[Provide some Medtronic company background, stats, etc.]
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To set the stage and expectations, I wanted to take a moment to review the ‘soundbite’ summary
for this presentation and to add a little caveat… What we will talk about is hard and I am going to
highlight some of the key challenges associated with Business Architecture at Medtronic. I am
not going to give a presentation that makes it all look perfect (selling unicorns and rainbows). Like
any one of you, we have struggles as well and we have deviations from a ‘standard process’ along
the way – but we keep the strategic end-game in mind and continue to steer through those
challenges.
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More to the point on topic, I will be presenting thoughts around strategy, value, challenges and
roles, the impact of culture along the way, and some of the core concepts by which we drive value
outcomes.
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First, strategy… It is one of the most commonly used words in leadership, but not necessarily the
most consistently used word in leadership…
It is very important to understand how you interpret it, how it might be defined, and, like any
other topic in architecture, to have a shared definition across teams to drive toward the desired
outcome. The first definition you see here is from Alfred Chandler – he is considered to be the
first individual to take a crack at defining what strategy is in a business sense across multiple
strategic management disciplines. He worked very closely with Peter Drucker, who many of you
may know and see as the founding father of business management (which he is widely considered
to be). The second definition comes to us from Michael Porter – most of you likely know Michael
from his “Five Forces Model,” but he is also very influential in today’s world in refining approaches
to business strategy and alignment to drive improved competition and outcomes.
With these definitions, hopefully you see some consistencies – with common key focuses on
long-term business direction, goals, courses of action, resource allocation, policies. We also use
terminology that is similar, like organizational vision, objectives, imperatives.
At the heart of this is the need to have a common understanding for what you consider strategy
to be and to have that commonly understood across the teams driving toward the outcome. If
you made statements across your organization to define ‘strategy,’ would everyone agree with
that definition or the core components? Something to think about…
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The next key concept to consider is Value… When most think about value, it is typically related to
hard dollars – either revenue drivers or cost savings. But, are there more attributes to consider
that may not be direct to dollars, but do, in fact, generate ‘value’ to and for our businesses? So, a
question that I might pose to you is why you shop at or go to the same places again and again?
What makes you buy the same brands or frequent the same locations or venture out for new
ones? [Use an example that might appeal to most attendees] What do those businesses have to
do to keep you as a customer? Only drive their own profits or cut costs? Absolutely not!!! I’m
listing a few other considerations for defining value as an outcome to strategies, activities, or
projects that organizations should consider – these are more customer-centric value attributes
vs. those a business may have, but key maintaining and attracting new customers…
Now, let’s reel back in… most of our companies are publicly traded or have shareholders that
expect some form of monetary outcome, so, yes, it is all about the hard dollars! But, the path you
take to generate the hard dollars may not be direct and that needs to be accounted for in the
digital economy. In the end, Value comes in many forms – you have to select the right definitions
based on your company’s needs and outcomes. So, how are you defining Value and how do those
definitions align to the customer- or user-experience you want to portray or deliver?
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Now, we have touched on the definition of strategy and value… Let’s jump back into our everyday
lives and talk about challenges for a minute… So, how many of you are in this situation with the
tug of war between two technologies? Most often, business and IT teams are debating how they
want it, not necessarily what they are trying to achieve (and they may not have even discussed
that yet)! Complicating the discussion is the concept of ‘cloud’ – most are so centered on the
solutions being faster, easier, and cheaper… but even cloud solutions need the right business
architecture approach centered on what the business needs and not necessarily how to supply
the services to meet those needs.
Throughout the day, you have been through multiple sessions highlighting what business
architecture is, how it is defined, how to execute a process to it, so I am not going to revisit any of
that. But, it is important to recognize the everyday challenges and engrained thought processes.
The first step in making a change in business architecture is to make a decision on what
conversation you really want to have and to stick with it!

6

As part of the “what” conversation, we all need to recognize what role we are in and what role we
aspire to have within the organization. In most cases, when teams are talking about how, they are
approaching the conversation from a technical or specialist perspective. Next up in the roles is
Advisor – this role is all about asking better questions and moderating between the what and how,
but that doesn’t quite get us to where we want to be – Strategic Partners or Leaders. Generally,
these roles are focused on the “what” in terms of business vision, strategy, and objectives, asking
the right questions, and understands the path to “how.”
So, how do we get to become true strategic partners? Let’s think back to the definition of
strategy… the definition of value… In many cases, the conversation can be changed very easily
by asking different questions that cut to the heart of what the business is seeking to accomplish.
And, if you ask the right questions and you are not getting clear or reliable answers, your
customer may not know the answers and are having a hard time communicating that to you –
that’s an opportunity to help and grow the brand, while retraining others on their thought
processes! But, make a resolution on the role you want to be at and how to get there – it won’t be
easy, but nothing ever is in the architecture world!
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The last key speed bump – or iceberg – that I am going to talk about today is Culture. As most, if
not all of you already realize, is the importance of culture in shaping what we do, how we do it, and
how we get anything done in any given organization. For those of you that are consultants or
have been through many organizations, you can readily identify the challenges with culture and
how it can be a key obstacle or enabler to getting things done. And, as this crudely drawn iceberg
indicates, strategy and tactics are built on the very large, and relatively unseen, organizational
culture. We are also very familiar with Peter Drucker’s famous statement around culture eating
strategy for breakfast (or any other meal for that matter).
[Discuss the perception of ‘culture’ as a positive or negative word in people’s minds – how can
culture be leveraged for good and acceleration of outcomes?]
In the end, you will need to clearly understand where you are, where you want to be (what value
outcome you are seeking), and how culture may influence your path between these points. In
every case, you need to key in on what is it about the culture that can help you get to your end
state? How can you use culture as your enabler? Can you use a common understanding of
strategy and value as a foundation and building blocks to accelerate forward?
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In the last few slides, I wanted to spend a few minutes focused on what we are doing at Medtronic
and how we are framing this conversation in the context of our strategy, value needs, and culture.
At Medtronic, we have focused on a 5-step process to walk through our business capability
process with any of our partners throughout the business or Global IT. In the next few slides, I will
touch on steps 1, 2, 4, and 5 at a high level.
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First, let’s talk about the common language and alignment. We center on business vision &
strategy decomposition as the foundation and we clearly want to define the value outcomes that
each project is intended to drive out. And, aligned with step 2 from the prior slide, visually, you
can see that this looks like a ‘reverse-tournament’ bracket approach, but it allows us to clearly
identify the alignment between business strategy and business capabilities that are required to
achieve the desired outcome.
Again, without repeating from earlier sessions today, the focus is to keep it simple, businesscentric and focused on the “what” (not the “how”)!
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Next, from our step 4, we look at how we can help the business prioritize what is important by
establishing a quadrant diagram with capability business value on one side and capability maturity
on the other. This type of analysis can be very powerful to visually help the business teams
prioritize – we will never have all the money to do what we need right away – we must prioritize to
reach the best possible value outcome with the available resources we have. Now, many other
quadrant diagrams could be put together to paint the picture – you need to figure out what your
business and IT teams need to see to help them make decisions on priority. It is not your job to
make the decisions, but to make them obvious (influence vs. dictate). Now, the measurement
process (which I did not cover) is important – if not done deliberately and with the end in mind,
you could end up with many business capabilities ending up right in the middle… we need to help
the business make tough calls with data and outcomes in mind. Another way to look at it, let facts
and agreed upon strategies and business capability needs guide you. This approach can prevent
emotions leading the decision (Let’s not let facts get in the way of a good old-fashion emotional
decision… or not)!
Now, based on the outcome of this quadrant prioritization, we can start to assemble a business
capability roadmap for individual areas. This will help inform “what” the business wants and when
– this can act as a great catalyst in identifying inputs to organizational, process, and technology
investment roadmaps as well (all focused on how)!
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In the last step of our process, we align business capability roadmaps to technology lifecycle
roadmaps to inform the business and IT teams on what needs to be, how it should be done
(technology), and the relative timing and potential dependencies for each.
Now, the challenge with any roadmap is keeping it updated and valuable to the discussion and
decisions at hand. If the users are getting the desired value, these will be a key data point and
need to be updated. Part of this is ensuring ownership and accountability for roadmaps… At
Medtronic, the Enterprise Architecture team does not own the roadmaps – we own the format
and data attributes and ensure alignment across capabilities and technologies, but each
technology or core process owner is accountable for roadmap execution itself.
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And, for those of you curious what the full reverse-tournament bracket looks like in our world,
here you have it – we seek to have alignment between business capabilities (lead by business
strategy, objectives, and imperatives) and IT services, which are fulfilled by applications, data, and
infrastructure. Both the business and IT need to have their strategies in place and ensure clear
definition of business capability needs and IT services, but they are aligned and linked to ensure
alignment and optimization of the value outcome.
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Now… to wrap up… first, some key learnings (see bullet list) – these seem to be pretty common
sense, but harder to stick to as you get into your journey and get more passionate about seeing
things done the right way (the architectural way)! The key roles that we play within Enterprise
Architecture for the Medtronic community are around being the family counselor (listen,
understand, ask questions, influence an outcome) and strategic thinker and aligner.
But, this is not without its challenges… it is hard to get started and to stick with the process to
drive the intended value outcome. You will need to have clear vision around what you are seeking
to do and have the right executive-level support, account for culture and its potential impact or
enabling qualities, and ensure you have the right skilled resources. This work is for those who
want to partner and help drive things forward – our business and technology teams are great at
spotting fakers – you need to make it real for them to get on board. In short, what can you do to
make their job easier, act with increased accuracy, and drive better business outcomes?
Hopefully this message resonates with you… Hopefully I have given you all something to think
about and you can take what you have learned over these sessions back to your companies to
evaluate and implement. There is no one-size-fits-all model for this – your strategy, value, and
culture foundation are critical to your success in driving this forward!
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