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Agenda

|. The digital transformation imperative

2. How to implement digital transformation

3.What comes after digital transformation



The Digital Transformation Imperative
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Source: https://magento.com/resources/digital-transformation-imperative
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Corporate Strategy: Value Discipline Model

Product
Leadership BeSt
Product
Operation Product
Competency Differentiation
Strategy
Best Best
Total Cost ' operations ... lotal Solutions

Excellence Intimacy /(-)D\
@@ Customer A\E%n/

Responsiveness

Value Disciplines Model by Michael Treacy and Fred Wiersema



focus on automating
manufacturing processes and
work procedures in order to
streamline operations and
reduce cost. The strategy
lends itself to high-volume,
transaction-oriented and
standardized production that
has little need for much
differentiation.

Product
Leadership

aims to build a culture that continuously brings
superior products to market. Here product leaders
achieve premium market prices thanks to the
experience they create for their customers.

Walmart ’

Uber Strategy 6 /E)\
e N

focuses on offering a unique range of

Operational wrglrfg Customer custome.r services that_allows for the
Excellence allantic Intimacy personalization of service and the
customization of products to meet differing
amazoncom customer needs. Often companies who

pursue this strategy bundle services and
products into a “solution” designed
specifically for the individual customer.

Value Disciplines Model by Michael Treacy and Fred Wiersema
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Digital Transformation, LEGO’s Journey LEGO)

Patent protection Expired  Sony PlayStation
497 Galaxy Explorer | 994 LEGO ;;;)N.% XbOX

; l‘ 2001

LEGO
LEGO MINDSTORMS MINDSTORMS NXT

1998 g 2006

Original LEGO brick
patent is filed

e 1958 First LEGO train system
B = buys and electric moror (4.5V)
Ole Kirk Christiansen plastic injection- o6

establishes carpentry i :
business in Denmark molding machine

1932 1947

LEGO minifig

LEGO is born

E ) -
i 8 5=
1 978 o
LEGO Duplo | 1999

1984 LEGO Star wars
LEGOLAND Castle

In 2003,
< Lego was $800
co : 'gl' million in debt.
1996
 Google uso LEGO Sales were down

casing for hard disks Negative Cash Flow
Image adapted from: (Diaz, 2008) Near‘|x bankr‘uEt

LEGO’'s basic philosophy to add value fto a ¥

child’s development and its subsequent

adulthood has been reflected in its 1577

LEGO TECHNIC
product range for over S0 years.




Went From Nearly Bankrupt...

to the Most Powerful Brand in the World

Just over a decade later; in 2015, Lego had miraculously become the world’s most

powerful brand, boasting profits of $600 million USD.

|.They Regained Their Focus.

2.They Found New Markets to Dominate.

-- With everything going digital, Lego had to find a way to adapt.
3.They Got to Really Know Their Audience.

Source: https://www.successagency.com/growth/2018/02/27/lego-bankrupt-powerful-brand/
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First 2019 LEGO Review
Results Coming Fall 2019

KEEP IT BASIC!
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== B - Former CEO 2004-16 CEO 2017~Present
1= ' X ¥ Jgrgen Vig Knudstorp  Niels B. Christiansen




LEGO’s Case Study Report
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Danigh Krona Bilhans daza from Financial Reports Danish Krona Bilkons data from Financial Reports

http://onlineessay499.web.fc2.com/other/page-2442.html



LEGO’s Case Study Report

el .
o
Shared vision as a 3 phased, 7yrs plan
unlmgmwewnssmmp S s P l£60 The Golden Cross
LA I ( ©"
2004 - 2005 2005 - 2008 2009 + Gross Margin %
Manage for Cash Manage for Profit Manage for Growth
Survival Establish Core Organic Growth
Overhead %
Turnaround Transformation Revitalisation
Stabilize the company  Build Defensible core Growth |
200 2004 2006 2006 2007 2008 2009 2010 20 2012 2013 20U
Data derived from Financal Reports

The LEGO case study from Dimensions of Strategy : john Ashcroft and Company 2014 The LEGO case study from Dimensions of Strategy : john Ashcroft and Company 2014




Digital Transformation, LEGO’s Journey

% Optimize Innovation Process
Il % Revenue Increase / 4 -2011~2016 ‘ 10 years of
. |‘ * 19.5% Operation Margin Challenge Consecutive
] . Session Establishment of growth
. New.CEO ‘ rroductlon Institutionalized Global Hubs 33.9% Operation
nsourced :
appointed | -2013~2014 Margin
Resolve Supply Chain L - Reorganization
New! CIO % and Transformation % 0
* 6.5 % Operation appo'nted Global Manufacturing % loud Platform LEGO ldea o
() Margin .,& Consolidate Platform . Y Platform
IA EA Function HR Platform Consolidate PLM ,0 Eé(ie::l)?n;]:ec'll'eams Engagement
' Established ‘ ‘ % ‘ stablishe ‘ Platform

2004 2005 2006 2007 2008 2009 2010 2011 2012 2013 2014 20I5

HR 2008 PLM 2010-2012 Idea 2014
COMBI Cloud Integration Customer Engagement
2009- 2010 2012-2013 2014-2016
AU Busmess Transforming By Extending Platform and Building Capability Leveraging Digitalization
Transformation

Source: https://ctl.mit.edu/sites/ctl.mit.edu/files/attachments/MIT_CISRwp407_TheLEGOGroup_AndersenRoss_0.pdf



LEGO Process Expert Network(PEN)

To ensure the creation of end-to-end global process

Corporate Corporate Global Supply Markets & ngc:dn;unmatr)"d
PEN Area Finance Center Chain SrealiEs csaon

Order to Cash
I Ware House & Logistic |

l Marketing l '
CED @ @

| Innovation & Development | '
I Manufacturing |
| Quality l
I Master Data I

[ Information Management ]

L HrR
I Manage the Enterprise I

{ Procedure to Pay ) : ‘ :

Source: https://ctl.mit.edu/sites/ctl.mit.edu/files/attachments/MIT_CISRwp407_TheLEGOGroup_AndersenRoss_0.pdf



Corporate

LEGO Management

(CM) Value
G rou P Corpefate IT Chain Innovation
Management Corporite Supply Chain
Fi _~"Mana em\ Planning & Distributions
Structure VAR
ya rd Engineering & Quality
Group Finance 3) Procurement
/ CFO COO N
Corporate Legal Business Operation ‘\a ManufS
Affairs Enabling ‘\ Asia
| Manufact.
Corporate | .
Affairs EU Packing

EU Moulding & DUPLO

Executive
HR

CMO

Product Group 2

Marketing
Innovation & Product Group |
Consumer Marketing Europe, Middle
Shopper Marketing & East & Africa
Over time, LEGO Group reorganized Channel Development Americas & Pacific

from 5 business areas to iUSt 3 Asia Resource from: https://ctl.mit.edu/sites/ctl.mit.edu/files/attachments/
’ MIT_CISRwp407_TheLEGOGroup_AndersenRoss_0.pdf


https://ctl.mit.edu/sites/ctl.mit.edu/files/attachments/

CIlO Focus on Value Added to Business

IT leader look beyond IT efficiencies and focus on the value added to the business.
Instead of deep, functional experts in narrow areas, CIO organized IT to align with the
business verticals of Marketing, Operations, and Business Enabling.

Corporate IT

CIT Strategic
Business -
Development

CIT Technology CIT Business CIT Marketing CIT Operation
& Security Enabling

*  Enterprise architects, business relationship manager, project manager and solutions developers are
assigned to one of those domains.

Source: https://ctl.mit.edu/sites/ctl.mit.edu/files/attachments/MIT_CISRwp407_TheLEGOGroup_AndersenRoss_0.pdf



LEGO’s IT Strategy and Focus Area

Corporate IT can design, build and run the LEGO Enterprise Platform as a scalable,
adaptable and coherent asset.

[.One LEGO

Group based on
global standards

and global
processes

2.The LEGO 3.LEGO 4.Any new
Model Resources application is a
determines the master the LEO strategic
best application Enterprise decision
approach Platform

5. Use original 6. Use the 7. Use strategic 8.The LEGO 9. Solutions have

business logic applications partners instead data is precious to be managed
best practice of new vendors and needs to be in their entire

process protected lifecycle

Center for Information System Research, Sloan School of Management, MIT, 2016

Source: https://ctl.mit.edu/sites/ctl.mit.edu/files/attachments/MIT_CISRwp407_TheLEGOGroup_AndersenRoss_0.pdf




LEGO Group double-digit growth in IH 2020

|. Consumer sales grew 14 percent
in I|H 2020 compared with 1H 2019.

The LEGO Group M
1H 2020 Financial Results

113

The strong results are due to our incredible team. When
COVID-19 closed stores and offices, our colleagues

did everything they could to stay safe and bring play to
children and familles around the world.”

7% (+14%)\ +11%” oy Eé

Investments in long-term growth supported 1H performance

2. Revenue grew 7 percent to DKK 15.7 billion
compared with the same period in 2019.

Innovating play:

3. Operating profit grew | | percent

NG
Innovating retail: — Top- performmg —
nd e -~ themes: =

LEGO* Technic

to DKK 3.9 billion, while investing in

significant long-term growth initiatives.

4. Free cash flow strong at DKK 4.1 billion.

*| DKK=4.58 NTD
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Virtual Care - USA

Teladoc.

HEALTH WHAT WE DO WHO WE SERVE ABOUT US CONTACT US

Transforming how people access
healthcare around the world

N



About Teladoc BenQ

Teladoc Health, Inc., formerly referred to as Teladoc, Inc. and Teladoc Medical Services,
is a multinational telemedicine and virtual healthcare company based in the United States.
Primary services include telehealth, medical opinions ,Al and analytics, and licensable platform services.

Market Capital: 17 Billion USD
Case in point: Teladoc, one of nation's top telehealth providers, saw its first-quarter 2020 revenue

jump 41% to $181 million year over year.

The company also is projecting total virtual visits in
2020 to reach between 8 million and 9 million, which
would double the 4.1 million virtual visits the
company provided in 2019.

Everyday Care
|
We're here Children & Family
to help. Mental Health
S v, = Medical Experts
Wellness & Prevention



https://en.wikipedia.org/wiki/Telemedicine
https://en.wikipedia.org/wiki/Virtual_reality
https://en.wikipedia.org/wiki/Preferred_provider_organization
https://en.wikipedia.org/wiki/United_States
https://en.wikipedia.org/wiki/Artificial_intelligence

Teladoc Virtual Care-l

0

TELADOC.

Anytime
Anywhere.
Adoctor's care

REQUEST A VISIT >

People © Teladoc!

Medical history

Important
Meeting

Wednesday
9:30 AM
123 Success Blvd
City, ST 12345

Anytime
Anywhere
Adoctor's care

REQUEST A VISIT >

Your upcoming
video visit.

e
THURSDAY, MARCH 1 2017 AT &30 MM




Teladoc Virtual Care-l|

How would you like
to connect?

VIDEO CALL >

When is a good
time?

Just a few more
details

gt
g

CONTINUE >

Now, choose a
pharmacy

Recent Pharmacies

ABC PHARMACY

How will you be
paying today?

EXISTING CARD OOXXX0019)

NEW CREDIT / DENT CARD




At Home : Healthcare @ O BenQ

Connection with hospital

i

/ Medicine Control

.
|
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| Pre-Registration
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Teladoc Health is the global virtual care leader

TDOC +2,400 +450 +40 +50,000

publicly-fraded on NYSE employees worldwide medical sub-specialties languages spoken clinicians globally
P v 4 ?

: N\, Boston London O (

Toronto O & paris <) OBudopest 4

New Yorlk Barcelona O .

Sunnyvale O FhoShIX Lisbon O v
O (") Dallos
O Shanghai
- \‘I W

Sanfiago Sao Paulo

Melbourne N } Auckland

OTestwbtoe Hsaittn, Imc i ed it s @026d . 6

Teladoc.

HEALTH
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Continued Growth, Teladoc

t Total Visits (millions) @

Annual Revenve o
New Clinical
Services
55% CAGR New Payment
2015-2019 Models
New Care 4.1
$703M Seftings
(midpoint of guidance)
2.6
S §123M 1.5
$7TIM 1.0
0.6
0.3
[

wé"}ﬁq, 20t 2017 2018 2018 2020 Fulure 2014 2015 2016 2017 2018 2019 2020E




Clinical
Scope

Teladoc

HEALTH

N
T ® Clinical Service
Text/Chat \ T
General Medical Virtual Primary & Distribution Channel
— G Lab Testing \ B Product Enhancement
Pediatrics \\'\ High Acuity
O™ i Telemedicine B New International Markets

; Children’s
_L Chronic Disease Neidiion \

—

IPO

\\
s s e lnTouch 9)
Navigator Health Assistant
Back-care \
e ML-Powered Medicare
Expert Medical Demand Planning
Services Canada
LS. % Best Doctors: ™. Global Care \
B2B 4 .
" DTC Partner United Medicaid
Mental Health Caregiver Kingdom \\
Device \

Text-based \ \

[ MentalHealth  Hospiial & ntegrcnion Health France \
Health System \ Site-based
Dermatology o Broke SMB Market \  Intemational O medecm j” >Ct \\ Telemedicine \
> o \
e STATDOCTORS nu 1 he ‘thlestgou o\\d vance|medi CF I \\ \
€2 betterhelp \ \ “ ‘ |-
7
2015 2016 2017 2018 2019 2020

Distribution & Markets

Teladoc Health, Inc Investor Day 2020
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REAL LEARNING. REAL IMPACT

Top 21

Digital Transformation Strategies-|

|. Leverage
effective digital
technologies that
people really
want

2. Improve
cybersecurity of
E-commerce
systems &
financial
technologies

6. Use data
analytics to
improve current
digital systems
implemented by
Businesses

3.Increase budget
for research and
development of
digital
transformation
systems

7. Convince
members of the
business
organization to
be open to digital
transformation

4. Hire 5. Develop user-
competitive friendly digital
talents that will fit systems
the current
8.Create
9. Create

integrative digital
solutions that can
be connected
with other digital
systems

company policies
that encourage
digital
transformation

Source: https://www.imd.org/imd-reflections/digital-programs-reflections/digital-transformation-

strategies/?gclid=CjwKCAjwkdL6BRAREiwA-kiczLgRvhp6pDg0aaQFoXTkHgVKAE9_d8kwskz]8yzoK--h2WYzMtvRKxoCprQQAvD_BwE

10. Form a
research &
development
team for digital
transformation



Top 21

I1.Attend
seminars &
conferences
related to digital
transformation

|6. Develop the
ability to diagnose
and conceptualize
digital
transformation
strategies

12.Seek advice
from businesses
that have
successfully
implemented
digital
transformation

| 7. Maintain 2
separate parallel
systems when

experimenting on

digital
transformation

I3. Move away
from legacy
technologies and
embrace digital
transformation

18. Be flexible as
a leader in order
to get support
from employees

[4.Train
employees
properly on how
to use digital
transformation
technologies

|5. Improve the
ability to adapt
quickly to new
digital business
technologies

19. Keep
communication
lines open
between IT &
other
departments

20.Accommodate
the needs of
customers and
clients when
creating digital
strategies
systems

21. Choose
digital
transformation
solution vendors
wisely

Source: https://www.imd.org/imd-reflections/digital-programs-reflections/digital-transformation-strategies/?gclid=CjwK CAjwkdL6 BRAREiwA-
kiczLgRvhp6pDg0aaQFoXTkHgVKAES_d8kwskz]8yzoK--h2WYzMtvRKxoCprQQAvD_BwE
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Why digital transformations fail: 3 exhausting reasons

A whopping 73 percent of enterprises failed to provide any business value whatsoever
from their digital transformation efforts, according to an Everest Group study last year.
Furthermore, 78 percent failed to meet their business objectives.

1. Lack of up-front commitment ; ] ?
one . . . Leadership / @ ° Tools
2. Failing to take an iterative sprint approach ol
People - ‘
. LI
3. Taking a technology-first approach rocess raty
Source: https://enterprisersproject.cc... . <icle/2019/8/why-digital-transformations-fail-3-reasons

Source: https://www.xenonstack.com/insights/digital-transformation/


https://enterprisersproject.com/what-is-digital-transformation
https://www.everestgrp.com/

The State of Al-Driven Digital Transformation

I. Study by Infosys found that 98 percent of respondents who had leveraged Al for their digital
transformation reported :
- helped generate additional revenue for their organizations.
- machine learning has had the biggest impact by drastically reducing the average time spent on

day-to-day activities and improving decision making while minimizing room for errors.

2. Study by Forrester,
- 71 percent of respondents reported - Al can improve business efficiency
- 59 percent said that it can improve scalability. In addition,
- 55 percent of respondents said Al can help predict customer behavior, leading to the

development of improved products and services.

Source: https://knowledge.insead.edu/blog/insead-blog/the-state-of-ai-driven-digital-transformation- 1492 |
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Al in Healthcare

ad

Al I/ FERR A B ER AT ER

Aid in Treatment End of Life Care

p— AL
Decis":'z:vof;ilking U Connected Care

Early Detection '. : \ Better overall
of Diseases o @ Experience

Industrial Enterprise/Solutions Provider/Government/Healthcare...

https://techvidvan.com/tutorials/top-8-

heeps://www.javatpoint.com/application-of-ai applications-of-artificial-intelligence-in-healthcare/
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Digital Transformation vs. Business Transformation

BenQ

Business Transformation is about the cultural shift,and the underpinning business processes that are
driven by the changing demands of the market. ... Business transformation should focus on the

business and go-to-market models.Whereas, digital transformations focus on the technologies that

support those efforts.

Culture

Embrace Change/Adaptive-
Collaborative-

Executive Buy-in-

Strong Digital Fluency-
Cross-Functional Team vs. Silos-
Risk-Friendly-

Continuously Measure & Improve-

Referred from Quora.com

Culture

Technology

Strategy

-Cloud- Technology Capabilities

-API-Based
Automation G Processes

-Continuous Integration &Delivery
-Service Oriented Architecture
-Analytics

-Social

-Mobile

Strategy

-Clearly Defined Vision

-Business Outcomes/Goals
-Digital Strategy

-Optimized Governance

-Big Chang vs. Discrete Solutions
-Ability to Digitally Re-image
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Digital Transformation is a Journey not a Destination

Forward-looking companies recognize

digital transformation isn't the end game.

And technology isn’t the sole means

of achieving transformation.There's a new era
of automation on the horizon where

human intelligence, technology and systems

will work in harmony.
The autonomous enterprise will drive

the next wave of business transformation,

and we're just getting started. Digital Transformation is a Journey
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