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Prioritizing the Transformation Portfolio

As organizations scale their digital transformation efforts, they need effective systems to prioritize and govern their
portfolio of initiatives. A structured approach should consider these key dimensions:

Strategic Alignment
e Assess contribution of each initiative to business goals and tech roadmaps.
e Ensure coherence with target capabilities and architecture.

Value & Benefits
e Estimate the financial, customer, and capability benefits delivered.

¢ Include cost savings, revenue gains, risk reduction, and agility.

Time Horizon
e Balance short-term incremental improvements and long-term innovations.
e Factorin how quickly benefits will be realized.

Dependencies
e Sequence based on relationships between interdependent initiatives.
e Coordinate across business units, channels, and geographies.

Cost & Resources
e Evaluate budget, talent, tools and other resources required for success.
e Assess organizational bandwidth and capacity to deliver.

Risks & Constraints
e Determine risk levels and develop mitigation plans.

e |dentify constraints like compliance, security, legacy tech.

With a large portfolio, tools like weighted scoring models, bubble diagrams, and swimlane matrices can provide
structure. Initiatives are then mapped into categories like:

e Quick wins - proof of concepts, low hanging fruit
¢ Foundational - capabilities supporting other efforts
e Strategic - Pivotal to achieving business objectives

e Highrisk/reward - innovations with uncertain outcomes

Continuous governance and adjustment of the transformation program is critical as priorities shift. The goalis to
balance short-term returns with investments that position the organization for the future.
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