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Wanneer is jouw project
2



Maar 80% van digitale
transformaties

zijn succesvol

McKinsey & Company



How the customer explained it

How the Project Leader
understood it

How the Analyst designed it

How the Programmer wrote it

How the Business Consultant
described it

How the project was
documented

What operations installed

How the customer was billed

How it was supported

What the customer really
needed
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De werkdag van je
medewerker in kaart met

een Journey Map



Soms heel simpel

Onderweg voor de
toezicht van vandaag.
Weer extra toelichting

kunnen geven over
brandveilig houden van

het pand

Start de dag met
een lekker kopj
koffie

Ik bel een collega
op, die kan me
gelukkig verder

helpen!

Lunchen met
de collega’s
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Toezicht voor morgen
voorbereiden, deze
staat wel goed ingevuld
in het systeem dus
gelukkig ben ik snel
klaar

Eerste toezicht
voorbereiden, helaas
is het
omgevingsdossier
niet ingevuld..

Administratie, welke
stappen moest ik ook
alweer volgen allemaal
volgen om deze zaak
goed te koppelen aan
het omgevingsdossier?
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What is an

Employee Journey?

Drawing up an employee journey

is away to better understand your
employees. An employee journey
takes you into the experiences of the
employee and the actions, thoughts
and feelings that come with it. By
organizing the insights in this way,
challenges and opportunities quickly
come to light.

For Proman, this Employee Journey
depicts employees’ experiences of

their daily work. The aim s to better
understand how Proman employees deal
with their daily challenges, what they
encounter in this process and how we can
support them in this as well as possible.
The insights are divided into three
personas, representing different types of
employees.

Who is working at Proman
Robert - reporting
Robert is our task-oriented reporter. He
gathers information from all corners of
Proman to process it into useful data.
As aresult, he has many contacts within
the Proman family. He prefers to call
or have face-to-face contact with his
colleagues.

Farah - facilitating

Meet Farah, with her facilitating role

at Proman. Farah is a good listener

and always ready to go the extra mile
to make her colleagues happy. Farah
herself is most happy whenever she can
experiment or implement innovations.

Leonora - leader

Leonora recently started in a leadership
role. She used to work on a tactical level,
but now it is time for her to work on a
strategic level. She feels a bit insecure
since she hasn't had any support to
grow in this role.

Mnat

The Employee
Experience Company

»»

Phases
Which phases does the

employee go through
from start to finish of the
Jjourney?

Steps

Which detailed steps does
the employee take?
Emotions ®
Which emotions

does the employee
experience at
different times?

Behaviour

What do employees say or
think?

‘What are employees
doing?

Challenges and
opportunities

What do employees say or
think?

Which possible solution
directions do we see?
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N The digital workday of the Proman HQ employees

Starting my work day

Checking what happened
while not working

Start of the day

Planning what
to do today

“Sometimes | do not receive the data | need. In that cae
can not continue my work”

1+Callme i you e me totake acton

“I cannot find a file, | have to send multple mais. It

1+0ver 200 e-mai, how am gaing todo all s work”

“They have to ask permission from thelr manager before
being sble to send information. This takes time of

4 It depends

rosnond®

I tarting with reading my e-msilin Outlook
Starting with reading chat in MS Teams.

Starting with reading my e-mailin Outlook

is

individual managers.”

“Too many requests are seeking answers now:”

Make alist

Different expectations about

when needed

ion sharing between
different levels
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Getting coffee

o

unch or

Open my tools to get to work

0 @O~0

Searching for information

Looking for files needed
for the report in different
platforms

\

owtwien

I prefor face to face contact”

Lot

“The tools are available, but my challenge is knowing
how to sufficiently use the tools”

O~@ ©
ettt s

110 not haveaccess to il fles important o me.”

jetag:

| Getting the lstest news
Getting the latest news

Sharing news with colleagues

Relying on a face-to-face
network s not sustainable
when growing

(SR

“1still have not understood how our servers systems in
HQuwork'.

| et o rlionspe it olesgunsin cher 1
parts of the world"

Contact colleague because
don’t know where to look

Retrieving files
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Processing the information

Analysing retrieved
information

Lo i etomaion

Lot tavetost peot fr

necd information now”

“The quality ofinformation i low”

Not aware of how to use tools
properly

I want to understand what information | get”

Information finding is a

Information quality is

Processing information in defiverable

Converting nformation

Information accuracy is in
inadequate

for other departments and regions.

- Have an open conversation with manager

existing tools. They state guidelines are missing.
They

- Trigger the curiosity of employees so that
start asking questions and get used to

asking questions.
- Create awareness of this situation between

parties
- Create an open and feedback culture Proman
wide

- Create tan golden organisationsl wide rles.
+ Setup a working arrangement workshop
within teams

challenge Lack of access to information inadequate
. ]
12 e Th cone st Thi . iy
o
G T
guic s rgan B
Aot rcire.
S + Work arrangements around information.
P —— ot

modules.
- Setup timeslots in the agendato get to know
atool

+ Give access from one platform to different
backends.
- Setup naming convention guidelines:

setup.
- Do an analysis on existing tools to match with
existing needs.

setup.

information. Therefore they lose time with extra

work to fix errors.

- Create a unified way of eporting Proman-
wide.
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\ployees
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End of the day

Searching for information Processing the information

Open my tools to get to work

C O] (E)

Looking for files needed
for the report in different
platforms

\

overlunchor | "We could have a latform in which the data could be.

~@ ©®

11 cannot fin the right il

Contact colleague because
don't know where to look

Retrieving files

i /.ra \ :

Analysing retrieved
information

i <{

Creating

\o

[t ave o peol -

“Different timezones are a challenge. Since sometimes |
necd nformation now”

“The quality of information s low?

“Iwant to understand what information | get”

Information quality is
inadequate

Processing information in deliverable

Converting information

Information accuracy is in
inadequate

([ e e
information”

“My number one frustration s that | have to do
everything manually”

“We have our own guidelines in our team?

I creating reporting in Word
Creating fes

Commenting on the Word report

Wish for automation to save
time

e e
lnked o th pan pares ofthe word
T e . .
b o ity uea e toan? 1140 nt have acces ol esimportan o mer | earrssasiort it
v duatomy ’ -
= | Myl am ot clver g o nd th documents
e LS P T
HQwork".
] | | Dlscoveringa lack of accens
[}
)
le Not aware of how to use tools Information finding is a
properly challenge Lack of access to information
e o, 1e e strache, T cose et Tha aicency
" = %
tace

sinca the workload s very high.

- Crate ten golden organisational wide rules.
+ Setup a working arangement workshop
within teams.

clear guidelines or protocols for organizing and
naming file/folders to ensure consistency and
easy retreval.

- Create new files and information structure.

dules.
- Setup timeslots in the agenda to get to know.
atool

- Setup adoption framework to guide

+ Give access from one platform to diferent
kends.

-+ Setup naming convention guidelines.
- Setup adoption framework to guide

setup.
+ Doan analysis on existing tools to match with
existing needs.

setup.

- Create new files and nformation structure,

+ Work arrangements around information
finding

- Createa unified way of reporting throughout
Proman.

information.

hipping and

work tofix errors.

inabil
standardise is high. They want to work less

wide.

- Automate procedures.
- Improve primary work processes.

Sharing

Storing new generated files

e

Sharing generated files

—

Have a meeting

“Its a struggle that our SharePoint s not Proman-wide”

“Iwantto store files in a central location”

I saving report

Storing files on Egnyte

Need for a standardised way of
working organisation wide

Ko

i Garanythy oot hve Egytn,which s &
e re et

ishforamore homoganous ayafork”

*Procedures are developed, but everybody acts
differently upon them”

I sharing with collesgues in Egnyte and e-mil
Sending it by mail, waiting for feadback

Sending the document back by e-mail

[l

however, we stil

111 have feadback there s no lace to handitin

Proces feedback

Colleagues in another
timezone are starting

Processing informa

Getting new information from

Setting up the tasks for the
another region

next day

e

We are a face-to-face company. Most information is
shared like that. This makes it dffcult to work remotaly.”

| Meeting on

mansaement”

“l am uncertain finformation s up to date”

=

Discussing the irregularites of the reports

manager

doner

necessary information” o the ELT, but | cannot account for the qualiy of
end”

information  receive on mv

organisation via SharePoint

e e Making an even longer to do st for the next day.

When not attending a
meeting, not guaranteed of

Scheduling a meeting with ELT to explin inaccuracies of

he previous report

Information accuracy is in

- Shape and implement a Proman way of
changing.

- Setup a guidslines framework with
representatives of ifferent departments.

+ Create transparent procedures.

Family culture receiving information inadequate Workload is perceived as high
" o . wo
ing They say that
. " " " Als ‘this is getting in the way of innovating.
e e e et of not getting meted for mestings, dus o : . )
- Imploment communities or groups feature for Rk ainty different teams. + Doless work and prcritise more.
insprat

- Sharing instructions / guidelines. - Automate and standardise work processes to

family.
- Initiate socialising moments ke drinks.

meetings.

save time.

- Create access overview. + Keep employees happy and inspired, s that




Hoe voorkom je
spraakverwarring?



Design thinking als basis:

Bedrijpen
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Uitdaging Oplossing

Definigre®



Design thinking als basis:

Bedrijpen \Jormgevey,

Uitdaging Oplossing



Design thinking als basis:

Bedgrijpen

Uitdaging

Realisere®



Design thinking als basis:

Bedrijpen




Design thinking als basis:

Bedrijpen Jormageve,,

Uitdaging

Definjere® Realisere®
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7.00 8.00 9.00

Patién
Wow .
Appje lezen Ik maa
Collega die de nacht werkte afdelin
laat weten dat een lift kapot Overdracht ik wat \
is. Handig om te weten Op de afdeling nemen we de afgesp

patiénten door. De

patién
Journey map als = e

@ \. Extra informatie
Voor ze vertrekt, vertelt
tool, geen doel TR e
, Neutraal over patiént A wat nietin Snellog ik in om te kijken of

e
het EPD staat. Hoe zorg ik ik straks iets eerder weg
ervoor dat ik dat niet kan om mijn zoontje op te
Thuis rooster checken vergeet? halen. [k moet twee keer
Kijken of ik eerder weg kan \ inloggen, wachten, het
. om zoontje van school te ® duurt te lang, ik doe het
Mmpunt halen. Ik kom er niet in met straks wel.

mijn mobiel, dat moet dan

maar als ik in het ziekenhuis /
ben. L

Frustratie ®



Verschillende type journey’s

asis

De huidige
medewerkerservaring in
kaart brengen om kansen en
knelpunten te spotten

N

macro

Je hele organisatie of proces
meenemen in een end-to-end
journey

N

Ik wil een nieuw

proces of service
Ik wil de huidig proces uitdenken

of service verbeteren

Ik wil een deel van een Ik wil een specifiek
huidig proces of innovatie idee
service verbeteren uitwerken

W

Medewerkerservaring stukje bij beetje
verbeteren door in te zoomen op een
specifiek onderdeel

micro

De gewenste situatie in

. kaart brengen om de
" verbeteringen helder te

krijgen

tobe

23



Wat levert het op?

Proces en gedraqg
komt in kaart

Hoe sluit je aan bij de werkdag van je
medeweker

1 waarheid

Om het gesprek aan te gaan met
stakeholder en verantwoordelijken
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Aan de slag



Doel: Jouw huidige
proces in kaart brengen
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Tijdens de Aanvraag

m
E
o

Activiteiten

Uitdaging:
Verlof aanvrac

Kanalen

[ Neutraa|

@

Minpunt

Gedrag ©n gevoeg|

Frustratie

Knelpunten



Stap 1: Welke activiteiten

doe jij om verlof aan te
vragen?

Fases: Voor aanvraag, Tijdens de aanvraag, Na de aanvraag

Denk aan activiteiten zoals: overleggen met collega’s, aanvraag indienen in
een portaal, goedkeuring krijgen ect..
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Stap 2: Welke kanalen
gebruik je?

Denk aan kanalen zoals: e-mail, vergaderingen, face-to-face, portaal, ect...



Stap 3: Hoe voel je je daarbij
en welke gedachtes heb je?

Heb je bij deze activiteiten positieve gevoelens of roepen ze frustraties voor en
hoe verklaar je je gevoel?



Stap 4: Welke gedachtes heb
je hierbij?

Hoe verklaar je je gevoel?



Bespreek met je buurvrouw,
komen jullie ervaringen
overeen of zijn er grote
verschillen?



Journey map gebruiken:
Verbeteropties spotten



Stap 4 en 5: Welke
uitdagingen en kansen zie je
in de journey?

Welke knelpunten zitten er in de journey die invloed hebben op jouw ervaring
van deze dag en welke kansen zitten er in de journey die de ervaring nog beter
kunnen maken?



Hoe nu verder:
Samenbrengen van de
journeys



Wat heb jij geleerd uit
deze oefening?
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Direct aan de slag met journey mappen
in jouw project:

1. Bepaal het doel van je journey map (een goede succesdefinitie)

2. Praat met medewerkers! (Begrijpen, niet aannemen!)

3. Brengde belangrijke activiteiten in kaart (find the moments that matter)

4. Geef aan welke gevoelens en gedachten de medewerker heeft (maak het
menselijk)

5. Spot waar je kansen en uitdagingen liggen (wees kritisch)

6. Gahet gesprek met je stakeholders aan(voorkom de spraakverwarring!)



Dankjewel



Alissia Ahrens

Alissia@mixit.nl

Noraly Bovenmars
Noraly@mixit.nl
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