
Business Infrastructure for a Large Contracting Firm 

USE CASE: DIGITAL TWIN OF AN ORGANIZATION



The integration of two distinct companies and their rich history presented many challenges for 
the formation of a new $2 billion-dollar telecommunications, infrastructure and utilities services 
organisation. 

Whilst continuing to support existing projects with minimal disruption to business operations, the 
Company needed to quickly introduce new business units for Finance, Human Resources and 
Technology and merge the existing business units from their former parent companies, all within 
the structure of a new operating model. 

With a strong commitment to safety, health, environment and quality (SHEQ), tracking 
compliance, monitoring performance against key indicators and embedding controls into 
operations were key priorities. Achieving accreditation for SHEQ standards were viewed as key 
indicators of a successful implementation of the operational model and Holocentric’s Business 
Management System (BMS) in a Digital Twin environment.

BACKGROUND
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Process mining analysis techniques and tools can be used 
to understand the actual behaviour and performance of 
business processes

Design business 
improvements and their 
impacts on people, 
processes and systems  
- simulate the future

Monitor performance 
against KPI’s using 
digital intelligence



The Company needed to consider the inherited existing business units with their individual 
strengths and weaknesses and find a single structure and operating model. As these 
organisations brought enormous scale and experience in differing markets, finding one process 
which could work for a seamless transition proved challenging. 

A NEW OPERATING MODEL
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Not only would it be important that the model ensured these intersected and interacted smoothly 
with one another, but it was also essential that this connectivity be highlighted and understood by 
the company as a whole.

These four key pillars helped define the requirements of the business management system 

FOUR KEY PILLARS 

Process Decision 
Rights

KPIsPeople



The new operating model needed to be quickly 
defined and developed while the Company 
continued to operate with minimal disruption 
to business and approximately 175 standalone 
projects.

This presented its own challenges: 

◊ content needed to be quickly generated, 
endorsed and communicated, gaining 
senior management buy-in and commitment 
followed by broader deployment throughout 
the organisation; 

◊ projects, no longer governed by their 
previous organisation’s governance and 
management systems, required a new 
management system providing a consistent 
governance framework;

◊ new support business functions such as 
Finance, HR and Technology needed to be 
established with their own accountabilities 
and procedures communicated while 
engaging and informing upstream and 
downstream teams and stakeholders. 

The new operating model needed to 
support the smooth operation of business 
processes, facilitating knowledge transfer and 
communication to over 5000 employees and 
approximately 175 active projects in various 
stages of their life cycle. There was also a 
significant level of duplication of business 
functions and processes across the business 
with multiple variations that needed to be 
rationalised. 

In designing the DTOl to boost efficiencies, the 
Company first needed to understand, consider 

and combine the unique aspects of the existing 
similar business functions and processes. 
Concurrent work streams for Finance, 
Business, Quality and Commercial would need 
to define the operating models for each of their 
respective focus areas and to simplify and align 
these. In addition, a work stream focusing on 
the overarching DTO would help define the 
architecture, principles and integration points 
between business areas. 

DESIGN WHILST INFLIGHT

TAMING BUSINESS COMPLEXITY
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Employees would need to adapt to a new way of 
working, learning new systems and procedures 
as defined by the new operating model.  

The system would need to be designed so that 
all employees could easily use the system as 
a single source of knowledge for their relevant 

responsibilities, procedures, risk controls and 
supporting documentation. The system would 
need to be easy to understand and adopt, 
presenting information in a logical, consistent 
and simple way.

EMPLOYEE ENGAGEMENT
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SHEQ ACCREDITATION AND COMPLIANCE
Compliance, safety and the environment are key to the Company’s approach, influencing 
all facets of the business. Key regulations including ISO 9001 Quality, ISO 18001/
AUS STD Safety and ISO 14001 Environment, ISO 55001 and OFSC are all critical to 
the Company’s positioning as an industry leader. Being a newly-established firm with 
numerous regulations to address, the Company faced the challenge of demonstrating 
compliance with these standards to obtain the necessary accreditations their clients and 
prospects have come to expect. 



Holocentric’s DTO  incorporating a Business 
Management System (BMS) was selected 
by the Company from a RFQ process as the 
platform which would support the definition 
and communication of their new operating 
model. By doing so, it would help establish this 
new $2 billion-dollar organisation. The BMS 
proved it was successful in effectively engaging 
employees, enabling the Company to drive their 
transition to achieve ‘Business as Usual’ in the 
shortest timeframe possible. 

Designed with a strong emphasis on ownership, 
speed and accessibility, user-centricity has 

been key in facilitating a strong uptake of the 
Company’s DTO. Being an all-inclusive system, 
their to DTO fuses all essential elements 
previously scattered across the numerous 
business units. The system hosts or provides 
pointers to relevant content and communicates 
information in a clear, consistent and simple 
way to support access by employees across 
all levels of the organisation. Addressing the 
Company’s immediate needs, the DTO has also 
been configured to cater for future demands as 
the business matures and evolves. 

THE SOLUTION
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Using the DTO, the Company has streamlined all 
business content, its hosting and dissemination 
through three platforms including:

◊ Intranet:the Company’s central 
communications channel.  

◊ Holocentric BMS: the Company’s BMS 
connects all business elements including 
strategy, policies, processes, work 
instructions, information links to Docs, 
references and metadata. 

◊ Microsoft Sharepoint: the central repository 
housing all documents for access and 
modification by employees.

Employing the Linear Responsibilities 
Management (LRM) methodology, 
accountabilities were defined using a matrix. 
This matrix was populated by 7 work streams 
including SHEQ, Strategic Procurement 
and Property/Facilities Management with 
decision rights and authority for approvals 
assigned accordingly. With clearly defined 
accountabilities, business processes were 
then allocated to the relevant work streams for 
detailed analysis, definition and rollout. 

By streamlining and standardising the business, 
different divisions and projects now adhere to 
the same set of processes and standards. This 
approach helps maintain a high quality of the 

work with approval required from the defined 
process owner if standard processes are to be 
customised to suit project-specific requirements. 
Re-use also helps reduce costs while boosting 
efficiency, minimising deviation from the core 
processes to ensure that the business is united 
in achieving common objectives. Together the 
three part technology solution has enabled the 
Company to:

◊ Provide a simplified way of working;

◊ Support productivity improvements;

◊ Improve consistency of service delivery;

◊ Automate access to content;

◊ Support compliance;

◊ Drive continuous improvement.

To engage and support work stream project 
team members, two hours of training was 
provided weekly for ten weeks to facilitate 
use, drive standardisation and consistency. 
ISO-specific dashboards were also designed 
and implemented for compliance. Greater 
transparency and traceability between 
processes, systems, personnel, regulations and 
strategy means employees are now able to work 
more quickly and efficiently while monitoring and 
adhering to changing regulations. 

STRATEGY AND IMPLEMENTATION
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With help from Holocentric, the Company’s 
requirements were defined and implemented, 
enabling the project to be fully operational 
within 12 months. This has enabled the 
Company to quickly achieve self-sufficiency and 
independence. 

The DTO helps the Company achieve its 
strategic goals which include: 

◊ Extracting value through integration by 
streamlining processes for re-use to drive 
efficiency 

◊ Driving value by being a low cost, efficient 
business with clear metrics allowing 
performance to be managed on a short 
interval control through visual management 
boards

◊ Creating value through sustainable and 
profitable business growth via a modelling-
based approach for continuous improvement 
with process analysis capabilities to discover 
best practices for growth 

◊ Excellence in the delivery of their work and 
client relationships by developing a single 
source of truth and capturing one way of 
working to maintain a high standard of quality 
delivery  

With business elements closely connected, 
strategy and execution are linked to ensure that 
outcomes delivered align with the Company’s 
vision. Employees are empowered to find 

opportunities for improvement using the 
DTO’s advanced scenario and impact analysis 
capabilities. Embedded risk and controls help 
manage risk and review potential outcomes 
while change management functions help 
achieve targeted and effective decision making. 
Information can then be communicated rapidly 
through BMS directly or export functionalities to 
engage stakeholders and the wider organisation.

ISO-specific dashboards have proven highly 
effective in assuring compliance across 
the organisation. The Company can now 
demonstrate compliance very comprehensively 
by highlighting a direct link between the 
processes and procedures employed to address 
regulatory needs. Immediate access can 
also be provided to auditors with compliance 
reports exported effortlessly to accelerate audit 
completion. 

In fact, the DTO has helped the Company 
become one of the first organisations within 
their home country to achieve accreditation 
for ISO 55001 (Asset Management) within 
their first twelve months of operation. The 
Company has also used the DTO to achieve ISO 
certification for ISO 9001 (Quality Management), 
14001 (Environmental Management), 18001 
(Occupational Health and Safety). Using the  
DTO, the Company is able to demonstrate that it 
can continue to sustain and manage compliance 
across a range of areas critical to its positioning 
in the market.

BENEFITS AND OUTCOMES
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After the roll-out and training the Company is 
working with Holocentric to build a Process 
Management Framework. This framework 
will allow changes and updates to the 700 
processes currently mapped, to be approved by 
the relevant individuals and published.

While some audits are still in progress, the DTO 
has currently helped the Company successfully 
complete 20 audits, demonstrating service 
excellence. Continuing the transitioning of 
processes and documents and engaging all 

facets of the business, the DTO will enable 
over 5000 employees to work collaboratively 
with a continual and relentless focus on safety, 
sustainability and compliance. 

“United by the DTO, the Company is now a step 
closer towards achieving its goal of becoming 
the best telecommunications, infrastructure 
and utilities services company throughout the 
regions in which they operate.”

CONCLUSION
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We are here to help organisations improve performance. 

We recognise that to improve performance, organisations must understand 
how people, process and technology come together to satisfy client 
needs, meet regulatory obligations and achieve business outcomes. 

To implement and sustain change, organisations must not only define it, 
they must embed the change into the DNA of the organisation, so that it is 
fully implemented and effective.

The DNA of an organisation makes it unique. It defines what you do and 
why you do it, aligning strategy to execution to help people achieve.

People need to be empowered and engaged to be effective, with a natural 
thirst for knowledge and high performance. 

We appreciate different perspectives. The world isn’t flat, yet without 
collaboration and communication, one individual can only see as far 
as their own horizon.


