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This	
  is	
  another	
  in	
  our	
  series	
  of	
  points	
  of	
  view	
  drawn	
  from	
  Stryve’s	
  recently	
  
published	
  Outcome	
  Project	
  report	
  on	
  Business	
  Executive	
  Responsibilities	
  for	
  
Information	
  Technology.	
  This	
  one	
  looks	
  at	
  how	
  information	
  and	
  technology	
  serve	
  as	
  
inputs	
  to	
  business	
  strategy,	
  not	
  just	
  means	
  of	
  implementation.	
  
	
  
Information	
  technology	
  pervades	
  our	
  business	
  operations.	
  Technology-­‐driven	
  
opportunity	
  pervades	
  our	
  business	
  futures.	
  Yet	
  many	
  businesses	
  develop	
  strategy	
  
with	
  insufficient	
  attention	
  to	
  the	
  options	
  that	
  technologies	
  –	
  both	
  established	
  and	
  
emerging	
  –	
  offer.	
  They	
  still	
  develop	
  business	
  strategy	
  in	
  a	
  technological	
  vacuum	
  and	
  
then	
  ask	
  IT	
  to	
  “align”	
  with	
  and	
  help	
  implement	
  the	
  strategy.	
  It’s	
  hard	
  to	
  imagine	
  a	
  
bigger	
  blind	
  spot.	
  Business	
  and	
  technology	
  strategy	
  should	
  be	
  thoroughly	
  
intermeshed	
  because	
  they	
  often	
  amount	
  to	
  the	
  same	
  thing.	
  	
  
	
  
If	
  you’re	
  competing	
  on	
  cost,	
  the	
  strategic	
  
focus	
  may	
  be	
  resource	
  optimization.	
  If	
  you’re	
  
competing	
  on	
  differentiation,	
  it	
  may	
  be	
  
marketplace	
  innovation.	
  In	
  either	
  case,	
  more	
  
and	
  better	
  data,	
  descriptive	
  and	
  predictive	
  
analytics,	
  flexible	
  and	
  scalable	
  technology	
  
infrastructure,	
  and	
  the	
  communication	
  
technologies	
  for	
  your	
  human	
  network	
  are	
  all	
  
going	
  to	
  be	
  strategic	
  assets.	
  How	
  will	
  you	
  put	
  them	
  to	
  work?	
  
	
  
An	
  efficient	
  and	
  flexible	
  approach	
  to	
  strategy	
  formulation	
  centers	
  on	
  framing	
  
choices	
  (“Do	
  we	
  enter	
  this	
  market	
  or	
  not?”)	
  and	
  evaluating	
  the	
  reasonable	
  
alternatives	
  (“How	
  large	
  can	
  this	
  market	
  be,	
  and	
  what	
  barriers	
  discourage	
  our	
  
entering	
  it?”).	
  See	
  the	
  recently	
  published	
  Playing	
  to	
  Win:	
  How	
  Strategy	
  really	
  Works	
  
by	
  A.G.	
  Lafley	
  and	
  Roger	
  Martin.	
  Information	
  technology	
  plays	
  in	
  this	
  strategy	
  
process	
  in	
  three	
  distinct	
  ways:	
  

1. Formulating	
  alternatives.	
  Technological	
  capabilities	
  create	
  new	
  strategic	
  
choices.	
  Some	
  of	
  today’s	
  most	
  common	
  involve	
  going	
  online	
  or	
  exploiting	
  
technology-­‐based	
  channels	
  –	
  to	
  engage	
  with	
  prospects	
  and	
  customers,	
  then	
  
sell	
  and	
  sometimes	
  deliver	
  electronically.	
  You	
  need	
  visibility	
  into	
  how	
  these	
  
opportunities	
  are	
  being	
  pursued	
  by	
  others,	
  as	
  well	
  as	
  creativity	
  around	
  how	
  
your	
  business	
  might	
  leverage	
  information	
  and	
  technology	
  in	
  entirely	
  new	
  
ways.	
  	
  

2. Evaluating	
  alternatives.	
  What	
  does	
  available	
  data	
  tell	
  us	
  about	
  strategic	
  
alternatives?	
  What	
  new	
  data	
  could	
  improve	
  our	
  strategic	
  clarity?	
  Can	
  we	
  test	
  
strategic	
  assumptions,	
  simulate	
  alternative	
  courses	
  of	
  action,	
  or	
  experiment	
  
to	
  reveal	
  or	
  eliminate	
  alternatives?	
  	
  

“Our	
  ‘Business	
  in	
  2020’	
  initiative	
  looks	
  at	
  
industry	
  and	
  technology	
  of	
  the	
  future	
  –	
  IT	
  is	
  
very	
  involved.	
  We	
  have	
  a	
  Chief	
  Technology	
  
Office	
  of	
  12	
  people	
  who	
  scan	
  the	
  horizon	
  for	
  
technologies	
  of	
  all	
  kinds,	
  information,	
  process	
  
control,	
  geophysics,	
  you	
  name	
  it.”	
  	
  	
  	
  	
  

– CIO	
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3. Feedback.	
  New	
  information	
  systems	
  and	
  technologies	
  will	
  likely	
  be	
  
important	
  parts	
  of	
  turning	
  any	
  strategic	
  choice	
  into	
  action.	
  Build	
  in	
  a	
  robust	
  
feedback	
  loop	
  so	
  you	
  can	
  tell	
  as	
  early	
  as	
  possible	
  how	
  well	
  the	
  strategy	
  is	
  
playing	
  out,	
  adjust	
  it	
  as	
  needed,	
  and	
  provide	
  data	
  for	
  formulating	
  new	
  
alternatives.	
  

	
  
Who	
  participates	
  in	
  this	
  strategy	
  process?	
  For	
  formulating	
  technology-­‐based	
  
choices,	
  your	
  staff	
  can	
  work	
  with	
  business-­‐oriented	
  emerging	
  technology	
  strategists	
  
in	
  IT	
  (there	
  should	
  be	
  some).	
  Also	
  learn	
  what	
  you	
  can	
  from	
  outside	
  connections	
  of	
  
all	
  kinds	
  –	
  technology	
  vendors	
  and	
  services	
  firms,	
  academic	
  and	
  research	
  
organizations	
  –	
  while	
  mindful	
  of	
  what	
  they	
  may	
  be	
  pushing.	
  You	
  may	
  want	
  a	
  
business-­‐technology	
  strategist	
  on	
  your	
  staff	
  (who	
  may	
  be	
  provided	
  by	
  IT)	
  to	
  make	
  
opportunity	
  scanning	
  and	
  evaluation	
  an	
  ongoing	
  activity.	
  You	
  definitely	
  need	
  
technologically	
  adept	
  staff	
  members	
  to	
  manage	
  and	
  participate	
  in	
  the	
  testing	
  of	
  
strategic	
  alternatives	
  and	
  development	
  of	
  feedback	
  loops.	
  	
  
	
  
Finally,	
  keep	
  in	
  mind	
  that	
  there	
  are	
  always	
  technologies	
  at	
  the	
  peak	
  of	
  the	
  hype	
  
cycle.	
  Take	
  them	
  with	
  several	
  grains	
  of	
  salt.	
  They’re	
  never	
  as	
  easy	
  to	
  adopt	
  and	
  use	
  
as	
  the	
  hype	
  would	
  have	
  it,	
  and	
  you	
  usually	
  need	
  to	
  connect	
  them	
  with	
  your	
  

infrastructure	
  to	
  derive	
  real	
  benefit.	
  
Don’t	
  just	
  ask	
  whether	
  the	
  specific	
  
application	
  or	
  technology	
  might	
  be	
  
useful	
  and	
  whether	
  it	
  will	
  fit.	
  Step	
  
back	
  and	
  ask	
  what	
  new	
  capabilities	
  
the	
  technology	
  pursues	
  or	
  represents.	
  
If	
  you	
  had	
  those	
  capabilities,	
  what	
  
could	
  you	
  do	
  differently?	
  And	
  are	
  
there	
  alternatives	
  for	
  getting	
  the	
  
capabilities	
  your	
  business	
  needs?	
  
	
  
	
  

“Every	
  August	
  the	
  leadership	
  team	
  gets	
  
together	
  to	
  set	
  goals	
  and	
  strategies	
  as	
  a	
  
company	
  –	
  business	
  and	
  technology	
  
components	
  together.	
  We	
  discuss	
  where	
  the	
  
world’s	
  going,	
  how	
  things	
  are	
  changing,	
  what	
  
drivers	
  (like	
  healthcare	
  reform)	
  mean	
  for	
  the	
  
business.	
  The	
  whole	
  company	
  is	
  attuned	
  to	
  
technological	
  needs	
  and	
  opportunities	
  –	
  sales	
  
was	
  the	
  first	
  to	
  ask	
  about	
  mobile	
  
applications.”	
  	
  	
  

– CIO	
  

	
  

	
  


