
1

Planning and Running Digital Transformation Programs

Mohammad Ali Shalan
DIGITAL TRANSFORMATION GREEN BELT, CXO THRIVE, 

PMP, PMI-RMP, CISA, CGEIT, CRISC, CRMA,
ITIL & CSX-FUNDAMENTALS



2

What is Digital Transformation?
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Digital Business Transformation is a Journey
to Adopt and Deploy 

Digital Technologies and Business Models 
to Quantifiably Improve Business

Performance

https://transformationfiles.com/masshalan

https://www.linkedin.com/safety/go?url=https%3A%2F%2Ftransformationfiles.com%2Fmasshalan&trk=flagship-messaging-web&messageThreadUrn=urn%3Ali%3AmessagingThread%3A2-NzY5M2E5MWMtZjkxOC00Y2FkLWI0YjktNTc4NzljZWFlN2M0XzAxMw%3D%3D
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The 10th Digital Transformation Report by DGA
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The 10th Digital Transformation Report by DGA
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Digital Transformation is Blurring the Lines  
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Financing the Journey 
(REVOPS and DEVOPS Cycles)
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The Technology Challange
• Innovative projects may be the first to

deploy certain technology in specific field.

• Partnership is required to enhance revenue
generation streams and system usability.

Short Term Products
• The short-term nature of technology-related 

projects can be outside remit 
• Additional risk and challenges of transformation 

projects need to be considered.

Difficulty to monetize the benefits 
of some transformation projects 

Projects might not have a clear 
path to steady revenue

DEV
REVOPS OPS

DEV: Development
OPS: Operations
REV: Revenue Generation
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The Inception Phase
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Identifying The Journey’s Vision and Mission
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Vision: To rebuild “Jeddah” city as the Third best smart city in the 

“Kingdom” 

Mission: Re-plan and Develop “Jeddah” as a smart resilient city 
using the relevant emerging technologies to build a renewed city that 
will achieve the major goals of all stakeholders
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Defining the Strategic Objectives (Long and Short)

1/11/2023 Mohammad Shalan@ 2022 9

Identify Areas that can be upgraded as a smart districts
• Work on relevant infrastructure  

• Establish solid engagements with the Saudi Vision team

Ensure high-value deliverables and financially-sustainable Funding
• Integrate with Financial Institutes who are willing to participate

• Attract, upskill, and retain employees with required competencies & capabilities

04
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Build the right engagement model
• From Emerging Technology perspective

• From Stakeholders expectations and involvement

(Short Term)

(Short Term)

(Short Term)

(Long Term)

Define the operation model for the smart city
• Augment planning, collaboration and financing options with all stakeholders

• Define sustainability mechanism to satisfy ESG goals with smooth operations
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Building the Strategic Map Pictorials
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Infrastructure

Internal 
Operations

Finance

Customer 
Experience

Cybersecurity MeasuresRequired Enterprise Architecture

Transformation Management 

Team
Functional Activities

Physical Infrastructure

Understand the RevOps model
Increase investments and 

Sustained funding

Provide necessary tools to 

collaborate 

Understanding the Client needs and 

expectations

Social Team Competencies ESG Goals checklists
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Stakeholders Identifications
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01

02

04

03

01

Engagements

• How to manage the engagement 
with various stakeholders

Managing and 
Promissing

• What to promise the clients
• When to decide and respond

Listening to 
Expectations

• What they are expecting
• How to listen to stakeholders

Identification
• Clients and residents
• Investors
• Government
• Industrial clients
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Emerging technologies 

Gartner Hype Cycle
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Emerging Technologies (1)

https://www.raghwendra.com/blog/emerging-technologies-2019-2020-and-forever/
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Emerging Technologies (2)

https://www.raghwendra.com/blog/emerging-technologies-2019-2020-and-forever/
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Challenge Cards

Challenge Subject

Sector Department/Function

Main Challenges Suggested Resolutions
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Signs on the Road
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Strategic Objectives 
Identified and challanged

Strategic Pictorials
Well defined and Sufficient resources can be
allocated

Stakeholders
Engagment Models  and main directions are identified

Mission and Vision
Prepared and Agreed

Challanges
Identified and prioritized

Emerging Technology 
Awarness, rsearch and selection

• Initiatives
• Projects
• Enterprise Architecture

• Prioritizations
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Project Cards
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Project Card

Initiative

Project # Project Name

Objective

Project Owner

Link with Goals

Link with KPIs

Additional 
Services 

Time Frame Budget



18

Initiative Cards
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Details

Time 

Table

Finan

cing

Status : New

 #1

% of completion : % *

Start Date : Q1 2023

Finish Date: Q2 2025

Expected Budget :*** SAR

Additional Budget: * SAR

Total Budget :SAR 

• Initiative Name:

• Initiative Goals:

• 1
• 2
• 3

• Initiative Description
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Preparing the list of Prioritized Initiatives and Projects
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Initiative Focus Domain Associated KPI's Objective Duration
Resolved 
Challenge

Additional Info

Building a smart 
parking solution

Mile Stones

Transportation
% of congestion 

reduced
Enhance the 
quality of life

1 Year
Congestion and 

Frustration
N/A
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Enterprise Architecture
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https://dga.gov.sa/sites/default/files/2022-08/Enterprise%20Architecture%20Establishment%20for%20Government%20Entities.pdf

• There are different types of EA frameworks, 

such as Zachman, FEAF (Federal EA 

Framework) and TOGAF (The Open Group 

Architecture Framework).

• The Saudi DGA (Digital Government 

Authority) has developed NORA (National 
Overall Reference Architecture)



21

Enterprise Architecture

1/11/2023 Mohammad Shalan@ 2022 21



22

No One Size
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Organizational Structure
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Business 

Owner

PMO

Work Streams 

Owners
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SMO

VMO

CMO

Work Streams 

Management

Alignment Company to support and foster engagement levels

Initiatives’ 

Owners

Training and 

Development

HR team

Learning and 

Research

Internal 

Communications

TMO
Aligned Functions

Expert panel to support strategic, technical and  functional topics
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Prioritized Projects and Distribution
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Prioritized Projects and Distribution

Q1-23Q2-23Q3-23Q4-23Q1-24Q2-24Q3-24Q4-24Q1-25Q2-25Q3-25Q4-25ProjectInitiative

Project AInitiative AA

#
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Digital 
Transformation
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https://sa.linkedin.com/in/
mohammadshalan

https://www.youtube.com
/c/MohammadShalan

masshalan@gmail.com

+966 569 188 680

https://sa.linkedin.com/in/mohammadshalan
https://www.youtube.com/c/MohammadShalan
mailto:masshalan@gmail.com

