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Agenda

Org Design Project Example – using Orgvue technology

20 minutes

Building an Org Design Center of Expertise (CoE)

15 minutes

Developing a business case for developing a CoE 

supported by technology

15 minutes

Q&A, Survey

10 minutes



How would I use 
technology to 
support an Org 
Design project?



What types of transformations are examples of an “Org 
Design Project”?
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Using technology in support of Org Design projects enables 
a 4-step data-driven approach
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LuluStreamline M&A

Business goals
• Transformation in the IT and Finance departments with a cost saving goal of $60M across three regions and 4K 

employees, in response to decreasing profitability and supply chain challenges

• Standardize their business-wide transformation approach, affecting all 75K employees

• Regulate the approach taken by multiple external partners supporting transformations within the business

• Clearly capture value from the different transformations, and ensure designed cost savings are on track

“Once we saw our spans and 

layers, what we had to do next 

suddenly made sense – and 

Orgvue was there to help us 

not only achieve it, but also 

make sure we’re on track” – 

CHRO

Solution

• Brought together HR, Finance and IT to define an enterprise approach

• Harmonized data from different markets and functions, and conducted as-is analysis to answer questions such as: 

What’s in scope? What are the cost implications?

• Trained external partners to work in Orgvue using the standard approach in terms of data, scope, process, cost, 

assumptions, etc. 

• Modeled the future organization, starting with top layers all the way down to the detailed teams:

o Created a live data modeling dataset, allowing changes to consistently be made, tracked and monitored monthly

o Right-sized the org based on the strategy, and modeled changes to teams in the lower layers (headcount, cost, 

spans and layers)

o For IT, decreased from 8 to 6 layers, increasing average span of control from 5.7 to 6.3

• Mapped talent to the new structure by creating talent pools, while tracking talent exchanges and exceptions

Global healthcare company of 
75K employees successfully 

navigate immediate 
transformation, while 

standardizing their approach for 
the future

Optimize your workforce now, while building long-
term  transformation capability

“From now on, no more 

reinventing the transformation 

wheel every time. We finally 

have the team and tech to 

continuously assess our 

workforce, and act fast when 

necessary” - CEO

Cost saving plan 

designed and 

approved in 2 months 

for IT

Reduced layers in 

the organization by 

25%

Achieved 58% 

savings target in 

50% of the time
$40M 25% 58%
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Step 1 – Strategy & Baseline



Step 2 – Design
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Step 2 – Design
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Step 2 – Design
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Step 2 – Design
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Step 3 – Select & Implement
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Step 3 – Select & Implement
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Step 3 – Select & Implement
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Step 4 – Monitor



How do I create 
an Org Design 
CoE?



Organizations are often trapped in cycles of reactive, 
performance-driven transformation initiatives

Organization 

Transformation

1. Performance

Business performance 

drives the need to adapt 

size and structure

2. Response

Initiate event to quickly 

align structures to stabilize 

the organization

4. Ambiguity

Unclear view of 

transformation success 

and alignment to strategy

3. Fragmentation

Design is siloed and 

performed differently 

across the business

Reactive Transformation Cycle Business Impacts

> Short-term gain vs. long-term Pain
These initiatives may address immediate issues, but often lack a 

long-term vision – leading to further, disruptive interventions and 

challenges breaking the cycle

> Misalignment
Changes may not be compatible with overall business goals and 

may need to be reverted (e.g. re-hires) 

> Missed Opportunities
Focusing solely on immediate pressures can overlook long-term 

opportunities to design strategically for the future (e.g. Activities, 

Competencies)

> Employee Disengagement
Frequent, reactive changes can be confusing and frustrating for 

employees and can lead to disengagement and regrettable leavers

> Reliance on Third-Parties
Large organizational overhauls require significant resources to 

deliver – often beyond the scope of internal capacity



Developing an “always on” org design capability is vital to break 
the cycle of reactive transformation

Proactive Design Business Benefits

Business vision 
informs direction of the 

organization

1. Strategy

Identify initiatives to 
align organization to 

the strategy

2. Proactivity

Deliver initiatives so 
they are coordinated 

and purposeful

3. Co-ordination

Measure impact of 

initiatives against 

success criteria

4. Performance

> Sustainable & Improved Decision-Making
Starting with a clear strategy provides a north star to evaluate 

transformation initiatives against to ensure they deliver against the 

overall vision

> Opportunity Identification
The business can anticipate future needs (e.g. Activities, 

Competencies) and proactively adapt the organization using 

targeted initiatives

> Improved Employee Engagement
Employees understand and can connect the vision and strategy to 

the transformation 

> Transformation Success
Delivering initiatives in a controlled and purposeful way ensures that 

work is completed with consistency and can be more easily 

measured for impact, sustainability and can be connected to 

organizational performance



Building an effective org design CoE in three phases

Assess Activate
Architect

Macro (Service Delivery Model & Role) Design Micro (Position & Ways of Working) Design

Platform 

Design

Design ways of working and 

accompanying processes to 

effectively partner with the business 

to provide the required services

Develop the plan to transition 

– embed the organization 

design CoE and measure 

success

Uncover your specific need 

and understand the current 

state; identify opportunities 

and define the direction of 

travel

Define the services that the CoE will 

provide, and develop the delivery model 

and structural blueprint for how these 

will work in practice

Deep-dive into your active 

Orgvue set-up, utilization 

and current processes

Map service delivery to high-level 

Orgvue architecture and design 

detailed Orgvue user journeys

Org 

Design

Configure the Orgvue 

workflows to enable the 

methodology

Set you on the right path 

tailored to your needs and 

context

Build clarity around how the CoE will 

operate effectively and create value 

for the organization

Prepare the CoE to work practically 

and effectively with the business, 

hand-in-hand with the Orgvue 

platform

Launch the CoE’s 

capabilities within the 

business
Outcomes



Example suggested support for an Emerging Capability 
customer looking build the case for developing a CoE

Out of scope

Recommended in full

Recommended in part

→

→

4.1 Define service delivery roadmap

4.5 Plan CoE (re-)launch

4.6 Define ongoing engagement 

model and support packages

4.3 Compile CoE playbook

3.1 Define interactions and ways of 

working across the business

3.5 Detail activation process for CoE-

enabled activity

3.6 Design service catalogue process 

maps

3.4 Develop Orgvue capability 

pathways

3.2 Define ownership of organization 

artefacts

2.1 Develop design criteria

2.4 Define OD service catalogue

2.3 Confirm OD methodology phases

2.5 Define and evaluate service 

delivery model options

3.3 Define Orgvue governance and 

distribution model

2.6 Translate service delivery model 

to target role architecture

1.4 Perform OD maturity assessment

1.7 Confirm CoE success criteria

1.1 Conduct internal scan of 

Operating Model

1.6 Define OD vision and strategy

1.5 Audit of Orgvue datasets, user 

groups and usage

1.8 Build the case for change

1.2 Review current state OD delivery 

model

4.4 Provide CoE enablement

4.2 Build Orgvue workflows and 

report templates

1.3 Interview stakeholders

2.2 Develop OD value chain

Assess Activate
Architect

Macro (Service Delivery Model & Role) Design Micro (Position & Ways of Working) Design

→

→

→

→

“We need leadership buy-in to invest in building a dedicated OD CoE”

→

→

→

→



Where are we currently? Where do we want to be?
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Assessing Org Design Maturity – task 1.4 within Assess step

Six key dimensions:

• Method & Approach: How robust is your organization design 

methodology to support data-driven organization strategy?

• Service Delivery Model: How well integrated is your OD 

Capability with the rest of the organization?

• Data: How available and reliable is your organization related 

data?

• Technology: How is technology being used to drive 

organization design initiatives?

• Execution Capability: How capable are you at executing the 

OD Methodology

• Value Prop & Executive Alignment: How clearly defined is 

your Value Proposition and are your business executives 

onboard?

OD Method &
Approach

OD Data

OD
Technology

OD Service
Delvery
Model

OD Execution
Capability

Value Prop &
Stakeholder
Alignment

Actuals

 

Target



We see that successful CoEs often exhibit the following 7 
characteristics:

✓ A clearly articulated direction of travel

➢ Enabled by a defined vision, strategy and success criteria, aligned to organizational goals

✓ A strong identity within their organisation

➢ Enabled by a well-defined value proposition, accompanied by relevant service offerings to the business

✓ A seat at the table during org design conversations

➢ Enabled by strong stakeholder engagement and a demonstrable understanding of their customer’s needs and expectations

✓ A high-performing and highly-focused capability

➢ Enabled by clear roles and responsibilities within the CoE and mechanisms for incorporating feedback for continuous improvement

✓ Effective collaboration with key partners across the business

➢ Enabled by setting clear ways of working with defined cross-functional activities

✓ An ability to scale their impact in the business without scaling their headcount at the same rate

➢ Enabled by a standardized processes / best practices underpinned by a robust methodology

✓ Leveraging relevant data and technology

➢ Enabled by investment in the organization’s data maturity and leveraging best-in-class technology and tools   
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How do I create a 
business case for Org 
Design CoE and 
supporting  
technology?



93%
Of businesses have made 

quick decisions with cost 

cutting in mind due to 

external factors

Vanson Bourne research, Q4 2022

Organizations embark on transformation but many fail 

24

77%
Of organization redesigns 

either stall or fail

McKinsey:The state of organizations 2023

60%
CFOs think that achieving 

success in transformation 

programs will be difficult or 

extremely difficult.
Gartner: CFO agenda 2023

Businesses need to be ready to act quickly, but wisely

60%
Of business leaders regret 

having made the wrong ‘cost 

cutting’ decisions for the long 

term:  24% lost valuable talent 

and 21% experienced reduced 

operational efficiency.
Vanson Bourne research, Q4 2022

25%

Haphazard 

Structure
Traditional 

Design

31% 11%33%

Agile and 

Accountable
Connected 

Culture

Organization Design Maturity Model
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The average employee experienced 10 planned 

enterprise changes in 2022, up from two in 2016​

83% of workers suffering from change fatigue 

say their employer has not provided enough tools or 

resources to help them adapt

Only 43% of employees who experience above-

average change fatigue intend to stay with their 

organization

… and it is hurting your people



As a result management teams still feel ill equipped to 
connect strategy to people and the work they do

Source:   The State of Organizations 2023, McKinsey & Co

23%

23%

28%

32%

34%

40%

41%

Too many meetings; too much 

time spent on low value activities

Slow approvals mechanisms

Unclear processes

Redundant activities

Unwieldy governance

Unclear roles & responsibilities

Complex structure

Around a half lack clarity on which roles create value

Seven root causes of organizational inefficiency

Organizations are not prepared to react to future 

shocks or disruptions 

3 10343512

Not at all A little To some extent Rather well Very well

Clarity about roles most critical in organizational 

value creation

2 19343410

Not 

clear

A little 

clear
Somewhat clear Mostly clear

Completely 

clear

41%
Insufficient 

resources to 

drive effort

39%
Organizational 

resistance

37%
Limited 

capacity and 

capabilities of 

HR team

31%
Unclear number 

and priority of 

opportunities

22%
Lack of buy-in 

from senior 

managers

Challenges to increasing efficiency in organizations
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Example
Customer 1 – modified for anonymity

Cost

✓ Cost for OD technology investment 
shared across the HR, tech and 
business functions

✓ Many use cases are cross-
organizational or for the “good of the 
whole”, therefore cost is shared 

Use

✓ Use cases vary across the 
organization

✓ Use case/events can be cross-
organizational in nature

Time

✓ Technology allows users to focus 
work during transformation to 
higher value-add qualitative tasks 
vs. tactical tasks

✓ Saving time: 15-20 hours on 5 
projects / processes a year over 3 
years – saved ~66-88k hours on 
manual efforts; equating to ~$6.4-
8.6m dollars. On an investment of 
tech at $2.7m over 3-years, that is 
a 135-213% ROI.
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Example
Customer 2 – modified for anonymity

Using internal Org Design capability, supported by technology, accelerates (50%) & reduces costs (70%) 
in program delivery.



Example
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Customer 3 – modified for anonymity

Benefit Area Benefit Type Incremental Benefit Potential Value

Data loading, cleansing, and analysis Cost saving Smaller project team, 2x faster, reduced manual data manipulation and aggregation, much easier 

and faster regular analysis production. 2 analyst saving = $120k

$120,000

Speed to value Cost saving Each month of transformation/planning is valuable and costly. Benefit of transformation = reduced 

implementation costs, quicker access to benefits. 

E.g. $30M productivity gain, annual value of delivering on budget, 3 months earlier = $7.5M

$7,500,000

Achieving best business model Service improvement Ability to change work done across 2,000 FTE to focus on higher value service enhancing activities. 

Testing multiple scenarios including business outcomes. Business benefit upside estimate of 1% 

work refocus at 50% effectiveness = $600K new priority work can be delivered with no actual cost 

increase/additional cost can be removed vs standard approach.

$600,000

Transition talent retention Cost saving Keeping required people: risk impact if 500 leavers include 50 critical skill/high potential people who 

leave, but who could have been identified and kept. 50 valuable people to replace @ $3K = $150K 

recruitment costs plus lost productivity/getting back up to speed 50 people x 2 months = $500K, 

totaling $650K

$650,000

Realising benefits Maintaining plan Track progress in realizing the agreed design and then enable headcount governance vs plan so 

that positions/contractors don’t creep back into the organization without approval. Prevent slippage 

over time on 100 FTE = $6M

$6,000,000

Reduced risk Intangible Orgvue allows sharing across teams, eliminates insecure emailing, data duplication and laptop 

storage, provides a robust audit trail of design and selection decisions.

xxx,xxx

Total Value:  $14,870,000

Total Investment (Building CoE and Tech):  $2,260,000

Total ROI:          658%
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What criteria to most business case for OD CoE, supported 
by technology focus in on?

SPEED1 SCALABILITY2 SUSTAINABILITY3



Questions??



Let us help

Providing the data to support your approach, 

Orgvue enables you to:

•Speak in the language of finance on 
resources, 
costs and investments

•Build stakeholder engagement between your
HRBPs and the rest of the business

•Respond immediately to questions on your 
current and 
future workforce

•Accelerate decision making on matters of your 
organization and workforce

•Drive your organization forward with 
actionable insight

United Kingdom

100 Cheapside

London

EC2V 6DT

USA

1100 Ludlow Street

Philadelphia

PA 19107

Canada

20 William Hancox Avenue

Toronto

M4E 3X5

Netherlands

Wilhelmina van Pruisenweg 

35

2595 AN

Den Haag

Australia

Level 21

207 Kent Street

Sydney NSW 2000

Learn more at orgvue.com

or email us at info@orgvue.com
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