Mandate Vattenfall (Key Context)
Vattenfall is one of Europe's largest producers and retailers of electricity and heat, with main markets in Sweden, Germany, the Netherlands, Denmark, and the UK. The company employs approximately 21,000 people and is 100% owned by the Swedish state, with headquarters in Solna, Sweden.
Strategic Focus: Vattenfall's strategy aims for "fossil freedom" and has been "electrifying industries, powering homes and transforming life through innovation for more than 100 years".
E-mobility Leadership: Vattenfall operates more than 60,000 charging points in North-Western Europe through their InCharge network, with rapid growth planned. The company is investing 500 million euros in expanding charging infrastructure in Germany until 2028, with around 100 million euros invested each year over the next five years.
Technology Integration: Vattenfall is heavily invested in smart charging solutions, AI-supported grid management, and seamless interoperability between charging networks, vehicles, and power grids.

Parties
Customer		https://group.vattenfall.com/
H3 Consultants	https://www.h3.company/

Contact List
	Who
	Where
	What
	Mail

	Pieter van Ommeren
	Vattenfall InCharge Germany
	Director for Germany
	pieter.van.ommeren@vattenfall.nl

	Fabian Hagmann
	Vattenfall Smarter Living GmbH, Berlin
	Geschäftsführer E-mobility
	fabian.hagmann@vattenfall.de

	Jean Bork
	Vattenfall E-mobility
	Assistentin der Geschäftsführung
	jean.bork@vattenfall.de

	Jeroen Haverkorn
van Rijsewijk
	H3 Company
	Business Consultant
	info@jeroenhaverkorn.nl / jeroen@forchiefs.com

	Elfried Klarenbeek
	H3 Company
	Prod Development, Support Ventures
	elfried@h3.company

	Patrick Motsch
	ValueOn AG
	Digital Transformation Expert
	p.motsch@valueon.ch





Customer Mandate Summary
Client: Vattenfall Germany (E-mobility Division)
Key Stakeholders: Fabian Hagmann (CEO E-mobility), Pieter van Ommeren (Director Germany)
Engagement Type: Digital Transformation Consulting using Evolutionary Spiral Framework

1. Topic: Team Journey Germany
· Challenge: 3 FTE team transitioning into expanded role (sales, operations, digital services)
· Pain Points: Service underperformance due to hardware issues, team groove problems, low app uptake
· Context: Peter moving from Country Director Netherlands to E-mobility Germany; team relies on Vattenfall IT Poland (80% AI-developed code)
· Deliverable: Team transformation roadmap to improve performance and prepare for expanded responsibilities

2. Topic: Technology Vision Development
· Challenge: Fabian needs comprehensive technology vision with AI integration for E-mobility division
· Scope: 3-5 year strategic technology roadmap that's "grounded" and measurable
· Context: Company under pressure, needs competitive advantage through technology
· Integration: Must collaborate (more) effectively with downstream Vattenfall IT infrastructure
· Deliverable: Practical technology vision with clear metrics and implementation plan

Success Criteria
· Numbers-driven approach with measurable KPIs
· Grounded AI applications (not hype-driven)
· Executable roadmap that teams can implement
· Competitive advantage in German e-mobility market
· Seamless integration with existing Vattenfall IT ecosystem

Methodology
Apply Evolutionary Spiral framework (Leadership → Technology → Pioneers → Lab) to deliver both team transformation and technology vision as integrated solution.
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Challenge
World is changing – to feel the competitive advantage
If you see the change – to use ai for the advantage
How to realize this?

Initial Schedule
Topic: Setup Tech Vision for German country branch
· 2025-07-11 Meet the customer https://group.vattenfall.com/ - Intro & intake for quote
· 2025-07-22 ValueOn quote to https://www.h3.company/
· 2025-Aug Customer orders
· 2025-Sep Start mandate

Glossary
· BU - Business Unit
· DSH - Digital Services & Hardware (central department)
· MCO - Marketing and Commercial Operations (central department)
· VMG - Value Management & Governance (central department)
· S&O's - Sales & Organisations (country organisations Sweden, NL and Germany)
· Orion - Extensive program to carve out B2C and hand it over to other Vattenfall departments outside of the BU
· BA - Business Area, which consists of a collection of BU’s
· [bookmark: _qm030y8h9207]Central IT - this is Vattenfall IT, located outside of the BU in the central Vattenfall organisation


Strategic Questionnaire
	Question
	Answer

	Current situation
	

	What specific performance metrics are you missing with the current e-mobility service delivery?
	

	How is the hardware performing? How is your competitive position in the German market?
	JEROEN: Particularly in Germany there is a reliability and service problem with hardware supplier ABB. Germany is the main enabler to making the business case work, and Germany is behind on multiple fronts: (1) Usage, (2) New charge points (CP's) installed and (3) a large B2C legacy from which they are about to say goodbye (too labor-intensive against small margins and high need for tailoring)

	Percentage of charging sessions initiated through your mobile app vs. other methods (RFID, ad-hoc payments, etc.), and whether you're hitting your target conversion rates?
	

	Team Performance
	

	Does your current management team has the right skills/bandwidth to scale the business, or do you need additional leadership hires for growth?
	

	Do you have IT dependencies to Vattenfall IT in Poland? Impact to innovation speed?
	

	Technology Vision
	

	What specific technology investments are you planning for the next 3 years?
	

	How should your technology vision support the 500M€ charging infrastructure investment?

	REFERENCE: From Vattenfall's public announcements - €500M investment in German charging infrastructure through 2028 (€100M per year) as part of larger €5B German investment plan. Sources: Mobility Portal Europe, Baltic Wind EU

	What integration challenges do you face between e-mobility and core Vattenfall systems?
	

	AI Integration
	

	How is staff supporting AI integration?
	

	How can AI improve your charging network utilization rates and customer experience?
	

	What data assets do you have that competitors don't? How can AI leverage them?
	

	Decision Framework
	

	Who are the key decision makers for technology investments above 1M€?
	

	What's the typical process and timeline for approving partnerships/consulting engagements over 1M€? Who needs to sign off?
	

	What's your timeline for making strategic technology decisions?
	

	How will you measure ROI on technology transformation investments?
	



Top Questions
1. What’s your vision for the company on the long run?
DSH team is managing the landscape of tooling and systems and chargement platforms
Basiscs are there, running, 40000 connectors wvery well – vaterefal IT brings very good competence, we steer them
Users not happy, not userfriendly, not fast, not help for my life
Customers sometimes do not know features
Delivered to late or not what we need
Very busy team, doing their atmost
Topics like AI  outsourcing customer services, voicebots ? – do not know? Feeling of “we need to do something”. Spending a lot of money. Basics in place – expensive for the value and flexible models . buy or build? – to understand, we do not know
A lot of bight people, but they face on lack of clarity! – better to steer
Many ideas
High potential on experts, what the knowm and what they need
Hardware a team of high experts – with procurement right hardware, test, to understand price and stability, quality checks, experience
Internal topic: Central and local units  DSH is delivery

Vat IT: 60 dev staff  in poland, supportive, profesional
Fabian - Temrinology:
· Vision: based on 2 roadmaps: digital and hardware
· Digital: component AI strategy to be part of radmap, one component cost effeiciency and differentiation( (build or buy)
· How can we create real usp’s (market trends for charging, how to create competitive edge)
· Hardware roadmap: how to harmonice hardware (different models in ifferent markets)  long /mid term believer
· Component: clear understanding of hardware (where is intelligence)  service?
· Who builds which intelligence?
· Not only to deliver for the local organizatrions DSH own tech vision  must be linked to business and value chain
· DSH vision  both wys out and in
· Each roadmap to have some key questions
· Idendity in the DSH team? – we are infra = backbone, clear understanding that we deliver on demand of local organisations, but also self owned topics 
· Vision 1 y and 5 years
· Operationg model is working with vision & stratega involvement as a starting point
Expectation to ValueOn Support?
· Corporate kickoff  strenghten realtion to procurement (tensions, issues to fix)
· First objective, then teaming, shaping, work on content, only the team journey
· Setup: first phase to have a senior group to define vision (the key questions and the key expectations by value), then to integrate team
· Measures to get trust  how can we adopt ai
· Start End of AUG
· Modular offering  1st step highlevel, then roadmap, then team dynamics

Topics:
· Too many ideas – experts are there, experience
· What portfolio we want?  Guidance
· Shaping of governance and value generation
Overview of central and local organizations  DSH needs finding its place

1. How you think AI integration might support the realisation of this vision?

1. Which KPI targets are you not meeting? And/or which critical performance metrics are you unable to measure currently?
Both versions are relevant. I can tell you that the BU is missing targets on (1) Usage, (2) Number of CCP’s (connected charge points), (3) profitability and (4) reliability.
1. What specific technology investments are you planning for the next 3 years...?  Already some stars?
1. What integration challenges do you face between e-mobility and core Vattenfall systems? 
human interfaces, collaboration aspect here, technological
1. How should your technology vision support the BU business case?

1. Are you in a situation where there’s resistance to running initiatives, or is everything just getting started?

1. Is there shadow use happening that might raise security concerns?   


Team needs vision and direction, team vbuilding and leadership
Global: Digital solutions & hardware  New role for Pieter
Pieter: Working from Amsterdam

Fabian in Berlin: Business Mobility and (from finance media, then finance, e-finance was a difficult start). Good team in germany. Now sharpening the focus  focus on a few things. 
Digital and hardware is impotant. Asset based business
We run an infrastructure company, not a sales organisation. 

DSH  Pieter is expert for this
Create trust to AI
Area of more top-down AI use cases  vision
Believe in agentic AI
Leadership european school of technology – ai for managers. 


Hallo Richu

Ich habe Dir hier die Infos und Personen zusammenkopiert für die Interviews. Der Link jeweils auf das Linkedin Profil.
Im Anhang zudem ein paar Kontext-Informationen zusammengestellt.

Kannst Du damit mal die Fragekataloge pro Person und die Auswertung vorbereiten?

Freundliche Grüsse, Patrick Motsch

Senior Project Manager / Managing Partner | M +41 79 636 20 81 | p.motsch@valueon.ch
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Ihr Strategie-, Sparrings- und Projektpartner für wertorientierte Transformationen und businesskritische IT-Vorhaben.
Mehrfach ausgezeichnet mit dem ASCO-Zertifikat für «Best Business Transformation».
ValueOn AG | Uster West 44 | 8610 Uster | +41 44 943 70 40 | www.valueon.ch 
Main Schedule
	Date
	Time (CET)
	Activity
	Details

	Sep 1
	09:00-12:00
	Interview slots available
	

	Sep 4
	09:00-12:00
	Interview slots available
	

	Sep 4
	13:00-17:00
	Interview slots available
	

	Sep 8 (Mon)
	10:00-11:00
	Kick-off prep: Design session
	

	Sep 12 (Fri)
	13:00-14:00
	Kick-off prep: Final touchpoint
	

	Sep 16 (Tue)
	10:00-12:00
	Virtual Kick-off (Part 1)
	Core team - 120 minutes

	Sep 19 (Fri)
	10:00-11:00
	Virtual Kick-off (Part 2)
	Core team - 60 minutes

	Sep 30 (Tue)
	-
	Phase 1 plan delivery
	

	Oct 3 (Fri)
	13:00-14:00
	Kick-off Debrief & Phase 1 dialogue
	@Elfried to participate (visibility and involvement)



Stakeholder Interviews to Schedule
60 minutes each
	Stakeholder
	Department
	Assigned Date
	Assigned Time

	Pieter 
	Director Germany
	
	

	Fabian 
	Head E-Mobility
	
	

	Fanny
	MCO
	
	

	Alied
	S&O NL
	
	

	Annemarie
	S&O Germany
	
	

	Henrik
	S&O Sweden
	
	

	Jitske
	Vattenfall IT
	
	

	Tobias
	Procurement
	
	



Interview List

Key people for Kick-off Phase interviews
· Pieter van Ommeren
· Fabian Hagmann
· Fanny Lindberg - Director Marketing & Commercial Operations (MCO). Fanny leads MCO and has 3 direct reports Denis (Back Office), Pauline (Marketing) and Niels (Process Management). Fanny became a mother for the 2nd time a little over a year ago. She is around 35 years of age and joined Vattenfall after university as a trainee. She is regarded as very talented. I have been working with her very closely since early 2023. We grew a trusted relationship. I will be facilitating a 1-day team session with her team in the 1st week of Sep. Her team covers central propositions, process management and central back office. Propositions is doing well, managed by talented manager Pauline (joined Vattenfall from outside last Oct and has yielded great respect). Pauline is Fanny’s natural successor, even though at this stage that is not relevant. Back office lead by Denis is not so visible and thus deemed not so important currently. Process management has failed so far, and the manager Jessika has recently been replaced by an experienced process manager from the S&O NL Niels, who I have worked with as well and who strikes me as a very calm and grounded person. Based in Stockholm.
· Alied Wesselsboer - Director S&O (Sales & Operations) The Netherlands. Dutch. Allied has 4 direct reports, Judith (Sales), Jasper (Operations), Paul (Sales), Rikus (Asset Management). Succeeded Pieter last Oct. Has been Pieter’s trusted MT NL member before that. Allied drives results and performance. She describes herself as red, in colour theory and I agree. I have worked with her and her team, which went very well. Even though she is very approachable, she is not so easy to really get to know, yet a lot of fun to hang out with. Great sense of humor. She is well-respected in the BU MT, and is known to be direct. Based in Amsterdam.
· Annemarie de Jong - Director S&O Germany. Dutch, yet living in Germany for several years. Around 38 yrs. Annemarie has 4 direct reports, but will have less soon after reorganizing. Currently, there is Franz (Sales Customer Invest, which is being divested), Franzi (Sales Vattenfall Invest), Luise (Asset Management), Bernd (Operations), 1 vacancy (Delivery, which Annemarie used to do and is still doing wearing double hats). Annemarie has been with Vattenfall since last October. She came from a startup environment and is a fast thinker and learner, with a rigorous routine of eating, doing sports and self-reflection. Highly efficient, high speed. Outpaces her environment by default, both in terms of doing and thinking. One of her bigger challenges is to accept Vattenfall’s slower pace, and ‘accepting’ in general. Strong-willed and very talented. Came in and turned around an underperforming Delivery team in Germany. Earned a lot of respect for that. New in the BU MT since mid June and is still in the process of positioning herself, yet is quickly entering into one of Fabian’s ‘go-to’ BU MT members whenever he seeks council. Hardcore believer in AI. Loves speed. Loves prototyping. Loves failing fast. Her next business challenge, on top of existing ones (too little usage, too slow installations, thinning sales funnel, underperforming MT members), is to reduce her current fte base by 37% over the next 1,5 years. Based in Berlin. Family transitioning from Munich to Berlin.
· Henrik Nordström - Director S&O Sweden. Henrik has 4 direct reports - Anders (Sales), Christoffer, Christoph and Cassandra. Henrik leads the only team reporting into the BU leader that I have not worked with. Has replaced Susanna Hurtig since April 2025. Susanne was there from the beginning and was known to ‘do her own thing’, which Henrik is slowly but surely turning around. There were several reasons for this, but it also had to do with Fabian’s predecessor who basically let it be. So, after years of running relatively separate from the BU, Sweden is now finally getting more in sync. It was one of Fabian’s less trivial dossiers of the last years - to replace Susanna - but after 2 years of massaging he succeeded in a very good way that there was relatively little collateral damage. Henrik is the oldest BU MT member in terms of age, approaching 60, but only joined Vattenfall and the BU in April 2025. Has both corporate and scale-up experience. He is ‘very Swedish’ :-) which in my definition means: polite, warm, indirect, autonomous thinker, calm on the outside and conflict-avoiding. Henrik has a number of business challenges, such as making S&O Sweden profitable and elevating the level of collaboration and performance in the MT. Good news: I will start working with his team in September. We have MT Sweden offsites scheduled for Sep, Dec and Feb. Based in Stockholm (Vattenfall HQ in Solna).
· Jitske (family name unknown) - Pieter’s peer within the central Vattenfall IT organisation. ‘Central’ means ‘outside of BU E-mobility’. I don’t know her but Pieter tells us that she is very much willing to invest into expanding the collaboration between Vattenfall IT and the BU E-mobility.
· Tobias (family name unknown) - Pieter’s peer from central Vattenfall procurement. I don’t know him, but Pieter tells us that the relationship between central procurement and the BU has not been smooth historically. He told us that some healing might be required there and this project may offer a structure to achieve that.
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