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Business Intelligence Bull’s-eye:
The Executive's Pragmatic Approach to 

Successful Analytics



Wondering why you have spent so much time and
money and still don't have an executive dashboard?

Are you Struggling to realize the benets of  
Business Intelligence (BI) in your organization?  

Why is one version of the truth so difcult to Achieve? 

The Answers Below May Surprise You! 
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Pragmatic Approach to Successful 
Business Intelligence  

Learn the key to becoming an Analytic Leader. 

Many executives struggle to realize the benets of business intelligence (BI) and 
analytics. They believe successful use of BI has the potential to increase their rm's 
prot margins and market share. They sense it offers an opportunity to dominate their 
competition. But, after a few failed attempts, many chief executives question 
whether the cost is worth it.

What are these rms missing? They are lacking Analytic Leaders, executives that 
take the initiative to provide the guidance necessary to achieve victory in the data 
revolution. The rms that achieve such victory, are the rms that are most likely to be 
the innovators of their industries.

For over 25 years Heather Cole, CEO of Lodestar Solutions and Heatherized, has 
been working with executives to implement forecasting, reporting and analytic 
solutions. She believes that companies simply cannot afford to fail in making 
business intelligence initiatives a top priority!

  

 HEATHER L. COLE, 
 CEO of Lodestar Solutions 

and Heatherized

“If companies don't focus on leveraging data and 
analytics their competitors will!” 
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“Executive Engagement is the Answer.”

Heather has developed pragmatic steps that organizations can 
implement to achieve success with BI. She has designed a 
methodology that is easy to learn and put into practice 
immediately. She will share her ideas below while addressing the 
most commonly asked questions from chief executives struggling 
with their business intelligence initiatives.

What you will discover is that rms with Analytic Leaders are more 
successful at transforming their organization to be data and 
analytic driven. These Analytic Leaders take the time to understand 
the power of data and analytics. They don't simply rely on IT to 
transform their organization. Analytic Leaders understand they 
must communicate the direction of the organization and provide a 
clear BI vision. They understand the need to create BI teams 
consisting of their best players if they expect to succeed at BI. They 
have learned that simply funding BI initiatives and expecting IT to 
deliver business transformation does not work.



Gartner predicts that, through 2017, 60 percent
of big-data projects will fail to go beyond piloting 
and experimentation, and will be abandoned.
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Gartner, Inc., 2013, “Gartner Says Business Intelligence and Analytics Leaders
Must Focus on Mindsets and Culture to Kick Start Advanced Analytics.” Sept. 15, 2015, 
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http://lodestarsolutions.com/bi-bullseye-guide
http://lodestarsolutions.com/bi-bullseye-guide


What is the secret to being successful 
at business intelligence?

    There are four components to successful business intelligence:
 
  
  
 
 

All four BI components must be addressed, but people are the secret 
sauce. Unfortunately, many organization focus on the tools. This is evident 
when they hire people and look for specic BI software experience. They 
spend signicant time selecting software, and when they fail to deliver on 
the BI vision, they buy new software thinking the software didn't work.

Organizations would be better served focusing on the people and 
improving communication between end-users and the BI professionals. 
When communication skills improve, requirements will be discovered, 
data will be prepared to meet the end-user's needs, and processes will 
be streamlined. People with improved communication skills are the 
foundation of BI success. Yet many companies focus exclusively on 
developing technical talent rather than developing critical soft skills of 
their team members.   

Organizations can't dabble at BI.  Dabblers don't deliver!

 PEOPLE 
 PROCESS 
 DATA
 TOOLS
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PEOPLE 

When employed properly, business intelligence can drive decisions essential to the 
attainment of an organization's strategic goals. Yet, most executives fail to 
meaningfully communicate their organization's strategic goals. Nor do they provide 
milestones and/or success measures essential to goal achievement. In my 
experience, less than 4% of BI professionals can clearly articulate the strategic goals 
of their organization. That's like sending your BI team members out to run a marathon 
and never telling them where the nish line is. You can hardly blame them for not 
nishing the race!

Companies That Succeed 
At BI Attribute Their Success

To Strong Senior Management 
Sponsorship    

What is the biggest reason 
BI fails in organizations?  

Executive buy-in is essential to success. However, buy-in may not be 
enough. Executives need to step up and become Analytic Leaders. They 
need to communicate their vision, their goals and remove frequent road 
blocks. Many organizations dabble at BI, expecting IT professionals to 
work BI miracles. Organizations that expect IT to do all the heavy lifting will 
generally fail to discover critical requirements, fail to address a variety of 
data issues, fail to allocate the proper resources, and fail to foster a rm-
wide collaborative environment essential to BI success.  Yet, they are 
shocked when the BI payoff is well below expectations.

Chief executives must take a leadership role in their rm's BI initiatives. This 
involves clear communication with the rm's BI team. Communicating the 
strategic goals is essential; however, they must also articulate how they 
plan to measure success of the BI initiative over time. 

Senior management must be prepared to commit sufcient time to 
periodic reviews of their BI initiative. Senior executives must be part of the 
“requirements discovery” process. If your organization has failed at 
business intelligence before, it might be time for your senior executives to 
get more engaged.
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Call to Action:
Buy-in is required, but buy-in is not enough! Senior management 
must be actively engaged! Giving BI a thumbs-up does not cut 
it. BI teams are not skilled at thinking strategically like executives 
and they do not possess a magic crystal ball.  
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Are you pointing the nger at IT for not delivering solutions that meet your needs? As 
with any challenging undertaking, IT is only part of the problem. To deliver effective 
BI solutions, rst and foremost you need to have good data! You can have the 
cutting-edge tools, but if they are presenting inaccurate or partial data, end-users 
will discontinue using the solution; they will dump the data to Excel and undertake 
their own analysis.

Worse yet, end-users will start to look for their own solutions – often cloud-hosted 
departmental solutions – to avoid IT! The result will be more silos of data and such 
data may be outside of your control! Your organization will incur signicantly more 
costs to support multiple tools. In my experience, IT wants to be part of the solution, 
but they are handcuffed, often by executives not understanding what it takes for BI 
to be successful and not providing the support IT needs.  IT can't just wave a magic 
wand and provide executives the insights they expect.

The problem typically stems from the fact that functional areas refuse to collaborate 
with IT to clean up critical business data. Standard data denitions and data 
governance policies must be created and agreed to between IT and key users of 
the business data. Once adequate business data has been cleansed, your 
organization will be ready to move to the next phase of delivering powerful business 
intelligence and analytical solutions, including self-service tools. If you try to deliver 
self-service BI without rst cleaning up the data, indexing the data, and training end-
users on proper use of the data, you are headed for assured BI failure.

Many executives want self-service BI deployed, but fail to understand that data is 
the foundational layer to BI.  IT protects the data, whereas the business owns the 
data.   If the data is not clean, self-service BI will fail.  Often the business expects IT to 
x the data in the reports.  Therefore, BI professionals are forced to duct tape and 
super glue reports together with code that masks most of the data issues. 

Typical end-users will not understand the data issues and if provided self-service 
tools, rms run the risk of making decision on faulty data.  Therefore, IT is very resistant 
to offer self-service BI, until cleansing is complete, as well they should be.

Stop creating more silos with departmental solutions.

Why can't IT deliver what we need? 

Departments Want To Buy Their Own Solutions. 
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Call to Action:
Senior executives must create a cross-functional team of IT 
and subject matter experts that is focused on cleaning up 
the business data and indexing it to maximize efciency. 
Team members representing the functional areas must take 
the lead in exploring relevant business questions expected to 
provide new insights from their rm's business data. IT needs to 
assist in this process by discussing how business intelligence 
tools and data interact to provide solutions. I recommended 
hosting a series of brainstorming sessions facilitated by a 
professional Business Analytics Advisor. I also strongly 
recommend an Agile or Scrum methodology be followed.
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Silos took a long time to build and they will assuredly take a while to break 
down! Creating an enterprise-wide data warehouse also takes time. The 
challenge is that many of the functional areas of the business may not be 
able to wait for the enterprise data warehouse to materialize. In general, 
functional areas don't understand the value and role they need to play in 
designing the enterprise data warehouse, and IT gets a bad rap for not 
delivering. In such situations functional areas may go rogue and 
purchase a hosted departmental solution. The result – more silos!

Firms that are successful plan for short-term and long-term BI wins. In such 
cases functional areas and IT work together as a team, dening a path to 
their long-term goals, while at the same time meeting immediate 
demands for information.

The benets of this approach are signicant. The organization gets early 
insights into information that may help them reach their strategic goals. 
Incremental successes also help dene what the long-term solution 
needs to look like.  I call this short-term plan the MacGyver approach and 
it may result in initial functional data marts. Some may decry these 
additional silos, but these functional data marts generally help to dene 
what the nal enterprise data warehouse needs to look like.

How do I get one version of the truth?  

The Silos Are Killing Me! 

Companies that Leverage a Single Source
 of Data Are More Successful With

 Business Intelligence.

Creating a Plan to Eliminate the
 Silos is Essential to Success.
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Call to Action:
Create a team that includes a mix of people from various 
functional areas as well as IT and challenge them to create a 
realistic BI roadmap. Facilitate a discovery workshop where 
team members can brainstorm, and where useful ideas are 
documented for future implementation.
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Just like a sports team, your BI team should have players with different skill 
sets, but all players should have shared goals and a similar mindset. As the 
game progresses, the method of play may need to be adjusted. A 
successful team needs to know how to adjust and react to challenges. It's 
recommended that the team self-forms based on the overall BI objective. 
Typically, it should include an executive sponsor, a data expert, a subject-
matter expert from a functional area and a few power users at a 
minimum.

When additional experts are needed, they should be brought onto the 
team to help solve specic problems. If you want to deliver Faster, 
Cheaper Analytics to your organization, the team needs to be trained to 
use Agile/Scrum methodologies.

Agile methodologies permit your team to be exible and able to deliver 
incremental successes. The team must be open to this constant change 
and not take the change personally. Constant feedback and 
communication between the team and the end-users is essential. If you 
really want to succeed, train your team in soft skills like workshop 
facilitation, demonstration and presentation skills.

You may wish to consider leveraging consultants and outside help to 
deliver your BI and analytics solutions; however, your business and 
analytics needs will change over time. To become a truly data and 
analytics driven organization, I recommend developing your skills 
internally. A good Business Analytics Advisor can help develop your 
team's skills while delivering quick wins.

Business Intelligence Team

What does a successful BI team look like? 
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Call to Action:
Don't be afraid to pull your super stars from various functional 
areas to form your team. Executive involvement is often 
needed to avoid turf wars between departments.  Business 
intelligence and analytics can give your organization a huge 
advantage over your competition. So, make your team your 
special forces!
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The rst step to increasing end-user adoption is to get them involved in the 
process early and often. Too many organizations have a BI or data 
warehousing team that proceed to build what they think their end-users 
want after a single requirements gathering session. The challenge is that 
many end-users are unaware of what is possible, so they fail to 
communicate what they really need. Furthermore, many BI professionals 
are not skilled in the art of facilitation or “Requirements Discovery.” 
Organizations are quick to invest in training their team members on the 
technology, but often fail to adequately invest in training the team on the 
soft skills of workshop facilitation.

PROCESS 
How do we increase end-user 
adoption? 

End User Adoption  
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Call to Action:
Increase your end-user adoption by hosting a series of 
workshops. The workshops should be collaborative 
brainstorming sessions that involve prioritization of end-user 
needs. When done properly, workshops will dene phases 
of your BI project in short sprints. The workshops should 
include discussions of how end-users expect to interact with 
the system.
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How do I get some quick wins with BI?  

I Feel Like I've Spent So Much Money 
And Have So Little To Show For It. 

It's all too easy to accept what software sales people tell you as fact. They will tell 
you that it's quick and easy to deploy new BI solutions. But, the truth is many 
organizations struggle. Some organizations spend years trying to get BI off the 
ground, while others may experience short-term success and then hit a plateau, 
wondering why they are suddenly challenged to deliver more.

BI struggles are experienced for several reasons.

Some of the most common struggles we see include: 

Executives are not involved and do not communicate their vision or     
adequately support the BI initiative.

Data cleansing can take a long time and fails in the absence of a   
collaborative end-user / IT effort.

Companies stick to the old waterfall methodology, where detailed 
requirements are gathered instead of using a exible, iterative 
methodology like Scrum or Agile.

The focus is only on long-term enterprise solutions and exibility to realize 
some quick wins is not built into the plan.

The dynamic business environment of today causes executives to call for 
immediate insights into the impact of unforeseen events like hurricanes, 
earthquakes or other major events. It happens all the time - the CFO needs 
information “NOW”. So, the analysts jump and dump data to research the situation 
to put out the immediate re, completely bypassing IT. Consider allowing for a 
MacGyver approach. Remember the 1980s spy show where MacGyver could get 
out of precarious situations with duct tape, bubble gum and a match stick. 
MacGyver had to act quick and leverage the resources he had available at the 
time to deal with a situation.  To deal with unforeseen situations allow for deviation 
from best practices and allow for a MacGyver approach.
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Call to Action:
Companies should consider allowing for  MacGyver 
situations where insights to immediate business problems are 
provided using less than a “best practices” approach, while 
maintaining the long-term goal to employ best practices. 
This exibility will deliver immediate information necessary to 
run the business, providing executives with positive results, all 
while keeping focused on long-term goals.
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How Do I Get Funding? 

Want to get the funding you need for your BI initiatives? Make sure to include 
solutions that meet the needs of the ofce of nance. They often control the purse 
strings. According to the 2015 survey by Gartner of members of FEI (Financial 
Executives International) in their “Critical CFO Technology Needs: 2015 Gartner FEI 
Study,” the ofce of nance's top areas needing improvement include:  

The Ofce Of Finance's Top Areas Needing
Improvement Include:

 Facilitating analysis and decision-making 

 Quality of data used for business decisions 

· Ongoing monitoring of business performance 

 Creating and maintaining an enterprise view 
 
· Creating an effective environment for sharing relevant information

To improve the areas above, it is important to create a cross-functional team, 
tasked to create a data and analytics roadmap. This team must include an 
engaged executive sponsor

2
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Van Decker, John E. and Lervolino, Christopher. “Survey Analysis: Critical CFO Technology
 Needs: 2015 Gartner FEI Study, Gartner, 18 August, 2015.
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Why can't we get the information
we need out of the system?  

Many users get frustrated when they can't get what they want from their 
BI tools. They need to understand that their data is stored somewhere. It 
could be in a data mart, a data warehouse or maybe in the originating 
source system.

Regardless of the location of the data, where it's stored is like a house. 
The house was designed and built based upon your specic needs at 
the time of its original design and build. Over time, your business needs 
change. Your business data also needs to keep pace with these 
changes. You may have outgrown your space. No different than if you 
got married and had a family; you might need to reevaluate your living 
environment.  Maybe you need to move or remodel your house.

Many organizations have not created a process to regularly evaluate 
their data needs. Data is an asset that needs regular upkeep. 
Unfortunately, IT can't do this alone. They need to regularly meet with 
senior executives to keep abreast with departmental needs to interact 
with the enterprise data.

DATA

Regular Data Needs Assessments
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Call to Action:
Semi-annual meetings should be held between the data 
warehouse team or IT, and key business users to evaluate 
how enterprise data is being employed. Discuss any new 
subsystems that will house new data, and what questions 
end-users expect to ask of the new data.
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Review #3 Tools
What should I look for in a solution? 

The obvious answer to what you should look for in a BI solution is one that 
best meets your needs. You need to consider your needs in both the short-
term and long-term. The journey often starts with delivering a specic 
dashboard or reporting package. Often, you are looking for a solution to 
solve a specic problem. But don't stop there! Explore what  you might 
next ask of the data? Who else will need access to the data? Your goal 
should be rm-wide visibility for better decision-making and analysis.

Most often your initial BI solution provides little more than a rearview mirror 
view of what happened in prior times. Once you succeed in gaining 
visibility to what has happened, you might want to explore predictive 
analytics to see what will happen based upon various predictive models. 
But what do you do with the data after that? A typical next step is to 
update your forecasts based on the predictive models and leverage a 
rolling forecast.

A continuous loop solution for business intelligence includes reporting, 
dashboards, analysis, modeling, predictive forecasting and planning. It 
allows the organization to continuously examine the past, present and 
future while taking advantage of predictive modeling to gain a 
competitive advantage and to increase prot margins.

Continuous Loop Solution
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Many organizations have multiple tools solving various BI and data analytics needs. 
Often this is a result of mergers and acquisitions or departments purchasing their own 
BI solutions.

In an ideal world, you want to minimize the number of distinct BI solutions. The end 
objective is to eliminate silos of data, reduce your support-renewal costs and to 
create a true enterprise approach to data and analytics. If you have several systems, 
you should re-evaluate your business intelligence and analytics roadmap.

Engage the business and end-users at least semi-annually to evaluate what's 
changed. Plan for some MacGyver approaches to solve unforeseen and immediate 
challenges. Hiring a Business Analytics Advisor to help facilitate your discussions will 
generally help you get results faster.

Tools 

ompanies that are successful 

with BI use a continuous loop 
process that turns

 insights to timely action
 resulting in increased 

prots.  
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Call to Action:
As you are evaluating your BI and analytic needs, look at 
the long term. Host a workshop, agree on how success will 
be dened to solve an immediate business challenge. 
Once that's dened, ask, “And then what will we want?” 
Let the group get creative with this. Keep asking “and then 
what” until you get a full vision of your long-term enterprise 
data needs.
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For more information on the IBM Business Analytics
solutions, contact Lodestar Solutions at 

services@lodestarsolutions.comwwww.lodestarsolutions.com

What solution do you recommend ?

If you are looking for a new tool, or evaluating what you have as part of 
the roadmap, consider the IBM Cognos Analytics suite in your evaluation. 
In my experience, IBM's Analytics suite is one of the few solutions in the 
market place that really delivers this complete continuous-loop process – 
a process that includes robust IBM Cognos Analytics (BI) for reporting, 
dynamic dashboards, and simplied self-service.

The IBM Cognos Analytics suite allows you to add on predictive analytics 
with SPSS and Watson, as well as a robust forecasting, budgeting and 
planning system with Cognos Planning Analytics (aka TM1). IBM's solution 
has been designed to meet the needs of the largest of organizations; 
however, their mid-market solution helps smaller organizations gain a 
huge competitive edge. IBM offers both on-premise and software-as-a-
service versions of their solution.
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How do I become an Analytic Leader? 

To learn more about our services,

813-415-2910 

services@lodestarsolutions.com

Copyright© 2017 H Cole Properties, LLC. 

Is your organization challenged to leverage data and analytics? If you have a BI 
solution(s), but it fails to provide you the information you need when you need it, you 
are not alone. Many companies struggle, but you do not have to be one of them. 
You can dominate your market by leading your company to be data and analytic 
driven.

Don't have a clue where to start? Or, maybe you thought business intelligence was 
an IT thing. BI must be an enterprise initiative and you will need to lead it! Many 
executives were never exposed to data literacy as we know it today. For many, their 
only exposure to analytics was a statistics class in college. It is understandable that 
executives do not know how to become Analytic Leaders, but that can be 
changed with our help.

Lodestar Solutions has a new business offering that advises executives, transforming 
them into Analytic Leaders. No longer do you have to fear the unknown of data and 
analytics. Our program develops the foundation and communication strategy 
executives need to empower their teams to deliver and leverage robust business 
insights from their data. We believe this will help your organization to achieve 
increased protability and business valuation. 

Still not sure if you would benet from having a Lodestar Business Analytics Advisor?  
We created a free BI Action Indicator Assessment tool that you can download and 
complete.

This tool will identify where your weaknesses are, how your team and others perceive 
BI in your organization, and where a Business Analytics Advisor from Lodestar 
Solutions can guide you to achieving Faster, Cheaper Analytics.

To access this tool.. 

Engage an Analytics Advisor

Download available at 
http://lodestarsolutions.com/bi-bullseye-guide

Give me the 
Free 

Business Intelligence 
Action Indicator Assessment. 
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