
From excel 
workaround
To structured 
workflows

IBZ-FOD CGVS eDossier - Digital Transformation
Senior Product Designer I 2022 - 2023



Hi, I’m Cedric Liebens,

A Data & AI driven Product design 

transformation lead
I accelerate enterprise delivery in 90 days by fixing 

design systems and stakeholder alignment in B2B and regulated environments.
15+ years | Cross‑industry pattern recognition. Pharma · Gov · B2B SaaS. 

Outcome‑first | Bridging Business, Design & Development.



In numbers

MVP Validated for EU-Funded Digital Transformation

4main stakeholder 
organisations with 
different agendas

5Key personas 
identified

80+ Screens 
designed & tested

6Iteration cycles 
(Maze n=62)



The Problem

6 Systems, No Single Source of Truth UX Research + Problem Framing
My role:

Example of physical dossiers/papers As-is

Actio (2002 database, 1 person dependency)

Word docs (local C: drives, not synced)

Excel workarounds (Isabelle's checklist)

Email (decisions buried in threads)

Physical dossiers (400 FTE scanning)

Post-its (manual reminders)

Screenshot of excel workaround

We hebben geen flow om te volgen, ik 
heb zelf die flow gemaakt in excel.

Impact

+2 Months wait for attest

12% error rate (missing clauses, wrong data)

2.1/5 user satisfaction  

Isabelle
Screener



The Stakes

Why is it important

Financial Human Political Legal

20K  
Asylum 
seekers 
yearly

€14M 

annual waste

500+ staff 

daily frustrated EU compliance

Financial stakes

€183K EU funding

€14M annual waste (scanning FTE)

€500K archival

Human stakes

500+ staff daily frustration

400 jobs changing

Burnout risk

Talent leaving

Political stakes

EU compliance obligations

Belgium's reputation

FOD-IBZ credibility

Legal stakes

20,000 asylum seekers/year

2 months in limbo

Lost dossiers = lost rights



Process

From insights to shipped MVP Process Design + Stakeholder Facilitation
My role:

t

sts
Step 1

Insights
Step 2

HMW
Step 3

User Stories
Step 4

Design
Step 5

Test
Step 6

KPI

Artefacts: “We have no flow. I built my 
own in Excel”

....build workflow INTO the 
system?

As a Screener, I want 
guided steps, so I don’t skip 
one”  

AC: Progress visible, can’t 
proceed if incomplete

Wizard: 5 steps, auto-
checklist, save draft

Maze n=62: 92% task 
succes (wass 67%)

-60% screening time 
(45min → 18min)  

-75% error rate (12% → 
3%)

Constrains I had to navigate

• 7 stakeholder orgs (different agendas)

• 4-hour meetings without decisions

• Inherited DVZ design system (adapt, don't rebuild)

• Political gridlock (ego's > evidence)

• Tight EU/Gov political deadline

My role: Force decisions with evidence, keep team 
moving despite chaos.



Research insights

Users build work-arounds because system has no flow. Research + Personas
My role:

5 Personas 20 Interviews 80 Hours observation 100+ Pain points

Explaining the user journey based on the first research findings to the team Identified 5 Key personas

In Actio vergeten we soms zaken te 
controleren omdat ze niet getoond 
worden.

Nicolas
Dossierbeheerder



Validation overview

From 6 Systems to 1 Platform Information Architecture + Design System Adaptation
My role:

Before
Actio Word Excel Email Paper Post-its

After Dashboard with clear tasks and workflows eDossier Platform

Screening Wizard (Isabelle's Excel → structured flow)

Decision Editor (context-aware, template-based)

Planning Dashboard (David's coordination needs)

 DVZ integration (API spec defined, not implemented)

What we proved

Users want guided workflows (92% task success in tests)

WCAG AA compliance achievable (DVZ system base)

T echnical feasibility (Angular + DVZ DS)

Stakeholder alignment possible (with evidence-based 
approach)



Solution overview

From insights to shipped product Flow Design + Prototyping
My role:

User sessions Wireframes Hi-Fi Mockups Shipped MVP

Card sorting game + User testing room



Deepdive

Screening workflow deepdive Interaction Design + Usability Testing
My role:

Before After

No Guided flow

Easy to skip steps

Manual data entry

45 min/dossier 

12% error rate 

Progress bar

Auto-checklist

Side-by-side comparison

Smart validation

18 min (-60%)

3% error rate (-75%)



Impact

Proven successes Testing + Measurement
My role:

Usability Proven Stakeholder allignment Technical Feasibility Projected Impact

92% task success (Maze n=62) 

-60% task time in prototype tests  

Isabelle: "Goed gestructureerd" (was Excel) 

7 orgs signed off on MVP

Evidence-based decisions (vs 4h debates) 

Roadmap approved for Phase 2

80+ screens designed, WCAG AA compliant  

Angular + DVZ DS integration validated

API specs defined (DVZ, RvV) 

€1 4.8M/year savings (scanning FTE reduction)

28-day avg processing (vs 4 5 days) 

400 FTE reskilling opportunity



Retrospect

Thank you for watching, here are 3 things I learned from this:

Politics Financials Proces

Navigating dysfunction MVP under pressure Inherited systems

7-org politics → Evidence-based decisions

4h meetings → Structured pre-reads + logs

Ego-driven → Data-driven

EU deadline, high stakes

Proved feasibility despite chaos

Knew when to leave (toxic > productive)

Adapted, didn't rebuild (pragmatic)

WCAG AA maintained

Constraints ≠ excuses



Other cases

Contact

UX researcher I UCB Pharma

From medical Jargon to patient empowerment

View Case

Design system architect I Arxus 

From manual chaos to automated scale

View Case

cases.liebensmcedric.com
mail@liebensmcedric.com
+32 479 40 90 73

https://cases.liebensmcedric.com/pdf/UCB_case-Cedric_Liebens_Product_Design_Senior_15y_Experience-CV.pdf
https://cases.liebensmcedric.com/pdf/ARXUS_case-Cedric_Liebens_Product_Design_Senior_15y_Experience-CV.pdf
https://cases.liebensmcedric.com/

