In the mid 19903 and through to the millennium, there will not only be the curvent, but
certainly numerous additional influences which need to be managed effectively to satisfy the
demands and expectations of both the business and customer communitics.

The organisation needs to position self to cortectly forecast and address the Ipact of these
current and future IT issues and implement the carreet resource, support and infrastroctural

management methods,

Planning and opportunity time-Trames will be drastienlly reduced, necessitiing swift actions
fo be taken to eater for wide-ranging and complex eventualitics,
The researchier sugpests the following ag exnmples of the many eritival issues that are
presently and will in the future, be facing local IT management:

~ business and I'T alignment

= quisourcing

- gkills shortages

= poor foreign exchanpe trading conditions

- networking infrastrueture

« global competition

~ sophisticated business expectations

~ business process re-engineering and transformation

- pressure to contain amd reduce costs ote,

These identified jwsues will clearly necessitate a paradigm shift in respect of the traditional
IT and organisational monagement methods and priorities,

Although the qualitative information for the research wus obtained from one particular
Institution, the lindings should be congidersd g having relevance and benefit, to all

participants in local industry,

Porae HI



The relevancy of systems types within different organisations, is illustrated in Figure 1,
the Mefarlan (1984) strategic grid, which considers the conteibution o' 1T, based on industey

impact,

Degree to

which IT Iligh
developments Strategic Turnaround
will create
competitive
advantage
8 Low Factory Support

Iligh low

Degree to which the firm is functionally
dependent upon I'T toduy

Flgure I MeFarian's Strategiv Matriy

The future cannot be predicted with abe lute cortainty, therefore unexpeeted fssues, which
could divert attention from what we identlfy as key issues today, will more than likely
emerge.  However, we know today that the performance of I'T will be key and eruelal to
organisational success,

Straub and Wetherbe {1989), contend that,

"The implementation of fficient and effective IT will be vrucial fiwr
meeting the challenge of orgenisational swevess and prosperity in the
1990y and early 2000'5, "

In1 the current South African environment, we nre facesd not only with extrrordingy worldwide
technalogicnl develapments and trends, but also {ssues perhaps unique to curselves, sucht os
the poor eeonomic elimate, affirmative aetion, skills shortages and fnereased local and forefpn

competitiveness,
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There are today many complex challenges and critical issues vanfronting I'T management and

will continue to do so in the years to come,

These issues ate varicd and encompass the entire IT' and business function interrelationships,
which includes significant transformation and evolutionary infltiences such as technology
advancetnent, socio~ccononic und business transformation (Rockart and Short 1989).

The exponential and inereasing speed of propress in the IT fleld, wilt more than likely see an
escalation in the number and complexity level of issues requiring wegent attention from IT

management,

Literatore covering I'T mnangement issues by ond large referenve history, hovever the
majority of these {ssues are still relevant today, Organisations will address lssues which affect
their own particular fine of husiness and oy a result, a generie Hst of [ssuey will not pertain
to every organisation. Many issues, which are jrrelevant for o partieular organisation today,
could become relevant for the same organisation tomorrow,

Much depends on the matarity level of the orpanisation and the role and importmmes placed
on the I'l" funetion. "The organisation, that operates on bath the leading edge of the business
spectrum and technology wtilisntion, will hove different issues of importanee to those that
metely use technology to improve operational effectiveness.,
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1. Introduction

11  Orientation

Iatormation Teehnology {(I'1) is heading toward the millennium with many complex social and
business chauges ocearring worldwide, During the ensuing years, [T monagement will be
facing many 7ssues which could determine the fuwire levels of suecess or fuilure of theis

tespective organisations,

The aim of this research study is to determine amd anatyse the current. most eritical issues
focinp IT management at & major financial institution in South Africs, namely, First National
Bank of Southern Africa Limited (FNT3).

Much has previously been writien on this subject. ITowever, the Information and findings
have been based kugely on internationn] issues and trends,  What is of purticular rele -onee
and is emphiasised in this study, are the critieal issues and factory inllueneing e local IT
industry.

The researcher is of the opinion that although these critical issues should definitely be
considered of great importance to nll participonts in the broader IT industey. erlticnl issues
particular and relevant to each arganisation, will vary and result In different stentegics.

Factors which have an fmpact on sueh difforences are, for exomple:
« the chosen market or sector of industry
- the orgaufsational strategy
« arailability of resources and skills
= technienl infrastructyce
« gxtnt of geographienl focation und international representation
« communications infrustiueture
= foreign exchange amd rading conditions
« competitive forces

= rtatuefty of existing [T tmplementation ete,
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ABSTRACT

The aim of this research is to determine and analyse the most impostant eriticat 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 rescarched on this subject. However, the information
and findings has been based larpely on international issues and trends, What is of particular
relevance and 15 emphasised in this research, are factors influencing the local IT industry
{rends and critical issues in South Africa, Not only are we faced with the traditionally
nccepted industry-wide challenges, but there are certain issues and market conditions that
could be considered unigue to the local IT industry.

Conclusions detived from this research will provide factual data detniling what s currently
considered as the most important critical issues at this particular financial institution, These
will be ranked In order of importance ag rated by a respondent group.

The informatlon analysed was obtained by means of guestionnaires and interviews with a
group of IT professionals from FNB,

Although this qualitative information was obtained from one particular institution, the findings
ate considered as having relevance and benefit to all participunts in the leeal IT industry,
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It is essential that the eritica) issues are identitied and thereadter prioritised in terms of those

considered as being of most importance,

It is improbubte that a Tully comprehensive list of oll the critical issues can be addressed
effectively by the organisation, therefore as mu example, between five and seven of the most
imposant issues should be eritically evaluated und formal projects tnitiated wccordingly.

The number of issues selected will obviously depend vn the potentinl severity of the issue and

the resources available for allucation to these projects.

The researcher suggests that the identifie: jon of the various critical issues, would, in all
likelihood, be similar for most organisations operating in a particular seetor of industry, The
priority of thesc issues would, however, in most instances be fifferent, in order to support

specific organisational strategic initiatives,

The inherent matw oy levels cud focus of both IT and the business, will geeatly influence and
defermine priorities for and impaet, on each independent arganisation.
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24 Summary

It is evident from the selected examples above that thers are many critical fssues facing the
IT industry, demanding covelnl evajuation and sound strategy formutlation and implementatior,
These demands, now more than cver, need (o be effectively delivered. by TT' being well

positioned to cope with organisation specific eritical issues and jmpact.

The regearcher, through association with the finaneial servives IT industry. suggests that there
are diffetent, ever changing and evolving critical jssues facing I'T management today, These
change regularly within the dynamie business environment. which ultimately has flnther and
at times dramatic impaet on IT.

Many organisations are aware of these critical issues, but have no pragctive stratogles or plans

in place to address the possible adverse impuet these can, and do, have on the business,

Indications from the information reviewed and the researcher's own experience of 11
management 1s that the following topics will be identified as being amongss the most eritical
issties facing IT management and will form the basis of the research theoretical conjecure:

- improved costing and overalt benetit analysls

« gkills shortages.

- alignment of I'1* with the business

«» putsoureing ol I'T servives

~ offective human resource management

- implementing approprinte technology infiastructures.

The researcher suggests that an assessment of these erftleal issues. should take pluce
pertodically and a3 & matter of course, be formalised and inclxded s part of setting and
reviewing the organisntiona) stiateple direction,

In the current volatile market thore is constant change and most often the eritienl issnes faeing
IT and the busines: is not fully understood,

Indications ave that in many cases there Is indeed high level awareness of these issucs within
organisations, but with no formal goals or oljectives defined to mamage and address the
pogsible impacts.
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Hammer and Champy (1993). suggest that business re-chgineering will assume fundamental
reagsessment and radical redesipn of business processes. Arens targeted For improvement will

include costs, service, quality and speed of deliverables,

The management Amection will change, as will the role and responsibility of business
Involvement. The valueschain mode! it adopted, will require more ol'a temn-based approach
to I'T project management and wser paricipation, Re-learning and re-skitling will become the
norm, with both dramatic and even traumatic impact on the organisation,

The resultant need for and the power of coltural change. must not be utderestinated.
Drew (1994), warns of this and asserts that individuals will often become stressed {rom having

to cope simultancously with increased workloads and teehnologival change,

Due to Inereased pressures 1o deliver more quickly and more vost effectively, the current trend
of outsoureing is another Important issue facing IT management (Gupta and Gupta [992),

Lacity, Iirschieing and Witicocks (1994), suggest that full. or partiad outsoureing. should be
carefully evaluated sz many organisations have been sasuceessiul In adopting this approach,

Ives and Jarvenpan (1991), contend it plobalisntion will require s upheaval in the
organisation, through efforts to support €1¢ reguitements of dilforent cutures and nationalitics.
Changes In technuologles and business opportanities witl impuet on the organisation, as these
chenges are implomented to support global information and business stratepios (Karimi s
Konsynski 1991),

The impact of broader [T utilisation will have profound repercuasions in respect ol the actual
numbers and roles of monngenient resourges, Thay will be forced to cluge their culture,
together with that of we organisation (O'Neill 19903 Pinsonneault and Kraemer 1993),

IT responsivencss nnd [lexibility in addressing business needs will in the future be of
paramount impertance (anw! and Prabalad 1993),

IT departments themselves are also baving to deal with constant chanpes which oceur i an
unprecedented pace. as they are bujng inundated with new technalogies offering potentiol
competitive advintage (Hoar 1993),
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Semich (1994), asserts that IT investments are incrensingly being questioned by corporate
management in respect of the added-value and revenie benefits realised by the orpanisation,
Porter and Millar (1985}, contend that a company is profitable if” the value it ereates execeds
the cost of performing the value activities, These activities must be performed ot a lower
cost, or be performed in a manner that leads to dilferentintion o premiue price.

It is further sugpested that UL is changing the business, firstly, i the industty steucture,
secondly, the leverage theough I'T to create @ competitive edge and thirdly, spawning entirely

new businesses,

Silk (1990}, sugpests that in theory, the generie benefils of IT. numely cificiency,
effectiveness and strategic advantage. can be assessed in terms of fingneial benefits, This is,
however, increasingly difficult due to the growing importance of soft benefits and the rapidly
changing business environments,

Information should be seen as a resource and IT ay an investment, which has shilted

competitiveness, requiring speed and quality of decision muking,

Humilton and Chervany (19813, contend thit svituimiots v immgenivet mlemation systepm
i 3

are moatly subjective npd based on pereeptions related o system offjectives,  These
assessments are therefore oien controversiol atens of disagreement and conlliet butween users,
systems development snd top management.

Parker, Benson and Trainor {1988), suggest a number of teehniques for evalwmting businesy
value, rather than the traditional view of steiet ceonomic benelits, whilst Remenyi, Mooy amd
Twite (1093), disenss vhy the determination of IT betefits o the organisation iy of
increasingly significant importance, Kotz (19933, further supposts that business suecess is not
necessarily related to levels of T investment,

How to adopt appropriole ecasures to ossist in evolunting s performanee, 18 currendly
widely necepted ns being of high priovity requiring focused uttention,

The maodern teemd to resonginesr the business will have a severe impaet on the role and
respot sibility ol the IT departments, as the reliance and demands placsd on them by the
business inereases,
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This survey reflets the views of more than two-hundred SIM menbers and is a continuation
of previous surveys published by Ball and Harpis (1982); Dickson, Leitheiser, Nechis and
Wetherbe (1984): Brancheau, Jmer aed Wtk erbe (1996); Niederman, Branchenn and Wetherbe
(1991).

According to the 1996 SIM survey the most promivent issuc: gre
- building o responsive I'T infragtructute
« fucilitating and managing business process sedesign
- developing and managing digtributed systems
- doveloping and impiementing an information architecture
« planning and managing communications networks,

Regearch tndertaken lecaliy by Remenyi and Sutherland (1993). concluded that at the time,
the following were considered the most important 1ssues requiring attention;

« executive information systems

~ lacal aren networks

~ distributed databuses,

Benjomin and Blunt (1992), contend that the I'T function st the turn of the contury will evolve
ns a hybrid, as manager of the infrastrocture and advisor to senior executives and endsusers,
A number of Important challenges highlighted by them inelude:

- financinl and infeastryeture management

« new application architeetures

» business re<engincering

= revised systems develapment strategles,

Remenyl (1993), further suggests an action program in fwe mid-1990's to Toeus on the
following:

« redueing 1T costs

~ Increasing the benefits of T

« geveloping internal partnerships,
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Tapscott and Caston (1993), contend that!

WWhife many complex and sigmificant technical issues must he
overcome, the research showed that the main difflculties were ot in
the area of techmology. Rather the arganlzational structures for
managing computing, along with the knowledge, skills, resonree base,
approaches to systems plamiing, and even organisational culture,

were being challenged by the new era.”

Ward and Griffiths (1996}, suggest that there are varlous stimuli thm bave wo effect on the
aims ad objectives of planning. There are external/internal business and/or teehmi * factors
influeneing the situation in an orgaisation, The social and/or legislative environ, _at may
be different from company to compaiy, industry to industry, country to counlry and therefore
the key issucs and the associnted rankings will vary,

Bucanse of the many critical issues and the differing fovels of importanee weighting and the
fact that the issues anvd weights vary over time, it s of outmost impoetance that Il plans and
strategies ave divectly Hinked to the business unit/eorporation’s oljectives und sirategics.
Niederman, Brancheou und Wetherbe (1991), suppest that the doveloping eapability of IT
colneldes with changes in the businesy environment,
This uitimately places demands on I'T for quality information, support e innovative businesy
requirements and system flexibility. Their research {indings coneludued. that at the time, the
Tollowing were the most importaat 18sues:

- doveloping an Information architecture

- making effective use of the data resovree

~ improving idformation gystems strategic planning,

Results fram d recent study condueted on behalf of the Society for Information Management
{SIM) by Brancheau, Jonz and Wetherbe (1996), indicated twenty issues listed in rank of

importance.
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Benjamin and Blunt (1992), reviewed the predictions made in 1980, to show the degree with
which earlier predictions were vealised, prior to highlighting sotme key challenges for IT
management in the next deeade, Generally they felt that technology predictions were too
conservative, whilst predietions which require organisational change were too optimistic.
Benjomin and Blunt (1992), made several assumptions which they believe will drive
technology into the next millennium:

« cost performance will Improve by two orders of magaitude

« all computers will be interconnected via high bandwidth networks

« client-server will be the stamdard agehitectural model

- standards for interconnection and inter-opernbility will be developed

- major [T infrastructural investments will be the order of the day.

As much a3 there will be technology drivers, there will also be the business drivers such as
the globalisation of business, changing global labour matket and the inereasing volatility of
business environments, These business forses, will cnsure & sustained growth In new
applications and a continving interest by senior management as to how the [T budget is
allocated.

Benjamin and Blunt (1992), contend that the key I'T chalenges for the decade will be;
- managing the evolving infrastructure
~ managing infrastructural funding
- moving toward new applieation architectures necessary to ieansform the
organisational business and decision-making processes
- nddressing the implicutions of moannging orpanisationnl chonge
- manpging the new buy-versus-make paradigm,

1t is evident from the Hterature, that the fundamental ehanges in the business world, isgethey
with the progress of tecltnology, will bring about major challenges for organisations,
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2.3 The Ever Changing IT Environment

Service, communications and information technologics, are key to competitive banking and
is a factor that distinguishes one bank from another. Appropriate technology allows for
customer needs to be met, but should continuously be reviewed and upgraded to provide o
leading-edge in service and management of information, IT is o longer considered a mere
support functlon and hes significaut impact on customer pereeption, business growth and
ultimately the bottom-line profits of the organisation.

Issues facing IT management, changes with frightening regularity, Previous research indicates
consistent differences in regpect of importance rankings, It is evident and quite obvious that
these issues will change, as new business developments are identificd and technological

innovation and improved sophistication are achieved.

An ently suevey undertaken by Silk (1989), indieated the [ollowing nugjor important 1ssues
as identified by I'T management in the period 1087-88:

- genera] impact of IT on the orpanisation

« IT strategy to be aligned with business strategy

- maintaining electronic data security

- managing the IT function

~ justifying I'T" investment.

A furthet survey undertaken by Sk (1990), listed the sume five issuos us the most important,
but with the justification of IT Investment, becoming more prominent.  This trend is
supportive of the move from vasily identifying cost savitgs nchieved with the early efficiency
sysiers, to the more strategic or competitive edge increased revenue, or prolit-hased systems
of the 1980°s.

It standy to reason that an jssue, which is of critical Importance in an organisation where IT
is of siratepic importance, for exnmple o financial institution, may not be siguificant for an
organisation which merely deploys IT for operational support pueposes,
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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 chable FNB
to compete cffectively in today's busivess climate. In certain cases the current business
processes and IT architectures cannot provide the bank with the flexibility and resilience
needed, to deliver 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 not 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 bank must continually move forward to maintain or increase market-share and
profitability, which requires incrensed integration of systems, whilst crenting sound IT
architectural building blocks for the future,

1t is evident from the Jiterature that the financial industry is critically refiant on IT to provide
sophisticated systems to meet internal as well as external pressures to achieve improved levels
of responsiveness, serviee and cost effectiveness, Financial institutions are known for their
vast investments in IT and the continuous utllisation of their I'T infrastructure for competilive
advantage and product differentiation. The deployment of new technologies, the impact
thereof and changing 1T trends, is often more rapid in thix industry than in most others,

necessitating an acute awareness of exactly what the most critical issues ure.

The identification and overall priority of these issues and their importance o I'T management,
both in the fnanclal and wider T industey, provided the motivation and justification for this
reseqreh,

More specific, detailed information segarding the FNB business background and current IT
scenarios, is provided in Appendix A,
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Although FNB is well positioned and at the forefront of IT depioyment. (here are num.rous
pressures from both the business community and within T itself, to seek better and more
effective ways of oper.,. " (First National Bank Information Technology Group Business Plan
1996/98),

Pressures identified from a business perspective include:
- service levels and avaifability of systems
- the delivery of cost effective IT solutions
- the alignment of business and IT strategics
- the ability to react fhster 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 technical skills
» inconsistent and non-complimentary standards and procedures.

Numerous goals and objectives have been identified within the group nod critical suucess
factors include the following:

- effective management of unpredictable change

« graceful coexistence of integrated systems

~ clear articulation of policies and strategic direction

~ full justification and clarification of business cuses for funding 1T projects

- closer alipnment bajween business und IT

- ¢ost reduction and containment

- improved systems availability and relinhility

~ specdier delivery of I'T solutions.
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Customner information databuses wil! 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 thiroughout 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 he
successful and that the concepts be taken very seriously (Hall, Rosenthal & Wade 1993),
Over a period of time, the employee headcount numbers will be redrend and a strategy of
paying more to less staff will be introduced. For the first time in seven years, there hag been
a drop in the total number of employees in the hanking sector (The Star Business Report
1897).

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 racini demography of South
Africa. The objective is, to become the first-choice employer, in a position to retain and
atteact the best employees. An internal project has also been initinted 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 bave already and will continue to take place in the fature,
to position banks favourably in the riarket-place. At present there i3 much enthusiasm and
confidence within the FNB group, that these efforts to transform the bank, will be of immense
benefit to sll of its stakehwolders.
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Customer loyalty in banking is a direct function of customer satisfaction and produet
pepetration, The four major financial institutions are therefore in direct competition, for an
increasingly less profitable market-share, A large number of international banks and Jinancial
institutions have entered the local market since the reintegration of our economy with world
markets, This international competition is increasing, with many internaJdonad 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-fiedged branch outlets or representative offices (Business
Day Business Report 1997),

It is widely accented that focal and possibly international retailers, will also emer the financial
services market. These new cntrants will sipnificantly inerease ~ >~ aon and force the
traditional banks to improve on cost effectivencss, service and competitiveness. Detegulation
and changing market trends within the industry have also led to increased competitiveness
among suppliers of financial services products.  This, together with ndvances in
communications and I'T, 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 alighment of organisational
structures and business processes, resulting in numerous iniliatives within banks to address
these threats,

Business objectives are changing from the traditional product-driven focus to a more customer
focused organisation. Disirfbution strategies are also being examined in order to improve the
delivery of products 1) customers, in a more custotner friendly cnd cost-effective manner,

Improved IT automation will be irrnlemented and deployed wlhete possible with the role of
branches changing from bein,, administration oriented business outlets to nore sales and
service oriented outlets. In many instances the opinions of Hammer and Champy (1993), that
internal business nceds 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 as custanters are migrated to more cost effective electronic delivery mechanisms.
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41  Algning the IT Organisation within the Organisation - Ranked 1
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The comparative datn provided clearly indicates that on average, this issue is considered to
be of high priority by the majority of the respondent group.

Response Annlysis:
~ total numbes of responses in fop ten - twenty-five
~ total number of responses in top seven - twenty-{ive
- total number of responses in top twe - sixwen
« total number of responses not rated - 8ix
- percentage of responses in top ten - 81,

More respondents (52%). rated this issue as being in the top two, us well as 1a the top seven
(81%), than any other, This issue also received only six responses (19%), oulside of the top
ten, which in total is the second least obtained from the respondents.

Comments received:
Below are extvacts and examples of commenis received from respondents s participants;

"I'm not ton sure which comes flest, but alignment is something we are trving (o
acldress.  Theenigh the tmplementation of govermanee the business new beging to take
some ownerstip of I7." » Head of Department

"This Iy one of the ltems that the business has been telling us for o long time, that we
are wot aligned with them, We all know the reasons for this, the IT strategles and the

business refisal to involve IT Ittmately B the business plasning process,
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The following table contains the overall consolidated research findings which presents the
Issues ranked by average rating of importance, The lower averapes indicate the priority
issues, as the ratings wers requested from one to ten in ascending order, with one being the
most eritical, followed by two ete,

Mote dewailed information is provided in Appendix I3,

Tudle 1 Critical fsspe Ranking

RANK CRITICAL ISSUR FAA
1 Alipning the IT Organisation within the Organisation 4.03
2 Improving I'T Strategic Planning 5,58
3 Implementing and Managing Collaborative Support Systems | 6.00
4 Using IT for Competitive Advantage 5,39
8 Fucilitating and Managing Business Process Redesign 6.74
6 Reeruiting nud Developing [T Tuman Resourees 0.84
7 Building a Responsive IT Architecture and Infrastructure 7.006
8 Inereasing Understanding of IT Role and Conteibution 8,00
9 Manoging the Existing Portfolio of Legacy Applivations .35
10 Improving the BiTeetiveness of Soltware Developmoent B.48
i1 Muoking Llfective Use of the Data Resource R71
12 Mensuring UL Effectiveness and Preductivity 2,10
13 Plaoning amd Inteprating Multi-Vendor Open Systems 0,29
14 Outsonreing Selected I Servieey 9,32
18 Pacilitating Organisationa! Leaming 4,39
6 Blanning md Munaging Communication Networks 9.55
17 Developing and Mnoging Distributed Systems 9.87
18 Developing and Managing Electronie Data Interchange 10,61
19 Facilitating and Managing End-User Computing 10,68
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The guiding prineiples of the transformativn project are:

- culture of commitment to service, with all afforts placing customer service above all
else

- acguire a deeper understanding of the enviroument and industry

« have a more business-oriented outlook and allow processes 1o be driven by customer
needs

« gitive to become 4 learning organisation tarovgh innovation, creativity, flexibility
and learning from each other through teamwork across functional processes

- tecognition geared toward teams, competencies, delivery and achivvement

- separnte the stratepic, rom the support funetions and evolve these with the changing
envirpnment

« continuous improvement and focus on adding value

- decislon making empowerment, by giving responsibility and authority to the

lowest level of competence,

It must be emphosised that the alm of this reseacch was to ddentily the higher priority critical
igsues and not to concentrate too heavily on the actual ranked average rating of the particular
fssue,

It is for thiz reason that only the seven mosgt impartanut issues were selected for further
tiscuysion, a8 there was clear average ranking differentiation {ron the lesser impoetant issues,
FPurthermore the researcher sugpests, that due to the impact o organisational resources and
priorities, batween five and seven eritical lssues should ideally be selucted and focused upon.

The issues are all considered complex and a sialler, rather than greater number should be
addressed in detail, o allow for the achievertent of manageable success,

The seven most eritical issues identified ng being of higher priority by the thivty~one actual
participants fram the original respondent group of ffty<liree, is listed below twgether with
epecific information and anatysis as obtained from the research informntion and literature,
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4. Resuits and Findings
The results and findings must be considered in conjunction with an uppreciation and
understanding of the current prevailing scenario st FNI3, The eatire group is o the thresheld
of enormous change with regard to its overall structure and general business direetion, A
Formalised business transformation project hay been initinted by the Chiet’ Uxecutive and the
procesy is targeted for implementation throughout the bank.
The projeet has heen in existence for some time and already major inpuet has been felt within
the organisation. Certain non-gore business areas have been disposed ol and others have
undergone major restructuring and realignment,
Together with the group, the IT division is also under scrutiny ond in the midst of major
change. in order to be correetly structured amd positioned to allow for optimum support of the
modernised organisation. The IT exposure to and aetive invelvenient with this transformation
process undoubtedly influenced the finnl - seareh findings amcd analysis data,
The primary focus of the T transformation project is aligned with the following salient
points:
- analyse the way in which IT interaets with its customer and huild mechanismy and
relationshipy. to enstire that this interaction is effective
~ develop strategics and plang to implement processes that result jin customer needs
being met
» create an organisational environment, culture and communication, tw facilitate
focused effectivenesy and efficiency of these processes
optimal utilisntion of organisational resources, with specific emphasis on human
POSOUICE [B5eLs,

Specific sub-projects have been established to facilitate change in:
- communication and customer ordentation
« leadership and managemeit
« struetore, steategles and planning,
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What way anticipated and proved fo be vepy evident, was the high level of accurate
understanding ol the questionnaire content.  Thix is Jue to the fwt that there is mueh
inlefaction i conunon focus and awateness, within this speeific management group, Many
of the issues documented n the yuestionniire woeuld previowsly have boen identified and
discussed in varying Juvels of detadl, as part of the formal process of sctting gonly and
ubjeetives in the planning cyele, Dot received from the group. using  en-paint rating scufe
method, was captured into o spreadsheet model awd computed o determine the most eritical
issw 3 0y rated by the respendents,

The nal results could, Bawever, have been influenced by respondents {rom a particolar IT
aren rating issues os being estremely important in terms of thelr day-to~day operational
tespot bilities, su=h as telocommunientions support,

Another positive factor to he considered. is the common understanding and conceptunl
appreciation by the respondent group of the fasues reeciving focus within the FNB group.

The overall resenrch results wore volidated and neeepted as 1ssues of eritieal importanee by
all participants arct represented institutiony,  The only significant deviation wos the overall
priority within the differemt organisations,

Ag sugpesied oarlier, the researchet is of the opinfon that this is mainly due w differing
arpanisational strutegies and the almost unique seengriv at each organisation.

3.8 Limitation of Research

Although this research was o concentrated onplysis of {ssues at one finuncial institution, the
regpondent group was o [ully representative eross-section of experienced and multisdiseiplined
1T professionals,

This ressarch, although hiphly valuable to NI, should provide generad information and
fusight into eritlea) lssucs afTecting most, 3 not all, 1T departments, The informution gathered
ghould also provide the foundation tor Parther research jncorporating o larger sample of
companies within South Afriva.
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Detailed below are the various departmental areas within the IT group who were regresented:
- information systems development
- computer aperationy
~ iechnology strategies
- finange and planning
- capacity management
~ Juman resourees
- Information architeeture
- disaster recovery
~ gorvice marketing

w glgtomer services,

The group members® levels of IT experfonce and exposure s extensive. Most are eareer IT
profegsionals, with many having had international experienee by either having worked abroad
or visiting vendors and other 1T installations, In essence this group is responsible for the
direetion and snceessful managenent of n division which employs in excesy of one-thoususids
two-hundted IT start and is acluowledged as innovative and leaders in their fleld, This group
is well quallfied to assess the I'T issues of the day, in terms of organisationn) divection and
technologicn) developments and challenges,

There is also sound understanding of what is expected of the 1T group, by o demanding user
somniunity faced with constant ¢hiange and limited opportunitics In an extremely competitive
market-place.

3.7 Validity and Reliability of Data

Tt §a necepted that there are some concerns associnted with the validity wnd reliability of data
gathered particularly in qualitative researeh,  Nvery effort was mode o ensure that the
prrtieipants all had similar levely of understanding aid comprebension of the Issues listed in
the ¢questionnaite, In cortadn cosed, queries regarding questionnaire content and interpretation
required further explanation, which was provided either verbully, or via the elestronic~maii
facility.
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The interviews were held in a semi-structured manner, wherehy the preliminary results of the
research were used to diveet and focus the discussion, Furthet informution wus obtained in
this manner and where relevant, used as additional input to the final analysis and rescarch

findings.

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 industty

. colleagues emplayed within the financial sector at competitor financial institutions.

The overall research results were validated and aceepted as issues considered oxtremely
relevant and of critical impaortance at all of the represented institutions, The only siguifieant
deviation from the final research findings, was the actual priority considerations within the

different organisations.

The researchier suggests that this is malnly due to diffeting vrganisational strategies and the
almost unique scenario at cach organisation, encompassing vendor alliances, owtsourcing
policies, third-party software providers, maturity and complexity of the uxisting systems
portfolio and IT infrastructure investment cupabilitics.

3.6 Respondent Group

The respondent group ldentified for participation In the survey Included professional 1T
management from acrosy the entire division,

The distribution of this group i3 consistent with on I'T munagement team in any lage
commerclal or financial services organisation, Due to thelr roles and responsibiiities belog
impacted on a day-to-day basis by important industey Issues and temds, the target group
consisted mainly of senlor and departmental managers, A number of 1T consultants and
senjor technicnl stafl' were also Included in this group, to oblain more balanced and
comprehensive sets of dotn. A total of fifty-three questionnaires were disteibuted and thirty-

onie, which equates to o 58 percent response, were completed and eeturned,
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The aim of this research was to identify the mast critical issues and not to concentraie on the
actual ranked positioning of o particular fssue, Therefor only the seven most impaortant issues
were selected for further discussion, as there was clear differentiation between these and the

lesser important issues,

After the questionnaire infortaation wos retwmed, the data was analysed to establish the
number of aciual responge accurrences and priority rating allocated by the respordents to the
varions issues. This process was antomated ond a sprewdsheet moded utilised to compute the
averape rated scors of each identified critical issue, The issues were then ranked in ascending

order of most impottont average roting,

The overall sprendsheet rosults tabled an average rated score received for cach issue, together
with the resultont ranking in ascending order of prl vity. For purposes of constructing this
table, the researcher assunied that & rating was the actual rating nilocated to a particular jssue
and that the ranking, was the actual tabled position of importance comnputed in aseending
order of averaged Importance rating,

In order for an aceurnte and realistle average rating to be derived, oy those ssves actually
eated between one and ton were input into the spreadsheet, with all those not being rated
allocated and even rating of eleven, The assumption being that the issuex nol rated within the
top ten, be allocated the swme volue to indicate Jesser importanee when ealewlating the
average, This would result in only the top ten issues being ranked in order of importance and
not the full nineteen ag specified in the original questionnaire,

This was not considersd s being of concern to the reseirsher, us the objective was to identify

the top ten issues,

Ay a second phase, the final runked results of the qualitative mntysis was further verified by
means of interviews. These were held with a seleet representative geoup of prominent
members of the originad respondent group und consensts reached rogarding support for the

original empirieal findings, rescarch results, necuraey, Inek of bins mnd general understanding.
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Most of the issues identified by Brancheau, Janz and Wetherbe (1996), were retained.
however, in cettain instances the descriptive language was aniended to eonform to internal
INB standards and terminology. The researcher then designed a nineteen point questionnnire
which would effectively evaluate and validate the empirical generolisations as stated
previously, The questionnaire issues were randomly listed to avoid primacy or possible

influence.

As n pilot phase before circulation and o increase genctal seceptance, 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 operational, planning and sirategy related
workshops and meetings, which required participation by this geoup, resulted in varying levels
of understanding und appreciation of these issucs.

After the relevant amendments were made, the final questionnaire, (Appendix B), together
with explanatory supporting Information and insttuctions, was cireulated.

Pue to the genernl acceptance as a means of effective commumication and availability, the
very offective internal clectronic-muil infrastructure was utilised to disteibute the questionnaire
- to the respondent group. The respondents were requested to ulloeate o sating in oscendiog
order to each of the lsted issues that they felt should receive the most important ranked
priority, The ratings applivd to the critical issues listed in the questionneire, was on an
ascending seale from one to ten, where one indicated the most impartant issue, followed by
two, three ete, The reseurcher quite inteptionolly requested that only the ten most important
fssues be rated ond focused upon, so as to avoid vaguenoss and 1o allow for specific
conceniration in some detail on the higher priovty issues.

In addition, the respondents were encowraged to provide further textual camment on the issues
elther included in the questionnaire, or any addition.t issues they fell reguired either

mentioning, further emphusis or comment,
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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 I'T with the business
- it is critical that the most appropriate technology inftastructures are in place to
support the businesy direction
- it is eritical for the organisation to outsource those IT functions that ave not
considered steategic or mission critical
- it is critical to implement appropriate human resource nanagement ond remuneration
policies, in order to attract and retain, the already very scarce IT stafl
- it ig eritieal to implement sound processes for project cost benefit, monitoring and
prioritigation ciiteria, to maximise the return on J'T investments
- it is eritienl (o effectively manage the loeal 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 identification and priovity assessraent of eritical
1ssues facing the {T management. A qualitative method of gathering information from n key
informeant group, was selected for this purpose,

In order to gather this quatitative information ouce the area of research had been identified,
the researclier compiled o comprehiensive list of nineteen critical tssues, A brief deseription
of each issue is provided in Appendix C.

This list was based on the rescarcher’s own experience within I'T management in the financial
sector, as well as previously published rescareht frameworks undertuken by Ball and Harris
(1982); Dickson, Leitheiser. Nechis and Wetherbe (1984); Brancheau and Wetherbe (1987)
Niederman, Branchean and Wetherbe (1991) and Brancheau, Janz und Wetherbe (1996),
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3.2 Literature Review

Once the area of rescarch had been identified, an extensive litetature review, as outlined in
Chapter 2, was undertaken, It was extremely important for the researcher to evaluate the
available literatur: on the subject being rc.earched, Current points of view and theories,
together with previous research findings and sutveys, were extensively reviewed, It became
apparent that eritical issues facing IT management are varied and can be considered somewhat
unique to 2 particular organisation. The issues change counstantly, require a determined
management focus ansl contribute jmmensely to the overall complexity of determining

effective organisational strategy and direction,

3.3 Theoretical Conjecture

From the information guthersd during the Hterature review and the researcher’s own
experience of IT management at o financial institution, the following theoretical conjecture
was defined:

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

determined by accepting peneral IT industry findings and priorities,

As disenssed 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 I'T industry related literature, is that nost
miedium to large I'T departments will find the following to be amo most critical issues
facing IT management at {inancial institutions in South Africw

~ allgning the organisation's IT with the business

- dentifying the most appropriate technology infrastructire for the organisation

~ otitsourcing certain IT sarvices to appropriate service praviders

- implementing appropriate human resource management and ~eward policies

- improving project cost benefit and priovitisation eriteriu

~ mangging the local skills shortage problem,

Page 28



3. Research Methodology

31 Research Problem and Objective

It is evident from the literature review information that there are diffevent, ever changing and
evolving critical issues facing IT management today, Many organisations ire somewhat aware
of these issues, but have no proactive strategies and plans in place to address the most critical
arens.

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

What are the most important critical issues facing
IT management at a Financial Institution in South Africa?

1t is essential that the critical iysues are identified and prioritised in terms of those considered
as being of most impottance aud with the highest potentia) impact on the organisation.

Unless there is congeious owareness and active monitoring of these issues, together with
practical measures in place tp counter, or at least effectively manage these scenarios, many

organisations face enormous problems.

The objective of the research is that pertinent information is collected and analysed in order
that pronctive steps are taken, to not only address the critical issues, but also those identified

as being of oyl importance,

This research will provided the means of consolidating this information and presenting a
representative and gencrally nccepted analysis of speeitic data pra- led by a knowledgeable
group of respondents. These results, onee disseminated throughoat the group, would allow
for facused strategic plans and projects to be initiated to pro-actively manage and control the

most important eritical fssues,
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Comment igceived:

Below are extrivets and examples of comments reecived from resoondents wnd partieipants:

"Throngh concerted cffort IT will he exploited by the business wind hence enalde the
busin-ss 1o uye T for competitive advantage,  Siowh 17 will become a carparate and
strategic rexouree,” < Nead of Department

"Tids must be the penerad theme,” - Projects Manager
"We pmst start paving aitention ay fo how the existing sestemy and duta ean he

leveraged to FNB'y advantage.” - Tlecid of Departinent

"ENB utderseands the impartance of thiy b for reasons wrknown o me have not
Implemented it This woudd be one af the vritleal areus wherehy costs don't have 1o

frereuse to Improve husiness opportundty dramatically. ¥ - Benior Munagey

"We have aehieved thiy with the Hkes of e Speedpolnt e, hut Ienve sinee rested on
our laurely. We need (o resivrect thiz®, - Sendor Consultamt

"T as the enabler for the business con amd must be nsed {0 wclieve strategic and

competiiive advantage”. = Hend of Department

Competitive advaninge s normally delmed ax the ability to earn shureholder protits
consistently abe ve the averoge for the partieular sector of industrey.

This, in essence, menns hov the atillsation of the technology infrustructure and the
exploitntion of this investment contributes w bottomsline profits, die inercase of o market-
share or providing a cost benefit advimtage over competitars,

Porter and Millar (1985), contend that IT inlluences steategy ty altering or inlimene” o the
rules of the game and by providing new methods to outperfonn competitors, of providing the

ability to spawn pew business,
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There are twa erlienl underlying considerations which need to be manaped and these are
firstly, working o1 the right things and secondly, having the right people involved and
workiag together. These people ur teamns, must uaderstand the existing ) infrastructure and
make sure that this postioliv of IT projects afipn with the business goals and abjeetives

The retationships between I'T and the business must be pro-actively munaged, to maintain

these roles and responsibilitios,

4.4 Using IT for Competitive Advantage - Ranked 4

Rating 1t 23l afs]el| 7] 8] o9} 10
No. of Responses | § 0 2 5 2 2 b 5 2 i

‘The comparative data provided elenely indicates that on average, this issue is considered to
be of high priority by the respandent proup,

Response Analysis
= {otal number ol vesponses in top ten « twenty-lour
« total mumber of tesponses o top seven - sixteen
- totad ntmbaer of responses in op two - five
= total number of responses not rated - Seven,

= pereentage of responses in top ten - T,

This isgue received a Talr uverage rating Trom the group with twenty<four (7796}, of the
respondents rating in the top ten of lwoes and five (16%). 0 the top Lwo,
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What is evident from inputy received, is that most systems initintives and associated processes
are seattered across the proup.  Given the current strong departmental orlentation,  Gaiber
(1995), sugpests that misatignment and polarisation {s commen witain today’s organisations
and that technologica! islands exist that do not always support true husiness needs.

The business is becoming increasingly sensitive regarding I'T investments and questioning the
benefits, Establishing o partnership between the Ul crganisation and the busitesy, appears tn
be a perennial quest at many companics, [T plays an important enabling role in the transition
to more cooperative and collaborative relationship within argapisations (Refel & Huff 1991,
Clemons and Row 1992),

An important way of assuring the shecess of projects, is to implement and adopt o teami-based
approach, which provides for quicker decision making, shared aceountabilily and success, In
the collaborative, flatter environment, the emyiasis must be on goal achievement, related to
stratogic dircetion and the avoidance of dysfunctional and treitortal behaviour evident in the
tradittonal hierarchical banking stroctures.

Sclf-contained, multi-disciplined teams, are being established to enable cross-fanetional
deeision-making In support of comnion goals and coordinated efforts,

It is important to aceept that one cannot start with the application of IT, without Grstly baving
a clenr understanding of the business purpose to be served and the multiple vsers to be
necommodated (Frey 1992),  There must be synthesised team wark and effort, to allow
maximum advantage of ofTorts and encrgies,

Buslness and IT parctirership is accepted os an important charaetoristic of world-class [T
organisations, Ovganisations that can achiove real business and IT partnerships, reap the
benefits of improved teamwork and value from thelr IT investments,

This partnership can be considered a collaboration hetween the business and 7T, 1o jointly
undertake prejeets that result in optirsum value to the business, This parinership is o complex
and multi-faceted {ssue, nvolving kaving the correctly skitled and capable people fulfilling
clearly onderstood roles and cesponsibilities, It must become au seeepted cotent troughout
the enterprise, with shared responsibility between business and 17,
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Overall, twenty-seven (87%). of the respondents rated this issue as heing in the top ten, which
is the highest of all the issues. However, this issue only had seven (23%), respondents rating
it in the top iwo, henee radueing the overall,  In oddition only four (13%4) of the respondents
did not rate this issue in the top ten.

Although not piaced highest of the ten fssues in tenns of wnking, this demonstrates large

support from the entire respotulent proup to fally justify concentrated loeus and attention,

Comments recejved;

Below are extracts and examples of conunents received from pespondents and participants:

"Tools, systems and methadologles must add valiwe and nos be dicated fiony an ivory
fower, with Hiele or no understunding of the dewlapment of salntions teat support

Business needs” = Lend of Department
1

"It Is essential that we have colluborative toagms whicl xerve the husiness needs. They
must have one yet of objectives and goale that are clearly wind emphatically divected
fowards the husiness unit winaing its war against the competition. From an FNB point
afview we do not currently have this sitwation and it Is one of the prame peasons wips
in my aplaton the bushess s not satisfled with 17 - Projects Manager

“This potnt iy key to owr fiure suecess” - Tlead of Depurtiment

“Inproved develupment processes enid methadwlogies to be identified and implemented
to fldfy support infegrated ream efforss™. « Prajects Manager

"We need o work with other areas to provide o wide ranging, encompussing support
strategy®. - Senior Manager
A

"There iy o lof more we cun and should be dotige, e have survived so far, bt we
cun do better”, « Tead of Depurtment
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Lederer and Mendelow (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 are in place. they are foo general or not communicated effectively.

Chan and Huff (1993), developed a mensure for IT strategies along the dimensions of
Innovativeness, pro-nctiveness, aggressiveness, analysis, detensiveness, futurity and riskiness.
Steategie alipnment was then defined ag, the depree to which resourves were actually
copanitted by both business ad IT to each of these dimensions,

Conkley and Fiegener (1995), proposed a further measure of strategic alignment boged on
"sirateplc consensus",  Strategic consensus is based on the muton) understanding by
managenent of the strategic priorities of the organisation and the IT contribution, High levels
o) strntegic consensus between husiness and Ul' management, results in agreement on strategic

prioritics and direction.

4.3  Implementing and Managing Collaborative Support Systems - Ranked 3

i

3 4 3 6 7 H 91 10

1.y

Rating 1

No, of Responses | 3 4 3 3 0 | l 3 8 2

s S e e

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

Respanse Analysis;
« total number of responses in top ten ~ LWenty=seven
- totol outnber of responses in o seven - seventeen
- total number of responses in top two - seven
» total nwmber of respenses not rated - four

= percentage ol responses in top ten « §7,
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IT planning is a continuous process and should be adaptable and aeenmumodates stimuli from

the business and waehnology worlds,

Barl (1986), has developed the following framewark, which indicates a preferred mode of TT
stratepic planming:

Steategice confext Characteristic IT strategic plaming
IT is the means of Compaterbased transaction | Infrastructure-led
delivering goods and systemiy underpin business
services In the sector | operations
Business strategies Business and funetional Businevs-driven
incrensingly depend on I'T | strategies require o major
for their implementation automation, information,

communieations capability
and are made possibie by
these technologles

1" poteatiolly provides now § Speeitic applications or Mixed
strategic opportunities technologies are explofted

for developing business aml
changing way of manaeing

Iigare 3. Strategic Plasing Framework

A number of different ternis have been used In the iterature to deseribe the concept of IT
stratepic nlignment: "steatepic alimnment” (Tienderson and Venkaettmnan 1993; Lullmon, Lewis
and Oldnch 1993), "linkage™ (Refch amd Benbasat 1994, and “harmony"

(Woolfe 1993),

What is aceepted in all of the above and adopted hy FNB, is that the TT striwegias and plans
nust suppott the orgonisaional slramples uad plans,

Woolfe (1993), questions the method o auceessfully monitering tha Geese statepies and plans
are in faet in place and being wdhered to. 1t is very difficult for IT to keep abresst of their
impaet, due to continuous competitive and econvmic pressures and rapld ehanges taking place
fhroughout the business,
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Whete 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 for managing IT in the FNB context for the next five o ten years, can only be
mastered {f we are aware ol what the issues are and if we determine how the issues could
affect the organisation. 1f we can determine the "what and how", we ean develop a steategy
to nddress these issues and manage the processes which contribute to the establishment of a
strategy nemely, strategic planning, strategic thinking and opportunistic decision making,
Ward and Griffiths (1996), identified a general set of objectives for I'T planning which can
serve a8 a guod puideline for IT executives who waat to position their respective
orpuanigations:
~ futore and current information needs should be idengified, recognising that these
needs will change
- the IT function showuld be cquipped to respond quickly and effectively
« policies for the management, maintenance, creation, conbrol and accessibility of
the carporate information resouree, shoiad be set
« the IT function should be positioned closer to the business, with representation at the
highest possible level
« ot sound information systems architecture should be facilitated
« gffectively manage the skills porifelio
= determine an effective and achievable orgonisaion structure for IT
~ engure that the I'T function is business focused
- ¢naure that the business and IT share responsibility for utibising [T,

Depending on the way in which the orgonisation deploys 1T, it will continne to play a roje
in the transformption process,

Suecessful IT planning is clearly dependent on senior management involvement and
commitment,

It is important that the key fssves refevant for I'NB be identified and understood so as to

incorporate the necessiwy objectives and goals into the overall 1T plan,
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"Technolpgy must not determine what IT tmplements. Without « business plan IT will
wever deliver what the husiness requires, No priorities or business goals wil{ be met”.

» Projects Manager

"We are improving bt in cerfain cases our prioritisaiion process is unsueeessfil and
profects have differing objectives plaving pressure on sharlng of resources”

- Sentor Manager

"Currently we perform IT planning before the bushtess has completed thelrs. This Ty
a negative Impact on [T°s ability to support the business and suredy has to change”.

« Senior Manager

UT is the encabler of bustness strategy and given the likelthood of global companies
entering South dfitca, It is Imperative that botht the bustness ad IT, 1n parinership,

yer the strategie direction of the organisation” - Tlend of Department

The rapidly changing business and technological environments, necessitate a synchronisation
of long~tertn IT and FNB business pluns, Effective Siretegie Inlormation Systems Planning
is o major management challonge and is essentiad for the offective provision of support and
delivery of systems, to the organisation.

Manogement within the organisation who is wanting to position the cnlerprive pro-actively,
must develop a strategic I'T plans.  This will provide a robust framework for the longsterm
management of I'T, allowing for organisational influences. such as slze of the business unit,
the sophistication level of its TT function. the maturity ol the organisation and nny immediate
prohilems, which management need to address.

It is the responcibility of stiategic IT platners within the respeetive veganisations, fo ensure
that key issues are identifiod and atldressed,
A steategie Informaticn systems plan should inelude objectives whicl are directly linked to

the ohjectives and stratepies of the business units, coneibuting to the entire strategy process,
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4.2 Improving IT Strategic Planning - Ranked 2

Rating 1 2 3 4 5 6 7 8 9y 10
No. of Responses | 5 5 2 4 2 1 2 D] 1 2

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

Respons~_ Aaal, 3is
= total number of responses in top ten - twenty-four
~ total number of responses in top seven - (wenty-one
- total number of responses in tap two - ten
- total number of responses not rated - geven

= percentage of responses in op ten - 77

Ten respondents (32%), rated this issue as being in the top two, as well as (wenty-one (68%),
in the top seven which ranks it second overall in terms of avernge. This issue recelved seven
(23%}), responses outside of the top ten,

Comments received:

Below are extracts and examples of conuaents received from respondents and participants:

“The recent merging of business and IT strategic planntng should addresy this™
« Senior Consultant

“The planning must not only be aligned, but integrated and courdinated with that of
the users™. - Senior Munager
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Tapscott and Caston (1993), suggest that the following clear trends have emerged when
aligning IT within the organisation:

- IT is outsourced to an outside supplier ar contractor

~ the IT resource is accommodated in either a centralised ot decentralised mannet

- IT can also be established as a profit centie or separate compuny.

The alipnment of IT within the FNB group, should flow from the role that [T plays within
the organisation and be dependant on whether IT fg utilised in a strategic. or operational

Support manner,

Perhaps the most important challenge for FNB executives during this organisational
transformation, is to direct the different parts of the company to shilt in concert with one
agother,

When this does not happen, there is grenter risk that the IT resources will be allocated to the
wrong strategic priority projects,  Unless these misalignmoents in strategiv priorities are
uncovered and remedied, the entire IT alignment effort will be jeopardised.
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‘What is not 88 clear, is how to achieve this alighment butween business and I'T and what

impaoct niisalipnment has on the business.

By concentrating on enabling and enhancing strategics to alignment, organisations can initiate
projects to achieve greater synergies,

Executive support for I'T and the need to be a participant in developing business stratepy, are
key to successful alignnent,

Inhibitors identified are, that business and IT aften have poor communication, poor interaction

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

It has been widely reported that business and IT manogement are concerned with aligning IT
with the busiress, to more closely support corporate strategzies (Chan and 1[uff 1993; Hatloran
1993; Hederson and Venkatraman 1993; Waolfe 1993}, 1T that is efTfectively aligned within
the organisation cannot follow 4 specific model strueture, as there are several principals to
congider when aligning IT:
- aetive user participation is essential for all I'T projects
~ IT human resource management must be innovative, with modemised staie of the
art policies
~ the structure must be flexible, enabling rapid development ol systems
- IT must facilitate and be supportive of an enterprise-wide acchitecture and
infrastructure
- organisational goals and reward systems must be linked to overall business
performance
- the business nad [T should be encouraged to work as one team
- a cosirefTective, clficient customer oriented service, must be provided o the

business,
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It i3 in my opinion one of the most Important hindranees o business achievement that
FNB faces today. It is absolutely critical that at this puint in time moves are made

to integrare IT into husiness as an equal pariner.” - Projects Manager
"This hopefully will save the organisation.” - Senior Manager

“IT is not close en~ugh to the custumer and never fully wnderstunds the business

regulrements”, - Projects Manager

"We comtinue fo tinker around at the edges and take oo long 1o moke alignment

related deejsions® ~ Senior Consultant

"The effectiveness with which IT con support FNB Is dependant on our understanding
of the buxiness and how they rate our capabilitics of delivering, We in IT are enablers
and as such must be fully aligned with the business If we a8 un arganisation want to
be sueccessful. Business toduay is more reliant on IT for hoth strategic and competitive
advantage and thus requlres close alignment”. - Head of Depattment

The fondamental issue, of how the IT orpanisation should be aligned with the corporate
structure and strategy of the corporetion that has multiple strategic business units
(Diatnond 1994), was identified as the most irnportant critleal issuc ot FNB. The alignment
process cannot be considered to be a single event, but rather a process of contiitious change
and adaptation,

Problems associnted with organlsational allgnment, is often recognised by ongoing
departmental and internal gonflict, performance and cost complaints with regard to IT,
competitive deeline, high turnover of IT professionals and redundancies in systems
development (Tapscott and Caston 1993},

Succegsful strategic alignment will enable FNB to maximise its IT investments by achieving
harmony with the business strategies and plang, The impact of the importance of allgnment,
is aeccepted by its high ranking in the business press (King 1998),
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This infeastructure must be reliable, affordable, dynamiv, Hexible having the ability 1o provide
A wide range of praducts and services, Business functionulity should be developed using
warehouse of components {rom which o assemtde layers,

This concept becomes a eatalyst {or business lunetionality being built, by inteprating existing
common modules or functionality and services, This contributes direetly to speeding up the

systems development effott.

T departments have to harness the power of new and amerging technolopies, to provide an
infrasteneture, flexible enough to capitalise on husiness opporunities,

At the same time, past T investivents ntust be protected.  Users need transparent pecess to
data and applications, cither within or outside of the enterprise bowndarfes,  Nystem
adutinisteators reguire tools and automation to sinplity the comydexities of manoging the IT
environment,

The complex business requivements, together with the chatlenges of the dynamie business

environment, neerssitate that an T architoeture is erueial,

In the current businesy cavironment most organisations have little jdea of’ what their
applicotion needs will be in the future,  This resulty 1n a requirement for an 1] architeeture
thot can allow (or the exploitntion of future opportunities and et pnpredictable

requirenients,

The primary value in establishing o compehensive architectire and inlrasteueture, st it
remaoves possible conflict between the demands of business amd those of I'T
(CSC Index Foundation 1993). By establishing standards invelving portahility. seeurity, inter-
uperabiiity and reliable availability, I'i’ can provide (the Tollowing flexibility o demanded by
business:

« fuster dulivery of new applic: ‘ions by utilistog existing fanetionality

= provide integrated information from both internal and externnd sourees

~ inteprity, stamdardised interlaees aid separation of applications. fios,. infrastraeture

complesities,
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Comments received:

Bolow gre extracts and examiples of comments reccived {tom respondents and pacticipanis:
I

"Basvel on g husiness document regarding the delivery plaforms. 1T is fo respond on
heae we will resolve aur clientdserver or distributed platfornt problems,  tiony are
pecessary hecause of our slownesy fo develop soligions und  onr restrietive

darelitechioes.” < Teclnion Consultant

"The whote recson for 1T existence iy fo create and support the businexs in ifs
gttemipt o win the war against competitors, Theeefore the underlying teehmology
infrostrictre must be dexigned to foeilitute wnd ot inder responsivencss, For a long
time now, the business hus been telling wy that we are ot rexponsive enouglt which

catses them o lose husiness advantoge”, « Assistant General Manager

“Without a comprehensive IT infirastruetire, no standards, re-usohle code or shideing
of bustness systems will e achieved  resudting i increased costy wd  skills

reguirements as well as inereased time to deliver” « Projects Mimager

e need an atitticde of conthmony improvonrens - a feedhaek loop that aettally resufty
in improvement”, « Sentor Manager

"We have foo many different eelmologles Hmfting owr effectiveness™
« Projects Munager

"We should be delvering what users want and wheve they need it amd not restriothng
them to some IT formnduted infrastrncties that imposes otr will on them®,
« Head of Department

Buildling o responsive IT archieesure and infrastructure to suppart existing applicetions, while
remaining responsive to change. are key 1o FNIFs longsterm business productivity and
vinhllity.
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Local companies will be foreed to embark on agpressive progrouns of re-skilling, cross-skilling

angd mentoring, to uplift skifl fevels to moeet the demand.

The next fow vears will be dominated by the yeur twosthousund issue, in patticular in
organisations where informution technology is used in o strotegie way, Project management
skills will be tested to the limit and honan resource fwsues such us remuneration and

demand/supply management. will begomie even more prominent,

4,7 Building a Responsive IT Architecture and Infrastructury - Ranked 7

Rating tl2latalsl a7 8ot
No, of Rosponses [ 2 4 0 1 3 4 3 o 1 1

The comparative data provided clearly indicates that o average, this issue is congidered to
be of high ptiority by the respondent group,

Response Anolysis:

- total number of responses in top ton « twenty-one
« lotal number of responses in top seven - soventeen
= total number of responses in fop iwe - i

« total numtber of responses not ruted « len

- pereentape of responses in top len - {8,

This issue wna rated in the top two by six respondents { 19%), which in comparison with the
previously mentioned issues in reasonably high, Overall, twenty=ome (68%0) of the respandents
roted this o the top ten, which is indicative of the importane: of this issue and justifies
inclusion as a eritical baue,
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There is currently far too few suitably experienced black people to [l the large umber of
diverse vacuneics, resulting in prominms being paid to attract or retain this staff,  Black
employees are partivilarly volnerable to divect approaches, with the promise ol exceptionnlly
high salaries, 1o move to new employers. As soon ay one company has suecessiully recrudted
and developed a black [T professional, unother entices the seatee resource to join them
instead. Tt 18 necepted that cortain proups have been disadvantaped and that for them to gain
aceess to organisations in greater numbers, entalls the granting of prefirential treatment
(Charoux 1990,

Dowling (1992), further suggests that blacks have been disadvantaged, bot also women of all
mees.  Many companies are nlmost being forced into this seenario, in efforts to have o
workforce representative of the loead population,

Many wldtes view this lssue ng u tatter of reverse discrimination and are leaving the country,
to avoid what they conglder to be Hmited career prospects. lssnes associnted with diversity
manggement are vxtretaely sensitive ami complex and have been implentenied thioughont the
world with limited success,

Thomas and Ely (1996). suggest the following preeonditlons, in moving Trom o wee/gender
issue to one of group differences, In support of organisations] learning and development;
= leaders must understand that a diverse workivree will adopt diffeeunt approaches
to work
~ leaders must be contmitted to the process of Jearning ad relenming and aceept
different perspectives
= all stalT mewburs eon ol should contribute {ully
» allow for personal prowth and development
= CNCOUMIES OPENNess

= ytafT must feel valued and allowed o ke the initintive,

‘The exponentinl sres of change within the IT lndustry vesuits in sapid skills depreetation and
redunclaney,  This ollen leads to desperate measures by certin businesses to aitraet suitably
skilled statf, especiully in South Aftiea, whete severe staff shortage is i reality,
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Results from a study conducted by Zawacki lists the following ten human resouree fssues in
order of priority:
- gequire a stranger business orientation by moving frem a teehnology emphiis to
a business ad customer focus
- managers must primarily become competent business managers and secondarily
technical monagers
« define pronctive requirements for attracting suitable skills Tor future technologies
~ IT to facilitate the transfer of certain tasks and setivities to the user community
~ develop creativity and innovation
- telrain sindY, encournge re-skilling and learning of new techniques
~ Implement new ways of motivaiing siaff asd insplre high performance teams
- provide training in behavioral skills, such ay conymunication and teamwork
= develop improved performance methods with eftective assessment procedures For
both dividual ond team-based activiticy
- provide lor suitable dunl coreer paths for technienl specialists,

Clinging to old cultures, styles. processes and reward mechaniyms, will cortainly not allow
for competitive advantage. What is required by ihe modern organisation is leadership, vision,
bravery and commitment, to break out inte new horizons. Unlightened managets are aceepting
that it is the integration of [inance, operations and people forming put of an overall business
strategy, that allows one organivation to oulperforn another (Anderson 1997),

IT will continue to be o world player in the challenge to attraet, develop and retaln staff, The
potlonal, ag well s the global imbolanee in the supply wnd demand for tlented TT
professionals, will put added strain on the entive industry,

With regard o the munngement of the diversity of the South Alrican workforee, the
competition for suitably skilled employees remains o challenge.  ‘The elfort by many
organisations to employ previously disadvantaged black IT staff, has resubied in inereased
levels of competition for the small numbers of available candidutes.
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By taking a proactive approach, suecessful banks will need to implement new human resource
management polivies, skills development and rewards. Modernisations in this aren at FNI3,
inchule team-based project incentive compensation. continuous assessment and development
of all levels of staff, formalised technical and managerial coreer paths within IT and eloser
working alliances with learning institutions, to recruit the best available talent. Human
resource igsues cannot be neglected i the modern day organisation, especially when dramatic

change and transformation are taking place,

These are often the most difficult to deal with and require effective management in the
following areas:
- leadership that builds awareness, commitment to change, reducing resistanee
- the aequisition of knowledge and learning of new skills and wehnigues
- teamwork. requiring the skills to participate and munage new processes
« team baswd recognition and reward mechanisms, for sccomplishing steategic goals
- troining of staff to achieve resskilling, retraining., revised selection and recruitment
policies (CSC Tindkex Foundation 1994),

retention and rectuitment of suitably skilled and mn ated stall, i essential to allow the
organigation to increase competitivenesy, operate effectively and exceute strategion successfully
(Alvures 1697),

The core competencies (Ilamel and Prahalad 1994) and copabifities (Stalk, Bvans and
Schulman 1992). of cmiployees who develop new produets, pravide high levels of customer
service and implement orgonisatlonal strategy in the chonging morket conditions, are vital
sources for compretitive ndvantage and economic prosperity,

The strategic advantage obtained from IT is usunily short-lived, ng competitors with geeess
to similar technologies efther follows the market trend, or in turn themselves develop
innovative technologicat solutions,  Zawacki (1993), suggests that really competitive
advantage is obtoined from managing the IT human resources hetter, which in the post has

often been averlooked or not considered o priority.
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Comments recuived:
Below are extracts and examples of comments received front respondents and participants:

“The more complex the environment, the higher the skilly level vou reguire, The
recraitment and development of IT resourves is erucial and perlaps the only wey this
van realistically be achieved is by creating a learning organisation,”

« Head of Departinent

YENB still has o hase of good resourcey thotgh these are fuse dwindling. Therefore,
whilst it is net yet highest priority, i needs to he addressed rapidly,” « Senior Manager

"In Sonuth Apdea and FNB this cannot be any lower thas aumber one in the priority
lst. The sitwation Is uggravated with regards to the brain drain and poor edueatios

Jor the mafority of sehool leaving children.” - Senlor Manager

"Plaee more emphasiy on reemidting seqff with real potential”, - Senlor Consultant

"The [T tndusiry ks develaping very guickly wd the developmoent of skills st support
the architecture,  More time must be spent on developing st ~ Projects Manager

"Losy of skills tn the overseay ane local market 13 o concern®. « Senior Managet

"Obviously nothing van be achivved withowt good human resonree”,
« Head of Deportment

Most organisations will foeus on technology renewal, but what is of fmmense importanes
INR, is to balunee investments in T, with Investments in rex! aping and developing people.
The stratepic monagement of luman resourees ts considered vital to success and will play a
plvotal role in orgonisationud performance, as the banks tanstorm themselves 1o customer
based firnneial service providers (Swikzer 1996).
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The challenge for IT in this process, is to provide the project management experience and
discipline, together with technical vision and expertise, all of which are critical w the success
of the re-cngincering effort (Martinez 19935),

Re-enginecring s not primarily o technologieal matter, IT staff nust act us "enablers”, not
simply projeet managers ad have full suppert of senior management (Hull 1992),

A revised proliferation of traditional roles and structures designed to inteprate faterally neross
the organisation, is being implemented,

IT must respund to the trend of re-engineeting fhe business, by renouneing the developrient
of systems that retain eurrent ways of working, for systens: that support the organisations core

processes and buginess vision,

48 Recruiting and Developing IT Human Resources ~ Ranked 6
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‘The comparative data provided elearly Indicates that on average. this issue is considered to
be of high priority by the respondent group,

Reaponse Analysis:

~ total number of responses in top ten ~ twenty-ong
« total number of responses in top seven - fifleen

» total number of responses in tap two ~ four

- total number of responses ot rated - fon,

« pereentage of responses in Lop lun - 68,

This jssue is the first in the list of the top ten average rankings. to receive below 7 pereent
Iy terms of responses rated in the fop ten. There was however sufficient overall response in
the top ten {68%%). to justity inclusion in the priarity list.
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Comments received:

Below are extracts and examples of comments received from respondents and participants:

"BPR must make meuningfid change and not fust tinkering at the cdges.”

« Support Manager

"We have not fared very well on thls front and hopefully after our IT's ovwn
srangformation we will be better placed to achieve this and theveby inerease the
profitability of the hank by reducing risks, whteh live cansed us 1o lose profits”,

« Technicnl Consultant

"Many sueh profects are wunder way and they stmply e to work”,
- Assistont General Manager

"BPR showld be o normed part of every development profect that is inftieted”.
~ Head of Departimett

There are many issues facing ' management in the organisational contwxt, with increasing
business pressure to deliver effective solutions quickly, The business processes will be
transformed and the organisation will change rapidly w0 improve general business
performanee,

Lathin (1995), identifies re-enginecring as a response o industrial and technological
developments and us in FNB, diiven by major changes in competitiveness and consumer
demand,

Kleir (1994), contends that four out of five basiness process re-engineering projects il ay
a result of unclear definitions, unrealistic expestations, inadequite resourees, tuking too long,
lack of sponsorship, incorrect scope and laek of an effective methodology.

Re-engineering projects have a high failure rate (Bashein, Markus and Riley 1994), which is
largely attributed to the resistance to change from within the organisation {Reger, Mullane,
Gustafson and DeMarie 1094),
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It is imperative that IT supports and provides the organisation with internal support in its
effort to provide superior service to customers. Schneider and Bowen (1985), contend that
the service internal 1o the company, is a factor requirec ,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 stratogic plans to incorporate realistic objectives, to fully support the business

with respect to the competitive advantage opportunities,

4.5 Facilitating and Managing Business Process Redesign - Ranked 5

Rating 1 2 3 4 5 6 7 8 9 | 10

o
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No. of Responses | 3

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

Response Analysis:
« total number of responses in top 10 -~ twenty-three
- total number of responses in top seven - filteen
« total number of regponues in top two - even
- total number of responses not rated - fen
- percentage of responses in top ten - 74,

This igsue received n foir average rating from the proup with twenty-three (74%), of the
respondents rating 1n the top ten of issues, This issue also recelved ten (32%). respouses
outside of the top ten,
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Functionally-based organisationat Mierarchies are being replaced, or will give way to
cross-functional specialist teams supporting the information needs across functional fines,
Users, are expecting IT to elitninate 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 a 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
cnvironment,

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

There are also some benefits to v derived from a multi-vendor environment, such as the
business not being locked into one vendor’s praduct range and can direct its own rates of
technology implementation. Competition broween vendors also tends (o lower prices of
products and services, which are often delivered faster,

Coates (1995), contends that new technologles, increased competition and 4 more assertive
customet, are resulting in organisations customising their products and services.

This differential, is at times. the or ingle aspect that allows for differentiation between FNB
and the competitors.

In current models the organisational power is at the cenire of the organigation, but the
intelligent implementation of I'T allows for thiy to be migrated from the periphery, to the place
where customers are wltimately serviced (Davis 1996), The more efficiently, cost effectively
and refiably this is achieved, will set one organisation apart {rom its competitors,

This contact, with the systems ut the point of service, s known as the "monent of teuth" and
is the image of your company and service levels that remains as an experience for the
customer (Albrecht 1996},

For an orgonisation, servinp customers, is an opportunity to demonstrate its credibiiity and
capabiiity (Gronraos 1990),
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Sustained competitive advantage is achivved by knowledge availability, learhing and the
continued ability of the organisation fo exploit and leverage technology.

An important concept that hiphlights the role of FNB IT ir competitive stratepies, is the
value-chain, The value-chain of the organisatior is a system of interdependent activities
which are coanected by linkages,

These linkages exist when one business activity or provess effects the cost or effectiveness of
other activities. To gain competitive advantage, these activities must be performed at lower
cost, offering more value, or in a manner that leads to differentintion.

IT permeates the value-chnin at every stage and can enhance and transform the way these

value activities are performed.

Specific process metrics such as value, quality of product, service, response times and overall
costs, must be mannged and teanslated Into specific value delivery specitications,  Most
executives will adopt and pursue a value-secking management process, to focus the
organisation on 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 communications which
Increases fhe competitive pressures exponentinlly, DBusinesses that are not positioned to
capitalise on these opportunities will not survive,

One way to be prepared. is to develop on enterprise I'T architecture that reflects business goals
and allows the fast redirection of integrated IT res.arces, to take ndvantage of the
opportunities.

The judicious use of I'T is key to competitiveness, A company's IT Inltastructure must be
{lexible enough to enable qulck response to business opportunities.

This infrastructure with its associated goals, must be totally aligned with, as well ag fuily
suppott, the business and its goals, These structures must be flexible enough to accommodate

new technologies, as well as supporting the current,
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Unrdware and soflware performance levels chiange constantly, however these can not always
be readily atilised dwe to the fnageial and organisationo! challenges assoviated with their
deployment, An challenge of inereasing relevanee, Theing not only the focul. but also the
international I'U industey. is the shortage of skilled resources,

This trend will continte to pliage most organisations In an unsatisfactory amd even vulnerable
situation, The ability to respond to customer and user demands as well as the ability to react
to competitor thrent and markel opportunitles will be severely restricted

The entire yeur two-thousand complinney fssue will wlso have o dras “e impact o the entire
jndustey from the smallest, to the farpest and most sophistivated IT user wd practitioner, It
is injcresting that the results of this research did not at thiv stage identify this as belng
considered n major fssue, The researcher contends that in dnte, ds macter will be at the fore-
front of most IT efforts and absorb the bulk of the available 71" and busiiess, 1n muny cases
this seenario will be accompunivd with astronomical {inancial demand.

In closing, the rescarcher suguests that there iy additional opportunity Tor Nurther detailed
research in this complex, volatile and most infterosting orea.  The abjective would he to
formallse a relevant, perhaps even ¥ more generic and lexible framework and approach, Tor
petlodically and efficiently nssessing the critical issves. This would be ol value, not only to
IT management, but also other interested parties Impacted by the continued developments
across the entire speetrum ol the IT industry,
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6. Research Conclusion
This research cleardy illusteates, that eritical issues Gieing I managenent in the curpent
modern day and age, differs vastly ftom not ouly institwdons, but jn certain instanees,

countrics.

The analysis of the research shows, ihut the IKNB critical issue findings and paeticular
seenorio, ditfers preatly from, for exomple, the SIM findings. The rescarcher contends that
the following factors will, and do, have o fundomental impact on, the priority md erittoality
of issues, with definitive correlation with stated corporate sttategy and organisational
ubjectives:

- tha [T strategy regquived o support the desived business direetion and peiorities

« the maturity [evels, profitubility und sephistication of infiustructore

~ the influence ad dennnds of the competitive global motket-place

- {he availability of resaurees, both human and financiul

- the financial sectar of incdustey, which s highly T rellant and service driven

« peographic spread and physical loeation, in relation 1o major continents and teading

partners

« firgteworld versus third-world economics, skills and prodnetivity

« favourable trading conditions with strong {inancinl power

- political and workioree stability

- investment protection and personal safety.

The researcher suggests that the overall situation ot FNB is certainly very different from the
SIM boge representative orgonisations ad although to a Tesser extent, the other finaneial
institutions in South Afvien. The competitive marketaplace may be similar, fwwever te
fouilitators influencing internal focus and business pressures, could be considered miigue to
each organdsation, As was contended varfivr by the researcher, organisptions find themselves
o varying levels of maturity and with differing strotegie trading and {Tnaneld objectives,
Theee i3 effectively no one single implemented architectural standard aeross the inuustry,
resulting in many voriations of vendur positioning and timing of teehnologicnl advancement
being hronght 1o market,
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5.6

Sixth Empiricat Generalisation

Managing the locad skills shartage problen,

This issue iy of extreme importanee o FNB, as suitably skilled, quality resources with
potamtial, are extremely scarce, Nosmal stalf antrition levels are being excesdeq ns a
regult of emigration opportunities and inervased local demand,

It can be concluded that this empirical peneralisation was tully supported by the
researcly,
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5.3
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It can thierefore he concluded that this empirical generalisation was fully supported by

the research.

Thivd Empirical Generalisation

Outsorreing certain IT services to apropriate owfsomeing service providers.
Although certain non-cote operational type systems are being outsonreed by FNB, a
policy statement has heen issued wherchy no strategie system will be ontsourced,
This empirical gencralisution was not fully supported by the rescarch findings and

ranked fourteenth in terms of overall average rating.

Fourth Empirical Generalisation

Tmplementing appropriate lumar resouarce management and rewerd policies,

The tesearch findings indicate that this issue s closely eoupled with empirical
generalisation number six. The entire human resouree management responsibility was
{dentified ax being of great importance, espectally in the South Alvicon context with
ity asgociated challenges.

It ean therefore be cancluded that this enapirical generatisation was [ully supported by
the research.

Fifth Empirical Generalisation

Improving profect cost heneflt and prioritisation eriterio,

‘The research indicated a medinm level of support Tor improving the cffectiveness of
software development,  In rcality, this ompirieal peneralisstion will be closely
integrated with implementing and managing collaborntive support systems, which was
fully supported. In addition, there is alrendy a comprehensive project prioritisation
and funding process in place at FNI3,

H ean therefore be concluded that this empirieal generalisation was supported by the
research,
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5.

Support for the Empirical Generalisations

The aim of this study wos lo defermine the most important critical issues facing IT

management within a major financial institution in South Africa. After obtaining the relevant

information as provided by 4 respondent group of I'1" professionals from within the bank’s I'T

department, the seven higher priority issucs were examined and analysed in some detait,

The question posed for the research was as follows:

What are the riost impeortant critical issues facing
IT management at & Financia Tnstitution in South Africa?

In relating the rescarch findings to the empivical generalisations, the following assertions may

be nidde:

5.1

8.2

First Empirical Generalisation

Aligning the orgenisationy IT with the business.

There is widaspread acceptance and undetstanding of the sirategic importance of IT
and its impact on thic modernised organisation, It is crucial to have aligned synergies
beiween I'T and the business, to maximise enterprise-wide goals aid objectives.

The research results coneluded that this empirleal generalisation was fully supported
by the research, ny 18 evidenced by this critical issue being ranked most important in

terms of average rating,

Second Empirical Generalisation

Tdemifving the most appropriate technology infrastructire for the organisation,

The research results indicated strong support for the building and maintaining of a
responsive infrastructure Tor the organisation. Without having « highly flexible, cost
effective infrastructure in place, the organisation is not in & position to remain

competitive in the current business economy,

Pagre fid



Note: Further to the above information, a further interesting observation is that the two

jssues which ranked eighth and rénth and were not selected for further analysis, recelved 64
atd 54 percent respectively, of responses in the top ten, This is further evidence regarding
the complexity of identifying the priority critical issues. There is & myriad of fuctors
influencing the industry aod mote specificnlly individuals, departments and ultimately

orgonisations.
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The IT world is becoming increasingly integrated and without a suitable architectural road-
map, it will be exceedingly ditfieult to dutermine the impact of change,

A well-defined architecture and infrastructure provide the platform for business and IT
alignment, as changes in the business environttent can be extrapolated to that in the technical

anvironment,

Tapscolt and Caston (1993), proposed the following five step cyelical processes for

establishing a standards-based architecture;
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Figare . Avehitecture Planning Process

The architectural and infrastructural vision and planning for the otganisation, must be jointly
owned by the business and IT. This process must be buviness driven ad provide i
opportunity to focus on a buginess view, a work view, an information view, a technology view

and an application view.
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There are initiatives to formalise 17 governance principles at FNB which outline how
architectures and policies are established, deployed, managed and enlforced within the
otganisation, A coherent process must be in place, to manage and control, the inteprated
business, systems and technica! environments.

The capability of technology has developed faster than the ability of businesses to effectively
utitise IT. However, IT is often unable to change at the pace required by the husiness, There
is a distinet dif{erence between the desited rate of change *n business und the ability of IT to
meet these needs.

An appropriate and well-designed infrastructure, will allow for repid respoitse to business, by
seporating system components that change frequently, from those that are more stable.

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

As the pace of IT introduction has shown no sign of slowing down, with advances in software
and hardware occutring rapidly. the new capabilitics and functic.s must be acconmmodated
within the paramcters of existing systems e networks. The smaller the impact an the
existing IT structure, the easier these new technologies can be incorporated.

These gystems, that are responsive and flexible to change, provide very high value to (heir
users and to the businesses they supp.rt,

The new technology infrastructure will form the foundation for a new virtual corporation,
where companies and Individuals will be electronically connected (Davidow and Malone
1992},

As new technologies proliferate in the market, careful considerntion of how to leverage them
inside an existing I'T environment, assumes greuter importance,

This infrastructure must provide the ability and responsiveness to allow I'T changes to be
implemented quicker than what the business changes, The architecture planning process
provides a trangition frumework and critical linkage to the vision of the organisation and
gupports the realiginment of 17 resources. Architecture supports the physicsl infrastructure and
includes models uf the organisations business processes, hardware and software components,
Tapscott and Castor {1993), contend that, as is the ease with travel, knowing the ultimate

destination is a mere heginning and knowing the route is - sential.
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10. Appendix C

10.4 Critical issue Description

The following is a description of the ciiiical issues originally identified. together with rankings
from an international study. puolished in 1996 by the 8IM socicty included for comparative

pUrposes.

Aligning the IT Orpanisation within the Orpanisation - (SIM 9)

The effectiveness of IT, in supporting the neecs of the organisation. is influenced by its
structural location and reporting lines. Appropriate structure and '»eation of 1T within the
organisation, is crucial and too often is not nddressed, duc to the historical orpanisation

reporting structure and cultural issues.

Improving IT Strategic Planning « (SIM 10

The alipgning of long-range I'T plans wits she strategic business plans of' the organisation.
Constant changes in the business environment and aceelerated IT changes, necessitate the need
for flexible plans, that are continuously being improved upon and revised,

Implementing and Managlng Collaborative Support Systems « (SIM 11A)

Approprinte IT support for the re-enginecred team-based organisation, to ensure sharing of
information, faster decision making and improved team effectivencss,

Usipp IT for Computitive Advantape ~ (SIM 17}

Recognition of oppottunities, followed by rapid implementation of [T, o ensure long-term
viability and for using IT for competitive advantage, This advantage is achieved by
recopnising and exploiting oppottunities, throngh cientivity and innovation.

Eacllitating and Mannging Business Process Redegion « (SIM 2)

In order to remain competitive, many orpanisations are transfbrming the way in which the
organisation conducts business. T pluys a significant role in tht: ~hange process, by enabling
the immovative redesign of the core buginess processes,

Hne 84



Please aliow me some of your valuable time and respond to the request. as without your
information the validity and aceuracy of the FNB seenario will be superficial and inaceurate,

Plense reply vy listing the ten issues that you consider to be most important and list these in
order statting {rom most important{1) to the feast{10), You may want w utilise the above
issues list and simply insert your the ratings, (1-10) in the boxes provided to reflect your own
views. New [ssues, together with your importance ratinpy that you fuvc ! are relevant and
specific to our situation at FNB. can be added after the list above.

Ag much textual explanation and clatification of your issues, as well as input on points 2 and
3 above, as i5 possible will be most welcome, General feedback and the research results will
be made available to the management team on campletion of this excreise,

My most sincere appreciation and thanks for your contribution and pacticipation.

Andre Beukes.
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Facilitating and Managing Business Process Redesipn,

(Ttansforming the way the organisation does business)

Developing and Managing Distributed Systems,
{(Challenges such as mointaining software versions, data and
distributed applications)

Improving I'T Sirategie Planning,
{Aligning of long-range IT plang with strategic business plans)

IJ:.-==::=:==
Facilitating Organisational Learning.
(I'T ability to learn and use new technologies with business making
appropriste use of I'T across the organisation)

e ]

Munnging {he Bxisting Portfolio of Legacy Applications,
(Managing existing large investments and integrating ew
technologies)

Using Information Systems for Competitive Advantage,
(Recognition of business opportunities followed by rapid systems
implemeitation;

A mentioned above, this survey data was gothered oversess und Tam convireed that we have
different priority and perhaps unique issues 10 contend with st FNB and generally in South
Alrica, We are alrendy acknowledged s leaders in the feld of 1T and the results of this
formal local research could prove informative to o v management feam.
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Increasing Understanding of IT Role and Contribution.
(Recognition as a strategic corporate resource and not simply an
averhead)

Making Effective Use of the Data Resource,

{Lffective utilisation of the datn resouree us o corporate asset)

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

leeruiting and Developing IT Human Resources,
(IT Skills shortages and development of buginess skills and new
technologics)

Aligning the IT Organisation within the Organisation.

(Approprinte steaettre and location of IT within the organisation)

Improving the Jffectiveness of Software Development,

{increased effectiveness of software delivery 1o the organisation)

Meaguring I'T Liffectiveness and Productivity,
{Impoat on bottome-line, competitiveness and the redoction of opetating

eRpenses)
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This information was obtained via questionnaires and subjected to a 3 round Delphi iteration

in order to reach consensus.

Implementing and Managing Collaborative Support Systems,
{Appropriate IT support for the team based organisation}

Building o Responsive IT archifeeture and infrnstructure,
(Building a technology architecture and infrastructure that will support
existing applications, business data relationships and alse remain

responsive to change)

Planning and Integrating Multi-Vendor Open Systems,
(Move toward vendor<neutral envitonments based on industry
stondards)

Developing and Munaging Electronie Data Interchange,
(The ¢leetronic communication with customers and suppliers via
standardised transaction formats)

Outsourcing Seleeted Information Services,
(Mxternnl companies beiag utilised to provide IT services more
effectively)

Planning and Managing Communication Networks,
{Using IT for competitive advantage and access to internal and
extorna! communications)
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9. Appendix B
91 Questionnaire

Dear colleague,
I am currently in the process of undertaking an interns] research project and would geeatly
apprecinte input from yoursel!’ to impreve and complete the research unalysis of the FNB

scennrio,

The title of the resegreh paper Is “Organisational Impact: Critical Issues Facing Information
Teclinology Manogement at a Financiad Institution in South Aftiea”,

The objective is firstly to define what u respondent group of our manugement considers to be
the 10 most eritical issucs are and then to determine what Impact these jssues facing [T

management has ol our orgunisation,

Consideration should be given to the following:
1. whut y ou consider to be the most critical and significant issuey currently facing
FI' munagement at FNB
2- what positive impact solutions have already been implemented, or are planned,
fo prosactively address these issues
K what cowld be dune 10 avold a negative impact on the organtisation as & result

of these issues,

These issues should be divcetly related to our support of the FNB Group and geoerally
aecepted as being on important issue impucting the [T division, It is important o recognise
that very specific issuey related to an individual system wonld only be important to o small
group ond will not atfow {or eomvensus amongst the entire management group.

The results lsted below are the most important issues. in random oeder, as fdentified and
apreed to in 19958, The respondent group consisted of’ 108 internations) institutional and board
members of the Society [or (nformation Management,
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Emerging technologies mnd associated developments, will provide challenging opportunities
to ensure that FNB maintains its competitive position and becomes "o wordd class provider
of Information Systems” (First National Bank Information Technelogy Group 1996/98),
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This COBOL based package has been used as n base atchitecture 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, or in COBOL or NATURAL under the DBR/2
database management systenl. The personal computer development is also primarily based
on the IBM architecture, utilising both COBOL and 'C° programming languages, O8/2,
Microsoft Windows and DB2 for the database management system,

The IT division emiploys in excess of one-thousand-two-hundred staff, providing support for
all aspects of the systems development life eyele together with end-user and external customer
support services.

The IT mission statement is as follows:

To provide our customers with Information Techinology scrviees
renowned for their excellence,

The gonl of IT, is to extend the penctration and reach of all its systems, to setvice points
enabiing custoniers to conduet business at any time and from anywhere, This implies twenty-
four hours per day. seven days pee week and three-hundeed and sixty-five days per yoar,

In order to achieve this, it is imperative that I'T achieves the following critical success factors:
- provide approprinte and effective services where and when needed
= ensute optimum utilisatlon of resources in support of group prioritics
« meet quality and reliability requirements
« engender strong partmerships with both users and customers
~ deliver systems that at least match, or exceed, the best in the industey
- deliver systetma ont time and within budget
- maintain an edueated, motivated and a skilled team of resowrces,

e
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The Group’s mission stafement is;

Our aim is to he the leading financial services group, earning
consistently good profits, thvough outstanding customer service,
inmovation and professionalisin, ¢ 2hieved by a well-motivated and
committed team swho are proud of what we are, what we do, and

liow we do it.

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

Also in 1995, the General Manager of IT was recognised as the Sourh African Computer
Society Personality of the Year,

In 1996 the group was awarded the prestigious Comprterworld Smiithsontan Technology
Award at a ceremony held ot the Smithsonian institute in Washington DC., The group was
a winner in the highly competitive finance, real estate nnd nsurance category. FNB was
represented at the award ceremany by the General Manager 1T, who said, "FNB has always
set out to be the banker to all the poople of Sowth Africa, fiom the sophisticated corporate
and retail flrst world customers, to the emerging thivd soorld markets”.

8.2 First National Bank - Current IT Scenario

The IT division operates within a primarily IBM environment and develops and maintains
mainfranie and personal computer-based solutions for the various business units,

A large pereentage of the mainframe systems are based on the HOGAN package. which was
purchased from Hogan Systems INC, in Dallas, Texas.
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8. Appendix A

8.1 First National Bank - Background

First National Bank Holdings Limited, is the quoted holding company for a leading Southern
African financial services group, offering comprehensive retnil and commercial banking
services to more than six million customers. This bank was formerly known ag Barelys Bank
DCO, with a hisiory in South Alrica dating back to 1838, but commenced trading as First
National Bank of Soutbern Africa in 1987 after disinvestment by Barclays Bank ple. It is the
third largest banking group in Southern Africa ns measured by totul assets of R95 5944
million, The bank has made extensive use of IT since the carly 1960°s and together with
other local banks, has .ystems considered to be amongst the most sophisticated banking

systems in the worid,

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-of-gale terminals.
The group is the largest provider of retail and corporate finance in Southern Africa with
preducts also marketed by subsidiary companies in Botswana, Namibia and Swaziland, It is
aiso the lead bank to the various South African Provincial Governments,

The Card division is the leading VISA card issuet in the country and also administers eredit
and debit private label cards for retailers, The group also offers insurance and assurunce
facilities, funds and trust monsgenent services, cellular telephony, dircet marketing and
pension payout in rural arcas of the country, Both local and international carporate and
investment banking is provided by subsidiary representation points in Zurich and New York,
The subsidiary, Henry Ansbacher, provides specialist services to clients in ten different
countries in Europe, Asia and the Curibbean, The group trades internationally and offers
global electronic banking, computer disaster recavery and electronic data interchange services
to its customers. Furthermore the group has correspondent relationghips with approximately
2200 prominent banks, in more than 130 countries (First National Bank Holdings Limited
Annual Repart 1596),
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Planning and Managing Communication 5~ (SIM 5

Using IT for information provision and competitive advantage by the organisation, requires
relinble and secure access to internal and external communication networks, The utilisation
of communications netwaorks is further complicated by rapid advances in technology and mare

sophisticated business requirements.

Developing and Managing Distributed Systems - {SIM 3)
Distributed systems create challenges such as, maintaining software versions, data consistency,

secutity, overail control and management of the total environment,

Developing and Manapige Electronic Data Interchange - (SIM 19)
The electronic communication with customers and suppliers, via standindised teansaction

formats.

The promise of improved producttvity, which is the main motivation for proliferating end-user
applications, s 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 afl participants throughout the organisation,
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Improving the Effectiveness ol Software Development « (SIM 6)

The delivery of IT sclutions to the organisation must become quicker, as the users are
dissati Ted with the existing systems backlog and the complexities and cost associated with
new systems implementation, Traditional methods, standards and platforms, used ia systems
development, must be revised to improve all-round IT eft ~tiveness and delivery.

Making Effective {Ise of the Data Regource - (SIM 7}

The data resource of the orpanisation 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 assel, must become standaed praciise,

suring IT BEffectivencss ond Productivity - (8IM_11B}
The full impact on bottom-line costs, reduction of operating expenses and the poteniial for

incrensed competitiveness, must be clearly understood, in order to manage the impact of IT
investment decisions,

Plannn,,, and Integrating Multi-Vendor Open Systems - (SIM 18)

Many organisations are moving from proprietary, toward vendor-neutral environments based
on indusiry standards. Immature technology and standards. together with large investmenis
in legacy systems, make this task extremely difficult to effectively manage and control,

Outsourcing Selected I'f Servie  "SIM 20)

Many organisations are no fan, ing solely un internal IT for the provision of services,
5 external companies are oftert fnr a better position to do so more efficiently and cost
effectively,. How to decide on which applications to outsource, as well as the cost

implications, cost benefits and risk, are important decisions thcing management.

PFacilitating Organisational Learning - (SIM 14}

IT and the business, must have the ability to learn continuously and wse new technologies,
allowing for the appropriaic use of IT across the organisation. In many cases, this will

necessitate changy in business practice and organis. donal structures,
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Recruiting and Developing [T Human Resources - (SIM 8)
Shortage of suitably qualified IT staff, threatens the ability of the organisation to effectively

deploy IT. Emphasis nceds to be put on keeping abreast of new levelopments and
technologies, as well as developing business skills, such as leadershi] .. .. "mwork,

Building & Responsive IT archilecture and infrastructure - (STM 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 firusirated by the
continnous changes in IT and the increased number ot 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,

Inereasing Understapding of 1T 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 not 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
understoad.

Most organisations have large investments in their existing [T systems portfolio, some of
which can be replaced refatively soon and others that will be leveraged for many years, before
finally being replaced or phiased vut.  The challenge of maintaining the existing systems and
also integrating new technologies and operating environments, will place an added burden on
IT resources,
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