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To innovate and meet changing customer expectations, the 
traditional approach to funding technology needs a revamp

FUNDING
TECHNOLOGY
AT MARKET SPEED
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To truly operate at market 
speed, companies must 
continually build, buy and 

integrate technology – even 
before the destination is fully 
understood – while keeping an 
ever-watchful eye on the future. 

Today, disruption is the status 
quo and new competitors are 
suddenly breaking into the market 
and stealing share. Companies 
are finding that simply reacting to 
change is no longer an effective 
business plan. 

What needs to be clear is 
that there’s no longer business 
strategy and technology strategy. 
There’s just strategy – driven 
by technology. Digital is now 
mainstream, but it takes more 
than having a digital strategy for 
organisations to exceed customer 

expectations and experience 
increased returns. 

It requires a future-ready 
connected enterprise, backed 
by a new type of adaptive 
technology operating model, 
where information technology (IT) 
is inextricably intertwined with 
the business and an ecosystem 
of partners in delivering new 
products and services at market 
speed and scale.

Given the pressure companies 
face to innovate and deliver 
according to changing customer 
expectations, we’ve observed 
that the traditional approach 
to funding technology simply 
doesn’t support fast pivots in the 
digital world. 

Indeed, budgeting for capital 
investments is typically an 

annual process, including heavy 
governance and controls to 
reduce cost and risk. However, 
this process simply doesn’t  
allow the business to capitalise  
on innovation opportunities as 
they arise. 

In frustration, companies may 
try to accelerate technology 
development, only to end up 
with short-term trade-offs that 
increase technical debt instead 
of innovation. That’s why the 
market speed model of the future 
needs a market-speed approach 
to technology funding, called 
dynamic investment. 

In this model, the funding 
process is continual, not annual. 
It’s also flexible, enabling the 
enterprise to constantly shift its 
capital among various technology 
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bets, putting some chips on the 
table and taking other ones off – 
with a willingness to experiment, 
fail fast and redeploy capital as 
needed.

Here are five key 
considerations in dynamic 
investments:

#1 FUND VALUE INSTEAD 
OF PROJECTS, AND 

THINK LIKE A VENTURE 
CAPITALIST
Instead of seeing technology 
spending as a project, companies 
should see it as an investment 
in strategic value. Companies 
should start with their business’ 
value chain, and then align 
how technology enables it. For 
example, if an auto manufacturer 
has a strategy around connected 
vehicles, a value-focused 
investment might be technology 
that enables drivers to interact 
with their cars in new ways.

With the lens firmly focused 
on strategic value, companies 
will create business cases that 
prioritise products, not projects. 
And in dynamic investment, 
the funding control for these 
technologies will be in the hands 
of product owners – not various 
back-office functions – and it 
will not be subject to an annual 
budgeting cycle. 

In other words, companies 
should approach their technology 
investments like venture-capital 
(VC) firms: continually evaluating 
bold new ideas that challenge 
the status quo – and being ready 
and willing to invest in ideas that 
make financial sense, even if 
they’re not in the capital plan. 

VCs know that to find the next 
unicorn, they must take calculated 
risks and place many small bets 
across a diverse portfolio, keeping 
in mind some will succeed, and 
some will fail. VCs recognise if 
they wait for each start-up to turn 
a profit before they invest, they 
will miss the boat, and also know 
when to pull money off the table 
on a losing idea.

#2 ADOPT LEAN FUNDING 
TO KEEP THE 

TECHNOLOGY PORTFOLIO 
CURRENT
In traditional budget cycles, the 
business approves and prioritises 
technology projects, funds them 
and sends them to IT to execute. 
In lean funding, the funding is 
linked not to project approval but 
rather to multi-year teams who 
have broad license to experiment 
with technology. 

In other words, instead of 
identifying specific projects for 
IT to execute, the business can 
identify strategic priorities that 
need the help of technology 
– and provide the teams with 
sufficient funding to explore 
them. 

In lean funding, there is 
an understanding that many 
projects will fail, and there is a 
willingness to discontinue those 
that aren’t working, so funds can 
be reallocated quickly to other 
initiatives.

#3 EMBRACE THE 
DECENTRALISATION OF IT

Business units can now get 
their own technology solutions 
by going directly to the cloud, 

platform providers and managed 
services providers, which negates 
the need for a centralised 
function that controls enterprise 
technology.

To move at market speed, 
product owners cannot wait until 
budget time to present ideas for 
the year. These product owners 
must continually contemplate 
technology to drive the enterprise 
strategy and take ideas to the 
investment committee – at 
minimum, we recommend every 
quarter – while exploring ways 
to do them faster, smarter and 
cheaper.

#4 CATCH BAD IDEAS 
FASTER

Dynamic investment should 
enable an organisation to make 
smarter, faster decisions, which 
may include doubling-down on 

IN THIS MODEL, THE 
FUNDING PROCESS 
IS CONTINUAL, NOT 
ANNUAL. IT’S ALSO 
FLEXIBLE, ENABLING 
THE ENTERPRISE 
TO CONSTANTLY 
SHIFT ITS CAPITAL 
AMONG VARIOUS 
TECHNOLOGY BETS, 
PUTTING SOME 
CHIPS ON THE TABLE 
AND TAKING OTHER 
ONES OFF.

Azila Abdul Aziz



56 | SmartInvestor | 01 . 2020

investments that are working or 
cutting those that are not. This 
ability requires a new approach to 
evaluating success:

 Determine the right leading 
indicators – Unlike an annual 
budgeting process that 
sets clear expectations for 
investments, a dynamic funding 
process is based on clear 
hypotheses – with the ability to 
test, learn and iterate. When 
the business case is based on a 
hypothesis, traditional lagging 
indicators such as revenue, ROI 
or market share may not be 
relevant, because innovation 
may not generate these kinds 
of results right away. Moreover, 
strategic value doesn’t always 
come in the form of easily 
quantifiable objective results; 
it may come in more subjective 
outcomes such as enterprise 
agility or flexibility. 

It’s better to have leading 
indicators that confirm 
whether an investment is on 
the right track, and these 
indicators should go beyond 
traditional factors like scope, 
schedule and budget. 

 Change the way failure is 
perceived – In a culture of 
dynamic investment, leaders 
position failure as a completely 
acceptable option, because 
as long as there is a strong 
customer-feedback loop 
and focus on continuous 
improvement, success and 
failure are both valuable 
outcomes when approached in 
the right context. We should 

recognise that stopping work 
on a technology initiative can 
be a good thing and is not a 
failure unless the organisation 
takes too long to do it.

Organisations with a 
mindset that failure is not an 
option go to great lengths 
to prevent failure related to 
scope, schedule or budget; 
and when failure does occur, 
it’s usually declared too late to 
salvage the lost time, capital 
and employee morale.

 Enable anyone to call out a 
failure – Changing the culture 
also means empowering 
employees to draw attention 
to problems. This benefits 
the organisation in two ways: 
it allows multiple parties 
to monitor and assess the 

situation, thereby providing 
a larger safety net. It also 
enables employees to have 
a vested interest in ensuring 
successful outcomes. 

#5 COMMUNICATE 
TRANSPARENCY  

AND VALUE
To effectively discuss the benefits 
of an investment and shape the 
technology portfolio accordingly, 
IT professionals must use the 
language of the business to 
report on cost, performance and 
other indicators. That means 
linking technology to business 
objectives and making those 
linkages transparent – inside and 
outside of the organisation.

In conclusion, the ability to 
reach market speed across the 
enterprise will largely depend 
on the company’s ability to trade 
monolithic budgeting processes 
for dynamic investment, redesign 
governance and controls,  
and create transparency on  
cost and performance based on 
new metrics. 

The reality is that delivering 
quality products and services 
that customers want, when and 
how they want them, requires a 
necessary change in mindset and 
approach. If you’re not willing 
to do that, chances are your 
competitors will.  

INSTEAD OF SEEING 
TECHNOLOGY 
SPENDING AS 
A PROJECT, 
COMPANIES 
SHOULD SEE IT AS 
AN INVESTMENT 
IN STRATEGIC 
VALUE. COMPANIES 
SHOULD START WITH 
THEIR BUSINESS’ 
VALUE CHAIN, AND 
THEN ALIGN HOW 
TECHNOLOGY 
ENABLES IT.
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