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Accelerating Corporate
Clock Speed
Why Faster, Better Technology
Drives Business Agility
Today’s enterprises must operate at higher speeds than
ever before. More than 70% report that the rate of change
has increased and that they expect further increases in
the next three years. Several causes are responsible for
this acceleration, including changing consumer demand,
global competitive pressures, new social and digital
business models, widespread market volatility, and ever
more active regulators.
But one theme is constant: business leaders are concerned
and frustrated by their organizations’ inability to keep pace.

Importance of IT Speed to Achieving the Following
Business Goals
Percentage of Business Leaders Agreeing

77%

Launch New Products/Services

77%

Enter New Markets

79%

Respond to New Types of Competitors

80%

Respond to Changes in Demand

84%

Comply with New Laws and Regulations

n = 3,263 business partners across 17 business functions
and five seniority levels.
Source: CEB 2015 IT Clock Speed Survey.
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What’s causing this delay? And what
enables companies to increase velocity
when launching new products, entering
new markets, responding to competitors,
staying abreast of fast-changing demand,
and complying with new regulations?
CEB surveyed thousands of business
leaders, and a majority believe the speed
of technology delivery is critical to meeting
these business goals.
Business leaders know how the pace
of technology change affects overall
organizational speed—and ultimately
competitive advantage—and 63% believe
their organizations respond too slowly
to technology-enabled opportunities.

Although the speed of technology
delivery has become critical, technology
must be fast and right. It cannot come
at the expense of cost, risk, quality, or
functionality. In many cases, they must all
improve in parallel.
Take the old story about the mechanic
with a sign on his wall that says, “Our work
can be fast, cheap, or good. Pick any two.”
Increasingly, when it comes to technology,
the competitive environment means that
companies don’t have this choice. In
fact, a majority of business leaders want
all these factors in addition to greater
technology speed.

37%
No

48%
Yes

n = 3,681 business partners across 17 business functions and five seniority levels.
Source: CEB 2015 IT Clock Speed Survey.
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63%
Yes
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52%
No

To better understand how organizations
can increase their technology speed, we
surveyed and interviewed thousands of
business leaders and IT executives. Our
research uncovered four factors that make
it difficult for organizations to ensure their
technology is both fast and right.

My Organization Responds Too Slowly to Technology Opportunities
Percentage of Business Partners

Source: Michael Fitzgerald, Nina Kruschwitz, Didier Bonnet, and Michael Welch, “Embracing Digital
Technology,” MIT Sloan Management Review, 7 October 2013, http://sloanreview.mit.edu/projects/
embracing-digital-technology/.

“Are You Willing to Compromise on Cost, Quality, or Functionality for Greater Speed?”
Percentage of Business Partners

Too Many Stakeholders Are Slowing
Decision Making

With stakeholders across the enterprise
becoming deeply involved, technology
decision making has become more
complex and more matrixed than linear.
Two main reasons explain this shift.
First, the ever-greater magnitude of
technology spending and the risks it
entails mean that technology advice
and approvals constantly circle between
business leadership, the corporate IT
group, and other central functions that
vet technology decisions.

For example, building a new analytics tool
to analyze customer value might involve
stakeholders in Marketing, Sales, and
other lines of business. It may also involve
Finance to approve the business case;
Legal, Compliance, and Privacy to establish
the data protection rules; Procurement to
review the vendor; and IT to actually build
it. These matrixed interactions are a key
source of delay as they become frequent,
complex, and interrelated.
Second, technology spending is
increasingly coming straight from line-ofbusiness budgets. Today, 72% of C-suite
priorities rely on technology, so business
leaders want a greater say in technology
decisions. This trend appears in
company budgets, with one-third of total
technology spending coming directly from
line-of-business and functional budgets
rather than through the CIO’s budget.
On top of this distributed activity is the
need for central oversight to coordinate
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technology decisions, avoid risk exposure,
and ensure value for money. And it’s not
surprising that decisions get drawn out,
challenged, revisited, and passed between
numerous stakeholders.
As a result, the number of stakeholders
and the clarity of decision rights dictate
delivery speed, not the technology’s value
or strategic importance.
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 echnology Experimentation Causes
T
Project Proliferation and
Management Complexity

As a broader range of technology
opportunities emerge and as technology
evolves more quickly, companies
are pursuing more technology
experimentation. For example, they are
devising new ways to reach customers
via mobile and are combining multiple
sources of data and analytics to create
new products. The challenge is that
although these experiments are expected
to proceed faster than less innovative
technology initiatives, they actually create
new barriers to speed.

Technology experimentation leads to a
greater number of smaller projects. On
average, the number of individual projects
in a $100 million technology portfolio
increased by 38% between 2012 and 2014.
To make matters worse, many of these
smaller, more experimental projects have
unclear outcomes. Because of this, almost
half of the business leaders involved in
technology projects now struggle to define
the desired objective.
More projects mean more project
management, as each project must be
scoped out, reviewed, and delivered.
Clearly, doing this for lots of small projects
is more time consuming and resource
intensive than doing it for a handful of
larger ones. And if the projects’ objectives
are uncertain, all this activity may need to
be repeated several times.
Although the work has increased, the
teams responsible—in IT and elsewhere—
are not expanding to keep pace.
Meanwhile, emerging competitors who can
focus on only one or two experiments and
little else are surging ahead.
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 reater Enterprise Scrutiny
G
of Technology Risk Leads
to Coordination Challenges
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Moving Fast Today Stores Up Delays
for the Future

Three-quarters of IT leaders believe that
taking shortcuts—such as deviating from
technology standards and policies—to
deliver faster outcomes in the near term
can inhibit a company’s ability to exploit
technology quickly in the future.

As companies face unprecedented levels
of information risk and an increasing
number of advanced persistent threats,
cybersecurity has become the top risk
concern for boards of directors. Similarly,
the breadth and complexity of regulations
for technology and data are growing.

For example, choosing a readily available
technology or deciding to skip investments
in integration may shorten time to market
for a new customer-facing app. But this
approach can cause future delays when
the app won’t grow to meet demand or
when it needs painstaking rework before
it can be linked to other technologies. In
the worst cases, we’ve heard of apps built
in a week that then take nine months to
integrate with legacy technologies.

As a result, technology decisions are
subject to lengthier and more rigorous
risk reviews by groups such as Audit,
Legal, Compliance, and Privacy, as well
as information risk teams within IT. And
these groups often fail to coordinate their
reviews—further increasing the delays.
Worse, each group may use unclear
or overly exacting criteria that change
unpredictably as new threats and
regulations emerge or evolve. Most IT
security heads estimate that problems with
conducting reviews cause delays or other
disruptions at least once a month.

Functions That Must Work Well Together to Effectively Manage Risk
Percentage of Chief Information Security Officers
94%

Internal Audit

89%

89%

89%

IT Audit

Privacy

Compliance

83%

Legal

n = 36.
Source: CEB January 2014 Peer Perspective Poll.
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Today’s Approaches to
Increasing Speed Are Inflexible,
Incomplete, and IT Centric
Organizations are pursuing two
approaches to speeding up technology
delivery—but both fall short.
First, they introduce standards that
reduce technology choice and diversity.
The results stipulate the use of specific
technologies and define technology
governance processes that lock down
requirements early to prevent rework.
These tactics are associated with
buzzwords such as “off the shelf,”
“vanilla,” and “out of the box.”
As many companies have found, relying on
standards can speed up predictable and
routine projects and is often cheaper. But
it’s inflexible and difficult to sustain in an
era of fast-changing priorities and rapidly
emerging new technologies.
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Secondly, organizations are establishing
specialized methodologies such as Agile
or dedicated stand-alone teams designed
for speed. Although these tactics are
more flexible than a standards-based
approach, they are difficult to scale and
create problems with morale (who wants
to be on the “slow” team?). And because
they can’t break free of interdependencies
with slower, more traditional teams and
processes, they really aren’t that fast.
These two approaches also center on
IT: they assume that changing how IT
governs technology or manages projects
will improve speed. Any approach that
doesn’t prompt business leaders to
change how they make technologyrelated decisions and interact with
the corporate IT team will fail.
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Accelerating Technology Clock
Speed to Be Fast and Right

To be both fast and right in exploiting
technology, the best companies increase
the end-to-end speed of all the activities
and participants in the technology
delivery process.

the top three actions that all businesses
should take:

A useful analogy is clock speed—the speed
at which a microchip takes in information,
processes it, and carries out an action as
a result. This is exactly what companies
must do to better address their technology
needs: increase the pace at which they
identify critical technology needs, decide
how to support those needs, and deliver
technology capabilities that create value.

2. Triage and simplify management
processes and methodologies.

1. Improve handoffs between technology
stakeholders.

To uncover what drives greater technology
clock speed, we recently surveyed almost
4,000 global business and IT leaders. We
tested more than 40 potential actions
that could speed up each stage of the
technology delivery process and identified

3. Stop escalating lower-value decisions.
The benefits of these actions are real.
We estimate they can cut five weeks
from a six-month project.

Business leaders must assign their best
people to support technology efforts,
not the people they can most easily
spare. They must clearly communicate
when speed trumps other priorities
and alter the pace of their own
decision-making accordingly.

Business leaders can also avoid a lot of
delays in their interactions with IT by
requesting improvements to business
capabilities rather than asking IT for a
specific technology that is purported
to support that capability. And they
must take the idea of end-to-end clock
speed to heart, bringing in IT as early as
possible for technology decision making
and maintaining those interactions until
the technology is creating value. Below
are six steps that business sponsors of IT
should take to get started.

The Actions That Drive Technology Clock
Speed Require Business Leadership
Addressing these three actions cannot be
left to the CIO and the corporate IT team
alone. The actions will only be successful
if business leaders own enterprise-level
changes to governance, process, and

Six Hallmarks of Effective Business Technology Stakeholders
1. Assign the best people.
To move quickly and have smooth handoffs, technology-related projects need capable, empowered
business stakeholders. Assign high-performing staff with the authority to make decisions, and ensure they
stay involved, as many delays occur when stakeholders step back after an initial flurry of enthusiasm.

2. Be clear when trade-offs for speed are (and aren’t) acceptable.

Estimated Time Savings in a Six-Month Technology Project
180 Days

structure, encourage behavioral changes
within their teams, and make six changes
to the way they personally play the
roles of sponsors and stakeholders in
technology initiatives.

Sometimes speed trumps other factors such as cost or quality, and sometimes it doesn’t. But a lot of time
can be saved if these assumptions are clear.

19%

3. Streamline and coordinate decision making.

145 Days

Fast-track decisions for small, low-risk technology-related projects, for example, by reducing the need for
business case documentation when the amounts at stake are low. And ensure stakeholders make decisions
collectively, not in parallel.

4. Ask for business capabilities, not technologies.
Asking for a specific technology often leads to delays if it is difficult to integrate with existing technology
or if it sends the wrong signals to the IT team about which business capabilities are needed.

Before Increased
Clock Speed

With Increased
Clock Speed

n = 417 respondents from 294 organizations.
Source: CEB 2015 IT Clock Speed Survey.
Note: Does not factor in time savings from Agile or other iterative methodologies.
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5. Bring IT in early.
Many stakeholders hesitate to involve the IT team early as they fear being drawn into bureaucratic
processes or having their request locked down prematurely. But keeping IT informed—if not always
directly involved—about emerging needs saves time later.

6. Plan for speed to value, not just speed to go live.
Ultimately, technology clock speed is about speed to value. And business stakeholders must ready their
teams to ensure technology is used and creates value as quickly as possible after it is delivered.
9

1. Improve Handoffs Between
Technology Stakeholders

Handoffs are the interactions and
communications between all teams
involved in delivering a new technology
capability (e.g., sharing information,
handing over a work product such as
code, granting a review or approval).
The growth of the number of technology
decision makers and the number of small,
experimental projects has made crossfunctional handoffs a serious problem.
CEB has found that although
organizations focus on speeding up
individual groups, they have almost as
many opportunities to speed up the
handoffs between those groups.
Handoff problems with corporate IT
teams are relatively well known. Like most
corporate functions and business units, IT
is sometimes poorly coordinated or works
at cross-purposes.

But the greater problem is handoffs that
extend beyond the IT team. According to
the survey, 59% of the opportunities to
speed up handoffs involve groups outside
Corporate IT. The issue is coordination
with the rest of the business (e.g., lines of
business or other central groups such as
Procurement, Finance, and Legal) or with
external parties, such as vendors.
The importance of handoffs is a key
reason that attempts to increase
technology clock speed by creating
specialized “fast” teams fall short. Fast
teams are only fast if they can act
independently. They slow down as soon as
they have to rely on other slower teams.
The problem is that at least 90% of teams
working on technology projects are linked
to each other. Speeding up interdependent
teams requires collaborative efforts to
optimize overall clock speed, rather than
the speed of any one group.

Breakdown of Where Handoff Delays Occur

41%
Inside IT

59%
With the Rest of the
Business External Parties
n = 417 respondents from 294 organizations.
Source: CEB 2015 IT Clock Speed Survey.
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The first and most important task when
speeding up handoffs is identifying which
ones cause delays and why. Then choose a
way to improve them.
Map Handoffs (Not Processes)
as a Shortcut to Speed
Many organizations have experience
with process mapping where every step
in a process or activity is laboriously
documented. Although process mapping
can uncover inefficiencies, it is definitely
not fast. And employees often perceive
it as a top-down intervention in which
leadership tells them how to do
something better.
Progressive companies have begun
mapping only the handoffs between each
group. This targeted approach identifies
many causes of delay with a fraction of
the time and effort. And it assumes that
employees are doing their own work well

and just need more information to help
them work together better.

Use Role Substitution to Remove
Handoff Bottlenecks

Remove Duplicative Handoffs
Across the Enterprise

To create a handoff map for technology
delivery, progressive companies use
business architecture principles. These
principles help them create consistent
definitions of the activities required to
scope out and deliver new technology and
map their interdependencies. Then they
use the mapping exercise results to zero
in on the most problematic handoffs and
redesign them.

A common cause of handoff delays is
when a team needs skills or knowledge
from another team, but those skills or
knowledge are in short supply. Often, the
shortage is for subject matter experts
outside IT. For example, a development
group in IT working on a logistics platform
might need assistance from a supply chain
expert or a procurement specialist.

A particularly cumbersome problem with
handoffs occurs when several groups
within a company want to review or
approve the same decision. For example,
say that separate legal, compliance,
security, and privacy teams all wanted
to review the risks created by a specific
technology choice. The problem is made
worse if each group requires different
information, applies different assessment
criteria, or works on different timelines.

In some companies, improvements in
handoffs have cut the time to plan and
approve new technology projects from
one month to as little as one week.

Common Handoffs That Cause Delays
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Handoff

Participants

Business Case Approval

IT, Finance, Project Sponsor

Solution Design

IT, Project Sponsor, Subject Matter Experts

Risk Review

IT, Information Risk, Audit, Legal, and/or Privacy

Technology Selection

IT, Project Sponsor

Vendor Negotiation

IT, Procurement, Legal

Integration and Launch

Multiple Groups within IT

Given the pace and unpredictability of
technology change, it’s rarely possible
to anticipate and create enough roles
to alleviate these bottlenecks. Instead,
progressive companies are focusing on role
substitution: identifying roles and skills that
are close enough to one another that they
can be substituted when necessary. For
example, a business stakeholder might step
in as a part-time project manager.
Role substitution reflects a broader trend
of employees in all parts of the enterprise
emerging with at least some of the
competencies and knowledge necessary
to exploit technology. As a result, role
substitutions and part-time technology
assignments are significantly more viable
than before.

A simple solution is to create a process
that allows multiple internal groups to
coordinate their risk reviews. The groups
should use a common questionnaire so the
project team needs to provide only one set
of answers. The questionnaire answers can
then be used to determine which groups
need to participate in the review and which
will waive it through. The remaining groups
should then identify a single point of
contact and empower that individual
to act on their behalf.
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2. Triage and Simplify Management
Processes and Methodologies

Another tactic to make coordination easier
is to develop a formal statement of the
enterprise’s risk appetite. This approach
ensures all risk assessments are based on
the same assumptions and apply similar
levels of rigor. Unfortunately, only 19% of
organizations have a formal information risk
appetite statement, and those statements
are rarely implemented consistently.

Effective risk appetite statements are built
collaboratively, are updated regularly, and
provide guidance for and examples of
assessing and evaluating information risk
in practice.
Cross-functional coordination to simplify
handoffs requires the C-suite to set
common speed and risk objectives for
all groups involved and to ensure each
group’s performance metrics drive
consistent behavior.

“Our Organization Has a Formal Statement of Risk Appetite”
Percentage of Companies

19%
Yes

Common management processes and
methodologies that have too many
steps in them, that require scarce
specialized skills, or that have burdensome
information requirements create delays
and waste resources.
Most organizations have created defined
processes and methodologies to identify
requirements, prioritize solutions, and
manage the implementation of new
technologies. Specific examples of these
processes include IT budgeting, portfolio
management, vendor selection, project
management, and risk reviews. They are
typically implemented to solve a specific
problem or address a particular need,
but they are often “one-size-fits-all”
and therefore unnecessarily complex in
many circumstances. In addition, they
often combine to create a web of timeconsuming, often uncoordinated, and
potentially conflicting activities.

For example, a finance team might require
the same amount of information to approve
technology spending worth $10,000 and
$1 million so that it takes months to get the
$10,000 investment approved. Similarly,
a procurement group might insist that
the same evaluation criteria and contract
language are used regardless of the deal
value or vendor size, which makes setting
up a pilot project to quickly test a new idea
too long to be worthwhile.
The problem of complex, uncoordinated,
and burdensome processes is worsening
as companies react to growing concerns
about technology risk and strive to comply
with new regulations. Because companies
can’t simply abandon their processes and
methodologies for the sake of speed, they
need approaches that correctly match the
level of rigor to the risk and value at stake.

81%
No

Source: CEB analysis.
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Relationship Between Process Intensity and Effectiveness
(e.g., Processes for Development, Risk, Architecture, and Project Management)

The Ambition
Full process compliance

Processes’ Effectiveness at
Ensuring “Good” Outcomes

One-size-fits-all processes are ill suited to
the growing diversity of the IT portfolio.

The Reality
■■
This is insufficient focus
on high-risk-value
initiatives.
■■
High burden on low-riskvalue initiatives reduces
level of compliance.
■■
Speed suffers.

High

Some organizations find that offering
“heavy” and “light” versions of
management processes is too simple
and results in overuse of the heavy option.
So they offer intermediate alternatives
that better align with a diverse portfolio
of projects.
Some of the criteria used to determine
which projects belong in which tier include:

Low
Low

Process Burden

High

The Solution
Processes linked to risk or
value allow more oversight
as needed and encourage
compliance.

Source: CEB analysis.

Adopt Triaging to Create a Process
“Fast Track”
Few organizations have the resources
to support full-strength processes and
methodologies in all situations. As a result,
large or high-risk projects that require
in-depth scrutiny in areas such as budget,
architecture, or security are sometimes
waived through, while unnecessary
resources are devoted to reviewing
smaller and lower-risk initiatives.
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At first glance, using tiers may appear to
be a compromise that increases risk for the
sake of speed. However, proponents have
found that done correctly, tiers actually
reduce risk. With a tiered approach,
companies can be confident that the right
level of rigor is applied in all situations and
that the largest and most risky initiatives
get the oversight they deserve.

■■

Criticality of project to strategic goals,

■■

Enterprise scope,

■■

Use of personal information or other
sensitive data,

■■

Regulatory burden,

■■

Uptime requirements, and

■■

Maturity of the technology or the vendor.

Adopt Self-Service for Simple,
Low-Risk Processes
Wherever possible, ensure the fast-track
option uses a self-service assessment
where the decision maker or project
owner is trusted to follow the process or
methodology without external oversight.
Make the criteria for using the fast track well
known and transparent, and occasionally
spot-check to ensure it’s used correctly.
Self-service assessments can help
accelerate clock speed in a number of
areas, including risk and architecture
reviews, choice of project methodologies,
vendor selection, and the design of
communications and change plans.
As a good first step, provide a simple
assessment that helps technology project
stakeholders decide if self-service is for
them. To avoid projects being slowed
because the project team opted for a
heavier-than-necessary process just to be
safe, set the expectation that any project
that qualifies for the fast track should
use it and that the use of more in-depth
processes is the exception, not the rule.

Progressive organizations are tiering the
process or methodology, with the lowest
tier offering a “fast track” that has fewer
steps, requires simpler reporting, and
reduces the number of external reviews.
For example, the security of a small
application that doesn’t use personal data
and comes from an established vendor
might be assessed using a simple checklist,
while an application that customers use
would be subjected to far more scrutiny.
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3. Stop Escalating
Lower-Value Decisions

In an era when slow technology delivery
affects speed in almost all areas of the
enterprise, centralized, top-down decision
making struggles to keep up. Decisions
are often slowed by the involvement of
too many stakeholders or because they
are escalated to senior decision makers
who are busy, meet infrequently, or are
removed from the decision’s context and
fail to correctly gauge its urgency. As with
the other causes of delay in technology
delivery, this problem is not primarily
related to any one stakeholder or the
corporate IT team. In fact, three-quarters
of slow technology decisions involve
stakeholders outside IT. And in half of
these decisions, IT has little or no role.

Progressive companies ensure decisions
are made at the appropriate level within
the enterprise. These types of decisions
include which technology investment
to pursue, which vendors to work with,
and which elements of functionality to
prioritize. Companies can determine the
“right” decision makers by asking who
has knowledge of the business context,
relationships with stakeholders, an
understanding of the value of speed in the
specific circumstance, and at least some
control of the resources needed to carry
out the decision.

Leaders should use these five techniques
to inform and guide technology decision
making across the enterprise without
slowing it down:
Provide Tools to Frame
Decision Choices
Decisions are often escalated because the
first set of decision makers can’t agree.
And they commonly disagree about
whether they should deviate from an
enterprise standard or solution.

Breakdown of Where Decision-Making Delays Occur
37%
Decisions Owned
by Business Partners

Companies can accelerate decisions by
delegating more to the junior and midlevels in the organization. But this solution
poses a dilemma for senior leaders: how do
we appropriately delegate decisions while
ensuring they are made correctly and don’t
get pulled in too many different directions?
The temptation to rein in or second-guess
locally made decisions is strong.

25%
Decisions
Owned by IT

38%
Decisions Jointly Owned
by Business Partners and IT

To reduce this disagreement, provide
visualization tools that frame decisions
as a series of trade-offs. By determining
which factors to consider when making
trade-offs, the senior leaders can guide the
decisions without getting involved in each
directly.

In technology decisions, leaders must
trade off a number of factors—such as
implementation costs, operational costs,
speed, availability, and performance. For
example, sticking to a standard may score
well on cost and performance but poorly
on speed, while making an exception to
the standard may result in faster time to
market but higher overall cost. Framing
these trade-offs as choices makes it easier
for technology decision makers across all
parts of the business to understand what’s
at stake and to agree quickly.
Set Guardrails for Delegated
Decision Making
Senior leaders can also guide devolved
decision making by setting targets.
For example, senior leaders can define
monthly targets for cost, quality, risk,
user experience, usage, and speed for
each technology product or service the
company uses. They can vary the targets
so that one product or service may have a
high target for speed but also have a lower
one for cost savings, while another might
have an ambitious cost-savings target
but not have to worry too much about
speed. As long as they hit the targets, the
stakeholders in each product or service
can be given the leeway to make decisions
without escalation.

n = 417 respondents from 294 organizations.
Source: CEB 2015 IT Clock Speed Survey.
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Base Decisions on Test and Learn (and
Test the Greatest Unknowns First)

Reallocate Decision Rights Outside
Corporate IT

Move Decisions to Virtual, Asynchronous
Platforms

Decisions can also be delayed if the
original decision maker lacks enough
information. He or she may feel that a
more senior leader or a committee will
have better access to information or will
be willing to make a decision with less
information.

To reduce the number of stakeholders,
leading companies are transferring
responsibility for initial decisions about
which technology projects to pursue
from the corporate IT team to groups
of business leaders. The leaders should
represent different functions and business
lines from across the company, and
they are expected to present IT with a
prioritized list of project requests.

In large global companies, decisions can
be delayed simply because it is difficult
to convene a committee of decision
makers. Time zones, travel schedules,
and overcommitted calendars all get in
the way. To overcome this problem, some
progressive organizations have adopted
asynchronous decision making.

This problem is particularly acute when
organizations try to decide whether to
pursue innovative new technologies. By
their nature, not much is known about
the potential value of new technologies,
which makes it difficult to decide whether
to move forward. This is particularly true
if the company’s processes stipulate that
decisions must be based on a concrete
business case.

Although IT should still be involved in
determining the right way to meet the
requests, it doesn’t need to spend time
working with multiple decision makers to
determine which requests to prioritize.

In this approach, stakeholders are given a
fixed period of time to review and discuss
a technology request or issue and make
a decision. They hold the discussions and
decision making on a virtual platform so
all the information is available as needed
and so no two decision makers need to be
available at the same time.

In response, leading organizations identify
and systematically test the greatest
technology-related uncertainties so they
can gather enough information to make
an informed decision. To speed up the
process, these organizations first test the
most significant or serious uncertainties
(which are usually related to the business
model that the technology supports, not
the viability of the technology itself). This
way, they can abandon the technology if
the tests don’t pan out.

20

21

A Final and
Important Step
Fostering a Culture
of Technology Speed
The three actions described previously
involve changes to processes,
methodologies, or structures. But greater
technology clock speed also requires
changes in organizational culture. Unless
employees are encouraged to think and
behave in new ways, the processes,
methodologies, and structures that
contribute to speed will have little
impact. Senior leaders should personally
take two specific actions to encourage
this cultural change:
Add Technology Speed Metrics
to the Corporate Scorecard
Leaders can most concretely set
expectations about technology clock
speed by adding speed metrics to
corporate and functional scorecards.
Metrics that measure time to market and
time to obtain value from technology,
adoption of fast-track processes, and
time taken to make key technologyrelated decisions will all encourage faster
clock speed. But metrics for technology
cost savings, adherence to enterprise
standards and processes, and operational
performance can inhibit the behaviors that
lead to speed.

Stay on Message About Speed
Creating a culture of speed requires the
seniormost leaders in the company to
personally model the right behaviors
and send consistent messages about
the value of being fast and right. To
promote smoother handoffs, they should
encourage their teams to collaborate and
make a point to collaborate personally
with the leaders of other functions. To
ensure process triaging is working, senior
leaders should question and review any
decisions not to use the fastest, most
streamlined processes. They can sustain
faster decision making only by being
careful not to second-guess previously
delegated decisions.

Scorecard Metrics That Promote Technology Clock Speed
Objective
Measure IT
speed.
I. Foundational

Key Metrics
■■
■■
■■
■■
■■

Highlight areas
for IT speed
and process
improvements.
II. Advanced

■■

■■

■■

■■

■■

Quantify
business
impact
of IT speed.
III. Progressive

■■

■■

■■

■■
■■

■■

Improvement in project delivery time
Time to onboard a new vendor
Time to grant exceptions
Time to fill critical roles
Time to provision a new service
Percentage of projects using streamlined
processes or methodologies
Percentage of IT budget reallocated during
the year
Time to complete intra-IT processes
(e.g., risk assessments)
Time to obtain business value from new
projects
Time to obtain business value from new
vendor solutions
Money saved/generated through accelerated
project delivery (per day)
Improvement in market share and/or margin
from faster release of new products
Reduction in time to respond to competitive
threats or opportunities
Reduction in time to enter a new market
Reduction in time to comply with new laws
or regulations
Customer effort score

Source: CEB analysis.
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Move Toward Greater
Corporate Clock Speed

Today, corporate speed and agility are essential to succeed.
Enterprises must move faster to stay competitive and to
manage emerging risks, and technology is increasingly the
rate-determining factor.
To ensure that technology clock speed accelerates rather
than inhibits corporate speed, business leaders must
create faster, more streamlined handoffs between all the
groups involved in delivering new technologies. They need
to streamline processes and methodologies so that most
technologies are fast-tracked while the few that are risky or
expensive get the scrutiny they deserve. In addition, business
leaders must delegate decisions while setting appropriate
guardrails and providing tools to frame trade-offs. Moreover,
the company leadership team must collectively model the
behaviors that contribute to faster clock speed and set up
company scorecards to measure speed.
As technology clock speed becomes ever more
instrumental to the clock speed of the entire enterprise,
these actions cannot be left to the CIO or to technology
vendors and consultants. All members of the leadership
team must recognize how their decisions and demands
influence speed. Where this happens, companies will find
they can get technology both fast and right, and they will
have found an additional source of competitive advantage.
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