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 ABSTRACT   
  

  
Digital  Transforma�on  is  shaping  the  global  economy  and  it  is  dividing  companies              
between  Leaders  and  Laggers.  This  research  is  aimed  at  understanding  Business  Value  as               
the  main  driver  of  such  a  transforma�on.  Understanding  how  Business  Value  is  defined               
and  quan�fied  in  different  companies  could  be  considered  a  precondi�on  for             
understanding  why  the  spread  between  Digital  Leaders  and  Digital  Laggers  is  widening.              
The  chosen  domain  is  the  European  Manufacturing  Enterprises  because  such  industry  is              
generally  lagging  behind  when  it  comes  to  Digital  Transforma�on,  while  the  chosen              
methodological  approach  is  the  qualita�ve  one.  The  research  provides  (1)  insights             
around  the  ways  Business  Value  is  defined  on  new  Digital  Transforma�on  ini�a�ves  and               
how  it  is  quan�fied  before  and  a�er  its  deployment.  We  discovered  that  Business  value                
monitoring  and  quan�fica�ons  are  not  frequent  due  to  two  main  factors:  the  fear  of                
making  wrong  predic�ons  and  because  of  the  increasing  velocity  in  which  the  Digital               
Transforma�on   process   is   taking   place.     
The  second  research  ques�on  is  aimed  at  understanding  (2)  if  it  is  possible  to  establish  a                  
correla�on  between  the  clarity  and  agreement  over  the  defini�on  of  Business  Value              
among  the  different  stakeholders,  and  the  perceived  success  of  the  ini�a�ve.  The  answer               
was   nega�ve,   but   admi�edly,   not   defini�ve.   
While  answering  the  third  research  ques�on,  the  disserta�on  offers  insights  over  (3)  the               
perceived  role  of  IT  in  Digital  Transforma�on  projects.  The  ini�al  hypothesis,  largely              
based  on  the  Agile  literature,  that  the  IT  should  be  considered  a  Business  Value                
co-creator,  was  largely  disproved  by  the  interviewee  who  defined  IT  as  a  mere  recipient                
of   requirements   coming   from   the   business.     
The  fourth  research  ques�on  (4)  inves�gates  which  methodological  approach  should            
companies  use  to  analyze  Business  Value  and  its  delivery.  Three  methodologies  were              
inves�gated  and  an   agnos�c  approach  was  preferred  given  its  more   comprehensive             
( strategy ,   risk,  cost  efficiency,  revenue )  and   prescrip�ve   nature  (it  suggests  a  number  of               
alterna�ves   to   quan�fy   Business   Value   based   on   the   way   it   is   defined).   
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 INTRODUCTION   
  

“The   study   of   business   value   seems   obvious   at   first—a�er   all,   over   the   
course   of   our   careers,   we’ve   all   seen   which   ac�vi�es   create   value   and   which   

ones   waste   everyone’s   �me.   But   what   if   our   grasp   of   what   business   value   
really   is,   is   not   quite   right   to   start   with?”     

  
Gene   Kim,   Foreword   of    The   Art   of   Business   Value   

  
  
  
  
The  intricacies  that  surround  Business  Value  are  all  but  superficial.  At  first  glance  it                

appears  in  fact,  to  be  a  fairly  clear,  rather  unproblema�c  concept  but  the  closer  we  look                  

at   it,   the   more   it   looks   like   a   proxy.   But   a   proxy   for   what?   

Companies  do  not  innovate  for  the  sake  of  innova�ng  -  or  at  least  they  should  not  -  and                    

Digital  Transforma�on  ini�a�ves  should  be  aimed  at  the  delivery  of  Business  Value.  This               

is  why  it  is  worth  answering  the  ques�on  above  extensively  and  it  is  also  the  reason  why                  

it  was  decided  to  set  up  the  present  research:  to  understand  what  Business  Value  stands                 

for  when  it  comes  to  deciding  if  alloca�ng  a  budget  for  a  new  innova�ve  project  is                  

appropriate   or   not.   

 The  spirit  of  the  research  is  animated  by  the  suspicion  that  the  defini�on  of  what                  

Business  Value  is,  might  not  be  necessarily  clear  or  something  agreed  upon,  nor  clear  to                 

all  the  stakeholders.  The  hypothesis  that  the  research  wants  to  verify  is  to  try  to                 

understand  if  there  exists  a  correla�on  between  the  success  of  a  Digital  Transforma�on               

ini�a�ve  and  the  clarity  and  agreement  over  the  way  Business  Value  is  defined.  Also,  the                 
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research  intends  to  inves�gate  different  ways  used  to  analyze  Business  Value  and  suggest               

which  of  the  three  considered  approaches  is  be�er  suited  while  considering  the  launch               

of   a   new   Digital   ini�a�ve.     

Regarding  the  industry-specific  contextual  informa�on,  the  research  will  mainly  rely  on             

a  Deloi�e  study  (Dis�nc�ve  Traits  of  Digital  Frontrunners  in  Manufacturing)  as  it  provides               

a  substan�al  clue  relevant  to  our  research.  That  research  is  aimed  at  understanding  the                

most  salient  characteris�cs  of  Digital  Leaders  in  Manufacturing  and,  among  many,  one              

specific  finding  discovered  by  Deloi�e  sounds  par�cularly  interes�ng:  they,  in  fact,             

discovered  that  26%  of  Digital  Frontrunners  strongly  believe  in  the  business  value  of               

adop�ng  new  technologies  for  Digital  Transforma�on,  while  23%  of  Strugglers  are  not  yet               

on   board   with   the   business   value   of   new   technologies.   

What  is  understood  from  these  figures  is  that  those  who  are  considered  Digital               

Frontrunners  are  capable  of  ‘transla�ng’  technologies  into  Business  Value.  In  other             

words,  Digital  Leaders  are  capable  of  understanding  and  defining  the  business  value  of  a                

given  technology,  while  Digital  Laggers  struggle  with  this  rather  important  exercise.  Also,              

Digital  Frontrunners  were  1.5  �mes  more  confident  than  strugglers  in  delivering  strong              

financial  results  in  the  long  term  thanks  to  new  technologies,  a�es�ng  once  again  a                

strong  correla�on  between  technologies  and  the  ability  to  iden�fy  their  business  value              

among   those   companies   that   are   winning   at   the   Digital   Transforma�on   game.   

  

The  research  from  Deloi�e  also  offers  another  crucial  insight:  o�en  in  Manufacturing,              

the  business  value  of  a  Digital  Transforma�on  project  is  equal  to  the  delivery  of                
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customer-centric  value.  So  let’s  have  a  look  at  a  specific  example  so  as  to  start                 

familiarizing  with  the  core  of  the  research:  Digital  Transforma�on  projects  in             

Manufacturing:   

Airbus,  a  global  aerospace  and  defence  company,  uses  digital           
innova�on  to  enhance  value  for  its  customers.  “Skywise”,  an           
open-data  pla�orm  created  by  the  company  enables  its  customer           
to  seek  the  support  of  20,000  Airbus  engineers  throughout  the            
lifespan  of  an  aircra�.  This  pla�orm  offers  features  such  as  fleet             
analysis,  efficiency  monitoring,  and  predic�ve  maintenance  along         
with  data  analy�cs  tools  to  minimize  fuel  consump�on.  Airbus          
customer-centric  innova�on  has  resulted  in  more  than  12  airlines           
and   2,000   aircra�s   connec�ng   to   its   digital   pla�orm. 1   

  

In  this  specific  case,  the  delivery  of  business  value  goes  hand-in-hand  with  the  pursuit                

of  value  for  the  customers  which  of  course,  leads  to  higher  fideliza�on  and  repeated                

purchase.  Customer  value  is  a�er  all,  a  common  way  to  define  business  value  as  we  will                  

see  shortly  thanks  to  the  research  of  Mark  Schwartz.  He  would  argue  though,  that  the                 

pursuit  of  customer  value  in  a  company  who  chose  cost  leadership  as  the  compe��ve                

strategy,   wouldn’t   possibly   yield   much   business   value.   

  

Why  is  this  research  relevant?  Digital  Transforma�on  is  a  crucial  aspect  of  the  so-called                

Fourth  Industrial  Revolu�on  and  PwC  claims  that  by  2030,  the  adop�on  of  new               

technologies  will  contribute  as  much  as  14%  to  global  GDP,  that  is  to  say  about  $15tn  in                   

today’s  value.  It  is  clear  then,  that  understanding  the  drivers  of  Digital  Transforma�on  is                

1  Airbus   (2017)   Digital   transformation   improves   how   Airbus   works   with   customers   [online]   Available   at:   
<https://www.airbus.com/newsroom/news/en/2017/06/digital-transformation-improves-how-airbus-works-w 
ith-customers.html>   [Accessed   18   August   2021].   
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not  just  an  academic  exercise,  but  a  challenge  mo�vated  by  its  economic  impact  on  the                 

global   economy.   

Given  the  importance  of  Digital  Transforma�on,  the  aim  of  this  research  is  to  inves�gate                

its  drivers.  Following  on  the  analysis  made  by  the  subject  ma�er  expert  Mark  Schwartz  -                 

former  CIO  of  the  US  Ci�zenship  and  Immigra�on  Services  and  currently  Enterprise              

Strategist  for  Amazon  AWS  -  in  his  first  book  (The  Art  of  Business  Value,  2016),  and                  

various  academics  (Tallon,  Kraemer,  Gurbaxany,  Turner  to  cite  a  few)  I  propose  to               

inves�gate   Business   Value   as   the   main   Digital   Transforma�on   driver.     

As  every  Digital  ini�a�ve  seems  to  be  aimed  at  the  delivery  of  Business  Value,  if  we  can                   

successfully  map  out  the  different  ways  Business  Value  emerges  and  it  is  defined  in                

different  digital  ini�a�ves,  we  can  confidently  answer  the  main  ques�on  posed  by  this               

research:   “what   are   the   drivers   of   Digital   Transforma�on?”.   

More  specifically,  one  of  the  primary  aims  is  to  inves�gate  how  professionals,  especially               

on  the  business  side  of  the  organiza�ons,  define  and  quan�fy  Business  Value  while               

working   on   the   launch   of   a   new   digital   ini�a�ve.   

The  main  objec�ve  is  to  collect  data  through  interviews  and  through  a  survey  displaying                

both  Mul�ple  forced-choice  categorical  and  open-ended  ques�ons.  The  survey  and  the             

interviews  will  be  targe�ng  professionals  on  the  business  side  (marke�ng,  finance,             

engineers,  opera�on  specialists,  execu�ves)  working  in  Large  Manufacturing  Enterprises           

in  Europe.  The  research  will  also  rely  on  the  precious  contribu�ons  of  market  researchers                

and   subject   ma�er   experts.   

9   



  
  

  
The  research  will  also  test  one  of  the  assump�ons  of  the  Agile  Manifesto,  that  is  to  say,                   

the  asser�on  that  the  IT  department  is  not  just  a  passive  recipient  of  business                

requirements,  but  it  should  be  ac�vely  par�cipa�ng  in  the  co-crea�on  of  Business  Value.               

So  the  ques�on  to  answer  will  be:  “are  IT  departments  mere  execu�oners  in  today’s                

Digital   Transforma�on?   Or   are   they   increasingly   ac�ve   in   shaping   the   process   itself?”.   

The  research  will  focus  on  the  emergence  of  the  eventual  rela�onship  between  the               

clarity  and  agreement  over  the  defini�on  of  Business  Value  and  the  success  of  the                

related  digital  ini�a�ve.  The  hypothesis  to  validate  -  that  is  to  say  understanding  if  clarity                 

and  agreement  around  what  Business  Value  is  among  stakeholders  of  a  digital  ini�a�ve  is                

posi�vely  contribu�ng  to  the  success  of  the  ini�a�ve  itself  -  has  opera�onal  importance.               

This  finding  could  in  fact  lead  to  incorpora�ng  “Business  Value  defini�on  and              

clarifica�on”,  among  the  best  prac�ces  to  adopt  when  it  comes  to  deploying  a  digital                

transforma�on   ini�a�ve.   

  

The  analysis  of  Business  Value  will  also  take  into  account  contextual  informa�on  related               

to  the  development  methodology  adopted  in  order  to  deploy  the  various  Digital              

Transforma�on  ini�a�ves.  The  conceptual  framework  that  informs  the  debate  around            

the  development  methodology  is  ar�culated  through  the  opposi�on  of  the  two  main              

ones:  the  Waterfall  Model  and  the  Agile  Manifesto.  From  one  side  we  have  an  outdated                 

model  -  Waterfall  -  that  provides  a  rigid  set  of  linear  sequences  for  the  development  and                  

deployment  of  large  so�ware.  This  methodology  implies  a  client/server  dynamic,  where             
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the  business  (client)  provides  a  number  of  requirements  to  the  IT  department  (server),               

who   act   as   a   passive   recipient   and   mere   executor.     

The  Agile  Manifesto,  on  the  other  hand,  implies  a  different  and  more  collabora�ve               

“event-driven”  dynamic.  The  IT  department  is  in  fact  viewed  as  an  ac�ve  co-creator  of                

Business  Value:  the  IT  department  deploys  the  ini�al  project  on  a  smaller  scale  and  it                 

con�nuously  asks  for  feedback  from  the  business  to  improve  it  and  adjust  it  -  so  as  to                   

align  on  changing  requirements  -  while  reac�ng  fast  to  relevant  events  happening  during               

the  process.  There  is  agreement  on  the  fact  that  agility  has  to  be  embraced  to  stay                  

relevant  in  a  hyper-compe��ve  and  fast-paced  technological  environment,  but  if  we             

want  to  inves�gate  the  drivers  of  Digital  Transforma�on,  it  is  worth  inves�ga�ng  also  in                

which  measure  the  IT  department  is  par�cipa�ng  in  the  Business  Value  co-crea�on.  Also,               

it  will  be  interes�ng  to  analyse  the  eventual  emergency  of  correla�ons  between  the               

adopted  methodology  and,  again,  the  clarity  and  agreement  over  the  way  Business  Value               

is   defined.   

  

Why  did  we  focus  on  Mark  Schwartz’s  research?  The  gap  in  knowledge  highlighted  by                

Schwarz  is  quite  significant:  it  looks  like  there  is  not  much  agreement  around  what  is                 

Business  Value.  Either  among  academic  and  corporate  professionals  everyone  agrees  on             

the  fact  that  decisions  related  to  the  launch  of  new  digital  ini�a�ves  should  be  taken                 

according  to  the  crea�on  of  Business  Value,  but  it  seems  that  different  people  consider  it                 

in   different   ways.   Some   describe   it   as   customer   value,   others   as   user   value,   ROI   or   NPV.     
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With  this  research,  we  want  to  inves�gate  how  different  professionals  describe  it  and               

also  understand  if  Business  Value  is  clearly  defined  while  describing  the  scope  of  new                

projects.   

  

We  will  inves�gate  the  Manufacturing  Industry,  because  -  as  Deloi�e  points  out              

(Dis�nc�ve  Traits  of  Digital  Frontrunners  in  Manufacturing)  -  this  industry  is  lagging              

behind  when  it  comes  to  Digital  Transforma�on,  hence  understanding  the  dynamics  that              

revolve  around  Business  Value  might  be  revealing  and  impac�ul.  As  stated  in  the               

Deloi�e   study:   

The  Fourth  Industrial  Revolu�on  was  born  in  the  factory,           
marrying  computer-programmed  automa�on  with  digital       
technologies  such  as  analy�cs,  ar�ficial  intelligence  (AI),  and  the           
Internet  of  Things  (IoT)  on  the  produc�on  line.  Since  its  incep�on,             
Industry  4.0  has  spread  beyond  the  factory  walls  to  encompass  a             
broader  digital  transforma�on  that  spans  processes,  func�ons,         
and  industries.  This  technology-driven  transforma�on  could        
change  the  way  many  organiza�ons  make  sense  of  informa�on           
and  act  upon  it  to  make  decisions  that  could  impact  opera�ons,             
deliver   great   customer   value,   and   improve   performance.     

  
Many  industrial  companies  find  themselves  in  a  unique  posi�on           

regarding  the  Fourth  Industrial  Revolu�on.  Despite  their  early  lead           
implemen�ng  automa�on  and  computer  programming  in  the         
factory  and  using  technology  to  automate  por�ons  of  supply           
chains,  many  manufacturers  seem  to  be  falling  behind  in  adop�ng            
broader  digital  transforma�on  ini�a�ves  that  span  the  en�re          
enterprise.  In  an  era  where  “disrupt  or  be  disrupted”  is  fairly             
pervasive,  limi�ng  the  digital  strategy  horizon  to  a  few  years  and             
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failing  to  advance  along  the  digital  maturity  can  increase  the            
poten�al   for   being   le�   behind 2 .   

  

We  will  be  focusing  on  the  European  markets  because  it  is  more  accessible  for  me                 

thanks  to  my  professional  network.  It  is  relevant  to  point  out  that  the  target  domain,                 

although  quite  wide  (all  manufacturing  enterprises  based  in  all  European  countries  will              

be   included   in   the   research)   is   considered   homogeneous.   

  

2  Wellener,   P.,   Manolian,   H.,   Laaper,   S.   (2018)   Distinctive   traits   of   digital   frontrunners   in   manufacturing   -   
Deloitte    [Online].   Available   at:   
<https://www2.deloitte.com/content/dam/insights/us/articles/4625_Distinctive-Traits-of-Digital-Frontrunner 
s/4625_Distinctive-Traits-of-Digital-Frontrunners.pdf>   
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__________________________   

  

Summary   

Here   is   a   recap   of   the   four   research   ques�ons   analyzed   in   the   disserta�on:   

  

1. How  is  Business  Value  defined  and  quan�fied  while  working  on  the  launch  of  a                
new   digital   transforma�on   ini�a�ve?   

  
2. Is  it  possible  to  establish  a  correla�on  between  the  clarity  and  agreement  around               

the  defini�on  of  Business  Value  among  the  different  stakeholders  and  its             
perceived   successful   delivery   in   a   Digital   Transforma�on   project?   

  
3. Are  IT  departments  mere  execu�oners  in  today’s  Digital  Transforma�on?  Or  are             

they   increasingly   ac�ve   in   shaping   the   transforma�on   itself?   
  

4. What  sort  of  approach  should  we  adopt  while  inves�ga�ng  the  Business  Value              
and   its   delivery?   
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 1. LITERATURE   REVIEW   

  
  

 1.1   -   Business   Value   

Much  has  been  said  about  Business  Value  both  in  Academia  and  Business  and  for  the                 

sake  of  this  research,  we  will  mostly  rely  on  the  ideas  of  Mark  Schwartz   3 ,  the  research  of                    

Tallon,   Kraemer,   Gurbaxany    4    and   the   methodology   designed   by   Rodney   Turner    5 .   

Mark  Schwartz  is  a  former  CIO  of  the  US  Ci�zenship  and  Immigra�on  Services  and                

currently  Enterprise  Strategist  for  Amazon  AWS  and  with  the  choice  of  considering  him               

first,  we  wish  to  signal  the  importance  of  subject  ma�er  experts  and  thought  leaders,                

besides  academic  professionals.  The  reason  is  quite  simple,  Business  Value,  although  is  a               

term  used  in  research,  it  seems  to  lack  the  stringent  meaning  that  is  to  be  expected  in                   

scien�fic  literature.  Quite  the  contrary,  it  is  used  in  a  variety  of  different  ways  and                 

Schwartz  recognized  this  ambiguity  immediately.  It  sounds  reasonable  then  to  direct  our              

analysis  towards  a  more  prac�cal  horizon  than  to  rely  on  a  more  academic  conceptual                

framework.  Addi�onally,  my  personal  interest  lies  more  on  the  prac�cal  side  than  on  the                

academic  one,  as  I  care  more  to  understand  how  business  and  IT  leaders  define  Business                 

Value   than   to   delve   deeper   into   the   related   scien�fic   literature.   

  

3  Schwartz,   M.,   (2016)   The   Art   Of   Business   Value.   1st   ed.   Portland:   IT   Revolution   Press   
4  Tallon,   P.,   Kraemer,   K.,   Gurbaxani,   V.,   (2000).   Executives'   Perceptions   of   the   Business   Value   of   
Information   Technology:   A   Process-Oriented   Approach.   Journal   of   Management   Information   Systems   
/Spring,   Vol.   16   
5Turner,   R.   (2016)   Gower   handbook   of   project   management.   Aldershot:   Rutledge.   
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Let’s  go  back  to  the  ambiguity  around  Business  Value  Schwartz  immediately  outlines.              

Based  on  his  varied  professional  experiences  (as  a  CIO  in  a  Public  Administra�on               

organisa�on,  in  a  mission-driven  company  and  in  a  start-up  during  the  dot-com  bubble               

era),  Schwartz  notes  that  on  one  hand  the  no�on  of  value  is  not  absolute  or  necessary                  

but  it  is  dependant  on  the  context,  on  the  other  hand  though,  as  a  CIO  and  in  par�cular  a                     

CIO  adhering  to  the  Agile  prac�ce,  he  needed  to  care  about  it  and  ac�vely  contribute  to                  

its   crea�on   and   not   simply   make   sure   a   set   of   requirements   were   developed:   

  

“In  the  classic  literature  of  Agile  so�ware  development,  teams           
produce  business  value.  In  the  Scrum  model,  there’s  someone           
called  a  product  owner  who  figures  out  what  is  valuable  by             
applying  some  ROI  standard;  there  are  customers  wai�ng  to  be            
pleased;  self-organizing  teams  stand  ready  to  shear  away.  “Here’s           
what  I  realized:  the  strange  no�ons  of  value  expressed  by  each  of              
these  organiza�ons  actually  made  sense  in  their  contexts.  The  odd            
behaviours  of  the  government  agency,  the  closely  held  company,           
and  the  startups  compe�ng  for  venture  funding  were  en�rely           
ra�onal  and  appropriate  to  their  circumstances.  Ac�vi�es  that          
seemed  wasteful  were  not  always  so;  priori�es  flowed  from  what            
was  really  important,  not  from  some  universal  standard.  The           
meaning  of  business  value—not  just  the  features  that  would           
realize   it—was   different   from   organiza�on   to   organiza�on.   

What  if—humour  me  for  a  moment—some  of  that  waste  that           
the  government  injects  into  its  processes  actually  adds  a  kind  of             
business  value?  What  if  the  business  value  in  the  startup            
community  means  raising  capital  at  higher  and  higher  pre-money           
valua�ons,  and  genera�ng  profits  is  only  a  distant  second  as  a             
business   goal?    6   

  
  

6  Schwartz   2016,   p.   20   
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So,  the  need  for  understanding  the  no�on  of  Business  Value  was  not  due  to  the                 

personal  intellectual  disposi�on  of  the  author,  but  was  actually  part  of  his  job               

descrip�on.  Within  the  domain  of  Agile  prac�ce,  the  choice  about  adop�ng  and              

developing  even  a  single  feature  within  a  complex  enterprise  so�ware  landscape,  should              

be   in   fact   evaluated   based   on   its   ability   to   create   Business   Value.   

  

 1.2   -   Agility   and   Business   Value   

Back  to  the  ambiguity  of  Business  Value,  it  is  �me  to  delve  deeper  into  it,  this  �me  in                    

rela�on  to  the  so�ware  development  methodology.  The  Agile  Manifesto  -  a  document              

edited  by  a  collec�ve  of  developers  �red  of  the  status  quo  around  the  development                

prac�ces  -  states  that   “Our  highest  priority  is  to  sa�sfy  the  customer  through  early  and                 

con�nuous   delivery   of   valuable   so�ware”    (first   principle   out   of   twelve).     

Other  signers  of  the  Manifesto,  later  went  ahead  crea�ng  new  methodologies  that              

were   all   united   by   the   centrality   of   the   idea   of   Business   Value:   

  

● Ken  Schwaber,  (co-creator  of  the  Scrum  framework  for  Agile  development  and  a              

signer  of  the  Manifesto),  talks  about  the  necessary   “insistence  on  delivering             

complete   increments   of   business   value.” 7   

7  Schwaber,   K.   (2004)   Agile   Project   Management   with   Scrum.   Redmond:   Microsoft   Press.   
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● Kent  Beck 8  (creator  of  Extreme  Programming  (XP)),  pushes  the  concept  a  step              

further  by  saying  that  the  XP  team  should  only  do  things  that   add  value  to  the                  

business.   

● Jim  Highsmith  (another  signer  of  the  Agile  Manifesto)  stated  two  equally             

compelling  claims:   “Agile  projects  are  not  controlled  by  conformance  to  plan  but              

by  conformance  to  business  value” ,  and   “In  the  final  analysis,  the  cri�cal  success               

factor  for  any  method—Agile  or  otherwise—remains  whether  or  not  it  helps             

deliver   customer   value.” 9   

  

It  is  worth  men�oning  two  things  now:  if  it  is  true  that  all  these  methodologies  insist  on                   

the  centrality  of  Business  Value,  it  is  also  true  that  none  of  those  approaches  clarifies                 

what  Business  Value  actually  is  and  they  just  state  that  it  should  be  defined  by  the                  

business.  In  this  way,  we  are  completely  lost  for  words  when  it  comes  to  inferring  any                  

meaningful  statement  about  the  substance  of  Business  Value.  The  second  thing  worth             

men�oning  is  that,  par�cularly  with  Highsmith,  the  use  of   Business  Value   and  Customer               

Value    seems   to   be   interchangeable.   But   is   this   a   fair   assessment?     

In  2011,  while  celebra�ng  ten  years  since  the  dra�ing  of  the  Agile  Manifesto,  Philippe                

Krutchen 10  couldn’t  help  but  no�ce  that  “[business  value]  is  men�oned  everywhere,  but              

not  clearly  defined,  or  pushed  onto  others  to  resolve.”  Business  Value  though,  is  an                

8  Beck,   K.   (2004)   Extreme   Programming   Explained:   Embrace   Change.   Boston:   Addison-Wesley   
Professional.   
9Highsmith,   J.,   Luu,   L.,   Robinson,   D.   (2019)   EDGE:   Value-Driven   Digital   Transformation.   Boston:   
Addison-Wesley   Professional.   Addison-Wesley   Professional,   Boston   
10  Kruchten,   F.   (February   13,   2011)   The   Elephant   in   the   Agile   Room.   Kruchten   [online]   Available   at:   
https://philippe.kruchten.com/2011/02/13/the-elephants-in-the-agile-room/   
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u�erly  important  construct  that  establishes  a  hierarchy  of  values,  every  theory  or             

methodology  that  revolves  around  it  and  it  fails  to  define  it,  cannot  be  considered  whole                 

but   fragmented   and   flawed.   

  

 1.3   -   Defini�ons   of   Business   Value   

Following  Mark  Schwartz,  we  now  focus  on  the  different  ways  Business  Value  is  defined.                

We  will  also  add  some  addi�onal  considera�ons  from  Carl  Speshock  to  expand  our               

research   and   include   a   defini�on   of   Business   value   specifically   related   to   green   ini�a�ves.   

  

● Business  Value  as  Customer  Value.  We  saw  earlier  Highsmith  using  the  two  terms               

interchangeably  and  in  some  cases,  of  course,  it  is  fair  to  consider  the  customer                

and  the  business  value  as  the  same  thing.  There  are  surely  cases  though,  in  which                 

the  customer  might  value  a  specific  feature  highly,  although  the  business  might              

not  be  keen  to  deliver  it  for  a  ma�er  of  costs,  maintainability  or  even  reasons                 

related  to  the  adherence  to  a  certain  brand  posi�oning.  As  Schwartz  notes,  a  case                

could  be  made  where  a  company  needs  to  get  rid  of  unprofitable  customers  and                

a�empt  to  do  so  by  removing  certain  features  that  are  liked  by  that  specific                

customer  segment:  in  that  case,  the  delivery  of  business  value  is  equal  to  the                

destruc�on   of   customer   value.   

● Business  Value  as  User  Value.  Some�mes  Business  Value  is  iden�fied  with  the              

value  for  the  user  and  this  could  again  represent  a  fair  assessment  but  not                

necessarily  at  all  �mes.  If  we  consider  the  need  for  a  tool  that  allows  for  instance                  

business  users  to  access  enterprise  data  in  a  self-served  way,  limi�ng  the  lead               

�me  and  without  was�ng  tens  of  hours  of  the  IT  department’s  �me,  this  case               

would  surely  represent  a  case  where  user  value  and  business  value  are  strongly               
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aligned.  There  are  other  cases  though,  where  the  automa�on  requests  that  are              

typically  coming  from  the  users  in  order  to  streamline  processes,  comes  with  side               

effects  (tough  maintenance,  locking  in  processes  that  are  likely  to  change)  that              

clarify   the   distance   between    user   value    and    business   value .   

● Business  Value  as  ROI.   The  Agile  literature  o�en  refers  to  the  Business  Value  as                

the  Return  on  Investment,  which  is  quite  a  reassuring  way  to  define,  measure  and                

control  the  delivery  of  such  an  elusive  measure.  Nonetheless,  Schwartz  argues             

that  even  such  an  apparently  unproblema�c  and  clear  term  is  slightly  misleading              

and  not  unique.  First  of  all,  he  argues  that  in  the  Agile  literature,  Business  Value  is                  

iden�fied  either  with  the   ROI  or  with  the  need  of   maximising  ROI .  But  which  of                 

the  two  is  correct?  It  is  clear  that  the  two  expressions  are  not  equal  at  all.                  

Secondly,  he  argues  that  the  same  concept  of  ROI  is  quite  vaguely  defined  in  the                 

classic  financial  literature,  despite  the  fact  that  there  is  even  a  clear  and  simple                

mathema�cal  formula  to  describe  it.  Although  everyone  agrees  that  ROI  is             

calculated  by  dividing  the  return  from  an  investment  by  its  costs  -  so  it  follows  his                  

line  of  reasoning  -  it  is  rather  unclear  what  return  really  means.  ROI  is  usually                 

defined  as  profit  or  being  more  specific,   projected  profit  divided  by   projected              

costs.  Schwartz  then  goes  on  iden�fying  3  lines  of  problems:  1)  the  profit  does                

not  consider  cash  flows  from  sales  and  costs,  2)  with  ROI  we  are  not  factoring  in                  

the  risk  involved  in  cost  and  profit  projec�ons  (using  confidence  ranges  rather              

than  point  es�mates,  for  example,  or  by  reducing  projected  profits  by  a  “risk               

factor”);  3)  ROI  is  an  accoun�ng  tool  and  it  is  not  a  formula  created  for                 

managerial  decision-making.  Profit  is  adjusted  using  the   accrual   method  and  is             

affected  by  deprecia�on,  all  factors  that  do  not  say  anything  about  the  underlying               

economics  nor  do  they  say  anything  valuable  about  the  fact  that  a  given               

investment   is   good   or   else.     

● Business  Value  as  Net  Present  Value  (NPV).  Schwartz  then  hints  at  the  fact  that,                

compared  to  ROI,  NPV  looks  like  a  more  refined  way  to  calculate  if  an  ini�a�ve                 
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could  represent  a  sound  investment  or  else.  Amy  Gallo  from  Harvard  Business              

Review  defines  it  as  follows:   “Net  present  value  is  the  present  value  of  the  cash                 

flows  at  the  required  rate  of  return  of  your  project  compared  to  your  ini�al                

investment” 11 .  Subsequently  though,  he  argues  again  even  NPV  does  not  coincide             

with  the  elusive  concept  of  Business  Value  as  it  falls  short  to  have  meaning  for  a                  

huge  number  of  companies  -  privately  held  ones  -  as  maximising  profits  is  not  a                 

necessity   at   all   �mes.   

● Business  Value  as  Mission  accomplishment.  Schwartz  here  provides  the  example            

of  a  privately  held  company  in  which  a  specific  division  is  losing  money.  Despite                

the  advice  made  by  the  execu�ves  about  dives�ng  that  division  so  as  to  make  the                 

company  more  profitable,  the  owners  viewed  strategic  value  in  keeping  the             

unprofitable  division  running.  Ul�mately,  in  the  case  of  privately  held  companies,             

the  business  value  could  be  represented  by  whatever  the  owners  want  it  to  be                

and  not  ROI,  nor  NPV  could  be  viewed  as  an  appropriate  measure  for  Business                

Value.   

● Business  Value  as  alignment  to  eco-friendly  prac�ce .  Although  Schwartz  does  not             

openly  recognize  this  category,  we  believe  more  and  more  we  will  see  green               

ini�a�ves  to  be  very  valuable  for  the  business,  hence  we  wish  to  include  this                

category  in  our  research.  Speshock  in  his  2013  book 12  notes  how  more  and  more                

global  poli�cal  leaders  are  ge�ng  increasingly  involved  in  sustainability-related           

projects  and  are  increasing  environmental  regulatory  pressure  due  to  global            

warmings.  This  will  cause  Customer-oriented  digital  ini�a�ves  to  be  paired  with             

eco-friendly  ones,  so  it  is  worth  trying  to  assess  if  this  trend  is  already  evident                 

among   large   European   Manufacturers.     

  

11  Gallo,   A.   (November   19,   2014)   A   Refresher   on   Net   Present   Value.   Harvard   Business   Review   [online]   
Available   at:   https://hbr.org/2014/11/a-refresher-on-net-present-value   
12  Speshock,   C.   (   2013)   Empowering   green   initiatives   with   it.   Hoboken,   N.J.:   Wiley   
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A�er  reviewing  a  number  of  possible  interpreta�ons  of  Business  Value  without  leaning              

towards  any  specific  preference,  Schwartz  brings  to  the  scene  Michael  Porter  -  the               

famous  Harvard  Business  School  Professor  -  to  explain  further  an  important  correla�on.              

While  speaking  about  compe��ve  strategies,  Porter  says  that  there  are  only  three  a               

business  can  adopt:   cost  leadership,  differen�a�on,  and  focus .   Cost  leadership  is  the              

strategy  of  choice  for  those  companies  aiming  at  becoming  the  least  expensive  in  a  given                 

market  segment.   Differen�a�on  is  the  choice  for  those  businesses  who  wish  to  offer  a                

unique  product  or  service  across  the  industry.   Focus  is  the  strategy  adopted  by  those                

who  decide  to  target  a  specific  and  narrow  segment  of  the  market  in  order  to  serve  it                   

be�er   than   any   other   company.     

  

Finally,   a   crucial   conclusion   made   by   Schwartz:   

  

“[...]  we  should  be  valuing  the  investment  based  on  its            
contribu�on  to  strategy,  not  just  on  an  income  projec�on.  [...]            
What  is  going  on,  I  think,  is  that  each  business  has  a  different  way                
of  understanding  business  value  depending  on  its  strategies,          
compe��ve  situa�on,  capabili�es,  mission,  and  people.  Ul�mately,         
if  the  business  happens  to  be  a  public  corpora�on,  this            
interpreta�on  of  business  value  is  meant  to  drive  increases  in            
shareholder  value,  but  that  is  an  empty  goal  un�l  the  organiza�on             
translates   it   into   specific   strategies   and   values”    13   

  
  
  

13  Schwartz   2016,   p.   90   
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The  Business  Value  seems  to  be  a  func�on  of  the  compe��ve  strategy  adopted,  but                

also  of  its  iden�ty:  the  more  an  ini�a�ve  is  aligned  to  the  company  strategy  and  iden�ty,                  

the  more  it  will  be  able  to  deliver  Business  Value.  Delivering  Business  Value  does  not                 

mean  just  deploying  ini�a�ves  able  to  deliver  economic  results  (ROI,  NVP,  etc.),  but               

delivering  those  ini�a�ves  that  are  strictly  aligned  with  the  adopted  compe��ve  strategy,              

with  the  iden�ty  and  values  of  a  company.  Business  Value  -  effec�vely  argues  Schwartz  -                 

is  a  construct  that  helps  organize  an  internal  hierarchy  of  values,  hence  it  helps                

companies  to  priori�ze  ini�a�ves  to  deploy.  Mark  Schwartz  hints  on  the  fact  that               

priori�es  aren’t  merely  of  economic  nature,  but  they  should  be  intertwined  with  the               

company   strategy   and   iden�ty.   

  

We  wish  to  focus  now  on  the  Academic  discussion  around  Business  Value  and  its                

historical  dimension.  Although  the  a�empts  made  to  quan�fy  the  Business  Value  of  IT               

have  always  been  there,  the  dedicated  literature  suggests  that  this  exercise  never              

generated  a  single  shared  methodology.  We  wish,  in  par�cular,  to  dedicate  a�en�ve              

scru�ny  to  a  research  published  in  2000  by  Paul  P.  Tallon,  Kenneth  L.  Kraemer  and  Vijay                  

Gurbaxani:  the  Execu�ves'  Percep�ons  of  the  Business  Value  of  Informa�on  Technology:             

A  Process-Oriented  Approach 14 .  The  first  clue  we  should  focus  on,  even  before  analysing               

the  content,  is  the  chosen  methodology  itself.  The  authors  in  fact  decided  to  measure                

14  P.   Tallon,   K.   Kraemer,   V.   Gurbaxani   (2000).   Executives'   Perceptions   of   the   Business   Value   of   Information   
Technology:   A   Process-Oriented   Approach.   Journal   ofManagement   Information   Systems   /Spring,   Vol.   16,   
No.4,   pp.   145-173   
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Execu�ve’s   “percep�on  of  value  delivery”   as  a  proxy  for   “value  delivery”.  But  let’s  have  a                 

closer   look   at   the   reason   for   this   choice:   

  
“In  the  absence  of  objec�ve  data  on  IT  payoffs,  execu�ves'            

percep�ons  can  at  least  help  to  pinpoint  areas  within  the            
corpora�on   where   IT   is   crea�ng   value” 15 .   

  

The  paper  starts  indeed  with  a  strong  and  outspoken  view  on  the  topic:  there  is  no                  

objec�ve  data  on  IT  payoff.  As  per  Schwartz,  we  stand  also  in  this  case,  on  a  strongly                   

subjec�ve   terrain.     

While  proceeding  with  the  reading  though,  we  find  another  substan�al  analogy  with              

Schwartz.  Also  the  authors  of  this  paper  establish  a  rela�on  between  business  value  and                

the  business  strategy  and  in  doing  so,  they  also  resort  to  Michael  Porter 16  so  as  to  jus�fy                   

this   connec�on.   

  
  

“[...]  Porter's  dis�nc�on  between  opera�onal  effec�veness  (efficiency         
and  effec�veness)  and  strategic  posi�oning  (reach  and  structure)  can  be            
translated  directly  into  corresponding  goals  for  IT.  For  example,  efficiency            
is  achieved  by  using  IT  to  reduce  opera�ng  costs  or  to  improve              
produc�vity,  while  effec�veness  comes  from  using  IT  to  foster  greater            
flexibility  and  responsiveness  to  changing  market  needs.  Finally,  reach           
involves  using  IT  to  extend  geographic  reach  or  customer  access,  while             
structure   involves   using   IT   to   change   industry   or   market   prac�ces”. 17   

  
  

15  P.   Tallon,   K.   Kraemer,   V.   Gurbaxani   (2000).   p.   148   
16  Porter,   M.   (1996)   What   is   strategy?   Harvard   Business   Review   [online]   Available   at:   
<https://hbr.org/1996/11/what-is-strategy>   
17  Tallon,   P.,   Kraemer,   K.,   Gurbaxani,   V.   (2000).   p.   151   
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Realizing  the  goals  of  IT  means  realizing  Business  Value,  it  is  quite  remarkable  how  the                 

different  authors,  while  separated  by  almost  a  couple  of  decades,  all  resort  to  Porter  for                 

establishing  an  objec�ve  rela�on  (Business  Value  and  company  strategy)  in  an  otherwise              

very   subjec�ve   ma�er.     

Here  is  the  argument  ar�culated  in  the  paper.  Companies  tend  to  either  direct  their                

strategy  toward  opera�onal  effec�veness  or  to  a  strategic  posi�oning  and  -  as  we  saw  in                 

the  above  cita�on  -  IT  goals  can  be  directly  translated  into  those  two  strategies.  Now,  if                  

the  IT  goals  are  aligned  to  one  of  the  two  business  strategies,  the  percep�on  of  the                  

Business  Value  realiza�on  of  IT,  increases  among  Execu�ves.  If  the  IT  strategy  is               

unfocused,  the  execu�ves  perceive  IT  as  a  burden,  because  they  are  unable  to  really                

contribute   to   the   Business   Value   crea�on.   

Going  back  to  the  quote  we  referenced  at  the  beginning  of  the  analysis  of  the  paper  -                   

“ In  the  absence  of  objec�ve  data  on  IT  payoffs,  execu�ves'  percep�ons  can  at  least  help                 

to  pinpoint  areas  within  the  corpora�on  where  IT  is  crea�ng  value”  -   it  is  now  worth                  

asking:   is   it   worth   at   all   trying   to   quan�fy   Business   Value?     

  

Tallon,  Kraemer  and  Gurbaxani  firstly  hypothesized  that  such  exercise  is  valuable,  then              

verified  the  hypothesis  with  their  research.  Being  more  specific  they  verified  that  the               

following   hypothesis   were   supported   by   the   gathered   evidence:   

1. Firms  with  more  focused  goals  for  IT  will  make  greater  use  of  IT               
investment   evalua�on.   
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2. Firms  that  make  greater  use  of  IT  evalua�on  techniques  will  achieve             

higher   levels   of   strategic   alignment.   

3. Use  of  post  implementa�on  techniques  yields  higher  perceived  levels  of            
IT   business   value   than   pre   implementa�on   techniques   alone.   

  
  

Following  these  verified  remarks,  firms  with  an  unfocused  IT  strategy,  will  refrain  from               

measuring  the  delivery  of  Business  Value  and  will  consequently  have  an  even  lower               

percep�on  of  Business  Value  realiza�on.  Interes�ng  to  no�ce  also  (point  3)  how  post               

implementa�on   reviews   can   help   increase   the   perceived   level   of   IT   Business   Value.   

  

The  third  approach,  to  Business  Value  defini�on  and  quan�fica�on,  comes  from  Rodney              

Turner,  an  Academic  involved  in  the  research  of  Project  Management.  He  brings  to  the                

table   a   highly   pragma�c   approach   we   could   quickly   summarize   as   follow:   

  

● Business  Value  could  be  either  defined  in  rela�on  to   strategy,  risk,  cost  efficiency,               
revenue.   

● Many   quan�fica�on   measures   are   available   depending   on   the   adopted   defini�on.   
  

  

 1.4   -   Digital   Transforma�on   

Finally  a  few  considera�ons  about  the  concept  of  Digital  Transforma�on  as  it  is  very                

much  the  background  of  our  business  value  based  research.  First  of  all,  it  is  worth                 
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men�oning  Orji’s  interpreta�on  of  Llewellyn’s  take  on  the  fundamental  ques�on  about             

Digital   Transforma�on.   

“What   Is   Digital   Business   Transforma�on?   
Digital  business  transforma�on  means  many  things  to  many          

people  depending  on  their  point  of  reference  in  the  enterprise.            
Rob  Llewellyn  (2018) 18  argued  that  digital  transforma�on  is  not           
about  digi�zing  old  ways  of  working.  Instead,  it  is  transforming  the             
business  to  align  with  the  digital  economy.  Llewellyn  differen�ated           
between  what  is  digital  transforma�on  and  what  could  be           
described  as  technological  change.  He  asserted  that  while  "change           
fixes  the  past,  transforma�on  creates  a  new  future  without  the            
constraints  of  the  past."  For  this  school  of  thought,           
“transforma�on”  is  the  opera�onal  word  in  digital  business          
transforma�on”. 19   

  
  

It  is  very  important  to  note  that  Digital  Transforma�on  is  not  just  about  technology,  but                 

it  deals  with  strategy.  Somewhat  similarly  with  Schwartz’s  conclusions  in  the  previous              

paragraph,  we  can  infer  that  as  Business  Value  is  not  only  about  economic  performance                

but  also  about  compe�ng  strategy  and  company  iden�ty,  so  Digital  transforma�on  is  not               

only   about   technology   but   also   about   -   to   be   duly   noted   -   strategy   and   company   iden�ty.   

  

18  Llewellyn,   R.   (2016)   Phantom   Ex   Machina.   How   Digital   Democratized   Consulting.   Phantom   Ex   Machina   
pp   251-262.   New   York:   Springer.   
19  Orji,   C.   (Spring   2019)   Digital   business   transformation:   towards   an   integrated   capability   framework   for   
digitization   and   business   value   generation,   Journal   of   Global   Business   and   Technology,   Volume   15,   Number   
1.   
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__________________________   

  

Summary   

● Introduc�on   to   the   subject   ( authors:    Mark   Schwartz)   

● The  Business  Value  in  the  Agile  Literature  ( authors:   Ken  Schwaber,  Kent  Beck,  Jim               

Highsmith,   Philippe   Krutchen)   

● Business  Value  possible  defini�ons  ( authors:  Mark  Schwartz,  Carl  Speshock,  Paul            

Tallon,   Kenneth   Kraemer,   Vijay   Gurbaxani)   

● Digital   Transforma�on   Vs   Digital   change   ( authors:    Chiene   Orji,   Rob   Llewellyn)   
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 2.   METHODOLOGY  
  

  

In  this  chapter,  we  will  clarify  the  chosen  research  design  and  we  will  explain  the                 

reasons   why   we   opted   for   a   certain   methodology   instead   of   another.     

  

 2.1   -   PHILOSOPHICAL   CONSIDERATIONS   

Epistemological   assump�on   

The  first  and  most  important  considera�on  we  made  about  Business  Value  was  related               

to  its  elusive  nature.  Is  there  a  clear  vision  of  what  Business  Value  is,  an  interpreta�on                  

agreed  upon  by  most?  The  answer  was  surely  nega�ve,  so  we  can  infer  now  -  within  a                   

methodology  related  context  -  that  Business  Value  is  not  a  phenomenon  we  should               

inves�gate  in  the  same  way  we  research  physical  en��es  in  the  natural  world,  and  the                 

reasons   for   this   approach   are   mul�ple.   

First  of  all,  the  ini�al  assump�on  adopted  was  that  Business  Value  is  defined  in  many                 

different  ways  by  different  authors  and,  more  importantly,  it  is  viewed  very  differently  by                

stakeholders  in  different  companies.  Although  everyone  agrees  on  the  crucial  importance             

of  Business  Value  when  it  comes  to  launching  a  new  project,  its  defini�on  is  not                 

necessarily   explicitly   shared   among   all   the   stakeholders.   
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Secondly,  we  argued  that  Business  Value  is  o�en  considered  a  proxy  for  something  else                

(customer  value,  user  value,  ROI,  NPV),  and  we  allowed  that  it  is  surely  possible  to                 

measure   it   in   different   ways   depending   on   the   way   we   wish   to   define   it.     

Thirdly  we  refer  to  it  also  as  the  “value  of  values”,  the  single  most  important  principle                  

used  by  organiza�ons  to  determine  the  strategy  or,  be�er,  to  determine  what  should  be                

considered   strategic.   

In  conclusion,  it  seems  that  Business  Value  cannot  be  considered  frui�ully  based  only               

on   ontological  assump�ons.  We  can  in  fact  hardly  infer  anything  directly  about  its  nature                

and  we  will  be�er  refer  to  the  knowledge  expressed  by  stakeholders  about  it.  It  seems  to                  

be  more  appropriate  to  consider   Epistemological  assump�ons  instead  of   Ontological            

ones .  We  will  in  fact  avoid  trying  to  answer  the  most  fundamental  ques�on  -   what  is                  

Business  Value?  -  instead,  we  will  consider  what  sort  of  knowledge  we  can  gather  around                 

the  subject  and  we  will  record  how  it  is  defined  in  different  ini�a�ves.  As  stated  by                  

Saunders   in   his   important   opera   about   research   methodologies:   

  

“The  mul�disciplinary  context  of  business  and  management         
means  that  different  types  of  knowledge  –  ranging  from  numerical            
data  to  textual  and  visual  data,  from  facts  to  opinions,  and             
including  narra�ves  and  stories  –  can  all  be  considered  legi�mate.            
Consequently,  different  business  and  management  researchers        
adopt   epistemological   assump�ons   in   their   research” 20 .   

  
  

  

20  Saunders,   M.,   Lewis,   P.,   Thorhill,   A.   (2019)   Research   Method   for   Business   Students.   London:   Pitman   
Publishing.   
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A   subjec�vist   perspec�ve   

The  adopted  perspec�ve  will  be  a  subjec�vist  one:  the  social  reality  of  Business  Value  in                 

fact  emerges  from  the  percep�ons  and  consequent  ac�ons  of  the  social  actors              

(stakeholders)  involved.  Being  more  specific,  we  will  adopt  a  perspec�ve  called   social              

construc�onism .   Quo�ng   Saunders   again,   we   can   define   such   a   perspec�ve   as   follows:   

“This  [perspec�ve]  puts  forward  that  reality  is  constructed          
through  social  interac�on  in  which  social  actors  create  par�ally           
shared  meanings  and  reali�es,  in  other  words  reality  is  constructed            
intersubjec�vely.   

  
  

Business  Value  -  as  most  social  constructs  or  phenomena  -  is  surely  a  reality  emerging                 

thanks  to  the  interac�on  of  different  subjects  involved  (stakeholders),  it  has  to  be               

defined  based  on  characteris�cs  that  are  subjec�ve  to  a  given  company.  Only  at  that                

point,   it   will   be   possible   to   objec�vely   measure   it.   

For  these  reasons,  the   interpre�vist  paradigm  appears  to  be  the  most  suitable  way  to               

interpret  the  knowledge  we  will  be  gathering  along  with  the  subject  around  Business               

Value.   Our   aim   is   in   fact   to   discover   mul�ple   subjec�vi�es.   

Another  set  of  alterna�ve  points  of  view  to  choose  from  is  represented  by  the                

regula�on   and  radical  change  perspec�ves .  Saunders  clarifies  that  within  the  studies  of              

socie�es  and  human  behaviour,  researchers  either  tend  to  make  sugges�ons  about  how              

organisa�onal  affairs  may  be  improved,  within  the  framework  of  how  things  are  currently               

done;  or  they  make  sugges�ons  on  how  to  radically  change  the  status  quo.  In  this                 

research,  we  will  surely  adopt  a  moderate  perspec�ve  -  the   regula�on  one  -  as  we  will                  
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very  humbly  gather  informa�on  and  try  to  find  out  if  any  generaliza�on  could  be                

iden�fied.  In  terms  of  sugges�ons,  we  will  try  to  highlight  emerging  best  prac�ces,               

instead   of   bringing   our   individual   opinion   forward.   

  

 2.2   -   RESEARCH   DESIGN   -   A   QUALITATIVE   APPROACH   

Finally,  given  the  philosophical  assump�ons  we  adopted  and  based  on  the  elusive              

nature  of  Business  Value  and  the  mul�ple  interpreta�ons  that  companies  develop  to              

describe  it,  we  decided  to  adopt  a   qualita�ve  approach  in  order  to  collect  data,  we                 

decided   to   gather    primary   data,    and   we   opted   for    interviews    as   the   chosen   methodology.     

Even  though  the  qualita�ve  approach  has  been  considered  the  ideal  one  from  the  start,                

we  have  been  originally  keen  to  use   surveys   based  on  open-ended  ques�ons,  but  given                

the  dry  answers  we  were  receiving,  we  decided  to  pivot  and  use  interviews  with  a                 

semi-structured  approach  instead.  The  choice  was  the  right  one  as  the  interviewees  were               

keen  to  open  up  in  a  significant  way  and  they  were  open  to  reflect  on  such  a                   

mul�-faceted   and   somewhat   overlooked   subject.   

During  the  interviews  the  par�cipants  were  also  compiling  the  survey.  The  submissions              

helped   substan�ally   with   the   thema�c   analysis.     

A  final  reason  for  using  interviews  as  the  data  collec�on  methodology  of  choice,  is  due                 

to  the  fact  that  our  panel  of  interviewees  is  not  easily  reachable.  Because  we  were  not                  

receiving  many  responses  from  the  survey,  and  because  the  open-ended  ques�ons  were              

not  ge�ng  informa�on-intensive  answers,  we  decided  to  switch  to  a  richer             

methodology:   interviews.   
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The  ques�ons  asked  in  the  interviews  were  the  same  as  those  listed  in  the  survey,  but                  

once  the  conversa�on  started,  it  was  o�en  enriched  by  considera�ons  and  addi�onal              

ques�ons  asked  to  clarify  points  that  resulted  not  immediately  clear  or  that  were  anyway                

subtle   and   nuanced.   

The  broad  aim  of  the  analysis  is  to  derive  descrip�ve  insights  from  our  interviews,  while                 

its  specific  aim  is  to  interpret  answers  to  gain  deeper  knowledge  of  latent  construct  and                 

meaning,   so   as   to   answer   to   the   ques�on   posed   in   the   Introduc�on   of   the   research   itself.   

We  will  adhere  to  the  analysis  of  manifest  content  only  and  we  will  avoid  inferring                 

anything   related   to   latent   content   hidden   within   the   subtext   of   our   conversa�on.     

We  will  adopt  a  deduc�ve  approach  and  we  will  try  to  correlate  the  insights  emerging                 

from  the  interview  with  the  exis�ng  knowledge  about  the  subject,  instead  of  trying  to                

build   induc�vely   a   dedicated   analy�cal   structure.   

  

Predictor   variable   -   Correla�onal   design   

The  research  will  consider  the  clarity  and  agreement  over  the  defini�on  of  Business               

value  in  Digital  Transforma�on  ini�a�ve  as  a  predictor  for  the  success  of  the  ini�a�ve                

itself.   We   will   use   this   predictor   variable   to   answer   to   our   ques�on:   

2)  Is  it  possible  to  establish  a  correla�on  between  the  clarity  and  agreement  around  the                 
defini�on  of  Business  Value  among  the  different  stakeholders  and  its  perceived  successful              
delivery   in   a   Digital   Transforma�on   project?   

  
A  second  hypothesis  we  wish  to  verify  is  the  following  assump�on  of  the  Agile                

Manifesto   is   true:   

33   



  
  

  
  3)   the   IT   department   is   a   Business   Value   co-creator   

  

As  of  the  outstanding  two  research  ques�ons  (1  and  4),  we  will  inves�gate  them  to  gain                  

insights  on  the  substance  of  the  topic,  that  is  to  say,  Business  Value  (1)  and  on  the  best                    

methodology   to   adopt   to   inves�gate   and   quan�fy   it   (4).   

  

Cross-sec�onal   design   

We  will  adopt  a   cross-sec�onal  design  as  we  will  interview  our  sample  only  once                

without  going  back  to  further  inquire  around  the  Business  Value  realiza�on  topic.  Given  a                

scenario  where  we  would  have  more  �me  available  for  our  research,  the  design  would                

have  been  greatly  different  as  we  would  have  opted  for  a   longitudinal  approach.  We                

consider  it  would,  in  fact,  have  been  ideal  to  approach  the  subjects  at  three  different                 

stages  of  a  Digital  Transforma�on  ini�a�ve:  T1)  the  decision-making  stage;  T2)  6  months               

a�er  the  deployment;  T3)  2  years  a�er  the  deployment.  This  would  have  helped  us  to                 

understand  the  occurrence  of  a  shi�  in  opinions  and,  more  importantly,  would  have               

helped  us  to  understand  if  the  percep�on  of  the  realiza�on  of  Business  Value  of  a  given                  

Digital   ini�a�ve   would   have   changed   with   �me.   

  

 2.3   -   PARTICIPANTS   

Sample   defini�on   
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The  broad  defini�on  of  the  research’s  sample  is  the  following:  European  professionals              

working  in  Manufacturing  enterprises  that  have  been  involved  in  Digital  Transforma�on             

ini�a�ves.   Let’s   narrow   the   defini�on   down.    

First  off,  we  wish  to  include  in  the  research  professional  of  various  seniority  although                

we  will  try  to  focus  on  mid-level  or  senior  ones.  The  logic  behind  this  choice  is  to  get  a                     

wider  understanding  of  the  characteriza�on  of  Business  Value  while  trying  to  avoid,  at               

the  same  �me,  excluding  available  par�cipants  to  the  interviews  from  an  already              

hard-to-reach  sample.  Age  and  sex  will  not  be  factored  in  on  the  research  as  they  would                  

not   be   relevant.    

The  contribu�ons  coming  from  all  the  func�ons  of  the  business  will  be  of  interest  to  us                  

as  long  as  they  par�cipated  in  a  Digital  Transforma�on  ini�a�ve,  both  as  a   leader ,  an                 

executor ,  a   consultant  or  a  stakeholder.   This  will  help  us  understand  how  different               

func�ons  (marke�ng,  finance,  logis�cs,  opera�ons,  etc),  with  different  seniority  and            

roles,  view  the  Business  Value.   Professional  researchers  working  in  the  Manufacturing             

Industry  and  subject  ma�er  experts  will  also  be  included  in  the  sample  so  as  to  gain                  

insights   from   a   different   but   highly   informed   perspec�ve.     

Secondly ,  with  the  Manufacturing  industry,  we  intend  a  broad  defini�on  that  includes              

manufacturing  of  pharmaceu�cals,  hi-tech  products,  heavy  equipment,  cars,  clothes,           

food,   etc.     

Thirdly ,  the  term   enterprise  is  used  again  as  a  broad  term  and  we  will  include  in  the                   

research  companies  with  an  annual  turnover  of  an  excess  of  €200  Million,  but  we  will  try                  

to   focus   on   larger   corpora�ons   with   annual   revenue   over   €1   Billion.     
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The   fourth  clarifica�on  is  about  the  chosen  territory,  Europe,  that  we  will  regard  as  a                 

geographical  area  and  not  a  poli�cal  or  economical  one.  In  this  way  we  will  be  able  to                   

include   interviews   from   the   UK.   

Finally,  a  few  necessary  clarifica�ons  about  what  we  mean  by  Digital  Transforma�on.              

The  term  is  generally  used  as  a  generic  term  that  includes  a  mul�tude  of  use  cases.                  

Instead  of  imposing  a  specific  defini�on  or  a  set  of  choices  on  the  interviewees,  we                 

simply  asked  them  to  comment  on  a  recent  Digital  Transforma�on  ini�a�ve  they  have               

been  involved  with.  In  this  way,  we  will  have  the  chance  to  acknowledge  what  sort  of                  

ini�a�ves   are   considered   as   part   of   the   category.   

  

Sample   recruitment   and   data   collec�on   

The  research  will  rely  on  the  professional  network  of  the  author  in  order  to  recruit  the                  

interviewees.  The  approaches  will  happen  either  on  LinkedIn  or  via  email.  The  goal  is  to                 

collect  around  ten  interviews  with  business  professionals,  consultants  and  professional            

researchers   working   in   the   Manufacturing   industry.     

The  interviews  will  happen  at  video  conferences  (so�ware:  Zoom)  and  they  will  be               

recorded  and  transcribed  using  the  related  feature  available  in  the  so�ware.  The              

exchange  will  last  approximately  30  minutes  and  the  interviewees  will  not  par�cipate              

because   of   monetary   incen�ves.   

The   list   of   ques�ons   used   in   the   interviews   is   included   in   the   appendix.   
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 2.4   -   MATERIALS   

Interview   &   survey   

As  men�oned,  we  started  our  research  using  surveys  and  then  we  pivoted  to  interviews                

in  order  to  get  richer  informa�on.  The  interviews  with  professionals  are  based  on  the                

surveys  while  the  interview  with  the  Manufacturing  industry  expert  (private  researcher),             

was   meant   to   directly   validate   or   disproof   the   research   hypotheses.   

  

Ques�onnaire   

The  ques�onnaire  used  for  the  survey  includes  mostly   open-ended  ques�ons,   aimed  at              

the  collec�on  of  rich  informa�on,  and  we  also  used  m ul�ple-forced  choice  categorical  so               

as   to   acknowledge   the   eventual   emergence   of   recurrent   opinions   and   pa�erns.   

  
  
  
 2.5   -   PROCEDURES   

The  interviews  happened  on  Zoom  calls  set  up  by  the  researcher.  We  introduced  the                

topic  of  discussion  at  a  previous  stage,  but  we  went  back  to  the  explana�on  again  in                  

order  to  create  some  context.  We  posi�oned  the  research  as  an  a�empt  to  map  the                 

different  ways  Business  Value  is  defined  in  different  Digital  Transforma�on  ini�a�ves  in              

European  Manufacturing  enterprises.  We  were  o�en  asked  what  we  meant  with   “Digital              

Transforma�on  ini�a�ves” ,  and  we  consistently  replied  that  a  Digital  Transforma�on            

project   is   whatever   their   organiza�on   considered   as   such.   
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The  interviews  lasted  between  15  to  45  minutes  during  which  the  respondents  were               

filling  the  surveys  succinctly  while  discussing  profusely.  In  this  way,  we  kept  track  of  the                 

main   informa�on   while   giving   the   chance   to   discuss   in   depth   the   ma�er   of   interest.   

  

  

  

 2.6   -   ETHICAL   CONSIDERATIONS   

All  the  par�cipants  agreed  on  taking  part  in  the  research  knowing  that  no  incen�ve  was                 

involved.     

They  were  informed  that  the  data  would  have  been  anonymized  and  that  neither  their                

name  nor  the  company  they  worked  for,  was  to  appear  in  the  research.  At  the  end  of                   

each  interview,  they  gave  consent  for  me  to  use  the  content  for  the  research  a�er  taking                  

care  of  the  anonymiza�on  of  the  content  itself.  The  consent  came  compiling  a  form                

including  a  digital  signature.  The  sessions  were  recorded  only  a�er  receiving  verbal              

consent.   

  

 2.7   -   DATA   ANALYSIS   -   THEMATIC   ANALYSIS   

Following  the  methodological  contribu�on  of  Braun  and  Clarke  (2006) 21 ,  the  research             

will  make  use  of   Thema�c  analysis  to  interpret  the  data  collected  and  discover  the                

emergency  of  pa�erns.  (1)  The  succinct  answers  collected  on  the  survey  will  represent               

21  Braun,   V.,   &   Clarke,   V.   (2006)   Using   thematic   analysis   in   psychology.   Qualitative   Research   in   
Psychology,   3(2),   77–101   
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the  main  framework  for  understanding  where  the  par�cipants  stand  in  rela�on  to  the               

different  themes.  (2)  The  extensive  verbal  answers  recorded  during  the  interviews  will              

provide   an   addi�onal   layer   of   insights   and   qualita�ve   informa�on.   

  

Here  are  the  iden�fied   thema�c  areas  and   sub-categories ,  including  the  related             

ra�onale :   

  

1. The   Company   
a. industry   
b. revenue   

  
Ra�onale :  understanding  if  the  company  involved  is  representa�ve  of  the  chosen             
domain.     

  
2. The   interviewee   

a. country     
b. seniority   
c. posi�on   
d. role   in   the   project   

  
Ra�onale :  understanding  if  the  interviewee  is  representa�ve  of  the  chosen  domain;             
understanding   his/her   role   in   the   given   project.   

  
3. The   project   

a. descrip�on   
b. proximity   with   the   defini�on   of   Digital   Transforma�on   given   by   Llewellyn   
c. perceived   success/failure   

  
Ra�onale :  Grow  an  understanding  of  the  contextual  informa�on;  establishing  if  the             
project  involved  is  representa�ve  of  the  chosen  domain.  The  KPIs  together  with  the               
perceived  success/failure  of  the  ini�a�ve  will  be  later  factored  in,  in  rela�on  to  the                
strategic  horizon  and  the  Business  Value  itself.  Every  �me  the  researcher  was  asked  to                
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define  what  “Digital  Transforma�on  project”  meant,  a  single  answer  was  consistently             
provided:   all  the  projects  that  were  defined  as  such  in  your  organiza�on .  The  logic  behind                 
this   choice   was   to   try   to   assess   the   Digital   Maturity   of   the   organiza�on   itself:     

  
If  companies  are  confusing  the  reac�ve   “digital  change”  with  the  proac�ve   “digital              
transforma�on” ,   we   can   cau�ously   infer   a   low   level   of    Digital   Maturity .   

  
4. The   Business   Value   

a. descrip�on   
b. KPIs   and   target   objec�ves   

  
Ra�onale :  Understanding  the  ways  the  Business  Value  is  defined  and  is  crucial  and  it  will                 
be  put  in  rela�on  with  all  the  other  main  themes.  The  study  of  the  KPIs  and  targets  will                    
be   crucial   to   understand   how   it   is   quan�fied.   

  
5. The   company’s   compe��ve   strategy   

a. compe��ve   strategy   
b. alignment  between  compe��ve  strategy  and  the  chosen  Digital          

Transforma�on   project   
  

Ra�onale :  Understanding  of  further  contextual  informa�on  about  the  company  strategy;            
establishing  if  there  is  eventual  alignment  between  the  strategy  the  chosen  project.  This               
informa�on  will  be  important  as  the  study  will  inves�gate  such  alignment  (or  lack               
thereof)  in  rela�on  to  the  perceived  success  of  the  ini�a�ve  and  in  rela�on  to  the                 
Business   Value   itself.   

  
6. The   development   methodology   

a. descrip�on   
  

Ra�onale :  Understanding  the  connec�on  between  the  adopted  development          
methodology   and   the   rela�on   between   the   IT   department   and   the   rest   of   the   business.   

  
  

7. The   rela�on   IT/business   
a. descrip�on   
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Ra�onale :  Developing  a  be�er  understanding  of  such  a  rela�onship  will  help  us              
interrogate  Schwartz  comments  on  one  of  the  fundamental  assump�ons  discussed  in  the              
agile  Manifesto,  that  is  to  say,  that  the  ITs  should  be  ac�vely  par�cipa�ng  in  the  delivery                  
of   Business   Value.   
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__________________________   

  

Summary   

Methodology   designed   using   Saunders'   Research   Onion.   

● Preferred  the  analysis  of  epistemological  assump�ons  over  ontological  one,  given            

the   elusive   nature   of   the   subject.   

● Adopted  a  subjec�vist  perspec�ve  called  social  construc�onism:  in  fact,  the            

reality  of  our  subject  is  constructed  through  social  interac�on  in  which  social              

actors  create  par�ally  shared  meanings  and  reali�es,  in  other  words  reality  is              

constructed   intersubjec�vely.   

● Subsequently  selected  a  qualita�ve  approach:  open-ended  ques�on  survey,  plus           

interviews.   

● Highlighted   predictor   variables.   

● Opted   for   the   cross-sec�onal   design.   

● Defined  the  sample  popula�on:  subject  ma�er  experts  and  professionals  working            

in  different  func�ons  (marke�ng,  finance,  opera�ons,  Engineers,  etc),  with           

different   seniority,   working   in   Manufacturing   enterprises   based   in   Europe.   

● Par�cipants   recruited   on   LinkedIn   and   through   the   researcher’s   personal   network.   

● The   interviews   (between   15   and   45   minutes)   happened   on   Zoom.   

● Adopted   Thema�c   Analysis.   
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 3.   RESULTS   

  
  

The  results  will  be  ini�ally  analyzed  individually,  based  both  on  the  succinct  informa�on               

collected  with  the  survey,  and  on  the  more  comprehensive  one  gathered  during  the               

interview.  The  research  will  start  from  the  analysis  of  the  contribu�ons  coming  from               

professionals  directly  involved  in  Digital  Transforma�on  projects,  it  will  then  move  into              

the   analysis   of   the   points   of   view   of   consultants   working   in   the   industry.     

A  following  step  of  the  study  would  be  represented  by  the  analysis  of  the  aggregate  so                  

as   to   get   an   ini�al   idea   of   the   tendencies   emerging   from   the   small   sample   popula�on.   

The  chosen  themes  were  iden�fied   a  priori  and  purposefully  outlined  in  the  survey,  so                

as   to   easily   frame   them   within   the   context   of   the   interview.   
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 3.1   -   INTERVIEW   Nr.   1   

The   Company   

● Industry :   Pharmaceu�cal   manufacturing   
● Revenue :   €25.4   B   

  
The   company   does   fit   into   the   target   sample   popula�on.   

  

The   interviewee   

● Country :   Ireland   
● Seniority :   Mid-level   
● Posi�on :   Lean   Change   Agent   
● Role   in   the   project :   Executor   

  
Interviewee  nr.1  is  a  mid-level  professional  working  as  a  Lean  Change  Agent  working  for                

a  Pharmaceu�cal  manufacturer  in  Ireland  who  worked  as  an  executor  in  a  Digital               

Transforma�on  project  aimed  at  the  centraliza�on  of  all  the  data  coming  from  an               

important   area   for   the   company:   laboratory   tes�ng.     

The   interview   does   fit   into   the   target   sample   popula�on.   
  

The   project   

Descrip�on .  The  project  involved  the  crea�on  of  a  digital  pla�orm  that  would  allow               

users  to  gather  and  share  all  the  informa�on  coming  from  tes�ng  at  a  global  level.  The                  

objec�ve  was  to  create  a  single,  centralized  source  of  truth  when  it  comes  to  the  specific                  

domain  (tes�ng),  so  as  to  avoid  tes�ng  duplica�ons,  making  the  data  immediately              
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available  across  the  organiza�on  and  easily  leveraging  on  exis�ng  tests  to  speed  up               

tes�ng   itself.   

  

Digital  Transforma�on  or  Digital  Change?   If  Digital  Transforma�on  is  about  doing             

business   differently  and  not  just  incrementally  innova�ng,  this  project  could  really  help              

radically   transform   all   the   tes�ng   opera�ons   and   improve   the   overall   business.     

The  project  seems  to  be  aligned  with  the  defini�on  of  Digital  Transforma�on  given  by                

Llewellyn     and   it   is   not   a   case   of   simple   digital   change.   

  

Perceived  success/failure.   During  the  conversa�on,  it  emerged  that  the  project  she  was              

involved  with,  was  intended  to  replicate  in  Europe  the  same  ini�a�ve  that  has  been                

successfully  deployed  in  Asia  and  in  the  US.  The  interviewee  confirmed  that  they               

consider   this   project   as   a   success,   although   it   is   s�ll   ongoing.     

  

The   Business   Value   

Descrip�on .  The  Business  Value  was  defined  as  reduced  lead  �me.  More  specifically,  it               

was  iden�fied  in  rela�on  to  the  improvement  of  the   supply  chain  responsiveness ,  that  is                

to  say,  the  objec�ve  of  the  project  was  to  reduce  the  days  necessary  to  bring  a  new  drug                   

on   the   market,   from   the   start   of   produc�on   to   the   dispensa�on   to   the   pharmacies.   

  

KPIs:  Supply  chain  responsiveness   is  measured  in  days  and  the  target  objec�ve  for  the                

project   is   a   10%   reduc�on.     
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The   company’s   compe��ve   strategy   

Descrip�on .  The  interviewee  understood  that  the  company  she  works  for  opted  for  a               

compe��ve  strategy  based  on   Focus .  They  are,  in  fact,  focusing  on  a  specific  segment  of                 

the   market   (rare   diseases)   with   the   idea   of   serving   the   segment   be�er   than   anyone   else.   

  

Alignment  between  compe��ve  strategy  and  the  chosen  Digital  Transforma�on  project.            

The  interviewee  considers  the  project  as  perfectly  aligned  with  the  compe��ve  strategy.              

Especially  because  the  company  focuses  on  rare  diseases,  where  pa�ents  o�en  do  not               

have  alterna�ve  drugs  to  resort  to,  the  sooner  they  are  able  to  bring  the  pharmaceu�cals                 

on   the   market,   the   be�er   they   serve   their   customers,   the   more   lives   they   save.  

  

The   development   methodology   

Her  role  is  part  of  the  Business  Excellence  func�on,  a  department  whose  mission               

relates   to   the   deployment   of   projects   using   a   specific   methodology,   the   Lean   one.   

  

The   rela�on   between   IT   and   the   rest   of   the   business   
  
The  interviewee  referred  to  a  distant  rela�on  with  IT.  They  cover  mostly  the               

bureaucra�c/security  aspect  of  the  project.  She  defined  such  a  collabora�on  op�ng  for              
this   descrip�on:   

  
The  IT  department  was  a  recipient  of  requirements  coming  from  other  parts  of  the                

business   
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 3.2   -   INTERVIEW   Nr.   2   

The   Company   

● Industry :   Industrial   equipment   manufacturing   
● Revenue :   €1.79   B   

  
The   company   does   fit   into   the   target   sample   popula�on.   

  

The   interviewee   

● Country :   Italy  
● Seniority :   Mid-level   
● Posi�on :   CRM   specialist   
● Role   in   the   project :   Leader   

  
Interviewee  nr.  2  is  a  mid-level  professional  working  in  the  Sales  Opera�onal  Excellence               

organiza�on   as   a   CRM   specialist.     

The   interview   does   fit   into   the   target   sample   popula�on.   
  

The   project   

Descrip�on .  The  project  was  related  to  a  moderniza�on  of  the  marke�ng  automa�on              

func�onali�es  of  the  CRM.  The  objec�ve  was  to  automa�cally  add  in  the  CRM  system                

leads  related  to  those  prospects  that  were  visi�ng  their  website  and  sharing  their  data.                

Depending  on  the  type  of  leads,  the  system  would  have  then  automa�cally  added  the                

lead  to  a  nurture  email  campaign,  or  it  would  have  solicited  the  salespeople  to  get  in                  

touch   with   the   prospect.  
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Digital  Transforma�on  or  Digital  Change.   With  this  project,  the  company  meant  to              

digitally   transform   sales   opera�ons   in   order   to   align   them   to   the   digital   economy.   

The  project  seems  to  be  aligned  with  the  defini�on  of  Digital  Transforma�on  given  by                

Llewellyn .   

  

Perceived  success/failure.   The  project  was  considered  a  success  as  it  achieved  the  given               

target.     

  

The   Business   Value   

Descrip�on .   The   Business   Value   was   defined   as    revenue   increase .   

  

KPIs:   The  target  increase  had  an  absolute  value  (+250.000  €)  and  not  a  percentage                

increase  and  was  due  to  be  generated  within  the  first  twelve  months  from  the                

deployment  of  the  project.  It  was  clear  that  the  project  would  have  kept  yielding  results                 

a�erwards  so,  during  the  interview,  I  started  asking  ques�ons  about  the  opportunity  of  a                

mid/long  term  quan�fica�on  of  the  return  on  investment.  The  interviewee,  as  a  Leader               

of  the  project,  confirmed  his  interest  in  monitoring  the  ROI  of  the  project  for  a  longer                  

period,  especially  because  of  the  long  sales  cycle  of  the  products  sold.  He  knew  that                 

being  able  to  assess  those  returns  at  a  later  stage,  would  have  allowed  finding  more                 

conspicuous   figures.     

The  ROI  monitoring  ac�vity  was  not  required  by  Leadership  though,  hence  we  started  a                

discussion  around  ROI  as  a  feasible  monitoring  methodology  to  assess  the  delivery  of               

48   



  
  

  
Business  Value.  The  problem  highlighted  by  the  interviewee  was  that  the  very  expensive               

marke�ng  automa�on  tool  they  used  for  this  specific  ini�a�ve,  was  used  also  for  other                

marke�ng  ac�vi�es  so  this  was  an  ini�al  obstacle  for  quan�fying  the  costs  to  a�ribute  to                 

the  different  ini�a�ves.  The  second,  most  important  reason  that  disqualified  the  use  of               

periodic  monitoring  of  the  ROI,  is  that  the  high  costs  of  the  marke�ng  automa�on  tool                 

would   have   driven   down   the   ROI   significantly.   

To  summarize,  they  reached  the  target  quota  they  established   a  priori ,  hence  they               

called  the  project  a  success,  but  they  did  not  feel  like  monitoring  the  yielded  value                 

further.   

  

The   company’s   compe��ve   strategy   

Descrip�on .  The  interviewee  understood  that  the  company  he  works  for  opted  for  a               

compe��ve  strategy  based  on   Differen�a�on .  They  are,  in  fact,  the  second  biggest  player               

in   their   market   globally   thanks   to   the   unique   features   they   are   able   to   offer.   

  

Alignment  between  compe��ve  strategy  and  the  chosen  Digital  Transforma�on  project.            

The  interviewee  could  not  see  any  alignment  between  the  project  and  the  compe��ve               

strategy   chosen   by   the   company.   

  

  

The   development   methodology   

The   Lean   system   was   iden�fied   as   the   development   methodology   of   choice.   
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The   rela�on   between   IT   and   the   rest   of   the   business   
  
The  interviewee  explained  that  the  IT  department  was  much  involved  in  the  project.  He                

defined   the    collabora�on   with   IT   op�ng   for   this   descrip�on:   
  
  

The  IT  department  was  a  recipient  of  requirements  coming  from  other  parts  of  the                
business.   

  
Finally,  he  said  that  the  IT  department  was  aware  of  their  limited  posi�on  and  it  was                  

frustrated   by   the   situa�on.   
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 3.3   -   INTERVIEW   Nr.   3   

The   Company   

● Industry :   Hi-tech   manufacturing   
● Revenue :   €30   B   

  
The   company   does   fit   into   the   target   sample   popula�on.   

  

The   interviewee   

● Country :   England   
● Seniority :   Senior   
● Posi�on :   Principal   Consultant   
● Role   in   the   project :   Executor   

  
Interviewee  nr.3  is  a  Senior  Consultant  working  for  a  hi-tech  manufacturer.  He  holds  a                

client-facing   role   and   he   advises   customers   on   large   sales   projects.   

The   interview   does   fit   into   the   target   sample   popula�on.   
  

The   project   

Descrip�on .  He  was  consul�ng  on  the  deployment  of  a  project  that  involved  the  set  up                 

of  a  second  Data  Center  for  a  UK-based  company  in  Finland.  Besides  the  transforma�onal                

aspect  of  technology,  a  transforma�on  in  the  way  the  technology  was  used  was               

necessary:  there  was  in  fact  a  strong  spread  in  cost  spending  between  the  first  Data                 

Center  in  the  UK  and  the  second  one  -  that  resulted  to  be  more  expensive  -  in  Finland.                    

Again,  such  difference  in  costs  was  due  to  the  way  the  technology  was  used  in  the  new                   
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Data  Center  that  resulted  to  be  “ old-fashioned”   and  not  able  to  leverage  on  the  available                 

automa�on.   

Digital  Transforma�on  or  Digital  Change?   Interviewee  Nr.  3  makes  an  excellent  point  in               

discussing  a  crucial  aspect  of  Digital  Transforma�on,  the  human  one.  Without  the              

willingness  to  actually  transform  the  way  people  do  things,  the  transforma�on  will  be  a                

failure.  The  interviewee  established  a  direct  connec�on  between  the  human  adapta�on             

to  transforma�on  and  the  possibility  of  yielding  Business  Value  from  a  given  Digital               

Transforma�on   project.     

The  cultural  aspect  of  Transforma�on  seems  to  align  the  project  to  the  idea  of  Digital                 

Transforma�on   defined   by   Llewellyn.   

  

Perceived  success/failure.   The  project,  although  started  unsuccessfully,  was  then           

corrected  thanks  to  the  proposed  cultural  change.  It  was  then  considered  a  success.  In                

this  case,  the  importance  of  the  human  factor,  as  the  key  enabler  of  Digital                

Transforma�on  goes  to  confirm  the  findings  of  extensive  research  (over  16,000             

surveyors)  made  by  Gerald  C.  Kane,  Anh  Nguyen  Phillips,  Jonathan  R.  Copulsky  and  Garth                

R.   Andrus:   

“The  authors  argue  that  digital  disrup�on  is  primarily  about           
people  and  that  effec�ve  digital  transforma�on  involves  changes          
to  organiza�onal  dynamics  and  how  work  gets  done.  A  focus  only             
on  selec�ng  and  implemen�ng  the  right  digital  technologies  is  not            
likely  to  lead  to  success.  The  best  way  to  respond  to  digital              
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disrup�on  is  by  changing  the  company  culture  to  be  more  agile,             
risk   tolerant,   and   experimental” 22 .   

  
  

The   Business   Value   

Descrip�on .  The  Business  Value  was  defined  as   cost  reduc�on .  Because  the  lack  of               

cultural  transforma�on  did  not  allow  any  cost  reduc�on,  a  connec�on  between  Business              

Value   and   Cultural   Transforma�on   was   subsequently   established   by   interviewee   Nr.   3.   

  

KPIs:   accuracy  and  completeness  of  the  records  was  considered  to  be  crucial,  but  they                

didn't    define   any   KPIs.   

  

The   company’s   compe��ve   strategy   

Descrip�on .  The  interviewee  understood  that  the  company  she  works  for  opted  for  a               

compe��ve   strategy   based   on    Cost   Leadership.   

Alignment  between  compe��ve  strategy  and  the  chosen  Digital  Transforma�on  project.            

The  interviewee  considers  the  project  as  perfectly  aligned  with  the  compe��ve  strategy              

as   it   was   a   cost   reduc�on   exercise.   

  

  

  

  

22  Kane,   Gerald   C,   et   al.   (2019)   The   Technology   Fallacy:   How   People   Are   the   Real   Key   to   Digital   
Transformation.   Cambridge:   The   Mit   Press.   
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The   development   methodology   

They   passed   from   the   Waterfall   model   to   the   Agile   one   

  

The   rela�on   between   IT   and   the   rest   of   the   business   
  
The  Business  defined  the  requirements,  while  the  IT  department  was  resis�ng  the              

necessary  changes.  The  value  of  the  consultancy  was  related  to  facilita�ng  the  discussion               
between  the  two  par�es  and  the  project  ended  up  being  a  success  thanks  to  the                 
agreement   that   emerged   a�erwards.   

  
He   defined   such   a   collabora�on   op�ng   for   this   descrip�on:   

  
The  IT  department  was  a  recipient  of  requirements  coming  from  other  parts  of  the                

business   
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 3.4   -   INTERVIEW   Nr.   4   

The   Company   

● Industry :   Car   manufacturing   
● Revenue :   €22.9   B   

  
The   company   does   fit   into   the   target   sample   popula�on.   

  

The   interviewee   

● Country :   Ireland   
● Seniority :   Senior   
● Posi�on :   Product   Owner   
● Role   in   the   project :   Leader   

  
Interviewee  nr.  4  is  a  Senior  Engineer  and  Product  Owner  responsible  for  the  Electronic                

Unit   Control.   

The   interview   does   fit   into   the   target   sample   popula�on.   
  

The   project   

Descrip�on .  The  project  involved  the  crea�on  of  a  cloud  analy�cs  pla�orm  aimed  at               

running  diagnos�cs  of  the  Electronic  Unit  Control.  Thanks  to  the  project,  the  car  would                

have  automa�cally  shared  the  diagnos�c  data  of  the  Unit  on  the  Cloud  pla�orm  and  it                 

would  have  helped  to  fix  eventual  issues  remotely  with  a  so�ware  update  automa�cally               

installed.   
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Digital  Transforma�on  or  Digital  Change?   The  project  seems  to  radically  transform  the              

ways  maintenance  is  afforded,  predic�vely  and  not  reac�vely.  It  looks  very  much  aligned               

with  the  Digital  Economy,  hence  with  the  defini�on  of  Digital  Transforma�on  given  by               

Llewellyn.   

  

Perceived   success/failure.    The   project   was   considered   a   success.   

  

The   Business   Value   

Descrip�on .  The  Business  Value  was  defined  as  an   improved  warranty .  The  car              

manufacturer  is  known  for  not  being  best-in-class  when  it  comes  to  warranty,  so  there  is                 

an  extensive  need  for  improvement  in  that  regard,  recognized  publicly  by  the  company               

itself.   

  

KPIs.   Two  KPIs  were  monitored  although  the  target  improvement  percentages  were  not              

disclosed:   1)   decrease   ba�ery   draining,   2)   decrease   infotainment   issues.   

  

The   company’s   compe��ve   strategy   

Descrip�on .  Interviewee  Nr.  4  understood  that  the  company  he  works  for  opted  for  a                

compe��ve   strategy   based   on    Focus.   

Alignment  between  compe��ve  strategy  and  the  chosen  Digital  Transforma�on  project.            

The  interviewee  said  that  a  recent  strategic  re-assessment  of  the  Company  strategy  was               

called  Refocus  and  had  as  an  objec�ve,  an  improvement  of  quality  in  general  and  an                 
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improved  warranty  in  par�cular.  So  the  alignment  between  the  company  strategy  and              

the   project   is   perfect.   

  

The   development   methodology   

The   Agile   model   was   recognized   as   the   methodology   of   choice   by   the   interviewee.   

  

The   rela�on   between   IT   and   the   rest   of   the   business   
  
It  was  said  the  IT  department  did  not  par�cipate  in  the  Business  Value  co-crea�on                

process  and  that  “ The  IT  department  was  a  recipient  of  requirements  coming  from  other                

parts   of   the   business”.    He   then   added   that:   

“Business  Value  was  "owned"  by  the  execu�ves.  The  IT  department  was             
mainly   responsible   for   the   infrastructure”   
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 3.5   -   INTERVIEW   Nr.   5   

The   Company   

● Industry :   Food   manufacturing   
● Revenue :   €500   M   

  
The   company   does   fit   into   the   target   sample   popula�on.   

  

The   interviewee   

● Country :   Italy  
● Seniority :   Mid-level   
● Posi�on :   Trade   -   Marke�ng   Manager   
● Role   in   the   project :   Stakeholder   

  
The   interview   does   fit   into   the   target   sample   popula�on.   

  

The   project   

Descrip�on .  The  project  was  a  customer  facing  marke�ng  ini�a�ve,  where  consumers             

were   accessing   a   challenge   through   a   QR   code   included   in   the   product   packaging.     

  

Digital  Transforma�on  or  Digital  Change?   In  this  case,  we  feel  like  the  project  is  about                 

digi�zing  old  ways  of  working  and  not  necessarily  transforming  the  ways  they  do               

business.  Although  the  project  was  perceived  as  a  successful  one,  we  might  need  to                

consider   it   as   a   Digital   Change   and   not   necessarily   a   Digital   Transforma�on   ini�a�ve.   
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Perceived  success/failure.   The  project  was  considered  a  success  as  sales  increased  and              

new   customers   were   acquired.   

  

The   Business   Value   

Descrip�on .  The  Business  Value  was  defined  as   increased  revenue   and   augmented             

brand  awareness .  Increasing  sales  and  brand  awareness  were  the  two   reasons  why  for               

the   project.   

  

KPIs.   There  was  no  target  percentage  increase  as  the  interviewee  said  that  because  they                

do  not  do  big  nor  frequent  investments  in  communica�on,  it  is  not  easy  to  understand                 

for   them   what   sort   of   return   they   will   get.   

  

The   company’s   compe��ve   strategy   

Descrip�on .  Interviewee  Nr.  5  understood  that  the  company  he  works  for  opted  for  a                

compe��ve   strategy   based   on    Focus.   

  

Alignment  between  compe��ve  strategy  and  the  chosen  Digital  Transforma�on  project.            

The  interviewee  confirmed  that  there  was  alignment  between  the  Focus  strategy  and  the               

Digital  Ini�a�ve  because  the  ini�a�ve  was  targe�ng  the  specific  segment  they  are              

focusing   on.   
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The   development   methodology   

Interviewee   Nr.   5   was   not   aware   of   the   adopted   development   methodology.   

  

The   rela�on   between   IT   and   the   rest   of   the   business   
  
The  project  was  outsourced  to  a  partner  and  the  IT  was  minimal .  He  described  the  role                  

of   the   IT   department   as   follows:   

“ The  IT  department  was  a  recipient  of  requirements  coming  from  other  parts  of  the                

business”   
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 3.6   -   INTERVIEW   Nr.   6   

The   Company   

● Industry :   Cloth   manufacturing   
● Revenue :   €11   B   

  
The   company   does   fit   into   the   target   sample   popula�on.   

  

The   interviewee   

● Country :   Switzerland   
● Seniority :   Senior-level   
● Posi�on :   Global   Senior   Director   Brand   &   Communica�on   
● Role   in   the   project :   Leader   

  
The   interview   does   fit   into   the   target   sample   popula�on.   

  

The   project   

Descrip�on .  Because  of  COVID-19,  the  company  was  severely  affected  as  many  retail              

companies,  franchisees  and  distributors  went  bankrupt.  A  deep  change  in  Strategy  was             

required  and  they  decided  to  digitally  redesign  the  customer  experience.  Phigital  (a              

combina�on  of  physical/digital)  is  the  new  way  to  view  the  future  of  the  Consumer                

Journey.  This  required  a  radical  change  of  organiza�onal  mindset  when  it  came  to  the                

dis�nc�on  (not  so  neat  anymore),  between  the  digital  and  physical  experience  of  the               

brand   and   products.     
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The  second  aspect  of  this  Digital  Transforma�on  was  due  to  the  decision  of  targe�ng  a                 

younger  audience,  so  the  customer  journey  was  required  to  change,  become  more             

in�mate   and   entertaining.   

A  third  transforma�onal  aspect  involved  is  a  green  ini�a�ve  aimed  at  leveraging  digital               

tools  (3D  digital  twins)  to  sell  products  to  B2B  customers  while  avoiding  to  manufacture                

samples.  The  sample  produc�on  is  par�cularly  impac�ul  on  the  environment,  so  they              

can   make   sure   they   can   significantly   reduce   such   impact.   

  

Digital  Transforma�on  or  Digital  Change?   The  project  is  a  truly  Transforma�onal  one              

and  the  COVID  pandemic  represented  a  formidable  trigger  for  taking  ac�on  and  aligning               

the  company  to  the  digital  economy.  So,  we  can  comfortably  talk  about  an  alignment  of                 

the   project   with   the   Digital   Transforma�on   defini�on   provided   by   Llewelyn.   

  

Perceived  success/failure.   The  project  is  ongoing,  but  it  seems  to  be  headed  in  the  right                 

direc�on.   

  

The   Business   Value   

Descrip�on .   The   Business   Value   was   defined   as    increased   online   sales.   

  

KPIs.   The  long-term  objec�ve  for  the  project  will  be  reaching  a  balance  between  online                

and   brick   &   mortar   sales   (50%   digital,   50%   physical).   
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The   company’s   compe��ve   strategy   

Descrip�on .  Interviewee  Nr.  6  understood  that  the  company  he  works  for  opted  for  a                

compe��ve   strategy   based   on    Focus.   

  

Alignment  between  compe��ve  strategy  and  the  chosen  Digital  Transforma�on  project.            

The  project  itself,  given  its  strong  strategic  component,  is  surely  aligned  with  the               

Company’s   compe��ve   strategy.   

  

The   development   methodology   

Interviewee   Nr.   6   was   not   aware   of   the   adopted   development   methodology.   

  

The   rela�on   between   IT   and   the   rest   of   the   business   
  
The  interviewee  has  li�le  contact  with  the  IT  department .  He  understood  the              

importance  of  having  the  ITs  aligned  as  much  as  possible  with  the  strategic  aspect  of  the                  

project   and   he   hoped   there   was   such   alignment,   although   he   was   not   sure   about   it.   

  He   described   the   role   of   the   IT   department   as   follows:   

“ The  IT  department  was  a  recipient  of  requirements  coming  from  other  parts  of  the                

business”.   
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 3.7   -   INTERVIEW   Nr.   7   

The   Company:   IDC   (Interna�onal   Data   Corpora�on)   

● Industry :   Market   Research   Intelligence   
● Revenue :   es�mated   €3.5   B   

  

The   interviewee:   Lorenzo   Veronesi   -   IDC   

● Country :   Italy  
● Seniority :   Senior-level   
● Posi�on :   Research   Director,   Manufacturing   

  
  

  

The  interview  does  fit  into  the  target  sample  popula�on  as  the  par�cipant  is  a                

researcher   and   a   Manufacturing   subject   ma�er   expert.    

The  par�cipant  decided  to  iden�fy  himself  and  disclose  his  name  and  the  Company  he                

works   for.   

This  was  an  unstructured  interview  where  the  interviewer  gave  a  minimum  set  of  inputs               

so  as  to  allow  the  par�cipant  to  face  the  given  topics,  using  his  own  op�cs.  The  objec�ve                   

of   the   researcher   was   to   interfere   as   li�le   as   possible   with   the   discourse.   

  

Firstly,  the  interviewee  was  asked  to  provide  addi�onal  informa�on  about  his  role  and               

Mr  Veronesi  explained  how  he  is  part  of  a  team  that  studies  the  impact  of  technologies                  

on  Businesses.  His  organiza�on  includes  a  number  of  Industry-specific  Business  Units  and              

he  is  leading  the  “Manufacturing  Insights”  one.  His  role  revolves  around  the              
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understanding  of  the  emerging  challenges  of  the  Manufacturing  Industry,  and  the             

understanding   of   the   technologies   that   could   help   Leaders   to   face   those   challenges.   

The  IDC  offering  includes  -  among  many  op�ons  -  Digital  Transforma�on  related              

consultancies  (mapping  the  opportuni�es  given  by  Digital  Transforma�on  projects),  and            

vendor  selec�on  (finding  the  right  technology  provider  for  a  given  project).  The              

consultancy  they  deliver  revolves  around  the  strategic  aspect  of  the  project,  while  the               

deployment   is   not   something   they   are   involved   with.   

  

The   first  ques�on  asked  to  Mr  Veronesi  was  about  Business  Value  quan�fica�on.   While               

consul�ng  with  a  client  for  a  given  Digital  Transforma�on  project,  do  you  provide  a                

quan�fiable   return   on   the   investment   required?   

The  answer  is  straigh�orward:  especially  with  Digital  Transforma�on  projects,  such            

quan�fica�on  is  too  complex,  hence  it  is  too  risky  to  propose  it  to  the  customer.  With                  

projects  that  have  a  fairly  circumscribed  domain  though,  it  is  possible  to  quan�fy  an  ROI.                 

The  example  proposed  is  based  on  a   predic�ve  maintenance  project,  where  the  main               

variables  are  known  (eg.  cost  per  minute  during  down�mes),  it  would  be  possible  to                

show  when  the  company  could  break  even  on  the  investment  and  start  ge�ng  returns                

out   of   it.   

A  Digital  Transforma�on  project  though  -  explains  the  interviewee  -  because  of  its               

mul�-layered  complexity,  cannot  be  easily  quan�fied.  Addi�onally,  technologies  are           

always  implemented  and  implanted  on  top  of  an  exis�ng  hi-tech  landscape,  hence  it  is                
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not  always  possible  to  “unbundle”  the  so�ware  and  the  hardware  stack,  to  iden�fy  the                

exact   economic   value   of   a   single   piece   of   technology.   

  

Mr  Veronesi  proceeds  with  a  second  example  where  he  explains  how  difficult  it  is  to                 

quan�fy  Business  Value.  In  this  second  scenario,  a  company  needs  to  replace  the  current                

ERP  because  it  is  not  suited  anymore,  and  it  creates  problems  while  genera�ng  orders                

and  tracking  stock  levels.  If  we  try  to  quan�fy  the  addi�onal  revenue  coming  from  the                 

new   ERP,   we   will   not   be   able   to   generate   insights   to   drive   our   decision.     

It  would  be  more  significant,  in  fact,  to  try  to  understand  what  Mr  Veronesi  called  “ the                  

compounded  risk  of  inefficiency”,   that  is  to  say,  the  increasing  sum  of  all  the  costs  the                  

company  will  incur  if  they  keep  the  old  ERP.  In  this  scenario,  the  Business  Value  of  the                   

ERP   project   will   be   about   reducing   such   risk.   

He  concludes  finally  that  the  Business  Value  is  typically  something  that  cannot  be  o�en                

quan�fied    ex-ante,    but   only    ex-post.   

  

The   second  ques�on  asked  to  the  interviewee  was  about  the  ways  they  define  Digital                

Transforma�on.  The  first  thing  to  no�ce  is  that  slightly  different  models  are  used  within                

the  same  organiza�on  and  different  professionals  use  different  ones.  Mr  Veronesi             

describes  a  five-layered  model  that  describes  how  Digital  Transforma�on  affects  the             

following   crucial   aspects   of   the   organiza�on:     
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1) Leadership.   Digital  Transforma�on  can  transform  the  way  business  is  done  ( eg.  a              

company  that  wants  to  improve  e-commerce  to  avoid  the  cri�cal  aspects  due  to               

the  pandemic  related  issues  affec�ng  retailers,  and  sell  directly  to  customers  and              

even   becoming   a   direct   distributor).     

2) Client  management.  The  transforma�on  affects  the  rela�onship  with  the  clients            

( eg.   in  the  above  example,  the  company  that  used  to  sell  to  distributors,  would                

become   a   distributor   itself).   

3) Opera�on  management.  The  opera�ons  will  be  surely  affected  by  the            

Transforma�on  ( eg.  in  our  example,  if  the  company  will  change  the  way  they               

distribute  their  product,  the  nature  of  the  demand  itself  will  change,  hence  there               

will   be   a   need   for   a   change   in   the   ways   opera�ons   are   managed).   

4) Informa�on  management .  The  ways  informa�on  is  managed  also  change  with  a             

Digital  Transforma�on.  E-commerce   might  require  real-�me  capabili�es  to          

monitor  the  stock  levels,  while  a  tradi�onal  way  to  do  business  might  not  require                

such   a   feature.   

5) Workforce  management .  Finally,  Digital  Transforma�on  affects  the  way  the           

workforce  itself  interacts  and  is  managed.  A  typical  case  is  represented  by  the               

suite   of   so�ware/hardware   tools   that   allow   remote   working.   
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The  final  and   third  ques�on  asked  to  the  interviewee  was  about  the  rela�onship               

between  the  IT  department  and  Business  Value.  The  researcher  asked  the  following:   in               

your  experience,  do  you  see  the  IT  department  as  a  co-creator  of  Business  Value,  or  is  it                   

more  of  a  recipient  of  requirements  coming  from  the  business?  In  other  words,  is  the  IT                  

department   si�ng   at   the   decision-making   table?   

  

The   answer   could   be   summarized   as   follows:   

● IT  departments  tend  to  have  a  more  tac�cal  decision-making  power  than  a              

strategic  one.  If  a  project  is  proposed  by  the  business,  ITs  will  o�en  decide  on  the                  

technical  aspects  of  the  architecture  or  will  decide  which  vendor  should  be  more               

suited.     

● They  also  tend  to  act  as   gatekeepers:  the  example  proposed  to  explain  this               

concept  is  the  one  coming  from  a  company  that  already  owns  an  ERP  system  and                 

where  the  business  comes  with  a  set  of  new  requirements  and  the  request  for  a                 

new  system  to  handle  those  requirements.  In  that  case,  the  IT  department  will  act               

as  a   gatekeeper ,  denying  the  purchase  of  new  so�ware  because  the  exis�ng  ERP               

already  has  a  dedicated  module,  although  not  100%  able  to  sa�sfy  the  list  of  new                 

requirements.  This  gatekeeping  role  would  be  of  course  connected  to  a             

budget-saving    func�on.   

● Also,  in  an  age  when  each  department  could  in  theory  set  up  a  new  solu�on  using                  

Cloud  infrastructure  and  So�ware  as  a  Service,  the  IT  tends  to  make  decisions               
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aimed  at  the   centraliza�on  of  the  hi-tech  landscape  and  avoid  or  slow  down  the                

unmanaged  prolifera�on  of  siloed  systems  -  the  so-called  ‘ shadow  IT’ .  This             

tendency   toward    centraliza�on    responds   to   a   growing   need   for   coordina�on.   

● Finally,  the  decision-making  process  involves  both  IT  and  the  business,  but  the              

func�on  of  IT  in  such  a  process  does  not  seem  to  be  proac�ve,  but  it  seems  more                   

conserva�ve   and   aimed   at   limi�ng   the   prolifera�on   of   pla�orms   and   systems.    

● Some  awareness  and  agreement  seem  to  be  emerging  these  days  around  the  fact               

that   projects   imposed   by   IT   do   not   seem   to   be   very   successful.   
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 3.8   -   INTERVIEW   Nr.   8     

The   Company:   TIBCO   So�ware   

● Industry :   Enterprise   So�ware   
● Revenue :   approx   over   1B€   

  

The   interviewee:   Edna   Diaz,   TIBCO   So�ware   

● Country :   The   Netherlands   
● Seniority :   Senior-level   
● Posi�on :   Managing   Principal   Value   Engineer   -   EMEA   

  

This  interview  proceeded  similarly  to  the  previous  one.  The  researcher  interrogated  the              

par�cipant  directly  about  the  research  ques�ons  in  a  fairly  unstructured  way.  Also,  in  this               

case,  the  interviewee  accepted  to  disclose  her  name  and  the  name  of  the  company  she                 

works   for,   TIBCO   So�ware.   

Ms  Diaz  is  the  Leader  of  the  Value  Engineer  Organiza�on  for  Europe,  Middle  East  and                 

Africa  in  TIBCO,  an  Enterprise  So�ware  company  that  is  a  Leader  in  the  advanced                

analy�cs,   data   management   and   integra�ons   spaces.   

The  first  ques�on  asked  was  a  clarifica�on  around  the  objec�ve  of  the  Value  Engineer                

func�on.   The   answer   is   straigh�orward:   

“what   a   Value   Engineer   does   is   maximising   the   return   on   the   investment   on   technology”   

Ms  Diaz  proceeds  saying  that  the  reason  why  hi-tech  companies  are  more  and  more                

adop�ng  this  func�on  is  that  they  want  to  bring  to  the  table  something  more  strategic                 
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than  sole  features  and  func�ons.  Value  engineers  are  involved  during  the  sales  process               

with  the  objec�ve  of  showing  poten�al  returns  coming  from  the  acquisi�on  of  a  given                

technology.  But  they  also  liaise  with  customers  a�erwards  to  par�cipate,  whenever             

possible,   in   the   detec�on   of   the   delivery   of   Business   Value   and   even   to   its   maximiza�on.   

The  second  ques�on  made,  was  related  to  the  methodology  they  use  to  quan�fy               

Business   Value.    How   do   they   quan�fy   it?   

She  referred  to  a  theory  originally  designed  by  Turner  Rodney,  an  English  Academic               

specialized   in   Project   Management 23   

● First  off,  Value  can  be  seen  through  different  lenses,  depending  on  the              
stakeholder.   

● The  Value  hence  falls  under  four  main  categories:  risk,  revenue,  strategy,  cost              
efficiency,   strategy.   

● Efficiency  could  be  quan�fied  as  FTE  (Full  Time  Equivalent:  is  the  unit  that               
indicates  the  workload  of  an  employed  person  in  a  way  that  makes  workloads  or                
class   loads   comparable   across   various   contexts).   

● Risk   related   value   is   quan�fied   in   a   poten�al   penalty   fine.   

● Strategic   related   value   could   be   quan�fied   with   �me-to-market   for   example.   

● Revenue   related   value   is   quan�fied   with   a   percentage   increase.   

Once   the   Value   is   correctly   interpreted,   it   is   possible   to   quan�fy   Value.   

The  third  ques�on  was  related  again  to  the  quan�fica�on  process.   Is  it  something  all                

companies  do?   The  answer  received  was  highly  insigh�ul.  It  looks  like  that  this  sort  of                 

23  Turner,   R.   (2016)   Gower   handbook   of   project   management.   Aldershot:   Rutledge.   
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quan�fica�on  ac�vi�es  are  less  and  less  relevant  because  the  market  condi�ons  are              

different.  Un�l  a  few  years  back  companies  tended  to  review  their  strategy  every  3  to  5                  

years,  today  companies  do  the  same  cycle  review  every  9  to  12  months.  Such  an                 

accelera�on  implies  that  the  need  for  tracking  results  is  diminishing.  A�er  a  project  is                

finished,  there  is  a  short  term  monitoring  ac�vity,  then  people  move  on  and  look  at  new                  

projects.   

The  following  ques�on  was  about  the  role  of  IT  in  the  Digital  Transforma�on:   are  they                 

Business   Value   co-creator   or   mere   recipients   of   requirements   coming   from   the   Business?     

Ms  Diaz  said  that  it  really  depends  on  the  data  maturity  of  the  IT  department.  There  are                   

cases  where  IT  is  focused  on  con�nuous  updates  and  they  are  very  much  up  to  speed                  

with  innova�on;  while  there  are  also  cases  where  their  focus  is  on  execu�on.  In  this                 

second  case,  they  don’t  care  about  being  “inventors”  nor  about  leading  the              

transforma�on.  If  we  are  in  front  of  an  IT  department  focused  on  execu�on,  they  will  not                  

be  perceived  by  the  business  as  a  trusted  innova�on  advisor,  otherwise,  they  will  get  a                 

seat   at   the   decision-making   table.   

The  final  ques�on  was  around  the  agreement  among  stakeholders  around  what             

Business  Value  is:   is  the  agreement  around  its  defini�on  and  precondi�on  for  its               

successful   delivery?   
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Ms  Diaz  replied  posi�vely,  using  a  similitude.  If  we  have  to  cook  a  meal  for  our  family                   

and  there  is  clear  agreement  around  what   good  tastes  like,  it  is  going  to  be  easier  to                   

successfully   deliver   a   good   meal.   
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Summary   
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Interviewee   
Nr.   1   

Interviewee  
Nr.   2   

Interviewee  
Nr.   3   

Interviewee  
Nr.   4   

Interviewee  
Nr.   5   

Interviewee  
Nr.   6   

              

Job   title   
Lean   Change   
Agent   

Sales   operation   
excellence   

Principal   
Consultant   Product   Owner   

Marketing   
Manager   Brand   Director   

Seniority   Mid-level   Mid-level   Senior   Senior   Mid-level   Senior   

Role   in   the   
project   Executor   Leader   Executor   Leader   Stakeholder   Leader   

Manufacturing   
branch   Pharma   Industrial   Pharma   Automotive   Food   Clothing   

Revenue   €25.4   B   €1.79   B   €30   B   €22.9   B   €500   M   €11   B   

              

Project   <   >   Business   Value   

DX   initiative   
Central   view   of   
testing   

CRM,   lead   
automation   
project   

New   datacenter   
deployment   

Diagnostic   
Analytics   Cloud   
Platform   

B2C   Marketing   
online   
challenge   Phigital   strategy  

Development   
Methodology   Lean   Lean   

From   Waterfall,   
to   agile   Agile   N/A   N/A   

Competitive   
strategy   (CS)   Focus   Differentiation   Cost   leadership   Focus   Focus   Focus   

Business   Value   
(BV)   

Supply   chain   
responsiveness  

Revenue   
increase   Cost   reduction   

Improve   
warranty   

Revenue   
increase   

+   eCommerce   
sales   

Alignment   BV   &   
CS   Yes   No   Yes   Yes   N/A   Yes   

Success   criteria  
10%   lead   time   
reduction   

Generate   
additional   
250.000€   
revenue   N/A   

1)   decrease   
battery   draining,   
2)   decrease   
infotainment   
issues   N/A   

50%   retail   
sales,   50%   
eCommerce   
sales   

Successful   
initiative   

Ongoing,   but  
yes   Yes   Yes   Yes   Yes   

Ongoing,   but  
yes   

              

Business   <   >   IT   Department   

Perceived   Role   
of   IT   

All   the   interviewees   stated   the   following:    The   IT   department   was   a   recipient   of   requirements   coming   
from   other   parts   of   the   business.   

Relation   with   IT   

Distant   
collaboration   
with   IT.   They  
cover   mostly   
the   
bureaucratic/s 
ecurity   aspect   
of   the   project   

IT   feel   they   are   
not   sitting   at   the   
decision-makin 
g   table,   they   are   
a   bit   frustrated   

The   business   
brought   the   
requirements   to   
the   table,   the   IT   
was   resisting,   
the   consulting   
moderated   the   
discussion   and   
created   an   
agreement.   

The   Business   
was   the   "owner"   
of   the   Business   
Value   and   sent   
requirements   to   
IT   

No   relation   with   
IT,   project   
outsourced   to   
specialized   
partner   

Not   directly   
involved   with   IT   

Agreement   
around   BV   No   No   Yes   No   Yes   Yes   



  
  

  
  

 4.   DISCUSSION   
  

  

 4.1   -   The   Aims   of   the   research   

In   summary,   the   research   is   aimed   at   finding   the   answers   to   the   following   ques�ons:   

  

1) How  is  Business  Value  defined  and  quan�fied  while  working  on  the  launch  of  a                
new   digital   transforma�on   ini�a�ve?   

  
While  answering  this  ques�on  the  research  a�empts  to  map  the  different  ways              

Business  Value  is  defined  and  quan�fied.  Do  companies  iden�fy  it  as  an  economic               

measure  (ROI,  NPV)  or  with  some  other  more  intangible  ones?  The  researcher  purposely               

asked  direct  ques�ons  about  Business  Value  iden�fica�on  and  about  the  KPIs  necessary              

to   track   it.     

While  speaking  with  consultants  and  subject  ma�er  experts,  the  researcher  asked             

directly   for   informa�on   in   such   regard   so   as   to   get   further   insights   on   the   topic.   

  

  
2) Is  it  possible  to  establish  a  correla�on  between  the  clarity  and  agreement  around               

the  defini�on  of  Business  Value  among  the  different  stakeholders  and  its             
perceived   successful   delivery   in   a   Digital   Transforma�on   project?   

  
The  hypothesis  the  research  wishes  to  validate  or  disproof  is  around  a  possible  direct                

correla�on  between  how  effec�vely  the  objec�ves  of  a  Digital  Transforma�on  project  are              

shared  among  stakeholders  (here   “objec�ves”  is  used  as  a  proxy  for  Business  Value),  and                
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the  success  of  the  ini�a�ve  itself.  The  clearer  and  more  defined  the  objec�ves,  the  more                 

successful   the   delivery   of   Business   Value   should   be   perceived.   

  

  
3) Are  IT  departments  mere  execu�oners  in  today’s  Digital  Transforma�on?  Or  are             

they   increasingly   ac�ve   in   shaping   the   transforma�on   itself?   
  
The  research  posed  a  number  of  ques�ons  aimed  at  understanding  the  rela�onship              

between  IT  and  the  Business,  so  as  to  understand  the  role  that  each  actor  plays  in  the                   

Digital  Transforma�on  stage.  More  specifically,  the  research  intended  to  validate  or             

disprove  the  one  assump�on  included  among  the  main  principles  of  the  Agile  Manifesto,               

that  is  to  say,  that  the  IT  department  should  be  a  Business  Value  co-creator  and  not  just  a                    

mere  recipient  of  requirements  coming  from  the  business.  Crossing  the  informa�on             

collected  about  the  development  methodology  adopted  for  the  project  and  the  insights              

provided  by  the  interviewees,  the  analysis  is  able  to  provide  a  strong  answer  to  the                 

ques�on   above.   

  

  
4) What  sort  of  approach  should  we  adopt  while  inves�ga�ng  the  Business  Value              

and   its   delivery?   
  

The  research  ini�ally  inves�gated  Business  Value  given  its  correla�on  with  the  strategic              

horizon.  Two  different  approaches  were  based  on  such  a  correla�on,  and  both  were               

reliant  on  Micheal  Porter’s  authority:  the  one  proposed  by  Mark  Schwartz  (the  business               

value  delivery  is  related  to  one  of  three  compe��ve  strategies:   focus,  cost  leadership,               

76   



  
  

  
differen�a�on )  and  the  approach  adopted  by  Tallon,  Kraemer  and  Gurbaxani  (the             

business  value  delivery  is  related  to  one  of  two  strategic  focus:  opera�onal  effec�veness,               

strategic  market  posi�oning ).  A  third,  more   agnos�c ,  approach  then  emerged  from  the              

conversa�on  with  a  subject  ma�er  expert,  so  the  research  will  proceed  to  test  which  of                 

the   three   approaches   be�er   serve   the   purpose   of   understanding   the   different   scenarios.  

  

  

 4.2   -   The   findings   and   their   rela�on   with   theory   previously   analysed   

  

1) How  is  Business  Value  defined  and  quan�fied  while  working  on  the  launch  of  a                
new   digital   transforma�on   ini�a�ve?   

  

The  answer  to  the  ques�on  is  not  aimed  at  proving  or  disproving  a  hypothesis,  but  it  is                  

supposed  to  map  the  ac�vity  of  Business  Value  defini�on  while  searching  for  the               

emergence  of  thema�c  regulari�es  and  insights.  Here  is  a  list  of  finding  broken  down  for                 

two   categories:    business   value   defini�on ,    business   value   quan�fica�on.   

  

Business   value   defini�on   

● 50%  of  par�cipants  (Interview  Nr.  2,  Nr.  5,  Nr.  6)  defined  Business  Value  as                

revenue  increase.  In  one  case  -  interview  Nr.  6  -  is  the  revenue  increase  of  a                  

specific   channel,   eCommerce.   

● 33%  of  the  panel  (Interview  Nr.  1,  Nr.  2)  defined  the  Business  Value  as  a  measure                  

related  to  the  improvements  of  opera�ons  (interview  Nr.  1:  reduced  lead  �me              
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thanks  to  a  360  degrees  view  of  tes�ng  opera�ons;  interview  Nr.  2:  increased               

revenue   within  the  context  of  an  improvement  of  sales  opera�ons;  interview  Nr.              

3:    cost   reduc�on    through   a   re-defini�on   of   IT   opera�ons).   

● 33%  of  the  �me  (Interview  Nr.  1,  Nr.  4),  Business  Value  could  be  iden�fied  as                 

Customer  Value .  In  the  interview  Nr.  4  the  Business  Value  ( improved  warranty )              

was  related  to  a  product  feature  that  surely  represents  value  for  the  customer.               

Improving  the  quality  and  reliability  of  the  Central  Electrical  unit  would  have              

impacted  the  warranty  and  it  would  have  directly  and  posi�vely  affected  the              

customers.  With  Interview  Nr.  1  it  is  clear  how  the  defini�on  of  the  Business  Value                

( reduced  lead  �me/supply  chain  responsiveness ),  could  be  easily  described  as            

Customer  Value :  the  sooner  a  drug  for  a  rare  disease  arrives  at  the  pharmacies’                

shelves,   the   be�er   pa�ents   will   feel.     

● 0%   of   the   �me,   Business   Value   was   iden�fied   as   a   Return   on   Investment.   

● In  67%  of  the  interviews  (  Nr.  2,  Nr.  3,  Nr.  5,  Nr.  6),  it  is  possible  to  iden�fy  a  direct                       

economic  dimension  of  the  Business  Value.  It  is  worth  no�cing,  that  the  only  2                

instances  where  no  economic  value  was  directly  ascribable  to  the  Business  Value,              

was   when   the   Business   Value   could   be   iden�fied   as   Customer   Value.   

  

Business   value   quan�fica�on   

● 50%  of  par�cipants  (Interview  Nr.  1,  Nr.  2,  Nr.  6)  were  able  to  provide  informa�on                 

related   to   the   Business   Value   quan�fica�on.     

● The  outstanding  50%  of  par�cipants  (Interview  Nr.  3,  Nr.  4,  Nr.  5)  provided               

informa�on  about  the  quan�fiable  variables  (Interview  Nr.  3:   cost  reduc�on ;            

Interview  Nr.  4:   a)  decrease  ba�ery  draining,  b)  decrease  infotainment  issues;             

Interview   Nr.   5:    revenue   increase ),   but   no   target   measure   was   specified.   
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● 17%  of  par�cipants  (Interview  Nr.  1)  said  that  they  were  periodically  monitoring              

the  delivery  of  Business  Value.  At  the  �me  of  the  interview,  they  had  a  6%                 

reduc�on  in  lead  �me,  against  the  10%  target  objec�ve  reduc�on.  The  result  was               

aligned  to  the  expecta�ons  which  led  the  interviewee  to  say  that,  although  the               

project   was   s�ll   ongoing,   it   was   headed   toward   the   right   direc�on.  

  

The  research  discovered  a  general  sense  of  inadequacy  or  inaccuracy  while  facing  the               

need  of  quan�fying  the  delivery  of  Business  Value.  O�en,  no  target  objec�ves  were               

clearly   provided   and   during   the   interviews,   the   researcher   tried   to   find   the   reason   why.     

Interviewee  Nr.  2  was  able  to  provide  a  quan�fiable  target  as  the  measure  of  the                 

success  of  the  ini�a�ve  (the  project  was  supposed  to  generate  an  addi�onal  250.000  €  of                 

revenue),  but  no  effort  was  made  to  calculate  the  ROI  and  the  need  for  periodical                 

monitoring  of  the  delivery  of  Business  Value  was  also  not  perceived.  The  ROI  wasn’t                

required  because  the  marke�ng  automa�on  tool  used  for  the  project  was  used  also  for                

other  ini�a�ves,  while  the  periodic  monitoring  of  the  delivery  of  economic  return  (in  this                

case,  this  is  synonymous  with  Business  Value)  was  not  considered  important.  This  was               

nega�vely  felt  by  the  interviewee,  especially  because  of  the  long  sales  cycle  of  the                

products  sold  by  the  company.  A  periodic  check  would  have  surely  provided  a  be�er                

understanding  of  the  impact  of  that  specific  Digital  Transforma�on  project.  It  would  have               

hence   provided   be�er   insights   into   the   Business   Value   yielded   by   the   project.   
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The   Business   Value   quan�fica�on   issue   

The  “Business  Value  quan�fica�on  issue”,  emerged  clearly  also  during  the  interview             

with  Mr  Veronesi  (Interview  Nr.  7).  While  working  on  a  consultancy  proposal  for  a  Digital                 

Transforma�on  project  to  present  to  a  customer,  it  is  considered  dangerous  -              

“career-ending”  dangerous  -  to  provide  a  Return  on  the  Investment  target  objec�ve  ( eg.               

“If  a  company  does  project  X,  they  will  spend  Y  and  they  can  expect  to  yield  a  Z%  ROI )                     

because   a)   the  analysis  would  require  too  much  �me  to  be  run  effec�vely  and,   b)                  

because  it  would  carry  a  low  accuracy  level  anyway,  given  the  incredible  amount  of                

variables  at  play  in  large  Digital  Transforma�on  projects.  In  projects  with  a  limited  scope                

and   clear,   limited   amount   variables   it   would   be   easier   to   establish   an   expected   ROI.     

In  both  cases  though  (easy  and  complex  scenarios),  we  are  dealing  with  the               

understandable  hardship  of  predic�ons:  it  is  hard  to  quan�fy  the  Business  Value   ex-ante.               

But  what  about  the   ex-post  monitoring  of  the  delivery  of  Business  Value,  why  did  only  1                  

par�cipant   out   of   6,   say   that   they   were   constantly   measuring   it?   

This  is  an  interes�ng  ques�on  that  cannot  find  a  full  answer  in  this  research,  but  it  could                   

be  inves�gated  in  future  ones.  Intui�vely  it  is  fair  to  state  that,  if  it  is  generally  considered                   

too  risky  (again   “career-risking” )  to  quan�fy   ex-ante  and  establish  clear  target  objec�ves,              

the  delivery  of  Business  Value  will  not  be  monitored  systema�cally   ex-post.  This              

fear-based   hypothesis   would   be   the   one   worth   verifying   in   future   research.   

Another  interes�ng  perspec�ve  on  the  absence  of  consistent  Business  Value  tracking             

was  offered  by  the  interview  with  Ms  Diaz  (Leader  of  the  EMEA  Value  Engineer  func�on                 
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in  TIBCO  So�ware),  who  talked  about  the  fact  that  companies  today  tend  to  embark  on                 

new  projects  at  an  increasing  frequency  rate.  This  leaves  li�le  �me  to  dedicate  to                

historical   analysis.   

This  double-blind  posi�on,  the  fear  of  predic�ng  the  delivery  of  Business  Value  and  the                

lack  of  �me  for  quan�fying  its  delivery  in  projects  already  deployed,  is  possibly  one  of                 

the  reasons  that  contribute  to  widening  the  gap  between  Digital  Leaders  and  Digital               

Laggers.   
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2) Is  it  possible  to  establish  a  correla�on  between  the  clarity  and  agreement  around               

the  defini�on  of  Business  Value  among  the  different  stakeholders  and  its             
perceived   successful   delivery   in   a   Digital   Transforma�on   project?   

  

● We  need  to  no�ce,  firstly,  that  50%  of  the  interviewees  (Interview  Nr.  1,  Nr.  2,  Nr.                  

4),  said  that  there  was  no  agreement  between  the  IT  department  and  the  rest  of                 

the   business   around   what   Business   Value   was.     

● Secondly,  we  need  to  acknowledge  that  100%  of  the  interviewees  described  the              

ini�a�ve   as   a   successful   one.   

● 17%   of   the   par�cipants   recognized   the   importance   of   such   agreement   (   Nr.   6)   

● A  subject  ma�er  expert  interviewed  (Edna  Diaz)  confirmed  the  importance  of             

such   an   agreement.   

Based  on  the  first  two  considera�ons,  the  researcher  should  disprove  the  hypothesis              

and  nega�vely  answer  the  second  Research  Ques�on.  In  front  of  a  full  100%  perceived                

success  rate  of  the  projects,  only  50%  of  the  par�cipants  said  that  there  was  agreement                 

among  IT  and  the  different  stakeholders  around  what  Business  Value  was.  So,  in  50%  of                 

the   cases,   this   agreement   could   not   be   considered   a   precondi�on   for   success.   

To  receive  a  more  defini�ve  answer  to  the  second  research  ques�on,  the  hypothesis               

should  be  inves�gated  longer,  with  a  larger  panel  and  a  dedicated  line  of  ques�ons.  The                 

importance  of  the  agreement  over  a  defini�on  of  Business  Value  has  been  recognized  by                

33%   of   the   interviewees.     
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3) Are  IT  departments  Business  Value  co-creators  or  are  they  mere  executors  in              
today’s   Digital   Transforma�on?     

  

● First  off,  it  is  worth  no�cing  that  100%  of  the  sample  said  that  their  rela�onship                 

with  IT  was  distant  or  that  they  were  not  involved  with  anything  related  to  the                 

Business   Value.     

● Secondly,  we  need  to  highlight  how  100%  of  the  sample  described  the  perceived               

role  of  IT  as  follows:  The  IT  department  was  a  recipient  of  requirements  coming                

from   other   parts   of   the   business.   

● Thirdly,  in  100%  of  the  projects  where  the  Agile  development  methodology  was              

adopted  (Interview  Nr.  r,  Nr.  4),  the  interviewees  did  not  recognize  the  role  of  IT                 

as  a  Business  Value  co-creator,  but  simply  as  a  recipient  of  requirements  coming               

from   the   business.   

The  finding  of  the  present  research  clearly  disproves  the  assump�on  posed  by  Agile               

Literature,   that   views   IT   as   a   co-creator   of   Business   Value.   

It  is  revealing  the  fact  that  all  the  par�cipants  said  that  they  had  a  distant  rela�onship                  

with  the  IT  and  also  that  the  IT  func�on  was  considered  as  a  mere  recipient  of                  

requirements  coming  from  the  business.  IT  seems  to  be  far  removed  from  the  Business                

Value  defini�on  and  clarifica�on.  As  clearly  stated  by  Interviewee  Nr.  4,   “the  Business               

was  the  "owner"  of  the  Business  Value  and  sent  requirements  to  IT”.   Also  revealing  the                 
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statement  of  Interviewee  Nr.  2,  who  said  very  clearly  again  that  the  IT  felt  frustrated                 

because   they   were   not   si�ng   at   the   decision-making   table.   

Other  interes�ng  insights  around  the  role  of  IT  in  the  Digital  Transforma�on  process,  is                

provided  by  Mr  Veronesi.  It  follows  a  summary  of  the  insights  shared  during  the                

interview:   

● IT  departments  tend  to  have  a  more  tac�cal  decision-making  power  than  a              

strategic  one  (IT  decides  on  technical  aspects  of  the  projects  and  has  a  strong  say                 

around   the   decision   of   the   right   vendor).   

● IT  acts  as   gatekeepers  and  tends  to  be  conserva�ve  towards  the  budget,  and               

limits   the   spending.   

● IT  represents  a   centralizing  force  within  the  context  of  the  hi-tech  landscape,              

ac�ng   conserva�vely   towards   the   prolifera�on   of   systems   and   pla�orms.   

● The  decision-making  process  involves  both  IT  and  the  business,  but  the  func�on              

of  IT  in  such  a  process  does  not  seem  to  be  a  proposi�ve  force,  but  it  seems  more                    

of   a   technical   advisor.   

● Some  awareness  and  agreement  seem  to  be  emerging  these  days  around  the  fact               

that   projects   imposed   by   IT   do   not   seem   to   be   very   successful.   
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4) What  sort  of  approach  should  we  adopt  while  inves�ga�ng  the  Business  Value              
and   its   delivery?   

  

First  off,  the  research  ini�ally  accepted  that  the  correla�on  between  the  strategic              

horizon  and  Business  Value  exists  based  on  the  wide  literature  on  the  subject.               

Interes�ngly,   we   found   two   separate   approaches   both   reliant   on   Michael   Porter’s   theory.   

On  one  side  we  have  Mark  Schwartz’s  approach,  based  on  a  correla�on  between              

Business  Value  and  the  compe��ve  strategies  iden�fied  by  Porter  ( cost  leadership,  focus,              

differen�a�on ).  This  means  that  not  necessarily  all  the  possible  Digital  Transforma�on             

projects  will  be  able  to  deliver  Business  Value  in  a  given  company,  but  only  those  aligned                  

with  the  compe��ve  strategy.  This  approach  seems  to  be   prescrip�ve  as  it  might  be  used                 

by   decision-makers   to   opt   for   a   project   over   another   one   depending   on   such   alignment.   

Interview  Nr.  1  is  the  perfect  example  of  the  alignment  between  Compe��ve  Strategy               

and  Business  Value.  The  company’s  strategy  (Pharmaceu�cal  Manufacturing)  is  about            

focusing  on  a  specific  market  segment  (rare  diseases),  so  as  to  serve  the  segment  be�er                 

than  anyone  else.  The  iden�fied  Business  Value  was  about  reducing  the  produc�on  lead               

�me,  so  as  to  bring  drugs  to  market  faster.  Needless  to  say,  when  dealing  with  rare                  

diseases,  the  sooner  a  company  brings  a  cure  to  the  market,  the  be�er  it  serves  its                  

customers.   

The  same  can  be  said  about  Interview  Nr.  3,  where  a   cost  leadership   based  compe��ve                 

strategy,  corresponds  to  a  Business  Value  iden�fied  as   cost  reduc�on ,  but  the  problem               
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with  this  approach  comes  when  we  analyze  Interview  Nr.  2.  In  this  case  we  can  see  a                   

company  strategy  based  on   differen�a�on  and  a  Business  Value  iden�fied  as   revenue              

increase  through  an  improvement  of  the   sales  opera�ons.  In  this  case,  the  interviewee               

recognized  -  rather  reluctantly  -  that  there  was  no  alignment  between  Business  Value  and               

compe��ve  strategy,  but  he  also  recognized  that  the  project  was  considered  a  success.               

Not  only  did  he  recognize  this,  but  he  also  shared  the  success  criteria  of  the  ini�a�ve                  

(gaining  250.000€  addi�onal  revenue  through  the  CRM  automa�on  project)  and            

confirmed  that  the  ini�a�ve  reached  the  target  objec�ve.  So,  how  comes  that  a  project                

that  is  not  aligned  to  the  compe��ve  strategy  of  the  company,  is  said  to  successfully                 

deliver   Business   Value?   

It  seems  that  Mark  Schwartz’s  approach,  once  put  to  the  test,  does  not  work                

consistently.  We  can  imagine  other  scenarios  where  the  approach  fails  to  work  as               

adver�sed.  Should  we  consider,  for  example,  a   cost  reduc�on  oriented  project  as  not               

desirable  simply  because  in  that  company  they  follow  a   focus  strategy  and  not  a   cost                 

leadership    one?   

Tallon,  Kraemer,  Gurbaxani  can  provide  a  similar,  but  more  comprehensive  approach.             

They  also  u�lize  Micheal  Porter’s  theory,  but  they  describe  the  strategic  horizon  of  a                

given  company  as  follows:  IT  goals  can  either  focus  on   opera�onal  effec�veness,  or  on                

strategic  market  posi�oning.  Now,  in  the  example  provided  by  Interview  Nr.  2,  the   focus                

compe��ve  strategy  adopted  by  the  company  could  be  easily  considered  as  a  specific  use                

case  of  a   strategic  market  posi�oning.  Increasing  revenue  would  be  again  not  perfectly               
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aligned  with  the  company  strategy,  but  Tallon,  Kraemer,  Gurbaxani  add  something             

significant   on   the   ma�er:   

“Although  market-focus  firms  might  be  more  externally  focused          
in  their  goals  for  IT,  they  are  by  no  means  deficient  at  using  IT  for                 
opera�onal  purposes.  Indeed,  one  could  argue  that  a          
customer-oriented  focus  requires  some  degree  of  opera�onal         
emphasis   in   order   to   be   successful.” 24 .   

  

They  ul�mately  recognize  that  although  a  company  might  be  oriented  towards  a              

strategic  market  posi�oning  (in  this  case  it  would  be   differen�a�on ),  they  anyway  need              

surely   to   improve   opera�ons.     

Going   back   to   Schwartz’s   word:   

  

“[...]  we  should  be  valuing  the  investment  based  on  its            
contribu�on  to  strategy,  not  just  on  an  income  projec�on.  [...]            
What  is  going  on,  I  think,  is  that  each  business  has  a  different  way                
of  understanding  business  value  depending  on  its  strategies,          
compe��ve  situa�on,  capabili�es,  mission,  and  people.  Ul�mately,         
if  the  business  happens  to  be  a  public  corpora�on,  this            
interpreta�on  of  business  value  is  meant  to  drive  increases  in            
shareholder  value,  but  that  is  an  empty  goal  un�l  the  organiza�on             
translates   it   into   specific   strategies   and   values”    25   

  

Schwartz’s  approach  is  profound,  but  its  strength  -  the  strong  correla�on  between              

Business  Value  and  compe��ve  strategy  -  corresponds  also  to  its  limit.   Why  should  we                

not   consider   income   projec�on   as   Business   Value,   a�erall?     

24  P.   Tallon,   K.   Kraemer,   V.   Gurbaxani   (2000).   p.   152   
25  Schwartz   2016,   p.   90   
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The  approach  could  help  execu�ves  to  choose  the  right  Digital  Transforma�on  project,              

picking  among  the  one  that  is  closer  to  the  compe��ve  strategy  adopted.  We  should  not                 

be  limited  by  that  approach  though,  when  it  comes  to  opera�onal  excellence:  especially               

today,  given  the  trend  that  is  nega�vely  affec�ng  profit  margins  at  a  global  scale 26 ,                

reducing  opera�onal  costs  and  improving  sales  opera�on,  should  not  be  considered  as  a               

secondary  objec�ve.  Opera�onal  excellence  should  be  surely  considered  as  a  source  of              

Business   Value.   

The  interview  with  Ms  Diaz,  Value  Engineering  Leader  in  TIBCO  So�ware,  provided  a               

glimpse  into  an  even  more  comprehensive  approach  that  the  research  finally  considers              

preferable  compared  to  the  previous  two.  This  approach  has  been  designed  by  an  English                

Academic  focused  on  Project  Management  -  Rodney  Turner 27  -  and  it  considers  Value               

delivery  in  rela�on  to  4  main  areas:   cost  efficiency,  risk,  revenue,  strategy.  So,  the                

approach  results  to  be  less  bounding  in  regard  to  the  strategic  horizon.  Yes,  a  rela�on                 

between  value  and  strategy  can  be  considered,  but  the  Business  Value  delivery  could  be                

ascribed   to   other   factors   as   well.     

We  could  define  this  third  approach  as   agnos�c,   because  Business  Value  is  not  solely                

ascribed   to   the   company’s   strategic   horizon.   

This  approach,  as  we  saw  in  the  interview  with  Ms  Diaz,  is  also  generously   prescrip�ve                 

as  it  offers  many  ways  to  quan�fy  Business  Value  depending  on  the  area  it  is  ascribed                  

26  Conroy,   P.,   Narula,   A.,   (2011).   The   profit   margins   squeeze   -   Deloitte,   
https://www2.deloitte.com/content/dam/insights/us/articles/the-profit-margin-squeeze-structural-strategies-f 
or-consumer-product-companies/DUP104-Profit-Margin-Squeeze.pdf   
27  Turner,   R.   (2016)   Gower   handbook   of   project   management.   Aldershot:   Rutledge.   
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(Efficiency  could  be  quan�fied  as  FTE,  Risk  related  value  is  generally  quan�fied  in               

poten�al  penalty  fine;  strategic  related  value  could  be  quan�fied  with  �me-to-market  for              

example;   Revenue   related   value   could   be   quan�fied   with   percentage   increase).   

Given  the   comprehensive  and   prescrip�ve  nature  of  this  third   agnos�c  approach,  and              

given  what  the  research  iden�fied  as  the   Business  Value  Quan�fica�on  issue   (pg.  77),  we                

believe  that  this  approach  should  be  preferred  to  the  previous  two.  It  in  fact,  offers  tools                  

that  help  organiza�ons  to  quan�fy  the  delivery  of  Business  Value,  which  ac�vity  has  been                

iden�fied  as  a  weakness,  companies  tend  to  have  along  their  Digital  Transforma�on              

journey.   
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4.3   -   Considera�ons   around   the   support   of   the   hypotheses   

1. How  is  Business  Value  defined  and  quan�fied  while  working  on  the  launch  of  a                
new   digital   transforma�on   ini�a�ve?   

This  research  ques�on  did  not  present  a  hypothesis  to  either  validate  or  disprove,  but  it                 

was   made   to   explore   the   subject   and   gain   insights   into   the   substance   of   the   ma�er.   

2. Is  it  possible  to  establish  a  correla�on  between  the  clarity  and  agreement  around               
the  defini�on  of  Business  Value  among  the  different  stakeholders  and  its             
perceived   successful   delivery   in   a   Digital   Transforma�on   project?   

This  research  ques�on  was  based  on  an  assump�on  that  was  completely  disproved  by               

the   research.   

3. Are  IT  departments  Business  Value  co-creators  or  are  they  mere  execu�oners  in              
today’s   Digital   Transforma�on?     

This  research  ques�on  was  based  on  an  assump�on  that  was  completely  disproved  by               

the   research.   

4. What  sort  of  approach  should  we  adopt  while  inves�ga�ng  the  Business  Value              
and   its   delivery?   

This  research  ques�on  did  not  present  a  hypothesis  to  either  validate  or  disprove,  but  it                 

was   made   to   explore   the   subject   and   test   different   methodological   insights.   
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 4.4   -   A   dialogue   around   Business   Value   with   Schwartz,   Tallon,   Kraemer   and   Gurbaxani   

In  this  chapter,  we  will  summarize  the  previous  occasions  where  dialogue  was              

established  between  the  findings  of  the  research  and  the  arguments  men�oned  by              

authors   cited   in   the   Literature   Review.   

A�er  answering  the   first  research  ques�on ,  we  can  confidently  validate  Schwartz’s             

opinion   around   the   subjec�ve   nature   of   Business   Value;   never   universal   nor   necessary.     

  

“In  the  classic  literature  of  Agile  so�ware  development,  teams           
produce  business  value.  In  the  Scrum  model,  there’s  someone           
called  a  product  owner  who  figures  out  what  is  valuable  by             
applying  some  ROI  standard;  there  are  customers  wai�ng  to  be            
pleased;  self-organizing  teams  stand  ready  to  shear  away.  “Here’s           
what  I  realized:  the  strange  no�ons  of  value  expressed  by  each  of              
these  organiza�ons  actually  made  sense  in  their  contexts.  The  odd            
behaviours  of  the  government  agency,  the  closely  held  company,           
and  the  startups  compe�ng  for  venture  funding  were  en�rely           
ra�onal  and  appropriate  to  their  circumstances.  Ac�vi�es  that          
seemed  wasteful  were  not  always  so;  priori�es  flowed  from  what            
was  really  important,  not  from  some  universal  standard.  The           
meaning  of  business  value—not  just  the  features  that  would           
realize   it—was   different   from   organiza�on   to   organiza�on.   

What  if—humour  me  for  a  moment—some  of  that  waste  that           
the  government  injects  into  its  processes  actually  adds  a  kind  of             
business  value?  What  if  the  business  value  in  the  startup            
community  means  raising  capital  at  higher  and  higher  pre-money           
valua�ons,  and  genera�ng  profits  is  only  a  distant  second  as  a             
business   goal? 28   

  

The  research  acknowledged  the  dishomogeneous  nature  of  Business  Value,  as  it  was              

iden�fied  in  different  ways  in  different  companies.  Schwartz  in  par�cular  no�ced  how              

28  Schwartz   2016,   p.   20   
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professionals  tend  to  refer  to  Business  Value  as  a  proxy  for  five  other  concepts:   customer                 

value,  user  value,  ROI,  NPV,  mission  accomplishment.   Those  macro-categories  work  as             

long  as  we  do  not  consider  such  a  list  exhaus�ve  of  all  the  possibili�es.  A�er  all,  Schwartz                   

didn’t  intend  to  validate  any  of  those  categories  as  the  right  defini�on  of  Business  Value,                 

instead  he  stated  that  to  understand  such  an  elusive  measure,  we  need  more               

informa�on.   

We  saw  how  this  missing  informa�on  relates  to  the  iden�ty  of  the  company  itself  and,                 

more  specifically,  it  relates  to  its  strategic  horizon.  Once  we  understand  where  a               

company  wants  to  go  (strategic  horizon),  we  can  understand  what  should  be  considered               

desirable.  The  concept  of  desirability  is  indeed  very  important:  Business  Value,  a�er  all,  is                

the  fundamental  value  that  helps  organize  the  internal  hierarchy  of  values,  hence  it               

establishes  what  is  desirable.  While  answering  the   fourth  research  ques�on  though,  we              

faced  the  poten�al  but  also  the  limits  of  Schwartz’s  approach  and  we  suggested               

enriching  such  a  perspec�ve  with  the  approach  proposed  by  Tallon,  Kraemer  and              

Gurbaxani.     

But  to  understand  the  importance  of  the  Business  Value,  we  need  to  go  through  its                 

quan�fica�on  and  we  saw  how  Tallon,  Kraemer  and  Gurbaxani  make  a  compelling  set  of                

(verified)   arguments:   

1. Firms  with  more  focused  goals  for  IT  will  make  greater  use  of  IT               
investment   evalua�on.   

2. Firms  that  make  greater  use  of  IT  evalua�on  techniques  will  achieve             
higher   levels   of   strategic   alignment.   
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3. The  use  of  post-implementa�on  techniques  yield  higher  perceived          

levels   of   IT   business   value   than   pre-implementa�on   techniques   alone.   

  
If  we  look  now  at  the  finding  of  the  research,  we  cannot  avoid  looking  at  what  we                   

defined  as  the   Business  Value  quan�fica�on  issue .  While  answering  the   first   research              

ques�on  again,  it  came  clear  that  post-implementa�on  monitoring  of  the  delivery  of              

business  value  was  not  as  standardized  as  one  could  think.  This  previously  analyzed  topic                

will  be  also  considered  in  one  of  the  next  sec�ons  dedicated  to  poten�al  future  research                 

stemming  from  the  current  one  ( 4.5   -   Ideas  for  future  research  stemming  from  your                

findings).   

  

The    third   research   ques�on    puts   us   right   in   front   of   Agile   Literature.     

It  didn’t  make  much  difference  to  us  in  a  Waterfall  world—we             
cared  about  schedule  and  cost  milestones.  But  in  Agile  prac�ce,  we             
only  care  about  the  delivery  of  business  value.  Which  means  we             
care   about   .   .   .   what?” 29   

  
  

The  assump�on  made  by  the  Agile  prac�ce  is  that  the  IT  department  should  be  a                 

Business  Value  co-creator,  so  we  interrogated  our  panel  on  the  subject  and  we  received                

a  clear  answer.  At  least  from  the  business  side,  the  role  of  the  IT  is  not  perceived  as  a                     

Business  Value  co-creator  but  as  a  recipient  of  requirements  coming  from  the  business.               

As  no�ced  while  answering  the  research  ques�on,  this  fact  was  true  for  every               

par�cipant,   even   when   they   adopted   the   Agile   methodology   itself.   

29  Schwartz   2016,   p.   20   
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4.5   -   Strengths   and   weaknesses   of   the   research   

Strengths   of   the   research   

The   research   makes   a   great   analysis,   in   par�cular,   around   the   third   research   ques�on:   

3. Are  IT  departments  mere  execu�oners  in  today’s  Digital  Transforma�on?  Or  are             
they   increasingly   ac�ve   in   shaping   the   transforma�on   itself?   

  
The  findings  leave  li�le  to  no  doubt  and  the  discovery  is  significant:  it  would  be                 

expected  that  the  role  of  IT  would  be  more  central  during  the  Fourth  Industrial                

Revolu�on,  but  it  looks  like  IT  is  enabling  the  Digital  Transforma�on  but  it  is  s�ll  not                  

leading   it.   

The  discovery  of  the   Business  Value  Quan�fica�on  issue   is  also  significant  and              

consequen�al:  it  opens  up  in  fact  to  deeper  research  that  I  will  discuss  in  the  dedicated                  

sec�on   following   shortly   in   the   present   chapter.   

  

Poten�al   problems   

First  of  all,  given  a  longer  �meframe,  the  research  would  have  benefi�ed  from  having                

more  interviewees.  Secondly,  the  survey  itself  could  have  been  cut  short  to  include  only  a                 

limited  amount  of  fundamental  ques�ons  and  get  a  larger  pool  and  more  significant               

sta�s�cs  over  those  crucial  points.  The  quan�ta�ve  side  of  the  research  would  have               

made   the   qualita�ve   insights   even   more   compelling.   

The  point  of  view  of  IT  was  not  represented  among  the  interviewees,  so  the  research                 

limited   its   scope   to   the    “perceived”   role   of   IT   in   Digital   Transforma�on.   
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4.6   -    Ideas   for   future   research   stemming   from   the   research   findings   

As  men�oned  above,  the  findings  opened  up  to  a  number  of  different  streams  of                

research   and   here   you   find   two   of   them:   

  

● Inves�gate  the  Business  Value  quan�fica�on  issue:  are  companies  monitoring           

systema�cally  and  consistently  the  delivery  of  Business  Value  of  Digital            

Transforma�on  ini�a�ves?  If  not,  why  is  this  not  happening?  Is  the  fear-based              

hypothesis  (leaders  fear  the   ex-ante  quan�fica�on  because  of  possible  face-losing            

situa�ons  due  to  inaccuracy,  hence  we  have  no  strong  benchmark  to  base  the               

ex-post    quan�fica�on)   a   legi�mate   explana�on?   

● Inves�gate  more  the  point  of  view  of  IT  in  rela�on  to  their  role  in  the  Digital                  

Transforma�on:  do  they  view  their  role  as  Business  Value  co-creator  or  do  they               

consider  themselves  recipients  of  requirements  coming  from  the  business?  If  they             

see  their  work  as  strictly  related  to  the  crea�on  of  Business  Value,  how  do  they                 

view   their   rela�onship   with   such   an   elusive   value?   

  

95   



  
  

  
 
4.7   -    Implica�ons   of   the   results   and   applica�ons   of   the   research   

The  implica�ons  of  the  results  are  extensive.  First  of  all,  the  fact  that  100%  of  the                  

interviewees  from  the  Business  view  IT  as  a  mere  recipient  of  requirements  coming  from                

their   side,   might   mean   that   one   of   the   following   scenarios   is   true.   

 Either  the  statement  reflects  the  truth  about  the  role  of  IT  in  Digital  Transforma�on  -                  

in  that  case,  more  should  be  done  to  bring  IT  to  the  decision-making  table  -  or  the                   

statement  reflects  the  point  of  view  of  the  Business  only.  This  means  that  we  would  be                  

talking,  in  this  case,  about  the   perceived  role  of  IT  and  not  about  their  actual  role.  It                   

might  be  the  case  -  it  is  in  fact  the  opinion  of  the  researcher  -  that  IT  contributes  to  the                      

Business  Value  co-crea�on  in  different  terms  -  as  we  saw  -  from  a  conserva�ve                

standpoint.  In  this  second  case,  we  would  be  in  a  situa�on  where  IT  and  the  different                  

stakeholders   disagree   on   what   Business   Value   is.     

An  applica�on  of  the  research  that  could  take  into  account  this  specific  implica�on               

would  be  about  crea�ng  awareness  over  the  necessity  of  building  a  shared  view  of  what                 

Business  Value  is  among  IT  and  the  different  stakeholders  in  a  given  project  and  allowing                 

everyone  to  ac�vely  contribute  to  it  given  their  specific  roles.  During  Interview  Nr.  4,  the                 

par�cipant  made  an  example  that  clarifies  greatly  the  risk  that  comes  with  not  having  a                 

shared  view  and  agreement  around  what  Business  Value  is.  The  example  was  coming               

from  a  bank  in  the  US  where  the  objec�ve  of  a  new  campaign  was  to  create  as  many  new                     

accounts  as  possible.  At  that  �me  every  salesperson  in  the  company  started  pushing              
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customers  to  open  more  accounts.  The  ini�a�ve,  designed  to  increase  market             

penetra�on,  ended  up  being  a  disaster  with  legal  implica�ons  for  many  years  to  come.                

The  route  of  evil  was  iden�fied  by  the  par�cipant  in  the  poorly  clarified  Business  Value:                 

the  value  was  in  fact  in  opening  accounts  for  new  customers,  not  just  opening  new                 

accounts.     

The  second  implica�on  of  the  research  is  the  following:  if  companies  are  not               

quan�fying  and  monitoring  Business  Value  consistently  and  accurately  a�er  the            

deployment  of  a  Digital  Transforma�on  project,  the  value  of  the  project  itself  risks  being                

either  underrated  ( Use  of  post-implementa�on  techniques  yields  higher  perceived  levels            

of  IT  business  value  [...]) .  This  was  in  fact  a  statement  verified  by  the  research  of  Tallon,                   

Kraemer,  Gurbaxani.  The  risk  of  underra�ng  the  Business  Value  of  a  Digital              

Transforma�on  project  is  that  the  necessary  Digital  Transforma�on  process  of  a  company              

might   be   underrated   and   slowed   down.   In   the   new   economy,   this   risk   is   simply   too   high.   

The  applica�ons  of  this  second  implica�on  that  emerged  from  the  research  is  also               

significant.  Given  the  fact  that  the  monitoring  ac�vi�es  do  not  seem  to  be  in  place  o�en,                  

promo�ng  a  company  culture  of  systema�c  and  consistent  monitoring  of  Business  Value              

should  be  considered  a  best  prac�ce.  We  saw  in  fact,  that  post-evalua�on  techniques               

help  organiza�ons  to  achieve  higher  levels  of  strategic  alignment  and  a  higher  perceived               

delivery  of  IT  Business  Value.  This  will  ul�mately  end  up  accelera�ng  the  Digital               

Transforma�on   process   companies   need   to   go   through.   
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As  the  research  highlights  with  the  interview  with  Ms  Diaz  -  a  Value  Engineer  Leader  in                  

TIBCO  So�ware  -  this  lack  of  monitoring  seems  to  be  due  to  the  velocity  of  the  Digital                   

Transforma�on  process.  Many  projects  are  deployed  every  year  and  there  seems  to  be               

no   �me   for   value   delivery   related   monitoring   ac�vi�es.     

An  applica�on  for  this  implica�on  is  rather  interes�ng:  what  if  a  new  best  prac�ce  was                 

to  be  established,  that  is  to  say,  the  crea�on  of  dedicated  analy�cs  dashboards  with  the                 

purpose  of  automa�cally  monitoring  the  delivery  of  Business  Value.  The  quan�fiable             

variables  (the  Business  Value  can  be  iden�fied  in  rela�on  to   risk,  revenue,  cost  efficiency,                

strategy )  should  be  iden�fied  while  cra�ing  the  blueprint  of  a  new  project,  then  a  simple                 

algorithm   should   be   con�nuously   and   automa�cally   fed   with   real-�me   relevant   data.     

This   “Digital  Transforma�on  boardroom” ,  should  be  made  available  at  all  �mes,  to  IT               

and  Business  Leaders  for  periodic  health-check  of  an  otherwise  unsupervised  digital             

transforma�on   process.     

We  can  summarize  the  importance  of  a  similar  approach  with  one  last  ques�on:  while                

companies  try  to  digitally  transform  and  become   data-driven  organiza�ons,  can  they             

afford   to   really   leave   the   Digital   Transforma�on   process   itself,   not   to   be    data-driven ?   
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__________________________   

  

Summary   

Main   findings   emerged   answering   the    first   research   ques�on :   
  
● 0%   of   the   interviewee   iden�fied   Business   Value   with   ROI   
● 67%   of   interviewees   a�ributed   an   economic   dimension   to   Business   Value   
● Companies  tend  not  quan�fy  the  delivery  of  Business  Value  (only  17%  did)  for  2                

reasons:  
○ fear   of   making   wrong   predic�ons   
○ the  increasing  number  of  projects  keep  companies  from  analyzing           

historical   data   
  

Main   findings   emerged   answering   the    second   research   ques�on :   
  
● It  was  not  possible  to  establish  a  correla�on  between  the  clarity  and  agreement               

over  the  defini�on  of  Business  Value  among  stakeholders,  and  the  success  of  a               
project.   

● 50%   of   the   interviewee   said   there   was   no   agreement   over   such   a   defini�on   

  
Main   findings   emerged   answering   the    third   research   ques�on :   

  
● 100%   of   the   par�cipants   said   that   their   rela�onship   with   IT   was   distant   
● 100%  of  the  par�cipants  described  the  IT  func�on  as  a  mere  recipient  of               

requirements   coming   from   the   business   
● 100%  of  those  cases  where  the  the  Agile  methodology  was  adopted,  said  that  IT                

was  NOT  a  Business  Value  co-creator,  but  a  mere  recipient  of  requirements              
coming   from   the   business   

  
Main   findings   emerged   answering   the    fourth   research   ques�on :   

● The   approach   designed   by   Rodney   Turner   was   preferred   to   the   other   2   analyzed   

● The   approach   define   Business   Value   in   rela�on   to   4   areas:   

  
○ risk   
○ revenue   
○ cost   efficiency   
○ strategy   
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● The  approach  offer  different  ways  to  quan�fy  Business  Value  based  on  the              

defini�on:   
  
○ risk   ( eg.    poten�al   penalty   fine)   
○ revenue   ( eg.    percentage   increase)   
○ cost   efficiency   ( eg.    FTE )   
○ strategy   ( eg.    �me-to-market)   

Strengths   of   the   research:   

● uncovered   a   limi�ng   percep�on   of   the   role   IT   from   the   Business   
● uncovered   the    Business   Value   quan�fica�on   issue   

Weaknesses   of   the   research:   

● the  research  was  taking  into  account  the  sole  perspec�ve  of  the  Business  and  did                
not   consider   the   IT   perspec�ve     

Future   research   stemming   from   the   present   one:   

● further   inves�gate   the    Business   Value   quan�fica�on   issue   
● further   inves�gate   the   IT   perspec�ve   

  

Implica�ons:   

● li�le  Business  Value  quan�fica�on  means  that  the  Digital  Transforma�on  journey            
is   not   data-driven   

● li�le  Business  Value  quan�fica�on  causes  a  decreases  in  perceived  value            
delivered   

● hence,   this   could   slow   down   the   Digital   Transforma�on   journey   itself   

Applica�ons:   

● Promo�ng   best   prac�ces   around   Business   Value   defini�on/sharing/monitoring   
● Digital  Transforma�on  boardroom  (automa�cally  monitor  the  delivery  of  Business           

Value   of   each   projects   through   real-�me   and   data   visualiza�on   capabili�es)   
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 CONCLUSIONS   
  

  

"We   shall   not   cease   from   explora�on   
And   the   end   of   all   our   exploring   

Will   be   to   arrive   where   we   started   
And   know   the   place   for   the   first   �me."   

  
T.S.   Eliot   

  

1. How  is  Business  Value  defined  and  quan�fied  while  working  on  the  launch  of  a                
new   digital   transforma�on   ini�a�ve?   

  

While  formula�ng  the  first  research  ques�on,  we  discovered  Business  Value  to  be  highly               

elusive,  so  the  ini�al  ins�nct  was  to  track  it  down  and  to  define  it  unequivocally.  All  the                   

researcher  wanted  was  to  find  authority  figures  on  the  subject,  look  for  a  working                

opera�onal   framework   on   how   to   define   it   properly   and   measure   it   accurately.  

What  we  can  say  now  about  Business  Value  is  that  things  didn’t  go  exactly  as  planned.                  

A�er  this  long  explora�on  around  the  concept,  we  can  see  now  that  its  elusiveness  was                 

not  due  to  the  naivety  nor  to  the  ignorance  of  the  researcher,  but  to  the  nature  of  the                    

subject  itself.  If  the  plan  was  to  objec�vely  define  and  measure  Business  Value,  the                

research   would   have   been   des�ned   to   fail.   

What  we  discovered,  in  fact,  is  that  the  Business  Value  can  only  be  defined  subjec�vely,                 

but  it  can  be  quan�fied  (especially   ex-post )  objec�vely.  While  going  deeper  into  the               

research,  it  became  clear  that  such  a  subjec�ve  defini�on  is  not  completely  arbitrary,  but                
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it  depends  on  the  strategic  horizon  of  the  given  company.  Yes,  Business  Value  could  be                 

defined  as   user  value,  customer  value,  ROI,  NPV,  etc. ,  but  a  project  will  be  able  to  deliver                   

it,  on  the  condi�on  that  the  Business  Value  will  be  aligned  to  the  compe��ve  strategy                 

adopted   by   the   company.     

  

2. Is  it  possible  to  establish  a  correla�on  between  the  clarity  and  agreement  around               
the  defini�on  of  Business  Value  among  the  different  stakeholders  and  its             
perceived   successful   delivery   in   a   Digital   Transforma�on   project?   

  
  

While  answering  the  second  research  ques�on,  we  ended  up  in  an  impasse.  The               

available  data  did  not  allow  us  to  answer  posi�vely  and  within  the  scope  of  the  present                  

research,  it  was  not  possible  to  establish  such  a  correla�on.  The  researcher  believes  it                

would   be   an   appropriate   subject   for   future   research.   

  

  
3. Are  IT  departments  mere  execu�oners  in  today’s  Digital  Transforma�on?  Or  are             

they   increasingly   ac�ve   in   shaping   the   transforma�on   itself?   
  

  

This  ques�on  brought  the  research  into  unexpected  territories.  The  expecta�on  was  in              

fact  that  IT  would  have  played  a  more  central  role  in  the  Digital  Transforma�on  but  what                  

we  discovered  is  that  its  role  is  perceived  as  a  mere  execu�oner  and  among  the  drivers  of                   

Digital   Transforma�on.   
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4. What  sort  of  approach  should  we  adopt  while  inves�ga�ng  the  Business  Value              

and   its   delivery?   

  

The  correla�on  between  Business  Value  and  the  strategic  horizon  can  be  considered  a               

recurring  theme  in  the  Business  Value  literature.  Schwartz  established  a  direct             

correla�on  between  Business  Value  and  one  of  the  three  compe��ve  strategies  defined              

by  Porter  ( Focus,  Cost  leadership,  Differen�a�on ),  while  Tallon,  Kraemer,  Gurbaxani  saw  a              

rela�on  between  Business  Value  and  two  strategic  focuses  of  the  company  ( opera�onal              

focus,   market   posi�oning   focus ).     

We  tested  the  two  approaches  on  the  interviews  and  we  ini�ally  preferred  the  second                

one  because  it  revealed  itself  to  be  more  flexible  and  able  to  be�er  understand  specific                 

projects.  There  were  cases,  in  fact,  where  projects  aimed  at  crea�ng  opera�onal              

excellence,  could  not  fit  into  Schwart’s  approach  because  they  did  not  seem  to  fit  with  a                  

compe��ve  strategy  based  on   focus.  It  was  clear  that  the  approach  defined  by  Tallon,                

Kraemer,  Gurbaxani  was  be�er  suited  simply  because  it  was  less  limi�ng.  They  in  fact                

admi�ed:   

“Indeed,  one  could  argue  that  a  customer-oriented  focus          
requires  some  degree  of  opera�onal  emphasis  in  order  to  be            
successful.” 30   

  

30  P.   Tallon,   K.   Kraemer,   V.   Gurbaxani   (2000).   p.   152   
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Also  a  company  with  a   Focus -based  compe��ve  strategy  would  have  been  obviously              

able  to  yield  Business  Value  from  a  project  aimed  at  improving  opera�ons.  The  first                

approach,   for   some   reason,   turned   out   to   show   a   blind   spot   for   that   circumstance.   

Thanks  to  the  contribu�on  of  Ms  Diaz,  a  Leader  of  the  Value  Engineer  func�on  in  TIBCO                  

So�ware,  the  research  was  enriched  by  a  third  approach  -  originally  designed  by  Rodney                

Turner   31  -  that  revealed  itself  to  be  extremely   comprehensive  and  prescrip�ve,  hence               

preferrable.  Business  Value  could  be  in  fact  correlated  to  4  areas  and  not  only  with  the                  

strategic  dimension:   risk,  cost  efficiency,  revenue  and  strategy .  Each  area  comes  with              

specific  and  prescrip�ve  ways  to  measure  Value,  hence  the  overall  approach  seemed  to               

be   very   easy   to   use   within   the   context   of   the   launch   of   a   new   project.   

We  defined  this  preferred  approach  as   agnos�c,  because  it  considers  the  delivery  of               

Business  Value  not  only  in  rela�on  to  strategy,  but  also  in  rela�on  to  other  elements  that                  

are  crucial  for  the  delivery  of  a  project,  this  is  why  this  is  considered  as  the  most                   

comprehensive  approach  of  the  three.  Finally,  this  approach  should  be  preferred  given              

its   prescrip�ve  nature:  it  provides,  in  fact,  a  number  of  possible  ways  of  quan�fying  the                 

delivery   of   Value   depending   on   the   different   way   Business   Value   is   defined.   

  

31  Turner,   R.   (2016)   Gower   handbook   of   project   management.   Aldershot:   Rutledge.   
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 APPENDIX   

  
  

Word   counts   from   the   Abstract   to   the   Conclusions:   19,993   

List   Materials   

Survey:   
h�ps://eu.jo�orm.com/form/203445273344048   

  
Privacy   informa�on:   
h�ps://sites.google.com/view/informa�on-consent-form/home   

  
Survey’s   submissions:   
h�ps://docs.google.com/spreadsheets/d/1UceSTrEJNNr0WXoRJ3J3SSXOYFOWT98NON8 
2rHp0Yuw/edit?usp=sharing   

  

Recording   &   transcript   
  

Interviews  were  made  both  in  English  and  Italian.  Although  all  the  recordings  of  the                
interviews  are  available,  the  transcripts  are  only  available  for  the  interviews  in  English               
because   of   a   limita�on   of   the   so�ware   used   for   the   recording   (Zoom).   

  
Interview   Nr.   1   

● Job   Title:    Lean   Change   Agent   
● Industry:   Pharmaceu�cal   Manufacturing   
● Transcript:  

h�ps://docs.google.com/document/d/1mdrlb_etodud2UYQBHijc8CQfoi8i9vMIl2 
94jKnK2g/edit?usp=sharing   

● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   
  
  

Interview   Nr.   2   
● Job   Title:    Sales   opera�ons   excellence   
● Industry:   Industrial   machinery   Manufacturing   
● Interview   in   Italian,   transcript   not   available   
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● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   

  
  

Interview   Nr.   3   
● Job   Title:    Principal   Consultant   
● Industry:   High-tech   Manufacturing   
● Transcript:  

h�ps://docs.google.com/document/d/1S211187B1CkwpM0Eu8TljB6QsBaAbpRM 
nfG186YPRoc/edit?usp=sharing   

● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   
  
  

Interview   Nr.   4   
● Job   Title:    Product   Owner   
● Industry:   Car   Manufacturing   
● Interview   in   Italian,   transcript   not   available   
● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   

  
  

I Interview   Nr.   5   
● Job   Title:    Trade   &   Marke�ng   Manager   
● Industry:   Food   Manufacturing  
● Interview   in   Italian,   transcript   not   available   
● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   

  
  

Interview   Nr.   6   
● Job   Title:    Global   Brand   Director   
● Industry:   Cloth   Manufacturing   
● Interview   in   Italian,   transcript   not   available   
● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   

  
  

Interview   Nr.   7   
● Name:   Lorenzo   Veronesi   
● Company:   IDC   
● Job   Title:    Research   Director,   Manufacturing   Insights   
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● Interview   in   Italian,   transcript   not   available   
● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   

  
Interview   Nr.   8   

● Name:   Edna   Diaz   
● Job   Title:    Managing   Principal   Value   Engineer   -   EMEA   
● Transcript:  

h�ps://docs.google.com/document/d/1Ad9tZv2P6btGrh8UMFVELyTvEIFY_BDBEK 
YNUdKDo4U/edit   

● Audio   available,   uploaded   in   the   dedicated   primary   data   sec�on   in   Moodle   
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