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Abstract

This paper reports the first cycle of action research to develop the BeCCD (Business-
Critical Computing Decisions) framework which has been designed to support
SMEs in developing IS/IT strategies. The framework combines ideas from
Process Quality Management, IS/IT strategy and Business Process Re-
engineering. A brief description of the first pilot use of BeCCD with a small
manufacturing company including a summary evaluation is used to discuss
future developments to BeCCD. The structure of the framework is discussed with
reference to the underlying theoretical concepts and is evaluated against recent
classification frameworks.

Introduction

BeCCD has been specifically developed for small and medium-sized enterprises (SMEs) to
enable the development of an IS/IT strategy which is driven by the business imperatives of
the enterprise. The framework, described in more detail later, requires a team culture in
which external facilitators using a structured framework can assist the enterprise’s
strategy development team to make critical computing decisions and define their own
IS/IT strategic intent and action plans. The B*CCD framework has now been piloted in
an SME providing the first cycle of action research in the new framework’s evolution.

SMEs frequently suffer from a lack of expertise in IS/IT and poor perception of the
capabilities and uses of IS/IT. In order to maximise the benefit from IS/IT investment,
which in an SME is often driven by technology, there is a need for some form of IS/IT
strategy. However they often lack the financial, human and information resources to
undertake the analyses needed to develop a IS/IT strategy.

The size and flexibility of SMEs means that they should, and do, change orientation
rapidly, Consequently they require methods or frameworks that are flexible to the
organisation's needs and are quick to provide a 'do able' outcome, rather than the
traditional heavy weight approaches to IS/IT strategy development (Fidler and Rogerson
1996). Bergeron and Raymond (1992) stress that the involvement of a consultant is often
appropriate in these circumstances.




The specific problems of IS/IT strategy development within SMEs were considered during
the development of the BeCCD framework. The first part of this paper describes the
development of the framework and includes an evaluation of the pilot. The second part of
the paper evaluates the BeCCD framework.

Over the past ten years a number of methods and frameworks have been researched to help
organisations define an IS/IT strategy (Fidler and Rogerson 1996, Flynn and
Goleniewska 1993). Flynn and Goleniewska use Earl’s criteria (1989) to compare the
breadth of the IS/IT strategy development process and the deliverables output for five
different methods. BeCCD is evaluated against these criteria.

Fidler and Rogerson (1994a and 1994b), propose an approach to classifying, frameworks
and methods, organisations and their strategy development staff, to support identifying the
'best fit' framework or method. A parallel is seen here with the development of the
NIMSAD framework for system development (Jayaratna 1994). Fidler and Rogerson's
approach is a two dimensional classification framework and BeCCD is evaluated against
the structural and applications criteria they identify.

Background to BeCCD

PQM (Hardaker and Ward 1987) was developed in the mid 80s and has been used by IBM
UK consultants with a number of large organisations globally to help teams, specifically
management teams, to develop their business strategy. The identification of an IS/IT
applications portfolio was seen as an important by-product which would be developed after
the formal PQM project. During its use PQM continued to evolve, but the changes were not
formally presented.

UPQM (Hinton, Tagg and Bennett 1995) took the basic principles and concepts of PQM and
suggested tools, techniques and process changes which would support the development of an
IS/IT strategy and make the process more applicable to SMEs. UPQM was designed to
address the factors identified for successful IS/IT strategy development (Flynn and
Goleniewska 1993, Bennett and Hinton 1994, Fidler and Rogerson 1996). It was felt that a
facilitated approach would be needed to aid SMEs in the development of both their business
strategy and their IS/IT strategy, though the type of facilitation, expert, doctor, or process
(Schein 1990), would vary depending on the company's internal skills'and resources. The
framework incorporates the top-down, the bottom-up and the inside-out views as proposed
in Earl's Multiple Methodology (Earl, 1989). Although not specified in great detail the
concept of business process reengineering (BPR) was incorporated into the framework
through the use of tools such as Porter's value chain analysis (Porter 1985).

From the IS/IT strategy perspective, the developers of UPQM wished to move away from the
concept of an IS/IT strategy as the prioritisation of an applications portfolio. This was seen
as just one aspect of the IS/IT strategy. In UPQM a strategic intent would be developed for
the organisation which would include issues of information management (providing the
support services, resourcing IS/IT, training and financial issues), information
technology (hardware, systems and network architecture and standards) and information
systems (data management and applications development).

In August 1995 the UPQM team joined with one of the originators of PQM and a number of
his colleagues. This link, between consultants from IBM with experiences of using PQM
in a large number of organisations world wide combined academic ideas and consultancy
expertise. The new framework BeCCD (Business-Critical Computing Decisions) draws
upon ideas from Process Quality Management (Ward 1990, Tagg 1994a, Hinton et al 1995),
IS/IT strategy (Bennett and Hinton 1994, Tagg 1994b) and Business Process Re-
engineering (Weerakkody et al 1995).

B+CCD Framework
Overview of BeCCD




The framework delivers the key requirements for improving the overall performance of
the enterprise and an understanding of the value and relevance of the current uses of
IS/IT. It identifies the principal opportunities and priorities for investment in IS/IT and
action plans for implementation.

BeCCD has three phases centred around a two-day residential workshop involving the
sponsor usually the MD and the senior management team. The approach is a combination
of process-based consultancy with the facilitator helping the management team to clarify
its thinking about the enterprise, and expert-based consultancy with the facilitator
advising on IS/IT issues and opportunities. BeCCD is centred around the compilation of a
number of documents which feed into one another and provide the main analysis tools.
The framework also provide the strategy developers with a toolbox of techniques and tools
to use as appropriate. The phases of BeCCD are discussed in more detail below.

Pre-workshop Activities

Prior to the workshop, activities are undertaken by the facilitators in conjunction with
individual members of the team and others in the enterprise to gather information which
provides a basis for the workshop. This includes a technical audit of current IS/IT
provision. It is important to ensure that the problems to be addressed are appropriate for the
use of BeCCD and that these problems are recognised by executive management. The
executive management must accept the need to address business issues before technology.

Workshop Activities

The core of BeCCD is a facilitated, two day, residential workshop attended by the whole
management team which produces an IS/IT strategic intent and action plans. The process
uses information gathered by the facilitator prior to the workshop, is intensive and
iterative and produces plans which are owned by the team.

The vision and statement of direction are first established by setting boundaries for the
enterprise and assessing where the enterprise wants to be in the future drawing upon past
lessons and future scenarios. The critical success factors (CSFs) for the enterprise are
identified. The facilitator then works with the management team to agree the business
processes using the value chain classification. Each business process is evaluated to
assess its quality and importance to the enterprise. This information is combined with
resource considerations to identify the most critical processes where improvement is
required if CSFs are to be managed successfully (and hence the vision achieved).

Business process re-engineering opportunities are considered by reviewing the business
processes, IS/IT opportunities and the IS/AT technical audit. The results of the IS/IT
technical audit are combined with an assessment of the IS/IT support provided to business
processes and with IS/IT 'wish lists' to identify priorities for IS/IT development and an
IS/IT strategic intent. The emphasis is on providing IS/IT support to the most critical
processes. Pragmatic, short term action plans are written which focus upon improving the
most critical processes. The plans define a series of quality improvement projects arising
from considerations of business process re-engineering, from the IS/IT strategic intent
and from IS/IT development priorities.

The facilitator works with the team to ensure that responsibilities are assigned to critical
business processes and to items in the action plans. The team defines quantifiable success
measures for the vision and statement of direction. These will be used in rolling reviews
of IS/IT projects to ensure that they continue to relate to the high-level objectives of the
enterprise. Procedures are agreed for communicating BeCCD outputs to the enterprise and
possibly to third parties.

Post-workshop Activities




Regular, high level quarterly meetings monitor the progress of items in the action plans by
evaluating inputs from regular review meetings conducted by project teams. The
quarterly reviews also use the documents produced in the BeCCD workshop as a basis for
ensuring that the IS/IT strategic intent and development priorities continue to be aligned
with the objectives of the enterprise.

| Pilot Summary

The pilot study involved a small manufacturing company undertaking work mainly for
the defence industry. The company is part of an international group and has been formed
over the past two years by the integration of a number of separate manufacturing
companies from the group. Employee numbers have been reduced since the merger from
approximately 600 to 160 and all staff are now all based on one site located just outside
London.

The pilot was undertaken as a fee earning consultancy project and the initial information
dissemination and agreement of the appropriateness of the framework to the situation was,
in effect, part of a tendering procedure. The total elapsed time for the project from winning
the tender to delivering the final report was two months.

In parallel, as part of the action research and in order to evaluate both the process and the
outcomes of the use of BeCCD, short questionnaires were sent out at the start of the pilot to
all those involved in the workshop and semi-structured interviews, lasting about one hour,
were held with all members of the team after the workshop. The completed questionnaires
were returned to members of the BeCCD research team who were not involved in the
facilitation and the same subgroup undertook and analysed the interviews. This research
information will be fed back together with the practical lessons learnt by the facilitators
into the next version of BeCCD.

The Managing Director was the project sponsor and the team members included all the
functional heads of departments and a senior member of staff with a strong interest in
IS/IT. The team had been working together for the past two years and some members of the
team had had previous experience of developing a business strategy. These members of the
team were able to bring their preliminary ideas to the BeCCD workshop. There was little
IS/IT support provided or control exercised by the group on the individual companies and
there was no specified IS/IT director or manager co-ordinating IS/IT developments in the
company.

Prior to the workshop, in addition to the team members, eleven other members of staff were
interviewed and some people were interviewed more than once. Draft documentation was
distributed to all members of the team prior to the workshops. The pre-workshop interviews
were extremely effective, enabling the facilitators to establish a working relationship with
all the members of the team and to collate a considerable amount of highly relevant
information. The 'triple decker' interviews (executives, managers and professionals)
had two effects, the first to raise the profile of BeCCD workshop through out the organisation
and secondly to enable detailed information with cross checks and balances to be collated.

The workshop, facilitated by members of the BeCCD research team, took place over two
days in a local hotel and was seen to have been interactive, enjoyable and worthwhile.
Day one of the workshop, covering basically the same tasks as a normal two day PQM
workshop, went well. Day two of the workshop addressed a number of new areas defined in
. the BeCCD framework more specifically related to the IS/IT strategic intent and action
plans. A final report was sent to the team members within 10 days of the workshop.

The company has yet to arrange the formal follow up meeting as specified in the
framework and agreed at the workshop, but the follow up semi structured interviews have
taken place and a more formal analysis of the process and outcomes will be reported
elsewhere.




Evaluation of the BeCCD framework

The business led approach to the formulation of an IS/IT strategic intent fitted with the pilot
company's view of their needs and the company had a number of business imperatives that
B°CCD could address. The recent restructuring, downsizing and market changes had
resulted in the need for a well structured business strategy. This would be facilitated by the
implementation of business processes coupled with a high leverage use of IS/IT to drive
competitiveness and efficiency. The BeCCD process did help identify the key

requirements for improving the overall performance of the organisation.

Information, relating to the current use of IS/IT, gathered by the facilitators prior to the
workshop provided a clear understanding of the value and relevance of the existing IS/IT
and this information together with the wish lists and business quality analysis of the
existing systems provided a means of identifying the principle opportunities and
priorities for investment in IS/IT, though it was realised that the prioritisation of projects
for investment is most critical. A SME cannot undertake too many projects at one time.

At the end of the workshop the team did commit to action plans for implementation and
each plan had a clearly identified project sponsor. In retrospect, these action plans needed
to have had defined time frames with review dates identified.

Overall some very promising lessons were learnt and many of the tools and techniques
used proved to be valuable support. The selection of BeCCD related tools and techniques to
be used in the pilot reflected the organisation's existing experience and needs.
Additionally a number of new tools and checklists evolved during the project. The lessons
learnt and the new ideas and tools generated, will be fed back into the framework and the
BeCCD team will need to review and re-evaluate the process, particularly day two of the
workshop. The team worked well together to achieve consensus and the facilitated
approach enables the MD to put forward his own views as a member of the team. BeCCD
was an appropriate framework for this organisation.

_The pilot reinforced the premise that strategy development is not just about following a

formal method or framework but must involve creativity, analysis and operational
knowledge (Fidler and Rogerson 1996).

B*CCD and SMEs

Whilst the BeCCD team will evaluate the framework with a wider range of SMEs, this first
pilot project is representative enough to make some generalisations. The organisation
was small and while there were many instances of expertise and effective use of IS/IT in
functional areas, there was no overall IS/IT leadership or perception of the capabilities of
IS/IT. This particular organisation had already spent some time developing a business
strategy, though the time spent reviewing and developing this area was perceived as
worthwhile. While finance as such did not seemed to be the major constraint, the limited
availability of IS/IT skilled resource was a major problem and thus while the facilitated
approach supported the development of an agreed IS/IT strategic intent and action plans,
the lack of skilled resource to follow these through is an identified problem. However the
management team did own the strategy and have now agreed, and are committed to, a
strategic intent and a set of action plans which have the flexibility required by an SME.
The flexibility of the BeCCD framework and the ability to select tools and techniques
appropriate to the organisation enabled the strengths and weaknesses of the organisation to
accommodated.

The time efficient, interview and workshop approach seemed to work well with an SME,
where the team is relatively small and centrally located. The culture of the organisation

was appropriate to the use of BeCCD. In a large global organisation this approach may not
be feasible.




Having the right facilitators to make the process consultation approach work is clearly
going to be a major factor in the future, particularly for SMEs. A wide range of technical,
analytical, interviewing, business and other skills are required. In general it is
anticipated that the framework will need two facilitators in order to ensure that the range
of skills is met and that the workshop runs smoothly and no ideas get lost.

Theoretical Evaluations

Earl (1989) identifies nine criteria or considerations to ensure a successful outcome when
undertaking Strategic Information Systems Planning (SISP) or an IS/IT strategy
development. These are listed in appendix 1, table 1 together with an evaluation of how
BeCCD meets these criteria. It can be seen from the table that the main limitation of the

- framework maybe the lack of user involvement, though during the pilot it was found

necessary to interview more members of staff from the organisation than had first been
anticipated. Ways of communicating the ideas generated from the workshop to the rest of
the organisation was also seen as an important part of the process.

Appendix 1, table 2, shows BeCCD evaluated against Earl's suggested outputs of the
process. It can be seen that the framework meets nearly all these criteria, only
information architecture is not covered, though the project plans agreed are not as detailed
as in some other methods. The coverage of BeCCD is more complete than the other methods
evaluated by Flynn and Goleniewska (1993).

In appendix 2, BeCCD is evaluated using Fidler and Rogerson's (1994a and 1994b)
structural and application complexity criteria for method or framework classification,
generating a complexity value which can also be used to compare the framework with other
methods (tables 1 and 2 respectively). To classify a method or framework, a structural
complexity value is computed from a consideration of the use of method itself, which is
independent of context. An application complexity value is computed from a consideration
of the participants and background context. In each case a number of relevant and
interrelated criteria are given values which are then totalled.

These values are plotted on a complexity grid (Fidler and Rogerson 1994a and 1994b). The
grid is a two dimensional matrix of structural complexity against application complexity.
Each quadrant identifies the business and IS/IT expertise needed to use the framework
with the particular organisation. The BeCCD values for the pilot of 18/14 (structural
complexity/application complexity), appear on the complexity grid in the bottom left hand
‘easy to use’ quadrant, but near enough to the other quadrants to indicate the need for higher
levels of both business and IS expertise. This is in fact in line with what the researchers
would expect given that the framework has been developed specifically for SMEs using both
process and expert facilitators. BeCCD is similar to the majority of methods and
frameworks evaluated by Fidler and Rogerson, that is, just below the mid-point line of
structural complexity, indicating some IS input in all situations.

Conclusion
The first cycle of action research using BeCCD established that it provided a structured

framework within which the BeCCD team’s facilitation, business and IS/IT skills could -

be used to help an executive team in a SME produce an IS/IT strategic intent and
pragmatic, do-able action plans in a quick, flexible and inexpensive way. It focused on the
essential need for the IS/IT strategy to contribute to critical business requirements as well
as fully exploiting IS/IT opportunities in a creative way to streamline and enhance
operations and the SME's own IS/IT expertise.

B¢CCD has enhanced the well proven method PQM by incorporating the latest thinking on
IS/IT Strategy and Business Process Re-engineering to provide a simple and powerful
way to develop IS/IT strategy based firmly on business requirements for small and
medium sized enterprises. The complexity of the process adopted can be adapted to meet the
specific needs of the organisation.




BeCCD version 0, satisfies Earl’s (1989) criteria for developing a successful IS/IT
strategy, both in terms of the process and outputs generated. On Fidler and Rogerson’s
(1994a and 1994b) complexity grid BeCCD evaluates as easy to use.

The pilot was monitored throughout and feedback incorporated into the process. Subsequent
to this cycle the framework is being reviewed and the experience gained will lead to plans
for future developments which may include additional tools and techniques and
modifications to the process. These enhancements to BeCCD will aim to make the
approach as effective and as complex as organisational needs dictate, whilst at the same
time taking care to ensure that the action research approach does not become ‘mere action’
(Checkland 1991).
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Appendix 1

Table 1: Breadth of Process Detail of a SISP Approach

Consider organisational goals and strategies yes

Assess current set of IS yes

Identify information needs yes

Evaluate competitive environment yes

Assess external technical environment yes

Agree system priorities yes

Provide individual project planning yes

Involve users only in initial
information
gathering

Gain top management support/commitment yes

Table 2: Breadth of Qutput of a SISP Approach

Organisational objectives and activities yes
Information architecture no
Applications portfolio yes
Portfolio priorities yes
IS management strategy yes
IT strategy yes
Project plans outline

Appendix 2 (For further details about the criteria see Fidler and Rogerson 1996 p 271)

Table 1: Structural Complexity Values for BeCCD

Criteria Complexity Value
(1 low to 5 high)
S1 Ability to adapt change operation 3
82 No of ways to interrelate several 3
S3 Rule prescriptiveness some freedom 3
84 No. of techniques >=8 4
85 Constituency of methodology 3

constituency of each technique
constituency of each tool in a technique
" 86 Ambiguity of terminology clear 2

Total For Structural Complexity Value 18

Table 2: Application Complexity Values for B-CCD

Criteria Complexity Value
(1low to 5 high)
Al Evolution rate gradual 3
A2 Objectives of participants unitary to pluralistic 2
A3 Planning policy formalised 2
A4 No. of participants <10 2
A5 Experience of SISP some 3
A6 Comprehension of participants in outline 2

Total For Applications Complexity Value 14







