The art of alignment:
Adobe Workfront Goals
and Scenario Planner
How to connect strategic priorities
to work with Adobe Workfront
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Executive summary
Setting strategic goals and aligning work to meet those goals is
essential for creating a high-performing organization. It’s also
an area where many organizations struggle to succeed. If that’s
the case at your company, you’re not alone.
A recent study by Massachusetts Institute of Technology found
that only 28% of executives and middle managers responsible
for executing strategy could list three of their company’s
strategic priorities.1 McKinsey and Company reported similar
dismal data: the vast majority of executives (74%) didn’t think
it was likely their company’s strategies would succeed.2
The need for strategic alignment has never been more urgent.
With the dramatic acceleration of digital transformation, rapid
mobilization and continuous adaptation are now prerequisites
for doing business. This means your organization must have
the right structure in place to align and empower your people
to act quickly—especially if you want to take advantage of new
business opportunities.
Adobe Workfront Goals and Adobe Workfront Scenario Planner
provide the tools necessary to align your strategic priorities,
even in an environment where you need to adapt continuously.
And they do it in a way that helps simplify continuous planning
and eliminate resource bottlenecks.
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A new approach to
strategic alignment
Strategic planning has historically been a top-down, long-term
annual or biannual planning endeavor. While companies already
recognized the need to adapt more quickly to market changes
than this traditional structure allowed, COVID-19 accelerated
the trend. Now more than ever, businesses operate in a world
where everything can change by the hour, day or week.
Planning must happen faster and more iteratively, and
goals need to change. Goals should align to specific key
performance indicators (KPIs) and be transparent across the
organization. This new approach to goal setting, referred to as
FAST, empowers managers to pivot based on a clear strategic
framework versus waiting for the leadership team to cascade
a new set of goals according to market shifts.3 This way, the
goals become more immune to the risks of constant change.

FAST goal setting
F – Frequent and ongoing discussions around goals
enables constant review of progress and the ability
to quickly course correct when needed.
A – Ambitious goal setting should make goals difficult
but not impossible to achieve.
S – Specific metrics for measuring goals provides clarity
on how to achieve each goal and measure progress.
T – Transparency in the goal-setting process ensures
everyone in the organization is aware of the goals.

Workfront Goals can help you with the strategic planning
and goal-setting process. It also makes it simple to track
the alignment of your organizational goals to your KPIs and
provides transparency into the goal-setting process across
the enterprise.
Additionally, Adobe Workfront allows you to take goals and
turn them into actions or smaller goals, which further helps
you achieve your strategy.

3

The art of alignment: Adobe Workfront Goals and Scenario Planner

Set strategic goals
If you have some strategic planning in place, but it’s either
ad hoc or falling short of expectations, you may need to revisit
your goal setting and planning process.
Companies often struggle to set the right kind of strategic
goals. Here are three ways to do it:
– Narrow your strategic goals to a small-but-critical set of
priorities. Too many strategic goals become a task list of what
leadership wants to accomplish—not goals. This also results
in competing priorities and conflicting directions.
– Set goal timelines in smaller increments. Planning now
happens iteratively and at a much faster pace. As a result,
organizations need to work with shorter timelines. When
you set annual goals and break them into quarterly objectives,
you get the agility you need while also planning long-term.
– Cascade goals to the department, team and individual
contributor levels. This approach empowers each person
or group to say yes to work supporting the company’s
overarching goals and no to work that doesn’t. For example,
let’s say growing a percentage of sales from new products
is a top strategic priority. When a request comes to your
software engineer to add a new feature to an existing product,
your team can feel empowered to backlog this request while
they work on designing a component for a new product.
By adding Workfront Goals to your current Workfront solution,
you can cascade goals and maintain a single digital system
of record, making it easier to track, plan and measure work
according to its strategic alignment.
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Plan and prioritize
work iteratively
Once you’ve identified and set goals, you need to build a plan
to achieve them. This is where applying Workfront Scenario
Planner can be extremely helpful. Workfront Scenario Planner
helps you determine if you’ll hit your goals with current
resources or if you need to add resources. It also enables
you to evaluate budget and timeline impacts if you add or
reduce resources.
When the right scenarios are identified, you can create
projects with detailed tasks to facilitate and track the work’s
execution. If you have a goal to improve customer retention,
you will need to:
1. D
 etermine the types of activities required to execute
at a high-level such as creating a loyalty program.
2. R
 un multiple scenarios to see which ones will help you
meet goals and the best meeting budget, timeline and
resource utilization parameters.
3. D
 efine the effort required to create a successful loyalty
program, such as designing a rewards program, branding
your loyalty program or promoting it.
Workfront Scenario Planner can also help you with capacity
planning to identify resource gaps and resource availability for
specific tasks and projects. And, equally important, it can help
justify requests for additional resources or budget.

Create and compare multiple scenarios
Using Workfront Scenario Planner, you can create and compare multiple scenarios
to aid decision making, such as how outsourcing work impacts the budget versus
how not outsourcing would impact the timeline.
By creating quick and easy side-by-side comparisons, you can better determine
which scenario will work best for budget, resources, and timelines.

Get a side-by-side comparison of different scenarios so you can make smarter decisions.
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Measure your strategic
alignment success
Goal setting and planning is only worthwhile if you have
a clear idea of how your performance corresponds to those
goals. Workfront allows you to set goals and determine
the right plan to execute and share goals across the entire
organization, and measure real-time performance in
achieving specific KPIs—whether across departments,
teams or individuals.
To know how well your organization aligns strategy to work,
Workfront Goals makes it easy to take strategic plans and
measure their corresponding performance to drive desired
results or quickly change directions if performance falls
below standard.
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For example, if your goal is to drive 20,000 visitors to a new
product page, you can empower your team to decide how
to get there, whether it’s running one big email campaign or
testing and learning with a smaller email campaign and paid
social media. Either way, your team can monitor early results
based on the larger goal and make adjustments to ensure
they’re tracking toward it.
By creating complementary goals that align to quarterly KPIs
and the constraints agreed to within your chosen scenario,
you can develop guardrails for execution. If a manager needs
to take a different approach based on performance data
or market opportunity, she can use those guardrails to make
her own decisions.

Let IBM iX be your guide
Driving strategic alignment in transparent and measurable
ways motivates employees and positions your organization
to seize new opportunities. Workfront Goals and Workfront
Scenario Planner help you do this much faster and with more
success. By delivering the right technology infrastructure to
set and communicate goals across the entire organization,
your team can execute goals more efficiently than ever before.
IBM iX’s certified Adobe Workfront consultants are experts
at helping organizations with strategic goal setting and
planning processes. We offer separate implementation
services for Workfront Goals and Workfront Scenario
Planner that include off-the-shelf and customizable options.
Our skilled practitioners help develop a unified vision for
strategic goal setting and planning, and provide best-practice
recommendations for implementing your new strategic
planning process. These steps help connect people’s work
to your goals and let you become the high-performing
organization you’ve always wanted to be.
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For more information
The Adobe Workfront practice of IBM iX, acquired in 2021,
has been recognized as Adobe Workfront’s Partner of the Year
the past two years and is the first Adobe Solution Partner to
receive the Adobe Workfront Specialization designation in the
Americas region. Our specialists have deep enterprise work
management expertise and offer end-to-end Workfront services
to Fortune 500 companies, including: strategy formulation,
implementation, management and support. To learn more,
visit: ibm.com/services/adobe-workfront
IBM iX also offers end-to-end consulting capabilities to help
clients design and deliver personalized customer experiences,
as well as transform operations to support these experiences,
connecting strategy to delivery, integrating people and data
across the enterprise on one collaborative platform. For more
information on IBM’s Adobe partnership and Adobe consulting
capabilities, visit: ibm.com/services/adobe-services
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