249Labs Playbook:

Solve the CIO – CMO struggle
The challenges in digital are bigger than ever before
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The Conversation

The Business has no idea what it wants and
they keep changing their mind
- IT

IT is slow, inflexible and always says no
- Business
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How did we get here?

When technology started to
become a mainstay in
companies, we needed
people who could service
the technology.
No one could understand
how any of it worked and
complex requirements
created a special skillset.

These professionals were
always seen as the people
who fixed your machine and
did little else.
They provided business users
with tools so they could get
the “real work” done. If you
needed a new piece of
equipment you called them.

The technology staff did
little to change this
perception. They went out
of their way to make sure
their focus was only on the
tech and showed little
interest in the working of
the business.
Their involvement in the
interaction with the
business revolved around
maintaining systems and
ensuring they were stable
& secure for the company
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Thus the duty lines were
drawn. Over time they
hardened. We started to
have distinct silos where IT
and the business operated.
The business saw the IT
department as the people
they called to fix PC
problems. The IT folks saw
the business users as whiners
who complained about
everything.
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How did we get here?

A funny thing happened as
time went on. IT stopped
being a hardware support
function and started
becoming critical to the
company’s existence.

The CEO decided that the CTO
had to work with all the different
lines of business in the company
and become a partner. IT
needed to become an enabler
for the business function.

Investment in technology
systems started to be in the
millions of dollars.
Technology vendors flooded
the market with solutions.

As IT spend rose, the CFO started
to see significant technology
spend being duplicated and
cost contractions started to
impact the CTO.

In the process of becoming
a business partner, IT found
itself being burned time and
time again by the business
on a variety of issues. They
also found in the business a
partner that kept changing
their mind.
Finding a partner who
operated very differently
than they were was
becoming a challenge.
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To compensate for frequent
scorching, IT built processes and
forms for the business to follow.
More forms, more processes.
This was not done to make life
more complicated for the
business. It was supposed to
bring process discipline to a
relationship that for years had
little structure.
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How did we get here?

Now when the business
needed work done, there
were forms that needed
filling out, IT processes that
needed to be rigidly
followed and IT costs that
needed to be paid for.
The language used in
communication became
even more foreign to the
business partners.

The forms got longer, they
made less sense and processes
got more convoluted. The
business eventually saw these
tasks as being hurdles to
getting work done.
Frequent complaining about
what had to be done for IT to
do work became the norm on
the business side. This
continues today.

The sheer volume of
requests from the business
caused the IT function to be
swamped with work.
Projects and tasks needed
to be prioritized and IT
struggled with the volume
of work requests that were
coming in.
Prioritizing became even
more critical and the
business was loathe to
choose what needed to be
worked on first.
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In the mind of the business, IT
had now became the bottle
neck and was becoming less
of a partner. The prioritization
and processes that needed to
be followed became
immovable anchors.
IT was viewed as the party of
‘no’ and were not someone
whom the business looked at
as a good partner.
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Why does the conflict occur?
There is a fundamental misalignment of goals between Business and IT

The business is focused on driving
towards a set of business goals that
increase sales, increase customer
engagement and drive customer
retention. These goals vary but are
always aligned with the stated
goals of the CEO.

IT is focused on ensuring that the systems
and technology that are being used are
secure, stable, scalable, standardized
and cost effective, to mention a few
goals. These systems needs to be up
and running for the company to
operate and these are the executive
dashboards that make the rounds.
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In very few companies do the
goals of the business align or
have commonality with the goals
of the technology area. It is not
often that you see the two areas
participate in the writing of goals
for the year nor do you find goals
of one inside the lists of the other.
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What does IT need to do?
CIO’s need to take drastic steps to change the single largest problem of alignment in large companies

Hire the right leaders
It is no longer acceptable to have
leadership selection driven by
company tenure. There are too
many large companies that drive
their leadership queues by how
many years the employee has
been at the company.
If IT wants to create real change,
they need leaders who can think
differently. Either train them to
think differently or move them to
different roles. Identify leaders in
the IT org who have good
reputations with the business. The
change must start at the top.

Hire the right staff
The concept of ‘retreads’ is one
that has been in sections of the
technology department for a long
time. You don’t have crane
operators being moved to become
ship captains. Why do we insist on
doing this in IT? When ‘retreading’ is
used as the cheapest, fastest way
to put bodies to work, you have a
problem in the company.
The right mindset is also key in
being a good partner. Too often IT
doesn’t offer a mindset that is
flexible, adjustable and adaptable.
We are stuck in process and policy.
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Build the right processes
Ask any business user and
they will tell you that most IT
processes can be brutal.
They are almost always
developed in silos with little
business input.
IT needs processes that are
used and supported by the
business. IT needs to use the
business as testers to see
what processes works while
staying within the guidelines
of what they are trying to
achieve.

PAGE | 06

What does IT need to do?

Create a BRP role
IT areas need to have a
Business Relationship Partner
role. These employees are the
gateway between business
leadership and IT to ensure that
nothing is lost in translation.
This role has proven to be very
effective when the right person
is in the slot. BRPs need to be
diplomats, enforcers and great
communicators as the situation
demands.

Train the right skillset
For those IT staff that wish to
support a specialized line of
business like digital, get them
into extensive training in the
products they will support.
Far too many people are
trying to execute while
learning on the job. This is
slow, inefficient, expensive
and a barrier to positive
experiences with the business
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Create the right budget
The party of NO needs to
become the party of GO.
Too many business
leaders hear that there is
no money for projects or
work. They dig into their
budgets to fund IT. They
soon realize they can
then bring in anyone to
do this work.
This realization causes
business to go outside of
IT to get work done where
possible.
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What does the business need to do?

Marketing Technology Office
Build or work with an existing
Marketing Technology Office.
You need to have the ability
to have conversations with
the IT that can be at a more
technical level, while keeping
in mind the business strategy.
Marketing Technology
specialists can help bridge the
gap between the business
and IT to allow marketers to
focus on marketing while
technologists focus on the IT
conversation.

Hire the right staff
It isn’t enough just to have
traditional marketers in the
department any longer. The
business needs to have
marketers that have worked
on digital initiatives.
While the business harps on
the lack of skills on the IT side,
they face that same reality
on theirs. The right people
need to be brought in for the
right initiative. The crutch has
traditionally been an agency
partner to cover skill gaps.
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Train your existing staff
The business needs to spend
the money to train their
current staff. They cannot
get rid of most of the people
they have.
What they can do is make
sure employees have the
training and tools to do their
job in the digital age. “We
are not technical” can no
longer be an excuse for
digital marketers
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What does the business need to do?

IT as a partner
Treat IT as partners in the
business. Bring them into
business conversations,
articulate clearly why you
are taking the actions you
are and explain what you
need from them as a trusted
partner.

Be accountable for results
Show the results of the work
that you are doing to the IT
area to show where things
are working and where they
aren’t. Too often the
business doesn’t share the
results of the work it has
pushed IT to execute.

Develop the right mindset
There are still too many
marketers who are married to
the old ways of marketing.
They don’t agree that funds
and resources need to be
shifted from the old analog
channels to digital ones.

The more you get IT to
understand why the work
needs to get done, the
easier it will be to work with
them to achieve your goals.

One of the single biggest
complaints from IT
departments is that they are
never informed about the
results of what happened
with the work that was done.

This is the responsibility of the
business to change. If they
cannot get progress with their
own staff, how do they hope
to convince others that
digital is where the focus
needs to be?
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The positive
There is no reason why the business and IT cannot have a trusted partnership
that solves company business problems

The conflict between IT and the business is a preventable reality in many
companies. Both are trying to do the right thing for the company.
There are many companies where the two groups are in the trenches with
each other and see each other as partners.
There is no escaping that in today’s digital age. business and technology are
intertwined. The success of both is also intertwined.
It takes hard work to get the alignment of the two areas correct.
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Consequences of failure
The days of the business being completely beholden on IT are over. CMO spend on technology rivals CIO in
digital customer engagement channels and this trend only looks to grow.

The infamous Gartner report
that believed CMO’s would
outspend their CIO
counterparts was received
with a great deal of shock in
the halls of the CIO’s office.
This really relates more to
CMOs spending more on
technology than their IT
counterparts in areas of direct
customer touchpoints

Vendors are spending a great deal of
time simplifying their software and
interfaces to allow business users to
control aspects that used to be driven
by IT.
Connectors and plugins are being
developed to get multiple systems to
pass data back and forth within these
platforms reducing the need for IT
integration.
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Marketers are hiring
technologists and
creating Marketing
Technology Offices to
help with the more
technical needs they
have. The direct control
of budget, resources and
talent means the IT
dependency is less than
ever before.
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Consequences of failure

If IT doesn’t transform to
become a better partner for
the business, their function will
diminish to managing complex
integrations and little else.
Marketing Operations teams
are taking over the traditional
roles for campaign execution
in digital. This is work that has
always traditionally been done
by IT.

There are ever increasing numbers of
agencies and partners who can write
front end code, execute campaigns
and manage data feeds. All of these
capabilities can be now purchased
out of the office of the CMO with little
need for IT.
As we start seeing core systems being
moved outside the internal
infrastructure, the risk of IT becoming
more irrelevant increases significantly.
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IT has been outsourcing
work over years for a
variety of reasons.
Ironically this same idea
has been adopted by the
business.
In this scenario, the
business is outsourcing
work away from IT and
giving it to agencies and
vendors, while they
continue to buy SaaS
systems for their customer
engagement channels.
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Summary

•

There is no single reason why the relationship between business and IT has friction

•

It is up to both parties to ensure that they can find ways to be better partners

•

IT has a bulk of the responsibility to change due to the options CMO’s have to go
outside with agencies and vendors

•

SaaS based systems and improved UX for vendor platforms is making business
dependency on IT less

•

The business needs to understand that if they want to integrate with internal systems
they need IT so cutting completely free is almost never an option
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Thank You
We hope this Playbook has been valuable for you.
Our experience in this area comes from almost 20 years in large, global multi-billion dollar
companies. Our CEO, Joseph Kurian has been a senior executive in Fortune 50 companies on
both the IT and Business side, leveraging his experience in solving complex customer problems.
Set up a presentation or consultation on how to fix this difficult
CIO - CMO challenge at your company by reaching out to us today.

We are also available to discuss other needs you require help with in your organization.

Contact Us:
joseph@249labs.com
http://249labs.com
@Jkurian77

813.530.5740
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