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Management and leader-
ship — why?

Welcome to a new issue of Pro-
Data Consult's customer maga-
zine Best Practices. This issue
focuses on management advi-
sory services and leadership.

And why is that? After all, Pro-
Data Consult is primarily known
for delivering hardcore technical
[T consultants.

But we are also known for deliv-
ering some of the most talented
project managers and business
consultants in the market at the
'‘body shopping' level — when
our customer has clarified the
nature of the assignment and
can provide a clear skills profile,
which we can deliver.

One of our long-standing ambi-
tions has been to advise and
assist the customer during the
clarification phase. But our cur-
rent business model has had

its limitations in that context.
Consequently, we spun off the
company ProData Management,

which is tailor-made to meet
these challenges.

ProData Management is built
around a core of dedicated part-
ners, some of the true heavy-
weights in the business — part-
ners who 'have been there, done
that and have the scars to prove
it' as they put it. These partners
assure continuity in projects and
the build-up of internal expertise.
They have the experience and
knowledge to ask the right ques-
tions in the clarification phase
and provide a tailor-made team.
The best people to perform the
task — technically and in com-
mercial terms — are carefully
selected from ProData Consult's
extensive consultant database.

In other words, these are not
'standard consultants' who
deliver a 'standard report' ac-
cording to a 'standard template'
but an execution-oriented and
tailored team aimed precisely
at the task at hand while sup-

port and continuity are ensured
through partner participation.
Customers have responded
enthusiastically to this business
model, for which we also see an
unfilled niche in the market.

In this issue of Best Practices,
major league IT managers share
their ideas about good man-
agement and how you can use
management advisers to best
advantage.

We are also inviting you to free
seminars — both in the head
office in Hvidovre and in our divi-
sion in Arhus — where the best of
the best in their specialities will
share their expertise. See the
insert for details.

| look forward to seeing you at
one of the seminars.

oren Rode
Managing Director
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OMPLEXITY MANAGE-
MENT IS FUNDAMENTAL

AN EXECUTIVE PARTNER AT PRODATA MANAGEMENT, CLAUS FLINCK HAS MORE THAN 30 YEARS' EX-
PERIENCE IN THE IT INDUSTRY. OVER THE YEARS, HE HAS HELD A VARIETY OF EXECUTIVE POSITIONS
FOR MAJOR DANISH AND NORDIC COMPANIES. IN THIS INTERVIEW, HE GAUGES THE MOOD OF THE
DANISH MARKET, SHARES HIS EXPERIENCE AND GIVES HIS TAKE ON THE HALLMARKS OF GOOD IT

MANAGEMENT.

Interview with Claus Flinck, Senior Adviser and Executive Partner at ProData Management.

Before Claus Flinck became an
Executive Partner at ProData
Management in spring 2013,

he had a long and successful
career behind him as a decision-
maker with some of the biggest
financial services operations in
Denmark and the Nordic region.
This background and experi-
ence is particularly important in
two ways: First, he has personal
experience of making all the mis-
takes necessary to be able to
call oneself an expert in a field.
And secondly, he has experi-
enced costly hired management
consultants make mistakes in
his business. Both aspects have
equipped him with a superb
nose for the good IT project and
its proper management and —
not least — the ability to instantly
recognise the opposite. With

regard to the latter, he advises
businesses to be on the sharp
lookout for a 'one size fits all'
approach.

‘Throughout my career, | have
used man-

lem and they do it without ask-
ing questions. A management
consultant should think and act
like the executive team of an
organisation, and that requires
something entirely different’,
says Flinck, and

agem?”t 'Instead of focusing on refers to his
ponsu tants the techno/ogy, a good qwn organisa-
in many tion at ProData
consultant concentrates
contexts. Management,
My gen- on the needs underly- which sends
eral attitude ing the teqhnO/Ogy' The only highly
is that | do pri Ob/ems in ﬁ?e business  experienced
not consider the project is intended to  consultants out
people who solve, in other words.' on assignment.
present me That means

with standard

solutions to a problem to be
management consultants. In my
world, they are just standard
consultants. They have been
hired to solve a concrete prob-

no 25-year-old
new graduates who have only
just learned to rattle off what
they have read in a textbook.

'Instead of focusing on the

technology, a good consult-
ant concentrates on the needs
underlying the technology. The
problems in the business the
project is intended to solve, in
other words. That is where the
value lies and where a manage-
ment consultant can make a
difference,' Flinck explains.

Complexity has risen

Only a few years ago, business-
es and organisations commonly
launched major technology pro-
jects that were so complex and
required such huge investments
that the projects were allowed
to operate in isolation from the
business Those days are over,
Flinck declares.

Today, the tendency is towards
a steady flow of smaller technol-
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ogy projects, each of which
must demonstrate its capacity
to support the business. If they
cannot, they are denied funding.

"To illustrate the tendency visu-
ally, imagine a staircase diagram
where IT and technology take
the business up to higher and
higher and higher levels in a
series of small, zig-zag jumps.
The trajectory was much steeper
in the past. You either made
massive investments in technol-
ogy and hoped the business
would keep up. Or you did the
opposite. Invested heavily in
the business and hoped the
technology would catch

up later. The demands for
business agility are much
higher today,' says Flinck.

has personally experienced the
same challenges', says Flinck.

'For instance, | was involved

in starting a project where the
objective was to optimise inter-
nal business processes. While
the project was under way, we
discovered we were on the brink
of a paradigm shift in the service
area. When we started, "good
service" meant that businesses
took care of their customers.
But as we stood at the midpoint
of the project, the definition

of "good service" suddenly
changed to mean making it pos-
sible for customers to take care

'But it does mean that they should
always be prepared to adjust the

goal when reality changes so that
the two coincide."

helping a lot of businesses utilise
their technology in ways they
had not considered."'

What is the most important
experience you have gained
after all your years heading up IT
projects?

‘Remember that the plans have
to be executed. The worst IT
projects | have been involved
with are those where we have
failed in the execution. Often
because we were over-confident
that execution would happen
automatically. It doesn't. As a
manager and colleague, that
means you must always
keep your word, deliver
and think in terms of the
common enterprise,’ says
Flinck.

‘The world is spinning
faster these days, which is
also part of it. When you
could run IT projects like you did
in the old days, the goalposts
did not move much over the
course of the project. That is not
how it is today, when a three-
year strategic plan has turned
into a declaration of intent after
only two weeks.'

Claus Flinck calls it complex-
ity management. Chaos and
uncertainty are fundamental
conditions in business manage-
ment today.

‘That does not mean managers
should not have goals for what
they are doing. Of course they
should. But it does mean that
they should always be pre-
pared to adjust the goal when
reality changes so that the two
coincide. This is where people
like us come into the picture.
Because it can be good to have
a discussion partner when you
are designing change manage-
ment. Especially someone who

of themselves via self-service
solutions. This happened while
we were in the process. It was
part of the whole on-line banking
wave, when people realised they
would rather sit at home and
work out their budgets instead
of doing it with their bank advis-
ers.'

Remember the execution
Across all customer and busi-
ness categories, Flinck can

see that there is one particular
challenge that is causing a lot of
headaches in these years.

‘A lot of people are struggling
with growth management.
During the financial crisis, this
was a matter of execution and
optimisation, but there are no
more cuts to be made. If they
let more people go, they will gut
their operations. So, instead,
increasing numbers are asking:
How can we grow our way out
of the crisis? There, we are

'So, these days | plan to be

behind. This comes from
the understanding that unex-
pected things will most likely
pop up during the course of a
project. They always do. But |
want to be behind from day one
and not on the last day of the
project.’

oug
 Positiop ¢,
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Read more about
ProData Management at

www.prodatamanagement.dk

You are also invited to contact
Claus Flinck directly on:
+45 20 60 18 05 or by email:
cfl@prodata.dk
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WHEN PROJECT MANAGE-
MENT BECOMES A

JOHN M. NIELSEN HAS A LONG CAREER WITH THE A.P. M@LLER - M/ARSK GROUP IN HIS
PAST. HE HAS WORKED WITH THE BEST, LEARNED FROM HIS OWN AND OTHERS' MISTAKES
THE HARD WAY AND HERE PROVIDES A RUNDOWN OF THE ESSENTIAL PROFESSIONAL AND
HUMAN TRAITS OF THE PERFECT MANAGEMENT CONSULTANT.

Interview with John M. Nielsen
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'CONTROL
IS GOOD.
TRUST IS
BETTER.'

That is the motto of John
M. Nielsen's own com-
pany. It is also a clear
and pithy statement of
what he wants to stand
for as a human being and
business partner: A kind
of schematic and crafts-
manlike approach to his
profession, but where
the soft values come up
trumps the ability to look
another person eye-to-
eye and together find
your way to mutual un-
derstanding and respect.

Best Practice interviewed John M. Nielsen
on the current theme of management. Over
his many years in the IT industry, he has
worked with a raft of management consult-
ants who each in their own way either met
or failed to meet his standards for the traits a
good consultant should possess.  With his
strict upbringing in the A.P. Maller - Meersk
Group, his experience is not to be underes-
timated.

Fond of the creative process

John M. Nielsen began his tenure with A.P.
Moaller - Maersk in shipping. After a couple of
stints in the Far East, he was asked at one
point whether he wanted to come aboard

a large and very important IT project in the
group. That was in 1995.

'| thought it sounded like a fun project to

be involved in and it was my gateway to IT.

| later became CIO for Maersk Logistics,
then VP for all application support and
maintenance and all IT-related development
projects within Maersk Line and Maersk
Logistics. At that point, when we were at our
peak, we were spending a large three-figure
sum — in the millions of US dollars —on IT. |
was part of the wave when we
began in earnest to digitalise
more and more things, which
entailed huge adjustments to
[T system support. Once all
the major IT projects at Maersk
had been delivered and there
was no next project knocking
on the door, | jumped the IT
ship and took on other types
of projects within the group.

| did that until 2012, when |
went solo," says Nielsen and explains that he
has always been interested in projects and
project management.

'l think it is a huge thrrill to encounter a
problem that | do not immediately know how
to solve. So you put together a team and
together you make something that has never
been made before. And you have thoughts
that have never been thought before. | am
very fond of this kind of creative process,'
says Nielsen and continues:

'And you always work under time constraints
in projects, which | actually enjoy. The
pressure is on. As | like to say, my favourite
project is one where everything is on fire and
where you have to get all the isolated ele-
ments under control.'

Consultants must add value

Nielsen explains that when he worked for
A.P. Mgaller - Maersk, he made liberal use of
management consultants.

'The first time | ever ran into the term "man-

‘But | have felt on sev-
eral occasions that the
major consultancy firms
cared more about sell-
ing additional consultant
hours than about com-
pleting the project.’

agement consultant" | was a relatively young
project manager working on a major ERP
project. Maersk was partnered with a large
Danish consultancy firm and | had a lot of
lively discussions with a special consultant.
He was very talented. He left his prejudices
at the door when he came into the project.
He offered no ready-made solutions and did
not pass out templates to be filled in. He sat
down with me and was involved in working
out strategies and plans. What he brought
to the project was the experience he had
gained with other companies that had been
in situations similar to ours. We worked to-
gether for several years. At one point | think |
was spending more time with him than with
my own family. | learned a great deal from
him."

However, Nielsen has also seen examples of
management consultants who did not add
significant value to the organisation.

'| have worked with all types of consultants
in my time and | have typically had the most
problems with consultants from the big con-
sultancy firms. | hasten to add that does not
apply to all consultants from the big houses,
because | have certainly
met many talented
people as well. But |
have felt on several oc-
casions that the major
consultancy firms cared
more about selling
additional consult-

ant hours than about
completing
the project.

| know it
is standard to be rewarded for
cross-selling the clients while
you are working on an assign-
ment. And that can quickly
make you lose sight of the
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RASMUS HOLM IS AN INDEPENDENT IT CONSULTANT, CURRENTLY WORKING AS A SENIOR
ADVISER ON A MAJOR PROJECT FOR PRODATA MANAGEMENT. HE HAS A LONG PAST IN
THE PUBLIC SECTOR AND THUS KNOWS ALL THE INS AND OUTS OF THE SYSTEM. THE OF-

FICIAL ONES AS WELL AS THOSE ONE NEVER HEARS ABOUT.

LISTEN IN.

Interview with Rasmus Holm, management consultant.

You could not see it if you did
not know it was there. But Ras-
mus Holm is nothing less than

a specialist in running public
sector T projects with both the
technical and managerial skills
required to navigate what can be
a political minefield. But Holm
began his career in a completely
different place. After finishing

his media coordinator course in
Herning in 1999, he was hired
by a printing house in Haslev
where his responsibilities as a
system administrator included
building up the company's IT
department. After a few years in
that function, he got his first job
in the public sector as a system
administrator for what was then
the Danish Ministry of Business
and Economic Affairs, in 2003,
when —in his own words — he
was hired as a 'hard-core tech-
nician' who produced scripts
and other geeky things.

'l was sometimes allowed to be
involved as a project team mem-
ber for various projects, and |
was also given project manage-

ment training while | worked
there. After a few years | was
promoted to technical manager
and sat next to the operations
manager who was responsible
for HR management. When

he went out on stress leave in
2008, | took over his functions
and became the operations
manager re-

sponsible for

17 people and

an IT installa-

tion providing

support and

operations for

about 2,000

users. That

same year, the

[T department

at the Ministry

of Economics

and Business

Affairs was merged with the IT
department at the Ministry of
Finance, so we went from a staff
of 25 to 55 and | ended up as
operations manager,' says Holm.
Later, he was also involved in the
formation of the Danish Agency
for Governmental IT Services

— Statens IT. Originally the unit
was to be established under the
Ministry of Taxation, but Statens
IT was instead organised under
the Ministry of Finance, where
Rasmus Holm was placed. 'As |
result, | ended up responsible for
operations of all the general ap-
plications. The system portfolio
supported
more than
11,000 us-
ers.'
In other
words, Holm
has vast
experience
of public-
sector [T pro-
jects, which
has been
extremely
useful to
him as a Senior Adviser for
ProData Management, where
he is currently guiding a large
public-sector customer through
a comprehensive IT modernisa-
tion process.

‘The customer had been sitting

there for 18 months with an im-
provement programme that an-
other consultancy had produced
for them. They needed supervi-
sion and opened a dialogue with
ProData Management about the
assignment. This developed into
a meeting with the management
at the customer's organisation
and five days later ProData Man-
agement delivered a proposal
along with several recommenda-
tions. That proposal took the
organisation further in five days
than they had come in the pre-
ceding 18 months. Thereafter, |
was introduced as the manage-
ment consultant they needed
for the assignment,' says Holm,
and explains that the first time
he visited the customer, he also
stepped into a major technical
and managerial challenge.

ProData Management, headed
up by Rasmus Holm, ended

up providing both supervision
and strategic advice on a viable
technological direction for the
customer's continued work.
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Right and wrong choices

As Holm explains, there are
several rules of the game that
you not only need to be aware
of but would be wise to follow
when you are working with pro-
ject management in the public
sector.

'"There is a lot of bureaucracy in
the public sector because they
want to make sure everything is
done by the book. All agree-
ments must be kept under
rigorous control because they
are horrified at the thought of
being accused of cronyism. But
sometimes that fear also gets in
the way of immediate common
sense. For instance, when even
small projects or purchases
have to go through the SKI
agreements or even be put into
large EU procurements. That
prevents a swift decision-to-
implementation process,' says
Holm, and explains that this

can also make it difficult for IT
managers in the public sector to
design a vendor-based IT strate-
gy. Even if choosing a Microsoft
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Position: Independent IT Consultant
and Senior IT Adviser in PDM
Education: Degree in media
coordination and many single-
subject courses at ITU

platform would make the most sense
for the organisation, for example, there
are conditions in the system that make
it difficult, if not impossible, to plan in
that way.

'‘On the other hand, it ensures trans-
parency in the purchasing process.
Everyone can keep an eye on who is
buying what from whom, and that is a
very good thing. But basically | have
to say that when | have worked as a
manager in the public sector, it has
sometimes been hard to make the right
choice for the organisation because
the right choice would

have taken too long.

So there have been

times when | made the

wrong choice because

it would be faster,' says

Holm.

More business-mind-
edness

When Holm is asked
to identify the biggest
development in the
public sector in the last
10 years, he points at
the stronger demands
to run the government
like a business.

'| witnessed several times how when
there was money left over in the IT
budget, sure enough, the individual unit
would find a reason to buy something
or another to make sure they got the
same budget allocation the following
year. Today the tendency is to think it

is perfectly okay if we do not use the
entire budget. Business-mindedness
has become much more prevalent in
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the public sector. At least within central
government, which has been my main
bailiwick.'
'This is also where management has
become an interesting product. As
focus has increased on improving
efficiency and optimisation, it can be
a good idea to bring in outsiders who
can see things in a different light and
are familiar with similar projects in other
types of organisations. Nor is it entirely
immaterial to bring in someone who
worked for so many years in the public
sector and knows what it takes to get
projects up and running. There are
many in the system
who are dependent
upon the decisions
of others. In these
cases, it is important
to know who has to
support a project for it
to have any chance,’
says Holm and relates
a final example from
his day-to-day experi-
ence.

‘In one project that |
have been involved
in, they work a lot in
independent silos.
As a result, it can be difficult for us
as external consultants to find the
good business case in this particular
department. But when we looked
across the organisations at several
different managers, we were suddenly
able to see an outstanding business
case. This silo division is typical of the
public sector and it can be very useful
when someone comes along and asks
the right questions across the entire
spectrum.’
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*INSPIRATION AND
DISCUSSION:

YES, PLEASE ...
write to
info@prodatamanagement.dk
or fill out the form on the website

www.prodatamanagement.dk

Spot-on analysis

at RealM=glerne

REALMAGLERNE IS A NETWORK OF INDEPENDENT ESTATE AGENTS WITH AFFILIATES ALL OVER THE
COUNTRY. REALMAGLERNE'S MAIN OFFICE AND IT DEPARTMENT WAS SEEKING AN ANALYSIS OF THE
CHAIN'S VARIOUS IT PLATFORMS IN THE HUNT FOR AN OPTIMAL AND FUTURE-PROOF OPERATIONS
MODEL. PRODATA MANAGEMENT WON THE ASSIGNMENT AND REALMAGLERNE ARE NOW IN THE PRO-
CESS OF IMPLEMENTING THE RECOMMENDED CHANGES.

Interview with Niels Brandt, Managing Director.

Niels Brandt is Managing Director of
RealMeeglerne Holding A/S. He has about
120 affiliates in his estate agent network,
each of which are key stakeholders. That
also applies in IT, where RealMaeglerne has
for several years been running two differ-
ent property systems on behalf of the many
estate agency affiliates.

'We have developed our database systems
ourselves over a period of 15 years. As a
result, it gradually became very person-
dependent and inflexible relative to sickness
absence, breakdowns, weekend duty, etc.
We did not want that. We were keen to
become less person-dependent. We were
also unsure about whether we should drop
one of the two property systems and run
with only one. We had internal discussions
of outsourcing as one possibility, but we
needed external consultants to indicate the
right direction for the process. So, we formu-
lated six concrete problem statements that
we really wanted answers to,' says Brandt
and explains that RealMeeglerne ended up
inviting three suppliers to bid for the assign-
ment. ProData Management won the orders
because the proposal and the price were in
line with expectations.

Following an initial meeting between
RealMaeglerne and the ProData Manage-
ment consultants at which the assignment
was reviewed in detail, the parties began the
analysis process. There were several com-
ponents involved, including research and
in-depth interviews with selected individuals
at RealMaeglerne. Against this background,
ProData Management prepared a report
which not only responded to the six problem
statements but also included recommenda-
tions for how the organisation should staff

'‘Our partners should have
freedom of choice. We should
not dictate the use of a par-
ticular solution."

and organise the IT department at RealMae-
glerne's main office.

"The report was presented at our board
meeting, to which ProData Management
were invited so that they could answer any
questions. The report was accepted on the
whole by the board, whose judgement was
that it was spot-on because it included sev-
eral good and alternative recommendations
that we could use in our organisation. We

are now in the process of implementing the
recommendations,' says Brandt.

The report concluded, among else, that
RealMeeglerne should continue having two
property systems in the estate agency chain.
'Our partners should have freedom of
choice. We should not dictate the use of

a particular solution. We suspected that
ourselves before we got started with the pro-
ject, but of course it was good to have that
confirmed in the report," explains Brandt.

'We have now started dealing with the out-
sourcing process, but that will take a while
to set up. One of the things we want to do is
cut the number of suppliers, but that is not
something you can do overnight.'

Overall, Niels Brandt has been very satis-
fied, not only with the delivery from ProData
Management, but also in his direct dealings
with the consultants.

"Through the entire process, we have really
appreciated their professional approach and
it has been a pleasure working with them.
Their suggestions have been well thought-
out which indicates that they have taken the
time to thoroughly get to know and under-
stand our business,' concludes Brandt.



e try.




18 | Best Practice 3 2013

WIKIPEDIA:
DEFINITION OF NEARSHORING:

Nearshoring is 'the transfer of busi-
ness or IT processes to companies in
a nearby country' (...) Nearshoring is a
derivative of the business term ‘offshor-
ing" (...) Nearshoring means that the
business has shifted work to a lower
cost organisation, but within it own
region, broadly defined."

NEARSHORING IN POLAN

PRODATA CONSULT IN WARSAW

HAS MOVED TO NEW OFFICES! 10 reasons to nearshore in
Poland:

ProData Consult's Polish subsidiary moved
into new and very nice premises in Warsaw
on 16 September.

‘We had quite simply grown out of our
former premises, which had also become
outmoded,' says Thomas Vater, Nearshoring
Account Manager for Denmark. 'With the
new premises, we can provide better service
to our local Polish customers and, not least
importantly, we now have the space to
seriously serve the steadily growing group of
Scandinavian customers for whom we have
IT consultants working off-site at our offices.'

The new offices are less than a 10-minute
drive from the airport. ‘It has now become,
if possible, even easier to get back and forth
to our Polish division, says ProData Consult
A/S CEO Seren Rode with a smile. 'l used
1o joke a bit provocatively that it was easier
to get from Copenhagen to our division in
Poland than to get to our division in Arhus.
But with the new premises, that is no longer
a joke!'

ProData Consult Poland's new head office
is located in an area that is home to many
high-tech businesses and despite the prox-
imity to Fredric Chopin International Airport it
is only a five-minute drive away from central
Warsaw.

If you would like to find out whether
nearshoring in Poland may be an
advantage for your business or
learn more about ProData Consult's
nearshoring model, please contact
Thomas Vater at tv@prodata.dk.







ProData Consult's
core business Is
provision of IT con-
sultants on an hourly
basis.

We provide expert IT consultants within virtually all
roles, technologies and industries across most of
Northern Europe.

Even though ProData Consult is among the larg-
est and most tightly consolidated IT consultancy
firms in our market segment, our processes are
non-bureaucratic, flexible and transparent — and
being easy to work with is a point of pride.

You can quickly and easily find the consultants
your business needs through the home page
search function at prodata.dk. A new feature

makes it possible to see how many specialists we
have in the database who have the relevant skills.

Visit us on-line at prodataconsult.com for
more information.

consult



