Strategic Process Roadnap – Speaker notes    (updated 3/27/2016)
Slide 1
[image: ]Introduction by the conference person

Hej!
Jag ar svensk och pratar svenska som ni hor men presentationen kommer att vara pa engelska. Ni kan naturligtvis stalla frago pa Svenska och jag skall ocksa forsoka att svara pa Svenska.
Ok, let’s get started!
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[image: ]This presentation is about creating a Strategic Process Roadmap.
Most organizations are great at defining their IT Strategy and coming up with a compelling Vision statement.
CLICK
The execution of processes are also done quite well in most IT organizations on a day-to-day basis.
The Process Manager and Process Practitioners are executing the process, for example managing the Change Management process. They are handling Request for Changes, performing risk analysis of changes, approving and scheduling changes and so on. They are in the trenches executing their process, making sure change tickets or incident tickets are managed and that the Service Levels are fulfilled.
CLICK
This creates an Information Gap between the day-to-day execution and the IT Strategic Planning of the organization.
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[image: ]Bridging the Information Gap
One of the key reasons why a Strategic Process Roadmap is needed within on IT organization is to bridge the Information Gap between the operational day-to-day execution and the IT Strategic planning of the IT organization.
CLICK



Slide 4
[image: ]The Strategic Process Roadmap, developed by the Process Owners is making sure the Process has a long term strategic focus and that investments and improvements are in alignment with the IT Strategy and the organizations Vision.
In many organization the Process Manager is tasked to develop some sort of long term plan i.e. a Strategic Process Roadmap as there are no Process Owners assigned or their role is not well defined.
We all know that the day-to-day work and the firefighting always takes priority so there is not a lot of time available for the Process Manager to develop these long term plans and sometime there is lack of understanding how to create a Strategic Process Roadmap.
Without a Strategic Process Roadmap the focus is usually on tactical process tools and process execution vs. Business Value.
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[image: ]Value Proposition of a Strategic Process Roadmap
These are only a few identified areas focusing on the value having a Strategic Process Roadmap.
The first bullet is to make sure the Process Improvements and Investments are aligned with IT’s Vision and overall Goals.
Also to make sure investments are aligned with the services IT provides from an end-to-end perspective.
CLICK
Long Term Strategic Focus
· People: Staffing levels, required skills, training, communications
· Process: Execution, improvements, integrations, automations
· Technology: Tool changes/updates, new requirements/capabilities
· Vendor/Partners: Contracts, SLAs, Strategic relationships
CLICK
Elimination of “correct” pain points – Business Value
· Identifying the most urgent business issue that must be improved
· Customer needs vs. tactical tool/process “fixes”
· Improve effectiveness (end use and customer value focus)
· Improve efficiencies (IT delivers cheaper, better, and faster services)
CLICK
Optimized Investment Process for Improvements
· Coordinated approach from all Process Owners to focus on the “right” improvements vs. many “one-off” requests from Process Managers (not a holistic approach)
· IT Leadership can decide which investments to be prioritized (IT Governance Board) based on IT Strategy and Vision

The Process Owners and the IT Governance Board are part of the IT Service Governance framework where their roles, responsibilities, councils, thresholds, escalations etc. are defined to optimize and prioritize investment decisions.
Let us take a quick look at the IT Service Management Governance framework.
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[image: ]IT Service Management Governance
I will briefly talk about the IT Service Governance framework to highlight how the Strategic Process Roadmaps fit into this framework.
To design and implement an IT Service Management governance framework is a major initiative and I will just focus on how the Process Owners and the Strategic Process Roadmaps fit into this framework.

The lower level of the IT Service Management governance framework is where Process Managers work with the Practitioners executing their process. They focus on mostly on:
· Process Execution, Process Documentation, Process Training, Automation & Technology, Monitoring & Reporting of KPIs and Metrics, Process Training and so on.
CLICK
If the Process Manager is aware that an improvement or change impacts more than their own process they have to communicate and discuss this with the other Process Managers. 
We call this the Process Manager and Technical Review Board – the PMTRC - that meet weekly to discuss process improvements and integrations.
Threshold for escalation to the PMTRC are:
· Impacting more than one of the processes
· Tool / Process integrations
· Process Input / Output modifications
The Process Managers in the PMTRC discusses process improvements and potential changes to the processes and tools.
CLICK
The Process Owner and Architecture Council is the next level in the IT Service Management Governance framework. This is where the Strategic Process Roadmaps are developed by the Process Owners.
CLICK
If any of the suggested improvements discussed in the PMTRC breach a thresholds defined within the IT Service Management framework they have to escalate this to the Process Owner and Architecture Council – the POAC.
Thresholds could be:
· Funding request e.g. >$1, New tools / technology, Create, enhance, or retire appl. or processes, Tool customization, Staff changes / updates, Strategic process impact
The thresholds are different and customized for each organization, these listed here are only examples.
Each Process Owner develops their own Strategic Process Roadmap and they are discussed in the Process Owner and Architecture Council. 
CLICK
The next level of the IT Service Management Governance framework is the IT Governance Board. This is where the IT Strategy and Vision is defined to make sure the IT Strategy is aligned with the Business Strategy and focuses on the business needs.
 CLICK
If there are initiatives identified by the Process Owners that breach a defined threshold, they have to escalate to the IT Governance Board. The IT Governance Board meet quarterly or when needed.
Thresholds could be:
· New funding e.g. > $25.000, New tools / technology, Major customization, Organizational changes, Strategic / Roadmaps

The Process Owners prepare consolidated requests to the IT Governance Board based on the individuals Strategic Process roadmaps each process Owner has developed. 
As there is not unlimited funding or resources for the initiatives the Process Owners in the POAC prepares together a list of improvement initiatives they think are most important and aligned with the IT Strategy.
The IT Governance Board – The ITGB - can now evaluate and prioritize the suggested improvement initiatives.
In many organizations the Process Managers request investments and improvement without coordination with the other processes or with a strategic long term focus and this makes it very difficult for IT leaders to know what they should approve or postpone.
This is where the Process Owners provide value through the development of the Strategic Process Roadmaps.
Slide 7
[image: ]OK, this what quite a lot of information to take in so I think it is time to look at the different steps how to develop a Strategic Process roadmap.
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[image: ]Develop a Strategic Process Roadmap
There are four key steps when developing the Strategic Process Roadmap.
Step 1 is to make sure the Process Owners understands their role and accountabilities.
CLICK
Step 2 is to answer the Strategic Process Roadmap Questionnaire, this is the first template we will take a look at.
CLICK
Step 3 is to review existing material like Process Assessment findings, CSI register, Customer feedback, ongoing initiatives etc.
CLICK
And step 4 is to populate the templates. When the templates have been populated you have developed a Strategic Process Roadmap.
The Strategic Process Roadmap actually consist of two different artifacts, the 3-year Strategic Outlook plan but also the 12-month rolling plan. We will look at both of these templates.
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[image: ]This is the first step, understanding the Process Owner Accountabilities.
I have included this slide more as a reference slide as we will not go into the details here.
The first bullet however focuses on the Strategic Process Roadmaps that is the accountability of the Process Owner to develop.
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[image: ]Strategic Process Roadmap Questionnaire
This is the first template used for developing the Strategic Process Roadmap.
This is an excel questionnaire.
This is only a starting point for the Process Owners and additional questions must be considered that are specific to the process which a Strategic Process Roadmap is developed.
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[image: ]To make sure the Strategic Process Roadmaps are considering not only the questionnaire questions, make sure to review any other type of information and data available.
Maybe there is data from a customer survey, what are the ongoing initiatives, the CSI register, IT’s Vision statement and strategy, past process assessment, or any other data like feedback e.g. from the Service Desk or BRMs. 
The Process Manager will have a lot of input and valuable information that you can gather.
Make sure to gather as much information and input to the Strategic Process maps as possible. The Process Owner should of course review the IT Strategy and Vision and even the Business strategy.
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[image: ]Strategic Process Roadmap Templates
There are a numbers of templates available that you can download from my web page.
I also have some USBs where I have the templates.
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[image: ]OK, let us open the excel file and take a closer look.
OPEN EXECL FILE AND REVIEW FILE

When you have answered all the questions and gathered all the additional information it is time to start populate the PowerPoint templates.
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[image: ]This is the overview slide of the Strategic Process Roadmap.
In the top right corner of this template you have some basic information and when the Strategic Process Roadmap was updated.
If you have established the maturity of the process it should be added as well as the names of the Process Owner and Process Manager.

The following fields should be populated.
· Improvement Focus and Future Vision
This is a high level statement of where the process is heading over the next 3 years and the key areas to be focused on. 
· Current State / Gaps / Limitations
List the key issues and gaps of the process that must be addressed over the next three years
· Key Activities / Milestones
What are the key milestones and activities over the next three years? This will be described in detail using a slide for each of the Milestones. We will look at that template next.
· Benefits & Value Proposition
State the value and benefits of improving the process. Why should the organization spend time, money and resources improving the maturity of the process?
· Financial Forecast over 3 years
What is the required investments over the next three years and has it been approved or not?
The bottom section is a visualization of the three year timeline and the key millstones added to that timeline.
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[image: ]An Example
I have created an example slide with most of the fields populated for you to see how the template is used.
This is not real data but will help you use the template as you can see the level of detail to be captured.
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[image: ]Milestone Details
I mentioned that each Milestone will have its own slide where additional details are captured.
This is not to be seen as the project plan or the project charter document but provides additional information to understand the Milestone better.
When the Process Owner is asking for funding for the initiative this Milestone slide will provide the needed details.
To accomplish the Milestone the Process Owner might need funding for new staff or external consultants, maybe some new tools or replacement of existing tools. This Milestone slide will provide the additional details needed for IT Leadership to understand the request and obtain the approval. 
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[image: ]12-Month Rolling Plan
When developing the 3-year Strategic Process Roadmap it is important to get a good understanding of the upcoming activities for the next 12 months.
This is a very high level plan the Process Owner can develop to work closely with the Process Manager and other impacted areas.
It provides a 1-slide overview of the significant activities for the next 12 month.
Each quarter the columns move to the left and a new column is added to the right with the next quarter. Activities that have not been completed the last quarter must be moved forward in the plan.

Slide 18
[image: ]Lessons Learned
I have worked with many organizations trying to implement the roles of Process Managers and Process Owners. It is critical to have very clear role description so the individuals understand what they are Responsible and Accountable for.
IT Leadership support is critical when defining these roles and it will fail if it is not supported by leadership.

[bookmark: _GoBack]Just defining a few roles will not really have any impact to the organization. A structured ITSM Governance framework is required to management and execute process governance.
Many organizations today is developing Service Catalogs and pronouncing that the will be a Service Centric IT organization. 
Process Governance is a foundational building block when establishing a Service Centric organization and an organization cannot leapfrog itself into a service centricity without process governance with well-defined processes, roles and responsibilities.
Strategic Process Roadmaps is a key enabler for process excellence and the foundation for an organization to reach the next level of maturity.
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[image: ]Thank you!
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Strategic Process Roadmap Questionnaire
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