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Organizations across many different 
industries today are focused on 
implementing enterprise business 
intelligence (BI) solutions that 
enable data collection, input, 
analysis and reporting. Two universal 
organizational performance goals 
providing much of the impetus for 
implementing BI solutions are to: 
improve operational efficiency and 
gain competitive advantage. Realizing 
these performance goals and the 
potential value from BI solution 
investments, however, ultimately 
hinges on successful user adoption. 

“Business intelligence is the 
top implementation priority for 
organizations,” according to a 
2013 report published by global 
research and advisory firm Forrester 
Research.1 Based on Neudesic’s 
practical experience working with 
clients across a variety of industries, 
a primary universal goal for 
implementing enterprise BI solutions 
is to continuously improve operational 
efficiency through more effective 
resource utilization, allowing for 
time and money savings. The other 
equally important goal of BI solutions 
is to gain a sustainable competitive 
advantage by keeping abreast of key 
trends and forming strategic alliances 
with a focus on delivering more 
differentiating and profitable product 
and service offerings to customers. 

“Business intelligence success 
remains elusive for many,” however, 
as Forrester Research further notes 
among its key findings. “Recognizing 
the importance of data and analytics 
is one thing. Actually putting in place 
the processes and tools required 
to deliver data and analytics in the 
most efficient and appropriate way to 
meet the needs of business decision-
makers is a different matter: The 
majority of organizations continue to 
struggle to get the desired value out 
of their BI investments.”2 

Neudesic’s extensive enterprise 
BI solution development and 
implementation experience reveals 
that the BI value proposition need 
not remain elusive, however, 
as ample opportunities await 
organizations to realize greater value 
through improved user adoption 
of BI applications and tools. The 
ability to improve user adoption and 
successfully realize business value 
requires the application of a strategic 
and holistic approach to developing 
and implementing enterprise BI 
solutions. This approach takes a 
broader, more inclusive and long-term 
view of BI as an ongoing collaborative 
program rather than a siloed, one-
time project or event.

Increasing efficiency and gaining a  
competitive advantage with enterprise BI
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Probably the biggest misconception 
that occurs when an organization 
looks at developing and 
implementing enterprise BI solutions 
is that information technology (IT) 
staff thinks it understands what the 
business needs but, in actuality, they 
may not. To enable successful user 
adoption, BI technical leads must 
collaborate with business leads and 
users as part of an ongoing program 
to address continually changing 
business needs. 

In its research on BI adoption trends, 
global information technology 
research and advisory company 
Gartner emphasizes the importance 
of forming a BI competency center, 
or BICC (Figure 1). Gartner explains in 
its research findings that “where the 
IT department leads, adoption rarely 
reaches higher levels. In other words, 
line-of-business-led BI is more heavily 
adopted. That’s why using a BICC (or 
similar organizational construct) — 
which is all about handing leadership 
of BI over to (or back to) the business 
— is crucial in driving usage.”3

Using Gartner’s overall BICC concept 
as a basis, Neudesic recommends 
the formation of a collaborative BI 
program organizational structure to 
help clarify roles and responsibilities. 
This facilitates essential information 
exchange concerning BI solution 
requirements among business and IT 
staff. At the top of this organizational 
structure, a BI steering committee, 
or BISC, comprises the business unit 
leads responsible for determining 
the overall BI program business 
needs and strategic priorities, as 
well as investment justification and 
allocation. 

Effectively serving as copilot to 
the BISC, the BICC comprises the 
technical leads responsible for 
driving and managing the overall 
development and implementation 
of BI program technology projects. 
The BICC also helps to identify the 
different applications needed and 
associated costs of each, while 
determining where focus on certain 
applications first may, in turn, 
reduce the costs of implementing 
subsequent applications.  

In forming the BI organizational 
structure, leadership may find that 
it does not have the necessary skill 
sets in-house to fill the various roles. 
Some organizations may therefore 
determine it more cost-effective to 
use outsourced resources to fulfill 
certain functions rather than hire 
additional employees. 

In this organizational structure, 
it is also important to emphasize 
that the BISC and BICC leads are 
generally not focusing full time on 
the BI program. Rather, these teams 
operate in a more virtual sense with 
the individuals allocating just a few 
hours or a half day per week to the 
effort. The project teams at the lower 
levels of the structure, on the other 
hand, may be dedicated to work on 
specific BI projects either part- or 
full-time.

Steering a BI program toward successful 
user adoption and value realization

Figure 1: Business Intelligence Organization Structure

BI BAs = BI Business Analysts
BI Dev = BI Developers
BI PM = BI Project Manager
BI Pract = BI Practitioners
BU1 AS = Business Unit 1 Application
BUX Exec = Business Unit X Executive
DG Mgr = Data Governance Manager
Exec Adv = Executive Advisor

BISC - BI Steering Committee

Bubble Size = Relative ROI within first year
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Once the BI organizational structure 
is established, the leadership 
kicks off the program with the 
development of a strategic roadmap 
for guiding the organization from 
its current state to its desired BI 
systems environment. The strategic 
roadmap provides an overall 
framework for BI program planning, 
implementation, management and 
measurement. More specifically, it 
identifies and prioritizes the overall BI 
application needs of the organization 
as related to ROI and business value 
based on a logical and practical 
implementation strategy. 

The strategic roadmap will look 
different for each organization in 
terms of identifying BI applications 
that are going to deliver the biggest 
ROI and business value. While 
it might make sense for some 
organizations to focus first on front-
office operations, like customer 
relationship management or service 
delivery, others might benefit 
by focusing first on back-office 
operations, like finance or human 
resources. 

The roadmap process involves 
surveying, interviewing and actively 
observing the different business 
systems’ users to understand what 
they are doing on a daily operational 
and reporting basis. For example, 
how much time are they spending on 
data collection and input, completing 
manual analysis, and reporting tasks 
versus more value-added and fulfilling 
strategic initiatives? The information 
gathered builds a holistic view of how 
the organization uses its current BI 
systems, enabling the identification 
of new applications and tools, as 
well as enhancements to existing 
systems for addressing user-specific 
needs. 

Getting a BI program off the ground with 
a strategic, holistic approach
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Among the key areas of consideration 
in developing a truly holistic 
enterprise BI solution is looking at 
how to improve the batched and near 
real-time data exchange between 
different systems for operational and 
reporting purposes. An important 
systems integration aspect in 
particular concerns master data 
management in which a change to a 
master record is also reflected across 
other systems. 

As an example, when a customer 
rep at a casino or resort corrects the 
email address of a customer in the 
reception desk system at check-
in, any related systems across the 
enterprise are also automatically 
updated to reflect this correction. 
The casino or resort can then take 
advantage of generating incremental 
revenue from this customer while 
they are still on premise by emailing 
a marketing offer to their phone for a 
show or other event that day.  

Providing a complete BI solution 
that enables data collection, input, 
analysis and reporting also generally 
requires some level of custom web, 
desktop or mobile application and 
interface development work. Off-
the-shelf Microsoft products like its 
cloud-ready SQL Server information 
platform, and SharePoint and Office 
applications, for instance, can be 
efficiently combined and customized 
as needed.  This scenario provides 
a complete BI solution that is much 
more cost-effective than developing 
a fully custom-coded solution from 
scratch. Moreover, taking advantage 
of opportunities to combine and 
customize off-the-shelf products 
where possible provides for an 
overall easier and more cost-effective 
solution maintenance and upgrade 
effort over the long-term.

The value of customizing BI solutions 
based on the needs of different 
user groups is ultimately in the 
form of wider-spread adoption of 
BI systems and tools, and more 
active participation in a BI program 
throughout an organization. There is 
often a tendency to reserve BI’s use 
for leadership and management only, 
when there are many opportunities 
to also involve other levels of the 
organization and get more value out 
of a BI program. 

One way to drive user adoption is 
by seeking opportunities to embed 
BI into the operational systems and 
tools with which user groups work 
on a daily basis, such as Microsoft 
Office and, in particular, Excel. 
Another example is to provide sales, 
marketing and customer service reps 
direct access to all the intelligence 
needed in their already-familiar 
customer relationship management 
system.

Embedding BI access in this way 
helps to drive small incremental 
changes in work behaviors that, over 
time, may translate into significant 
productivity and efficiency returns 
when analyzing aggregate results.

To increase user adoption, it is 
essential to consider the user 
experience at a more granular level, 
relative to customizing the visual 
design of applications and interfaces 
for the different personas in an 
organization. For instance, a pricing 
analytics specialist will naturally 
differ from a sales or marketing 
manager in their BI visual design 
needs and preferences. An executive 
will benefit more from a high-level 
overview or dashboard presentation 
of data, while an individual working at 
the day-to-day operational level may 
find greater value from a detailed 
view.  

Additionally, organizations need to 
consider building their enterprise BI 
systems, including social networking 
systems, using a collaborative 
platform, such as Microsoft 
SharePoint, and other preferred 
collaborative tools routinely in use. 
As an example, when the bottom 
of a key performance indicator (KPI) 
threshold is broken for sales, the 
drop in performance could, in turn, 
kick-off a workflow in which the sales 
leads meet to understand why it 
happened. The sales leads may then 
work together to decide what action 
to take to address the issue and 
improve performance. 

Getting a BI program off the ground with 
a strategic, holistic approach
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Spanning the gaps between strategy, successful 
implementation and user adoption

The applications identified during
the strategic roadmap process are
subsequently analyzed and prioritized
for development and implementation
along three pivots: 

1)  Overall business value impact of 
the application relative to the total 
cost of ownership

2) Technical effort required to 
develop and implement the 
application 

3) Relative ROI within first year of 
the program being available

 

In prioritizing the implementation 
of BI applications, the organization 
focuses first on those that can 
provide relatively quick wins in terms 
of ROI and ease of creation, and that 
will then facilitate the implementation 
of other more technically challenging 
applications.

When approaching BI program 
initiatives whether for its clients or 
within its own organization, Neudesic 
ties both a hard-dollar ROI value 
and a soft nonmonetary ROI value 
to each application identified in its 
strategic roadmap of priorities.
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Figure 3: Business Intelligence Application Value-Cost-Complexity Analysis



In the Sales Status Reports example 
below, we determine the average 
hourly rates for sales staff and 
multiply these by hours gained each 
week through automation. This 
allows us to calculate the cost and 
length of time to recover the price 
of the project, providing us with a 
quantifiable and easily communicated 
ROI. Additionally, this automation 
allows employees to instead focus 
their energies on more strategic, 
business value-added initiatives 
that serve as an ROI multiplier and 
increase job satisfaction. 
Relative to prioritization from a 

technical ease standpoint, consider 
how tackling the creation of an 
overall executive dashboard at one 
time may be rather overwhelming, 
impractical and cost prohibitive 
for many organizations. Whereas 
defining KPIs across functional 
business areas as part of a phased 
applications implementation 
approach can facilitate the creation 
of the overall executive dashboard 
while also distributing and making 
the cost more palatable over time. 
Moreover, a phased approach allows 
organizations to realize some quick 
wins from an ROI standpoint and 

build champions needed within 
the organization to help drive user 
adoption of enterprise BI solutions.
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Figure 4: Monetary and Non-Monetary ROI on BI Projects - Examples

Spanning the gaps between strategy, successful 
implementation and user adoption
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8



Considering the application of cloud-
based computing technologies from 
the start enables the development 
of a more flexible and scalable 
enterprise BI solution.  This efficiently 
supports changing business needs 
and long-term growth with a full 
gamut of BI analytic toolsets—from 
dashboarding and visualization to 
data engine layers and big data 
infrastructures. An otherwise 
short-sighted, piece-meal solution 
approach may limit the efficiency and 
possibilities of BI. 

Consumer product- and service-
driven retailers, as well as other 
organizations with geographically 
dispersed systems, will generally find 
it easier to implement cloud-based 
BI solutions because much of their 
business data is already generated 
in the cloud. For instance, product 
retailers operating with numerous 
point-of-sale outlets and associated 
business data hubs around the globe 
will find it much more practical and 
economical to capture and store all 
that data in a cloud-based repository 
rather than pull it on-premise. 

On the other hand, implementing 
cloud-based enterprise BI solutions 
will naturally present more of a 
challenge for organizations that have 
all of their data stored on premise. 
In some instances, it may be more 
practical and economical to maintain 
headquarter-level or operational 
management and manufacturing data 
on-premise. 

A hybrid approach to storing and 
accessing some data off-premise in 
the cloud and some on premise may 
therefore offer the best enterprise BI 
solution. When considering cloud-
based BI solution opportunities, 
organizations must carefully weigh 
three key considerations: 

1) Information security and 
compliance with privacy rules on a 
global basis

2) Cost of moving terabytes of data 
to the internet

3) Time it takes to move terabytes 
of data across the limited internet 
bandwidth available today

Another cloud-based BI opportunity 
that applies to retailers—and a 
range of other organizations—
revolves around the vast mountains 
of customer data produced in the 
cloud that are waiting to be mined 
on various social media sites, like 
Facebook, Instagram and Twitter. 
Because such social media data 
is considered public, not private, 
information, it is readily available for 
capture and storage in a cloud-based 
repository as input for customer 
analytics. Using Microsoft Windows 
Azure HDInsight, a Big Data solution 
powered by Apache Hadoop, as an 
example, organizations can mine 
customer data gathered from social 
media sites to gain valuable insights 
into customer sentiments for 
developing and refining product and 
service offerings.

Improving user adoption with innovative 
cloud-based technology solutions 
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Combining cloud and mobile BI 
technologies along with social 
networking applications provides for 
an even more powerful solution in 
terms of enabling truly actionable BI. 
Mobile BI offers the major benefit 
of speed-to-action. From a user 
experience perspective, there are 
two types of mobile BI access: smart 
phone and tablet.   

Mobile BI on a smart phone is 
particularly well-suited to providing 
very concise and timely or real-time 
social alerts and posting brief status 
updates on a need-to-know basis. For 
instance, a business executive in an 
organization may receive a message 
on their smart phone that alerts them 
when a KPI threshold, such as a 
regional sales criteria, has just been 
broken. 

The executive can then access and 
examine more in-depth dashboard 
analysis and reporting information 
from enterprise BI systems using 
a portable tablet at their earliest 
convenience to learn more. Or, 
they can simply call or use social 
networking application from smart 
phone to connect with that regional 
business lead immediately to 
learn more. Empowered with this 
knowledge, the executive can 
take swift action to replicate the 
successful activity, such as a special 
promotional offer, across other sales 
regions.  

In this way, the application of mobile 
technologies affords newfound 
freedoms and serves as a powerful 
enabler of actionable BI, whether 
users are in the office, out in the field 
or at an airport. Mobile BI can serve 
to communicate just what a user 
needs to know and when, enabling 
more efficient and effective business 
interactions, decision making and use 
of intelligence. 

With the pervasive use of mobile 
devices among both businesses 
and consumers, organizations 
must consider applying a mobile-
first strategy to BI solutions 
implementation. Looking ahead, 
tablets with a keyboard, will likely 
replace laptops as the standard in 
many organizations, especially in 
certain areas of the business, such 
as sales, or for leadership or other 
business roles that require a good 
deal of travel. 

Enabling truly actionable BI with the 
application of mobile technologies 
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The overall benefits of developing 
and implementing a strategic and 
holistic BI program are improved 
visibility, accessibility and use of 
intelligence across the enterprise. 
Empowering an organization’s 
BI users with useful applications 
that automate time-consuming 
operational and reporting processes 
enables them to apply more of 
their time and talents to strategic 
decision making and value-added 
actions. Successful user adoption 
of enterprise BI solutions ultimately 
helps organizations turn their 
vast stores of data into coherent, 
actionable information for driving 
more efficient, profitable and 
sustainable growth.  

Taking BI from program development 
and implementation to value realization

Realizing the potential value of an investment 
in business intelligence ultimately hinges on 

successful user adoption
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