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1. Why the new way of working?
2. What is the new way of working?
3. Change leadership program (CLP)
4. Pilot
5. Checklist

Stage 1
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The undisputed 
commercial leader 

with the most 
valuable client 

portfolio

Doubling our 
production capacity 
in 2020

The most  
successful and  
attractive  
employer in the 
sector

Halving  
our CO2  

emissions

Essent aims to become the most 
high-performing energy company. 
In order to make that ambition 
a reality, Essent has set goals in 
four areas: clients, technology, 
sustainability and organisation. 
The environment in which Essent 
operates is constantly changing: 
clients are more demanding, the 
labour market is growing more 
competitive, employees are seeking 
a better balance between private life 
and professional career, and climate 
change is an increasing focus. 

1. Why the new way  
of working?
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One of the things that these 
changing circumstances demand  
is a flexible, inspiring approach  
to work and to collaboration.  
An approach that gives energy.  
That gives employees the 
confidence and freedom to  
accept responsibility: towards 
themselves, colleagues and  
the customer. 

That’s why we here  
at Essent are working  
in a new way.
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The new way of working 
contributes to CSR

The new way of working increases an employee’s 
vitality and productivity. What more, Essent is 
committed to corporate social responsibility.  
These three core activities represent the three Ps: 
people, planet and profit.

People (vitality)
Offering people the chance to choose when and where 
they work facilitates a better balance between work and 
private life. As a result, employees are more engaged in 
their work; they receive more responsibility and accept 
more accountability. Here at Essent, it is a way to express 
mutual trust. This generates energy. The freedom to work 
in an inspiring environment in this way ensures that we 
have dedicated employees who feel connected to their 
clients. Satisfied employees are willing to go the extra 
mile, and our clients reap the benefits. 

Planet (corporate social responsibility (CSR)
The new way of working is a tangible way for Essent to 
pursue CSR. Cutting down on employee commuting, 
structuring work hours efficiently and staffing office 
buildings more effectively all leads to lower CO2 emissions 
and energy savings at office locations. 

Profit (productivity)
When employees can adapt their environment more 
effectively to the work that they do, productivity goes up. 
Hereby we needed less office space. The travelling 
kilometres per employee decreased and the office 
environment is used efficiently. 

The new way of working helps Essent to fulfil its 
ambition to become the most high-performing 
energy company. 

Result Profit:
More than 8,5 million Euros will be saved  
in the period 2010-2015. 

Result Planet:
75% of the employees   work 2 or more days at home per  
week. Herewith we save on kilometres. In addition, Essent  
had 15 buildings and we brought the number down to 5. 

Result People:  
Employee satisfaction of a new way of working  
rose from   a 7,5 to an 8 of 10. 
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At Essent, the new way of working 
means taking the time beforehand 
to consider where, when and how 
the Essent employee will be best 
able to get the work done. 

2. What is the new  
way of working?
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freedom 

trust

responsibility

connectedness

The employee chooses the time that suits him best and 
the location that is best suited to what the employee 
needs to do. These choices are made based on prior 
agreements with colleagues and the manager. The 
agreements include which days they work at the office 
so they can meet their colleagues, when they can be 
reached, and what results the employee will deliver. 
The new way of working is all about trust, responsibility, 
freedom and connectedness.

The new way of working is fully in line with our core 
values. It makes it possible to deliver even better quality 
and to fulfil our promises in sympathetic, transparent and 
inventive ways. In the end, our new way of working also 
contributes to our promise to our clients: Essent delivers.

Core values:

Accountability 
“I can pick up the kids after 
school, and then finish the 
presentation in the evening. 
Just like we agreed.”

Inventive 
“ Essent delivers. Even when 
there’s 12 kilometres of  
traffic congestion on the  
A2 motorway.”

Transparent 
“ I have made clear agreements 
about how and when I can be 
reached.”

Sympathetic 
“ Since I don’t have to 
travel as much anymore, 
I can visit my brother 
on the afternoon of his 
birthday.”
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3. Change Leadership 
Program (CLP)

The new way of working is a change that takes time and a 
structured method, implementing a cultural change that 
affects the entire organisation. The Change Leadership 
Program (CLP) is used at Essent to achieve our goal of 
being the most high-performing energy company. CLP at 
Essent stands for realising business impact and handling 
the complex changes that Essent faces. The focus is on 
three levels: the organisation, the team and the individual. 
For a successful change 30% of success depends on the 
method, while 50% depends on leadership styles.

Essent selected a masterful 
approach for a new way of 
working, which means that 
goals are set based on 
high standards and that 
management works with the 
people in the organisation to 
reach these goals. 

Sidney Keimling,  

coach commercie 44 B2C

 

We do what we promise  

each other and the customer. 

Essent delivers.
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Steering 
committee 

Program
manager

Sponsor

Project team  
(Facilities, HR, IT, PMO, 

Communications)

The Project structure 

Seeing &
Understanding 

Sustaining &
Continuously

Improving

Learning &  
Experiencing

Framing  
& Choosing 

Get going 
& Moving 

MeTe
am

Org

an
isa

tio
n

Business environment

CLP is structured in a number  
of stages that the ‘the new  

way of working’ project  
has gone through. 

To gain a greater in-depth 
understanding as to what is 
currently going on, and what 

needs to change.
To sustain the change, 

maintain momentum and 
continuously improve.

Execute bold moves  
with pace to build confidence 

and energy, allowing for  
trial and error.To establish real clarity  

and focus in order so  
that sound and consistent 

choices are made.

To leverage learning  
at three levels “self”, “Team”  

and “Organization”.  
Finding multiple ways and  
space for doing this, and  

making adjustments  
as needed.
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One of the most important aspects in the seeing and 
understanding stage is identifying the stakeholders. 
Stakeholders make or break the project. The stakeholders 
were identified and mapped. The resulting stakeholder 
map is updated regularly throughout the project. It is also 
important to map out the change curve that the 
employees experience and keep track of how it develops. 

High  

     •  MT

•  BU manage-
ment

   •  New way 
of working 
specialist

        •  COR
•  Board
   •  Facilities

•  Program 
Manager

     •  WS LP
   •  Steerco
•  Budgetkeeper

Medium

      •  HR
  •  Supplier
•  Procurement
        •  HSE

    •  Teams
   •  WS CC

Low   •  Community •  Ambassadors

Very  
opposed

Opposed Not  
getting  
in the way

Providing  
resources –  
no personal  
in volve ment

Personal  
partici pation

Taking  
a stand

Taking high  
personal risk

Stakeholder mapping

DEGREE OF COMMITMENTIMPACT
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Change Curve

Satisfaction / 
Complacency

Denial / 
Rejection

Anger / 
Resistance

Acceptance / 
Curiosity

Enthusiasm / 
Hope

Commitment / 
Excitement

Stage 1
Stage 3

Stage 2

Stage 4

Opposed Engaged

The change curve shows in which mental stage the employees 
are in the organisational change. In the beginning of the change 
employees are often angry and resistant. As the change is 
embedded in the organisation the employees are more in 
acceptance and enthusiastic. When implementing the new way 
of working in the first stage, there was a lot of resistance 
from the employees. As employees got used to the concept op 
the new way of working in stage 2 there was acceptance and 
enthusiasm. When stage 3 began the project team noticed 
that there was a lot of resistance and the employees took a 
step back on the change curve. The end was near and at the 
beginning of phase 4 there was acceptance. 

Acceptance is the rock of embedding the new way of working 
in the Essent culture.
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4. Pilot
To introduce the new way of working at Essent, we ran a 
pilot project. A pilot project clarifies whether the overall 
goals are actually attainable. 
In the pilot, two floors at Willemsplein Den Bosch were 
completely transformed, facilitating the employees 
in exploring the new way of working. Essent provided 
the employees in certain areas by offering IT resources 
and facilities such as a workstation at home. The pilot 
lasted six months. Based on the positive results, the 
decision was made to introduce the new way of working 
throughout Essent. However, it was considered important 
to be aware that it was a major change and that the 
company needed to take enough time to implement it. 
Cultural change is not something that happens overnight. 

5. CheCklist stage 1

Must-haves

O  Draw up a plan anD ChOOse whiCh Change 

strategy is apprOpriate fOr the envirOnMent

O  Make sure that all the iMpOrtant 

stakehOlDers have been MappeD

O  write a business Case, inCluDing speCifieD gOals

O  Make the Change happen in COOperatiOn with 

the eMplOyees

O  ensure COMMitMent in Different aspeCts Of 

the OrganisatiOn, suCh as hr, faCilities anD it

avOiD if at all pOssible

O  trying tO launCh the prOjeCt tOO sOOn

O  setting unClear gOals that are  

unrealistiCally high
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1.  How Essent did the implementation 
of a new way of working

2. Tools
3. Checklist

Stage 2
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1. How Essent did the 
implementation  
of a new way  
of working

In order to transition towards a new way of working, 
agreements are made in consultation with 
management regarding who is going to work in the 
new way and when. A process was developed to 
implement the agreements. The process includes a 
number of interconnected measures and initiatives 
that facilitate a different attitude towards work, 
travel and ways of working together. 

The preparations leading up to an employee actually  
using the new way of working took an average of  
11 weeks. During the preparations, the starting points were 
determined in consultation with management. The new 
way of working was discussed and developed in the teams. 
Facilities such as furniture, IT and communication resources 
were provided to make it possible for the employee to use 
the new way of working. 

During this process, various roles were assigned within 
the teams. The new way of working coordinator played a 
key role in ordering and delivering the relevant resources. 
The coordinator worked with the project team to make 
sure that all the items were delivered on time and in good 
working order. the new way of working coordinator 
supported the manager and was the main point of contact 
for all resource issues within the team. 
In addition to the coordinator, a coach was also appointed. 
The coach was the link between the employee’s own team 
and the project team for the new way of working. The 
coach played a key role in ensuring the successful 
implementation of the new way of working within the 
team. 
After launching the process with the coach and the 
coordinator, the employees and management started 
learning to use the new way of working. 
The process took about 30 weeks on average.
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Workshop  
MT

Questionnaire baseline  
measurement

MT Workshop 
Leadership 

@W Completion by 
BU Dir / MT

Evaluation       
Workshop

E Learning HSE

Transfer @W 
coördinator

Interview  
with manager

WEEK 0

4

start

5

9

11

12 13

19

23 27

30

Intake with 
BU director

Instruction  
@W  

coördinator

Workshop 
Team

@W experience  
for Managers

Questionaire 1 
measurement

Completion  
by team

Completion  
by @W coach

Instruction  
@W  

coach
Deliveries

Process overview
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2. Tools

The employees and managers went through the process 
after the coach and coordinator had been announced.  
A baseline assessment was then carried out in the form of 
a survey, followed shortly thereafter by various workshops 
for the team and for the manager.

Overall material covered in the team/manager 
workshop:
- How well do I know my colleague?
- What mutual expectations are there?
- what is the new way of working?
- What are the goals?
-  The four essentials: trust, responsibility,  

freedom and connectedness
- ‘Hard’ aspects are covered 
- ‘Soft’ aspects are covered 
- What do you run into?  
- Golden rules

Workplace 
- Desk
- Desk chair
- Essent location
- Other locations

Terms and conditions
- Safety
- Job health and safety
- HSE
- HR terms and conditions

Infrastructure
- ICT
- Laptop and accessories
- UMTS card
- VPN/ISDN/Network
- OCS communicator

Hard

Facts

Ta
ng

ib
le

Hard aspects

Flexible crutches,
good for your back!
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Soft aspects

Teamwork
- Contacting each other
- Sharing knowledge
- Sharing documents
- Taking on work for others

Motivation/ 

independence
- Compliments
- Managing for output
- Delivering good work

Visibility/accessibility
- Reachable
- Working
- Working until when?
- Day(s) at the office

Soft

PerceptionFe
el

in
g

 Golden rules
• The new way of working is a facility, not a right 

• Presence on the agreed days at the office are mandatory

• There is a 2nd day were you are basically present 

•  Set your agenda open for your colleagues and managers 

 for collaboration, accessibility and visibility

• Using the Office Communicator is required

•  For telephonic contact the caller determines the urgency.  

If it is urgent send an text message when someone can not 

immediately be reached

• Overtime only in consultation with your manager

•  All agreements are leading and help each other to remember  

those agreements
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extra OptiOns

O  set up a COntest: ‘whO is best at the 

new way Of wOrking?’

O  Draw up a wOrkbOOk that gives the 

eMplOyee a brief Overview Of what 

the new way Of wOrking aCtually 

Means anD Offers rOOM tO take nOtes

O  prOviDe a usb stiCk tO COnvert 

everything tO a Digital fOrMat

O  a pOster Can shOw hOw Many 

eMplOyees are alreaDy using  

the new way Of wOrking

O  hOlD praCtiCe sessiOns

O  grab a week where the new way Of 

wOrking gets extra attentiOn in 

the OrganizatiOn tO Create MOre 

invOlveMent with the eMplOyees. 

3. CheCklist stage 2
Must-haves

O  Design a prOCess that eMplOyees gO thrOugh 

in a struCtureD way

O  Make sure that the substanCe Of the 

prOCess COvers all ManageMent layers

O  ensure that the COntents Of the wOrkshOps 

are Carefully COnsiDereD anD presenteD in 

the right way

O  Draw up a new stakehOlDer Map

O  keep ManageMent infOrMeD Of all the 

Changes

avOiD if at all pOssible

O  trying tO rush thrOugh the prOCess as 

quiCkly as pOssible

O  shifting the fOCus Of the prOCess tO 

Cutting COsts

O  Only using the push MethOD
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1. The workfloor
2.  How do we generate employee 

support for the new office layout?
3. Checklist

Stage 3
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1. The workfloor

The office environment will also change when the 
new way of working is implemented.  
As more and more people start working elsewhere 
(at home or on the road), the office will take on a 
new dimension. In addition to being a place to work, 
it will also become a place to encounter colleagues. 
Each department has its own floor. That’s where 
employees will go to pick up their post and access 
their locker for storing personal possessions and 
their laptop. Employees can choose to work at  
that location, or find a different room that is  
better suited to the work that they will be doing  
on that day.

The Essent headquarters in Den Bosch have been adapted 
in order to facilitate employees to the fullest, allowing 
them to structure their own schedules and choose where 
to work on any given day. 
In workshops conducted with representatives from the 
business units, two work profiles were developed that are 
based on the work activities carried out in a business unit.

CAP profile and 
the BEL profile 

Dorieke van der Haar,  

senior consultant HPO 

Do ordinary things 

extraordinary well.  

Essent delivers.
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CAP profile BEL profile

38% 50%40% 40%

Office desk @essent Office desk @essent

@home @home

12% 9%10% 2%Informal meeting Informal meeting

Formal meeting Formal meeting

The CAP profile and 
the BEL profile are the 
starting point for how 
the workfloors are being 
restructured. The type 
of furniture or location 
is selected based on 
the work that an  
employee does. 

Computer work structural 22,2%

Computer work ad hoc 4,8%

Reading 4,2%

Formal meeting 9,6%

Informal meeting 6,6%

Teambuilding/LEAN 1,5%

Call open 5,4%

Call confidential 1,9%

Brainstorm 2,3%

Training/course 1,5%

Total @ Essent  
internal use

60,0%

Computer work structural 6,0%

Computer work ad hoc 0,0%

Reading 1,5%

Formal meeting 1,5%

Informal meeting 1,5%

Teambuilding/LEAN 3,0%

Call open 42,0%

Call confidential 0,3%

Brainstorm 1,2%

Training/course 3,0%

Total @ Essent  
internal use

60,0%
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2. How do we generate 
employee support for 
the new office layout?

For the intended renovations to take place, all the employees 
must be able to use the new way of working. A process was also 
developed for this purpose. The process covers all the aspects 
needed to offer employees effective support throughout the 
move, in terms of facilities, resources and corporate culture. 

Operational contact officers have 
been designated in consultation with 
management. Once these contact 
officers were announced, an 8-week 
preliminary process was initiated to 
prepare for the move. The post-
move process took an average of 
three weeks for evaluation and 
modification as needed. 

Info sessions 
Business partners 
(facilities) and 
BU’s support 
project

Info BU-dir (t1)  
& inform  
LT/MT (t2)

Make the floors ready 
for adjustment

Adjust the floor Moving in 

After care & 
evaluation

1st floor  
consultation

2nd floor  
consultation

3rd floor  
consultation

• global planning 
• proposal stackingplan
• consequenses @w zoomed in

• who sits with whom on a floor
• make agreements on days

•  Final check on facility  
and cultural area
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Furniture

Poufs
The poufs can be used if you want to do a 
brainstorming session with your team. On these 
poufs you should take an active sitting position. 
You will always find a few of them grouped 
together and they are located on the 
brainstorming places at the floors.

To optimize the new way of 
working concept, Essent chose 
to adjust the work environment 
of the employee. Different types 
of furniture are used in the 
environment. This adjustment 
is an extra addition to the 
new way of working concept. 
Without this adjustment the 
new way of working will also 
work well. 
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Project sofa
The project sofa is intended for informal 
meetings with colleagues, for instance for a 
talk that is not too confidential. The thick 
fabric and the shape of the project sofa 
ensure that you do not bother others.

Informal chair
This chair can be used for 
informal meetings. These seats 
absorb sound so that people 
surrounding you won’t get 
interrupted. 
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The phone box
You can use the phone box to make a private or business  
related phone call. By using the phone box you will not  
interrupt your colleagues on the work floor.

Flash spot
The flash spots are intended for short-term use, for instance 
between two meetings. You can sit down and check your e-mail. 
It’s also possible to work at the flash spot in standing position. 
Research has proven that working in a standing position 
stimulates inspiration.
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Informal chair
These chairs can be used for informal meetings. 
These seats absorb sound so that your 
environment doesn’t get interrupted. 
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3. CheCklist stage 3

Must-haves

O  Make sure yOu have enOugh rOOM in the  

buDget tO COver the renOvatiOns

O   Draw up a new stakehOlDer Map

O  nOtify the right peOple in gOOD tiMe

O  Make sure that all the eMplOyees have been 

nOtifieD abOut the MOve

O  Draw up instruCtiOns fOr the MOve

O   COnDuCt a survey aMOng eMplOyees tO see 

hOw they view the new way Of wOrking

avOiD if at all pOssible

O  DeterMining the Design Of the  

wOrkflOOrs On yOur Own

O  COMing up with yOur Own list Of 

what a business unit’s aCtivities are

extra OptiOns

O  Organise an event fOr the 

eMplOyees where they Can 

faMiliarise theMselves with the  

new furniture

O  Distribute pOstCarDs listing the 

MOst frequently askeD questiOns, 

with the answers On the baCk. 
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1. Embedding in the organisation
2. Future
3. Checklist

Stage 4
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Martijn van Faassen, manager 

human resources Commerce 

Realism rather  

than pretty pictures.  

Essent delivers.

Martijn van Faassen
Trust

‘It’s not just trust from me to my employees but also 
trust from my employees back to me. And if you can put 
a plus behind all bullets then a new way of working is 
really enjoyable.’ 

Martijn
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1. Embedding in the 
organisation

4000 employees can use  
the new way of working.  
The Essent headquarters 
in Den Bosch have been 
renovated and can now 
facilitate a new way of  
working for our employees. 

All the stages are important to the process of introducing  
a new way of working in an organisation. One stage is the 
essential core that determines the project’s success, while 
another stage is a supplement to the project. The final stage 
focuses on embedding the project in the organisation. To 
ensure that the project has a good follow-up, it is vital to 
make sure that certain processes are embedded in various 
areas of the organisation. 

Facilities & 
Supplies

Innovation Storyline &  
Culture

Leadership

@W  
sustainebility
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Facilities & Supplies
Order processes for e.g. home workstations and IT 
resources have been returned to the responsible business 
unit. This change has also been announced to the 
employees.

Storyline & Culture
The culture of the new way of working needs to be 
adopted by the organisation. The storyline of the new way 
of working needs to be part of the Essent strategy. It is 
also important to involve all stakeholders in the process. 
Essent did so by involving the employees’ families. Essent 
explained what the new way of working means for family 
members, so an employee’s home environment can be 
more aware of how it works.

Innovation
There is a mechanism in place that constantly works  
to improve the new way of working within Essent.  
Human Resources is primarily responsible for that aspect. 
In addition to the mechanism that ensures ongoing 
improvement, it is important for all courses and training 
programmes to be adapted to the new way of working. 

Leadership
It is a long process to get leaders to the point that they 
effectively become ambassadors for the new way of 
working. Once the managers have become ambassadors, 
they can bring whole groups of employees with them.  
This is a difficult process because employees are tossed 
back and forth on the change curve. That’s why it is so 
vital for managers to become ambassadors for the new 
way of working. They serve as role models for their own 
employees.
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Hendricus de Jong, operator 

BHR brandstoffendienst 

We know what’s needed  

and we do what’s needed. 

Essent delivers.

Hendricus de Jong
Getting used to it

‘I find that I need to get used to the new way of 
working. I am a person who likes to be surrounded 
by people. So when I sit at home the pets notice that 
(haha). Then I just chat with them.’ 

Hendricus
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2. Future

The new way of working is a process that has to set a cultural 
change in motion in order to stay in step with the future. A change 
in corporate culture takes time. Essent has implemented all the 
aspects that could be facilitated. This has had a considerable 
impact on the employees. A cultural change demands a great deal 
of understanding and empathy from employees. The employee is 
tossed back and forth on the change curve. For that reason, peace 
and quiet is very important after such an intensive process. To make 
sure that the new way of working does not lose momentum and to 
restore the employee’s energy, there will be a follow-up to the new 
way of working project.

3. CheCklist stage 4

Must-haves

O    assuranCe that the prOCesses are  

eMbeDDeD in the variOus business units

O  a gOOD fOllOw-up tO the Overall prOjeCt

avOiD if at all pOssible

O  allOwing the prOjeCt tO lOse MOMentuM

The follow-up will constitute a 
holistic approach within the  
organisation. The project will be 
named ‘a great place to work’, 
aimed at creating an even better 
organisational culture. 
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Saskia Bottenberg,  

senior buyer Essent Service 

Make energy available, 

affordable and sustainable. 

Essent delivers.

Saskia Bottenberg
Cozy

‘If the office is becoming a factory it is difficult for 
the employees to feel at home. So you have to do 
something about the facilities. Create cozy corners 
and spaces where you can have informal meetings. 
Meetings where you can see each other and be 
relaxed.’ 

Saskia

72 73



Colofon 
Concept: Project team new way of working Essent

Text: Lisa Deitelzweig Senior

English translation: Todo Talenservice

Photography: Leon van den Broek, UnitedStudios e.a.

Design: Oranje boven bv

©2013 Essent

Program manager

Sabrina Palermo

 

Program management office

Bart Groenewoud

Hans Verweij

 

Cultural Change

Jacoline Boonman

Lisa Deitelzweig Senior

Diana van Meer

Babbe van Stiphout

Maite Gimenez

Marcel Broumels

Wilgard van Lee

Geert Jan Rens

Sawan Bruins

Liselotte Ouwerling

 

Location Policy

Patrick Horstink

Daniel Holleman

Martien Bruijns

Wim Reichs

 

Roll out The new way  

of working Essent

Jack Kradolfer

Cees Sanders

Piet Plat

Terry Dijkhof

74 75






