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AGENDA

Intelligence Driven Organization
What is an Intelligence Driven Organization?  aka “IDO”

Introduction
Microsoft’s Mission& Capabilities

Digital Feedback Loop & IDO Pillars
Three examples for IDO : products / services

1. Evolution of Digital Feedback Loop: Tesla EV Example 

2. Evolution of Digital Feedback Loop: Microsoft Cloud

3. Hololense 2 from Microsoft

Summary & Key Messages
Moving on to “Sustainability by IDS Marc Gigon” ?

Deep Dive into IDO 4 Pillars
1. Executive Strategy : IDEA Framework & Landing the Vision

2. Business Use Cases

3. The 3 Horizons Business Operating Model 

4. Technical Capabilities
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Play Video
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Digital Feedback Loop & IDO Pillars

What is the context?

Customers around the world are working to implement Digital Transformation

initiatives that allow them to become Intelligence Driven Organizations, which

is leading to real business results. What we have learnt is that transformation

requires customers to implement digital feedback loops supported by an

Intelligent Platform. We now know what it takes to make digital feedback loops

can be articulated along four major axis; Executive Strategy, Technical

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

What is our ‘message’ with Intelligence Driven Organizations?

In simple terms it is…

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

create an agile Operating Model to operationalize those use cases.
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Evolution of Digital Feedback Loop : Example 1
Tesla EV Example

Source : https://mobile.twitter.com/search?q=%22upcoming%20Software%20Releases%22&src=typed_query
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Evolution of Digital Feedback Loop : Example 2
Microsoft Cloud
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Evolution of Digital Feedback Loop : Example 3
Hololense 2 from Microsoft
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https://youtu.be/uIHPPtPBgHk



8

AGENDA

Intelligence Driven Organization
What is an Intelligence Driven Organization?  aka “IDO”

Introduction
Microsoft’s Mission& Capabilities

Digital Feedback Loop & IDO Pillars
Three examples for IDO : products / services

1. Evolution of Digital Feedback Loop: Tesla EV Example 

2. Evolution of Digital Feedback Loop: Microsoft Cloud

3. Hololense 2 from Microsoft

Summary & Key Messages
Moving on to “Sustainability by IDS Marc Gigon” ?

Deep Dive into IDO 4 Pillars
1. Executive Strategy : IDEA Framework & Landing the Vision

2. Business Use Cases

3. The 3 Horizons Business Operating Model 

4. Technical Capabilities



9

Intelligence Driven Organizations : 4 Pillars
9

Executive 
Strategy

Technical 
Capabilities

Business
Use Cases

Operating 
Model

“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. “
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1. Executive Strategy 



11

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

Plan Envision Strategic Deal Cust Success

Marquee Program Stages

Digital Solution Design

Define Strategic 
Partnership

SLT EDM/BDM
Agreement

Digital Business 
Strategy

Digital Scenario Design

HX Journeys,
Scenarios

Vision 
Demos

Benefits 
Analysis

Business 
Capability 

Gaps

Solutions, 
Platforms

Cost 
Analysis

Value
Case

Benefits

Costs

Finalize 
Proposal and 

Close

Deployment 
Transition

CEO 
Meeting

Co-investment Plan for 
Opportunity Evaluation

Design and 
Deploy

▪ Leverage relevant 
IPS scenario content 
and EBC showcases

▪ Design customer or 
workforce journey

▪ Demonstrate 
the vision

▪ Estimate benefits

▪ Research to validate 
benefit/value of 
scenario

▪ Leverage relevant IPS 
architecture/platform 
content

▪ Design solutions, operating 
model, and build/deploy 
projects

▪ Define business 
capability 
requirements

▪ Identify platform 
capability 
requirements

▪ Estimate build 
and operate 
costs

▪ H3 PoVs

▪ Industry PoVs

▪ Digital 
hypothesis & 
options

▪ Ownership 
and next 
steps

▪ Define macro 
opportunity

▪ Update digital 
hypothesis  & 
digital agenda

▪ Preliminary 
agreement 
structure

▪ Confirm digital 
hypothesis 

▪ Preliminary digital 
economics and 
storyline 
development

▪ Engage customer 
stakeholders in 
industry marketing 
events and EBC 
showcases that 
expose Microsoft 
PoV & IPS

▪ Envisioning seeded 
with hero Industry 
Priority Scenarios (IPS)

▪ Top opportunities

▪ H1, H2, H3 specifics

▪ Digital Track portfolio 
of priority 
opportunities

▪ Preliminary value case 
(value engineering)

▪ Strategic partnership 
options

▪ Solution roadmap 
and actionable 
plan

▪ Scope of 
investments

▪ Transition plan

▪ Partnership 
governance & 
enablement 
framework

▪ Compile business & 
technology 
vision value story

▪ Develop business case, with 
time-phase financial analysis

▪ Resources and plan to 
develop the vision value 
story for each Digital Track

▪ Transition to 
delivery team

IDS Ignite Methodology

Appendix A 

Engagemen

t Modes
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IDEA Framework
Inspire – Design – Empower - Achieve

CREATE VISION
Strategy, goals and 

prioritized scenarios

DESIGN JOURNEY
Business case and 

detailed roadmap to 
execute the vision

Digital Strategy

Inspire Design Empower Achieve

Microsoft Digital Advisory Services

Create Vision and Design Journey
Digital Strategy Delivery Framework

18
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Landing the vision through the IDEA Framework
K
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CEO/C-Suite

Blue sky vision and 

organizational 

strategy

Enterprise Strategy

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

LOB/Functional Executives

Vision refinement 

and alignment to line 

of business or 

functional (e.g., HR, 

Finance, Operations, 

IT etc.)  strategy 

Operational Strategy

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

Desired Outcomes: LOB partnership agreement, MOU, press release, 

commitment to partnership scenarios to be further refined

Scenario/Solution 

Sponsor
Scenario refinement 

and execution

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

SE + Digital Advisory Services + CDSA
SSSM + Domains

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

B
re
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D
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 +
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n

g
a
g
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n

t

Strategic Partnership

Strategy 

Formulation

GTM

Joint 

Engineering

Scenario 

Design

Solution 

Design

Project 

Delivery

Microsoft Digital Advisory Services
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2. Business Use Cases  
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The 3 Horizons model : History

Time

Value

Initiatives

Horizon Three – Ideas for profitable 

growth down the road, research 

projects, entrepreneurial ventures 

and/or minority stakes in new 

businesses.

Experiment with new capabilities, 

offers and business models and 

promote viable options to Horizon 

2.

Horizon Two – Emerging 

opportunities likely to generate 

substantial profits in the future but 

that could require significant 

investment.

Introduction of new, differentiated 

offers possibly serving new 

customers and markets.

Horizon One – Pertains to core 

businesses readily identified and 

currently providing the greatest 

profits and cash flow.

Performance improvements to 

maximize the remaining value of 

the current business.

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

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

3 to 12 months

24 to 36 months

36 to 72 months

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”

http://www.alchemygrowth.com/team.html
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The Original three horizons model by 
McKinsey 

Microsoft Confidential 16

Time

Value

Initiatives

Source McKinsey.  Provides structure for companies to assess potential 

opportunities for growth without neglecting performance in the present.

Horizon Three – Ideas for profitable 

growth down the road, research 

projects, entrepreneurial ventures 

and/or minority stakes in new 

businesses.

Experiment with new capabilities, 

offers and business models and 

promote viable options to Horizon 2.

Horizon Two – Emerging opportunities 

likely to generate substantial profits in 

the future but that could require 

significant investment.

Introduction of new, differentiated 

offers possibly serving new 

customers and markets.

Horizon One – Pertains to core 

businesses readily identified and 

currently providing the greatest profits 

and cash flow.

Performance improvements to 

maximize the remaining value of the 

current business.

1

6

“This time-based definition made sense in the 20th century when new disruptive ideas 

took years to research, engineer, and deliver. That’s no longer true in the 21st century. 

The three horizons are no longer bound by time.” 

- Dr Steve Blank
Harvard Business Review

No Longer applies today 

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

17

R&D Pilot Launch Growth Maturity Extension Decline

Shortened services & offers lifecycle in the Digital Era

Investments shifting towards rapid innovation

–

– 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

Other 

Providers

Traditional 

Competitors

New 

Players

Other  

Influencers

Traditional

Higher Order  Opportunities

Services

Economics

Product

Key to success is to address all 3 Horizons simultaneously
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The Modern Three Horizons FrameworkH1 H2 H3
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21st Century 3-Horizon-based transformation

V
A

L
U

E Phase 5

Phase 4

Phase 3

Phase 2

Phase 1

North star 

‘vision’

HORIZON 1 HORIZON 2 HORIZON 3 

T I M E

The horizons-based 

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.
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3-Horizon Time Machine : Microsoft in 2006

Experimental Aspirational

Incremental Evolutionary

Existing 

Business Model

Digital

Business Model

Tactical Strategic

Project C

Project 

F

Project 

G
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3-Horizon Time Machine Microsoft in 2018

Experimental Aspirational

Incremental Evolutionary

Existing 

Business Model

Digital

Business Model

Tactical Strategic

Cloud 

Thing

O 365

Project C

Project E

Teams

Project 

F

Project 

G

Quantum 

Computing
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H1/2/3 Is not Static

Disruptive Potential

R
is

k
 &

 U
n

ce
rt

a
in

ty

North Star ‘Vision’ is critical 

to defining the Horizons

Horizon 3

Horizon 2

Horizon 1

Path - work back 

projects to realize 

H1, H2 and/or H3 

objectives

New Horizon 1

New Horizon 2

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 

priorities to survive. 

In order to build the necessary long-term trust with our 

customers, we need to be mindful of our customers business 

context and help them through both the good as well as the 

challenging times. 

This may mean helping our clients focus on modern workplace 

initiatives to support remote working during the 2019 

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. 

As market conditions evolve and change, we need to be 

constantly helping our clients recognize emerging risks and 

trends to continuously re-prioritize initiatives.
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3. Operating Model 

MLOpsDevOps

Governance

Control Tower

‘Navigator’ to Envision

& Roadmap Future State

• Ideation

• Business Case

• Prioritization

‘Launch Pads’ to

Anchor Execution

• Backlog

• Agile Development

• AI Practices

• Data Modernization

Operationalize for

Business Value

• Release MVP

to Market

Continuous Value 

Realization

Agile

Development

Data

Modernization

AI

Practices

Launch

Pads

Ideation

Business Case

Use Cases

Navigator

Production

Release

Enterprise Operating Model

Modern Data Platform Modern Applications Artificial Intelligence
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4. Technical Capabilities
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IDO Summary

Executive Strategy
• Create digital culture

• Set data driven goals

• Assess organizational structure

Technology Capabilities
• Leverage Based Practices

• Understand current and target State

• Create a Data & AI platform

• Set up data governance, security and compliance model

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

Executive 

Strategy & 

Culture

Technical 

Capabilities

Business

Use Cases

Operating Model
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IDO Key Messages 

Executive 

Strategy & 

Culture

Technical 

Capabilities

Business

Use Cases

Operating 

Model

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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