INTRODUCTION
In the face of significant work, business, and market disruption, including the rapid move to remote workforces,
IT has been at the center of the storm, ensuring the business can keep running and building resilience for the
future of work. Alignment with corporate priorities is mroe imprtant to business success than ever. How can
organizations bridge the gap between IT and the business in a competitive environment, uncertain future, and
incredibly challenging ecomonic climate?
With generous support from Workfront, we asked nine IT experts three questions:
•

What is the biggest roadblock to aligning ITˇs work and the strategic priorities of the company?

•

What causes those roadblocks?

•

What advice can you offer for aligning the IT team with organizational priorities so that it can meet its
budget, deliver on time, and achieve the organization’s strategic priorities?

Many of the IT experts with whom we spoke recommended that IT leaders carefully consider how they design
their teams. For example, IT should hire technologists that understand the business rather than continue to
elevate subject matter experts (SMEs) as they gain seniority. IT teams and their leaders must also effectively
communicate the risks involved in delaying technology investments. If they don’t, their organization may well
find itself saddled with burdensome tech debt.
The essays in this eBook offer practical strategies, advice, and examples that highlight different approaches
to addressing IT challenges that block business growth. Along the way, they explain how IT leaders can align
the work their departments produce with organizational priorities so that IT can rise to the position of trusted
business partner and strategic business enabler. Anyone who wants to align the IT team with business
priorities will benefit from the wisdom these experienced IT professionals share.

All the best,
David Rogelberg
Editor
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ABOUT OUR SPONSOR
Workfront is the platform for enterprise work management.
Workfront was founded to help people, teams, and companies get work done. Today, more than
3,000 organizations and 10 out of 10 of the world’s top brands use it every single day.
Whether you’re designing new products, driving technology transformation, or creating global
marketing campaigns, your teams have one central system of record for managing work, sharing
ideas, managing complex processes and the ability to do their best work.
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“As an organization, you must be clear on your
initiatives for the year — your priorities as a whole.”

Ashley Bard, AdventHealth,
IT Director, Enterprise Care
Navigation and Telehealth
Technologies
Ashley Bard is an accomplished
leader with 20+ years’ in the
healthcare industry. Responsible for
driving strategic implementations
to standardize application support,
interoperability, and workflows across
the continuum of care. Successfully
implementing improvements, has driven
her passion in ensuring patients get
the right care, at the right time, with the
right provider. Ashley earned a Masters
of Health Informatics and is a Certified
Professional in Health Information
Management Systems.

Effective Communication Is Key to Aligning IT with the
Business
Ashley Bard believes that it’s easy for IT teams to get stuck in the details of
their work, unintentionally slowing down the decision-making process and
hindering forward momentum. “Make sure that you have a leader who can
help guide that decision-making process, make a decision, and then give clear
direction so that the teams can continue moving forward,” she advises. Also,
when an IT team works in a silo, it can end up owning projects that actually
should be led by the business. “ If you don’t have a liaison or a product owner,
depending on whether you’re in an agile or waterfall environment, IT can
sometimes take charge of leading product projects. In some cases, it should
really be operations driving the need, and then the IT team coming back
with the technology and the solutions to fill those gaps,” she says. Enabling
autonomy at middle management levels, allows for IT teams to drive strategy
in their areas of responsibility, which can create value for their specific
customers.
What causes these common IT mistakes? “This starts at the very top,” Bard
says. “As an organization, you must be clear on your initiatives for the year—
your priorities as a whole. Once the business has defined its strategic goals,
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IT leaders must help their teams understand how the work of IT aligns with the
business and ultimately creates business value.”
“Leaders should be able to not only give their teams a list of their organizationlevel priorities but also explain the actual impact the teams will have on helping the
organization meet those priorities,” she says. From there, IT leaders must maintain
an open line of communication with their teams so that the teams remain aligned
with the organization’s strategic priorities and understand the impact of their work.
Bard also feels that an open line of communication with business owners can help
IT teams stay aligned with the business through the long term. “A connection to
each main business owner or his or her liaison so that you hear directly from that
person helps you drive your IT strategies to improve their processes,” she says.

“Leaders should be able to not only give their teams
a list of their organization-level priorities but also
explain the actual impact the teams will have on
helping the organization meet those priorities.”

One way IT leaders can do this is by creating a centralized view of IT projects to
help keep IT teams focused on business priorities. “We have service management
dashboards that enable executives to see, for example, that we have X number
of open change requests right now. They could break that information down by
application should they want to do that,” she says. This information gives IT leaders
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visibility into the number and volume of open requests or projects enabling them
to better manage their teams and reprioritize projects where appropriate.
IT teams can also use data to raise the bar on the customer service they provide,
demonstrating IT alignment with business priorities. “Service management
is always important from an IT perspectiveф—making sure we’re focused on
meeting our SLAs and also how well we’re delivering outcomes. How satisfied are
our customers when we’re able to do the right thing?,” she says. IT leaders who
foster a culture of service will go a long way toward ensuring that their IT teams
are successfully aligned with the business. “Listen to your staff, they know their
customers and can provide insight into ways to enhance service standards.”

Key Points
1

2

A centralized view of IT
projects, for example in
a service management
dashboard, can help IT better
align with business priorities.
IT leaders can also
leverage the data in these
dashboards to raise the bar
on the customer service they
provide.

Ashley Bard, AdventHealth,
IT Director, Enterprise Care Navigation
and Telehealth Technologies
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“Because we’re moving so fast, our leadership is
struggling to articulate strategies that consider the
pace and what happens.”

Curt Cooper, Radiology Partners,
IT Director and Service Leader,
Networking and Physical Deployment
IT leader with 35 years of experience in
multiple industries such as consulting,
healthcare, and manufacturing. Led
large and small teams over the years
both domestically and internationally.
Educated at The Ohio State University
while holding multiple technical
certifications in project management,
networking, and operating systems.
Considers himself a life-long learner
and believes the pursuit of knowledge
and understanding to be of paramount
importance as he helps his teams grow
and learn.

Humility and Receptiveness Are Key to Successful IT
Leadership
Curt Cooper believes that when IT leaders fail to demonstrate humility, they
can inadvertently cause IT failures. “I think that the ego often prevents good
strategy from becoming good policy,” he says. IT leaders who want to project
confidence and authority may sometimes behave as if they already have all
the answers when they don’t. As a result, they may struggle to fully unlock the
potential of their IT teams or retain talented employees. IT leaders may also
find themselves making costly mistakes at a time when neither IT nor the
business can afford them.
In quickly growing companies, the costs of blocking sources of valuable
input can be even higher. Cooper has seen the challenges involved with this
dynamic firsthand. “We are growing, by mergers and acquisitions, at almost
250 percent annually. So, we’re on a pace that most organizations don’t ever
see. Because we’re moving so fast, our leadership is struggling to articulate
strategies that consider the pace and what happens,” he says. Meanwhile,
the technical staff doing all the heavy lifting have valuable insights that may
be overlooked. Eventually, their feelings of disenfranchisement—or simply the
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perception that leadership doesn’t know where the organization is going—can lead
to higher turnover and loss of critical institutional knowledge at a time when the
company can least afford it.

“The managers can reference their plan, but they
need to know exactly how things are going in the
bigger picture, as well.”

For this reason, Cooper advocates that IT leaders adopt a more humble, receptive
approach and proactively seek input from their teams. “When you do those kinds
of things, you tend to get great strategy ideas. If you pull in the people on your
teams and ask them questions about where they see things going or what’s
preventing current projects from executing properly, you get good results,” he says.
He also recommends carefully considering the level of communication you have to
provide to help team members understand what their contributions actually mean.
“I show my team our departmental goals because I get them solidified with
my management from above,” he says. Cooper and his team also consult the
organization’s annual plan. “The annual plan in our organization is kind of like a
map. It shows all the projects we know about today and those that will come, from
the time we write the paper through the end of the annual cycle for each employee
on my team. We have a global view of all the projects in flight. We show our team
members that their contributions are advancing departmental goals, which in turn
map to corporate goals. It’s showing them the difference they can make,” he says.

10

Cooper recommends keeping lines of communication open as IT projects are in
progress. “The managers can reference their plan, but they need to know exactly
how things are going in the bigger picture, as well,” he says. Cooper’s team
conducts daily stand-ups according to each vertical team. “Each team receives
real-time feedback on their contributions. Then, they can discuss that feedback
with their manager, have conversations about roadblocks and how to overcome
them,” he says. These check-ins help the IT team stay on track with organizational
priorities while also helping each IT team member see how he or she contributes
to the success of the company.

Key Points
1

2

When IT leaders fail to seek
the input and expertise of
their staff, they may struggle
to adopt best strategies or
retain talented employees.
IT leaders should show their
teams how their contributions
support organizational
goals and continually seek
feedback on projects in
progress.

Curt Cooper, Radiology Partners,
IT Director and Service Leader, Networking
and Physical Deployment
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“We need to be people who know how to apply
technology to solve business problems.”

Successful IT Alignment Begins with Your IT Team
Justin Brown, Veritas Technologies
LLC, Director of IT, Collaboration and
Messaging
Justin Brown is an IT Leader with
more than 23 years of experience. His
career has focused on driving top- and
bottom-line financial improvements
by transforming IT departments into
strategic organizations within the
business.

Justin Brown knows that unless IT teams have the right skills and capabilities to
support the business, they are likely to stumble and fail. “There’s an overreliance
on subject matter experts (SMEs) and not enough emphasis on change
management or business-minded people,” he says. Whereas IT teams were
once the SMEs on all things related to technology, “That model has completely
changed. There’s too much being developed. There’s too much technology.
It’s been a paradigm shift. Now, the business is bringing technology to us,” he
says. This is a problem because, as Brown says, “IT lacks the people to clearly
articulate business value, and we don’t hire for that as an industry very well.”
In this new paradigm, IT often struggles to ensure that incoming project
requests align with business goals. “Someone in the business shows up and
says, ‘Hey, I want to do this,’ and then that person brings you something to do it.
But in a lot of cases, people don’t understand the tool they’re bringing you, and
they haven’t really dug into the problem they’re trying to solve,” Brown says. “We
need to be technologists rather than SMEs, if you will. We need to be people
who know how to apply technology to solve business problems.” If IT teams
fail to adapt to their new roles as business-focused problem solvers, they may
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end up managing a collection of point solutions with no clear architectural strategy.
Before long, they’ll find themselves overwhelmed with tech debt that holds the
business back and prevents it from achieving its goals.
How can IT leaders better align their teams with organizational priorities and avoid
such difficult outcomes? Brown recommends adopting a service-aligned, IT service
management approach—or, as he refers to it, “run IT like a business.” Brown says,
“The new modern flavor, which is service aligned, is heavily influenced by the DevOps
model. Now you see organizations aligning around service managers, service
owners, and the application of agile principles and methodologies.” That said, Brown
believes that there’s an important caveat that IT leaders should keep in mind when
transitioning to a service-aligned model.

“IT needs to change, but the people inside IT have
to change, as well.”

“Be cautious about making an IT manager a product manager. A product manager
has a specific skill set. That person has to think about a product from cradle to grave
and the core benefits the service delivers. That’s really where the rubber hits the
road in terms of working with the business. You need a product owner or product
manager to be extroverted and engaged with the business,” he explains. “Think about
getting tried-and-true product owners on IT teams or grooming people to learn that
discipline as they start their career.”
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Brown has seen firsthand the benefits of putting business-focused technologists
in product management roles. “I’ve put people in product manager roles who were
not the SMEs of that technology. They were well-spoken, they were extroverted,
they understood change management, and they understood how to do projects.
They delivered projects that were just phenomenal.” As the chief information officer
at Brown’s former company said of a change management effort Brown’s team
delivered, it was “the gold standard by which all projects should be measured.”
Ultimately, if IT is going to evolve, then the professionals who make up IT teams will
also have to change. “IT needs to change, but the people inside IT have to change, as
well,” he says. Although industry observers often point out that IT needs to become
more strategic and align itself with the business, Brown says, “I’ve become a fan of
saying, ‘Let’s change the people and watch what IT becomes.’”

Key Points
1

2

IT teams still over-rely on
subject matter expertise and,
as a result, lack the business
mindset required to properly
align with the business.
When transitioning to a
service management model,
take extra care to move the
right people into product
management roles.

Justin Brown, Veritas Technologies LLC,
Director of IT, Collaboration and Messaging
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“People are so reactive that they’re not planning ahead
and focusing on those future tasks. ”

Begin with the Vision: Aligning IT with the Business
Keith Blizard, Fidelity Investments,
Senior VP, Public Cloud Services

Keith Blizard is a technology executive
with over 20 years of experience
in enterprise cloud and digital
transformations. His background and
expertise include areas such as public
cloud, DevOps, and driving innovationfocused initiatives within large
global organizations such as Fidelity
Investments, Johnson & Johnson,
Microsoft, and Accenture.

In Keith Blizard’s experience, not enough IT leaders create a strategic technology
vision that they can then use to align their teams with a common goal. “I’m a
firm believer in keeping your technical knowledge up to date and in focusing
on the vision for the next 12 to 36 months,” he says. “Your job is then to build
that vision, that energy, that excitement, and then put all that into different
mechanisms. If I have 10 things that I want the team to accomplish in the next
two years, I’m not going to give the team all 10 of those things on day one. I’m
going to pick the first two or three,” he says.
Blizard believes that it’s essential to empower IT teams by giving them the
guidance they need to make smart decisions and focus on the right work. “Allow
the individual teams to drive their operating and tactical approaches to doing
the job. Ensure that guidance and accountability exists at the edge so that the
people actually doing the work can make decisions for themselves rather than
having everything driven from the top down,” he explains.
Blizard also sees IT leaders struggling with demand management and resource
planning, which can affect their ability to keep their teams focused and on track.
He says, “People are so reactive that they’re not planning ahead and focusing on
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those future tasks. When you look at the number of tasks coming in at you, how do
you concentrate on the things you need to worry about without letting the other ones
bother you?” With this in mind, he strongly recommends that IT leaders intentionally
align business meetings to company goals.

“Coach your team on how to tell a story, how to
actually answer a question and deliver a message.”

“One key thing to do with every meeting is prepare: Do your reading in advance,
and create an established agenda. Make meetings action oriented versus having
meetings just for awareness or education,” Blizard says. With better visibility into
projects, improved demand management, and increased flexibility, IT will be better
able to focus on critical business priorities and have greater capacity to handle
emergencies when they arise.
Blizard also believes that it’s essential for IT teams to articulate the value they’re
bringing to the business as they deliver projects that enable business outcomes.
“Coach your team on how to tell a story, how to actually answer a question and
deliver a message. Too often, IT goes deeply into what was done without providing
the context of why it was done. What was the problem we were trying to solve? Don’t
assume that your business colleagues can make the connection for you. You have to
tell that message effectively,” he says.
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IT leaders can enjoy impactful results from this kind of storytelling if they clearly
translate business goals into IT deliverables. “Say the goal was to drive business
growth for attracting new customers into your environment. That could be translated
into, ‘I need to have capacity planned, I need to have performance ready, I need to
make sure that I have the leading technology to attract and keep customers.’ You
should be able to go from the business goal—‘I need new customers. Translate
that into tactical and operating intents.’—to ‘Here are the different subcategories
or components that need to be there,’” he explains. “That really drives positive
momentum with your IT groups, too. They can say, ‘Look what I did. Here’s the actual
business value of what I achieved.’” This way, your team can celebrate its successes,
and then build on them to accomplish even greater goals in the future.

Key Points
1
2

IT leaders must establish
a long-term vision to
successfully align their teams
with organizational priorities.
IT must practice effective
demand management and
resource planning to stay on
track with its goals.

Keith Blizard, Fidelity Investments,
Senior VP, Public Cloud Services
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“If you’re four or five layers removed from the C suite,
understanding where your North Star is can be difficult.”

Transparency and Trust Are Key to IT Alignment
Samantha Williams, Sonoco,
Global IT Business Solutions, Sales &
Marketing
As a transformative executive leader,
specializing in IT & digital strategy,
Samantha’s background allows her
to blend the business and IT worlds
seamlessly with a keen focus on value
creation and the customer’s experience.
She believes there is incredible potential
that exists when both IT and the
business work effectively towards a
common goal. For many years now,
Samantha has been helping companies
find and leverage that connection.

Samantha Williams knows that IT often isn’t as tightly aligned with the business
as it ought to be. “In the past, we’ve seen IT groups spend most of their time
and attention hiring for strong technical resources or strong IT people,” she
says. “If the people who are leading your IT team don’t have a strong business
understanding or even a strong appreciation of business needs, almost as if
they were responsible for running the business themselves, then the decisions
you make and the prices you pay for those decisions become difficult.” While
such hires may work well on a per-project basis, they are unlikely to help the
business achieve its goals over the long term.
For this reason, she says, “I’ve probably spent more time over the past five years
looking for strong business leaders with technical capacity to lead my groups
than technical people who are a little bit business aware.” IT no longer has the
luxury of being an order taker, waiting to have a business request arrive already
perfectly formed and articulated. “The reality is that your business colleagues
don’t always know exactly what they need. And even if they do, it’s moving way
too fast,” she explains. “Now, you almost need to be a business person who can
understand IT. You need to lead the way, be willing to get in the trenches with

18

the business, and find strategic solutions that advance key business outcomes in
the time required.”
Finding those solutions requires IT to become more proficient at something it hasn’t
traditionally excelled at: listening. “Listen, listen, listen, listen. Then, listen some more.
You have to be able to go into the business, put yourself inside business leaders’
shoes, and live in their world for a while. There’s no possible way we can know more
about our business users’ business in 10 minutes than they’ve learned about it in
20 years,” she says. Practicing active listening goes a long way toward helping the
business view IT as a valuable business partner.

“You use data to help your team find and keep its
North Star.”

This kind of trust is critical to creating strong business relationships and, ultimately,
aligning IT with the business. “That’s where data will be your best friend,” says
Williams. “When you’re having a meeting with Sally and Joe and you’re looking at real
data, both of them should say, ‘Actually, I see what you’re saying. It makes so much
more sense that we do this project versus that project because we’ll all do better
if our company’s doing better.’” Data enables IT to be more transparent in this way,
earning credibility and trust with business partners.
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“You use data to help your team find and keep its North Star,” she adds. “If you’re four
or five layers removed from the C suite, understanding where your North Star is can
be difficult. The better we are at using that data and the more transparent we are
about our objective, the better we can tell a story about how we’re doing against that
objective. Collectively, those things help you to start to build that North Star. Whether
you’re talking to the person leading the project or maybe one of the engineers who
may get less face time with the business, they both understand in the same intimate
detail what we’re aiming for,” she says. With the entire IT team transparently aligned
toward a common objective thanks to the visibility enabled by shared data, IT will be
ideally positioned to support business growth.

Key Points
1

2

IT teams increasingly need
strong business leaders who
have technical capacity to
enable business growth at the
scale and speed required.
Transparency through the
effective use of data helps
IT align with the business as
well as internally among IT
staff.

Samantha Williams, Sonoco,
Global IT business solutions, sales and marketing
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“IT teams have to start thinking bigger.”

To Overcome Mistakes, IT Teams Must Think Big
Scott Wu, WeWork,
Senior Director, Global IT and
Executive Technology
Scott oversees Executive and Global
IT operations for WeWork, creating
global IT policies and processes that
are delivered locally in a consistent,
scalable, and frugal manner. Prior
to WeWork, Scott led both the IT
and Facilities teams for A9.com,
an Amazon.com company. He is
a battle-tested leader who builds
operationally excellent teams that
challenge and continuously improve
standards through mechanisms and
policies.

Scott Wu believes that IT leaders often don’t take a sufficiently “big-picture”
approach to designing their teams and going about their work. “IT teams are
typically built for a single purpose: to react to customer issues, and then fix
them,” he says. Certainly, a break-fix approach can be effective in the short
term, but it quickly falters in the long term, especially when the company
begins to ramp up its operations. “The only way break-fix teams have been
able to scale, historically, is by hiring more and more people,“ Wu adds. “IT
teams have to start thinking bigger. One way they can adapt and better
prepare for the future is to look into automation and root cause analysis.”
To do that, Wu recommends that IT teams take a holistic look at the
company’s goals. “The best advice I can offer is to analyze and work
backwards from the desired result,” he says. “There is this idea called working
backwards at Amazon. It’s actually applicable to so many teams, even
outside Amazon, because it helps leaders and teams figure out what their
desired end state is. Working backwards forces you to think in terms of the
customer or the team you’re supporting and what that customer actually
needs. Then, you can figure out the best solutions by working backwards
from that desired end state.”
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You also need to design the right IT team to ensure success. Wu has advice on
how to make sure that’s in place, as well. “You have to step out of the mold of
the traditional IT team,” he says. “Personally, I want to know if there are specific
qualities within the team, such as initiative and integrity. I take a holistic, long term
look at it, too. Not only will I need technicians who can respond to break-fix issues,
but I need engineers and developers to help me analyze the data, and then identify
and resolve the underlying root cause of a problem through automation.” In Wu’s
experience, the most pressing IT issues tend to disappear once an IT team has the
qualities and skills it needs.

“Working backwards forces you to think in terms
of the customer or the team you’re supporting and
what that customer actually needs.”
Data analysis can also help IT teams spot opportunities to make certain workflows
more efficient. “I look at how many tickets of a specific issue type are employees
or customers are filing. Then, I design projects around that issue. If 20 percent of
the tickets coming in are related to password-reset issues, for example, and I’m
able to provide a self-service portal on which customers or employees can reset
their passwords, I’ve effectively eliminated 20 percent of the workload. My team
can then use that capacity to develop other projects,” he explains.
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Ultimately, Wu believes that IT leaders should reconnect with their sense of
purpose when seeking to overcome the mistakes that slow the business down. “It’s
easy to look at an organization and see what it does and how it goes about doing
it,” he says. “But I think it’s even more important for leaders to define why they’re
doing something. What makes their IT team more special than any other IT team
that you can get from an outsourced company? I think being able to communicate
that ‘why’ to the business and to customers has a significant impact on how the
team is designed,” and, in turn, how well the IT team supports the business in
achieving its goals.

Key Points
1

2
3

IT leaders need to take a bigpicture view when it comes to
the role of the IT organization
in supporting business
growth.
Working backwards from the
desired result is an effective
way to ensure successful IT
outcomes.
Being able to communicate
their ‘why’ to the business
helps IT leaders design more
effective solutions.

Scott Wu, WeWork,
Senior Director, Global IT and
Executive Technology
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“If your employees don’t understand what the
priorities and goals of your company are, that’s
going to inhibit them from making quick or informed
decisions.”

Tara Bucchi, CVS Health,
IT Executive Director

Tara Bucchi is an authentic, enterprisefocused, strategic leader with
experience across all IT disciplines.
Over her 15-year tenure in healthcare
technology, her efforts have been
focused on ensuring all healthcare
customers have the best experience
possible. She is passionate about
transforming talent and culture and
supporting women (and girls) to
advance in the technology field.

Communication and Empowerment Are Essential for IT
Alignment
In Tara Bucchi’s view, traditional hierarchical styles of leadership and decision
making can frequently contribute to IT missteps and hinder business
growth. “Often, you have teams that have to navigate through a long chain of
approvals or get their bosses’ buy-in (or their bosses’ bosses’ buy-in). In some
cases, that buy-in is necessary; in other cases, it isn’t. As long as the teams
are taking calculated risks, leadership has a responsibility to empower them,”
she says.
With this point in mind, Bucchi empowers her team with the information
it needs to make smart decisions and execute on the right organizational
priorities. “My team members are the experts driving a lot of these activities.
If the decision involves something that I really do not need to approve or if the
risk associated with something is low, I empower my team to go forth and
make those decisions,” she says. “If IT experiences a set-back we learn from
it, we correct it, and we move on from there. But, if we do not allow teams to
make those decisions independently in the first place, then things move a lot
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more slowly. Once you show empowerment within the team, you build trust and
start to see team members become more motivated. You see more engagement
on those activities, as well.”
When empowering the IT team in this way, ensuring that their decision-making
processes are aligned with organizational priorities is essential. “If your employees
don’t understand what the priorities and goals of your company are, that’s going to
inhibit them from making quick or informed decisions. You want to make sure that
your teams are aligned with where the company is heading,” she says. Accordingly,
Bucchi emphasizes that IT leaders can help their teams align with organizational
priorities by making sure that they understand who their stakeholders are and what
they need, working hand in hand with the business.

“Because we support the whole organization,
we have something akin to an enterprise view of
everything that’s going on.”
“My own department has, say, six or seven different functions within the
organization of shared services. Because we support the whole organization,
we have something akin to an enterprise view of everything that’s going on. Until
teams really understand and receive feedback, until they hear business leaders
talk about some of their initiatives, they’re not really going to be able to properly
prioritize their work,” she explains.

25

Effective communication within the IT organization can also go a long way toward
ensuring consistent alignment with organizational priorities. “Communication is
key to helping your teams understand where the organization is heading,” Bucchi
says. She also makes a point to solicit feedback from her team. “My team consists
of about 240 individuals. I understand the members of the team, how they work,
and how they adapt. I’ll reach out to everyone in my organization to understand
what makes them tick and how they can best align their work with our priorities.”
Seeking feedback from the IT team in an approachable way is especially
important. “I have my virtual door open.” she says. “My leadership style is very
inclusive, and I find that this allows people to be open and honest with me. Their
honest input helps me better understand the opportunities for improvement in my
organization and areas where maybe things aren’t going as well, because people
feel that trust to be able to share those things.” With an open line in place and
proper visibility into everything going on within the organization, IT leaders can
ensure IT alignment with company priorities and accelerate business growth.

Key Points
1
2

IT teams need a certain
amount of decision-making
authority to quickly accomplish
organizational goals.
With an enterprise view of
everything going on in the
organization, IT can create
and maintain alignment with
business priorities.

Tara Bucchi, CVS Health,
IT Executive Director
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“Without long-term thinking, whatever you implement
now could damage the business’s capabilities for
future growth.”

IT Must Tell Its Story Better to Enable Business Success
Tarek Hoteit, Banfield Pet Hospital,
Senior Director, IT Growth and
Enablement
Tarek Hoteit is a senior director in IT at
Banfield Pet Hospital. With more than
1,000 hospitals, Banfield is the largest
general veterinary practice in the United
States. Tarek leads teams of data
scientists and software engineers and
has more than 20 years of experience
in IT, product innovation, data science,
software development, and process
engineering. Tarek holds a Ph.D. and an
MBA, and he is a Lean Six Sigma Black
Belt in management and technology.

Tarek Hoteit believes that organizations can open themselves to costly
technology mistakes if IT and the business don’t communicate with each
other effectively. IT leaders can sometimes hire technology specialists who
are not particularly business savvy. If the business’s focus isn’t technology, it
may not have much internal technology expertise apart from its IT team—a
situation that can create challenges when IT and the business need to
collaborate. “What you often see is miscommunication or a top-down
approach in which the business says, ‘IT needs to do this.’ The business
typically has the upper hand here,” Hoteit says, “but without business savvy,
the technology team may not fully understand why, resulting in issues down
the line.” In contrast, IT may have innovative ideas or solutions that could
benefit the business, but the IT team may struggle to communicate its value
in terms the business will understand. “Because of the relationship between
business and technology, you can end up with a lack of clarity about why
something is being done or why something was missed,” Hoteit explains.
When such miscommunications occur, a technology decision may appear
to have little or no negative impact on the business in the short term. Over
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the long term, however, the consequences could be severe. “For example, if
your company is not cloud native, you may be trying to decide whether to put an
application in a data center or adopt a cloud-first strategy, and then deploy the
application in the cloud. You go with the first option and put the application in the
data center, which means that you’ll have to spend time migrating the application
later because the business wants a faster timeline and faster delivery,” he says.
Your business may be fine in the short term, but it can begin to accumulate
“technical debt” that hinders its growth and restricts its flexibility over the long
term. “Eventually, your decisions will have a snowball effect. Without long-term
thinking, whatever you implement now could damage the business’s capabilities
for future growth,” he adds. Hoteit adds that an opportunity cost comes with
long-term thinking for future growth because the business and consumer world
is changing at a much faster pace than in the past. Hence, he recommends that
organizations strike a balance between the speed of technology and business
that provides optimal value for the customer and for the business—today and
tomorrow. That, according to Hoteit, is not an easy feat for some organizations
because such a breakpoint by itself may not stay steady from one period to
another.
How can IT and the business overcome such communication challenges and avoid
damaging business outcomes? First, it’s important that IT not blame the business
for not understanding technology. “IT leaders and the IT organization must do
a better job communicating the long-term business impact of a decision. They
should not simply assume that the business understands technical lingo such
as ‘cloud versus noncloud’ or ‘agile versus nonagile.’ IT leaders must do a better
job of explaining what will happen if the business takes one approach rather than
another,” he says.
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IT teams should also future-proof business technology to better position the
business for future growth. “Under the covers, consider adding technology
enhancements that set the business up for success,” Hoteit says. In addition, IT
must have people capable of delivering current and future technology. “Make sure
that you have the right team doing the work the business needs now, but also
make sure that the same team you have in house is building the skills to try new
and innovative approaches,” he says. “This means giving your team opportunities
to learn, try things, communicate better, and extend the story,” says Hteit. “Then,
hopefully, the business will come to understand the IT perspective and say, ‘Oh,
now I get it,’ or, ‘Yeah, I see what you’re trying to do here.’” Partners within the
business can then learn more about the technology possibilities through IT and
build the next innovative project in even better partnership with IT.
With a mutual understanding in place, IT and the business can collaborate more
effectively and enable both short-term and long-term business success. Hoteit
says, “Banfield, for example, has a strong partner relationship between IT and the
business. We continuously develop because we all learn from our past successes
and opportunities. It’s important to foster communication between IT and the
business while keeping a shared focus on the key deliverables that meet the needs
of the business and its customers. Together, we can build a solid foundation for
the future.”

Key Points
1
2

Technology mistakes often
happen when IT doesn’t
understand the business and
vice versa.
Future-proofing the business
with the right technology
investments will help align IT
with business priorities over the
short and long term.

Tarek Hoteit, Banfield Pet Hospital,
Senior Director, IT Growth and Enablement
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“IT partners with the business to understand and
align with business initiatives and goals.”

Tracy Hockenberry, Salisbury
Management, Inc., Director of IT
Business Systems and Enterprise
PMO
Tracy Hockenberry is a technology
and business leader with over 15
years of successful experience in
developing and executing solutions
and business strategies leveraging
technology, project management, and
business process improvement. Tracy
specializes in leading cross-functional
teams in technology and business
strategy, systems implementation,
business process innovations and
enterprise project management.
Tracy is an energetic leader with a
demonstrated ability to effectively lead
and motivate teams.

IT Must Partner with the Business to Achieve
Organizational Priorities
As Tracy Hockenberry sees it, IT teams tend to make three critical mistakes that
affect the business. “The first mistake is a lack of partnership with the business,”
she says. “IT partners with the business to understand and align with business
initiatives and goals. IT can offer a consultative or supportive role, but the
business leaders actually drive the business.” Accordingly, IT’s responsibility is to
make sure that its work is aligned with the organization’s strategic priorities and
enabling business success.
IT must quickly achieve this alignment in order to help the business succeed in
an increasingly competitive landscape, but it sometimes struggles to allocate
the right resources to make that happen. “The rapid pace of technology requires
highly specialized IT skills. Having the right people with the right skills at the
right time is critical for success, whether that be for digital transformation or
simply managing ongoing projects and operations,” Hockenberry says.
Lack of IT governance—or project governance, as some industry professionals
refer to it—is the third critical mistake that she believes can hinder the business.
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“To me, successful IT leadership is about execution. Execution is actionable and
measurable. One way to execute is to ensure proper project governance. If you
cannot execute and implement, then you will fail,” she says.
Hockenberry thinks that a reactive posture is frequently to blame when this happens.
“When you’re constantly stuck in that place, it can be hard to take a step back and
look at your longer-term vision. People often jump right to creating solutions before
they understand the root cause of the problem they’re trying to solve. It’s those
decisions that often lead businesses in the wrong direction and end up costing more
money in the end,” she says.

“We cannot align with business vision if we’re not at
the table.”

Poor communication can compound the mistakes caused by taking a reactive
posture, making it that much harder for IT teams to deliver value for the business.
“Effective IT leaders must possess the ability to translate business mission and
project needs into return on investment (ROI). Whoever’s responsible for meeting
with the chief financial officer and the executive board to get sign-off on an increase
in resources must be able to clearly articulate why those items are essential and
how they will generate ROI for the enterprise,” she adds. IT leaders who fail to align
proposed IT investments with the organization’s strategic priorities are unlikely
to win the approval they seek, which in turn compromises their ability to help the
business compete and succeed in the market.
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To overcome these challenges and achieve the organization’s strategic priorities,
IT must first understand the business mission and its own role in supporting it.
Otherwise, IT risks being perceived as simply a break-fix team or a back-office
cost center instead of a business partner. If that happens, IT may face even more
difficulty aligning itself with organizational priorities.
“We cannot align with the business vision if we’re not at the table,” Hockenberry
explains. “We’re not there to understand the vision or the mission, so we can’t
align with it from the beginning. If they’re not inviting us, we have a bigger problem
because they’re not viewing us as the strategic partner and enabler that we need to
be viewed as,” she adds. Providing executive teams with the kind of transparency
and visibility that builds trust is one way to build the strong relationships
Hockenberry sees as essential to success. “Business leadership will trust you when
the time comes to support them and work with them. They’re going to enjoy working
with you, and your projects are going to go much more smoothly.”

Key Points
1
2

IT leaders must build a strong
relationship with the executive
team to be viewed as a true
business partner.
A transparent view of IT’s
work can build trust with the
executive team, and technology
can create the visibility that
enables this transparency.

Tracy Hockenberry, Salisbury Management,
Inc., Director of IT Business Systems and
Enterprise PMO
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Adapt quickly. Align faster. Deliver now.
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CONCLUSION
It’s more important than ever for IT to align with company strategy, plan iteratively, and shift rapidly when things change.
We’ve seen the rapid and dramatic shift to remote work that the COVID-19 pandemic brought on. The ability to anticipate, plan for,
and shift as rapidly in response to future disruptions is critical for IT teams to remain tightly focused on the work that aligns with the
company’s strategic objectives to deliver business outcomes.
When investing in a solution, ensure it gives full visibility into all of IT’s work, the ability to align that work with specific goals, supports
flexible workflows, and is supported by an experienced team of experts to assess your business and customize a solution specific to
your business. The organizations with the ability to shift rapidly will emerge as leaders.
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