ¢ƘŜXCŀŎǘƻǊΩ. Eachcountry team presentedthe
detailof their plansandrespondedto challengesandcritiquesasappropriate.

Result

Themodelsand planswere completed,reviewedand agreedby local teamsand
signedoff by the Centrefor execution. Work and issuesoutstandingwere clearly
identified by the combined team and all had a clear understandingof their
individualandcollectivenext stepsfor implementation.

The Challenge

As Pioneer moved 
from design phase to 
implementation 
/LaΩǎ ǿŜǊŜ ōŜƛƴƎ 
challenged to take 
the lead in ensuring 
that their countries 
and employees were 
ready, willing and 
able to implement 
the significant shift 
to SAP.  

For implementation 
of SAP to succeed 
the business needed 
a sense of urgency, 
local country 
leadership 
accountability and 
local team 
engagement.  

Local teams in all 8 
Pioneer countries 
needed to take 
responsibility for 
developing plans to 
transfer to the new 
system and on-going 
operations 
thereafter. 

Mini Case Study  3. 



Addressing 
Project Fatigue ς
Re-energising the Senior 
Project Leadership Team 

SquarePegSupport

Asthe project timescalescontinuedto be very tight, we neededan approachthat
wouldbehighlytime-efficient. Thisinvolved:

Preparing to take time out - As the year drew to a close we conducted
confidential360° feedbackinterviewswith 20 of tƛƻƴŜŜǊΩǎkey leaders. We then
collated and synthesisedthe findings and held a second round of individual
meetingsat which we presentedeach leader with a consolidatedview of how
they were perceivedby their peers. In addition,eachparticipantwasinvited to
complete two light-touch psychometricinstruments designedto highlight their
default stylesin decisionmakingand leadership. We collated the findingsfrom
theseinstrumentsto developoverallleadershipteam-levelprofiles.

A focusedone-day time outςWe then designedand facilitated a one-day, New
Year,SeniorLeadershipKick-off sessionwhich focusedon the ΨŘȅƴŀƳƛŎǎΩof the
Pioneerleadershipteam and the operationalΨƳŜŎƘŀƴƛŎǎΩrequired to move the
project to a successfulconclusion.

o TheDynamicsof PioneerLeadershipςeachleadertook the floor to summarize
the feedback they had received and respond with their individual behaviour
commitments to the team. Thesewere captured along with personalproject
accountabilitiesveryvisiblyon flipchartsbearingeachƛƴŘƛǾƛŘǳŀƭΩǎphotograph. In
addition we presented to the team the consolidated psychometric findings,
discussingthe issuesandopportunitiessuggestedby the team-levelprofiles.

o TheMechanicsof PioneerLeadershipςWe then presentedbackto the group
the information gleaned in pre-work regarding the routines and disciplinesto
benefit the team and the project over the comingmonths. Theteam collectively
agreedto changesfor immediateimplementation.

Result

As a result of this approach,participantswent on-record with commitmentsto
adjust individual behaviours,thus openingthe door for colleaguesto challenge
them over the comingmonths. In addition they thought through the implications
of the new year plan with regard to accountabilitiesand interdependenciesand
committedto revisedmanagementroutinesto achievetheir collectivegoals.

The Challenge

At the end of the year  
Team Pioneer had been 
working flat-out for 
some nine months and 
project fatigue was 
starting to make itself 
felt.    

Prior to the start of the 
new year,  leaders 
needed an  opportunity 
ǘƻ ǘŀƪŜ άǘƛƳŜ ƻǳǘέ ǘƻ 
identifying what they 
needed to do 
differently both 
personally and 
collectively for the 
successful 
implementation of 
Pioneer.   

Our objective was to 
provide a process which 
ƴƛǇǇŜŘ ΨǳƴƘŜƭǇŦǳƭ 
ōŜƘŀǾƛƻǳǊΩ ƛƴ ǘƘŜ ōǳŘ 
whilst re-energising and 
re-engaging the team.

Mini Case Study  4. 



Training ς
Preparing Users 
for Change 

SquarePegSupport

In managingthe total Trainingprovision for Project Pioneer,we appointed an
expert stream leader with many ȅŜŀǊǎΩexperience in the design and
implementationof SAPtrainingprogrammes. Theapproachtakeninvolved:

Identifying and prioritising training needsςdividing the training requirements
acrossthe eight countries and nine key functional areas into businesscritical
streams,both new and existingprocesses. Where the businesshad new staff in
rolesthesewerealsoprioritised

Hiring and allocating expert trainer resourceto priority areasςwe hired a team
of six specialistSAPtrainers with expertisein the priority areas,able to hit the
groundrunningandeachbringingthe appropriatelanguageskills.

Tailoring the training approachςThis team of experts then worked with the
businessto developstrategiesto ensurelocal teamswereΨǊŜŀŘȅwilling and able
to usethe newǎȅǎǘŜƳΩ. Thisinvolveddevelopingtraining material for eachsub-
stream (23 individual courses covering 9 key areas) and non-training team
solutions- both conventionalandnon-conventional.

Deliveringand measuringthe training ςwe then managedboth the trainingand
non-training team deliverables,measuringresults and providing support with
other strategieswhere required. Throughoutthis stagewe proactivelymanaged
theōǳǎƛƴŜǎǎΩǎexpectationsof what they would experiencein trainingandworked
with the businessto assistwith strategiesaroundimplementationof the solution
in certainworkplaces

TheResult

Trainingwas provided to some 400 individualsacrossthe organisationin good
time before the transition with someadditionaljust-in-time, post-go-live support
available, for instance around month end processes. LǘΩǎsuccess was
demonstratedby smooth businesscontinuity at and beyond cutover, with the
businessableto usecriticalprocesseswithout difficulty.

Director, Operations Tania Howarth described the successof our training
provisionthusΨhŦall aspectsof the programmeit hasbeenthe leastproblematic,
the mostwell-deliveredandverywell received.Ω

The Challenge

We needed to provide 
training for SAP end 
users across eight 
countries over two 
phases in tight 
timeframes, with 
restricted budget and 
lower than required 
staffing levels.  

Several SAP systems 
were used previously 
throughout the 
company and the new 
system involved 
different levels of 
customisation across 
geographies.  

A number of new 
processes  and design 
changes  to existing 
processes meant staff 
needed additional 
training  - this was 
hampered by the loss of 
staff with expertise in 
the legacy systems.  

The training was to be 
provided in a number of 
different languages.   

Mini Case Study  5. 



Communications 
Management 

Square Peg Support 

In managingthe central communicationsstream of Project Pioneerwe took an
agile,phasedandflexibleapproach,including:

Communications'service'to local project teams - We didn't force materialsonto
project teams, but provided them with a service. Providing them with
communicationsexpertiseand collateral (posters,deskdrops etc) while leaving
eachcountrymanagerin control.

Utilizing existingcommunicationchannels- We knewfrom experiencethat staff,
like consumers,evolveto ignoremarketing/communicationsmaterials. Westayed
awayfrom the tired old formats of 'project newsletter', insteadfocusingon mid-
level management buy-in and preparing line managers with briefings and
materialsthey couldpresentto their teamswith confidence. Fromthe factoriesto
the financedepartment,thisestablishedthe projectascomingfrom the top.

LeveragingExec-level buy in - Briefings,and materialsfor Exec-level leaders,and
buy in from the CEO,wasleveragedto ensurethat the project stayedat the top of
everyone'spriority lists. The/9hΩǎFiresideChatswere a great successwith the
'influential' membersof the organization.

Personal / conversational approach - Corporate communication can lack
effectivenessby being too well... corporate. Using a conversationaltone, and
positivefeel,we wrote honestmessageswith the intention of telling the storyof a
greatproject, facinga hugechallenge,that wouldneedcompanywidesupport.

Theright positioning - Bypositioningthe project from the start as'a bumpyride'
becausewe were pushingso hard, unachievableexpectationswere never set.
Everyoneacrossthe companyknew it wouldn't be perfect, and it was from this
'vulnerable'messagethat we generatedsignificantsupport.

Result

The successof Square Peg CommunicationsDirector, Jason Bates led BEiG
Director,Operations TaniaHowarth to comment: ά¢ƘǊƻǳƎƘa seriesof managed
events, carefully crafted communications,coachingand support to other team
members,Jasonsignificantlyimprovedthe level of understanding,alignmentand
engagementof all our employeesΧ. The άŎǊŜŀǘƛǾƛǘȅέof his communications
output certainlyhelpedboostthe engagementscores!"

The Challenge

Communications in 
Pioneer  presented a  
number of 
challenges: 

ÅMulti-country / 
multi-culture ςmany 
languages and multi-
cultural 
stakeholders.  

ÅVery fast paced 
project - likely to 
encounter difficulties 
and involve tough 
messages

ÅDifferent sized 
projects under the 
same banner 
(thousands in the 
UK, tens in some of 
the small offices)

Å! ΨŦƛǘ ŦƻǊ ǇǳǊǇƻǎŜΩ 
solution and some 
losses of 
functionality meant 
the new system was 
ϥŀ ŘƛŦŦƛŎǳƭǘ ǎŜƭƭΨ ƛƴ 
places 

Mini Case Study  6. 



Programme Risk 
Management ς
The Shock 
Absorption Process

SquarePegSupport

We usedSquaretŜƎΩǎ5 step ShockAbsorptionProcesswhich appliesthe lessons
of traditional disaster-recovery,businesscontinuity disciplinesto managingthe
risksassociatedwith predictableinternalprojects.

Step1. FaceUp- Toidentify wherethe bumpsmight lie, we conductedindividual
interviewsand solicitedwar-storiesfrom thosewho had experiencedsimilarERP
roll-outs,gatheringgreatinsightsinto potentiallyoverlookedrisks.

Step 2. Put Neckson the line - We stage manageda one day project crisis
simulation. Some 30 members of the project team undertook a number of
problem prioritisation and reporting exercisesand the day culminated in a
simulatedbriefing to a very frosty ExecutiveCommittee. As a result, the team
took ownershipfor managingriskandputting in placetheir own shockabsorbers.

Step 3. Drill contingencyplans ruthlessly - SquarePeg created a ΨtǳƴŎƘ-list
¢ŜƳǇƭŀǘŜΩto guideprocessownersasthey preparedfor a bumpy landing. These
became checklists to complete pre-go-live and prompted timely discussions
ensuring plans dovetailed where necessary. For the Exec,reviewing progress
againstpunch-listsproveda simplemeansof evaluatingthe now decreasinglevels
of businesscontinuityriskfacingthe project.

Step4. EmbraceCentralcontrol - SquarePegadvisedBEIGon the development
of a detailed,centralisedIncident& ProblemManagementprocess(seemini case
study8).

Step5. Letwhat ŘƻŜǎƴΩǘkill you makeyou stronger- Followingsuccessfulclosure
of first month endon the new ITplatform, we surveyedteam membersandusers
to understandwhat hadgonewell andwhat couldhavegonebetter. Thecollated
lessonslearnt were then fed into the preparationsfor PhaseII go-live in the next
waveof countriesin scope.

Result

Thesuccessof this approachwasacknowledgedby BirdsEyeDirector,Operations
TaniaHowarth: Ψ{ǉǳŀǊŜtŜƎΩǎcommonsenseapproachmadea hugedifference
to the successof Project Pioneer. With their help we planned for successbut
preparedfor a bumpylandingandasa resultof the work they led,our landinghas
beensmootherthan we everdaredto hopefor...Ω

The Challenge

All programmes of this 
size and complexity 
encounter difficulties.  
To proactively manage 
risk we followed a 
process designed to 
help the organisation 
Ψtƭŀƴ ŦƻǊ ǎǳŎŎŜǎǎ ōǳǘ 
prepare for a bumpy 
ƭŀƴŘƛƴƎΩΦ

This meant creating a 
frame of reference 
against which the Exec 
might evaluate business 
continuity risk levels 
and inform a series of 
stage-gate go-no-go 
decisions.  

In addition, it was 
necessary to have all 
employees engage with 
the  coming change and 
prepare contingency 
plans for use in the 
event of disruption.  In 
managing the latter we 
needed to create the 
right sense of urgency 
with without causing 
panic.

Mini Case Study 7. 



Incident & 
Problem 
Management 

SquarePegSupport

Our team supported the Project Management Office in developing a robust
centralIncident& ProblemManagement(I&PM)processusingthree principles:

1. Theapproachwasdesignedto minimisebureaucracy

2. Individual incidents were managedby teams as close to the level of the
incidentor problemaspossible,with a centralteamprovidingco-ordination

3. A3-phasedapproach: hypercare,intensivecareandbusinessasusual

Toimplementthe process,centraland localteamswere appointedwith technical
and businessexpertise pertinent to the issues most likely to arise in each
geographyand we designeda scheduleof minimum bureaucracyreports and
meetings to ensure the team were kept abreast of developmentsand that
resolution actions were tracked and co-ordinated. The teams were planned in
shifts by location to ensure the right skills are alwaysavailable24/7 and were
equippedin a seriesof war-roomswith appropriatetechnologyandfacilities.

In addition, incident managementsoftware was licensedand training provided
(both internally and for external partners dealing with the system build,
infrastructure and technical support) to ensure that each technical problem
encounteredin the SAPimplementationcouldbe methodicallytracked.

Shortlybeforego-live SquarePegplannedandran a virtual rehearsalfor all I&PM
team members. In the courseof an afternoon, this simulateda day-in-the-life of
hypercareandpractisedthe useof the online incidentmanagementtool and the
meeting and reporting disciplinesthat would be mandatory post-go-live. In
addition we created a communicationcampaignincluding a detailed manual,
posters,emailsandcrib-sheetsto remindemployeesin the field what to do in the
eventof a problem.

Result - During the cut-over weekend the I&PM processswung into action,
successfullymanagingsome 1,300 problems and incidents during the initial 4
weeks of post go-live. Project Management Office Director, Iain Sturrock
summarisedits successά{ǉǳŀǊŜPegprovideduswith very detailedand thorough
support aswe designedand launchedour I&PM process. Asa result, the process
workedveryslicklyfrom the outset andwasinstrumentalin ensuringsmoothand
swift resolution of issuesacross all the countries involved. One of the key
elementsof successwas the alignment of the I&PM processwith the business
contingencymanagementprocess. SquarePegalso supported the development
of this process. Theseamlessintegrationof the two processeswasinstrumentalin
raisingthe confidencelevelof the businessthroughtheǇŜǊƛƻŘΩ.

The Challenge

As part of the business 
continuity risk 
management approach 
many members of the 
business we engaged in 
preparing, testing & 
rehearsing contingency 
plans for use in the 
event of disruption 
arising from Pioneer.  

In parallel a process 
was required centrally 
to  co-ordinate, 
prioritise and oversee 
the management of 
incidents and problems.  

This process needed to 
be robust enough to 
cope with the high 
volume of user-related 
issues to be expected in 
a project of this scale.  
On the other hand it 
needed to be simple 
enough to be easily 
followed in the event of 
disruption.
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Cutover Planning & 
Implementation

SquarePegSupport

Square Peg took a central role in planning and implementing the cutover
approachwhich followed a Ramp-Down-ShutDown-Ramp-Up strategy. Following
discussionswith the businessand so as to minimise disruption it was timed to
takeplaceovera bankholidayweekend.

Each step was documented in Technical Installation Plans (TIP) - the TIP
requiredmultiple roundsof iteration with eachof the partiesinvolvedin cutover
and our team helped to facilitate that processof refinement until the final plan
wasset in stone.

Thisrequiredcarefulco-ordination with eachof the participating countriesςour
representativeworked in minute detail with eachof the local teams to ensure
that not only were local plansas thorough as possiblebut that they were fully
integratedwith the requirementsof the centre.

Implementation required closely choreographedcompletion of TIP activities.
Once the cutover had begun SquarePegprovided leadership,monitoring and
supportto the localteamsto confirmthat at the acceptancecriteria for movingto
each next step had been met and that pre-planned tasks were completed on
scheduleincluding:

o Rampdown- eg. receivinganddispatchingfinal order,clearing lines

o Shut-down- egfinance& stockreconciliation,masterdatachanges

o Ramp-upςeg. processinginitial receiptsanddispatches

We co-ordinated an innovativeapproachto communicatingprocessςduringthe
cutoverweekendwe managedthe provisionof text messageupdatesto all team
membersand to Execmembers. Brief messagesdetailing progressagainstTIP
targetswere sent centrallyevery3-6 hoursensuringthat the core team were not
distractedfrom their tasksby respondingto callsfrom well-wishers.

Result

Cutoverwasuniversallyacknowledgedto havegoneextremelysmoothlyςlargely
due to its highlydetailedpreparation. Thebusinesswasableto start up againon
scheduleandwithout anyshow-stoppingissues.

The Challenge

The  nexus of Project 
Pioneer was the 
physical & system 
switch between 
ό.9ƛDΩǎ ǇŀǊŜƴǘύ 
Unilever legacy 
systems and BEiG 
new systems.  

That moment 
required detailed 
planning and close 
co-ordination of all 
the parties involved 
including:  all areas 
of the BEiG business, 
the Pioneer and IT 
Teams, Unilever and 
multiple third parties 
(suppliers, 
customers, logistics 
providers etc).  

The cutover would 
be a point of no-
return for Pioneer 
and as such its 
successful execution 
was essential to 
.9ƛDΩǎ ŀŎƘƛŜǾƛƴƎ Ŧǳƭƭ 
independence from 
its parent.
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Chief Information 
Officer  Advisory

SquarePegSupport

Fromthe start of our engagementwith BirdsEyewe providedday-to-dayover the
shoulderconsultingsupportandadvisoryservicesto the organization'snew Chief
InformationOfficer(CIO). Thistook the followingforms:

Just-in-time support - Stayingcloseto the project and to the /LhΩǎconcernsas
executivesponsorand project director we providedtimely, informed adviceand
consultinginsightsfrom our experienceof similarlarge-scaleprogrammes.

Research& bestpractices- We deliveredresearch,best-practicesandbenchmark
information where and when neededand whereverpossibleproposedpractical
tools to assistin meeting the ǇǊƻƧŜŎǘΩǎobjectives. For instance,when the CIO
sought a simple yet structured meansto help the Executiveevaluatethe risks
facingthe project, we produceda clearyet robust traffic light systemfor useat
the Executive/ƻƳƳƛǘǘŜŜΩǎregular risk review meetings. This was received
extremely positively and was instrumental in the /LhΩǎmanagementof project
riskthrougha numberof go-no-go- stagegates.

Supported the interface between multiple supplier executivesςPioneer was
dependent on the efforts of multiple external suppliers and managing the
interfaceswith their executivesrepresenteda significanttime commitment for
the CIO. We regularlyadvisedon effective managementof theseinterfacesand
proposed the creation of a regular {ǳǇǇƭƛŜǊǎΩForum which built trust and
simplifiedpolicydiscussionsby bringingthe relevantpartiestogether.

BusinesssoundingboardςIn addition to the above,SquarePegassociatesacted
as a general sounding boards allowing the CIO to test and experiment with
problemsandsolutionsin a confidentialandrisk-free environment.

Results

Followingthe successfullaunchof ProjecttƛƻƴŜŜǊΩǎphaseI the/LhΩǎperformance
asa strongandeffectiveleaderwasformally recognised. Shewaspromoted to a
Board position and asked to assumethe additional role of Human Resources
Director. Shewasalsoidentifiedasoneof the¦YΩǎtop 10/LhΩǎby Silicon.com.

The Challenge

Birds Eye IgloDǊƻǳǇΩǎ 
CIO was a newly 
appointed  external 
hire.  Her remit was to 
deliver what was seen 
as a large IT project to 
ensure .9ƛDΩǎsytems
independence from its 
erstwhile parent.   

The programmecarried 
significant budgetary 
and business risk but 
there was a challenge 
to convince the 
business to take 
ownership of the 
massive executive and 
organizational change  
required for true 
independence

The project was 
dependent for success 
on multiple new 
suppliers . 

In addition, BEiGhad 
very few people in IT 
roles, requiring the CIO 
to staff up swiftly.
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Coaching a 
New Leader

SquarePegSupport

Thecoachingprocesswe followed with this individualwasinformed by SquaretŜƎΩǎ
keybeliefsaboutexecutivecoaching:

o Personal change must be put in the context of the ŎƻƳǇŀƴȅΩǎstrategic
direction.

o Leadershipisanobservable,learnablesetof practicesandbehaviors.

o We help participants understand what is expected of them, how they are
perceivedby othersandhow they perceivethemselves.

Thereafterour approachfollowedbroadlyfour stages

1. Setting the stage - Meeting with the supervisorand participant to set mutually
agreeduponexpectationsandidentify what assessmentdatawill begathered

2. Assessment/creating a coachingplan (focuson current leadership)ςcollecting
datafrom externalsourcesthroughavailabledocuments(e.g. businessplans)and
interviewingkey stakeholders,usingseveralassessmentsto gatherǇŀǊǘƛŎƛǇŀƴǘΩǎ
perspective and assessher leadership style. Consultant and participant
synthesizedata, prioritizeneedsandcreatea CoachingPlan

3. Coaching(focus on future leadership)- Holding coachingmeetings over 1-5
months with higher frequency and intensity at the beginning. Supporting
participantassheappliesbehavioralchangesto keybusinessevents

4. Measuringimpact - Sendingfollow-up assessmentsurveyto keystakeholdersto
get their views on progress. Meeting with participant and managerto assess
impactonǇŀǊǘƛŎƛǇŀƴǘΩǎleadershipstyleandbusinessresults

Results
PerformanceEnhancement: Thisnew leaderhasa better understandingof specific
ways that she can contribute to businesssuccessby leveragingher leadership
strengths,buildingnewbehavioursanddealingwith new managerialchallenges

EnhancedSelf-Awareness: Sheunderstandsher strengthsand developmentneeds
andhasnew insightson managementandinterpersonalstyleandexecutivethinking

PersonalTransformation: Sheunderstandsthe need for changesin behaviours,
values,attitudes, etc. that open up new possibilitiesfor herselfand for interactions
andrelationshipswith othersin the organization.

The Challenge

Following the completion 
of Pioneer Phase I one of 
the senior IT team 
members was promoted 
into a newly created 
leadership role.  

She recognised that she 
would be working in an 
increasingly complex 
environment with a 
broad array of changing 
business models, 
stakeholders, and 
cultures.  

To be successful she 
needed to be expert at 
managing expectations, 
working within the 
political framework of a 
large multinational and 
pulling together teams to 
implement the strategies 
and plans she would set. 

Our objective was to 
develop and facilitate a  
highly focused executive 
coaching process that 
would ensure she was  
poised for success as an 
expert strategic leader 
and able to stay one step 
ahead.

Mini Case Study  11. 


