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the company. If it were solely a financial decision, Portugal wouldn9t have 
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<We conducted a study to determine the best country for Nearshoring. Our 

4

assistance. Pascal Thiercelin characterized this arrangement as <nursing,= in 





hadn9t transformed the tools, we probably wouldn9t have made this 

3

3

would say it9s not our biggest problem here in Porto. Our focus is on meeting 

3



"When you know that you have to take over 100% of the activity, we9ve set 

3





"It9s crucial that in Nanterre we remain involved and responsible for the 

3



with different outlooks on what the company should provide.= 3

"It9s a huge advantage because you can stay in an environment where 

you feel comfortable. You make friends and it9s nice to see the same 

3
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Management9s Digital Shift. 
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3

Before Cardif9s arrival in Portugal 

Cardif9s entry into the Portuguese 

What was Cardif9s initial strategic 



influence on the company9s 

Cardif9s Future 



4

wouldn9t have been the destination of choice. B

4

4

Poland came first. I don9t recall which country was second, but Portugal ranked 

didn9t use an external co



08. I9m not sure why they initially chose Portugal, 

sense to ask BP2S if they could help us with what we called <Nursering.= Starting 

4

We called this the <Nursering= concept4

doesn9t make sense. There has to be a balance between cost, quality, and 

Another factor was my own involvement at the outset. I9ve worked in various 

4



no longer makes sense. It9s a delicate balance4

questions. We9re already seeing some behaviors that concern us, especially post

It9s part of a democracy that people can ask for these things, but there are 

economic realities to consider. Some employees might say, <Why am I not paid 

job?= If we reach that point, 

we9d have to reconsider the entire operation, and we wouldn9t be alone4

I9ve 

the situation is worse than in Portugal. But within Europe, I9ve worked with 11 

4

hasn9t been much new development. There9s been little investment in new metro 



lines in Lisbon, the second airport that was promised still hasn9t been built, and 

speed rail between Porto and Lisbon hasn9t even started yet. It feels like 

the government needs to be proactive in continuing to develop the country9s 

4

side. BP2S didn9t handle the financial or business creation aspects; it was more 

4it wasn9t a free arrangement. Finance was 

ight, which wasn9t complicated initially since we only 

our parent company grew, we couldn9t rely on them to supply us with resources 



How did you plan Cardif9s entry into the Portuguese market, even 

4it9ll be easier."

whether there9s a need for physical paperwork, if we need printers, and so on. 



4

how. So, if things aren9t clear in Nanterre, 

they won9t be clear in Portugal either.

all the company9s processes based on the criteria I mentioned4

Nearshoring always involves growth, and I9ve never seen a Nearshoring 

platform start with 50 people and stay at 50. It9s always the same story: you start 

could absorb around 20 new people per month. Now, because we9re more 

4around 30 people. But, whether it9s IT or 

That9s why understanding our growth capacity is so important.



lex if you9re dealing with multiple activities, as 

Back in 2013, when we started, we had a mindset of "we9ll figure it out as we 

hires annually. It9s

employees and a turnover rate of 10%, you9ll need to hire 50 new people each 

ame level. On top of that, you9ll need 

philosophy, it9s better to grow slowly and do things well rather than expand too 



during those initial years. One of the key issues, which isn9t often discussed but 

That9s one cultural challenge.

4

4

shifted, and the parent company9s view of Portugal has changed significantly. 

and he told me he9s very happy with the results. Six months ago, there were 



4 4

4 4



4

On the other hand, Portugal9s average age is around 32, which creates a different 

oung and rising, while in France, it9s top

in the canteen, and so on. That9s the legacy. We can't change that, and the only 

money. However, that doesn9t stop us fr



we spend €50 in Portugal, I simply invoice the parent company for €50. That9s it. 

charge for services. Here9s how we approached it: There are certain costs that are 

Let me make it more concrete. Let9s say we have a department in Paris and we 

4

To give you an example: if someone9s net salary is €1,500 a month, the actual 

cost to the company may be closer to €3,000 when you account for taxes, social 

However, there are other costs that we can9t attribute to a single individual. 

that9s 500 people or however many there are. Then, you have shared 



At the end of each month, we go through what9s called a closing of accounts. 

4

and so on. Let9s

€300,000. If we have 500 people in the company, we simply divide that €300,000 

Exactly, that9s the idea. Everything that can be directly attributed to an 

4 4

for in that portion. For the costs that can9t be attributed to a single individual, we 

be around €65 per person. So, if we9re billing for January, we9ll look at two things: 

first, the direct salary costs for the FTEs. Let9s say you have 10 FTEs, each costing 

€2,500 when you include salary, taxes, and benefits. That9s €25,000 in total for 



Then we look at the shared costs. Let9s say there were 20 working days in 

January. You multiply 20 days by €65 (the cost per position per day), which gives 

you €1,300 per FTE. Multiply that by the 10 FTEs, and you get €13,000 in shared 

So, for January, you would bill €25,000 (for direct salary costs) plus €13,000 

(for shared costs), which totals €38,000 for that month.

€65 for the entire year. This allows the client to make 

4perhaps down to €62 per day. Then, 



turnover because it9s a 

4

bill 100 million but save them 50 million, that9s what they care about.

goal is that when you reach 1,000 people, your structure doesn9t cost 10 million, 

million, which means you9ve optimized the structure significantly.





we hadn9t transformed the tools, we probably wouldn9t have made this decision 

tend to stick with their habits, and if we had kept the same tools, we wouldn9t 

we9re changing tools, can we consider something else that could reduce the risks 

Additionally, we also considered cost comparison. It9s not just about looking 

price difference of labor. Although there are differences, they aren9t that 

significant today. It9s more about the ability to consistently find the necessary 

where HR spends a lot of time searching for candidates who aren9t always 



4it9s better 

this complexity wasn9t

believe that9s an important factor. Language is still a crucial consideration, 

all countries, so it9s an important point to consider.

4

Portugal, as well as a country manager. So, we didn9t have to invest in building 

off locations like India, it9s too distant for 



MOAC in Portugal, and how did these align with the company9s overall 

4

4

4

realized that it didn9t make sense to have three Middle Office teams in each 



4

4

4

catastrophic. We9re not like an investment bank where traders rely on daily 

activity is interrupted during the day, they can9t unwind their positions, which 

creates a significant problem. We don9t face that issue. We might miss some 

s some money, but it won9t be fatal to our business.



market, we couldn9t process them. When the markets 

passed, but we incurred losses because we couldn9t execute the orders on time.

We can9t account for every possible scenario4

4

, we recognize that mutualization doesn9t necessarily mean 

OH: The basic idea we have is that it9s the same team. From the moment it9s 

a constant reflection on our tools. For example, while we9ve recently changed 



the activity in France doesn9t mean that9s where the best ideas come from. The 

serve must decrease. That9s crucial. Therefore, our 

4



3





How do operations in Portugal align with Cardif9s overall strategies and 

while also providing certain technical and linguistic skills that weren9t readily 

than starting them in France and then transferring them over. Of course, there9s 

an underlying factor that9s always present: cost savings. As a Nearshoring entity, 

4 4



How do we align with Cardif9s strategy? In essence, we serve as a lever for 

France. Therefore, our contribution to Cardif9s strategy is clear: we help them 

scratch here, particularly when specialized linguistic skills are required. It9s 

For example, with ICARE9s Extension of Automobile Warranties (EWM), the 

passing through France. ICARE9s European 

German, Italian, Czech, etc.) serving customers across Europe. The activity didn9t 

population. It9s relatively easy to find French

4something that9s harder 

Another critical factor is Portugal9s position within the Eurozone, its stable 



Cardif9s operations in Portugal reflect a broader strategy pursued by the BNP 

Paribas group, which has over 11,000 employees here. However, Cardif9s 

decision to establish in Portugal was independent of the group9s presence. Still, 

the group9s established p

l rigid, but it9s actually one of our key success factors. This 

4

4



4

Thanks to this stability and the seniority of our teams, we9ve built a solid 

4 4

DG: Yes, absolutely. Over the past 11 years, we9ve learned a lot through 

4

didn9t. Pascal was firm



4and it didn9t always work out.

vacation or they both leave, you9re starting over from scratch. So, we need teams 

copy and paste, and these overqualified hires weren9t fulfilled by the work. We 

someone with a bachelor9s degree instead of a master9s.

one person in Portugal who wasn9t pa



France9s operations unit.

in a highly competitive job market like Portugal9s IT sector. This structure doesn9t 

with the right people from the start. While I wasn9t here during the early days4

4

handles recruitment for all BNP Paribas entities here but doesn9t have 

4

team isn9t just limited to Helpdesk support; they play 



wouldn9t be as responsive. Agility is essential for us, especially to meet the varied 

ts of our clients. Today, we9re not just handling operational tasks; 

we9re also involved in Asset Management, IT, Corporate Finance, Compliance, 









from the start, which we still follow today. Filipa9s leadership carries forward the 

the next one, which will take effect in 2025. We9ll focus on key issues defined by 

•

•

•



•

4

4

the new normal, particularly the shift to remote work, which didn9t exist at Cardif 

19. We9ve had to adapt our operations to this new 



We9ve also worked on our 

highly competitive market. We9re not the only nearshoring company in Portugal, 

titive, we9ve defined several 

Regarding Nearshoring, there are several golden rules. First, it9s a long

term one. We can9t expect everything to be perfect in just 

4

main point of contact for the client. Whenever we9ve lacked a team leader, 

client. It9s also important to properly assess the required level of expertise for the 



4

4

4



the system we9ve implemented here in Portugal is particularly well

What has been the impact of nearshoring on Cardif9s operations in 

It9s true that some positions have been eliminated in France and transferred to 

4



How have operations in Portugal contributed to Cardif9s long

ability to manage costs effectively. While I don9t have specific figures to share, I 



cutting costs. It9s about finding the right balance between cost and quality. If we 

much on quality, it harms the company9s reputation and brand. That9s why we 

quality service. This dual focus is what helps maintain Cardif9s 

future of Cardif9s 

DG: The future of Cardif9s operations in Portugal, like in many other countries, 

like automation. However, it9s not just the basic, repetitive tasks that will be 

For instance, think of tools like Microsoft9s Copilot, which can generate a 

4



atGPT and others will become essential in the workplace, and it9s 

4

it9s better to be upfro



Sometimes, you9ll need to be directive; at other times, you9ll need to be 

today requires much more than that. It9s about collaborating, asking for expertise 

finished product; there9s always room for improvement. This mindset of constant 



3

Given Cardif9s strategic objectives company9s mission 

What distinguishes Cardif9s HR 

Cardif9s HR policies

Could you describe Cardif9s 



with the company9s strategic 

support the company9s 

company9s nearshoring strategy, 



supporting Cardif9s growth and 



origin. I believe all of this plays a role in management9s decision

considering <Does this make sense or not?= But the focus, I believe, always has 

4 4



everyone speaks English, but perhaps some people don9t speak English very well 

because they come from a niche market where they9ve only worked with Italy, 



Can you describe Cardif9s approach to cultural integration of teams of 

FR: One thing is, "Okay, I speak French, but I also speak English." I don9t know 

send it in English or Portuguese and you understand it. I don9t need to use 

fact is that some people don9t have this basic skill. They 

4

Therefore, we don9t just focus on the overall strategies, but also on operational 



issues. I9ll give you an example: when we think about benefits beyond salary, 

However, many of our people won9

certain number of years and then leave. They can9t take that money with them. It 

probably doesn9t make much sense for us to invest heavily in developing these 

FR: The foundation of a company9s mission must be aligned with HR practices. 

our core themes is not just the inclusion of minorities, but of all the areas we9ve 

mentioned. It9s still a challenge for us to include someone who may be excluded 

language. It9s not an additional difficulty, but it requires a different type of 



analyzing the results. We9re listening to what French operations say, what Italian 

have a mission that says, <Let9s ensure all employees feel comfortable in a 

multicultural environment.= But how do you achieve this? We do it by listening 

You might ask, <So you do everything?=. No, we don9t do everything. People 

often have expectations that are impossible to fully balance. For instance, I don9t 

recommendations. This wasn9t a decision by Cardif; it was a group decision. And 

as we are part of a group like BNP, our strategies are often shaped by the group9s 

It9s not just Cardif France; it9s BNP Group. This creates an additional 

roup9s HR policies. This alignment can be difficult at 

instance, we say, <Let9s listen.= But how do we listen? Through Stay Connected. 

we do? If we can9t act on a specific 

issue, it9s important to explain clearly why that is. This proximity to people is key 

to realizing the company9s mission and ensuring that it is fulfilled.



What distinguishes Cardif9s HR practices from other companies in the 

FR: I haven9t seen anything at Cardif that I haven9t encountered in other 

4 4

career management is. I respect the person9s evolution within the structure, not 

client9s structure.

be articulated with what makes sense for the client. It9s like you said, you report 

to someone here, but then you have the client who, if you9re lucky, is aligned. If 

you9re not lucky, they9re not aligned. This shouldn't happen, but sometimes it 

makes the <HR machine= a bit less well

multiple levels of validation involved, which don9t always pass directly through 

didn9t encounter in other companies I worked for, where 

be implemented. Here, it9s different. You h

We might have extraordinary initiatives, but some advance while others don9t 

because I can9t be in France addressing cost issues while here I9m committing to 



other structures attracting my people, but I can9t keep up with the competition in 

he Employee Value Proposition, it ultimately doesn9t make sense, 

because I will lose people. On the other hand, if I tell them, <Look, I9m going to 

make us a much more expensive company,= they might say, <What do you mean 

by more expensive? I9ll need to reconsider the activity.= It9s not quite like that, 

I don9t think it9s so much about the practices themselves, because I9ve worked 

in many companies and I9ve spent 15 years in HR. There9s nothing here that I 

haven9t seen before. The question is, how do you implement it? Now, in terms of 

ces trends, there9s a strong focus on the Employee Value 

Proposition, where salary is not just about salary. It9s about everything that 

it9s not just about an HR strategy; it9s part of the company9s mission and the need 

4

4



evaluate many factors that they didn9t before. Imagine if someone offered you an 

4 not even consider it if your needs aren9t being met. 

One of the first questions people ask now is, <What is the teleworking policy?= If 

the company doesn9t offer teleworking, many candidates won9t even be 

4



doesn9t have a salary that allows them to live comfortably, they won9t appreciate 

4

gnificant effort being made to reshape people9s perceptions, and this 

teams. For example, here in HR, my team doesn9t have daily productivity 



4

4 4

I9m beginning to realize that, suddenly, in terms of career management, we need 



proximity has a significant impact on training because supporting people9s 

FR: It9s about understanding that mobility is always a tool employees should 

the right answer for that person. And if you don9t, you don9t. I often tell my HR 

ather <lose= a good person to another entity within the group 

the group, which also correlates with the company9s growth. As the company 



y, and they want to stay. This isn9t so much about benefits 

or salary; it9s about maintaining the Employee Value Proposition. If people are 

reach a point where someone truly wants to pursue something else that doesn9t 

exist here, there9s not mu

On the subject of benefits, it9s important to note that many people at Cardif 

don9t realize that we are not a bank, we are in insurance. Therefore, our collective 



FR: I9m a strong advocate for the idea that HR serves as a kind of 

"confessional." We occupy a complex position: while we are the company9s 

4 4

structure as a whole. I can9t just give everyone the maximum possible salary to 

management sees in terms of the company9s growth and mission, and ensuring 

n essential part of the company9s success and 

growth. It9s a two

differently. Without that input, they may take decisions that don9t fully consider 



don9t have a product; everything depends on our people. If the workforce 

Therefore, it9s crucial to maintain a balance between the company9s needs and 



3





4 4



try we didn9t know, where Cardif wasn9t established. It just so happened 

Cardif remains focused on Portugal and doesn9t want to scatter operations to 

MOAC in Portugal, and how did these align with the company9s overall 

4 4



4

4

it wasn9t quite the same situation, as we were replacing external services with 

it isn9t easy to carry out this type of project.



processes on a daily basis. For me, and still today, it9s extremely important to 

disengage. It9s crucial that in Nanterre, we remain involved and responsible for 

collaboration more difficult. But it9s essential for success4it9s a key factor.

while they may be mature enough, there9s still room for improvement. We need 



4

4

with employees who weren9

At first, the reaction is often, "Oh no, it9s not France doing it anymore." But 

start to trust the new structure, and things move forward from there. It9s the 



CD: Yes, it9s more about the people4

or, on the contrary, enthusiasm. I9ve experienced both types of reactions. 

accounting aspects, we9ve seen a real contribution from this initiative. In fact, I 

believe that certain process improvements wouldn9t have been possible if we 

hadn9t moved to Portugal. Changing an establi

So, I would say that overall, it9s been more of a gain, and there haven9t been 

That9s possible. But the key question is: would we have done any better 

no. There9s a learning curve, which is 

completely normal, but we don9t experience more incidents. The processes are 

4

certain processes, where we9ve seen that there has been no deteri



4

4

service provider within this structure. We have a process, it9s monitored by KPIs, 

ortant because, once again, I don9t view this as working 



How do you see the role of nearshoring in MOAC9s future strategy, and 

today it9s difficult to provide a definitive answer or forecast. At the Middle Office 

aren9t going well on the Unit

4

that could have been Nearshored. We didn9t pursue them right away because we 

activities, we9re not looking at major expansions. It would 

that I9m not aware of yet. And very 



4

considered Nearshoring it, but ultimately, the answer was no because it9s not yet 

l under development, and we don9t know yet with 

whom we9ll be working or what tools we9ll be using. But if an activity becomes 

As for what9s going to happen within the framework of the Alysée project, I9m 

not entirely sure. Regarding the rest of the DGA, I have some ideas, but I9m not 

the manager for the broader DGA. We should remain confident that we9re not 

nd in any case, for the scopes of activity for which I9m 

Regarding the recent recruitment difficulties, with some hindsight, we9ve had 

4

had one person who didn9t show up and another on the Unit

4

continue to monitor the recruitment challenges; this is the first time we9ve 

encountered them. We9ll see if there are suitable candidates. But one thing is 



Portugal. We can9t seek it in France, at least temporarily. I may not give the same 

onths, but right now, I9m not too worried. If necessary, I9ll adjust 

But for now, we9ll see over the next 15 days, three weeks, or a month if CVs come 

in. If not, we9ll 

4

poorly structured, unstable, or difficult. That9s extremely important. I think we 

need to be humble. Yes, it9s not always easy, and yes, incidents may occur, but 

4that9s just life. We need to ask ourselves: 

4

4

with nearshoring because they have fewer direct reports. But that doesn9t really 



4

who want to stay with Cardif Services for the long term. I9m not just referring to 

4

4 4

4

4so the teams remain small but specialized. It9s important to retain 



3





was already in motion. I9m involved in the project as the Team Leader of the 

had already been launched well before I joined. I9ve also 

4 4

and Asia. So, we didn9t deal with France, but the principles are somewhat similar. 

The project itself had already been set in motion, so I9ve been learning on the job, 

and the client9s demands in Nanterre.



On the other hand, with the Data Administration team, it9s a bit more 

uncertain. Since the beginning, the scope hasn9t been entirely clear. We still don9t 

ssignment, who are temporary and don9t yet have a long

managing personnel in Nanterre. Selfishly, I would say it9s not our biggest 



4 4

that9s part of what we were tasked with: managing this as best we can and not 

JPM: First of all, it9s about support. We try to communicate as much as possible 



4



4

4

4



4

even though we are part of Cardif Support, we are still part of the DGA. It9s a bit 



I9ve also realized that, rather than a typical client/service provider 

rs, and I think that9s a good thing. The challenge, 

find candidates who meet both the client9s and the team9s expectations, and to 

keep them in their roles. We've had two trial periods that didn9t succeed, one case 

onment, and some employees who didn9t even start onboarding. So, 

finding the right employees according to the client9s requirements is extremely 

These are some of the lessons I9ve learned and already communicated to the 

these lessons. They9ve giv

that9s really the bare minimum to kee



4not understaffing, because I don9t think 

4

at six employees, with a lot of versatility, something that wasn9t done in France. 

entirely feasible. After all, we only started a year ago, so it9s still a bit early. 

mobility. It9s also something the client would appreciate4



Regarding development plans, I don9t know the exact plans for the BU. What 

I9ve been told is that it9s possible we might eventually have three teams in the 

4

happen or not, I9m not sure. But it9s entirely feasible since we9re essentially the 

another team is created, it9s certainly possible.

business. If we are here today, it9s because Cardif and BNP are strongly 

BNP subsidiaries in Portugal, and it9s what allows us to operate today.



of Cardif9s operations, managing around 200 billion euros in assets, if I9m not 

tend to assume that they9ll outsource the tedious, manual activities with little 

4

4

Even though it9s not fully complete yet, in two or three years, if the activities are 



3





However, I didn9t feel quite ready or mature enough at the time to take on that 

benefits. That9s what I did for about a year and three months. Then, in March 



wasn9t exactly what had been applied in practice. This happened while I was at 

they wouldn9t, I decided I preferred to try something else.

MC: It9s a huge advantage because you can stay in an environment where you 

feel comfortable. You make friends, and it9s nice to see the same people day after 

day while also having the opportunity to grow and try new things. So yes, it9s 

If the internal mobility program didn9t exist, would you have left after 

remains competitive. That9s another positive aspect. 

and that it wasn9t really a good fit for me. So, I had opened the possibility of 

mobility, but there wasn9t 



many positions opening up, but I didn9t want to go back to taking calls or doing 

ion. It9s a quick experience, but it gives you an initial taste of the 

positive because I9m here now. I had a great impression of both the team and 

Could you describe what <Vis ma vie= is?

MC: "Vis ma vie" is a process that happens when you9ve opened up mobility 

and informed HR that there9s a position or department you9re interested in. HR 

MC: My previous mobility didn9t go too well, so I was really focused on 

finding something that aligned with my goals and who I wanted to become. I9m 



it9s not constant from Monday to Friday. I wanted a service where I could set 

d feel proud of what I accomplished. That9s what I was looking for 

4

MC: It9s going very well. I feel supported. The work is super interesting 

everything, but in reality, there9s always something more to learn. There9s always 

4that9s what I 

MC: At the very beginning, it wasn9t easy because this was a field I didn9t 

isn9t really my area. But that challenge also motivated me to push myself. I knew 

recognized that this mission was far removed from who I am. That9s what drove 



you9re new, there9s a lot to figure out. You have to manage a certain level of stress 

because you9re entering a new company with unfamiliar faces. Since I already 

4

4that made a difference. If I contributed something, it9s definitely the 

experience I9ve gained. Ultimately, the activities are somewhat similar in terms 

4

manager you have. For example, I9ve had three different Team Leaders, and each 

If you have a Team Leader who isn9t fully invested in ensuring you achieve 

and the Team Leader didn9t push us to surpass ourselves. The goals were basic 

and general. It9s up to the Team Leader t



I9m working professionally on these areas to eliminate the doubts I may have on 

t within me, and at some point, I9ll likely want to take the lead on 

About three and a half years ago, I received offers, but I knew I wasn9t mature 

come, I9ll want to exp

of more than what9s expected of you, or if you go beyond what is required, I feel 

interesting roles. That9s been my experience over the last few 



4 4

to what you9d find in other companies. However, a meal allowance of 12€ is quite 

generous, and that9s a clear advantage. Another significant benefit is the annual 

besides the usual Christmas bonus, we also received a 300€ shopping voucher, 

that9s what makes Cardif stand out from other 

but it9s important to consider things thoroughly because, when you pursue 

mobility, you9re often leaving a comfort zone. It9s wise to gather as much 

things I9d heard or observed over the years, but in the end, my first mobility 

wasn9t the department where I felt the best. So, for those who want to change 

departments, I9d recommend doing what I did. First, learn 

discuss mobility options based on your profile, your history, and the company9s 

needs. And of course, if there9s an interesting position, be sure to do a "Vis ma 



If you9re looking to advance within your BU, it might be worth waiting a bit 

4

4

it all depends on each person9s goals and aspirations.

MC: Yes, absolutely. I was here when the pandemic hit, and it9s a company 

where we knew we wouldn9t face any issues. That9s one of the great advantages 

4


