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Praise for


The Great Digital Transformation


“I’ve known Gerry Szatvanyi for more than ten years in various roles centered on digital transformation. He has walked the road to transformation and has stories, advice, and best practices to share, best practices gathered through working with many world-class companies. In his book, you will find lots of examples and wise pieces of advice to understand more about what is essential to succeed in a changing world”


—Guy Gauvin, Chief Operating Officer, Coveo


“Brands and retailers must digitally transform their customer interfaces to survive and thrive. These same consumers experience innovation driven by cutting-edge apps and services in media, entertainment, communication, education, and more. They expect and require the same level of customization, ease of use, and pleasure in their commerce experiences. Their patience for friction is very low. Gerry Szatvanyi and OSF Digital have been at the forefront of helping many global brands innovate their methods for digital interaction with customers. Digital transformation is Gerry’s strength. His technical expertise coupled with a worldwide customer base innovating across customer experience has informed his expertise and knowledge. This book does a great job of sharing those insights in an enjoyable read.”


—Rand Lewis, Cofounder and Managing Partner, Delta-v Capital


“The Great Digital Transformation is a must-read for any executive who’s trying to understand the practical realities of a digital transformation. Gerry Szatvanyi, CEO of OSF Digital, has been at the forefront of the evolving digital revolution for companies, customers, suppliers, and employees. His lessons learned from working with the world’s biggest brands are essential reading for anyone driving meaningful change to the way brands are experienced in the modern world.”


—Jeff Rich, Managing Director, PlumTree Partners


“The startups that I’ve led in the past were all about digital transformation, specifically with AI and IoT. My collaboration with Gerry allowed me to have an insight into how Gerry thinks, and I can say that his book is the culmination of his personal experiences in hands-on operation, disruptive innovation, and strategy. Gerry is an amazing advisor on the new technologies you must understand to give you the confidence to ask the right questions and drive change that delivers both short-term results and long-term competitive advantage.”


—Cyril Brignone, Cofounder, Vecitice


“eSkill is all about digitally transforming the recruitment selection process, going from paper or less-performant systems to state-of-the-art assessment tech. As CEO of eSkill, I’ve collaborated with Gerry in leading this digital transformation, which has enabled our clients to accurately assess millions of candidates globally and digitally transform their talent management processes.”


—Eric Justin Friedman, Founder and CEO, eSkill Corporation


“If you are planning or already executing a digital transformation then you have to read The Great Digital Transformation. Authored by Gerry Szatvanyi, the book is a reflection of his real-world experience leading companies through the digital transformation journey. Gerry is a technologist, entrepreneur, and leader who was driving digital transformation even before the term itself was commonly used. So take advantage of Gerry’s years of experience to enhance the journey for yourself and your company.”


—David Northington, Board Member, Adviser for High-Growth Tech Companies


“This book is a must-read for anyone engaged in a digital transformation vision and strategy. Over the years, Gerard and OSF have worked with world-renowned brands and helped them reinvent their customer engagement model to meet customers exactly where they are. This book is packed with actionable insights from digital and commerce gurus.”


—Fabrice Talbot, VP of Products, Salesforce


“I had the incredible chance to meet Gerry Szatvanyi more than a decade ago. Starting to work with him and his OSF team on our first flagship ecommerce sites, Gerry quickly became a true business partner and a friend. Having a sincere consumer-centric approach and constantly challenging my team and I to reinvent ourselves, he was a cornerstone for our enterprise digital transformation program. Gerry is a passionate and visionary digital entrepreneur full of common sense. No wonder why his enterprise OSF developed at such a pace. His book is full of practical ideas and is definitively a must-read for anyone who wants to engage his business in a true digital transformation.”


—Rejean Demers, CIO Global Travel Retail, L’Oréal




[image: imghalf.jpg]




[image: imgtitle.jpg]




 


Copyright © 2022 by Gerard Szatvanyi.


All rights reserved. No part of this book may be used or reproduced in any manner whatsoever without prior written consent of the author, except as provided by the United States of America copyright law.


Published by Forbes Books, Charleston, South Carolina. 
Member of Advantage Media.


Forbes Books is a registered trademark, and the Forbes Books colophon is a trademark of Forbes Media, LLC.


Printed in the United States of America.


10  9  8  7  6  5  4  3  2  1


ISBN: 978-1-95588-445-7 (Hardcover) 
ISBN: 979-8-88750-109-3 (Paperback) 
ISBN: 978-1-95588-483-9 (eBook)


LCCN: 2022917374


This custom publication is intended to provide accurate information and the opinions of the author in regard to the subject matter covered. It is sold with the understanding that the publisher, Forbes Books, is not engaged in rendering legal, financial, or professional services of any kind. If legal advice or other expert assistance is required, the reader is advised to seek the services of a competent professional.


Since 1917, Forbes has remained steadfast in its mission to serve as the defining voice of entrepreneurial capitalism. Forbes Books, launched in 2016 through a partnership with Advantage Media, furthers that aim by helping business and thought leaders bring their stories, passion, and knowledge to the forefront in custom books. Opinions expressed by Forbes Books authors are their own. To be considered for publication, please visit books.Forbes.com.







TO MY TEAM.


[image: imgix.jpg]





#OSFSTRONG


[image: imgx.jpg]




[image: imgheader.jpg]


ACKNOWLEDGMENTS


Thank you, Momo, for everything you did for me. Mityu, without your guidance, my journey would have not started. Adela, thank you for always supporting me. And Luana, for being my wife, my partner, my friend, and my confidante, thank you!




[image: imgheader.jpg]


INTRODUCTION


With today’s technology, the world is at our fingertips.


Do you agree with that opening statement? Do we really have access to just about anything, provided we have a device in our hands?


Perhaps to a certain extent, especially thanks to innovations in the last decade and advances that help connect businesses and consumers, we might state that many goods and services are universally and abundantly available today. If we dig deeper, however, and pan out the lens to view the wider context of areas like commerce, I think we’ll find a different answer. Allow me to provide an illustration to explain.


Let’s follow a traveler through a Chicago airport. She’s flying out of O’Hare after spending a weekend touring the Windy City. She returns a rental car she used during her visit at the car rental lot just outside of the airport. Then she hops on a shuttle that will take her to her terminal. During these first legs of her trip, she doesn’t hear or see anything on the shuttle bus that alerts her to all the stores and offers within the airport.


Once checked in and through security, she heads to her gate. She sees a convenience store and stops to pick up a few snacks. While the cashier behind the counter is ringing up her purchases, the traveler spots a display of T-shirts with the word Chicago and the skyline painted on them. In that moment, she realizes she hasn’t purchased souvenir attire yet and wants a shirt as a token memory of the city. Unfortunately, as she browses the options, she doesn’t see her size. When she asks the cashier for help to find a size medium T-shirt, the only reply she receives is, “If you don’t see them here, we don’t have any. I don’t know if any of our other stores carry them.”


The traveler leaves the store and heads to her flight, her snacks in hand. Notice that she carries only food, despite the fact that airports are turning into veritable shopping malls.


Did you catch the missed opportunity of a shirt sale? In that moment, is the world really at our Chicago tourist’s fingertips? And perhaps more importantly, what other losses can be found in this tale?


I would argue that the misses here go well beyond a disappointed customer. We don’t know what type of shopper she is, her past purchases at the store, what she might do if the item could have been shipped to her, what she would buy if the store had an online presence that was connected to the in-store experience … and on and on.


And yet I’m here to assure you that it doesn’t have to be this way. In fact, technologies are readily available and accessible today that solve the problems and barriers that can easily separate customers from stores and result in failed transactions. The world is connected, and the right solutions can be put in place to better understand customers, improve their shopping journeys, and create a higher number of transactions.


At OSF Digital, we’ve had an inside seat, to a certain degree, to watch these changes in commerce unfold. As the world has grown more connected, we’ve adjusted too. When we first started in 2003, we built digital products for clients to help them better engage customers: think implementing websites and transferring pen-and-paper-driven tasks to the digital space.


Today, just as putting up a website alone won’t automatically save a sinking brick-and-mortar store, the work we carry out at OSF Digital is much different from what we did ten years ago. We’ve seen that merely putting previously nondigital processes into a digitized state isn’t enough. Retailers and brands today—commerce in general, if you will—need to adapt to a new shopping world that has many facets, including different types of buyers and shopping patterns, along with ever-changing ways to experience shopping.


It means rethinking how we do business and changing models to be more appropriate for certain technologies and customer expectations. Along those same lines, businesses that want to perform well in the future—even if they are doing well now—are ripe for taking some time to spot these new opportunities. It’s a chance to evaluate current methods and to evolve into a new way of being.


It’s not that we’ve thrown out our old ways. At OSF, we still very much focus on digital products and we’re still building digital platforms for clients around the world. We’ve been a trusted Salesforce partner for more than ten years and are certified on all clouds. We’ve helped both B2B and B2C companies and have provided technology, consulting, implementation, and online shop management services to both up-and-coming and premier brands as well as to merchants focused on building multicloud and unified commerce projects using Salesforce and other top-tier cloud technologies.


In our work today, though, we now focus much of our time on helping clients with digital transformation.


Let’s pause for a moment and reflect on digital transformation. The term tends to be a buzzword, but its definition and its true impact aren’t always as readily clear. That’s why in the pages that follow, we’ll drill down and consider exactly what digital transformation consists of. We’ll see how companies are truly revamping the way they interact with their customers, how their employees work, what purpose their stores serve, and more. In doing so, we’ll explore new possibilities that can help organizations stay connected to customers and thrive.


In recent times, we’ve seen significant changes in the world around us, and rest assured, we’re not going back to how things were. But that doesn’t have to be a bad thing or cause concern. Quite the opposite, in fact. This new world we live in, full of remote workers, mobile-minded customers, and many empty stores presents nearly endless opportunities for those who are willing to dream. Right before our eyes lies the opportunity to deliver services in a new way, to break into new markets, and to increase market share.


I invite you to sit back, close your eyes, and mentally wipe away what is considered to be standard today. As you read through the chapters in this book, allow yourself to be creative. Ask questions.


Another example can help demonstrate the potential before us. Let’s toss out the currently accepted healthcare system that exists in many locations throughout the United States. The traditional model consists of doctors working in offices from nine-to-five. Each day, patients who live in their area travel a few miles by car, bus, or foot to see the doctor in person and receive treatment and health services.


Why does that office exist? Why do those doctors and nurses work the hours they do? Taking it a step further, why are these professionals only serving patients in their community?


As we’ve seen, especially with the onset of the pandemic, we have the means to virtually meet with anyone from anywhere in the world, provided we each have the necessary equipment and connection to do so. Taking this point and plugging it into the healthcare system can create a whole new vision of how doctors and patients interact. I challenge you to answer this question: Why would someone living in Montana, a highly rural western state, not be able to receive the same level of service as someone living in Manhattan, one of New York City’s finest and most upscale boroughs? If we truly can use technology in the ways we know exist, we can open gateways to build all-encompassing, better-reaching healthcare systems.


Or consider the watches we wear, and connect that commodity to the concept of healthcare and the power of prevention. If you wear a watch today, it’s likely it can do many things beyond telling time. It might monitor your heart rate and calculate how many steps you walk during a twenty-four-hour time span, for instance. So why is that same watch not monitoring your blood sugar levels and other crucial health components, like digestive functions? That system could be connected to someone on the other side of the world, where it is monitored, and if something out of sync is noticed, a person could call you and say, “Okay, let’s sit down and have a conversation. Let’s talk about what’s happening here.”


Even if you’re nodding your head or agreeing with this idea, don’t expect to wake up tomorrow and see a brand-new healthcare system. You probably are not planning to Zoom in with a doctor at the Mayo Clinic, one of the world’s top medical centers, from your residence in South Africa for a routine checkup (unless you have already established a connection through an in-person visit). And there may not be anyone monitoring your heart rate and other vital signs through your watch (at least, not that you know of!). No, today’s healthcare system is strongly rooted in the way it currently operates. It’s much easier to go along with what’s always been done before or to look for ways to improve efficiencies within the systems we already have in place.


And yet we need to account for timing. There is a sense of urgency surrounding these changes, and rightly so. Technological advancements during the 1980s, the 1990s, and the early millennia provided a turning point for growth. The advent of the internet brought great opportunities and disruptions, and the adoption of mobile use has created a new way of living and interacting. Moreover, the combining of technologies and their ongoing evolvement has increased the pace of change. For companies that resist adjusting (and it’s so easy to do), there is great risk of becoming obsolete in the next years—if not months. When competitors start offering these new ways of delivering services and branching into new marketplaces, those who are left scrambling to develop similar offerings will be starting the race from behind. Moreover, companies that are performing well need to pivot and adapt now to ensure leadership in the years to come. They’ll want to set the pace for others to follow rather than encounter obstacles that could deem them irrelevant.


But that’s not all. The fast track of change is not going to slow down. Transformation is still happening in a big way, and it will continue to do so in the coming years. How can you tell we’re still in the middle of the transformation? Just walk into a store, and you’re likely to see that all the people in the shop are either at the cash register or putting inventory on the shelves. If they are not interacting with the customer, something is not right.


They haven’t thought through what the problem is. Did you notice it? The issue is that they have humans performing repetitive tasks that machines can carry out. You don’t need a line of cashiers when you have self-checkout. Why, then, is the customer like our Chicago traveler left alone to guide themselves through the store? We need to shift from a transactional mindset to one that is focused on interaction with the customer. In the case of our Chicago tourist, it could mean that she leaves the airport with more than just snacks; she could have a new T-shirt in a shopping bag, thanks to the shopping clerk’s ability to check the inventory of other store locations within the airport to find the size medium souvenir. The traveler might even have learned, while on the shuttle bus after returning her rental car, that two of her favorite brands have small pop-up locations inside the airport and that she can reach them if she makes a very slight detour while on her way to the gate. If she looks online at those stores and sees a few items she wants, she can ask about them at the pop-ups. Perhaps one of the locations has her requests; the other doesn’t but agrees to ship the merchandise to her home address at no cost and notifies her that it will arrive within five days. At every stop in the airport, the places gather a few details about the traveler, which she readily shares because she feels confident that they’ll send her promotions that fit her current interests and style. They also offer to send her a few additional items from time to time, giving her the choice of trying them out and deciding whether she’d like to purchase them or send them back.


To make these changes, we don’t need earth-shattering new technology. We don’t need to build systems from the ground up and code our way to a massively disruptive system. There’s no R&D department required to study this new trend. Quite the opposite. These technologies are there and ready to be implemented. We just need to know how to best use them for our purposes. It starts by sitting down, clearing our minds, and thinking of different ways to help customers find what they need. What you need are dreamers—people who can reimagine your experiences.


So let’s dream. And then let’s make it happen.
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CHAPTER 1


The Difference between Digitization and Digital Transformation


True transformation begins with a step back and an invitation to rethink how we live and work.


I recently walked into a retail store to get a new pair of shoes. Not only did the shop not have my size but also there was no one around who was actively engaging with customers. I didn’t find the item I was looking for, and I received no assistance to point me to where I might find it, how a pair could be ordered for me and sent to my home, or what else I might want to buy while I was in the shop. I left empty-handed and without talking to a single clerk … no dollars spent.


Was it just bad luck?


Perhaps, but I ask you to think back and consider when and where you may have had a similar experience. The reality is that many retailers are operating in this way today. They may or may not have the inventory their shoppers are seeking. They might have employees standing behind the counter at the checkout in the front of the store, waiting to make the transaction.


But today’s customer doesn’t necessarily need help carrying out a transaction. The purchase can be made with just a few clicks online. Or by checking out at a self-service counter.


When I see scenarios such as this one, it makes me think about what could be done to improve the experience. For instance, what if employees were available to guide shoppers through the store and act as an advisory for shoes and other merchandise? Those same workers could have access to online systems that could check inventory levels. An arrangement might be set up in which the store offers at least one pair of shoes in every size. That way, consumers (myself included) could be led to the shoe section, where we could try on the footwear and then have the right size sent to our home if it’s not in stock at the store.


Taking the example one step further, what if workers who were not busy helping clients in a store had access to online systems and could provide assistance to someone shopping online who asks for help? The employee could log in and talk to customers in an interactive, engaged way. The very working environment could be arranged so that employees would carry out store tasks as needed; during their downtime they would provide online support for shoppers.


Consider a scenario in which a customer could access a store assistant through a video call if needed. Perhaps all the store representatives are helping other shoppers, and a customer is lingering over a question about a purchase they may or may not make. That customer could use a video connection in the store to access an assistant in another location. This arrangement could be similar to other areas in our lives in which we use remote technologies to carry out consulting engagements. Think of how a personal trainer doesn’t have to be present with you every time you work out; instead, the two of you can connect via a video meeting to go over your latest regimen. Applying this to retail, shopping assistants in store locations on the West Coast could help shoppers on the East Coast during high-traffic times in the region, and vice versa. This could all be done via video technologies, which give the customer the chance to see and hear the representative and view any available merchandise they are discussing.


By imagining a situation like this, it not only shows us ways to be more productive with employee time and develop an improved customer experience but also presents the chance to elevate employees themselves. Workers might not be as interested in standing at the counter and scanning items repeatedly for eight hours straight. They may very much enjoy being more involved and having greater interaction with the customer. They might feel empowered when they act as a business partner, leading the customer through the experience and upselling items or pointing out other goods the customer might not have considered but would find beneficial.


This example of shopping for shoes—and then envisioning new ways the process could unfold—demonstrates several trends that are underway in our world today. Let’s spend some time looking at these shifts in commerce, along with what it means to digitize and go through a digital transformation. The exercise will enable us to think beyond traditional formats and consider new environments that are more inviting for customers, workers, and companies.


The Downfall of Retailers


Have you ever driven or strolled past shops you once frequented but that now have a Permanently Closed sign on their door? Or walked up to a place, only to realize that another company had moved in? It’s not uncommon to see stores that we grew to love in earlier years close their doors or cease to exist.


Perhaps a glance at recent headlines sheds more light on this troubling tale. After the onset of the pandemic, we watched as brands such as J. Crew, Neiman Marcus, and JCPenney filed for bankruptcy.1 COVID-19 certainly intensified ongoing issues such as financial constraints, and it caused disruptions that, coupled with mandates to close stores for health reasons, unraveled a frightening number of companies. The pace of retail failures broke records during 2021.2


Problems plaguing retailers actually date to prepandemic times and coincide with changes in technology and the way we live and work. Sometimes referred to as the retail apocalypse, the number of brick-and-mortar retail stores, especially those of large chains that operate globally, began declining around 2010.3 In 2017, a Business Insider report called the phenomenon the Amazon effect and estimated that Amazon.com was generating more than 50 percent of the growth of retail sales.4 In 2019, retailers in the US announced more than 9,000 store closings, which signaled a 59 percent jump from 2018.5 It’s unsettling to think of what awaits the brands that have—thus far—survived.


We could make a long list of the reasons why these retailers didn’t make it. When I survey the evidence, I come to the conclusion that, in many cases, the downslide started when the way we live and work shifted. Rather than moving into this new era, many companies continued to carry on and do things the way they had always been done. While continuing down the same path, they expected different results. Unfortunately, those different results never came.


Before we think too harshly about retailers that have gone bankrupt, let’s acknowledge that it’s a changing world, and it’s tough to keep up with the competition. Some, if not all, of the failed brands we’ve seen in recent years made an effort to innovate, albeit at times it might have been too little, too late. The underlying cause of their failed attempts typically stemmed from trying to improve processes but not change the way the systems were set up. In some cases, they were merely digitizing old ways.


What Is Digitization?


Digitization refers to putting information in digital form. If we are implementing technologies—for instance, shifting away from paper processes and making them digital—we might say we are undergoing digitization. There can be an aura of advancement around these upgrades, and indeed, they may be time saving to a certain extent. The issue arises, however, when these processes follow the same path or keep departments in silos. They don’t make it possible to better integrate and streamline processes. In this way, they have certain limits to them. You could digitize a method of doing a task, but the new process still serves the same purpose as before and doesn’t create a substantial change to the business approach.
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