Lecture 12: Critical Success Factors in IT Strategy 
Learning Objectives:
1. Define a critical success factors (CSFs)  and give an example

2. Explain the difference between CSFs and business goals

3. Discuss the application of CSFs in IT strategy and services

4. Apply an appropriate approach to obtain strategic IS requirements from CSFs

Introduction
What is a CSF? 
Rockart (1979) defined critical success factors as ‘The limited number of areas in which results, if they are satisfactory, will ensure successful competitive performance for the organisations. They are the few key areas where "things must go right" for the business to flourish. If the results in these areas are not adequate, the organisation’s efforts for the period will be less than desired."

CSFs are 'intended performance consequences of systems and behaviours within the company that a most strongly related to the achievement of desired firm objectives.'

They are:

     unique to the company

     factors that are most vital to the organisation's success

They help:

     justify the development of strategically important new systems.

     focus on important business needs not operational system upgrades.

     

CSFs: social constructs which may change with time, location and market. 

 

CSFs enable the concentration of forces on specific business areas. This is of key value when IT resources are limited.

 

Car Rental:  CSF - Matching availability of cars to customer reservations 

Leads to goal of Customer Satisfaction level.

 

Levels of CSF - CSFs are hierarchical within and outside an organisation. 
  

· Industry 

· Corporate 

· Departmental 

· Industry 

· System 

 

Finding CSFs
 

CSFs are obtained through interviews and workshops with senior managers. 

We ask: 

What is the direction of the business? 

What issues are going to be important in getting there? 

See also Critical Success Chains

 

Characteristics of CSFs
 

 CSFs are interpretive:

There will be differences across an organisation and between managers;

They capture each person’s world view.

They capture personal constructs

CSFs are dynamic:

They change as people’s view change and the environment changes;

They are influenced by context.

 

CSFs are interlinked:

There is a risk of becoming reductionist.

CSFs are a network of influences which need to be examined together in order to determine a strategy.

CSFs form webs of influence.

 

Process involves: 
 

Understanding mission and objectives 

Determining CSF for each objective. 

Developing measures and thus identifying IS or data needs. 

Planning IS strategy round CSFs. 

 

CSFs support prioritisation and focus on strategic opportunities for IS.
Defining Criticality
Problem emerges: What do we mean by critical? 

Different people will have different views. We need to avoid any bias generated by people’s opinions. 

What makes a critical factor different to a non-critical? 

Are there different types of criticality? 

  

Criticality 
 

based on: 

· known causal mechanism 

· necessity and sufficiency 

· association 

  

CSF Attributes 
· Standing - present over a long time 

· Instigating - triggers off successful activity, localised in time. 

· Direct - related to success 

· Indirect- catalyses, moderates or mediates 

· Enhancing - increase probability of success 

· Inhibiting - decrease probability of success 

A classification can combine attributes and types. 
Value: makes us think about why we’re selecting a CSF. 

Can help in the search for CSFs. 

Highlights emphasis on weakest type of CSF that predominates practice and preference for instigating, direct, enhancing factors.. 
Where are CSFs coming from? 
... balancing intuitive and logical systematic approaches. Taking what we experience and what we know, and applying those things to the business strategy. 

  

Critical Success Chains
 

CSFs are performance consequences.

 

Personal Construct Psychology

 

Attributes    ->      Consequences  ->  Values

 

Critical Success Chains

 

IS attribute  ->    CSF Performance      -> Firm goals

 

Finding CSFs and ranking IS ideas through interviews.
 

1. Gather ideas for IS applications

2. In Interview  show participant three random IS ideas.

3. Rank in importance

4. For highest ranked, ask:

        Why is that IS application important? 

                    Collect associated concepts

        What is it about the system that makes you think it would fulfil or help fulfil the a particular goal?

 

Hence derive participant's model of relationship between features, performance consequences and goals.

Look for consistent constructs amongst participants

Hence obtain consensus.

 

This is a bottom-up use of CSFs 

 

System attributes links to CSFs which link to organisational goals.

This all feeds into a workshop for system specification.

 

 

 

Concepts
Critical success factor, critical success chains, criticality
Questions

Why might the concept of CSFs be popular with senior managers?
Explain how a business CSF can be connected to a strategic information system requirement.

What are the advantages of a CSF-based IT strategy for defining the IT/IS strategy?
Activities

For an organisation known to you, identify two CSFs and evaluate the extent to which they are supported by the application portfolio
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