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Preface
This is an extended version of a talk I gave for Puget Sound chapter of Iasa (The Global IT Architect
Association) on June 26, 2014 titled: “The Technologist’s Dilemma - Refocusing on Innovation and
Growth”2.
Initially, the presentation was going to center around work I've done on developing productivity strategies,
which while still an interesting topic to me (and presumably the architect community), didn’t reflect what I
consider to be a bigger mandate these days when it comes to big picture IT portfolios - that of how
investments in productivity-related and other digital initiatives drive strategic innovation.
That being said, about two weeks later on July 10, 2014, Microsoft CEO Satya Nadella’s now famous
employee memo3 clearly articulated Microsoft’s newfound vision around productivity (mentioned 20 times,
more than anything except “cloud” - 22 times), so it appears “productivity” itself is back en vogue,
something I pondered in my extensive treatment of the subject in the February 2014 paper “Strategies for
Delivery Productivity and Value with Information Worker Technologies”4 (available up on request) and blog:
Productivity is Not Just a Buzzword!.
Hopefully, in shifting gears here to how strategists, architects and UX practitioners can drive strategic
innovation, growth and transformation, this treatment will be equally as prescient.

Executive Summary - 3 Key Concepts
1. The “Innovation Mandate” is clear and well known, but large organizations continue to struggle

1



True disruptive innovation that drives growth and transformation has been the holy grail of
business for quite some time, and prescriptive guidance in this area is well covered in the literature
(e.g., Christensen’s “Innovator’s Dilemma”, Drucker’s “Innovation and Entrepreneurship”, etc.)



That being said, smart companies aware of (and utilizing) many innovation best practices falter and
fail all the time, underscoring that there is no real silver bullet for success in a competitive business
world. This dynamic has only accelerated in the digital age, with upstarts rising faster and
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incumbents falling harder, requiring the survivors (and new entrants) to elevate strategic
innovation as a top priority, often in partnership with IT.


As research by Christensen5 (and others) at Harvard has shown, in spite of the innovation mandate,
investment continues to favor short term business results and “run the business”/efficiency type
innovations, and many organizations struggle to invest successfully in longer term growth and
transformation. This has been labeled by Christensen (and van Bever) as the “Capitalist’s Dilemma”.

Call to action: Organizations need to address the “Capitalist’s Dilemma” at the firm level through
concerted action at the business and IT levels (as recommended here)
2. IT is taking an increased role as organizations transition to “Digital Businesses”, but it needs to do
more to counter resistance to change


The “Capitalist’s Dilemma” of course cascades down to IT, which in many organizations is forced
into a mindset of cost control vs. business enablement (and value creation), with only minimal
funds left over for more progressive initiatives (this is the “Technologist’s Dilemma”).



Moving forward, IT needs to complement and leverage investments in efficiency-type innovations
(e.g. productivity), to drive more transformative, disruptive types of innovation (e.g., new sourcing
models, new markets, new and different products) and stay ahead of the competition.



For this to be successful, IT and business leadership need to work together even more closely than
before to build IT capabilities that drive growth and transformation-type innovation in the context
of current organizational structures, leadership, people, process, culture and technology portfolios.



Of course this is easier said than done. A number of factors (including the current state context
mentioned above) will dictate:
(a) An organization’s readiness for this type of change
(b) The amount of resistance thought leaders will face when pursuing this type of transition
(c) Where and how fast it can happen.

Call to action: Address the “Technologist’s Dilemma” at the firm level through concerted action within
IT as a whole and within high impact roles (as recommended here)
3. Various architect, strategist and UX roles need to evolve to help drive needed transformation


As companies become true “digital businesses”, the enterprise architect/strategist and UX
functions will play an even more critical role in working with leadership to establish strategies and
drive execution towards established end-goals related to transformative types of innovation.



Recommendations:


Enterprise architects/strategists:
(a) Better understand the business dynamics impacting technology spend ratios between
run, grow and transform the business in your organization;
(b) Understand the organization’s current approach to innovation, including organizational
structures and capabilities, leadership, people, process, culture and technology; and
c) Using influence strategies, make recommendations for change in terms of a long-term
roadmap for the EA role that repositions it to more aggressively drive digital transformation.



5

UX Strategist/Designers:

Christensen and van Bever, "The Capitalist's Dilemma", June 2014 (Harvard Business Review)
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o

Take the lead in evangelizing, developing and delivering UX strategy/design upstream
of solution design initiatives so that the ultimate designs fully reflect the business
context, user archetypes/work styles and usage scenarios of the increasingly
social/mobile “SoMo” worker.

Call to action: Address the “The UX Dilemma” through UX leadership, evangelizing, education and
sharing of best practices (e.g. through a UX COE).
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Introduction
Simply put, most individuals, corporations and
government/education/non-profit institutions in the world today have
“gone digital”, or are in the process of doing so. That’s not to say, as Eric
Brynjolfsson and Andrew McAfee point out in their recent book: “The
Second Machine Age”6, that there’s not an increasing “digital divide”
whereby the digital spoils are being spread unequally. Regardless,
organizations taking advantage of digitization and investing wisely in
technology are clearly the winners in today’s economy, albeit with
significant room for improvement.
As McKinsey points out in their 2014 article “The Digital Tipping Point”7,
“Organizations’ efforts to go digital—and drive growth through
digitization—are picking up steam. But many have more work to do
before they can scale their efforts and see material impact. After
years of revving their engines, many companies are gaining
momentum with their digital initiatives. Executives say their CEOs are
more involved in digital efforts than ever before and that their
enterprises are now investing enough to meet their overall digital
goals. Yet McKinsey’s latest survey on digitization also finds that
many respondents say their companies must address key
organizational issues before digital can have a truly transformative
impact on their business.”
As many researchers have pointed out (and which we’ll highlight here),
one of the issues causing both unrealized gains at the firm level and
macroeconomic trends (like lagging GDP growth and a jobless recovery)
may be bad habits in the investment community (and organizations
themselves) like rewarding relatively safe “efficiency type” innovation
investments over growth and transformation-type investments.

A Note on Productivity
As we’ll explain later in more
detail, I’m NOT saying that
investments in efficiency type
innovations that impact overall
productivity aren’t important
to firm level and overall
macroeconomic performance –
in fact, as I explain in detail in
the productivity paper (and
blog) mentioned in the
preface, there is significant
data now (from Brynjolfsson
and others) that show the
positive correlation between IT
investments and business
performance.
And it’s clear that investing in
efficiency/productivity can
have the effect of freeing up
capital for investments in
growth and transformation,
just as long as that’s the focus
(rather than just workforce
reduction).

In fact, in their recent Harvard Business Review (HBR) article (“The Capitalists Dilemma”, June 2014),
Harvard Business School researchers found that “doing the right thing for investors may be (in some ways)
the wrong thing for long term prosperity”. They also showed that this has the effect of cascading down
from senior management to how organizations allocate funds, whether capital or opex, to technology
investments, whereby efficiency-related technology investments tend to be favored (in many cases) over
growth and transformation.
This is corroborated by research from PWC, showing that firms fairly consistently allocate less than 15% of
their IT investments to transformative type initiatives, vs. about 20% for growth and about 65% for “run the
business”, increasingly known to not be the best long term strategy.
This paper will explore the economic data and this investment dilemma (both at a business and technical
level) a bit more deeply, present calls to action for IT, in general, and strategist, architect and UX designer
roles in particular. Specific examples of how practitioners can materially impact the needed movement to
growth and transformation-type innovation are also provided.

6
7

Brynjolfsson and McAfee, "The Second Machine Age", 2014 (book)
McKinsey, "The Digital Tipping Point - Global Survey Results", 2014 (online article)
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This is accomplished by breaking the paper into five parts: I: Business Context; II: Innovation Mandate; III:
Innovation Strategy, Processes and Solutions; IV: IT and Architect/Strategist Role Impacts and Value; and V:
The Rising Importance of Design Thinking and UX for Digital Innovation.

Part I: Business Context
In this section, we provide a brief overview of the economic factors driving the “innovation mandate”
highlighted in the next section. This includes a summary of macro-economic trends, job figures, cash
reserves, cost of capital trends and technology spending forecasts.
GDP. Despite the U.S. economy technically being in a recovery, we're still experiencing just low-tomoderate GDP growth, which has been experiencing somewhat of a downward trend in recent years,
especially when compared to developing countries
Jobs. From an employment perspective, we're continuing to see disappointing job numbers at a macro
level, with some sectors and regions hit harder than others.
Cash Reserves. Corporations are sitting on massive amounts of cash - according to Moody’s, US firms
were sitting on $1.6 trillion in cash reserves at the end of 2013, a 100% increase from 2007.
Capital. In terms of access to capital, money has been cheap for some time, and while interest rates
may go up slightly, corporations will continue to have access to funds if needed.
Capital Allocation. With corporations awash in cash reserves with plenty of access to cheap money, we
should expect to see: (a) a continuation of dividend increases/payouts and healthy gains in share
buybacks; (b) more M&A activity; and (c) spending on hiring, new technology, plants and equipment.
Technology Spend. Given forecasts for increased technology spending, where should we expect these
investments to be focused?
In PWC’s 2014 technology trends report8, the top 10 investment areas specified by executives (based
on a survey) are listed.

8

http://www.pwc.com/us/en/advisory/10-business-technology-trends.jhtml
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As expected, analytics, social, mobile and security top the list, with other investment areas such as
sensors, robotics, 3D printing, and wearable computing top of mind.
As architects/strategists/designers, assuming you have a seat at the table helping organizations
rationalize their technology-spend to enable increased growth and innovation (which will
presumably contribute to a more robust economic recovery), what is the thinking there? Which
business priorities should these technologies be targeted at? What’s your role?
This brings us to Part II and a spoiler alert – where we present some research that suggests the answer lies
in shifting how we look at innovation at the firm level.

Part II: Innovation Mandate
In this section, which highlights a few notable innovation dynamics in the business and technology space,
we:





Present key findings on innovation from the recent HBR article “The Capitalist’s Dilemma”
Discuss research from PWC re: IT’s role in innovation, citing studies from 2007 and 2012
Take a closer look at current investment trends and innovation types
Present findings from recent studies for calls to action, or the “what needs to be done at the business
and technology level”

Investment in Growth and Innovation Lacking
In their June 2014 HRB article titled: "The Capitalist's Dilemma" (the inspiration for this piece, to some
degree) , HBS's Clayton Christensen and Derek van Bever report on their research looking into the best
opportunities for creating new growth opportunities given the current economic conditions (highlighted in
Part I here), and talk about the choices companies make when allocating capital, making the argument that
a shift from one type of thinking favoring "efficiency" and "sustaining"-type innovations towards "market
creating" innovations is warranted.
In summary, here the authors point out that:




5 years post-recession, the economy is still sputtering, corporations are still stuck, and
disappointing growth and job numbers are pervasive (as highlighted in the previous section)
Corporations are sitting on piles of cash
Investments (and markets) favor the wrong types of innovation

In short, the notion of the “Capitalist’s Dilemma” is that doing the right thing for investors is the wrong
thing for long-term prosperity.
We should point out that this research was uniquely informed by input from professors, students, and
alumni now in the business world, so this isn’t just an academic view, it’s a real world view.

Re-thinking IT’s role
On the IT side, what does this mean for the architect community and what does it have to do with
technology? Turns out, a LOT! In their June 2008 paper: "Why isn’t IT spending creating more value? How
to start a new cycle of value creation“9, PWC reported that most industries spend less than 15 percent of
their IT budgets on transformative innovation, and if you look at similar metrics more recently (2012), the
numbers remain about the same (still less than 15%).
9

PWC, "Why isn’t IT spending creating more value? How to start a new cycle of value creation“, June 2008 (online
article)
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Here the authors argued that the only way for IT to re-emerge as a competitive advantage—is for
corporate leaders to strategically rethink how IT spending contributes to innovation and value
creation, requiring the CEO to take the lead in aligning IT initiatives with overall strategy, the CFO to
prioritize and understand IT value management, and the COO to ensure that IT initiatives support
crucial, customer-facing business innovations.

Innovation Investment - Current
Back to the HBR research, the figure below depicts the current situation that both HBR, PWC and others
have been saying for years – most of the investment is flowing towards “efficiency innovations”, with lesser
amounts to sustaining and market-creating innovations, somewhat limiting the amount of transformation
relative to alternative forms of allocation.

Innovation Type Drill Down
Drilling down on this a bit further, here we show what each of these categories means in more detail,
starting with efficiency.

Again, they/we are NOT saying that the non-market-creating innovation investments are bad – they’re
actually critical to any organizations portfolio (and can free up capital for the other types of innovations).
9|Page
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The point is that capital distribution needs to be re-thought for organizations to grow and transform in the
new economy.
So we come back to the question of: what can be done to address the "Capitalist's Dilemma" and repurpose available capital and resources to promote growth and innovation?
To answer that question, in the next section we present findings from a number of recent studies that
highlight calls to action for business and technology leaders.

Analyst Findings/Recommendations re: Business and Technology Transformation
The following list of findings reflects a summary of a number of analyst views (e.g. HBR10, McKinsey,
Gartner11 12, IBM13, Accenture14, etc.). The points made underscore the innovation mandate as it relates to
business and technology change required for the modern digital enterprise.













Re-set capital allocation rules to promote long term, market-creating efficiencies
Elevate the innovation mandate at the board level to ensure executive buy-in and sponsorship (ref:
recent HBR article: “Sustainability in the Boardroom” (July 2014), which highlights Nike’s ongoing
efforts at these levels through board-level committees)
Incentivize management to empower innovations and productive use of technology within a
human-centered system that leverages digital technologies in transformative ways.
Where appropriate, consider leveraging outside partners for innovation where their expertise
promises to accelerate the process and outcomes (e.g. Proctor and Gamble’s outsourcing of
facilities and real-estate innovation, as documented here: IAOP - Innovation in Outsourcing: The
Case of the Procter & Gamble Company)15.
Develop strategies to leverage digital programs that either build competitive advantage in an
existing business or create new business and tap new profit pools.
For organizations facing accelerating competitive pressure for fundamental transformation, further
embrace business models and digitalization strategies that not only enable survival but create
opportunities that were not possible in the past.
Turn the culture of cost-focused IT organizations around to more of a value orientation as part of
an ongoing program of change.
Continue to grow ITs role as a critical partner in executing against the organization’s vision and
strategy, including repositioning IT to spend more time on customer-related activities, in essence
shifting the focus from the back office to the front office
Continue to educate the C-suite on how digital technologies and platforms can help meet
transformational goals using internal and external case studies that showcase impact and value.

10

HBR: Better Management Could Spur a New Era of Economic Growth (May 2014)
Gartner - Top Industries Predicts 2014: The Pressure for Fundamental Transformation Continues to Accelerate
(G00257905, 4 October 2013)
12
Gartner - Game Changers: Five Ways to Help the CIO Move IT from a Culture of Cost Cutting to Generating Value (ID:
G00255690, 30 January 2014)
13
IBM – Moving from the back office to the front lines: CIO Insights from the Global C Study (2014)
14
Accenture – Digital Operations for the Digital Business (2014)
15
IAOP - Innovation in Outsourcing: The Case of The Procter & Gamble Company
11
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Part III: Innovation Strategy, Processes and Solutions
Based on the information and evidence highlighted in the previous section, it is clear that there is a
mandate to continue prioritizing the shift towards transformative-type innovations in both the business and
technology worlds.
It is also clear that most organizations have been hearing about how to approach innovation from business
gurus for years and probably understand what needs to be done in theory. The challenging part is
developing the right strategy and execution processes that achieve truly transformative innovation in
practice, especially for large, established companies. This is covered in depth in publications like HBR16 and
in books like those from Clayton Christensen (Innovator’s Dilemma17, Innovator’s Solution18) and Peter
Drucker (Innovation and Entrepreneurship19).
While we won’t attempt to cover the excellent business-focused treatment of this subject provided
elsewhere, we will provide a few fundamentals to help the “business technologist” audience better
understand a few basics regarding innovation strategies, processes and solutions.

Strategy
In terms of how you might assess your organization, whether you’re headed in the right direction, and what
your innovation strategy should be, what are things that dictate the right approach to innovation at the
enterprise, business unit, or program level? That’s a really hard question, as it totally depends on a number
of factors (or inputs), including the ones shown in the diagram below (not intended to be an exhaustive
list).

Inputs

As shown in the above diagram, market forces, industry, culture, governance, organizational capability, etc.
– all impact an organization’s mandate and strategic approach to innovation, including how it is enabled by
technology.
These also vary over time, which is the reason that whatever strategy you do come up with needs to be
revisited periodically (this is where the concept of “transient” or “agile” strategy comes in, also well
covered in the literature these days).
16

HBR - The Innovation Strategy Big Companies Should Pursue (June 2014); The New Patterns of Innovation (JanuaryFebruary 2014)
17
The Innovator's Dilemma: The Revolutionary Book that Will Change the Way You Do Business (Collins Business
Essentials) by Clayton M. Christensen (2013)
18
The Innovator's Solution: Creating and Sustaining Successful Growth by Clayton Christensen and Michael Raynor
(2013)
19
Innovation and Entrepreneurship by Peter F. Drucker (1993)
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Organizational Variability
Another complicating factor is the fact that there is almost always a high degree of variability between the
enterprise-wide mandate/context, strategic approach and outcomes vs. business unit-specific versions of
same. This is shown in the diagram below, which shows a more holistic, systems-level view of the
innovation landscape.

A couple of key points to highlight here include:





The right approach, i.e., mix of PPC, technology and programs is always (or should always be) driven
by the overriding business context, both at the enterprise and business unit level.
What happens at the business unit level is (or should be) driven by what’s happening at the
enterprise level, except in cases where business units have complete autonomy and low levels of
shared services.
There may be multiple enterprise and business unit level innovation programs happening in
parallel, with corresponding differences in outputs and impacts.

Strategic Dimensions/Strategy Table for Innovation
A common technique in strategy development is to use a fixed set of “strategic dimensions” plotted in a
strategy table within which you can plot desired position and/or needed progression (per dimension).

12 | P a g e
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An example strategy table is provided below for reference.

○ = today ● = future

Dimension
Business
Mandate

None

●

Mission Critical

●

Transformation

Efficiency

○

○

Lagger

○

●

Leader

Alignment

Program

○

●

Enterprise

Readiness

Select

○

Reach

Internal

●

Process

Ad-hoc

○

●

●

Managed

Reward

Volunteer

○

●

●

Incented

Technology

Horizontal,
adapted

○

●

●

Vertical,
specialized

Governance

Not controlled

○

●

Tightly control

Timing

On-going,
opportunistic

●

Punctuated,
timed,
scheduled

Innovate Focus
Industry/
Competition

○

●

Pervasive,
engaged
Customer,
Partner

●

This would net out in narrative form something like this:
“For BlueCo, moving to more transformational innovation is mission critical given that we need to
step up from our laggard position relative to competition. We need to expand our innovation
capabilities away from just the program level and train and engage our workforce across the board.
From a process perspective, we need to move away from just ad-hoc, volunteer-based innovation
efforts to more managed/controlled efforts offering incentives for participation in time-based
innovation efforts with clear goals and outputs.”
The implications? Broader department-level innovation programs, more tightly managed process, better
incentives, more specialized technology and more campaign-based innovation events are needed.
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10 Step Strategic Planning and Execution Model
While the overall subject of strategy in general and innovation strategy in particular is way beyond the
scope of this paper (and again, well-covered elsewhere), a useful reference model is provided below to help
you frame up how you’d incorporate the inputs and direction mentioned above into an overall innovation
strategy, where these 10 steps would certainly apply (from my recent paper: “What’s Your Altitude? –
Navigating the 5 Levels of Strategy for the Modern Digital Enterprise” (March 201420, Blog version).

Process
Grounding this a bit further, what does a typical innovation process look like, if there was such a thing?
I hesitate to show this because it is so high level and there are so many variants (and this is well covered
elsewhere), but it is generally representative of many programmatic innovation approaches out there.

20

Ray, Todd, “What’s Your Altitude? – Navigating the 5 Levels of Strategy for the Modern Digital Enterprise”, March
2014 (paper)
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Real World Examples
In terms of examples, the following diagram summarizes a few real world enterprise-level innovation
programs from large organizations.

Tools and Methods
Note that we haven’t started talking about any underlying technical solution yet – that’s because any
technology solution, though undoubtedly a key enabler for many innovation processes, is just one aspect of
the overall approach, which may include:















Team-based “Design thinking” (refer to next section for more on this topic)
Innovation and IP marketplaces
Crowdsourcing sites
Voice of the customer
Prediction markets
Team meetings and brainstorming
Storytelling and scenarios
Focus groups
Customer-centric design
Problem solving
Patent exploration
Pattern based modeling
Social monitoring and analytics
Etc.
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In fact, there are a lot more tools and methods than that. As a recent HBR article titled “A Taxonomy of
Innovation”21 points out:
“Thousands of tools and methods are available to help innovators discover what users want and
how to deliver on their expectations. The challenge is to figure out which ones to use when.
Luma Institute has created a framework to help you choose the best tool for each step of the
innovation process, based on the people you’re designing for and the complexity of the systems in
which you operate. Luma distilled the portfolio down to 36 of the most effective tools for
innovation—the majority of them in common use—organized in three categories: looking,
understanding, and making.
Each category contains three subcategories, and each subcategory contains four innovation tools.
This hierarchical model makes it much easier to identify the tools you need and then put them to
use.”
This taxonomy is shown in the graphic below from the Luma Institute web site.22

21
22

HBR, “A Taxonomy of Innovation”, June 2014 (online article)
http://luma-institute.com/story.html
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This same taxonomy is shown in tree-form in the diagram below (see the HBR article and Luma Institute site
for more information).

In terms of practical application, according to Bill Lucas, Luma’s cofounder and director of curriculum, most
organizations will want to pick at least one tool from at least two categories as part of a successive set of
innovation rounds, which is intended to help the innovation team narrow its focus down to develop only
the most promising focus areas, which is similar to what we specify in the overall high level process view
shown in a previous section.
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This multi-stage process using a select set of tools is illustrated in the following diagram (from the HBR
Innovation Taxonomy interactive):

The takeaway here is: while overall innovation processes are well known and covered in books, articles and
consulting firm methodologies (as well as organization’s adaptation of same), the approach you take will
vary based on a number of factors.
We expand on how we might apply related techniques to the digital space in Section V: “The Rising
Importance of Design Thinking and UX for Digital Innovation”.

Innovation Solutions
On the technical side, which is admittedly only part of the equation, a key tenant of any approach is to
focus your strategy, design, implementation and ultimate rollout of any technical solution (that enables or
facilitates innovation using digital methods) on making the organization successful relative to its goals,
processes, organizational/cultural profile and organizational change management dynamics (e.g.
willingness to engage with any toolset offering/workflow, participate, and change). This requires concerted
application of the usual change management principles such as awareness, desire, knowledge, ability,
reinforcement, etc.
While the example innovation process discussed in the previous section highlights one set of tools and
methods prescribed by a guided innovation/ideation consultancy, many firms utilize internal software (or
cloud)-based “Innovation/Ideation Solutions” on an ongoing or punctuated basis.
Software-based solutions related to ideation, innovation etc. first and foremost need to be attractive and
easy-to-use, as well as map closely to an organization’s overall innovation process and culture.
Once the overall process has been determined, a whole host of considerations enter into the picture in
terms of which parts of the innovation process should be implemented via a software solution. These are
highlighted below.

18 | P a g e

Iasa Briefing: Digital Innovation and Business Transformation

Goals and Desired Outputs.
Having a pre-defined understanding of goals and outputs has a significant impact on any innovation-related
solution design. For example, if the goal is to foster informal sharing of information and ideas in an openended, somewhat unstructured, enabling environment, then that’s one type of solution.
If the goal is to enable more structured, directional, multi-stage idea campaigns/competitions in a
controlled fashion (refer to previously stated examples) - with specific filtering goals (e.g. 200 ideas down to
5 to be funded) - then that’s another. An organization may also choose to do both, of course (foster an
ongoing culture of innovation along with more punctuated campaign efforts).

Participation and Topic Selection
Innovation-type solutions vary in terms of the sources of inputs (participants – e.g. internal, external,
selective participation by experts only, etc.) and whether topics for discussion/development are
determined a priori (ahead of time by an administrator) or truly crowd-sourced (or somewhere in
between).

Timeline and Lifecycle
Closely relating to the goals and desired outputs, innovation solutions can provide for longer-lived,
sustained ideation, discussion and development or more punctuated, time-blocked campaigns run on
either an ad-hoc or periodic basis

Governance and Rules
Again, closely relating to the goals and desired outputs, governance of innovation-related solutions will vary
considerably, with defined rules, gates, workflows, incentives/reward systems, review cycles, reporting,
funding criteria, etc. implemented accordingly.

Capability Needs
Typical innovation/Ideation software/cloud-based solutions, whether home-grown or vendor provided,
may provide a variety of capabilities. To help you determine which ones might be right for your objectives,
an “Innovation Solution Capability” model is provided below for reference. This reflects the categorization
and high level feature set of the broader field of innovation solutions in the market today23.

23

Gartner G00231384 "Who's Who in Innovation Management Technology", 18 January 2013
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Part IV: IT and the Enterprise Architect/Strategist Role
This section brings all of the previous information regarding economic, business, technical, and innovation
trends/guidance back down earth in terms of what it means for IT in general and architects (typically an
Enterprise (EA) or Business Architect (BA)) in particular, including their mandate moving forward.

What IT Can Do
As called out in the executive summary and the “Innovation Mandate” section above, IT needs to
complement and leverage investments in efficiency-type innovations (e.g. productivity), to drive more
transformative, disruptive types of innovation (e.g., new sourcing models, new markets, new and different
products) and stay ahead of the competition.
For this to be successful, IT and business leadership need to work together even more closely than before
to build IT capabilities that drive growth and transformation-type innovation in the context of current
organizational structures, leadership, people, process, culture and technology portfolios. Due to the
complex array of inter-related functions and entities required to pursue the innovator’s agenda, this, of
course, will not be easy. And due to the more natural flow of capital and opex expenditure to efficiency
type innovations (including those that IT gets involved in), technologists face a similar dilemma to that
which Christensen and van Bever articulated in the previously mentioned article “The Capitalist’s Dilemma”
(HBR, June 2014) – only here we might call it “The Technologist’s Dilemma”.
Assuming the overall IT mandate is clear and IT has a seat at the table with business leadership to exact the
organization’s overall agenda when it comes to strategic innovation and transformation, what sort of things
does IT first need to focus on, at a minimum?
Beyond specific implementations of innovation-enabling technology programs and solutions, which is fairly
tactical, what are some of the big picture needs that IT can proactively address which enable the broader
strategy?
While not intended to be exhaustive, a few specific examples are provided below for reference.
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1. Assess and Manage IT Spend Ratios
Apptio, a “Technology Business Management” (or TBM) cloud-solution provider points out in its paper: “IT
Financial Metrics Primer – Eleven Essential Metrics for Optimizing the Business Value of IT”24 that IT needs
to focus on how it currently allocates resources to achieve true business growth and transformation goals
versus just running the business. Similar to the PWC research cited previously, which shows growth and
transformational investments only amounting to about 35% of the total IT spend, Apptio cites research
from Forrester showing similar numbers.
At the firm level, these sorts of metrics are not always easy to come by, but at a minimum, IT organizations
need to devise ways to baseline the distribution of their spends across running, growing and transforming
the business and put longer term goals and measurement techniques in place to track to the overall
strategy.
An example application of these principles is provided in the Apptio paper, which provides a case
study highlighting how Cisco IT has been able to cost their IT services and report on their IT spend
ratios across their categories (similar to the ones listed above), allowing their “run the business”
expenses to be minimized and freeing up capital for the other more transformational types. This
allows Cisco to rebalance its IT portfolio to provide greater value back to the business.

2. Innovation Portfolio Rationalization and Road mapping
In my October 2013 whitepaper titled "Envisioning the Future of End-User Computing and the Modern
Digital Enterprise", I presented something I refer to as the "IW Capability Sustainability Model", which is
pictured below.

24

Apptio, “IT Financial Metrics Primer – Eleven Essential Metrics for Optimizing the Business Value of IT” (online
article)
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Adapted to capabilities and solutions targeted at enabling innovation, this model provides a convenient
means of relating an organization’s dynamic portfolio of innovation-focused fundamental capabilities,
supporting platforms, and delivery mechanisms/services to its business capabilities, performance and
changing user needs over time as they relate to ideation and innovation.
What I like about this model is that it enables us to look at individual pieces of a fairly complex system in
context and answer questions like:
•

What is the state of our ideation/innovation capabilities today? Are they enterprise-level or
business-specific?

•

How do we deliver these capabilities from a technical standpoint?

•

How are they performing in terms of innovation capability enablement?

•

How are they impacting our business capabilities and performance, and what gaps exist that need
to be addressed?

•

What are our future state needs and how do we address those with existing technologies?

•

What additional solutions need to be considered and what are our options?

•

Which programs of change at the technical level need to be budgeted for to meet the needs of the
business in the innovation area?

In summary, this model allows the architect/strategist to ask a lot of questions to help drive the
conversation forward and engage business leaders on how they might invest more wisely in areas that
matter the most.
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3. Innovation portfolio impact analysis
Closely related to the previous two IT focus areas, the "Innovation Impact" model pictured below provides a
conceptual view to how an innovation scorecard effort could be established.
In short, based on the innovation-related platform solutions, usage scenarios and potential impact areas,
hypothetical business benefit areas can be established and incorporated into a measurement/score-carding
scheme for ongoing measurement, reporting and feedback.

4. User Experience (UX)
The next section (Part V) highlights the growing importance of UX leadership as it relates to innovation, so
we’ll only briefly cover it here. From an IT perspective, UX teams sometimes live in IT (or have individuals
dedicated to IT), but certainly UX is not limited to the IT function. Regardless, IT initiatives are typically
underinvested in UX (as we’ll point out in Part V), and IT executives (and subject matter experts) play an
important role in any multi-disciplinary UX/Innovation strategy team.

5. IT Innovation Examples


Intel IT - Accelerating and transforming product design (2013-2014 Annual Report)25
o Highlights:
 Create new products, accelerate time to market, expand and evolve a worldwide
design organization
 Provide the technology resources that facilitate the creation of world-class
products and services.
 Run a compute environment to partner more closely with design groups.
 Provide systems and support to delivering IT best practices, new ideas, and highervalue consultation.
 Support and drive the pace of change and the rate of progress at every stage of
every project.

25

http://www.intel.com/content/dam/www/public/us/en/documents/solution-briefs/it-performance-report-2014paper.pdf
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Accenture: 2013-14 IT Report26
o With technology now a critical item on the C-suite agenda, Accenture’s proactive IT
professionals take responsibility for the broader enablement of enterprise productivity and
performance — bringing ideas and innovation to the business, and changing the way they
work
o Enabling Innovation
 Evolution of Accenture’s aggressive social collaboration initiative devoted to using
technology to connect our people more effectively
 2012 focus was on unified communications; 2013 focus is on social collaboration
tools, introducing the “Stream” to the Accenture workforce as a way to bring
together content from different channels into a single feed of information and
insight.
o Enabling the Employee
 Consumerization demands a fundamental rethinking of the IT function as it moves
from being a provider and steward of hardware to becoming an enabler of
employee productivity.
 Accenture employees are increasingly making decisions about how and
where they work and the devices they require, including ones they already
own.
 Accenture’s strategy is to get content and data off devices and into the
cloud, enabling employees to access whatever they need from the cloud,
using any device.
 Moving content and data off devices and into the cloud radically changes
the way Accenture’s professionals will work.

The Changing Role of the Enterprise Architect
We’ll start with a few recent analyst views on the changing role of the EA role moving forward and
conclude by netting this out in terms of calls to action for the architect/strategist’s role specifically.


Gartner Predicts 2014: Enterprise Architect Role Headed for Dramatic Change (G00258414,
December 2013)27
This paper provides relevant guidance moving forward to the increasing role of the EA in business
innovation and the bifurcation of the discipline into two areas: (1) foundational, systems focused
EAs and (2) “vanguard” EAs that focus on driving disruptive technology-driven innovation. It also
makes the case that EA teams that do not “refactor” will slip into obscurity.





26
27

“EA bridges both business and IT domains; thus, it is well-suited to frame opportunities to
apply technology-based innovation to the business, engage the crowd to source innovative
solutions, and assess the potential risk and benefits of the innovation proposals
The practice of EA is bifurcating between vanguard enterprise architects that are primarily
concerned with driving innovation with disruptive technologies, and foundational enterprise
architects that are concerned with systems of record and maintaining the (primarily
technology) estate. Vanguard enterprise architects are currently leading technology-driven
innovation in 10% of organizations, but that will increase to 20% by 2016
Leading EA practitioners will provide leadership and vision, responding to turmoil and
change caused by business and technology disruptions (technical, economic, market, social,
regulatory and environmental).

http://www.accenture.com/us-en/Pages/insight-cio-2014-it-report.aspx
Gartner Predicts 2014: Enterprise Architect Role Headed for Dramatic Change (G00258414, December 2013)
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Over the next three to five years, EA teams that do not refactor their skill sets from
technology artifact generation to business outcome realization will marginalize their value
and struggle to remain relevant.”

The Last Word: Enterprise Architects, Leaders in Innovation (Architecture and Governance
Magazine)28









“Innovation is a driving force for business change and Enterprise Architects must prepare for
it and, preferably, lead the charge.
The Enterprise Architect must provide coherent guidance to the enterprise through
principles, standards and models while also providing project enablement, engineering
support and value delivery.
Why does EA need to lead? One simple reason is perhaps the most obvious, yet not often
recognized: because EA is in the perfect place to lead. Today's prototypical IT organization
has a centralized Shared Services group and multiple, business-unit-aligned delivery groups.
Because most business requests flow to IT, the Shared Services group is often the first to
have visibility into opportunities for cross-business integration, consolidation and
innovation. With EA chartered as the principal cross-domain group, it is the logical choice to
drive cross-enterprise analyses.
EA also often has the most complete information about the hierarchy of abstractions
defining the layers of the business. Beginning with an environmental scan of business and
technology trends, they can relate the implications of those trends against the logical and
physical models that define the business. Using scenario analysis techniques, they can test
“what-if” scenarios and judge the impact of innovation ideas on the strategy, tactics and
models of the business.
How should EA lead innovation? Enterprise Architects lead through influence, not authority,
identifying meaningful opportunities, driving discussion and informing the analysis. They do
this armed with an EA process that is driven by the business and logically structured from
the top down, using a knowledge base that spans all domains across a planning horizon ranging
from current to future state.”

28

http://architectureandgovernance.com/content/last-word-enterprise-architects-leaders-innovation
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Part V: The Rising Importance of Design Thinking and UX for Digital
Innovation
In previous sections, we’ve provided information on the overall innovation mandate (as it applies to
business and technology) as well as calls to action for various roles within business and IT.
We’ve also presented a few well known practices as they relate to innovation strategy, processes,
techniques/methods and solutions.
So let’s say you live in a perfect world (as it relates to innovation) where you have business sponsorship, an
overall strategy (at the enterprise and/or business unit level), well defined processes, method and tools,
and supporting IT/architecture functions - what else is needed to ensure a high degree of organizational
capability for innovation, and how do you make sure innovation happens at the initiative level?
Who puts all this together pursuant to a desired change, either for a specific initiative or on an ongoing
basis?
Of course the answer to that varies considerably according to a number of factors (and whether you’re
targeting business process innovation, product innovation and/or digital innovation), but in the digital
realm (increasingly tied to the physical product design world29), a focus on “design thinking” and “user
experience” (or “UX”) driven by UX strategists, architects and designers (which could be the same or
multiple people) is increasingly important in driving and facilitating innovation at the digital initiative level.
We’ll start with a quick summary of what Design Thinking means and then talk about the growing role of
the UX discipline, what it means to develop a UX Strategy, and then ground the discussion by showcasing a
few UX strategy-type deliverables for reference. We close out the section by presenting a brief business
case for UX investments in general and usability in particular.

Design Thinking
The topic of “Design Thinking” is worth spending a few moments on given that it’s an increasingly wellknown and commonly applied approach used by design schools (e.g. Hasso-Plattner Institute of Design at
Stanford, a.k.a. the “d.school”30), consultancies (e.g. The Luma Institute referenced in a previous section)
and internal design/innovation practitioners within organizations.
"Design Thinking" (from Wikipedia31)
“Design thinking has come to be defined as combining empathy for the context of a problem,
creativity in the generation of insights and solutions, and rationality in analyzing and fitting
various solutions to the problem context. According to Tim Brown, CEO and president of IDEO,
the goal of Design Thinking is "matching people’s needs with what is technologically feasible
and viable as a business strategy". The premise of teaching Design Thinking is that by knowing
about how designers approach problems and the methods which they use to ideate, select and
execute solutions, individuals and businesses will be better able to improve their own problem
solving processes and take innovation to a higher level.”
Good "design thinking" is critical for everything from re-envisioning new business processes to new product
development to the design of digital user experiences, all of which are closely intertwined in the modern,
digital enterprise.

29

See an excellent example at: http://www.driverfocusedhmi.com
http://dschool.stanford.edu
31
http://en.wikipedia.org/wiki/Design_thinking
30
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This requires putting people and their needs (as well as the teams and organizations they belong to) at the
forefront, with an emphasis on understanding their business context, culture, motivations, influences,
behaviors and activities, all of which vary for different types of users (and teams/organizations).
Key aspects of a “design thinking”-type approach to an innovation problem include32:
 “Wicked problem solving”
 Human-based research, learning and empathy (e.g. by looking, following, observing)
 Brainstorming and divergent/convergent thinking
 Future state envisioning
 Overcoming resistance, fear and constrained thinking
 Understanding orthodoxies, sacred cows and assumptions
 Use of visual analogy, sketching and storyboards
 Defining and rapid prototyping
 Collaboration and iteration
 Testing and decision making
 Implementing
While techniques applying robust forms of design thinking and innovation are commonly utilized by
strategists targeting business transformation and product design (and combinations thereof), this is less so
with systems in which the user experience is based solely on digital delivery (e.g. for intranet portal design).
The reality now, however, is that with the rise of the "Digital Organization", BYOD and "SoMo"
(social/mobile) generation, it is more important than ever to re-thinking the digital experience in terms of
multi-device and mobile contexts specific to different types of users.
This requires taking a more holistic, systems-level, design-thinking approach to re-envisioning digital
experiences targeted at enterprise users and their business partners and customers. This brings us to the
realm of “User Experience”, covered in the next section.

The UX Imperative
Along with “design thinking” (covered previously), a focus on the closely related discipline of “user
experience” (or UX) is also known to be critical to innovation, as recently covered by two excellent 2013
HBR articles: “Scaling Your UX Strategy” and “The Rise of UX Leadership”, summarized in my September
2013 blog: Developing Agile UX Strategies.
What this means for sponsors of digital initiatives (e.g. a portal redesign for an increasingly social/mobile
“SoMo” workforce) is that they have to first understand the value of backing up and developing an
understanding of the business context, user types, work styles and usage scenarios either across a broad
spectrum of business processes or more narrowly focused within a given business unit or process.
Then the hard work begins of doing the assessment and design workshops, prototyping, and detailed
design/development.
For an example of an actual customer engagement in this area, a case study of UX strategy/design work
performed by the design firm “Blue Rooster” is provided below. A sampling of related activities and visual
outputs is provided in the next section.

32

Many if not all of these are incorporated into the methods included in the “Innovation Taxonomy”
previously highlighted
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Case Study: Digital UX Strategy for Financial Services Provider
Sponsoring Organizations: Executive Leadership, Strategy and Innovation Team
Objective:
Drive employee efficiency by creating a working environment that supports and encourages specific model
behaviors (informed, engaged, purpose driven, confident, collaborative, etc.) within an "experience
landscape".
Overall process: define project, discover (objectives, current state, gaps), design (visualization of target
state), and change (roadmap for cultural and technical improvements)
Activities and Deliverables:






End-user modeling (persona development, user activities, hassle maps)
Existing human: machine interaction (HMI) assessment using heuristic and usability scorecards.
Development of “UX Guidelines” and future state envisioning
User journey storyboards
Development of a holistic strategy and plan for facilitating a cohesive, integrated user experience across
workplace experiences and processes.

UX Engagement Outputs – A Sampling
In the case study shown above, we presented a summary of a typical UX Strategy-type engagement for a
financial service provider looking to drive employee efficiency. To ground this a bit further, a sampling of
outputs/deliverables (from a typical UX strategy engagement – images from design firm “Blue Rooster”) is
provided below for reference.

Personas, Scenarios and User Flows



A persona is a realistic character sketch of key customers or users. They describe user goals,
expectations, behaviors, and needs drawn from research on real people doing real things.
Scenarios explore the gap between personas and their goals and are created to show ideal usage
patterns and user behaviors.
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User flow diagrams model the interactions that will happen within a site or software for the usage
scenarios that have been defined.
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Storyboards and Wireframes
 Storyboarding is used to identify the specifications for a particular solution or steps surrounding the


use of several applications to achieve a goal.
Wireframes represent a blueprint of the skeletal framework of a digital solution that allows
visualization of the layout and key UI elements.

Cultural and Technical Roadmaps
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UX Maturity and investing in UX-related activities as part of digital initiatives.
As with the “Capitalist” and “Technologist Dilemmas” referenced previously, organizations often give short
thrift to UX-related activities and favor investments in the more tactical, technical aspects of solution
design. This is despite UX being increasingly known as growing in importance to the success of digital
initiatives (as discussed previously). Practitioners in this space are thus facing “The UX Dilemma” similar to
the investment dilemmas faced by their technologist and business counterparts (where investments favor
more tactical “run the business” type of innovations). UX practitioners thus must evangelize and educate
their organizations/customers on the growing importance of investing in UX strategy and design-related
activities up front of their digital initiatives.
The challenge was highlighted recently by Kurt Sillen in his article “Fast Tracking User Experience Maturity
in Corporations – From a Business Perspective” (Journal of Usability Studies, May 2014). Here, Mr. Sillen
talks about some of the key ingredients to move companies up a “UX Maturity Ladder” similar to that
presented in my September 2013 blog: Developing Agile UX Strategies, excerpted and reproduced below.

Assessing UX Maturity for Digital Initiatives
(Reproduced from my September 2013 blog: Developing Agile UX Strategies)
Strong UX-oriented organizations possess a difficult to acquire and maintain set of characteristics whereby
both utilitarian and emotional value are provided via a combination of aesthetic, functional and usabilityoriented capabilities.
This is in contrast to many other types of organizations that even with strong design/development cultures
focus mostly on the functional, utilitarian side and less on the emotional value driven by aesthetics and
usability.

To enable the needed shift away from the functional/utilitarian orientation, organizations should first assess
where they sit with respect to a common set of UX-oriented dimensions, and then determine given their
business goals and technical/organizational/cost constraints where they wish to move over time as part of
an overall UX Strategy. A “starter set” of UX dimensions are listed below, including a discussion of a typical
assessment approach using capability maturity modeling principles and an example assessment diagram.




Awareness of Value. Perception throughout the organization of the business impact that
continual investment in UX can have
E2E Lifecycle Investment. End-to-end focus on user experience in the product design
lifecycle
Leadership. Executive leadership understanding, sponsorship and involvement
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Organizational Capability. Skilled UX resources, beyond just traditional designers, in
multiple parts of the organization
Business/User Engagement and Enablement Processes. Formalized processes to engage
business units and their end-users in the design, roll-out and enablement phases.
Measurement and Continuous Improvement. Ability to measure, communicate and react
to explicit investments in users experience.

For each of the above dimensions, a simple progression model framework of “Baseline -> Developing ->
Operating -> Optimizing” can help establish where an organization sits with respect to each dimension and
where they’d like to move to over time as part of a strategic plan. This is shown in the diagram below
(example plotting provided).

For organizations with low UX maturity - i.e., their current state UX maturity is where the orange blocks are
in the diagram above - you may face an uphill battle getting the organization to invest in user experience
development vs. just features. Thus, as Mr. Sillen points out in his paper: “It is critical to spend the time with
your clients to understand their UX-maturity level and capabilities”.
He further states: “When company executives (preferably multiple executives) and management seek to
understand the people who use and enjoy their products and services through UX management practices,
the overall reflection is that it really creates positive energy in all parts of the organization. This
commitment to the user experience can be stimulating for everyone involved. Understanding the real user
value in the products and services delivered is to understand the goals of a company, because without the
customer, or user, the products and services are nothing.”
This leads us to the next section, where we highlight the business case for all of the above.

The Business Case for UX and usability
A lot has been written about the importance of UX and investments in usability (including the references
provided above), so we’ll only briefly cover the topic here (throwing some numbers out in case anyone
asks!).
On the UX side, Kurt Sillen’s article (referenced in the previous section) closes by stating: “on the business
case side, I have yet to discover a project or organization that did not save at least 30% on time to market or
30% on cost of development when converting to a UX mode of operation”. Perhaps I’ll just leave it at that
for UX.
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On the closely related topic of the business case for investing in “usability”, typically measured by heuristic
methods applied to a product or digital solution, usability investments (such as those developed by
companies like Microsoft’s design partner “Blue Rooster” on top of Microsoft SharePoint) typically yield
returns of up to 3x and higher in terms of time savings associated with performing required tasks.

Conclusion and Calls to Action
Parsing back through the information provided in this paper, it brings up a lot of things that various roles –
from management to architects to UX strategists - need to consider moving forward, as well as more
general calls to action.
These include, by section (and role):
I: Business Context (Business Leadership)



Understand the economic and business factors impacting capital and opex allocation in your
organization today and moving forward
Engage C-suite executives, to the degree possible, to understand the business drivers impacting
their technology spends as a baseline for further action

II: Innovation Mandate (Business and IT Leadership)




Understand the distribution of innovation-type investments across the three main areas (efficiency,
growth and transformation) and benchmark relative to industry and competitors
Assess where your organization stands relative to analyst recommendations related to future
trends in business and IT and position yourself to educate and influence IT and business
management on needed changes moving forward
Address the “Capitalist’s Dilemma” at the firm level through concerted action at the business and IT
levels (as recommended here)

III: Innovation Enablers and Guidance (Business and IT Leadership)




Understand your organization’s current innovation landscape at the enterprise and business level,
including overall dynamics impacting its strategy/approach to innovation and current outputs and
impacts from processes and tools involved
Understand your organization’s processes, tools and methods currently in use and identify
opportunities for improvement in areas that you can impact through technology road mapping
Understand the innovation solution space in terms of capabilities delivered today

IV: IT and Architect Role (IT Leadership)





Evangelize the need for assessing and managing IT spend rations pursuant to base-lining and
transitioning from “run the business” type resource allocation
Drive innovation portfolio rationalization, road mapping and impact assessment efforts that
showcase concerted movement towards the business transformation goals of your organization
Assess the current role of the EA/BA function in your organization and determine if re-positioning
towards more of an “innovation role” is needed per analyst guidance, known trends and business
conditions
Address the “Technologist’s Dilemma” at the firm level through concerted action within IT as a
whole and within high impact roles (as recommended here)

V: UX Strategists/Designers (UX/Design Leadership)


Take the lead in evangelizing, developing and delivering UX strategy/design upstream of solution
design initiatives so that the ultimate designs fully reflect the business context, user
archetypes/work styles and usage scenarios of the increasingly social/mobile “SoMo” worker.
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Address the “The UX Dilemma” through UX leadership, evangelizing, education and sharing of best
practices (e.g. through a UX COE).

And finally, make recommendations for change in terms of long-term roadmaps for innovation at your
organization and start the journey to modernize innovation and UX disciplines per your guidance.
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