Solution Brief

Bl Competency Centers for pharmaceutical companies
Best practices from the real world

Introduction

Lowermargins, anincreasingly
competitive market, and regulatory
compliance are driving pharmaceutical
companies tofind greater efficiencies
and reduce costs. To optimize
performance, they need insightinto all
aspects of the business—to see what's
working, what’s not, and improve results.

By leveraging corporate data systems
and providing timely information,
business intelligence can significantly
improve decision-making and
performance. As such, Blis becoming
strategic to a growing number of
pharmaceutical organizations.

Buttactical Bl deployments aren’t
sufficient. Companies need enterprise-
wide Bl to gainacommon baseline
formanaging the business—from

clinical R&D to sales and marketing

and everything in between. A Bl
Competency Center (BICC) can provide
the centralized knowledge and best
practices to help make this broader

initiative possible.

Some of the world’s most successful
pharmaceutical companies already
recognize the value of BICCs. For them,
ithas provento be the best way to deploy
and manage enterprise Bl across the
business.

Information Management

Recognizing the importance of BICCs,
the IBM Cognos® Innovation Center for
Performance Management recently
conducted a study of four major
pharmaceutical firms. The goal was to
understand and document the real-world
challenges of designing, establishing,
and maturing a BICC—from their unique
perspectives. This white paper focuses

onthe results of that study.

Bl Competency Centers:
Why do we need them?

By leveraging corporate dataand
providing timely information, Bl can
significantly improve business decision-
making. Butin reality, Bl often falls short
of its potential. Studies show that up to

70 percent of organizations today are in
whatis characterized as “uncontrolled
Bl behavior” mode—they typically make
purchases and decisions based on
project-specific requirements.

Thisresults in stovepipe implementations.
Instead of acommon Bl platform, IT
departmentsface a proliferation of Bl
tools and processes that are costly
tomanage and yield inconsistent
information across the business. And Bl
is typically confined to a small group of
technical users, so a broad segment of
the organization misses outon critical

business data.
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Participants in the pharmaceutical
study shared a common starting point:
adecentralized, heterogeneous Bl
environment and tool proliferation—some
with more than five different Bl tools and
multiple independent projects. One
respondent cited cost containmentin
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terms of IT purchases and maintenance
asatop business challenge.

Additional challenges shared by

participants:

e T bottlenecks and backlogged
projects.

e Tool suite complexity.

¢ Training costs.

e The need for a common reporting
environment, scalability, and

adaptability to changing business
needs.

Business challenges
Significant business challenges What changes, actions, or programs Key business metrics
are you taking to address these
challenges?
Pharma A | Effective management of numerous S&M reporting (analytics) Information not provided
product launches to be competitive while Aggregate Spend Project to manage
kegplng thel lights on and maintained for costs by using IBM Cognos tools
existing projects and customers. .
. Continued BICC focus to better serve the
Focus oncompany grgwth (inboth business and organization
Consumer and Genetics)
Meet compliance and regulatory
requirements
PharmaB | Meetingthe increasing demands of the Working with IBM closely (development ROI
reporting complexities driven by the partnership) to develop amuch stronger On-time delivery of
business needs tool suite projects (has to be faster
Cost containment from a purchase and Developing strategies to deliver more than before)
maintenance perspective ... eyolving toa focgs onthose tools that provide more Quality of project
smallernumperoftoolthat “doitall” rather busmesg value andlessenfocusontools | yaiiverablestothe
than supporting many tools that provide the least value business (i.e. < 5%
Having the business understand and Delivering significantly more training for rework)
constantly co-promote the approved/ both businessand IT
standard tool suite
PharmaC | Information not provided Information not provided Information not provided
PharmaD | Supportingcompany’s global growth Building global, scalable, COMMON We are notthat
Effective clinical trial execution reporting environment-Asingle place advanced yet asto how
] ) togo (URL) for allreporting regardless of | our Blinitiatives support
Ssles force responding quickly to market where (geographically) the data lives specific metrics
changes o
New tools to predict trial enrollment; new
CPM initiative to drive performance This is something the
Cost-effective reporting and analysis for con;(peten.cy centeris
the sales force and brand managers working toimprove
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Most study These drivers are consistent with other BICC studies conducted by the IBM Cognos

participants ranked Innovation Center and IBM Cognos BICC thought leaders, and show commonalities
with other organizations worldwide.

BI standardization as
their second or third TR

most important strategic o o T
information /Single Version Truth 74

. . |
prlOrlty- All ha’U@ Selected 2. Increased level of consistent / repeatable : + 72

delivery of Cognos and best practices

IBM Cognos solutions as ™\ s tesontee d
their Bl standard 4. Increased and better utilization of [
. skilled individuals in your organization >4 971
5. Improvement of IT efficiency to respond [ b
to the business quicker (remove backlog requests) il | 6.9
6. Understanding and knowledge of what other |
Customers are doing to progress and develop their BICC 3 | 969
7. Decreased Staffing costs through |
reuse of best practices and projects g5 | 6.8
8. Increased IT and Developer Satisfaction |
to manage Cognos technologies 5.8 6.7
9. Increased usage of Cognos (BI) |
footprint and adopri & |
print and adoption |
10. Higher Performance throughout |
IT and the Business Lt/ 1 Qo5
11. Increased Decision Making Speed 5 I + 6.4
|
12. Increased understanding of the value of BI 5.5 I 063
|
13. Strength of Vendor Relations 5.8 I 063
|
14. Customer Self Service 5 I 6.2

15. Reduction in direct software costs 4 + 6.3

16. Reduction in related costs (hardware, training) 4.6 6.2
il BICC Impact
17. Reduced TCO 4.5 I + 6
] @ Organization’s
18. Recognition of new approaches | Importance
4.6 5.8
and new ways to use Bl 1

Common issues that drive organizations toward standardized Bl implementations

Instead of maintaining the status quo, however, the four organizations in this study
saw their stovepipe IT environment as a barrier to success. This was a key factor in the
implementation of their BICCs and the drive toward a common, enterprise Bl platform.



Standardization: From many to one

How do you go from costly, tactical Bl

to a broad-based, consistent source of
business information? The answer is Bl
standardization—reducing many tools to
one. Standardizing on a single, enterprise
Bl solution provides benefits that include:

¢ Reduced total cost of ownership.

® |ncreased transparency and
consistency of information.

¢ A foundation for managing
performance across the organization.

Standardization reduces system
complexity by addressing the problems
of amultiple-tool, multiple-project Bl
environment. And more organizations are
seeing its value. Most study participants
ranked Bl standardization as their second
or third mostimportant strategic priority.
Allhave selected IBM Cognos solutions
astheir Bl standard.
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Priorities of strategic value

More than technology, standardization

is also about dealing with people and
processes. The IBM Cognos Innovation
Center thought leaders suggest that
companies consider these organizational
dynamics. As such, mature organizations
are starting to enforce standards in terms
of the way Bl is deployed and adopted

enterprise-wide. This approach helps
ensure more people will value and
embrace the technology. In many of the
leading organizations around the world,
standardization strategies are aligned
with enterprise Bl, enterprise architecture,
and enterprise data warehouse strategies

to form a complete long-term vision.

Factors to consider when standardizing Bl

People Process

Promotion Performance

Product

Knowledge reuse Knowledge share

Technology Showcase

Delivery Enablement

Definition of BI

Capabilities Methodology Communication Functions Bl usage profile and footprint
Collaboration Guidelines Corporate goal alignment | Geographic Tools and technology
Community Procedures Data governance Usage scope

Stewardship IT governance

Competence




BI Competency Centers: Enabling
standardization

The main functionof aBICC isto enable
standardization. First, it promotes and
delivers a consistent set of Bl skills,
standards, and best practices. Second,
itenables repeatable, successful Bl
deployments through the development
and focus of people, technology,

and processes—taking Bl froma
single-project mentality to a division or

whole-organization view.

The naming of aBICC s also based on
each organization’s cultural environment
and, in some cases, the level of maturity
ofthe function. Inthe study, each
company used a different naming
convention. These range from “BICC’ to
“Shared Services for Bl” to “Enterprise
Reporting Services.” In some cases, the
BICCisnotcalledoutatall. Itis already an
implied functioninterms of the way IT and
business operate, as aresult of strong
historical IT governance.

As IBM acknowledges, noone size
BICCfits all. The scope and design

are driven by organizational needs

and considerations of human capital,
processes, culture, and infrastructure.
But whatever the configuration, the
goalisto create a consistent approach
toimplement, support, and manage
enterprise Bl—to the greater benefit of the
business.

Bl Competency Centers for pharmaceutical companies

The four organizations in the study
achieved results by maintaining their
goal, taking a step-by-step approach,
and building on success. And by
breaking down traditional barriers
associated with tactical Bl usage, each

has gained a number of benefits:

* An expanded opportunity to
deliver performance management

capabilities to the organization.

e Cost-efficient application and data
staging to eliminate IT bottlenecks
from backlogged projects and
proactive management of the Bl
technical infrastructure.

e Use of Bl standards, leading
practices, and methodologies
to accelerate Bl knowledge and
familiarity across the organization
and leverage critical IBM Cognos
skill sets.

e Enterprise Bl deployment and usage

to drive efficiency and competitive
differentiation.

One organization studied
outlined their mission
as follows: “To provide
leadership and ongoing
support for shared
business intelligence
activities to enable the
implementation of cost-
effective, innovative,

[lexible, and scalable

business solutions.’
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Drivers of the BICC Pharma A PharmaB PharmaC PharmaD
Deliver performance management (Bl) decision-support 1 2 6 7
capabilities
Leverage more critical/advanced IBM Cognos skills 8 2
Eliminate IT bottlenecks form backlogged projects 9
Maintain cost-efficient application and data staging support 1 4 5
Maintain and enhance Bl best practice and standards 3 3 3
Manage the IBM Cognos technical infrastructure 2 6 1 4
Accelerate Bl knowledge and familiarity across the organization 4 4 7 6
Promote standardized platform of Bl technology 5 5 3
Provide single point of contact for IBM Cognos relationship 6 7 2 1
Startup and maturity of a BICC technical supportto other ITand business  mature and evolve. And they project out
Mission statement or vision project teams, maintaining the integrity from one tofive years. One respondent
How did the organizations in the study ofthe overall solution, and expanding the said the BICC director updates the
get started? Most began the process of existing user Bl skillsacross anincreasing  strategy plan yearly to align with the
building a BICC with a mission statement number of applications.” project approval cycle. ltis also a critical
or vision, and formalized their strategy tool for communicating a consistent
planor charterfromthere. The strategy plan or charter continues vision and goals to executives and peer
toinform participants’ BICCs as they management.
One organization studied outlined their
mission as follows: “To provide leadership Cata | yst fo ¥ Start U p Of a B I C C
and ongoing support for shared
business intelligence activities to enable Making Need for I Pharma A
the implementation of cost-effective, Business improved
. . . Decisions License
innovative, flexible, and scalable Vision of  Faster/More Mgmt and
business solutions.” CIO Concise Reduced TCO Pharma B
Another characterized their mandate I Pharma D
inthis way: “We are the ‘Center of
Excellence’ for data warehousing and
business intelligence. Beyond building
the framework to enable and enhance
Bl, our role entails providing project and
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“The Functional Lead

resides in business but

Building the competency center: Analysis
and design

bottom-up initiative. The split between
approachesis consistent with other IBM

Oncethe strategy is defined through Cognos studies, including the roundtable

. o wears both hats, and
acharter or setof goals, the BICC proceedings document Building

plays a key central role

developmentteam takes the next step: Your Bl Competency Center. (For a

in communication and

analysis and design. Theteamfirstenlists ~ copy, visit: http://www.cognos.com/

aleadertodrive theinitiative. The leader
provides knowledge and expertise

to help the team plan Bl priorities and
identify issues like funding, people,
technologies, standards, and skills
needed.

I i el 1 N Executive sponsors, customers, many
Inits white paper, BUI/dmg aBusiness TOp Down :)mprllementation is on a schedule driven h;ve qiff_erenté)pinions of what should be
Intelligence Competency Center, yihes the PEEES

L Lost flexibility to listen & act on good
IBM recommends that organizations ideas that happen in a process
alsoenlistthe Support ofaBl steerlng Fosters the internal champions useful to Even with internal support, tricky to secure
. . see an idea & maintain momentum executive buy-in
committee and/or executive sponsor. once sold
. . . Resources scarce & hard to secure
Inthe study, the ClOorlITVP typically Bottom Up  Opportunity to make mistakes, learn

served as executive sponsor. And most
respondents had a steering committee
inplace. Inone case, the committee
included an IT managementteam,

IT steering committee, VP of Shared
Services and Enterprise Architecture,
and business liaison.

The BICC team also depended on
experienced staff and leaders within
and sometimes outside the organization
to help define concepts and support
development. But opinion was divided
onwhether it should be atop-down or

innovationcenter/)

interpretation.”

Participant in IBM study of
effective BICC strategies

PROS

Political support makes change happen

“Instant” internal customer buy-in; their
options for data are curtailed

from them & listen to users

Owning the schedule gives you greater
flexibility

CONS

You will be the agent of “Knocking down”
existing systems — making waves with
future customers

You comete with the rest of the
organization for priority.




Implementation

Based on other BICC studies, the IBM
Cognos Innovation Center recommends
that organizations proceed with
deployment through a series of small
steps. This allows the user community

to adjust overtime. And gaining an early,
high-value win is vital for the success of
the BICC. It helps motivate team staff and
build positive momentum.

Onerespondent said they started with
two key showcase projects, which
“blazed the technical path” by hooking
onto something that was valued by

the business. “lthas been an effective
means of letting the BICC evangelize and
drive growth by promotion of the project
successes,” he noted.

Butas another participant cautioned, the
process has to be carefully managed:
“Itis a difficult balance to encourage
adoption of your services while managing
the increased workload. Itis very
possible to become a victim of your own

marketing.”

Communicating progress and value to
the user community is also important.
Oneteam developed a content-rich
portal and conducts semi-annual
operational reviews to showcase results.
[talso depends on the organization’s IS
Functional Lead as a source for feedback

to and from the business community.
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“The Functional Lead resides in business
butwears both hats, and plays a key
central role in communication and
interpretation.”

Maturity

Most participants described the
development process as pragmatic and
sometimes slow, taking several years

to establish their BICCs. Thisisto be
expected, giventhe strategic and tactical
nature of the initiative—particularly in
terms of the culturalimpact and the small
steps required to achieve results. The
BICCsinthe study are now ata stage
where they've been operational for one
ormore years. In all cases, they focus on
both IT and business initiatives.

When mature, one BICC inthe study
assumed amuchmore central role in

the business. “We are amature service
enablement organization. Before, our
engagementin projects was limited to
supporting the primary developers. Now
we will be the primary developers for the
enterprise’s most strategic and high-risk

projects.”

What value have the BI Competency
Centers brought to their organizations?
While anumber of benefits were cited, the

most common were as follows:

e Increased business user satisfaction

® Increased decision-making speed

¢ Decreased staffing costs through
reuse of best practices and projects

* Reduced TCO

e Higher performance throughout IT
and the business

¢ Predictable, repeatable, consistent,
and dependable deployment and
use of Bl

e Alignment of technology to strategic

goals

One participant outlined anumber

of value propositions for their BICC
including greater productivity,
economies of scale, data security,
business agility, and efficiency. Inthe
latter case, “we enable customers to
focus on their core business purpose,
rather than Bl activities, therefore using
their resources more efficiently.” He
addedthat efficient use of resources is
critical as the company deals with an
increasing workload (e.g., more research,
clinicaltrials).

Functions of a BICC

Oncethey are in operation, what
functions and services do BICCs
provide? Interms of the study, they strike
abalance between business support
and technology management—the
common elements being training,

issues resolution, project consulting, tool
support, data stewardship, and migration

management.
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“We strive to provide acommon,
global, secure Web-based reporting
environment for the company to satisfy
allusers’ business intelligence needs,”
said one respondent. The BICC team
manages and administers a central
infrastructure and serves as a Bl
knowledge repository. It offers technical
education (training and seminars),

tool evaluation, how-to advice, and
development assistance on strategic
projects.

Another BICC provides a global platform
for the sharing and reuse of common

Bl capabilities and services. The idea

is to “aggressively move away” from
departmental project silos through a
central governance model. “Rather

than trying to force the business to
standardize, we have provided the
course of most return so they can simply
bolt on and utilize the technology,
infrastructure, and deeply skilled people.”

Another competency center offers
“expertise to hire” and primarily focuses
on connecting technology and business
needsto drive value. At present, it
supports the organization’'s commercial
pharma business units but plans to
expand. Ittoo let's each business unit
“bolton” toacentral Blinfrastructure to
take advantage of technology and best
practices.

Engaging the business

One BICC engages with users intwo
ways. First, business units canresearch
their own solutions. In this case, ifa
project goes to RFP and products are
proposed, the Bl shared service ensures
the organization looks beyond features
and functionality to consider “the bigger
pictureand ROI/TCO.”

Alternatively, business users can outline
their requirements and the Bl shared
service teams will then evaluate and
propose the bestfit. “The process
starts by asking the business to tell

the Bl shared services team what they

“Rather than trying to
force the business to
standardize, we have
provided the course
of most return so they
can simply bolt on and
utilize the technology,
infrastructure, and
deeply skilled people.”

Participant in IBM study of
effective BICC strategies

GOALS OF THE BICC

« Reduce cost (TCO) —
BICC guiding users on
w hich tools to use

 Increase level of
consistent / repeatable
delivery - Apply Best
P ractices

« Customer Self-Service
(Managed central
Infrastructure) Best Practice

* Broaden breadth
of BI Deployment
across the organization

« Broaden the scope
and strategic impact
BI has on the organization

* Manage personnel
resource levels

« Centralize BI Vendor
relationship

* Improve IT efficiency
to respond to the
business quicker

Functions of a BICC — Pharma A

“BI Services”

Knowledge Repository
Support

Training &
Education

Advise &
Consulting /
Business
Analysis
Technology /
Central
Infrastructure
Data Governance &
Data Availability
COGNOS
BICC Program
Office
License Management
IT Governance
Promotion &
Technology
Showcase
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* Drive development
efficiency

* Reduce cost (TCO)

 Increase level of
consistent / repeatable
delivery

« Broaden breadth of BI
D eployment across
the organization

« System control/
manageability

« Increase transparency
of information /Single
V  ersion Truth

« Improve IT efficiency
to respond to the
business quicker

Functions of a BICC — Pharma B
GOALS OF THE BICC

Advise &
Consulting /
Business
Analysis
| Technology /
“BI Services” Central

Infrastructure

Data Governance &
Data Availability

Best Practice
Knowledge Repository

COGNOS

BICC Program
Office

Support License Management
Training & IT Governance
Education
Promotion &
Technology
Showcase

* Drive development
efficiency

* Need to Register and
Manage priorities

* Reduce cost (TCO)

¢ Increase level of
consistent/repeatable
delivery

« System control/
manageability

« Increase transparency
of information /Single
V ersion Truth

« Improve IT efficiency
to respond to the
business quicker

« Customer Self-Service
(Managed central
Infrastructure)

Improve deployment success

* Manage personnel
resource levels

Functions of a BICC — Pharma C
GOALS OF THE BICC

Advise &
Consulting /
Business
Analysis
“BI Services” TeChngLongt{z{I

Infrastructure

Data Governance &
Data Availability

Best Practice
Knowledge Repository

COGNOS

BICC Program
Office

Support License Management
Training & IT Governance
Education
Promotion &
Technology
Showcase
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require. Theteamis then able to deduce
the right technology fitand make
recommendations regarding the design
and use of technology. Shared Services
is aware and aligned with corporate
strategies to know where and how this
could contribute.”

Tomake this latter process work, the
team depends on aclient services liaison
who resides on the business side as
afunctional arealead. This individual
qualifies the requirements and project
need, and helps align the project initiative

to corporate strategy.

Vendor and license management

The BICCs inthe study all provide a
central point of contact for software
vendor and license management. In
fact, the need forimproved license
managementwas a key driver in building

one competency center.

For another BICC, the ability to centralize
vendor negotiations, relationship
management, product procurement,
installation, and release management
creates real value for the company. It
reduces redundancies, streamlines

efficiencies, and lowers costs.
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GOALS OF THE BICC

+ Drive development
efficiency

¢ Reduce cost (TCO)

« Increase level of
consistent / repeatable
delivery

« Broaden breadth of
BI Deployment

across the organization Best Practice

Knowledge Repository

Functions of a BICC — Pharma D

Advise &
Consulting /
Business
Analysis
Technology /

“BI Services” Central

Infrastructure

Data Governance &
Data Availability

* System control/ COGNOS
manageabi"ty BICC Program
« Increase transparency Office
f inf ti ingl S
v CereionTauth /Single Support License Management
* Improve IT efficiency to
respond to the business
quicker
Training & IT Governance
¢ Customer Self-Service Education
(Managed central
Infrastructure) p o
romotion
Technology
Showcase

“The process starts by
asking the business
to tell the Bl shared
services team what they
require. The team is
then able to deduce the
right technology fit and
make recommendations
regarding the design
and use of technology.”

Participant in IBM study of
effective BICC strategies

Central or shared services
The study shows that BICCs offer a

host of Bl services, either through a

shared services model or centralmodel.

A shared services model provides a
common technical environment with
associated services to support that
technology. A centralized structure
takes this one step further by providing
additional services to support, manage,
and maintain the project cycle asacore
function. In the study, most BICCs are
shared services or a hybrid of both.

One group has made a conscious effort
to develop a shared service model
across multiple projects. The BICC
links with other service groups such

as ETL, quality assurance and testing,

solutions architecture, and document
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management. He added that a virtual
shared service organization can better
serve the user community: “We have a
conceptof avirtual service management
organization, whereby we have resources
that sometimes work across services

to deliver a solution rather than having

our customers use these services
independently.”

Another noted the value of leveraging
other competency centers and services
internally: “We have an enterprise
datawarehousing and integration
competency center that sitsin the same
organization. They are critical when you
encounter a project that requires data
warehousing, which constitutes about 10

percent of our projects.”

Staffing and structure

The right selection of people and skills
contributes to the success of the BICC.
The mandate determines which skills,
roles, and staffing requirements are
needed, butthe most successful teams
manage a balance between technical
and business acumen.

Atminimum, mature implementations
commonly include a director or
manager, business liaison, and technical
consultant. But while they serve business
users, the BICCs in the study reported
ultimately to CIOs and were part of the

IT organization. Inone case, the BICC
alsoreported to a shared services

operations VP.



Another aspect of staffing is whether the
competency center assembles when
needed oris a permanent fixture. Most
straddle both—a smaller fixed team that
can grow (usually through contractor
headcount) depending on projectand
capacity demands.

“We started with two people and one
Cognos professional services person.
We have added one full-time employee
eachyear since,” said one respondent.
Another team ranges in size from four

to eight people, depending on project
need. When fully staffed, it consists of
three full-time employees, two permanent
and two semi-permanent contractors,
and a co-op student.

Culture

Organizations with successful BICCs
agree that culture has amajor bearing

on both the design and function of the
competency center as well as adoption of

Bl throughout the organization.

Itappears that study participants have
managed to integrate their BICCs within
the corporate culture, with a minimum of
resistance. This may be due in parttotheir
managed rollout approach and valued
service offerings as well as showcasing
of successes and business value—which
yields greater support throughout the
organization.
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BICC Structure — People

BI Steering Committee
Executive Sponsor (CIO or CFO)/ BICC Director /

Senior Management/Influential representatives of hoth Business and IT

Strategic Vision - Enforce the BI Standard — Project Prioritization - Funding Decisions or Requests

Business
LOB Mgmt & Project Lead
Project Sponsorship, Project Funding
Business Requirements

BICC Director
BICC Design, Measure, Evangelism
Promotion, Project Registration

(optional)
BSAs

Virtual or Fixed Team
Centralized / Decentralized

Business Analysts

BI Service — Business Analysis

Business
ERP and EDW DBAs
DW Governance and Stewardship

BICC Program Team
Project Startup Assistance & Guidance
Project Oversight/Health Check

Resource Enablement

Champions
Support Services,
BI Training Service,
Technology Services

System Administrators
Network Operations System & Security Administrators
Support the Infrastructure (Hardware, Capacity Planning and Security)

BICCs are comprised of people with a wide range of skills and experience.

One BICC inthe study was easily
accepted after afew projects had

been proven. “If you deliver what they
need, they’llcome back.” And as
another participant suggested: “By
having available services and offerings
that can more effectively service the
business rather than havingthem doitall
themselves, the promotion of the BICC

easily occurs.”
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If anything, the challenge is getting

the word outto more usersin the
organization. One BICC uses amonthly
shared services newsletter, quarterly
“tech talk” sessions, and presentations
to showcase progress. Butthe team
admits it could use more project
promotion. Others also planto step up
their communications to further promote

success.




One respondent did note some issues
around offering centralized services:
“Many divisional IS departments and
others were used to handling their overall
projects. Because of it, they have not
learned to define their demands very
well. Thisissue had been masked inthe
past by a lot of rework but still getting the

project completed.”

Funding

Fundingis animportant partofthe BICC
equation, both at the startup stage

and when the initiative is operational.
IBM notes the importance of funding

to supportthe functions of the BICC as
well as personnel. There are intangible
expenses associated with the formation
of acompetency center too, so funds are
also needed to manage housekeeping
and setup costs.

Organizations tend to use one or more

common funding models:

¢ Central budget. This is where the
initiative is part of the IT budget or an
overhead item, a popular approach
in the early stages of development.

e Subscription-based. In this
case, cost is shared across the
organization. This model often

appears with mature BICCs.
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¢ Billing queries. In this case, a fee is
charged for each activity.

e Services-based. This requires
understanding of usage in the

organization.

One participant said they had a cost
center budget for their BICC. This
evolved after transitioning fromafree
service to abillable service over time.
Another noted that venture capital and
project money was needed to get up and
running. After afew initial wins, funding
was formalized through an IT budget, but
the team still needed projectmoney to
cover the shortfall.

Some competency centers don't charge
for Bl project estimates or solution
architecture proposals. They see such
activities as an opportunity to inform

new users about the potential of Bland
budgetrequirements, and further the

standardization agenda.

One respondent said the team charges
for proof-of-concepts and pilots, projects,
and ongoing work. And the engagement
model drives the actual cost of each
project: “Are we just providing dialtone on
existing Bl projects or are we architecting

the data structures and reporting?”
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“By having available
services and offerings
that can more effectively
service the business
rather than having them
do it all themselves, the
promotion of the BICC

easily occurs.”

Participant in IBM study of
effective BICC strategies



As another example, one participant
broke down funding in this way:

¢ Licensing and hardware is a sunk

cost (no charge back in most cases).

e |f a business unit or project has the
capabilities and skills (i.e., developed
a solution), they can bolt their project
onto the central infrastructure (no
charge).

e [f the business unit requires
assistance from the BICC team (any
role including Bl services), they are
charged based on a blended rate for
services provided (the flat blended
rate is applied across all shared
services).

e Services are charged for upfront
exploration and estimates of projects.
The charges incurred are applied
back to the project if it goes ahead.

Summary

For pharmaceutical companies, market
dynamics are calling for more efficient
and effective ways of operating—and IT
solutions such as business intelligence

play a critical role in this new reality.

By leveraging corporate data systems
and providing timely information,
enterprise Bl can provide valuable insight
into all aspects of the business. Deeper
insight leads to informed decision-
making, better performance, and
competitive advantage.

Bl Competency Centers for pharmaceutical companies

ABICC defines the knowledge,
standards, and resources to help

take Bl to this next strategic level. The
people staffing these centers and their
supporters are both enablers and
missionaries—showing the value of
information-based decisions and helping
make ithappen.

As seeninthis pharmaceutical study,
when itcomes to building and operating
aBICC, noone sizefits all. Butthere are
common steps organizations cantake to

ensure success:

¢ Developing an integration plan and
strategy

e Setting realistic goals and timelines

e Establishing executive sponsorship
and funding

* Balancing resource capacity with
demand

¢ Recruiting the right mix of business
and technology skills

e Choosing the right delivery model
and structure

e Driving awareness of BICC value

through promotion and success

And regardless of their size and scope,
BICCs provide many key benefits
including consistent Bl deployment,
better data security, reduced TCO,
and greater productivity—all helping
pharmaceutical companiesto gain
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The engagement model
drives the actual cost
of each project: Are we
just providing dial tone
on existing Bl projects
or are we architecting
the data structures and
reporting?’



greater business efficiency with less
effort.

The true value of Bl is in making decisions
easier and consistent for everyone across
the business. BICCs can help companies
ontheir journey toward enterprise
Bl—which ultimately brings more reliable
and consistent business information to
the greatest numbers of people.

IBM Cognos BICC Services

“We have found the best way to bridge
technology with business issues and
support Bl throughout our company
istoformaBICC. Cognos has given
us alotof supportin this area already,
and we look forward to the new content
and knowledge-sharing opportunities
through its enhanced focus on building
enterprise-wide competency.”

Ton Van Den Dungen, Manager,
Business Intelligence and Control, Eneco Energiel

Establishing a successful BICC depends
onthe right planning and implementation.
The IBM Cognos BICC Service provides
aroadmap and servicesto help
customers design, deploy, and operate
their own BICCs based on their unique
business needs.

Bl Competency Centers for pharmaceutical companies

Based on the proven IBM Cognos
Solutions Implementation Methodology,
the initiative includes a full spectrum of
services, proven practices, and expertise
to make it easier to maximize Bl value,
improve enterprise performance, and

drive user adoption.

IBM consultants work directly with
customers to either build a BICC from
scratch or optimize an existing practice.
The service helps organizations
formulate a BICC vision and strategy,
build awareness, set program objectives
and measures, establish an effective
framework, and become self-sufficient
through best practice knowledge
transfer.

Tolearn more, please visit http://support.

cognos.com/en/consulting/index.html
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About the IBM Cognos Innovation Center
for Performance Management

The IBM Cognos Innovation Center
was established in June 2004 to
advance the understanding of proven
performance management best
practices and enabling technologies.
Staffed by expertsin planning,
management processes, and
technology, the Innovation Center
partners with more than 500 IBM
Cognos customers, academics,
industry leaders, and others who want
to accelerate adoption, reduce risk, and
maximize the impact of technology-
enabled performance management
practices.

Depending on their area of interest,
members focus on advancing
performance management practices
or business intelligence competency,
gaining insights from experts and
peers who have experienced similar
challenges and paths to success.
Tolearn more, visit http://www.
cognos.com/innovationcenter/

businessintelligencecompetency/.

About IBM Cognos Bl and Performance
Management

IBM Cognos business intelligence
(BI) and performance management
solutions deliver world-leading
enterprise planning, consolidation

and Bl software, support and services
to help companies plan, understand
and manage financial and operational
performance. IBM Cognos solutions
bring together technology, analytical
applications, best practices, and a
broad network of partners to give
customers an open, adaptive and
complete performance solution. Over
23,000 customers in more than 135
countries around the world choose IBM
Cognos solutions.

For further information ortoreach a

representative: www.ibm.com/cognos

Request a call

Torequest acall orto ask a question, go
to www.ibm.com/cognos/contactus.
An IBM Cognos representative will
respond to your enquiry within two
business days.
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