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Executive Summary

e Successfully transformed to self-organizing teams to enable greater agility and
continuous change

e Clear cultural principles and vision created top-down, not fully motivating across
organization

e Business metrics like NPS, costs, engagement showing improvement since restructure

e COVID demonstrated flexibility to rapidly change operations under new model

e Concerns over team consistency, target setting, sick leave and career paths lingering

e No mechanisms detecting customer shifts, emerging competition, industry dynamics

e Resource allocation and funding still tied to legacy structures rather than fluid
initiatives

e Lacks system to qualify initiatives on dimensions like risk, impact, readiness

e Missing operating model elements to sustain transformation without vision,
governance, resources flows

e Despite cultural progress, architectural gaps remain that could limit change
endurance

e Recommend pausing investment until transformation systems upgraded to fuel
ongoing innovation. Thus GCI should not invest in ABN AMRO




About Company

ABN AMRO is a personal bank in the digital age.
A bank committed to playing a serious role in
society. This digital age helps us to bring
banking ever closer to our clients and what
they need. Our areas of focus are inclusion,
sustainability, social entrepreneurship,
innovation, daily banking and more.

CEO Profile

Kees van Dijkhuizen, the CEO, served
as a catalyst for aggressive culture
change and a visionary leader.




Vision & Mission
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Company Vision

Banking for better, for generations to come.
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Company Mission

Providing our clients with the highest
quality functional ingredients, satisfaying
all your needs and experctations.




ABN AMRO faces moderatly high risk with a lot of
uncertainities around key weak sighals
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( LowRisk ) ( ModerateRisk ) (  HighRisk

Customer Loyalty Stable NPS Score
Venture Investment High investmentin
Fintech Space
Digital Wallets, P2P
Lending,
Cryptocurrency
Policy Changes Fintechis a highly
regularized space.
Industry Entrant Activity Traditional Banks
and New players
Customer Habit Shift Online services and
offerings
Business Model Innovation Many entrants like
P2P lending could
have huge potential.

Profit Margins Relatively stable.



Uncertainity terrain of ABN AMRO

World Around ABN AMRO: ING
Group, Rabobank, DeVolksbank,

HSBC
e Accelerating digital transformation
and enhancing mobile/online banking
capabilities

e Embracing agile organizational ‘

models, streamlining operations, and
reducing costs

e Leveraging data analytics, and
adopting sustainable finance
strategies

e Exploring fintech partnerships,
focusing on wealth management and
Investment banking services
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Societal and Competition: Primary External Drivers of
Opportunities and Threats for ABN AMRO
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Societal Political Economical Environmental Demographics Competition
Increased adoption of Regulatory changes Lower Interest rate by Younger generations Technology giants
mobile and online with respect to the competitions can S ¢ preferring mobile and entering financial
banking digital business models reduce profit margins upport for digital channels services with vast
*environmentally friendly S . o
practices such as c cflf Or\ir q;es
paperless transactions g- Appie Fay, Lpdy
has risen due to
heightened ‘ izati ‘
Preference for Stringent Privacy Inflation and Economic > Rapid Urponlzatlon thgs Emergence of nlm.ble
. : : . environmental challenging the ways in fintech players with
frictionless and smooth regulations with respect uncertainty can : = : : :
: awareness. which traditional banks differentiated offerings
customer experience to data usages slowdown economy. . ,
operate. EQ: Prosper, Funding

Circle
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Driving Digital Transformation:
Nawgatmg Societal Preferences and Fintech Disruption

® © ® ©

Strategic Response

Drivers Opportunities Threats

Leverage data analytics to Loss of market share due to Data Monetization:
uncover new customer insights new fintech competitors Explore opportunities to

and offer personalized financial monetize data assets by

Societal preferences for
frictionaless and smooth

customer experience.
offering data-driven offerings

advice
and services.
Need to reduce bureaucracy Develop ecosystems of banking Risk of decentralized "self- Digital Wealth Management:
and be more agile. capabilities accessing partners organizing” model leading to Provide personalized wealth
through open APIs poor risk management management and investment

advisory services



ABN utilized organizational changes and culture to sustain existing business performance,
but failed to leverage them for exploring disruptive growth opportunities.

+  [Dhd nothing for be a
Bursiness disruplor
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+  Intreduced real time Persanal Banking

«  Launched the breakfast Club
«  Intreduced 16(Internal)-member Transformation facillitator

* Cultural and organizational changes like moving team supporting business / lines functions team
- T «  Adaptive Aglle setting with cultural principles
0 EE". organizing teams «  DID JAM sessions , values survey for 3200 employees
* Delayering hierarchy and empowering employees
* Improving agility and customer centricity

Constant Velocity Acceleration Jerk
Rate of Change
4 AR
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ABN utilized organizational changes and culture to sustain existing business performance,
but failed to leverage them for exploring disruptive growth opportunities.
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Tranformation to change its Business Model

Tranformation Domains

Business Model Change
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Transformation
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« No business innovation , sprint and
learn or new disruption model

« Did provide a little different value through
digitization and personalization but to the
same customers
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Sources of Value Differentiation What we do

« Took efforts to make today’s business better,
by streamlining workflows , agility and
cultural transformation




ABN AMRO's strategic initiatives were unbalanced with excess focus on maintaining and
improving without any focus on extending or reimagining the existing business
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Extend

Maintain

*Personal banking services like daily
banking, mortgages, and investments
through physical branches and online
banking

*Maintaining and optimizing existing
products, services, and channels

Improve
*Introducing video banking to enable real-time,
remote interactions with customers
*Developing a “phygital" (physical + digital)
experience for customers




ABN AMRO strategic initiatives were focused towards making the existing business better,
cheaper and faster with no focus on using technology to uncover new business opportunities
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Horizon 1
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Horizon 3

Horizon 2

Horizon 1 (Core Business):

e Traditional personal banking services like
daily banking, mortgages, and investments
through physical branches and online
banking

e Maintaining and optimizing existing products,
services, and channels

Horizon 2 (Adjacent Opportunities):

e Introducing video banking to enable real-time,
remote interactions with customers

« Developing a ‘phygital" (physical + digital)
experience for customers
e Self-organizing team model and cultural

transformation to improve agility and customer
focus

>
Horizon 3 (Transformational Ideas):

e No transformative horizon 3



ABN AMRO is focused on maintaining the core business and developing strong

People Capabilities Link, but they are not dual transforming
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Current How We Do it Different

Limited
Transformation A

ABN AMRO is trying to
reposition today’s
business through

“phygital” to increase

their resilience

amount of effort
to develop their

Capabilities
Link

Heavy Empahsis

on Capabilities Link No
ABN AMRO Transformation B
has put ABN AMRO does not have
significant clear vision for

Transformation B
and they are no developing
People a new growth engine

capabilities link



ABN AMRO embracing people capability link through
organizational changes

Recognizing the need for cultural change:

The "Breakfast Club” group rightly identified that without a profound
cultural shift, any strategic changes would lead to sub-optimal results.

Bold leadership actions:

The new CEO made sweeping changes to the top leadership and
structure, signaling a break from the past. Appointing a Transformation
Team also demonstrated commitment to the cultural transformation.

Embracing new ways of working

The Personal Banking division courageously implemented a ‘self-
organizing” model that delayered hierarchy, empowered teams, and
fostered agility, entrepreneurship and autonomy.

Capability building:

New coaching roles were created to support teams in developing the
skills and mindsets required for self-organization.

Measuring progress

Mechanisms like quarterly surveys were put in place to monitor progress,
gather feedback and make adjustments based on employee
experiences.
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Evaluating ABN AMRO'’s People Capability Link with People
Centered Transformation Framework

PEOPLE-CENTRED TRANSFORMATION FRAMEWORK
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ABN AMRO Is Successfully Conducting People Centered
Transformation (PCT

Ot lpaders communecole o clear, concise, consshant
and compelling narrotive that mokes o purposeiul,
pawonobe ond emobonally resonant cose for change
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Owr leaden create ogency by gving othan the
permittion 1o toke ndependent achoni and make
chonges without hisrorchical approval
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Owr leaden genarate reispect and followerihep
from others by personally, ovthentically and openly
made’ling the changed baliefs and behavion
reguered o evolve the organaation
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Chur leoden only make the choscer they ore besd

equ-pped to moke, claridy the choices othen have 1o
maka and the boundanet wilhun wheeh o make Fem

GGGGGV@

Ower lpoders sthow vulnerabilty, seek help, demonsirate
that lgibure n occeploble, ond conupently sesk to
increase the avtonomy and occourtabelity of otheny

Owr lsaden create the me ond spoce for
cross-funclional leoma 10 emenge, converge,
and engoge around cruckal drategy design and
delrvery mierdoces

Owr leodens bring clonity ond focus by proritizing
and communicoting the key siralegic prornties fhal
mafier mos! 10 the business

Cur leaders cotalyne the collaborative leadernhip
requered 10 succesthilly novigole dynomic, comp ex,
and wyilemic change

Owr leoden undersiond how 1o mobwale diacrefionary
eMod by loppeng inko the aspirations of othery and

ghving them outonomy in return for accountability

10.

O leaden conicously and confinuouily nudge
the cullure in the direction of aspiration, alignment,
autonamy and accourmabilty




ABN AMRO need to focus on technology in order to close their capability gap

PEOPLE
e Embraced a bold transformation towards self-organization, showing trust and inspiring
change.
o Employees leveraged their skills in new roles, adapting to self-organized teams.
» Shifted towards empowerment and innovation but faced initial resistance.
STRUCTURES
e The transition to self-organization was chaotic initially, indicating room for improvement.
 Likely required enhanced collaboration due to the increased autonomy of teams. Leadership Processes
« Worked towards an ecosystem for decision-making autonomy, though some teams (Trust, Empahy, (Approaches, Practices,
struggled with new responsibilities. Inspiration) Routines|
TECHNOLOGY

e Implemented significant digital banking initiatives, but no indication of using data analytics. Expertise _ | Pﬂﬂﬁlﬁhllﬂ
e Systems supported the transition, but there were challenges in performance management {Knovdecige Skils, (Supplier, Disiributor,
: : Abilities) | Customer)
integration. |
ASSETS = ; _ —
e Transitioned branches into experience centers, integrating digital and physical channels. Org. Culture _ Ecosystems :
: e : .- o [Adaptable, Innovative, (Complementors, Arenas, |
e Financial: Achieved cost savings, indicating financial acumen. Leoming) EL_"fi'_“?i_'_l_ |_|s_?_
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Data
(Sources, Access,
Analytics)
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(Operations, Management, I

Platforms
(Marketing, Offering,

Payment)

Hard/Physical

Physical

(Facilities, Infrastructure,

Machines)

Financial
(Cash, Credit,
Capital)

Intellectual
(Brands, Patents)




Touchstone 1: Winning Vision and strategy steps

<J) Drivers for Change (V’ Transformation Leader <V) Leadership Involvement <\/’ North Star Vision

Culture of Risk Aversion and Focused on building Trust The breakfast club with 10 employees Five cultural Princliples
stifled innovation Freedom within a frame work Values surveys, interviews and Transform Personal Banking
“Phygital” banking “Big Bang” approach principles with 3200 employees

Visiting brances to explain changes

g North Star Strategy <V’ Aspiration and Direction

Objectives are specific to cultural and

Lacks focus of Divisional Transformation operational changes

Lacks operational Outcomes Empower employees and own the results
Lacks concrete measure of cultural Reactive drivers: overcoming a risk averse
transformation culture and reducing bureaucracy

No tangible list of strategic objectives

6 No Strategic and Measurable
outcomes

Lack of broad involvement in strategy
development

Performance Management Challenges

No clear vision communicated Employees are
skeptical

NPS Score, Employee
Engagement

(V’ Leaders Drive through Change

Team coach and skill coach roles for support
Shared managerial responsibilities and
autnomy to make decisions

mproved customer satisfaction, cost savings
and organizational agility




Touchstone 2: Engage and Empower the team

el
MENTOR]NG’
. Empowerin .
Dedicated Self -%rgqnizigng Centralized team and Autonomy and
Transformation Team tedms skill coaches Empowerment
A dedicated central transformation Each bank team consists of nine A specialized team consisting Within the updated organizational
team who reported to executive members, such as banking of 35 team coaches, 35 skill framework, each team obtained full
team was appointed whose advisors, mortgage advisors, coaches, and 25 managers was autonomy and the capability to
objective was to lead a purpose-led and investment advisors, who established to facilitate and participate in the transformation
and values-driven business. collectively oversee various provide direction to the process repeatedly.
responsibilities within a specific autonomous teams.

branch like planning,
recruitment, performance
mMmanagement, promotions, cost,
NPS.




Touchstone 3: Transformation Is Not Driven by
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Customer Needs and Trends

Not monitoring megatrends and competitor moves

The case does not mention how ABN AMRO is constantly monitoring_upcoming_trends

and competitive moves

Customers are not involved in the strategic initatives

ABN AMRO has transformed their organization to provide more autonomy for their
employees, but no system was set in place to gather and analyze customer insights or
incorporate customer’s perspective in strategic initiative

Lack of list of potential strategic initiatives to disrupt

ABN AMRO is currently only focusing on the people and organizational transformation.
There is no discussion of long_ term strategic initiatives (lack of Horizon 3)

No quick-win transformation opportunities identified

ABN AMRO is seeing success in their transformation such as increased NPS score, 80%
employee engagement. However, ABN AMRO has not created a short-list of quick-win

transformation opportunities

O




Touchstone 4: ABN AMRO Lacks Secondary Agility-Oriented

Operating Structure for Strategic Inititatives

Governance and Program
Management

The transformation efforts described center
on the sizable organizational restructuring
towards self-organized teams

Lacks Venture-Capital approach

The transformation program focuses primarily
on the company-wide organizational redesign,
lacking evidence of calibrated investments
into strategic initiatives based on structured
stage gates.

Lacks Focus on RRTs,test and
learn, R&D and innovation

The gaps around RRT-focused resourcing,
iterative proving of initiatives, and sprinting
point to areas where ABN AMRO could evolve
their transformation program management.

Lacking Iterative Validation
Mechanisms

The lack of iteration, funding review cadences,
and explicit discussion around dealing with
failure represent apparent gaps in ABN AMRO's
transformation operating model




Touchstone 5: Strategic Evaluation and Sustenance of
Ongoing Transformation Efforts

Successful Strategic Alignment Refining Recognition and
and Cham’plon Empowerment in Resource Managementin ABN
ABN AMRO'’s Transformation AMRO's Transformation Journey

e ABN AMBRO navigates its transformation « Lack of a formal reward and recognition

through strategic alignment, champion
recruitment, and continuous development.

By evaluating initiatives against its vision,
empowering internal leaders, and fostering
their growth, the bank ensures a dynamic
adaptation to change.

This approach not only enhances
organizational agility but also solidifies a
culture of innovation and leadership, marking
ABN AMRO’s commitment to a sustainable and
impactful evolution.

program for volunteer champions, missing
an opportunity to incentivize exemplary
efforts.

Absence of a clearly defined resource
allocation process to balance between
maintaining operational excellence and
driving forward transformation initiatives.

The a need for enhanced mechanisms to
measure and acknowledge the
contributions of internal champions,
ensuring their efforts align with and propel
the bank’s strategic objectives.




ABN AMRO seem to be doing well in their within floating

the core business during transformation kickstart

Implementing Agile
Structure

They have successfully moved
to a flatter, more agile
organizational structure built
around self-organizing teams

with a high degree of
autonomy  and employee
empowerment.

Improving Customer
Experience

By removing bureaucracy and
hierarchies, they have
increased their focus on
customer needs and the ability
to respond quickly to customer
requests.

Driving Higher
Performance

The transition has led to
tangible  improvements in
metrics like NPS scores, cost
savings, and employee
engagement so far, indicating
the changes are yielding
business results.

Enabling Quick Pivots

The structural agility has
allowed ABN AMRO to rapidly
adapt operations during major
disruptions like COVID-19,
showing the flexibility of the
new operating model.

"




ABN AMRO seems to be missing based on the case detdails,
which may be preventing a full transformation

Lacking Clear Vision Cascading

While cultural principles exist, more work is
needed to make the transformation vision
inspirational and motivational across all levels.
In short they are lacking strategy to attain their
vision
No System to Encourage
Discretionary

Effort

Team-level goals and individual-level
assessments are not fully aligned, and
employees are not provided incentive to
go above and beyond.

No Systematic Sensing Habits

No processes evident for continual sensing of
customer needs and industry dynamics to
inform ongoing changes.

No Centralized Funding Approach

Resource allocation is not metered based on
validating initiatives and reallocating to what
demonstrates traction. No new business model
innovations, RRTs, sprint/test or run initiatives.

Hit-or-Miss Initiative Prioritization

No detail on governance mechanisms to
qualify  initiatives on balanced  risk
dimensions and strategic impact.

Unstructured Initiative Resourcing

Rapid team mobilization methods missing to fuel
initiatives based on matching talent to emerging
needs.
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Evaluating ABN AMRO's Transformation Gaps - Cultural Shift
Alone Is Insufficient to Drive Ongoing Value Without Architectural
Supports

)

While ABN AMRO should be commended for significant cultural transformation through self-
organized teams, their progress exhibits gaps regarding key enablers for sustaining change
velocity and driving strategic initiatives. For instance, ABN AMRO lacks integrated processes for
continually sensing market dynamics, qualifications mechanisms to systematically prioritize
initiatives with the strongest value potential, and funding structures promoting perpetually
reallocating resources to the most viable initiatives rather than legacy programs.

Essentially, ABN AMRO is pursuing necessary foundational change, but their operating model does
not demonstrate complementing capabilities purpose-built to direct transformation through
vision, governance, and resources flow. Until such deliberate, integrated architectural upgrades
exist to maintain transformation momentum, GCI may risk investing in strength that could prove
temporary without the means to channel it. While cultural realignment shows promise, investors
should require structural upgrades to guarantee that energy sparks sustained innovation powered
by vision, governance and resources to warrant shareholder value confidence. GCI should NOT
investin ABN AMRO.
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APPENDIX : ABN AMBRO's Transformation Touchstones
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NORTH STAR

ABN AMRO has a clearly articulated transformation vision and strategy, as evidenced
by the bank's comprehensive shift towards self-organized teams and agile practices.

&A NSIDE=OUT EMFLOYEE TRANSFORMATION

ABN AMRO has an articulated transformation vision and strategy, as evidenced by the
bank's comprehensive shift towards self-organized teams and agile practices.

CUSTOMER INSIGHTS AND MEGATRENDS
ABN AMRO's transformation was not directly shaped by customer needs and trends,

indicating a potential area where customer-centricity could be more explicitly
integrated into the transformation strategy.

TRANSFORMATION OFERATING SYSTEM

he case does not explicitly detail the agility or flatness of the transformation team,

leaving the structure and dynamics of the team unclear.

VOLUNTEER CHAMFIONS
W

C

hile employees are involved in the transformation process, the case study does not
provide specific details on how each employee is being transformed during the

hange.

Volunteer

Champions
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Transformation

Operation System {\Tf’

Customer Insights &
Megatrends Q

Inside-out Employee
Transformation

North Star Vision @

Building Blocks

Enable Perpetual
(J) Transformation
{‘S"O
/e
&<{}~5 Activate an Agile

Transformation

Operating System
Leverage Customer and

Competitive Insight

O Engage and Empower

your People

O Create a Winning Vison

and Strategy

Inspire Mobiize Shift

FPhases




Thank You

For Your Attention



