
1

GCCAI Draft Digital 
Transformation Strategy 

October 2020 

By Ali Al-Ebrahim 



Background

WHAT IS DIGITAL 
TRANSFORMATION? 

The leadership of GCCIA has asked that we 

prepare a presentation on digital transformation.  

The term ‘Digital Transformation’ has different 

meanings to different people.  Our understanding 

of digital transformation is such: 

Digital Transformation is the deliberate, strategic 

repositioning of one’s business in the digital 

economy. 

The word “digital” is a synonym for the pace of 

change that’s occurring in today’s world, driven by 

the rapid adoption of technology. 

 

“Transformation” in this context is: How an 

organisation is built to change, innovate and 

reinvent rather than simply enhance and support 

the traditional methods. 

WHY DO WE WANT TO DIGITALLY 
TRANSFORM? 

 

GCCIA is an innovator.  We have reduced the cost 

of maintaining our network to well below 

international standards by better leveraging 

emerging technology. Our appetite for innovation 

is unparalleled in the industry. 

The reason why we want to enter a program of 

digital transformation is because we have proven 

that through innovation we can extend our 

effectiveness, build a more robust network, reduce 

costs and increase revenue.  

We would like to create a formal process for 

innovating.  We also believe that there’s a real 

opportunity that we can position GCCIA as a 

global thought leader in the energy market.  

WHAT IS THE BIGGEST 
OPPORTUNITY FOR GCCIA? 

The most obvious opportunity for GCCIA is to 

become a global industry thought leader.   

We have a sensor leaden network, innovation 

partnerships, a small team and a leadership team 

that wants to pursue innovation.  This is a potent 

mix that, while is being exploited in some ways, 

there is a clear disconnect between innovation, 

technology and communications. 

The benefit of this technology needs to realised by 

improving the value proposition of the business. 

 

We believe that given adequate resource, GCCIA 

could  quickly reposition its standing as a global 

leader in the power transmission and network 

maintenance sector. 



The Normal Process For Digital Transformation

Creating a culture of innovation at 
scale.  Creating an agile workforce, 

unique value proposition powered by 
emerging technology on a continuous 

basis 
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What is our ‘As-Is’ State?

HOW WELL ARE GCCIA DOING?

Digital Transformation requires that we change our mindset, strategic planning, 

communications, innovation methods, leverage technology and data.  

GCCIA has been effective in some of these blocks but needs improvement in 

others.  This is a rough guide as to how we are performing in each of these 

areas:

The answer is that we are doing quite well.  There are key areas for 

improvement that we should focus upon.  However, we must also highlight that 

we have one of the lowest cost, highly effective networks in the region and 

perhaps the world.  

We believe that with the right positioning, GCCIA could become a global 

thought leader power transmission  by better leveraging emerging technology 

and creating a unique value proposition. 



A High Level Strategic Review

DIGITAL  
MINDSET 

& STRATEGY 

50% Complete

DIGITAL MINDSET & STRATEGY

COMPLETE: 
• Comprehensive business strategy 

• A great appetite for change 

• A desire to digitally transform 

MISSING 
• Deep diagnosis of the ‘As-Is’ state 

• Strategic ambition for digital transformation 

• A clear objective beyond cost reduction 

• Desired unique value proposition 

• Data driven understanding of stakeholder drivers 

• The priority of those drivers beyond cost reduction 

• The potential of marketplace displacement  

• A clear understanding of what we are transforming into 

• How to connect the strategic innovations with repositioning in 

the digital economy 

COMMENTS 
It would appear that Operations are innovating at pace in 

coordination with partners.  Maintenance and Asset 

Management (M&AM) adapt some of those innovations.  

However M&AM is not in a position to innovative in its own 

right.  

There are many areas in which M&AM could innovate but 

doesn’t yet have the resources to do so. 

Business Support is misaligned from Operations and M&AM.  

They are stretched implementing basic technology platforms.  

There is a strong possibility that they will be left behind, 

becoming somewhat ineffective as the Operations and 

Maintenance divisions evolve more quickly. 

There is an amazing opportunity to become a world leader in 

technology driven innovation in the Power and Energy sector.  

The strategic ambition should state this as a clear goal.



A High Level Flyby Of Communications

STAFF & CUSTOMER ENGAGEMENT

COMPLETE: 
• We have a website 

• We ‘broadcast’ news and events 

• The data tells us, no one is listening 

MISSING 
• Industry shaping innovation carried by our communications 

• A voice that can position GCCIA as a world innovator 

• The relationships to carry our voice in other publications 

regarding our innovations 

• The strategic aim to reposition GCCIA in the digital economy 

• A unique value proposition 

•  Digestible content extracted from the work we are already 

doing 

• The data to understand what the industry is wanting to know 

• The ability to court and manage controversy 

• Data driven metrics that will show  

COMMENTS 
GCCIA has what most businesses, both commercial and 

governmental are missing.  We have innovation running through 

the very heart of what we do, albeit opportunity led.  There is a 

clear disconnect between the innovations produced and the 

digital footprint we create.  

We tend to put state visits and events before innovations and 

industry insights.   This should be changed.  

Our digital footprint gives us an innovation score of ‘-C’.  We 

have the components available to be an ‘A’. 

https://propulsion.ionology.com
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CUSTOMER 
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10% Complete

https://propulsion.ionology.com
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CULTURE OF 
INNOVATION

A High Level Understanding Of innovation

CULTURE OF INNOVATION

COMPLETE: 
• Many large scale global 1st innovations with partners 

• One of the most advanced networks in the world 

MISSING 
• A structured approach to innovation 

• Innovation and risk are two sides of the same coin.  What is 

our acceptable risk when moving into group wide innovation? 

• A gate systems where new innovations can be selected, 

measured against resources and likelihood of success 

• Capacity to practice creativity and build internal innovation 

capability 

• A link between strategy >> innovation >> communications 

• The ability for the 3 business units to innovate at a similar pace 

and have those innovations supported properly 

• A company, culture wide innovation culture, rather than just a 

few talented individuals 

COMMENTS 
Strategy is where we create competitive advantage. 

Our people and a culture of innovation shall sustain it. 

Technology and communications is the means by which it is 

delivered. 

We have an abundance of innovation however it is opportunistic 

rather than deliberate.  Moving forward if we are to increase the 

pace of innovation we must bring structure to the process, 

measure the risk and invest in new, emerging technology.  

The innovation must be linked with changing our value 

proposition and making GCCIA appear as a world leader in the 

energy and power sector 

60% Complete



CULTURE OF 
INNOVATION

A High Level Understanding Of innovation

TECHNOLOGY

COMPLETE: 
• We have accomplished many world 1st achievements in 

leveraging new and emerging technology in our sector.  It is 

something that we should be immensely proud of.  

MISSING 
• Business Support are technology and manpower under-

resourced.  There is a growing gap between the technology we 

are implementing at a network level and the support 

technology that is used to underpin these innovations 

• We are gathering data at pace.  There is a lack of data 

governance, quality, integrity,  storage and distribution 

• The technology opens amazing opportunities to position 

GCCIA as a global leader in our sector by creating open data 

projects. We need to understand how to leverage the 

technology in order to reposition GCCIA as an industry 

authority 

•  GCCIA needs new data platforms and partnerships in order to 

exploit artificial intelligence through rapid innovation.  

•  There are many technology driven projects we’d like to 

implement although there needs greater discussion on 

available resources and strategic alignment.  

COMMENTS 
By way of great strategic partnerships and investment in base 

network infrastructure (sensors), we have created some world 

leading achievements.  Our network is low cost in comparison to 

other like network providers.  It is time we looked beyond cost 

reduction and instead sought a market leading status. 

The strategic advantage of leveraging technology to create a 

new market position will likely have an extremely positive effect 

on our funding partners.  They will see that GCCIA not only 

provides a utilitarian service, we also provide insights into the 

power distribution network of tomorrow.  

Aligning our strategy >> communications >> Innovation >> 

Technology and Data in a coherent way will create a x10 

amplification in reasons why funding for GCCIA should be 

maintained or even increased.  

TECHNOLOGY

90% Complete



A High Level Understanding Of innovation

DATA AND ANALYTICS

COMPLETE: 
• We are gathering an abundance of data 

MISSING 
• Our business strategy is not data powered 

• Our communications are lacking data-driven insights (for 

example we don’t yet use Google Analytics to inform 

decisions) 

• Our innovations are not yet selected and their effectiveness 

measured, using data 

• We need data governance procedures 

• We require that data is treated as a valuable asset and added 

to the asset register 

• 90% of manpower goes into data preparation when getting 

ready for new innovations.  We don’t have the availability of 

manpower to exploit the opportunity our data silos present 

• Data wrangling and data modelling is a profession.  We don’t 

have an identified partner or in-house resources to leverage 

the data we have. 

• To become an AI powered business we need to upskill our own 

capabilities at both operational and managerial level  

COMMENTS 
Becoming data informed and understanding how to leverage 

data is a taught skill.  Once understood it changes how strategy 

are created, communications made, innovations are delivered 

and technology is leveraged.  

While we have mountains of data, we have yet to exploit it to its 

full potential in terms of creating greater effectiveness in the 

business and positioning GCCIA in the mind of the Board of 

Directors and external funding bodies.  

Investment in better data infrastructure and education is a key 

requirement as is linking our communications with data-driven 

outcomes. 

TECHNOLOGY
DATA & 

ANALYTICS

50% Complete



Using the 7 Principles of Digital Business Strategy  
to Create a Digital Transformation Strategy 



#1: Know Yourself

DIAGNOSIS 
• We have a reasonable understanding of the ‘As-Is’ state 

however further investigation to collect both qualitative and 

quantitive data should be performed.  

STRATEGIC AMBITION 
• I believe that we would better serve the Board of Directors 

and funding bodies if we focused on becoming the innovation 

hub for the region on power transmission and maintenance. 

This will mean a reduction in emphasis on cost reduction and 

instead a focus on delivering value across the region by 

pushing the boundaries of what is possible with technology.  

UNIQUE VALUE PROPOSITION 
• A statement for strategic ambition should be created. This 

outlines what we are transforming into.  To do this we should 

be fill out this sentence:  

• “We are the _______ in ______ for _____ because we do _______ 

better than anyone else” 

 

Example: 
GCCAI are the world leader in power transmission and 

network maintenance because we have the lowest cost of 

ownership network with the highest availability, achieved by 

leveraging new and emerging technology.  

TO DO 
1.Spend time talking to key stakeholders.  ‘Poke the box’ and 

then do deep diagnosis using the ‘5 Why’ technique 

2.Collect quantitive data to support or reject hypothesis 

gathered in the interview 

3.Identify leap of faith assumptions and add them to section 7 

(The to-do list) 

4.Get board agreement on the shift of strategic ambition 

5.Create a unique value proposition that is both inspirational 

and guiding.  It must be easy to understand, concrete and 

provable and help us to select or dismiss projects that 

promote the value proposition. 



#2: Know Your Customer

VOLUME 
• There are 3 different divisions with 3 different customers.  

Each of these should be understood separately.  

• Operations and M&AM report to the Board, Power 

Companies and Sponsors. 

TASK 
• It is not yet absolutely clear as to what the expectations are 

for the key stakeholders for the future of GCCIA.  It is 

assumed that cost reductions is a key requirement but there is 

only so far we can go with cost reductions.   

• Would the key stakeholders be up to for transforming GCCIA 

into the power innovation company that helps transform the 

region?  It is a natural fit for both GCCIA and the sponsors 

however it can not be assumed that this is what they want.  

This requires further investigation.  

INTENT 
• If GCCIA moves into a strong innovation role and creates a 

unique culture of innovation, will the sponsors underwrite any 

of the risk that is traditionally involved in innovation?   

• To date, other than sensor technology fit-outs, GCCIA has not 

taken risks in inventing and pushing the boundaries in power 

management.  This has been left to the partners and as such, 

they own the intellectual property rights and they become the 

recognised authority.   

 

It feels like this should change but we need to understand the 

key stakeholders intent first.  

TO DO 
1.Speak to the key stakeholders for each business unit 

2.Understand what motivates them and their expectation is for 

the future of power in the region 

3.Seek consent to turn GCCIA into a centre for innovation in 

power and asset maintenance 

4.Seek to bring Business Support up to speed so they can 

adequately support the next phase of AI and data enablement 

5.  If the key stakeholders would like to transform a part of 

GCCIA into an innovation centre and formally innovate at 

scale, the structures and funding to support such a move 

should be sought.



#3: Market Alternatives

COMPETITORS 
• While we are a not-for-profit organisation it is assumed that 

we have few if any competition.  However if we are to become 

an industry innovator we must seek to position ourselves as 

such.  This often means displacing existing competitors  

TASK 
• It is not yet absolutely clear as to what the expectations are 

for the key stakeholders for the future of GCCIA.  It is 

assumed that cost reductions is a key requirement but there is 

only so far we can go with cost reductions.   

• Would the key stakeholders be up to for transforming GCCIA 

into the power innovation company that helps transform the 

region?  It is a natural fit for both GCCIA and the sponsors 

however it can not be assumed that this is what they want.  

This requires further investigation.  

INTENT 
• If GCCIA moves into a strong innovation role and creates a 

unique culture of innovation, will the sponsors underwrite any 

of the risk that is traditionally involved in innovation?   

• To date, other than sensor technology fit-outs, GCCIA has not 

taken risks in inventing and pushing the boundaries in power 

management.  This has been left to the partners and as such, 

they own the intellectual property rights and they become the 

recognised authority.   

 

It feels like this should change but we need to understand the 

key stakeholders intent first.  

TO DO 
1.If we are to become a published innovator we need to 

understand who currently holds the top spaces in the region 

with regard to references.  Who are people talking about? 

2.Then we need to look at our own resources and ask the 

question if we can innovate at pace and deliver insights faster 

than anyone else (I believe we can) 

3.Then we need to change how we approach publishing.  We 

have to move away form press release style writing and look at 

rapid insight and digest writing 

4.Consider creating a massive leap in competitive advantage 

and innovation placement by opening an ‘open data forum’   



#4: Resources

TIME 
• If we are to change the unique value proposition and move to 

become an industry innovator, we need to understand how 

much leadership time we can dedicate to the cause. 

• We need to know where human resources will come from in 

order to dedicate to experimentation and collaboration with 

other external manufactures 

TALENT 
• Someone with decision making powers must lead the digital 

transformation.  What leadership talent can be dedicated to 

the transformation? This will determine the speed of change.  

It is thought that at leader 1 senior leader spending 2 days per 

week on digital transformation is a minimum requirement 

CASH 
• A budget should be calculated based upon the projects that 

are considered.  It is better to have a budget that can be split 

into different activities.  For example: 

• 70% for sustaining innovation | 20% for adjacency innovation | 

10% for moon-shot or high risk projects 

TO DO 
1.Once the strategic  ambition is confirmed, we should seek  to 

quantify the availability of Time (available people  for 

innovation) 

2.Leadership talent to pioneer Agile working practices and to 

lead the structural changes that often come with 

transformation 

3.Cash availability to invest in innovations.  Getting budgets is 

always difficult as business cases are typically needed to 

release budget.  However, with innovation, it’s often unknown 

if a project will succeed or fail.  For this reason it may be wise 

to index the budgeting with incremental success of Minimal 

Viable Products. 



#5: Where Are We Now (As-Is)? #6: Where Do We Go (To-Be)?

AS-IS 
• As explained during our training course, GCCAI is in Advocacy.  Those 

that need to know about our innovations have to be told by word of 

mouth.  There is little in the way of positioning GCCAI as an industry 

authority. 

TO-BE 

•  The possible purpose of the digital transformation is to reposition 

GCCAI as a global industry innovator.  Even though other networks 

around the world are implementing AI and other advanced tools, few 

are brining the insights and innovations to the world in a coherent 

way. 

 

GCCAI has the momentum, innovation and capabilities to take that 

top spot of being the most innovative power distribution and network 

maintenance company in the world.   

 

Our lean headcount and low costs are testimony as to how we have 

leveraged emerging technology.  This is to continue but in a most 

structured and systematic approach. 

Move

Growth 
Profile



#7 Actions

2020 Q4 2021 Q1&2 2021 Q3&4 2022 2023

STRATEGY 
• Agree strategic aims as per 

this document and edit 

accordingly 

• Follow 6 steps as per page 3 

• Create As-Is and To-Be 

states for each business unit 

• Create the resources 

required for agile working 

• Build a technology plan

INNOVATION 
WORKSHOPS 

• Build communications skills 

• Find partnership with data-

platform providers and AI 

model manufactures (Creme 

Global) 

• Run innovation workshops 

• Create MVP and publish 

results

BUILD OUT 
TECHNOLOGY STACK 

• Finish with ‘base platforms’ 

that provide normal 

operation of the business 

• Assign someone in charge of 

data governance 

• Seek to include now AI 

enabled innovation platforms 

for new experiments as 

discussed in the workshops

POSITION GCCAI AS 
GLOBAL INNOVATOR 

• Combine innovation with 

communications, data and 

strategy 

• Build the brand as an 

industry innovator around 

emerging technology and low 

cost of ownership power 

network

SEEK TO BECOME AI 
POWERED 

• Seek to automate anything 

that requires subject matter 

experts 

• Build comprehensive AI 

enabled business process as 

well as infrastructure 

• Lower the cost of ownership 

while radically transforming 

the industry




