Lecture 8: Managing the Systems and Services Portfolio
Learning Objectives:
1. Describe the applications portfolio and explain its role in IT strategy and practice.

2. Discuss how IT applications in an organisation can be organised into a value chain.

3. Discuss the importance of investigating current systems and services and identify the activities involved in looking at current systems.
Introduction
The IT within an organisation can be consider as a portfolio of business applications surrounded by the services that support them.
We need to understand that portfolio, classify the types of systems and hence determine how to manage them. This might involve outsourcing some of them, for example.

The Application Portfolio

One way of classifying the IT uses a two-by-two matrix:

	Strategic
	Turnaround

	IS that the organisation is dependent on for its competitive advantage compared 

with other equivalent organisations.
	 

IS which is currently used in small ways but might provide future strategic IS.

 

 

	Factory
	Support

	IS which carries out the bread-and-butter functions of the organisation.
	 

IS which helps operators and managers work more effectively

 

 


Considers relationship with business success.

Current and future impact of IS/IT

Contents of portfolio change over time.

Dynamic movement of applications

(see Ward and Peppard p 41 - 43, 299 – 338)

Within IT services we should be supporting a balanced application portfolio.

There should be a flow of development such that new turnaround ideas are generated. These give rise to strategic systems which, when mature, form new factory systems.

Often, an analysis of an organisation using an applications portfolio shows that most IS are factory applications, with little in the way of strategic systems and no turnaround systems. Hence the organisation is not thinking about the use of IT for organisational or competitive advantage.

The classification of information systems in the application portfolio may suggest the use of different approaches to strategy and investment evaluation in each quadrant. 

The Applications Portfolio can be used to analyse what IS a company has, or to determine what IS a company should have. 

Value Chain Analysis

Another view that can be taken is to look at how each Information system supports the businesses value chain and how they help link organisational value chains.

Value chain provides high-level industry / business process analysis.
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External Value Chain

IS enables value chain to respond to real-time demand.

Also provides information infrastructure to support value chain

Integration of internal value chain with suppliers and customers



ERP



CRM

Integration of industry value chain   ->  E-marketplace

 

In using the value chain in IS strategy we consider:

Information flows, 

Information exchange, 

Information links, 

Demand information, 

Supply information. 

 

Value chain analysis will identify the need for integration:

(See Ward and Peppard p 244 – 275) 

Looking at Current Systems

In order to understand what is needed, we must examine what we have in place, the function of the existing information systems and how effective they are.

In any exercise where we are looking at the development of IS in an organization we must consider existing systems, since we are unlikely to be in a Greenfield site. There will always be some system we are replacing or linking to.

We need to examine: 
  

· What are the existing applications? 

· How do they support the business? 

· What are the shortcomings? 

· What is the management structure? 

From this we can develop a view of the position of IS within the organisation and the current state of IS. 

Existing Systems 

Find out about existing systems through: 
  

· Interviews with key managers. 

· Interviews with operatives .. What do you do and how ...? What happens when..? 

· Walkabout. Following the business processes around the offices. 

· System demonstrations. 

· Participative workshops. 

· Developing system charts. 

Key Questions 


  IS Questions

· What is this system used for? 

· How does it link to other systems? 

· What important information comes out of it? 

· What are the problems with it?
· What is IT services role in supporting it? 

  Some issues which may arise from this - 

·         Performance 

·         Interface 

·         Difficulty in accessing data. 

·         Missing data. 

  IT Questions

· What technical platform does it work on? 

· Does this match other systems? 

· What kind of manual data entry goes on and why? 

· Is it built in-house or bought? 

· How is it maintained? 

· Is there a maintenance backlog? 

· What are people’s perceptions of it? 

  

  
  

· How long does it take to get to know the system? 

· What ‘workarounds’ occur? 

· Is it providing suitable management data as well as fulfilling its operational function? 

· Who uses the management data? 

· What types of questions are asked of the data? 

· Are there information needs which are clearly not being met by the system? 

· Why is a particular platform used? 

· Costs? 

· Past commitment to supplier? 

· Skills base? 

· Mandatory? 

· How do systems link together? 

· Where is data moved manually from one system to another? 

· Are there any workaround / bespoke programs used to link systems? 

· What is the extent/ up-to-dateness of networking. 

· What type of downtime is being experienced? 

· Are there space problems? If so what’s causing them? 

· How old are the systems? 

We also ask questions of the management of IS and structure of IS? 
  

· Is there an IS Department? Is it called IT or IS or Information Services? 

· What is the outlook of that department? 

·     Strategic 

·     Business 

·     Technical 

· How is the department viewed within the organisation? 

· Is there any systems development? 

· What is the current make or buy strategy? 

· If the organisation is part of a group: 

· Is there a group IT? 

· What is the involvement of group IT with the organisation? 

·         Dictatorial? 

·         Advisory? 

· What is the level of staffing of IT? 

· Are there skills shortages? 

· How is IT and its staff perceived by the organisation? 

· Are there systems within the organisation which the IT Department doesn’t know about or has no stake in? 

· Is there a current replacement strategy? 

· What is the previous organisational experience of IT? 

· Mainframe or Client/Server 

· Application development 

· Previous IT managers? 

· Is IS well-resourced? What is the attitude to replacement systems? 

· Internal and External IS Environments 

· Internal :All systems within the organisation and their links 

· External: 
  

· Links to suppliers and customers 

· EDI and data transfers. 

· Data requirements of external authorities 

· e.g. holding company 

· Inland Revenue 

· IT supplier environment 

·   

·   

· Application Portfolio 
 

· Is the application portfolio balanced? 

· Are there any quadrants which are under-represented? 

· Why is there under-representation? 

· What strategic applications are there? 

· Are turnaround applications evolving within the organisation? 

  

Concepts
Application portfolio. Greenfield versus brownfield site. Value chain. 
Questions
For an organisation known to you consider what information systems it has and how they might fit into an application portfolio. Do they have any strategic systems?

Is the lack of strategic systems a disadvantage?

Why is it important to investigate current systems before suggesting what new information systems should be procured?

In what ways should information systems support the value chain?
Activities
The following is edited notes from interviews carried out at a regional newspaper by a IT strategist.

1. Meeting with Managing Director

Newspaper publishing industry was slow in taking up technology in general. The technical systems essentially automate manual systems which were previously in place. I feel they are run by technologists and outsiders. It’s a bit of a "Heath Robinson" approach but "it gets the paper on the streets!".

We’re very functional and departmental in nature. The editor is an employee of the newspaper group. I’m not in charge of the editor. I can't measure editorial staff through KPIs such as stories produced per week. IT is controlled centrally by the group. The systems are considered inflexible. We are currently looking at using Business Process Re-Engineering to streamline business processes to aid efficiency.

Our staff are not very IT literate some employees have been "dragged screaming to IT".

Selling newspapers is a very profitable business, We don’t want to damage that. However we need to instil a proactive approach to information and IT provision. We need to know what’s happening in our market and to the people in our ‘patch’. We need market intelligence. IT can support that. This IS strategy will provide a window of opportunity to take the steps forward for the company.

 

2. Meeting with IT manager.

Classified adverts are entered into out own in-house system which we’re not happy with. We’re looking at Computer Telephony Systems (CITs) available on the market. We have 58 shops in the county. EPOS polls sales information each day. We have a windows-based delivery system. Two IT people are involved in supporting retail systems. The IT manager is in charge of all hardware and software and comms. and has 12 full time, 2 fixed term, 3 fixed term and part time staff, separated into technical support, development (comms. and networks) and operations 

The following systems are in use:

· SPACE system - DOS-based, started in 1989, to be replaced by shortly. 

· PHRASEA - originally developed by Reuters, in France, manages our library of cuttings, back issues etc.. 

· QUARK EXPRESS - pulls pages together from SPACE and Chaplin (editorial still mark the pages out on paper and pencil) 

· Page Pairer - polls and pairs pages when ready. current system by HYPHEN (which has gone bust) to be replaced by MONOTYPE system 

· OPI - Open Pre-press Interface - MGS 3 (MONOTYPE) used to keep network traffic down by using lower resolution graphics images before printing 

· RIPs - from HYPHEN to MONOTYPE - there produce the lithograph plates for printing from. 

· Finance Systems - sales ledger MACH 4, purchase ledger, 

· Sales - INFORMIX based system recording all sales to newsagents etc. 

· BPS - Business Planning System - standard reporting system for advertising 

· MIS - Informix based 

· Spreadsheets scattered around the company 

· Retail - almost separate from rest of Bugle’s IT - RMS, to be upgraded for six months to IRIS, to be then upgraded to APOLLO system - to be used by all EPOS. News delivery system - currently standalone, but will be integrated with RMS EPOS. 

· Payroll - ACTIONFILE hosted at LM 

 

We have databases everywhere but not a lot of management information. We use mostly Excel spreadsheets for the management analysis of data. We need to standardise on a development platform.

SPACE to FINANCE data transfer: transfers credit status of customers requesting classified advertisements every 5 minutes, generally 2-3 minutes between data updates, generally works efficiently.

We set up a web site 18 months ago, and are now doing websites for other companies as a service.

3. Meeting with Editor

We want words, photo, video access and archive using computers so that it can be published in whatever form needed. But we have great problems interfacing existing systems - changes fonts and page layouts occur on translation which have to be undone. We would like a system that links all aspects seamlessly. Difficult to get people trained because we haven’t got the time due to deadlines.

We have 40 sub-editors, some use APPLE MAC, others use a different system.

PHRASEA gives a slow response. It’s not multi-tasking, and can't cater for video.

IT support for journalist - a tape OK for short meetings but for an 11 hour council meeting? Laptops would help - evening use to write up story overnight possibly.

Who should control the page planning for a story? At present story areas are blocked by advertising, yet editorial want it the other way around - the story should be fit into the page first, then the ads!

4. Meeting with the Marketing Manager

Marketing undertake qualitative and quantitative research. Questions regarding industry information are gleaned from data provided by a marketing organisation in London and CAGI (a customer profiling system) fed into a GIS type system. We use QUANVERT for quantitative data analysis. We pick up data from advertising, taking it out of an Informix database into Excel. We extract newspaper sales data using SQL. We need GUI tools to enable multidimensional analysis "by product by region by edition by month". Management want graphs and bullet points. Some want regular reports, others need ad-hoc reports. We don’t do enough analysis, we just give them the numbers. We have problems with information access, we find the information not what we wanted when we get it. Competitor analysis is performed once a week. In an ideal world we would like one seamless system, with point and click, drill down, analyse the data and forecast, responsive system.

5. Meeting with the Sales Manager

Newspaper sales. Our Newspaper sales system went live 3 weeks ago. It logs orders and house deliveries, and credit card orders. From it we can analyse the buying patterns of householders. We aim to increase home deliveries. We use postcodes and names and addresses to aid sales targeting. Finance use the data for payment reference. It would be better if the system was completely integrated. We would like to take orders straight into palmtops and feed them back automatically to head office

Display advertisement sales. We use the Chaplin system for display adverts and the finance system for performance over time in terms of sales.

We would like to be able to book into guaranteed sales positions, to create the advertisement there and then when with client, and send it down a line to the Chaplin system. We would like customer history to be available on the laptop, including information on bad debts etc. We would like the ability to perform territory analysis and management and contract triggering so that system can alert the rep that it is time to action a particular contract or client

 

6. Meeting with the Chief Accountant

Management accounting: Our accounting system is a Mars nominal ledger which runs on dumb terminals. It does not contain all the information needed for management accounting, nor does it contain it in the right format, so have to re-key to Excel. However it is a good internal system. It does not have a cash book, but tries to be a total accounting package. Debt collection system should tell me which need chasing, and not require people to find out from management reports.

BPS system gives advertising and sales details for end of month requirements, but we cannot access it directly, so re-key to Excel (security issues make access impossible).

We would like a system able to help with ‘what if’ analysis, for example what if advertising went up 10%. People use different terms for measures like "advertising revenues generated". As a result, some manual manipulation of numbers is required. We would like integrated systems feeding each other and good some good MIS: management information right up to group level is needed - tiered information structure

Use these notes to identify current systems at the newspaper and identify specific problems, particularly with information flows.
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