
In the mid 1990' s and through to the millennium, there will 110t only he the current, hut
certainly numerous additional influences which need to be managed effectively to satisfy the
demands and expectations of both till! business and customer communities.
The organisation needs to position itself to correctly forecast and address the impact of these
current and future IT issues and implement the correct resource, support and infrustructural

management methods,

Planning and opportunity thno-frames will be drastically reduced, nccessituting swift actlons
to be taken to cater for wide-ranging and complex eventualities,
The researcher suggests the following us examples of the many critical issues that nrc
presently unci will in the future, be tltcing local IT munugemcnt:

" business and IT alignment

• outsourcing
~ skills shortages
" POOl' foreign exchange trnding conditions
• networking infrustructure
• global competition
M sophisticated business expectntlons
M business process re-engineering and transformatiou
M pressure to contain und reduce costs etc,

These identified issues will clearly necessltaic n Plll'lldigm shift in respect of the tradirlonal
['1' and organisntionnl management methods lind priorities,
Although the qualitative informntion 1',)1' the research was obtained !h1l11 one purticulnr
institution, the Ilndings should he considered us having relevance lind heneflt, to u11
participants in local industry,

1'(/g~1 In



The relevancy of systems types within different organisations. is illustrutcd in Figure 1.

the Mcfarlan (1984) strategic grid, which considers the contribution ol' IT. based on industry

impact.
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Figu/'e! i Mcl/arlun's Stra(('gic' Matrix

The future cannot be predicted with ab: lute certainty, therefore unexpected iS~lUCS. which
could divert unentlon from what we identify as key issue» today. will more th(1I1 likely
emerge. However, we know Imlay (hut thl.) perlbrmmK'c ol' IT will he key ami crucial to
orgunisntional SllCCt.'SS.

Straub nnd Wctherbc (198t)). contend that,

"The tmplemenuuivn qj' {!t1ld{'lIf and ,:t1i't'tiW' IT will he cruciuljor
1I1('{'/il1g IIIl' "'wlle11,!!" clj'orgalliscllioll(,r/ SIICCI'S.\'and prosperity ill Ille

19c)() '.I' und ("1I'~1' ,?()(){) '.1', II

In the current South Africun cnvinuuncnt, \W ure 11\c1.!J110t only with extruordinury worldwide
technologicnl developments and trends, but also issues pcrhaps unique tll ourselves, such us

the POOl' economic cllnuue, uffirmutivc action, skills shortages and Increased local and foreign
competitiveness.



There nrc today many complex challenges and critical issues confronting IT management and

will continue to do so in the years to come,

These issues are wried and encompass the entire IT and business function interrelationships,

which includes significant trunsforrnation and evolutionary influeru ..es such as technology

advancement, socio-economic and business transformation (Rockart and Short 1(89),

The exponential and increasing speed of progress in the IT flcld, will more than likely S~"~ all

escalation in the number and complexity level of issues requiring urgent uttellJinll IhHl1 IT

managemeut,

Literature covering IT management issues by und large reference history. hovever the
mnjority of these issues UN stlll relevant today, Orgnnisations will address issues which affect

their own purticulnr line of business and as a result, u generic list of iS~lICH will not pcrtnln
to every organisation. Many issues, which nrc lrrclcvnnt for a purticulur organisation today,
could become relevant 1'01' the same organisation tomorrow,

Much depends on the maturity level of the organisation and the role and importance placed
on the IT function. 'l'he organisation. that operutcs on both the h:nding edge ofthe business
spectrum 11l1d technology utilisation. will have different issues of importance to those that
merely usc technology to improve opcmtionnl effectiveness,



1. Introduction
1:1 Orientation

ll:.!Ol't:latiol1Tcelmology (IT) is heading toward the millennium with mUIlY complex social and
business chnugcs occurring worldwide, During the ensuing years. IT management wiII be
fucing many issues which could determine the future levels of success 01' failure of thei ..

respective organisations,

The aim of this research study is to determine and analyse the current, most critical issues
fuc'ng IT management at u major financial institution ill South Africa. namelv, First National
Bank of Southern Afrlcn Limited (FNB),

Much has previously been written 011 this SUbject, IIllWCWI'. the information and findings

have been based largely 011 lmernational issues and trends, What is of particular rele uncc
and is emphasised in this study. are the critical iss lies and Iuctors inllueuciug the local IT
industry,

The researcher is of the opinion that although these critical issues should definitely be
considered of great importance to all participants in the broader IT industry. critical issues
pnrtlculnr Lind relevant to each orgnnisation, will vary and result in different stmregies.

Pactors which have un impact 011 such differences me. for example:
~ the chosen rnurket or sector of industry

- the orgunlsntional strategy
• a .allnhlllty of resources and skills
• tcchnicul infrnstructure
~ extent of gcogrnphicul location and internationnl representation
• communications Infrastructure
• foreigu exchnnge (lilt! trading conditions

• competitive forces
• mnturity of ~'xiSlil1gIT implementation etc,
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ABSTRACT

The aim of this research is to determine and analyse the 1110st important critical issues facing
Information Technology (IT) Management at a major financial institution in South Africa,
namely. First National Bank of Southern Africa Limited (FNB).

Much has previously been written and researched on this subject. However, the information
and findings has been based largely on international issues and trends. What is of particular
relevance and IS emphasised in this research, are facton. influencing the local IT industry
trends and critical issues in South Africa. Not only nrc we faced with the traditionally
accepted industry-wide challenges, but there are certain issues and market conditions that
could be considered unique to the local IT industry.

Conclusions derived Iron' this research will provide factual data detailing what is currently
considered as the 1110stimpcrtant critical issues at this particulnr financial institution. These
will be ranked in order of importance as rated by a respondent group.
The information analysed was obtained by means of questionnaires and interviews with a
group of IT professionals from FNB.

Although this qualitative information was obtained from one particular institution. the findings
arc considered as having relevance and benefit to all participants in the local IT industry.
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It is essential that the critical issues are identified and thereafter prioritised in terms of those

considered as being of most importance.

It is Irnp-obabre that a fully comprehensive list of all the critical issues can he addressed
effectively by the organisation. therefore as all example. between five and seven of the most
imponant issues should be critically evaluated and formal projects initiated uccordingly.
The number of issues selected will obviously depend on the potential severity of the issue and
the resources available for allocation to these projects.

The researcher suggests that the idcnriflc: .on of thc various critical issue», would. in all
likelihood. he similnr for most organisations operating in a particular sector of industry. The
priority of these issues would. however, in most instances be 'iffurent. in order to support
specific orgnnisationnl strategic initiatives.

The inherent matuiuv levels Gild focus of both IT and the business. will greutly influence and
determine priorities for and impact. 01' each independent organisation.



2.4 Summary

It is evident from ~lll.! selected examples above that there arc many critical issues facing the
IT industry, demanding curclul evaluation and sound strategy formulation and Implementation.
These demands, Il0W more than ever, need to he effectively delivered. by IT being well
positioned to cope with organisation speclfic critical issues and impact.

The researcher, through association with the financial sen kCil IT industry. suggests that there
are different, ever changing and evolving critical issues facing IT munagcmcnt today. These
change regularly within the dynamic business environment. which ultlmutcly has further and
at times dramatic impact on IT.
Many organisations nrc aware of these critical issues. hut haw no proactive strategies or plans
in place to address the possible adverse impact these can. and do. have on the business,

Indications from the information reviewed and the researcher's own experience of' I r
management is that th'~ following topics will be identified Ul'l being amongst the most critical
Issues facing IT management and will form the basis of the rcseurch theoretical conjecture:

" improved costing and overall benent anulysis
" skills shortages,
" alignment of IT with the business
N outsourcing of IT services
• effective human l'CSOlll'CC munagemcnt
" implementing appropriate technology infrastructures,

The researcher suggests thut nn assessment or these critical issues, should take place
periodically and as n matter of course, he Iormallsed and included as part of setting lind
reviewing the organisational StJ utegic direction.
In the current volntlle market there is constant change and most often till! criticu! issues facing
IT und the busines.: is not 111lly understood,
Indications are that in many cuses there is indeed high level nwarcness Ill' these issues within
orgunisntions, but with no Iormul goals 01' objective» ~klin~d to nJ!lllag~' and address the
possible impacts.

----------.-------------------~.=--------------



Hummel' and Chnmpy (1993). suggest thar business re-cngiueerlng will assume fundamental
reassessment and radical redesign of business processes. Areas targeted for improvement will
include costs, service. quality and speed or dcliverables.

The mnnagerncnt function will change, as will the role and responsibility of business
Involvement. The value-chnin model if adopted, will require more 0[' a tcum-bascd approach
to IT project munngement alld user participation. Re-learning and rc-skilling will become the
1101'111, with both drnmntic and even traumatic impact on the organlsntion,
The resultant need for lind the power of cultural change. must not be underostirnnted.
Drew (1994), warns of this and asserts that individuals will often become stressed from having
to cope simultaneously with increased workloads Ul1l1 technologicnl change.

Duo to increased pressures to deliver more quickly and 11101'1.) cost effectively, the current trend
or outsourcing is another important issue HIeing IT management (<lupta und Guptn 19(2),
Laclty, Hirschhoini and Wiltcocks (191)4), suggest that full. OJ' pnrtia] outsourcing, should he
carefully evaluated as many Ol'gnllisutitH1s i1(lVC been unsuccessful in adopting this approach,

Ives and Jnrvcnpua (19()1), contend that globallsation will require un uphcnval in the
organisation, through efforts to SlI111101'!t:le requirements of di1l~l'el1t Clll(UI\'S (Inti nationnlitics,
Chauges in technologies lind business opnortonitlcs will i111}1t1l.:L(Ill the organisation. us these
chenges me Implemented to SUPPOI't global inl'mmatiol1 mul business strutcgies (Karimi and
Kouaynski 19<)1),

The Impact of broader IT utilisatiou will have profltuud repercussions in respcc: or the actual
numbers nnd role» of rnunngcmcnt resources. Thuy will be forced to chuugc their culture,
together with thnt of tile orgunlsation (O'Nl.:ill 19t)(); Pinsonnenult aud Kraemer I \)C):~),

IT responsiveness und flexibility in nddl'essiltg business needs will in the future be of
pnrnmount importance (l Iumcl nnd Prnhulad 19(3),
IT dcpurtments themselves arc also having to deal with constant changes whicli occur m nn
unprecedented pace, :IS they ure being inundated with now technologlc» offering potential
competitive ndvuntagl.' (Botll' ll)()~),



Semich (1994), asserts that IT investments arc increasingly being questioned by corporate

management in respect of the added-value and revenue benefits realised by the organisation,
Porter and Millar (1985). contend that a company is proflrable if the value it creates exceeds
the cost of performing the value activities, These activities must be performed ct a lower
cost, or be P1.!1'f'o1'l11cd itl a 11l(1I1111.!t' that leads to differentiution 1)1' premium price.
It is further suggested that IT is changing the business, firstly, in the industry structure,

secondly. the leverage through rr to create a competltlve t.!dgc and thirdly. spH\vl1ingentirely

new businesses,

Silk (1990). suggests that in theory. the generic benefits of IT. namely efficiency,
effectiveness and strategic advantage. can be assessed in terms of financial benefits, This is.
however, increasingly difflcul; due to the growing unportance 01' soft benefits and the rapidly
changing business environments.
Information should be seen us a resource und IT us an invcstmeut, which has shifted
competitiveness. requiring SpCI.!L\and quality of decision making,

Hamilton and Chervuny (19H 1i. contend tht\t CVtthlll\.lllUti lli' llhlll.lg\.lIl"m lll{i:t'm.~Ulmfl~'::'t~'A'1'1

are )'\ostly su11iectivc und based on perceptions related to system ol1icI.!tivcs, These
assessments nrc therefore Ol'll11 controvcrsiu! arens of'disagrccmcnt nnd confllct between USCl'S,

systems development and top munngcruent,

Parker, Benson and Trainor (1 ')88). suggl.!st u number of techniques lor cvnluatlug husincss
value, rather than the traditiunul view of strict economic benefits, whtlst Remenyi, M\H1CY and
Twite (1993), dlscus» vhy thc dctcnnlnntlon or IT benefits to the orgnnisution is of
incrcnsiugly signil1r.:nllL impnrtance. Katz (199;1). Iurther suggests that business SllCI.!OSH is not
necessarily rekued to levels of IT Investment,
How to udollt upproprlntc mew,l1I'cs to assist in cvaluatlng ll'~;performance. is currently
widely accepted as being or high priority rcquirillg Jil!:usc~l attention.
Till! modern trend to rc-cngiuecr the business will haw a severe impact Oil the role and
respou ;ibility 01' the IT depurrmcms, (IS the reliance ami demunds pln~'t)\1Oil them hy the
business increases.



This survey refleus the views of more than two-hundred SIM members and is II continuation
of previous surveys published by Ball and Harris (1982): Dickson, Leitheiscr, Nechis und
Wetherbe (1984): Brancheau • .Tml? .uHI ':;' ,;11 erbc (1996): Niederman, Branchenu and Wetherbe

(1991).

Ac"':01ding to the 199<>SIM survey the l110Htprominent issu..:': are:
• building a responsive IT infrastntcture
• facilitating and managing business process redesign
• developing and managing distributed systems

• developing ami implementing an Intormatiou urchirecture
• planning and managing communications networks.

Research undertaken locally by Remenyi and Sutherland (ll)93). concluded that ut the time,
the following were considered the most important issues requiring attention:

• executive informntion systems
~ local ut'\!l\ networks

• distrlbuted databases.

Benjamin nnd Blunt (1992), contend that the IT function at the turn of the century will evolve
us It hybrid, ns manager of the lnfrastmcture and advisor to scniou executives und end-users.
A 1111l11bcl'of impOl'tLlllt challenges highlighted by them include:

• flnnnckrl and lnfrnstructure manngement
• ll1:W nppllcatlon nrchltcctures
.. business ro-cnglncerlng
.. revised systems development strutcgics,

Remenyl (1993), further :mggcsts (\11 actlon program ill the mid-I t)l){) \ to focus 011 the
following:

.. reducing IT costs

.. increasing the benefit» or IT
• devel()ping internal pm lncrship.'l.



Tapscott and Caston (1993), contend that:

"While many complex and slgJl?/ic([l1/ technical issues must he
overcome, the research showed that the main difflcultics 1I'e'l'£' no/ ill

the area l?f tl!c/1I10/ogy, Rathel' the orsantsattona! structures for
managing compuuns; alons; with the kllowledge', skills, resource base,
approaches 10 systems planning, and eVC!1l orgallisatiollal culture.
weI'£!heing d1l111C'l1g(',j by the new era, "

Ward and Griffiths (1996), suggest that there ate various stimuli that have un effect on the
aims and objectives of planniug. There nrc external/internal business lind/or tcchnt- ! 'uctors
influencing the situation in un organisation. The social and/or legislutlve environ, .ilt may
be different from company to COI11PtU1y,industry to industry, country to (!Olllllry and therefore

the key issues and the associuted rnnkings will vary.

Becaus .. or the mUIlY critical issues and the differing levels of importance weighting and the
fnet that the issues and welghts vury OWl' time. it is of outmost importance that IT plans and
strategies arc directly linked to the business unit/col'porutiol)' S ol:jl.)ctiwH und strategies.
Niederman, Brnnchcau (lilt! Wetherbe (1991), sugecst that the developing capnbility ('.1' IT
coincides with changes in the business envlronment.
This ultimntcly places dernnnds 011 IT for quality iuformutlon. support fill' innovative business
requirements and system flexibility, 'l'helr research finding» concluded. that at the time, the
following were the most important ISSUI.)S:

- developing nn information arehltccturc
• making offectlvc usc of the dam ]'(.):;o\l1'CC

• improving lnformntion systems strutcglc plunnlug.

Results from n 1'1.)\)1.)11t study conducted on behulf of the Society 1'01'Information Management
(RIM) by Brnncbeuu, Junz und Wctherbe (1996), indicuted twenty issues listed in rank of
importance.

-------------,._------



Benjamin and Blunt (1992). reviewed the predictions mode in 1980. to show the degree with

which earlier predictions were realised, prior to highlighting some key challenges for IT

management in the next decade. GCI1\)l'uIly they felt that technology predictions were too

conservative, whilst predictions which require organisational change WCI'\'! too optimistic,

B\'!I~Umil1 and Blunt (1992). made several assumptions which they believe will drive

technology into the next millennium:

- cost performance will improve by two orders of magnitude

w all computers will he interconnected via high bandwidth networks
• client-server will be the standard urchltectuml model
• standards for interconnection lind inter-cpernbility will be developed

- major IT infrnstructural investments will be the order of the day,

As much as there will be technology drivers, there will also he the business drivers such us
the glcballsntlon of business, changing global labour market and the Increasing volatility 1.'1'

business cnvironrnents, These business forces, will ensure a sustnined growth in new
applications and a continuing interest by senior management as to how the IT budget is

allocated,

Benjamin and Blunt (1992), contend that the key IT challenges for the decade will be:
• managing the evolving tnfrnsrructurc

• mannging infmstructural funding
• moving toward IlI.!W upplicution nrchitcctures 11t~CCHHt\l'y to transform the
orgunlsutional business and dccislon-muklng processes

• addressing the implications of mannglng organisational chungc
~ mmmging the new bUY·VCI'SWH11Uk\! pnrudigm,

It is evident from the literature, that the fundamental changes in the business world, i.\':gl\th'~l'

with the progress of technology, will bring about major challenges 1'0)' organisations.

------.-.--,-------------~---------



2.3 The Ever Changing iT Environment

Service, communications and information technologies, arc key to competitive bunking and
is a factor that distinguishes one bank from another. Appropriate technology allows for
customer needs to be met, but should continuously he reviewed and upgraded to provide a
leading-edge in service and management of information, IT is no longer considered a mere

support function and has significant impact 011customer perception. business growth and
Ultimately the bottom-line profits of the organisation.

Issues facing IT mnnagement, changes with frightening regularity. Previous research indicates
consistent differences in respect of Importance rankings. It is evident and quite obvious that
these issues will change, as new business developments are Identified lind technological
innovation and improved sophisticntion arc achieved.

An early survey undertaken by Silk (1989). indicated the following 1lll\iOl' impnrtant issues
us identified by IT mnnagement in the period 1987-88:

- general impact of IT on the organisation
~ IT strategy to be aligned with business strategy

- maintaining electronic data security
- managing the IT function

- justifying IT investment.

A further survey undertaken by Sllk (1990), listed the same 1'1vc issues Hi' the 1110stimportant.
but with the [ustiflcatlon of IT investment. becoming more prominent. This trend is
supportive of the move from easily identifying cost savings achieved with the early efficiency
systems, to the more strutcglc 01' competitive edge increased revenue, or ]11'0 lit-based systems
of the 1980's.

It stands to reason that an i:;SUI.). which is of critical impottunce in an ol'gani~ntion where IT
is of strategic importance, ibl' example a financial institution. may not be significant for an
organisation which merely deploys IT for operational suj-por; purposes,



The existing business processes that have served well over the previous years are also being

critically examined.
These are being evaluated to assess the suitability to deliver what is required to enable FNB

to compete effectively in today's business climate. In certain cases the current business
processes and IT architectures can -iot provide the bank with the flexibility and resilience

needed. to deli ver the desired service levels to customers. The many production systems
developed over the years were designed to address specific requirements. Integration and
coexistence were in many instances 110t considered. Consequently, many core systems have
become difficult and cumbersome to maintain, resulting in restricted ahility to respond to

market changes or to innovate with new products and services.

The bunk must continually move forward to maintain or increase market-share and
profitability, which requires increased integration of systems. whilst creating sound IT

architectural building blocks for the future,

It is evident 1'1'0111 the literature that the financial industry is cri tically reliant 011 IT to provide
sophisticated systems to meet Internal us well as external pressures to achieve improved levels
of responsiveness. service and cost effectiveness. Financial institutions nrc known for their
vast investments in IT and the continuous utilisation of their 1T infraatructurc for competitive
advantage and product differentintion. The deployment of new technologies, the impact
thereof and changing IT trends, is often more rapid in this industry than in most others,

necessitating an acute llWnt'CI1CSS of exactly what the most: critical issues are.

The idcntificntion and overall priority of these issues and their lmportnncc to l'I' management.
both in the financial und wide!' IT industry, provided the motivation and [usrifleatiou for this

research.

More specific. detailed information regarding the FNB business background and current IT
scenarios, is provided ill Appendix A.



Although FNB is well positioned and at the forefront of IT deployment there are numerous
pressures from both the business community and within IT itself, to seek better and more
effective ways of oper .. "'1 (First National Bank Information Technology Group Business Plan

1996/98),

Pressures identified from a business perspective include:
- service levels and availability of systems
- the delivery of cost effective IT solutions
- the alignment of business and IT strategies
- the ability to react faster to business developments

- the formalisation of guidelines for IT project prioritisation.

Pressures from a technical perspective include:
- ill-defined and overlapping roles and responsibilities

- an immature client server architecture
- the growing number of incompatible systems
- the ability to attract and retain suitable technlcal skills
- inconsistent and non-complimentary standards and procedures.

Numerous goals and objectives have been identified within the group and crltical success
factors include the following:

- effective rnnnagement of unpredictable change
- graceful coexistence of integrated systems
- clear articulation of policies and strategic direction
- full justification and clarification of business cases for funding IT projects
- closer alignment between business [tnt! IT

- cost reduction and containment
- improved systems availability and reliability
- speedier delivery of IT solutions,

I'ag,' 15



Customer information databases w]! be more effectively utilised to implement event-driven

marketing, cross-sell opportunities, application and behavioral scoring processes. Where

possible, the process of granting credit will be automated resulting in reduced bad-debt

provisions and improved marketing of services to customers. Customer service is to be

improved by redesigning and re-engineering business processes throughout the organisation,

to achieve cost effectiveness, efficiency, customer friendly procedures and excellent customer

service.

There is widespread acceptance within certain institutions that business re-engineering can be

successful and that the concepts be taken very seriously (Hall, Rosenthal & Wade 1993).

Over a period of time, the employee headcount numbers will be rcdrced and a strategy of

paying more to less staff will be introduced. For the first time in seven years, there has been

a drop in the total number of employees in the banking sector (The Star Business Report

1997).

This could signal a trend of declining employment, due to the increased competition levels

from international banks which is forcing general efforts to reduce costs.

Various group-wide initiatives are in place to uplift the previously disadvantaged communities,

with objectives to align the racial mix of the employees with the racial demography of South

Africa, The objective is, to become the first-choice employer, in a position to retain and

attract the best employees. An internal project has also been initiated whereby the strategic

fit of all non-core business and support units is being evaluated.

Already this project has resulted in the outsourcing of certain resource intense operational

functions and the disposal of non-core business units.

Many far-reaching paradigm shifts have already and will continue to take place in the future,
to position banks favourably in the market-place. At present there is much enthusiasm and

confidence within the FNB group, that these efforts to transform the bank, will be of immense

benefit to all of its stakeholders.



Customer loyalty in banking hi a direct function of customer satisfaction and product

penetration. The four major financial institutions are therefore in direct competition, for an

increasingly less profitable market-share. A large number of international banks and .lnancial

institutions have entered the local market since the reintegration of our economy with world

markets. This international competition is increasing, with many interna.ional institutions

regarding South Africa as a potentially profitable new market.

At the end of the second quarter of 1997 there were sixty-five international banks trading in

South Africa, either through fully-fledged branch outlets or representative offices (Business

Day Business Report 1997).

It is widely accepted that local and possibly international retailers, will also enter the financial

services market. These new entrants will significantly increns- ", .., " .ron and force the

traditional banks to improve on cost effectiveness, service and competitiveness. Deregulation

and changing market trends within the industry have also led to increased competitiveness

among suppliers of financial Services products. This, together with advances in

communications and IT, has allowed non-banking organisations to enter the financial services

market without requiring branch office networks and infrastructure (Keltner and Finegold

1996).

These market forces have necessitated drastic reevaluation and alignment of organisational

structures and business processes, resulting ill numerous initiatives within banks to address

these threats.

Business objectives are changing from the traditional product-driven focus to a 11101'ecustomer

focused organisation. Distribution strategies are also being examined in order to improve the

delivery of products t ) customers, in a more customer friendly end cost-effective manner.

Improved IT automation will be invilemented and deployed where possible with the role of

branches changing from beli., administration oriented business outlets to more sales and

service oriented outlets. In many instances the opinions of Hammer and Champy (1993), that

internal business needs were pushing the customer out of the door, were evident in the

financial services industry. It is expected that in time the number of physical branches will

be reduced us customers arc migrated to more cost effective electronic delivery mechanisms.
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4.1 Aligning the IT Organisation within the Organisation ~Ranked '1

- .-
Rating 1 :; 3 4 5 (l 7 s 9

No, of Responses 8 8 5 2 1 0 1 () 0

The comparative data provided clearly indicates that 011 average, this issue is considered to

be of high priority by the majority of the respondent group,

Responsc Anulysis:

~ total number of responses in top ten • twenty-live

• total number of responses in top seven • twenty-live

- total number of responses in top two - sixteen

- total number of responses 110t rated • six,
• percentnge of responses in top ten - 81,

More respondents (52%). rated this issue as being ill the top two. us well as i" the top seven

(81°;';), than any other, This issue also received only six responses (19'.\/i». outside of the top

ten, which in total is the second least obtained from the respondents,

Comments l'cC9ivecl:

Below Ul'C extracts unci examples of comments received from responders» ""l! participants:

"I'm nOI too sure which COIIII.'S ./11'.1'1,but aliglll11l.'/1( is s{lI1u'llIil1,Lf 1\'(' are /I:villg (0

address. Thl'ough tlu: implementutton C!rg()WI'J1"Jl'~" Ill,' business /lIIW f,,'gills 10 taki:
SOIlW 01l'I11.'/,.I'lIiJ1 c!t' /7: " • Head of Department

"111is 1.1'011(' ofth» Items ttua Ihe business has been /l'llillg usfor a IOllg ttm« that Wr!

art' not u/igllL'd with Ih('/I1, W" all know the reusonsfor this, the IT sll'tltegi<!s atul tlu:
11IISilll.',I'S rejusal to involve IT tnttnuucly ill flu' business planning J'l'ot'{',\'S,



The following table contains rhe overall consolidated research 1indings which presents the
issues ranked by average ruting of importance, The lower averages indicate the priority
issues, as the ratings were requested from one to ((,11 in ascending order, with OIW being the

1110st critical, followed by two etc,
More detail ed information is provided in Appendix D,

l!lble 1. O:l!icallsslIC' l?(lllkillg
_.

I
RANK CRITICAL ISSUE AV.

1 Aligning the IT Orgnnisntion within till! Organisation 4,O~

2 Improving IT Strategic Phmning 5,58

~ Implementing and Managing Collaborutive Support Systems o.oo
4 Using IT for Competitive: Advantage 6J9

5 Fucilltating and Managing Business Process Redesign 6.74

6 Recruiting und Developing IT Iluman R\.lSOUl'C\.!~, (),84

7 Building a Responsive IT Architecture and Infrastructure 7,06

II
8 Increasing Understanding of IT Role and Contribution 8. ()O

C) Managing the Existing Portfolio of Legacy Applications SJ5
II

10 Improving the Effectiveness of Software Development H.48
11 Making Effective Use of the Datu Resource 8,71

12 Measuring IT Effectiveness and Productivity 9, I ()

13 Planulng and Integmting Multi- Vendor Open Systcms 9,29

14 Outsourcing Selected IT Services o.sz
15 Facllitutiru; Orgunisntionul Lenming 9,39

16 Planuiug und Managing Comruunication Nctwol'ks 9,55

17 Dewloping lind Munaglng Distributed Systems 9,87

18 Developing and Managing Electronlc Data Interchange [ (J,(ll

19 Facilitating nnd Managing End-] lscr Computing



The guiding principles of the uuusformutiou prnj"ct are:
• culture of commitment ttl service, with all efforts placing customer service above all

else
• acquire u deeper understanding of the environment and industry
M have a 1110rebusiness-oriented outlook and allow processes to be driven by customer

needs
~ strive to become a learning organlsation tnrough innovation. creativity. flexibility
and learning from each other through teamwork aCl'OHS functional processes

• recognition geared toward teams. competencies. delivery and achievement

• separate the strategic. from the support function- and evolve these with the changing
Cl1VirOl1111cnl

- continuous improvement and focus 011 adding value
~ (~ccision making empowerment, by giving responsibility and authorlty to the

lowest level of competence.

It 111Ust be emphasised that the ulm of this research W(lS to identify the higher priority critical
issues nnd no: to concentrate too heavily 011 the actuul ranked average rating of the partlculnr
issue,
It is for this reason that only the seven most important issues WI..'!·C selected for further
discussion, as there was clear average ranking differentiation from the lesser lmportnnt issues.
Furthermore the researcher suggests, that due to the impact on orgnuisntionul resources (tnt!
priorities, between Ilve and seven critical issues should ideally be selected and focused upon.

The Issues arc all considered complex and a smaller, ruther than greater number should be
addressed in detail. to allow 1'01' the uchicvement of manugt,!uhle success.
The seven most critical issues identified as being of higher priority by the thirty-cue actual
participants from tho origlnal respondent group of flfty-thrce, is listed below together with
specific infonuutiou lind nnatysls (IS obtained 1'1.'0111 tilt! research infbrmution and literuture.

--------~-.,--------,~-



4. Results and Findings
The results and findings must be considered in conjunction with tin appreciation and
understanding of the current prevailing scenario at lINB. The entire group is at the threshold
of enormous change with rcgnrd to its ovcrnll structure ami general business direction. A
formalised business trunsformntion project has been initiated by the Chic:' lixecutivc and the
process is targeted for implementation throughout the hank.
The project has been in existence for some time lind already l11!\jnr impact has been felt within
the organisation. Certain non-core business areas have been disposed of and others have
undergone major restructuring and realignment.
Together with the group, the IT division is also under scrutlny and in the midst of major
change. ill order to be correctly structured and positioned to allow for oprlmum support of the

modernised organisation. The IT exposure to and active involvement with this trnnstouuatiou
process undoubtedly influenced the 11nal I senrch finding» and anulysis data.
The primury focus of the I'I transformation project is aligl1ed with the Ibllowing salient
points;

• analyse the Why in which IT interacts with its customer and build mechanisms and
relatlonshlps, to ensure that this internction is effective

" develop strategies and plans to implement processes that result in customer needs
being met

" create an orgnnlsutlona! envlronment, culture and communication. to fucilltnte
focused effectiveness tint! efficiency of these Pl'OCt.:SSt.:s

optimal utilisation of orgnnlsntionnl resources, with specific ("!Illphnsison human
resource assets.

Specific sub-prqjccts have bU1.!11 established ro facilitate change in:
• communication and customer orientation
" leadership and mnnagement
· structure, strategle« tint! plunnlng.



What was anticlpatcd and proved to be very c\ ident, was the high level of accurate

understandlng or the qucstionnnirc content. This is due to the fact that there is much
lnteracrion lind commou Iocus and awareness, within this specific management group. Many
(11' the immes documented III the uuestlonnairc would previously have been identified and
rJiHCUSHCd in vl\l'yin~~ levels of' dotnil, (\8 part of the formal process or setting goals and
objectives in the planning cycle. Data received from the gl'llUp. using u ten ..point l'tlting scale
method, was captured into a spreadsheet model und computed to detenuinc the most critical
is~m' I as rated by thl! respondents,
'lhe !ini\ll'c~lUlts cuuld, however, have been influenced hy respondents Irom a partlcular IT

area rating Issues as hdng extremely important in terms of their day-to-day operntlonal
rcspons.bllitlcs, s\dl as tclccommunicntlons support.
Atmthcr positive HtctOl' to be considered. is the common understandim; anti conceptual
npprcclntion by the respondent group of the issues receiving j(H':US wlthin the FNB group.

The ovemll rcsearch results \WI'L.' vnlldntcd and accepted as issues or critical importance by

all participal1ts and represented institutions. The ollly signiJictll1t deviation was the overall
priority within the diftcrcnt orgnnisntlons,

As suggcsrcd earlier. the researcher it! of the opinion thut this is muinlv due to differing
orgnnlsutlouul sU'Lltcgies and the almost unique. scenari» at euch organlsatlon,

3.8 Limitationof Research
Althotlgh this research was a couceutmtcd nl1nlysis 0(' issues at \)1\1.) tlnunciul Institution, the
respoudent group was a fully rcpresentutlve cross-sectlon of experienced und multi-dlsciplined
[T pl'otbssionnls.

This l'cSCIII'(.;.h. although highly valuable to FNH. should provide genera! lnformntion uud
insight into critical iSSlK'S nl'lccllllg most. if not lilt. I'l depurtments, Tltc iutormntion gathered
should also provide the toundntion 1(11' further research incoJ'j1ol'atill!;\ u larger sumpl» of

companies within South AIH"a.



Detailed below arc the various departmental areas within the IT group \\i110 were represented:

- information systems development
• computer operations
~ technology strategies

• finance and planning
~ capacity management

• human resources
• information architecture
• disaster recovery
• service marketing
- customer services.

The grOUj1members' levels or IT experience and exposure is extensive. Most arc career IT
professlonnls, with mall), having had lnternntional experience by either having worked abroad
or visiting vendors und other IT installations, In essence this group is responsible 1'01' the
direction and successful managcmem of n division which employs in I.'XCl!SS of nne-thousand-
two-hundred IT stuff and is acknowledged as innovative and leaders ln tueie lleld, This gl'()Uj1

is well qualifled to assess the I'f issues of the day, in termx of organisatiunal direction und
technological developments and challenges.

There is also sound understanding of what is expected of the IT group. by u demanding user

community faced with constant chnl1gc and limited opportunities ill an extremely competitive
mnrket-plnce,

3.7 Validity and Reliability of Data

It is accepted thut there nrc some C0I1Ce1'l11111s:m..:intcd with the validity and l'dinbilily of linin
gathered particularly ill qualitatlv \ research, Ewl'Y effort was made tn CIl}iUI'C that the
participants nil hud similur levels of undorstundlng and comprehension or the Issues listed in
the qnestionnaire. Itt certain cnses, queries regarding qucstionnnire content and interpretaticn
required further explanation, which WHl4 provided either verbully, or via the electronic-muil
facility.



The interviews were held ill a semi-structured manner, whereby the preliminary results of the

research were used to direct and focus the discussion, Further information was obtained in
this manner and where relevant. used as additional input to the final analysis and research

find! ngs.

Furthermore. in the same manner and to reduce possible bias from the FNB based
respondents, the researcher solicited views from fellow IT professional peers and industry
colleagues employed within the financial sector at competitor financial institutions,

The overall research results wore validated and accepted as issues considered extremely
relevant and of critical importance ut all of the represented institutions. The only significant
devlaticn from the final research findings, was till! uctual priority considerutions within the
different organisations,

The researcher suggests that this is mainly due to differing orgnnisationn] strategies lind the
ulmost unique scenario at each organisation, encompassing vendor alluuiccs, outsourcing
policies, third-parry software providers. maturity and complexity of the cxistlng systems
portfolio and IT inirnstructure investment capabilities,

3.6 RespondentGroup
The respondent group ldentlfled 1'01' participation in the survey included profcssionnl IT
management from across the entire division,
The dlstrlbutlon of this group is consistent with till IT munagcmcut team in any largo
commercial or Iluanciul services orgnnisatlon. Due to their roles and responsibllitlcs being
impacted on a day-to-day busis by important Industry isslII.':Jand trends, the target group
consisted mainly of senior and departmental munugcrs, A number or IT consultants nnd
sC11i01' techntcnl starr wore also included in this group, (0 obtain 1l1OI'C balanced and
comprehensive sets of data. I\. total of flfty-threc questionnaires were distributed and thirty-
one, which equates to u 58 percent response, ,WI'C completed and returned.

_____________ , "__'a w'_,_



The aim of this research was ro identify the most critical issues and not 10 concentrate 011 the
actual ranked positioning of u particular issue, Therefor only the seven most important issues
were selected for further discussion. as there was clear differentiation between these and the

lesser important issues,

After the questionnaire infonnutlon WUI' returned, the datu was nnulysed to establish the
number of actual rcspcnse occurrences and priority rating allocated by till' respondents to the
various issues, This process was automated und a spreadsheet model utilised h) compute the
uverage rated SC01't! of each identified critical issue, The issues were then ranked in ascending

order of 1110st important uvcruge rating,

The overall spreadsheet I'cs~11tH tabled (\11averugc rated score received for each issue. together
with the resultant rankiug in ascending order of pr! rity. For plll'J10SCH or constructing this

table. the researcher assume.' that a rating WIIS the actual rntlng allocated to a purticular issue
und thm the ranking, was tho actual tabled position of importuuce COll1Pllh:d in ascending
order of averaged importance rating,

In order for tin aecumte and realistic average mting to be derived. only those issues actually
rated between one Hnd ten were input into the sprcudsheet, with nil (hllS~~not being rntcd
allocated and even ruting of clown, The assumption being thut the issue» not rated within the
top ten, be allocuted the SlIIUo.! value to indicaro lesser irnportaucc when calculating the
average, This would result in only the lop tell issues hl.!ing rnukcd in order or importance lind
not the fiJII nineteen us specitlcd in the origlnal questlonnulrc.
This wus not considered us bclng of concern to the researcher. as the obiectlve Vias to identify
the top ten issues,

As It second phase. the Ilnnl ruuked results of th~' quulitutivc analysi» was further verified by

menus of interviews, These \v1.)1'~1held with a select reprcscntntivc )J.I'mlJ1 of prominent
membe-s of the originnl respondent group lind consensus reached regarding support for the
original empiricullil1dings. research results, uccurncy, luck or bias lind general understanding.



Most of the issues identified by Brancheau, Janz and Wetherbe (1996). were retained,

however. in certain instances the descriptive Ianguage was amended to conform to internal
FNB standards and terminology, The researcher then designed u nineteen point questionnaire
which would effectively evaluate and validate the empirical generalisations as stated
previously. The questionnaire issues were randomly listed to avoid primacy or possible

Influence.

As a pilot phase before circulation and to increase genera! ucccptance, the clarity.
comprehensive content and structure of the questionnaire was discussed with a number of
senior IT managers. This group included representatives from Systems Architecture,
Strategies and Systems Development Frequent operutional, plnnning and strategy related
workshops and meetings, which required participation hy this group, resulted in varying levels
of understandlng und appreciation of these issues,

After the relevant umcndments were made, the final qucsrionnuiro, (J\ppenLli.'\ B). together
with explanatory supporting information and instructions. was circulated.

Due to the general acceptuncc us n rneans of effective couuuunicntlon and availability. the
very effective internnl electronic-mall infrustructurc was utilised to distribute the questionnaire
to the respondent group. The respondents were requested to ullocnte II ruting in ascending
order to each of the listed issues thtlt they felt should receive till! most important ranked
priority. The ratings appllcd to the critical isslies listed ill the questionnaire, was Oil tin
ascending scale from one to ten. where one indicutcd the most iruportnn; issue, followed by

two. three etc. The researcher quite Intentionally requested that only the ten most Imponnnt
issues be rated und focused upon, so as to avoid vagueness and 10 allow for speclflc
concentrntion in some detail on the higher priority issues.
In addition. the respondents were encouraged to provide further textual CllI1lIlM1t on the issues
either included in the questionnaire, 01' any uddltlon..l Issues they lclt required either
mentioning, further emphasis or comment.



3.4 Empirical Generalisation
Substantiated and supported by an extensive literature review of pertinent material. the
following empirical generalisations have been defined to support the theoretical conjecture:

• it is critical for an organisation to align its IT with the business
• it is critical that the most appropriate technology infrastructures are in place to

support the business direction
• it is critical for the organisation to outsource those IT functions that arc 110t

considered strategic 01' mission critical
• it is critical to implement appropriate human resource management and remuneration
policies. in order to attract and retain, the already very scarce IT staff

• it is critical to implement sound processes for project cost benefit. monitoring and
prioritisation criteria, to maximise the return on IT investments

• it is critical to effectively manage the local skills shortage problem which is being
exacerbated by emigration and the volatile competitor market.

3.5 Research DeSign
The research required an approach which would solicit valid information and viewpoints from
a respondent group, to allow for the objective idcntiflcation and priority assessment of critical
issues facing the IT management. A qualitatlve method of gathering informntion from a key
Informant group. was selected for this purpose.

In order to gather this quulitutive information once the area of research hull been identified,
the researcher compiled a comprehensive list of 11i11ctC<.:'11 critical issues. A brief description
of each issue is provided in Appendix C.
This list was based on the researcher's own experience within IT muungcmcut in the financial
sector, as well as previously published research frameworks undertaken by Bull and Harris
(1982): Dickson. l.eithciser, Nechis and Wetherbe (1984); Brancheau and Wetherbe (1987):

Niederman, Brnnchea» and Wethcrbe (1991) and Brancheau. Jnnz und Wethcrbc (19%).



3.2 literature Review

Once the area of research had been identified, an extensive literature review, as outlined in

Chapter 2, was undertaken, It was extremely important for the researcher to evaluate the

available literature on the subject being rc ..earched. Current points of view and theories,

together with previous research findings and surveys, were extensively reviewed. It became

apparent that critical issues facing IT management are wried and can be considered somewhat

unique to a particular organisation. The issues change constantly, require a determined

management focus and contribute immensely to the overall complexity of determining

effective organisatlonal strategy and direction.

3.3 Theoretical Conj.ecture
From the information gathered during the literature review and the researcher's own

experience of IT management at a financial institution, the following theoretical conjecture

was defined:

The critical issues facing IT management at a particular organisation cannot simply be

determined by accepting general IT industry findings lind priorities.

As discussed previously, these issues are largely dependent on both the technological and

business maturity of the organisation.

The researcher's opinion, which is supported in the IT Industry related Iitcrature, is that 1110st

medium to large IT departments will find the following to be :111101 1110stcritical issues

facing IT management at financial institutions in South Africa:

- cllignlng (he organisation 'sIT with the business
- ident(fjdng the most appropriate technology infiustructure for th:! organlsatlon
- outsourcing certain IT services to appropriate service providers
- implementtug appropriate human resource management and reward policies
- improving project cost benefit and prtoritisution criteria
" managing the local skills shortage problem.



3. Research Methodology

3.1 Research Problem and Objective

It is evident from the literature review information that there arc different. ever changing and

evolving critical issues facing IT management today. Many organisations arc somewhat aware

of these issues, but have 110 proactive strategies and plans in place to address the most critical

Mens.

The question which this research will attempt to answer is as follows:

What are the most important critical issues facing

IT management at a Financial Institution in South Ardell'?

It is essential that the critical issues arc identified and prioritiscd in terms of those considered

as being of most importance and with the highest potential impact on the organisation.

Unless there is conscious awareness and active monitoring of these issues, together with

practical measures in place to counter, or at least effectively manage these scenarios, many

01ganisations face enormous problems.

The objective of the research is that pertinent information is collected and analysed in order

that proactive steps are taken, to not only address the critical issues, but also those identified

as being of moat importance.

This research will provided the means of consolidating this information uml presenting a

representative and generally accepted analysis of specific data pro . 'ed by a knowledgeable

group of respondents. These results, once disseminated throughout the group. would allow

for focused strategic plans and projects to be initiated to pro-actively manage and control the

1110st important critical issues,



Cmmll11I2!.'us.£.pi\'~(I:.
Below arc ,'xtrad~ and example» of comment; received !i', PH ,,".: 'lllllh:nts and purticipants:

"1111'(11)111('OJ1CI'J'/\'d etlel/'t l'I' Ifill he esploitcd hy the business uni! hence cnabk: the

bustnss /0 IIS(' ll'.li)1' cotnpctttiv» advantasic. ,....'/0\1 ~1' II' will bccom« II "uI1'O/'art' and

strategic resource. " .. I lend \)1' Department

"1his must he! til,' ge!I1l'!'ulllwIIW, " • Projects Manager

"We must start paying CI((L'/1t (01 I (IS to how (II,' existing ,~l'.I'tl'III.I· c/l/d data eW1 he
leveraged to FNl1 's advantau«. II • 111.:. d '11' f)t,'P:U'tlll";(I(

"FNB understands the itnporutuce of this hill tin: reasons unknown If) /11(' have not
implemented it, This would hc (/1/(' ofthe critlcal ureas 11",,(,1'L'/1,1' cost« dOl! '/ have to
increase to improve business apporumtt» drumattcally. " - Senior Manager

"w" have ({chic'l'ed this with tho likes (?/'IJIL' .)}Jl'L'dpoilll vtc., hilt /}CII'(' sine» l'I.!sf,'d Oil

our laurels, W" need to /'L'SI/IT"L'I this".• Senior Consultant

"IT us the ,'IW""'/, ./(I/' III,' business CCII) and IIIlIst Ill' 118('(/ to uchicvc ,\'/I'clh'gic and
cOIIIl'elltiw at/l'ClI1tagL'''.• Heud of Depnrtmcnt

Competitive ndvnntugc ~s normnlly dchned us the ability to earn shnrcholder proflts
consistently ah, "c the uvciugc for the pnrticular sector or indllStl'y,
This. in essence, means hov the utilisation or the ll.!dmology inlm'sll'lIclt:l'i,! and tbe
cxploitntion of this investment contributes to bottom-line proflts, the increase or U mnrker-
share or providing a cost benefit udvuntage OVQI' competitors,

Porter and Millar (198~ l. contend thut IT intlucnccs slml!..'[.'.y hy altering 01' infl'tenc' ~( the
rules of the gumc und by providing new lIletlwtis to outpcrlorm cotnpctltors, 01' providing thl.!
ability to spawn I1\.'W busiues».



There arc two critical underlying considerations which need to be mam.gcd and these arc
firstly, working on the right things and secondly, having the right people involved ami
working together. These peopl« 01' teams. must uuderstand the existing IT infmstructure and
make sure that this portfolio of IT projects align with the business goals and objectives.
The relatlonships between IT lind t\11.! business must be pro-actively managed, to maintain
these roles and responsibiltties.

4.4 Using IT for Competitive Advantage w Ranked 4

The compamtlvc data provided clearly indicates thnt on average. this issue iH considered to
be of high priority by tlw respondent gl'llllp.

B~sJ'l)nB.<U.\nnlj!f!Jl!l
• total number of "~~spnllHCSin top ten • twenty-four
a total number of leSpOIlSI!S ill top seven • slxtceu
- total uumber of i'l!sponses in top two • five
• total number (\f I'CSl1t111SI,lS not rated • SI.!VCll,

• percentege of t'I!SPOI1lH!H in lOp ten • '77.

This issue received u 11lh' nvemge rntlng from the group with tweuty-Iour ('77°'l')' of 1111.\
respondents rating in the top ten of iSSlll.)S und five (1 ()'Yo) •• n the tllP tw»,



What is evident from inputs received, is that most systems initiutives and associated processes
arc scattered across the group, Given the current strong departmental orientation, Gaibcr
(1995). suggests that misalignment and polarisation is common witnin today's organisations
and that technological islands exist that do not always support true business needs,
The business is becoming incrensingly sensitive regarding IT investments nnd questioning the
benefits, Establishing a purtnership between the IT orgauisation and the h.!silt,·s~. appears to
be a perennial quest at many cornpunies. IT plays an important enahling role in the transltiou
to more cooperntive and collaborative relationship within organisations (Reich & Iluff 1991.
Clemons Ul1l1 Row 19(2),

An Important way of assuring the success of projects, is to implement and adopt a ream-based
approach, which provides for quicker decision milking. shared accountnbility tll1lt sttCCI.!SS, In
the collaborative, flatter cnvironmeut, the emj.husis must he on goal achievement, related to
strategic direction and the avoidance of dysfunctional and territoriul behaviour evident in the
tradltlonal hierarchical bunking structures.
Self-contained, multi-dlsciplincd teams, arc being estahlished to ennhle cross ..functional
decision-making in support of common goals and coordinated efforts.

It is important to accept that one cannot start with the application of IT, without firstly having
n clenr understanding of the business PlU'!iOSe to be served Hnd the multiple users to be
accommodated (Frey 19(2). Them must be synthesised tcum work und effort, to allow
maximum advuntngc of clfotts and energies,
BusiMSS and IT partncrsblp is accepted mi all important churnctcristlc or world-class IT
crganisutlcns. Orgnnisntions thut can achieve real business and IT partnerships, reap the
benefits of improved teamwork uud value from their IT Investments.
This pnrtlH!l'si1il' can be considered a collnboration between the business lint! IT. to Jointly
undertake PI'('jc('![S thut result in optimum value to the business, This PUl'tl1cl'shipis a complex
anti multi-faceted issue. involving having the correctly skilled .md capable people jl1Uliling
clearly understood roles lind rcspollsibilities. It must become an accepted concept throughout
the enterprise, with shared responsibility between business and IT,



Overall. twenty-seven (87'!i(I). of the respondents rated this issue as being ill the top tell. which
is the highest of all the issues. However, this issue only had seven (2J"ilj. respondents rating
it in the top two, hence l\,~iucing the overall, In addition only foul' (1 :V~(l)of the respondents
did riot rate this issue in the t(1Pten.
Although not placed highest ol' the ten issues in tenus ot' rauking, this demonstrtues largo
support from thl.!entire respondent group to fully justify concentrated locus md attention,

COl11mCnlH rcceived:

Below nrc extracts and examples of comments received from respondents anti purtlcipants:

"Tools, .\.l'.\'('ms and lIIt'tlu)(/%gil's fill/sf add value ({ncl1101 he dklclted.lh)/II all iw)/:v
tOlI'(II', wuh little! 01' 110 IIl1dC!1'.I'IClmlil1g ojtlt« d(,IV/O/'/ll"lIt or solutions tluu support

business needs". - l Iead of Department

"It is essential that \I't' have collaborative teams which .I'l'l'\'t' III,' hlls/lle'S,\' needs. They

must 1I"l''' one ,\'('1 /1/ objecttve» and goal", (hat ure ('h,et!'ly ClI1c1l'lIIl'llCllkally ciil'(,('/t'ci

towards the business unit willlling its 11'(//' against the competitton. From an FNN poln:
ojvlew 11'(' do not CIII'I'('lIf~l' haw this situatlon and tt is one 1!/111l' pnme reLlSOIlS why.
ill Illy opinion the business is 110/ satlsfte« wtth Tl'. " • Projects Manager

"This polnt is key to 0111' future ,l'UCel'SS, n • I lead of Department

"Improved dl!l'C'lClj1I11('/I{processes and methodologtes 10 bo ich'lIfi/iec/ and illlph'I1Il'I1/{?d

to full» support il1f(',I!;l'ctll'c/ 1(,(/111 cffans" .• Pl'l~il!l:tHMunnger

"w" need 10 WIIl'k witl: (llh('1' areas to pravid» C/ wide I'C/l1g1l1g, cncontpasstng ,\'U/lI'OI'1

,\'I!'tltC!.ltl''', • Scnim' Munagcr

"71",1',' is (I IOf more' )1'(' can ami should h,· doiJlg, JI'" have ,1'III'1'iwl{ so .fill'. bu! "'('
mil do 1>('/1('/''' .• 1Iead of Dcpurtment



Lederer and Mendclow (1989). also suggest problems with the coordination of IT and business
plans. At times. the organisation has no defined mission, objectives, and priorities and even
when these arc in place. they nrc too general or not cornmunicuted effectively.

Chan and Huff (1993). developed a measure for IT stl'lltegies along the dimensions of
innovativencss, pro-activeness. aggressiveness, analysis. defensiveness. futurity and riskiness,
Strategic alignment was then defined as. the degree to which l'\!SOllt'CI.!S were actunlly
ccu.miucd by both business nnd IT to each of these dimensions,

Coakley and Fiegener (1995). proposed a further measure of strategic alignment based on
"strategic consensus". Strntegic consensus is based 011 the mutual understanding by
management of the strategk' priorities ofthe organisstlou and the IT contribution, High levels
of strategic consensus between business and IT management, results ill ngl'ceml.)l1ton stmtcglc

prioritlcs and direction.

4.~ Implementing and Managing Collaborativo Support Systems ~Ranked 3

The comparntive data provided clearly indicates that Oil uvcrngc, this issue is considered to
be of high priority by the respondent group,

,R~SJ10J1:..t! AnnltB1'i!.
• totul number (If responses in top ten • twenty-sewn
- totul number of respollses in top Sllvcn ~ seventeen
- total uumbcr or responses in top two • seven
, total number or rcsponses not rated • ibm
• percentage or l'I.!FpOI\SCSin lop ten • 87,



IT planning is a continuous process and should he adaptable am! ucc-muuodatcs stimuli from

the business and technology worlds.

Ear! (1986), has developed the tollowing framework, which indicutcs a preferred mode of IT

strategic plunning:

r--- _'__ r-"'_mc __

Strategic context Characteristic _..!I. strategic plannlng-
IT is the means of Computer-based trunsnction Infrustructure- led
delivering goods and systems underpin business
services In the sector operations - ---
Business strategies Business und functional Busincss-dri ven
increasingly depend on IT strategies require a 1l1t\jOI'
COl' their lmplemcntatlon uutomation, lnlormation,

commuuicutlons capability
and arc made possible by
these technologies-

1'1' potentially provides Jh!W Speciflc appllcntions or Mixed
strnteglc opportunities technologies lire exploited

C(lI' developing business and
changing way of mtlluwillg",. _,,,,,,to ---

A munher of diffcront terms hnve been used in tile litcrnturc to describ ... the concept of IT
strategic alignment: "sttntegic alignmcnt'' (IIendcrson and Vcukuuuman 1993: Lufunnn, Lewis
and Oldach 19(3). "llukagc" (Reich und Ilcnbnsa; 199 ~). and "hurmony"
(Woolfe 19(3),

What is accepted ill ull or tlw above und mlopt.:d by lINH. hi (htlt the IT strmcgics «ud pJtIl1S
must support thu ol'gnnismiol1nj Htl'Oltl,'!,dcsuu.I plans,
Woolfe (1993). qucstious the metl .•ld ·,·1,.lH.CI.!~:Srul1y mOl1it('t'in!!,thm ~:,":Sl.) suutcgics und plans
nrc in fact in place and br il't' ~Idhcl'\'d ttl, It is very difflcult {(II' IT to keep uhreas: of' their

impact. due to continuous competitive and economic I)l'OSHtI1\!S and mpid changes taking place
throughout the husincs»,



Where key IT issues could influence and/or support the way in which the organisation will
develop, it should be highlighted and stated in the strategy plan,

Key issues Ior managing IT in the FNB context for the next five to ten years, can only be
mastered if we nrc aware or what the issues arc and if we determine how the issues could
affect the organisntion. If WI.! can determine the "what and how", w~ can develop n strategy
to address these issues and manage the processes which contribute to the establishment of n
strategy namely, strategic planning, strategic thinking and opportunistic decision making,
Ward and Gr'ffiths (1996), identified a general set of objectives for IT planning which can
serve as a good guideline for IT executives who want to position their respective
organisations:

• future nnd current information needs should be identified, recognising that these
needs wilt change

- the IT function should be equipped to respond quickly and effectively
• policies tor the mnnagement, maintenance, creation, control und accessibility of
the corporate information resource, slu» "I be set

- the IT function should be positioned closer to the business, with represcntntlon at the
highest possible II.!VC I

- H sound information systems arohitecture should be Iacilitntcd
• effect.vcly mauagc the skills portfolio
- determine nu effectlve and achlevablc organism ion structure 1'01' IT
- el1SUl'1.! that the IT function is business focused
- el1SUl'C tIm! the business and IT share responsibility 1'.'1'utilising IT,

Depending 011 the wuy in which the organisation deploys IT. it will continue to play a role
il1 the trunsformotinn 11l'OC~HS,

Successful IT planning is clearly depcndcm Oil senior munngemcnt lnvolvemcnt and
oommitment,

It is importnut tlrat the k\!y issues relevant 1(11'FNB he idcntiflcd and understood so us to
incorporate the nccesatry oh,il.!ctiws and gouls Into the overall IT plan,



"Technology must not determine what IT implements. Without a business plan TI' will

never deliver what the business requires. No priorities 01' business gO(/!s will be! met".

- Projects Manager

"We are improving hut in certain cases our prlorltlsation process is III/SIICL.·LW.y/iti and

projects have dWi.'l'illg objective: placing ]1I'L'8slI/'e Oil sharing ofresources". .

• Senior Manager

"Cummtiy we l'eI:/i1l'l11 IT planning before the business has completed theirs. This has

(I negative impact 011 11".1' ability to supper: the business and .\'III·e~vlias to chang" ".

• Senior Manage!'

"/1' is the enabler <?l business strategy and given thi: likelihood oj global companies

{'Iltering South I~/i'ica, if is Imperative! that both the business IIl1d 11: ill partnership,
set the strategic: direcuon ofth» OI'g'l1lis({tiol1" .• IIU(\(1 of Department

The rapidly changing business and tcchnologicnl environmcnts, necessitate a synchronisation
of long-term IT and FNB business plUI1S. Effective Strategic lnlormation Systems Planning
is n majOl' manngcmcnt challenge and is essentiul for the clfcctive provision of support and
delivery of systems, to the orgnuisaticn,
MUI1ugcl11e11twithin the organisation who is wanting ttl position the cutcrprlsc pro-actively,
must develop a stratcglc IT plans. This will provide a robust framework Cor the long-term
mnnagcmont of IT, allowing for organisational influences, SLJl.!h as size or the business unit,
the sophistication level of its IT function. the maturity o: the orgnnisntim: lind any immediate
problems. which mnuagemcnt need to nddress,

It is the l'cspol1,.lbility of sll.t(el:de IT planners within the respective organisations, to ensure
thnt key Issues are identified and addressed.
A strntcglc infotrnation systems 111(\11 should include ol1kcl ives which me directly linked to
tlte ohiectives null strm~\gi'':~lor the business units, contrlhutlng to the entire strategy process.



4.2 Improving IT Strategic Planning - Ranked 2

Rating 1 2 3 4 5 6 7 H 9 10
I-

No. of Responses 5 5 2 4 2 1 2 () 1 2

The comparative data provided clearly indicates that on average, this issue is considered to
be of high priority by the respondent group.

B,esponsr A,1ul..,!]h,:

- total number of responses in top ten - twenty-four

- total number of l'CSpOl1ses in top seven - twenty-one

- total number of responses in top two - ten
- total number of responses 110t rated - seven
• percentage of responses in top ten - 77.

Tell respondents (32%). rated this issue as being in the top two. as well as twenty-one (68%).
in the top seven which ranks it second overall in terms of average. This issue received seven
(23%). I'CSP011SCSoutside of the top ten.

Comments I'cceiv~l:.
Below are extracts and examples of comments received from respondents and participants:

"11w recent li/('I'gillg (It' business lind IT strClfeglc: plml11ing should address this",

• Senior Consultant

"The plal111illg IIIlIst no; OII~VhI! aligned, but intc'gl'C({edand coordinated with thut of

the IISeI'S", • Senior Manager

---------------------------- ---~-----
1',/,"" ,/11



Tapscott and Caston (199}), suggest that the following clear trends have emerged when

aligning IT within the organisation:
- IT is outsourced to un outside supplier or contractor
- the IT resource is accommodated in either a centralised 01' dcccntralised manner
• IT can also be established as a profit centre or separate company.

The alignment of IT within the FNB group, should now from the role that IT plays within
the organisation and be dependant on whether IT is utilised in a strategic, or operational
support manner,

Perhaps the 1110St important challenge for FNB executives during this organisational
transformation, is to direct the different parts of the company to shift in concert with one
another,
When this does not happen, there is greater risk that the IT resources will be allocated to the
wrong strategic priority projects. Unless these misalignments in strategic priorities arc
uncovered and remedied, the entire IT alignment effort will be jcopardiscd,



What is not as clear, is how to achieve this alignment between business and IT and what

impact misalignment has on the business.

By concentrating 011 enabling and enhancing strategies to alignment, organisations can initiate

projects to achieve greater synergies.

Executive support for IT and the need to be a participant in developing business strategy, arc

key to successful alignment.

Inhibitors identified are, that business and IT often have poor communication. poor intemction

and seem to be working ut cross-purposes with differing priorities.

It has been widely reported that business and IT management arc concerned with aligning IT

with the business, to more closely support corporate strategies (Chan and II uff 1993; Halloran

1993; He-iderson and Venkatrarnan 1993; Woolfe 19(3). IT that is effectively aligned within

the organisation cannot follow a specific model structure, us there are several principals to

consider when aligning IT:

- active user participation is essential for all IT projects

- IT human resource management must be innovative, with modernised state of the

art policies

- the structure must be flexible, enabling tapld development or systems

• 1'1'must facilitate and be supportive of an enterprise-wide erchitccture and

infrastructure

- organisational goals and reward systems must be linked to overull business

performance
- the business and IT should be encouraged to work (IS one team

- a cost-effective, efficient customer oriented service, must be provided to the

business.



It is i11111)' opinion one ofthe 1110.1'1 important hindrances (0 business achievement that

FNB faces today. It is absolutely critical that at this point ill lillie moves are made

to integrate IT into business as an equal partner. /I ~ Projects Manager

"This hopefully will .I'll\'(! the organisation." • Senior Manager

"11' is not close err-ugh to the customer and never fully understands the business

requirements". - Projects Manager

"We continue to tinker around at the edges and take 100 long to make alignment

related decisions". - Senior Consultnnt

"The effectiveness with which IT can support FNB is dependant Oil Oil!' understanding

of the business and how they rate our capabilities ofdelivering; TV(,!in IT (Ire enablers

and ((.I' such mustbe fully aligned with the business ifwe as an orgunlsatton wal1l to

be successful, Business today is more reliant on IT./(J/' /)0//1 strategic and competitive

advantage and thus requires close alignment" ..• Head of Department

The fundamental issue. of how the IT organisation should be allgncd with the corporate
structure and strategy of the corporation that has multiple strategic business units
(Diamond 1994). was identified as the most important critical issue at FNB. The alignment
process cannot be considered to be a single event, but rather a process of continuous change

and adaptation.
Problems associated with organisadonal alignment. is often recognised by ongoing
departmental and internal conflict, performance and cost complaints wi ~h regard to IT,
competitive decline. high turnover of IT professionals and redundancies in systems
development (Tapscott find Caston 19(3).

Successful strategic alignment will enable FNH to maximise its IT investments by achicvlng
harmony with the business strategies unci plans. The impact of the importance of alignment,
is accepted by its high ranking ill the business press (King 19(5).
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Th1:-;infrastructure must tw reliable, affordable. dynamic, flexible having the ability to provide
,1 wide range of products and services. Business Iunctionulity should be developed using a
warehouse of components Irom which to usseml-Ie layers,
This concept becomes u catalyst foJ' business Ilutctlonulity being built, by ink'grating existing
ClH1UnOll modules 0)' functlonuil ty and sen ices, This contributes directly to slwt:ding tip the

systems development effort.

IT departments haw to hal'lll'SS the power Ill' I1\!W LInd I.!lllcrging !I:dlllnltlgh!s. to provide an
lnfmatructure, flexible enough to capitalise 011 business opponunities.
At the same time. past IT investments must he protected, I isCI'S need uunspurent access III

data and upplication«, chill'!' within or \)ut:-;id~ or the enterprise boundurles. Sysl~m
ndmlnistrntors require tools and uutnmution to simplify the complexities Ilf' managing the IT
envi 1'0 1111l1.ll1t.

The complex business requirements, together with the challenges ol' the dynamic hllsin~ss
environment. noc-ssitatc that nil TT uvchltccture is crucial.

In the current business environment most organisation» haw little idcu uf what their
applicatlon needs will he in the future, This results in U requirement I'll), lin I'J' nrchitccturc
that can allow for the exploitation of future opportunities and 111\:1.'1 unpredictable
requirements.

The primnry value ill I.lsf:abliHhingn comprehcnslve nrchitecture und inll'Hsll'Uclul'c. i;~that it
rCllHlVCH possiblo contlict between the ,.I\.lI1l11ndH(If business ant! those oj' IT
(CSC Index Foundation 19(3), By IJHtablishillg Htandtll'ds involving plll't(\hllity. security, Inter-
operability nnd reliuble availability, 11' can provldc the l'nllowing flexibility w, demanded by
busilMlS:

" raster delivery Of' new upplic: 'ions by utilising \)xisling flllll'tionality

• pl'ovide lntcgrutcd inl'ol'lllatioll from both intcrnu! lind external SOlll'l.'l'H

• i11tl.'[\llt)/. standardised intcrluces and sepurntion or al'p1kations. Inu.. inlhlstl'lI<.:t\ll\!

cornplcxittes,



,L!:m1111eJ1J!:l...!'.£.~lx~}t

Bel. \1 are extmct: and exnmples of comments received from respondents and participants:

"Based ClII a business document i'('t;al'clillg tln: deUl'cl:l' platfonns. Tt' i» 10 "",'pond 0/1

how we will 1'L'SO{l''' (Jill' client/server (1/' distriluued I'/a(limll 1)/'0"'''111.1', tions are
necessary "1'('((11.',(' of' ow' S{Olt'/1('S.I' to c/('wlo]J solution« and 011/' restricti»:

archttacturcs. " • Technical Consultant

"111Cwhole rcuson fin: IT's ('.\';,\'/{'II('(' ls to ('/,(,(I/(' "lid support lli" business ill ifs
attempt 10 It'll! ttte \1'(/1' agail/st ,'OIl1/wtitOI'.I'. 7I1"/'('/il/'(' llie 1I11t!('J'b·illg lec/molof!Y

tnfiustructur« must be de.l'igll(·d lo,ti/dlita(t' ((lid not hille/I'" 1'(',\,/)OI/I'il'c'IIt'.I',I'. For u long
time 1/0W, the 1>1I.\'//]('.I'S has 1)(','11 t('!ling liS tlu« we eire no! rcsponsiv» ('Irough which
C({U.I't'.\' them to 10,1'" business £II/WillI age ". ~Assistunt General Manager

"Without (/ "Ol1lfll't'hCIIS/l't' 11' lnliusttucnn», /1(1 standanls. tv-usable ('ode or sharins:
4 business ,1),,1'('111.1' will lw cll'hil'l'l'd l'l'SU/lillg ill increased costs und skills
rcqutremcnt» CIS 11'('1/ as 111('/'('(/.I'(,,'d lillie /0 deliver" • Projects Manager

"Th! nee« an auttud« otconunuous improvemen: • tlIl't,e/helt'k loop/hat 1Ic111(/!(I'I'('SII!(,\'

til 11I1]]/'O\'('/II{'II(", • Senior Munugcr

"We 110"(' /00 1IIC11l,\' dl//(o1'1!1/( It't'hlltl/ogh',\' limitillg 01/1' (:1fi.'{·lil'('I1('.I's".

" Projects Mnnngel'

lin',) shouk! Il,' dl'lI1'l'/'illg what users 1I'elIII and 11'11('1'('III£'.1'/1('L'cI II and not rostrtcttng

(1If!1II to .1'0111(' l1',1ill'lIIl1/a/{'ci i/!ti'C1S(l'IIcllll'C' tlta! ;111[1(1,1'(',1' 0111'wll! on them"..

• Ilead of Department

Building Ul'cspol1siw IT urcbltccturc and inli'i\stl'llctUl'C to support existing applkations, while
rcmnitting l'CS110llHiw to cJwng"" me key to FNB's long-term business productivity lind
viahility,



Local companies will be forced to emburk Oil aggl\!SSIVI.! programs uf re-skilling, cross-skilling
and mentoring, to uplift skill levels to meet the demand.

The next few ycnrs will hc dominated by the yeur two-thousnnd issue. in purticulur in
orgnnlsations where intormatkui technology is used ill a str.uegic way. Project management
skills will be tested to the limit Hill! human resource i:;sues such as remuneration and
demand/supply management, will become even more prominent.

4.7 Building a Responsivo IT Architecture and Infrastructure N Ranked 7

The comparutlvc datu provided clearly indicates thut 01\ average, this issue is considered to
be of high priority by the rcsponden; group,

Bcs!i(~nsc_Anul~'Q~
n total number of' responses in top ten • twenty-one
• total number of responses in t\l11 seven • seventeen
" total numhcr of t·C~ip(lIlS~~.'lill top two ~ six
• total number of rCSpllllSI.!Snot rured • ten
~ percentage of }'CSPOllSCSin top (r.m • 6S,

This issue was rated in the tllP tWIl by six I'l.)s)lol1lknts ( 191!II l. which ill compnrison with the
previously mentioned issues in rcusonnbly high. Overall, tWtHltY·OIlC «(,H'·ri) ol'the I'cspolldel1tll
rated this ill thl) top ten. which is indicative of the importune of thi~ issue und justlllcs
inclusion (IS (I ct'itil.'ui issue,



There is currently rut' too lew suitably experienced black people to t1Il the large »umbcr 1)1'
diverse vacancies, resulting 111 premlums being paid to uttruct or retain this staff, Black
employees are particularly vulnerable to direct npprouches. with the promise u]' exceptionally
high salaries. to 1110\ I.! 10 new employers, As SOOIl as OJ1l! company has successfully recruited
and developed a black IT professional, another entices the S(.'UI'CC reSOlH\'1; to [oln them
instead, It is ncceptcd that curtain groups have been disadvantaged and that 1(11'them to gain
access to orgunlsntlon» ill grcntcl' numbers, cnralls the gmnting or preferential treatment
(Charoux 199(1),

Dowling (1992), further suggests that blacks haw been disndvantngcd, but also women of all
races. Many com panics UI'C almost being forced into this scenario, in ellons to have a
workforce representative of the local population.
Many whites view this issue as a matter of reverse discriminmion und ure leaving the country.
to avoid what they consider to be limited career prospects, Issues u-sociarcd with diversity

mnnugemcnt II1'I! cxtrci.icly sensitive l\11d complex and huvc been implemented throughout the
world with limited sllCC~\SS,

Thomas and Ely (19%), suggest the following preconditions, in moving from a race/gender
issue to one of group differences, ill StlP11Ol't of orgunisatlonnl leurnlug and development;

• lenders must understand thut a diverse workforce will adopt difJ\'!I'\.:lltapprouches
to work

M lendcic IHlIst be committed to the PI'OCl'SS of learning nnd I'C}I.!L1! nlng uud ncccpt
different perspcctlve»

• all staff mernbers CUll uml should contribute fully
• allow 1'01' personal growth and development
• Cl1COUl'Ugl! 0l1t:nncss
A stnff mllst feel vahuxl and allowed to tuku the initiative,

The exponential lW\'!S of chunge within the 1'1 im!ustl'Y resalts in "lipid skills deprcclatlon and
redundancy. This on!.!!) lends to dcspcrute measures by certuin bliSilll,'SSl!s til uttract suitably
skilled stan: especially in South AtHcu. where SI.lVCI'I,,) starr shonnge is II l'l.!ulity,



Results from a study conducted by Zawacki lists the following ten human resource Issues in

order of priority:
• acquire u stronger business orientation by moving Irom H technology emphasis to

u business t\' Id customer focus

• manager» 111\IStprimarily bCe',)!11Ccompetent business manager» and secondarily

technical managers
• define proactive requirements for artrnctlng suitable skills for futnrc technologies

• IT to facilitate the transfer of certain tasks and activities to the USCI' community

• develop creativity and innovation

• retrain s.an: encourage re-skilling and learning of new techniques

• implement new ways of motlvnring stuff nnd inspire high perfonnunce teams

• provide (ruining in behavioral skills. such us communication ami teamwork

~ develop improved performance methods with effectlvc assessment procedures for

both individnul nnd team-based activities

• provide for suitnhl(.) dual CUl'C(')l' paths Ior technical specialists,

Clinging to old cultures, styles. 111'OCCSS\!'l and reward mcchunlsms, will certainly not allow

1'01' competitive advantage, What is required by d~c modern organisation is lendership, vision.

bravery unci commlnncm, to brenk out into new horizons, T~nlighlcncd managers HI'C ucccptiug

that it is the lntcgnulon of finance, operations and people fOl'ming putt of' un overall business

strategy, thut allows one orgunlsntlon to outporforn; unothcr (I\ndCrS(lll 11)1)7).

IT will continue to be a world pluyer ill the challenge to nltl'(l(!t. develop and retuill staff. The

nntionul, us well us the global imbalance in the supply uud dernuud Jhr talented IT

pl'Ofcssiol1uls, will put nddell strain on the entire industry.

With regard to the munugcrncnt of tim dlverslty llf the South ,\j'I'h:i11l workforce, the

uompctitlon for suitably skilled employees rerunlns a chullenge, The efJill'l by runny

orgunisatlons to employ pl'eviously disadvantaged black IT staff, hus resulted ill increased
levels of competltlou for the smnll number» of nvallnble cmulidutes.



By taking a proactive approach. successful banks will need to implement IK'W 11l1111<1l11'eSOt1l'cc
management policies, skills development and rewards. Modernisations in this urea at flNB,
include team-based project incentive compensation. continuous assessment and development
of all levels of stuff, formalised technical and ruanngerlal curecr paths within IT and closer
working alliances with learning Insiltutlons. to recruit the best available tnlcnt. Human
resource issues cannot be neglected in the modern day organisation. especially when dramatic
change and transformation arc taking place,

These arc often the most difficult to deal with and require effective manngemcnt in the

following areas:
- leadership that builds awnrcness, commitment to change, reducing resistance
M the acquisition of knowledge and learning of new skills and techniques
- teamwork. requiring the skills to participate and manage new processes
• team bused recognition and reward mcchuuisms, for accomplishing strategic goals
- truinlng of stuff to achieve re-skilling, retraining. revised selection and recruitment
policies (CSC Index l'oumlatlou 19(4),

retention and recrultmcnt or suitably skilled and 111" uted stan: is essential to allow the
organisntion to increase competitiveness, OPC1'Iltceffectively mill execute stratcgio» successfully
(Alvares 19(7).

The core competencies (llnmcl and Prahulad 19(4) and capabilities (Stnlk. Evans nnd
Schulman 19(2). of employees who develop new products, provide high levels of C\lst01111.)1'

SCl'V;CI.) and implement organisational strategy in the changing market conditions. lire vital
SO\ll'CCS Iot competltive advantage and economic prosperity,
The strntegic advuntugc obtained ft'OI11 IT is usunlly short-lived. us competimrs with access
to almllm' technologies either follows the market trend, 01' in turn themselves develop
innovative techuologlcnl solutions. Zawacki (19()~). suggests that really competitive
advantage is obtained Irom lllUlltlging the IT human resources better, which ill the ptlHt has
often been overlooked 01' 110t considered n priority,



COll1l1Hmts l'cc"ived:

Below arc cxrracts and examples of comments received from respondents and purticipunts:

"The more complex the !.'IlVil'O/lIl1C!Il(, th« highe/' the skills /('w/V01/ require. The
recrultment and dcvelopmen: (If'IT resources is crucial tllld pl'l'/tal',I' (lte OI7~1' way this
'~(111 I'e"lls/ical~v he achieved is by creating (/ lcarnini; orguntsatton. II

• Head of Department

"FNB still has £I !JUSt' o/good 1'('SOlll'Cc.'~ (hough (//('.1'(' are ./ils( dll'illCllil1g, Therefore,

whilst It is /10/ yet lIighest priority, if needs to he addressed I'aJlicl(\', 1/ • Senior Manage!'

"Ill South Africa and FNlJ IMs ,"1I11l0{ be any luwer than number one ill tile priority
!lSI, 'l1U'sill/tit 1011is aggravated wlth regelI'd.\' to 111(' brain drain and ponr cducatu»
.fiJI' the IIU{/Ol'ity ofschoo! lcavtng children." • Scnio:' Mlll1agl!l'

"Place 1/101'(' ClIIl'llcl.l'i.I' OIl l'e"l'llitillg st'1tr",ltll rea! potcntiu!". • Sl!lliOl' Consultaut

"The 17' industry is del'doping l'l'I:1' (jllh'ldy und th» Ch'W/rljJJlIC!/I( oj'.I'kill.l' 1Il11,1't SIIPJ)()l't

the arohttccuu». MOI'l' time 11111S1be spent on c/n'{'/opillg Sll ItI " " Project» Manugcr

"Loss ofskllls tu 11Ie!01'('1',\'",/.1' ClIUI toeoi market is u t'OI/Cl'I'II", • Senior Manage!'

"Ohviolls(v IlOthill,£{ mil /l,> ac11i('wd wuhout good IIlIIIU/II 1'(',1(}/I/'C(, "

• I Ieud of Dcparrmcnt

Most organlsatlon» will rOCLIS on tcchnnlogy renewal, hut what is of lmmcnse importuucc at

FNB. is to bulunce investments in IT, with Investments in l'c~l nping und developing people,
The strategic mnnugcmcnt of human l'CSOUl'Ct.)S hi considered vital to success and will piny a
pivotal role ill organisational performance, as the banks transform themselves to customer
based financial service providers (Switzl,)l' ll)l)(l),



The challenge for IT in this process. is to provide the project manugement experience and
discipline, together with technical vision and expertise. all of which are critical to the success
of the re-cnglneering effort (Martlnez 19(5).

Re-cngineering is not primarily u technologlcal mauer, IT starr must net us "enablers", not
simply project managers and have full support of senior rnunagemcru (Huff 19(2).
A revised prolifenuion of traditional rules and structures designed to integrate laterally across
the orgunisation, is being implemented.
IT must respond to the trend of re-enginceting the business, by renouncing the development
of systems that retain current ways of working, 1'01' system» that support the organisations core

processes and business vision,

4,6 Recruiting and Dovelopinn 4THuman Resources • Ranked 6

Rating
- '_

1 :2 3 4 5 (> 7. -
espouses 2 2 (> 2 2 1 0

=
The comparative datu provided clearly indicates that 011 average. this issue is considered to
be of high priority by the respondent group.

Re;'1111I1SC A.n.nl:i_sis,:,

• total number of responses in top ten • twenty-one
• total number of responses in top seven • fifteen
• total number of 1'I.!S1111l1S\!Sin top two • tour
• tctnl number of responses 110t rated " ten,
- percentage of l'eSI'Ol1i1\!S in top ten • 68.

This issue is the first in the list of the top ten uvcragc runkings, to receive below 70 percent
in terms of responses rated ln the top lCI1. There was however sufficient overall l'I.!SPOllSl) in
the hlp tC1\ (68%). to jusfiCy inclusion in the priority list.

---,--- --------------------



C()l11metits t<;£..:!ived:
Below nrc extracts and examples of comments received 1'1'0111 respondents and participantst

"BPR must make I1W(lIIil1g/itl change and 1101just tinkering al Ille ('dgL's. "

" Support Manager

"We have not fared l'(":V well Oil this front and h()pe/i"~1' utter (Jill' JT's OWIl

transfbrmation \l'L' will be better placed to achieve this and 11/"I'C'hy iIlCI"'tlSL' the
prq!itabilit,v of the bank by reducing risks, which have caused us 10 lose profits".
" Technical Consultant

"Many such ]lr(U'(JL'fS arc under way Cl11d they .\';1111'(1' haw to work",
" Assisrant General Manager

"BPR should be 1I normal part of ('1'1.'1:1' development I))'c!i{'c( thai is intttutcd".

" Head or Department

There nrc many issues facing IT management in the organisational COIHext,with increasing
business pressure to deliver effective solutions quickly, The business processes will be
tmnsformod and the organtsntlon will change rapidly to Improve general business
performance,
Lnthin (1995), idcntlfles re-engineering as a response to industrial and technological
developments and us in FNB. driven by major changes in competitiveness and consumer
demand,
Klein (1994), contends that four out of five business PI'OCI.!SS l\'-cnginccl'ing Pl'OjectHfail as
a result of unclear definitions. unrealistic expectations. inadequate t'I.!SOl1l'C<.'S, taking too long.
lack of sponsorship. Incorrect SCOP(~ Hnd luck of all effective methodology,
Re-engineering projects have a high failure rute (Bushcin, Markus lind Riley 19(4). which is
largely attributed to the resistance to change from within the orgunisution (Reger. Mullane,
Gustafson and DeMal'ie 1\)94),

------.--.----------...---~



It is imperative that IT supports and provides the organisation with internal support in its

effort to provide superior service to customers. Schneider unci Bowell ( 1(85), contend that

the service internal to the company, is n factor requlreu .or effective service levels provided

to external customers.

IT management should ensure that there is a positive contribution to the competitive

advantage possibilities of the organisation and enable these opportunities. This awareness will

allow for the strategic plans to incorporate realistic obj ectives, to fully support the business

witi: respect to the competitive advantage opportunities.

4.5 Facilitating and Managil11gBusiness Process Redesign ~Ranked 5

Rnting 1 ') 3 4 ~ 6 7 H ') 10

No. of Responses 5 2 2 3 1 I 1 () 4 4
- - - -

The comparative datu provided clearly indicates that on nvcragc, this issue is considered to
be of high priority hy the respondent group.

Relill,9l1sc Ann~~.i~i

~ total number of reSI'Jonses in top ten - twenty-three

~ total number of responses in top seven - fifteen

- totul number of responses in top two - SeVIJll

- total number or responses not rated - ten

w percentage of l·CSPOllSt.JS in top ten - 74.

This Issue received a fair uvcruge rating from the group with twenty-three (74%), of the

respondents rnting in the top tell of issues, This issue also received tell (32%), responses

outside of the top tell.
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Functionally-based organisational hierarchies arc being replaced, 01 will give way to

cross-functional specialist teams supporting the information needs across functional lines.

Users, are expecting; IT to eliminate the limitations of location and distance, to increase their

levels of efficiency.

Due to the exorbitant costs of the IT infrastructure, the cost of entering u particular market

or offering a niche product. can often become a barrier to entry. A competitor who enters

a particular market will usually be faced with an enormous capital outlay.

As IT has evolved and even though new technology and paradigms dominate, older

technologies and paradigms do not simply disappear, which adds to the complexity of the IT

environment.

What is reality today, is that il tokes a lot less time for a system to become a legacy.

There are also some benefits to hI: derived from a multi-vendor environment. such as the

business not being locked into one vendor's product range and can direct its own rates of

technology implementntlon, Competition bcween vendors also tends to lower prices of

products and services. which nrc often delivered faster.

Coates (1995). contends that new technologies, increased competition and a 1110reassertive
customer, are resulting in organisations customising their products and services.

This differential, is at times. the or Ingle aspect that allows for diffcrentiutlon between FNB

and the competitors.

In current models the organisational power is at the centre of the organisation, but the

intelligent implementation of I'I' allows for this to be migrated from the periphery. to the place

where customers arc ultimately serviced (Davis 1996). The more efficiently. cost effectively

and reliably this is achieved, will set one organisation apart from Its competitors.

This contact, with the systems at the point of service. is known as the "moment of truth" and

is the image of your company and service levels that remains us an experience for the

customer (Albrel.:ht 1(96).

For an organisation, serving customers, is nil opportunity to demonstrate its credibiiity and

capability (Gronroos 19(0).



Sustained competitive advantage is achieved by knowledge availability, learning and the

continued ability of the organisation to exploit and leverage technology.

An important concept that highlights the role of FNB IT it competitive strategies, is the

value-chain. The value-chain of the organisation is a system of interdependent activities

which are connected by linkages.

These linkages exist when 011t.! business activity or process effects the cost or effectiveness of
other activities. To gain competitive advantage, these activities must be performed at lower

cost, offering more value, 01' ill a manner that leads to differentiation.
IT permeates the value-chain at every stage and can enhance and trnnsform the way these

value activities are performed.

Specific process metrics such us value, quality of product, service, response times and overall

costs, must be managed and translated into specific value delivery spccitications. M0St
executives will adopt and pursue a value-seeking mnnagemcnt process, to focus the

orgnnisation 011 maximising IT investments for competitive position.

In today's dynamic environment, business opportunities do not last very long. Added to this

environment, is the worldwide impact and challenge of'technology and connnunlcations which

Increases the competitive pressures exponcutially. Businesses that are not positioned to

capitalise on these opportunities will not survive.

One way to be prepared, is to develop an enterprise IT architecture that reflects business goals

and allows the fast redirection of integrated IT res, .rrces, to take ndvantage of the

opportunities.

The judicious use of IT is key to competitiveness. A company's I'I' Infrastructure must be

flexible enougn to enable quick response to business opportunities.

This infrastructure with its associated gonls, must be totally aligned with, as well as fully

support, the busin: ..~ss and its goa)". These structures must be flexible enough to accommodate

new technologies, as well ,IS supporting the current.
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Ilardwnre and software performance levels change constantly, however tlWSI.) can not always
be readily utilised due to thl! flnnnciul and (ll'ganisationll! challenge: assoclutcd with their
deployment. An chulicngc or increasing relevance. li.lcin{! not only the local. but ulso the
internntionnl IT industry. is till.) shortage of skilled I'CSO\lI'ces,

This trend will continue to place most orgunlsutions in un unsatisfactory and even vulnerable
situation, The ability to respond to customer and user demands as well as the ability to react
to competitor threat and murket opportunities will be severely restricted.

The entire year two-thousand compliancy issue will also have a dru, 'ie impact 011 the cnrire
industry from the smallest, to the largest und most sophisticated IT user and practitioner. It

is interesting that the results ot' this research did not at this stagt' idl.'lllify this ns being
considered n tnt\jOl' issue. The researcher contends that ill time, this muuer will hI,'at the fore-
Iront of most IT efforts and ahsorb the bulk of the available I'l' and business. In many cases
this scenario will he accompanied with nstronouilenl Ilnancial dCIl111lld.

In closing. the researcher slIgw.!sts thut there is mlditiol1ul llPlllll'tllnity 1'01' further detailed
research in this complex, volatile tlnd most interesting lII'I.!t\, The objective would be to
formalise n relevant. perhaps even II mDI'C generic ami Ilcxlble framework and approach. tbl'

periodically Hilt! efficiently assl.!ssing the crltical iSSllI.!S, This would be Dr value. not only t(~

IT mnnagcmcnt, but also llthel' Interested parties Impacted hy the continued developments
ucross the entire spectrum or the IT industry.



6. Research COlnclusion
This research clearly illustrates. that critical issues fadng IT munuge-nent in the CUI'1\~nt

modl.'l'J1 day and uge, dillcrs vastly from no; onl) institutions. but in certuin instances,
, ountries.

The anulysis of the reseurch shows. tlmt tl:..l 1''NB criticul issue nl1l~:l1gs and particular
sccnurio, differs greutly Imm, Ihl' example, the SIM Iinding«. The researcher contends tllat
the following factors will. anti do. have a furulnutcntnl impact 011. lhl priority and criticality
of issues, with definitive correlation with stated corporate sll'(lh..'gy and ol'gnnisatim1U1
tlhjectiv!.!s:

M the IT Sll'at'IJY required to support the desired business direction and pi'i{l1'itb;
M the matmity levels. pl'Olitahility lind sophistlcntion of lnfrustructurc
• the Influence and demands ul' thl.' competitlvc glohal murket-placc
• the availability of 1'I!S(llll'~~CH,both human and financial
• tho finnnclnl sector of industry, which is highly 1'1' relluut and service driven
• geogruphic sprend and pltyslcul locntion. in relation to mnjol' continent» ami trading
partners

• first-world versus thlrd-world economics. skills and productlvity
• favournblc Widing conditions with strong flnancinl power
• political and workforce stability
• investment protectlon lind personal sulbty.

The researcher suggests that thl.)overnll situation ut lINB is certainly very ditfereut (rom the
SIM base representative orgunlsutlons and although to u lesser extent, the other flnunciul
institutions ill South Africu, The competitive uinrkct-plnce may [,1.' similar. however the
Iacllitntors influencing intemnl focus anti busiuess Pl'I.!HStlI'CS. could be considered unique to
each orgnnisntion. As was contended curilcr by tile researcher. organisations tlnd themselves
in varying levels or maturity anti with differing strutcgic trading and Ilnunciu! objectives.
I'hetc is cl'lbctively 110 llIlC single implemented urchltcctnrul standard a~'I'OSS the lnoustry,
rcsultlng in mnny vuriatlons or vendor positioning and timing or tcchnologlcal advancement
being brought to market.

------------------------------------



5.6 Sixth Emp;.ical Gener'alisation
J..fulIagil1g the local skills .I'llOl'fag(' problem.

This issue is of extreme Importance to FNB. as suitably skilled. quality l'CSOlll'CI.!S with
potential, nrc extremely scarce, Normal staff nttrition levels are being excoedcu us a
result of cmigrutlon opportunities and illcr ....used 10e[l1demand.
It can be concluded thnt this empirical generulisntion was tully supported by the
research.



It can therefore he concluded thut this empirical gcnerullsution was fully supported by

the research,

5.3 Third Empirical Genf.!ralisation

Outsourcing certain 17'services to appropriau: outsourcing SC'}')'/(c' providers.

Although certain non-core operationul type systems nre being outsourccd by FNB, n
policy statement has bCC:11 issued whereby no strategic system will be outsourced,

This crnpirlcal gencrulisntion was 110t fll::Y supported hy the rescurch findings and
ranked fourteenth in terms of overall average rating,

5.4 Fourth Empirical Generalisation

Implametuing appropriuu: human 1't'.I'O/l/'C(J management and rcwan! polictes.
The research findings indicate that this issue is closely coupled with empirical
generalisnrion number six, The entire human resource mnnugemcnt responsibility was
identified (IS being of great importnncc, I!sp~cially in the South African context with

its associated challenges.
It Call therefore he concluded thnt this empirical generalisation was ['ully supported by
the research,

5.5 Fifth Empirical Generalisation

Improving projec; cos: h(,11411and priorlttsatton crttcria.
The research Indicated u medium lew! of support 1'01' improving the effectiveness of
software development. In reality, this empirical generalisation will be closely
intcgmtcd with implementing and managing collaborative support systems, which was
fully supported, In uddltlon, there is already a comprehensive project prloritisution
and funding proca,s in place at FNB,
It CUll therefore be concluded that this empirical gcnernllsntinn wus supported by the
research,

---,---



5. Support for the Empiricai Generalisations
The aim of this study was to determine the most important critical issues lacing IT

management within a maier financial institution in South Africa, After obtaining the relevant

information as provided by '\ respondent group of I'l' professionals from within the bank's IT

department, the seven higher priority issues were examined and analysed in S0111edetail.

The question posed I'm' the research was as follows:

What are the most important critical Issues facing

IT management at a Financia 1nstitution in South Africa"

In relating the research findings to the empirical generalisations, the following assertions may

be 111:\de:

5.1 First Empirical Genea-alisation
Aligning the organisations IT with the business.
There is widespread acceptance and understanding of the strategic importance of IT

and its impact 011 the modernised organisation, It is crucial to have aligned synergies

between IT and the business, to maximise enterprise-wide goals and objectives.

The research results concluded that this empirical generalisation was fully supported

by the research, as 1S evidenced by this critical issue being ranked most important in

terms of average rating,

5.2 Second Empirical Generalisation
Idcmifyiilg 11u:most appropriate technology i1lf/'astl'lldlll'L! for 111,-ol'ganisation.
The research results indicated strong support for the building and maintaining ot a

responsive infrastructure for the organisation. Without having a highly flexible, cost

effective infrastructure in place. the organisation is not in H position to remain

competitive in the current business economy,



Note: Further to the above information, a further interesting observation is that the two
issues which ranked eighth and ninth and were not selected for further analysis. received 64
and 54 percent respectively, or responses in the top ten. This is further evidence regarding

the complexity of identifying the priority critical issues. There is II myriad of factors
influencing the industry (1,)<.\ 11'!.Jl'C specifically individuals, departments and ultimately

organisations.



The IT world is becoming increasingly integrated and without a suitable architectural road-

map. it will be exceedingly difficult to determine the impact of change.

A well-defined architecture and Infrastructure provide the platform for business and IT

alignment, as changes in the business environment can be extrapolated to that ill the technical

environment.

Tapscott and Caston (1993), proposed the following five step cyclic .11 processes for

establishing a standards-bused architecture:

l

Ftg.u» .J.. Architeeture Planning Process

The urchitectural and infrastmctutal vision and planning for the organisation, must be jointly

owned by the business and IT. This process must be buriness driven and provide

opportunity to focus on a business view, a work view, an information view, u technology view

and an application view.



There are initiatives to formalise IT governance principles at FNB which outline how

architectures and policies arc established. deployed. managed and enforced within the

organisation. A coherent process must he in place. to manage and control. the integrated

business, SYBtCtl1S and technical environments.

The capability of technology has developed faster than the ability of businesses 10 effectively

utilise IT. However, IT is often unable to change at the pace required by the business. There

is a distinct difference between thl~desired rate of change 'n business and the ability of IT to

meet these needs.

An appropriate and well-designed infrastructure, will allow for rcpld response to business. by

separating system components that change frequently. from those' that arc more stabte,

The FNB architecture reveals the bunks perspective of its products and strategies.

As the pace of I'I' introduction has shown no sign of slowing down. with advances in software

and hardware occurring rapidly. the !lCW capabilities and functic.vs must be accommodated

within the parameters of existing systems l\Hl networks. The smaller the impact on the

existing IT structure, the easier these new technologies can be incorporated.

These systems, that nrc responsive and flexible to change, provide very high value to their

users and to the businesses they sl1pr,'Jrt.

The new technology infrastructure will form the foundation for a new virtual corporntion,

where companies and Individuals will be electronically connected (Davidow and Malone

1992).

As new technologies proliferate in the market, careful consideration or how to leverage ti.em

inside an existing IT environment, assumes greater importance.

This Infrastructure must provide the nbility and responsiveness to allow IT changes to be

implemented quicker than what the business changes. '1'h0 architecture p'anning process

provides a transition framework and critical linkage to the vision of thl) organisation and

supports the realignment of I'l' resources. Architecture supports the physical infrastructure and

includes models ~Jf the organisations business processes, hardware and software components.

Tapscott and Casto» (1993), contend that, as is the case with travel. knowing the ultimate

destination is a mere beginning and knowing the route is sential.



10. Appendix C
10.1 Critical Issue Description
The following is n description of the ciitical issues originally identified, together with rankings

from an international study, puolished in 1996 by the SIM society included for ccrnpnrntive

purposes,

Aligning the IT Ol'ganisatiol1 within the Organisation - (SIM 9)

The effectiveness of IT. in supporting the needs of the organisation, is influenced by its

structural location and reporting lines. Appropriate structure and I ication of IT within the

organisation, is crucial and too often is not addressed. due to the histol'ical organisation

reporting structure and cultural issues.

!.D.mroving IT Strutc_gic Planning - (SIM ~.(U
The aligning of long-range IT plans wit» .he strategic business plans of the organisation.

Constant changes in the business environment and accelerated IT changes, necessitate the need

for flexible plans. that nrc continuously being improved upon and revised.

Implementing and Managing Collabomtivc Suppo!'t Systcms .. (Sl_MJ lA)

Appropriate IT support for the re-engineered team-based organisution, to ensure sharing of

Information, faster decision making and improved team effectiveness.

Using IT for Competitive .Advantage " (SIlvI 1'Zl
Recognition of opportunities. followed by rapid implementation of IT. to ensure long-term

viability and for using IT fot competitive advantage. This udvnntagc is achieved by
recognising and exploiting opportunities, through ci entlvity unci innovation.

fHcilitating ntld Managing Business PI'()ccs!Ll~cdcsigl1 • (SIlyI...1l

In order to remain competitive, many organisations arc transforming the way in which the

organisation conducts business. IT plays tl significunt role in thi: ,1'ange process, by enabling

the lnnovative l'ede:,ign 01 the core business ]11'OCt'Sses,

----_._------------------



Please allow me some of your valuable time and respond to the request, as without your

information the validity and aCCll1'Ul:Y of the FNB scenario will be superficial and inaccurate.

Please reply by listing the ten issues that you consider to be most important and list these in

order starting Irom most irnportantt l ) to the lcast(10). You may want ill utilise till! above

issues list and simply insert your the ratings, (1.10) in the boxes provided to reflect your own

views, New issues, together with your importance ratings that you r~"1 arc relevant and

specific to our situation at FNB, can be added after the list above,

As much textual explanation and clarification of your issues, as well as input 011 points 2 and

3 above, as is possible will be most welcome. General feedback and the research results will

be made available to the mnnugcment team Ol1 completion of this exercise,

My most sincere nppreciation and thanks for your contribution and purticlpatlon.

Allt11'C Beukes.



D
D
D
D
D
D

Facilitating and Managing Business Process Redesign.

(Transforming the way the organisation lilIes business)

Developing and Managing Distributed Systems.
(Challenges such us muintnining software versions, data and
distributed applications)

Improving 1T Strategic Planning.
(Aligning of long-runge IT plans with strategic business plans)

Facilitating Organisutiortal Learning.
(IT ability to learn and usc new technologies with business maklng
upproprinte USl.! of IT across the organisation)

Munnging the Existing Portfolio of Legacy Applicatiom •.
(Mllnnging existing large investments and integrating lli..!W

technologies)

Using Information Systems for Competitive Advantnge,
(Recognltlnn of business opportunities followed by rapid systems
iIIIplemen uul on;

As mentioned above. this survey data was gathered overseas and 1 am convutccd that we have
different priority and perhaps unique issues to contend with tit FNB und generally in South
Africu. We arc alrcndy acknowledged us lenders in the field of IT ('Ild the results or this
formal local reseurch could jWOVl.) iuformative to (1 It' munagcrueut team.

---------~--.------



D
D
D
D
D
D
D

Increasing Understanding of IT Role and Contribution,
(Recognition as a strategic corporate resource and not simply an
overhead)

Making Effective Usc of the Data Resource,
(Effective utilisation of the data resource as a corporate asset)

Facilitating and Managing End-User Computing,
(Promise of improved productivity and dangers of inadequate controls)

Recruitlng nnd Developing IT I It1l11tlJ1 Resources,
(IT Skills shortages und development of business skills and I1I.!W

technologies)

Aligning the IT Organisation within the Organisation.
(Appropriate strucn.: e and location of IT within the organisation)

Improving the Eficctiwl1CHS of SoftWtll'1.! Development,
(Increased effectiveness of software f:l~liwry to the organisation)

Meusuring IT Effectiveness and Productivity,
(Impac] on bottom-line, ccrnpctitivencss and the reduction of operating
expenses)

-----_ ..""------._----



This information was obtained via questionnaires and subjected to a 3 round Dclp'ii iteration

in order to reach consensus,

D

D
D
D
D

Implementing and Managing Collaborative Support Systell1s.

(Appropriate IT support to!' the team based organisation)

Building a Responsive IT architecture and iufrnstrucmre,

(Building a technology architecture and lnlrastructure that will support

existing applications, business data relntionships and ulso rcrnain

I'C8P011Sivl! to change)

Planning and Integrating Multi-Vendor OPI.!I1 Systems,

(Mow toward vendor-neutral environments bused on industry

standards)

Developing and MmlLlging Electronic Data Interchange,

(The electronic communicution with customers ant! supplier» via

standardised trausaction formats)

Outsourcing Selected Iniorrnatlon Services,
(Extcl'l1ul companies being utilised to provide IT services more
effectively)

Planning und Managing Communicutlon Network!'>.
({Ising IT lor competitive advantage lind uccess to internal and
external conuuunlcatious)

--------~-------~,---



9. Appendix B
9.1 Questionnaire

Deal' colleague.
I am currently ill the pI'OC\!SS of undertaking an internal research project and would greatly
appreciate input from yourself to improve nne! complete the research analysis of the FNB
scenario.

The title of the research paper is "Organisational Impact: Critical Issues Facing Information
Technology Manugement at a Financial Institution in South Africa",

The objective is firstly to define what a respondent group of ow: management considers to be
the 10 1110st critical issues are and then to determine what impact these issues facing IT
management has on our organisation,

Consideration should be given to the following:
1- what ) ou consider to be the most critical and significant issues currently facing

IT management at FNB
2· what positive impact solutions have already been implemented, 01' arc planned,

to pro-actively address these Issues
3.. what could be done to avoid a negative impact 011 the orgunisatlon us a result

of these issues,

These issues should be directly related to (lUI' support of' till! FNB OI'OUP and generally
accepted as being an importunt issue impacting the IT division. It is important to recognise
that wry specific iSSlICS related It) (Ill individual system would only he important to u small
group l\nd wlll not allow Ibr consensus amongst the entire management group.

The results listed below arc the most important issues, in random order, as identified nnd
ugreed to 111 1995. The respondent group consisted or 108 international institutional and board
members of the Soci~~ty COl'information Management.

------~-.-----



Emerging technologies and associated developments. will provide chullcnging opportunities

to ensure that FNB maintains its competitive position and becomes "a world class provider
of Information Systetns" (First National Bank Information Technology Group 19%1(8).



This COBOL based package has been used as a base architecture and a number of internal

systems have been developed utilising this architecture. These systems are all highly

integrated and embrace both on-line, real-time and batch processing.

The many additional and ancillary production applications have been written under COBOL,

utilising the IMS data base management system, 01' in COBOL or NATURAL under the D13/2

database management system. The personal computer development is also primarily based

011 the IBM architecture, utilising both COBOL and 'C' programming languages, OS/2,

Microsoft Windows and DB2 for the database management system.

The IT division employs in excess of one-thousand-two-hundred staff providing support for

all aspects of the systems development life cycle together with end-user and external customer

support services,

The IT mission statement is us follows:

To provide OUl' customers with Information Technology services

renowned Ior their excellence,

The goa! of IT, is to extend the penetration and reach of all its systems, to service points

enabling customers to conduct business at any time and from anywhere. This implies twenty-

foul' hours pel' day. seven days pel' week and three-hundred and sixty-live days pel' YC'U',

In order to achieve this. it is imperative that IT achieves the following critical success factors:

- provide appropriate and effective services where und when needed
• Cl1SU1'C optimum utilisation of resources In support or group priorltics

• meet quality and rcliabllity requirements

" engender strong partnerships with both users and customers

- deliver systems that at least match. or exceed, the best in the industry

• deliver systems 011 time and within budget

- maintain an educated. motivated and a skilled team of resources,



The Group's mission statement is;

Our aim is to be the leading financial services group, earning

consistently good profits, thrnuah outstanding customer service,

lnnovntlon and professionalism, ~,~hieved by a well-motivated and

committed team who are proud of what we arc, what we do, and

how we do it.

The FNB group is regarded as u leader in the use of IT, both in South Africa (McAllister
1994) and worldwide (Computcrworld 1995), In 1995 it was the only African company to
be included in the Computerworld Global 100, in recognition as one of the most outstanding
users of IT in the world. These companies are selected by a panel Df sixty-five nominated
committee members from around the world and the criterion is based on companies and
organisations that have made the most lnrelligenr use of Information systems, to reach the
greatest heights of organisational effectiveness,

Also in 1995, the General Manager of IT was recognised as the 80wh African Computer

Society Personality ofthe Year,

In 1996 the group was awarded the prestigious Cotnputerworld Smithsonian Technology
Award at a cerernony held at the Smithsonian Institute in Washington DC, The group was
a winner in the highly competitive finance, real estate and Insurance category, FNB was
represented at the award ceremony by the General Manager IT, who said. "FNB has always

set out to he the hanker (0 all the people of .','011/11 Afrlca, from the sophisticated corporate
and retallflrst world CIIS/OI11('/',\', /0 the emerging third W01 lei markets".

8.2 First National Bank - Current IT Scenario

The IT division operates within a primarily IBM environment and develops and maintains
mainfrnme and personal computer-bused solutions lor the various business units,
A large percentage of the mainframe systems are based on the HOGAN package. which was
purchased from Hogan Systems INC. in Dallas. Texas,



8. Appendix A
8.1 First National BaniK"B~ckground
First National Bunk Holdings L'mited, is the quoted holding company for a leading Southern

African financial services group, offering comprehensive retail and commercial banking

services to more than six million customers. This bank was formerly known as Barc+iys Bank

DCO, with a history in South Africa dating back to 1838, but C0!11111L't1cedtracing as First

National Bank of Southern Africa in 1987 after disinvestment by Barclays Bank pic. It is the

third largest banking group in Southern Africa as measured by total assets of R95 594,4

million. The bank has made extensive use of IT since the early 1960's and together with

other local banks, has :"jstems considered to be amongst the most sophisticated banking

systems in the world.

The retail banking services are delivered through 801 branches and agencies, more than 1400

automatic teller and self service machines and in the region of 33000 point-or-sale terminals.

The group is the largest provider of rctall and corporate finance in Southern Africa with

products also marketed by subsidiary companies in Botswana, Namibia and Swaziland. It is
also the lead bank to the various South African Provincial Governments.

The Card division Is the leading VISA card issuer in the country and also administers credit

and debit private label cards for retailers. The group also offers insurance and assurance

facilities, funds and trust management services, cellular telephony. direct marketing and
pension payout in rural me as of the country. Both local and international corporate and

investment banking is provided by subsidiary representation points ill Zurich and New York.

The subsidiary, Henry Ansbacher, provides specialist services to clients in ten different

countries in Europe, Asia und the Caribbean. The group trades internationally and offers

global electronic banking. computer disaster recovery and electronic datu interchange services

to its customers. Furthermore the gl'OUP has correspondent relationships with approxirnntely
2200 prominent bunks, in more than 130 countries (First National Bunk Holdings Limited

Annual Report 19(6).
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Planning and Managing Communication Networks" (SIM il
Using IT for Information provision and competitive advantage by the organisation, requires

reliable and secure access to internal and external communication networks, The utilisation

of communications networks is further complicated by rapid advances in technology and more

sophisticated business requirements.

Developing and Managing Distributed Systems" (SIM 3}

Distributed systems create challenges such as, maintaining software versions, data consistency,

security, overall control and management of the total environment.

Developing and Managing Electronic Data Interchange" (SIM 19)

The electronic communication with customers and suppliers, via standardised transaction

formats.

Facilitating and Managing End-User Computing - (SIM 16)

The promise of improved productivity, which is the main motivation for proliferating end-user

applications, is often not fully evaluated, with respect to the dangers of inadequate

management and controls. Roles. responsibilities and standards, are extremely important and

must be clarified with all participants throughout the organisation.



Improving the Eff:Cctiveness of Software Development ~ (SIM (,)

The delivery of IT solutions to the organisation must become quicker. as the users are

dissati :ied with the existing systems backlog and the complexities and cost associated with

new systems implementation. Traditional methods, standards and platforms. used in systems

development, must be revised to improve all-round IT en. .tlveness and delivery.

Making Effective {lse of the Data Resource - (SIM 7)

The data resource of the organisation is often not easily accessible and therefore underutilised

while growing in value. size and overall complexity. Effective utilisation. throughout the

organisation, of the data resource as a corporate asset, must become standard practise.

Measudl1g IT Effectiveness and Productivity - (SIM_liill

The full impact on bottom-line costs, reduction of operating expenses and the potential ;01'

increased competitiveness, must be clearly understood, in order to manage the impact of IT

investment decisions.

Plan11111band It1tegrating Multi-Vendor Opel1 SYStel11s- (SIM 18)

Many organisations are moving from proprietary, toward vendor-neutral environments based

011 industry standards. Immature technology and standards. together with large investments

in legacy systems, make this task extremely difficult to effectively manage and control.

Outsourcing Selected 1'1' fierv;"

Many organlsations are no ;'1!1! lug solely 011 internal IT for the provision of services,

as external companies are often in n better position to do so 1110l'eefflciently and cost

effectively. How to decide 011 which applications to outsource, as well as the cost

implications, cost benefits and risk, arc important decisions facing management.

Facilitating Organisational teaming ~,L."HM14)

IT and the business, must have the ability to learn continuously and use new technotogies,

allowing for the appropriate lise of IT across the organisation. In many cases, this will
necessitate change in business practice and organis, donal structures,



Recruiting and Developing IT Human Resources· (SIM 8)

Shortage of suitably qualified IT staff, threatens the ability of the organisation to effectively

deploy IT. Emphasis needs to be put on keeping abreast of new !,'velopments and

technologies, as well as developing business skills. such as leadershii ..", -mwork.

Building a Responsive IT architecture and inf1'astructure - (SIM 1 and 4)

Note: For purposes of this research, the architecture and infrastructure components were

combined.

Building a technology architecture and infrastructure that will support existing applications,

data relationships and also remain responsive to change. This task is often frustrated by the

continuous changes in IT and the increased number of diverse applications requiring support.

Another important consideration, must be the cooperative change to the corporate information

architecture and the identification of the interrelationships between information categories and
business processes. for sharing and integration of data.

Increasing Understanding of IT Role and Contribution· (SIM 13)

Business management often considers IT as an overhead expense and an operational process

without much recognition for its strategic contribution and influence. Therefore projects are

often 110t funded and solving of business problems and competitive opportunities are lost.

This is mainly due to possible benefits and advantages of IT not being fully appreciated, or

understood.

Managing the Existil)g Portfolio of Legacy Applications· (SIM 15)

Most organisations have large investments in their existing IT systems portfolio. some of
which can be replaced relatively SOOI1 and others that will be leveraged 1'01' many years, before

finally being replaced 01' phased out. The challenge of maintaining the existing systems und

also integrating new technologies and operating environments, will place an added burden on

IT resources.
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