Cultural Transformation for
Technological Innovation
IMPLEMENTATION OF AGILE AND NEW WAYS OF
WORKING IN GLOBAL MULTI-ENERGY COMPANY
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1. Introduction
In a context of technological explosion, exponential change and disruption of traditional
business models, a global multi-energy company leader in the oil, gas and renewable
energy businesses wanted to promote innovation as a priority strategic axis for the
Group’s future evolution.
The area of Technology and Innovation (T&I), with the support of WALK, carried out a
process of profound cultural transformation in order to spearhead innovation in the
business, providing optimal and novel technological solutions in the short, medium, and longterm.
T&I leads technological innovation in disciplines such as mobility, advanced materials,
geomechanics and drilling. Additionally, it is responsible for managing a Venture Capital fund
owned by the company, endowed with 85 million euros to be invested over 5 years in startups that offer solutions in advanced mobility, new materials, circular economy or
technologies applied to the exploration, production and distribution businesses.
To facilitate the transformation, a road map structured around three strategic objectives
(Utility, Agility and Efficiency) was designed and organized into three axes: People,
Processes and Portfolio. The implementation involved changing the organizational and
operational model in order to evolve towards a matrix organization. The transformation’s
objective was to achieve a tangible and highly visible impact on the business through
new technological options, while adopting a new mentality and ways of working to achieve
greater agility, flexibility and transversal collaboration.
The process involved the 250 people of T&I and many others in the business and support
areas. The implementation of new ways of working was done using the "Agile philosophy",
with some methodological adjustments with regards to "Agile/Scrum" to adapt it to
the specific context. The methodology used was baptized with the name "High-Performing
Teams (HPT)".
This document summarizes the methodology and activities deployed in T&I to undertake the
transformation, as well as the results achieved.
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2. Starting point
The diagnosis revealed the dimensions with a greater gap between the starting point and
the desired situation. Five major areas of improvement were identified:
•

•
•

•
•

Culture of silos.
- The previous operating model was organized by mini-departments, with a low critical
mass of technologists and very small projects;
- The departments covered the end-to-end chain of R&D generation, from ideation to
experimentation, which generated high inefficiencies in the management of shared
resources;
- The experimental areas were fragmented, creating dispersion in the use of resources;
- There was no sense of common purpose, with a low level of global conversation
(e.g., some technologists from different disciplines had never interacted);
- The activities of Innovation and Technology were perceived as competitors and not
as complementary.
Fear of error. People struggled to propose new ideas and make experiments because
the internal dynamics tended to penalize mistakes.
Excessive hierarchy. In certain areas of the organization, people were used to working
with very low autonomy, requiring the approval of supervisors even for minor decisions.
For many, exercising leadership "in front of their superiors" was a challenge.
Lack of hope about change. Some people were skeptical about the viability and
commitment to this transformation.
Limited business orientation. In the previous operating model, each discipline had a
different point of interaction with the business and a transactional relationship, instead of
a partnership. The new model sought to promote an integrated and collaborative
interaction and a mindset focused on adding value to the business.
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3. Executing the
transformation
To execute the transformation, the entire organization was involved in a cascade
process, starting with the Steering Committee and its direct reports (hereinafter
"Management Team" or "top 30"), together with key HR executives. The process started with
the "top 30" because they were the ones who could have a greater impact leading by
example and permeating the new culture in their areas of influence.
The execution began with the Alignment of the Management Team (“top 30”) to build
common ground, generate motivation and commitment towards the transformation and agree
on shared decision criteria. Next, the entire T&I organization (250 people) was involved, plus
relevant people from other business and support areas. Finally, the central element of the
entire process (the creation of a dual organization) was set in motion through the
implementation of new ways of working in successive phases.

–
T&I – GLOBAL VISION
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3.1. Management team alignment
The first objective was to build awareness among the "top 30" that they were all
leaders and co-responsible for the direction and results of the area. To this end, a twoday workshop was organized in the first month of the project, involving elements of the
"what" and the "how" in an integrated manner. The "what" elements refer to the "technical"
content of the selected initiatives of the T&I road map. The elements of the "how" allude to
the behaviors, the work dynamics, and the interpersonal relationship model.
The workshop focused on aligning the "top 30" around the vision and the road map, creating
a common understanding of the key elements of the operational model (e.g., experimentation
centralization, role of chiefs of discipline and role of chiefs of portfolio), developing
awareness of key leadership principles and desired behaviors, and building trustworthy
interpersonal relationships.
The alignment of the "top 30" was a key step to ensure the success of the next phase
of implementation. It created team spirit and allowed each person to connect their
personal interests and ambitions with the new road map, generating real and sustainable
motivation.

3.2. Organizational involvement
In this phase, the organization was involved in cascade through all-day alignment
conferences. These conferences took place at the Technology Lab facilities with the
participation of the company's CEO, several members of the Management Team and
representatives of other business and support areas.
The workshops were held in the second month of the project and involved 300 people in a
dialogue about the vision and purpose of T&I. The company’s senior management shared
the business context, as well as the expectations regarding T&I and its crucial role in
addressing one of the Group’s strategic axes. All attendees were able to comment and
suggest adjustments on a preliminary proposal of purpose and values that had been
previously aligned with the "top 30". The discussion also covered key road map initiatives,
the main elements of the new operating model, and the desired attitudes, behaviors and
work dynamics. To this end, the "World Café" methodology was used, with people rotating
between different tables where they discussed specific topics. At the end of the day, a
representative of each table shared in plenary the main messages arising from the
conversations. This dynamic generated a good enough level of common understanding
about the objectives of the area and the desired leadership style. It also mobilized people
towards change.
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3.3. Creating a dual organization and
implementing new ways of working
Implementing a dual organization consists of the creation of a network organization
(or "liquid organization") that coexists with the traditional hierarchical model. The dual
organization is necessary because the hierarchy, by itself, is not prepared to respond to the
demands of agility, flexibility and innovation of the current context.

–
DUAL ORGANIZATION
Creation of a "network" or "liquid" organization to overcome the limitations of the
traditional organization

Source: John Kotter (Harvard Business Review), WALK

The implementation of the dual organization began in the fifth month of the project. The
purpose was to promote innovation, transversality and dynamism through a network of HighPerforming Teams while, at the same time, preserving the benefits of the hierarchy, such as
efficiency and reliability in some core business processes. The coexistence of the two
organizations gave birth to a new type of professional, capable of operating
alternately between the two types of organization.
High-Performing Teams (HPT) was the methodological tool used to create the dual
organization. These are multidisciplinary and self-organized teams that work on relevant
projects in parallel with their day-to-day work. Their objective is to accelerate the execution of
initiatives (the "what" of the transformation) while developing a new way of working (the
"how").To this end, they apply the "Agile philosophy", working in scrums with short
execution cycles or sprints, in a focused way, embracing "intelligent errors", working
on a "Minimum Viable Product (MVP)" and learning in a continuous way through
experimentation.
In High-Performing Teams, the formal hierarchy does not apply, and a new, more inspiring,
horizontal and inclusive leadership style emerges. Directors (members of the T&I
Steering Committee in the hierarchical organization) carried out an exercise of generosity,
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acting as “just another team member” and contributing their systemic vision. Team members
also evolved their way of leading, adopting greater protagonism, using open conversation
as a tool to address challenges, and going beyond their comfort zone. For example, many
people suddenly found themselves working on a topic that was far from their domain of
knowledge where they had no former experience.

3.3.1. Deployment
New ways of working were implemented in three phases (Launch, Expansion and
Consolidation) to gradually achieve a "contagion effect", by which people feel
personally motivated to join the transformation, instead of feeling forced to do so. Each
phase lasted four months, with four sprints of four weeks each. As in the alignment stage,
deployment was carried out in cascade so that the "top 30" could lead by example.

–
DEPLOYMENT SCHEME

Deployment began with a very targeted approach in terms of team configuration, roles and
selection of initiatives. As the teams gained experience in new ways of working, the process
became more voluntary and self-organized.
The initial phase of Launch was highly directed and added additional complexity, with
deliberately larger teams to enhance the sense of frustration and bewilderment, creating a
self-organizing challenge for team members. Participants were pre-assigned to teams,
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combining profiles of different seniority, gender and attitude, to ensure variety of
perspectives, capture collective intelligence and unlock the potential of multidisciplinary
teams. This first wave was designed to ensure that the "top 30" would take ownership of the
cultural transformation and internalize the change of mindset necessary to operate in the
new context.
In the Expansion phase, the opportunity to participate in these dynamics was opened to the
rest of the organization, entirely voluntarily through a process of internal communication
and "recruiting". Boundary conditions were simplified, incorporating lessons learned from
the previous phase. This phase focused on reaching the entire T&I organization so that all
employees were exposed to new ways of working. A great effort was also made to involve
key stakeholders from other areas of the company in the definition and implementation of
initiatives. For example, in addition to business executives, representatives of HR, Property
Management, Finance and Purchases were also involved.
The Consolidation phase was entirely voluntary for all participants—both experienced and
new—to ensure that people working on this methodology did so with genuine motivation.
Freedom was given in the selection of initiatives. The only requirement was that the focus be
on the implementation of actions previously designed and aligned. Teams were mixed
and grouped participants from different hierarchical levels, operating in a deeply collaborative
and flat way.

–
METHODOLOGICAL EVOLUTION
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3.3.2. Launch
In the first wave, the 30 participants were structured in 3 teams of 16-18 people each.
Each participant was on at least 2 teams. Although these types of dynamics apply to
small teams of 6-8 members, a deliberate "chaos" was promoted so that people
experienced a greater self-organization challenge and realized the ideal team size.
In order to promote and accelerate the execution of initiatives of the road map (the "what"),
the 3 teams of this wave each worked on a key initiative of the business agenda.
WALK, through its systemic vision, directly supported the General Director of T&I with weekly
follow-up meetings. These meetings covered the way in which the participants of each team
were progressing in the "what" (content, insights) and in the "how" (dynamics, behaviors...).
During the first wave, the role of “Drivers of Change” was created; these were people who
had already internalized the desired mentality and behaviors. They played a vital role in the
second wave, spreading the new ways of working and attracting volunteers. The Drivers of
Change organized information sessions for volunteer participants in which they shared with
the entire T&I organization the fundamentals of the methodology in a creative and personal
way, combining elements of "mind & heart". On the one hand, they explained the content of
the initiatives, the impact achieved, the operating principles of the HPTs, and the implications
of the involvement ("mind"); on the other, they shared the emotional impact and the benefits
not only professionally but also personally ("heart"). They did this through a mobilization
process that included self-produced videos, group conversations and one-on-one meetings.

–
EXTENSION AND DEPLOYMENT
The Drivers of Change extended new ways of working through volunteers
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3.3.3. Expansion
Each additional phase involved volunteers from the organization who, attracted by the
comments and direct observation of new ways of working in other teams, volunteered to
participate in these new work dynamics. The objective of the second wave was to expand
the dual organization and the new ways of working beyond the "top 30".
Approximately 60 people participated in two groups:
• Experienced – The people of the "top 30" of the first wave continued to participate in
the second wave organized in 3 teams.
• Extended – Open invitation to the 250 people. The number of volunteers exceeded the
target for this stage. 30 "applicants" were selected and organized into 5 teams; the rest
was informed that they would participate in the next wave, thus generating a positive
aspirational effect in the organization.
The two groups were separated, as both teams were in different degrees of maturity—the
experienced already had four months of experience, while the extended ones had not yet
experienced the dual organization. The 8 teams of the second wave worked on 8 initiatives
directly related to the "what" of the transformation.

3.3.4. Consolidation
The objective of the third wave was to consolidate the dual organization. In this stage,
60 people participated in two groups:
•

•

Experienced - Of the 60 people who had participated in the second wave, about 30
people volunteered to participate in this third wave and set up 3 teams. Here, people
from the "top 30" joined with extended members of the second wave, encouraging a
mixture of hierarchical levels.
Extended - 30 volunteers who had not yet participated in the methodology were
involved.

As in the previous wave, the two groups worked separately because they were in different
degrees of maturity; the experienced ones already had 4-8 months of experience, while the
extended ones had not yet experienced the dual organization.
A remarkable fact is that spontaneous High-Performing Teams emerged in parallel,
driven by people who wanted to address with this methodology specific problems or
situations in their areas of responsibility. These HPTs were celebrated and promoted,
reaching people in the organization who had not yet enjoyed the opportunity to participate.
As the Consolidation wave came to an end, a critical mass of 90 people had
experienced the methodology in a directly and formalized way, and the entire
organization had been exposed to spontaneous HPTs.
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Once the three waves were over, a convention was held to take stock of progress and
discuss lessons learned. Complementary actions were put in place to maintain the
connection between people, including self-leadership programs and "Powerful
Conversations" dynamics. Provocative talks with selected speakers were also put in motion
to motivate reflection, challenge the status quo, and generate collective intelligence.

4. Daily operation of HighPerforming Teams
Although the methodology is characterized by teams having a high degree of selfgovernment and dynamism, there are clear roles and rules that ensure efficiency and
effectiveness.

4.1. Roles
People of the company of diverse profile and position take on different roles:
members of HPT, leaders, Drivers of Change, Directors (responsible for the functions
of T&I in the hierarchical organization) and Agile coaches. Additionally, WALK played a
systemic support role to teams and individuals, and monitored progress.
Team members put in service of the team a differential contribution (given skills,
knowledge, experience and network of contacts) and propose ideas, seeking to maximize the
team's overall impact. They are expected to contribute proactively and continuously,
assuming specific roles agreed upon by the team (e.g., responsibility for specific tasks,
liaison with other teams, timekeeping in meetings).
The HPT leader is the member who assumes the coordination and monitoring of the
milestones marked by the Agile methodology. He or she coordinates the activities of the
team, especially in the initial phases. The HPT leader also provides a single perspective of
team status and encourages the team to act with global vision. He constantly promotes the
"how", promoting crucial conversations with the Agile Coach and among members of the
team. He also ensures that basic dynamics are met in team meetings: check-in and checkout, communication of meeting objectives and collection of next steps, among others. His
responsibilities do not include taking on a disproportionate share of the work, chasing others
to meet their commitments or presenting conclusions in key meetings.
The leader is challenged to assume a protagonist role, actively participating in reaching
decisions through consensus, and leading by influence regardless of positions in the
hierarchy. In turn, both the leader and team members must explicitly remember the team
agreements and be well predisposed to give and receive feedback.
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The Driver of Change has the mission to spread the mindset and dynamics of HighPerforming Teams to other people in the organization. They challenge the "what" and the
"how" of teams, watch over decisions and ensure coherence with the hierarchical
organization. They also perform coaching, particularly with the team leader. They are a key
figure to expand the methodology to the rest of the organization and generate a “contagious
effect”, giving visibility to their experiences and lessons learned They have incorporated the
desired behaviors as a “reflex act and, as such, they are the ones who lead the “recruiting” of
volunteers.
The Director has a special role in the methodology. They must be part of each team,
"participating as one more" and allowing the leadership of people at lower hierarchy levels to
emerge. They bring strategic vision and a transversal perspective to the discussions. They
challenge the team, testing the robustness, convenience and level of ambition of proposed
decisions. In addition, they also mentor some people on the team, especially the leader.
They can also give suggestions and feedback on the proposals and dynamics before key
meetings. Despite being like another member of the team, they should still offer high value
perspectives (challenge, ambition, global vision...). And they should not monopolize the
discussions leaving room for other people to contribute.
Support figures, such as Agile coaches, are needed to help with the adoption of a new
methodology, mindset and behaviors. The Agile coach is someone who does not belong to
the team but supports the team. They offer feedback and challenges, focusing especially on
the way of working (the "how"). The Agile coach is the one who challenges the team to go
one step further, asking questions or exposing evidence, without judging. They also provide
feedback on how the team works, the quality of the deliverables, presentations and
conversations. They facilitate meetings and train participants in the methodology. They
support the leader in meetings’ check-in and check-out, helping him to promote the growth of
the team, driving the necessary conversations. On the other hand, they supervise KPI
measurements to monitor achievement of objectives.
WALK provides systemic support at all levels of the organization, from the General Director
to team members, combining advice on "how" elements (facilitation of workshops,
shadowing, meetings and tailor-made sessions, individual and group coaching/mentoring
and organizational psychology) with "what" consultancy (feedback on content and quality of
initiatives, challenge to speed of "technical" progress, and support in communications and
presentations). Additionally, WALK carries out the management and global monitoring of the
project, including the progress report to Management, impact measurement (KPIs) and
monitoring of progress against milestones. The support of WALK happens through mixed
teams of strategy consultants, leadership facilitators, and Agile coaches.
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–
WALK’S SUPPORT
Multidisciplinary, systemic and continuous support to ensure sustainable change

On the other hand, there is also the New Ways of Working team, made up of T&I staff,
which works together with WALK in the facilitation of key meetings, performs team coaching
and coordinates the transformation. The objective of this team is to progressively build the
internal support capabilities required to sustain the transformation over time.
Finally, the role of HR is worth mentioning. Their main responsibility is to ensure
consistency of the work done with the HR corporate policies. In addition, they contribute
to the discussion with specific expertise, capture ideas to improve policies and processes,
and incorporate corporate work methodologies into the process. They also participate in
team meetings, providing expert criteria on specific initiatives and identifying additional
training and/or skills development needs.

4.2. Methodology
Teams have a predefined sequence of weekly and monthly meetings. Meetings have clear
operating rules (for example, sending presentations in advance and allocating time to each of the
agenda items). Meeting must ensure a balance in the attention given to the "what" and the "how".
On this last point, it is necessary to highlight that the initiatives deal with relevant issues for
Management; therefore, the quality of decisions and deliverables is essential. Quality deliverables
should be brief documents with proposed decisions, including only the relevant information and
support arguments. It is also important that the team gives sufficient attention to the "how" and
experiences the desired behaviors for transformation.
The weekly meetings of HPTs focus on generating insights and making decisions. Those
decisions agreed by the team are then shared and submitted for approval at the monthly
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decision meetings in which all teams meet and in which Directors and the General Director of T&I
participate. For these sessions, teams must fulfill a series of agreements:
•
•
•

Send the presentations 48 hours in advance so everyone can review them and
answer questions before the day of the meeting;
During the session, listen with curiosity and give honest and constructive feedback;
Adjust the content of the presentation to meet the stipulated times.

–
WORK DYNAMICS – EXAMPLE

Team members themselves evaluate their own performance in different instances. The
quality of meetings and the maturity of teams are measured systematically and frequently
through self-perception surveys that are completed via an app at the end of the work
sessions.
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–
KEY INDICATORS – EXAMPLE

This methodology demands a change of style in the way of working. These are
multidisciplinary teams, self-organized, with a clear orientation to the business and engaged
in effective conversations and constant feedback. Teams seek an Agile resolution of
problems, quick decision making with short delivery cycles. Members are also encouraged to
leave their comfort zone, stimulate their creativity, and perceive error as a source of learning.
The methodology requires the creation of a new style of open, transparent and authentic
conversation. Team spirit, mutual trust and positive conflict management are fostered to avoid
falling into artificial harmony or dysfunctional conflict and to reinforce the courage of members to have
difficult conversations when necessary.
The methodology also implies a day-to-day integration between the network
organization and the hierarchy. In addition to having agile and frequent conversations
within and between teams, these must also occur with the rest of T&I. Likewise, team
participants, who continue to develop their role in the hierarchy, carry with them lessons
learned to their day-to-day in a natural way.
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5. Results
5.1. Transformation initiatives
Throughout the transformation process, 17 teams defined and accelerated more than
40 initiatives, most of which are already 100% implemented. The initiatives covered a
very broad spectrum of topics, addressed one of the axes of the transformation (People,
Processes and Portfolio) and focused on resolving cross-cutting issues, which transcend the
scope of a single area.
This volume of initiatives could hardly have been addressed through the hierarchical
organization, because this would have required great dedication from the Management
Team, one of the scarcest assets in any process of profound transformation. On the other
hand, as they have been driven by teams and in dialogue with the rest of the company, its
implementation has been much simpler and more efficient than it would have been in the
hierarchical organization.
All the initiatives have had deep impact, involving all relevant stakeholders both within T&I
and other areas of the company. For example, the initiative "Definition of the technical career
model for scientists" involved all the key actors within T&I Management and enjoyed
continued support from HR (to ensure consistency with HR corporate policies) and from
Digitalization and IT (to assess impact on IT systems).
This initiative resulted in the definition of functions and skills for all technical positions within
T&I, as well as the requirements to move from one level to another. The exercise benefited
from the active contribution of all the key players and therefore enjoyed maximum level of
commitment and buy-in within the organization. The final model was used effectively to
implement the first cycle of competency certification and is now being used to identify
candidates for promotion.

5.2. Organizational habits and skills
A critical mass of people from T&I has remarkably evolved his attitude and behaviors,
resulting in improved results in the company's climate survey and an explicit
acknowledgment by the Management Team. The T&I case was used as a pilot to initiate the
implementation of new ways of working in other areas of the company, such as
Information Systems and Digitalization.
Among the habits that are being adopted, it is worth mentioning:
• Increased focus on the customer, whose points of view and interests are considered
continuously. This change has been perceived and valued by the business.
• Greater collaboration between areas and individuals, thanks to the multidisciplinary
composition of teams and the quality of the conversations that are generated. As one
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of the participants mentioned: "Working according to this methodology has allowed me
to collaborate with colleagues I barely knew, have different perspectives and be able to
generate very solid proposals among them, thanks to the quality of the debate in the
team".
• The cross-cutting nature of initiatives and the need to validate them with the
Management Team means that decisions are made prioritizing the overall benefit for
the unit, and not for each area or for each individual.
• The additional workload caused by the new dynamics is generating a greater
delegation culture among participants, an essential aspect to accelerate the
transformation and collective performance. "They have allowed me to strengthen the
delegation and the feeling of belonging to the team, creating links with the people of
T&I who are being of enormous help in the transformation of the area", highlights one
of the participants.
• Frequent and quality conversations, a key enabler of new ways of working, have
become a fundamental tool for the Agile resolution of problems and decision making,
meaning less dependence on the hierarchical way. "I've been aware of the power of
conversation as a driver of change", says another participant.
• Quality feedback occurs more frequently, ultimately contributing to growth and
collective learning.
• Participants have developed the habit of moving from the hierarchical organization
to the network organization, a key success factor for the cultural transformation to be
sustainable. Directors were the first ones to experience this and have been leading by
example.
• There is increasing awareness of the need to involve teams and the rest of the
company's areas in the ongoing initiatives, sharing information effectively.

5.3. Quantitative evaluation of the methodology
As mentioned before, team participants assess in real time, through an app, their
perception of the degree of quality of the meetings held (e.g., degree of preparation,
listening level, etc.) as well as the degree of maturity of the team in terms of
performance (e.g., type of conversations, orientation to decision making...). The results
are shared openly with all the participants to give a global idea of the degree of evolution of
the transformation so that they can act based on the understanding of the feedback from the
rest of the team.
The accumulation of these data during the duration of the project has allowed the
creation and exploitation of a data base (data analytics) that helps to granularly
understand the evolution of teams and to make decisions in this regard.
The information analyzed has allowed us to draw the following conclusions, among others:
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• Participants are very inclined to recommend the dynamics. The level of
recommendation measured in Net Promoter Score (NPS) has gone from 7 to 52 (with
an NPS greater than 50 being a level of excellence).
• There is a direct correlation between team maturity and interactions’ effectiveness:
o

Average reduction of 20% in the duration of meetings.

o

Greater frequency of interactions (weekly vs. every two weeks).

o

Better evaluation (+ 21 p.p.) of meetings’ perceived effectiveness.

• Positive and consistent evolution of self-perception of teams’ maturity by the
participants of each of the three waves (+8 p.p. on average):
o

Main strengths: quality of listening and level of participation.

o

Main areas of improvement: quality conversations and agility/pragmatism.

• Positive and consistent evolution of self-perception in the evolution of the quality of the
meetings by the participants of each wave (+10 p.p. on average):
o

Main strengths: empathy, listening and level of participation.

o

Main areas for improvement: preparation of the meeting and anticipation of
the documentation.

5.4. Renewed energy
Beyond the more "visible" habits and abilities, the new dynamics are contributing to a change
of individual and collective energy that is essential for people to be the engines of change.
Thus, the extended teams constantly mention the word "excitement" when referring to their
experience in the teams or when commenting on the quality of the meetings. One of the
participants mentioned: "In the first presentation meeting I perceived an excitement that I had
not seen in T&I for years".
Mostly, this enthusiasm comes from experiencing autonomy, protagonism and visibility,
which motivates participants to give their best: "Working in a group without hierarchies
generates a sense of freedom that allows each self-regulating team to bring out the best of
the components"; "It has meant a change of internal energy, more positive, which allows me
to work with more enthusiasm and more confidence, eliminating barriers and building as a
team", share other team members.
Finally, the design and composition of the teams is driving the leadership of key people,
either because of their current role or their potential for growth. Among these people it is
worth highlighting the 4 Directors, the 19 Team Leaders and the 11 “Drivers of Change”.
In short, participants perceive the new dynamics as a differential experience, for them and for
the T&I area. As one participant comments: "Consolidating the developed attitudes is a
milestone that will mark T&I and all of us who have had the opportunity to participate in the
experience".
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6. Conclusions
• T&I undertook an ambitious cultural transformation, which supported its operational
transformation to make it sustainable and ensure the fulfillment of the demands
received from the Management of the company.
• The cultural change was approached based on certain premises: generation of
dialogue so that people internalize the transformation, using conversation as a
fundamental tool; promotion of intrinsic motivation so that people become engines of
change, assuming it as their own; and impulse of a contagion effect at all levels of
the organization to make it sustainable.
• New ways of working were a key lever to carry out this cultural transformation in a
successful and sustainable way. The use of the "Agile philosophy" and its
implementation through "High-Performing Teams" allowed the adaptation of the tools
to the specific cultural context of T&I.
• T&I implemented in practice the dual organizational hierarchy-network model,
something that is increasingly necessary —especially in disruptive sectors— and that
few companies are being able to effectively implement.
• New ways of working had an objective impact: greater orientation and customer
satisfaction, acceleration of implementation and optimization of the impact of key
initiatives for the success of T&I.
• In addition to achieving business objectives, the implementation of new ways of
working led to people experiencing the highest levels of motivation, involvement and
commitment in recent years.
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