Lecture 10: A Service-Oriented Approach to IT Strategy
Learning Objectives:
1. Explain how a service-oriented IT strategy differs from a product-oriented IT strategy

2. Justify the need for a service-view of IT strategy

3. Discuss the steps involved in developing an IT service strategy.
Introduction
Strategic Information Systems Planning has generally focussed on developing plans for computer systems:

What computer systems are needed?

How do they support business goals?

What should be the priority of delivery?

Such a view is product oriented.

The outcome of the strategy is a list of artefacts, in other words the IT, what it will look like and how it will be constructed.

 

IT departments need to move away from a focus on the computer systems to a focus on the service they are delivering to the internal or external customers. 

A shift from a product focus to a service focus results in the product being placed in the context of its use and purpose.

 

In IT, the computer system then becomes a platform for the delivery of a service.
In considering IT as a service, we take a holistic view in which the computer system is put in its context. That context involves customers, both inside and outside the organisation who are using that service. Thus issues of customer satisfaction, service quality, service design, management structures, timing of delivery, training, resourcing come into play. 

A focus on the system development life cycle, and on a management structure based on development environments and production environments becomes inappropriate.

We shift from:

Systems development to service development

Software design to service design

Software maintenance to service improvement

Software quality and testing to service quality monitoring

 

A shift from product-orientation to service-orientation must have an effect on strategy and planning. 

We move from IT strategy, with its concern with boxes and software, the benefits of those boxes and the management of system building to IT Service strategy with its concern of service innovation and design.

This shift in focus will put a greater emphasis on the people receiving the service and less on the technology.

Our bottom-up analysis of the current situation will look more at the spread and balance of services than the application portfolio. This will involve addressing service quality and scope and looking at customer expectations and the gaps in services.

Our top-down analysis will still focus on competitive advantage, and may still use positioning tools such as the value chain, adjusted for use in services (see Botton and McManus), but will be concerned with how IT can support the services the business delivers by providing services, not boxes.

Our inside out analysis will look at technological opportunities to deliver new services. 
Our output from the IT service strategy exercise will be a series of service definitions, will underlying analysis of peoples, resources, management and tools for service delivery, and not a set of computer systems. These service definitions then form the basis for new service design.

Consider types of services that might be identified as part of the strategy.

This output will demonstrate fit between the business processes that support the business's products or services and the IT services. IT services will be linked to business services and there will be many to many mapping.

As a greater level of detail, the strategy will outline the activities needed to deliver the services and will indicate the general strategy and strategic culture for delivering those services.

 

Our IT service strategy should identify:

What services do we provide? (Hence need for service catalogue)
To whom do we provide them?

How are they related to / tailored to the services the business delivers to customers?

How do we deliver them - what is our strategy / attitude/ culture / approach?

What are the people / arrangements / tools / resources we need. 

 

How will we develop an IT service strategy?

1. As usual we must start with the business: 
What is its mission?

What services does it provide and to whom?

If we are taking a purist service view, then where a company provides products we need to consider the customer service that the product is part of. This may generate ideas for new business services which will require ideas for IT services.

The definition of services that are provided by the business should be split down enough to generate service support requests ( i.e. definitions of what IT services are need to make that service work or to underpin the service.)

A network of connected services may fit together in order to provide a single service.

 

2. Identify the portfolio of IT services required to support the internal and external customer, 
This will consist of a network of IT services, including front office services and back office services.

We will need to identify service components and service groups. 

By packaging services together we will be able to:

Produce one service which fulfils service support requests from a number of business services,

Produce service interfaces (contracts) that enable us to deliver an IT service which is not adversely affected by changes in the underlying mechanism by which we deliver it (encapsulation?).

However, we also might wish to define IT service teams responsible for delivering or supporting a business service. The team would be driven by defined service contracts and measurables. But how the service is delivered would be up to the team. For example, the team would make decisions as to whether to meet the service need by tweaking an existing computer system, buying or building etc. Also the team would decide when to retire an existing computer system. The delivery of the service should continue without the service customer needing to get involved with implementation of a new system, hand over etc. i.e. without having to organise their lives and jobs according to an IT agenda. 

We also need to identify new services in response to changing information needs and processes, new technology availability and the support of new products or services emerging from the organisation's business strategy. 

3. Develop a strategic approach.

Define the key philosophies, principles or strategic position of IT services.

Develop activities which operationalise those principles.

Develop an activity-system map (see Porter, 1996)

Activity System Maps enable the description of a companies strategic position and identification of linked activities. (See Example)

The IT service strategy will involve:


Distinctive positioning,


A set of related choices,


A tailored web of activities.

Scenario Planning

Scenario planning is a method for learning about the future by understanding the nature and impact of the most uncertain and important driving forces affecting our future. It is a group process which encourages knowledge exchange and development of mutual deeper understanding of central issues important to the future of your business. The goal is to craft a number of diverging stories by extrapolating uncertain and heavily influencing driving forces.   (Borjesson, 2002)

Scenarios are not about predicting the future, but questioning fixed assumptions.

Crafting diverging stories – a series of possible futures

Ordering perceptions about alternative future environments.
Method for Scenario Planning

1. Identify focus issues or decision to be made.

2. Identify primary driving forces:


Social,


Economic,


Political,


Technological.

3. Rank driving forces according to importance and uncertainty.

4. Create matrix of two most important.

5. Flesh-out scenarios.

6. Consider implications.
You can tell that you have good scenarios when they are both plausible and surprising; when they have the power to break old stereotypes; and when the makers assume ownership of them and put them to work. Scenario-making is intensely participatory, or it fails." 

 Peter Schwartz, ‘The Art of the Long View’

Define management arrangements

Staffing arrangements
Technological requirements to provide those activities.

 

Other issues to be considered:

Business-wide IT infrastructure - how service strategy covers this.

IT as an internal Application Service Provider.

Links to DSDM, RAD and timeboxing

 

 

Concepts
Service-oriented strategy, Scenario planning. Activity maps. 
Questions
Explain how a service approach to IT strategy affects both the process and outcomes of an IT strategy exercise.
Why might activities maps be useful in IT strategy exercises?
Activities
For an organisation know to you, carry out the six steps of scenario planning and identify some IT services that might be relevant.
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