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The amount 
of data that 
companies 
are collecting 
has grown at 
a rate of 50% 
annually...

but how many organizations have doubled the size of their IT department recently to 

keep up? The answer is likely none. With the recent insurgence of data, companies 

often find themselves playing catch up. The reality is most organizations do not yet 

know how to manage all of that data, or even if it’s worth managing at all. According 

to Forrester Research, only 12% of enterprise data is being analyzed to make deci-

sions today, which means 88% of data is just waiting to provide value. 

Business units have grown exponentially more data-savvy the last few years, which 

in theory is a step towards capitalizing on all that unused data. However, the desire 

for lines of business to have access to all of that data has left IT departments spread 

thin and ungoverned shadow Business Intelligence (“BI”) departments popping up 

throughout organizations.

Companies like yours are investing millions of dollars and thousands of man hours to 

manage and leverage data annually, so why is there still such a gap between the daily 

reporting capabilities of organizations and their vision for data usage? The answer 

varies because that gap is a product of misalignment between IT capabilities, internal 

processes and business goals.

Introduction

https://www.emc.com/leadership/digital-universe/2014iview/index.htm
https://www.emc.com/leadership/digital-universe/2014iview/index.htm
https://www.emc.com/leadership/digital-universe/2014iview/index.htm
https://www.forrester.com/The+Forrester+Wave+Big+Data+Hadoop+Solutions+Q1+2014/-/E-PRE6807
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Imagine you’re investing in a new car for your family. If you 

applied the same decision-making process of traditional IT data 

management, then you would go alone to a dealer, test drive 

the coolest and fastest car on the market, and buy it in the color 

that you think the rest of the family would like. The car might fit 

most of the assumed needs of the family, but did you consider 

the frequency in which your partner drives on the highway? How 

about the fact that you might need a 6th seat in nine months? Or 

the maintenance requirements of the car? Though it may be fun to 

open up a Ferrari on the highway, it won’t do you any good when 

you need to move a couch or pick up your son from daycare. You 

may already have the perfect car for your family sitting in your 

garage; it may just need a new paint job.  But you won’t know what 

kind of car you need until you have a conversation with the rest of 

your family and agree upon all your needs. 

The scary truth is that this gap grows larger every day that a company operates without a cohesive 

BI strategy. We all hear it—disruption is happening in technology faster than companies can keep 

up. In fact, 52% of Fortune 500 Companies have disappeared since 2000 because of their inability 

to adapt. Data Management is one of the fastest growing industries on the planet, and it is no longer 

enough to buy the best tool on the market and hope it’s an easy button for success. Today’s CIO’s 

need to do more than take orders from business units, they must illustrate in business terms how 

technology enables business direction and contributes to its success.

500

Introduction

FORTUNE

52% of Fortune  
500 Companies  
have disappeared  
since 2000

https://www.constellationr.com/blog-news/coming-soon-disrupting-digital-business-book
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Of course, this is easier said than done. The premise of 

this eBook is to provide you with the keys to developing 

an enterprise BI strategy through our proven roadmap 

methodology, referred to as an “AVR”.

The same reasoning can be applied to developing a strategy for investing in people and technology 

to deploy data in a meaningful and useful way inside your organization. IT departments can no longer 

make all the data decisions in a silo for an organization and expect that Marketing won’t go out 

and lease an Audi of their own. IT must work together with business units to develop a strategy for 

empowering business decision makers with the information they need in a controlled environment.  

Introduction
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WHAT IS

AVR?
AVR is the acronym describing our methodology for 

establishing a personalized and actionable enterprise 

BI Strategy, spanning the core activities of Assessment, 

Vision & Roadmap.  It is an engagement model that 

guides an organization through an enhanced gap analysis 

which results in an agreed upon roadmap for future 

success that is demonstrable and measurable.  Eighty 

percent of strategies we review do not have qualitative 

measures for success.



5 HOW TO CREATE A WINNING BI STRATEGY THAT DELIVERS

What are you capable  
of today? 

What would you like to be 
capable of tomorrow? 

How will those new 
capabilities transform  
your business? 

1.

2.

3.

The AVR seeks 
to answer three 
crucial questions 
for the whole 
“family”: 

What is an AVR?

HOW TO CREATE A WINNING BI STRATEGY THAT DELIVERS
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The number one reason that BI strategies are not adopted is lack of executive 

buy-in. Often organizations invest in lengthy strategic documentation that may be 

valuable and well-intentioned, but is read once and never looked at again. How do 

you develop a strategy that does not meet this same fate? You need a strategy that 

is more than a piece of paper. A document created in a silo won’t incite change. A 

valuable BI strategy cannot just theorize processes that should align IT practices 

to business needs, it must lay out tangible goals, define milestones and plan step-

by-step initiatives that will guarantee value to the business. The most successful BI 

strategy is a living, breathing document that drives action and inspires innovation, 

not just within IT but in all business units that benefit from data-driven decision 

making (which is all of them). The fact is that without buy-in from the business, a BI 

strategy holds no value; it is simply a piece of paper.

Developing a data strategy should, however, still be an IT-lead initiative. It starts  

with looking under the hood at IT capabilities in the Assessment step of defining  

a BI strategy.

What is an AVR?

Just as most car accidents are not caused by the vehicle itself, most business intelligence issues are 

not solely caused by the tools being used. A successful BI strategy takes into account people working 

as a team, utilizing measurable processes, running the necessary technology and accessing accurate 

data. To define a strategy for your organization, you must have the visibility and the objectivity to 

dissect your organization’s capabilities as it relates to Data, People, Processes and Technology. 
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Before you can determine where you want to go or how to get there, you must first 

understand where you’re coming from. The assessment step of an AVR is an internal 

analysis that will help paint a picture of your organization as it stands today.

The purpose of the assessment is to identify challenges and opportunities by 

answering questions like, “What data is being held hostage?” and “Are you equipped 

with the right tools to do your job?”

While most BI strategies tend to primarily focus on technology, a good BI strategy 

must encompass more than just technology to be effective.  Frankly, technology 

is often the least important factor. You must assess the data, people and processes 

as well to gain a holistic view of your business. We believe that people are the most 

important element of a BI initiative, because data has no power without people. 

Transforming into a data-driven organization requires change, in leadership and 

culture, and to drive change you need change agents. Let’s start there.

Assessment 

Looking 
Under the 
Hood (and in the 

garage)
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Driverless cars may soon be common on the roads, 

but even a person behind the wheel of a self-

driving car may not get very far if he or she doesn’t 

understand the technology. The people on your team 

will ultimately be evangelizing and executing your BI 

strategy, so you must factor in their skills and abilities 

for deploying any initiative. 

 ASSESSING

People
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Companies today must consider the maturity of the audience they are preparing to deploy BI 

capabilities within before offering solutions. There may be business units that only need simple 

monthly dashboards, while others would excel with the use of self-service advanced analytics. 

We see many examples of so-called “best of breed” tabular-driven 

reporting first deployed as the BI standard for finance teams 

become the de facto standard for other departments, like sales, 

marketing and operations. This is a prime example of using the 

wrong vehicle for unique audiences and ignoring the different 

needs of your end-users. 

Consider the maddening process a store manager must go through 

to click, click, click their way to finding their store sales for the 

current week because they are going through a system geared 

towards an accounting professional sitting at a PC, and not a portal 

for sales managers who may be on the showroom floor working 

from their smartphones in between appointments. A successful 

BI strategy must incorporate and cater to the needs of all possible 

audiences, and the only way to determine their needs is to ask, 

deliver and ask again. 

Assessing People
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Assessing People

This can be achieved through many methods, the most common being interview 

sessions, team workshops and digital surveys, and the most effective feedback 

including design or creative thinking.

As you begin to collect more feedback from varying business units, one 

recommended exercise to help capture a high-level view of the people within your 

organization is to plot the business units on your own 2x2 graph by their maturity in 

data-driven vision and their ability to execute on that vision. 

While your sales department may be eager to access data, they may be ill-equipped 

for self-service and require the most assistance to ramp up. On the other hand, your 

finance department may not see the vision for why analytics are so important in 

your organization because they’re still operating successfully within the simplest of 

BI tools—spreadsheets—and not yet need your support. 

Step one of the AVR is focused on establishing 
business relationships and collecting feedback 
within your organization. 
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Assessing People

The institutional knowledge that 

governs how those people work 

together is also critically important. 

With that in mind, let’s dig into the 

second factor, Process.  
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As methodologies like Lean and Six Sigma are 

branching out from typical manufacturing use 

cases and into other business processes, it’s clear 

that the work of taking data and turning it into 

insight must be efficient and effective.  

 ASSESSING

Process
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When organized properly, a data insights team is a masterful blend of people, art 

and science that properly drives innovation, consistency and operationalization 

of your BI.  Many companies choose a BI Center of Excellence (“BICoE”) or a BI 

Competency Center (“BICC”) for this very purpose.  Without a good BICoE or 

similar function, you cannot guarantee that the processes put in place by your 

new BI strategy will be carried out. Conversely, when a BICoE is well realized, 

it will guarantee the prioritization and adoption of your BI strategy and ensure 

alignment with the changing needs of the organization.  

Lack of clarity on where to pull core measures, lack of education on how to use the tool, lack of 

service level agreements, lack of a dedicated team to support user questions—these are all indications 

that your organization is not set up properly to deliver analytics or that the organizational structure is 

either incomplete, or non-existent, in function. 

Assessing Process

BICoE
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Whether or not you have a BICoE in place when crafting 

your BI Strategy, the key process elements that you must 

assess stay the same: 

 The process of managing the information 

lifecycle

 The process of BI requests to fulfillment 

 The process of data quality remediation 

 The governance process and ownership 

(committee)

A common pitfall in a strategy assessment is to simply 

look at these processes within the IT department 

and adjust to better increase efficiencies therein. It is 

crucial at this stage of assessment that you continue 

to engage people outside of your IT department to 

better understand the cadence of BI requests, sources 

of compounding data, and other influencing variables 

from various audiences. As we mentioned before, an BI 

strategy must be aligned with the corporate strategy and 

must have business support.   

Assessing Process

Process Assessment 

Do you have a BI Center of Excellence (BICoE) driving your initiatives?  

Do you know why it is important? Many organizations do not. The 

BICoE is the mechanic to your data machine, orchestrating the 

processes that must fit together to continually drive a BI effort forward. 

Whether it is virtual or functional, BICoE’s are noticed primarily when 

things go wrong.  

This was the precise case at a recent healthcare customer. The 

Florida-based company was experiencing hyper growth and 

tremendous client satisfaction, but was suffering from an inability 

to forecast revenue or properly manage cash flow. The answer 

seemed simple enough: invest in a robust enterprise BI tool for more 

visibility into data and reporting operations. However, the success 

of a reporting tool is dependent on its adoption and use once you 

get it inside the building. Developing a Business Intelligence Center 

of Excellence that aligned line of business requirements with IT 

capabilities allowed this organization to successfully implement a 

self-service environment using MicroStrategy that allows employees to 

proactively engage in data discover and exploration. 

CASE STUDY

READ MORE

http://convergenceconsultinggroup.com/resources/case-studies/building-the-backbone-for-analytics
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Process is critical, but process without the right 

vehicle can be demotivating, which brings us to our 

third assessment factor: Technology.

ASSESSING

Technology
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In BI, it’s a blend of many software components, optimized architectures, hybrid 

infrastructures for storage and global processing, simple delivery platforms, ticket 

tracking systems, an ecosystem of talent, and many other technologies that need 

to be configured optimally to run efficiently.

When assessing the technology in your organization, it is important to turn an 

objective eye to your infrastructure and applications for the sake of improving 

business performance. This can be the most challenging part for any IT executive 

performing an assessment, as they are often forced to be critical of substantial 

investments. It is always easier to attach quantifiable value to an application 

in a time when an objective opinion is needed.  Furthermore, assessing 

technology based on the latest industry trends is not a practical approach.  Many 

organizations start a conversation by asking, “What is the best BI tool?” Instead, 

they should be asking, “What is your highest value use case for a BI tool that 

you cannot do today?”  Technology enables your business to drive insights.  The 

methodology of “Build (or buy) it and they will come” will undoubtedly result in a 

failed implementation with high costs and little to no business value.

A valuable exercise at this stage of the AVR is to perform a BI tool rationalization 

by assigning best practice rules for use case alignment and for selecting the 

right tool for the right job within your organization. This will help to identify 

redundancies and gaps in technology and justify the use of specific technologies 

by business purpose or user in your roadmap. 

While people and 
process are crucial to 
getting you from point 
A to point B, those 
two factors alone 
won’t get you to your 
destination.  You need 
a vehicle that’s been 
built by experts who 
know how to maximize 
horsepower and 
efficiency. 

Assessing Technology
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Assessing Technology

Weight of detailed criterion affects summary scores. customers are advised to apply their own importance 
weighting. Specialty vendors are scored only in those market segments in which they compete.

Increasingly, organizations are looking hard at whether IT needs to be in the business of purchasing versus servicing. Regardless of who is 

making these decisions, the fact remains that even a skilled driver with the most advanced equipment will fail with poor fuel quality or supply.  

Which brings us to the fourth factor: Data.

ExcellentLegend: Good Limited Minimal/None Does not compete in this segment

BI Tool Selection Scorecard
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Data, the fuel for any BI effort, is growing at a 

substantial and unprecedented rate and has 

traditionally been managed and architected for 

transactional purposes and not for analysis.  

 ASSESSING

Data
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It is important to assess not only the data quality and integrity of each primary 

source system, but also to understand the data culture and what practices are in 

place for sharing, managing and entering data.  While the responsibility to blend, 

mine, refine, and distribute data resides with your BI team, the burden impacts 

your entire organization. Bad or insufficient data will starve processes and results. 

If a business unit is not successfully fueled, it will not sit idle; instead it will find 

a way through mini-data marts and unsanctioned reporting tools to perform its 

own BI. It should be a primary goal of your BI strategy to prevent these practices 

by allowing transparency, prioritizing needs and communicating challenges early 

and often. 

For many companies, a valuable exercise at this point in your Data Assessment 

is to articulate your data lifecycle, profile your data sources, assess your data 

architectures, and define data quality and governance standards across the 

enterprise. Interviewing key stakeholders and employees will also help to expose 

data challenges and prioritize data initiatives (see example on page 20). This data 

clarity will help prepare you for Step two of your AVR, establishing the BI vision. 

Gartner predicts that by 2019, 75% of analytics solutions will incorporate 10 or more external data 

sources from second-party partners or third-party providers. Increasingly, exogenous datasets (those 

of external origin) are a vital aspect of business execution. Data from partners and suppliers, plus 

open data, all enrich the organization’s ability to derive new business value.

Assessing Data

https://www.gartner.com/doc/3471560/chief-data-officer-drive-data
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Assessing Data

Top Challenges Cited In Workshops

Data Accessibility

0% 5% 10% 15% 20% 25% 30% 35%

Speed

Data Entry

Data Definitions

Data Maintenance

Report Standardization

Data Quality

Data Dictionary

Data History

Reporting Tools

Data Accuracy

Not Forward Looking

Top Challenges Cited, Recent AVR Study, Large Healthcare Client
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A good vision serves as the destination for your BI 

journey.  It aligns all towards a common goal and inspires 

creativity, ultimately securing better business outcomes. 

It illustrates in business terms how the four pillars from 

the assessment can influence business performance.

 VISION

Fueling 
Innovation 

O

O
O O

O
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If you did your due diligence in Step One: Assessment, people within your organization will start to 

buy in to a new BI strategy because they have contributed and agreed on its value. They will want to 

be a part of the new vision and help you move it forward. 

Companies invest in BI solutions for many reasons. Some are focused on a single 

version of the truth or reducing repetition in reporting. Others are embracing a 

decentralized, self-service model where individuals are given the tools to drive their 

own analysis. Some want to build an immersive, mobile application experience 

that augments the workflow of its staff. Regardless of the reasoning behind any 

initial investment, the future vision of BI capabilities must take into account all of 

the purposes data and analytics can serve within an organization now that these 

capabilities are possible. 

You can’t buy the Ferrari but tell your spouse to take a bike to work; you will be 

forcibly removed from all future purchasing decisions. In the same sense, the 

BI team needs to work with the various lines of business to ensure that all your 

visionary departments are being served with regular data and insights. If the 

solution cannot expand to fulfill every department’s needs, IT can bring in external 

consultants to deploy additional resources in a controlled environment that aligns 

with the overall strategy. 

Vision: Fueling Innovation 
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Vision: Fueling Innovation 

Vision 

A Fortune 500 homebuilder recently engaged CCG to perform an AVR that would 

inform a software selection. The IT-defined vision for this project was simply to invest 

in a tool that would offer better reporting automation. However, upon assessment, a 

deeper, truer vision emerged. The executive team wanted to use this investment as 

a springboard to transform the organization from a home-building, market-driven 

company that used technology to react, to a technology-driven company that 

leveraged data to act and lead the market through change. This vision emphasized 

the need for successful adoption throughout the organization, not just within IT. The 

need was no longer basic reporting, but a highly- personalized self-service experience, 

deployed seamlessly across desktop, mobile and with offline connectivity for employees 

at all levels in the office or in the field to collaborate. 

Understanding the true vision led to a focus on vendors that supported custom 

visualizations with an emphasis on ease of use. Furthermore, it required a mature data 

governance capability to ensure secure and accurate reporting. The roadmap that rolled 

out this solution focused largely on IT encouraging the lines of business in building their 

own capabilities using IBM Cognos Analytics, an enterprise, governed platform.  

Sales and marketing ROI 

across the company has 

improved significantly 

because of this engagement, 

with other areas like home 

building leveraging price 

optimization capabilities to 

increase margins even further.  

CASE STUDY

READ MORE

http://convergenceconsultinggroup.com/resources/case-studies/bi-tool-selection
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What would you like  
to be able to do with data/
information that you cannot 
do today? 

How would that transform 
the way you do business?

1.

2.

Before any BI effort commences, and 

periodically after one has been deployed, 

we recommend a review of the intended 

destination, to determine if the vehicle that 

was built is still the right one. This can be 

accomplished through writing a clear vision 

statement. When crafting your new vision 

statement, try to avoid vague or overly 

technical vocabulary. Focus on defining a 

vision for business outcomes that can be 

supported by BI initiatives.  Start by asking 

these two questions:

The answers to these two simple questions, 

especially if provided by a set of executive 

stakeholders, should provide just the ingredients 

you need for a great vision statement. 

Vision: Fueling Innovation 

HOW TO CREATE A WINNING BI STRATEGY THAT DELIVERS
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ROADMAP

Navigating 
the Road 
Ahead
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A BI Roadmap is a planned and prioritized series of initiatives, including required 

processes and organizational development, that drives your organization towards 

an agreed upon vision of a successful future state. 

In a literal sense, the BI Roadmap should resemble a Gantt chart that maps out 

projects in chronological order, prioritized by urgency, ease and bandwidth, with 

clearly identified milestones, metrics for success and demonstrable business 

benefit. The length of your roadmap can only be as long as the time it takes you 

to accomplish your vision, which should not be more than 24 months in the 

future. Typically, the roadmaps we help produce through the AVR process range 

from 9 to 15 months, depending on the amount of work required. 

Once a vision is in place, and an organization understands where they stand both currently and 

progressively across people, processes, technology and data, you have identified your gap. Now it’s 

time to craft your BI Roadmap to close that gap.  

Roadmap: Navigating the Road Ahead
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Roadmap: Navigating the Road Ahead

Your completed roadmap should do more than mandate a list of projects, it should tell a story of how 

your company will innovate and transform through enhanced business processes. The Roadmap 

should be short enough that it does not need to be considered a living, breathing document. It should 

be an established guideline that will ensure your overall strategy is adopted, if the roadmap is followed. 

At the end of your roadmap timeline, it will be time to create a new vision statement.
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AVR Checklist 

ASSESSMENT 

 People

 Executive Interviews

 Workshops

 Surveys

 Organizational Analysis 

 Process

 Job Shadowing

 Data Governance

 Development Standards

 Environmental Strategy

 Change Management Strategy 

Technology (BI)

 Application Reviews

 Business Intelligence

 Information Management

 Advanced Analytics

 Database Platform

 Environment 

Data 

 Data Quality

 Data LifeCycle

 Data Warehouse Health Check

 Key Domains

 Source Systems

 Data Profiling 

VISION

Workshops 

Vision Statement 

ROADMAP

Executive Summary

Roadmap
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We will act as objective advisors throughout your entire AVR process, assessing 

data, performing interviews and evaluating investments, while applying our 

industry expertise to craft your unique strategy for success.  

As part of a roadmap, we will recommend the optimal data architecture iterations, 

technology procurement (or reductions), cadence of staffing, process changes 

and more. We will help you identify any roadblocks, your best drivers, and the 

technologies and fuel you need to help you reach your destination. 

Great roadmaps are a prioritized blend of the pragmatic needs for your company 

that create a line of site into the cost, time, benefits and budget necessary for 

reaching your vision.  Never settle on an expensive piece of paper as a “strategy” 

again. If you can follow these AVR steps for crafting an enterprise BI strategy, you 

will create a team of invested, capable employees who will help to carry out and 

evolve this strategy to drive your company to unimaginable success. 

A roadmap can tell you directionally 

where your next sharp turn is, 

but an experienced driver knows 

how to track conditions, estimate 

weather, and foresee other bumps 

in the road which might affect their 

path. That’s the value of partnering 

with an experienced consultancy 

like CCG on your BI Strategy. It’s an 

investment that can save you time 

and money in the long run.

CCG Services

Ready to get started? Need some expert advice? CCG can hit the ground running 
and help you build an AVR for your company so you can reach or exceed your goals. 
Contact us today.

http://convergenceconsultinggroup.com/contact


www.ccgbi.com/AVR 

813-968-3238

http://convergenceconsultinggroup.com/avr



