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%obre o Gartner

Gartner é a maior empresa de pesquisa e assessoramento do mundo.
Nossa missao é ajuda-lo diariamente equipando vocé e sua equipe com assessoramento imparcial e

independente, com ferramentas praticas e insights confiaveis, baseados em dados, que facilitam a jornada
entre a estratégia e a execucao, para que voceés atinjam os seus resultados e objetivos de negécio dentro do
prazo esperado e assim cres¢am, se desenvolvam e fortalecam ainda mais suas organizacoes.
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Quais os maiores desafios para organizacoes
publicas?
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Pesquisas sobre tendéncias no Setor Publico

Gartner (2021), What Sets Leaders Apart in the Digital Government Race
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Organizações governamentais digitalmente avançadas são definidas como aquelas que
 estão na fase de operações para pelo menos 1 das 4 atividades de transformação

A maioria dos entrevistados do governo classificou como digitalmente avançado (ou seja, 85% dos
eles) estão relatando que escalaram o digital com sucesso e o estão usando extensivamente
em suas organizações (veja a Figura 2). Isso se compara com apenas 32% dos
respondentes cujos programas digitais estavam focados apenas em iniciativas com otimização
foco.

https://www.gartner.com/document/4004879?ref=solrAll&refval=318565029

Pesquisa Gartner

Respondentes “digitalmente avangados”

Percentage of Responses
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ou misséao publica
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n = 40 (Digitally Advanced), 126 (Others)

Q. What extent has your organization’s investment in digital solutions contributed to each of the following areas?
Source: Gartner Digital Transformation Divergence Across Government Sectors Survey
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Organizações governamentais digitalmente avançadas são definidas como aquelas que
 estão na fase de operações para pelo menos 1 das 4 atividades de transformação

A maioria dos entrevistados do governo classificou como digitalmente avançado (ou seja, 85% dos
eles) estão relatando que escalaram o digital com sucesso e o estão usando extensivamente
em suas organizações (veja a Figura 2). Isso se compara com apenas 32% dos
respondentes cujos programas digitais estavam focados apenas em iniciativas com otimização
foco.

https://www.gartner.com/document/4004879?ref=solrAll&refval=318565029
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Benchmark 188 Organizacoes de Governo
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Gartner (2022), Digital Business Benchmarks: Enterprises Must Improve
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The 188 government organizations that completed the Digital Execution Scorecard in Figure 1 show a relatively high degree of digitalization in citizen interaction channels compared to digital customer interactions in all industries (see Figure 10). The percentage of government services available digitally is also high. The drive to digital channels is likely accelerated by the pandemic, as all data has been collected during the pandemic. However, the low median for digital identity adoption indicates a need to improve Identity access management practices. The median for fully automated digital transactions also suggests that governments have significant opportunities to become more efficient in their operations. See Digital-Outcome-Driven Metrics for Government Human Services for a listing of government-focused digital outcome-driven metrics.

Citizens/Customers Interacting Digitally (%)
Average Percentage of total registered users interacting on digital channels at least once a month within the last 12 months.
Digital channels include any digital means to interact with customers (e.g. web, app, social media). Users can be citizens/businesses for public sector.
�Digital Interactions vs. All Interactions (%)
Percentage of user interactions with organization that were made on digital channels within the last 12 months. Interactions include, for instance, requests and applications – made by a citizen or business through any digital method (e.g. web, app, social media).
�Govt. Services Available Digitally
Percentage of services that can be executed fully on digital platforms (e.g. web, mobile apps).
Services organization offers to citizens (e.g. individuals, businesses, other independent bodies) where the citizen interaction can be performed fully on digital platforms, as a Percentage of all of citizen services. Services are counted as distinct types of services within the full accountability of the organization
�Govt. Svcs. Authenticated w/ Digital Identity
Percentage of services that leverage digital identity for authentication and authorization. Digital identity is intended as the standard method, validated by policymakers, to certify citizen identity to any public sector agency or organization.

Fully-Paperless Back Office Transactions (Govt)
Percentage of transactions (e.g. applications, payments, visas) that are fully digitized (e.g. not requiring any paper-based work). This refers to any back-office processing, regardless of the channel of interaction (e.g. digital or human-assisted).​​
�Fully-Automated Back Office Transactions (Govt)
Percentage of transactions (e.g. applications, payments, visas) that are fully automated and completed in near real-time. This refers to any service's transaction not requiring human intervention, regardless of the channel of initiation (e.g. digital or human-assisted)
�Connected Assets/Machine/Infrastructure
Percentage of total physical assets (e.g. machinery, vehicles, equipment) that are connected to IoT Platforms, collecting data for real-time monitoring and control.

Work From Home (Industries with a high possibility of remote)
This is the percentage of the organization's employees (headcount) provided with a modern digital workplace, allowing full productivity, mobility, remote working and collaboration, and exploiting consumer-oriented styles and technologies (e.g., laptop, tablets, mobile phones). It applies to roles that can feasibly work remotely but does not apply to positions that require physical presence, such as factory workers, food service, or retail store associates.  The median and range shown in the figure is not for this industry only.  They are an aggregation of all industries in which employees have a high possibility of working remotely (Banking, Government, Healthcare Payer, Insurance, Media and Entertainment, Professional Services, Telecommunications, Wealth Management and Brokerage).




https://www.gartner.com/document/4013014?ref=solrAll&refval=325646716

Tendéncias Gerais

Qual o estado de implantacao das tecnologias emergentes?
Percentage of Government Respondents
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What are the top enterprise priorities?

Transformation
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are most likely to be
implemented by 2025?
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n = 283, government ClOs and technology executives answering
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slido

Na sua opiniao, quais tecnologias terao
mais impacto no ecossistema CFC-
CRC?

(D Start presenting to display the poll results on this slide.



Melhores praticas segundo o Gartner

Gartner (2021), What Sets Leaders Apart in the Digital Government Race
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Organizações governamentais digitalmente avançadas são definidas como aquelas que
 estão na fase de operações para pelo menos 1 das 4 atividades de transformação

A maioria dos entrevistados do governo classificou como digitalmente avançado (ou seja, 85% dos
eles) estão relatando que escalaram o digital com sucesso e o estão usando extensivamente
em suas organizações (veja a Figura 2). Isso se compara com apenas 32% dos
respondentes cujos programas digitais estavam focados apenas em iniciativas com otimização
foco.

https://www.gartner.com/document/4004879?ref=solrAll&refval=318565029

Estrutura Estratégica Gartner

Diagnostico e Diregao Limites

Contexto de Negocios Principios Estratégicos Governanga

Ambicgao, objetivos e

estratégia Principios Estratégicos

Operacgao

OKR (Il)

Contribuicao
departamental nos
objetivos estratégicos

OKR (1)
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Caminho Critico para a Exceléncia Digital

Ambicao x situagao atual Capacidades para execugao

1- Ambicao 3- Capacidades 4- Acao
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Onde os conselhos estarao em 5, 10, 15 anos?
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Gartner (2021), What Sets Leaders Apart in the Digital Government Race
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Organizações governamentais digitalmente avançadas são definidas como aquelas que
 estão na fase de operações para pelo menos 1 das 4 atividades de transformação

A maioria dos entrevistados do governo classificou como digitalmente avançado (ou seja, 85% dos
eles) estão relatando que escalaram o digital com sucesso e o estão usando extensivamente
em suas organizações (veja a Figura 2). Isso se compara com apenas 32% dos
respondentes cujos programas digitais estavam focados apenas em iniciativas com otimização
foco.

https://www.gartner.com/document/4004879?ref=solrAll&refval=318565029
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VOCE TEM SOMENTE UMA COLECAO DE PROJETOS
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A ambicao digital e um resultado digital
desejado e claramente identificado de
uma estrategia de negocios digital -
moldada por uma visao digital e pela
resposta de uma organizacao a essa
visao.
o SR Gartner.
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Digital ambition goes beyond generating interest in, and raising excitement for, digital business. It is a compass, clarifying the direction for digital business. In so doing, digital ambition impacts the organization — its people, culture, technology and competitive advantage. Digital ambition also provides a unifying vision for executives, helping them commit to, and align with, the digital transformation
Impacto: Nossa intenção é interromper processos internos, nosso modelo de negócios ou nosso setor? Motivo: Por que estamos fazendo isso e por que agora? Esforço: De quanta mudança precisamos e quais são as compensações?


A ambição digital é parte de uma estrategia de negócios que mostra como o uso de tecnologia ajudará a realizar a visão da empresa e se posicionar melhor numa economia digital. 

Na ambiçao precisa estar muito claro porque estamos fazendo isso e porque agora? Qual a dimensão dessa ambiçao , melhorar o que fazemos agora? Ou queremos transformer  nosso modelo de negocios ou transformer a industria?  Qual o esforço que precisamos fazer e o que ganhamos com isso?


https://www.gartner.com/document/3823211?ref=solrAll&refval=202133807&qid=1b9b6695bb854508f5f26bf6ed61f888

Dimensoes de uma Estrategia Digital - Ambicao

Transformar
Novos Produtos e
Servicos
K 4
Produtividade, Melhor Experiéncia Novos Produtos Novos Modelos
Servicos e associados e e Servigcos de Negocios

Produtos Servidores
Aprimorados

Gartner
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What Is Digital Business, and Why Is It Important?
Provide an overview of digitalization, digital business, case examples, competitor actions, and key technologies and trends that will impact the enterprise.
The group understands the possibilities from digital business and has a common language for digital transformation.
What Does Digital Business Mean for Our Organization?
Agree on the fundamental focus of digital transformation: customer intimacy, operational excellence or product innovation. Connect this focus to the long-term vision of the business.
The group has a clear understanding of the vision for the business. What capabilities, people, processes and technology are needed? It is essential to have an open, honest discussion on how digital will impact the organization — i.e., what digital means and what it does not mean.
What Are Our Digital Principles?
Determine a set of one to three principles that will govern the digital transformation. Examples include creating a seamless customer experience, or delivering the greatest impact to employees and customers.
The principles help prioritize investments.
What Are Some Initial Ideas for Our Roadmap?
Begin some initial brainstorming of ideas based on what has been covered during the day. This gives people the chance to share their ideas and identify risks.
The group creates a starter set of ideas for the next phase: design.
Where Do We Go From Here
Discuss the next phase in the digital business transformation process. Preview the concept of the Digital Business Transformation Canvas, a framework.
The workshop sponsor closes the workshop and outlines next steps, which often means providing the output to a small, cross-functional working group.
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Declare de forma simples atividades
vocé considera prioritarias em
otimizacao

@ Start presenting to display the poll results on this slide.
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Declare de forma simples atividades voceé
considera prioritarias em transformacao

@ Start presenting to display the poll results on this slide.



Declaracao de Ambicao Digital CFC-CRC

Um exemplo

Definigao:

* O Conselho Federal de Contabilidade esta se transformando em uma organizagao digital, capaz de oferecer aos seus associados, conselhos
regionais e colaboradores, servicos digitais de Ultima geracdao que estabelecerao um novo patamar de eficiéncia, garantindo a instituicao, o

protagonismo no setor, seja definindo pautas para a elaboracao de politicas publicas ou mediando o cendrio tecnolégico entre agentes contabeis,
empresas de auditoria e outros entes relevantes.

Como estamos progredindo:

*  Sabemos que estamos progredindo quanto nossas atividades tornarem-se integradas sob o aspecto digital, promovendo a seguranca da

informacao, eficiéncia operacional e ampla gama de servicos inovadores, pautados no que ha de melhor sob o aspecto técnico, como inteligéncia
artificial, computacao em nuvem e automacao.

*  Sabemos ainda que a progressao depende da mudanga cultural da organizacao e do compromisso dos nossos colaboradores com as melhores
praticas e do seu senso de propdsito quanto a missao.

Como medir o sucesso:

Vamos medir nosso sucesso pelo aumento na satisfagao dos nossos servicos diante de nossos usuarios, pelo nosso nivel se automacgao e nossa

capacidade de responder a mudancas no cendrio tecnoldgico, politico e social, liderando o setor através do estabelecimento de governanca digital
integrada para os agentes do sistema CFC-CRC-Associados.

RESTRICTED DISTRIBUTION
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Ambicao (ok)! Do que mais precisamos?

Ambicao x situagao atual

1- Ambicao

Otimizar

Negocio Atual Novos Produtos e

Servigos

3 4

Produtividade, Melhor Experiéncia
Servigos e associados e
Produtos Servidores
Aprimorados

Novos Modelos
de Negdcios

Novos Produtos
e Servigos
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Transformar

Capacidades para execucgao

2- Capacidades Institucionais

Gestao de
Processos

Gestao de Programas e
Servicos

Servicos ao
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Ghanges Requred fir
Hay Capatily &

Changes Raquiad fur
Wy Capatifty T

Changes Requiad for

ity £ Iniiathe 3

Prajected Cash Flow

Ky Capabilty T 4
2
f— « Foundational Architecture or Operating Modsl Change 1
o M N« Fourdational Architecture or Operating Model Change 2 o
‘z" « Foundational Architecture or Operating Modsl Change 3
N:.d = Feurvdational Archilecture o Operting Model Change 4
wes = Foundational Architecture or Operafing Model Change 5
Key Dependencies and Risks Metrics/KPls
- Dependancy or Risk 1 - Degeiridenncy or RiskD - Metric/kPI 1 - Metiic/P! §
- Dependency o Rick 2 - Degridonnty or Risk? « MetneikFl 2 - MetiiekFl 7
- Dependency or Risk 3 - Deperdency or Fisk§ « Metne/kFl 3 - MetnioKFI B
« Dependency or Risk 4 + Ceperdency or Fisk§ + MetreikPl 4 + MetrcikPI §
« Dependency or Risk & + Ceperdency or Risk 10 + MetrcikPl & + MetrerkPI 10
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Capacidade de Negocio

n
)
o}
N
n
O}
o

S$
>
60
(%)
o
R
Q

Tecnologias
>

Recursos que precisam ser

combinados para entregar o
valor percebido do negocio

Sao multidepartamentais, alinhados aos objetivos

estratégicos

Gartner


Notas do Presenter
Notas de apresentação
Business capability modeling is a technique for closing the gap between strategy and execution (see "Using EA to Support a Palette of Business Strategy Approaches" G00291302).
A business capability refers to a combination of resources (people, organizational structures, assets, systems, technologies, partnerships) that is necessary to reach the future state described by the business strategy. A business capability is different from a business function. For example, "customer service" is a business function, while "differentiate via services" is a business capability. The former describes an organizational structure. The latter emphasizes future-state actions that multiple parts of the organization might need to undertake together.
Business capability modeling is not a new technique. There are multiple perspectives about how to "do it right," and enterprise architects are often embroiled in debates about which approach delivers the highest business impact.
As a result of working with more than a thousand clients over the past six years, Gartner has found that business capability modeling has the highest business impact when EA and technology innovation leaders use it to craft a compelling, high-level set of capabilities and business trade-offs that are immediately relevant to senior business executives. By contrast, when modeling efforts decompose business capabilities into a catalog of detailed subcapabilities, the resulting models are less likely to be tied to business outcomes. They are also less likely to be used by senior business executives to link execution decisions and funded initiatives to the business strategy.
This business capability modeling workshop squarely focuses on tying business capabilities to business outcomes and to the business strategy. This approach minimizes the likelihood that modeling efforts will get bogged down in political, organizational and technical quagmires.


Capacidade de Negocio

Do que o sistema CFC-CRC precisa?

Transformation Deliverables

Example Business Capability Map Showing Capability Strength and Savings/
Investment Opportunities
» What skills are required Process Are there processes
? . eliver to clien arket and sell services lanage operations
to support these? innovation Technology or new skills/roles Deliver toclients Market Manage operat
« Are there tools we should

ider? initiatives roadmap | need to consider?
consider?

Strength of the capability: Low [ Medium [ High [J Key investment opportunity Key saving opportunity

Define differentiated brand

Act as trusted Optimize capital deployment
? advisor to clients to win loyal customers

(redistribute vs. invest)
Differentiating

P Collaborate for Utilize leading technology
capabilities service delivery and tools in back office

Maintain client Establish brand reputation Create transparency on
q_b relationships and communicate externally utilization and scale
Capabilities Advance expertise and Define and manage Provide operational
Outcomes i a rai i i
’ required to knowledge via training pricing structure support to frontline
» What's the best model keop up with
. sca Iable Cha nge' competitors Leverage technology and Al Manage portfolio services and Standardize operations
Wi th th e new teC h an d - I S t h e new teC h tools to advance service allocate resources effectively P
" operating management d the e
Pprocess: and process the
i models / pl an i ?
» What are the new skills key change driver? e
C dit: Monitor client relationships o o Develop and implement
a nd ro | e S? c:;:':i?itile: and manage client networks e eliiseivaitess meiiss risk management systems
. that keep the
. What 1S the S LA? lights on Monitor client feedback Collaborate and share
and adjust delivery knowledge cross-practice
Talent

and scale

roadmap

« How do | align with new tech?
+ Are new skills required?
« Ownership?
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Notas do Presenter
Notas de apresentação
Business capability modeling is a technique for closing the gap between strategy and execution (see "Using EA to Support a Palette of Business Strategy Approaches" G00291302).
A business capability refers to a combination of resources (people, organizational structures, assets, systems, technologies, partnerships) that is necessary to reach the future state described by the business strategy. A business capability is different from a business function. For example, "customer service" is a business function, while "differentiate via services" is a business capability. The former describes an organizational structure. The latter emphasizes future-state actions that multiple parts of the organization might need to undertake together.
Business capability modeling is not a new technique. There are multiple perspectives about how to "do it right," and enterprise architects are often embroiled in debates about which approach delivers the highest business impact.
As a result of working with more than a thousand clients over the past six years, Gartner has found that business capability modeling has the highest business impact when EA and technology innovation leaders use it to craft a compelling, high-level set of capabilities and business trade-offs that are immediately relevant to senior business executives. By contrast, when modeling efforts decompose business capabilities into a catalog of detailed subcapabilities, the resulting models are less likely to be tied to business outcomes. They are also less likely to be used by senior business executives to link execution decisions and funded initiatives to the business strategy.
This business capability modeling workshop squarely focuses on tying business capabilities to business outcomes and to the business strategy. This approach minimizes the likelihood that modeling efforts will get bogged down in political, organizational and technical quagmires.


Riscos em nao considerar capacidades de negocios

Estratégia,
Capacidades e
mudancas nao
definidas
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Um modelo operacional alinhado a estratégia e

investimentos em tecnologia

Objetivos
e
estratégias

/ Acoes e
Demandas \ priorizagao

Principios

Meétricas

Governanga

Tecnologia
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Proposta de
valor

CAPACIDADES

Recursos
financeiros

Plataforma

Cliente

B Operating Model
M Business Model

Estratéqgia:

Plano para atingimento dos objetivos
Modelo de neqgécios:

Modelo organizacional finalistico

Modelo operacional:

Arquitetura técnica e organizacional para
sustentar a operacao

Viabilizagcao das capacidades
desejadas

Gartner



O(s) Plano(s)

Capacidades de

< Atividades
negocios

Estratégic

4

Plano

égicos

”

 temmm———

! :'.1"'|"‘"€ HAD

F Kooty Capabikiy 4

Charejiss Faguisd for
Ky Capataity b AT Sirsbagc

T Sirabagic
Arhion 32

&chon 51

Changes Raqurad for
3 Ky Capabikty B

Governanca

Changes Raguiad for
Ky Lapateity | T Strabapic
Action 4.2

T Strabapic
Artion 4.1
Changes Ragurad for

Ky Capabiity 7

Objetivos estrat

Integragao com prontuario digital

Beneficios
e
iniciativas
i

Sistema de atendimento de teleconsultas

Gestao de pacientes

Métricas e resultaos

Dependéncias e Riscos
—

Cronograma

40208 pLErE 2012088

OKRs impactados e KPIs (operagéo)

Custos

Imvastmant Laval by

Objectiva
Oyecive 2
Lisjacine 1 5%
I0rE
F i o o
15%
- Oljactiea 3
10%

253

0

Oiyesive 4
15%

Prajciad Cash Flow

Fear 1 Yaar 2

Inflow = Quiflow

= Diapandancy oF Risk 1
= Dapandancy o Risk 2
= Diapandancy oF Risk 3
= Dependency or Risk 4
= Dependency or Risk b

Depeenidercy or Risk &
Degserdency or Rigk T
Depeericdercy or Risk &
Coperidericy or Risk 9
Depeerdency or Risk 10

® % = o®m W

Metnic KP4
MelncHPl 2
MelnicHP 3
MetncBPI 4
Melnc/KPl &

MalncHPl 6
MeliciKPl 7
MalncHPl 8
Metnc/KP1 8
MetncKPI 10
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Recomendacoes:
 Simples

* Objetivo

* Mensuravel

+ Exequivel

O plano viabilizara
as capacidades a
se implementar e o
modelo operacional

Gartner



Comités: Como a Governanca impacta o sistema
CFC-CRC?

Gartner (2021), What Sets Leaders Apart in the Digital Government Race
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Notas do Presenter
Notas de apresentação
Image: GettyImages-1028518344.jpg


Organizações governamentais digitalmente avançadas são definidas como aquelas que
 estão na fase de operações para pelo menos 1 das 4 atividades de transformação

A maioria dos entrevistados do governo classificou como digitalmente avançado (ou seja, 85% dos
eles) estão relatando que escalaram o digital com sucesso e o estão usando extensivamente
em suas organizações (veja a Figura 2). Isso se compara com apenas 32% dos
respondentes cujos programas digitais estavam focados apenas em iniciativas com otimização
foco.

https://www.gartner.com/document/4004879?ref=solrAll&refval=318565029

Governanca Adaptativa
Ag i Ie Principais componentes:

Incorporacao de métodos ageis como fusion
teams e topologia de times no ambito técnico,

Baixo controle Governance Mechanisms Applied to Adaptive Governance Styles governanca a’gil corporativa (scrum) incluindo
Rules Roles  Structures  Processes modelos de trabalho, contratos/aquisicdes e
5 'Q'qQI ﬁ S) processos internos. Simplificagao geral das
: tarefas.

Alto controle

" Principais componentes:

Mochanisms || Mechanisms [ Mechanisms [ Mechanisms Organizacao e priorizagdo de demandas com foco
em valor, uso de métricas como OKRs na tomada
de decisdes adminstrativas, processos claros de
priorizacao para transformacao digital.

Portarias, definicdo de padrodes técnicos,

Principais componentes:
Culture
38
estabelecimento de comités,
Source: Gartner

wintin interoperabilidade, papéis, definicao clara de
direitos, responsibilidades, premissas em
segurancga da Informacgao e privacidade
(LGPD).
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.

Uma rapida visao sobre Agile

Accountability: Product Owner

W3 )
Cx« 0F < :7 l@
Vision -
Product Leadership Financial Sales and
Goal and Innovation ~ Management Marketing
I 0 | bamll Strategy g‘_
Product User Domain User
ProductOwner Roadmap Personas Knowledge Journeys
N
OOO (2l Q (G
Tactics .
Product Customer Marketplace Metrics and
Backlog Collaboration Research Analytics
Artifact: Product Backlog
Independent

Stories should be self-contained, free from
dependencies and implementable in any order
Negotiable

A story is a promise for a future conversation with
elaboration performed through customer collaboration
Valuable

Specific customer value must be clearly understood
for every story, regardless of how stories are split
Estimable

Clearly understood with just enough detail to be
estimated (potentially using spikes) to aid ordering
Small (or appropriately sized)

Smaller stories are easier to understand,

estimate accurately and plan into sprints

Testable

Contains agreed acceptance criteria to

validate that the story has been completed

OOO

Product Backlog

b O

¥ O3

Source: Adapted from “INVEST in Good Stories, and SMART Tasks,” Bill Wake
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Gartner

Accountability: Developers

©)

oo (o7e) ®

People
Dedicated Collaborative Cross Adaptive and
Full-Time As Default Functional Accountable
o= —
ralll = @ & B
Devel Define Perform Own Deliver
evelopers Practices Estimation Quality Reliably

%

© ok

Product i X
Customer Domain Creative and Continuously
Centric Knowledge Innovative Learn
Event: Sprint Review
Inputs Maximum Duration Outputs

&

Sprint Backlog

i1

Increment

2 hours for a 2-week sprint

Sprint Review

» D » O

Product Backlog

(revised)
Attendees
[61 g1 TIel
oo
Product  Developers  Scrum @
Owner Master ‘
Product Roadmap
(revised)
= !
Internal External
Stakeholders Stakeholders
Gartner.

Accountability: Scrum Master

Ll

Scrum Master

. @ & A
Individual :
Agile Change Culture Empowerment
Advocate Ambassador Catalyst Champion
\ oy
I%) O +8
Scrum Event Impediment Collaboration
Coach Facilitator Eradicator Enabler
9.9 s
A = aea Cx
RBleanizaton Transformation Process Community Ways of
Agent Trainer Coordinator ~ Working Advisor

Papéis
Processos
Artefatos

Direitos de decisao

Gartner


Notas do Presenter
Notas de apresentação
Key Findings
Scrum is a lightweight agile project management methodology.
Scrum focuses on the regular delivery of software that provides business value within an empirical control framework.
Scrum does not provide developer-level best practices and should be paired with an agile method that does.
Recommendations
Understand scrum's principles, practices and roles.
Assess and compare your development methods and practices before adopting scrum.
Gain commitment from senior management and business users to ensure scrum's success. Embed behavioral change.
Invest in formal scrum and scrummaster training. There is no shortage of scru



Definir a vocacao

I&T Operating Model and Maturity Levels

Business Focus

(3)

Service

Front-Office
Bias

Back-Office
Bia

Process

Technical Focus

Role Reactive Service Reactive Service Proactive Service Business Partner | Business Partner
Provider Provider Provider
Focus Run the Business Runthe Business Enhance the Grow the Transform the
Business Business Business
Operating Asset Process Service Value Invention
Model
Source: Gartner
764623 C
Gartner
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Ponto de partida para transformacao

Eficiéncia em processos (foco em aprimorar)

Planning Infrastructure
& Governance & Operations

Eficiéncia em servicos (foco em transformar)

| s— Piancjamento e
apoio a gestao
I e

administrativo e
apoio a Tl

Gartner


Notas do Presenter
Notas de apresentação
Incluir possíveis exemplos

SEFAZ-SP: migração de modelo – fábrica de soft

Ti com foco técnico
TI com foco no negócio

Os mundos podem coexistir 
O processo começa no n1------visão de jornada





Caracteristcas esperadas em um processo bem sucedido de
priorizacao

Modelo baseado em caso de
uso:

L
I
Projects

Q
=
S
. . . [72]
Modelo simples que prioriza valor para a § Medium
organizacao e facilidade de implementagao g
m
Low Thankless Lov?—lIJrll('::;:act
Tasks Wins
Low Medium

Implementation Feasibility
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Framework de Decisao para Organizacoes Publicas Gartner

Fluxo

Agenda institucional

Estratégia institucional

Estratégia de TI
Priorizacao
Orcamento

Execucao
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AV VAR VAR VA VR Ve

Political Agenda Mission Objectives

Mission Strategy

« Governance
« Strategic Planning
+ Portfolio

Management

Execution

Gartner



Framework de Decisao para Organizacoes Publicas Gartner ()

Mandato politico
Exigido pelos lideres politicos

Missao critica
Alcanca uma prioridade estratégica do governo

Habilitacao de conformidade
Necessario para cumprir os requisitos estatutarios

ROI financeiro
Economizara custos ou gerara mais receita do que o investimento

Mitigacao de riscos
Sem ac¢ao, havera risco significativo para o governo

Urgéncia
E necessaria uma ac¢ao imediata para responder a uma crise

Manuten¢ao essencial
Sem acgao, é provavel que algo quebre catastroficamente

Multiplos usos

Pode ser construido uma vez e usado por muitos ou todos
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Demand Governance Workflow With Decision Criteria

Drivers

« Political
mandate

» Mission
impact

+ Compliance
enablement

+ Financial ROI

+ Risk
mitigation

» Urgency

» Essential
maintenance

« Multiple uses

Other

Considerations

« Initial
investment

» Recurring costs

« Agreed
to-be state

- Org. capacity
for change

+ Architecture
compatibility

» Technology
maturity

+ QOrganizational
development
capability

« Time to
completion
(sustained
support)

Source: Gartner
767025_C

-

IT Strategy

Political Agenda

Mission Strategy

r

Execution

Mission Objectives

+ Governance

+ Strategic
Planning

« Portfolio
Management

arknar

Gartner



Responsabilidades

Sample Software Engineering RACI Matrix
0 Responsible . Accountable . Consulted 1 Informed

Product Deliverable
or Activity:

Plan Phase Activities
Create product charter
Create schedule

Create additional plans
Execute Phase Activities
Build deliverables
Conduct daily stand-ups
Complete story tasks

Maintain the product backlog

Ensure features and stories
are completely scoped

Conduct iteration demo
Prepare for next iteration
Create status report

Control Phase Activities
Perform change management

Close Phase Activities

Tech Lead
Functional
Lead
Business PM
Product

Project
Manager
Owner

(RLIARLARLARE S

090000

\RLIRLIRLS
Q0 ® @

Administrative

Developer
Support
Business

Analyst

B
°

Team Agility

Coach

©0 © ©
5088

Product
Manager

®e 2 ®O®O® consulant

Development

Application
Developer

Scrum
Manager
Quality

0000 ©

Engineer

Create lessons learned

Create product closure report

-0 ® 200 o

ce s o
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RACI Matrix for Self-Service Analytics (Large Team)

@Respunsible ot\cccunlahle C Consulted

Activity

Configure Platform
Manage Security

Manage Cloud

‘Governance and
Infrastructure

Execute/Enforce Governance
User Enablement

Connect Data Sources
Analytic Data Modeling

Data Preparation

Build Reports.

Development

Design Data Visualizations
Create Dala Stories.

Update Analytics Catalog
View Analytics Catalog
Consume Data Visualizations
Consume Reports

Consume Data Stories

Consumption

Search (NLQ)

Consume Written Summaries

Receive Aleris

Business
Leader

0000000 -0 - -

Product  Analytics
Manager Consumer

| Informed

Business
Analyst

999000000000000

Data Data
Steward  Analyst
c

nnen
0000 §

0006

0 o o 0 0 o

D&A

Translator  Manager

Q6 -

o o 0 6 o

oo o0 6 o

Role

iaser | Wiatuer || g, | Aot | P | kit | i |Prokssion
Q c 1 (R] c
I c c € o 0
I c 1 o 0 c
(=) I (R ] c c
(R] © 1
I 0 c 1 c
I c c 1
c
c
I B

000

Gartner



A Importancia de um Comité de Governanca

Papel moderador

Executive Sponsor

00000

Source: Gartner
777834_C

o)

Alinhamento constante com a estratégia organizacional — capacidades

organizacionais (negocios)

Priorizagdo: Desejavel x necessario

Mitigac&o de riscos

Compartilhamento e formalizagdo em decisdes criticas

Métricas (OKRs) e prestacéo de contas
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Gartner

Carta de Governanga de Ti

OKRs, KPIs and ODMs Yy Yet Dif
An OKR Cascade A
o
ey ©] Business
) Outcomes TABELA DE CONTEUDOS
7\
/ \\
8
O] O] et @25 | INTRODUGAO 5
‘\\ 7‘ ‘ Definigéo de Governanga de Tl para o Departamento Estadual de Trénsito de Mato Grosso do Sul —
\ | 5
— \
o ® m [ | m o u o fichmleas XO00000KK - Priniios de Govermanga d 4T,
® ® H ' ' / \ \\ XOOOOKKX - Conselho de Governanga da 1&T 6
H H H / \ O\ X0000KX - Escopo e mandato do Conselho de Goveranga da 18T 7
I m m ‘i ‘ Estratégia I&T 8
® ® °oe Velorde I8 s
R D &7 9
@ [ e | Operations! Metrics e o
Risco 18T 11
Key results for one level become  Mission/financial KPls cascade  Technology and business ODMs X00000KX - Estrutura de dal&T 12
objectives for the next level down.  to various leading indicators.  connect to business outcomes. Stakehakders do Governange do Tl b
ner Direitos de deciséo de governanca da DIRETORIA. 14
Processos de deTl 14
S tegic Initiati Prioritizati Criteri de deTl 15
trategic Initiative Prioritization Criteria Gartner e ——— “
Comité de 1&T. 16
Comité de Reviséo de Arquitetura da I&T 16
nitative | [ nitatve | [ initetive | nitative | [ nittive | e e bt o e
Comité de Risco I&T . 17
v g - - - Estrutura de Governanca de 1&T operacional 18
Protocolo do Comité 18
-_— Protocolo de 5 19
Strategic Alignment Protocolo de Agenda 19
Protocolo de Ce 0
" Protocolo de Deciséo/Votagdo 20
Business Value o 0

W Profocolo e Avalisgéo ;
Protocolo de Normas Externas 2
Time to Value

~

eer bl .’.‘ Accountable (€ Consulted . Informed

Q0
X774 L. g

Person1 Person2 Person3 Person4
Action (Procurement) (Finance) (Leadership) (IT Team)

Formalize the Budget
Create Use Case

Confirm Critical

®
®
Capabilities .
Review Demo .
®
®

Negotiate Proposal

@ee®e o ee
® ® o0 ® o

Implement

Gartner



Na pratica, quais as recomendacoes para

priorizacao?

1-Categorizar

2-Definir o valor

* Planejamento Estratégico

« O que eu quero manter, crescer ou
transformar?

* Vou reduzir custo, risco, tempo?

3-Que capacidades eu
pretendo potencializar ou
implementar?
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Prioritization and Decision Framework

& &7

Competitive
Differentiators

AW}
-~ -
pQe

Commodities and Infrastructure Innovation and
Operations and Compliance Game Change

2 Invest to Grow Cos;tng [I\)/Ir?\?:ge Assess and Experiment and
and Gain ROI . Manage Risk Write-Off
Productivity
-‘ Capability A Capability B Capability C Capability D
Source: Gartner
773545 _C
Gartner



Gestao “cirurgica do pipeline”

Demandas sao continuas e
recursos nao sao infinitos.

Aplicacoes

Estratégia interacdes com Gartner

(LTI ET S LE LI - companhamento peribdico e etc )

Atividades Tempo para Tempo total Produtividade Recurso Total
ica Aferidas execucio necessario Padréo Categoria
Descrigao <! (=] alocado 9
(artefato) s (horas) (horas) == (horas) (Pessoas)
Gestao de demandas (Analise de formalizagao de
| demanda intemas ¢ de negécio ¢ etc.) 162 120 14
[Andiise (Analise de Negécios e requisitos de Sistemas,
Atividades de [T T 0N 27 120 02
(T EL T Ul nteracGes com agenes de Mercado 120 08
Fase Intema Contratagdo (ETP/TR) 120 3.0
Fase extema Contratago {luigamento d Propostas) 120 18
120 0.1
Gestio G G Contrai,
120 0.1
[Execucdo de Contralos - Fiscalizacao do Contrato
resolug o de problemas e questes dversas juntos aos
fomecedores & a0 NLCC) 0.4
Execugao de Contratos - Emisso da Ordem de Senigo 04
Execugdo de Contratos - Aprovagdo da proposta
6cnicalcomercial 03
Execucao de Contratos - Gestdo da homologago eom
eas de negicio 03
[Execucdio de Contratos - Aceitagdo de objsto
Faturamento (Avaliagdo de indicadores de SLA, 2 9
[Avaiiagao/Parecer do relatirio gerencial de semigo @ .
Emiss3o do Termo Circunstaciado (ateste da nota)) 03
Gestio de Projetos 03

Despachos. memorando e pareceres
Reuniges estratégicas de trabaiho
 Atividades relacionadas aos aspectos
orcamentario\financeiro dos contratos (Informagdes para
PAC, Atualizagéo de dados SGPP, consolidacdo o
previs o da execucso financeira e otc )

[ LIETL RN Cl 0pcragdes de TIC - Acompanhamento de incidentes
equisicges, mudancas. projetos regulares de infra e etc

Demanda total
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40 ©2023 Gartner, Inc. and/or its affiliates. All rights reserved.

Namero 6timo
para execugao
das tarefas:

17.3

Funil

Temos as capacidades?

Quantas horas de trabalho minha producao possui?

Quantas horas de trabalho a demanda exige?

Gartner



Atencao ao Conflito

Territorialismo: Isto acontece quando os decisores se concentram no territério *Territorialismo or¢amentario: “E meu dinheiro ou orcamento, ent3o decidirei
e ndo na qualidade da decisdo. Embora as observacGes territoriais possam ser o que fazer com ele”.

factualmente precisas, ndo acrescentam valor nem informam a qualidade da *Territorialismo de linha de negécios: “E minha unidade de negdcios ou
priorizacdo e da decisdo de investimento em Tl nas discussdes. produto e meus objetivos, entdo eu decidirei”.

*Situacdo de posse: “Estou aqui ha 20 anos e sei do que estou falando.”
Status: DeclaracgOes sobre status, como posse e hierarquia, implicam *Status de especialista: “Tenho trés diplomas e, portanto, sei o que é melhor”.
conhecimento. Mas quando o conhecimento técnico é relevante para a decisdao *Status hierarquico: “Sou o presidente da linha de negdcios, entdo sei o que é
de investimento em questdo, estas declaragGes sdao muitas vezes uma tactica melhor”.
politica. *Status de invocagdo: “Isso é importante para o CEO (e posso ou ndo ter
conversado com o CEO sobre isso).”

Exagero: Essas declaracOes extremamente negativas ou positivas tém como *Exagero negativo: “Se ndo fizermos isto, correremos o risco de fechar as
objetivo provocar emocdes fortes, em vez de explorar os fatos. Muitas vezes portas ou de falhar os nossos objectivos financeiros.”

sdo tacticas politicas porque ndo utilizam dados objectivos para apoiar as suas  *Exagero positivo: “Se fizermos isso, ganharemos muito dinheiro ou
afirmacgdes extremas. dominaremos a concorréncia”.

*Ataque de ofensa fingida: “Vocé estd insinuando que n3o sei do que estou
falando?”

*Falso ataque ao cliente: “Eu sou o cliente, entdo estou sempre certo. Vocé nao
estd me fazendo feliz.

*Ataque tudo-em-um: “Vocé é apenas um profissional de Tl e um provedor de

Ataque: Essa tatica politica geralmente combina uma das taticas acima, com
uma manobra ofensiva contra o individuo que questiona a decisao de
investimento. Esse desvio emocional tem como objetivo neutralizar o individuo
gue faz perguntas, em vez de ajudar a empresa a tomar uma decisdo de alta

ualidade. .
d servicos e deve fazer o que eu mandar”.
Ambiguidade: Esta abordagem aplica terminologia elevada, mas dados *Ambiguidade qualitativa: “Este investimento é importante, estratégico, critico
guantitativos minimos ou inexistentes. Quando as empresas baseiam as suas ou essencial, por isso devemos fazé-lo.”
decisGes em declaracbes tdo ambiguas ou na “confianca”, em vez de testar *Ambiguidade quantitativa: “Se fizermos isto, ganharemos ou pouparemos
empiricamente as afirmacdes vagas, isto é um forte indicador de politica. muito dinheiro.”
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Como os comitées devem medir o avanco da
estrategia?
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O que podemos fazer
para manter a
organizacao alinhada
as maiores
prioridades?
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Estrategia Execucao

OKRs

Objective and Key Results

O desenvolvimento do OKR é geralmente atribuido ao Andrew Grove, considerado o
"Pai dos OKRs" que apresentou o sistema a Intel, como documentado em seu livro
High Output Management, nos anos 70.
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Notas do Presenter
Notas de apresentação
OKRs serve as a bridge:
Between business units and IT
Between different IT groups
Between strategy and execution



Os OKRs foram
concebidos para
manter o foco e o
alinhamento da
organizacao em torno
de objetivos criticos.

TTTTTTTTTTTTTTTTTTTTTT G a rt n e r
45 ©2023 Gartner, Inc. and/or its affiliates. All rights reserved. ®



OKRs NAO sao...

X A estratégia para a empresa ou organizacgao.

X Planos de agao.

X  Listas de projetos.

Objetivos individuais*

X Nao sao KPIs!

RESTRICTED DISTRIBUTION
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Um OKR possui dois componentes:

O Objetivo:

 E ambicioso

« Parece um tanto quanto desconfortavel.
« Descreve o resultado desejado.

Os resultados chave:

 Fazem um objetivo claramente alcancavel.

« Sao quantificaveis.
» Leva a classificacdo objetiva.
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Aumentar a receita/entrega da missao.
Diminuir custos.
Melhorar a produtividade.

Diminuir riscos.

Receita, lucro, prontiddo do combatente, NPS.
Lucro operacional, TCO.
Custo por vendas, rendimento, tempo no estaleiro.

Conformidade com padrdes e mitigacao de
ameacas.

Gartner


Notas do Presenter
Notas de apresentação
OKRs are two parts:
Objectives
Key results


B
Qual o papel dos KPIs?

Indicador chave de performance Exemplo

“Um indicador-chave de desempenho (KPI) KPI Dashboard (Example)

e uma medida de alto nivel de saida do Momity Aottt p il it aanl
sistema, trafego ou outro uso, plssTemBEY g o
simplificado para coleta e revisao _ Al _ dea
semanal, mensal ou trimestral. Exemplos i

tipicos sao disponibilidade de largura de 78

banda, transagbes por segundo e chamadas

por usuario. Os KPIs geralmente séo 350 o ssiomnmi
combinados com medidas de custo (por Customer Retention Rate — Monthly Recurring Revenue (§000) —
exemp /O, custo por transaga"o ou custo por . Annualized Actual vs. Target e Total Actual vs. Target -
usuario) para criar métricas operacionais 74@ o T
importantes do sistema. “ con 6155

(fonte: Gartner Glossary) ——

0% $0

135 7 9 111315 17 T35 7 9 M131517
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Notas do Presenter
Notas de apresentação
OKRs are two parts:
Objectives
Key results


OKRs baseiam-se na linguagem de metas SMART

Pecific (especifico)
Easurable (mensuravel)
Ctionable (atingivel)
E Elevant (relevante)
ime-bound (temporal)

Use uma formula de meta:

Verbo de acao + medida + linha de base + meta + data

para acao/prazo

Exemplos:

Desenvolver um canal digital para o mercado,
aumentando a receita de US$ 1,1 bilhdo para US$ 1,3

bilhao até o ano de 202X.

Implementar interface web para servigos ao cidadao,
aumentando as transacoes de 15 milhoes/més para 35

milhdes/més até o ano 202X.

Verbo de acéo

Desenvolver um canal digital para o mercado, aumentando a receita de US$ 1,1 bilhao para US$ 1,3 bilhdao até o ano de 202X
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Linha de base

Mensuravel

Prazo

\

Objetivo

Gartner



O Processo de OKR

Objectives and Key Results Process

Source: Gartner
735858_C
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Objectives:
Define strategy-
aligned goal

Key Results:
Define measurable
progress towards
goal

Evaluate:
Is the OKR
sufficient and

achievable?
Adjust:

Negotiate
as needed

PDCA

As etapas 1 a 4 sao a criagao de
OKRs, incluindo quaisquer
negociagoes e ajustes que resultem
em acordo entre os participantes.

As etapas 5 a 6 sdo a
operacionalizacdo dos OKRs, criando
o calendario de revisdo e 0
mecanismo para relatar o progresso.

A etapa 7 é a classificacdo dos OKRs
para avaliar quanto do OKR foi
concluido.

Gartner
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CFC e CRCs: Construindo o Futuro

Digital Business
@ Optimization

Digital Business
Enablement

Managing a Legacy
Environment
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Digital Business
Transformation

Fully Realized
Digital Business

Fusion Teams: Collaborative & Multidisciplinary Approach

B

Fusion team for Al

Business

o3
Business T~ n
owner Shared
L resources
L ) Business Analytics expert
IT architect Tech analyst
innovator Legal
Software Data steward
engineer
) L J
Integration ® Prompt  Decision\a Data Data platform HR
specialist engineer engineer % engineer architect
ML engineer _ Data Finance
scientist

Model
valldator. Al.ethiCiSt
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Notas de apresentação
Key Findings
Scrum is a lightweight agile project management methodology.
Scrum focuses on the regular delivery of software that provides business value within an empirical control framework.
Scrum does not provide developer-level best practices and should be paired with an agile method that does.
Recommendations
Understand scrum's principles, practices and roles.
Assess and compare your development methods and practices before adopting scrum.
Gain commitment from senior management and business users to ensure scrum's success. Embed behavioral change.
Invest in formal scrum and scrummaster training. There is no shortage of scru
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Erick Sobreiro
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