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Management and Support Issues

 Amjad Umar 

•Overview
•IS Planning
•Organizational Structures
• Development and Deployment
• Monitoring and Control
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Management and support is needed at all
levels
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 IS in context
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Management Issues

PLANNING
. Strategic/business planning
. IT Planning (networks, Web, OO)
. Planning methodologies (BSP, CSF)

ORGANIZING/STAFFING
. Staff training
. Organizational Structures

DEPLOYMENT/SUPPORT
. Centralization/decentralization
. Policies and technologies

MONITORING
. Network and systems
. Staff and people issues
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Planning Types and Levels
Business Information System IT Infrastructure

Strategic Plan(3-5 years) Strategic business planning
Goal: What new markets to
get into in the long run

Strategic IS planning
Goal: What ISs will be
needed to support the
strategic business plan

Strategic IT infrastructure
planning
Goal: What type of IT
infrastructure will be needed
to support strategic IS plan

Tactical Planning (1-2
years)

Tactical business planning
Goal: What  to do with the
existing products and
services

Tactical IS planning
Goal: How to support the
tactical business plan
through ISs. and also the
strategic IS plan

Tactical IT infrastructure
planning
Goal: How to support the
tactical IS plan through IT .
and also the strategic IT plan

Operational
Planning(6months-1 year)

Operational business
planning
Goal: How to deliver the
products and services to
existing customers

Operational IS
planning
Goal: How to support the
operational business plan
through ISs. and also the
tactical IS plan

Tactical IT infrastructure
planning
Goal: How to support the
operational IS plan through
IT . and also the tactical  IT
plan
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Planning: Traditional Approaches
• IBM’s Business System Planning (BSP)

– Start with business processes
– Identify applications that support the business processes
– Prepare an impact matrix showing the relationship between

business processes and apps
– Identify holes (processes not being supported by apps) and

improve
• Critical Success Factor Approach (by Rockart)

– Focus on few critical processes instead of all processes
– Steps similar to BSP

• Stage Approach (by Nolan)
– Identify the budget allocated to IT
– If the budget is larger than industry norm, what is the additional

benefit
• Many others (e.g., Martin)
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Porter’s COMPETITIVE FORCES
MODEL

SUBSTITUTE
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SERVICES

NEW MARKET
ENTRANTS
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THE FIRM
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THETHE
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Traditional Strategy Making

Business Strategy Business Strategy 

Systems
Stratgey

Systems
Stratgey

IT StrategyIT Strategy
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Old Versus New  Strategy Making

Business 
Strategy 

Business 
Strategy 

Systems
Stratgey

Systems
Stratgey

IT StrategyIT Strategy

Business 
Strategy 

Business 
Strategy 

Systems
Stratgey

Systems
Stratgey

IT StrategyIT Strategy

Business 
Strategy 

Business 
Strategy 

Systems
Stratgey

Systems
Stratgey
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Differences: 
•Horizon is very short (on going process)
•More interaction between current past and future activities  

Business Strategy Business Strategy 

System Strategy System Strategy 

IT Strategy IT Strategy 

Old
Model

New
Model

Time
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 IS Planning in Context

Business Strategy Business Strategy Level 1

IS
Strategic 
Planning 

IS
Strategic 
Planning 

Level 2

Financial 
and HR 
Strategic
Planning

Products & Services 
Strategic Planning 

Level 3

IT
Infrastructure 
Planning 

IT
Infrastructure 
Planning 

Business
Infrastructure
Planning 

Physical 
Infrastructure
Planning 

IS
Development 
and Support

IS
Development 
and Support

Business
Development
and Support 

Products
and Services
Development
and Support 

Level 4

Copyright Amjad Umar

Development Methodology

Analysis &
Planning

Deployment 
and
Support

Implementation

1

2

3+

Legend: 
1= First Iteration =   Planning focus
2 = Second iteration = Solution architecture focus
3+ = Third and later iterations = Implementation and deployment focus 
Note: The proportion of effort spent in each activity is represented by the distance 
covered in each block. For example, first iteration is planning/analysis intensive  

3+3+

3+

22

2

11

1

Architecture
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Enterprise-Wide Planning Steps

2. Enterprise-Wide Application Identification  
•Identify applications needed (A1,,,Am) to support business processes
•Establish information flow between applications

3. Develop a High Level  Solution Architecture
•Identify new apps to be built, existing to be reused, & outsourcing options
• Sketch out a solution architecture for integrated solution
•Build models and prototypes of solution architectures

Proceed with Detailed Architectures and Development

5. Cost/benefit:  Conduct cost/benefits and risk analysis
and determine risks and costs acceptable ?

1. Enterprise-Wide Information Services Strategy  
•Analyze business opportunity and establish business drivers
•Identify key business processes (BP1,,, BPn)  to be supported 

4. Assess appropriate enabling IT infrastructure     

Yes

No
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Procedure for Organizational Structure Design

1. Identify the problems that need to be addressed (interdependencies, lack
of coordination, etc.).

2. Identify the main candidate structures which appear to address the
problems identified (should not exceed 4, current structure must be a
candidate)

3. List the major requirements to be satisfied by the organization:
   - organizational requirements
   - responsiveness to change
   - integration requirements
   - human needs/requirements
4. Assign importance to the requirements (0 to 5) and choose, if possible,

the most important requirements (about 10)
5. Evaluate the candidate structures against the requirements on the scale 0

to 5
6. Repeat steps 1 through 4 if needed
7. Analyze the results and make recommendations
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Sample Org chart
Information
Technology
Division

Integrated 
Systems

Software
Development

User 
Support

Technical
Support

Operation/
Maintenance
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Organizational Design
Manager

Marketing R&D Engineering Manufacturing

Manager

Product1 Product2 Product3

Manager

Marketing R&D Engineering Manufacturing
Product1

Product2

Product3

Functional
Organization

Product/Project
Organization

Matrix
Organization
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Organizing

Operation

Development
Management

Centralization versus decentralization Issues

Centralized                                                          Decentralized 

Decentralized
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Centralization versus decentralization

Decentralized
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OperationManagement
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Decentralized
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a) Rockart’s Model
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b) King’s Model

c) Donovan’s  Model
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Traditional Organizational Model

Operational Staff

Middle Management

Top
ManagementInformation

Decision
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Evolution of Organizational Structures

a) Traditional b) Two Levels c) One Level
(Knowledge
Workers)
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Evaluation Criteria Structure1 Structure2 Structure3

. Decision Effectiveness:
- goal setting ease 3 4 5
- time required to make decision 5 2 1
- progress monitoring ease 5 4 4
- problem diagnosis ease 3 4 4
- openness to innovation 2 4 5
- standards and policy 2 3 4

enforcement
- feedback facilitation 2 4 5
- path length reduction 3 2 4

2. Responsiveness to change
- change in manufacturing 2 2 2

process
- change in the market place 1 2 4
- change in organizational 1 2 4

focus
3. Technology Utilization (see note 2)

- computing technology 2 4 3
- communication technology 2 4 3
- software technology 2 4 3
- compatibility 3 4 5

4. Integration Effectiveness
- coupling (interdepartmental 2 3 4

communication)
- binding (intra departmental 4 3 2

communication)

5. Human Resource Utilization
- professional growth 2 3 3
- promotion opportunity 2 3 4
- job security 3 4 4
- employee turnover reduction 2 3 4
- burnout reduction 4 3 2
- productivity improvement 2 3 4

Notes:
1. Criteria: v. good (5), good (4), soso (3), bad (2) , v. bad (1), unknown(?)

2. Computing / ommuni ation te hnology is assumed to be
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Dealing with Skill Shortage
• Outside consultations
• Partnerships
• Training
• Knowledge management
• Use of knowledge-based tools
• Others?
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Development and Deployment
• Main issue: How to build applications quickly
• Many new platforms becoming available for

quick development and deployment
– Integrated development environments (IDEs)
– CASE tools
– Application servers
– Ecommere platforms

• Discussion point: audience
experience/knowledge/”feelings” about the
COTs platforms
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Monitoring and Control
• Five key areas (FCAPS):

– Fault management
– Capacity management
– Accounting(access) management
– Performance management
– Security management

• FCAPS at all layers of a stack (network, middleware,
apps)

• Many management platforms (e.g., IBM Tivoli, HP
OpenView, CA Unicenter)

• Many started with network management
• Now drifting to applications management
• Discussion point: what are specific issues in EB/EC
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Security is a Major Concern

Applications

Middleware

Network

• Security is needed at
different levels of the
architecture

• Security at each level
fulfills different
requirements

• Securing a certain
layer while keeping
lower layers
unsecured makes
system vulnerable to
intrusions from the
lower layers

•SSL
•IPSEC (VPN)
•Firewalls

•CORBA Security
•S/MIME

•SET
•Java security
•Database security
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Monitoring and Control of IT Assets
-- Summary

•Monitoring and Control Functions:
Faults, Security and Performance
•Management Platforms  --
Technologies to Manage
Technologies
•Customer Contact and Operational
Support


