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Executive Summary 
Research Benchmark 

Aberdeen’s Research 
Benchmarks provide an in-
depth and comprehensive look 
into process, procedure, 
methodologies, and 
technologies with best practice 
identification and actionable 
recommendations 

With the rapid advance of Software as a Service (SaaS) offerings, Data 
Warehouse (DW) or Business Intelligence (BI) appliances, and BI capabilities 
embedded within enterprise applications (ERP, CRM, BPM, etc), companies 
are now faced with a variety of new deployment options for BI. Traditional 
on-premise software installations still prevail as the dominant method for BI 
deployment, but alternative approaches are rapidly taking root and gaining 
attention within the maturing BI marketplace. IT and business management 
executives are asking critical questions to determine the best method for BI 
deployment: Which approach is the best for my organization? Does any one 
deployment method stand-out as a clear leader for solving the business 
pressures driving BI deployment costs today? What are the advantages and 
disadvantages of each approach? 

“I want instant gratification. I 
want to hook my Blackberry to 
my PC, and get what I need 
when I need it anywhere in the 
world. I have used a lot of on-
demand software products 
over the years within different 
areas of the business. The 
benefit is clear with on-line 
tools - you don't have to 
download anything, install 
anything, and you can always 
access the application from any 
browser. It doesn't crash or 
slow-down like some internal 
applications. Strategically, the 
on-demand approach is 
important to our company 
infrastructure. These [on-
demand deployments] are a 
significant benefit for growing 
organizations like us.” 

~ Keith Wallace, EDP Director, 
Global Finance & 

Administration, Pitney Bowes 

This research study uncovers the strategies, actions, technology investments 
and services that Best-in-Class companies are utilizing to effectively deploy 
BI capabilities to their organizations. 

Best-in-Class Performance 
Aberdeen used three key performance criteria to distinguish Best-in-Class 
companies: 

• Self-service capability for non-technical business users of BI 
applications. Thirty-seven percent (37%) of Best-in-Class 
companies have achieved self service BI capabilities for non-technical 
end-users, compared to 23% of Industry Average companies, and 
only 10% of Laggard companies. 

• Average time-to-completion of BI projects. Best-in-Class 
companies achieve completion of BI projects in an average of 106 
days, versus 120 days for Industry Average companies and 206 days 
for Laggards. 

• End-user satisfaction with current BI capabilities. All (100%) 
of Best-in-Class companies report that end users are at least 
“mostly satisfied” with current BI capabilities, compared with only 
12% of users at Industry Average companies, and only 6% of users 
at Laggard organizations. 

Competitive Maturity Assessment 
Survey results show that the firms enjoying Best-in-Class performance 
shared several common characteristics: 

• 80% of Best-in-Class companies have experienced an increase in 
enterprise-wide use of current BI deployments, versus 50% of 
Industry Average and 31% of Laggard companies 

• Best-in-Class companies have experienced an increase of 172% in 
the overall number of users accessing BI applications, compared 
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with 116% increase among Industry Average companies, and a 
15% decrease among Laggards 

• Best-in-Class companies have seen their cost-per-user of BI 
applications increase by 26% during the past 12 months, 
compared to an increase of 38% among Industry Average 
companies, and an increase of 74% among Laggards 

Required Actions 
In addition to the specific recommendations in Chapter Three of this 
report, to achieve Best-in-Class performance, companies must focus their BI 
deployment procedures at an enterprise level. Best-in-Class companies are 
far more likely to have adopted BI across the entire organization than other 
respondents (Figure 1).  

Figure 1: Deployment Scope, Best-in-Class versus All Others 
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Source: Aberdeen Group, April 2008 

 

www.aberdeen.com Fax: 617 723 7897 

http://www.aberdeen.com/common/send_to_friend.asp?cid=4731


Business Intelligence Deployment Strategies 

Page 4  

 

© 2008 Aberdeen Group. Telephone: 617 723 7890 
www.aberdeen.com Fax: 617 723 7897 

Table of Contents 
Executive Summary....................................................................................................... 2 

Best-in-Class Performance..................................................................................... 2 
Competitive Maturity Assessment....................................................................... 2 
Required Actions...................................................................................................... 3 

Chapter One:  Benchmarking the Best-in-Class.................................................... 5 
Business Context ..................................................................................................... 5 
The Maturity Class Framework............................................................................ 8 
The Best-in-Class PACE Model ............................................................................ 9 
Best-in-Class Strategies.........................................................................................10 

Chapter Two: Benchmarking Requirements for Success ..................................12 
Competitive Assessment......................................................................................13 
Capabilities and Enablers ......................................................................................14 

Chapter Three:  Required Actions .........................................................................22 
Laggard Steps to Success......................................................................................22 
Industry Average Steps to Success ....................................................................23 
Best-in-Class Steps to Success ............................................................................23 

Appendix A:  Research Methodology.....................................................................25 
Appendix B:  Related Aberdeen Research............................................................27 
Figures  
Figure 1: Deployment Scope, Best-in-Class versus All Others.......................... 3 
Figure 2: Top Five Business Pressures Driving BI Deployment Focus ................ 6 
Figure 3: Year-to-Year Growth in Demand for "Outsourced BI"..................... 7 
Figure 4: Top Five Best-in-Class BI Deployment Strategies..............................10 
Figure 5: Best-in-Class Process Capabilities .........................................................15 
Figure 6: Best-in-Class Organizational Management Capabilities ....................16 
Figure 7: Best-in-Class Knowledge Management Capabilities ..........................17 
Figure 8: External Data – A Planned Capability ...................................................17 
Figure 9: Best-in-Class Performance Management Capabilities .......................18 
Figure 10: Best-in-Class Technology Management Capabilities .......................19 
Figure 11: Best-in-Class Current and Planned BI Deployment Methods - 
Traditional Approaches .............................................................................................20 
Figure 12: Best-in-Class Current and Planned BI Deployment Methods - 
New Approaches ........................................................................................................21 
Tables 
Table 1: Top Performers Earn Best-in-Class Status.............................................. 9 
Table 2: The Best-in-Class PACE Framework ....................................................... 9 
Table 3: The Competitive Framework...................................................................13 
Table 4: The PACE Framework Key ......................................................................26 
Table 5: The Competitive Framework Key ..........................................................26 
Table 6: The Relationship Between PACE and the Competitive Framework
.........................................................................................................................................26 
 



Business Intelligence Deployment Strategies 

Page 5  

 

© 2008 Aberdeen Group. Telephone: 617 723 7890 

Chapter One:  
Benchmarking the Best-in-Class 

Business Context 
Fast Facts 

When asked "What areas of 
the company will be addressed 
by the next BI deployments?" 
respondents revealed the 
following: 

√ 65% sales 

√ 64% operations 

√ 56% finance 

√ 54% marketing 

√ 48% customer service 

As data volumes and complexity grows, and as the number and variety of 
users increase, the challenges to effectively deploying Business Intelligence 
(BI) capabilities to the organization become increasingly acute. Companies 
are beginning to investigate emerging deployment strategies to increase BI 
implementation effectiveness and improve access to BI capabilities across all 
levels of the organization. In addition to traditional on-premise client / 
server implementations, companies are investigating new deployment 
options such as: 

• On-premise web-based deployment 
• Multi-tenant hosted BI - referred to as "Software as a Service" 

(SaaS) or "on-demand BI"  
• Dedicated hosted BI or "Application Service Provider" (ASP) BI 
• "BI appliance" - packaged hardware and software, or virtual machine 

software 
• BI embedded within enterprise applications (such as ERP, CRM, or 

BPM) 
IT and business management executives are asking critical questions to 
determine the best method for BI deployment: Which approach is the best 
for my organization? Does any one deployment method stand-out as a clear 
leader for solving the business pressures driving BI deployment costs today? 
What are the advantages and disadvantages of each approach? 

From the end user organization’s perspective, the key benefits to selecting 
the right BI deployment method are the opportunity to:  

• Achieve improvement in user information access and support 
• Lower the cost of implementations and on-going maintenance and 

support 
• Improve BI application deployment and time-to-completion of BI 

implementation projects 
• Extend the reach of BI applications to all users when, how, and 

where they need it 
This research study uncovers the strategies, actions, technology 
investments, and services that Best-in-Class companies are utilizing to 
effectively deploy BI capabilities to their organizations. 

Time-to-Information and Supporting More Users are 
Driving BI Deployment 
The pace of business has been increasing, and the advent of "data-driven 
decisions" in the 1980s and 1990s has now become a must-have in today's 
competitive business environment. Aberdeen research has uncovered that 
the speed at which relevant business information can be accessed is the top 
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business pressure driving organizations to optimize their BI deployment 
methods (Figure 2). 

Figure 2: Top Five Business Pressures Driving BI Deployment Focus 
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"We realized that there was a 
disconnect between the 
building of reports, and the 
dynamic nature of users’ 
requirements for information. 
We moved to a new 
technology that allowed us to 
create one universal meta-data 
schema that is exposed to end-
users." 

~ Shajy Mathai, Managing 
Director, Guy Carpenter; Large 

Global Reinsurance 
Intermediary 

 

Source: Aberdeen Group, April 2008 

While time-to-information is critical, nearly half of all respondents have 
indicated that the ability to provide more end users with access to 
information is a top pressure. This is the top pressure among Best-in-Class 
respondents. IT "power users," top executives, and financial analysts have 
traditionally been the targeted users of BI solutions. But recently, BI 
deployments are becoming more focused on operational applications that 
address more line-level, customer-facing staff that require up-to-date 
information about customers, products, inventory, and other business data 
that drives day-to-day performance.  

Nearly one-third of respondents have indicated that deployment strategies 
also affect the ability to address more business data than is possible today. 
As reported in Aberdeen's December 2007 report Operational BI: Getting 
Real-Time about Performance, 51% of companies implement BI at a 
department level. As BI usage expands, the ability of existing IT resources to 
address growing data sources can be limited (aee Aberdeen's July 2007 
study Delivering Actionable Information to the Enterprise). Companies are 
feeling the pressure to utilize both internal and external data sources. 
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The Emergence of Third-Party BI Deployment  
(SaaS, Hosted BI, and Appliances) 
In May and June of 2007, Aberdeen Group's Business Intelligence research 
practice found that BI capabilities deployed through a third party (or 
"outsourced BI" – SaaS, dedicated hosted BI or ASP, and BI appliances) were 
the only deployment methods showing growth over time. Among the Best-
in-Class respondents for this research study, the trend continues and has 
intensified (see Figure 11).  

A year-to-year comparison of all respondents shows that this growth in 
interest has translated to increased adoption and urgency around 
"Outsourced BI" deployment options (Figure 3). 

Figure 3: Year-to-Year Growth in Demand for "Outsourced BI"  
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Source: Aberdeen Group, April 2008 

“Outsourced BI” has many flavors. Today’s solution marketing climate often 
makes it difficult to determine the exact meaning of product categories and 
technology terms. The term “On-Demand” in particular poses this problem 
as it is being used in many forms with several meanings. Through primary 
research and one-on-one conversations with users and vendors alike, 
Aberdeen’s BI research practice has segmented “Outsourced BI” (or “On-
Demand BI”) into three categories: 

• SaaS (Software as a Service) BI. Software and BI applications 
are accessed by multiple customers from a shared, or “multi-
tenant”, on-line implementation via the Internet. Advantages – 
constant availability of the latest software versions, reduced or 
eliminated need for application maintenance, low up-front cost, 
easier scalability to large numbers of geographically dispersed users, 
and reduced user training requirements – should be compared with    
disadvantages – such as lack of customizability of BI applications, 
higher long-term per-user cost, and (in certain industry segments 
like public sector, healthcare, and financial services) sensitivity to 
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security issues surrounding data existing on third-party servers 
outside of the firewall. 

• Hosted BI (or BI via ASP). Software and BI applications are 
accessed via a dedicated hosted on-line implementation via the 
Internet. Advantages and disadvantages are similar to the SaaS 
approach with a few key differences: application customization is 
increased, while the overall cost is typically higher. Some hosted 
solutions allow for a degree of computing platform selection (i.e. 
Linux, vs. Unix, Windows, or other) while others dictate a 
standardized computing platform. 

• BI Appliance (combination of hardware and software, or multiple 
software components,  that can be hosted or remotely hosted). 
This approach is very new, relatively untested, and is possibly the 
most interesting in terms of the advantages and disadvantages it 
addresses. When hosted off-site, a BI appliance is essentially a pre-
packaged version of specialized hardware and the “Hosted BI” 
approach described above. When installed on-site, and hosted via 
remote access, the BI Appliance approach offers the ability to 
customize the BI application locally, and since data never leaves the 
house, reduces concerns about security. The term “appliance” is 
currently being defined in two different ways, either a combination 
of both hardware and software (database and BI applications), or a 
“software only” approach comprised of an operating system, 
database and BI software platform delivered as a virtual image 
install. 

The Maturity Class Framework 
Aberdeen used three key performance criteria to distinguish the Best-in-
Class from Industry Average and Laggard organizations (Table 1): 

• Self-service capability for non-technical business users of BI 
applications. Thirty-seven percent (37%) of Best-in-Class 
companies have achieved self service BI capability for non-technical 
end-users, compared to 23% of Industry Average companies, and 
only 10% of Laggard companies. 

• Average time-to-completion of BI projects. Best-in-Class 
companies achieve completion of BI projects in an average of 106 
days, versus Industry Average companies (120 days), and Laggards 
(206 days). 

• End-user satisfaction with current BI capabilities. All (100%) 
of Best-in-Class companies report that end users are at least 
“mostly satisfied” with current BI capabilities, compared with only 
12% of users at Industry Average companies, and only 6% of users 
at Laggard organizations. 
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Table 1: Top Performers Earn Best-in-Class Status 

Definition of 
Maturity Class Mean Class Performance 

Best-in-Class:  
Top 20% of aggregate 
performance scorers 

 37% of Best-in-Class respondents have achieved self 
service BI capability for non-technical end-users  
 Achieve completion of BI projects in an average of 
106 days 
 100% of end users are at least “mostly satisfied” 
with current BI capabilities 

Industry Average:  
Middle 50% of aggregate 

performance scorers 

 23% of Best-in-Class respondents have achieved self 
service BI capability for non-technical end-users  
 Achieve completion of BI projects in an average of 
120 days 
 12% of end users are at least “mostly satisfied” with 
current BI capabilities 

Laggard:  
Bottom 30% of 

aggregate performance 
scorers 

 10% of Best-in-Class respondents have achieved self 
service BI capability for non-technical end-users  
 Achieve completion of BI projects in an average of 
206 days 
 6% of end users are at least “mostly satisfied” with 
current BI capabilities 

Source: Aberdeen Group, April 2008 

The Best-in-Class PACE Model 
Selecting the right BI deployment method to achieve faster access to 
relevant business data for more end users requires a combination of 
strategic actions, organizational capabilities, and enabling technologies. Best-
in-Class companies - based on the performance measures defined in Table 1 
- have identified the specific approaches they are taking (Table 2). 

Table 2: The Best-in-Class PACE Framework 

Pressures Actions Capabilities Enablers 
 Need to 
provide BI 
capability 
to more 
end users 

 Invest in 
technology 
solutions to 
automate the BI 
deployment 
process 
 Establish a BI 
center of 
excellence to 
facilitate 
enterprise-wide 
use of BI 
 Create corporate 
culture around BI 
deployment to 
improve 
enterprise 
adoption 

 Ability to measure and 
track deployment 
projects against budget 
or plan 
 Data collection and 
integration process for 
BI projects 
 Automation of report 
generation and delivery 
to end-users 
 Enterprise-wide 
business intelligence 
deployment procedure 
 Well defined skill sets 
related to the delivery 
of actionable 
information to the 
enterprise 

 On-premise client / server BI deployment 
 On-premise web-server BI deployment 
 BI embedded within enterprise applications  (ERP, 
CRM, CPM, etc.) 
 Local spreadsheet as the primary BI tool 
 BI or data warehouse 'appliance' - A package of 
hardware and / or software components installed at a 
customer site and supported by a third-party or by 
the customer's IT staff 
 Network spreadsheet as the primary business 
intelligence tool 
 Third-party managed on-premise deployment - 
traditional BI managed by a third-party 
 Hosted BI - (a.k.a. 'ASP'): Single dedicated instance 
hosted off-premise by a third party 
 SaaS BI -  the deployment is shared by multiple 
customers and hosted off-premise by a third party 

Source: Aberdeen Group, April 2008 
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Best-in-Class Strategies 
Best-in-Class companies are focusing heavily on three strategies for 
providing BI capabilities to more end users: 

• Automation. The ability to remove manual tasks from IT 
administrators and automate the collection, assembly, and delivery 
of BI capabilities to end-users is the top strategy that Best-in-Class 
companies are prioritizing. New deployment approaches offer 
varying degrees of automation capability that early adopters are 
experiencing today. 

• User support and training. The creation of a BI center of 
excellence signifies a formal approach to developing enterprise 
standards for BI deployment. This includes a regular process for 
identifying and defining end-user requirements for information, 
support, and training. 

• Culture and adoption. While many BI deployments start at the 
department or project level, successful companies realize that a 
culture must be established around BI capabilities if they are to be 
successfully adopted enterprise-wide. 

Figure 4: Top Five Best-in-Class BI Deployment Strategies 
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Source: Aberdeen Group, April 2008 
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Best-in-Class and all other respondents view proof-of-concepts from 
vendors to be equally important. The ability to see how a particular 
deployment approach performs under real-world conditions - using existing 
data sets and involving actual end-users - can be critical to determining if a 
specific deployment approach is more or less effective in providing end-
users with access to BI capabilities. Meanwhile, Best-in-Class companies are 
much less likely than other respondents to increase their investment in IT 
infrastructure to improve BI deployment performance. "Throwing hardware 
at it" is not a solution that Best-in-Class companies see as being a valid 
approach and may be a pitfall to avoid based on Industry Average and 
Laggard performance results detailed in Table 1. 

Aberdeen Insights — Strategy 

Traditional BI deployments have been characterized as consisting of long, 
complex implementations involving difficult data integration issues, costly 
software licenses, and user training requirements (all three are reported 
as top inhibitors in Chapter Two) that are often beyond the time and 
skill-set boundaries of the organization.  This has presented a problem 
for CIOs who must meet demand for the delivery of actionable 
information, but are constrained by budget, time, and skill set limitations.  

Best-in-Class organizations have come to realize that traditional 
approaches may not be the answer. In order to affect performance, 
information must be: 

• Actionable – relevance is tied to business goals 

• Timely – information must be delivered within a time-frame that 
provides opportunity to act 

• Accessible – knowledge workers and decision-makers must be 
able to grasp the meaning of the information and take advantage 
of the BI tools without a high requirement for technical skills  

Based on the performance measures of Best-in-Class organizations in 
Table 1, there is a lot to be gained from adopting a best-practices 
approach to information delivery for the purposes of decreasing costs 
and project timelines, increasing on-budget project completion, and 
especially addressing previously underserved employees. 

 
In the next chapter, we will see what the top performers are doing to 
achieve these gains. 



Business Intelligence Deployment Strategies 

Page 12  

 

© 2008 Aberdeen Group. Telephone: 617 723 7890 

Chapter Two: 
Benchmarking Requirements for Success 

The selection of a deployment strategy for BI solutions plays a crucial role in 
the ability to manage the Total Cost of Ownership (TCO) of BI, and realize 
Return on Investment (ROI) from BI initiatives. 

Case in Point - Colorado State University's Journey to Best-in-
Class BI Deployment and 100%+ ROI 

Colorado State University’s College of Veterinary Medicine and 
Biomedical Sciences realized that their financial reporting and analysis 
capability was being inhibited. The data required for reports and custom 
views of information was trapped within individual transactional systems. 

“At the time, management supported the construction of a data 
warehouse to provide a centralized view of information for all types of 
users,” states Thom Hadley, Director of Finance and Strategic Services. 
“We thought that data warehousing technology was becoming more 
affordable at the time, but the large data warehouse solution providers 
did not want to lower their prices to align with a university setting, and 
the smaller vendors did not really have a solution robust enough to meet 
the complexities of our disparate data. So, we built it ourselves on our 
existing database server.” 

While the data warehouse allowed the college to centralize data 
collection and storage, it could not keep-up with the pace of report 
requests that end-users demanded.  

“We developed a very complex data warehouse that was capable of 
meeting almost any reporting or analysis request, but the complexity 
required that only highly skilled IT staff could interact with it. The 
requests were piling up faster than the team could respond. Then we 
discovered a solution provider that showed us something drastically 
different. The new BI solution automated the collection of disparate data 
from any source, including the data warehouse, and allowed end users to 
gain visibility to the data, create their own reports and views, and 
alleviate the pressure on the IT group." 

The college can now measure the ROI that has been achieved with the 
project. Prior to implementing the new business intelligence solution, 
accountants were spending three weeks out of each month reconciling 
financial reports against 1,800 accounts. Now, the entire three-week 
process has been boiled down to an hour-long exercise that is almost 
fully automated. This equated to a savings of $600,000 per year – far 
more than the cost of the solution. In addition to this quantitative ROI, 
top executives can now access information that is not filtered or 
presented through someone else’s interpretation. This could actually be 
the most important benefit of the entire program. 

"We developed a very complex 
data warehouse that was 
capable of meeting almost any 
reporting or analysis request, 
but the complexity required 
that only highly skilled IT staff 
could interact with it. The 
requests were piling up faster 
than the team could respond." 

~ Thom Hadley, Director of 
Finance and Strategic Services; 

Colorado State University 
College of Veterinary Medicine 

and Biomedical Sciences 
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Competitive Assessment 
Aberdeen Group analyzed the aggregated metrics of surveyed companies to 
determine whether their performance ranked as Best-in-Class, Industry 
Average, or Laggard. In addition to having common performance levels, each 
class also shared characteristics in five key categories: (1) process (the 
approaches they take to execute their daily operations); (2) organization 
(corporate focus and collaboration among stakeholders); (3) knowledge 
management (contextualizing data and exposing it to key stakeholders);  
(4) technology (the selection of appropriate tools and effective 
deployment of those tools); and (5) performance management (the 
ability of the organization to measure their results to improve their 
business). These characteristics (identified in Table 3) serve as a guideline 
for best practices, and correlate directly with Best-in-Class performance 
across the key metrics. 

Table 3: The Competitive Framework 

 Best-in-Class Average Laggards 
Data collection and integration process for BI projects 

69% 31% 28% 
Automation of report generation and delivery to end-users Process 

63% 32% 29% 

Well defined skill sets related to the delivery of actionable 
information to the enterprise 

61% 28% 22% 

BI center of excellence or competency center 
Organization 

27% 13% 7% 

Ability to monitor usage level of the BI system 
58% 29% 22% 

Ability to monitor usage type of the BI system (what 
reports and analytic applications are being used?) 

Knowledge 

51% 20% 8% 

Enterprise-wide business intelligence deployment procedure 
62% 29% 9% 

On-premise client / server software deployment 
73% 39% 34% 

On-premise web-server software deployment 
65% 44% 33% 

BI software embedded within other enterprise applications  
(ERP, CRM, CPM, etc) 

47% 35% 23% 
Appliance - Packaged hardware and/or software supported 
by a third party or customer's IT staff 

Technology 

21% 15% 38% 

Fast Facts 

Best-in-Class respondents are 
utilizing services offered by 
their BI solution providers at a 
higher rate than Industry 
Average companies. The 
following are the top-three 
services currently used: type 
statistic description here 

√ 81% of Best-in-Class 
companies utilize on-line or 
printed documentation; 
versus 61% of Industry 
Average companies 

√ 76% of Best-in-Class 
companies currently have an 
annual user support contract 
with their BI solution 
provider, compared to 62% 
of Industry Average 
companies 

√ 74% of Best-in-Class 
companies currently have an 
annual software maintenance 
agreement with their BI 
solution providers, 
compared to 65% of Industry 
Average companies 
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 Best-in-Class Average Laggards 
Ability to measure and track deployment projects against 
budget or plan 

69% 37% 26% 
A documented process for measuring ROI for each BI 
project 

Performance 

43% 13% 7% 

Source: Aberdeen Group, April 2008 

Capabilities and Enablers 
"We were very comfortable 
with the concept of a data 
warehousing appliance. Simple 
deployment, rapid applications 
development, and predictable 
scaling lets us easily deliver 
aggregate reporting and global 
trending in a "virtual data 
warehouse." 

~ Tim Lee-Thorp, VP of 
Marketing; Sendio, Inc. 

Based on the findings of the Competitive Framework and interviews with 
end users, Aberdeen’s analysis of the Best-in-Class demonstrates that 
successful deployments depend on a combination of specific capabilities at 
three important milestones of any BI project: 

• Data collection. The process of identifying the data sources 
required to meet end users' information requirements, and the 
integration of the data sets (often in disparate formats) into logical 
models or databases for use within analytical applications and 
reporting tools. 

• Application assembly. The ability to apply business rules to the 
integrated data resulting from the "data collection" phase. This can 
be performed physically with the data itself, or conceptually through 
the use of data modeling technology. The end result will be a 
construct that allows end-users to ask questions of the data and 
produce reports, graphs, and other analytical views. 

• Information delivery. The ability to provide access to end users 
with a set of interfaces and delivery vehicles (Internet, email alerts, 
reports, etc.) that are appropriate for each type of user. Optimally, 
the delivery of information will occur within a "self-service" 
environment where non-technical business users are capable of 
accessing information that is relevant to their role without the need 
for IT department intervention. (See Aberdeen's July 2007 report, 
Delivering Actionable Information to the Enterprise.) 

In support of each of the phases listed previously, Aberdeen's research has 
identified several specific capabilities that Best-in-Class companies share in 
order to achieve their BI deployment performance goals. 

Process 
Aberdeen research has found that, as data is identified and collected from 
multiple sources (such as transactional systems, spreadsheets, data 
warehouses, and external data sources), it is critical to define a formal 
process for this activity. In fact, Best-in-Class companies are more than 
twice as likely as all others to have this capability (Figure 5). Data volumes 
are growing at a compound rate of over 26% each year (See Aberdeen's 
March 2008 study Data Management for Business Intelligence), and the 

www.aberdeen.com Fax: 617 723 7897 

http://www.aberdeen.com/summary/report/benchmark/4278-RA-it-bi-skills.asp
http://www.aberdeen.com/includes/asp/sponsored_registration.asp?ci=/launch/report/benchmark/4654-RA-data-management-business-intelligence.asp&spid=


Business Intelligence Deployment Strategies 

Page 15  

 

© 2008 Aberdeen Group. Telephone: 617 723 7890 

number of data sources for the average BI project often number in the 
double digits. The inherent complexity makes it difficult to achieve 
successful project completion timelines without some form of formal 
process and documentation. 

Figure 5: Best-in-Class Process Capabilities 
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Source: Aberdeen Group, April 2008 

In addition, automation is also a key ingredient to deployment success. Best-
in-Class companies are twice as likely as all others to automate report 
generation and delivery to end users. This alleviates many of the manual 
processes that Industry Average and Laggard companies struggle with to 
ensure that the right information gets into the hands of the right people at 
the right time. Automation can be achieved through a thorough analysis of 
end-user requirements and information delivery preferences (See 
"Organization" and "Knowledge Management"). 

Organization 
As companies strive to provide access to BI capabilities for more non-
technical end-users, they must also assess the computing and analytical 
capabilities of all users in order to determine the right level of functionality 
and complexity to deploy. Best-in-Class companies are more than twice as 
likely to obtain an organizational picture of skill sets related to the delivery 
of actionable information to the enterprise. This provides management with 
a clear picture for the levels of capabilities that exist, and therefore the 
proper mix of functionality and complexity to deploy. Several respondents 
indicated during interviews that much of their current BI system goes 
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unused simply because the people it was deployed to do not have the 
appropriate level of skill sets required for its use (Figure 6).  

Figure 6: Best-in-Class Organizational Management Capabilities 
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While few companies have started a BI center of excellence, Best-in-Class 
organizations are more than twice as likely to have initiated one. This step 
can help in the process of building a "BI culture," and is critical to providing 
senior management with visibility into the challenges that BI deployments 
can create. User adoption and use of the full functionality of BI tools drives 
ROI, and the establishment of a BI center of excellence is one way that 
Best-in-Class companies are achieving faster deployments and the ability to 
deliver BI capabilities to more end-users. 

Knowledge Management 
"Most of our BI tools were 
purchased for a specific project. 
They were then force-fit to the 
next project without much 
forethought about whether or 
not the tool was right for the 
project or could be used by the 
people involved." 

~ Director of Information 
Services; Large Apparel and 

Footwear Manufacturer 

 

In order to provide BI capabilities to more end-users, an organization must 
understand which types of users are accessing the system most frequently, 
and what types of information and BI applications are most used. Previous 
Aberdeen research has revealed that end-users are not always good at 
explaining their information requirements to the IT staff that are responsible 
for proving BI solutions (See Aberdeen's February 2008 report, Managing 
the TCO of Business Intelligence). Best-in-Class companies are twice as likely 
as others to monitor system usage in order to understand end-user 
behavior more thoroughly. This allows for increased efficiency and a more 
streamlined BI implementation. As applications are deemed to be 
underutilized, they can be removed, simplifying support and management of 
the entire system (Figure 7). 
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Figure 7: Best-in-Class Knowledge Management Capabilities 
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The establishment of a formal training program for end users ensures that 
all types of users receive the education they need in order to utilize the full 
extent of functionality and capabilities of the BI tools. Best-in-Class 
companies are twice as likely to invest in training programs, resulting in a 
user community that is better equipped to take advantage of BI software 
capabilities. This leads to increased user adoption as end-users are more 
capable of understanding the applications, reports, and analytic views. 

In addition to system usage and formalized training, best-in-class companies 
are also more likely to take advantage of “unstructured information” that 
exists within both internal and external applications (Figure 8).  

Figure 8: External Data – A Planned Capability 
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 Source: Aberdeen Group, April 2008 
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The inclusion of external data into business intelligence applications can 
provide added context and perspective to internally managed data. For 
example, a company’s revenue performance may indicate growth in 
comparison to the prior year’s performance, but integration of aggregated 
external market data may reveal that market share is actually shrinking due 
to increased competitor activity. Aberdeen’s research has also found that 
the ability to leverage external data is also becoming a component of 
customer analysis and predictive analytic applications. 

Performance Management 
In order to achieve improvement in BI deployment strategies, an effective 
method for measuring performance must be established. This is a critical 
capability that 95% of Best-in-Class companies have obtained or are planning 
to obtain. Meanwhile, 32% of all other respondents do not currently have an 
effective method for measuring deployment projects against a budget or 
business plan (Figure 9).  

Figure 9: Best-in-Class Performance Management Capabilities 
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Source: Aberdeen Group, April 2008 

To take this one step further, while 80% of Best-in-Class companies have or are 
planning to establish a documented process for measuring ROI with their BI 
deployments, 40% of all others have no plans for measuring ROI. This poses a 
difficult problem for senior management. BI deployments are dependent on 
management support and buy-in; yet, if the perception is that ROI has not been 
achieved or is difficult to measure, that support may be lost.  
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Technology 
As with any major software technology undertaking, lessons can and should 
be learned throughout the journey. Best-in-Class organizations are showing 
the way through the establishment of formal deployment procedures and BI 
project management guides for new BI deployments.  

BI software products have become more powerful and flexible, and the 
possibilities for creating new applications, reports and data views have grown. 
This can often create a situation where "many versions of the truth" exist. 
When an answer to a business question can be arrived at in many different 
ways, all too often the end-result is many different answers. For this reason, it 
is critical to establish deployment guidelines that limit the access to raw data 
for most end-users, and establishes enterprise-wide rules for information 
access and project management of deployment procedures for IT staff.  

Documenting these procedures can also help to alleviate risk through 
ensuring that software license compliance is upheld. Governance of 
information access is also an important aspect of deployment procedures, 
particularly in healthcare, insurance, government, and financial environments 
where privacy or fraud must be considered with each application 
deployment (Figure 10). 

Figure 10: Best-in-Class Technology Management Capabilities 
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Best-in-Class companies are using several different methods for information 
deployment. These can be grouped in traditional approaches, such as on-
premise client / server or web server deployments, printed / static 
reporting, local or network spreadsheet sharing, and third-party managed 
on-site deployments. While 73% of Best-in-Class companies are currently 
using a traditional on-premise client-server approach, only 6% are planning 
to continue with this in the future.  

Many Best-in-Class companies are not only currently using spreadsheets as 
their primary deployment method, but are still planning to take this 
approach in the future. At the surface level, this may seem to be a contrary 
view to most BI deployment theories that espouse the values of a departure 
from spreadsheet environments. However, it is important to note that 
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almost all BI vendors have incorporated spreadsheet compatibility within 
their products, and, in some cases, have based their delivery mechanism on 
spreadsheet technology. Additionally, end-users consistently rate 
spreadsheet compatibility as high on the list of functional criteria when it 
comes to making a buying decision (Figure 11). 

Figure 11: Best-in-Class Current and Planned BI Deployment 
Methods - Traditional Approaches 
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Several new deployment approaches have recently surfaced and are being 
supported by both new and established BI software vendors. The most 
important may be the gradual convergence of BI capabilities within 
enterprise applications (i.e. ERP, CRM, BPM, etc). Over one third of Best-in-
Class companies view this as their primary method for deploying BI 
capabilities in the future.  

Additionally, the advancement of SaaS into BI has continued to progress. In 
July of 2007, Aberdeen research revealed that 11% of Best-in-Class BI 
applications were currently deployed via SaaS. That number has grown to 
15% in less than a year, and will continue to grow as 21% of Best-in-Class 
respondents have indicated that they are planning to take this approach for 
future deployments (Figure 12).  
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Several respondents interviewed for this study revealed that they were 
considering a SaaS approach simply to accelerate the cycle times for 
deployment of new BI applications. They reported that SaaS BI vendors 
were promising service-level agreements that included delivery timelines as 
part of the project scoping process. 

Figure 12: Best-in-Class Current and Planned BI Deployment 
Methods - New Approaches 
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"We have a very lean IT group 
and the report requests from 
management simply grew 
beyond our ability to address 
them. We have decided to take 
an outsourced approach where 
our sales and inventory data 
are exported on a nightly basis 
and loaded onto a BI system 
that is delivered to us through 
the Internet. Within just a few 
weeks, our executives are 
opening their browsers and 
seeing the KPIs that are driving 
the business. They can click on 
the graphs and charts to get at 
the detail without having to call 
in IT for support." 

~ Senior Database 
Administrator; Mid-tier Food 

and Beverage Distributor 

 

Source: Aberdeen Group, April 2008 

Aberdeen Insights — Technology 

Whether BI is deployed traditionally or via a newer method, the ability to 
provide BI capabilities to more end-users is dependent upon several 
factors. Best-in-Class companies have shown that it is a combination of 
measuring BI application usage, documenting deployment procedures, and 
selecting the right deployment method that is critical for success. 
Technology decisions can only be made once a clear understanding of 
process, knowledge, and organizational management is achieved. This will 
inevitably affect the financial performance of BI deployments in terms of 
budget management and the ability to measure ROI. 
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Chapter Three:  
Required Actions 

Fast Facts 

√ 51% of Best-in-Class 
companies report that 
business information is 
available for analysis within 
an hour of actual business 
activity, compared to 22% of 
Industry Average companies. 

√ 84% of all respondents want 
to receive access to 
information with a day or 
less from actual business 
activity, but only 58% are 
receiving it this quickly 
today. 

 

Whether a company is trying to move its BI deployment performance from 
Laggard to Industry Average, or Industry Average to Best-in-Class, the 
following actions will help spur the necessary performance improvements: 

Laggard Steps to Success 
• Adopt a method for measuring BI project costs and ROI. As 

discussed with several survey respondents, a proposed BI project can 
exceed the resources (both human and technology) available. Assess 
whether the ends justify the means, and determine the best way to 
source necessary capabilities. Questions to ask at the beginning of every 
BI project include: 

1. Do you need a full-blown BI system with an on-site 
implementation?  

2. What are the hidden costs? How long will the implementation 
take?  

3. What internal IT and line-of-business resources are necessary 
for a successful project?  

4. What are the end-user training requirements and do your users 
have the technical and business skills to be successful?  

5. Are there third-party software and services providers that 
possess domain and industry expertise that can provide a 
solution that will meet your needs?  

This leads directly to the next step… 

• Define the BI and IT skill sets necessary to meet your goals. 
Past research (see Aberdeen's July 2007 report, Delivering Actionable 
Information to the Enterprise) has shown that Laggards are more than 
three-times as likely as Best-in-Class organizations to be deficient in this 
area. According to the users we have interviewed, the fastest path to 
project failure is the tendency to do too much too soon. While a 
project-based or departmental solution may be within the realm of skills 
and capabilities that exist in-house, an enterprise solution may require 
external assistance.  

• Determine the data sources and time-frames within which 
information is required. When organizations enter into BI projects 
without taking this step, the results are often catastrophic. As several 
respondents described when interviewed, the issue centers on the 
availability of large sets of data within a limited processing and 
preparation window. If the data necessary to answer business questions 
cannot be extracted, integrated, processed and delivered to business 
users within a decision-window, then project viability must be re-
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assessed. Sometimes this can be solved by upgrading existing hardware, 
but then the cost and ROI need to be re-evaluated (see first bullet). 

Industry Average Steps to Success 
• Establish a BI center of excellence. This is an independent internal 

organization that represents all departments. Additionally, a formal 
training program is important to consider, and is often one of the first 
actions that a center of excellence takes. While BI vendors all offer 
training services, our respondents reported that it may be advantageous 
to take a “train-the-trainer” approach. Through this method, a training 
curriculum can be developed that is tied directly to company data and 
analysis, and not to canned demonstration data that vendor trainers 
often use. Some vendors also offer customized training, but be aware 
that their trainers may not know the business nearly as well as internal 
trainer will.   

• Determine an appropriate data management strategy. The 
desire to speed access to relevant data is the number-one pressure 
facing Industry Average companies. Current and planned information 
sources must be assessed and a determination made regarding data 
access methods for BI applications. There are several approaches 
available today, ranging from batch-loaded data warehouses to real-time 
query-based data access. There is no single approach that is right for all 
information requirements. This is an area where external help may 
prove valuable. Organizations lacking the data integration expertise 
should seek an expert with domain and industry knowledge to assist in 
the integration efforts. 

Best-in-Class Steps to Success 
• Beware information overload. The volumes of data available for BI 

applications are increasing at a rate of 26% per year (see Aberdeen's 
March 2008 report, Data Management for Business Intelligence). This, in 
combination with the availability of external data sets can quickly add 
complexities and resource strain to any BI deployment. Identifying the 
information required to answer business questions early in the process 
is important to achieving project success. While a majority of Best-in-
Class companies have achieved success in this area, over 30% still do 
not prioritize this as a critical process capability.  

• Continue to move toward a self-service BI environment. While 
Best-in-Class companies reported the highest level of self-service 
capability a significant number (26%) reported that their users still 
require IT assistance. Best-in-Class performance metrics show that the 
greater the self-service capability achieved, the better the performance 
metrics become. As users are increasingly capable of accessing and using 
BI applications on their own, the overall cost and burden on the 
organization decreases. 
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• Investigate the integration of external data within existing BI 
applications. Regardless of the deployment method that is chosen, 
external data can provide added context and perspective to internally 
managed information. Aberdeen’s research has found that Best-in-Class 
companies are 42% more likely to leverage external data within 
customer analysis and predictive analytic applications. Interviews with 
end-user organizations revealed that “outsourced BI” vendors (SaaS, 
hosted BI, BI Appliances) often offer access to aggregated external data. 
This is especially true among vendors who have developed specific 
industry or domain-specific solutions. 

Aberdeen Insights — Summary 

The ability to deploy BI applications that deliver the right information to 
the right people at the right time is still an illusory goal. Aberdeen 
research shows that a majority of companies are still trying to achieve 
this for at least business and IT management, and are still struggling to 
provide access to BI applications for line-level knowledge workers. New 
deployment methods such as SaaS, data warehouse and BI appliances, as 
well as embedded BI within existing enterprise applications promise 
varying degrees of deployment enablement, but the adoption of these 
approaches has not yet reached a critical mass. 

Currently, Best-in-Class companies are achieving deployment success by 
focusing on a combination of capabilities including data management, 
automation of report generation, monitoring system usage and 
implementing methods for measuring project metrics in order to 
determine what it takes to improve over time. Overall, the building of a 
corporate culture around BI, particularly one that involves the inclusion 
of both business and IT management and end-users, is one of the most 
important ways to build relevant skill sets and achieve deployment 
success.  
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Appendix A:  
Research Methodology 

Between February and March 2008, Aberdeen examined the experiences, 
intentions, and performance of 215 enterprises deploying Business 
Intelligence (BI) in a diverse set of enterprises. 

Study Focus 

Responding executives 
completed an online survey 
that included questions 
designed to determine the 
following: 

√ The business drivers causing 
companies to focus 
resources on BI deployment 
strategies 

√ The actions and capabilities 
that organizations are 
developing in order to 
improve BI deployment 
performance  

√ Current and planned use of 
various deployment 
methods, and the degree to 
which each assists users in 
achieving performance 
improvement 

The study aimed to identify 
emerging best practices for BI 
deployment, and to provide a 
framework by which readers 
could assess their own 
management capabilities. 

 

Aberdeen supplemented this online survey effort with telephone interviews 
with select survey respondents, gathering additional information on BI 
deployment strategies, experiences, and results. 

Responding enterprises included the following: 

• Job title / function: IT manager or staff (43%); senior management (17%); 
business process management (16%); sales, customer service and 
marketing staff (16%); logistics / supply chain / manufacturing (8%). 

• Industry: The research sample included respondents from several 
industries. High technology was the largest segment with 21% of the 
sample. Other industries included heavy industry (12%); finance / 
banking / accounting (9%); retail / CPG / wholesale (9%); public sector / 
education (8%); other industry sectors (41%). 

• Geography: The majority of respondents (56%) were from North 
America. Remaining respondents were from EMEA (29%), the Asia-
Pacific region (13%) and the rest of world (2%). 

• Company size: Forty percent (40%) of respondents were from small 
enterprises (annual revenues below US $50 million); 34% were from 
midsize enterprises (annual revenues between $50 million and $1 
billion); and 26% of respondents were from large businesses (annual 
revenues of US $1 billion or more). 

• Headcount: Thirty-three percent (33%) of respondents were from small 
enterprises (headcount between 1 and 100 employees); 27% were from 
midsize enterprises (headcount between 101 and 1,000 employees); and 
40% of respondents were from large businesses (headcount greater 
than 1,000 employees). 

Solution providers recognized as sponsors were solicited after the fact and 
had no substantive influence on the direction of this report. Their 
sponsorship has made it possible for Aberdeen Group to make these 
findings available to readers at no charge. 
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Table 4: The PACE Framework Key 

Overview 
Aberdeen applies a methodology to benchmark research that evaluates the business pressures, actions, capabilities, 
and enablers (PACE) that indicate corporate behavior in specific business processes. These terms are defined as 
follows: 
Pressures — external forces that impact an organization’s market position, competitiveness, or business 
operations (e.g., economic, political and regulatory, technology, changing customer preferences, competitive) 
Actions — the strategic approaches that an organization takes in response to industry pressures (e.g., align the 
corporate business model to leverage industry opportunities, such as product / service strategy, target markets, 
financial strategy, go-to-market, and sales strategy) 
Capabilities — the business process competencies required to execute corporate strategy (e.g., skilled people, 
brand, market positioning, viable products / services, ecosystem partners, financing) 
Enablers — the key functionality of technology solutions required to support the organization’s enabling business 
practices (e.g., development platform, applications, network connectivity, user interface, training and support, 
partner interfaces, data cleansing, and management)  

Source: Aberdeen Group, April 2008 

Table 5: The Competitive Framework Key 

Overview 
 
The Aberdeen Competitive Framework defines enterprises 
as falling into one of the following three  levels of practices 
and performance: 
Best-in-Class (20%) — Practices that are the best 
currently being employed and are significantly superior to 
the Industry Average, and result in the top industry 
performance. 
Industry Average (50%) — Practices that represent the 
average or norm, and result in average industry 
performance. 
Laggards (30%) — Practices that are significantly behind 
the average of the industry, and result in below average 
performance. 

 
In the following categories: 
Process — What is the scope of process 
standardization? What is the efficiency and 
effectiveness of this process? 
Organization — How is your company currently 
organized to manage and optimize this particular 
process? 
Knowledge — What visibility do you have into key 
data and intelligence required to manage this process? 
Technology — What level of automation have you 
used to support this process? How is this automation 
integrated and aligned? 
Performance — What do you measure? How 
frequently? What’s your actual performance? 
 

Source: Aberdeen Group, April 2008 

Table 6: The Relationship Between PACE and the Competitive Framework 

PACE and the Competitive Framework – How They Interact 
Aberdeen research indicates that companies that identify the most influential pressures and take the most 
transformational and effective actions are most likely to achieve superior performance. The level of competitive 
performance that a company achieves is strongly determined by the PACE choices that they make and how well they 
execute those decisions. 

Source: Aberdeen Group, April 2008 
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Appendix B:  
Related Aberdeen Research 

Related Aberdeen research that forms a companion or reference to this 
report includes: 

• Data Management 2.0: Making Sense of Unstructured Data  July 2007 

• Delivering Actionable Information to the Enterprise: Does On-Demand Solve 
the Skill Set Shortage?  July 2007 

• On-Demand BI: Not Just for SMB  August 2007 

• Serving the Underserved: Is On-Demand BI the Answer?  August 2007 

• Enterprise BI: Comparing the BI Giants  September 2007 

• Smart Decisions: The Role of Key Performance Indicators September, 2007 

• Measuring Marketing Performance: The BI Roadmap to Information Nirvana  
October 2007 

• Operational BI: Getting Real-Time About Performance  December 2007 

• The Expansion and Contraction of Business Intelligence  January 2008 

• Managing the TCO of Business Intelligence  February 2008 

• Data Management for Business Intelligence  March 2008 

 

 

Information on these and any other Aberdeen publications can be found at 
www.Aberdeen.com.  
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