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About the Research

- Interpretive Longltudinal Fleld Study of BT
- Three years of data collection

- Data:i i (over 30 of key i internal and
public documents.

Twelve In-depth case studles

- ITand non-IT i i at each
- Collected data on IT project and linking
- Examples: TD Banknorth, State Street, MetLife

Survey data

- Survey data from 162 companies on how they use linking mechanisms
- In process of analyzing data
Theoretical Foundations
- Coordination theory
- Control
- Cross-boundary knowledge sharing
- Business-IT alignment
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Agenda

- Alignment: Often driven by local objectives
The challenge:
Leveraging IT to achieve both local and global objectives
The solution:
Focus strongly at the enterprise level
. Extend local alignment with linking mechanisms
Broader view enabled by IT Engagement Model
The three p of an IT model
- Company-wide IT governance
- Project management
- Linking mechanisms: enhancing user participation
Case studies
Initial findings in survey
Lessons learned
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Pursuing enterprise-wide synergies at Insurance Co.

Insurance Co.
2006: $500bn+ in assets; + net income

nterprise Technologies (ET)

Unit A Unit B ; Targe Business

+ Relations between AD and rest of LBU OK; between LBU and ET not OK
« ET costs increasing, a "black hole" and a source of frustration
« The challenge: cut $12m of IT costs, however you can
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IT-Business Alignment

. Alignment as View of Structure
- Metrics: Decision rights, Participation in governance mechanisms

Configurational view, e.g. link between IT strategy and business strategy,
roles linking IS and Clients

- Snapshot at specific point in time

. Alignment as View of Process
- Process metrics e.g. shared responsibility, psychological ownership
- Ongoing journey, firm never achieves limits of alignment

We adopt the view of as of both and process
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Pursuing enterprise-wide synergies at Insurance Co.

Large Business Unit
(LBU)

Business Application
Sponsor Development
(non-IT)
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Achieving Both Local and Global Objectives Involves
Engaging Six Key Internal Stakeholder Groups

non-IT & 1T

Corporate Enterprise IT

Strategy & Vision Architecture Corporate
Level
Business Unit Business Unit IT Business
Strategy & Vision Architecture Unit Level

i Project's Project Team
Project Proposal Proposed IT el
Solution
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Traditional Approaches driven by Alignment

. Architecture Transformation
non-IT ¢ IT ,  Efforts

Corporate Enterprise IT
Strategy & Vision Architecture Corporate
Level
Business Unit Business Unit IT Business
Strategy & Vision Architecture Unit Level

Project's
Proposed IT Project Team

Solution Level

Project Proposal

. IT C: bilitig
Smaller Solutions for Local cpabiiies

Business Initiatives

IT Engagement Model

Definition: A system of governance mechanisms
targeted at ensuring that IT-enabled change projects
achieve both local and enterprise-wide objectives

An effective IT engagement model:
1) Aligns the interests and efforts of IT and non-IT stakeholder
groups; and
2) Coordinates the interests and efforts of different business
units and organizational levels (e.g., coordinate between
project, LoB, and enterprise level efforts).

8

Center for Information Systems Research
200 SO
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The IT Engagement Model Has Three Components

ALIGNMENT
non-IT ¢ IT
H N Corporate/
h
ﬁf”an hy-wide Strategic
0
= Level
]
=
2 Business
a Linking Mechanisms Unit/ Tactical
o Level
Q
- ] Project Team/
Project Management Operational
T Level

BT's IT Engagement Model: May 2002
Business Unit

IT Governance Mechanisms
Architecture Group
non-IT IT Transformation Boards

Corporate
Level

Line of
Business
E (LoB) Level

- Project Team

&
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‘ 5 Level
non-IT IT non-IT IT non-IT IT
Key Linking Mechanisms in LoB1 Key Linking
« Informal feasibility assessment Mechanism in LoB3|
« Architecture exceptions handling process Account Managers
. ?;::::;:tggards tied to LoB finance Key Linking Mechanism in LoB2
2007 WIT Sioan ISR - Fansiad Accreditation Program

BT's IT Engagement Model: May 2004

Organization-wide IT Governance Mechanisms
« Enterprise Transformation Boards

« Senior Information Forum

« Architecture Realization Group non-IT

Line of Business (LoB)
IT Governance Mechanisms
T Architecture Group
Transformation Boards

Corporate
Level

T T Line of
AN Business
(LoB) Level

: |

Project Team

Level
non-IT & IT non-IT & IT non-IT ¢ IT
Project Management Key Linking|
Methodology Key Linking Mechanisms in LoB1 Mechanism in LoB3|
Each LoB takes a « Informal feasibility assessment

A Account Managers|
distinct approach  * Architecture exceptions handling process

+ Review Boards tied to LoB finance committee
Center for Information Systems Research

Key Linking Mechanism in LoB2
Accreditation Program
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The Key Third Component to Good Engagement:
Good Linking Mechanisms

ALIGNMENT

Business ' T

Company-wide gg;’::ria
IT Governance 9
i Level
z
S .
=
§ Business
& Linking Mechanisms Unit/ Tactical
o Level
o
© eeccccccediinbinbens EidEsiiseecsccccccccccssncs
. B Project Team/
Project Management Operational
- Level
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BT's IT Engagement Model: May 2006

Organization-wide IT Governance Mechanisms «IT Board
« ClO participates in key Corporate Committees «IT Committee
«"One IT" Centralized IT Organization « Technology Leadership Group

* The Bench + Architecture Realization Group

non-IT IT

BN

Line of
Business &
Program

/ Level
; By Project Team

‘ ‘ ‘ Level
non-IT * IT non-IT ° 1T non-IT * IT
Linking Mechanisms
* All projects must belong to’one of 29 programs  « Business Unit CIO teams strategically focused
* Programs follow Agile Delivery & 90-day Cycle « Architecture Conformance Framework Process

Corporate
Level

L~

Mechanisms to Achieve Engagement

Company-Wide IT Governance
- Enterprise architecture committee
- Clo member of firm's executive committee
- Capital approval committee
- IT infrastructure renewal process
- IT investment and prioritization process

m‘:hanisw

- Enterpris¢ architecture exceptign process
- Busingss-IT relationship mahagers
- Early stage influence of firm-wid¢ objectives
- Post implementation review (P|R) tied to

firm-wide obj

Project Management
- Project management office
- Industry-standard methodology
- Project tracking software
- Project team manager
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Example of IT Engagement Model Survey Results

Percent of Impact of joint corp.
IS  involvement on business
G IEWTE NN process integration in firms
of firms with joint with...
using corp. - low igh
L. . mechanism |involvement alignment | alignment
Linking Mechanisms (A) (8) © (D) (E)2
for project outcom: 93
R. Program management office 85 22 - ++
B. Post-implementation review of IT projects 78 22 - +
#. Local incentives tied to organization-wide 52 19 _ o
objectives
5. Early involvement in project requirements 96 29 0 +
b. Project pri process 88 54 0 ++
[7. Busi IT management role 85 32 0 ++
Ear_ly influence of enterprise architecture on 78 9 0 o
projects
B. Business cases for projects 95 34 + 0
[10. Risk of projects 78 25 + 0
[L1. Project gates tied to organization-wide objectives 67 31 + +
h. Gin 1 & o -
T 7 ST EXECTeS Tom T30 e
norT executrves: ) share respon-sibiiesfo dervig busness vlue fom IT. b) ave ahighlevel of objectves,
oter. Toworhigh) and
by Using dta rom the subset of fim indicating a ighvel of abgrment, ve rank

2. Key to symbois:*="= negate mpact 7= posiive mpact ++° = one of the fve mechanisms 1 which jont partcipaton had he greatest impact.
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. Holhou5|_ng « Calendar of commitments
« ROI Business Case « Bonuses tied to corporate and program
« Post Implementation Reviews objectives
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The IT Engagement Model Survey:
What Types of Engagement Correlate with
Different Types of Outcomes? EUPSUN—
Standardization

Business Unit 1

" CETE I o
Business nit2
Strategic >

non-IT

Level
Business Unit 3
(-=-=-m],
Business
Unit/ Tactical
Level
Business Process

Project Team/ (B
Project Management Operational Business Unitl

Level
15
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Effective organizations do not have corporate-level
engagement at post implementation reviews without
alignment?

i Process ion and Post i
Reviews?
Above Average Level of 07
Business Process
Integration 05
03 Corporate-level
Engagement
01 Mo
—Yes
01
03

Below Average Levelof ()
Business Process :
Integration
07

Low High
Alignment

* Allresuls re gnifcant, Resuts based in 2007. Survey partici
1€ Seror I exeUves fom 118 companis. BUSINess Process Inegraton s & factor e up of
S \ d across business Units: Bsness unis
eguiary share daia a5 patof i, daly operations: and D fom Core business processes are.
17 Integrated across business unis. ANt s  faior made up of e followg fems: 1 and non T

Center for Information Systems Research fihevelfundersanding of each othrs missons, objecies, and plans: I and nonT exves

r refers o 1T and non-IT
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Wasteful Engagement

Business Process Integration and
IT 1

Above Average Levelof  0-7 063
Business Process
Integration 0.5
03 Corporate-level
Engagement
0.1 s -=-=No
- —Yes
-0.1
03
Below Average Level of ) o
Business Process Y
Integration
-0.7
Low High
Alignment
+ Alresu suls based o in 2007,
Wl soriot 1T oxecUNeS M 115 compaes. Bushess brioess INegralon s & 30 hads up o
Siiems, ucha: ofo business processes e Mogratd aesbistssuris:Busness U
Tequiary share data a5 par of their and D
18 inlogaied across buSies unis. Algnent s a acio mad p of e olowing fems T and non-T

feriving IT; 1T and non-IT executives have a
Center for Information Systems Research_hoh el ofunersanding of cach others misins, oictves and pans: 7 and ron T execves
ngagement refers 1o IT and non
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Fruitful Engagement

Business Process Integration and
Project gates tied to organization-wide objectives®

Above Average Level of  0-7 oe
Business Process
Integration 0.5
03 Corporate-level
Engagement
01 ——--No
—Yes
-0.1
03
Below Average Level of )
Business Process E
Integration
-0.7
Low High
Alignment
* Aot are sasicaly siifcan. Rosus basd onsuey conduced 2007 survey paricipants
Were Senlor T exectives fm 113 companis. Business rocess negatn s  ato made Up o
Six tems, such as: Core bUSINess processes are itegrated ACT0SS bUSIMESS UNis; BUSINGSS urits
Toquar share data 2 patof vl dal operatons: and et fom corsbusness processes re
— 19 ‘made up of T and non-IT.
responSiities fo Gering business vaue rom T: I and non T exccutves have a
Center for Information Systems Research  ighievel of idefsianing of cah ters masion,obctes, andplas, e nr g:ﬁ:?“éﬁ?
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Premature Engagement

Process ization and Post
Reviews?!
Above Average Level of 1
Business Process 08
Standardization
0.6
Corporate-level
0.4
Engagement
0.2
--=-No
o —es
0.2
0.4
Below Average Level of 06
Business Process  _0.g
Standardization )
-1
Low High
Alignment
* Alresuts Resuls based on 2007.
were S T oxecties fom 118 companis Busness Prcess ntegraton s a factor hade up of
sheme uch s Core busiess processes re eyl across bsiness U, Bness Unts
Tequiary share caia a5 par of thel
20 integrated across business units. /\hqnmem isa Yauuv maﬂs uu of the following items: IT and non-IT

derivint IT: T and non-IT execuives have a
Center for Information Systems Research Nigh level of understanding of each other's missions, objectives, and plans; IT and non-IT execuves
rarely consult each other (negatively weighted) Corporate-level engagement refers o IT and non-1T
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Key Lessons from Our Studies

. Achieving enterprise-wide synergies involves
distributing and coordinating responsibilities across
multiple IT and non-IT stakeholders

* alignment between business owners and application
development ("local alignment") is important however
insufficient for long-term business value from IT

* coordinating multiple local alignments also necessary
. Distributing and coordinating responsibilities:

» defining global objectives and rules

« relating individual local efforts to global objectives

* creating choices with business consequences

* making implications of decisions transparent
. Linking mechanisms support key activities

 Users developing broadened vocabulary

» common artifact relating local efforts to global objectives
Center for Information Systems Research 2
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Firms increasingly rely on a global network of service

providers
Sourcing
Provider(s)

Zim

Corporate Corporate
Business

BUL BUL
non-IT IT non-IT
?
BUL Project Teams BU2 Project Teams BU3 Project Teams ,
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Engagement across boundaries is essential
to organizational

Business - ourcing Provider(s)
Comp ny-wide Strategic/
IT Governance Corporate
o Level
z sescsccsfronns : sececccene
9 U
e
= Linking Governance Tactical/
= \ g Business
E i Unit Level
3 L
(8]
. =7 2 Operational/
BrojectiMenagemen H Project Team
q + Level
ALIGNMENT
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Thank You!
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