
-  7  - 
fundamentals 
of transformation

A PRACTICAL GUIDE

-
The



Created in 1984, BPI group is a management consulting firm specializing 
in HR support for organizational transformations. A recognized expert 
on employment issues in France, BPI group mobilizes leaders, managers, 
and employees around change projects for companies and within 
territories. Its areas of expertise to achieve this include: the identification 
and development of high potentials, learning and change culture, 
organizational design and workplace well-being, management of internal 
and external mobility, and territorial mediation and the development of 
employment. 

In a context where one job out of two will disappear or significantly change 
in the next 5 years, BPI group, a pioneer of HR innovation, has leapt into 
action by developing solutions around employability, such as U-Spring: 
the Springtime of Corporate Universities.

To follow the latest news of BPI group, find us on Twitter and LinkedIn, or 
on www.bpi-group.com 



What is the best way to go about carrying out the 
transformations required of companies...?

The subject is vast, the steps plentiful…especially as 
the stakes are considerable. From strategic thinking to 
implementation, the journey could end up being long.

To allow for necessary objectivity and to challenge all 
proposals, BPI group organized a daylong workshop 
on 10 July 2017. Bringing together around 15 leaders, 
all passionate about transformation and organizational 
development, we have defined the 7 essential work 
streams to make a transformation a success. 

To read and share without restraint!

Practical & useful



Marie-Anne Abiven Terraux
Director – Northeast Region

Julien Baxter 
Manager – HR Development

Catherine De Trogoff
Institutional Relations

Astrid Dhams 
Manager, Project Steering

Sandrine Cathelat
Associate Director, Director of  
Research - Netexplo Observatory

Karine Lonchampt 
Manager – Public Sector

Thierry Majorel
Manager - Innovation & Digital
Experience

Laurence Morot
Group Sales Director

Cécile Lafitau 
Regional Director - Greater Southwest 
Region

Catherine Laval 
Regional manager of operations 
Ile-de-France and Centre Val de Loire

Sabine Lochmann
Chairman

Alexandre Tissot
Associate Director, Program Director - 
Netexplo Observatory

Boris Sirbey
Co-founder & Spokesman - Lab RH

Thank you!
The transformation enthusiasts

BPI group team

The partners

Mary Dupont-Madinier
Associate - Valtus

Xavier Ginoux
CEO - OpenMind Kfé

Sébastien Houllière 
Manager, Managerial Support -  
AG2R La Mondiale

Adrien Joubier 
Product Manager, Training - Darty

Florence Pradier
General Director- L’Alliance 7

Jules Robert - Le Hérissé
Group Learning Manager

Pauline Rosaz
Director - Webedia Learning

Guillaume Sarkozy 
Independent

Maryse Juranville Georgel 
DHR BPCE group

Hélène Landrieux
DHR American Express - France

Odile Menneteau 
Mission Director -  MEDEF

Prosper Onaheta 
Manager, Training Department- Darty



Back to basics

IN PRACTICE
And after? 
• There is indeed an after, 

an end!

• Mark and share with the 
company the end of the 
transformation in order 
to move on.

• Enjoy the benefits of the 
transformation each day!

Simplicity and common sense are too often neglected during transformations. As soon as 
someone mentions “transformation” in a company, everything suddenly becomes complicated…
There is a widespread belief that large-scale transformation is measured by its complexity at 
all levels: multiplication of processes, modification of organizational charts, the proliferation of 
working groups on similar themes…the company will soon realize that it is moving away from its 
objective and harming its performance. It unconsciously puts the brake on its transformation. 
It goes back to its previous modes of operation, which are degraded by the impact of the 
beginning of the transformation process. 

Committing to keeping things simple in the context of transformation begins, simply put, at the 
beginning. It is clear that we do not need to “return to our roots” but to hold onto them in order 
to succeed in our transformation. Therefore, the management team must above all recognize 
the reality of its company, and accept its actual situation in order to solidify as early and as 
best as possible its ambitions for change. An interesting track, but one that must be part of a 
continuous process: not to be in denial of the situation of the company, measure and balance 
the means at the right time and in the right place in an agile manner.

TRY TO STAY SIMPLE

1

Launch: 
• Identify in an authentic manner your means to achieve this transformation 

• Identify the stakeholders and understand the circle of influence

• Take stock of reality and of what will be achievable

• Dare to take the plunge without having all of the answers

• Identify an end date

Deployment:
• Accept corporate “hacking,” the source of new and achievable ideas on the ground 

• Track, consider, and celebrate quick-wins

• Keep your ear to the ground and take feedback into consideration

• Innovate in a frugal way

#observation #authenticity #humility #gratitude



“ Simplicity is the ultimate sophistication.”
Steve Jobs

Back to basics
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IN PRACTICE

Expect the unexpected
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Business leaders who set goals, delegate, encourage, and inspire trust will achieve infinitely 
superior results from their teams. In the context of transformation, where the engagement of 
each person is essential, “trust management” has its place. It is then a question of offering to 
employees a framework in which they will have the freedom to propose, to share ideas to act, 
and sometimes to make mistakes without losing the support of the management. 

This framework of reciprocal interactions is conceivable when the management, in the broad 
sense, accepts to take into account emotional intelligence, the right-brained, the ideas that stand 
out…without departing from the trust given to employees or the purpose of the transformation.  

“ONE IS NEVER SAFE FROM A GOOD SURPRISE.”

• Train the management team and 
managers on active listening – a test of EQ 
(emotional intelligence)

• Unleash insights and really listen

• Do not just hear, but listen

• Accept conflict as a potential source of 
progress

• Restore trust

#generosity #listening #welcome #respect



“Nature has given us two ears and one tongue  
in order to listen more and talk less. “

Voltaire

Expect the unexpected
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IN PRACTICE

• Know how to identify the values of your 
company

• Dissociate the values of the company and 
the goals of the transformation

• Avoid dictating “new” core values 

• Create a transition team to lead culture 
transformation 

• Accept that the past creates the future

I am what I am

A transformation project within a company always worries employees concerning what they will 
lose. Change is always a source of stress because the first reflex is to think of the loss of what 
we have built and the possible reconsideration of our achievements. 

While it is important to communicate the reasons for this transformation, it is equally important 
to emphasize that it does not clash with the company’s roots. 

A transformation is even the perfect moment to recall what its roots are, to with teams a 
common definition that will serve as an anchor for a successful transformation, as it will be part 
of the company’s history, without calling into question its values. 

BAN “IT WAS BETTER BEFORE”
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#culture #sharing #integration #continuity



“Novelty finds its roots in the past.”  
Marcello Fois

I am what I am
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IN PRACTICE

• Practice the skip-level meeting

• Create communities outside of the 
project to construct transformation 
projects

• Engage in on-demand meetings 

• Allow for self-assessment

• Invite outside partners to assist

• Promote and encourage the 
transformation of each person 

• Propose professional “adventures” rather 
than goal-oriented tasks

• Ideas can arise from communities and 
not necessarily the inverse

Engaging a management consulting firm is not the guarantee of a successful transformation! 
Believing that a transformation is to be determined at the upper management level and 
deploying it from top-down is undoubtedly one of the best ways for the management team to 
see in a few months that: “the transformation is not working, the employees are not following it, 
there is too much resistance to move anything in this business!” 
In order to not end up with this caricature of change management, it is enough to simply 
join forces. As part of a transformation, the idea is to be able to wipe the slate clean of our 
preconceptions regarding the positioning of employees in the hierarchy and their function 
in the company. Working together towards a transformation means daring to bring different 
personalities on board, to accept ideas from wherever they come, when they are good and 
serve the project. In addition to benefiting from new ideas, employees are immediately at the 
heart of the project and support it within the organization. As a corollary, we must also accept 
different temporalities. Who sincerely thinks that the deadline for a deliverable demanded four 
months before will be respected? 
By taking in new ideas, accepting individual personalities, chances are you have a better 
deliverable than expected and before the date you estimated! 

DARE

Open Minded
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#openness #recognition #ownership #cohesion



“Open-mindedness is not to deny difference,  
but rather to see it and accept it,  

that it not be a problem.”
Lucie Carrasco

Open Minded
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IN PRACTICE
• Set an example as leaders

• Accept a certain degree of uncertainty

• Establish a framework of benevolent 
freedom : formal, yet leaving room for 
employees to maneuver 

• Remember that the framework allows 
for the continuity of the company 
without a chaotic break

• Value the progress made that stays 
within this framework yet departs from 
the predictable 

• Delegate and trust the person to whom 
responsibility is delegated !

• Support competition within the group, 
encourage creativity…this can exist even 
in the transformation process !

Free as a bird

Freedom in business : the perennial theme of all seminars, the key message of each new fiscal 
year, and after?! 

Back from a seminar, a training, a conference, the management inevitably returns to what is 
expected: KPIs on its objectives, employees who apply the rules and follow processes. 

How to do this when we expect employees impacted by a transformation to contribute to it, 
adhere to it, be proactive – in short, feel involved in the new project…all while the company itself 
sets immutable rules each day? 

Paradoxically, it is not the rules that ensure performance, but the framework of freedom set for 
everyone so that, at liberty to exercise their profession, they can perform at their best, 

Establishing a framework of freedom should no longer be the lever of a successful transformation, 
but a way of working in a company, without any change. This well-being at work of which 
everyone speaks must be lived on a daily basis. Moreover, freedom and performance should no 
longer be a paradox! 

THE PARADOX OF FREEDOM?
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#structure #trust #engagement #performance



“A competent man is a man who makes  
mistakes according to the rules.” 

Paul Valéry

Free as a bird
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One for all & all for one

• Become aware of each other’s cultures

• Get the opinion of all employees

• Unlock the innovative ability of each person

• Link the individual and the team, bottom-up and top-down

We now know that we cannot reduce our thinking to “a group is made up the sum of the 
individuals of which it is composed.”

How to limit the stakes of personal power, while allowing each actor of transformation to be 
valued within a team?

A transformation in an organization is the ideal moment to reiterate the values in which everyone 
will position themselves. 

To succeed in a transformation is to allow each person to transform herself, to find herself within 
a team, to be unique but concomitantly part of a group as a constituent element. The best of 
one will then be able to mix with the best of others, for the greater good of the project and the 
well-being of employees. 

INDIVIDUAL & TEAM : THE SUCCESSFUL EQUATION
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IN PRACTICE

#individuality #competition #appreciation #collaboration

#individuality #competition #appreciation #collaboration



“Coming together is a beginning; keeping together 
is progress, working together is success.”

Henry Ford

One for all & all for one
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• Identify a leader to show the way

• Ensure follow-through by building in next 
steps (rather than new pilot programs) 

• 

• Real-time and relevant communication on 
the progress

• Communicate regarding the direction of 
the transformation

Just do it !

MAKE VISIBLE THE INVISIBLE

7

IN PRACTICE

Major transformation projects are often an opportunity for leaders to set up pilots, to work on 
prototypes, to be in testing phase, in beta version. One of the frequent pitfalls is concealing their 
approach until everything has been “validated.” Indeed, communication to the teams is done 
once the pilot has been completed! Often, many pilots are created without any action being 
produced…
Let’s do the opposite: communicate from the beginning!

Why set up pilots?
Acceptable uncertainty is an integral part of the life of a project. Above all, let us communicate 
on all progress made, however small, shed some light on that which is generally not seen: the 
evolution of the transformation over time! 
Achieving a transformation also means bringing your teams with you from the beginning. 
Employees are therefore not sidelined, the resources mobilized for the “test” phases are, in fact, 
at the service of the transformation, and above all: the transformation really begins! 

#engagement #progress #communication #sharing



“There comes a moment when protest no longer 
suffices; after philosophy, there must be action.”

Victor Hugo

Just do it !
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To go  
further
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