BUSINESS ~ TECHNOLOGY LEADERSHIP | cio.com " uL ER %01

Meet the

FAME
INDUCTEES

FROM IDG |

SR L O

- Digital technologies are reshapingworkat
Ci0 100 award-winning organizations, I
empowering employees to shift focus v - T
__tohigher-valueactivities. = = &= , v/ A i

BY BETH STACKPOLE H
INSIDE A DO- SIX TIPS FOR
IT-YOURSELF I
CULTURE &
TEGY
PROUDLY

...................................... ' SPONSORED BY

servicenow.



http://www.cio.com
www.servicenow.com

contents suMMER 2018

transformation NATION
4 Inside ado-it-yourself
culture

hall of fame INDUCTEES
22 ClO's Hall of Fame
celebrates outstanding
personal achievement
inIT

leading TECH

24 Monetizingdata
atscale

27 Six tips for creatinga
winning talent strategy

£ A

Ll UL RN K B R F At EP TR e
5
g

il R

FROM IDG

EDITORIAL
EXECUTIVE EDITOR
Amy Bennett

ART DIRECTOR
TerriHaas

SENIOR EDITORS
Peter Sayer, Jason Snyder

SENIOR WRITERS
Clint Boulton, Sharon Florentine
ThorOlavsrud, Sarah White

CIOEVENTS +CIOEXECUTIVE COUNCIL
SVP/GENERAL MANAGER

Adam Dennison

EXECUTIVE DIRECTOR OF CI0 PROGRAMS
Maryfranjohnson

IDG COMMUNICATIONS, INC.
PRESIDENT
Kumaran Ramanathan

U.S.PRESIDENT
Charles Lee

FOUNDER
Patrick].McGovern
(1937-2014)

coverstory | 2018 CIO 100

Changing the way we work

Digital technologies are reshaping work at
Ci0 100 award-winning organizations,
empowering employees to shift focus

to higher-value activities. 7
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Inside ado-It-
yourself culture

Cl10 Joseph Spagnoletti extols an organizational
philosophy that accentuates agility and
accountability, while doing away with the
familiar trappings of corporate life.

BY BRENDAN McGOWAN

“1 say this every day that I'm here: Every day
is opposite day for me,” says Joseph Spagnoletti,
vice president and CIO at U.S. LBM. “Every
single thing I felt working in a large institutional
corporation that held me back doesn’t exist here.”
Founded in 2009, U.S. LBM is a relatively new
entrant in a traditional industry. It’s also one of
the largest building products distributors in the
United States.
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The company’s mission is “to
service operating companies — not
change who they are, but help them
do what they do with their custom-

“Connectivity, accountability, communication -
all the things that are necessary to win — are the things the

—-JOSEPH SPAGNOLETTI, VICE PRESIDENT AND CIO AT U.S.LBM

ers and their partners better.” So,
it’s a really interesting model for

me, says Spagnoletti, who joined
U.S. LBM in October 2017.

The company has a “very con-
temporary culture,” says Spagno-
letti. “Connectivity, accountability;,
communication — all the things
that are necessary to win — are the
things the company was built on.”

DIY culture

U.S. LBM does not have a conven-
tional headquarters. Instead, it sup-
ports what CEO L.T. Gibson refers
to as a “corporate campus without
walls.” Executive team members
collaborate in operations from New
Jersey to Georgia, while the com-
pany maintains a corporate office in
Ilinois for outside inquiries.

The company also eschews con-
ventional top-down hierarchies.
Spagnoletti and his fellow corporate

company was built on.”

executives are instead embedded
into operations, focused on visiting
customers and operations sites.

“There are little to no adminis-
trative assistants in the company
anywhere,” Spagnoletti says. “We
book our own flights. We don’t have
an office. There’s this expectation
that you can do it yourself. Because
of that, you have a higher regard for
people’s time, for the work it takes
to organize and plan things.”

For the motivated and entrepre-
neurial, U.S. LBM offers a sanctu-
ary from the most vexing aspects
of corporate life: micromanagers,
peanut gallery critics, command-
and-control bureaucracy. But this
freedom doesn’t exist in a vacuum.
U.S. LBM’s lean operations are
grounded in absolute accountabil-

ity. “You don’t have to say you're
accountable for [something],”
Spagnoletti says. “It’s not like you
have 20 people to go to. It’s one or
two. So, you own it. You do it.”

At a time when Gallup reports
that merely 33 percent of U.S.
employees are actively engaged at
work, this dynamic combination
— far-ranging freedom coupled
with stringent accountability — is
simultaneously compelling and
polarizing. Spagnoletti grants that
the environment isn’t for every-
one, and he seeks colleagues who
are energized by the do-it-yourself
culture. “Having gone through [the
hiring process] myself and hiring a
few folks myself, first and foremost,
there are not a lot of people that
could actually work here,” he says.
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But for those who relish freedom
and responsibility, it can be liberat-
ing. “I've recently hired some folks
from other companies who've joined
our team and every one of them has
the same expression, ‘I feel like I've
been let out of jail. I feel like I can
finally do the things I want to do and
need to do,” Spagnoletti says.

QuietIT

U.S. LBM'’s technology strategy

is focused on reducing friction
while increasing speed. According
to Spagnoletti, this is reflected in
both the governance model and the
technology stack.

There are “no powerless inter-
mediaries” in the company, Spag-
noletti explains. New employees
are exclusively focused on “mak-
ing the business run faster,
cheaper, better.” His vision for IT
is a cloud-centric “corporate chas-
sis” that is, in his words, “IT light,
server light, and network light.” I'T
must run “quietly” — not with any
sort of showy disruption, but with

Every team member says, “I feel like I've been let out of
jail. [ feellikeI can finally do the things I want to do

and need todo.”

an understated and reliable pres-
ence, he adds.

“When you come from a large
environment that has a lot of over-
head, you tend to make things
bigger and more complicated than
they need to be,” Spagnoletti says.
“You don’t need a big governance
process. You need [something]
like three rules. You don’t need
to publish an edict. You just need
to get everyone on the phone and
explain, let them ask questions,
and then agree to go.”

In his role as vice president and
CIO, Spagnoletti receives feedback
“weekly or more” about the work
he is doing — from the CEO and
CFO, and from colleagues across
the company. He likens the trans-
parency to a constantly running

athletic video tape: always there,
always accessible. He stresses, how-
ever, that such transparency hasn’t
led to undue scrutiny. Instead, over-
sight has allowed him to quickly
execute unpopular — but necessary
— actions with greater understand-
ing from his peers.

“They say the path to freedom
is results,” Spagnoletti concludes.
“If we want to have this freedom
to make choices and make deci-
sions, we have to deliver results.
If we're not, I don’t think that free-
dom would be as freely given or we
would be able to continue working
the way we are working.” 4

Brendan McGowan is global media
bureau and client research manager at
the CIO Executive Council.
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Digital technologies arereshaping work at

employees to shift focus to higher-value activities.
BY BETH STACKPOLE

NTELLIGENT DIGITAL ASSISTANTS comb through
big data to discover an obscure insight, triggering
real-time rerouting of the supply chain and capitalizing
on unmet demand. Software bots automate repetitive

data entry tasks, freeing up knowledge workers to
focus on analysis and ideation. At an industrial site, predictive analytics
uncover a glitch and proactively initiate a fix, heading off the need

Cl0100 award-winning organizations, empowering
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to deploy operators to averta
downtime disaster.

In every corner of every business,
digital technologies are actively
transforming how workers get
their jobs done. Technology has
always been about boosting
efficiency and productivity, but this
latest technology wave aims for
much more. Advances in artificial
intelligence (Al), machine learning,
the internet of things (loT), big
data and predictive analytics,
among other innovations, are being tapped by
companies to upend the employee experience,
creating novel job types, demanding fresh skills
and ushering in a new era of human and machine
collaboration.

“As companies digitize, what's left for
employees is more complex and difficult to do,”
explains Kristine Dery, research scientist at MIT's
Center for Information Systems Research, part
of the Sloan School of Management. “"Employee
experience is figuring out how to engage
more easily in the world of work that enables
employees to do more complex things easier.”

Dery’s group uses two factors to define
employee experience: work complexity, or how

hard it is to get work done in an organization, and
behavioral norms around collaboration, creativity
and empowerment. In some cases, digital
capabilities enhance how employees work, making
processes more efficient or more accurate, she
explains. However, the real differentiator is when
digital technology is leveraged to redefine work,
replacing, augmenting or creating new roles and
tasks, she explains.

As this transition gets underway, there are
mounting concerns that automation will replace
human workers. While true to some degree,
experts argue that most of the displacement will
occur for routine, highly repetitive and scalable
tasks, enabling workers to shift focus to different

“This is about generating new levels ot capabilities
and results for clients and customers AUGMENTED
THROUGH SMART AUTOMATION AND HUMANS.
Whoever figures out the collaboration between
the two s poised to win the war.”

—~KATHERINE LAVELLE, MANAGING DIRECTOR OF ACCENTURE'S STRATEGY, TALENT & ORGANIZATION

types of work. According to research from

Accenture, nearly three-quarters of executives

surveyed (74 percent) said they plan to use Al to
automate tasks to alarge or very large degree in
the next three years, but almost all (97 percent)
intend to use Al to enhance worker capabilities.
To ensure a successful transition, experts
say organizations must figure out the right
intersection of humans and intelligent machines.
Fifty-four percent of those surveyed by Accenture
said human-machine collaboration is important
to achieving strategic priorities, while 46
percent believe traditional job descriptions
are now obsolete and 29 percent have already
redesigned job roles extensively. “We've never
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seen change like this,” says Katherine Lavelle,
managing director of Accenture’s Strategy, Talent
& Organization practice in North America. “This

is about generating new levels of capabilities

and results for clients and customers augmented

through smart automation and humans. Whoever
figures out the collaboration between the two is
poised to win the war.”

Training and reskilling workers will be essential
to creating an enhanced employee experience

that redefines the nature of work. “In some

ways, we'll go back to the basics on things we

put a value on prior to automation,” Lavelle says.
“Human communication, synthesis and judgment,
negotiation, managing costs and integration
points - there will be a renewed emphasis on
human interaction across functions.”

Those companies delivering outstanding
employee-facing digital capabilities will achieve
more than simply modernizing and sprucing up
the workforce - they are likely to reap significant
performance gains. According to MIT's research,
companies in the top quarter of those delivering
high-grade employee experience are twice
as innovative in delivering new products and
services, report double the customer satisfaction,
and enjoy 25 percent greater profitability.

“This is not just about skills or efficiency,”
Lavelle says. “Organizations are viewing smart
automation as the new age where they can take
performance to another level.”

READ AHEAD to see how five 2018 CI0 100
award winners are riding the digital wave

to transform work and enhance employee
experience. »»»
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TRANSFORMING
REMOTE ASSISTANCE

PPLIED MATERIALS
devotes thousands
of staff hours and mil-
lions of dollars sending a team of
experts across the globe to help
customers deploy and trouble-
shoot the complex equipment
used to produce semiconductors
and flat-panel displays.

With budgets always in the
crosshairs and pressure increasing

from customers seeking to acceler-
ate time to market, the electronics

"Its allabout acceleration - the pressureis on us to deliver
to new customer demands in compressed windows.

—JAY KERLEY, GROUP VICE PRESIDENT AND CIO AT APPLIED MATERIALS

pioneer flipped the script on many
of its existing support practices.
Now it’s leveraging augmented
reality (AR) and smart glasses to
transform on-site technical hand-
holding and support visits into
new remote procedures designed
to streamline operations while sav-
ing big on travel costs.

Partnering with Upskill, which
makes the Skylight AR software
platform, and using the Osterhout
Group ODG R7 smart glasses,
Applied Materials created a secure
remote assistance platform that is
used for issue resolution and qual-
ity audits and to train staff. Experts
can now collaborate remotely in
real time via AR, reducing problem

resolution time by maximizing the
use of Applied Materials’ highly
trained experts while minimizing
the downtime of protracted travel.

“It’s all about acceleration — the
pressure is on us to deliver to new
customer demands in compressed
windows,” explains Jay Kerley,
group vice president and CIO at
Applied Materials. “Our custom-
ers are everywhere globally, and
we're trying to piece together an
ecosystem of people, processes and
technology to get the best talent to
wherever you need it.”

The Skylight-enabled AR glasses
facilitate several new work sce-
narios. They allow for hands-free

video collaboration between glob-

ally dispersed teams; they give
remote experts firsthand per-

spective on the work of on-site
technicians so they can provide
assistance; and they facilitate on-
the-job training and specialized
techniques at the point where
work actually gets done. The AR
solution also found a home in new
audit and quality check work-
flows, allowing technicians to per-
form a hands-free transfer of live
video and audio during the build
process as opposed to the tradi-
tional manual process of taking
pictures and cataloging them for
future reference. Now, messages,
annotations, even complementary
files like work instructions and
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machine diagrams are delivered
to technicians in their line of sight
with hands-free accessibility,
which vastly improves the experi-
ence for team members.

“It’s all about extending the pres-
ence to the edge of the network
where work is being done ... and
bringing the right knowledge to
the intersection of where we are
solving problems,” Kerley says.

The inspiration for the AR ini-
tiative came out of the company’s
internal Internet of Things Chal-
lenge in 2015, an exercise designed
to spark ideas from employees for
the application of new technolo-
gies in daily workflows. Given the
relative immaturity of the AR/VR
market, it took a number of tries
before the technology was mature
enough to meet the security
and mobile device management
requirements necessary for pro-
duction deployment, Kerley says.

Since going live, the project has
helped Applied Materials hasten
issue resolution thanks to the abil-

"WeTe tying ditferent sensors and analytics capabilities
together to give them [shrimp farmers] insights they didn't

have before... and starting to automate what were largely
manual pTOCESSES.” “TIFFANY SNYDER, CIO OF CARGILL'S ANIMAL NUTRITION

ity to tap experts immediately
instead of waiting for them to make
a cross-continental journey. The
company is also seeing increased
first-time fix rates because multiple
experts can be brought in to tackle
the problem remotely instead of
having to be on site.

In addition to AR/VR, Applied
Materials is looking to other visu-
alization tools along with big data
and high-performance comput-
ing technologies to modify how
its employees work and to inject
agility into its processes. “The old
ways of doing things are not work-
ing,” says Kerley. “Anything we
can do to take time out of our R&D
lifecycle is extremely critical.” 4

MANAGING
SHRIMPHEALTH

ORGET ABOUT TRAWLERS
and nets - the internet of
things (1oT), mobile apps
and big data analytics are the mod-
ern tools of the trade that Cargill
is touting to help shrimp farmers
land a good catch.

The company’s Digital Labs
group, a commercial business
within Cargill’s Animal Nutrition
(CAN) division focused on selling
digital solutions, has launched
the iQuatic mobile data tracking
app and live operations dash-
board designed to bring a higher
level of precision and productiv-
ity to shrimp farming operations.

Designed to replace paper note-
books and digital spreadsheets,
the app and dashboard form a

new digital system that exploits

data analytics and visualizations

to give farmers real-time insights
and help them better manage
shrimp health to increase yields.
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“Shrimp farming, until recently,
has been a black box,” explains Sri
Kantamneni, managing director of
aqua feed and nutrition for CAN.
“We're taking manual informa-
tion from notebooks, digitizing it,
and bringing it together so farm
managers and supervisors can see
information in real time and make
decisions on a day-to-day basis.”

The goal for the digital platform
is to change the way farmers feed
the shrimp to maximize harvests.

not conducive to generating any
insights that could boost produc-
tion, Kantamneni says.

The iQuatic platform upends
traditional shrimp harvesting
methods by providing an IoT-
enabled platform that sits in the
pond collecting data about water
temperature and saline content,
while employing acoustic sen-
sors to track when and how much
the shrimp are eating. This data,
combined with other informa-

"We'e taking manual information from notebooks,
digitizing it, and bringing it together so farm managers and
supervisors can see information in real time and
make decisions on a day-to-day basis.”

-SRI KANTAMNENI, MANAGING DIRECTOR OF AQUA FEED AND NUTRITION FOR CAN

For decades, shrimp farmers have
tracked pond performance and
farm optimization with paper
notebooks and spreadsheets.

The method was cumbersome,
largely inefficient, prone to human
error given the large amounts of
data being tracked, and certainly

tion sources, allows the farmers
to make on-the-fly adjustments on

feeding hours or feeding amounts.

When the data is combined with
the Cargill iQuatic shrimp feed-
ing system, they can tap into the
natural eating patterns of shrimp
to automate the feeding process so
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farm operators can focus on more
important tasks.
“In the past, someone had to go

and take water samples or test tem-
perature and salinity,” explains Tif-
fany Snyder, CIO of CAN. “We're
tying different sensors and analytics
capabilities together to give them
insights they didn’t have before ...
and starting to automate what were
largely manual processes.”

Beyond productivity gains, CAN
is working with shrimp farm oper-
ators to evolve the analytics with
more data sets and machine learn-

“We were looking for new ways to free up capacity tor our
operations associates who were juggling multiple priorities.”

—RAMON RICHARDS, SENIOR VICE PRESIDENT FOR SECURITIZATION AND SERVICING TECHNOLOGY AT FANNIE MAE

ing to foster predictive decision
making in order to introduce an
entirely new cycle in the crop sea-
son, which will boost revenue. The
shrimp farm industry, like many
agricultural sectors, has been sty-
mied by disparate systems and
information that is not connected
in any meaningful way to provide
predictive context for what’s hap-
pening in farm operations or to
take proactive actions.

“They mostly find themselves
reacting to information or what’s
happening at the time,” Kantam-
neni says. “We want to move them
from reactive to predictive and get
them focused on efficient produc-
tivity that is measurable.” 4

AUTOMATING
INEFFICIENT PROCESSES

S A GOVERNMENT-

SPONSORED agency

administering affordable
mortgage loans, Fannie Maeis no
stranger to bureaucracy or manual,
inefficient processes. But with an
eye toward digital transformation
and a mandate to streamline oper-
ations, Fannie Maeis leaping into
the latest technology frontier with
astrategy to create an elastic, on-
demand virtual workforce that will
work hand-in-hand with its human
counterparts.

Fannie Mae’s virtual ace is

robotic process automation (RPA),
a software equivalent of a “robot”

(often called a bot) used to mimic
human activity for repetitive tasks
within a business process. Tasks
that require multisystem log-ins,
are heavy on data entry, or require
scanned document uploads or
downloads are prime candidates
for RPA, which is why it’s taken
root in customer service, general
accounting, medical claims pro-
cessing and financial loan work-
flows, among other areas. RPA
goes further than traditional IT
automation, as it has the ability to
adapt, self-learn and self-correct.
Fannie Mae has tapped into RPA
in a big way, viewing it as a plat-
form for collaboration that syncs
up different human functions, dis-
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ciplines and skill sets with robotic
counterparts. “We were looking
for new ways to free up capacity
for our operations associates who
were juggling multiple priori-

While Fannie Mae had made
moves to rid itself of paper-based
processes, the specialized nature
of its business still required a
high degree of manual oversight.

ties,” explains Ramon
Richards, senior vice
president for securiti-
zation and servicing
technology at Fannie
Mae. “There was a lot of

focus on new technolo-

Employees spent a lot

of time on manual pro-
cesses that required
pulling data from sys-
tems, loading them up in
spreadsheets or another

enterprise application,

“We have systems that automate tasks,
but there was still a lot of manual work in terms of
connecting dots across the board.”

—MONA KAHN, DIRECTOR OF STRATEGIC INITIATIVES AT FANNIE MAE

gies that would drive efficiencies
internally and help us deliver better
solutions to our customers.” With
RPA, Fannie Mae addresses the
challenge with automation without
having to change a lot of core appli-
cations or delve into a meaty inte-
gration project, enabling the team
to deliver relatively quickly, he says.

and performing reconciliation
functions. “Sometimes there were
35 steps required to complete a
process and several decision points
along the way,” says Mona Kahn,
Fannie Mae’s director of strategic
initiatives. “We have systems that
automate tasks, but there was still a
lot of manual work in terms of con-
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necting dots across the board.”

The first RPA pilot launched in
March 2017, and the IT and opera-
tions teams collaborating on the
project quickly saw the potential.
They created a Smart Process Auto-
mation & Robotics (SPARC) group
which focuses on expanding use
of RPA, machine learning, AI and
other intelligent automation tech-
nologies at the agency. The team
established three foundational
components to help promote RPA,
including formalizing a process for
identifying the right use cases for the
technology, a production command
center to oversee deployment, and
anew model for IT and operations
engagement and collaboration. In
the year-plus since SPARC has been
active, the group has automated 28
internal processes using RPA in
support of its operations, procure-
ment and financial teams.

With those processes automated,
Fannie Mae staffers are freed up to

focus on high-value activities. In its
first year of implementation, RPA

“The landscape of human work execution demands a
completely different approach to how we surface, inform,

enable and educate people with data.”

—~ANDREW WILSON, CIO AT ACCENTURE

projects have delivered more than
700 hours back to the business, the
team estimates, while increasing

quality and performance thanks to
the reduction of human errors. In
addition, subject matter experts are
freed up to spend time on innova-
tion projects and address customer
concerns. “People are excited and
motivated — they love to talk about
being part of the RPA journey,”
Kahn explains.

With the core foundation in
place, the SPARC team is working
on defining its go-forward strat-
egy for RPA, including the pos-
sibility of integrating it with other
technologies like natural language
processing and business process

management. In response to early
results, like improved service level
agreements and more capacity for
higher-value work, the current RPA
pipeline is fairly full, and line of
business users are actively propos-
ing additional workflow candidates
for automation. Despite the enthu-
siasm, Richards says the team is
determined not to scale RPA too
quickly given that the nascent field
is still such a moving target.

“We have to make sure we have
the appropriate people trained
and we are well positioned on the
central team,” he says. “We have
to bring the right people together
to formulate a roadmap and grow
from there.” ¢

EMPOWERING
EMPLOYEES WITH DATA

OTS OF COMPANIES pay

lip service to the idea of

data as corporate cur-
rency. Accentureis putting its
money where its mouth is with an
enterprise-scale analytics effort
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aimed at democratizing data and
empowering employees through
data-driven decision making.

Starting in late 2015, the global
consulting giant began construction
on a modern data management and
analytics platform that would table
long-standing information silos and
static reporting processes in favor of
embedding analytics into every facet
of business and enabling actionable,
data-driven decision making across
the entire spectrum of users.

The cornerstone of Accenture’s
effort is the Enterprise Analytics
Platform, a next-generation data
management and secure gover-
nance foundation for ingesting,
processing, modeling and visu-
alizing data to transform it into
insights. There is also the Enter-
prise Insight Studio, a center of
excellence to support the quick
development and operationaliza-
tion of analytics across the busi-
ness. The two-pronged approach
establishes data as an asset, low-

ering traditional barriers associ-

ated with siloed data management
practices and empowering users at
every level and across every func-
tion of Accenture’s fast-growing
and expanding business footprint.
“Every job can benefit from all
of the data that the enterprise
already has — that’s the quantum

reports, available to a few and
requiring a significant assist from
analytics experts. Using tech-
nologies like Hadoop and Apache
Kafka, along with data model-
ing and visualization tools, the
Accenture team developed a com-
mon data management platform

/
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shift,” says Andrew Wilson, the
company’s CIO. “The landscape of
human work execution demands
a completely different approach
to how we surface, inform, enable
and educate people with data. We
were in the classic scenario of hav-
ing too much data in a form, nature
and location where it was not help-
ing us to do our jobs effectively.”
Historically, data was mostly
served up as static, asynchronous

“Based on what the data reveals, employees can be more
successful and be freed up to do other things
like spending time with customers.”

—~ANDREW WILSON, CIO AT ACCENTURE

complete with full governance

and security. The team also took a
simplified approach to accommo-
date the full range of reporting and
analytics needs, commoditizing
just three types of reporting and
analytics capabilities. They include
“nearshore data marts” for busi-
ness intelligence, which are a series
of quick-turn data sets serving a
specific need housed on fast-access
systems; self-service access to cen-

tralized data management, security

and privacy capabilities to encour-
age discovery for trained data ana-
lytics experts; and a collaborative
innovation studio staffed by data
scientists tasked with exploring
new use cases to showcase the art of
what’s possible.

“Think of the Enterprise Insight
Studio as a creative ad agency, but
for data,” Wilson says. “You can’t
have 450,000 people trained to
stay current — you have to create
a center of excellence that has the
power to keep up with the speed of
modern analytics change.”

In the 18 months since the sys-
tem and new processes went live,
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Accenture has moved 20,000 crit-
ical users to interactive, real-time
operational reports and retired
close to half of its traditional
reports. The initiative has also

eliminated 90 percent of the repet-

itive, time-consuming steps tradi-
tionally associated with analytics,
allowing data scientists to address
30 to 50 questions a month from
the business and resulting in a
portfolio of more than 120 analyt-
ics solutions supporting a wide
swath of users from HR to sales
and client services.

Future efforts will tap artificial
intelligence and machine learn-
ing to evolve the insight engines
and redefine the nature of work
between humans and machines.
Wilson says it’s all about empow-
ering Accenture employees with
data-driven intelligence, not
replacing them. “Based on what
the data reveals, employees can be
more successful and be freed up to
do other things like spending time
with customers,” he says. 4

“"The interfaces that people traditionally
have used are changing.

—JAMES RINALDI, |PL'S DIRECTOR OF INFORMATION TECHNOLOGY AND CIO

CALLING
ONDICITALASSISTANTS

SKING ALEXA ORSIRI
to add milk to the shop-
ping list or to turndown
the thermostat is now a common
refrain for a growing number of
consumers. Those same digital
assistants are helping employees
at NASA's Jet Propulsion Lab find
answers to loftier questions and
facilitating routine office tasks as
part of the organization’s broad ini-

tiative to transform work.
The digital assistants are the

latest addition to JPL's Advanced
Digital Research Explorer (ADRE)
project, which serves as a context-
aware platform using technologies
such as neural networks, machine
learning, elastic search and graph
databases to help employees
quickly search through JPL’s
petabytes of documents, databases,
videos and other important con-
tent to find answers to questions,
big and small. Adding voice-
command digital assistants to the
mix allows all types of JPL users,
from scientists to administrators,
to engage with the system in a way
that’s increasingly comfortable
and familiar, according to James
Rinaldi, JPL’s director of informa-
tion technology and CIO.

“The interfaces that people tradi-
tionally have used are changing,”
Rinaldi says. “Our philosophy is
if you can use it at home, it can be
used at work — people like consis-
tency, no matter where they are.”
The JPL team began working
on a prototype in 2017 to create
digital assistants that would allow
JPLers to use speech, typing, touch
or gesture to search, filter and sum-
marize volumes of data in seconds.
The research giant has petabytes of
data going back decades in addi-
tion to videos, pictures and raw
data in scientific formats — all of
which was spread across mul-
tiple locations causing employees

and scientists to spend too much
time locating what they needed to
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get work done rather than focus
on the work at hand. The goal
for the digital assistants, Rinaldi
explains, is to help employees get
rapid answers to questions and
eliminate expensive and manual
research time, enabling them to do
what’s really important.

“Last year, we demonstrated
how we can find that needle in a

faster through the conversational
bots compared with using tradi-
tional typed searches, he says.

The new digital assistants,
which crawl both external and
internal information and data
sources, leverage technologies
such as Amazon Web Services,
advanced Al and automation capa-
bilities, and the Alexa interface to

/

haystack with traditional input or
digital input and we automated a
lot of things,” he explains. “Now,
on top of that, we wanted to use
digital assistants to do more main-
stream things.” The Acquisition
Digital Assistant, for example,
now delivers answers culled from
100,000 documents nine times

"Our philosophy isif you can use it at home,
it can be used at work — people like consistency,
no matter where they are.”

—-JAMES RINALDI, JPL'S DIRECTOR OF INFORMATION TECHNOLOGY AND CIO

help employees perform a grow-
ing range of tasks. Alexa could be
called on to reveal the most critical
cybersecurity intrusions in the
data wall while a RoomBot assis-
tant is tasked with finding an avail-
able conference room between the
hours of 1 p.m.and 3 p.m.

In fact, the conference room use
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case has been a resounding success,
Rinaldi says. Many of JPL's 6,000
scientists, engineers and business
users spend more than two hours

a week searching for available con-
ference rooms and hours tinkering
with audiovisual equipment prior
to meetings. The voice-activated

digital assistants, coupled with IoT
connectivity, lets employees find out
in seconds what conference rooms
are available, and they now simply
ask the room to set up audio, video
and web conference equipment, a

one with Amazon, to influence
how technologies like Alexa for
Business were built as they were
developed, making it easier to
deploy Amazon Echoes and chat-
bots at scale.

/
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task that is completed in seconds.
JPL estimates that there’s been a
30 percent increase in conference
room availability and utilization as a
result of the new approach.

In addition to using scalable
technologies, the team adhered
to an iterative, rapid approach to
develop the platform, employing
agile methodologies and tapping
the user community to come up
with specific use cases for the digi-
tal assistants. JPL also leaned on
industry partnerships, including

“It's making their work a little easier
because they can get multi-tasking done.”

—-JAMES RINALDI, |PL'S DIRECTOR OF INFORMATION TECHNOLOGY AND CIO

JPL is just getting started with
the digital assistants, and Rinaldi
thinks they will be especially help-
ful with new hires who can gain
access to critical information and
services without necessarily know-
ing where to look. “It's making
their work a little easier because
they can get multitasking done,” he
says. “Also, it’s more fun — they are
enjoying the new interface.” ¢

Beth Stackpole is a regular contributor
to CIO.
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Monetizing data
at scale

Data monetizationis the next competitive hurdle,
but for most CIOs, it's uncharted territory.

BY MARTHA ROUNDS

any ClOs are being challenged
to take on anew role in the
enterprise: money spinner. As
businesses digitally transform
products, services, customer
experiences and operations, they’re generating
new types and sources of data that, with effort,
can be used to create monetizable data-driven
products, services and experiences to external
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customers. Eighty-two percent of
respondents to a recent IDC survey
reported that data as a service will
be required to compete effectively
in their industries, and within five
years, it will be a critical require-
ment for competitive advantage.

Not surprisingly, CIOs are often
front and center in achieving suc-
cess with these initiatives. “My job,
on top of being the traditional CIO,
is now to be the catalyst to teach,
learn, educate and encourage risk-
taking in this area,” says Justin
Kershaw, CIO of Cargill.

But what can we sell?
Modern IT organizations are data
factories, with decades of experi-
ence in creating and managing
data for use in process improve-
ment, supply chain management,
business analytics, enhanced deci-
sion making and other applica-
tions. But for most CIOs, adapting
this environment to the demands
of data monetization — figur-

ing out whether enterprise data

assets have any value for external
sale and then turning that data
into a high-quality product — is
uncharted territory.

Charles Thomas, General
Motors’ chief data and analyt-
ics officer, suggests that the most
lucrative way to make new money
using data is to identify industries
with an “age-old problem” that a
company can solve with unique
data. For example, GM’s OnStar
data could be valuable to the radio
broadcasting industry. “We can
tell you exactly what radio sta-
tion someone’s listening to, how
long they listened to it, whether
they had it on mute or not, and
where they were when they had it
on,” he says. These insights open
the door for GM to co-develop a
solution for advertising attribu-
tion. GM’s data could help iden-
tify whether someone stopped at
a Starbucks shop after hearing
a Starbucks ad on the car radio,
thus connecting ad spending to
revenue produced.

My job, on top of being

the traditior
now to be th

alClo, Is
e Ccatalyst

toteach, lea

N, educate

and encourage risk-taking

IN [data monetization’

this area.”

Cargill’s Kershaw says the way
to identify valuable data is to
talk with top customers “to find
out what they might potentially
value.” Some of Cargill’s custom-
ers are shrimp farmers who buy

feed from Cargill. But it can be
difficult for shrimp farmers to
know the best times for feeding
because they can’t see when the

-JUSTIN KERSHAW, CIO OF CARCGILL

underwater shrimp eat. But what
if shrimp farmers knew exactly
when their shrimp are dining?

In fact, shrimp do make sounds
as they eat; this sound can be
picked up by sensors. In March
2018, Cargill released a data ana-
lytics product called iQShrimp.
iQShrimp uses sensor data from

the shrimp pond to produce a
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cloud-based dashboard about
conditions in a shrimp pond and
make recommendations about
feeding and harvesting. (See
“Changing the way we work.”)

Not toofast...
In the rush to get started, it can
be tempting to take shortcuts, set-
ting aside the need to establish
the tools, processes, architectures
and governance that ensures
quality, usability and intellec-
tual property management. But
this approach greatly increases
the risk of creating siloed and
brittle products that are difficult
to extend, modify and reuse. Data
products with a solid foundation
of technology platforms, pro-
cesses, architectures and secu-
rity will generate revenue, and
they also offer opportunities to
increase customer loyalty, attract
partners and scale.

High on the list of necessities
is security. In IDC’s 2017 Data-
as-a-service survey, the primary

Inthe rush to get sta
to take shortcuts, se

ted, itcan
'ting aside the need to

he tempting

establish the tools, processes, architectures
and governance that ensure quality, usability
and intellectual property management.

concern for buyers was trust. This
means that the I'T organization
needs to be involved in building
not only the size and scale, but also
the security to match anticipated
customer needs. At the same time,
external access to the data service
and company systems overall
needs to remain secure.
Regulatory compliance is also
of primary importance in the race
to monetize data. Changes like the
European Union’s GDPR and rules

regulating the handling of person-
ally identifiable information make
data monetization a complex busi-
ness that requires a close watch on
privacy norms and compliance.
Even data that seems innocuous
can become sensitive when com-
bined with other sources.

Especially in the early days of
efforts to monetize an organiza-
tion’s data, the CIO and IT play
an essential role. “The CIO’s

responsibility is to provide a safe,

secure, scalable environment”
for development and operations,
says Sakti Kunz, head of data and
analytics solutions at Honeywell.
The CIO may be leader of the
initiative or technology enabler.
Either way, IT is essential to
ensuring data quality, security
and deliverability. 4

Martha Rounds is Research Director at
IDC. IDC's Mitch Betts and Mark Strohlein
also contributed to this article.
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Six tips for creating
a winning talent

strategy

Talent may not be the only factor for transforming
IT forthedigital era, butit's one of the most critical.

BY KHALID KARK

cquiring and

developing

technical talent is

among the biggest

obstacles in the
digital era: In Deloitte’s forthcom-
ing 2018 global CIO survey, 97
percent of global CIOs identified
it as a challenge. To win the war

GETTY IMAGES

for talent, CIOs can’t rely only on
HR or ad hoc talent initiatives.
Instead, they need to develop a
cohesive talent strategy with the
long view in mind.

Here are six ways CIOs can
revamp their approach to finding,
recruiting, hiring and developing
the best talent.

Curate the organiza-
1 tion’s talent brand. Every

organization has a talent
brand. If that brand is strong and
actively curated, the organization
can attract top talent. Digital talent
platforms and exchanges propa-
gate talent brand across the globe
and provide insights into your

working environment: Potential
hires are quickly able to ascertain
what current and past employees
say about your company’s cul-
ture, management and existing
talent, and top talent can quickly
determine their value and demand
higher pay and additional benefits.
Without workplace experiences

SUMMER 2018 | €10.COM 27
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that foster a positive talent brand,
CIOs may find themselves on the
losing side of the talent war.

A focused effort on curating a
talent brand can pay dividends
quickly. It took less than six
months for one organization to cre-
ate marketplace buzz by focusing
on three aspects of brand building:
building a strong pitch for how
technology is changing the orga-
nization and its industry, actively
curating its presence on online
talent platforms, and presenting
its vision at industry conferences.
This effort can be especially pow-
erful for large incumbents if CIOs
can link the IT talent brand with
corporate branding/rebranding
efforts. On the flip side, if IT cul-
ture and practices do not support
the brand promise, be prepared to
be called out on those same talent
platforms.

Hire for a balance of tech-
nical and soft skills. In
Deloitte’s 2018 global CIO

survey, respondents identified
finding the right mix of technical
and soft skills as their top recruit-
ing challenge. Creativity, cognitive
flexibility, emotional intelligence
and other soft skills will be key in
elevating IT from back-office ser-
vice provider to front-line business
partner. I'T’s heavy bias toward
STEM skills means soft skills

are often overlooked. But hiring
someone with cognitive flexibil-
ity can ensure the ability to learn
new skills quickly — essential in
the digital age. Emotional intel-
ligence may allow IT talent to bet-
ter connect with customers and
stakeholders; creativity can help
staff address thorny business chal-
lenges in non-traditional ways.

Focus on a diverse work-

force and an inclusive

culture. Diverse work-
forces have been shown to deliver
better results. Because high-per-
forming teams attract and retain
IT staff, cultivating diverse teams

I ClOs need to recognize the
ways diverse staff commu-

d

and filling the leadership pipeline
with technically talented women,
minorities and members of other
underrepresented groups can help
CIOs battle the ongoing shortage
of technical talent.

Diversity and inclusion needs
to be a conscious effort, not an
afterthought. CIOs can work to
eliminate hiring biases and wage
gaps and establish zero-tolerance
policies for those who break estab-
lished rules. CIOs also need to
recognize the ways diverse staff

nicate, collaborate and work,
and retrain those who evalu-
e [T staft accordingly.

communicate, collaborate and
work, and retrain those who evalu-
ate IT staff accordingly. Formally
identifying potential high-per-
formers and providing them with
the development and mentoring
resources to advance their careers
can help fill the pipeline with
diverse leadership candidates.

Create along-term
approach to retooling

talent. In our interviews

for the global CIO survey, some
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CIOs estimated that between a
third and half of their workforce
will need to be retrained to take on
future IT roles. But in today’s age
of artificial intelligence and auto-
mation, retooling the IT workforce
can’t be a one-time project; a long-
term approach is necessary. One
CIO designed a retraining pro-
gram to enable IT staff to become
lifelong learners and provided the
flexibility for staff to take time off
to retrain and move into different
areas of IT anytime during their
careers.

A major difference between the
current and future workforce will
likely be mobility. Organizations
that retool and ensure internal
mobility will be able to engage top
talent for a longer amount of time.

Infuse new talent
throughout the orga-
nization to encourage
change. Many digital efforts
fail due to a culture of resistance,
with many staffers assuming that

change initiatives will lose steam
over time. Infusing new talent
strategically throughout the orga-
nization can help CIOs show real
intention to change.

This talent infusion can invigo-

by replacing two of his six direct
reports and giving them additional
portfolios, signaling deep commit-
ment to changing the status quo. It
also helped set a “gold standard”
for other IT leaders.

I A major difference
between the current
and future workforce

will likely be mobility, _l

rate existing staff who may be
stifled by cultural roadblocks

and can create ambassadors of
change throughout the organiza-
tion. Many CIOs have kick-started
their efforts by hiring a few stra-
tegic leaders that then attract
other high performers. One CIO
turned around his IT organization

Design a culture that
attracts top talent. Cul-
ture is the key ingredient

for attracting and retaining top
talent. But what cultural attri-
butes attract top talent? The two
primary attributes for attracting
high performers are the ability
to work with new and emerging

technologies and a work envi-
ronment that is fun, creative and
inspirational.

Large, established companies
with strong cultures developed
over decades often find it hard to
change. Some CIOs at these com-
panies invest in and acquire small
startups not only to gain their
intellectual property but also to
acquire and integrate their cultural
attributes. Others have developed
or collaborated with ecosystem
partners to create innovation hubs
and digital foundries. By integrat-
ing or rotating IT staff into those
environments, they’re giving them
opportunities to work and thrive
in these new environments. 4

Khalid Kark is @ managing director with
the U.S. CIO Program at Deloitte LLP.

This publication contains general infor-
mation only and Deloitte is not, by means
of this publication, rendering accounting,
business, financial, investment, legal, tax,
or other professional advice or services.
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