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ilicon Valley is littered with the carcasses of 

high-tech ventures that started out with pomp and circum-
stance but amounted to little more than a pile of broken 
dreams and a roadside sale of used Herman Miller office fur-
niture. NetApp was not born to be one of those companies. 

In just 16 years, NetApp—formerly known as Network 
Appliance—has grown from a small venture in the nascent enterprise data storage 
market to become one of the most vibrant, fast-growing and consistent performers 
in the high-technology arena. It achieved what every small Silicon Valley newcomer 
aspires to: a gleaming campus along Highway 101, an army of salespeople and 
developers, and a loyal and expanding customer base. With more than $3 billion in 
revenue, NetApp challenges the market leaders, such as EMC and Hewlett-Packard, 

in the highly competitive storage market.

the results of the Baseline/BTM 500 sTudy 
show that enterprises that fully integrate business 
and technology management are more agile, 
more competitive and potentially more profitable.

The Wave of 
fuTure success

By lawrence M. walsh

Left to right: Ralph Szygenda, CIO, General Motors; Carl Wilson, executive vice president and CIO, Marriott 
international; Marina Levinson, senior vice president and CIO, netapp; Gregory Buoncontri, executive vice president 
and CIO, pitney Bowes; Eric Fremont, senior vice president of IT strategy and planning, Verizon communications.
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The secret to NetApp’s success is having a plan and a process for leveraging 
technology to meet its business objectives, and building an IT infrastructure  
that is flexible and extensible to meet changing market conditions. As you 

will read in our NetApp profile (see “Young Company, Mature IT,” page 36), 
NetApp’s early successes forced it to adopt technology and business practices  
normally reserved for much larger companies. It learned to treat technology as 
another resource, rather than becoming a slave to its capabilities. NetApp achieved 
its success, in part, through business-technology management convergence.

Business-technology convergence and business-technology management are 
terms that may be new to you. The idea is simple: Technology is a means for 
achieving business objectives, so why segregate the management of business and 
technology into separate silos. By converging business and technology manage-
ment, enterprises are able to nimbly respond to changing marketplace dynamics, 
technology evolutions and competitive pressures. 

In research conducted by Baseline and BTM Corporation, NetApp is among 
an elite group of U.S. corporations that is driving toward optimization of their 
technology management, placing their business interests and objectives first 
and then using technology—everything ranging from IT hardware, software and 
services to hybrid car engines, satellites and cellular transmitters—as a critical 
resource for opening new business lines, markets and revenues.

The result of this research is the Baseline/BTM 500, a sampling of Fortune 
500 companies that highlights enterprises with the most efficient and optimized 
technology management organizations and explains how that convergence con-
tributes to growth and profitability. This report is based on the detailed examina-
tion of dozens of leading companies, including Oracle, Verizon Communications, 
New York Life Insurance and Del Monte Foods. 

Determining the maturity level of an enterprise’s business-technology man-
agement is no easy task. The Baseline/BTM 500 is based on BTM Corporation’s 
BTM Framework and BTM Convergence Index, a continuing study devel-
oped over the last five years for measuring companies’ convergence level. (See 
“Baseline/BTM 500 Methodology,” left.) 

The study validates the link between business-technology convergence and 
the maturity of that convergence in an enterprise’s efficient operations and finan-
cial performance. It also shows that converged enterprises are more able to adapt 
to dynamic market conditions, push through innovations faster and maintain 
resiliency in the face of competitive challenges. Ultimately, business-technology 
convergence may be just the thing that ensures the sustainability and viability of 
companies such as NetApp. 

March ToWard convergence
Another company that clearly understands the importance of business- 
technology convergence is Oracle. The world’s second largest software com-
pany was built on a highly focused pursuit of business excellence that’s mea-
sured in revenue, profitability and performance relative to competition. 

Founder Larry Ellison imposed his business vision and applications on the 
marketplace, even though the market wasn’t always ready for what he peddled. 
Oracle’s success came because the business drove the use of technology, instead 
of technology trying to fill an ill-defined void with no strategic direction. 

Oracle is one of three companies, along with GM and Verizon, on the Baseline/
BTM 500 to achieve a perfect business-technology management score. The data-
base company’s numbers over the last five years speak for themselves. Between 
2003 and 2007, Oracle delivered, on average, a 14 percent return on assets each 
year, 21 percent ROI (return on investment), 22 percent gross revenue growth and 
40 percent EBITD (earnings before interest, taxes and depreciation). 

Most amazing is Oracle’s five-year earnings-per-share increase of 21 percent—
more than 8 percent higher than its competitive set. And it posted these numbers 
during a period when it spent billions acquiring major rivals: PeopleSoft ($10 bil-
lion), Siebel ($5.8 billion), Hyperion ($3.3 billion) and JD Edwards ($1.8 billion).

Oracle achieved this impressive performance through the convergence 

Baseline/BtM 500
Methodology
the BtM institute created an 
index that highlights the connection be- 
tween corporate financial performance 
and business-technology convergence. 
This research also shows that enter-
prises at lower levels of maturity 
consequently score lower for business-
technology productivity, responsiveness 
and project success than those enter-
prises at higher levels. As the enter-
prise’s maturity improves, the increasing 
synchronicity of business strategy and 
technology delivery makes the organiza-
tion more agile and adaptable.

To understand what these success-
ful companies do differently in terms 
of their management behaviors, BTM 
Assessment tools, based on the BTM 
Framework, are used to evaluate those 
organizations against a set of essential 
management capabilities for effective 
business-technology convergence. These 
capabilities are grouped in four func-
tional areas: Governance & Organization, 
Strategy & Planning, Strategic Investment 
Management and Strategic Enterprise 
Architecture. Each capability represents 
a specific management competency 
defined by four critical dimensions: Each 
is ordered by repeatable processes, exe-
cuted through appropriate organizational 
structures, and enabled by the right infor-
mation and technology. 

BTM research shows that at Level 1, 
enterprises typically execute some 
strategic capabilities in a disaggregated, 
task-like manner. At Level 2, an organiza-
tion exhibits limited capabilities, attempts 
to assemble information for major 
decisions, and consults the technology 
function on decisions with obvious busi-
ness-technology implications. Enterprises 
at Level 3 are “functional” with respect 
to the capabilities, and those at Level 4 
have the capabilities fully implemented. 
Organizations achieving Level 5 matu-
rity are good enough to know when to 
change the rules to maintain strategic 
advantages over competitors. 

Publicly available financial data 
is then compared to the unweighted 
average figures for the industry groups 
of the leaders for a direct head-to-head 
comparison. The comparison serves 
both to normalize the comparison and 
to reduce the number of factors that 
could otherwise account for perfor-
mance differences. Depending on their 
technology investment and the role of 
technology in their type of business,  
different industries may experience  
different results.B
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of its business-technology governance and by 
solving one of the most perplexing challenges 
facing enterprises: responding to change and 
being the instigator of change. Convergence, in 
our opinion, is the means to achieve these goals.

a neW concepT
A converged business-technology management 
model is a relatively new concept. The Baseline/
BTM 500 assessment model is based on the BTM 
Framework and Maturity Model (see “Business-
Technology Maturity Model,” right), which rates 
an enterprise’s convergence maturity on five levels 
(from low to high):
leVel 1: Initial
leVel 2: Repeatable
leVel 3: Defined (at this point, discernible 
alignment first occurs)
leVel 4: Managed (the threshold of  
synchronization)
leVel 5: Optimizing (convergence) 

Of the Fortune 500 companies Baseline 
and BTM evaluated:  
  29 percent are synchronized and 
approaching full convergence  
(Level 4 and above—Quartile 1)

  29 percent are fully in alignment, 
approaching synchronization  
Level 3.5 to 4—Quartile 2)

  24 percent are increasing alignment  
(Level 3 to 3.5—Quartile 3)

  17 percent are in pre-alignment  
(less than Level 3—Quartile 4).
As mentioned previously, less than 1 percent of the compa-

nies have achieved full convergence (Level 5). 
Conventional wisdom presumes that technology will lead 

to greater operational efficiency, lower costs and higher returns 
on investment. It doesn’t understand how consistently—and 
to what extent—converging business and technology delivers 
rewards. The Baseline/BTM 500 study found that companies in 
the top quartile experienced more than a 5 percent higher rate 
of revenue growth than nonconverged industry peers (20.5 per-
cent compared to 15.3 percent) and an ROI rate that’s nearly a 
full point higher (7.5 percent compared to 6.8 percent) between 
2003 and 2007.

Baseline and BTM assessed the survey sample in six financial 
measures relative to business-technology convergence: five-
year averages for return on assets, equity, investments, EBITD, 
annual growth in revenues and annual growth in earnings per 
share (EPS). Nearly 60 percent of the companies in the first 
quartile exhibited superior or average performance. In the third 
quartile, only 50 percent of the companies had similar perfor-
mance, while only one-quarter to one-third of the companies in 
the lower two quartiles had superior or average performance. 

The past five years have proved the value of resilience: the 
ability of an enterprise to leverage technology for agility in 

s p e c i a l  r e p o r t

order to respond to changing market conditions and capitalize 
on new revenue opportunities. Leaders outperform their own 
industry groups in four of the six financial measures tracked 
(return on equity, ROI, revenue growth and EPS growth), and 
they are in line with their own industry groups in the remaining 
two (return on assets and EBITD).

Perhaps the strongest evidence in the value of convergence 
is the return on stock value to investors. Companies in the top 
quartile of the Baseline/BTM 500 had an average stock value 
return of 236 percent, compared to an average of 111 percent 
for companies in the lower three quartiles. 

The Baseline/BTM 500 falls in line with the findings of 
the BTM Institute, which established that converged enter-
prises—those achieving Level 5 maturity—are good enough 
to know when to change the rules to maintain strategic advan-
tages over their competitors. While less mature enterprises 
enjoy increasing benefits as their maturity increases, none of 
them equal the performance of converged enterprises.  

At Level 1 (the least mature), enterprises typically execute 
some strategic capabilities in a disaggregated, task-like manner. 
A Level 2 organization exhibits limited capabilities, attempts 
to assemble information for major decisions and consults 
the technology function on decisions with obvious business- 
technology implications. Enterprises at Level 3 are “func-
tional” with respect to the capabilities, and those at Level 4 
have the capabilities fully implemented. 

Our study shows that enterprises at lower levels of maturity 
will score lower for business-technology productivity, respon-

The Business-Technology ManageMenT MaTuriTy Model

© the BtM institute

	 Process	 organization	 information	 technology

Continuous process 
optimization, 
experimentation  
and innovation

Evolving organization 
structures, roles, 
and decision rights; 
synchronous 
collaboration 

"Intelligent"  
decision-making/
information routines; 
experimental 
benchmarking

Consistent, 
coordinated use  
with complete,  
related integration

Repeatable, 
predictable and 
consistent process 
execution; fully 
integrated across  
the business

Fully implemented 
structures with 
all roles executing 
to defined 
responsibilities; fully 
functioning COE

Data and metrics 
integrated across the 
business; use of both 
internal and external 
benchmarking

Full automation and 
coordinated use 
with partial, related 
integration

Core processes 
are defined and 
documented with 
some integration 
between key  
process areas

Some structures exist, 
with related roles 
executing per defined 
responsibilities and 
decision rights; se-
quential collaboration; 
COE or equivalent

Appropriate data 
sharing and use; 
integrated operating 
metrics and use  
of internal  
benchmarking

Automation of 
appropriate tasks/
functions with some 
coordinated use

Some core processes 
are defined and 
documented

Structures and related 
roles/responsibilities 
are identified and 
defined

Defined and consis-
tent information  
policies and measure-
ment criteria

Partial or sporadic 
automation of 
appropriate  
tasks/functions

Unstructured and  
ill-defined processes 
with no process 
integration

Missing structures and 
unidentified or unclear 
roles/responsibilities/
decision rights; ad hoc 
collaboration

Data and metrics are  
in isolated pockets  
and are ill-defined

Lack of required 
automation for 
appropriate tasks/
functions

LeveL 5 – PotentiaL ConvergenCe

	
Le
ar
ni
ng
	a
nd
	d
ef
in
in
g	

de
ve
Lo
pi
ng
	a
nd
	e
xe
cu
ti
ng
		

im
pr
ov
in
g	
an
d	
ev
oL
vi
ng

LeveL 4 – instanCes of syChronization

LeveL 3 – aLignment threshoLd

LeveL 2

LeveL 1

maximum	
Btm	

Benefit

B
a

s
e

li
n

e
 o

c
t

o
B

e
r

 2
0

0
8

24

WWW.BaselineMaG.coM  



enabler of enterprise strategy. They consider the technology 
implications of business decisions and look for innovative 
ways to embed technology into their ways of doing business. 
“Technology” for them is more than “information technology” or 
“operational technology.” It is, instead, “business technology.”

Aligned and synchronized—and, over time, converged—
business-technology management occurs in leader enterprises 
as a fundamental element of best management practices. 
That these business-technology convergence leaders do well 
financially should not be surprising: Well-managed business- 
technology leader enterprises are well-managed enterprises. 

creaTing a BenchMark
Originally, the goal of the Baseline/BTM 500 was to create 
a ranking of the top publicly traded U.S. companies by their 
technology-management maturity. Early trends in the process 
prompted us to shift gears and focus on the maturity of the top 
enterprises as a set, based on the sample, and establish a base-
line for technology-management maturity and convergence. 

The numbers speak for themselves. Companies such as 
U.S. Steel, Wyeth, Marriott International, Fidelity National 
Information Services, Avnet and NetApp demonstrate that the 
principles of business-technology convergence are not exclu-
sive to any vertical market, technology specialty or organiza-
tional size. The results of convergence—or the march toward 
convergence—pay real dividends in terms of real dollars. 

Convergence does equal dollars. The companies that 
Baseline and BTM evaluated saved billions of dollars through 
the convergence of their business and technology management 
structures. But that shouldn’t be the only measure of success. 
The various business-technology management stages—align-
ment, synchronization and convergence—will almost certainly 
result in efficiencies that reduce costs. The greater value of 
convergence is in making an enterprise more agile, adaptive 
and able to nimbly respond to change and in improving its 
total performance as an enterprise.

The conclusions of the Baseline/BTM 500 go beyond 
stating that the majority of the Fortune 500—based on our 
sample—have begun the journey toward a converged manage-
ment model. The conclusions encompass a convergence model 
that provides the optimal governance over business initiatives 
and the implementation of technology that drives business. 

While not all organizations have the same scale require-
ments, resources and capabilities of the Fortune 500, busi-
nesses of all sizes can adopt these principles to maximize 
technology’s value and ensure that technology serves the 
organization’s strategic goals and operational needs with 
efficiency and effectiveness. 3

siveness and project success than enterprises at higher levels. 
As maturity extends above Level 3, the resulting synchronicity 
of business strategy and technology delivery makes the enter-
prise more agile and adaptable. For such companies, changes 
in the business landscape compel appropriate adjustments to 
strategy and corresponding action without major disruptions. 
They sense and address emerging opportunities more quickly.

convergence characTerisTics
Most of the companies assessed in the Baseline/BTM 500 have 
achieved at least a foundation for business-technology con-
vergence (Level 3 rating and above), but only one-third have 
scored a position in the upper echelon of the maturity scale. 

What makes for a mature, converged enterprise? The 
leaders in the Baseline/BTM 500 exhibited strong capabilities 
and competencies across the board of our assessment survey, 
but all enterprises that were close to convergence or on the 
path to convergence shared some characteristics: They are: 
 Governance & organization determines the role of tech-

nology in the enterprise and manages technology to meet 
business goals; structures and manages the business-tech-
nology organization; manages enterprise technology risk and 
compliance; and ensures that there is regular communica-
tion of the activities and accomplishments of technology 
throughout the enterprise. 
 strategic investment Management approves and priori-

tizes technology investments; develops and manages enterprise 
project and asset portfolios and provides appropriate reporting; 
establishes and manages business-technology demand and 
resource requirements; and applies business technology to 
project execution through the implementation lifecycle.
 strategy and planning articulates required business capa-

bilities and the technology plans to enable them; provides a 
disciplined means of ensuring that budgets reflect and sup-
port strategy; supports the creation and management of rela-
tionships with those partners best suited to an organization’s 
strategy; and integrates accumulated or acquired technology 
assets to ensure consistency with the enterprise’s strategy 
 strategic enterprise architecture describes the enter-

prise’s business strategies, operating models, capabilities and 
processes in terms actionable for business technology; defines 
the applications and technical infrastructure required to meet 
enterprise goals and objectives; establishes a set of standard 
business-technology applications, tools and vendors; and iden-
tifies, organizes and manages existing business applications, 
technology assets and projects.

In other words, these leaders focus on the strategic,  
business-oriented management of technology. Taken together, 
these characteristics describe enterprises in which there are 
consistent processes with integration across the organization. 
The “enterprise view” is fully developed, and the enterprise has 
the means to address a broad array of issues. 

Leading enterprises in the Baseline/BTM 500 study have 
demonstrated that data has become information. And, in large 
measure, this information is available through—and managed 
in—an integrated, enterprisewide fashion that facilitates better 
and faster decision-making. Leaders look at technology as an 

s p e c i a l  r e p o r t

The Baseline/BTM 500 research and report are collab-
orative efforts between Baseline and the BTM Institute. 
The research and analyses were led by Faisal Hoque 
and conducted by Michael Fillios, Joseph Mimms and 
Diana Mirakaj of the BTM Corporation, and validated by 
the BTM Institute Research Board, which includes Dr. 
Krishna Palepu, Dr. V. Sambamurthy, Dr. Robert Zmud, 
Carl Wilson and Tom Trainer. To view their biographies, 
go to www.baselinemag.com/bb500/bios.B
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Not surprisingly, information technology 
is at the center of the hospitality universe. 
And perhaps no company in the lodging 
industry spins a tighter orbit around IT than Marriott 
International, which has an IT staff of about 1,350. With more 
than 3,000 properties scattered across 67 countries—including 
select-service brands Courtyard and Fairfield Inn, full-service 
Renaissance Hotels, luxury chain Ritz-Carlton and its flagship 
Marriott Hotels & Resorts—the Bethesda, Md.-based com-
pany is committed to innovation and efficiency.

“Marriott’s use of technology to deliver distinc-
tive experiences for our guests, owners, franchisees and  
associates stems directly from our philosophy about  

technology’s role within our business,” says 
Carl Wilson, executive vice president and 
CIO. “At Marriott, we do not have tech-

nology projects. We have business initiatives that are shaped 
and enabled by technology.”

A steadfast focus on IT governance, strategic planning, 
investment management and maintaining a robust enterprise 
architecture has helped Marriott move toward a converged 
business-IT environment, allowing it to embrace business-
technology management. The hotelier will add 85,000 to 
100,000 rooms worldwide between 2008 and 2010. In fact, 
it expects its worldwide hotel network to expand by nearly 
60,000 rooms by year-end 2009. Meanwhile, in 2007, the p

h
o

t
o

 c
o

u
r

t
e

s
y

 o
f

 m
a

r
r

io
t

t
 i

n
t

e
r

n
a

t
io

n
a

l

owhere does the expression “think globally, act locally” ring more 
true than in the hospitality industry. Managing a business and a tangle of IT 
systems across dozens of countries can prove challenging. Yet, at the same 
time, ensuring that rooms, services and amenities meet expectations across 
various countries and cultures is enough to push even the most business-savvy 
organization to the breaking point.N
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Suite SucceSS
marriott turns it into a strategic advantage.

By Samuel GreenGard

S p e c i a l  r e p o r t

Marriott International

CIO Carl Wilson



industry benchmark “revenue per available room” 
(RevPAR) rose an impressive 6.5 percent.

No ReSeRvatioNS about it
In recent years, Marriott has made a concerted 
effort to morph business and technology functions 
as seamlessly as possible. Wilson says that a “fed-
erated hybrid” model has allowed the company to 
become far more efficient, while still acknowledging 
the requirements of local properties. 

“We are able to service our customers on a global 
basis using a centralized IT operation,” he says. The 
company has centralized its reservations system, 
rewards program and Marriott.com, as well as world-
wide revenue management, general ledger consoli-
dation and global human resources. “But if it makes 
more sense to handle certain tasks in a particular 
region, we take that route,” Wilson adds.

Relying on a mix of homegrown systems and 
Oracle enterprise software products to manage 
operations, Marriott has adopted a formalized gover-
nance model. An Information Resources (IR) group, 
chaired by Wilson and other senior-level executives, 

engages in regular discussions and analyses in order to 
evaluate the company’s strategies and better understand 

how technology affects those initiatives. 
The team also communicates with technology representa-

tives for its owners and franchise companies during all stages 
of technology development and implementation. An Owner 
and Franchise Technology Steering Committee, which meets 
regularly throughout the year, formalizes processes and man-
ages technology adoption.

But IT oversight doesn’t end there. Marriott’s Enterprise 
Architecture (EA) organization handles enterprisewide IR  
decision-making and oversees the development of the organiza-
tion’s overall IT framework, including IR principles, standards, 
processes and governance. What makes the group so effective, 
Wilson says, is its technical acumen and practical knowledge. 

“Many of the people who belong to IR have experience run-
ning properties and handling various functions in the field,” 
he says. “Some of them have worked their way up through the 
company, so they know how the business operates.”

Earlier this year, Marriott’s EA group launched another 
initiative, the IT Internal Strategic Alignment Review (StAR) 
process. It aims to improve the company’s effectiveness in 
delivering solutions with technology components. 

EA uses the formalized monitoring process to measure 
initiatives against its IT principles and standards. It also 
examines proven industry practices to boost the odds of 
project success. Wilson says that the program will lead to 
greater agility through improved technical consistency, lower 
costs through standardization and enhanced quality by tap-
ping into industry-proven practices.

These initiatives—as well as Marriott’s inclusive culture—
have ratcheted up the quality of decision-making and overall 
results. They have also helped the company achieve real con-
vergence. Today, turnover for Marriott’s IT leadership stands at 
a paltry 1.5 percent annual rate. Among nonexempt employees, 
the turnover rate hovers at about 6 percent. 

“This makes a major difference in everything we do,” 
Wilson explains. “You can walk into a business meeting, and 
it’s difficult to tell the business and IT people apart. There is a 
high level of understanding and teamwork.”

MoviNg beyoNd MetRicS
At the core of Marriott’s philosophy is the slogan, “Success 
Is Never Final.” “We believe that constant measurement and 
improvement are an integral part of our corporate culture,” 
Wilson explains. It’s an approach the company takes seriously. 
“Even though the value of technology is inherently difficult to 
measure, we constantly analyze outcomes and hold ourselves 
accountable to them,” he adds.

Marriott uses both quantitative and qualitative measures 
to demonstrate the value of technology both internally and to 
business partners. The former focuses on technical IT bench-
marks such as bits, bytes, feeds and speeds. The latter incorpo-
rates customer performance and service benchmarks—ranging 
from surveys to occupancy levels—and pegs them to revenue 
per available room. 

“When we talk about investing money in IT capabilities,” 
Wilson says, “we normally express it in terms of what it will do 
for revenue per room.” Marriott also benchmarks its IT opera-
tions against key leaders inside and outside its industry. 

Other areas that Marriott has focused on include the adop-
tion of a service-oriented architecture and managed services. 
The latter is taking on a growing role within the organization. 

“We use managed services where it makes sense,” Wilson 
says. “If there’s an area that is critical to Marriott’s future 
growth, profitability or ability to innovate, we are inclined to 
keep it in-house.” 

For example, this year, Marriott partnered with AT&T to 
develop a new network infrastructure specifically aimed at 
managing bandwidth for its hotels. Piloted at the Renaissance 
Boston Waterfront property, the network infrastructure enables 
the company to manage bandwidth allocation on the fly. “If we 
have five people downloading movies at the same time, we can 
allocate enough bandwidth immediately to meet the demands of 
both our guests and our operations,” Wilson explains.

Building a culture based on innovation and IT excellence 
hasn’t been easy. Achieving a converged business-technology 
environment has taken time and a good deal of effort. But, in 
the end, Marriott has emerged as a leader in IT excellence. Says 
Wilson: “We take business-technology management seriously.  
In fact, it is the basis for much of our decision-making.” 3

“ When we talk about 
investing money in 
IT capabilities, we 
normally express it 
in terms of what it 
will do for revenue 
per available room.”

                                               —carl Wilson
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That tradition of innovation and collaboration continues, as 
Pitney Bowes, which holds approximately 3,500 active patents, 
focuses on enhancing its products and services, while simultane-
ously changing the strategic vision of the IT organization.

The changes started when Gregory Buoncontri, executive 
vice president and CIO, joined the Stamford, Conn.-based 
company in 2000. Before that, he says, “Our IT organization 
was good on execution, but probably not as good as we should 
have been on innovation. It would have been premature [to 
make changes] at that time, because adoption of technology 
is not something that should come solely as a result of the IT 
organization. There has to be at least a receptive, if not a pro-
active, agent on the business side of the equation.” 

Since then, Pitney Bowes has brought its information tech-
nology infrastructure to the next level, according to Buoncontri. 
It began by setting a course to transform the IT operation by 
bringing all its disparate parts into a single global organization. 

“When we first put this single global organization together, 
our internal customers wanted reliable, efficient delivery of 
services,” says Buoncontri. “When we got that right, we moved 
to the next stage, which was largely about trying to find ways 
to solve more problems. Now, in the third phase, we are on the 
cusp of figuring out how to use IT to transform our business 
models to offer even more value to our external customers.” 

In every IT project today, the IT department makes a 
strong business case to show that the new technology, in a mea-
surable way, will reduce costs or provide the ability to scale to 
more transactions, or handle a greater volume, without a cor-
responding increase in costs. 

WorldWide iT oversighT
Buoncontri has oversight of all information technology for 
Pitney Bowes worldwide, with responsibility for the standard 
array of IT activities, including systems deployment, infra-
structure, technology assessments, partnerships and approval 
of expenditures. Under him are the leaders of the various 

technology areas (including infrastructure, enterprise systems, 
customer relationship management, governance and planning, 
sourcing and quality), along with the IT heads for each of the 
geographic areas.  

The centralized IT organization supports all the business 
units. “We run IT as a shared service, rather than having a 
distributed IT organization,” Buoncontri explains. 

Pitney Bowes has 36,000 employees in 130 countries, with 
major pockets of employees in the United States, Canada and 
the United Kingdom. The IT department that supports them 
has 200 employees, plus an additional 427 people working on 
IT through Wipro Technologies, a services partner based in 
Bangalore, India, and East Brunswick, N.J.   

To get a comprehensive picture of the needs of the business, 
the IT department does a monthly operations review with its 
internal customers, including business units and field service 
technician teams around the globe. In addition, project review 
meetings ensure that projects continue to adhere to corporate 
goals, and investment priority meetings decide the order in 
which important IT projects should be deployed. 

“We constantly look at what we [in IT] are doing in the 
context of whether it is what the business wants and needs,” 
says Buoncontri. “We need to know that each project is sup-
porting either a current or an emerging need.”

Pitney Bowes is vigilant in measuring its success and making 
sure that its IT practices are evolving in ways that match the 
evolution of the company as a whole. “The IT organization 
is very open to benchmarking against other companies and 
adopting best practices,” says Buoncontri. 

To achieve these goals, the IT department avoids the trap 
of “doing things the way they’ve always been done” in favor 
of constantly looking at improving itself, Buoncontri says. IT 
does that by, among other things, providing continuous staff 
training in both business and technical skills, by ensuring that 
outcomes are measurable, and by defining what a successful 
outcome looks like prior to beginning an IT project. 

Pitney Bowes elevates innovation and collaBoration to the next level.

Pitney Bowes

hen it comes to innovation and cooPeration, Pitney Bowes set 
the bar early. Arthur Pitney patented his first postage-stamping machine in 
1902, and Walter Bowes brought his stamp-canceling machine to the Post 
Office Department (now the U.S. Postal Service) six years later. Working 
together, Pitney and Bowes created the first Post Office-approved postage 
meter. Out of this collaboration, Pitney Bowes was born in 1920, when 

Pitney’s American Postage Meter Co. merged with Bowes’ Universal Stamping Machine Co. 
W
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sharing 
The Work
A second prong in Pitney Bowes’ IT strategy has been to out-
source extensively. Several years ago, the company decided to 
give much of its application development and maintenance 
activities to partner Wipro. 

“We felt it was important to look at opportunities that 
would enhance how we perform as an IT organization,” says 
Buoncontri. “Our view was that, going forward, our company 
would need more from IT in terms of innovation and solu-
tions, especially those that our external customers could capi-
talize on. We wanted a model that would allow us to devote 
more mindshare to those areas and less to tactical work.” 

The partnership with Wipro has allowed Pitney Bowes to 
leverage a variety of benefits, including cost savings, access to a 
larger pool of labor and skills, and a higher-quality end product. 

“Wipro also made us adopt more stringent software 
quality measures, since it is Capability Maturity Model 
Integration (CMMI)-certified,” says Buoncontri.  “Working 
with a partner that is certified at this highest level is a cata-
lyst to get us to do it.” 

The move to an outsourced model was difficult, 
especially since it decreased the size of the internal 
organization. (The IT department retained about 
one-third of its development activities and one-
third of the staff members—those identified as 
being most important to the company.) To make 
it succeed, the department needed clear and con-
sistent communication—both with internal IT 

employees and with Wipro. 
“We needed a good idea of the out-

comes that we wanted [from Wipro], and we 
needed to treat them as a true partner,” says 
Buoncontri. “This is not a customer/vendor 
relationship; it’s a strategic relationship that 
has to be balanced.” The goal was for both 
organizations to be equally involved and to 
share the benefits equally. 

The new structure allowed Pitney Bowes 
to create a strategic IT plan that was closely 
mapped to the company’s business plan. “It 
also allowed us to create a new vision for the 
IT organization,” Buoncontri says. The vision 
involved transforming its business models 
through the strategic use of technology. “That’s 
something a company needs to do every five to 
seven years,” he adds.

ongoing innovaTion
A streamlined IT organization and strategic 
use of outsourcing has allowed Pitney Bowes 
to focus on implementing technologies to sup-
port the business objectives of the firm. In its 
initial forays, the IT department has focused 
on enterprise resource planning, customer 

relationship management, mobile capabilities 
and greater use of the Web. 
“None of these technologies are revolutionary, but 

we know that the general landscape [of other businesses] is 
making greater use of these technologies, and we have to do 
that as well,” says Buoncontri.  “We’ve demonstrated to our 
organization that we can perform in the first quadrant in terms 
of cost and productivity.” 

In addition, the company has expanded its vision for the 
IT workforce and expects to focus on hiring businesspeople 
who know something about technology rather than the other 
way around. “We need to be more consultative and solutions-
oriented,” says Buoncontri. “For example, rather than having 
people who are professionals in SAP and know something about 
finance, it might be better to have finance people who know a 
little SAP. That way, we can have a much greater ability to drive 
business outcomes.”

By leveraging a combination of technology innovation, 
strong planning, collaboration and strategic outsourcing in its 
IT department, Pitney Bowes is reaping benefits in terms of 
business growth. Its half-year results for 2008 show revenues of 
$3.2 billion—up from $2.9 billion in the same period last year. 3

“ We’ve demonstrated 
to our organization 
that we can perform 
in the first quadrant 
in terms of cost and 
productivity.”

                        —cio Gregory buoncontri 
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etApp entered the 
high-technology scene in 
1992, offering storage and data 
management solutions. Since 
then, the Sunnyvale, Calif.-
based company has grown 

substantially each year, forcing it to quickly 
adopt information technology practices that 
are more common in mature organizations. 

“We have a very complex business appli-
cations environment,” says Marina Levinson, 
senior vice president and CIO. 

The IT organization supports more 
than a hundred applications, including six  
tier-one apps from vendors that include 
Oracle, PeopleSoft, SAP, Siebel and Tibco.  
On the hardware side, NetApp has more  
than 200 of its own network-attached storage 
(NAS) filers and 1,500 servers from Fujitsu, 
IBM and Sun Microsystems. In all, the com-
pany has more than two petabytes of storage. 

Today, NetApp boasts sales of more 
than $3 billion, with approximately 8,000 
employees in about a hundred locations in 
46 countries. The IT organization, which 
includes 450 people—both permanent 
employees and contractors—supports six 
data centers: three in the United States and 
one each in Europe, India and Hong Kong. 

A New Sheriff iN TowN
When Levinson joined the company in June 
2005, her first objective was to develop clear, p
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netApp strengthens 
its it orgAnizAtion 
And creAtes A three-
yeAr strAtegic plAn 
to meet the demAnds 
of A rApidly growing 
business.  

By Hailey lynne McKeefry
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strong governance and a three-year IT strategic plan. 
“At the time, we had hardworking, dedicated people, 
but we didn’t have any governance around how to  
prioritize IT investments,” says Levinson. “One of 
my first actions as CIO was to establish robust gover-
nance within NetApp.” 

As a starting point, the company put in place a 
number of function-based councils (such as a finance 
council), along with a steering committee that includes both 
IT and executive members, who are tasked with prioritizing 
the company’s IT and business process investments. The 
IT steering committee approves all investments of between 
$100,000 and $1 million, while expenditures of more than  
$1 million go before the executive staff. 

To get funding for a project, the executives and IT profes-
sionals, along with the business partner who is doing the work, 
must jointly fill out a template outlining their proposed project 
and its projected outcomes and then present it to the steering 
committee for consideration. In addition, the company has 
recently begun to require that business partners return at a 
later date to report on whether they reached their objectives. 

“We put these governance processes in place in 2005, and 
went through a few incarnations to make them more effective,” 
says Levinson. “We found that we had a disconnect between 
the functional councils and the steering committee, so we 
worked to close the gap and improve communications.” 

These processes were designed to ensure that NetApp 
allocated its dollars to appropriate IT investments and to 
enable executives to monitor progress against the company’s  
committed roadmap. They also would allow the company to 
identify business challenges and make appropriate adjustments 
to its IT plans to address emerging trends.   

“The new processes ensure that we are always working on the 
priorities that are most important to the company, as opposed to 
[responding to] those who scream loudest,” says Levinson. “We 
are getting to the point where we are good at governance.”

CloSe To The VeST
In an environment where outsourcing is becoming wide-
spread, NetApp takes a more conservative approach.  
“We have partnerships with third parties, and we give them 
a portion of the support and development capabilities [to 
handle],” Levinson explains.

As with the hardware and software it deploys, the com-
pany is working with leading outsourcing vendors. “We have 
a significant partnership with IBM Global Services, which 

provides a lot of the services out of its Bangalore, 
India, site,” she says. “We also have on-site resources 
as part of the agreement.” 

Levinson adds that the ultimate goal is to achieve 
a 70/30 split between offshore and onshore work 
with IBM, in order to achieve the best cost savings. 
Another goal is to “eventually have two partners to 
create some competition,” she says.  

However, NetApp plans to keep its strategic activities in-
house. “This year, we have focused on making sure we have 
insourced all our core skills and that we are getting deep 
knowledge in those skills,” says Levinson. “We want to get 
to a point at which we’re retaining ownership of applications  
90 percent to 95 percent of the time.” 

loNg-Term ViSioN
Eighteen months ago, NetApp worked with its internal IT 
department to create a three-year strategic plan to support 
future growth. “We want to make sure we are working on the 
right things, and that there is alignment between our business 
strategy and our IT strategy,” says Levinson. She adds that the 
company had $2 billion in sales when she came and is planning 
to reach $10 billion during the lifetime of the strategic plan. 

“We are a fast-growing company,” she says, “and we have 
to keep an eye on scaling to make sure our business processes 
keep pace with our growth curve.” 

Business intelligence plays a key role in achieving that 
objective. “We intend to support and build business intelli-
gence as a competitive differentiation for our company,” says 
Levinson. “As part of our BI initiatives, our goal is to create 
a 360-degree view of our customers and partners, in order to 
create customer loyalty, as well as opportunities to cross-sell 
and up-sell to drive additional revenue.” 

The strategic plan also calls for adhering to best practices 
in storage technology. “We are in the storage business, and it is 
imperative to use storage solutions and showcase those to our 
customers, and to provide professional services, product manage-
ment and engineering to make it even better,” says Levinson. 

Another element of the plan includes a global workforce 
initiative that will allow the company to create a scalable 
workforce through internal staff development in low-cost 
geographies, combined with partnerships with managed  
services providers. 

With these evolutionary changes, the IT organization of 
NetApp will be well-positioned to add value to its corporate 
goals and objectives. 3

“�We�want�to�make�sure�we�
are�working�on�the�right�
things,�and�that�there�is�
alignment�between��
our�business�strategy��
and�our�IT�strategy.”

—Marina Levinson
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t General Motors, there is no lonGer a double 
yellow line separating information technology and 
business professionals. Instead, the automotive giant 
has created a dual-lane highway, where upper-level 
managers well-versed in both business and IT help 
drive operations, profitability and product design.

The 100-year-old, Detroit-based com-
pany’s IT strategy began in 1996, when 
General Motors hired its first and, to 
date, only, CIO: Ralph Szygenda. As 
GM’s group vice president and CIO, he 
was given the keys to a company that fea-
tured extremely decentralized manage-
ment and information systems, as well as 
the movement of about 30,000 technical 
people from EDS, which GM bought in 
1994 and spun off two years later. 

“It was getting pretty lonely,” recalls 
Szygenda, who, at the time, was one of 
only 20 on-staff IT employees at GM. 

In a move that stunned many—but 
has now become a model for many busi-
nesses in multiple industries—GM began 
outsourcing about 90 percent of its IT 

operations. “The company knew it had 
to change, and it knew it had to drive 
more common business structures and 
efficiency to continue to be successful,” 
Szygenda says. “The separation of GM 
and EDS forced GM to look closely at 
itself and determine what to do. It basi-
cally gave GM a clean sheet of paper.”

Making Business HuM
Szygenda took this clean sheet and 
wrote down two main goals: One was 
to standardize on common processes 
at GM sites around the world. The 
second was to integrate information 
technology into GM by including a 
CIO and a process information officer 
(PIO) at each business. 

“This matrix let two people—a CIO 
and a process information officer—talk 
to me on any issue.” Szygenda says. 
“The CIO was technical and focused 
on today, and the PIO was focused on 
strategically changing the company. 

“The heads of engineering trusted 
process information officers because 
of their experience. But if you brought 

General Motors

By Alison DiAnA
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General Motors’ It strateGy Is based on 
the precept that upper-level ManaGers 
Must be well-versed In both busIness  
and the technoloGy needed to drIve  
the coMpany forward.

CIO Ralph Szygenda 
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CIOs to the engineering heads—realizing that, at 
the time, the business units didn’t know what CIOs 
were—they would think of them as pure tech-
nology people and wouldn’t listen to them. You had 
to get somebody who could speak their language—
someone who had designed trucks and cars, but 
who also understood information technology.”

The auto manufacturer needed to change, 
and creating a dynamic that features two strong 
leaders within each business has prevented CIOs 
from clinging to applications or processes, Szygenda explains. 
Since then, IT has removed 5,000 systems, along with the 
associated management and support costs. GM went from  
22 computer-aided design programs to one, which is now used 
by its designers everywhere in the world.

“We have taken out $12 billion of cost since 1996,” Szygenda 
reports. “We’ve put back $7 billion to redo telecommunica-
tions around the world and have given back $5 billion to GM. 

“We didn’t ask for any money: It was all mined out of GM. 
When you don’t ask for more money and you mine it out of the 
company itself, it’s a lot easier to sell [a project] than if you’re 
asking for $500 million.”

Standardizing on all GM applications and tools allows the 
company’s more than 30,000 engineers, developers and sup-
port staff to use the same IT solutions, in real time, throughout 
the world. “It’s like they’re all in the same conference room,” 
Szygenda notes. 

GM’s suppliers must follow the same rules and use one 
organization to support the company at all of its locations. 
“Every IT supplier has to support GM throughout the world,” 
Szygenda adds. “IBM cannot have IBM China and IBM 
Australia and IBM Germany. It has to all be the same. All these 
suppliers use the same processes to support us. 

“They all do the same thing, so everything looks the same, 
and they all know how to work with each other. If you’re run-
ning a company as big as GM—in real time, 24 hours a day, 
seven days a week—it all has to run together as if it’s one.”

no geeks aLLowed
Since GM sources the vast majority of its IT development, 
maintenance and support, the company does not have legions 
of software developers. Instead, the company hires people 
with both business and technology expertise, and entrenches 
them in GM’s many lines of business. 

“A lot of young people today love information technology, 
but they also love business,” Szygenda says. “They love this 
type of job because we’re not ever going to outsource it. 

“This part of the business is a neat place to be. 
I have 2,000 people who are top-notch business 
information people, with both IT and business 
backgrounds. They may have been in IT and gone 
back to get their MBA, or they may have a busi-
ness background and gotten a degree in IT.”

To ensure a steady flow of qualified candi-
dates, GM works with a core group of univer-
sities. There’s even a custom-created course at 
Carnegie-Mellon’s Heinz School of Public Policy 

and Management. More than 100 GM employees have gradu-
ated from the program, and about 100 more are studying the 
curriculum.

“We don’t hire any undergraduates in this business,” 
Szygenda says. “The people we hire are technology MBAs.”

Opening up GM to this level of experience has enabled the 
company to create new products, services and revenue streams, 
he says, pointing to OnStar as one example. “It dominates the 
market and has saved peoples’ lives,” Szygenda says, “and it’s 
all driven by information technology.”

non-it Zones
Of course, GM faces some problems that IT cannot solve. 
Because of its history and former business structure, the 
company is combating legacy problems with health care 
and pensions for its many former employees. However, GM 
has worked with the United Auto Workers Union on a plan 
designed to reduce its liability by billions of dollars in 2010, 
Szygenda says. 

In addition, finance arm GMAC is facing the kind of losses 
that many other financial firms are battling in today’s economy. 
And GM continues to inject funds into struggling parts sup-
plier Delphi, which has been flirting with bankruptcy. 

Like its competitors, GM also is investing heavily in alter-
native fuels: ethanol and flex-fuel, hydrogen fuel cells, hybrids 
and electricity. 

“Operationally, GM has done many things over the past  
10 years to optimize this company,” Szygenda says. “It has 
many issues that are legacy issues. Even if you were the most 
optimized company in the world, you’d still have those issues. 
And, finally, this is a fashion business.” 

Car styles may come and go, and the popularity of various 
features may wax and wane, but Szygenda—a 40-year veteran 
of the IT business—is betting that by completely integrating 
IT and business, and by tackling head-on the legacy challenges 
inherited by current management, General Motors will suc-
cessfully continue its 100-year road trip. 3

“ We have taken out $12 billion of cost  
since 1996. We’ve put back $7 billion to  
redo telecommunications around the world  
and have given back $5 billion to GM.”

—ralph szygenda 
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Verizon Communications

Verizon CommuniCations’ 
Centralized, CollaboratiVe 
approaCh to business boosts 
produCtiVity, profitability and 
Customer satisfaCtion.

By Alison DiAnA

photo courtesy of verizon

nCe made up of multiple 
businesses—each with its own 
corporate structure, personnel 
and legacy systems—Verizon 
Communications now offers a 
united front to its customers 

and employees. The change is the result of an 
internal restructuring that rid the broadband, 
wireless and wired services provider of 
extraneous departments, redundant tasks and 
blocked communications channels.

After restructuring 18 months ago, Verizon’s three operational 
units—residential, wireless and business—now share some cen-
tralized organizations, including IT, purchasing and accounting. 
However, each business unit also has its own upper-level IT 
executives, who each report into the corporate IT organization, 
according to Eric Fremont, senior vice president of IT strategy 
and planning, who reports directly to executive vice president and 
CIO Shaygan Kheradpir. 

As part of the reorganization, the company has migrated tradi-
tional IT operations—including managing the internal network, 
help desk and data center—away from the various business units 
and centralized them within the corporate IT organization. The 
IT groups within the business units focus their efforts on sup-
porting strategic business initiatives. 

“From Day 1, we got synergy savings,” Fremont says. “We com-
bined like functions, and, in many cases, that resulted in hundreds 
of millions of dollars in quantifiable savings.”

In addition to powering up its purchasing punch by presenting 
one front to vendors and suppliers, Verizon also worked to deliver 
a single access point to customers. Before the change, the com-
pany targeted clients based on their size and the services they 
used. Now, Verizon engages customers with the entire gamut of 

O

s p e c i A l  r e p o r t

B
a

s
e

li
n

e
 o

c
t

o
B

e
r

 2
0

0
8

42

WWW.BaselineMaG.coM  
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CusTomers now

Eric Fremont, senior 
vice president of IT 
strategy and planning, 



its offerings, a move that frequently increases its market reach 
and improves customer service.

“If I’m a consumer, I view Verizon as one entity,” Fremont 
explains. “I want to call one person or one call center, and have 
a single point of contact who will assist me. I also want to take 
advantage of the fact that some products are complementary.”

Customers can access their Verizon account via one portal, 
which was developed by a diverse group of Verizon professionals 
with different areas of expertise, says Fremont. This site’s cre-
ation was reviewed by upper management on a quarterly basis.

As a result of open communication between departments 
and the elimination of compartmentalized sales, Verizon can 

offer product bundles that further cement customer 
loyalty and generate increased sales, while simulta-

neously giving multi-product clients a discount, 
according to Fremont. 

To gain better insight into existing busi-
ness and customer operations, challenges 
and opportunities, Verizon’s IT staff and 
executives sometimes make the rounds with 
technicians who are going to a client’s site to 
deliver or install products and services.

“I go on truck rolls myself and it’s fasci-
nating,” says Fremont. “The folks in the field 
know what the issues are. Nine times out of 
10, they’ll give you a solution. 

“Often, you don’t put one and one 
together because you don’t know what the 
business problem is and they [the business-
people] don’t know what the technology’s 
capable of. You must talk to the folks who 

are actually doing the work, and you need 
interaction between the players. Being 
close to the business is critical.”

In fact, if IT and line-of-business 
employees don’t communicate, the cus-
tomer—and the company—may suffer. “I 
think there’s often a wall between IT and 
the business,” he says, “where the require-
ments are thrown over the wall, and soft-
ware’s thrown back.” That’s a situation 
that Verizon is determined to avoid. 

Talk To me
A technology-intensive communications 
firm like Verizon is obviously eager to get 
feedback and ideas from its IT profes-
sionals. So top management frequently 
teams up IT and business-unit profes-
sionals to address challenges and oppor-
tunities, and to discuss how a particular 
technology tool may be of use.

“Ideas come from multiple places, 
and with ideas comes innovation,” says 
Fremont. “We have a normal business pri-
oritization process that takes place on an 
annual basis, but it can take place any time 
during the year if there’s a good idea. Other 

times, projects and initia-
tives are launched from 
the top, with a focus on a 
given area. In those cases, 
subject-matter experts in 
various organizations form 
a working group.”

The IT department is 
integral to ensuring that 
operations are running 
efficiently and accurately, 
and it plays a major opera-
tional part in executing 
some high-priority cor-
poratewide initiatives, 
according to Fremont. “In 
addition, in terms of the 
overall strategy, we play a 
fairly key role in defining 
the three- to five-year 
strategy from an overall 
IT perspective, and in 
working with the indi-
vidual business units,” he says.

Working closely with top business management, IT execu-
tives have access to Verizon’s projects, plans and goals, and they 
are tapped to integrate existing or pending technologies, where 
applicable. Verizon also encourages its employees and execu-
tives to participate in relevant blogs, newsletters and threads 
that are submitted by personnel from around the world. 

“A lot of sharing takes place,” says Fremont. “There’s a tre-
mendous amount of intellectual capital in this company. In 
today’s economy, intellectual property has become even more 
strategic, and a good idea can be a game-changer.”

The IT group also offers its opinion on available or emerging 
technologies Verizon could tap for its customers. “Technology 
is radically changing our business,” says Fremont. “The com-
petitors of yesteryear—many of which are gone—and the 
competitors of today are drastically different, and the battle 
continues for the digital customer. 

“The fact that we at Verizon grew up with technology makes 
us more adaptive and, in many ways—particularly in IT—more 
accepting of change and, in some cases, more welcoming of 
change. From a technology enablement perspective, we tend 
to be bleeding edge because we have to be. That positions us 
to be more responsive to change.”

Verizon expects its communications-friendly business 
model to generate more synergies and positive results for the 
company and its customers. “I think you’ll see some new prod-
ucts that will wow you and start to demonstrate some of the 
capabilities—which senior management has already seen—that 
unleash the value of Verizon as a whole,” Fremont predicts. 

When that happens, Verizon hopes the phones—along 
with broadband Internet and TV services—generate a buzz 
that will be heard around the world. 3

Please send comments on the Baseline/BTM 500 
special report to editors@baselinemag.com.

“ From a 
technology 
enablement 
perspective, 
we tend to 
be bleeding 
edge. ... That 
positions us 
to be more 
responsive to 
change.”

             —eric fremont 
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