Lecture 1: The Changing Nature of IT 
Learning Objectives:

1. Understand the how the role of IT in society and organisations has changed.

2. Explain the consequences of the changing nature of IT for organisations

3. Give an example of the IT organisational function

4. Identify the core competencies that are required in the management of ICT.

The Role of ICT in Organisations
Consider the role of IT in the 1950s

This was the time that computers first became viable options for business to automate functions.

The Bank of America started automating cheque handling using an IBM 706

Lyons Teashops (!) produced the first commercial payroll processing system (LEO)

Computers were the domain of experts, programmers.

Hidden away in the organisation.

Special access, special use.

One-off developments.

Consider the role of IT in the 21st Century

Ubitiquous.   Part of everyday life. Everyone knows about computers, uses computers.


          ICT taught in primary schools.


          Computers are built into the organisational infrastructure.
Commoditised

         IT is a commodity.


          Bought as a product.

                      Assembled as bought components.

Global


Internet gives global access to customers, suppliers, ideas, software.



Internet as global supercomputer.



 Software products built offshore – Russia, India, China.

                         Software support international

                        Global access to computer resources (the grid)

Collaborative

           Suppliers


           Customers


            IT vendors

                        IT outsourcers.

Hence there is a shift in the nature of ICT within an organisation.

ICT is not only about delivering systems, but delivering services.

More individual.

More diverse.

More technically challenging.

More about maintaining and promoting relationships with a variety of stakeholders.

Hence a constructivist model must be replaced by a service model.
The Goal of ICT in an organisation 
To deliver benefits .. through
Support of business processes.

Integration of ICT into the organisation’s products and services
Provision of intelligence and services

Development of employee skills.

Development of distinctive services and products

Promotion of relationships with customers and suppliers.

The ICT department can only deliver its benefits though the provision of services to the organisation and its customers.

Why IT should be viewed as a Service

Traditionally the focus of IT departments has been on the production and maintenance of computer systems.

Helpdesks are then used to support computer systems, with an emphasis on solving technical problems.

We build systems (meaning the box and software) and 'throw it over the wall’

There is a large gap between business and IT and IT developers and operational staff.

Business strategy is ignored and IT becomes more interested in the technology than the business.

 

IT Departments may be:

 

Technology-oriented

Product-oriented

Methodology-dependent.

User-averse

Inwardly-focussed

 

Such a view of IT misses the point of IT deployment, which is:


To deliver business benefits to the organisation.

To support organisational member in their delivery of products and services to the organisations' customers.

 

When IT fails to consider its customers, and fails take a service view this may lead to:

 

Unproductive outsourcing - the company gets rid of its IT which it sees as a burden and a cost sink. This often leads to greater problems!

IT/business culture gap - IT sits as a foreign body in the organisation, with different values, different culture and even a different location.

Sidelining of IT - Since IT can't deliver and is culturally out of tune with the organisation, it does not get to take part in company decision making. IT is treated as a support service of low importance, like building maintenance or catering.

Loss of business benefit - This is bad for IT and the business, since IT is often core to organisational profitability.

 

In order to rectify this, the IT department need to take on a service mindset. 

Product to service. IT is only a tool to help deliver a service. The focus should be on that service which involve the provision of business information to our customers.

User to customer. Passive users become active internal customers, with particular concerns and needs which must be individual addresses. Internal customers are recipients of our services.

Technology to business. The organisation does not owe us a living. We are there as part of the business.

Projects to people. The people on the organisation are of key importance. It is the service we deliver to then which is paramount, not the particular software projects. While projects remain important they are delivered by and for people. A change in view will mean a different attitude to application development, help desks 

Discrete projects to continuous service. A software development culture focussing on delivering discrete systems may have to change. The importance of maintenance and continual system development will increase.

 

IT departments need to become service orientated.

 

A robot manufacturer spends 96% of working hours on service activities. Robots are components of systems for productivity development and product rationalisation

 

Similarly, software and hardware must be seen as components of a service. The application on the server is there as part of a service, whether a transaction service or an information service.
This module is about the strategic definition, the implementation, and the support of that service.
Right through from the recognition that IT is required, through the development and implementation of that system a service-oriented view should be taken. A holistic view of the service must be taken. The context n which the information system operates must be understood. IT departments can no longer be treated as solely technically focussed functions. 
 

Structure of a Typical IT department in local government
Head of IT Services

Technical Services Group


Hardware, Desktops, Servers, Networks, LAN, WAN Unix, Windows.

Development Services Group


Application software. In House. Outsourced. System Integration. ‘Baby sitting’

Legacy Systems.

End User Computing. MS Access development.

Strategy

Policy and Procedure

Information Strategy

Business Analysis

Information Security. 
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Identifying core competencies

IT Services need to have certain core capabilities. Feeny and Willcocks (1998) identify nine which are presented here:

Leadership: integrating IT services activities with business purpose and activity.

Services Thinking: Understanding services and business systems and how to integrate IT into new services. Making IT services a significant partner in every business development.

Relationship building. Understanding the internal customer and their needs and goals, making sure the customers understand IT's service potential, helping customers and IT providers to work together. Building customer ownership and satisfaction. Overcoming the culture gap. 

Architecture Planning. Creating a flexible but robust and future-proof technical platform for supporting the delivery of various and evolving IT services. Managing standards.

Making technology work. Developing good understanding and trouble-shooting abilities. Understanding IT fundamentals. Good IT applications support. 'Understanding of the business and the specific application context.'

Informed Buying. Analysis of external markets for IT/IS., selection of a sourcing strategy, understanding of tendering, contracting and service management.

Contract facilitation Managing service level agreements. Dealing with problems and conflicts. Making sure things run smoothly on a daily basis.

Contract Monitoring. Holding suppliers to account for both existing service contracts and developing performance standards.

Vendor Development. Identifying the potential added value of IT/IS service providers. Exploring long-term potential and service innovation.

 

Feeny and Willcocks (1998) suggest that much else that constitutes IT Services can be outsourced - application development, network maintenance, infrastructure installation. However, all outsourcing should be considered carefully. 

Alignment

A key goal at both a strategic and operational level is to make sure the IT services is aligned with the organisation.

IT provision must fit the business needs.

IT service delivery must match the needs and timing of the organisation.

 IT must understand the business and reflect its culture.
In this module we consider the nature of the IT function in an organisation. What  is it trying to achieve? How is it run? What are the main activities it undertakes?
Local E-Government

It is estimated that a local government will have 700 different service.\Many of these are information based. They may include land registry, electoral register and local tax. They will all require information system for collecting tax, collecting parking fines, managing congestion charges, managing road repairs and waste disposal contracts. Some may be developed in-house, although this is rare; others will be using bought-in applications and some will be outsourced, entirely run by outside IT contractors.
They will all involve a variety of service activities:

Information systems planning. Defining what systems re required. Audit existing information,  understanding and mapping processes.

Information management.  Creating of management structures. Benchmarking. Managing the implementation and support.

Customer management. Managing relationships with customers using e-government services. Managing customer service functions. Marketing e-government. Surveying and monitoring usage, customer satisfaction. Understanding the types of problems that occur.

Supplier management Managing procurement of system, managing suppliers of systems.
Concepts

The module is about managing the wide range of activities necessary to deliver ICT within an organisation and around the organisation. We will recognise the internal requirements and be sensitive to external ICT responsibilities arising from e-commerce activities including business-to-business systems. We will be concerned with
Alignment

Services

Standards

Adaptation

Process

Governance

Empathy

Customers

Integration

Suppliers

Relationships

Opportunities

Questions

To what extent do you think any IT organisation you are aware of is service-oriented?

What characteristics might indicate service orientation.
Consider Charlie's Chocolate Factory   and answer the questions at the end of the case study.
Activities

Write an outline for a training core in the IT service core competencies. How would you teach the necessary skills.

Describe the IT organisation of a business known to you. How are the functions split up? To what extent does the structure reflect the technology of the organisation? To what extent does the structure of IT align with how the business is organised?
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