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ABSTRACT

Corporate Governance requires’ management to report to its stakeholders on Internal
Control Systems. Corporate Governance is the system through which organisations are
directed and controlled, To meet these requirements management needs a mechanism
through which they can stay abreast of such contrel systems, The aim of this research is
to evaluate whether such a mechanism can be provided for Information System

Developroent (ISD} projects, through Control Self-Asscssment questionnaire and / or
workshop techniques.

The aim of this research is to test existing CSA questionnaire and workshop techniques
on information system development projects at Retailer in South Africa, as a part of the
overail project management system, in order to identify a practical mechanism that will
enable project teams to measure risks and controls ead issue control statements to support
top management with their corporate governance duties. The research reviews the results

- of applying CSA questionnaire and workshop techniques to ISD projects at Retailer in
South Africa. The objectives are to determine whether CSA questionaire and _workshop '
techingues can provide top management with a procesy for remaining up to date with
contro! issues in information system development projects in their orgamisations and
whether these techniques can enhance the potential for systems deveiopment projects to

* meet or exceed their objectives.

Analysis and interpretation of the data found that CSA workshops can be applied to
reports for management on the internal control systems and that workshops will enhance
the potential for the successful implementation of IS development projects. The findings
of this report should benefit general management in that it describes a technique that can
‘be utilised to obtain the assurance and information stipulated by corporate governance
requirements. The report should also assist IS management quantify the achievement of
project objectives and non-tangible control factors,
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Chapter 1: INTRODUCTION
1.0 infroduction

The recent worldwide failures of companies, such as Barings Bank and Masterbond,

caused concern among stakeholders about how well companies were controlled.

Commiissions of Enquiry were appointed tu research corporate governance issues with '
the aim of ensuring that adequate systems of intemal financial and management

controls were maintained in public companies and corporations. The Commitiee of
Sponsoring Organisations of the Treadway Commission (COSO) in the United States,

- COCO in Canada, the Cadbury Commission in the United Kingdom and the King

Commission in South Africa, re-affirmed management's responsibility for ensur_‘ing

thé maintenance of adequaté systems of iniernal control, Their corporate governance

recommendations required that management include a statemant in the annual

financial statements on whether adequate systems of internal comtrol had been

maintained. To meet this requirement, management had to institute a ‘mechanism

which would keep them informed about the state of internal controls in their
_ orgaiisations,

“Boerds of Directors, officers, managers and auditars that use the
‘historical traditional approach’ to control and risk management
should be dissatisfied and actively searching for a more effective
rep!acemem (Leech, 1994;

This reseatch report was based on an investigation on impleenting Control Self-
Assessment (CSA) concepts in information system devei~pinent projects in South
Aftica, Five workshops conducted at Retailer provided measurements on the potential
of enhancing the achievement of project objectives and increasing management
information on project progress in terms of successes achieved and vbstacles

encountered.

‘This chapter aims to clarify the definition of CSA, CSA comrements, the need for
CSA and the control framework in which CSA operates, as well as to outline the
background znd the need for the research,
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1.1 CSA defined
CSA is defined by the Institute of Internal Auditors Incorporated (ITA) as:

“Control Self-Assessment is a technique used to evaluate the
effectiveness of business processes by bringing together
individuals in natural working groups and jfocusing the work
gronp teams on the assessment of steps necessary io &.mn*e the
achievement of business objectives."” (Tritter, Zittnan & De Haus,
1996}

. The term “CSA” describes a participative process in which teams introspectively
review and assess the processes and pmcedures applied in achieving their objectives
at given Intervals, with the objective of enhancing those processes and procedures in
order to provide the team with the maximum potential of achieving or exceeding their
objectives. . |

1.2 The components of CSA

Facilitated workshops and questionnaires are the two main components of the CSA
orocess. These entail guiding business unit work groups to analyse their own business
usks, control measures and to identify any cotrective action steps required, (Baker &
Graham, 1996). The basic CSA concept was developed further by Tim Leech, Paul
Makgsz and Bruce McCuaig while at Gulf Canada Resources in 1987, to include
more specific measurements for controlling predetermined business risks.

Figure 1: CSA éompnnents

AN

estimaires _ “uidm_
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Chapter 2 explains each of these components in more detail. However for clarification
purposes the following subsections highlight some of the more pertinent details.

1.2.1 Questionnaires

CSA questionnaires were compiled by internal auditors after doing an initial review of
_a business area, with the aim of collecting information on the day-to-day operation of
the control systems in that area. These quesﬁonnajr&s were normally completed bya
work team of staff from the business arez and then submitted to the anditor for
evaluation and report. '

1.2.2 Facilitated worksh_ops
CSA workshops are defined as: |

Ymr audit process that uses werkshops to personally iwolve.
employess in assessing the adequacy of controls and identify
opportunities for improvement.” {Baker & Graham 1996)

CSA workshop participants were selected from management and staff members

involved in a given business process, in order to achieve a balanced view of the

required processes as opposed to what really occurred in the day-to-uay operations.

The selected participants were brought together at 4 suitable location and, with the

. internal auditor as facilitator, they identified the business objectives of the business
area under review (Baker & Graham 1996). This part of the process was especiaily
aitractive as it blended in with development projects, where these objectives were

' normally identified at the start of the project and could merely be revisited at the
workshop.

Each supporting objective was analysed in the workshop and those issues that were
successes or obstacles in achieving the business objectives were identified by the
group and listed on a worksheet, Successes were thuse items achieved by the business
unit, that would contribute to meeting the objective, while obstacles hindered or
prev-red the unit from meeting the objective. Despite the terms used, these were the

Pope 3



controls and weaknesses pertinent to the business unit and included soft issues, such

as comncation inside and outside the unit.

Workshop participants having been given the listed successes and obstables, rated the |
tevel to which the supporting objective was met by secret ballot. An average
achievement percentage was calculated, based on the votes and the individual values
were reviewed for differences, Significant differences could be an indication that not
all the issues had surfaced and been discussed. The process was then revisited and
repeated, | ' |

Finally all the obstacles identified were analysed and dissected individually by the
. work group to find suitable measures to manage or remove the ov.tacles and an action
plan was generated.

13 lmportance of research

This research was important in that it enhanced mechanisms to evaluate progress with
IS development projects. In so doing the research:

1 [irovidéd top management with a process whereby they could stay abreast of
control issues in information system development projects in their organisations.

2. in addition it enhanced the potential for systems development projects to meet or
exceed their objectives at a time when the benefits of huge investments in 1S
projects were questioned by management.

The research aim was to evaluate whether CSA techniques would be suitable for
reviewing the status of the ¢ontrol framework for individual IS development proieots
in an organisation,

A suitable mechanism should be able to measure all the control components for the

business area tnder revicw. Five control components were identified in the COSO
report, Those control compouents included both the traditional assurance components
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of control ! as well as the addltmnal control components included in the COSO
repmt

The five interrelated components as identified in figure 2 were as follows:

1. The control environment which described the ethics applied in the business and
the guidance provided to employees by management for completing their daily
tasks, '

2, Risk assessmeqt encompassed the daily undertaking of calculated business risk for
reward and the assessment of those tisk exposure levels.

3. Measures applied by an nrgamsatmn and all its employees to mltrgate risks to
acceptable levels were included under control activities. '

4. Monitoring was the continwous measurement of business activities against
objectives.

5. Informat:on and communication required every unit of the husmess to be suitably

- informed in order to be able to mest its objectives efficiently.

Figure 2: COSO Framework

(COS0 1992)
QPQ monltor 4
O
j control activities Ydf%

risk assessment

@%{ P —— \\

The control environment and information and communication components were
difficult to measure with assurance audit verification techniques, (Munter 1995), An
alternative measurement mechanism was needed fo meet corporate governance

requirements.

JReferred to as formal controls in this paper.
*Referred to 53 informal controls in this paper.
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The control components cited above were all relevant to IS development projects. A
CSA mechanism for systems development was also needed to enable mﬁnagemani fo
evaluate the IS development projects in their organisations. Such a mechanism had to
conform to the CSA basics of being a participative process to evaluate the control
- systems,

“Peaple are far more likely to embrace needed changes when they are
involved in the assessment process.” (Leech 1997}

A separate mechanism could be required for information systems projects hecause:
i. large amounts of time and funds heve allocated to the project for extended perloﬂs
. of time, that normally exceed a financial year. _ .
2, the major impact a system could have in gaining or exceeding the strategic
advantage in relation to competitors, -
3 the high sisk of total project faxlure present should only a few ofthe putentlal risk
~ exposures ocour.
4, of the high relevancy of informal risks such as communication, Ie.adershxp
experience, interpersonal conflict and others.

1.4 Aims and objectives of the research

The aim of this research was to test existing CSA questionnaire and -workshop
techniques on information system development projects at Retailer in South Afiica, as
a part of the overall project management system. The objective was to identify a
praciical mechanism that would enable project teams to measure risks and controls to
issue control statements to support top management with their corporate governance
duiies. '
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To satisfy the aims and objectives of the research the following research questions
were posed: . | |

1. What Control Self-Assessment lechniques can be applied in measuring the success

 of Information System development project stages in South Africa in the retuil
industry? ' '

- 2. Why are these techniques successful or_'_not?'

15 Conclusion

. - This chapter clarified the definition of CSA, CSA components, the need for CSA and
the control framework in which CSA operates as well as outlining the background and
ueed for the research, Chapter 2 reviews literature on CSA and systems development.
The rocearch metﬁodology _is described in chaptér 3. Data gatﬁered during the
research is analysed in chapte, 4, management recommendations are made in chapter
5. Inchapter 6 the research findings are summarised and conclusions are drawn,
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Chapter 2: LITERATURE REVIEW

2.0 Iniroduction

Chapter 1 highlighted the need for the research. Chapter 2 will describe ..
background which pave rise to the need to develop & CSA model for systems
- development. It will review the report issued by the King Commission and other

international corporate governance® requirements. It will scrutinise the contributions

of mternal auditors to projects, disouss internal control measures and review relevant

literature on Information Systems development projects. The chapter structure is

illustrated in figure 3:

Figure 3; Literature review

Internal contea! framework
- King Commission and corporate
povernance requirements,
- COSO Report Conirol Framewark

h

Internol controls

h

Internal anditor involvement in
developaent projects

I

Control Self Asypssment
- What CSA entails
| - Factors influencing (CSA.
implementation

| - Software developtnent

1S develapment
= ISD benefits
- Aligning business and IS
- Competitive advantage
~ Globalisation

productivity - -
- Measuring I3 benefits
- User perceptions
= User: involvement
- Change management

-4

CSA ancd ISD _[

*Comporate Governance is the system through which organisations are directed and

controlled. Boards of directors are responsible for the governance of their

organisations. (COSO, 1992)
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2.1 internal Control Framework
2.1.1 King Commission and corporate governance requirements

The King Commission in South Africa was appointed with the aim to investigate
corporate governance in South Africa in comparigon to international standards. {King
1994). At the same time the Commission intended to place wate govemahce ot

an internationally comparable level, thereby assisting inter.ations) companies to
| .&xpand into the South Afiican market. The South African cconomy had been re-
‘admitted into international markets and needed investment from international
businesses to grow,

The major recommendations in the Commission's report were accepted by the
Johannesburz Stock Exchange and would be phased in gradually, These
recommendations stated that management was responsible for the systems of internal
- control and had to ensure business risks were managed down to an acceptable level
through internal controls, The Directors’ Report and the Annual Financial Statements
should include a statement that effective systems of internal control had been
maintained in daily business operations. If the directors had any doubt about the
ability of the company to continue as a going concern in the year shead they should
“also express such doubts,

Failure to issue this statement could result in the JSE suspending a company fior the
board. Directors making such a statement without ensuring their controls were indeed
_ sufficient, could render themselves liable for losses suffered by stekeholders in the
- organisation. The researcher expected that these requirements would result in
cdmpany directors requesting all managers in their organisations to submit regular
reports on the maintenance of adequate systems of control in their respective areas of
~ operations.

This statement required directors to implement & system which would inform them
of the state of the internal control system and of any weaknesses it that system. This
statement also generated the need for this research, Currently there is no such system
specifically for IS development projects and the researcher believed that CSA could
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provide a mechanism on which the directors could base their opinions to issue the
" required statement, ‘The King Report however did niot prescribe a control framework,
which left South African business dependent on the results of the COSO report.

2.1.2 COSQ report control framework

The Committee of Sponsoring Organisations (COSO) of the Treadway Commission

in the United States was more prescriptive than the King Report in that it provided an

internal control framework for reference. This framework consisted of the five
interrelated components, illustrated below. These will be discussed later,

Figure 4: COSO Framework
{COS0 1892}

: ' $/" control activities o
) ¢°¢/ contral activities \%"
_ risk assessment \ _
_ ethic_s) control environment . \
The foundation of the COSO control components was the contro! environment which
sets the framework in which the other control functions had to operate. These took

into account the ethical values, integrity, competence, management style and culture .
of the organisation, (COSO, 1992)

COSO required that risks related to specific business objectives be measured and
managed. Internal controls had to be effected to give reasonable assurance that
business objectives could be achieved in terms of

. the effectiveness and efficiency of operations
. _ reliability of financial reporting
» - compliance with laws and regulations
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Control activities were those formal procedures checks and balances demgned o
control daxly business operations, These inciuded authorisatr 5. reconcﬂlatlons
segregation of duties and others.

Other elements were information and communication, which were not formally
measurable control components. Communication in an organisation could not be
checked and verified with traditional audit methods of checks and balances. To
complicate matters even further, COSO made it clear that this component included
_ cross functional, up and down flow of information inside the organisation,
 information about external events and communication to make staff understand their
-roles and impact on the organisation, : ' '

The final component in the COSO framework was monitoring, whfch was the
continuous checking and reporting on internal coutrols and their per'fomance.. This
réquirement placed the fesp’onsibility for maintaining the_'cdntrol s‘yétem with
menagement and staff, requiring them to motitor it and to report on it frequently to -
top management.

The CSA workshop process by Baker and Graham (1996), discussed in chapter 1, was
based on the COSO lunternal Control Framework with its five control components.
Management and staff conld take ownership of and review the status of their internal
controls by applying CSA. CSA provided a means of measuring the informal.
‘components (information and communication), but most of all it motivated people to
take the controls seriously as they understood theu' roles much more clearly (Baker &
Graham, 1996) '

- IS development project managers were not exempted from corporate governance and
had to ensure that their projects were controlled adequately in all five comtrol
framework components and that suitable internal controls were applied,

- 2.2 Internal contrels

Literature provided many definitions of internal control. However, the following two
definitions were selected for their relevance.
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“The policies, procedures, practices and nrga_m‘séﬁoml struciures
designed 1o provide reasonable assurance that business objectives
will be achieved and that undesired events will be prevented or
detected and corrected.” (Cobit, 1996)

- and

"A protective aclion, device, procedure, fechnique, or other
measure that reduces exposure.” (Ruthberg & Tipton, 1993)

The Information Systems Audit and Control Foundation pulished “Cobit: Conirol
~-Qbjectives for Information and Related Technology” in 1996 to provide & standard .

audifing framework for IS auditors. Organisations had to safeguard their assets, -

including information, and balance their resources to mest the objectives of the
business. '

“Management has to decide what to reasonably invest for security
and control in IT and how to balance risk and control investment
in an often unpredictable IT environment.” {Cobit, 1996)

Internal control systems utilised resources and had to support business processes in
reaching their objectives. This required an optimum between risk and control
investment to ensure management was discharging its fiduciary duties effectively.

"Enterprise 15 the disposition to engage in undertakings of risk.
" Business is the undertaking of visk for reward"” (King
Commission, 1994)

A certain measure of risk would therefore always be present in all business ventures,
including systems development., An optimal system of internal controls should
provide development projects with a reasonable potential to achieve success, by
limiting those factors that could impact negatively on the project, to levels
acceptable to corporate stakeholders. It could be difficult for project managers to
decide on acceptable levels of exposure, and to apply adequate internal controls to
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achieve such an optimum control system. Most corporations have internal audit
departments what can provide assistance, evaluate the control system and express
independent opinions on the adequacy and efficiency of internal conirols in place.

2.3 Internal auditor involvement in developnient projects

Internat auditors are required to review business processes and report their findings to
the Board of Directors or to thi audit committes, and other stakeholders. (ILA,
1978)'These business pfocesses include information systems in production and under
development. . IS anditors review and report on Information Systems in production
and under development at the various stages of a project, in secordance to the
requitements of the “Systems Auditability end Control Report“ (A, 1994) and
- “Cobit” (ISACF, 1996).

These auditors however have to retain their independence, so they can express an
unbiased opinion on the systems and processes they review. This impartiality is
-normally achieved by not allowing an auditor who was involved in developing a
system to audit the same system again, or by performing peer reviews on any such
audits. ' '

Cobit {1996) guided information system auditors on determining whether a system of
risk assessment was operative and how those risks were 1o be managed to acceptable
levels. The Association's requirement for 2 risk assessment methodology was stated
clearly and included the proviso that e . ; other than calculations might be
ré.quired. This provided a base for CS/ t be applied to information systems in
general as a qualitative measurement .

“A qualitative analysis is necessary when it is inappropriate or
impossible to measure value in monetary terms.” (Ruthberg and

Tipton, 1993},

The researcher felt that the COSO component ‘Information and Communication® was
one such condition and CSA was the qualitative analysis that could be applied as
measurement technique, The CSA process promoted and facilitated this measurement
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_ technique through structured participation by the auditor, as a control consultant and
 facilitator in the project team, and the participants deciding on the results generated.

2.4 Cortrol Self-Assessment (CSA)
CSA is defined by the Institute of Intemeal Auditors Incorporated (IIA) as:

"Control Self-Assessment is a technique used fo emfu&te the
e_ﬁ'ectz'veness of business processes by bringing together -
individnals in natural working groups and focusing the work
group teams on the assessment of steps necessary to assure the
achievemeni of busiress objectives,” (Tritter, Zittnan & De Haas,
1996) .

App}icaﬁon of this definition to IS development projects wduld, in the researcher's
opinibm imply that project teams could form work groups fo eveluate the
effectiveness of the processes used to achieve the project objectives,

2.4.1 What CSA entails

Control Self-Assessment is a technique involving a team of people, working Wlthm o
business process. -As a group, they evaluate the risks and controls within that
‘business process. The evaluation could be done by the team members individually e.g.
completing questionnaires, or ag a group e.g. when discussing controls and risks in a
workshop. In 1995 Jordan found that CSA was implemented primarily through using
workshop techniques.

“70% of the respondents are using sume form of work team self-
assessment, 17% use surveys or questionnaires, and 13% assess
based on mamagement produced analysis not solicited from a

work team." (Jordan, 1995)

CSA jmplementation should acour in five stages, starting with gaining mahagement's

Page 14



supﬁort and coinmitment through marketing CSA and its benefits. That should be
followed by planning a set of CSA workshops in a particular area by obtaining the
‘objectives of that business unit. Workshops should then be conducted to analyse the
objectives, the results reported and action plans developed.

2.4.2 Factors influencing CSA implementation

 The research report 'Control Self-Assessment: Experience, Current Thinking and Rest
Practises' by Tritter, Zitman and De Haas for the Institute of Internal Auditors (1997)
listed the major pitfalls to avoid in CSA implementation.

~ The greatest datiger was in using paoplé who were unskilled in buman dynamics or
who did not believe in the concept, as these peopled controlied the proceedings and io -
a large extent were responsible for puiting participants at ease and obtainin,, “heir
" commitment to the process. ' |

Implementing CSA workshops required thorough planning, research and a large
investment in training. Specialised equipment should be marketed aggressively as a
large portion of the implementation budget could be expended on such equipment.

Implementation of CSA had to be done oa a sliding scale starting with small projects
and gradually escalating into lerger or more complex areas, The successes achieved
with these projects should be promoted throughout the business to ingreasa
management®s commitment to the process. Without management support for and
commitment to CSA the process would be a fistile exercise.

The factors discussed above should be addressed at organisational level. Once applied
to an organisatidn as a whole, they should no longer threaten implementation of CSA
techniques into IS development anymore.

Factors unique to 1S development that could threaten ihe suecr.” of impielnenﬁng
CSA were not identified in Hterature. An overview of IS developmert and the
environment in which it occurred, was essential m order to gain an understanding of
the role IS had to play in modern business and how CSA could be applied to assist
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management in leveraging the potential benefits generated from developing new
Sy tems.

2.5 Information systém development
2.5,1 1S development benefits

IS development benefits have to e realised through planning, allocation of resdumes
and control of ectivities in order to construet the object, within certzin time and |
budget constraints. In the past resources had been invested in some IS development
projects without the eventual realisation of proposed benefits.

PISD has simply swullowed money” (Remenyi D, 1993, p27)

1S Departments would have to apply technology to gain a strategic advantage over
competitors for & certain period of time, As such advantage was eroded with time, the
department would have io have the pext system ready to agafn increase the advanfage._
Strategic and operational planning and adherence to that planning would gain
_significance and could be critical to the survival of a particular business. Large and
small businesses have started to revert to their core business e.g. retailing. In the
process, costly and inefficient IS operations were outsourced. According to Kumar
(1990) the industry would have to measure itself by post-impiementaiidn eveluation
of ¢ - stems. Survival of in-house IS departments in a global societv would depend on
the ability to communicate with users and to provide timely business solutions
through sound business principles, management and control,

It is essentiai for corporate busitiess and IS gtrategies to be aligned, 5o that
investments in technology will support changing business objectives. Simply aligning
strategies is not sufficient and supporting structures must be crzated for the process to
succeed, The alignment requires supporting departmental inﬁ'astrucmres, changed
business processes, flexible platforms and a cultural environment eager for change
These are required to ensure that the envisaged benefits can be achieved,
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Sound management disciplines have to be applied by 18 imnagement to engure that
organisations reap optimum benefit from their IS investments. Business attitude
towards IS management is changing in that investments in technology and systems
will have to be justified by tangible and measurable benefits to the organisation.
Business efforts to achieve reduced overheads in order to allow them to compete
" without tariff protection, will force IS to deliver systems more effectively than in the
" past. Iueﬂ'icient IS depattments not meeting business needs, could have their
functions outsourced or their bﬁdgets severely restricted. Productivity in IS would
have to be enhanced 'dramatichlly, to enable organisations to sustain theis activities. -
This productivity could only be enhanced if 1S alignad itself with business and
delivered the systems and functionality required, when needed.

2.5.2 Aligning bﬁsiness and IS

- The ahgnment of IS to the business strategy contains both internal and external issues.
External issues describe the business environinent in which the company competes,
while internal issues relate to decisions on company resources and organisational
structures, as identified by Venkantraman et al (1993).

“The business arena in which the firm competes”
and
"“The logic of the administraiive processes”,

The organisational structurs of the IS department should be revised accofding to the

 requirements of the business and the joint strategy. Through addressing both these

areas, a successful alignment process would ensure that the structure of the IS

department and the management of IS resources would support the overall strategy.

Internal conflicts between business units and IS could be reduced by pre~empting user
requirements and forging closer ties with users, Both business and IS have to be

transformed, in order for the strategy to succeed.

A change of strategy by an organisation has to be accompanied by changes in the
business process and the way in which the organisation conducts its business.
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Business processes currently in use were not designed for optimal use of IS and
should be changed to gain efficiency and effectiveness.

Stmply aligning IS and business strategies, without using the opportunity to re-
engineer the business processes, would result in under-perforinance in the

markeiplace,

"In particular, heavy investments in information technology have

delfvered disappointing results - largely becanse companies tend
 to use technology 1o mechanise old ways of doing business.”
© (Hammer, 1990) |

Through following the approach to change the business processes, an organisation
could Iearn to adjust to change quickly and 1o deliver expacted advantages.
Businesses who are able to change their processes, systems and even products rapxdly, _
could react sooner to changing markets and could leverage IS to stay ahead of the
competition, '

2.5,3 Competitive advantage

Competitive advantage could be gained through organisations applying technology
combined with business perspectives. Techndlogy would not then simply support the
business, it would actually drive business changes and opportunities, by providing the
means to gain an advantage in the market, '

"The organisational copabilities Io leverage lechnology to
dw'@remiate its operations from competitors”, (Venkantraman
1993}

. To achieve that advantage an organisation must be able to implement such changes
before its competicion. Specific milestones and plans must be formulated by joint
business and IS teams in order to measure progress and complete specific tasks on
schedule. The strategies have .to be converted into action plans. Performance must be
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measured continually to entsure specific milestones are achieved on time and for the
ultimate peroalved benefits and advantages to be attained.

“Until vecently, most managers treated information technology
as o support service and delegated jt o EDP departments.”
(Porter and Millard, 1985)

Technological advances and the reduced cost of processing data into information hag
changed the above perception as organisations ‘became more dependent on their
processing abilities. Organisations with the ability to utilise opportunities presented
by advances in technology could create strategic advantﬁges over their competitors.
These advantages would be eroded with time and would have to be replaced

frequently in order to maintain the organjsation’s leading position in the marketplace, B

Rapid development and deployment of IS ﬁ.mctionality are necessary to maintain any
strateglc advantage. Rapld deployment of these stratepic systems reqwres synergy
between business and IS goals and objectives in order to, to enable an organisation to
change within shoit time frames. _

"Thus strategic alignment iy not an event but a process' of
continuous - auaption and change.” (Venkantraman and
Henderson, 1993)

The time frame within which these changes are be effected is critical for maintaining
market position, '

"The best competitors, the most suceessfil ones, know how lo
keép moving and always stay on the cutting edge. Today, time is
on the culting edge.” (Stalk, 1988)

Changes in business strategy to survive competition weuld require IS to develop and
implément application systems in much shorter time frames. The quicker IS could
provide business with the tools to create or grasp an opportunity, the more likely the
organisation would be able achieve and sustain strategic advantage over its
competitors. More emphasis on reducing time frames in the linkages of the value
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chain would result in more pressure on I8 to develop high quaﬁty apptication systems

across value activities.

"It fact, as a sirategic weapon, fime is the equivalent of money,
productivity, quolity, even innovation.” (Stalk, 1988)

A business cannot afford to let IS deliver systems later than schedoied or at a much
higher cost than anticipated. A larger mumber of strategic systems would have to be
delivered more quickly at reduced cost, for a business to maintain its market position,
which would not only be threatened by the local competition, but also by international
businesses. Corporations and smaller businesses use various computer networks
including the Internet to gain access to and to expand into new markets. This
globalisation would introduce severe competition to markets where only thase

businesses who could adhpt and change quickly enough would be able to survive. '

2.5.4 Globalisation

The markets in which organisations compete are opening tu international players
throﬁgh reductions in tariffy and advances of technology. These changes would create

| opportunities in new areas, such as third world countries. It would also change the
way in which organisations compete and manage their activities. Even products would
be changed through technological advances.

"Globalization has already produced dramatic changes in key
markets, major competitors and products” (Ives and Jarvenpaa,
1991)

Organisations would want to compete and survive in these global markets against
increasing numbers of competiters. Often, parﬁculﬁrly in the case of South African
* companies about to enter these markets, these competitors would be more experienced
and would have already adapted their operations accordingly, Late entrants would
have the opportunity to learn from the mistakes of their competitors, and to implement
systems and structures correctly the first time.
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Strategic information systems in & multinational organisation should address issues to
make information available to business across the various cultures, hardware
platforms or applicstion systems. By aligning IS with global business strategies, the
organisation could implement efficient managemeat practices to adapt quickly to
change and to react and manage any exceptions in their global operations. Uniform
control structures would be required to ensure that ail operations supported the
business goals and objectives and that optimum. benefit would be achieved through

economies of scale.

"Because control systems affect all areas of the corporation,
changes in them inevitably affect strategy and organisational
structure,” (Bruns and McFarlan, 1987)

Qrganisations applying technology to their control systems would find themselves
operating more é{feCtiveiy through better and faster informetion reporting to
management. Timely, complete and accurate management information would enable
the correct options to be selected and decisions to be made more quickly on more
complete information, These opportunities would be expanded through enhancing
control automating control systems. Structural changes could be effected to make the
control function more cost-effective.

Informatio~  ower and applying IS to generate accurate, complete information in
time for 5 .gement to decide on the correct course of action is vital for sustaining
multinational organisations, These changing business information requirements would
increase the number of new systems that wouldl need be developed in less time with
the same or less resources, IS and business management would have to manage and
to increase IS development productivity by whatever means or measures available,

2.5.5 Software development productivity
Limited resources are available to any organisation for reinvestment and the benefits

from investing in IS must be substantiated in order for management to aliocate
significant portions of these resources to 1S. These quantified benefits would have to
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exceed the cost of the investments to convince management, but clear measurement
guidelines have not yet been applied freely in business.

“Informution is cfosé{y bound up with the control of other
resources. It is intangible and its value is subjective, yet it is vital
to the successful running of the enterprise.” (Silk DJ, 1990)

This statement highlights the fact that the value of the information provided by IS is -
the key to evaluating system benefits. Standard management techniques should be
supported by standard development processes in order to enbance the extent to which
IS development activities could be measured and compared to other business units.

"The }ey ib overall softiware productivity is a defined, 'agr"e;ed;
repeatable and measurable process.” (Moignard, 1995)

" That uniform process is clouded by the selection of tools and techniques available in
- system development. These would include client-server technologies, joint applicatidn
development, prototyping, modeling, data warehoﬁsing, and etceteras, IS has to
develop a range of standard processes dealing with each of these techniques which it
cnﬁld call. on, should a project require any of these techniqués. This standard process
would have to be refined and updated continually to ensure that it met the needs of the

orpanisation.

"New development techiiques thai are designed to meet the
pressures of brir_lgiﬁg new prodicts and services to the market
quicker, are being introdiiced frequently.” (Robinson, 1995)

Lead times in systems projects would have to be shortened in order to enhance the

rapid response abilities with which IS could address business tequirements. Aligned

IS and business strategies, supported by an organisation's ability to adapt quickly to

changes int its environment, would be crucial for the future successes of that company.

Tt would also be critical to measure the stated objectives and benefits of 2 project with

that which was actually achieved. Systems should be measured according to the
- extent to which it had achieved business requirements in a timely fashion,
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2.5.6 Measuring IS bexnefits

A corporate stadard should be applied to select the correct measurement technique;
the stage in the system life, at which measurement should be performed, should be
. determined as should be the optimum sample size. Various techniques have been
developed to measure IS benefits in business organisations.

'prraac}re.i' that have been advocated include MIS usage
estimation, wuser Ssatisfaction, incremental performance in
decision making effectiveness, cost-benefit analysis, information
econontics, utility drw{ysis. the analytical hierarchy approach,
and iry_'ommtion atiribute examinetion.” (Srinivasan A, 1985)

Systems being developed have to state the aperational, tactical or strabegxc bumness
- objectives that it intended to support or achieve. The value of these objectives to the
organisation should represent the value of the system to the organisation when
justifying the investment. The extent towards whiéh these objectives would be
achieved could be measured after the system design has been specified. Ultimately
user satisfaction and knock-on benefits have to be measured after system

implementation.

Investments in Infotration Systems would return tangible, measurable benefits as
well as intangible or immeasurable or so called soft benefits. Tangible benefits could
be quantified and measured objectively, but the intangible benefits would often be
ignored in business. | |

According to Peters, (1988) the benefits could be divided into three cateyories, that is:

1. Benefits associated with enhancing productivity such as headcount reduction,
working capital improvements, processing economies, generel sfficiency
tmprovements

2. Bepefits associated with business expansion such as consofidating emstmg

markets, creating new opportumu
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3. Benefits associated with risk minimisation such as improvements in quality,
minimising unaccounted losses, reducing risk of failure or shutdown, minimising
risk of litigation, minimising loss of profitability, variability in the business
profile, minimising loss of market share. |

Measuring the intangible benefits is & complex issue and alternative measures have
been developed as surrogates in an attempt to quantify the value of these benefits
versus the investmert cost in moneta:y terms. Two of these methods, “Uéage "
Estimation” and “User Information Satisfaction” are discussed briefly under the
following two sub-headings. '

1. Usage estimation

Usage_gstimaﬁon attempts to measure the frequency with which systems are

 used as & surrogate to quantify system effectiveness. The theory was based on
the assumption that higher systems usage would result in a hfgher tevel of user

. safisfaction. In 1985 Srinivasan found that usage frequency did not correlate
to the user requirements and systems success would depend on the level of
features provided to the user. These features had to be sufficient to enable
users to meet their objectives, but sufficiently limited to provide the system at
the most econoimic cost to the organisation.

2. User information satisfaction

Different development methods with varying responsibilities for users and
Information Systems Departments, have been used by various companies and
organisafions. A uniform meastrement process should be identified that will
provide comparable results across these development methods.

User information satisfaction (UIS) attempts to measure tangible and
intangible benefits of the different methods by measuring user perceptions us a
surrogate in a uniform measurement processes. Users are the business people
for whom systems were being desigried and implemented in order, to meet
specific business objectives and to provide certain business_ fnctionality.
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Therefore by implication a system with satisfied users would be one that meets
or exceeds those businegss requirements it sef out to provide. IS «hould
therefore provide comparable results of the effectiveness of the IS deparuusnt
across various platforms and methddologies.

Enhanced, accurate, complete and timely information would, allow
management to control businegs variables w achieve optimum business
performance.

“The value of perfect information is the value of the optimal
sﬁ‘afegies which would result ﬁ'om perfect understanding and
predicsion of the behavior of unconiroliable elements.” {Andrus
RR, 1971) L

The perfect business strategy would out perform all competitors and achieve
maxinum profitability at minimum cost. Management's perception of the
- value of information to be generated by a system ' would determine the
development priorities and the fevel of management support and commitment
that the system would be given, Higher priority systems would receive more
commitment from users to stay involved in the development process, in order

10 ensure sysiem Success.

For the perfect business strategy, management would require perfect
information to enable them to make the right decisions, to exploit the right
opportunities and avoid the right risks, The value of the information available
to the business and its management through its IS investments sliould be
compared with and measured against the perceived value that perfect
information would have for the business. The extent to which the business -
would rely on IS to achieve its businzss objectives and strategic objectives
‘would represent the benefit, value gained by investing in IS. That reliance
could be measured by quantifying user satisfaction by means of a system.
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"The way in which a user of information perceives its source,
Jormat, focus, and so forth, is the real determinant of the value of
information,” (Andrus .3, 1971}

The valne of an information system should equal the perceived value of the
information generated by that system to its users.

15.7 User perceptions

User perceptions about systems can be'measured by questionnaires on certain aspects
of individual systems. ‘The general user attitude reflected by these would indicate the
effectiveness measure achieved by the develoﬁment.project. Information system users
would go abont their daily business with objectives to completé a number of critical
tasks, thereby ensuring successful careers for themselves in the organisation.

"Systems deemed o be both important and pérsonally- relevant
are likely .o engender positive affeciive or evaluative feelings.”
(Barki and Hartwick, 1994)

 User tasks are usually uefined in job déscriptions or agreed upon with management.
The importance of any particular information system to the user would be the level
which it would assist in or distract from completion of these tasks as best as possible,
" in the shortest possible time. A relevant, reliable system with accurate, compiete and
timely information would be rated much better than one which was not available at
any certain time or one which provided incorrect information or one which was
viewed as interfering with the time available to complete critical tasks.

Incomplete or inaccurate information presented to users would reduce significantly
the reliance placed in & system by the users. Compromised data integrity could lead to
users making incorrect decisions and not achieving their objectives as discussed
above. Information could be compléte and accurate, but could be interpreted
differently by various people in an organisation. '
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Systems with integrated data structures, containing sufficient information, interpreted
through similar business paradigms would less likely leave some users confused or
uncertait,

The systern objectives, as defined in the specifications should be static, while business
requirements should change and grow almost on a daily basis. A smaller system that
could be developed quickly would more likely reflect a positive UIS than a very
large system de{relc\ped-uver a number of years. Similarly use.s would be more likely
io have positive feelings about systems if they have been involved in developing those
systems and if they have the opportunity to specify their requirements, Continvally
changing system specifications vould however expand a project to such an extent that
they might not be implemented.

2.5.8 User involvement

Users who were not involved in the svstem development process at all would be
presented with an unknown tool, wher i new system was implemented. They would
not have had an opportunity to spe.ify their requirements, nor would they have been
consulted to determine their interface preferences, In 1994 Burki and Hartwick found
that
it was primarily when wusers performed IS development
" gssignments and activities that entailed responsibilily that
Jeelings of high involvement and positive attitude occurred."”

. This would indicate the need for user involvement throughout the development of 2
system. It would also suggest that user representatives involved in the development
‘process, would have a more positive attitude towards a system, than those users who
did not have similar opporfunities. An optimal level of user involvement would have
to be found for each project. However users might keep changing their requirements,
thereby causing a project to fail to deliver the system on time,

Smaller projects where key users would be involved in specifying and testing the
requirements should have a larger potential to achieve the stated objectives
successfully, There would however always be large development projects extended
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over a long period that would impact negatively on user perceptions. Users who have
not been involved in developing a system, or whose perceptions and expectations
have been impacted negatively by a Jong development period would have to be
coerced into accepting changes to their business processes caused by a new system,
by means of carefil change rﬁanagement. '

2.5.9 Change management

People will resist change to the processes t> which they are accustomed, unless they
can be convinced that change does not present a risk to them. They have to be
convinced that the new strategy would present them with opportunities to grow and
expand their reference frameworks. '

"gdvocates aof bold new sirategies have not recognised that they .
st first ‘uncouple’ the functions from the vicelike grip of past
strategies”. (Hobbs et ﬁl, 1977) -

The changes brought sbowt by strategic alignment invariably impact on the
organisation culture, These impucts must be managed carefully to ensure that the
changes would be effected in such a manner that people would be empowered by the
process atid that they would be eager to use the new systems and methods,

"Memagers with a commitling style engage people in « journey,
They lead in such a way that everyone on the journey helps shape
its course.” (Mintzberg 1994)

Technocratic drivers of change through technology might visualise opportunities, but
inight ignore how pecple go about their daily tasks, The organisation culture should
promote & sharing of information, while allowing people to become owners of their
respective processes, so that they could drive change themselves in order to meet
strategic nbjectives.

Drastic change is traumati~ ana could result in more damage to the organisations’
waork force than the potential benefits, unless it is managed appropriately. The culture
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of the nrganisation has to be measured and managed to accommodate the dramatic
-changes necessitated by a major development project or Business Process Re-
enpitieering (BPR), A dedicated change management agent with sufficient status and
poliﬁcal power would be essential, Such an agent has to create Oppdrt{mities for
people to recognise that the existing operations could be improved. He/she has to
allow them to take part in the process and offer them the opportunity to learn new
skills. He/she has to co-ordinate the actual change and finally assist people in settling
down in the new innovative business process. The objectives for the change agent
~ should be to assist individuals through the change process, towards gaining and living
a new shared set of common values, ' '

- 2.6 CSA and IS development

A variety of factors and pressures on IS development to deliver systems more guickly
and more frequently with the same or less resources have been discussed. These
pressures couid tempt IS manager ~nt to allocate insufficient resources to maintain
internal controls, which could result in unacceptable risk exposure levels. Internal
- conirols should still be applied in the control framework elements (as discussed in
item 2.1.2), in order to manage risk exposures down to acceptable levels, and to
ensure that project objertives were met.

Time constreints on an IS development project under severe pressure to deliver a
project could threaten the implementation of CSA on such 2 project. CSA techniques
would probably also fail where adequate control systers have not been maintained, as
team members eould view disclosure of such control weaknesses as a threat to their
careers. The CSA workshop technique concentrated on measuring the extent to which
project objectives were being met, by quantifying the perceptions of those developers
and ugers involved in developing the project,

1S departments have to meet user information requirements within time and resource
limits through controlled and measured development processes aiigned with the
business strategy and objectives. Standard management practises would have to be
applied to measure IS development productivity and progress. CSA would be one
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such technigue to measure tangible and intangible benefits and to report to
" management on project progress or lack there of, '

2.7 Summary and Concluston

This chapter described the background from which the nzed to develop a CSA model
for systems development was born. It reviewed South Afican and International
Corporate Govetriance requirements, the contributions made by internal auditors to
projedts, internal control measures and refevant fiterature on Information Systems
development projects which deseribed the need to measure IS projects. Chapter 3
‘reviews the research methodology used. '
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Chapter 3: RESEARCH METHODOLOGY
3.0 Introducﬁon

Chapter 2 reviewed relevant literature. This chapter poses the research question and deseribes
the process followed to gather, analyse and interpret data. The research pracess conducted is
iltustrated in figure S on the next page. '

3.1 Aims and objectives

The aifn of this research was to validate existing CSA questionnaire and workshop techniques
on information system development projects at Retailer in South Aﬁica, as a part of the
overall preject manﬁgement system, with the objective to identify a sractical mechanism that
would enable project teams to measure risks and controls and issue control statements to
support top management with their corporate governance duties. '

In satisfying the aims and objectives of the research the following research questions were
posed:- '

1. What Control Self-Assessment techniques can be applied in measuring the succéss of i
Information System development project stages in South Afvica in the retail indusiry?
2. Why are these teckniques snccessful or not?

" An initial litetature review in 1996 reveated very litthe literatute on CSA. The research had to
be updated continuously as relevant literature became available. The information obtaitied
was amplificd by visiting two companies in the United Siates of America that had
implemented CSA successfully. Factors that could threaten any CSA implementation were
obtsined during these visits as was information about CSA questionnaires and CSA
workshops. Questimm'aires were then designed and experimented on an I8 project, but these
féiléd. Follow-up interviews revealed the reasoms why the [ailure occurred. Five CSA
workshops were held. ' '
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Figure 5: -Research Méﬁibdology
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3.2 Resenrch Paradipm

A qualitative research approach was followed in an effort to evaluate and interpret non-
tangible enhancements to 18 projects, gained from applying CSA techniques.

“Standard gualitative designs call for the persons most responsible for
interpretations 1o be .in the field, making observations, exercising
subjective judgment, analyzing and synthesizing, all the wﬁfle realizing
iheir own consciousness.” (Stake, 1995)

- The quslitative approach was considered appropﬁate because of the extensive involvement of
the researcher in implementing CSA techniques on 1S development projects. The researcher’s .
interpretation of the results achieved from applying CSA techniques was an integral part'bf '

| this research, but could be perceived by some as a limiting factor. |

“The particular mument when dala gathering begins. It begins bqfdre
there is commitment to do the study: backgrounding, acquainience with
other cases, Jirst impressions.” (Stake, 1995)

.A relatively small number of six CSA implethentations on IS projects were completed at
Retailer and the results obtained were reviewed. Hermeneutic and interpretive study
principles were appiied a5 the tesults could be unique to South Afiica, unique to the retailing
industry, unique to Retailer or unique to a particular system or development phase of a
system, A Quantitaﬁve ‘measurement was applied with workshop participants voting to
express their opinions on the extent to which project objectives were achieved. The results
gained from this voting was however a subjective measurement.

3.3 Interviewing C5A practitioners

us companies practiciﬁg CSA were identified with the assistance of Mr Tim Leech who
presented his CSA concepts in South Africa at the time. Two of *hese companies, Georgia '
Pacific and Bell South, were contacted and asked whether they would discuss their CSA
experiences with the researcher. Appointments were set up and confirmed in writing by
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facsimile with Mr  Andrew Twaddell and Ms Glenda Jordan respectively. The mterwews

were zimed at supplementing on the CSA information gamed during the literature review.
Further information on any potential factors that could threaten or meact CSA
' implementation was also sought,

3.4 Reficement

Four material factors that could threaten successful CSA implementation were ideutified

when visiting US companies, which corresponded closely with those identified by Tritter,

Zﬂ:tnan and De Haas in 1597, These were as follows:

1. Auditors who have to 1rnplement CSA have to be trained in people skills in order 1o
improve communication with team members.

2. Internal auditors have to discard of the perception of auditor arrogance.

3. Mutual trust has to be developed between internal audit and members of the project team:.

4. Company culturss have to change to foster openness, honesty and integrity between
departments and individuals.

~ These fbllnwing factors were addressed before CSA implementation was af:tempted.

1, The researcher completed an in-house facilitator tralnmg course at Retailer i enhanoe hxs
people skills.

-In discarding of the arrogance perception the smart casual dress code accepted as standard
for IS staff at Retailer was adopted by CSA audit staff,

3. IS projects for applying CSA tecbmqu&s were selected for good relations that had been

.t\'l

developed with key individuals in the past.
4, Retailer committed itself to implementing CSA and encourdged ethical business practices,

3.5 Questionnaires -
CSA questionnaires were used with the objective to measure project progress at specific
checkpoints and for achievement of project objectives. The following subsections reviewed

“the design of the questionnaires, the sampling process followed and the follow-up discussions
held on these questionnaires.
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3.5.1 Design of questionnaires

Questionnaires were designed by the researcher based on Control Objectives (IS Audit and
Control Fnundhtion, 1992). Each questionpaire incorporated the Development Process
Objectives, Bus_inesé. Objectives, Self-Assessment Objectives and a list of questions on the . -
various internal -controls applicable to the specific development stage of the project. Some
questions required detailed information, while others requifed mereiy a “Yes" or ‘No” asen .
answer. (A specimen questionnaire is included as appendix 6). The questionnaires were
rewe:wed by the IS auditors and the data architect at Retailer. Thelr suggestions were
" incorporated before the questlonnalres were finalised and ha.nded 1o the pro;ect team members
for completlon ' '

‘Ning questionnaires (refer exsmple in appendix 6) were designed for use at checkpoirgs
~ where projects were evaluated at Retailer. These checkpoints were as follows:
| Initial review |
Project scoping
Package evaluation
Facilities review
Processiug rules
Prototyping
Develop to production standard
Installation and training

R A T A ol

Post-implementation review
3.5.2 Data collection and sampling of questio_rinaires

The researcher sel.ected planning package projed to test the questionnaires, because oft
1, the relatively small size of the project.

2. . the project was still in its early stages without severe time pressures.

3. good relations existed betwsen Internal Audit and the individual team members.

A presentation 1o introduce the questionnaires and explain their purpose was m_ade to the
complete project team consisting of the project leader, user champion, four users and five

technical specialists.
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All project team members were asked to complete and return the questionnaires to the
researcher for evaluation of the project stetus, risks and controls within three weeks. This was
followed-up in a project meeting when no respunses were received within the three weeks.

3.5.3 Follow-up discussions on questionnaires

Individual follow-up discussions lasting fifieen minutes each were conducted with team
members. The user champ_ion,' j)rojéct mahager and two technical specialisis were interviewed

1o determine why the CSA questionnaires had not been completed, No transcripts were kept
as the same answer was given by each intérviewee, that is the questionnaires did not enthance
the project’s potential for success. |

 This led to the questionnaires being aborted, and CSA workshop techniques being introduced.
3.6 CSA facilitated workshops

CSA workshops were conducted by a team, with the anditor acting as facilitator. The project
objectives were determined from specification documents and confirmed by workshop
participants. Information was gathered from all team members on the specific successes and
weaknesses (controls and risks), in order to oﬁtain a balanced overview of the project. Action
plans were negotiated and effected within the project team in order to addreds any unduly
high re_sidﬁal risk exposures. After the completion of the initial evaluation, the anditor
withdrew from the project to a certain extent so that the project team could specify and
develop the system. At given stages through the System Development Life Cycle (SDLC) the
risk analysis and action plan were revisited by the project team in order, to identify and
theasure any changes that could have affected the residual risk level, (Baker & Graham, 1996)

Five CSA workshops were conducted at different project development phases of two package
implementation projects, as listed in table 1.
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Workshop |- - ” Project N : Developmelif ﬁhase
1 Distribution System Phase 1 | Post-implementation review
2 | Distribution System Phase 1 | Follow-up post-implementation review
3 | Financial System High-level gap analysis
4 Financial System Operational analysis
5 Financial System | Solutions design

Table 1: CSA workshops completed
3.6.1 The CSA wrrlkshop process

Workshops were conducted b_y' facilitating project team members through a standard agendd . .
that consisted of: '

« introducing CSA, the agenda to be followed and the sign-off certificate.

¢ determining the project objectives for the project phiase. '

e recording project successes,

« recordihg obstacles that detracted from achieving the objective,

« rating achievement of the objective with the recorded successes and obstacles.

¢ defining rémedial actions for each obstacle and compiling those actions into am action
plan. - '

s rating the desired achievement of the objective as if' the action plan' had been

implemented,

Workshops 2, 4 and 5 also reviewed the action plans generated in previous workshops in
" order, to measure progress achieved by implementing remedial steps. Achievement of the
objectives were rated again and compared to the ratings of the first workshop.

The workshops varied in length from two hours up to seven hours. The results were recorded
on flipcharts. These were displayed for the duration of the workshops and were transeribed
afterwards, Executive overviews for the workshops were written by the project managers to
put the detail results into perspective and to express their own opinions on the workshops. All
" documents generated were bound into booklets and issued to all participants and other -
relevant parties in the organisation. These documents are included as appendixes 10 5.
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3.6.2 Workshop participants

‘Workshop participants varied from workshop to workshop, but included the key people
involved in the project as reflected in table 2. This table was not added actoss as the same
people could have been present in & number of workshops.

S Workshop -
. Participants 1 z. 3 1 4 | §
Project management 1 1 1 1 i
User management T 1 I 1 1
Developers 4 3 7 7§ 9
Users | 0| 7 | 2 ! 3 5
Totals 16 | 12 | 11 | 12 | 16

Table 2: Pafticipants by workshop

3.6.3 Rating achievement of objectives

Secret ballots were used to obtain an opinion from each wurkshop participant on the degree to
which the objectives had been achieved. Participants voted on blank pieces of paper instead
_ of on preformatted ballot papers. A Likert scale of 1 to 7 was used to quantify achievement,
with 7 representing perfect achicvement and 1 representing no achievement, This scale was
part of the CSA methodology presented by Baker and Graham (1996) and was adopted .
without change. The scale was explained to work tap participants each time a rating was
~ done. No difficulties were experienced at the workshops as participants generatly voted for
the middle path. - |
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Rating | L - Description

7 Objectlves are c-onmstently exceeded and there are no obstacles

6 Objectives are consistently met and sometimes exceeded. There are
only a small number of obstacles.

Objectives are normally met and successes exceed the obstacles.

Above average achievement of ohjectives. More successes than

obstaclas.
"3 Below average achievement of objectives. More obstacles than
SUCCESSEs, _
2 Objectives are seldom achieved and obstacles outweigh successes.

Objectives are never acihieved, no successes could be idenified and
a large number of obstacles have been listed.

Table 3: Likert Scale

The standard voting scale was used to obtain comparable ratings from the various workshops
on different projects, Individual votes were opened in the work ‘hop and compared with the :
aim of identifying any votes that deviated significantly from the athers. Such a deviation
could indicate unresolved obstacles or a misunderstanding of issues or the voting mechanism.
Deviations that did occur were discussed with the participants and attempts Were.made to
identify the underlying cause by revisiting successes, obstacles, voting mechanism, action
plan and finally by pointing out the sign off-certificate. |

3.6.4 Sign-off certificate

All participants were informed at the start of each workshop that they would be required to
- sign a certificate stating that:

“After implementation of the attached action plan, we heredy certify that, o
the best of our knowledge, the system o; infernal controls is adeguate and
the project sufficiently documented, to provide reasonable but not absolute
assurance that the project phase objectives, benefils and critical success
Jactors should be achieved and related risks monitored and managed to
acceptable levels.”
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Appendix 7 provides an example of a sign-off certificate. These ceﬁiﬁcates were hicluded in
the CSA workshops to ensure that all participants commited themselves to the process and
took ownership of any remedial action steps listed in the action plan, All participants signed -
 these sign-off certificates without objection.

3.6.5 Data analysis

The process followed to_arialysa and interpret the data is illustrated in ﬁglre 6, which contains
a summarised block referenced to fisure 7 in which the evaluation and interpretation of
processes arc detailed. o

' Figure 6: Data analysis

Read
yuestionnalren
Rendd ' Read Read
Workshop & Workskap 1 Workshop 3
Renl Reall
Workshop 4 ‘Waorlishop 5
. Refer Figuro 7 pd2
: Analyse ’;ji
—wip{ Compare :
: Interpret
~»| Conclude

The CSA questionnaires and the dosuments generated at the five workshops were studied in
order to identify coramon factors. The various sections of these documents were then
compared individually to identify similarities in content with specific attention being paid to
the objectives, symptoms refiected in successes and obstacles and finally the vesults of the
voting. The résults were summarised and compared with the executive summaries for
confirmation. An unexpected benefit of early conflict resolution was considered. The impact
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of the sign-aff certificates an the success of the workshop process was analysed These results
and documents are discussed and intetpreted in chapter 4.

3.7 Summary and Conclusion

This chapter posed the research question and described the process followed to gather,
analyse and interpret data, The data gathered is analysed and interpreted in chapter 4.
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4. Chapter 4: EVALUATION OF FINDINGS
4.0 Introduction

‘The research methodology was reviewed in chapter 3. When examining the resulfs of the
research it would be useful to retrace the aimh and objectives of the research, The research
was aimed at identifying which CSA techniques could be applied to measure the success of
an IS development praject phases and why these techniques were successfil or not. |

This chapter will review the CSA techmiques applied, i.e. that of the questionnaire and the
wOrkshop. Some discussion is presented on the techniques utilised and the relative successes
and failures. The reasons for questionnaires failing are analysed briefly. Analyses of the
workshops are presented by examining and interpreting the processes followed and results
generated according to the workshop agenda, for alf five workshops.

The discussion and evaluation process of the evidenee is illustrated in ﬁgure' 7 below,

Figure 7: Lvaluation of data

Questlonnaires ' suitabie .
i
Read
Workslop
Documenis.
A
L J
Analyse and Compare: ' k-4
‘s gain Commitment ol Synthesize
* objeciives N v .
» soceesses and obslacles | |
s  achievemnent of objectives v
¢ execolive gverview !
s sign-off certificates Conclude
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4.1 Questiontnaires

In chapter 3 the process of questionnaire distribution and collection was discussed. The
* outcome of this process was not successfil. The Planning project team did not complete any

questionngires even though the project manager had asked for their assistance. All the

interviewses stated that the questionnaires did not provide them with any tool or functionality
- that would enhance their potential for achieving success with the project. On the obntrary, the
questionnaires were perceived to piace an additional naper burden on project team members,

© as they would consume time that could have been spent more productivcly on developing the

system. The questionnaires therefore did not support team members in achieving their
objectives, instead they becamie obstacles that prevented them from focusing exclusively on
these objectives. ' '

As the questionnaires were not successful, they had to be discarded to a large extent. The
questionnaii‘es were however utilised, aithough not in the functionality as a questionnaire,
Instead they served as a checklist to guide workshop facilitators to ask relevant, probing
questions in the workshops.

DiScarding the questionnaires prompted experimentation vﬁth workshop techniques and
pravided an indication of the importance for a CSA technique to support project teams in
gaining their objectives or enhancing the potential to achieve those objectives. This was
utilised in the workshops by identifying objectives first, as discussed in section' 4.2.2,

-----------------------------------------
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' Figure 8: Workshops completed
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CSA workshops were conducted at different stages of two systems development projects. The
 first workshop was a post-implementation review (PIR) of the Distribution project, The'
second workshop was a follow-up of the first one and reviewed progress achieved with the
action plans generated in the first.

| Workshops three to five were conducted on the Financial project. Workshop three was
coniducted on the completion of the high level gap analysis phase of the project in which the
Financial package was .compared to the business reqﬁirements. The fourth workshop was
conducted a month later after on the completion of the operational analysis phase of the
project in which detailed business processes were mapped to system functionality. The fifth
workshop was completed three months later on the completion of the solutions design in
which recommended solutions were made to address differences between business processes
and the system, Wo‘tkshoﬁs four and five reviewed the progress achieved with the action plan
compiled in the pravious workshops, before proceeding with the normal workshop agenda.

The following areas of discussion refate o the resulis obtained from the five workshops and
the analyses and interpretation of those results. '

4.2.1 Gaining preject manager commitment

Meetings were held with the project managers before the workshops were conducted. The
- Distribution project's project manager was tasked to perform a PIR on his project plan. The
researcher’s offer to perform this task on his behalf was accepted as it saved the project
manager the time he would have spent preprring for the PIR and generating PIR documents.
It was agreed with the Project Manager of the Financial project that documents generated in
the wori-shops would be used to report to the project steering committee.

These agreements eased soine of the project managers' administrative duties and aiso
provided project managers with benefits that supported their personal and project objectives.
These benefits were ctucial for gaining the full support and commitment from project
managers, by overcoming their initial scepticism that the workshops would not be beneficial
for them or their projects.
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The workshop also provided the project managers with independent. facilitators at no chérge
to the projects. The facilitators were not involved in the development projects and the project

managers could be convinced that the workshops would be conducted without paradigms or
: hidden agendas that could skew the proceedings or results. Using the facilitators provided the

project managers with opportunities to participate in the workshops at the same level as the

other team members, instead of having to facilitate the workshops. This allowed project

mangagers the opportut.iy to contribute to the content of the workshops which would have
- been difficult if they also had to facilitate the workshops.

The possibility of the projeet managers leaving the workshop if the facilitators. had the
perception that team members were unwilling to discuss their concerns or problems with the
_ 'prdject managers present, was cousidered and discussed with the project managers, This
opﬁon was not used in any of the five workshops, but would have been useful if team
- members were unwilling to participate i‘ully because of problems with the project manager or
project management style. Atiempts were made by both facilitators 1o identify that possible
problen:s were being withheld by participants by listening carefully to remarks made and by
reviewing participant ratings for large differences. No such hidden problems were found

. however. This use of the participants' ratings on the Likert scale ir discussed in more detail in

section 4.2.5.

. Both project tnanagers indicated that they wanted to review the workshop documentation
before it was distributed. The CSA workshop documents, together with the executive
summaries, were distribufed to top management which included the project steering
committee, some directors and executives. The project expressed concern that some of the
readers could misintefpret some of the contents, which could lead to unjustified perceptions
that the projects were not progressing on schedule or were not being .managed properly. The
project managers were ther requested to write an executive overview not exceeding one Ad
size page. This executive overview served to summarise the workshop and to sketch briefly
the circumstances sarrounding the project. The intention was to put the contents into
perspectwe for the readers, that is the directors, executives and staff members invelved with
the project. This overview enabled project managers fo provide the said readers who did not
have an intimate knowledge of the project, with sufficient background to enhance their
understanding of 'the coritents of the workshop documents, This limited the questions directed
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by top management to the project leaders on the status of the project, again assisting them to
focus their energies on the project objectives.

The initial meetings o introduce the CSA workshop process and principles, prior to the
actual workshops, were essentiai . .-rder to obtain an understanding of the project managers'
* duties and requireraents. This per. - .1on enabled the researcher td.provide a service to the
project managers by assuming some small portion of their worklond, over and above the
expected benefits that the workshops could have for the projects. o '

- 42,2, Gaining teani member commitment

Workshops proceedings were gta- - .+ introducing the facilitators and explaining the CSA
~ process and workshop agenda I ne workshop agenda has been discugsed in previous
chapters of thi -esearch report.

The process and agenda were explained to provide participants with an explanation of the
process and the reasons why it followed, thus ensbling them to contribute to the workshop
and gain the preatest benefit as individuals and as teams. Participants were informed in
advance that the workshops would focus on the project objectives and about the certificates
fhey had to sign. This ¢nabled participants to perceive clearly their roles within the
framework, It also gave them more assurance that the workshops would enhance their
potential for success, Participants were informed that the facilitators were from the internal
audit department. Some initial resistarce 'was encountered in the first workshop of each
project (workshops 1 and 3) from participants, despite assurances that the facilitators were
‘not auditing the project and would not issue formal audit reports. This resistance was

overcome as follows;
L Project managers communicated and displayed their obvious support.
2 Participants understood the workshop process better
3. Some humour was interjected into the proceedings to relax participants
4 No fg+-diieor opinions were forced on the participants
5 Participants were informed that the workshop documents would reflect only

~ what was agreed upon in th-: workshop, with nothing added or removed and by
applying this principle to all workshop documeats.
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Subsequent wo_rksho;is did not present this participant resistance, This was perhaps because
participants had experienced the benefits of the workshops which overcame their initial
scepticism and resistance to change.

4,2.3 Project objectives

Onhe commitrtent was gained and all stakeholders and patticipants in the workshop

' understood 'explicitly the workshop process and their roles therein, the next step on the
| workshop agends was to identify the project objectives for the particular phases on which the
workShops were held, This confirmed the poals to which the teams were working and served
 to focus the discussions on issues relevant to those objectives. It alyo enhanced the perception
that the workshops were conducted to enhance the teams' potential for Succass and therefore
encouraged team menibers to parficipate fully. The objectives for the Distribution and
Financial projects are discussed in the next two subsections.

L. Objectives for the Distribution project (workshops 1 and 2).

" The objectives for the Distribution project are listed in table 4 below. Detailed objectives
were set for the Distribution project at inception dnd were taken from existing project
documentation. The objectives were discussed and workshop participants confirmed that
these were correct before proceeding to the next step. These objuctives appeared to be very
comprehensive and ranged from desired projéct benefits for the business to speeific
deliverables for the project team. Project team members knew what they had to strive to
. achieve and what the desired benefits were for the business, These benefits clearly outlined
the project with little room for misinterpretation,
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© - Objectivel. Dhiective 2. - Obiective 3.
To attain pre-defined | To achieve key outpat | . Achieve benefits to -
core goals 4 wmilestones - | = customers .
o Improved picking e Systems o Getrid of unpack and
and packing specifications, check
' development, testing o
and documentation
e TFinancial and unit ¢ Training on system | + Improved chain stock
- accuracy and documentation of information integrity |
. procedures :
| Improved s Equipment and + TImproved custamer
managemetit Environment service at stores
information
» - Higher throughput s Operationalise s Reduced pipeline
capacity ' . stock _
o Increased pickrate |+ Project and milestons | »  Reduce lead time
management SLA to 6 days
*  90% in 6 days s Implementation

Table 4: Distribution project objectives workshops 1 and 2

Well into the workshop pariicipants discovered that two of the objectives could ot be
achieved, b.ec'ause the responsibility lay outside the powers of the project team. This was
discovered whe the successes and obstacles for the individual objectives were discussed.
The objectives were retainad and not removed as the participants felt that they were desired
benefits of the business leveraging the new system, even thou,, they were ouiside the project

team's area of responsibility.

These two objectives mentioned sbove were ‘Get rid of unpack and check’ and Tmproved
customer service ot stores”. The first of these two objectives addressed the Unpack and Check
process, which was the process in stores whereby merchandise carfons were opened,
unpacked and the contents checked. It was the responsibility of store managément and the
project could not remove it. Store managers aimed to receive the correct quantity and style
merchandise to achieve their objectives of high turnover with minimal stock losses. The
project team did not have authority to amend that process and it was viewed as a failure by
some t.‘.!f the users in the workshop. The system implemented by this project did however
provide added functionality and enhanced accuracy that enabled store management later to
remove the store unpack and check process. Removal of this process significantly reduced
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store staffing costs, which was not clearly stated initially as a desired indirect business benefit
for the project.

Similarly the project team had no direct responsibility for customer service in stores and
qould not directly impact on such. Again some users viewed that as a project faiture, while
acknowledging that improved accuracy of merchandise style, colour and size information
could enhance customer service, The system provided the functionality that enabled business
managemznt to implement a customer help ling, through which merchandise items could be
~ obtained from other stores for customers. '

This illustrates the need for system development project teams to be very precise when
defining project objectives to ensure that those objectives are: '

aligned to business strategy _

attainable within the given time and budget

inside the projects' area of authority and responsibility

directly related to the project.

indirect benefit that could be achieved should be described as such separately,

L

It also demonstrated the suitability of revie\nring project objectives in workshops by
highlighting inadequate or ambitious ob_]ectwes that could have contributed to perneptmns
that the projects were not succ&esﬁll

2. Ohjoctives Tor the Financial project (workshops 3, 4 and 5)

The objectives for the Financial project were obtained from the project manager before the
workshops and were reviewed and confirmed by workshop participants. Thwe_: objectives
were stated in terms of items to be completed for each phase of the project whereas the
Distribution pro_lect benefits also included desired business benefits as the system was already
completed and implemented. The Financial project consisted of phases different to those
identified for the questionnaires in section 3.5.1, because it was 2 package lmplementatmn
project and not an in-house developed system, with resultant different objectives, Workshops
were completed on the first three projecf phases which did not yet deliver duwiset business
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benefits. These benefits would only materialise much later in the project life cycle. The
following workshops were conducted in accordance with the project plan:

| Workshop 3: High Level Gap Analysis (Project Phase 1)

Compare the Financial package at a macrolevel to the business requirements to determine
- gaps between package functions and business processes, with the fcllowing deliverables:

1. Map ideal process fo new system

2 Idéﬁtiﬁv gaps between current business and new system

3. - Identify function, procedural and technology gaps

4. - Recommend action plan

Workshop 4: (‘:mratiénal Analysis (Project Phase 2)
Map detailed business processes to system functions to identify specific gaps by generating:
Business processes '
A d.etailet'l GAP analysis, with recommended solutions
- System interface requirements
Data conversion requirvments
~ Report requirements
New procedures requirements
Flex-field requirements
Se_t-up paramete requireidents

I L N S S

Applcation access / responsibility

Workshop 5: Solutions Design (Project Phase 3)

Recommend solutions to address gaps identified in the previous two phases betweeit business
processes and the package ranctions by delivering:

Application setup |

Reports

Interfﬁces

Data conversion

User procedures

Test scripts

Technical procedures

A O
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These objectives listed the items to be delivered for each phase and no problems were
highligﬁted by the workshops, They did not describe the scope of the project, but no scope
problems were experienced in the workshops because the project was a package replacement
of a legacy system with a fixed scope.

A suggestion for management is to vonduct earlier workshops on identifying and clarifying
project objectives that is at the start of IS development projects. This could prevent
misconceptions about projects meetiug their objectives. Further study and investigation is
" required to confirm this ﬁercepﬁon.

4.2.4 Workshop 'successes and obstacles

This section aims to analyse and compare project successe.s and obstacles in ordur to
highlight any .informal conirol issues as previously discussed in section 1.3, ti: .eby
validating the suitability of workshops to identif'y and address informal control issues, Team

" members were encouraged by project managers and facilitators to share their opinions with
the rest of the team. It was made clear that the workshops were not about individual
performance, but about finding adequately controlled processes with minimal obstacles 1o
provide environments in which the projects had the highest potentiat for success.

Participants discussed all successes and obstacles with the facilitators only having to
intervene to keep the discussions relevant to the issues or to ask clarifying questions,
- Differences of opinion did sometimes occur. The differences were resoived by team members
discussing vhem, clearing misunderstandings and finding solutions acceptable to the team and
not just acceptable to specific individuals. All successes and obstacles agreed upon by the
team were recorded on flipcharts and relayed back to the team by the facilitator asking
participants to confirm every item written on the flipcharts. Flipcharts were pasteu on the
walls for the duration of the workshop whete participants could refer to what was recorded at

© any time,

The project manager’s support, discussion of successes and obétacles, constructive resolution
of differences and flipcharts enabled a free flow of relevant information from participants,
This information contained areas of risk {o the project and included some informal contro]
issues that could impact on the perceived project success or failure, whicl ‘..id not have
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been identified using normal audit procedures. This clearly indicated the betiefit of this
particular technique of CSA. Examples of thess informal control issues are provided in tzble
6. The table illustrates the symptoms which the issues cavsed or the impact they had on the

projecs.

... Issue . Symptoms
1. Information sharing | e Guidance from project leaders

and communication e  Acceptance of specifications by Opergtions
people '
Staff involvement in progress meetings
Cominunication with USA
Team members got to know one another better
Information requested from other projects.
Team livad up to what they were saying
Disciplined, documented approach to phase
Team stayed focused
Under-utilisation of staff
Good executive sponsorship and director
involvement
Project manager could become involved in
project owner issues
Good business co-operation
Decisions awaited from business areas
People objective was key success
Not erough training
Managemet involvement to operationalise
Lack of change management
Users open to new ideas

2. Project management

a| &« &« e & » ©

3. Management support

4, Change contro}

Table 5: Non-tangible issues identified

Participants identified these issues a3 the workshops provided the structure within which they
were empowered to discuss their pérceived needs in a controlled eavironment without fear for
retribution, As a result nothing was held back and participants raised all the issues they
constdered supporied the project as weit as all issues they thought could threaten the project.
This was the primary benefit of the workshop process as it empowered team members to
address issues that could threaten their project, which issues could be considered as beihg
outside their sphere of responsibility.

Project managers gainéd additional assurance where these symptoms were raised as successes
and were torewarned about any obstacles that came to light in the workshops but might not
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have surfaced during the normal day-to-day project operations, This allowed the pfojécf
manager and team members to be proactive in addressing concerns before they became major
obstacles that could threaten to derail the project. Fréquantly workshop participants knew
how to address concerns, but were reluctant to do so. This could have been out of fear that it
could be perceived as meddling or because they feit it was not their re_sponsibil.ity. The
waorkshop astion plan gave these team members the authbrity to take remedial action steps
and to find solutions, where needed. .

Both participants and project managers perceived this process as beneficial to the project
processes. This was also reflected in the evaluation of the extent towards which project object
were being achieved.

42,5 Achievement of objectives |

In evaluating the success or otherwise of the CSA process and techniques ufilised: in the
process, it is worthwhile to examine whether or not the proposed project phases were deemed
successfitl or not. In order to ascertain this, an examination needed to be made of the
att.inment of the objectives of each of the respective systems. The following section aims to

- examine the achievement of the system quectives.

The potential to achieve the project objectives has been improved to some degree by the
workshops. This was confirmed in the ratings achieved from the team members voting, as
listed in the tables 7 and 8 below. These tables detail each of the ohjectives highlighting the
actual wermé desired change, The resulis are separated Latween the Distribution project
(table 7) and the Financial project (table 8). A. separate follow-up had been done on the
Distribution project wdrkshop, whereas the Financial project was reviewed in a series of
workshops.
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Distribution | Worlshop 1 | Workshop 1 | Workshop 1 | Workshop 2 | Workshop 2
Project | Aetual% | Desired% | Champe% | Actwal% | Change%
Objective1 | 707 51,7 R
Objective 2 68,6 27,9 1193 66,3 23
Objective3 | 54,1 836 | +29.5 68,3 14,2
Average 64,5 87,7 23,2 741 06

Table 6: Achievement of Disiribution Project ;)bjectives

The results of Distribution project participants' voting are reflected in table 7, which consists
of the perceived actual achievement of objectives at the first workshop, the desired
achievement and the change represented by the difference between them, The ratings
reflected for workshop 2 are the actual achievement after implemeatation of the action plan
and the change achieved from the actual achievement in workshop 1. The participants, at the
time of the workshop, rated that the ;rojéct was, on average, only achieving 64,5% of the
objectives and that the aciion steps listed in the action plan could enhance that by 23,3% to
achieve 87,7%. When the follow-up workshop was done four months later, the average
achievement had improved with 9,6% to 74,1%. If objective 2 had been omitted from the
equation, the other two dbjecﬁves would have improved with an average of 15,2%,

The decrease in objective 2 was explorved in the follow-up workshop, It was found that the
objective addressed project deliverables, which had already been completed and could not be
changed. Identification of these obstacles hawever enabled the project team to take corrective
action steps before the éystem was impleménted at two other locations. This benefit could not
be quantified as similar CSA workshops were not performed on the other two

implementations.

The CSA warkshops were beneficial to this project even though they were only applied at the
PIR phaée.' Significant improvements were achieved, but the researcher feels that it could
have been even greater if the workshops had been conducted earlier on in the project. Earlier
workshops on the Distribution project could have enabled the team to address obstacles found
with their second objective,
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Three workshops were conducted on the Financial project, each with only one objective as
_ discussed under item 4.2.2, The voting results for the Financial project are reflected in Table
.

Financial Project =~ - Actnal % | Desired % | Change % .
Objective worishop 3 T 760 | %60 0.0
Objective workshop 4 _ 300 24,0 +14,0
Objective workshop 5 71,0 89.0 +18,0
Average 75 897 14,0

Table 7: Achievement of Financial project objectives

The retings reflected in table 8 consist of the actual achievement of objectives for each
workshop, the desired achievement and the desired change. The format differs from table 7 as
each Financial project workshop reviewed only one objective and included the review of the

previous action plan, Separate follow-up workshops were fiot conducted on the Financial
project as was dope in the case with the Distribution project. Such a separate follow-up
workshop would only be fequired after the post-implementation review workshop.

‘The results from these three workshops showed significant improvement in the achievement
of the objective of each project phase, with an average increase of 14,0%. Significant

_ increases in achieventent of the objectives were identified in all the workshups and no
problems were experienced with objectives beyond the team's area of responsibility. The
participants indicated improvements and stayed committed to the workshops despite their
tight sehedules and heavy workloads, They clearly indicated that the workshops added value
to the project. In the executive overviews the project leaders further supported this
perception further. '

These CSA workshops were as beneficial to this project as they were to the Distribution
project and in the researcher's opinion probably more so, as the workshops had been
conducted from the start of the project. This allowed for obstacles to be identified and
tesolved before they conld impact on the project, for adequate informal controls to be applied
during the project and for project teams to ensure that their objectives were attainable,
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4,2.6 Exctutive overviews

Previously in this chapter it was mentioned that project managers wrote executive overviews,
Based on the workshop provsulings and documents, except for Work§h0p 2 for which &
summary was not requested as the document consisted of only four pages. These overviews
were inciuded in the CSA workshop documents, engbling ths pfoject managers to summarise
and put the contents into perspective,

The Summary for workshop 1 did not state whether the workshop contributed to the project.
The pm_]ect manager did however acknowledge the obstacles identified and recommended
 that the next implementation phase in Johannesburg be postponed until these obstacles had
" been resolved, The project manager highlighted a few non-tangible factors in his summary,
which were discussed in the workshop. These were:

"o anintricate process of leading, following, teaching and learning
» involvement of the widest spLotrum of role-players

& challenges and opportunities were tackled with great spirit

o sirain caused to users due to incorrect reporting

" The project manager's summaries on the Finimcial project workshops 3,4 and 5 also referred
to informal control issues identified in these workshops. The summaries commented on

"o theteam settling down quickly '

» role clarification for staff

e structured approach

R dedicated and focused individual project teams

*  cross-communication between teams

» resilisnce of team members

This was interpreted as acknowledging that the workshop did add value to the project and that
* these informat control issues were of significant importance to IS development projects. This
could be viewed as an element that contributed to the successful application of the CSA
workshops. The benefits achieved and lessons learned front these workshops are discussed
and synthesised in the next section,
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4.2.7 Sign-off certificates

As mentioned previously, at the start of each workshop the facilitator explained the CSA
concgpt and highlighted to the parlicipants that there would be a certificate to sign at the end
- of the workshop. The purpose of these certificates was to provide assurance to management
that adequate controls had been maintained over projeéts, thus enabling them to sign their
corporate governance statements. Faciliiators gave participants the assurance that these
certificates wor.ﬁd not to be used to txke any disciplinary measures ‘against auy tea.. ur

_individuél team member.

It was stated that participants had to raise all issues that they were be aware of that could
either enhance or threaten the potential for the pro_]ect team to achieve their objectives
.successﬂllly, before they signed the certificates. The certificates were circulated at the
workshops so that all participants could familiarise themselves with the wording they were
about to sigh, (Appéndix' 7 provides an example of such a certificate). The paychological

effect of these certificates was not analysed, but the researcher gained the impression that it

put participants at ease and empowered them to express all their concerns,

The signed certificates were handed to management and were reported on in the internal audit
réports 1o the audit committee, providing them with the assurance that the projects are
controlled adequately. This enabled them to sign corporate the governance statements.

. The above discussion details the relative successes and obstacles experienced: with the

various techniques implemented in the CSA process. Chapter 5 will summarise these findings

and translate them info management guidelines for those wanting to undertake the CSA.

process. Chapter 5 will also detail some unexpected benefits and findings which were
" identified in the CSA process.
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4.3  Conclusion

The CSA questionnaires were not snccessful, but the workshops met and even exceeded some
expectations. Each of the five CSA workshops added value to the projects and assisted
~ project managers and team members alike to enhance the potential for achieving their
objectives on time and within budget. It contributed to the IS development control framework
in providing the mechanism ﬁrhereby corporate governance certificates were signed. These
benefits were achieved at a relatively low investment of time and funds. ' '

There are however limiting factors inherent in this study and the interpretation of the results

achieved, These factors, management recommendations and suggestions for further siudy are
discussed in chapter 5,
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Chapter 5: SUMMARY AND CONCLUSION
5.0 Infroduction

Chapter 4 analysed and evalvated the data gathered during the research. This chapter
summarises the research conducted by reviewing the aims and objectives and findings on
the research questions to determine management guidelines. The limitations of the
research and items ;'or future research conclude this chapter, The process -followeﬁ is-
illustrated in figure 8.

Figure 9: Summary_and conclusion

Objectives l
— J _ .
i F_indings _ Findings _
Question 1 Question 2
Management -
puidelines
Limitations
h 4
Future > Conclusion
research

5.1 Aims and objectives of the research

The aim of this research was to test existing CSA questionnaire and workshop .techniques
on information system development projects at Retailer in South Africa, as 2 part of the
. overall project munagemerit system. The objective was to identify a practical mechanism
thﬁt' would enable project teams to measure risks and controls and issue control
statements to support fop management with their corporate governance duties. Two
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research questions were posed to satisfy ihe aims and objectives of the research and these
are discussed in the next two sub-sections. '

5.2 Question 1: What Control Self-Assessment techuigues can be appiied in
measuring the success of Information System development project stages in South
Africa in the refail industry?

The research evaluated both CSA questionnaires and workshop techniques. The
questionnaires were not completed by the project team members despite being asked to
do so by the projest rRansger. The researcher therefore concluded that the CSA
questionnaires were not suitable to evaluate IS project deveiopment stages, which
prompted evaluation of CSA workshop techniques.

Asthe questionnaires were not successful, they have were discarded to & large extent, but

have preved usefil as checklists to guide workshop facilitators to ask reievant, probing
questions. Discarding the questionnaires prompted experimentation with wotkshop
tebhniques.

The CSA workshops identified project successes and obstacles iu relation to projeci
objectives, thus evaluated the risks and controls. These successes and obstacles included
non-tangible items, ‘such as information and communication that could be difficult to
quantify.

The C_SA ‘workshops were successfal in measuring achievement of project phase
ubjecﬁves on a Likert scale, providing management with a technique to quantify the
potential for a project in order to achieve its objectives. Sign-ofF certificates were signed
by all participants, providing mapagement with the assorance that the projects were
"controfled in accordance to corporate povermnance requirements. In addition the
workshops provided a mechanism to rectify risks through generating action plans and
providing opportunities to resolve conflict constructively. - | |
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- The CSA workshops therefore met all the requirements posed in the research question
and provided additional benefits not envisaged initially. The CSA workshop technique
appears fo be a suitable mechanist to measure project risks and controls and evaluate the
extent towards which project objectives are achieved. The reasons for this success are

- discussed in the next section,

5.3 .Qu_estimi 2: Why are these techniques successful or not?

Team members expressed the opinion that the questionnaires placed additional time
constraints on them, without it benefiting the project The questionnaires were. not
successful because the project team members perceived them as an admnustratxve burdan :

that added little or no value towards enhancing their potential for success. -

~ The workshops were successful as'they were perecived by project managers and team
- members alike to add value 1o the projects. The documents generated by the five CSA
workshop relieved the'project managars of some of their administrative duties, They alzo
provided project managers with a vehicle through which they coulé report objectively on
the progress of the project to the respective steeriitg committess.

Team members were provided opportunities to express their concerns without fear of
retribution and an arena in which interpersonal conflict could be resolved constructively.
The workshops provided team members with the authority, based on an action. plan, to
take ownership and proactively address issues beyond their normal area of
responsibilities. 1t also providrd concise sets of documents that reflected balanced
'snapshots’ with both positive and negative project issues at a given date. '

The perception of the participants was that the workshops added significantly to the
potential for the projects to succeed in achieving the project objectives on time and within
' budget. Two further possible uses have been identified in addition to the benefits initiaily
envisaged.
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5.4 Additional benefits

The workshops could be used to obtain an early indication of the User Information
Satisfaction (UIS) and to manage and resolve conflict. These two uses are discussed in
the following two subsections.

54.1 User information satisfaction

This research did not intend to measure User Information Satisfaction (UIS), but the
* workshops could be utilised to provide an additional technique for earlier measyrement of
user peroeptxons. Users were present in all five the worksﬁops as is evident from the
workshop participants listed in table 2. These users were involved in the projects and
were. aware of the information that would be provided by the new systems. They were
also the expe.rts on the information required. from the systems in their daily tasks and, as
such, ‘played important rolés in the workshups by ey - sing their concerns and
requirentents. Their ratings on the Likert scale could ! - m early indication of the
eventual UIS that the system would generate, ' '

 Further research should be done on keeping separate ratings between ysers and other
participants and ideﬁtifying_ relationships between these user ratings in the workshops and .
- subsequent UIS ratings. Automated electronic meeting and voting tools aro available |
through which the rating exercises could have been analysed and classified by type of
participant. .Ax_lalysing_ﬂle resulis from individual workshops and comparing results
between projects couid provide IS management with a standard tool with wiich to
~measure IS development protiucﬁvity.

5.4.2 Conflict prevention and resolution
The nature of the CSA workshops enabled all participants regardless of their rank or

status to share their opinions on a wide ranging mumber of factors that could influence
project success. This made it the ideal venue to find and address immuent differences of
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opinio: or personal irritations that could otherwise have escalated into major conflict
between team members,

“The data reveal that organizational members gave relationship, process
and task-related conflicts that can be highly emotional, can have little
potential for quick resolution, and can be very importunt to the group's
members. This can be a recipe jor disaster if the conflicts are brought
under control and menaged.” (Jehn, 1997) '

These issues appear to be even more important in IS deve'opment where a relatively large

mumber of people who may or may ot have worked together previcusly, need_'to work

- together in close contact for extended hours. The researcher’s initial ferws that raising and
discussing these issues or irritations could cause undue friction between team members,
were unfounded. Workshop participants entered into these discussions totally open
minded and were frequently more critical of themselves than their fellow team members.

'The facititator hardly had to control these discussions and issues raised were resolved in
an atmosphere of constructive criticism. This atmosphere hes to be attriduted partly to the
sign-off certificate in which team members certified their commitment to ensunng
achievement of project ob]ectwes on time and within budget.

5.5 Revisitation of the literature review

The Titerature review identified a number of key issues that were considered in the
- research. Three of the issues identified a5 important in the literature did not appear to

have or make a direct impact on the actual research findings. The issues were:

1. aligning business and IS

2. competitive advantage
3. globalisation
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This could have been as a result of the research being directed at a microlevel to
individual projects, while those issues impact IS departments at a macrolovel. The
researcher is; however, of the opinfon that these three issues were conn-ibuting factors
* that heightened the need for teams to complete their projects on fim-~ and within budget
and as such contributed to the workshops being successful. '

5.6 Management guidelines

e TheCSA quéstionnaire technicue is na- suited for monitoring ISD projects,

o CSA workshop technique is suitable for monitoring ISD projects and for reporting on
the project progress and system of internal controls. :

s  Addressing the four material factors that could threaten successful C8A -
implementation, could enhance the poteiial for success with CSA workstiops. These
factors are as follows: _

1. Auditors who have to implement CSA need to be trained in people skills to
improve commumcatlon with team members.
2. Internal audltors have to discard of the perception of audltor arrogance,
3. Mutual trust has to be developed between internal audit and members of the
project team. '
4, Company cultures have to change to foster openness, honesty and integrity
between departments and individuals, |

* The workshop format may have to be adapted to suit the needs of project teams, so
that the amended format is perceived by teams to add value to their processes.

e Workshops should be participative processes in which empowered team members
take ownership and resolve risks to the benefit of the team, the project and the
business,

s Workshops should be preceded by meetings with project managers to explain the
concept and workshop structure in order to gain the project managers' commitment.

e Possible additional benefits to the team should be identified in advance to enhance the
perception of adding value to the project. '
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s Independent facilitators who are not ﬁaﬁ of the project team should be used to control
workshop proceedings. _

+ Workshop participants shovld be representative of all key stakeholders in the project
phase being reviewed.

o Sign-off certificates should be apphed in all workshops and these certlﬁcates should

~ be explamed and shown to participants at the start of all workshops.

¢ Project phase objectives should be confirmed.

o Successes and obstacles should be brainstormed or discussed with probing questians
from the facilitators. _ ' _

o A Lickert scale should be applied to enable participants to rate the extent to which
‘they believe the praject processes, with its identified successes and obstacles, will .
achieve the objectives. o

». Action plans should be compiled and participants tasked to address obstacles.,

. These action plans should be followed up to determine ‘the . progress made in
implementing remedial action.

5.7 Limitations of the research

" A relatively small number of six CSA implementations consisting of a set of
_ duestionna.ires and {ive workshops were completed at Retailer. No responses were
received on the questionnaires, while an average of only 13,4 team members participafed
in each workshop. This is a relatively small sample size from which the results were
reviewed. Furthermore it was based upon one company that operates in the retail
industry in South Aftica.

The researcher’s interpretation of the results achieved from applying CSa tec}miques is
an integral part of this research, and can be perceived by some as a limiting factor.

_ -Workshop participants measured the extent to which project objectives were achieved
before and after the action plans were developed, The results gained from this voting i
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however a subjective measurement. The resulis could have been influenced bjr a number
of external factors and should be interpreted as such.

These factors could have caused the results to be skewed or could impact on the
: _generalizabi{ity of the researcher's interpretation of the results.

5.8 Future research

Further research should be done on keeping separate ratings between users and other
parnclpants and 1dent1fymg relahonshxps between the user rafings in the workshops and
: subsequent UIS ratings.

Future research into CSA workshops should attempt to find the stages in the development
life cycle at which CSA workshops mlﬂd_bé most beneficial to IS projects. CSA.
worksﬁdps also need to be testéd on a varisty of IS projects including in-house
developments, packages purchased, prototyping and other techniques and tools that may
become available over time

The cutrent CSA workshop format is results-oriented when reviewing progress achieved
at any given phase of a project. The opportunity to apply CSA at the start of a phase and
thereby aligning team members towarc. :chieving the same set of objectives and critical
success factors should be researched to quantify the potenttal benefits that could be

achieved,

This could be furtﬁer enhanced by researching the potentis! to integrate CSA workshops
into various project management approaches used in different organisations.

5.9 Conclusion

CSA w_orkshops as a management tool add value to ISD projects. They could be used in
the face of escalating pressures to enhance ISD productivity, while providing
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management with the assurance that ISD projects are controlled adequately in terms of
corporate governance requirements.

Corporate governance recommendations identified in chapter 1 included the requirements
for management to include a statement in the annual ﬁnancié.l statements on whether
- adequate systems of internal control have been maintained. To achieve this requirement,
management must institute a mechanism to keep themselves informed about the state of
internal controls in their organisations, including internal controls over IS development
projects. The research has shown that CSA workshops can be app_]ied as such a
_ mechanism to provide management with the assurance that adcquate cotitrols are being
maintained over IS development projects. The research has provided top management
with a process through which they can stay abreast of control issues in infarmdtion |
gysteits development. projects in their organisations: It has also enhanced the potenhal for
systent: developmeni projects to meet or exceed their objectives in a time wheén the
benefits of huge investments in IS projects are being questioned by management. The
esearch showed that CSA techniques would be suitable for reviewing the status of the
control ﬁ‘amewark, including mformal controls, for individual IS development projects in
an orgamsatlon
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DISTRIBUTION SYSTEM PHASE 1

Appendb:'l

ACTION PLAN ACTION
}1. Bill of Lading wpload needs investigation. KM

| IB

12 Financial reporting aspects need to be completed according to a prioritised schedule  |M B
Eagreed with the project feader to resfore financinl integrity. KM

j IB

'3, MOD bug programaed this week 7/4 on live with safety validation. IB

4. Monitor download frem mainframe. KM

JB

. il Facus on mformatmn gm!alsle for enbianced thm-gh—put, Iead times, costs and labour
untilisation.

SA

Ibetween GIS and rest of project team.

6.A]lpmgrmumesandchangcsmustbetestedandmspected. KM
IB
7. Training on MOD DIF enguiry and Nautilus for Financial, 3
8. Address stock cuntrol Financial Imowledge with Fechnical Services, KM
9. Information onihcﬁecze!menupmbmmtobe channelled to K Moodley, Rwapmrewhen SA
MRWLE / Freeze problem occurs, Cause unknown at this stage. '
10. Raise GIS resource problems with CMC as we are compromising systems development. (M B
"I Mainframe resources should be available for face to face develop. it and test. - _ KM
- {11. Loss control iraining to be done. ' ' 11 1
12, Dump chiute IST to be ettended to. CD
' '§13 Munﬂnmebevelupmentandhldaﬂbasesshouldbc:dennwl g(M
B
14, Integrated and Volume testing must be done as early as possfble in project. Team testing

KM

 T15. Operator scheduling orders to schedule according lo FIFO where possible, Usor disopline
jto be addressed to sort out FIFO according to the order status reports.

RG

16. Finalise agreements with suppliers on mainienance in conjunction witi users, EM.
i7. lnm:dse Group skills on calculating and specil‘}ing of file server capacilies. l};M
s
18, Investigate separate mainframe initistors. Investigaie possible file cuntenlmn between KM
Durban and Johannesburg, B
19. Further investigate smudging of fabels, SA
20. Fine tune (hronghput for higher scan hit mte. Investigate slowing down something or SA
increasing sean rate - latest scanners on market have not been proven anywhere, KM
21. Maintain Systeins TAG aclivities thoughout implementation phase. l];M
22, GLF must come up with criteria o which UPC can be measured, KM
23. Plan to enhance UNTX skill levels to reduce dependenciss. KM
{24, Pot user manual into £.Z0 system and let manuals evolve over project duration, in KM

| agreement with users, based on flowcharts with detailed descriptions.

25, In process of doing systems documentation. Admjnistration and Accuracy user manuals o
be completed.

KM

26. Document and test Busin s Resumplion Plan and get Internal Andil sign-off, KM
: MB
|27. Internal Audit to be involved in specification sign-off and project team meelings. KM



_ Appendix 1
DISTRIBUTION SYSTEM PHASE 1

FRIMARY OBJECTIVE

To implement a system that will enable UPC to meet specified core goals by re-engineering
the picking and packing processes to deliver improved throughput, increased accuracy,
reduced lead times and costs, and paperless processing.

SUPPORTING OBJECTIVE 1

To attain pre-defined core goals:

- Improved picking and packing through Pick~to-Light and Paperless processing,

- Financial (99,8%) and SKU (99%) Accuracy per carton.

- - Improved management information on Labour requirements, Individual performance,
Accirracy information and Service levels by Process area,

- Higher throughput capacity, reduction in lead times and reduced cost as & result of better
Management Information,

- Increase pick rate by 20%.

- 90% in 6 days (lead time for break bulk).

Actual | Desied | Opportunity

1T Ftectiveness rating: 70.7% 91.7% 21,0%
D D I——~_—  P--L

1. We now hav - real time information on productivity §1. User resistance due to problems during

and utilisation for the whole process and can b fimplementation - iook oo long 1o vesolve user/
pro-active. Renvirpnment/sysiem problems, Users now back on
Btrack.

2. Achicved Picking accuracy as measured against Should respond faster to problems afler
internal chocks at pick face. Mmplemeniation.
3. Pick to Light nver achicved production objectives. 83, Through-put capacity, lead times and cost not yet

_ fachieved, now in focus. Also vot wtilising fnformation
fon labour well enough, -
. Bxception report reflects long outstandingg items as
e are nol entirely doing FIFQ, (oo difficall,

4, Staff are now on onr side and the tight person is in
the; right job resulting in & more motivated work
i Torge,

5. Literncy and mumeracy Lcsﬁng followed by
thorouglily comprehensive iraining.

5. Stock control account fnancial reporting, poor
fconsolidation. Financial areas were changed that were
not initiatly envisaged, resulting in Iots of pressure,
86, MOD - Omcle, lack of communication, not snough
interfaces.

7. Reporiing and updating of reparts.

6. High level of user involvement.

7. Flexible processes for users, resulting in continuious
ilprovement,

8. Subdivision and allocation of work dunng system  §8, MOD bug status 77 1o 30 resubied in information

implementation, Bbeing skewed - cannot mepsure 90% in days goal.

9. Good commiunication between TAG tross 9, Server maching under specified and pnnlers broke
fanctional (epms, Jdown,

16, Good expertise sharing, 10. Ad-Hoc paper pick showed no improvement in

dyction ehjectives,

()



Appendix 1
DISTRIBUTION SYSTEM PHASE 1

! u . RECOMMENDATIONS : ACTION
' t 1. & 2. Maintain Systcms TAG activities throughout implementeiion phase. KM
DM

3. Focus on information available for enhanced through-put, lcad tmm costs and Iabour pDC
utilisatiomn.

4, Operator scheduling orders 1o sched.le according to FIFQ where possible, User discipline io [R G
be addressed to sort out FEFD according to the order status reporis. .

5. Finalise financial aspects dcoording (o prioritised sclicdule. : JB
XM

. 8. MOD bug programmed this weel 7/4 on live - safety vatidation, IB
9. Increase Group skills on calenltating and specifying of file server capacities. KM
. : _ . BS.

Johalmesburg must Iook at paper pick problem 1o nchieve beller process,

' [ Discipline must be 100% on paper bick.

Volume testing for paper pick for Johannesburg is very important,

Parallel nm possibility or a different implementation management approach.

Avold all problems encountered in Durban

Johannesburg should consider quict time to implement but need volume for testing.
Johanneshurg put in financial procedures before £CS.

Joharimesburg must ensure that they have the means and resources to respond to problems.
Improvemnent will be gained through betier sanagement information.




Appendix. 1
DISTRIBUTION SYSTEM PHASE 1

PRIMARY OBJECTIVE

To implement a system that will enable UPC to meet specified core goals by re-engineering
the picking and packing processes to deliver improved throughput, increased accuracy,
reduced lead times and costs, and paperless processing,

SUPPORTING OBIJECTIVE 2
To achieve key output milestones for

- Systems specifications, development, testing and documentation,

- Training on systems of administration, operators and management and documentation of
procedures.

- Equipment and Environment acquisition, systems software, installation, commissioning,
hardware training and consumables.

- Operatiopalise staffing and re-deployment, new progesses training, supplier training,
document work processes, share core knowledge, forewarn staff,

- Project management evaluation and ongoing milestone management _ :

- Implementation system, equipment, pipeline preparation, change-over, parameters, disaster
recovery testing, cut-off, pilot and going live,

_ Actunt Desived . Opportunity
| Effectivercss rafing: _ 68.6% 87.9% 19,3%)| -
 Successes Obsiacles 7
- | 1. Guidance from project leaders. 1. Financial changes wore not envisaged, Team was

(
!
|

ive and specifications had to change oz a Systems
'AG decision.

. Financial integrity had to be compromised,
. Financial reports were not ready or not specified.
. Financial people were itvited to 'TA session but

2. Informal QA. process during various stages.

3. Twice 8 week walk through of specifications.

4. Production and publishing on e-mail of design and
change documentaiion on the MOD system, Ld not attend.

3, JAD sessions were time well spent. . Not enough financial irsiving on all processes.

- 16, Detailed operational acceplance of specilications. §6. Insufficient acceplance of specifications by
‘= inancial users and Internal Audit.
$7. Not enough technical information on certain parts
of the system.,
B3, The team was too relizat on GIS skills,
[9. Couid nol woik face to face with mainframe -
~ [developers,
10, Initial resistance was gvercome and staffing and  ®10. Late delivery of <pacifications to GIS exacerbated
re-deployment worked exceptionally well. by tight deadlines and lack of GIS msources
11, Staff re-deployment was world class and no 111. Communication problems with USA,
hnches gccurred. ! :

12 Team lived up to what they were saying,

7. Good deltvery achieved on clianges done to
ipackage overseas on [ace to face discussions,

8. Development done very well by GIS.
:0, Staff involvement in progress meelings,

812, Did not detail Informktion at sut‘ﬁﬁmt level to
avoid misundersianding.

§13. Insuflicient uset involvement in testing,

13. Systems TAG delivered gond communication.
monitoring and development.

14. Lots of staff pre-waming 6 months in advance.

14, Users did not keep meticnlous record of prablems,
ET AC shonld be nsed to resolve problems before,
Achicing and afier implementation




Appenﬂix 1
BISTRIBUTION SYSTEM PHASE 1

115, Information sha}iilg. 15. Users unhappy at end as team communication

! eriorited afier implementation.
116. Cross functional communication between TAGS Y16, Quick changes not commmnicated to users cansed
worked well to cover overlap of functions, nfusion,

17. "People” objective was a key success of the 17, Systerns and user manuals bave not been
Operationalise TAG. mpleted.

18, BOP process nsed in the Operationalise TAG, 18 More nse shuuld be made of Dataflow and Iess

' £ in seiting up manoals.,
19. Management and line management involvement §19. Dlsagreement as to who was responsible for
in Operationalise processes. : Bproducing different docnmentation,

20, Structnre of TAC teams with formalised
meetings and cross functional conmunication and
the Steering (oversight) commitiee.

21, Responsibilities were well defined.

22. Nursery itraining on the real equipment.

§20. Chiccker / QA function did not really happen
- ‘vely and could have been more formalised.

-;5 1, Changes to mainftame pmgrammcs while. tesling,
#22. Mainframe test and production environments

{23, User assessments during training.

b Changes in the production arez were done on the
Jrun and not always inspected.

s, Enhancements were performed durmg

" [24. Feedback on user skills 1o asscss understanding
and deployment ability.
25, Using line managers and supervisors for training,

ere not tested

§26. Testing phased down too soon and the team
gshould be more realistic about future implemeutation

26. Knew who was 10 be trained for which processes.

R>7. Not all things were volume fesied.
28, Over optimistic on timing of integrated testing,
29, Equipment configuting and installption, 39, System testing not done on schedulc,

30. In-house knowledge of equiptment - vhich we can §30. Systems TAG disappeared during testing and
operate and maintain, fshould have been kept active longer.

31, Caretakers deployed while key people were ¥31. Managers could have been trained more.
overseas.

32. Chain sigh-off’ acceptance afler Integeation
testing and at end of pilol.

33. Clean cut-off by cleadng ouf DC.
34, Divert procedures worked well.

27. Encugh trainers to do I:1 training if required.
{2%. Sourcing of required equipment,

k2. Timing of training, lack of knowledge st that
kstage, iime allowed o train was {oo short.

§33. Loss conirof did not get detail training.

B34, Live implemantation without parts of the system
L ecepted the risk,

35. Tnsufficient server capaclly due to reliance on
joxternal skills.

36.. ‘Noutilus test cavironmen and switch over to live §36. Do not know why MRWD and Freeze proﬁcm

35, Supplier training completed well in advance,

37. Slaged implementation on the mainframe, R37. Not cnough clarity on mainienance agreements

ith equipment suppliers
8. Some user docunments arc available, Tow Du\mlrmd interface InterComnect cansed

documents are available and 70% has been done on #
|ZEZO, :

39, Training maannal used 28 a user manual.

9. Competition on mainframe initinlors may cause
Bproblems when DCSI goes inlg Jobannesburg DC,




DISTRIBUTION SYSTEM PHASE 1

Appendix 1

40, Disaster recovery plan prepared and currendly . Pickdace labels incarrectly specified causing
with B Sally. mudging. '

41. Year 2000 considered and action plan in place to §41. Scanner problems resolved with interim soluﬁon.
ensure system will be compliant,

142. Face {o face Nautilus kesting, 2. Business Resumplion Plan thought through but

not yet documented

| NOTE: Considering the project size and musther of BNOTE: Leading edge risk - we got off quite lighty.

'changes it went exceplionally well.

: RECOMMENDATIONS _ |ACTION
1, - 4. Finanuial reporting aspects need to be completed according to a prioritised schedule (M B
agreed with ihe project leader. KM
o - 1B
5. Training on MOD DIF enquity and Nautilus for Financial, w1
6. Internnl Audit io be involved in specification sign-off and project team meetings. KM
7. Address stock control Finangial knowledge with Technical Services, ' KM
8. Plan to enhance UNIX skill fevels to redice dependencies, KM
9. & }0. Raise GIS resowrce problems with CMC as we are compromising systems MB
dévelopment, Mainframe resources should be available for face to face development and KM =~
testing,
12. ~ 16. More formal user involvement is required in (esting. All
17. In process of doing systens documes'. jon, Administration and Accuracy user manuals 1o |[K M
be completed. .
18. - 19, Put user manual into ZIZO sysicm and Ief manuals evolve over project duration, in  |[KM
agreement with users, based on flowcharts with detailed descriptions.
22, Mainframe Development and Test databases should be identical. KM
IB
26, - 31. All programmes and chanpes nmst be tested and {nspected, KM
. . . 1B
27, & 28, Integrated and Volume testing must be done as carly a5 possible in project. Team (KM
festing between GIS and rest of project feam,
33. Loss controf {raining to be done. P
33, Increase Group skitls on calculating and specifying of file server capacities. KM
: BS
36, Information on the freeze { menu prablem (o be cuannclled to K Moodley. Recapture wwhen[S A
MRWD / Freeze problem gecurs, Cause nnknown at this stape.
37. Finalise agreements with sqpphers on maintenance in conjunclion with nsers, KM
138, Monitor download from mainframe. KM
JB
39. Invesngaic separate mainfrime iniliators. Investigate possible file contention between KM
Durban and Johanoesburg, IB
40, Further investigate smndging of Iabels. 5 A
41, Fine iune throughput for higher scan hit rate, Investigate slowing down something or SA
increasing scan rale - latesi scamners on market have noi becn proven anywhere. KM
42, Document and test Business Resnmption Plan and pet Internial Audit sign-offt KM
MB




Appendix 1
DISTRIBUTION SYSTEM PHASE 1 '

_ PRIMARY OBJECTIVE

To implement a system that will enable UPC to meet specified core goals by re-engineering
the picking and packing processes to deliver improved throughput, increased accuracy,
reduced lead times and costs, and paperless processing. -

SUPPORTING OBJECTIVE 3

~ Achieve benefits to UPC customers:

- Get rid of Store Unpack and Check

- Improved Chain Stock information integrity
- Improved customer service at stores

- Reduced pipeline stook
- Reduce lead time service level agreement by one day from 7 days to 6 days.

_ Actual | Desired | Opportupity
P . Effectiveness rating:’ T 51,4% 83.6% 29.5%
1 B L Suceesses Ohbstacles.

" 1, Amuracy SKU tefore 98,6% now 99,3% Financlal 1. Measuroment used to achieve aocuraqr is different
before 99,6% now 99,8% consisiently achisved.

2. The pick raie/man/day was 3400 now 5500 - 5800.
Winter/summer may be different. Not salisf‘ ed yei,
working to 6500-7000,

IC has no control over manual UP#C in stores,

3. Lead times report of orders on status 6080 now ai §3. Durnp chute IST not looked at yet.
5,1. :
4. Original benefits were determined to be out of . Temps reduction not stabilised yet,

control of DCS - found new benefits

5. Unable to measure lead times because of ﬁ'eesze
problem and MOD stalus 77 - 80

6. Chains keep on changing criteria of benefis

. Bill of Lading upload is aﬁ‘ecung success of
ject.

RECOMMENDATIONS T  {achon

1. GLF must come up with criteria on which UPC can be measuzed. : KM
3. Dump chute IST 1o be altended to. cb
5. MOD bug programmed this week 7/4 on live, Information on the freeze / menu problem to |[K M
be channelled 10 K Moodley. _ B
7. Bill of Lading upload needs investigation 11{;41
?— _




: o : ' Appendix 2
FOLLOW-UP: DISTRIBUTION SYSTEM PHASE 1

This document reviews the status of the items listed on the CSA action plan generated during the Post Implementation review of the Distribution
System phase 1. Phase I of the project has had some time to settle down and for initial teethmg problems to be resolved. It has also recently been
complemented by the implementation of phase 11, as is evident from some of the comments in the attached updated Action Plan, '

The extent towards which objectives were being achieved, were again measured for comparison with that determined by the original CSA

workshop and are as follows: .

Objective ' Actual | Desired | Actual ; Change

- . 497 | 401 | 797 | o B

1. To atlain pre-defined core goals for 07% | 91,7% | 87.7% | +170% Distribution System Phase 1
1) Improved picking and packing, ' : Achievement of Objectives
2) Finaneial and SKU accuracy.
3) Improved managemeni information, ) _ — - e
4) Higher thronghyput capacity, 4
5) Increased pick rate and 6) 90% in 6 T,
days.

1 orlginal %
L Expected %
[ Achleved %

[~
h

2. To achieve key outpnt milestones for 68.6% | B7.9% | 663% § -1,3%
1) Systems specifications, development,
testing and documentation, 2) Training
on systent and dochimentation of
procednres, 3} Equipment and . .
Em'i-‘?“mm» -zﬂC;peraﬁonalise. oW o 0% @%  Bo%  100%
5) Project and milesione management, i
and 6) Implementation. - Percentage

3. Achieve benefits to UPC customers 51L4% 831.6% 68.3% 16,9%
1) Get rid of Unpack and Check,
2) Improved Chain Stock information
integrity, 3) Improved customer service -
gt stores, 4) Reduced pipeline stock,
5) Reduce fead time service level
agreement to 6 days.

Objective No
1

w
L

1
mrrur ]




' FOLLOW-UP: DISTRIBUTION SYSTEM PHASE I

Appendh’cz :

_ ACTION STEPS ACTION . RESIDUAL STEPS CACTION
1. Bill of Lading upload needs investigation. KM TFhe uplead: problem has been fixed. The odd problem slill oocurswith KM
IB Bill of Ladings and is being attended to.
2 Financial reporting aspects need to be completed according toa MB Much fewer instances still ocour and 3 problems are still being attended KM
pripritised schedule agreed with the project leader to resiore KM . [tor }) Donble-ups between BOL and PSAP; 2) CANG and PSAP reports
financial integrity. IB are sometimes not synchronised, for which an automated recovery
system i5 under construction; and 3) Duplicate GRR's that results in
incorrect stock reconciliations. Potential duplicate supplier payments
shonld be prevented by GAP. K Moodley has been appointed to resolve
all outstandmgproblemsﬁ-omDCSphaseIaschlasan} issues -
resulting from phase IT :
3. MOD bug programumed this week 744 on live with safety IB Mod bug has been fixed and no finther problems are being experieniced, _
validation, ) : ’
4. Monitor download fiom mainframe. KM People in the regions have been trained fo monitor the download. The _
JB download speed presents some probiems when the DC js operating at
Yese than peak volumes. but it has no impact on the peak times, 1t will be
. rectified during phase ITL
5. Focus on information available for enhanced throughpat, iead SA Adequate information is available, with some marnal mten'enuon, 1o SA
times, costs and labour utilisation. manage individuais and processes, Reporis are not yet in the formas KM
required, bot draft layouts are being reviewed. Final reports will be
_ spegified for phase I11
6. All programmes and changes must be tested and inspected. KM Al phase I programmas and changes have been cliecked and Inspected. -
JB
7. Traiting on MOD DIF enguiry and Nautilus for Financial. 11 Personnel have been trained and are able to use both MOD and Nautilas -
: enquiries.
8. Address stock contxo! Financial lmowledge with T&chniml KM Ms Magda Jonker has been seconded to take charge of all financial -
Services. : aspects for UPC systems projects,




FOLLOW-UP: DISTRIBUTION SYSTEM PHASE 1

Appendix 2

~ ACTION STEPS ACTION  RESIDUALSTEPS : ACTION |
9. Infouuaunnont.eﬂwzefmeunpmblemmbechmeﬂadw BA Radmfm@encyproblemshavebeentesulvedwadegmbmm KM
‘| K Moodley. Recapinre when MRWD / Freeze probiem occurs. ' ireoccuering after the implementation of phase II, possibly due to the
Canse unknown at this stage. system workload, Upgrade CPU"s have been ordered to cope with the
fworkload wutil the planned server replacement in October *97, If
unresalved this condd negatively intpact on the Durban DC throoghput
capacity doring lhe peak period. Other alternatives are also being
investigated. .
10, Raise GIS resource problems with CMC as we are . MB Resource problems have been. raised and will again be discussed to KM
compromising systems development, Mainframe resources shonld KM obiain new skills, Mainfiame resources will be obtained when required. MB
be avaitable for face i face development and testing, '
11, Loss control training to be done. nJ CDm-erminpmcessoftmnsferrmghuslﬁllstomoremembmofhs Ch
team.
12, Dumtp chute, IST to be attended fo. cp Losses are being closely monitered and the Dump Chute is being -
checked continuously. A sicek Ioss bonas scheme has been implemented
to cover the average stock Jass achieved until the end of the financial
'vear, withi the goal to reduee losses to 0.05%.
13, Mainframe Development and Test databases shonld be KM The problem has not improved, but is an ideal to strive towards. The -
identical, JB mainframe daisboses will not be required after the mplementanon of
phase TIL.
14, Integrated and Volume testing must be done as carlyss KM Eatlier volume testing was done and betier team integration achieved for EM
possible in project. Team testing between GIS and rest of project : Tohanneshurg phase I, Team integration was not essential during IB
team. Durban’s phase I, but will be emciat for phase T, :
15. Operator schedulirg ordars to schedule according to FIFO RG Scheduling will be addressed by a regional TAG tean. RG
where possible. User discipline to be addressed fo sort out F[FD :
according to the order status reports.
16, Finalise agreements witli suppliers on maintenance in KM Agreements have been finglised, pending some changes of suppliers, KM
conjunction with users,
17. Inciease Group skills on calcnlating and specifying of file KM Skills have improved and consultants used, but problems still occurred, KM
server capacities. BS The project started with 128k servers and is now rumning 312k servers
: which are already to small. A qnick upgrade path is to be investigated,
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Appendix 2

RESHDUAL STEPS

ACTIONSTEPS ACTION S - ACTION
18, Investigate separate mainframe initiators, Tnvestigate poss;ble KM Possible file contention problems did not materialize, -
file contention between Durban and Johannesburg, B . . _ .
19, Further investigate snmdging of labels. SA Experiments that were conducted were inconclnsive, but the problem SA
may be weather related and will be monjtored.
20, Fine tune throughput f - higher scan hit rate. Invesligate SA Scanzer has been relocated to slower area In the conveyor System. -
slowing down sometbing o: incrensing scan rate - latest scanners KM : :
on markei have not been proven anywhere, :
21. Maintain Systems TAG activities though out implementation KM  [Daily meetings were held until conclusion of phase I, -
phase. DM : :
22, GLF must come up with criteria on which UPC can be KM Final criteriz has not yet been decided, but the DC has ceriain EM
measured. measurements in place. '
23, Plan to enhance UNTX skill levels ta reduce dependencies. KM Staﬂ'membershm'ebmtminedandareexpandmgthe:rshnsthmugh KM
praciical experience, but UPC is still heavily dependant on GIS rxpert
Unix skills, Existing skills will be further enhanced.
24. Put user mannal into ZIZO system and let minuak. evolve KM  |Manvals are being done in Johannesburg and will be ‘exported” to EM
over praject duration, in agreement with nsers, based on Durban
flowcharts with deatafled descriptions.
25, In process of doing systems docwmentation, Administration KM These manuals are evolving and being added to. A custodian is to be KM
and Accuracy nser manuals to be completed. appointed and dedicated to finalising and keeping manuals np to date,
26. Document and test Business Resumption Plan and get KM  |Systems Disaster Recovery Plan has been tested. The DC has managed oI
Internal Audit sign-off. MB to keep operating throngh ‘smgll” disasters. A Business Resumption Plan
will be docnmented and trsted,
27. Internal Aundit to be involved in specification sign-off and KM Internal andit has atiended sorne meetings bat docuinamation needs to KM
Project team meetings, be addressed. _ MM
. PT




Appendii: 3
FINANCIAL SYSTEM

PROJECT MANAGER OVERVIEW
HIGH LEVEL GAP ANALYSIS

- The High Level Gap Analysis has been successfully undertaken by the Project Team with
ma_|or input from Financial Directors, Fmanclal management and staff,

The team has settled down remarkably quickly and further role clarification of staff is bemg .
addressed, .

"I‘he exceﬁent contn'butmns from the consultant in a facilitating role and that of the suppher E
Project Manager and her consultants must be noted

Project Manager
3 June 1997
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FINANCIAL SYSTEM

" MAIN OBJECTIVE

TO EXAMINE THE PROGRESS OF THE FINANCIALS PROJECT AS AT THE END OF THE HIGH LEVEL GAP

ANALYSIS PHASE

SECONDARY OBJECTIVES
T¢) DEFINE /# HIGH LEVEL GAP ANALESIS

*  Map tdeal process to the new systent
Hdentifir Gaps betwean enrrent busitiess ond mew Systent

Hentifi furrction, procedure and teclmology gape
Recommend on action plar,

. _ Actual .|  Desired | Opportunity
Eﬂ'ﬁttiveimss‘rating: 76% 86% 10%
Successes " Obstacles

U&rsareopenlonewxdsas todmngethewa} wechd
. |business in the past, _

1. Chauge in tradmonal business analyst, IS
and accounting rolf

Good user participation in al} meetings and the
involvement of both users and business analysts.

' |2.Lack of changemal . ment. Change

manager required for the team to handle .
the change we are going through (1ot only
the people who are using Oracle).

Project pla: . » in place,

3. No oroject secretary.

Project s n track.

4. No techrical project rha.nager to manage
communications between projects.

Discibiined, documented approach to High
Level Gap Analysis.

5. Deliverables not agreed with applications -
staff due to the lack of a technical pro_]ect
anager.

The profect team settied in quicker than
anticipated and stayed focused.

6. Technical training plan not deﬁued.

The team address and overcome obstacles as
they happen.

7. Under utilisation of particularly IS stuff,

Combined business and technical staffin the
same location,

8. Parked issues could become obst#cles..

Good executive sponsorship and enthusiastic’
Financial Director support.

9. Lack of package integration affects the
work plan.

Knowledgeable business analysts, Oracle
resources and IS staff.

10. Possibility that project manager could '
become involved in project owner issues.

The team has a'goq'd facilitator available.

11. Training on all modules not completed up
front or timeously.

Adequafé and sufficient equipruent has been
provided for teamm,

12. More specific comparison required with
the operating vision,

Good project administration,

13. Additional telephone installation required,

A pilot system is available to test transactions

14, Inadequate heating,

Ol

12
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Appendix 3

"PERSON

ACTION TAKEN

ACTION PLANNED RESIDUAL STEPS | PERSON -
HIGH LEVEL GAP ANAT YSIS
1. Change of Project Teom roles from {raditionalts | NG
be foliowed up with D.C,
Z. Needl to obtain Group decision re Chanpe NG
fomSA -
3. Appoint temporary Project secretary untit a NG
pmnanmtpomnon is approved.
4, Appoint Technical Projoct Menaper ASAD, C
4a, Teclmical Manaper to set up commenications ‘Tech Manapger
with other projects,
3. Technical team to put qualifying statement on - KG
revised wark plan.
6. Detailed fraiting curculnm to be designed for | | A O
(IS,
7. Clearly defined roles at commencement of NG
Opertional Analysis and subsequent phases. KG
DH
8. Place parked issues into .. Financial Jssues Team
database and follow-up by 6 June, .
9. Time scale to be determived for developmentof | N
Retck integration. DH
PC
: 184
10, Clear distinction necessary between Project NG
and Project Owner sesponsibilities SA
11. All applicetion iraining wifl be completed ¥-_jore { NG
Operational Analysis phage. DH
12. Review steps to falfil Olmnnngm NG
SA
13.814, Heaungmdtelephonemstaﬂmnumbe KG
follo“‘edg)




Appendix 4 |
FINANCIAL SYSTEM

- PROJECT MANAGER OVERVIEW
OPERATIONAL ANALYSIS

The Operational Analysis phase of the project resulting in the identification and documentation
of required business processes, detailed GAP analysis and recommendations, interfaces, data
convergions and report requirements and staff responsibilities in respect of General Ledger,
Accounts Payable, Fixed Assets and Budgeting has been successfully completed on schedule.

The success is pai‘ticularly attributed to a structured approach, dedicated and focussed
individual project teams and good croys communication between teams

Project Manager
23 July 1997



Appendix 4
FINANCIAL SYSTEM

MAIN OBJECTIVE
70 EXAMINE THE PROGRESS OF THE FINANCLALS PROJSCT AS AT THE END OF THE
. OPERATIONAL ANALYSIS PHASE

SECONDARY GBJECTIVES

TO IDENTIY, DEFINE AND DOCUMENT

= F O £ ® H F R R

Business precesses,
A detailed GAP Anafyeis, with recommended Solutions
Systen Tnterface Reguirements,
Data Conversion Requiirements,
Report Reguirements,
New procedures Reguirements,
Flexfield Requirements.
Set-up Parameter Regquirentents, and
Application Aceess / Responsibility.
Actunl | Desired | Opportunity
Effectiveness rating: 80% 94% | 14%
Sumccesses . - - | . = Obstacle;
1. Completed onrtime, ' 1. Mmtﬁqﬂlﬂeﬂﬂ«noﬂwpﬁjﬁsnﬂtmﬁwdmmﬂ
3 Adnbayedgn.limealt dotitments cotmpleted, 2. New énngcmmgzm!hrphase. ) )
3. Good business vo-operitian _ | Full ca-peratinn with ceriain business aress not atways oblained .
4. Quality Cuntrol used. ) 4, Folure Jecisions awaited Fxecel, VOC, Cosl Contre development
: oh Unix, A/P Contrulisation, e, -
3, Detafled plan was svailable: 8. Soflware withln 8 net standardised MS-Ofcexoel Lotas
: _ Vislon/AIM/ Tulation software,
6, Clear nwl!mdnk:gr 6. Camenunieation problems with remade wreas.
7. Med oor sbjectivas 1o define operaticas mulysisfnrhudgdmg. 7. Litus Notes socess, '
8. Team mernbers know each other butter.,
9, Sncocafisl “team oflost”™, B
10. High level of svccpiancs by Stacering Cammities of the team
recommendations,
11, Procesy modelfing,

. Recommendations - o] Action -

1 Conmunication af Inter project requirements thirough formof channuls ] RM
2 1} Appointment o an Oracle changs Manager K . NG

h) Infernct with Enferpriss Wide change mmnAREL ) ' Appoines
3. ‘_“ P eting vene for ramot mslomceo-op@aum ' N. Gand

Appro leam tnerbery

4. Awaiting decialons on ) ) )
#) Excel, VOU, cosl aantrs dvelopanicert ont Unix R
by Acoounts poyable contrafivtion : FS§C
c) Subsidiary - usape and aceeptance MP
d) Subsidiaey accsptonon of high leve) Gap analysis ) ] P8
3. Slndarsstion Group Desk wp Soflwart |D8/KG
6. Eemail comemmicaLion with sobsidiaries necds 1o be mﬂu!led : CJRe/KG
4, T.otus nales accuss problens bo ba resotved ' K&



FINANCIAL SYSTEM ACTION PLAN

Appendix 4

RESIDUAL STEPS

PERSON

'ACTION PLANNED - PERSON - ALTION TAKEN .
DOPERATIONAL ANALYSIS
| PHASE

1. Comnwmication of Inter prject requirements - R M No formal feedback yet on othar projects, team To be ratsed at Steering NG

threngh forma] channels, tendtoihﬂow—upummlvamdtomewthesw Comumittes RM
24} Appoivstment of 8 Change Monager. NG Has been aj appointed,
3b) Interact with Enterprise Wide Change Appointee Ongoing interaction established.’

Management, :

3. Appropeiate meeting venue for remote users to M G and appropriate § Number of people md sendority determines
4. Awaiting decisions on: ]

23 Excel, cost cenire 1) Decisions taken. ) Timing of the Cost Centre RM

development on Upix, RM i development to be decided,

b) Aczounts paysble centralisation. F88C ) Finalised

<) Subsjdiary - usage and aecepiance. MP. ¢} Usage has been finalised,

d) chep&mceof High level gap d) Finalised

andlysis. PR .
3. Stendardisation Grovp Desk top softwere. DS Open Systems standends forthe | K G
KG Graup needed from A
Escalafe to Steering Committee
if necessary. NG
6. I'-mai! commumication with sulwidiarjes needste | RC SHIl suistanding, KG
be ingtalled, .

7. Lotus notes access problems to be resolved. KG Most feam members have Notes access, - 2 Users to be added via Help KG




 FINANCIAL SYSTEM ACTION PLAN

Appéndix 4

ACTION PLANNED PERSON ACTION TAKEN '} RESIDUAL STEPS PERSON
HIGH LEVEL Gél’ _AGNQL_ YS!S
1. Changs of Project Team rolgs Frum *-atitiogal 16 | N G Tiave had discussions wath D C but have identified
e followed up with D C. . aress of responsibility indepsndently based on
. deliverables. ) :
2. Need to obtain Group decision re Change NG Enterprise wide chanpe manageinent document now
Memeagement from S A, available to the Project Team. Change manager
: appointed for the project.
3. Appoint temporary Project secretery until a NG | The position has been advertized. Secretary has been
permanent position is approved. mppointed,
4. Appoint Techuical Project Moneger ASAP, FC KGhastakmfhmmle.Dendedtherelssuﬁimt
dg. Technical Menpger to set up comnmications Tech Manager resources within fhe team: to utilise for this purpose.
___with other projects. : . :
5. Techuical team to pet qualifying statement on KG Revised work plan has been completed end it does
ravised work plan, not include specific time scales on development. - _
6. Detm]edtnmnngmmculmtuhedesmdfar AO : o This matier is still maresolved | BN
GIS. _ aod troining js cutstanding,
7. Clearly defined roles st commencement of NG Clearly defined roles havebemmbhshaﬂmthls _ :
Operational Analysis and subsequent pheses, KG problem is resolved,
DH
8. Place parked issues into & Financial Issues Team Dntabase has been set up. Tssies will be continuonsly Tezm
database and foliow-up by & Juae, mgsitorad and kegt on Project
Team meeting minutes until
: resolved.
9. Time scale to'be determined for developmeniof | NG Retek intetfrces meetings have commenced, Contimue to meet on interfaces | NG
Retek integration. DH : &g needed. AP and QT teams
PC
. SA
10. Clenr distinction necessary betwean Project NG Have decided on & compromise situation as there is
and Project Owner responsibilities; B4 no fisfl time Project Qwner.
11. All gpplication fraining will be completed before | N G Training has beea included in \mrkplansﬁ)rnmrt
Operational i , DH madule, ]
12. Review steps to fulfil Operating Vision, NG This has been prepered Needs to be finalised pending | NG
. SA fizedback from the Stzering 54
: Comutittee,
13.814. Heating and telephone instatlation to be K& Resolved,

followed ap.



_ _ Appendix 5
FINANCIAL SYSTEM

PROJECT MANAGER OVERVIEW

The Solutions Design phase of the project for the General Ledger (GL), Accounts Payable

(AP) and Fixed Assets (FA) has been successfully completed. A number of obstacles
particularly relating to technical issues hampered the phase, but the resilience of the team
- merbers coupled with the structured approach for the production of deliverables and effective
_quality assurance, achieved the desired results, .

Both Soluhons Design and Build of the Budgeting section of Financial Analyzer were
scheduled for completion. The Sofutions Design has been undertaken. However the current
. methodalogy is not suited to the degree of detail required for Financial Analyzer, which has

hampered the build phase. Notwithstanding the above, detailed attention to the problem is in
 progress and the implementation will not be adversely eﬂ-‘ected

PROJECT MANAGER
3 October 1997



Appendix 5
FINANCIAL SYSTEM

MAIN OBJECTIVE, :

To conduct a solutions design for General Ledger, Fixed Assets, Accounts Payable
Application setup,

Reports,

" Interfaces,

Data Conversion,

User Procedures,

Test Scripts, and

Technical Procedures.

R R BN

To conduct a solutions design and build for Financial Analyzer. -

“Actual | Desired | Opportunity |

1 Eftectivenessratingg | 1% 89% 18%

Successes

Quahty Assurance process ensures cumpleteness of duclnnenlauon.

Clear route map.

Standard design dotumentation deliverables for GL AP & FA.

Majority finished on time.

. |Consuliamts knowledge,

Technicat resource appoimed.

Solutivas Found for gaps from Operational Amlysns

Team resilience.

Training on Reparts 2,

- fMornle nplifted with transfer of skitls from UKbnsedtechmcal expert.

Cleanup of data on tusrent Fixed Assels system.

Technicel resource for Finarcial Analyzer.

Excellent 4 day trnining course on FA.

Good eqoperation with users. .

Suttessfiil visit to UK to gain knowledge on: Version 10.7

Overezme the majority of obsiacles thraugh workarounds and good teamwosk.

"Technical skills have been pained mmd updated since Operational Analysis phase.

b2



Apperdix 3 -

FINANCIAL SYSTEM
I - Obstacles __Recommendations Action -
1, McrosoﬂOiEcevims,bmgs,supporland 1. MS Office heeds to be accepled s KG
standards need to be resolved.. standard for the project and support
_ siructures provided.
2, Lack of in-house technical skills, 2, Aoqmm in-house skills on new KRG
environment. Acqwsmon of resources
. . DS,
i 3. Current ‘Dr Solomoi's anti-virus .t 3. D 8 io keep Dr Soloman's up te date so KG
software docs not detect or fix MS Word individual users / projects do not have
virns, to update it themselves.
4, Need to convert documents from Word to | 4. Standard viewer problem to be logged NG
AmiPro for ¢-mail to ofher uscrs, with EW Programme Office to address KG
Group perspective, .
5. Smart client problems, while awaiting 3. Monitor installation, KG
DEWET VELSion. DR
6, Magjor effort required 10 get scoess to 6. Meet with D S to discuss selop of the KG
fechnical development enyvironment. Development Environment. :
7. Little technical fecdback from other 7. & 16. Raise af Stecring Commitice that NG
{  projects, Teedback is needed from EW .
; Programnie Office to all project
msa
8. Solutions Design document foo high lcvcl 8. & IS, Deta:l planning session to be held MW
" for Financial Analyzer. : on Financial Analyzer with
delivergbles.
19, Lack of timeous knowledge on Financial | 9. Attempt to gel skills transfer from MW
Analyzer. Oracle consultant on a more egular DH
' basis for Financial Analyzer,
1. 10. GL integration fo be clarified, 10, Action plan is in place. KG
11, Major defay in EW Change Manppement | 11. Formulate action pi~a with R M a5 NG -
process with regard to communication (o matler of urgency. '
TSEIS.
12, Mot all technical isswes comnmnicated to | 12, Infermation (o be shared in project Team
team. leam mectings.
13. Lack of prompt decision making by 13. Timeons decision making and any NG
business / project owner. delays to be escalated io EW Steering
Committee. Project owner to be invited
| 1o attend selecled project meetings,
g 14, Meetings held in offices disturb fellow 14. Explore possibility of utilising laplop Team
i workers, computets for meetings, and show
consideration for fellow workers.
15. Build late on Financial Analyzer will Sec 8 above, -
impact Analyzer deadlines but nof the
rest of the project.
16. Prevented from cormunicating with See 7 above, -
users Group wide, L
i 17, Linking between AP to GL pnd AP to FA | 17. Install and lest Version 16.1 KG
syslems. DH

18, Lack of knowledge about Multi-Org in
Qracle Versinn 10.7.

I18. Resolved, now have knmvledga.

1%, Change in Chungé Management funclion
due to having (o rebuild relationships.

19. Resource will overcome Jear ing curve
and pet up ko speed,




FINANCIAL SYSTEM ACTION PLAN

SOLUTIONS DESIGN - . OCTOBER 1997

- Appendix 5

" ACTION PLANNED PERSON ACTION TAKEN | RESIDUAL STEPS | PERSON

1 MSOﬁiueneedstobaameptedasslandard KG : '
for the project and support structures
provided.

2, Aeqmrem-honseshllsonm XG
environment. Acquisition of resonreesby - |

i DSio!mepDrSqumnn'sup-todatcso KG
individual users / projecis do not hiave 1o
update it themselves.

4. Standard viewer problemto be logged with | NG
EWProgrammeOﬂ'icatoaddrﬁsGroup KG
perspective. -

5, Monitor installation, KG

: DH

6. Meet with D S to discuss setup of the KG
Development Environment.

7. & 16, Raise af Steering Commitiee that NG
feadback Is needed from EW Programme
Office to all project managers,

8, &15. Detail planning session to beheldon | MW
Financial Analyzer with deliverables,

9. Attempt to get skills transfer from MW
consultant on 4 more regular hasis for bH
Financial Analyzer, .

10. Action plan is in place, KG

11. Formulate action plan with R Masmatter (NG
of urgency. _

12, Information 1o be sk~red in project team Team

meetings.




FINANCIAL SYSTEM ACTION PLAN

_ A_ppem_lix 3

{ FERSON -

PERSON _

ACTION PLANNED 1 ACTION TAKEN RESIDUAL STEPS
13. Timeous decision making and any defaysto | N G

be escalated to EW Steering Commiittee.

Project owner to be invited to attend

sclected project meetings. -
14. Explore possibility of wilising laptop Team

compnters for meetings, and show

consideration for fellow workers.
17. Install and test Version 16.1 KG

’ DH




F]ZNANCIAL SYSTEM ACTION PLAN

OPERATIONAL ANALYSIS - JULY 1997

Appendix 5

[ RESIDUAL STEPS.

PERSON .

ACTION PLANNED PERSON ACTION TAKEN
1. Communication of Inter project requirements M ‘| Mo formal feedback yet on other projecis, fearn Tobe rnised at Steering NG

through formal chanmeis, tend ta follow-up ourselves and to review ihe EW | Commities RM

. Issups datahase. ) ]
2a) Appomtment of 2 Change Mennger. nNG Has been appointed.
2b) Interact with Entezprise Wide Chenge Apppintes Ongeing interaction esmbhshed
Mmagement.

3. Appmmntemeehngv&nue farremoteuaersto N G ol appropriate | Number of people and seniority detennines

ensire to-operation. team members _meeting venues, -
4. Awniting decisions i

8) Excel, cost centre 4) Decisions inkem. a) Timing of the Cost Centre M

development on Unix. M development to be decided,

b) Accounts payable centralisation, FS5C b} Finalised

¢) Subsidiary - usage and acoaptance, MP &) Usage has been ﬁ.rulhxd

4y Subsidiary acceptance of Iigh level gap d} Finalised

analyzis. Ps
5. Standardisation Grong Desk top software. D5 Open Systems stenderds for the | K G
. KG Grony pewled from A O
Escalate to Steering Committee
. if necessary. NG
6. E-muul commmunication with subsidiaries needsic [ RC i3l outstanding, KG
be ingtalled. .
7. Latus notes accass probleras lo be resolved. K@ Mest team members have Noles access, 2 Users to be edded via Help KG
) desk.




HIGH LEVEL GAP ANALYSIS - JUNE 1997

" FINANCIAL SYSTEM ACTION PLAN

Appendiz 5

ACTION PLANNED . PERSON | ACTION TAKEN BESIDUAL STEPS | PERSON
:. Chamge of Praject Team moles fmmhudmonnl to | NG Have had discussions with I C but have ideatified
be followed up with I C areas of resporsibility independently based on
_ delivarables.
2. Need to obtain Gooup derision re Chimge NG Enteeprise wide- uhangemmgmmnt document now
Muonagement from S A available to the Projecl Team, Change manager
appointed for the project,
3. Appomt tesnporary Projuct secrefary until a NG The position has been advertised, Secretary has beea
__permanert position is anproved. appointed.
4. Appoint Technicat Project Manager ASAP, PC K G has taken (s wie. Decided there is sulficient
4a.'Iech1ﬁmleagarmsetupmrmmmmhons Tech Manager resoL 2es within the team to utilise for this jrrpose.
with other
5. Techuieal team to put qualifying statement an £G Revised work plan hes been completed and it does
zevised wark plan, ot include specific time scales un development,
6. Detmiled tmining ctmmﬂumtohedmguadfnr AD - This metier is still unresolved | BN
18, ond traiving is outsianding,
7. Clearly defined roles at commencernent of NG Clearly defined roles Bave been established sc this
Operationsl Anslysis and subsequent phases, KaG problem is resolved.
DH . -
8. Place parked .ssues into a Financial Issues Team Database has been set up, Issues will be continuously Team
database and follow.ay by & Tune, monitared wnd kept on Project
Team meeling tisutes wntj?
: : rasolved,
9. Time scale to be determined for developmentof ¢ NG Retek interfaces meetings have commenced., Cantirme to meet on inteifaces | NG
Retek imfegratinn, H s needed, AP and GL teams
FC
SA
10. Clear distinction necessary betwemn Project NG anedecndedonammpmmsesimaumnsmemzs
and Project Owner responsibilities, Sa no fi¥l time Project Owner.
11, All epptication irsining will be completed hafore | N Gt Tratting has been incinded in workplans for next
Operational Analysis phase, DH modyla.
12, Review sieps to fullil Gperating Vision, NG This has been prepured. Needs.to be finalised pending | NG
SA feedback from the Steering BA
Coramitiee,
13.£:14. Heating and telephone instaliation to be KG Resolved, .

followed up.




Appendix 6.

Rotailer Quallty A wurance & Self Assexsment  S3atem s

1. INITIAL MEE TING

FOR COMPLETION BY: .
Facilital_or. Systems Manaper, Business Analysts, User Department Representatives, and Execnlive Champion.

OBJECTIVES ' .
Development Process Objective: To state, define and record 2 business problem and vision of a solution that
will inslude or be driven by an application information systien.

Quality Assurance Objeetive:  To ensure ihat prongy dcvelobment standdrds have been applied,
documentation prepared and the vision adequately defined and documented,

Buginess Objecﬁw: To ensure that the vision have been discossed in sufficient detail so ihatit
is clearly wnderstoad. To ensuse that the vision is a viable alternative 1hat will present the optinal business

solution for the business prablem,

Self Assessment Objective: "F'o ensure that the above objectives are achicved within an adeguate control
framework, which will limit business risk exposures 1o acceplable levels.

PREREQUISITES

Confir that the following development phitse has been completed and the delivetables completed:

Development Phase Doliverables | Yes/No/ | Initials | Date
NA . _
1 Initial Mecting Business ecd with critical
suceess factors (CSF);

Broad Solution and objectives:
Mandate for jcam relerence;
Gross  benefit amalysts  with
expected langible and intangible
- henefits:

Initinl project teany composition;
Projeet assignmenl briel.

Ji'\?l'&ﬁ;me any devistions from the above prtoquisitcs:




Appendix 6

Retaller. . Quality Assuranee & Self Axvessnimt System

1. INITIAL ME - ‘'TING

QUEST!ONNA_IRE '

Measuremeni _Yes {No/ 1 Initialy Date
NA

" 1 Was the Initial Meeting attended by representaiives from all
relevant users departments, divisions or chains, bearing in
mind the overafl vision of the project?

2 Have the bmsiness requiremenis becn clearly defined aud|
documented?

* 3 Has the exetutive champion been satisfied that his vision was| -
adequately understood; discussed and documcnted? '

4 ‘Were basic business rules for the alfected business area defined |
- in the vision and documented?

5 Have the critical success ficlors and the project ohjectives beet
defined and recorded?

6 Was an overview of present business processes presented (o
the meeting?

7 Was a schedule of evonls discussed and  individual
responsibilitics allovated as basis Tor a project plan?

8 Were strengths and wenknesses of the existing system and
interfiace systems discussed in global terms and recorded in the
prafect documentation?

9 Do you have any rescrvations or concerns about the projest or
the pragress achieved to dote? If yes, discuss below,

COMMENTS
i(_.{ﬂglach separaje message if necessary}




Retailer Quality Assurmmes & Svlf Assessmont Systera :

Appendix 6

1. INITIAL MEETING

' DECLARATION

: Initials
-1 am satisfied that the development standards were adhercd o and that
satisfactory explanations were documented for any deviations, "POST INITIAL
MEETING" questiongaires were cowmpleted by all the vequired teart members

and adequate controls were maintained during this project phase,

-o0o-

Date -



Appendix 6

. .Rntialler Qunlity Asmragce & Self Asseaspent System

2. PROJECT SCOPING

FOR COMPLETION RY:
Business Analysis, Syslems Analysls, Pacilitics Representmiive, Capocilty Planning Representative, Data
Architectiure Represeniative, User Department Representatives and Systems (Project ) Manager, '

.. OBJECTIVES _

Dcvclapmen Process Objective: To enserc that we have a cléar definition of the business problem, user
vision, project scope and envisaged 1T solution, so that accurate data and process requirements can bc defined
during the J’ADD rlmcess

Quality Assurance Objective;  Te ensure that group development standards have been applied,
documentation prepared and user needs adequately defined, translated and docemented as technical data and
process requirements,

" Busineﬁk Objective: To ensure the praject scope has been defined and that sufficient and
accuraie infognation has been nssembled and compiled for presentation o the JADD players.

© . Self Assessment Objective: To ensure that the ahove nb_;eclms are achieved w:tlnn an adecquate control

Framework, which will timit business risk expoFUres to acceptable levels,

PREREQUISITES
Confirm that the following development phases have been cumpletedbat'ore the pl‘OJeCl proceeds 1o JADD:
Development Phase Deitverablcs Yes /No /[ Inftials| Date '
_ NA
1 Initial Meeting Initia) Meeting, questionnaites,
2 Steering Commitiee Steering Commiitee approval, prieritising!
. il scheduling.
3 Joint Requiretenis Projéct scope with  exclusions and|
Planning, inglusitms:
. Agsumptions,
Macro coniext diagram; '
Gross benefit analysis in moneiary and/or
man-hgnr lerms;
Macro business niles;
SLA's,

Initiation of chinge management process.
4 Initial Technology Review |Technical Review,

Processing environmeni repord;

Initis] environment decisions.

5 Busincss Roview of JRP  |Decision to accept the scope and initial
' envirotiment decisions and proceed o
JADD.

6 JADD Preparation Data and process models;

Existing / initial data models;

Existing / inilial process models.

4



Appendix 6.

. Retniler . Quniity Assnrance & Sell Ausessment System :
2. PROJECT SCOPING
QUESTIONNAIRE
Measurenient " T Yessno/ .Initials ﬁate
NA .

1 Has the Steering Committes issued a directive on the project’s
priority and when it is to comlinue?

2 Were project boundsries, any specific inclusions, exclusions
and assumptions clearly defined and recorded?

System Objectives and user soquirements?

3 Are you satisfied that the project as defised will meat the

4 Have the cxecative champion and user reprosentatives agreed
to the identified project boundaries and couﬁrmed thal the
© vislon is sull complied with? .

5 Are the expected monelary and other benefits realistically
reflected int the project docomentation?

GDescn'be the Wchmque by which flese bemefits will be
measured?

7 Have all inlerfyce systems been identified and their systems
managers notified?

8 Were present business processes discussed and avalysed for
potettial re-engineering?

9 Will any BPR exercise be conducted as part of this project?

10 Was agreeinent reached on the validity of business rules for the
affected business area, given the re-engineering possibilily of]
~ the praject?

11 Have tlie strenpths and weaknesses of the existing systems been
reviewed Lo ensure they have been adequately cousidered in the
project?

12 What other alternalive solutions to the business problem have
been considered? What ate the advantages and disadvaniages
of these allernatives?




Retaller Quality Amwrmoe & Sclf Anseasment Syutem :

2. PROJECT SCOPING

Appendix 6

Measurement

Yes/ Nof
NA

Initials

Date

13 Has a bixiget been formulated and documented in terms of|
manpower (including users) and funds required Tor the projeci?

14 Will economies ¢ “seale be realised through epplving {he spme
system on a shrink-wrap basis theongh' similar chains or
businiess uiits? '

15 If the system is to be modified for individuz' tusiness nnit
requirements, discuss (hose requirements?

" 16 Were business risks andlysed and documented in lerms of
" completencss, accuracy, Limeliness, authorisation and security
~ pfinformation?

17 Were  applicolion  control  guidelines  determined and
documented according fo the business risks?

18 Are yon Failiar with the contents of the long-lerm IT strategy
and business siratey documents for the area  under
consideration? '

19 Does the proposed system support the long-term stralegy, plans
and strizctures of the business?

20 Has sufficient time and funds been allocaled 1o the project
foking lkuown difficulties and poteniial problems into
consideration?

21 Were individua! responsibilities defined and will those
individuals be ablo 1o spare the {ime required not to slow the
process?

22 Will the proposed system rely on any leading edge or unproven
techriology, or will il require specialist skills not readily
available in the Group?

23 If yes to abeye, discuss low you will conirel these high risk
fuclors? :

24 Will the progosed system operate on. the standard cquipment
and operating systems idontified in the Group infrastruciure
standard?




Quility Awsurance & Sell Asscisient

2. PROJECT SCOPING

Syatem =

Appendix 6

Measurement

Yes/No/
NA

Initials

Date

Tor by the standard platforms?

25 If o to previous, what unique requircments cannol be catered

can be individually tested and implemented?

726 15 the system designed in modular format, wherchy modules

often it will be reported on?

27 Discuss how the project budget will be controlled and fow

. the progress achisved 1o date? If yes, discuss below,

28 Do you have any reservations or concerns about the project or

COMMENTS
(Attach s_parate message if necessary)

DECLARATION

1 am solisfied that the development standards were adhered to and that

salisfctory explauations were documenied for any deviations.

*PROJECT

SCOPING" questipnnaires were completed by all the required team mernbers and

adequate conlrols were maimlained during this project phase,

-o0o-

Initialy

Date



Appendix 7

7 | ¥ CERTIFICATE |

DISTRIBUTION SYSTEM PIR

DD /MM /CCYY

CERTIFICATION

After implementation of the attached action plan, we hereby certify that, to the
" best of our knowledge, the system: of internal controls is adequate and the
project sufficiently documented, to provide reasonable but not absolute
assurance that the project phase objective(-s), benefits and critical success
" factors should be achieved and related risks monitored and rnanaged to
acceptable levels.

NAME: : : SIGNATURE:
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