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"Nobody really knows what strategy is“1 …

Strategy Definition Strategy Interpretation
Strategy to define purpose, objectives
and resource plans
Strategy defining the competitive domain
Strategy as a response to competitive threat
Strategy as an art
Strategy as visioning
Strategy driving structure driving systems

Pragmatic, classic definition
What business are we in? What business
are we not in?
Porter; Value Chain differentiation
Sun Tzu; Machiavelli …
Moving to a new state of excellence
Sloan; Managing complex corporations
in a systematic way

1 The Economist, 20, March 1993, p. 106.

What is Strategy?

Capability

Time

How?

Where?1

2
3

4
Something to measure progress

First step forward

A defined Future State
Understand of where we are
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Source: H. Mintzberg, J. Lampel, "Reflecting on the Strategy Process";
Sloan Management Review, Sp 1999

1. Understanding and measuring the 
customer value proposition
What can provide current and future 
customer value?

2. Understanding, developing and
managing the resource base
How can resources be brought to bear?

3. Understanding, measuring and managing 
current and potential business processes
How can we transform our resources into 
products and services generating customer 
value?

Senior Management Design
Senior business managers form clear, simple and unique 
strategies in a deliberate process

Formalized Detailed Planning
A decomposable, cerebral, distinct set of steps 
Middle staff becoming the de facto key players in the process

Analytical Positioning
Generic positions are formed through industry analysis
(strategic groups, value chains, Porter like)

Entrepreneurial Visioning 
Visionary, broad, intuitive, CEO driven, metaphor based

Power & Negotiation
Forming strategy through micro-power centers
(persuasion, bargaining, confrontation)
macro-power of the organisation over partners, alliances etc.

Learning
Forming strategy through micro-power centers
(persuasion, bargaining, confrontation)
macro-power of the organisation over partners, alliances etc.

How Strategy is formed 3-Step Approach

Source: Davis and Devinney, The Essence
of Corporate Strategy, 1996 

… but how Strategy is formed varies significantly, however, fundamentally, a Corporate 
Strategy must be based on three simple points.
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The Strategy depends on four disciplines that inform and motivate each other.

Strategy Model Principles
Ensure facted-based Analysis

Understand Customer and Market 
Value

Develop Deep Competitor Insight

Lead from Strength

Encourage Breakthrough Thinking

Focus on Execution and Timing

Strategy Disciplines
Strategic Intend: sets directions
& end goal for the orgaization, 
alignment of units/group goals 
and partners

Market Place Insight: Customer 
needs, competitor moves, techn. 
developments, market economics 
to discern opportunities & risks

Innovation Focus: Active program 
of business innovation & 
exploration that keeps pace with 
external markets. Invest & divest 
in response to industry change

Business Design: Answers key 
questions for Customer Selection, 
Value Proposition, Value Capture, 
Scope of Activities, Strategic 
Control

Marketplace 
Insight

Innovation 
Focus

Strategic
Intent

Business 
Design

Adapted from Tushman and O'Reilly,
Winning through Innovation. HBS Press, 1997

Performance 
Gap or Opportunity

Capability
Requirements
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IT-/Business Alignment

Organisations fail to measure/monitor the value add of their IT investments. IT measures are 
out of step with business reality … and senior business executives are frustrated!

Strategy Model Principles
IT Supports Business
Task Automation
& Communications 
Infrastructure

IT Enables Business
Process Automation
& Optimization

IT Integrates Business
Business Model Facilitation
& Value Creation 

Strategy Disciplines
Business & IT Strategy
Separate

Business & IT Strategy
Aligned

Business & IT Strategy
Fused

It is challenging to measure IT’s value to the business due to differing “strategic”
positioning.!

IT still often operates with traditional 
performance measures

Business, however, is increasingly 
seeking to operate here 

Integrated
Strategy

Business
Strategy

IT
Strategy

separate strategies

aligned Strategies

one strategy
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Having strong IT Strategy & IT Management capabilities are essential for achieving value from 
a significant company investment. 

“Toxic Areas” of IT IT Alignment Approaches
In many cases, the business end and IT are not 
synchronized 

A complex issue with a long history of analysis
Lack of a strong "social" connection between IT
and the business
Lack of appreciation of the issues on both side
of the house
Misunderstood or failed IT execution puts 

It is difficult for IT change to keep pace with the desired 
business change

Strategic positioning of business changes quickly
but infrastructure moves slowly
It is not possible for infrastructure and systems
to remain in fully synchronization with a dynamic 
business environment

The conclusion might be that complete alignment is
not sustainable, however you should always be moving
in the right direction

Establishing relationships with business lines
and executives

Strong "account management"
Involvement in business planning

Managing IT like a business
Understanding the business
Balancing the investment portfolio
Maintaining control of assets and the value
they provide - apps, data, infrastructure

Successful execution
Delivering solutions
Strong management and measurement systems
Keeping the "lights on"

Communication
Demystifying technology and the IT complexity
without oversimplifying
Ability to articulate in business terms
Not hiding behind tech speak and business 
uncertainty and fear

01 What is Strategy?  |  02 IT-/Business Alignment |  03 IT Strategy |  04 IT Strategy Method  |  05 The Seven Keys to SuccessTM
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The Henderson Alignment model is the starting point for determining what strategic role I/T 
should take.

01 What is Strategy?  |  02 IT-/Business Alignment  |  03 IT Strategy |  04 IT Strategy Method  |  05 The Seven Keys to SuccessTM

IT Strategy

IT Business Responses Henderson Alignment Model
The position taken, at an enterprise, divisional,
or particular business climate heavily influences
how IT drives or responds to the business, i.e.

Implementer/Cost Center

Catalyst/Business Leader

Architect/Technology Leader

Executive Manager/Customer Focused

Business
Strategy

IT
Strategy

Business
Structure

IT
Structure

Functional Integration

Competition

Strategic Fit

Technology TrendsB
us

in
es

s 
Tr

en
ds

Source: J.C. Henderson, N. Venkatraman, “Strategic Alignment: Leveraging
Information Technology for Transforming Organizations”,
IBM Systems Journal, 32, no.1 (1993)
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The strategic value of IT should be anchored on three generic strategic positioning 
approaches.

Who do you want to be? Positioning Approaches
Customer Intimacy: Solve the customer’s broader problem & share in the benefit. 
Today’s technology enables companies to build a superior customer experience and 
be much more adaptive to market trends e.g.

Source: M. Treacy, F. Wiersema, The Discipline of Market Leaders (Reading Mass; Addison Wesley, 2005).

Customer
Intimacy

Product
Innovator

Operational
Excellence

Product Innovator: Build a better product, for which customers will pay a premium.
IT is often an important component in product design and at the same time a crucial 
enabler to optimize the design process e.g.

Operational Execellence: Achieve low cost position on product & service support 
Technology is a crucial enabler to reduce your cost base, optimize production and 
integrate with partners in the supply chain e.g.

Optimization of 
Oil Fields

Personal Shopping Assistant
Voice-based Client Recognition 
Remote Service & Diagnostics
Automatic Trend Monitoring

Integration of IT in products
Product Simulation
Component Design Library
Virtual Collaboration

Autonomic Computing
Real-Time Optimization
Supply Chain Integration
Lowcost Sales Channel
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Target organization
and architecture

of the selected scenario

B
usiness requirem

ents
and priorities

B
usiness  strategy

&
 core processes

Integration of know how
about environ. & stakeholders

Business
& Technology Trends

Best PracticesCurrent IT situation
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IT Strategy Method

Each strategy step requires several key strategic inputs delivered either by the client, market 
analysts or thought leaders.

Method source: IBM

The IT topics are evaluated based on specific questionnaires and evaluated according
to the Capability Maturity Model.!

1. Analysis & Vision 3. Strategy Planning & Investment2. Strategy Design

Current
State Analysis

IT Visioning & 
Business
Alignment

G
ap Analysis

Conceptual
Architecture

IT-
Organization

Scenario
develop
&

 eval.

Program
Portfolio

Investment
Analysis

Program
 Planning

P
rogram

 Set U
p
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IT Strategy Method

Architecture, IT Organization and Value are 3 key views to be kept in mind throughout
the steps of an IT strategy engagement.

Method source: IBM

The IT topics are evaluated based on specific questionnaires and evaluated according
to the Capability Maturity Model.!

1. Analysis & Vision 3. Strategy Planning & Invest.2. Strategy Design

Current
State Analysis

IT Visioning
& Business
Alignment

G
ap Analysis

Conseptual
Architecture

IT
Organization

Scenario
develop
&

 eval.

Program
Portfolio

Invest-
ment
Analysis

Program
 Planning

P
rogram

 Set U
p

Applications
Technology
Information

Governance
IT Organization
IT Services
IT Processes
People Manag./
capab.

IT-Value
IT-Costs
IT-Invest-
ments

Va
lu

e
vi

ew
IT

 O
rg

an
iz

at
io

na
l

vi
ew

A
rc

hi
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ct
ur
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ew
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Several key components are used to analyze the current and the future state depending on 
the customer’s priorities and focus.

Method source: IBM

Any founded IT strategy requires both the analysis of potential future visions as well 
as a quick understanding of the current state.

1. Analysis & Vision

!

B
usiness &

 technology strategy

Market & business trends

Current IT situation

Current
State
Analysis

IT Vision
and IT/
Business
Alignment

G
ap A

nalysis

IT management & structure

IT projects

IT costs

IT resources & skills

IT systems & technology

IT services & sourcing

Understanding business 
strategy & positioning

Understanding technol. 
strategy & positioning

Definition of 
IT strategic 

founding 
principles & 
guidelines

High level 
business 

driven 
options/
vision

Deriving IT needs from 
business drivers

Enabling business 
support through better IT

B
usiness requirem

ents
and priorities
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Several key components are used to analyze the current and the future state depending on 
the customer’s priorities and focus.

Method source: IBM

Avoiding to analyze and evaluate several scenarios (for both the architecture and the organization) strongly 
weakens an IT strategy, however analyzing too many scenarios can in the other way loose the client focus
and increasing the decision making complexity.

2. Strategy Design

!

Target
IT organization and IT architec-

ture
of the selected scenari

B
usiness requirem

ent
and priorities

Best practices 

Environment and stakeholders

Conceptual
Architecture

IT
Organization

Application Architecture

Technology Architecture

Information Architecture

Scenario development & evaluation

Steering/Governance

IT Organization/Structure

IT Processes

People Management

Customer specific scenario development 

Scenario risk analysis

Scenario evaluation and decision
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Finalizing an IT strategy requires the definition of a program portfolio, with its related 
investments and plans.

Method source: IBM

While planning the transformation program and during the implementation, the seven Keys to 
Success must be considered.

3. Strategy Planning & Investment

!

Finalized
and com

plete IT Strategy

Target
organization and architec-

ture
of the selected scenario

Program
Portfolio

Investment
Analysis

Business project portfolio

IT project portfolio

Program Planning

Cost evaluation

Business case for key projects

Project prioritization 
and project 

interdependencies 
check

Investment and
budget planning

Project/Program 
planning

Program
 Set U

p
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The Seven Keys to SuccessTM

While planning the transformation program and during the implementation, the seven Keys to 
Success must be considered.

Stakeholders are KNOWN
Their INTERESTS and INFLUENCE are identified
Stakeholders are PLEASED with the work
Their change over time is MONITORED
Stakeholders are AVAILABLE

Stakeholders are committed

VALUE PROPOSITION is on target
Optimal SOLUTIONS can be found
Project Sponsor has CONFIDENCE IN Delivery 
Organization 
Project Sponsor gains OWNERSHIP
Delivery Organization can MEASURE and highlight 
specific RESULTS

Business benefits are realized

PROJECT PLAN is up to standard
DEADLINES are met
Work PROCEEDS in line with plan
Project Sponsor is UPDATED on status of work
ACTUALS vs. budget are TRACKED

Work and schedule are predictable

Team has required COMPETENCE 
and CAPACITY
There is a constant DIALOGUE 
between PM & team
Adequate project FACILITIES are
in place
Team has normal WORKING HOURS
Team works EFFICIENTLY
PERSONAL DEVELOPMENT
is ensured
Key PEOPLE STAY with the project

Team is high performing

Scope is clear and mutually 
UNDERSTOOD
CONTRACT and/or scope statement 
is agreed upon
Deliveries are WITHIN SCOPE;
no more, no less

Scope is realistic and managed

Team is AWARE OF potential risks
Team NOTIFIES PM when work 
progress is threatened
ACTIONS taken to reduce risk are 
closely MONITORED
Risk and Issue Management 
PROCESSES are ESTABLISHED 
and FOLLOWED

Risks are mitigated

Delivery organization stakeholders are KNOWN
Knowledge is HARVESTED and leveraged
Actuals are in line with BUDGET
Favorable project CITATIONS are established

Delivery organization benefits are realized
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