AS Module 2 (I CT4): Topic 13.3 Corporate Information Systems Strategy 


Corporate information systems strategy  (Chapter 40)

· Describe the factors influencing an Information System within an organisation

	Management organisation and functions
	Planning and decision making methods
	

	General organisation structure
	Responsibility for Information Systems within an organisation
	Information flow

	Hardware and software standards
	Behavioural e.g. personalities, motivation
	 Ability to adapt to change


Information flow (Chapter 42)

· Describe the methods and mechanisms of information flow within an organisation both formal and informal and the constraints imposed upon this by organisational structures 
Personnel  (Chapter 36)

· Understand the levels of task/personnel within an organisation

	Strategic
	Implementation
	Operational


And relate the needs of these three levels to the Information System
Information Systems Strategy CHAPTER 40



What is a Business Strategy?
Every business should have a business strategy - this is a long-term plan, which shows the direction the business is taking.  The business strategy provides an agreed set of objectives for the business.

All business organisations need to plan in order to be successful in the long term, the planning process will resemble the following

	The business objectives are described in a mission statement

	A SWOT analysis of the organisation is conducted (See p.223)

	A Business strategy is created

	Sub-strategies which service the business strategy are then created.  This might include the Information systems strategy, a Marketing strategy, a Production strategy etc.


www.mindtools.com/pages/article/newTMC_05.htm
www2.essex.ac.uk/iss/policies/InformationSystemsStrategy/ CurrentStrategy.htm


Problems can arise if there is no CIS strategy or a poorly implemented one

· Ineffective use of IT resources, particularly if the needs of end-users are not being met

· Incompatible hardware and software between departments

· Poorly designed and documented systems

· Threats to data security and privacy

Corporate Information Systems Strategy P223

The Corporate Information Systems strategy is then just one part of the overall business strategy. This is important to remember.

Therefore the strategy MUST be led by the information needs of the business and NOT on how the information is to be provided.

It must be led by the needs of the business and not by technology.
In formulating this strategy, it is important to identify the information needs of the organisation.  It must be led by the needs of the organisation and not by the availability of the technology.

See Ford case study p.224

An information systems strategy can be successful if there is a commitment from management, sufficient resources and adequate training.

It can include:

· A commitment to either end-user v centralised computing

· A vision of how the organisation can use IT to gain a competitive advantage

· A policy on upgrades

· Security and disaster planning policies

· A policy on archiving of information

· The organisation may decide to use the services of a "facilities management" company.

Upgrades can irritate and confuse.  They can also be costly, especially when it turns out that existing files, software or hardware might be incompatible with the new version of an application.  Upgrades may result in a need for extra training and extra support.

Archiving of Information
Information may need to be kept.  An information management policy might dictate what information should be kept and for how long.

The main factors that contribute to the success of the CIS strategy will be determined by a combination of the following: -

Organisation

1. The management organisation and functions of each level of management

If the system is to meet the needs of the management then its design must take account of management methods and needs. It must recognise the different levels of decision making appropriate to different management levels and roles:

	Strategic
	Strategic decision makers plan long term objectives and policies. Whether or not to extend operations to a new part of the country or to whether to take over a company would be strategic decisions. Strategic decisions are made by a small number of managers at the highest level.

	Management Control
	Management control decision making is to do with monitoring the way in which existing resources are being used and how well the organisation is performing to achieve the goals identified at the higher level.

	Operational Control
	Management decision on how to carry out the tasks specified by higher levels of management.


2. Planning and decision making methods

We can identify the type of decision making which may be either structured or unstructured. Structured decisions are made for repetitive and routine problems or situations such as what to do when a particular stock item is low. Unstructured decisions are made in one off or innovative situations and normally require insight into the problem. Deciding whether or not to extend into a new market would require an unstructured decision - i.e. a decision where there was no structured framework to provide a stock answer.  

The development of an information system must take account of the way in which decisions are made within the organisation to ensure that the correct type of information is available at the right level to support the decision making process. In addition it must be remembered that organisations are composed of individuals who will wish to manipulate any new system to gain political advantage within the system or who may see such a system as a threat and oppose its use.

3. The general management style

The "monopolist" approach is to strictly control end-user development.  The "laissez-faire" approach is to encourage end-user systems development to expand.

· Advantages of the Monopolist Approach:

· It can ensure that the whole organisation is using a common system - no incompatibility issues.

· Data files and staff can transfer between departments. 

· It ensures that systems are developed by experts who will produce efficient systems with proper documentation

· It allows the control of data and reduces the threat to data security

Advantages of the Laissez-Faire Approach:

· Needs of end-users can be met without waiting for time or funds to become available

· The organisation can unleash the creativity/talent of its workforce

· End-users will get the system they want if they develop it themselves

4. The general organisation structure

The number of levels before decisions are made and management support of ICT

5. The responsibility for Information Systems within an organisation

At Board level and throughout the organisation

6. The information flow

See the separate section below

7. Technology

· Hardware and software standards

· Facilities Management IT costs can be unpredictable, so instead of investing in their own IT system, a business could decide to lease the system.  They would pay a fixed monthly fee and all repairs and maintenance would be the responsibility of the facilities management company.  This is an ideal solution for smaller businesses.   

· Communication methods

8. People

Behavioural e.g. personalities, motivation, ability to adapt to change

 

Using ICT to Gain a Competitive Advantage p.225
An important part of the information systems strategy is to show how ICT can be used to gain a competitive advantage.   There are four major forces exert pressure on a business:

Bargaining power of customers;

Bargaining power of suppliers;

New and better products appearing which make the organisation’s product obsolete;

New competitors entering the market 

Strategies to counteract these include:

Keeping costs lower than those of competitors; 

Producing better products than competitors; 

Creating new or different products that no one else produces;

Locking suppliers or customers in to the organisation’s products or services, for example by supplying excellent after-sales service.

Collect specific examples of

How can ICT be used to keep costs low?

How can ICT be used to produce better products?

How can ICT be used to keep customers, thereby gaining repeat business?

www.radience.co.uk/whitepapers.cfm

Ford Dealership (p.207)
Information system for Ford Dealerships is linked to the central plant at Dagenham.  It allows any dealer in the country to track down exactly the car the customer wants.  Production managers can see exactly what cars have been ordered and can adjust production accordingly.  The system has clear advantages for the dealer, the customer and the management.

Talbots (Heathcote p.213)
Women's clothing chain in the US has a database of seven million names including information about customers' sizes.  They can forecast what sizes sell well in particular stores and they can plan new store openings.

 Tiptree Book Distributors (Heathcote p.220)
Disastrous implementation of a new system.  "It took 27 years to build up a reputation as the best distributor in the country and seven weeks to lose it."  Read about what went wrong!

 Ford's Information Systems Strategy (Heathcote p.224)
What benefits do they hope ICT will bring to their organisation?

Wal-Mart (Heathcote p.226)
Example of an information systems strategy that used ICT to gain a competitive advantage.

Information Flow CHAPTER 42

A number of different methods support this information flow, which allow information to flow both up and down the hierarchy. Note that the information may flow internally between individuals, departments or between any of the subsystems that make up the organisation. Methods by which information flows within an organisation are 

Consider

Formal methods include www.thekjs.essex.sch.uk/yates/it04-3.htm


· Meetings

· Forms

· Group presentations

· Electronic mail

· Telecommunications systems

· Memos

· Notice boards

· Reports

· Use of the company Intranet (Lotus Notes)

Informal methods that will not be integrated into a MIS include 

· Face-to-face conversations, 

· Informal meetings, 

· Telephone conversations, 

· E-mails, 

· Reading newspapers, 

· TV 

· Office grapevine. 

The organisation's structure will impose constraints on this flow of information. Unless steps are taken to free up the flow, then it would be difficult for an operational level worker to pass information directly to a strategic level manager. Devices like suggestions boxes are sometimes used to help the upward movement of information.

Personnel CHAPTER 36

Decisions making concerning all the functions of management are inevitable.  Managers continually encounter problems, which need to be solved.  These problems can be

Structured (i.e. the decision is almost automatic)

Semi-structured (not all knowledge is available)

Unstructured (few pre-set rules, procedures or guidelines to help the decision maker)

Decisions can be of the following

Strategic - these are long term and made by ‘top managers’, based mainly on external information, personal judgement and internal information supplied by middle managers in the form of one-off reports and long-term trend analysis. E.g. Should we diversify our product range?  Which markets should we move into?  

Tactical - medium term with usually a span of months and made by middle managers.  These are based on a mix of internal and external information with less personal judgement.  Internal information will be provided by supervisory management including periodic scheduled reports.  E.g. planning work schedules, cash flows.

Operational- short term made by supervisory management and using daily and/or weekly internal information.

QUESTION 1 
“The quality of management information is directly related to its timing.”

(a) Discuss this statement paying particular reference to:

the different purposes for which the information may be required:

the relative merits of speed versus accuracy. (6 marks)

(b) In planning the information system within a system, where are the delays likely to occur and why? (6 marks)

(a) Whilst timing is important other factors such as completeness, accuracy and relevance are equally important in assessing the value of information to an organisation

Clearly the quality of management is directly related to its timing, but this in itself is linked to the particular situation giving rise to the need for such information (2)

To illustrate, the following examples are given

(1) Provision of historical information - into this category come annual accounts where there is no conflict between speed and accuracy, as time is taken to produce the information required; most companies however have well-defined timetables (2)

(2) Provision of information for control purposes as, for example, in production or quality control.  Speed and accuracy are important to avoid costly delays or bad production (2)

(3) Provision of information for planning purposes.  Here the time scale may be years and thus there is less pressure on time and no need for a fine degree of accuracy. (2)

It is well to understand that by accuracy is meant an acceptable level dependent on the circumstances.  The cost/benefit ratio is something not to be overlooked.

Any 3 @ 2 to a Max. of 6

(b)A well-designed management information system will provide the various levels of management with appropriate  information to enable them to manage.  Thus the starting point must always be the uses to which information is to be put. delays occur:-

(i). The organisation structure - the number of levels through which the information must flow   (2)

(ii).  The data processing cycle  - starting with how and where data originates; the preparation and input of data; processing and output of resultant information. (2)

(iii).  The form of reports, the processing/production time and the distribution (2)

Why :human failure; software unsuitability; lack of planning; volume of data to be entered; information to be printed.
(2)
Any 3 @ 2 to a Max. of 6


1997.8 (12 marks)

The manager of a company complains that the Management Information system (MIS) continually fails to produce the appropriate information at the right time.  The person responsible for the MIS responds by blaming the “inadequate data and information flow” within the company and requests a review of “data and information flows”.

(a) State six factors, which influence the flow of information and data within an organisation (6)

(b) With the aid of examples, describe three techniques, which could be used to review the current information flows. (6)

	Factors influencing information flow:

Organisation structure: the number of levels through which data or information must flow.

Geographical structure of the organisation.

How data originates within an organisation.

Quality of data.

Where data originates within an organisation.

The validity of data (re-collection affects quality of information).

The preparation and input of data (include timing).

The volume of data to be collected and input.

The processing cycle.

The specification of reports, information requirement.

The report distribution cycle.

The report timing cycle.

Formal vs informal requests and responses for information.

Inter-departmental communication.

The techniques/structure for monitoring and organising the information flow

Compatibility of software used across departments (1)

NOT teamwork

Candidates should distinguish between data and information


	(b) Techniques:

Inspection of current I/O sub-systems

Observation of current I/O sub-systems

Tracking of documents for input

Tracking of documents for output

Inspection of development requests

Inspection of report/information requests

Interviews with end-users

Questionnaires (at any level as above)

Any 3 x 2 if described
WE ARE LOOKING FOR HOW ... do NOT ACCEPT ‘review ....’

ACCEPT

Internal audit (1)

Track live data (1)

Track historical data (1) which has a known outcome (1)

Track dummy (or test) data (1) to test special cases (1)

THIS TYPE OF ANSWER IS CONCENTRATING ON DATA NOT INFORMATION HENCE MAX 4


2000.4 (9)

A local education authority wishes to analyse university applications and entries for the last four years. The Director of Education has arranged the collection of the relevant data from all schools and colleges in the area; this took place in February. An example is shown below:

	School Name: My-High School
	Sept 2000
	Sept 1999
	Sept 1998
	Sept 1997
	Sept 1996

	Number of University Applications
	73
	76
	84
	90
	94

	Number of University Entries
	N/a
	64
	72
	83
	84


N/a = not yet available

In addition, each institution has been asked to submit a list of the names of universities for which September 2000 applications have been made, and the number of applicants to each one.

The Director has asked you to collate the data into meaningful information, which can be used by three different groups:

·  A group of fellow students in your school/college 

· A group of headteachers and principals 

· The Director of Education and local officials

For each of these groups select an appropriate, but different, method of displaying the information. Describe the format and content of the information, stating clearly the reason for your selection.

[image: image1.png]4 Mark as 1 per aspecti.e. 1 @ 3 per line to a max of 9: possible examples

i.e. Format (1), Content (1), Reason (1): MUST BE DIFFERENT

Format Content Reason
Group of Table or Bar Chart or List | Most popular Univs | Assist Selection
Students (Bulletin Board)
Group of Heads | Line graph of total apps/entries | Compare entries &
(Newsletter) past 4 yrs apps
Director of Le.a. | Split Bar Chart per Summary of See performance of
institution apps/entries past 4 yrs | each school
(PowerPoint)

Accept as interchangeable provided different
Accept any reasonable format e.g. pictogram

Accept any reasonable content e.g. most popular courses
DO NOT Accept: know where friends going





June 2002.1

Describe; with the aid of an example the meaning of formal information flow within an organisation. (3 marks)

· A system with fully documented / agreed procedures (1)

· Stating stages of flow / control / exception handling / distribution (1)

· Suitable examples (1)

· NOT just Channel of communication

· ‘e-mail’ or intranet/internet only accepted if it follows ‘fully documented’ or ‘set procedures’ answer

· Lotus notes acceptable as an example

‘Business letter’ is a good example; ‘Letter’ on its own not good unless a very strong definition.
January 2003.4 

The owner of an independent driving school, which employs six instructors, decides to get a local software house to write a bespoke package to manage client information, including the booking of lessons, the tracking of progress, and the recording of payments.

a. Identify two different potential users of this system. (2 marks)

b. With the aid of examples, describe the different levels of information that each of these two users might require. (6 marks)

a.
(2 x 1) 

· Driving school owner

· Driving instructor

· Administrative assistant/receptionist/secretary

· Driving learner/parents of 

2 marks

b. 1 for type/level (T), I for description/reason (D), 1 for example (E). Any 2 x (3,2,1,0) 

· l Owner - strategic, support decision making, e.g. whether or nor to employ more instructors

· Instructor-tactical, planning, e.g. scheduling programme for a particular learner driver; also could be operational, daily diary, where and at what time is next pick-up.

· Administrative - accept any reasonable tactical or operational

· Learner - operational enquiry only as part of booking next lesson/s e.g. seeing when instructor is free. 




http://www.nchadderton.zen.co.uk/front.htm
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