








How to create an IT strategy for your business

SECTION 1

IMPLEMENTING
A TECHNOLOGY
STRATEGY:

THE GOALS

Your IT system should enhance your business operations,
be flexible enough to handle continuous evolution and be
cost effective at the same time.

Minimise the number of systems you use and, therefore,
the integrations between different applications. This brings
more efficient and responsive operations, deeper and faster
reporting and reduces admin overheads and errors.

You should avoid heavy customisation where possible.

Establish a single efficient core system that covers most
standard business functions, including accounts, customer
relationship management, projects, time sheets, analysis
reporting, email communications, HR and payroll. All other
systems should integrate and synchronise with this core.

Use specialist industry systems only where really necessary,
as they are usually inflexible, out-dated and hard to integrate.

Ensure that all systems work “anytime, any place” so they
can provide mobile working and business continuity at no
further cost.
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CHALLENGES PRESENTED
BY THE MODERN WORKPLACE

There has rarely been a more challenging, or exciting time for

IT teams, with digital, cloud, social media and mobile presenting
greater business opportunities - but also more pressures - than
ever before.

Businesses are embracing new technologies but non-IT leaders
may not understand the implications of implementing these
changes. A Microsoft survey of 600 British small and medium-
size businesses offered a snapshot of the challenges the modern
workplace presents to technology teams.

What emerges is:

= A npicture of increasingly complex IT structures and
competing priorities

= ClOs contending with rapidly changing technological
opportunities, remote working and cross-generational users
with varying skills levels

= IT teams often being busy dealing with short-term, reactive
responsibilities that keeps them tied up with on-going
maintenance to keep existing systems ticking over

IT can be leveraged to address many of these issues, and a
successful technology plan will match the business with the tools
it needs to succeed. It takes into account the dynamics of today's
markets and helps companies - and their IT teams - focus their
resources on the requirements of specific priorities and projects.
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SECTION 3

WHAT DOES AN IT STRATEGY LOOK LIKE?

The IT plan should be a core part of the overarching business strategy, aligning technology
and using it to enhance your business objectives. A well thought-out IT strategy will look at current
needs and challenges, and plans for growth.

At its most basic, the plan will consist of at least three key elements:

1 2 3

Core business IT architecture A roadmap... this

capabilities that needed to meet outlines how you
support company those objectives intend to carry out
objectives the strategy

Most IT strategies span from three to five years, connectivity introduced by the Internet of Things (IoT)
but for fast-changing markets a technology strategy will likely have a similar effect in the near future.

needs agility as well.
An agile strategy works particularly well in companies

For instance, in recent years, digital disruption whose architecture is already well maintained. Its
forced businesses to rethink their entire IT strategies focus may be slightly shorter term, with regular
and embrace mobile technology - and universal reviews to fine-tune the plan as necessary.
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SECTION 4

HOW TO APPROACH
THE IT STRATEGY

Developing a successful IT strategy is a painstaking process that
should take into account how the business uses technology, its
goals and IT's role in achieving them.

The strategy will:

Weed out underperforming IT

Help create new systems and suggest alternatives

Identify the right technology vendor

Implement change in a methodical fashion

A functional and healthy IT infrastructure should have the following attributes

Future-proofed and flexible

Systems should adapt quickly to new
requirements, allowing you to change
processes and workflows easily.
Remember that your IT roadmap will
probably change, so it's essential that
adaptability is built into your

IT environment.

Scalable

Make sure your IT has room to
increase and decrease with the
demands of your business.

Resilient

Systems should be inherently reliable
and able to withstand faults.
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Secure

Business systems face multiple threats in
today's climate of determined hacking. Your
IT should provide full security - but this
needn't be too costly to implement.

Cost efficient

When designing your IT structure, there are
always ways to reduce set-up and running
costs. This is where an IT strategy comes

in, helping you prioritise the needs of your
organisation and its technology requirements,
and focus on the more critical functions.
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SECTION 4

STEP 1

Before you start on your IT strategy, define its
scope, create a project team (which is made up of
stakeholders from all departments) and a schedule.

STEP 2

It's essential to set out the purpose of your technology
strategy, who is responsible for delivering it and

how long it will take to complete. Also set realistic
timeframes and budgetary requirements.

STEP 3

The next step is to review your existing IT structure.
This includes collecting feedback from the stakeholders
and producing an inventory showing which systems
are being used, which work and which ones are not

so effective.

KEY QUESTIONS

What systems are currently
in use?

How many core systems
are there?

Are the systems integrated
directly or via Excel?

What is holding back
performance?

Are systems up to date, and does
it cost anything to update them?

How agile does the business
need to be?

Establish key metrics to help identify the systems that are creating value:

.
'Y

SYSTEMS PERFORMANCE
INDICATORS

Outages or helpdesk calls

OPERATIONAL
INDICATORS

Systems working to capacity

BUSINESS LEVEL
INDICATORS

Cost, efficiency etc.
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“IT is now working
strategically
alongside your
staff, not just

for them. You
should treat it
with the same
importance.”

Ben Gladstone,
Director, Conosco

SECTION 5

EXD
*ﬁ*ﬁﬁ*ﬂﬁ believe IT is a strategic priority

say technology has changed

think CIOs need to hone
communication skills

suggest ClOs need to
communicate more effectively

GETTING BUSINESS ON BOARD WITH IT

Board-level backing is critical to creating an IT strategy that will serve
the business into the future. Key to this is better communication
between business leaders and those in charge of IT.

Previously viewed as a separate entity, today it's largely accepted
that technology is core to the business.

According to a survey by Vodafone UK, 86% of business leaders now
view IT as a strategic priority and almost 90% view IT as an important
enabler of change. Three-quarters said technology has changed the
nature of the competition they face.

However, non-IT directors are failing to communicate effectively -
39% of non-IT directors said ClOs need to hone their communication
skills and 35% said they need to communicate more effectively with
other functions.

ClOs and business leaders must work together to address this
disconnect. Focussing on the needs of the business rather than
on technology itself, and understanding those needs through
communication with key stakeholders, is the first step to creating
an IT strategy that delivers solutions that tie in with the goals

of the business.

Forbes contributor Peter High explained, “IT must develop a means
to engage the rest of the units of the company earlier.”
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SECTION 6

TYING TECHNOLOGY
PLANNING TO
BUSINESS AIMS

Business and IT strategies are inextricably
linked. A technology strategy should be designed
in conjunction with each division’s aims and
targets, and will set out how IT can help support
them. This approach helps prioritise where the
technology is most needed.

Each department’s strategy will identify exactly
what role IT will play in supporting their goals.
However if there is no existing strategy, IT should
play its part in designing one, taking into account
the unit's business needs. The added advantage
of this is that it helps to establish a common
framework across the organisation.

IT STRATEGY AND ROADMAP WILL CLOSE THE GAPS

An example: say that the enterprise plan outlines
revenue projections of 25%, the strategies of the sales
and marketing units - the divisions that drive growth
- will summarise how the department intends to help
reach the goals. Those divisions will undoubtedly
identify IT functions, such as data analytics, that will
help them meet the targets.

Their strategy may highlight gaps in IT - for instance,
the data warehouse may not have adequate storage
or the tools needed to manage and analyse the
quantity of information that is being collected.
Alternatively, IT staff may not have the advanced
analytics skills needed to perform the task.

From there, the IT strategy and roadmap will

address those gaps.

"It is easier to gain board-level backing for an

IT strategy when technology is viewed
alongside the needs of the business and the
strategy clearly focuses on areas that need
improving and what steps are needed to
tackle any infrastructure and skills shortfalls. "

Max Mlinaric, Director, Conosco
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SECTION 7

©
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TH E |T ROAD MAP Central to drawing up an IT strategy is the roadmap, which governs

the plan’s execution. The roadmap usually consists of:
1. Strategic business (rather than IT) priorities

2. Timescales and budgets - how long each project will last,
and estimated costs

3. Aprioritised list of improvements
4, List of expected outcomes
5. Assignation of an owner for each project

Your IT strategy will evolve over time, or if sudden changes occur
in the business environment - although its core principles should
remain in place. Correspondingly, the roadmap will alter to meet
the changing requirements of the business and account for the
emergence of disruptive technologies.*

* Conosco suggests that the strategy and roadmap are reviewed annually,
with regular touch points throughout the year.
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SECTION 8

TURN IT INTO A COMPETITIVE ADVANTAGE IN SIX STEPS

Conosco's tried and tested six-step process has helped companies turn their IT into a business asset.

STEP 1: DISCOVERY

What are the key drivers of your business, and how IT can add value? The first
stage will discover how your organisation works and whether there is a need for
agility and flexibility, looking at everything from its corporate philosophy and how
it wishes to conduct business, to how departments collaborate and communicate.

STEP 2: IT AUDIT

A comprehensive audit of existing IT systems, strategy and infrastructure, which
includes all aspects of the network plus a detailed review of all devices. Any gaps
in the IT infrastructure will be identified at this stage of the process.

STEP 3: STRATEGIC IT ROADMAP

With the information gathered from stages 1 and 2, the plan begins to take shape.
Strategists form an IT strategy and roadmap to build systems that support the
company’s business goals and processes. Both current and future needs are taken
into account, along with specific timeframes and budgets.

STEP 4: IMPLEMENTATION

The strategic plan is implemented using technology solutions that are tailored
to the organisation’s needs.*

STEP 5: ANALYSIS

The strategic plan is analysed to ensure that it's working in alignment with the
business's objectives.**

STEP 6: REVIEW

Hold regular meetings to refine and improve IT operations. The review will
assess existing performance using analysis and anecdotal feedback from
the stakeholders.
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SECTION 9

CONOSCO'’S SIX-STEP STRATEGY IN ACTION

CASE STUDY: Cadogan Estates

k|

BACKGROUND

Property company Cadogan
Estates might be the expert

in development and property
management, with its upmarket
London-based Sloane Square,
Sloane Street and the King's Road
estates, but its IT estate was less
than perfect.

THE BRIEF

Cadogan was relocating the
business and wanted systems
capable of delivering business
continuity within one hour in
the event of total data loss.
They also needed ongoing
strategic advice and IT support.

CONOSCO'S SOLUTION

Conosco reviewed the

company’s infrastructure and
devised an IT strategy to future-
proof Cadogan’s IT systems. It
provided a technical manager
and senior engineer as part of the
strategy and together with the
company directors, developed

a long-term plan.

The company needed modern
technology with efficient computer
support systems and processes
that could help it deliver the
best-in-class residential and
commercial lettings services that
its clients have come to expect
over its 300-year history.

The Conosco team used the office
move to reassess the firm's long
and short-term requirements, and
resolved the continuity issue by
replicating critical virtual machines
to the secondary site using
VMware site recovery software.

As part of the solution, it
identified and retained the best
of the firm’s existing systems

and implemented technology
that could improve performance.
It also started the migration

of some systems to the cloud,
which allows data to be handled
quickly and safely, promises fewer
operational issues, and saves
valuable resources. The migration
process is ongoing.

Cadogan presented a number of
challenges. It had a complex IT
structure stretched across multiple
sites, and no single third-party IT
provider in place.

OUTCOMES

Cadogan completed a smooth
transition to its new location
in 2015 and now has a stable
IT system in place.

11 \\/e recognise the important
role technology plays in
running our business
efficiently. Partnering
with Conosco over the
last decade has allowed
Cadogan Estates to
continue developing our
modern and dynamic estate
management approach. ¥

Richard Grant,
Financial Director
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% of IT budgets spent
on maintenance

% of employees who
waste time due to
inefficient IT systems

If you'd like to discuss
your IT strategy in detail,
please contact us:

T: 020 3507 0418
E: info@conosco.com

CONOSCO =

beyond IT

CONCLUSION

IT supports the fundamental functions of a business; it can also be
used as an agent for change, helping businesses stay ahead of the
competition. When IT fails, the cost implications are devastating.

More than half of IT budgets are thought to be spent on
maintenance, and almost half of employees (48%) waste three hours
per day through inefficient IT systems. For the average UK business,
this equates to at least £28,000 over the course of a year. Not to
mention reputational damage and customer dissatisfaction leading
to a potential loss of sales.

An IT strategy will unlock the true value of the technology you use,
aligning it with company objectives. It can serve another purpose
too - it can be used to audit your business processes and help push
the business strategy forward. Some call a technology strategy a
continuation of the business strategy.

Having an IT plan in place helps businesses to realise their full
potential through the technology they use. Those benefits include,
but are not limited to:

%+ Reduce costs

<> Improve productivity

> Generate revenue

% Innovate

< Reduce risk

2> Manage IT budget

Many organisations choose to hire specialist IT consultants to create
their technology strategy. Not only do they have dedicated resources
and expertise to create a plan efficiently, but they also bring the

objectivity needed to provide a solution that will work across the
entire business.
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