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Business Technology Strategy

CAPTURED BY VALUE STREAMS CAPTURED BY DEVELOPMENT COLLECTIVES

Rolling alignment with 
business priorities and changes

Strategic guidelines and 
directions for busienss 
technology
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STRATEGY-to-PLAN

• Define strategic 
intentions and
must-wins

• Design business and 
plan the demand

• Create development 
initiatives

• Prioritise the 
development 
initiatives in value 
streams

PLAN-to-CAPABILITY

Strategy and governance, as well as sourcing and optimisation, take the plans as 
input and implement the required capability to build and manage the business 
technology.

PLAN-to-BENEFITS

Development and service disciplines deliver the actual business benefits. 

OUTCOME-to-
INSIGHTS

Feedback on 
progress coming 
from development 
and services is 
provided back to 
strategic planning.

BUILDING CAPABILITY

CREATING BUSINESS VALUE IN OPERATIONS

While the operating model defines how the business value is created, the operations define the assets that make the value: people, ecosystem, technology and data. 

The following canvas can illustrate the current vs target state and internal vs external as well as priority areas for operations development.

A strategic must-win is an easy-to-understand, high-priority goal or objective crucial to an 
organisation’s overall success.  Setting clear and easy-to-understand objectives through strategic must-
wins helps ensure the organisation achieves strategic success. This makes the strategy more concrete, 
more accessible to communicate, and measurable.

The most interesting strategic must-wins in business technology require operational development and 
investment in technological solutions. These are often at the heart of the planning activities in develop-
ment collectives, and the resulting development initiatives are typically prioritised highly in the value 
stream portfolio.

Strategic must-wins

Examples: In-store 
Customer 

Experience

Point of 
Sale

Digital 
Mirror

ERP

Customer 
360

The Digital Mirror has become a 
strategic “must-win” based on the 
successful pilot project.

The Integrated Web-shop has become a strategic 
imperative due to competitive pressure, but also 
because success with the digital mirror sales process.

Online 
Customer 

Experience

Return 
shipments

ERP

Outbound 
logistics

Integrated 
Web-shop

Delivery 
tracking

How do we structure business 
technology into value streams?

What are the missions and strategic 
must-wins for the value streams?

What are the strategic planning 
topics for the strategic must-wins?

Which kind of business do we enable 
with technology?

How do we help run a sustainable 
business?

Who owns and does what in business 
technology?

How to organise capabilities and role 
identities?

What is the required operating model?

What competencies are needed?

How do we react quickly to significant 
business changes?

What are the operations?

Which partners and vendors guarantee 
our success?

What are key technologies and 
platforms?

What are costs and our cost targets?

What are strategic developments and 
trends?

What is our most valuable data?

CAPABILITYBUSINESS OPERATIONS

Three viewpoints on the Business Technology 
strategy with their key questions

SERVICE OPS

SERVICE SUPPORT

SERVICE RELEASE

SERVICE OPS

DEMAND DEVELOPMENT ROLLOUT

E2E GOVERNANCE 

SERVICE CONSUMPTION

Application maintenance and enhancements

Personal
devices

Office / site
devices

Use of

Business Apps
Collaboration Apps
Device OS & Apps

Device Security
Connectivity

Data

Personal data
Business data
Access rights

Self-help1st level2nd level3rd level

Service Desk

Cloud
infrastructure

Datacenter
infrastructure

Machine
infrastructure

Release and test automation

Data
operations

Service
operations

Service
Integration

Security
operations

ITSM

Planning of

Transformation
Business capabilities
Ideas and concepts

Use cases
Data

Approvals

Dev Requests
Change requests

Quality & change control

Business
centric

Solution
centric

User
centric

Gate-based project management Sprint-based E2E DevOps Change request-based solution management

Value stream (portfolio) management and transformation management

ENTERPRISE GOVERNANCE

SERVICE LIFECYCLE AND TECHNOLOGY MANAGEMENT

Design                 User interaction Platforms

Design               Workflow/process Platforms

Design              Data & integrations Platforms

Software
development

(custom code)

Solution
development
(low/no-code)

VALUE STREAM 
OWNER
Owns a portfolio of 
business and technology 
development from a 
specific value stream 
perspective. Implements 
the value stream mission 
using effective portfolio 
management. 

BUSINESS INFORMATION OFFICER
Orchestrates the co-creative way of 
working between business and IT. Builds 
the capability to meet business needs 
and orchestrates the management of the 
value stream.

SERVICE OWNER
Has an end-to-end 
accountability (fit for 
purpose, roadmap, quality, 
costs) for a service or a 
service area.

OPS LEAD
Accountable for continuity and delivery performance 
of service operations in their service area, such as 
application domains, standard platforms, 
infrastructure services, end-user services and 
service desk, including self-service.

DEV LEAD
Leads the development of the product, 
solution or service. Ensures that good 
practices, such as DevOps, are 
correctly executed. Has the 
responsibility for the development 
outcomes.

BUSINESS OWNER / 
PRODUCT OWNER
Owns the business 
reason and why question 
for the development and 
ensures the business 
value realisation. Sets 
priorities and makes 
crucial decisions on 
issues and topics 
escalated from the 
development. PROJECT MANAGER / SCRUM MASTER / 

SERVICE MANAGER
Steers the development and finds the 
balance between demand and development. 
Manages changes and issues, either due to 
late changes in demand or challenges in 
development.


