ALIGN THE BUSINESS ; EXECUTE THE STRATEGY
STEPS TO R&D / INFORMATICS ALIGNMENT
Life sciences informa cs groups
have expressed frustra on in
trying to determine how to best
help their business counterparts.
They have been reac ve to in‐
forma on management re‐
quests over the last few years
without necessarily solving the
right problems or ge ng out in
front of the business needs. That
leaves informa cs groups won‐
dering where the business is
going and how to best support
it.
At the same me R&D organiza‐
ons have been challenged to
ar culate a strategy which is
ac onable and well communi‐
cated. Among R&D managers we
find conflic ng perspec ves on
business objec ves let alone
strategies to achieve them. Con‐
sequently their requests to in‐

forma cs
groups tend
toward point
solu ons that
may be obso‐
lete before
they are adopt‐
ed. Something
is missing!
Alignment of
the organiza‐
on around
business objec‐
ves and strat‐
egies has been missing. Without align‐
ment, there is a lot of wasted eﬀort in
the organiza on. Departments are
more likely to op mize their own silos,
their internal workflow, and even their
own systems, but without necessarily
mee ng the needs of the larger organ‐
iza on. For service groups like infor‐
ma cs, it is challenging enough to
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Top management is committed to the strategic use of IT
Information systems (IS) management is knowledgeable about the
business
Top management has confidence in the IS department
The IS department provides efficient and reliable services to the user
departments
There is frequent communication between user and IS departments
The IS staff are able to keep up with advances in IT
Business and IS management work together in partnership in prioritizing
applications development
Business goals and objectives are made known to IS management
The IS department is responsive to user needs
Top management is knowledgeable about IT

[“Critical success factors in the alignment of IS plans with business plans”, Thompson S.H. Tei, James S.K. Ang
International Journal of Information Management 19 (1999) 173‐185]

meet a singular set of needs let
alone conflic ng needs of each
department.
A study done in 1999 was based
on a survey in which 169 business‐
es responded to ques ons indi‐
ca ng the importance of items
influencing the alignment of IS
(Informa on Systems) and busi‐
ness plans. The top 10 results
comprise this list of Cri cal Suc‐
cess Factors for Business‐IS Align‐
ment as shown in the table.
In “The Strategy–Focused Organi‐
za on”, Robert Kaplan and David
Norton write that “A study of 275
por olio managers reported that
the ability to execute strategy was
more important than the quality
of the strategy itself.” Given the
gloomy sta s c by Standish that
only 16% of IT projects are suc‐
cessful, it’s hard to disagree with
the above reference.

In order to align the business then,
strategies must be driven from the
top, they must be shared and well
communicated, and then the execu‐
on must be managed with great
focus to achieve it. Corporate objec‐
ves need to flow down to the busi‐
ness units. Cross‐func onal, highly
par cipatory, focused, mo vated
teams must collaborate to develop
and to deliver on strategies. In addi‐
on to top‐level objec ves, they
must pay a en on to details em‐
bodied in processes, informa on,
and technologies otherwise misa‐
lignment is likely to derail strategy
execu on.

Strategies must be driven from
the top, well communicated, and
managed with great focus.

Leveraging the work of Kaplan and
Norton in conjunc on with our own
methodology, ResultWorks recom‐
mends the following steps to align
the business and execute the strat‐
egy:
1. Become Energe c Leaders of
Strategy Change. If senior lead‐
ership is not commi ed to new
ways of working together with
business counterparts, strategy
will not be implemented, and
the opportunity to realize new
business direc ons will fail.
2. Target the Organiza on. De‐
pending on whether all of R&D
or specific organiza ons are the
focus, make the box big enough.
Include touch point organiza‐

ons from suppliers to custom‐
ers of the organiza on of focus.
3. Assess Alignment to Current
Strategy. Conduct a thorough
SWOT (Strengths, Weaknesses,
Opportuni es, and Threats) anal‐
ysis to determine what works,
what does not, where opportuni‐
es exist, and where there is un‐
certainty. Other strategic inputs
– corporate or business unit
strategy, needs analysis, process
analysis, gap analysis – would all
be u lized to iden fy key candi‐
dates for the Strategy Map (a
visual depic on of strategic
plan).
4. Create a Strategy Map. Corpo‐
rate or top‐level perspec ves ‐
financial, customer, internal pro‐
cesses, learning & growth ‐ flow
down. The strategy map inte‐
grates cri cal strategic objec ves
iden fied from the SWOT.
5. Establish Metrics. In order to
make the strategy eﬀec ve it
needs to be measured. Establish
a baseline for each strategy and
the threshold for achieving it.
This can be built as a scorecard
which many organiza ons have
successfully adopted.
6. Develop a Roadmap. The
roadmap links the strategy with
improvement ini a ves that will
enable the strategy. These ini a‐
ves must cascade across organi‐
za ons (e.g. business and infor‐
ma cs) such that objec ves, ini‐
a ves, and metrics are linked
and aligned. The ini a ves will
tackle process, technology, and
organiza onal ways to generate
results.

7. Focus the Organiza on. Without
focus there are just too many
distrac ons in R&D beyond job
one of bring new compounds to
market. It is just too easy to fall
back on the same old way. Circle
back to the energe c leaders to
manage, monitor, and make ad‐
justments as the strategy execu‐
on unfolds.

Along with drug candidates, infor‐
ma on is one of the primary products
of life sciences research and develop‐
ment. It must be a cri cal success
factor for R&D and informa cs lead‐
ers to work together in partnership to
set priori es that will move the busi‐
ness forward. The steps described
here oﬀer ways to define key strate‐
gies; an approach for aligning R&D
and informa cs groups; and methods
for execu ng on the agreed strate‐
gies.

The ability to execute strategy
was more important than the
quality of the strategy itself.
For more ideas on how to drive great‐
er alignment and execute the strate‐
gy in your organiza on, contact Re‐
sultWorks.
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