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Approach

« Use Gartner strategic planning framework as a benchmark.
« Assess the Strategy document against the framework:

— Type of content

— Structure

— Clear/compelling story

* Not possible to comment on whether it is the right strategy for your enterprise (or
whether the specific content is correct or complete for industry/enterprise).

« Additional meetings with industry/technology specialists to discuss trends in
iIndustry/technology domains.
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Feedback Main Points

Contains a mix of strategy and other content.
Connection to business strategy is not clear.
Specific outcomes delivered by the strategy are not defined.

e

Detailed comments.
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Contains a mix of strategy and other content

Strategic Planning Covers Three Horizons

Planned Strategy: » Strategy sets the overall direction, it defines what needs to
Cascading goals and continuous alignment be done to achieve success.

Strategy

Long-Term

« Strategic plans describe how the actions defined in the
strategy will be implemented.

b

+ Operational plans define the list projects, etc, that will be

Strategic S . .
Plans executed as part of initiatives in the strategic plan.
Midterm f‘\l
.@‘J » The audience for each horizon is usually different.
Operational
Emergent Strategy: Plans * Mixing the three can lead to some challenges:

Calibration and continuous learning Short -Term

*  Document becomes longer.

* Audience focuses too much on the “how” without fully
understanding the “what”.

2 Quick Answer: What’s the Difference Between Strategy, Strategic +  Too much focus on “how” may constrain the strategy.
Plans and Operational Plans? .« Key strategy messages may get lost in the detail of “how”.

* Need to republish “strategy” document if there is a change to the
strategic or operational plans.

The document contains content from all three horizons. An IT Strategy should describe what IT will deliver in support of the
business strategy, not how IT will deliver. Most (non-IT) stakeholders are unlikely to understand or be interested in the non-strategy

content. There is also the risk that the key messages of the strategy (= what IT will deliver to support the business strategy) gets
lost in this detail.
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Contains a mix of strategy and other content / Specific outcomes delivered by the strategy are not defined

Strategy Defines the Business Outcomes That IT Will Enable.
Strategic and Operational Plans Describe How Those Outcomes Will Be Delivered
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IT Strategy - 5 Year Horizon - FY2025,/26
| Update

5.2.1.2 IT People and Process:

Version Number: 2025.01.16

The IT division is structured into seven core areas with varying levels of maturity and
capability. These inchade cyb it data 5 and
enterprise solutions. The division struggles with cross-departmental knowledge
sharing, process standard and upskilling opp 3

5.2.1.2.1IT Areas of Responsibility
The IT division has organized itself into 7 core areas with the following responsibilities
as outlined in Figure 3 IT Division Organization

Cybersecurity and Technology Enterprise
Enterprise Arch Operations Solutions

* Cybersecurity *Infrastructure *Software

and GRC *Security Development
*Enterprise Operations *Integration
Architecture ¢ Platform Services * Automation
*+System and Data * Administration
Architecture
* Incident *Data *Nova
Management Management +Program
¢+ Application + Artificial Governance
Support Intelligence *Resource
* Testing and * Advanced Management
Quality Analytics
Assurance

Figure 3 IT Division Organizasion

5.2.1.2.2 [T Capability Map
The services provided by the Information and Technology division are captured in the
following capability map.

j 171672025 Page 14 0f 42 ’7

Section #5 contains a mix of background information
about the enterprise and the IT organization. This
content spans nine pages.

It also provides a detailed current state analysis of
the IT environment, maturity assessments, SWOT
analysis, etc.

Most of this content is either strategic plan content
or is not typically included in any of the strategic
planning documents.

For example, the technology context is primarily
required as an input to the strategic plan (to
determine changes required to the IT operating
model). If included in the strategic plan at all, this
level of detailed information would be included as an
appendix.

Only the most significant risks/issues associated
with current IT organization should be included in the
business context section of the IT strategy (i.e., any
key risks/issues that the IT strategy must address).

Gartner
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Contains a mix of strategy and other content / Specific outcomes delivered by the strategy are not defined

Strategy Defines the Business Outcomes That IT Will Enable.
Strategic and Operational Plans Describe How Those Outcomes Will Be Delivered
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| Update
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6.1 Target Arch
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6.2.1 IT Target Maturity Scores:
— 11162025 Leveraging the Gartner assessment the following are the target maturity scores for the
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Section #6 information on the target architecture and
target operating model = how the strategy will be
executed = strategic plan content.

While this content is important and essential to the
strategic planning process, it is not typically included
in the strategy document.

Most non-IT stakeholders will not understand this
content (and are unlikely to the interested in it).

In addition, at this point in the document, the
audience does not know what IT is going to deliver
in support of the business strategy. Hence, even if
they were interested in/understood this content, they
would not be able to assess whether it is correct.

Gartner
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Contains a mix of strategy and other content / Specific outcomes delivered by the strategy are not defined

Strategy Defines the Business Outcomes That IT Will Enable.
Strategic and Operational Plans Describe How Those Outcomes Will Be Delivered

IT Strategy - 5 Year Horizon - FY2025/26
| Update
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Version Number: 2025.01.16
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7.1.4 Measurable 0| . + Number of i

+  Time to recover from incidents (Rm/kmm)
+  Frequency and results of disaster recovery plan tests.

7.4 Transition to Scalable, Software defined, and Cost-Efficient
Technologies

Develop and impl a technology risk remediation program that adopts flexible and
sustainable technologies that support the “Modernize and Optimize IT Infrastructure”
goal.

7.4.1 Traceability:
‘Corporate Pillar: Be Ready for What's Ahead
IT Goal: Modernize and Optimize IT Infrastructure

742 RACE
A (A): Director of Enterprise Solutions - Ensures alignment of technical debt
reduction strategies with enterprise-wide goals and priorities.

7.43 Steps to Achieve the Objective:

1. PerformanIT i ify areas for

2 Develop a cloud migration strategy with clear timelines and cost-benefit analysis.

3. Implement cost-efficient IT practices and monitor their impact.

4 Partner with cloud providers to ensure secure, scalable, and sustainable
infrastructure.

7.4.4 Measurable Outcomes:
+ Reduced IT operational costs and technical debt.
p system ity and
+ Lower number of business applicati quiir plication support.

\5 ap
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Section #7 defines initiatives and detaild steps for
each initiative. This is a combination of strategic plan
and operational plan content.

Metrics are mostly measuring IT outomces, not

business impact (=strategic plan and operational
plan content).

« Again, this is important and essential information.
However, it is not recommended that this is included
in the strategy document.

Gartner
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Connection to business strategy is not clear/Specific outcomes delivered by the strategy are not defined.

The Problem with IT Themes, Objectives, Goals, Pillars,
Priorities, Focus Areas, Strategies...

3.2.2 IT Goals

1. Align IT with Business and Sustainability Goals:
Leverage IT as a strategic enabler to align with corporate priorities, ensuring that
technology initiatives drive customer satisfaction, affordability, and sustainability
while directly contributing to overarching business objectives.

2. Enhance Data Management and Decision-Making
Empower timely, data-driven decisi across the ization, ensuring data
integrity, accesstbnhtv and governance to maximize opetaucnal efficiency and

competitive advantage.

3. Strengthen IT Security, Resilience, and Risk Ma.nagemenl
Fortify critical systems and data to minimi bilities, ensure operati
continuity, and safeguard organizational assets.

4. Modernize and Optimize IT Infrastructure
Transition to modern, scalable, and sustainable IT solutions that reduce technical
debt, improve agility, and streamline operations to support evolving business
demands and enhance cost efficiency.

5. Enh Delivery Excell and Employee Productivity
Elevate org; ional p by refining pr , deploving advanced
tools, and investing in emplovee training to improve delivery capabilities, drive
innovation, and maximize workforce effectiveness.

3.23 Key IT Objectives

1. IT initiatives direcily support corporate objectives
ANIT projects and investments align with and advance the organization's strategic
goals, set out in the Corporate Strategy.

2. Build strong data governance and a comprehensive data infrastructure
Establish a unified data framework with robust governance policies and a central
data platform that hosts and manages the core data entities of the organization.

3. Enhance business continuity, disaster recovery and cybersecurity
Develop and implement comprehensive plans and advanced security frameworks to

realize the “Strengthen IT Security, Resili and Risk Managy " goal.

4. Transition to scalable, software defined, and cost-efficient technologies to reduce
IT debt and improve agility
Develop and impl a technol risk diation prog: that adopts flexible

and sustainable technologies that suppnrt the “Modernize and Optimize IT
Infrastructure” goal

5. Invest in employ ining and optimi and tools
Implement Lirgeted training programs, refine operational workflows, and deploying
advanced tools that streamline operations and improve cutcomes in alignment with
the “Enhance Delivery Excellence and Employee Productivity” goal.

The document lists IT goals and objectives. It is not clear how these goals and
objectives connect to the business strategy. Hence it is difficult to assess whether
they are complete/correct. It is also not clear how these goals and objectives relate
to, or have been used to define, the rest of the strategy

The goals and objectives are mostly based around technical areas. Thisis an IT
perspective. The rest of the enterprise wants IT solutions to business problems.
These solutions or outcomes are likely to result from changes made across these
areas.

An IT Strategy must provide a clear explanation of what information and technology
will do to help the enterprise achieve its objectives. To do this, it must be structured
around the business strategy, not IT areas.

Identifying specific actions that are directly connected to elements of the business
strategy creates a more compelling and visible link between IT and business
strategy.

IT goals are often generic and could apply to any enterprise — this makes it hard for
stakeholders to see the connection to your enterprise. Generic focus areas are
unlikely to make a compelling case for change, or to inspire or engage stakeholders.

The result is typically a strategy that is structured/written for IT (or a document that
mostly contains strategic plan content). Hence, the non-IT audience has to make the
connection to the business strategy. They have to interpret the changes to the
operating model and architecture and determine what IT is going to contribute to

meeting the enterprise’s strategic objectives.
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Connection to business strategy is not clear

Establish a Clear Connection Between the
Business Strategy and the IT Strategy

* One of the key objectives of an IT strategy is to create a connection with the business strategy and to use
this connection to demonstrate how the IT strategy supports/enables the business strategy.

« This connection should give the audience confidence that the outcomes identified in the IT strategy are
complete and correct. It also demonstrates the value of IT’s contribution to the business strategy.

« Without this connection, the audience has to either determine the connection for themselves or accept that
it exists (and hence that the IT strategy is complete and correct).

 If the connection is not clear, this can lead to stakeholder resistance to the strategy.

« The aim is to connect the outcomes defined in the IT strategy to specific parts of the business strategy.

At present, it is not clear how the IT strategy will support the business strategy. While the document includes a summary of the
business strategy, this has not been used in the rest of the document. This makes it hard to determine whether the IT strategy is
correct and complete. It is also hard to assess IT’s contribution to delivering the business strategy.

As a result, the audience will either need to make the connection for themselves or assume that it is correct. If they do neither,
they may not support or agree with the IT strategy or understand the value it will deliver.
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Connection to business strategy is not clear/Specific outcomes delivered by the strategy are not defined.

The Gartner Framework Uses Strategic Actions to
Connect IT Strategy to Business Strategy

Define IT strategic actions
to address business
capability gaps

Business
objectives, goals
and strategies

|ldentify business
capability gaps

« Strategic actions identify specific outcomes the IT strategy will deliver for each element of the business strategy. The
business impact of these actions can be measured/monitored (via strategy metrics) to assess impact and demonstrate
the value/success of the strategy. Actions could be grouped under themes, if necessary.

» The strategic plan identifies changes to the architecture and IT operating model required to execute the strategic actions.

« Strategy = the outcomes IT will deliver. Strategic plan = how IT will deliver these outcomes. Most stakeholders only need
to know the outcomes.
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Connection to business strategy is not clear/Specific outcomes delivered by the strategy are not defined.

Examples: Defining Strategic Actions

Business Strategy Business Capability Capability Gap IT Strategic Action

: : Upgrade e-commerce
: : : - Online store is unable to
International expansion via Manage digital suonort multile platform and payment
online shopping channels PP P : gateway to support multiple
languages and currencies )
languages/currencies
: No single view of fundraising Consolidate all
Grow income from Manage o . .
- . e initiatives. Teams use fundraising activity onto
fundraising activity fundraising : .
different systems/tools. a single platform

The strategic plan describes how these outcomes will be delivered by identifying the architecture and

operating model changes necessary to deliver the actions.
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Connection to business strategy is not clear/Specific outcomes delivered by the strategy are not defined.

Defining IT Strategic Actions for MPI

Business Strategy Capability Gap IT Strategic Action

3.1.2 Corporate Pillars
1. Optimize Value for Customers
a Setclear performance expectations with standards and metrics for internal
and customer facing operations to provide consistent experiences across

. Bl et e s st What business problems, limitations,

. Simplify the right processes and/or redce red tape of high customer
interactions. . - - . ] - I -
BTt e s gaps or challenges will limit MPI’s ability
b. Build employ and insight & ucture that enables

e compony e commiments o hton, Do By to deliver on each of its corporate .
and Accessibility (IDEA) and deliver on them. . . . p Wh at bUS|neSS
pillars?

d. Honor the mmpan}fs commitment to Truth and Reconciliation
. Deveio ntepe orbfore st copacts s ot bk ad outcomes can IT
manages the right skillsets to meet organizational needs. .
B e ntasouchun and wilization famevvonk reqised 1 , . deliver, enable or
b, ey i onsn e e e What can’t MPI do today that it needs to support in order to
forecasting, pmd‘?ﬂv, operations, 'ar\cl capital planning effectiveness . p p t d t
€ Bl o e ot st s, s, be able to do tomorrow to achieve each .
& D oy e s i . address each capability
a program that ensures fulfi of its corp ponsibi plllar’)
& Develop an actionable network of KPIs that connect to our strategic goals. .
4. Strengthen our Famancial Practices. g ap ?
a. Improve financial planning and analysis capabilities to improve timeliness -
and consistency of financial reporting
b. Define Line of Business (LOB) product strategies and deliver on
sustainability targets.

§ Etece el oo ettt Does MPI need any new business

eificiency within the company’s control.

RS o RV o N capabilities to meet each pillar?

to achieve LOB sustainability and access,

b. Develop a process for designing products and services that better
responds to external changes in the company’s operating environment.

c. Actively manage technical and cybersecurity sisk to safeguard core system
and platform health.

d. Identify and pace the implementation of required technology to meet
customer and stakeholder expectations.
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Recommended Contents
of an IT Strategy
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Recommended Steps and Contents of a

IT Strategy

Recommended Contents

Understand the

Define the

RESTRICTED DISTRIBUTION
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Business Context

Business
Objectives, GoalS g
and Strategies

IT Strategic
Principles

Business
Capabilities

IT Strategic

Actions HEes

Gartner
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Missing some strategy content

Recommended Steps and Contents of a
IT Strategy

Recommended Contents
1
Business Context

Understand the

Bl Tees IT Strategic
Objectives, GoalS |gumg trateg
: Principles
and Strategies

Define the Business IT Strategic

Capabilities Actions Metrics
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Missing some strategy content

RetailCo Business Context Understand the

External to the Enterprise Within the Enterprise

« Economy expected to continue to grow for next 3-5 years, .
which will contribute to high demand or IT skills.

As the enterprise becomes more federated, and business units
become more autonomous, there is increased demand for
» Supply chain interruptions more likely due to an increasing tailored or business-unit-specific solutions.

number of weather events related to climate change. This could .

_ _ Multiple acquisitions are planned as part of the business
lead to increased supplier costs.

strategy. These will need to be integrated quickly to realize

- Trade wars/tariff increases may lead to an increase in the cost required synergies.

of outsourced/offshore IT services.

* Increasing number of digital only competitors enabled by

platforms such as Amazon, Alibaba, etc. will increase demand Within IT
on IT for digital solutions. HL

« For some product categories, an increasing number of » Limited investment in core systems over the last five years has
customers are switching between physical and digital channels resulted in high levels of technical debt, manual workarounds
before making a purchase. and bespoke solutions.

« Evidence that customers are willing to pay a premium for a » The risk of security incidents continues to be high. Existing
personalized digital experience in some markets. security systems are not in line with industry standards.

« Atrtificial intelligence, automation, augmented reality and virtual
reality have significant potential for retail sector.

There are two sections called “business context”. In addition, there is a detailed “technology context” section. Section 3.1 contains the
business strategy. Section 5.1 contains background information, including a graphic of the current enterprise architecture.

Recommendation: include a single business context section that summarizes the key factors that have influenced the IT strategy. This is also
an opportunity to identify key risks, weaknesses and threats that the IT strategy will address. Aim to provide insight rather than information.
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Missing some strategy content

RetailCo Objectives, Goals and Strategies

Objective Goal Strategies
Grow revenue within 30% increase in * Increase average spend per
core markets sales revenue within customer via digital channels
three years * Increase integration of physical

and digital channels

The document includes a summary of the business strategy. However, this is not used in the rest of the

document. Recommendation: structure the IT strategy around the business strategy. Identify specific
outcomes that are connected to each element of the business strategy.
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Missing some strategy content

Principles Ensure Alignment with the
Overall Strategic Ambition

Objectives Strategies Strategic Principles

Grow revenue within 30% increase in * Increase average spend per |+ Customer experience must be consistent and

core markets sales revenue within customer via digital seamless across all digital channels and
three years channels devices to maximize purchasing opportunities.

« Customers must be able to switch between
physical and digital channels for all products
without compromising their experience or
service level.

* Increase integration
of physical and
digital channels

* Integration and scalability will be prioritized in
the design and selection of technologies and
solutions that support the customer experience.

» The document contains a set of IT guiding principles (section 3.2.1). It is not clear how/whether these flow from the business
strategy. Also, some would fail the rules for defining strong principles.

» Recommendation: review these principles against the guidance provided in
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3

Strategic Actions Define IT’s Contribution Define the
to Executing the Business Strategy

» There are two sources of IT strategic actions:

— Actions required to improve, enhance or develop business capabilities that are directly impacted by, or
critical to, executing the business strategy.

— Actions required to address risks, weaknesses or threats in supporting or enabling capabilities that are

essential to the ongoing operation of the enterprise. The relevant risks, weaknesses or threats should
be described in the business context section of the IT strategy.

Business
objectives, goals
and strategies

Identify critical
business capabilities

Define IT strategic
actions to address
business capability gaps

Assess business
capability gaps

Risks, weaknesses Identify essential
and threats business capabilities
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Questions to Ask Stakeholders to Identify el
Business Capability Gaps

Option 1: Using Business Capabilities to Identify Strategic Actions

Which business capabilities need to be Which business capabilities need to be
improved to successfully execute the improved to overcome the risks,
Objectives, Goals strategies? Risks, Weaknesses weaknesses and threats?
and Strategies What is the gap in those capabilities? and Threats What is the gap in those capabilities?
Do any new business capabilities need to Do any new business capabilities need to
be created or acquired? be created or acquired?

What are the obstacles or barriers that will
prevent, limit or reduce the enterprise’s
Risks, Weaknesses ability to overcome this risk/weakness/
and Threats threat?
Are there new things we need to be able to
do, that we cannot do today?

What are the obstacles or barriers that will
prevent, limit or reduce the enterprise’s
ability to execute the strategies?

Are there new things we need to be able to
do, that we cannot do today?

Objectives, Goals
and Strategies
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RetailCo Strategic Actions Define the

(Business capabilities that are critical to the business Strategy)

Strategies Key Business Maturity Assessment - Strategic Actions
Capabilities Gaps/Barriers/Obstacles

Increase average spend | Create Offers The process of developing offers and Enable personalized offers
per customer via digital recommendations is largely manual. and recommendations for
channels Manage Upsells Hence, we can only create generic offers | every customer

and recommendations that apply to all

customers.
Increase integration Manage Inventory Real-time store inventory is only held at | Create a single source of real-
of physical and each store. We currently run an overnight | time store and warehouse
digital channels batch job to collate this information inventory.

centrally. Hence, our mobile app and
website can only view inventory data that
is a day old.

Integrate online and store
retail systems and enable
online payments/reservations
Store and online retail systems are for instore collection.
currently not integrated. Hence, the store
retail system can cannot use/access
sales information generated by digital

Recommendation: identify the business capability gaps that will prevent MPI from delivering against its corporate pillars. Then

identify strategic actions that will address these gaps. The architecture and operating model changes identified in the current
document can then be linked to the strategic actions (in the strategic plan).
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RetailCo Strategic Actions Define the

(Business capabilities that are essential to enterprise operations)

Risks, Weaknesses Essential Business Gaps/Barriers/Obstacles Strategic Actions

and Threats Capabilities

Limited investment in core | Manage Finance Many of our core processes will struggle to Implement a new ERP system that
systems over the last five support further growth as they involve multiple | covers all core processes.

years has resulted in high | Manage Sales manual steps. These processes also have

high transaction costs and high error rates. Use automation to reduce the level
of manual intervention in core

levels of technical debt,

Manage Payroll
manual workarounds and g y

bespoke solutions Manage Inventory Key financial, supplier and inventory data is processes.
_ held across multiple systems, including
Pay Suppliers spreadsheets. It is difficult and time Create a single source of all data

consuming to create a single and consistent sets used in core processes.
data set to support decision making.

The risk of security Manage Digital Channels | The current security systems were not Establish a Security Operation
incidents continues to be designed for digital channels. This exposes Center (SOC) with automated alert
high the business to significant risk of attack that and detection capability

Manage Technology could result in data loss.

Infrastructure - . .
We have limited tools for identifying and

managing security incidents. Processes are
largely manual and rely on specific individuals.

Recommendation: identify the business capability gaps that will need to be addressed in order to mitigate risks, weaknesses and

threats identified in the business context. Then identify strategic actions that will help address these gaps. The architecture and
operating model changes identified in the current document can then be linked to the strategic actions (in the strategic plan).
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3

Example Content and Flow Across the P

Three Horizons

Strategy

Long-term

Strategic Actions

o
x
Strategic

JE
Midterm

Strategic Initiatives

SAlEnable personalized offers
and recommendations for every
customer

| SI1 Single source for base

customer information

)
Operational

plans
Short-term

Strategic Deliverables

SA2 Enable real-time access to
store and warehouse inventory.

| SI2 Offers and

recommendations engine

\ 4

wn e

. Single CRM system

Cleanse/digitize customer data
MDM for base customer data

SA3 Provide a common retalil
platform for stores and online
channels

Manitoba Public Insurance

\ 4

R

Generic recommendations
Group offers

Personalized recommendations
Personalized offers
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Missing some strategy content

RetailCo Metrics Define the

Strategic Actions Leading Metric(s) Lagging Metric(s)
Enable personalized offers and Percentage of customers for which we can Percentage personalized offers and
recommendations for every customer generate personalized offers and recommendations that are clicked on by
recommendations customers
Create a single source of real-time store and | Percentage of stores for which real-time Real-time inventory data for 100% of stores
warehouse inventory. inventory is available. available in mobile app and website.
Percentage of SKUs for which real-time Percentage of digital sales for which real-time
inventory is available. inventory was checked.
Use automation to reduce the level of manual | Percentage of finance tasks/processes Percentage reduction in error rate.
intervention in finance processes. automated.
Percentage increase in processing capacity.

* IT strategy metrics should identify the business impact of the outcomes the IT strategy will deliver/enable. The metrics listed in section 7
are primarily measurting IT outcomes, not business impact of the strategy.

* Recommendation: define metrics that measure the business impact of the strategic actions contained in the strategy. Use leading metrics
to monitor progress and lagging metrics to demonstrate value.
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