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C A P G E M I N I  I N V E N T  I S  C A P G E M I N I ’ S  D I G I TA L  I N N O VAT I O N ,  C O N S U LT I N G 
A N D  T R A N S F O R M AT I O N  G LO B A L  B U S I N E S S  L I N E

Our multidisciplinary and global team designs advanced digital solutions and new business models by 

combining strategy, technology, data science and creative design expertise with an inventive mindset.

This team works hand in hand with the rest of the Group’s capabilities and talents.

• Strategy & Transformation Consultants

• Creative Designers

• Emerging Technology Experts

• Data Specialists

Australia

Belgium

China

Finland

France

Our team consists of

Germany

India

Netherlands

Norway

Singapore

Spain

Sweden

Switzerland

UK

US
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VA L U E  H A C K I N G  E N A B L E S  C L I E N T S  TO  M A X I M I Z E 
T H E  VA L U E  F R O M  I N V E S T M E N T S

… our team offers an end-to-end value management approach helping 

clients to understand and realize the value from large investments. Our 

team incorporates global, cross-industry experience in the design of 

business cases, focused portfolio, goal driven insights, value discovery 

and value assessment. 

… we follow an approach with a focus on creating buy-in and ownership 

within the client organization. We have a toolkit with proven assets and 

key learnings from previous engagements which are constantly updated. 

Within Capgemini Invent we have a group of specialists that are dedicated 

to develop propositions around Value Hacking. The experts in this group 

combine financial and business skills and are strong in guiding the 

change management process. We enjoy collaborating with our clients, 

engaging all stakeholders and creating something with and for them. 

Value Hacking
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1  I N T R O D U C T I O N
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O U R  M I S S I O N

Value Hacking

“Value Hacking is about discovering, unleashing and 

realizing the value of organizations.”

Our Value Hacking methodology incorporates your 

unique values in decision making and improves results.
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2  O U R  E X P E R T I S E
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O U R  VA L U E  H A C K I N G  P R O P O S I T I O N S  TA I LO R  S P EC I F I C 
M E T H O D O LO G I E S  T O  T H E  D I F F E R E N T  L AY E R S  O F  O R G A N I Z AT I O N A L 
VA L U E  C R E AT I O N  F R O M  T H E  S T R AT EG I C . . .

To be able to create value as an organization, it is 

important to know what your organization defines as 

value and how it can be created. Our Value Discovery 

and Value Assessment propositions look from a strategic 

point of view how your organization is creating value, 

how it can create more value, and what is needed to 

realize these value creating opportunities.
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After you’ve set the right strategy and know what you define as value, we 

identify which tactics you need to use to accomplish the desired value creation. 

We often see that organizations set the right strategy but lack the right tactics 

to fully exploit the opportunities identified to create more value in their daily 

operations. Our Business Case and Focused Portfolio propositions are part of 

our knowledge base which we can bring on a tactical level to actually create the 

desired value in line with the strategic goals.

If you implemented a successful strategy and used the right tactics, it’s 

essential that you monitor the value created in your organization. What 

happens is that most organizations lose track and attention of the value that 

some initiatives, projects or ideas are delivering. To ensure that maximum value 

creation is realized, we use our Benefit Management or Goal Driven Insights 

proposition to monitor value creation.
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. . .  T O W A R D S  T H E  TA C T I C A L  A N D  O P E R AT I O N A L  L E V E L



We can tackle value challenges in each layer of the organization, starting where it is most relevant for the organization

O U R  VA L U E  H A C K I N G  P O R T F O L I O
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3  S T R A T E G I C
Value Assessment I Value Discovery
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VA L U E  A S S E S S M E N T
W E  E X P LO R E  N E W  B U S I N E S S  M O D E L S ,  M A R K E T S  O R  I N D U S T R I E S  TO 
A S S E S S  VA L U E  C R E AT I N G  O P P O R T U N I T I E S

Portfolio expansion or 

diversification can be interesting 

options for companies. Unexplored 

grounds may have large potentials 

for additional value to be 

generated in the future. Increasing 

profits by creating new business 

models, entering new markets or 

industries, or trying something 

new in any way, is an endeavor full 

of uncertainties.

The challenge is to minimize 

these uncertainties and create a          

fact-based foundation for decision 

making.

Value Assessment focuses 

on building a thorough 

understanding of new business 

models, new markets or 

industries in order to make a 

well-calculated decision before 

entering. To do so, it is important 

to identify markets and calculate 

their potential value. In addition, 

defining decision criteria 

beforehand on which boxes need 

to be ticked in selecting a new 

market will prevent impulsive 

and emotional decisions.

Strategic analysis of- and 

insights in the potential of 

different business models, 

markets and industries.

Direction on where to find 

‘low hanging fruits’ and 

opportunities best fitting to 

the current organization.

First estimation of required 

investments and plan of 

approach for seizing new 

opportunities.

Background Solution Results

11



VA L U E  A S S E S S M E N T  –  A P P R O A C H
T H E  VA L U E  A S S E S S M E N T  A P P R O A C H  U S E S  D ATA  F R O M  M U LT I P L E 
S O U R C E S  TO  Q U I C K LY  VA L I D AT E  T H E  M O D E L  A N D  C R E AT E  I N S I G H T S  I N 
I M P R O V E M E N T  O P P O R T U N I T I E S

Conduct interviews 

with key stakeholders 

to clearly understand 

what value means for 

the organization.

Understanding new 

business models 

by defining which 

problems the new 

solutions intend to 

serve.

Market & database 

research combined with 

interviews with local 

markets.

Identify new

market potential 

market size.

Hypothesis 

building; translating 

expectations into 

measurable elements to 

monitor performance.

Iteration cycles on the 

business model based 

on results.

Consolidate insights 

into actionable 

guidelines.

Ideate

Scan

Analyse

Iterate

Finalize
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VA L U E  D I S C O V E R Y
I N  O U R  VA L U E  D I S C O V E R Y  P R O P O S I T I O N ,  W E  D I S C O V E R  W H I C H 
S O L U T I O N S  C A N  C R E AT E  T H E  VA L U E  T H AT  M ATC H E S  W I T H  T H E 
S T R AT EG I C  G O A L S  A N D  O B J EC T I V E S  O F  T H E  O R G A N I Z AT I O N

After goals are set, the path 

towards realizing them needs 

to be created. Finding the right 

solutions to seize opportunities 

or to adapt to a changing 

environment requires a holistic 

view and combination of relevant 

external circumstances and 

internal assets. 

Designing and rolling out new 

initiatives can weigh heavily 

on resources and requires 

investments. Management feels 

the need for reassurance in facts & 

data to support decision making.

Our Value Discovery proposition 

uses our Benefits Logic® 

methodology to identify the 

needed solutions and insights to 

seize opportunities and create 

additional value. 

By focusing on the cause-and-

effect relationship of all relevant 

internal + external metrics and 

using already existing knowledge, 

we facilitate the development 

of a Transformation Map and 

ultimately project charters to 

kickstart new initiatives.

Clear insight of relevant

cause-and-effect relations 

between the relevant metrics 

for potential opportunities via 

the Benefits Logic®.

Transformation roadmap to 

seize multiple opportunities 

and prioritize them over time.

Specific project charters 

stating the objectives of the 

project and activities required 

to create value.

Background Solution Results
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VA L U E  D I S C O V E R Y  U S E S  T H E  B E N E F I T S  LO G I C ® A S  T H E  C O R E 
O F  I T S  A P P R O A C H



VA L U E  D I S C O V E R Y  -  A P P R O A C H
T H E  VA L U E  D I S C O V E R Y  A P P R O A C H  U S E S  A N  I T E R AT I V E  C O -
C R E AT I O N  TO   M A P  O U T  H O W  VA L U E  I S  C R E AT E D  A N D  I D E N T I F Y  N E W 
O P P O R T U N I T I E S

Context Scan Build Iterate

Individually

Jointly

Validate

• Create a common

  understanding of what

  value entails for the

  organization.

• Align on the key

  challenges to be

  researched.

• Ensuring we have the

  right stakeholders on

  board.

• Structure the

  Transformation Design

  by identifying risks,

  possible quick wins

  and prioritizing values.

• Setting up project

  charters for the

  implementation of the

  key values.

In an iterative and co-creation approach, the Benefits Logic® 

is developed via build and validation workshops identifying 

value drivers and opportunities. Which in turn are grouped 

into value areas.

Operationalize

15



4  T A C T I C A L
Focused Portfolio | Business Case
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F O C U S E D  P O R T F O L I O
O U R  F O C U S E D  P R O J EC T  P O R T F O L I O  A P P R O A C H  E N S U R E S  T H E 
S E L EC T I O N  O F  VA L U E  A D D I N G  P R O J EC T S  T H AT  F I T  T H E  S T R AT EG Y

It is difficult for organizations 

to keep track of all the different 

initiatives that are going on within 

the organization. Especially as 

parts of those initiatives don’t 

officially exist as projects. In 

addition, it’s not always clear how 

running projects add value to the 

organization’s strategy. 

The results of this lack of insight is 

that management decisions can’t 

be made based on the added value 

Our focused project portfolio 

approach offers a helping hand in 

getting back on track. 

The solution offers you three 

steps in which you will identify, 

select and manage your project 

portfolio, and make sure you start 

creating value again.

Insight into your full project 

portfolio.

Insight in how projects add 

value, dropping the ones that 

don’t.

Manage your project portfolio 

centrally with insight in 

dependencies and overlap.

Tools to continuously manage 

your project portfolio in the 

future.

of projects for the organization. 

Additionally, the organization is 

potentially making suboptimal use 

of the limited resources they have 

(time, people and money). 

Background

Solution

Results
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F O C U S E D  P O R T F O L I O -  A P P R O A C H
I N  T H R E E  S T E P S  W E  H E L P  YO U  TO  I D E N T I F Y,  S E L EC T  A N D  M A N A G E 
T H E  VA L U E  O F  YO U R  P R O J EC T  P O R T F O L I O
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B U S I N E S S  C A S E
O U R  B U S I N E S S  C A S E  M E T H O D  I D E N T I F I E S  W H I C H  I N V E S T M E N T S  O R 
I N I T I AT I V E S  C R E AT E  T H E  D E S I R E D  VA L U E

Resources can only be used once. Investing in the most profitable 

solutions is of vital importance for any organization. The increasing 

complexity of organizations and the demand for shorter time-to-

market put additional pressure on the decision making process. This 

creates the need for a structured methodology for assessments.

We advise our clients to gain a thorough understanding of the 

challenge at hand, before starting the design of a solution. Our 

business case method ensures that all relevant information is 

taken into account, thus creating the optimal design with all 

required justifications.

Background
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Traditionally the Business Case is used solely to 

make a go/no go decision. We distinguish ourselves 

with a more thorough approach in using the 

Business Case.

By defining the relevant cost- and value drivers we 

gain understanding of the particular challenge. We 

use these drivers to assess and validate multiple 

scenarios, leading to an optimal design of the 

solution and its implementation.

Solution Results

Thorough understanding of the proposed 

challenge and relevant cost- and value 

drivers.

Clear financial justification (ROI) for the 

proposed solution and implementation. 

Explanation on why other options/designs 

have not been selected.

Assessment of multiple options/scenarios 

to ensure the most profitable solution is 

designed and selected.

Input for tracking the success through data-

driven KPI’s, derived from the cost- and value 

drivers of the design.

Reduction of the impact of political and 

emotional reasoning by increasing the 

emphasis on reason in decision making.

20
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B U S I N E S S  C A S E  -  A P P R O A C H
O U R  A P P R O A C H  I S  U N I Q U E  A S  W E  I T E R AT E  O N  O U R  B U S I N E S S  C A S E 
D U R I N G  E A C H  P H A S E  O F  T H E  P R O J EC T

Choices in Project Design will be used as input for the Business Case. In turn, this will allow for factual decision making and scoping 

in the Project Design.
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5  O P E R A T I O N A L
 Goal Driven Insights I Benefits Management
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G O A L  D R I V E N  I N S I G H T S
O U R  G O A L  D R I V E N  I N S I G H T S  P R O P O S I T I O N  H E L P S  TO  D E A L  W I T H  T H E 
R I S I N G  AVA I L A B I L I T Y  O F  D ATA  A N D  I N F O R M AT I O N

Never has there been such an 

abundance of -and access to data. 

While both data collection and 

information sharing can create 

value in theory, these activities 

often lead to inefficiency and 

waste when they are not managed 

effectively. When collected data 

serves no clear purpose and 

comes in high volumes, it leads 

to disagreement and inefficient 

processes.

With a rising availability of data 

and information, the need to 

be in control often leads to 

hoarding of data, information and 

With our Goal Driven Approach, 

inefficient processes are 

streamlined, and redundant 

processes eliminated. This 

analytical and critical approach 

helps transforming value 

destructing processes into value 

creating processes and insights.

Make responsibilities clear 

via a reporting governance 

structure.

Increase efficiency due to 

streamlined information 

processes.

Unlock strategic value by 

transforming data into 

insights.

Decrease time and FTE 

spend on reporting and data 

collection.

reports. Excessive information 

gathering leads to duplicate and 

scattered information within the 

organization and pressure people 

to collect data without a clear goal 

in mind. Paradoxically, in these 

cases, access to data leads to 

value destruction instead of value 

creation.

Background

Solution

Results
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G O A L  D R I V E N  I N S I G H T S
T H I S  A P P R O A C H  I S  A  P R O V E N  P R O C E S S  T H AT  G U I D E S  YO U  TO  G O A L 
D R I V E N  I N S I G H T S  I N  F O U R  S T E P S

Identify, describe and understand 

overarching goal of data collection.

Select the variables that measure your 

progress towards this goal.

Create the process and governance 

structure to collect the data you need.

Transform your data in insights in 

a clear and concise manner.
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B E N E F I T S  M A N A G E M E N T
I N  O U R  B E N E F I T  M A N A G E M E N T  P R O P O S I T I O N ,  W E  M E A S U R E  W H E T H E R 
T H E  P R E D I C T E D  B E N E F I T S  TA K E  P L A C E  A N D  S T E E R  TO W A R D S  A C T U A L 
VA L U E  C R E AT I O N  D U R I N G  T H E  I M P L E M E N TAT I O N  P H A S E

After the design of a new solution, project plan and business case 

have been approved, the original plans (and especially the business 

case!) are often discarded.

During- and after implementation it’s now very difficult, if not 

impossible, to measure and compare expected vs. actual results.

Background
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By setting up a clear data and KPI framework, derived 

from the metrics used in the business case we 

create benefit management trajectory that fits your 

organizational context and content. Based on our 

project experience on benefit management, we have 

identified a number of common pitfalls to avoid. For 

example, we have seen cultures where performance 

monitoring is not common or desirable. 

This makes it difficult to monitor benefits. Sometimes 

employees find it difficult to take responsibility for 

KPI’s, or lack a sense of urgency. It also happens that 

the tasks turn out to be too complex and that there 

is not enough data or no correct data available. The 

structured, collaborative approach of Capgemini Invent 

helps you to avoid these pitfalls and to mitigate risks 

in order to arrive at a supported and robust benefit 

management trajectory.

Clear data framework for measuring (real-time) 

implementation results.

Increased transparency in actual project 

performance and effectiveness of 

implementation.

Solution Results

Data-driven and fact based input for decision 

making during implementation, allowing 

management to steer the project.

Solid basis for implementation of KPI after 

implementation.
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1. Select ±10 value drivers that have KPI potential

2. Fill in KPI template to summarize specifics

3. Determine measurement method

4. Finalize KPI list and measure baseline scenario

Creating the benefits logic

KPI selection

Report on small set of KPIs which benefit the organization’s strategy.

B E N E F I T S  M A N A G E M E N T
T H E  P R O C E S S  O F  B E N E F I T  M A N A G E M E N T  R U N S  F R O M  T H E  D E S I G N  O F 
T H E  P R O J EC T  T I L L  I T S  I M P L E M E N TAT I O N
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6  R E F E R E N C E S
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Of experience in the field

We’ve been creating value for 

more than 30 years for our 

clients.

Net value creation of

Along with our clients, we 

established the creation of 

more than 10 million euro’s in 

only 2019 already.

Creating value in

With organizations in different 

industries of the Netherlands 

and abroad.

W E  S U C C E S S F U L LY  H E L P E D  A N D  G U I D E D  O R G A N I Z AT I O N S  I N  C R E AT I N G 
A N D  R E A L I Z I N G  M O R E  VA L U E

>€10m
2019

30 Years

over 200
successful 
projects
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Chris Moor

Director

(+31) 6 2293 4709

chris.moor@capgemini.com

Eva Lo – van Steenbergen

Senior Manager

(+31) 6 1274 6713

eva.lo@capgemini.com

Arjen Krijt 

Manager

(+31) 6 1589 6144

arjen.krijt@capgemini.com

Willem Sträter

Manager

(+31) 6 2573 0661

willem.strater@capgemini.com

C O N TA C T  U S
If you are interested in what we can do for your organization, connect with us. We are happy to discuss the specifics. With over

30 years’ experience in helping organizations create value in a wide variety of industries, our team has all the knowledge you need.
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The information contained in this document is proprietary. ©2020 Capgemini Invent. 
All rights reserved. 

About Capgemini Invent

As the digital innovation, consulting and transformation brand of the Capgemini Group, Capgemini Invent helps CxOs envision and build what’s next
for their organizations. Located in more than 30 offices and 25 creative studios around the world, its 7,000+ strong team combines strategy, technology, 
data science and creative design with deep industry expertise and insights, to develop new digital solutions and business models of the future. 
Capgemini Invent is an integral part of Capgemini, a global leader in consulting, digital transformation, technology and engineering services. The 
Group is at the forefront of innovation to address the entire breadth of clients’ opportunities in the evolving world of cloud, digital and platforms. 
Building on its strong 50-year+ heritage and deep industry-specific expertise, Capgemini enables organizations to realize their business ambitions 
through an array of services from strategy to operations. Capgemini is driven by the conviction that the business value of technology comes from 
and through people. Today, it is a multicultural company of 270,000 team members in almost 50 countries. With Altran, the Group reported 2019 
combined revenues of €17billion.

Visit us at

www.capgemini.nl/invent

Capgemini Invent 
P.O. Box 2575, 3500 GN Utrecht

Tel. + 31 30 689 00 00

www.capgemini.nl/invent 0
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