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Aligning IT Investments with 
Business Priorities 

Do the Right Things Right 

Mark Best – Client Technical Consultant 
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Agenda 

 The business challenge 

 Do the Right Things Right – The 4 ‘Ares’ 

 The role of Enterprise Architecture 

 Setting the business priorities 

 The role of Requirements Management 

 Q&A 
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The business challenge 
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Customer 
Needs 
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Engineering 

Business 
Application 

Development 

Embedded 
Systems & SW 
Development 

It’s Critical the IT and the Business understand each 
other 
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…and at the same time…  
The landscape facing business leaders means “we need to innovate with less” 

Budgets are 
shrinking  

at a time when 
investment is 

needed in strategic 
business assets 

2005 2006 2007 2008 

Operational 
& maintenance 

costs continue to 
grow   

The cost of failed 
projects & rework 
compounds the 

problem 

2005 2006 2007 2008 

Rising Cost 
of Operations 

Inability 
to Innovate 

Globalization and 
regulatory oversight 

driving improved  
efficiencies, security & 

compliance management 

Lower Cost & Risk 

Increased competitive  
& economic pressures 
to deliver differentiation 

and move quickly  

Average Lifetime 
of S&P Top 
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Enable Innovation & Change 

What the business wants to do! 

What the business must do! 
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Energy 
Efficiency 

Information 
Infrastructure 

Asset 
Management 

Security 

Business 
Resiliency 

Virtualization 

Service 
Management 

…Forcing Companies to revisit how they manage their infrastructure 

•  Three client imperatives: 
  Improve Service 
  Manage Risk 
  Reduce Cost 

•  Seven primary initiatives: 
  Service Management 
  Virtualization 
  Energy efficiency 
  Asset Management 
  Security 
  Business Resiliency 
  Information Infrastructure 
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Lack of visibility into the 
inventory of applications, 
metrics and KPIs 

Redundant applications 
amassed through 
mergers, acquisitions and 
organic growth 

Legacy applications 
that no longer meet the 
business needs; have 
high maintenance costs 

Keeping current with new 
releases of packaged 
applications; risk losing of 
support and costly license 
compliance 

Lack of visibility into IT 
owned assets 

Organizations face challenges optimizing their application portfolio  
Complex application portfolios with unclear total cost of ownership & business benefits 
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The Evolving Role of IT 

Automation 

Transformation 

Time 

Strategic 
Importance 

of IT 
to the  

Business 

IT change  
as a 
Proportion 
of total 
Effort ? 

Information 
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Organisational Transformation 

? 
Business 

Processes 

Organisational 

Structure 

Supplier & 
Customer 

Relationships 

Skills 

(Re-)training 

Other Company 

Relationships 

Management 

Reporting 

Compliance 

Controls 

IT Systems 
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The Four “Ares” 
 Are we doing the right things?  

 The Strategic Question - Alignment 

 Are we doing them the right way? 
 The Architecture Question - Integration 

 Are we getting them done well? 
 The Delivery Question - Capability & Efficiency 

 Are we getting the benefits? 
 The Value Question - Benefits realisation 

These apply at many levels 
  Program 
  Project 
  Activity 
  Task 

Source – The Information Paradox, John Thorp 
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Are we doing the right things? 

The Strategic Question 
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Are we doing the right things? 

  As a business?  
 What are the opportunities at present? 
 Do they align with our organisational directions? 
 Do we have the skills to take advantage of them? 

  As an IT organisation? 
 Is everything we are doing continually aligned to the 

imperatives of the rest of the business? 
 Do we always know how business requirements translate into 

IT investments? 
 Have we stopped doing stuff that is no longer needed?! 

  How do we make such decisions? 
 With transparency? 
 In a reviewable way? 

“There is nothing so useless as doing efficiently that which should not be done at all.” 

Peter Drucker  
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Decisions Through the Lifecycle 

Feature 
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“Management is doing things right, leadership is doing the right things” Peter Drucker 
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Are we doing things the right way? 

The Architecture Question 
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Are we doing them the right way? 
  Do we have a shared understanding of all the 

organisational changes needed to deliver the value? 
  Are our investments aligned with the organisation’s 

enterprise architecture?  
 Will they mesh with existing processes and systems? 
 Are the right organisational structures in place to benefit from 

them? 

  Are they consistent with our architectural principles? 
 Is this function something we intend to continue to execute in-

house or should we outsource it? 
 Is it compliant with our IT architectural direction? 

  How do we make such decisions? 
 From a reliable, shareable repository of up-to-date 

information? 
 From a collection of spreadsheets, presentations and 

diagrams? 

IT Architecture 
…is the organising logic for data, 
applications and infrastructure, 
captured in a set of policies, 
relationships and technical 
choices to achieve desired 
business and technical 
standardisation and integration. 

Enterprise Architecture 
…is the description of the 
current and/or future structure 
and behaviour of an 
organisation’s processes, 
information systems, personnel 
and organisational subunits, 
aligned with the organisation’s 
core goals and strategic 
direction. 
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Change and Conversation 

  Change cannot be effected without effective conversations 

  These are complex conversations and require Tools and Technology 
support 

  Too much knowledge is ‘walking out of the door’ 

  Knowledge needs to be captured and treated as business assets 
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Why Enterprise Architecture? 
Communication, Enabling Change 
  Knowing that your infrastructure supports your business 

 People 
 Process 
 Applications/Systems 
 Technology 

  Knowing how your infrastructure supports your business 

  Enabling business change 
 Putting your business on the web 
 Exposing your business processes 
 Mergers and acquisitions 
 Compliance 
 Portfolio management 

  Facilitating effective communication between all stakeholders  
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Analyse the Impact of Change 
• Who is Impacted as a 
Result in a Change to a 
Process? 

• What is the Impact of sun-
setting an Application? 

• When Do We Need to 
Have Systems Implemented 
in Order to achieve our 
Business Objectives? 

• Where May problems 
Present Themselves When 
Rolling Out a New 
Technology or Process? 

• How Does a Change in 
Technology Impact my 
Business Goals? 
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Visualise the Entire Enterprise 
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Initiative Driven: Implementation of a New System 

  Implementation of new merchandising 
system … 

  What functionality in the proposed system 
overlaps with existing functionality? 

  What is the impact of changing the current 
business processes? 

  What systems will be affected by the 
changes? 

  Who will need training? 

  Which business area and geographical 
locations will be affected? 
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Today (without SOA) 
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Business 
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Business 
Process 
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Process 
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Application Application 
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Tomorrow (with SOA) 
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Business 
Service 

Business 
Service 

Business 
Process 

Business 
Process 

Business 
Process 

Business 
Process 

Application 
Application Application Application 

Application Application 
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Is IT aligned to Business Strategy? 

  Business Strategy heatmap 
 Use Application Landscape to show which 

components expect to be impacted by 
business strategy 

  Change plan heatmap 
 Now show which components are 

impacted by the current change portfolio 

“Not an application name in sight” 
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Existing Model 
Enterprise 

Architecture 
Requirements 
Management 

Business  

Specifications 

Functional  

Specifications 

Design  

Specifications 

Business Process 

As is – To be 

Application 
Architecture 

Technical 
Architecture 

Improved Execution – less change Requests  

Improved knowledge retention 

Improved visibility 

Improved alignment 

Integrated Model 



IBM Software Group | Rational software 

26 

Tie-bars of Requirements and Enterprise Architecture 
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Are we getting them done well? 

The Delivery Question 
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The Delivery Question – Capability and Efficiency 
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Scope of system determined. 
Requirements selected. 

Requirements 
Elicitation Stakeholders  

identified. 
Requirements  

collected. 
Domain ontology. 

Requirements 
Development 

Requirements  
flow-down. 

Problem statement 

Highly diverse, 
unstructured  
information 

Formalised, 
structured  
information 

Solution design 

The Delivery “Hourglass” 
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Which projects? 
What should 

projects achieve? 

Multiple projects, 
short term duration. 

DOING THE  
RIGHT THINGS 

Program 
(Portfolio)  

Management 
• Select features 

• Allocate to projects 
• Track projects 

DOING 
THINGS RIGHT 

Business cycle, 
management process, 
long term sustainment. 

Scope of project(s) determined. 
Requirements selected. 

Project 
Management 

•  Develop requirements 
•  Track and test requirements 

The Delivery “Hourglass” 
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…requirements are everywhere 

DOING THE  
RIGHT THINGS 

DOING 
THINGS RIGHT 

Scope of products 
and projects determined. 
Requirements selected. 

Formalised, structured 
information 

Highly diverse,  
Unstructured information 
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Vision 

Acceptance Tests Stakeholder  
Requirements 

Operational Use 

System Tests System 
Requirements 

Component Tests Component 
Requirements 

V-Model 

Stakeholder  
Requirements 

System 
Requirements 

Component 
Requirements 
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Are we getting the benefits? 

The Value Question 
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Where Does Value Come From? 

  Value is not inherent in the technology itself 

  Technology only provides a capability 

  Value is realised when things are applied and managed in concert 
 Business Strategy 
 Business Processes 
 Organisational Structure 
 Technology 

  So, the application is only part of the solution 
 Changes to many parts of the enterprise must 

be modelled, planned and documented 
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The New Order 
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The Role of Enterprise Architecture 
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What you should know about your critical applications 

37 

•  How do your key applications create 
business value? 

•  Do your applications support your 
operational processes? 

•  What applications are over-
consuming scarce resources and 
investment capital? 

•  Where are you over-investing in out-
dated or aging applications that 
need to be modernized, replaced or 
retired? 

•  Are your overall applications costs 
increasing, decreasing or 
stabilizing? 

•  Which critical applications are 
currently at risk? 

“for every $1 of discretionary spending (i.e., new 
projects and major enhancements), up to $5 is spent 
on support, maintenance and infrastructure during 
the life of an application” 

   Gartner Group  
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Where does Application Portfolio Management fit in?  

  Project Portfolios are the proposed, and in-flight 
capabilities that will drive new business value 

  Service portfolios are a consolidated view of the 
functional and shared business capabilities that the 
organization uses to operate 

  Application Portfolios captures and organizes 
information about the application portfolio so that 
business and IT executives can make prudent 
decisions around investing/replacing/retiring 
applications 

  IT Portfolio management encompasses 
applications, services & projects, and bring 
organizational, market & product decisions into 
focus for strategic alignment 

  Enterprise architecture is a dynamic map of the 
organization – Connecting business and IT in one 
view  

Project 
Portfolio 

Service 
Portfolio 

Application 
Portfolio 

IT Portfolio  

Enterprise Architecture 
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Traditional business and IT portfolio management - enhanced 

Goals of Managing the Business of IT  
1.  Understand what applications exist in the 

portfolio 

2.  Gain detailed understanding of applications, 
their composition. 

3.  Gain detailed cost structure information at the 
right level  

4.  Drive development and divestiture activities 
based on business goals 

5.  Track and trend key performance indicators for 
the application portfolio 

Increased 
Visibility 

Business and IT 
Alignment  

Analysis and 
Optimization  

Enterprise 
Decision Support  

IT Planning and 
Transformation  

Business Driven 
Innovation 
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Managing the Business of IT 
Four Steps 

The Role of Enterprise Architecture 
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Step 1.  Build a holistic view 

Business 
& Technology 
Impact 

Solution 
Implementation 
& Governance 

Solutions 
Planning 

Opportunities 
& Solutions 

Business & IT 
Architectures 

Architecture 
Vision 

Harvest 
Enterprise 
Information 

Architect the 
Enterprise 

Link Business 
& IT 

Perspective 

Consolidation 
Planning 

Cost-cutting 

Opportunities 

 Impact and Risk 
Analysis 

Optimized 
Solution / IT 

Planning 

Change / 
Transformation 
Implementation 

Resources 
& costs 

Strategy 

Business 

Technology 

Information 
Systems 

Business and IT 
Alignment  

Increased 
Visibility 
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Enhanced APM 
Portfolio Management: 

  Financial Analysis and Optimization 

Enterprise Architecture: 
  Holistic business-IT views 

  Business and technology risk analysis 

       Sustained Business Value  

Step 2. Balance current needs and long-term demand 

Goals 
Objectives 
Needs 

Services Portfolio 

Application Portfolio 

Enterprise 
Decision Support  

Analysis and 
Optimization  

Execution 
R

oadm
ap 

Enterprise Planning  

Business Intelligence 
Dashboard 

Application 
and IT 

Discovery  
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Enhanced APM 
Portfolio Management: 

  Financial Analysis and Optimization 

Enterprise Architecture: 
  Holistic business-IT views 

  Business and technology risk analysis 

Services Portfolio 

Application Portfolio 

       Sustained Business Value  

Step 3.  Understand the business risk of change 

Goals 
Objectives 
Needs 

IT Planning and 
Transformation  

Targeted Strategy 
and Direction 

Application 
and IT 

Discovery  
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Step 4.  Execute and govern your portfolio – new and 
existing 

  Develop roadmap – one view of 
business and IT architectures, linked 
to business decisions and clearly 
articulated as scope 

  Align execution activities to the 
application strategy (future state)  
 Reduce risk by quickly determining the 

full impact of proposed changes  
 Ensure application lifecycles do not 

erode APM optimization 

  Measure, monitor, and control new 
proposals and transformational 
activities 
 Minimize impact on vision and value of 

ad-hoc or non-collaborative activities Business Driven 
Innovation 
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Managing the Business of IT : Workflow 
   Inventory and evaluate 

applications 
•  Identify, categorize and define 

major application groups  
•  Identify hardware and 

software dependencies 
•  Compare the value of 

applications 

1)  Map the organization’s business 
& IT direction and strategy 

•  Connected business & IT 
architectures 

•  Key operational processes 

   Perform a financial review 
and application portfolio 
assessment 

•  Summarize current support costs  

•  Collect and analyze financial 
data 

     Finalize application portfolio 
management recommendations 
and execute 

•  Translate enterprise roadmap into 
prioritized portfolio proposals and 
execution roadmap 

1 

2 

3 

4 
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Defining the ‘As is’ and ‘To be’ 
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Define strategy & vision: business motivation model 
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Build Architecture and Business Architecture Current 
State 
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Report on portfolio, project and process status 
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Utilize Executive Dashboards 
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Define Future state  
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Compare to current state, perform gap analysis 
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Define transition initiatives 
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Consider EA as an extension to BPM 
DOORS 

Create, Simulate & 
Analyze As-Is 

Business Model 

WebSphere Business Modeler 

Create Financial 
Reports & ROI 

Estimates  

Create Observation 
Model with KPIs & 
export to Monitor 

Create, Simulate, 
Analyze and Optimize 
To-Be Business Model 

Business 
Analyst 

Integration 
Developer 

WebSphere Integration 
Developer Construct and 

Choreograph 
Business 
services 

Configure Human 
Task Manager 

Assemble Solution 
 Human Task Manager, 
Business Rules, etc) 

Identify 
Business 
Blueprint 

CIO 

Project 
Manager 

Enterprise 
Architecture 

Trace Requirements 
& Create System 

Use Case 
Realizations  

Model & Implement 
Services, & expose as 

Web Services 

Test  
Create & Manage 

System 
Requirements 

Architect 

Rational 
Software 
Architect Java 

Developer 

Develop  
Portlets 
(App UI 

and 
Monitor) 

Portal 
 Developer 

Tester 

Rational Functional  & Performance 
Tester 

DBA 

Deploy/Run 

Monitor Business 
Operations 

 Analyst 

Runtime 

WebSphere Process Server 
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System Architect Process Integrator 
  Useful to deploy when: 

 Express challenges in interacting with, or communicating the value of enterprise 
architecture to large teams of Visio based modelers 

 Have difficulty promote modeling standards for Visio users 
 Want to enhance collaboration and analysis by centralizing disparate Visio models in a 

common repository 
 Want to Integrate Visio with enterprise-wide business analysis capabilities 

  What is System Architect Process Integrator? 
 Allows Visio process modelers to work in their current environment and creates a live 

link to System Architect for model storage and access via the creation of standardized 
BPMN-based models."

 Offers BPMN templates, modeling error checking, and central repository storage for 
model and artifact management and reuse (installs into Visio). "

 Visio process models can then be opened in the System Architect suite of products for 
detailed analysis, simulation and execution. "

 Process models can be exported from System Architect to Visio users for inspection 
and use as templates for process modeling projects."
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Setting the Business Priorities 
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Collect and analyze stakeholder & financial priorities 
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Analyze and prioritize initiatives 
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Architect & design prioritized solutions within the EA 

Consider EA to 
be a handoff to: 
• BPM 
• S/W Design 
• Embedded 
Systems 
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Define scope & roadmap initiatives 

• Transition Initiatives 
• Series of projects and milestones 
• Dashboards for review 
• Scope of project can be constantly assessed 
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Plan projects for Integrated Execution and Feedback 

Scope now drives 
projects 
With integrated project 
management & App Dev 
Lifecycle increases the 
success rate an reduces 
risks 
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Summary - Managing the business of IT… 

  Four steps to success…  
 Build a holistic view 
 Balance current needs and long-term demand 
 Understand the business risk of change 
 Execute and govern your portfolio 

Increased 
Visibility 

Business and IT 
Alignment  

IT Planning and 
Transformation  

Business Driven 
Innovation 

Analysis and 
Optimization  

Enterprise 
Decision Support  

  Significant efficiency gains through visibility in 
decision making 

  Savings in the investment budget through better 
management of transformational projects 

  Improvement in the operations budget by better 
aligning applications with business demand 
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The Role of Requirements 
Management 
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Poor Requirements Management has a Significant 
Impact on your Business 
Requirements Rework 
  Errors, late detected in the Maintenance phase 

can cost up to 200 times more than detected 
early in Requirement Analysis phase1 

  More than 40% of development budget  
can be consumed by poor requirements2 

Project Impacts 
  41% of projects fail to deliver the expected 

business value and ROI3 

  49% of projects overrun original estimates3 

  28% of projects on time and on budget4  

Project Delays 
  Being late to market by 6 months or more will 

cost organizations 33% of the 5-year ROI5  

“Our research indicates 80-plus percent of development failures result directly 
from poor requirements gathering, management, and analysis.”  

IDC, November 2007 

Requirements issues drive excessive rework, 
delays, poor quality, and project failures 
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Acceptance 
Test Unit  Test Coding Design Analysis 

0 
Maintenance 

1-2 
10 

5 

50 Time not spent in 
requirements is time 

spent in rework 
(at cost x200)  

Stage in which Requirements Error Is Discovered 

Sources: 1) Leffingwell & Widrig, “Managing Software Requirements,” Addison Wesley, 1999 2) IAG Consulting, 2008 
3) Dynamic Market Limited, 2007 4) Standish Group, 2001 5) Don Reinertsen, McKinsey, 1983 
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Requirements are everywhere and touch everything 

Enterprise Architecture 
define enterprise goals, polices, 
KPIs, etc. that inform and act as 
constraints on projects 

Portfolio Management 
prioritize investments 
and commission 
projects to meet 
business objectives 

Project Management 
define and control 
project that deliver 
business objectives 

Business Process 
Management 
describe and analyze 
business processes; 
determine changes needed to 
meet business goals 

Solution Design 
define how the 
requirements will be 
satisfied 

Development 
create solutions that 
meet the designs and 
requirements 

Quality Management 
determine when the 
development output meets 
the requirements 

Performance Management 
monitor project status; manage 
risk; measure value; 
continuously improve 

Operations / Production 
deliver to customers the 
products and services specified 
in the requirements 

Requirements 



IBM Software Group | Rational software 

Information Traceability - “Chaos to Order” 
Autonomous 
Word/Excel 
Documents 
with related 
& dependent 
Information 

between them 
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Requirements 
management and 

traceability platform for 
complex systems and  
software development 

Rich Internet 
application providing 
globally distributed 

stakeholders access to 
review, edit,   
and discuss 

requirements in the 
DOORS database 

through a Web browser 

Rational DOORS product family 

DOORS DOORS 
Web Access 

The generic tool for 
publishing across the 

Rational tool suite, 
provides DOORS with 
an enhanced export to 

Word, Pdf, Html & 
XsIFo 

Publishing 
Engine 
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Executives Practitioners Middle Managers 

Value to stakeholders should determine RM priorities 
Im

pr
ov

em
en

t i
n 

R
eq
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m
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 Q
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Increased use of Requirements Management Good Practices 

Scalable 
Common 
Repositor

y 

Audit 
Trail 

Re-use 

Traceability 
between 

Reqts 
Tailorable 

RM 
Process 

Visible 
Context 

Role-
Based 
Access 

Manage 
Scope & 
Change 

Deliver to 
Cost & 

Schedule 
Constraint

s 

Conform 
to 

Standards 
(CMMI, 
SPICE, 

ISO) 

Regulatory 
& 

Contractual 
Compliance 

Handle 
Complexit

y 

Many common 
aspirations: 
•  Improve productivity 
•  Reduce rework 
•  Get the requirements 
right 
•  Make customers happy 
•  Meet business goals 
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Managing Impact of Requirements Change throughout Project 

Vision 
Document 

Stakeholder 
Requirements 

Functional/NFR  
Requirements 

Operational 
Use 

Acceptance 
Tests 

System Tests 

Accepting the System 

Validating the Design 

Verifying the System 

refers to 

Legislation/ 
Standards 

Business 
Rules 

constrained by 

Risk/Issue 
Log 

WBS 

affects provide 

Design 

Feedback from Operations 

Unit Tests 
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DOORS Database and Example Module Opened 

70 
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Audit Trail 

71 
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Drag and Drop Linking 

72 
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Sufficiency of Requirements – GAP Analysis 

73 
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Necessity of Requirements – Gold Plating 

74 
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Coverage Analysis 

75 
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DOORS Web Access 

76 
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Rational Publishing Engine 

77 
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To Conclude 
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Combined Portfolio in Action 

System/Software Lifecycle Process Management 

Enterprise 
Architecture & 
Frameworks 

Product 
Portfolio 

Management 

Measurement 
and Reporting 

Requirements 
Definition and 
Management 

Release 
Management 

Analysis & 
Design 

Construction 

Quality 
Management 

Configuration & 
Change 

Management 

System Architect/RAM 

Focal Point/Project Conductor 

Insight 
Publishing Engine 

DOORS/ReqPro 
Requirements Composer 

ClearCase/ClearQuest 
Synergy/Change  

Team Concert  

BuildForge 
Team Concert 

Software Analyzer 

Rhapsody 
Software 
Architect 

Business Developer, 
Application 
Developer, 

Developer for z 
Rdi , HATS  

Quality Manager,  
 Functional Tester, Performance 

Tester, SOA Tester, Test Lab 
Manager, Test RealTime 
Logiscope, PurifyPlus 
AppScan, Policy Tester 

Method Composer, Harmony, RUP-SE 
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