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ANFR successfully transforms its IT 
system by implementing a strategic 
plan based on IT planning best 
practices

France’s National Radiofrequency Agency, the Agence Nationale 
des Fréquences (ANFR), decided to revamp its entire IT system 
to better support its core operations. MEGA consultants were 
brought in to outline a target system using best practices and 
proven methodologies. Thanks to the IT strategic plan developed 
by MEGA, the Agency now has an agile IT system that helps it run 
more efficiently – and at a lower cost. 

Streamlined operations through an IT 
Strategic Plan 
In 2010, the Agency began looking at ways to make its IT system 
more efficient. At the time the system was bogged down in a 
myriad of different applications and components, redundant data, 
and non-standardized data flows, making it complicated, costly, 
and difficult to upgrade. The Agency initially began to tackle the 
problem using its in-house skills and resources, but without a 
clear methodology – especially for IT planning – its staff quickly 
ran into obstacles and found it difficult to leverage the work they 
had done and achieve actionable results. 

In 2011, the Agency decided to launch a vast IT system upgrade 
project to streamline its core operations. IT system efficiency had 
become a top priority, both as part of a broader modernization 
initiative and to support new activities taken on by the Agency. 
The goal was to give the Agency the tools it needs to better 
manage radiofrequencies and radiofrequency transmission sites. 
The new IT system was also to include shared spectrum data 
repositories and application-based services for organizations that 
have been allocated frequency bands.

MEGA’s decisive advantages
To modernize the Agency, its management wanted a five-year 
strategic plan for an IT system that could:

 − Allow for shared data repositories
 − Rationalize the Agency’s application portfolio
 − Interface with external IT systems 

Project goals 
 − Build a more flexible, 

optimized IT system

 − Align the IT system with 
the Agency’s modernization 
initiative 

 − Set up shared data repositories 

 − Better interface with external 
IT systems 

 − Cut costs

About the ANFR 
The Agence Nationale des 
Fréquences (ANFR) is the 
French government agency 
in charge of planning and 
managing radiofrequencies and 
radiofrequency transmission 
sites, and granting some types 
of permits and certificates. The 
Agency was established in 1997 
and counts some 300 agents.



MEGA Success Story
ANFR

2

The Agency’s IT department therefore issued a request for 
proposals for comprehensive IT strategic planning services – 
and MEGA won the bid. The Agency was impressed by MEGA 
consultants’ extensive experience with IT strategic planning 
projects, MEGA’s clear, proven methodology, and the support that 
MEGA’s powerful software solutions could provide at every phase 
of the project.

Developing an IT strategic plan, step-by-
step 
MEGA consultants used a four-step approach to develop an IT 
strategic plan for the Agency, followed by a fifth implementation 
and follow-up step.

Steps 1 & 2: Understand the Agency’s IT strategy and 
assess its existing IT system
MEGA consultants held meetings with the Agency’s management, 
IT department, and project team to better understand their needs 
and expectations, and obtain a clear vision of the Agency’s IT 
strategy. The consultants then used MEGA solutions to model the 
Agency’s business processes and analyze its application portfolio, 
including the capabilities provided by existing applications. 
They used this information to develop an initial IT strategic plan 
covering the basic capabilities.

Step 3: Outline the target IT system
After formalizing the Agency’s IT strategy and identifying its core 
business processes, MEGA consultants finalized the initial plan 
developed in Step 2. This IT strategic plan gave managers a view 
of all the Agency’s existing and target applications, letting them 
clearly see gaps between where they are and where they want to 
be – and identify possible IT projects to close those gaps.

“M EGA consultants 
brought solid 
know-how as well 

as a fresh set of eyes to our 
existing processes, which let 
us see our operations in a new 
way and better optimize our IT 
system.” 

Pascal Guy, Head of IT System 
Planning at the ANFR
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Step 4: Test different scenarios and outline a roadmap
The consultants had planned to test three system upgrade 
scenarios once the IT strategic plan had been developed. The 
scenarios were to be tested according to criteria like ROI, costs, 
risks, and feasibility, so they could select the best one. However 
the possible IT projects identified in Step 3 were so interdependent 
that they could only develop a single scenario. After the consultants 
laid out plans for all IT projects in this scenario and qualified them 
in terms of constraints and necessary resources and investments, 
the Agency’s management approved the IT strategic plan. 

Step 5: Support implementation and follow-up 
The last step was to implement the IT strategic plan, which 
involved first of all communicating the plan across the 
Agency. The consultants then worked with the relevant Agency 
staff – like the project team, system architects, and change 
management committee − to set up indicators and dashboards 
to track implementation. The first project under the IT strategic 
plan kicked off in March 2012, and involved setting up data 
repositories. The Agency once again turned to MEGA, to outline 
specifications for future repositories.

ANFR’s IT strategic plan – overview of the IT target system
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MEGA’s added-value approach
In addition to optimizing the Agency’s IT system and establishing 
a common vocabulary, MEGA’s IT planning process introduced 
greater consistency into the Agency’s system upgrades, especially 
when it came to studying different IT solutions. Thanks to the 
five-year plan developed by MEGA, the Agency has a clearer IT 
strategy and its managers – IT as well as operational have a better 
medium-term vision.

The Agency’s IT department is now investing more in cross-
functional capabilities (like data repositories) and occasionally 
spearheads certain projects.

Key success factors 
A clearly-defined, proven methodology

Strong support from the very top (project managers reported 
directly to the President)

Management involvement at every step of the way
 − Outlining the IT strategy
 − Approving the IT strategic plan
 − Selecting the scenario for the roadmap

Delegation of a large part of the work
 − Modeling existing functionalities and business objects
 − Modeling existing business processes

Buy in from everyone involved
 − Regularly highlighting the benefits of IT planning
 − Presenting the results of each project phase to various 

departments

Effective change management
 − Predicting and managing resistance to change
 − Handling new IT upgrade requests

“S etting up a change 
management 
committee to decide 

on all IT-related requests was 
essential to make sure that 
the system upgrade went as 
intended and in line with the 
overall IT planning process.” 

Pascal Guy, Head of IT System 
Planning at the ANFR


