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RETHINKING TRANSFORMATION
SECTION 1

To remain competitive, organisations 
must continuously identify ways to 
unlock growth, build resilience, and 
be agile when reacting to challenges 
and realising opportunities. Faced 
with unprecedented levels of change 
within both internal and external 
environments, leaders today are 
increasingly looking to improve and 
transform their organisations to 
survive and thrive.

We understand the key challenges in delivering 
change and transformation, and this publication 
aims to share insights to support leaders to:

	X Define business transformation, and 
understand the difference between growth 
and survival transformation

	X Develop a frame of reference for 
identifying different categories of business 
transformation opportunities

	X Identify business transformation drivers 
through an analysis of common external, 
internal, and sector-specific factors

	X Provide a model for assessing business 
transformation readiness

	X Share good practice for delivering successful 
business transformation.

We help organisations react to change, build 
resilience, and realise future opportunities to 
sustain and increase competitive advantage by 
rethinking transformation.
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Transformation phase

Continuous transformation

We have created a business transformation 
framework within our Rethink model. It is 
designed to help organisations think about 
and assess the viability of business models and 
underpinning strategic principles. You can also 
use the Rethink framework to manage business 
priorities, address business issues and consider 
new ways of operating. 

+

https://www.bdo.co.uk/en-gb/rethink/rethink-explained


WHAT DO WE MEAN BY  
BUSINESS TRANSFORMATION?

SECTION 2

Transformation represents a 
deliberate change. 
Business transformation is the reinvention or 
refocus of any aspect of an organisation (people, 
process, technology, data), or the organisation itself. 

While business transformation is often used to 
describe a single or set of strategic, high profile, 
and expensive initiative(s), this is not always 
the case. Business transformation describes all 
deliberate and transformative change, including 
change that is tactical, with limited scope, but still 
improves and adds value to the organisation. 
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WHY BUSINESS 
TRANSFORMATION?

SECTION 3

GROWTH

Growth transformation represents a 
proactive and positive move to realise 
opportunities to gain a competitive 
advantage and deliver business benefits. 

Specific growth transformation triggers 
might include:

	X Opportunity to enter new markets

	X 	Availability of new and innovative 
technology

	X 	Post-merger consolidation and value 
creation.

SURVIVAL

Survival transformation represents a 
response by the organisation to a challenge 
to avoid or mitigate risk and sustain 
competitive advantage. 

Specific survival transformation triggers 
might include:

	X Legislative and regulatory changes

	X Increased costs and decreased margins

	X New market entrants providing superior 
or differentiated products and services.

It is important to recognise that whether 
transformation is considered ‘growth’ 
or ‘survival’ often depends on the 
organisation’s current market position, 
operating model and the timing of the 
transformation. 

For example, an upcoming legislative 
change may disrupt a business who waits 
until necessary to change embedded and 
rigid processes, while it may allow a more 
agile organisation who move first to gain a 
competitive advantage by developing new, 
more effective ways of working or applying 
technology better to capitalise on the 
opportunities presented by change. 

There are many reasons why organisations might decide to transform. Broadly, 
the drivers can be categorised as either growth (‘pull’) or survival (‘push’).
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TYPES OF BUSINESS TRANSFORMATION
SECTION 4

We describe three key categories of 
business transformation. These are 
strategic, core, and operational.

STRATEGIC
Strategic transformation involves changing the 
very nature of the organisation to drive towards 
a new focus. This might include changing the 
organisation’s products and service offer, its 
reason for being, or it’s appetite for risk. 

	X Vision, mission, values, and objectives: 
What is the organisation’s reason for being? 
What are its purpose, core priorities and 
objectives?

	X Value propositions, products and services: 
What are the organisation’s products and 
services, and how do they deliver value to 
those who use or access them?

	X Risk appetite: What level of risk is the 
organisation willing to accept to gain a 
competitive advantage?

CORE
Core transformation involves changing how the 
business does things and exploring different 
ways of operating. This might include changing 
the organisation’s operating models, use of 
technology, or culture. 

	X People and culture: What are the 
organisation’s core beliefs and norms, and 
what behaviours are encouraged, promoted 
and reinforced?

	X Organisational structure and performance: 
How is the organisation structured and how is 
performance measured and managed?

	X Business model: How does the organisation 
generate revenue and create value for its 
stakeholders?

	X Application of technology: How is 
technology being applied to support the 
organisation to operate efficiently and 
effectively?

	X Strategic data management and 
information security: How is data used to 
deliver value and inform decision making? 
How is information protected and secured?

OPERATIONAL
Operational transformation involves doing 
what the organisation does now but making it 
better, faster, or more cost effective. This might 
include changing the organisation’s processes, 
the technology applied, or how it delivers value 
through data.

	X Process: How are process objectives 
delivered in an efficient and effective way, 
with waste kept to a minimum?

	X Risk management: How are risks and 
opportunities identified, quantified and 
managed? 

	X Operational data management: How is 
data collected, processed, and used to deliver 
operational process, and how is data quality 
ensured?

VALUE CREATION & 
APPROPRIATION
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MAKING THE CASE FOR BUSINESS TRANSFORMATION
SECTION 5

Internal

	X Weakening profit margins, declining EBIT/
EBITDA 

	X Unsustainable growth (without making 
changes to TOM)

	X Overreliance on manual and inefficient ways 
of working

	X Inefficient organisational structures

	X Stagnation/lack of ideas and challenge

	X Significant operational failure

	X Board and executive committee mandate

	X Change of leadership

	X Systems becoming unsupported

	X Growth or change by accident - now need 
purposeful growth or to Rethink how 
to maximise opportunities e.g. due to 
unexpected, higher levels of growth through 
the pandemic.

IDENTIFYING THE DRIVERS OF TRANSFORMATION

Whether evolutionary or revolutionary, the decision to embark on change and transformation is always
driven by at least one or several factors. These factors (‘hooks’, ‘triggers’ and ‘drivers’), can generally be
split between internal and external sources, and can include:

External

X New regulations and laws (e.g. UK Sox)

X A regulatory breach

X New or growing competition, reduction in
market share

X Change in customer/ consumer behaviours/
market trends

X The emergence of new markets and
opportunities

X Global events (e.g. COVID)

X Political changes (e.g.Geopolitical Events)

X Changes to cultural and societal expectations
(e.g. ESG)

X Price of raw materials and the cost of doing
business

X The introduction of new, disruptive
technology and innovation

X Changes to suppliers and supply chains.
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TRANSFORMATION 
READINESS

SECTION 6

Before pursuing a strategy of transformation and change, understanding the level of readiness within the 
organisation is advised, and is often crucial. This allows the entity to evaluate potential enablers of and 
barriers to change and take action to ensure that the appropriate foundations are in place. All projects 
are different, and our Transformation Readiness Tool is flexible and based on a wealth of experience and 
knowledge in delivering a variety of change and transformation projects across industries and sectors. 
It will provide you with the insights you need to help you set your projects up for success. 

Get in touch with us to find out more about assessing transformation readiness.
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STAGES OF TRANSFORMATION
DELIVERING SUCCESSFUL BUSINESS TRANSFORMATION

SECTION 7
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BUSINESS TRANSFORMATION MANAGEMENT

Before plans are set in motion, it is 
important to understand the organisation’s 
requirements, needs and expectations 
related to the change. At this stage, 
develop the business case for change, 
aligned to strategic objectives.

During assessment, we review the 
feasibility of the business case. This will 
involve walkthroughs of current processes, 
understanding data quality and integrity, 
and highlighting potential risks and issues.

In design and implement, we agree and 
deliver the solutions required to achieve 
our desired transformation outcomes as 
set out in our business case. This might 
include making changes to target operating 
models, ‘to-be’ processes, implementing 
technology, and improving/cleansing data. 
At this stage it is also vital to identify and 
acquire the required resources, including 
any specialist skills and knowledge, 
to deliver the change. The change and 
transformation design should be validated 
with and by subject matter experts and key 
stakeholders to ensure the design delivered 
meets the original scope, aims, objectives 
and expected benefits.

With the design and implementation of 
the change complete, it is vital for the 
business to test the change. This is to 
ensure that solutions have delivered in line 
with requirements, are set to deliver the 
expected benefits and are ready to ‘go-
live’. Commonly, aspects of the change are 
piloted prior to full-scale deployment. This 
approach can de-risk the programme and 
provide an opportunity to gain feedback 
and refine solutions throughout the change 
process, if required.

It is vital to ensure that changes are 
embedded within the organisation, and 
that continuous improvement measures 
are in place to achieve and sustain the 
expected benefits. It is also important to 
frequently reinforce and communicate the 
benefits delivered with stakeholders during 
this stage.

The reason for undertaking any 
transformation is to deliver the benefits 
set out within the original business case. 
In monitoring, we review and assess the 
impact of the change within the business 
as usual environment and determine 
whether the expected benefits are being 
realised and sustained.

DISCOVERY ASSESSMENT DESIGN & IMPLEMENT TEST EMBED & IMPROVE MONITOR
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CHALLENGES OF DELIVERING TRANSFORMATION
SECTION 8

Regardless of whether a business 
transformation initiative is 
driven by internal or external 
factors or is considered growth or 
survival transformation in nature, 
organisations should ensure that 
they are ready – with the skills, 
experience, and capabilities they 
require – to deliver it.
Here are some key ingredients to consider  
when planning transformation and change,  
and some challenges to look out for.

TALENT

	X Not having the right skills, knowledge,  
and capability to deliver successful 
change

	X Not freeing up the capacity within the 
organisation to own and drive change, 
providing subject matter expertise.

TECHNOLOGY

	X Implementing technology for 
technology’s sake, without a clear 
business case

	X Technology being implemented in 
isolation, and on top of poor process.

PROCESSES

	X Not enough time spent on fixing broken 
processes and making processes more 
efficient, technology often seen as the  
‘silver bullet’.

VISION

	X A lack of senior stakeholder buy-in and 
ownership of change

	X Poor communication with stakeholders.

INTEGRATION

	X Lack of understanding of roles, 
responsibilities, and accountabilities for 
delivering change

	X Transformation in isolation from 
other parts of the organisation, and 
misalignment with the organisation’s 
strategic objectives.

INSIGHTS

	X Not enough emphasis on data quality, 
leading to limited outcomes and 
benefits

	X Data not driving decisions, and change 
being made ‘on a hunch’.

CHALLENGES
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HOW WE CAN HELP OUR TEAM
SECTION 9

Our Business Transformation team has a wealth of experience and knowledge 
gained from hands-on project delivery and advising organisations varying in 
size, sector, and complexity. We have experience of the full project life cycle, 
from opportunity assessment, initiation, and business case development, to 
implementation and benefits realisation. 
We understand the key challenges in delivering change and transformation, and can share valuable 
insights into delivering successful projects, change and business transformation following industry good 
industry practice.

TIM FOSTER
PARTNER

tim.foster@bdo.co.uk
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FOR MORE INFORMATION:

DUBAI

23rd Floor
Burjuman Business Tower
Sheikh Khalif Bin Zayed Road.
P O Box 1961, Dubai, UAE
Tel: +971 4 518 6666

Legal Disclaimer: This publication has been carefully prepared, but it has been
written in general terms and should be seen as broad guidance only.
The publication cannot be relied upon to cover specific situations and you
should not act, or refrain from acting, upon the information contained therein
without obtaining specific professional advice. Please contact BDO Chartered
Accountants & Advisors to discuss these matters in the context of your
particular circumstances. BDO Chartered Accountants & Advisors, its partners,
employees and agents do not accept or assume any liability or duty of care in
respect of any use of or reliance on this publication, and will deny any liability
for any loss arising from any action taken or not taken or decision made by
anyone in reliance on this publication or any part of it. Any use of this
publication or reliance on it for any purpose or in any context is therefore at
your own risk, without any right of recourse against BDO Chartered
Accountants & Advisors or any of its partners, employees or agents.

BDO Chartered Accountants & Advisors, a partnership firm registered in Dubai, is
a member of BDO International Limited, a UK Company Limited by guarantee,
and forms part of the international BDO network of independent member firms.
BDO is the brand name for the BDO network and for each of the BDO Member
Firms.

© 2022 BDO Chartered Accountants and Advisors. All rights reserved. Published in
the United Arab Emirates.
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