Adaptive Operating Models

Architecting for Success: The Hybrid Way

Building Capabilities with Alternate Solution Deployments

Today’s markets are demanding; customers often have choices and are likely to exercise their
options. In addition to being innovative, you need to be flexible and nimble, with the ability to
scale to be successful. This requires you to have a highly versatile and adaptable set of operational
capabilities. How do you acquire such capabilities with the best cost-benefit-risk profile? How do
you ensure that decisions made today are complemented with the necessary safeguards to
deliver sustained value over the long term? To get the right answer requires a change in thinking.

Change the Paradigm – Think in Terms of Outcome
The key question to ask is, what is essential to extract the desired
business outcome?
Traditionally businesses preferred to build the capabilities inhouse. This was driven by lack of choice and a belief that, to
achieve competitive advantage, it was necessary to own assets
and have absolute operational control. Even when packaged
solutions were implemented, businesses tended to heavily
customize them.
But is it essential to own the assets or have direct operational
control to be successful, or can an enterprise perform equally
well or better by leveraging third-party service providers’
assets?
Third-party outsourcing services, like hosting, application management services (AMS), or business process outsourcing (BPO),
provide possibilities to acquire essential capabilities by leveraging the expertise and economies of scale of specialized providers. Cloud-based services such as infrastructure as a service
(IaaS), software as a service (SaaS), and business process as a
service (BPaaS), with real-time provisioning of resources paid
for on a consumption basis, offer even more options today.
To get to the right answer, businesses need to think in terms
of outcomes and the ability to achieve them rather than
asset ownership or operational control. They need to think in
terms of core competencies, resources, ability to create value,
sustainability of value, risks, and ROI.
Think Ahead – Create Sustainable Value
Decisions made today can have long-term implications. As such,
all decisions about acquiring capabilities need to be evaluated

from a long-term perspective to create sustainable value. While
the options mentioned above offer several benefits, they are not
devoid of risks. Each option has certain attributes that translate
into a unique combination of cost, benefits, and risks based on
an enterprise’s situation. It is important to assess the individual
and cumulative risks. Introducing third parties into the supply
chain increases dependencies; failure on the part of a provider
in a critical element of the business can be debilitating.
The existing enterprise solution landscape can also be a constraining factor. A new solution or service needs to fit into the
solution landscape and must be aligned with longer-term
strategies – business, operational, and technology – to create
sustained value.
Evaluate in a Structured Manner –
Architect to Your Unique Needs
Each enterprise is unique in its own way and often has its set
of needs at a given point in time. As such, a solution choice
valid for one enterprise may not be appropriate for another.
Businesses, even within the same industry and region, may
need to pick different deployment choices based on their
financial situation, their ability to attract and retain talent,
their core competencies, their go-to-market strategy, and
where they are in the lifecycle.
Enterprises need to review their choices, from both a shortand long-term perspective. Adapting a structured evaluation
approach – taking into consideration goals, priorities, capa
bilities, and constraints – can help you get to a short list of
solutions that are better aligned with your long-term objectives
while addressing immediate term needs. There are several
factors to be considered, and they can be grouped into five
major categories (see Figure 1):
•• Hygiene factors
•• Strategic alignment

The enterprise landscape must ultimately
operate as a singular unit and provide
seamless support for end-to-end business
processes as well as be able to adjust
quickly to changing business needs.

•• Business and operational factors
•• Supplier compatibility evaluation
•• Financial evaluation
This five-step approach can help businesses conduct a
systematic evaluation of the options.
Orchestrate to Drive Success – Operate as One
While the enterprise solution landscape may consist of several
different solutions and deployment models, it must essentially
operate as a singular unit (see Figure 2) and provide seamless
support for end-to-end business processes as well as be able
to adjust quickly to changing business needs.

Deliberate design is about architecting every aspect of the
solution landscape to serve a purpose, taking into consideration strategic goals, capabilities and constraints, risks, and
benefits.
Deliberate design needs to be more than just an approach; it
needs to be engrained into the operating culture. Enterprises
must live it, from both a business and an IT perspective, to be
successful.
Collaborate for the Best Results

Adapt “Deliberate Design” –
Increase the Probability of Success

Despite the pressures to respond to market opportunities
and temptations to bypass each other, business leaders and
enterprise IT need to collaborate tightly to avoid longer-term
disadvantages. Any data and process inconsistencies can
destroy gains made on the functional fronts. Many of the IT
challenges that enterprises are faced with today are often
a direct result of isolated purchasing decisions in the past.
All stakeholders need to participate and contribute to the
design effort, which will drive ownership of the solution and
improve your ability to orchestrate at the enterprise level.

Getting to such an optimal state is not easy and must not be
left to chance. A conscientious effort is needed to get there.
Conflicting demands of internal and external stakeholders,
operational and resource constraints, and other factors make
this difficult. To increase the probability of success, enterprises
need to adopt a “deliberate design” approach.

To learn more about how to build capabilities leveraging
new solution and deployment options and thereby architect
best-in-class hybrid solution landscapes, please read the
SAP white paper Building Capabilities Leveraging Alternate
Solution Deployments. The paper can be downloaded at
www.sap.com/services/more/ocs/brochures/index.epx.

Figure 1: Solution Evaluation Framework

Figure 2: Hybrid Solution Landscape

To achieve a higher degree of operational flexibility and agility,
the landscape needs to be architected to an open standards–
based modular design, without unnecessary component-level
diversity and with plug-in integration capabilities.
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