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Synopsis

Digital technologies are the accelerators of
innovation that allow businesses to competitive
and relevant. Yet the success of any organisations
digital transformation journey is dependent
on a clear digital strategy. In this episode

of Conversations with Deloitte Thailand, we
explore how organisations can embark on

a transformation journey that is driven by
technology.

Dr.Wit | FYI by Deloitte today, we will be
talking about the concept that can change
the world, Digital Transformation. Many
people asked, what exactly is the definition
of Digital Transformation? What are the
benefits? We are here with Dr. Narain
Chutijirawong to discuss about this topic,
Digital Transformation. Hi Dr. Narain,
everyone is saying organisations need to go
digital. The question is what exactly is the
definition of Digital Transformation?

Dr.Narain| Actually, Digital Transformation
is IT and business buzz word. The definition
is quite wide and vary. And there is no right
or wrong. We can have 1 software and say
that it is Digital Transformation.

Dr.Wit | | see. It can be a small scale.

Dr.Narain | There is no right or wrong,.
But the Digital Transformation has its own
format and objectives. The size of Digital
Transformation projects also vary from
small to large scales.

Dr.Wit | Many people say that organisations
need to go digital. It has a lot of benefits. So
what are the benefits of digitalisation?

Dr.Narain | We can categorise it into 3
methods or 3 motivations. The first one, the
most common one and the one organisations
commonly adopt is to use it to improve
efficiency or enhance work process. The
second one is to use it for designing customer
engagement/ customer experience. You
may have heard about customer experience.
It is about how to convince your existing
customers to stay loyal and continue buying
your services or products and also to attract
new customers. The last one, the one that

is most difficult to adopt which is to change
Business Model or seek Growth Engine to prevent
the business being disrupted.

Dr.Wit | Let's discuss the first motivation -
increase efficiency. Can you give me some
example of how digitalisation help increase
efficiency? It can be any industry.

Dr.Narain | Of course, The work process is
the starting point of bringing technology to
the organisation. Actually, to discuss Digital
Transformation, | need to take a step back.
There are organisations that are very manual.
‘Digitalisation’ in this case would be called
‘Digitisation’, which is transforming manual
organisation to digital organisation first.
This is the most basic one. For example, in
the past, we issue paper invoices or paper
receipts, handwritten it first, then, switched
to computer printing. This is most basic and
easiest form of digitalisation.

Dr.Wit | From Analog to Digital only.

Dr.Narain | Yes, the most basic one. Now
large enterprises are no longer there. They
have gone far beyond this stage. We are
talking about bringing computer systems in.
We have an accounting system and barcode
buying system - slightly more advance system.
What is even more advance is to bring

in new technologies to improve work processes.
New technologies today that we may have
heard, such as Robotics. Robotic comes in

2 forms| Robotic as a robot, in an actual
robot form and Robotic as a software. We
call it 'RPA’ - Robotic Process Automation.
Robotic Process Automation is the software
technology that automates human manual
activities and handles repetitive business
processes. That is RPA. Another one which
you might have heard is loT (Internet of
Things) which means that your electronic
devices are connected to each other forming
a system and communicate to each other
using sensors.

Dr.Wit | Let's move on to Customer
Engagement. | am not sure | understand
how Digitalisation would help customer
engagement? | understand CIA has been
using it for a long time.

Dr.Narain | This one is more difficult than
the first one. We are saying we would like to
improve customer engagement or customer
experience. The first question we need to
ask ourselves ourselves is what do our
customer currently experience? How do we



engage with them? We need to collect these
data. Of course a large company would have
a large marketing team or hire a consulting
company to conduct consumer behaviour
surveys. Next question, how do you find
creative ideas, something fresh. Now, this is
difficult. Studying what is already available

is easy but leveraging ideas needs creativity.
There are tools for this. Nowadays, we may
have heard about Design Thinking. That is
one method that can help us find new ideas.

Dr.Wit | Can you give me some examples to
show us what we can do with this information
and how we can leverage? We have heard of
it but we would like to see concrete examples.

Dr.Narain | One example that | can share
is a surfboard store in Manhattan, New
York. As you know, the rent there is very
expensive. Now a surfboard is huge, right?
With a high rent, the store cannot afford a
huge space. So, limited display space. Not
possible for all models and colours.

Dr.Wit | Because of the rent.

Dr.Narain | Yes. They can display some
models only. Now, if  would like to buy a
surfboard. I like this design but | don't like
the colour. The seller can just pick up his
tablet or mobile phone, whatever, to show
me that this model comes in 5 colours,

for example. | can select the design or the
colours from the device. The shop may have
some app or additional device that enable
the buying from a tablet or a mobile. This
is using online devices to enhance offline
sales. Because offline has its limitation. On
the other hand, some large department
stores offers services where you can order
online and pick up your order at the store
because some customers prefer to see and
touch the real products first while some
may not want pay or wait for the delivery.
This is called creating new experience by
using both online and offline to improve
customer engagement.

Dr.Wit | The most difficult method is to
change Business Model. Any example on
using digitalisation to transform a Business
Model?

Dr.Narain | One example | can think of is
Netflix. Many of us probably have heard
about this story. Netflix is now available in
Thailand. Actually, Netflix originally started
as a video or DVD rental business.

Dr.Wit | In the past, it was VDO tapes. |
thought they started as streaming services
right from the beginning.

Dr.Narain | Yes or DVD. In the old days,
their business was video or DVD rented
delivered by post. Netflix’s rival was Blockbuster
which no longer exist now. Blockbuster has
many shops where you can go and select a
video for rent, right. Blockbuster also have a
postal delivery service. So these two are
direct competitors. Around 2008-2009,
things began to change. At that time, the
internet became common and was widely
used. Netflix is a good example that they
do not wait for anyone to disrupt them.
They disrupt themselves first. They started
streaming service but also kept their offline
services. They still had the delivery service
by post. Therefore, if | am a customer,there
are 3 subscription packages for me to select.
The first one is an offline service, the delivery
service by post. The second one is subscribe
to their online services one hundred percent.
The third one is a subscription for both
services and you get a special price. The
same as newspapers these days. There

are print newspapers and a digital version.
So they have 3 options for us to choose
because it was in the experimental period.
They also did not know whether streaming
is going to work because, we have to admit
that, 10 years ago, the internet speed then,
even in the United State, was not as high
speed as today. But they wasted no time
and experimented it. And it brought them a
great business opportunity and success. If
they ran an offline business only, they are

not different from Blockbuster or a Postal
service where you have limitations to
expand customer base. It also requires
numbers of employees and delivery staff.
But when you go streaming, you just add
one customer in your system and that's it.
The video server requires no changes. You
may need to add another server. That is all.
Expanding the business and the customer
base become easier. The pricing can be
lower. They can set a more reasonable price
for products and services. Unlike before.
When you use postal service, the cost is high
because there are many people involved

in the process. This is the point where they
disrupted themselves. So, the first thing
that Netflix did is changing their business
model. The second thing that | like. It
touches Customer Experience/ Engagement.
Because when the data is in digital form,

it is easier to analyse it. They know exactly
what type of the movies you like and can
recommend similar movies to you. And not
justyou, they do this to the other 5 million
customers too. They think you will like the
movie that they recommend because other
3 million people click to watch this movie,
for example. This is a point where it creates
better customer experience. Customers will
appreciate Netflix for their recommendations.
This creates customer engagement/ experience.
I think Netflix's case shows us good examples
of how digitalisation can benefits the business.

Dr.Wit | We talked about digitalisation in
terms of technology but another important
aspect, in my opinion, is the vision of
organisation leaders. Which is more important?

Dr.Narain | Let me refer the case that |

had experienced it myself. 2-3 months ago,

| did a survey on Digital Transformation in
Thailand. The survey shows that leaders and
organisation culture are important factors
for adopting Digital Transformation.

Dr.Wit | You mean they already have the
technology?

Dr.Narain | Yes, they do. But leaders are
very important for the success of digital
transformation in the organisation. When
we say that we will do Digital Transformation,
we need new ideas. Executives agree they
need new ideas. Fail Fast Fail Often, we have
probably heard it. But reality is another
thing. When someone makes a mistake,
they get punished. Or they come up with a
new idea that the leaders do not approve.
Dealing with people is complicated.

Dr.Wit | Ok, we already talked about corporate
culture. Now, what are the key factors for a
successful digital transformation. What do
organisations need to prepare?

Dr.Narain | This is a classic problem of any
digital transformation, human. We talked
about the leader and corporate culture.

The next important thing is an awareness

of the people in the organisation. We need
to create an awareness. Let the staff know
why the transformation is required. This is
because transformations affect people. It
requires changes. Some people may have to
work in a new way. Resistance is unavoidable.
Some agree. Some disagree. We need people
in the organisation to aware that digital
transformation is necessary and useful to
everyone, not just for the organization, but
for you as an individual too. Next, it requires
a special team, say, innovation team, or
whatever name you call this team, to study
how to transform the organisation to digital.

Dr.Wit | Transform is extensive. They are
many kinds of form and approach.

Dr.Narain | You will require a special team
to study and lead the digital transformation
initiatives. They can be younger generation
staff in your organisation or you could hire
some consultants. It depends on you. The
next important issue is your work process.
You need to design and digitalise our work
process first. A good and efficient work process
is a good start and a good platform



for your organisation to implement digital
transformation. Many times organisation
would like to go digital but it turns out that
they need to transform their work process
first, then when you have a good process,
you can bring in technology. The last thing
is technology. | keep technology the last
because it is the least difficult thing to do.
You can have whatever technology as long
as you have the money. If you have less
money to invest in technology, you could
use a freeware or buy some inexpensive
software but then you will need to take time
learning how to use it. However, you need
to be careful with technologies. It is complex.
The implementation, costing, timing, expertise,
and security - all of these vary and are
important.

Dr.Wit | As a leading consultant firm, what
is an advice from Deloitte on the factors that
make Digital Transformation unsuccessful?
What are the issues that organisations need
to be aware before starting the digital
transformation project.

Dr.Narain | From what | experienced and
from my discussion with our Consulting
team, they said that when clients would like
to do a Digital Transformation project, most
of the time it turns out to be a Process
Improvement project, not rebuilding a business
model or improving customer experience.
The classic problem is the current work
process is not good enough and need
redesigning. Most of the organisations need
to tackle their operation process first, then
they can move on to technology. And as |
mentioned earlier, the ultimate problem is
people. Leaders say one thing, but when
starting the project, they change their mind.
Sometime, leaders may say they fully support
the Digital Transformation project, but once
the project starts, they no longer support
the project, do not attend the meeting, want
nothing to do with it. So it is difficult. Also,
the more complex your project and the more
people it affects, the more the resistance there
is in the organisation. You need a decisive

leader who gives you a clear-vision in order for
the digital transformation project to work. You
can hire Deloitte or anyone as a consultant.
They are able to help you to some extent
but the success of the digital transformation
project really depends on the vision & the
direction of the organisation’s leader.

Dr.Wit | Many people seem to think the
success of the digital transformation is
about technology. Thank you Dr. Narain for
making us realise that hardware and
software are important but we would not
get anywhere without Humanware.
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