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Digital Feedback Loop & IDO Pillars

What is the context?

Capabilities, an agile Operating Model and clear Business Use Cases.

Customers Q ° @ operations - Customers around the world are working to implement Digital Transformation
) - initiatives that allow them to become Intelligence Driven Organizations, which
ﬁlge : is leading to real business results. What we have learnt is that transformation

(o Ratfopn, requires customers to implement digital feedback loops supported by an

P e ey Intelligent Platform. We now know what it takes to make digital feedback loops
Employees g @ soducts Can  be articulated along four major axis; Executive Strategy, Technical

What is our ‘message’ with Intelligence Driven Organizations?
In simple terms it is...

Business
Use Cases

Microsoft Services can help customers realize the full value of transformation
%, by sharing what we have learnt and helping customers implement a cohesive
Intelligent Platform and collaborate to implement the Executive Strategy, build
the right Technical Capabilities, define and prioritize Business Use Cases and

SEEE create an agile Operating Model to operationalize those use cases.

Operating Model

Executive

X
I’




Evolution of Digital Feedback Loop : Example 1

More personal .

S, Over-the-air
engagement

updates to cars

DATA PRODUCTS

INTELLIGENCE

Customer Vehicle
feedback ... .7 A

" telemetry

Paul Franks @pjfranks1509 - Aug 18, 2017 M
@elonmusk can you guys program the car once in park to move back the

seat and raise the steering wheel? Steering wheel is wearing.

Features

Trad.

Q 37 (WACE! Q 17 ay model
Elon Musk & @elonmusk - Aug 18, 2017 b

Good point. We will add that to all cars in one of the upcoming software TeSIa
releases. Model S
Q 268 1 592 QO ss6k M

Source : https://mobile.twitter.com/search?a=%22upcomina%20Software%20Releases%22 &src=typed query

Tesla EV Example

Product

Continuous improvement
after caris sold

Autopilot

Smart air
suspension

a—n

No change until
next release

I
Time since sale




Evolution of Digital Feedback Loop : Example 2

Microsoft Cloud
Self-serve data with tools
to share, visualize and
collaborate across orgs

Understand and e

engage customers o

through new channels = N—I"”“”" |
i .

DATA PRODUCTS
INTELLIGENCE

OPERATIONS

Continuously evolve
products and deliver
as a service

Data-driven buildout
e of datacenter footprint /A Azure




Evolution of Digital Feedback Loop : Example 3

Hololense 2 from Microsoft

HoloLens 2 AR Headset: On Stage Live Demonstration https://youtu.be/ulHPPtPBgHk

Julia Schwarz
Microsoft
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Intelligence Driven Organizations : 4 Pillars

Customers

®©
Operating
Model

e Executive Technical
- _' Strategy Capabilities
mplgie i o &

“From Microsoft Services global collective experience we have learnt that making digital feedback
loops a reality for our customers starts with having a conversation articulated along four major axis:
Executive Strategy, Technical Capabilities, an agile Operating Model and clear Business Use Cases. “




1. Executive Strategy

Executive

4l Strategy
WHY TRANSFORM? HOW TO TRANSFORM?
Business challenges DT Entry Points
"4 BUILD SOLUTIONS
E; é} 2 Scalable and secure products, assets
@ and services that deliver the vision
Lisgacy Market Compelithe
technologies shocks pressures
sgital Strategy with
‘ Jaryital ﬁ.-:!-'?‘.:'.uy f

. o Seraces (AN Clouds)
Business opportunities mided >

&, Sy > R
AT El‘l!l_“flﬂ{' s ME‘-IQE‘-I".{ M‘lﬂ
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Crrganization with
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Catalyst with Business Teamd with Th digital tkill 408 (o gowenn,
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WHAT TO TRANSFORM? —




IDS Ignite Methodology

.to engage as a strategic partner in customer’s digital transformation strategy

1
Co-investment Plan for = Leverage relevant = Demonstrate = Estimate benefits |
Opportunity Evaluation IPS scenario content the vision = Research to validate |
and EBC showcases benefit/value of = Compile business &
= Resources and plan to = Design customer or scenario technology
develop the vision value workforce journey visfon value story

story for each Digital Track - Delvelop business case, with

tinle-phase financial analysis
1

Benefiﬁ,s

HX Journeys, Vision Benefits
Scenarios Demos Analysis

CEO Define Strategic

sLT EpM/BDM [ Digital Business ‘
Meeting Partnership .

Agreement Strategy

Engagemen

t Modes

_ L r========-- | ——— WL Finalize i
= H3 PoVs = Define macro = Confirm digital 1= Envisioning seeded | Case Proposal and D.?g:syi?::t Deslegpr‘ll:ynd
= Industry PoVs opportunity hypothesis 1 with hero Industry | e Close
= Digital = Update d.igita\ = Preliminary digital | Priority Scenarios (IPS) usmggs . ! ,
hy%othesis & hypothesis & economics and = Top opportunities ! Capability icl)lt;tlons, ACOISt. = Solution roadmap = Transition to
; digital agenda storyline o ! Gaps anenme 1elEE ! ond actionable delivery tearm
options el development I= H1, H2, H3 specifics | P: Costs | olan
. ; = Preliminary W i ; - ; ; |
E}Or;/(vjmgésxkgwp agreement * Engage customer | D%g\t_a\ T{ad( portfolio 1 Digital Solution Design | * Scope of
steps structure stakeholders in ot priorty . ! _ _ ! investments
industry marketing opportunities I = Define business = Leverage relevant IPS = Estimate build ! = Transition plan
events and EBC ~ I'= Preliminary value case | capability architecture/platform and operate | ,
showcases that | (value engineering) requirements content costs ! - Pafmrenfsplp N
expose Microsoft 1 Strategic partnership 1 = Identify platform = Design solutions, operating | g?;g\e;eﬁ d
PoV &IPS I options " capability model, and build/deploy | frarmework Appeﬂ IX A
e e e e - - - requirements projects |
1
1
1
1

Marquee Program Stages

Envision Strategic Deal Cust Success




CREATE VISION
Strategy, goals and
prioritized scenarios

v

© O

DESIGN JOURNEY
Business case and
detailed roadmap to
execute the vision

IDEA Framework
Inspire — Design — Empower - Achieve

Create Vision and Design Journey
Digital Strategy Delivery Framework

18

Digital Strategy

— Inspire

Understand market trends and MSFT's POV to
imagine what transformation could mean for
your business with a customized list of
priorities

Thought leadership and envisioning
workshop

— Design

Ensure buy-in and understanding of the vision and
scenarios across your organization with visual
assets and immersive experiences

Strategy design and solution

S ;
demonstration

— Empower

Quantify and qualify the value of your business
transformation with an executive-ready proposal
and business case

Solution assessment and business

—
case

Achieve

Executable strategy and plan to ensure a
smooth launch with the right resources,
focusing on the desired outcomes

Transformation and delivery plan




Landing the vision through the IDEA Framewor

CEO/C-Suite

Blue sky vision and
organizational
strategy

LOB/Functional Executives

Key Stakeholders

Scenario/Solution
Sponsor

Enterprise Strateqy
Format: CEO Co-Innovation Program

Approach: Facilitate envisioning and co-innovation at the C-Suite level
with Satya and MSFT SLT to define enterprise level strategic priorities
for partnership and sponsorship at the senior executive level

Desired Outcomes: enterprise strategic partnership agreement, MOU,
press release, commitment to cross-LOB partnership programs and
initiatives to be further refined

Operational Strateqy
Format: Exec/LOB Envisioning Workshop

Approach: Facilitate envisioning and co-innovation with the line of
business leadership to define enterprise level strategic priorities for
partnership and sponsorship at the senior executive level

Vision refinement
and alignment to line
of business or
functional (e.g., HR,
Finance, Operations,
IT etc) strategy

Desired Outcomes: LOB partnership agreement, MOU, press release,
commitment to partnership scenarios to be further refined

Scenario refinement
and execution

SSSM + Domains

SE + Digital Advisory Services + CDSA

Cross Domain Services (e.g., UX, BAS, ACM)

Strategic Partnership
b“nyié'mi« 365 /L Azure

B viosonsee () Office385 g

Solution Strategy
Format: Design Thinking Workshop(s)

Approach: Facilitate definition of business scenarios to articulate and
prototype solutions, user experiences/behaviors and processes to meet
the desired outcomes

Desired Outcome: MVP/Prototypes, business case and detailed
implementation roadmap

2 Bl Micr ft
o 5 g

W Microsoft
W3 Farner

Strategy
Formulation

GTM

Joint
Engineering

Scenario
Design

Solution
Design

Project
Delivery
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2. Business Use Cases m
. 2 (3 @ (s ]

Define the customer Co-envision a digital Conceive digital Frame the Horizon
relationship strateqy investment programs  Make tough decisions Plan/Dependencies

Digital
Business
Strategy

Strategic
Partnership

In Collaboration with Customers

3-6 Months of Elapsed Time




The 3 Horizons model : History

Value

36 to 72 months

K_o_- 24 to 36 months
o % °Q° H2

—_—
%, ..‘ H1 3 to 12 months

[ ) .q [ )
(] nitiatives

Time

First articulated by Baghai, Coley, and
White in 2000, in "The Alchemy of Growth”

In the 21st century the Old Three Horizons model has a fatal flaw that risks making companies lag
behind competitors — or even putting them out of business. “Harvard Business Review”

https://hbr.org/2019/02/mckinseys-three-horizons-model-defined-innovation-for-years-heres-why-it-no-longer-applies


http://www.alchemygrowth.com/team.html

The Original three horizons model by

No Longer applies today

“This time-based definition made sense in the 20" century when new disruptive ideas
took years to research, engineer, and deliver. That's no longer true in the 2715t century.
The three horizons are no longer bound by time."

- Dr Steve Blank

Microsoft Confidential Harvard Business Review



https://hbr.org/2019/02/mckinseys-three-horizons-model-defined-innovation-for-years-heres-why-it-no-longer-applies
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Horizon lines are blurring under the pace of

Digital change . . .

R&D  Pilot Launch  Growth Maturity Extension  Decline

Digital Era

8 to 25 years } 2 to 5 years

A A
[ \ [ |

Non-traditional threats Beyond traditional growth moves

Higher Order Opportunities

Other Other
Influencers Providers
Services
Traditional
New Traditional Economics
Players Competitors

Product

Investments shifting towards rapid innovation

— Accelerating business cycles

- Expanding competition incl. non-traditional competitors
— Creative, surprising new business models

— Rapid imitation and commoditization

— Highly information intensive digital business designs

— Extended, complex information chains

Key to success is to address all 3 Horizons simultaneously




The Modern Three Horizons Framm s

DELIVERY VIEW

VALUE TO RISK VIEW
10}

2025

2024

2021 2022 2023

HORIZON 3

b HORIZON 2

Platform Strategy

AP| Econamy

Customer 360 Al COE

L1}
=
m
=
. Digital Ecosystem
Investrent Categories
. (e -
Risk & Uncertainty vs. Disruptive Potential
TIME TO VALUE VIEW ‘ ONENT VIEW
L 8 Component Level
Transformation
| 6 O
=
™
] O
> System Level
Transformation

Time to Value



21st Century 3-Horizon-based transformation

North star
The horizons-based vision’
framework provides a

structure for organizations to
assess potential opportunities
for growth without neglecting

performance in the present.

All horizons map to the north
star—which represents the
vision for the organization’s
future relevance.

VALUE




3-Horizon Time Machine : Microsoft in 2006

Tactical Strategic

Digital Experimental Aspirational
Business Model

Visual
Studio
2008

Existing H2 H3

Business Model  Incremental Evolutionary




Experimental

Incremental

Project C

Aspirational

Quantum
Computing

@

IS

Evolutionary




H1/2/3 Is not Static

North Star ‘Vision' is critical *
to defining the Horizons
As market conditions evolve and change, we need to be
constantly helping our clients recognize emerging risks and
trends to continuously re-prioritize initiatives. R

The 2008 Financial Crisis and the 2019 Novel Coronavirus
Outbreak are examples of where rapidly changing market
conditions have forced companies to re-evaluate their New Horizon 2

priorities to survive. E‘
‘©
In order to build the necessary long-term trust with our New Horizon 1 g
customers, we need to be mindful of our customers business 5
context and help them through both the good as well as the Y
challenging times. Path - work back X
projects to realize [
This may mean helping our clients focus on modern workplace H1, H2 and/or H3 S
initiatives to support remote working during the 2019 objectives

Coronavirus Epidemic rather than more transformational
initiatives, but by consciously looking out for our customer’s
needs and best interest, we will continuously build ongoing

trust in the long term. @ /)
‘/

v

Disruptive Potential
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3. Operating Model

‘Navigator’ to Envision
& Roadmap Future State e

* |deation

* Business Case
* Prioritization

Agile
Development

|deation Production

’Launch Pads' to Business Case Release

Use Cases

Anchor Execution A
Modernization Practices
* Backlog

. < -
* Agile Development e Launch Continuous Value
. 9 Pads Realization
* Al Practices

* Data Modernization

Operationalize for Governance

Business Value

* Release MVP Control Tower
to Market

@ DevOps >_m MLOps @

Modern Data Platform Modern Applications Artificial Intelligence




4. Technical Capabilities
P

IDO Organization
Microsoft

-

- We equipping customer
Innovation We show @ We do with to run on own while
A

maintaining support

Initiate using ‘ Increase Organization’s
Microsoft resources Decrease Microsoft contribution

="= Project 1

Initiation & :
Mobilization Solution‘Modeling Time
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IDO Summary

Business
Use Cases

®

Operating Model

Executive
Strategy &
Culture

Technical
Capabilities

Executive Strategy

- Create digital culture

- Set data driven goals

+ Assess organizational structure

Business Use Cases (Business/LoB Execution)
+ Define Use Cases, business outcomes

- Drive Adoption

« Create Organizational Knowledge

Operating Model

- Organize around continuous delivery
« Data Governance/DataOps

» DevOps/MLOps

Technology Capabilities
- Leverage Based Practices
- Understand current and target State
+ Create a Data & Al platform
+ Set up data governance, security and compliance model
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Business
Use Cases

®
Operating
Model

Executive Technical
Strategy & Capabilities

o Culture
- &

oX

IDO Key Messages

Message #1

We are the world’s largest software company with a collective and
global experience supporting the creation of Intelligence Driven
Organization and the Digital Transformation of our customers

Message #2

Microsoft Services is really good at solving hard problems (see
examples throughout the presentation) and can be strategic
partner of your digital transformation

Message #3

Our point of view is shaped by the lesson learned/previous
experience. This experience has been distilled into frameworks /
checklists to simplify, structure and accelerate adoption




Thank you
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