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Abstract

Living in the Information Age, organisations must be able o exploit their data alongside
the traditional ecomomic resources of man, machine and money.  Accordingly,
organisations implement data warchowses to organise and consolidate their data, which
creales a decswon support sysiem that 8 “subject oriented™, “tume variam™, “mtegrated™
and “non-vohtile”. However, the organisation’s ability o successlully exploil ther data
is determined by the degree of strategic alignment. As such, this stody poses the
guestion: how can a data warchouse be successfully and demonstrably aligned 1o an

organisalon’ s strategic objectives?

This thesis demonstrates that strategic alisnment can be achicved by ollowing a new
‘top down” data wanchouse implementation fmmework, the Configuration Approach,
which & based upon determining an organsation’s targel conliguration. This was
achicved by cmploying Miles and Spow's Ideal Types to formulate a questionnaine that
reveak an organisation’s largel configumation in terms of s approach o the
Entreprencurial, Administration and Information Systems challenges. Crocially, this
thesis also provides the meams o choose a data warchouse architectone that is wholly

based on the orpanisaton’s target conligumtion.

The Configuration Approach was cvalvated wsing a single case study undergoing a
period of stmtegic tramsformation where the impkmentation of a data wanchouse was
key to its strategic ambitiors. The case study illustated bow it & possible to articulate
an organisation’s strategc configuraton, which becomes the key driver Ior buillding a
warchowse  that demomstrably  supports the mesolution of its Entreprencurial and
Administration challenges. Significantly. the case study also provides a  unique
opportunity to demomstrate bow the target configumation helps organizations o mike the
right choice of data warchowse archilecture o satkly the Informtion Systens
chillenge. In this case, the Configumation Approach provides a basis for challenging the
architectural choices made by a consultancy on behalf of the participating organisation.
Accordingly, it can be asserled that data warchowses are stategic investments, il

imple mented vsing the Configuration Approach.
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1 Introduction

Those whoe have an iolkerest in data warchouoses will be aware of the
characterstics of a dala warehowse provided by the “Father ol Data
Warehousing™ Ball Inmon (2002), A data warehouse 15 a decsiwn support system
that & “subject oriented™, “time wvariant”, “ntegrated™ and “non-volatile”. This
mears that a data is structured around svbject arcas, inte grated fom dispamle
source syslems, which cnables the standardisation of data definitions. Vaolumes
of 1ime stamped data may be beld to support historical analysis in a repository
that is mon operational Le. data is mot entered directly o the warchowse buot is
subject to extract, tramstorm and bad rules o maintain the integrity of the data
beld in the warchowse. ate warnchouses anc built to store and manage data for
deckion support purposcs not 1o facilitate a business process. This s why dala

warchowse s are different from operational tmnsaction processing systems.

The concepl of data warchousing is almost twenty years old and has become
maimstream, in the sense that numerous organizations have built data wanchouses
during that time but with varying degrees of success. During the lale nineties, it
was clear that data warnchowsing pmjects were high risk. According o James
Baver, Vice Presdent ol Strategic Phnning, Chase Manhattan Bank, *“the
sobering neality is that a wery high percentape of data warchowsing cfforts Fail
and do not mect the needs of the wsers and the expectations of senior
marmgement” (Skelly, 1997) Indeed, “more than hall of data warehousing
projecis either fall behind schedule or get put on hold™ (Stedman, 1998). In
addition to this, the Boston Consulting Croup reported in 1995 (Rhodes &
Mechta, 1995) *According o database technolgy vendors, installing a basic
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customer information capability, incloding analytical methodology, should cost
up to 515 million. Yet some large institutions have spent more than $100 million
with guestionable resulis.” Data warehousing projects clearly did fail but the
failure mate has nover been Fully understood and the failure rates dispuoted.
Altbough, it was belicved that data warchousing failures were as high as [ty
percent (Watson, Coodhoe & Wixom, 20020 and if they did fail, it was duoe 1o
business Esoes (Sammon & Finnegan, 2000; Trembly, 2001 ). Converscly, it was
Inmon’s opinion that warehouse projects are hkely o succeed (Inmon, 2003 a;
Inmon, 2001a). Inmon's conldence perhaps rellected growing practilioner
cxpericnce and  ability o implement the technology o provide workable
solutions, Howewver, success is a matler of opinion where technicians may expect
to implkment a working system on time and within bodget and yet businesscs
may not leel that their warchouse has lived op to the sales hype. The sales hype
was one that, in the auhor’s experience, promised competitive advantage by

find mg conmmercially viable relationships in an organisation’s data.

1.1  Data Warchousing Experiences

Thie project & borne owl of a Masier's thesis entitled “Best Practice for
Implementing a Data Warehouse”™, which was completed in Movember, 20000 Al
that time, the author worked lor the newly created Sammsbury’s Bank. The Bank
15 a jomt venture between Bank of Scotland (now HBOS) and Samsbury’s
supcrmarkel chain, amd was created 1o bring banking products o Samsbury’s
large customer base, Bank of Scotland supported the joint venture by providing
banking skills and svstems, while Sainsbury’s provided space i their stores and
the matketing knowled ge to make the Bank's products attractive and accessible.
Mew customers o the Bank were identificd by their sort code and account
number and were allocated a Reward Card number, if they did not already have
one, The Reward Card was Samshury’s ovalty shopping card, which stored data
lor all of a cusiomer’'s shopping al Sainsbury’s stores. The meant that
Samshury’s Bank would bave access o a customer’s banking and shopping data,
which could be wsed 1o derive a significant amoont of knowledge about their

customers. This mnge of data put the Bank in a rather unique position of having
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more than just linancial data to profile s customers. As the Bank’s operatonal
syvalerns were cssentially clones of those wsed by Bank of Scotland, it was
apparent 10 the Bank’s executives that they necded a data wamchouse to stone

both Bank and supermarket sakes data for analysis purposcs.

The Bank had clear ideas about what it wanted to do with the data Le. customer
profiling, profitability analysk and risk analysis hut their data warchowse project
proposal had o be sanctioned by Bank of Scotland, as it was they who would
provide the syslems support o implement the data warchowse. Coincidentally,
Bank of Scotland was ako investigating the possibility of implkmenting a data
warchowse and it was decided o combine the two projects. Due diligence was
exerceed and NCR's Teradaa platlorm was chosen as the foundation lor both
bank’s data warehouses. Saimsbury’s Bank essentially lost a great deal of control
of their warchouse project, as the Saimsbury’s Bank element was simply 1o be a

partition of that platform.

The project got underway with NCR providing technical expertise in nespect of
the data warchowse, while Bank of Scothnd staff contributed with their extensive
source syetems knowledge, Timescales slipped and resentment crept in belween
NCR and Bank of Scotlind, senior members of the project tcam became

moticeably absent om proceedings and the development cventually failed.

During this time, the author rescarched issues and factors that influenced the
successful implementation of data warchowses and proposed the ollowing

principles ol best practice (Weir, 20000):

. Project must fit with corpomate strate gy and business objectives
* There must be complete buy-in to the project

. Manage Expectations

. Data Warnchouse must be built incrementally

. Build inadaptability

. Project must be mamged by both I'T and business professionals



. Develop a business § supplicr relationship

] Only load data that bas been ckaned and is of a quality that is understood

by the organization
] Do mot overlook training requine ments
. Be politically aware

These principles were presenled 1o the Data Warchowse Steering Commitles
before its cventual demise and with the help of those invalved, it was possible 1o
rmtionalise the failure of that particubr pmojeck Those expericnces wene
published 1n the author’s Master’s Thesis and subsequently in the Journal of Data
Warchowsing (Weir, 2002) now known as the Business Inlcllizgence Journal., Of
all the principles of best practice, it was the need 1o align the data wanchouse 1o
corporate stratcgy and business objectives that was the mos1 prominent in terms
of practitioner papers. Howewver, having observed the developments in the
industry since the completion of the Masters, it became apparent that the focus of
atlention had shifted o proving the valoe of the data warchowse by delivering a
suitable eturn on investment (ROI). In principle. this shift of attention scemed to
detach data warchouwse developments  from stralegic  alignment  with  no
cxplamtion as to why that should be the case. There were numerows articles that
provided advice on how to measue ROL which scemed mther curious when
praclitioners bad ackoowledged that the costs were casy o delermine but the
benefits were typically difficolt to quantity (Sammon & Finnegan, 20000 It was

casy to sce that conditions within the ind ustry wene changing.

1.2 Changing Environment

The focus on RO started around the beginning of the new millennium when
scvertl  mather significant events made an impact on  global  markcts.
Onganisatiors keft the relatively capital rich period of the lake ninctics and entencd
an crt of more challenging trading conditions and a spate of cvents that bawve
shaken cconomics, confidence in financial markets and national sccurity. The
following serve as & small example of those events that illustrate an onderlying

period of instability:



* Dot Com bubble bursts (20000
. Kerow exposcd for falsifying financial siatements (2000)
. Terrorist attack on Twin Towers, New York and ensuing war in

Adghanistan (2001

. Enron collapses (2001 )

* WorldCom folds {20027

* Parmakt “loses” billions ol dollars (2003 )
. War in Trag (2004

Individually, these anc dmmatic events but collectively, they also appear to hawe
influenced variows aspects of business thinking. The bursting of the Dot Com
bubble inithted a sustained slide in stock matkeet prices, which clearly affected
investor confidence and was compounded by the corporate scandalks of Enron and
WorldCom, to mme but two, The horrific events of 11th Septermber 2001 have
almost cerfainly added to the mix of wuncedainty thus mising the pmfile of
‘security’. A legislative reaction o the corporate scandak has been itroduced n
the form of Sarbancs-Oxky and to a lesser degree Basel 11 These dinectives
attempt 10 limit an organisation’s exposure 10 risk and restore confidence in the
integrity of corporate stalements. This suggests that risk mitization and sccurity

bawve been the dominant themes underpinning organisatiomal comciousness.

iraham (20003) made a similar distinction between the two periods pointing oot
that it was casicr to HAnance lelecommunications or lechnology development
imitiatives and pew ventures prior to 2000, This obscrvation fits very well with
the venture capital sixtecn year cyele illustrated in Figune 1, which illustrates the
avitilability of venture capital over time and clearly indicates a sharp decline in
the availability of ventune capital funding from 2000 (Hyland, 2005). Tynan
(2004) also sugecsts that the recent increased reliance on return on investment
(ROI) signalled the end of the mther profligate period of the late ninctics. ROV, it
scems, is a measure of comfort or a risk mitigation exercise that demomstrates o

allthat cvery cffort bas been made to justify the vse of scarce resources.
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Figure 1. Venture Capital Lifecycle

Data warchousing is no different, as the numemous articles advising how best o
cakulite RO (Adelman, 2003; Whittemone, 2003; McKnight, 2002) appear to
indicate. Howewer, as Kaphn & Noon (1996, p. 22) explein, ROL is merely onc
metric that focuses on measuring shoit term financial results, which could be 1o
the detriment of building long term value. Indeed. a survey by Preslan, Newmark
and Hagerty (2004) found that data warchowses had increased the availability of
data but bad failed to achicve ROI, which appears to indicate that wanchouscs

Fave failed o meet their commercial potential But is this really the case?

It scems that despite practitioner advice 1o align the data wanchouse o compomate
stategy and business objectives, organisatiors appear o have reacted o
cnvimonmental conditions and placed a great deal of emphasis on RO as a means

of justifying investments and measuring success.

The author did not feel that a single financil measure ic. RO could adequately
account for the impact that a data warchouse can have on an organisation. The
First American Corpomtion case study (sce Chapler 2) bears testament to the

comsiderable impact that data warchousing can have on an organisation, where it
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would have been futile o calculate the BROL This is because the data warehouse

was built for the long term and mtegral o the organsation’s strategy.

That said, it must be acknowledged that not all data warchouses are built for the
same reasors. An organisation may build a data mart to satisfy localised sub unit
information needs. An organtsation may also build a warchouse that gathers data
from business processes thal supports decision making in several business units.
Alernatively, organisations may implkment enterprise wide data wanchouses that
support decision making with hreadth and depth. It scems reasonable to belicve
that in cach of these examples that the reach of the warchouse i= proportionate o
the strategic emphasis placed on that investment. Indeed, thiee casc studics by
Walson, Annino, Wixom, Avery and Rutherford (2001h) indicated that & data
warchowse will have a greater impact if it has the backing of execulive
marmgement and s of stategic imporfance o the oreanisation. Expressed
another way, a statcgically aligned data warchouse will have a momre positive

oreanisatioml impact.

The [ocus on strategic alignment has diminished in the st few years (Weir,
Peng & Kemidee, 2003) which may be having a detrimental effect on the
perceived value of data warchousing, In effect, organizations will have aligned
their warchowse to greater or lesser degrees. In fact, alignment may be achicved
mote by accident than design The focus on ROT has had greater prominence in
praclitioncr literature over the last few years and this, in itsclf, bns meant that
stmtegic alisnment has not been promoted as a lopic of importance. It & equally
truc to say that the lilemtune promoting stratcgic alignment has not been oo
enlightening in its advice for achicving strategic alignment. The literature siales
that strategic alignment is required but docs ot make it clear how this may be
achieved. It is a gap in the literature for those organisatiors that view their data
as a strategic as=ct [F organisations canachicwe greater stategic alignment in the
carly stapes ol an implkmentation, that creanisation will bave a greater chance of

realising their e xpectations.



1.3 Rescarch Question
The rescarch question 1o be addressed in this thesis is: bow cana data warchouse
be successfully and demonstrably aligned to an organisation’s sirategic

ohjectives?

Whereas, 1t & stated that “business ssves’ are olien the reasons quoted lor data
warchowsing failurnes, this is an inadequate mtionak., as this suggests that it is the
cistomer who & undermining the delivery of their own syslem. 1 is therefone
important w emphasise that *business ssues™ are (he reason lor implementing a
data warchouse and so it is imperative that the warchouse development rellects

the business” conlext and strategic aims.

In general, data warehouse developmenis are heavily mfluenced by the indusiry’s
leading authoritics Bill Inmon and Ralph Kimball. Fach has a prefermed
methodokgical approach and archilecture that has divided opinions necgarding
whose approach is best, particularly around architectures. This thesis cxamines
the work of Inmon and Kimball and highlights the failtics of cach appmach in
dealing with the issue of stmlcgic alignment. This problem was mesolwed by
sccking out a mears of defining organisatioml strategy, which was modelled to
provide a blucprint against which the data warchouse could itsell be modelled.
This is achicved by drawing on the Configumtion School of Strategic
Management and in paiticular, the typologics proposed by Miles and Snow
i(1978)., The Configuration School is founded on the principle that all
organisatiorms arc unigquely configured. Omgankations may opermate within the
same industry and be bound by the same legal famework but cach organisation
operaling within that indwtry = stroctored inoa onigque way. Miles and Snow
found that while organi=ations are oniquely configuned, organizatiors lend o
[ollow similar paticrns of configuration o deal with a given =ct of brading
conditions. Miles and Snow stodied those patterns and subsequently published
their ideal configurations, namely the Defender, Analyscr and Prospector. These
ieal types are the basis of our strategic alisnment solution Le. the ideal types are
modelled and wsed 1o determine the most appropriate data warchousing

architectures and methodologies to achicve stralegic alignment
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Until now, there has been o lack of advice for those wishing o impkment a
stategically aligned data warchouse. Howewver, in thi thesis, it will be
demorstrated that a data warchouse can be aligned o an organisation’s stmtcgy
by Hrst uncovering the organisation’s configuration and vsing that information o
lead key implkementation and architectural cholices. By revealing anorganisation’s
configuration it is possible 1o choose an archilecture that contribules positively
towards its Information Systems challenge and ¢nables the adoption of an
appropriate implementation approach that focwses upon the nesolution of ils
cntreprencurial and  administration  challenges.  This  thesis will provide
praclitioncrs and organisations alike with the mears W impkment a data

warchouse that is demorstrably based vpona strategy led mtionale.

1.3.1 Remaining Chapters

Chapter 2 examines the question; “what s research?” and explores types ol
rescarch and methodologics that help rescarchers o ersure a high degree of
integrity in their findings. This chapter concludes with a mtionak for the
approach taken in the remaining chapters. In Chapler 3, the origins and ratiorale
behind the Configuration School of Strate gic Management arc presented in order
to illustrate how this school of thought can be wsed 1o exphin the oulcomes of
three data warehowsing case studies. Miles and Smow’s Uypologies are alo
introduced, as the Ideal Types form the theorctical foundation of our
guestionnaire, which was used to determine the stategic direction of our case
study organisation. Chapter 4 examines the woirk of Inmon and Kimball by
focussing vupon their architectural and methodological differences, but this
chapter docs not simply highlight differcnees, as it ako illustrates that they shane

common ground when it comes to strategic alignment.

Having cstablished that Inmon and Kimball do pot adequately deal with strategic
alignment, & solution entitled Configuration Approach is proposed in Chapter 5
by drawing upon and cxpanding the Tripk Driven methodology and rationalising
suitable data warchouse architectures for cach of the Ideal Types. The uselulness
ol the Conhguration Approach 5 dependent upon articulating manapement’s
view ol their organisation’s strategy n terms of'a Conliguration. The solution to
thi= is contained within a questionnaire, which = modelled on the Ideal Types

defined by Miles and Smow. Chapler 6 provides an in depth account of the
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comtruction of the questionmire, which was subscquently completed by senior
maregement in a supply chain organisation implementing a data wanchouse, The
gues tionnaire results successfully ilustrate that the organization is in the midst of
significant stategic change, the details of which are described in Chapter 7. The
key outcome of the questionnaire 15 a clear view ol the organisation’s current and
target configuration, which provides the platform w outhne the organsation’s
information needs lor the purposc of building a demonstrably aligned data

wareho e

The firnl chapler evaluates the Configuration Approach by comparing the stages
of the proposed approach with the expericnces of First American Corporation
and Menzics Distribution. The First American Corpomtion case study is perbaps
the best cxample of 2 successtul data wanchouse implermentation that turned the
fortunes of an organisation around. The Configuration Approach provides a
comprehersive mtionak for that success both in terms of the strategic dircction
of the organisation and ils choice of data warchowse architecture. The Menzics
Distribution cases study, on the other hand, illustates how the Configumtion
Approach crmbles an assessment of how well aligned a data warchoose project is
o the organisation’s larpet conliguration. These findings are valdated by
drawing vpon independent recommendations for the strate gic dircction of valoe
chiin organi=ations. As a result of this analysis, it can be asserted that an
organisation llowing the Configumtion Approach will build a data warchouse

that i= demomstrably aligned to the organisation’s target conliguration



2 Methodology

2.1 What is Research?
Lang and Helss (1985, p. 1) state that rescarch is best undestood by asking three
guics toms:

al What & rescarnch?

by Why ane rescarch methods wsed?

c) How ane these escarch methods wsed?
In essence, research is problem solving using a “sysitematc and unbiased™
approach by “generating veriliable data™ Allernatively and according to Bordens
and Abbott (2005, p. 4), “the principal method fr acquiring knowledge and
uncovering canses of belaviour & rescarch. Yoo identify & problem and then
systcrnatically =t out to collect information about & problem and develop
explamations™. Lang and Heiss (1985, p. 2) use Dewey’s schema lor cognition o
illustrate the systematic natune of the problem solving process, which became the

hasi= ol scientific methods:

l. Indeterminate situation — a puzzling situation

[

Clarification of situation — define the problem

3. Formulttion of hypothesis — inlellizgent gucsses or assumptions which
attempt 1o arswer the problem

4. Collection, organisation and analysis of dala — ongoing through all
sleps

5. Formulittion of possible conclusions



19

6. Verfication, mjection or modification — sskcted 2 hypothese by a
test of ite comEaquences inspecific sitmations.
Althongh, it E acknowlsdged that while this £ a pood foundation, many
researc hers will find different waye to resolve their ressanch question Indeed, as
Elixter, Hoghes and Tight (2001, p. 9) point oot ressarch doss mot alwaxwe
follow a linsar path becams mesarch:

a Iscyclical

« Canbe zoterd at almest any point

a [=a never ending process

« ¥ill cams you to reconsider your practices
o  Will return wonto a different starting place

Bordem= and Abbott (2005, p. 13) dentify thme Mathods of Inquiry for gathering
mmformation; method of aothority, the rational method and the scientific method.
Ressarchers =2 the method of anthority by simply comulting those that are
deemed to be an anthorty on a given = object. ThisE method of ingoiry i= adopted
most often in the sarly stages of mezarch and = consdemd fhiwed for two

TEaE0IE;
1. Theeouwce may oot be az anthoritative as it waz originally thonght to be
2, Theeouwce maybe biased

Howmewwer, the wiews sxpresssd by these athorities will help to boild some
underetand ing of the i=opes that need to be comsdersd in the reseamh. The
rational method differs from the method of anthority by relyving on bogcal
reazoming to reach conclisiome. This methed, as Borders and Abbott (2005, p.
14) eaplain, was developed by Descartes and 8 @ncapsulated in his statermant
thinke, therstfore | am™ But this mathod too has its flaws, a3 scientists will t2nd
oot to accept deductioms as commct untidl they have emprically tested the

nnderlying logic.
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The meet robust approach to sstablishing knowled g2 1= the scientific method
where the method of anthority and rational methods are combined and snhanced
through four steps that ha= become the basE of finding solutions fo scientific
problems. The four steps are a5 follows [(Bordeme & Abbott, 2005, p. 15):

1. Observing a phenomencon
2. Formnlating tentative explanations or statements of caes and affect

3. Further obeerving or smpenmenting (or both) to role oot albemative
explamations

4. Refiming and retesting the explanations

The practical stepe that are required to fulfil the scientiic method are discussed
m J=zction 2.2

The benefit of applying ecientific ressarch methods 1= that it gnides the problem
solving procsss throngh stages that are recognised, koown to be reliable and
explicitly reqoires that bias be set aside to emore objectivity (Gray, 2007). A=z a
res ult, when the ressarch E poblished, it £ poesible to review the stages of the
procss= and independently test the resplte. This £ the foundation for adwancing
lnoowled g and helps to explim why research methods are psed, a= oppoesd to
relying on what may szem like a3 common ssns: judgement or mtoition to
rativnali= e a problem (Lang & Hees, 1985). Bordems and Abbott (2005, pp. 5-8)
emphazizs the impotance of scientific methods, a5 thesy resnl in explanatiors,
which ha<we the following characteretice:

s Scientific explnmatiomrE ars empmical — an explanation £ based upon an

obeerwed ewent that can be validated by third partiss.

w Scientific explamations are rational — the sxplamation cannot defy bgic
and muost be cons Etent with established fBcts.

s Scientific explanations are testable — an explanation most be able to be
tested throogh to prowe anticipated ootcomes.

w Scientific explinations are parsimonoiEe — where it 1= poseible to offer
more than ons explnation for an swent, it the explanation with the last
number of assnmptions that i= preferred.
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» Scientific explanations are general — explamation= that ar subject to the
existence of 3 nomber of precond itiore will tend to be rejacted.

«  Scientific explamation= ar tentative — scientetE will alwases be prepared
to explor fanlts in a given explanation

» Scientific explanations are rigeronsly evalnated — sxplanations are always
subject fo scrutiny a= a meult of changes to priociplks that support an
axplamation

¥ hile there are pood reasons for smploving scizntific methods, # miet ako be
accepted that some scientific explanations may be flawsd. Bordens and Abbott
(2005, p. 10-11) provds two broad but avoidable reazomE; ressamhes wmongly
“inter the cawses tor the obssrved bBehavioo™ or provide o “pssudoesplan tion™
Le. ressarchers “previds analternative label for the Behavioural event™ Ttis also
poesbl for ressarch to be undermined or diEregmrdsd by owrlooking sthical
protocol or ondne influence from pmoject sponsors. In this case, it = the
regearcher’s duly o condoct ther rszarch with intagrity, an i==oe that Lang and
Heks term the “Politics of Baszarch™ (1985, p. 4.

The question of boww research = Eed conld perhape be snmmed up by smply
looking around at eweryday objectE and ewents. For emample, poernments
regularly poblish reszarch statetics, drogcompanies mlease new druge to combat
diseass and mobils phone companies fequently Lunch products with the Latest
bardware and =oftware technolgies. The point hers E that the prodocts of
research are all around =, The res nlis are oot an end in themselves bot represeot

the latest adwance in koo led g=.

2.2 The Rescarch Process
Ressarchers who employ the scientific method to condoct their mesarch will

followw the stepe outlined in Fignre 2.
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Figure 2. The Rescarch Process

Fach of the Rescarch Process skeps is described as follows:

Develop a mescarch idea — the frst step is to dewelop & rescarch idea into a
rescarch question that can be tested empicically. Birley and Moreland (1998, p.7)
state that “a research question & a way ofexplaining as sharply and as pithily as
possible to yvourself exactly what you are going o rescarch and what you wish Lo
find out.”™ A research queston (hal anticipates an oulcome 15 nol vald., The

rescarch idea may be horne oot of observations or prior rescarch, Deductive



reasoning helps o develop a hypothesis by putting the rescarch idea into a form
that it is ahk to he tested.

At this stage, it is perhaps worth stating that the nescarch question for this thesis
bas already been established in Chapler 1 ie. how can a data warchouse be
successfully and demonstrably aligned to an organsation’s stralegic objectives?
In accordance with a scientific stody, the rescarch idea is based upon prior
rescarch (Weir, 20000 and obscrvations of market behaviour where the success of
a data wamchouse was once determined by the degree of alignment o
oreanisatioml strate gy, but has since been superseded by caleulating a return on
investment. This shift i focus 18 “puzzling’, as i has been stated that calculting
a relurn on investment for a date warchouse is, at best, difficult (Sammon &

Finncgan, 2000},

Choose an appropriate mescarch design According to Gray (2007, po 340,
research design is “the overall process of using vour imagination as well as the
stategy and tactics of science o guide the collection and analysis ol daia.™
Punch (2005, p. 63), on the other hand, states that research design “situates the
researcher in the empircal world, and connecis the research questions o data.™
The determination of a stale gy governs the choices made belween quantitat ive,
gqualitative and mixed method appmaches undeipinning the mescarch. Bryman
(2008, p. 22) describes research stralegy as the “peneral orientation w the
conduct™ ol research, while Punch (2005, p. 63) describes rescarch strategy as
“reasoning or the sel ol ideas by which the study intends to proceed in order 1o
amswer the rescarch questions.”™ This is an issoc that will be dicussed fully in
the following section and an explamtion will be provided for the stategy

adopied for this stody.

Choose subject population — The rescarch design will belp o goide choices
reganding the subject to be studicd. This could mean a human popubtion or a

single entity, but in either case the subjects must be treated inan ethical manner.

Decide on what to obscrve and appropriate measurcs — The next step in the
process is o [oocus on what it is that is being observed and bow that study can be

measured.
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Conduct study — This step & the practical excrcise of engaging with the

subject(s) who are participating in the study.

Amlyse data — Having conducted the study, the rescarcher will bave a set of
results (data) to analyse. The rescarcher may choose o apply different statistical

methods during this step, but it is the interpretation that & imporant.

Feport results — Reporting resulls is important, as it is the point where the whole

process s documented and presented for the wider avdicnce to consider.

Finally. Figurc 2 illustrates that the process docs not end with the final repot, as
it can be cxpected that more rescarch ideas will surface as a by-product of the

whole process,

2.3 Rescarch Methods

As discussed in the previous section, once a nescarch question has heen
cstablished, it & then necessary to formulate a rescarch strate gy, The statcgy, as
previously stated, governs the choices made between the gquantitative, qualitative
and mixed methodological approaches underpinning the rescarche 1t is essential
therelfore, b consider the charmcteristics of the various mescarch methods. In
doing =0, it is worth pointing out that there may be a perception that guantitative
methods are better than qualitative methods (Bere, 20073 bot as the following
scctions will show, cach has its own frailtics e, ome is ot better than the other
iDawson, 2007). The purpose of this section is not o contribule 10 that debale

but to consider the characteristics and make mational choices for this study.

2.3.1 Quantitative Methods
In general, quantitative methods ivolve the “vse of numbers o describe whal

exists™ (Gray, 2007, p. 42). Bryman’s (2008, p. 1407 view 5 that quamitative
research “entails the collection ol numerical data, as exhibiting & view of the
relationship between theory and research as deductive.”™ Davies (2007, p.51)
divide gquntitative rescarch into two related yet distinct approaches; mrescarch
bascd on surveys and experimental rescarch (e rescarch conducted under
labomtory conditions). Both approaches require an “undersianding of sampling

techniques, dsciplined data gathering and skilled data interpretation.” Interms ol
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execution, quantilative research is “more linear” than qualitative rescarch (Birley

& Moreland, 1998, p. 30).

2311 What is Measurcd

Bryman (2008, pp. 143-154) provides a comprehensive asscssment of
guantitative rescarch where it is the concepis or the “building blocks ol theory™
that are measured. Concepls “may provide an explanation ol an aspect ol the

social world, or they may stand for things we want to explain™

Three reasons are oflered lor the “preoccupation with measwrement in
quantiative research”, which may be considercd advantages of the guantitative

approach:

1. Measwemens enable the delection of small differences belween clements

of a concepl.

[

Measurements cnable benchmarking where a standard is cstablished and

variances from those standards can be measumcd.

3 Measurements can detect melationships bebtween concepls through the

application of cormelation analysis.

In measuring a concepl, il 18 necessary 0 entily “ndicators that will stand lor
the concept”. Measures difler [rom indicators, as measurcs anc the things that can
simply be counted c.g. the number of children in a hovschold. The indicator & a
higher kewvel characteristic of the concept. Indicators can be derived from
questionmaires, mecording bebaviowrs or offichl] statistics, but the mescarcher
necds to give due consideration to the number of indicators nequired to capture a

concepl.

The wse of multiple indicator measures suggests that there may be a problem
with a single indicator. For cxample, a single indicator could result in incomectly
applying a chssification, in which case, the single indicator is too general It may
thercfore be more appropriate to wse multiple indicators to cnable a greater
understanding of a concept. Consideration most therefore be given to the fact that

the concept is multi-dimemsional



2.3.1.2 Quantita tive Data Collection © ptlons
“There & neone best techniqus for pathering data™ A ressarcher’s choice ot data

gathering method depends onthe follonming (Cray, 2007, p. 43):
« How well formuolated your theory 1= before you begin obserration
a The level of eocial interaction wonnesd or wish to obeere
s« Thetype of information oo want to koow
 Theresonmes vou have a-milable forressarch

» Therelative sase of access to mdividnals, goups or mstitotioms

Gy (2007, p. 44-45) ootlines the most common data methods that are available
to the researc her, the most appropriate option will be that which fite well with the
cond itions outlined abawe.

Social 3urwesy — This i= an nterviewing techniqoe that focmss on obtaining data
az it mlates to social phenomema or mEpondent athtodes. The surmey i=
standardised to emure that all mcipients are asked the same questiom, as thers
may be little, if any, contact with the mesarch sohjects. 3ocil smvese Ewally
take the form of 2 questionmaire whers the primary function i= to valdate an
exieting theory mtherthan discower theory.

Comtent Amalyee — This £ an approach that doss oot reque the personal
imvolvement of reseamh sobjects, a= the data £ derived from snnmeration ie.
“counting the number of tirmes that specilic types of commmunication ecou™ Gry
[24HF7, . 44). The awthor used this technigos to determing the “Bast Practics tor
Ireplernanting 2 Data Warshouse™ {Wair, 24HHY), which is the basis for ths thesis.
EBest practice was determined by analyeing the content of academic and
practitoner journals to ind articlss that g+ an acconnt of 2 data warhonss
implkmentation. Those articles prowided a list of issnes and pifalls that shoold be
talen into account when boilding a data warshonss.

Experimentation — Davies {2H7, ¢ 32) statzs that “saperiments wsoally start
with a testable hypothesiz. In order to see whether the hypothesiz i= tre or false,
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the experimental researcher artificially does ‘something” o one group of
subjects, and does not do it or does something eke w a control group™ These

types of studics are gencmlly carried out in labomatory scttings.

2.3.1.3 Reliability and Validity

When building & measurement instrument, the rescarcher must addness the issue
of mliahility and validity. Punch (2005, p. 95) refers to reliahility in ferms of
comsisiency over a period ol time and “internal comsistency”. Consislency over
time refers o the ability of the instrument o produce conskEtent mesults i the
measwement instrurment was wsed in similar circumstances but over different
tirme pericds. [mternal comsistency refers o the relationship between concepl and
indicator, as discussed in section 23101, The key issuc here is that the indicator

must reliably reflect the nature of the concepl.

Cray (20007, p. 12) defines valdity as “the Lt between the concept thal a
researcher wants 1o cxamine and the evidence for that concept”™. Bryman (2008,
p-152) provides more in depth analysi of validity but emphases that “at the very
minimumm, & rescarcher who develops a new measure should establish that it bas
face walidity — that is, that the measure apparently reflects the content of the
concept m question”. This may be achieved by presenting a measurement

proposal to someone who is qualified to assess its validity.

While rehability and valdity appear distinct, they are related, as “validity
presumes reliability™. Furthermore, “1iI your measure & nol reliable, it cannot be
valid” (Bryman, 2007, p. 133),

2.3 1.4 Disadvantages of Quantitative Rescarch
The criticisms of quantitative mescarch stem fom the sole neliance on numbers
and valoes to explain outcomes. As such, the ollowing outline the key criticisms

of this apprach:

. Qumntitative rescarch fails o account e real world context such that
“the principles of the scientific method can and should be apphed o all
phenomena that are the bcus of mvestigation™ (Bryman, 2008, p. 1539;

Davies, 2007, p. 135].
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It is also possible for respondents in & sumaey o interprel questions or
staternents differently. By ignoring this aspect of quantitative rescarch it
15 argued that there 8 an “artificial and spurtous sense of precison and

accuracy” ( Bryman, 2008, p. 159).

3. When examining relationships between variables, no consideration is
given o events they underpin that relatiomship and that the world 1o

which that relationship belongs is static, but it may change.

2.3.2 Qualitative Method

Whereas quantitative rescarch is based vpon numerical analysis o cxplain the
cxistence of an event or thing; qualitative research “refers o the meanings,
concepls, definitions, chamcleristics, metaphors, symbols, and descriptions of
things™ (Berg, 2007, p. 3). The data wsed in qualitative mescarch i=s defined by
Punch (20035, p. 56) as “emprical nformaton about the world, not in the form of
numbers” and that “most of the time this means words™. Accordingly, qualitative
researchers will use “imterview ranscripts, recordings and notes, observatonal
reconds, documents and the products and records of material culture and personal
experence materiak™ w0 seek oul answers 0 research questions. The range of

information to draw from is extensive and can be time consuming 1o mationalise.

2321 Qualitative Rescarch Diesign

Casc study - A case study is wsed when "a "how” or 'why' question is being asked
about a contemporary sct of events, over which the investigator has little or no
control” (Yin, 2003, p. 9. The aim is o onderstand a case "in depth, and in its
refural sciting, recognising its complexity and its context” Punch, 2005, p.142).
The benefit of the case study & that it results in "extremely rich, detailed, and in-
depth information” that chamcteriscs the subject (Berg, 2007, p. 2830 In
addition, the information gathering process will vse "whatever methods scem
appropriate” (Punch, 2003, p. 142}, but depending on the nature of what is being

studicd, it is possibk for a rescarcher 1o use one or more casc studics,

Stake (1995, p. 3-4) dentified the following types of case study:
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Intrinsic casc study — This is where the case is of interest "not because by
stud ying it we learn about other cascs or aboul some peneml problem, but

because we need to learn about that particular casc”.

Instrumental case study — This type of case study provides "insight” into a
rescarch question Le. it is "instrumental to accomplishing something” that

is under inguiry.

Collective case study — The wse of sewveral case studics helps o learn
about the consistency of behaviours among groups of similar case study

subjocts.

Casc studies are considered & waluable rescarch stralecgy, as the case can be
unique resulting in a valuable insight 10 & given sitvation. Altcrnatively, an in
depth case study can ermble greater understanding of a new pmoblem (Punch,
2005, p. 147). Punch also states that some studics may try o examine a problem
in a lincar fashion but where a greater understanding s nequined of a multi-
dimersiorml problem, it is an in depth case study that provides the amwers. A
casc slody can also make a valmble contribution o whene the rescarcher
cmplys a combination of escarch approaches. Forexample, a survey can be put
into conlext by a supporting case study. Howewer, if the case study is simply
descriptive then it will not provide a basis for gencralisation. Therelore, il is

important o be clear about the mle and mtionale behind the case study.

Berg's (2007, p. 295) view ol casc study bascd rescarch is that the case should
“penerally provide an understanding about similar mdividuals, groups, events™

ie. the theory helps to explain what to cxpect from types of organizations.

While a cases study can provide a great deal of inlormation about the subject, a
case study is often not representative of the lirger population, so it is pot possible
to wse the Hndings to sencralize. Yin (2003, p. 10) emphasise this point by

stating that casc studics are "gencmlisable to theorctical propositions and ot Lo

"context and purpose” of the case in hand Punch (2005, p. [46). Punch ako

offers the [ollowing instances where "zgencralisation would not be the objective™
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« "The cass may be =0 important, intemsting, or misnonderstood that it

deserves stod v in ite ownright” [neffect, the intrinsic cass stodw

+ There may be a need to account for a cass that dewviates fiTom normal or
axpected behavionr. The nndemtanding of the "atypical” leads to 2 better
nnderetand ing of the "typral”, which represents that [Etromental cass
stodwy.

The resolts of case stody analyei= mawy be 1\2d to poeraliss none of bao waye.
The first i= wher the ressarcher uses the case stody material to dewvelop new
conceptE Le. the more abetract the concept the more that it E possbles to
generalise. The second way 1= to dewelop propeoeitions that "link conceptE or
fctors o a case". The has the effect of mweming the traditional mszarch
Ecenario where the research starts with 3 proposition or hypothesis. In the case,
the ability to peoeralise will follow from the testing of those propositiors= in

futirs ressarch.

Ethnography — “Ehndgraphy means describing 4 colture ard understanding a
way of Life from the point of view of i particpants; sthoography 1= the art and
science of describing a group or culture™ {Punch, 2005, p. 149). As a reszarch
strate g, sthoographsy can be sxtremely insightful, a= it i= pos=ible for participant
obeerwers to learn from the people bemg stodisd and gather their information aza
full particpant or by acting as a bystander.

Punch (2005, p. 152) describes six featires of the ethoographic approach:

1. “BErhropraphy staris froerm the assumption that the shared coltural
rzanings of the group ars crucial to understanding its Behaviow™. This
iz central to the foo = of onderstanding the rols of coltne.

2. The ressamher must be “senstive o the meaninge that behasiowr,

actions, evants and contexlts have in the 2yes of the people involvad™
3. Theresearch is conducted o the natoml setting of the participants.

4. An esthnographic stody will start with a ressarch question bot this E
lilkce Iy to be deweloped as the stody unfolds or svobes.



50 Data collection is gencmally through Geld work but the data gathering

methods end Lo be diverse and ormestricted.

. Data collection can take a long time and the material can be repetitive as

the vo lume of data tends o be extersive.

Grounded theory = The wse of the term “theory” & mskading as Grounded
Theory & a mescarch stategy where theory & semcraled from the ground up
i(Punch, 2005, p. 154 Under this strate gy the rescarch & not bound by the testing
of a hypothesis o substantiale a parcnt theory. This contrasts with the mone
traditional resecarch approach wherne theory & werified by testing an associled
hypothesis. Howewver, while the rescarcher may start oot without a theory, it can
be expected that the researcher will stan w formulate a theory and then est i, "I
stres ses induoction as the main ool for theory development, but, in developing the

theory, deduction will also be necessary™ Punch (2005, p. [58).

A Feature of the Grounded Theory stmtegy & the researcher’s approach to data
collkction and analysis. The mescarcher will go through cyeles of collecting data
then analysing it to detect the development of a theory, This cycle will continue
urtil the data confirms a theory. Lilerature reviews are gpenerally debyed until
the data clicits a theomnctical dincction, which ensures that the data is the key

driver of theory building.

Action rescarch = “Action researchers engage in carelul, diligent inguiry, not lor
puposcs of discovering new facts or revising accepted laws or theorics, but 1o
acquire information having practical application to the solution of specilic
problems related o their work™ (Punch, 2005, p. 160). This mears that action
rescarch aims to apply the knowledze obtained empirically through inguiry to
solve practical problerms. This type of rescarch typically leads to the opening up
of new arcas of inguiry for the action rescarch o start again, which gives the

approach a reputation for being cyelical.

..... Qualitative Data Collection Options
Interview = *The mierview 18 ong of the main data collection ools in qualitative

research. It 15 a very pood way ol accessing people’s perceplipns, meanings,

delinitions of situations and constructions of reality™ (Punch, 2005, p. 168),
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Berg (2007, p. 92) identificd three types of intervicw:

1. Standardized interviews are stuctured and conducled in the order in
which the gquestioms anc presented, with mo deviation of wording. The
interviewer will not answer questions and there & no opportunity to add
guestions, which results in all wespondents being treated in cxactly the

SLITHS TTELONCT.

[

The semi-structured intcrviews have mone flexibility, as intervicws can
amswer questions o chrify the aim of the gquestion. There &= o rigidity

with regard 1o the order in which questions will be asked.

3. Umstroctured interviews do not follow a sct order of questioning and the
questions themselves may vary as the intervicwer cxplomes the subject
matter. This type of intcrview & generally vsed o suppkement ficld

obscrvations.

Altbough not a standardised or stroctored  interview, the sclf-completion
guestionnaire ¥ very similar in strocture and execotion. They shane the altribules
of lving more closed than open questions and anc designed in such a way that
they are casy Lo [ollow. The escarcher can encourmge completion by limiting the
numher of questions 1o cmsune that the mespondent docs not tine of the task

i Bryman, 2008).

Bryman also sugecsts thal, in administation terms, the questionnaire is cheaper
and quicker o complele, as there is mo interviewer and administration overhead
in armnging interview slots. In terms of wesolts, the questionnaine will not hawe
any influence from the intervicwer, which climinates the opportunity for bias to

fieatume.

There ar, bowewer, disadvantages to using a questionnaire, including lack of
interviewer guidance. This means that the interviewer cannol assist with the
compktion of the questionnaire or ask questions that may help to dewelop a

arcater understanding of the subject matier.

PartidpantiNonpartidpant obscrvation
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Borders and Abbott (2005, p. 2107 summarize participant observation succinctly,
as they state that observations can be made “using paricipant observalion, n
which you act as a functioning member of the group, or wsing non participant
ohservation, in which youobserve as a non member. In addition, you will have to
decide whether to conduct your observations owvertly or covertly. When donc
overtly, both participant and nonparticipant obscrvation camy the possibility of
subject meactivity: group members who know they amnc being observed may
behave differently than they otherwise would, thus threatening external validity.
This problem become more serious with participant obscrvation, in which you
interact with your participants™ The problems can be avoded by tramning
participant obscrvers not o inkerfere in the natural order of events or become a
“passive” observer. A non participant observer can have no contact at all with the
aroup. Howewver, one of the key issues that most be addressed before engaging in

covell obscration B 1o understand and account or the ethical issues.
Documentary data

As Bryman (2008, p. 513) states, “documents cover a very wide range ol
different kinds of source™. These include personal documents, official documents
that arc in the public domain, official documents produced by organisations, the
medin and the internet. One of the benelits of sourcing documentary data is that
it is produced independently from the study ie. it & not specifically biased
toward or against the study. The quality of that data is measured according to the

following criteria { Bryman, 2008, p. 516):

I, Authenticity — is the evidence genuine and of unguestionable origin?

[

Credibility — is the evidence free from crmor and distortion?

3 Beprescotativencss — is the evidence typical of its kind and, if not. & the

extent that it is atypical known?
4. Meaning — is the evidence clear and comprehensible?
2323 Disadvantages of Qualitative Rescarch

The disadvantages of qualitative research can be summarised as  follows

i(Bryman, 2008, p. 391-392):
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Qumlitative rescarch is too subjective — the oous of the criticism & that
“Iindings rely wo much on the researcher’s olien unsyslemaic vews
about what is significant and imporfant, and also vpon the close personal
relationship that the rescarcher frequently strikes up with the people
studied™.

Fescarch is difficult o replicate — this can be attributed o the mtoe of
what & being studicd, as there is a holistic clement to gqualitative nescach
that takes account of the unique nature of a given case and the fact that

the events heing stodied cannot be repeated.

Cieneralisation — the problems associated o generalisation ane discussed
in scction 2.3.2.1, but it should be acknowledged that the difficulty in
weing gqualitative rescarch o peneralise is a disadvantage that qualitative

rescarchers need 1o address.

Lack of tramsparcncy — this can arisc when the rescarcher is unclear about
what steps were undertaking in arriving at a study’s conclusions, which
contrasts with quantitative rescarch where great care is taken to document

sampling procedures.
phng p

2.3.3 Mixed Method
Bryman (2008, p. 603) states that “the term “mixed methods research™ 18 usad as

a simple shorthand o stand for rescarch that inlegrates gquantilative and

qualitative research within a single project™. Bryman also states that while it may

sccm that a combination of rescarch methods will yvield higher quality rescarch

by mealising the benefils and avoiding some of the diadvantages of cach method,

this i= not always the case. Five points of caution are offered Bryman (2008, p.

6247

I-a

Mixed methods rescamch must be competently designed and exccuted
The vse of mixed methods must be appropritie o the rescarch question

IT there are limiled resecarch resowrces then thos=e resources could be

spread too thinly when applying mixed methods



4. The rescarcher may not bave the skills 1o condoct mixed methods

rescarch
5. The mscarcher may have difficulty in interpreting mixed method results

2.4 Choice of Methodology
The choice of methodology for this study is driven, in the first instance, by the
rescarch question: bow can a data warchouse be successfully and de monstrably

aligned 10 an organisalion’s stralegic objectives?
In cffect, the question can be split into bwo further questions:

I. How can organisatinml state gy be aticulated, such that it is possibke to

demorstmate how a data wanchouse can support strategic objectivesT

[

With the knowled ge that there are different data warchouse architectures
to choose fom, how can organizational strategy lead the choice of data

ware howse architee tune?

The arswers 10 these questions depend on a theory led approach whene it is
necessary o find & means of presenting organisational strategy and articulating
the cthos behind the architectual opltions. As will be explained in the ollowing
chapter, Mintzberg, Ahlstrand and Lampel (1998) provide the mtiomle that has
led to the formation of the Configuration School of Strategic Management. The
stmtegic management solution’ s based vpon Miles and Snow's Ideal Types
ihMiles & Snpow, [978), which & founded wpon configumtion theory, The
influcnee of other configuration theorists (Miller, 1987; Miller & Whitney, 19949)
is al=o taken into account o develop a means of understanding the holistic natun:
of strate gic management, but it is Miles and Spow's Ideal Types that bas had the
mosl influence on this study. This is due to the fact that, according o Doty et al
(19933 it is possible o measure an organisation's configuration and plot that
score along a continuom. Conscquently, it was necessary Lo develop a way of
measuring  confipumation, which would  provide the means of articulating

organisatioml strategy.

A questionnaire was chosen as the method  for measuring oreanisational

configuration for the following reasons:
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¢ Theguestionmaire conld be comtrcted to reflect the theoretical model
s Thequestonmaire coonld be Emad repetitively

a The responzes conld be converted to scoms smabling measrement of the
subjects enfreprene mial, administration and &ystems confignrations

a  Participants conld complets the questionnaire in ther own time
« ThequestiomE are consistent for all partic pans

The research into data warshouEe architectures = based upon academic and
practitioner papers and stodiss. The ke texts in this fisld are Boillding the Thata
¥Warshomme and The Data Warshome Toolkit: axpert methods for designing,
deweloping and deploying data warshommes by Inmon (200%) and Eimball,
Reewes, Roes and Thomthwaite (1998), respectively, ag they are regmed a=s the
industry’s leading authoritizs for the architectures that they proposs. A bng
standing debate smistz abont whoes data warehoe & architecture i= best, 2o it was
poeshble to ppther information from a emall nomber or articles that contribote to
thiz debate. In particolar, Breslin®s {2HY) provides an industry vizw of the
achitectiral diffemnces, whils Watton and Armachandra™ {2005) stody
provides svidence of the architectiral chocss made by organizationrs. Theee toxts
put the data wamhonsing choices into context and spable the stmtegic alignment
isEne to be highlighted.

A ey prod et of the research = the Confignmtion Appmach to implementing a
data wamhonss, which facilitates the implementation of a stmtegically aligned
data warshomEs. Howewer, the opportonity to test this approach requoires the
partcipationof an organisation The questionnaire conld smply be tested on any
organization to obtain a view of their stmtegic configuration, buot the anthor was
presemed with a rather nniqos case stody opportunity whers the subject was
mplementing a data warchonse a a strategc mwstment. The case stody
presemsd  an opportunity to stodvy an organisation poing thmogh a
tamformation, dos to competitive  forces, where they regarded  the
mplementation of 2 data warshoi=e a5 key to their futue soccees. The aunthor

was comtracted to conduct business amalysiz n o the orgmnization dumng the
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requiements gathering phase of the data warchowse project and in that time, it
was possible 1o collect other documentation and initiate the completion of the
guestionnaire. As such, the author became a participant observer by nature of the

author's employment status.

This describes a mixed methodology approach where a questionmine is used o
gather data to facilitate the measurement of an organi=ation’s configuration and
position on the configuration continuum (quantitative amlysis). The author's mle
of participant obscrver and the collection ol official documents ane features of
gqualitative rescarch, topether with the content amlysis approach to determine the

differentiating featumes of the data warchouwse anchitectures.

As discussed in section 2.3.20 1, the problem commonly associated 1o the vse of a
casc study & the Bsue of generalisation. It was stated that a single casc study
cannol be uwsed o pencralise to the larger population but it & possible 1o
sencralise o theory, As such, it & expected that the results of the case study will
cnithle gencmalisation about the uwse of the guestionnaire o determine an
organisaton’ s configuration. I the questionnaire can determine the configuration
of one organisation, it i= suggested that this will be a vscful tool for any
oreanisation. The results will ako emble the organkation o be plotled on the
configuration  conlinuum, but  again, the geremlisation  issue  prevents
assumptions being made that the continuom represents the enline business
population. This s doe o the fact that it is mot possible o know if all the
guestions are Fully representative of every organisational confisumtion. What can
be asserted & that the continuum reflects the theoretical model and that a case
study’s conliguration can be measured i erms of 18 dsance from the ldeal
Types. This illustrates how close an organisation is to the [deal Type prescribed

by Miles and Snow and will be true for any organisation vsing the gquestionnaie.

The following chaplers provide details of bow this mixed methodology approach

worked together o answer the research question.



3 Organisational Strategy Review

As indicated in the previous chapter, building a data warchouse that is
demonstrably aligned to an orgamsation’s strategy fistly requires a deep
understanding of organisational stralcgy. Secondly, strate gy must be modelled
for the purpose of providing a framework against which the data warchouse can
isell be modelled. A model ofan organsation’s sirategy provides us with a firm
basis and mationale for taking key data warchouse development decisions. As a
result, it can be demorstated that the warchouse has been buill 0 meet the

strategic aims of the organtsation.

As will be demonstrated, the Configumation School of Stalegic Manegement
provides the ideal platform to mealise our aims. In this chapter, the principles of
this school of thought are presented and the work of configuration theorists,

Miks and Smow, whose typology underpins this thesis, is introdveed.

3.1 Organisational Configuration

3.1.1 Strategic Management Schools

“A Sirategy 5 a pattern or plan that mtegrates an organisalion’s major goals,
policies and action sequences into a cohesive whole, A well formulated strategy
helps to marshal and allbcate an orgamisation’s resources inlo a unque and viable
posture based on ils relative interml competencics and shorlcomings, anticipated
changes in the environment and contingent moves by intelligent opponenis™
Indeed, “stmtegy itsclf is not about change, but about continuity™ (Mintzberg ct

al, 2003, p. 9).

In cffect, strategic management is concerned  with the coorndination and

mamgement of an orgamisation’s resowces in order w realise commercial
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prosperity in the face of threats from a competitive environment. The formulation

of stalegy is the subject of a number af schook of thought including:

31,11 Design School
This school of thought is based upon the premise that the organisation has to find

a degree of fit between the capabilitics of the organisation and the opportunitics
presented by the external environment. Typically, the organization will determine
the degree of fit by amlysing the Strengths and Weaknesses of the organisation
agtinst the Opportunitics and Threats (SWOT) of the external environment. This
approach s wery much a top down approach where the Chicl Excoutive
ultimately determines the organsation’s strategy. However, as Mintzberg et al.
(1995, pp. 36-42) point out, this school of thought assumes that thinkers anc
separated from doers and that actions must follow or be sanctioned by the central

body of strategists.

3 1.1.2 Planning School

Mintzberg et al (1998) consider the Planning School o be an extension of the
Design School in that strategy formulation requincs that the SWOT analysis be
deconstrocted into checklists, budgets and plams. Flanners take centre stage as
they frmulate objectives to meet stmtegic aims and cvaluate progress primarily
via financial amlysis or metrics c.g- Return on [Invwestment. The problem with the
Phanning School was that planming became the raison d étre for the organisation
and planning and monitoring became the focus of employees. This approach
could not accommodate unplinned opporunitics or mome wohtile trading

condilions.

3.1.1.3 Positioning School

The Positioning School came to prominence during the carly cightics duc to
discontent with the design and planning schook of thought. One of the key
proponents of the Positioning School is Michacl Porter (1980), who asserted that
there are a limited number of strategics that cught 1o be applicd 1o a limited
number of identifiable trading conditions. Organisations would analyse their
trading conditions and apply one of a mnge of generic strale gics. Among the
imsucs mequiring analysis was the need to comsider the threat of new enbants o

the market, the power of buyers and supplicrs and the threat of substitute
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products andfor scrvices. An analysis of these factors would crable the
oreanisation o create competitive advantage by applying onme of the generic
strategies; Cost Leadership, Differentiation or Market Focus, Howewer, as with
the carlier schools, phnning and design feature highly with all the same frailtics.
Crocially, the Positioning School infers that there & no altermtive to the choices

described abowve.

3 1.1.4 Entreprencurial School

The Entreprencurial School moves away from the beliel that strate gy is a product
of anilysis, planning or centralised determination by focussing on the flair and
vision of a leader. By its nature, the leader’s approach, while deliberale, = more
fluid or emergent. Proponents of the Entreprencurial School belicwe that it is the
entreprencurial characleristics of the leader that can launch a business or ke a
failing bwsiness and twun it around. One leatue of the cntreprencurial
organisaton 18 that structurally of mirrors the wdny of the leader’s style. The
success of the organisation is whally dependant upon the ongoing success of the

leader and does not develop beyond the control of one person.

3 1.1.5 Cognitive School

In the evalving Cognitive School more attention i= given to the mind of the
strategist and the process of strategy lormolation. [t is understood that strategists
may view the world objectively and decode that view o form strategy.
Alernatively, the stmlcgist may dewelop a more subjective view mequiring
interpretation, from which stratcgy is determined. While the school of thought s
comidered by Mintzberg o all (1998, pp. 172-173) to be walid, not cnough i=
krown about the intricacics of the mind and its ability to manage and accurately
asscss the impact of the wvast array of inputs. Included in this lack of
understanding is how the mind can distort information that it reccives and the

effect on strategic decision making.

3 1.1.6 Learning Schoo

One of the criticisms of the design, planning and positioning schools is that it
takes a prescriptive approach and neglects the fact that stralegy i= ako influenced
by the karning process. This means that strategy is cmergent but & mange of

possible stmtecgics can be realised so long as there is a meanms of managing
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krowledge., This approach has its own difficulties given that an organisation

cannol aflord o put too many resources into multiple learning scenarios.

3117 Power School

The Power School accounts for the mk of power and politics in the
determination of strate gy, which may be lelt both within the organisation and by
exlernal bodics. Micro power focuses on the strate gy formulated from localised
perswmsion, politics and bargaining. Macmo power sces organisations cngage with
other organkations by controlling and forming allisnces and deals. Power, ab this
leve]l may extend to government lobbying to influcnce or shape the way that an
indvstry is regulated. Again, this school of thought has its phee but clearly does

mot account for the influence of other strate gic manage ment schools,

3.1.1.8 Cultural School

Under this school, strategy formulation is borne out of the =social intcractions of
the organisation’s members. Individuals adopt the organisation’s belicls and
principles o the extent that all members contribute o the development of
stmtegy and its contimmnce. Mintzberg b al. (1998, p. 281 consider this school
ol thought rather “ethereal”™ and lhcks defnition. The voured position for a
culturally driven organization is to stay on tack and remain constant. Change is
requined 1o stabilise the organisation and maintazin a course mather than alter the

culture of the organisation.

3 1.1.9 Environmental Schoaol

The premise of the Environmental School is that environmental forces ane the
“central actor™ in the develbpment ol an orgamisation’s strategy L. the
organisaton responds o these lorces. It s the responsibility ol the organsation’s
leaders to employ and adapt strategics to crsue the organisation's competitive
footing or indeed. survivall Howewver, while organisations may well react 1o
cnvimonmental foroes the problem with this school of thought is that a number of
oreanisatiors can operale in the same environment but adopt varying but

clfective stratcgics.

A 1110 Configuration School

The Configumation School docs not seck 1o wholly differcotiate itscll from the

other schools but argues that organisatiorns may display chamacteristics from all or
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a number of these schools of thought, at any time doring its existence. In other
words, the Conliguration School atterpis 1o reason an organisalion’s siale by

comidering the contribution from all of the aforementio ned schoo s,

This i= illustrated by the four impemtives identified by Miller (1987), which an:
the key lorces that shape the ekemenis behind an organisation’s conliguraton
The environment (incloding technology), leadership, organisation strocture and
strategy impemtives arc highly resistant to change and found to be centml to
configurations. Indeed. the imperatives engender relationships between strategy,
structure and the environment but it & likely that one imperative will dominate
the organisation’s configuration and acts as a theme that binds the elementis of
the configuration together. Change is al=o a feature of an organisation’s existence
where incremental change tends 1o be in support of or driven by the central
theme, Organkational tramsformation, on the other hand, macks a mone
[undamental shill in an organisation’s purpose. A successful transormation
requires changes w the organisation’s imperatives, which may resull in the

previously dominant imperative becoming less influential

3.1.2 Configuration Imperatives
In each of the mmperatives, summarised from Miller’s paper (1987) “Geness ol

Configumations”™, the nlluence of the various schools of strategic manapement

can be scen:

3 1.2.1 Environmental Impe rative

Environmenial uncertainly acls as a prompl lor orpanisaton’s o employ
inmovative and flexible strategics supported by decentralised, ditferentiated and
integrated structures. The envronment s said o cawse “Ssiraleges and
structures™. Those organsatons attuned o the environmental mimperative are
likely to have well established and far reaching intellisence systems that help the
organisation o scan for opportunitics and threats, This envimonmental awarcness
cnibles the organisation to adapl o changing competitive practices. Within the
oreanisation, it is those mamapers with the greatest knowledee of the

cnvimonment that will hold power.

The environmental imperative & more likely 10 impact small organizations in

highly competitive environments or mediom sized organisations in “turbulent™
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markets, Conversely, powerful organisations that hawve access o significant
resorces and metain a siscablke market share, while opemting in a slable
cnvimonment will not be influenced greatly by the environmental imperative. This
mears  that  organisations  fnding  themsclves  in incrcasingly  changing
cnvimonments need o adopt decentmalised stroctuncs to aid decision making, as
the oreanisation becomes more adaptive and innovative. Organizatiors moving
away from this imperative will tend to have accomulated power through growth,
product differcntiation, and diversification or have simply acquined sofficient
slick esources o allow the oreanisation o neutralise the effects or influence of

the cnovirmonment.

In this brict summary, the influence of some of the schools of thought becomes
apparcnl. The environmental school & clearly the dominant influence but the
rced 1o gather and act upon information gathered is indicative of an orsanisation
that has to cmploy larning school tmits. Power & ako a factor for thosc
maregers with extensive knowlkdge of the envirmnment. Significantly, thosc
organisatiors affected by the environmental imperative ane mome likely to be
smatll, =0 the organisation will not have power 1o shape the trading environment.
Power will be exercised internally o emsure that the organisation responds
cllecctively to the threats and opportunitics  identificd. The neced for an
oreanisation o differentinte their strategy through products and services & a
leature of Miller’s appraisal of ths imperative. This 5 one of Porter’s peneric

stmtegies from the Positioning School of strate gic manage ment.

31.2.2 Leadership Imperative

Upnder this imperative, the leader i= centmml to the formulation of statecgy,
structure and the selection of mrget markets. The keader’s personality will shine
through the deciswons made with regard w0 the organisaton’s operations and
dircction. The leader’s role 8 so prominent that i shapes the organsation’s
culture, especially in smaller, highly centralised organisations; a sizc and
structure that kends dsell to one person’s control Change will, therelore, be
incremental but within the leader’s sphere of influence. This 8 not the domain of
the strategic planner or designer, as they will have little control over the leader’s

dectsions.
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The leademship Impemtive has clhse links with the Entreprencurial and
Cognitive schools of thought, as 1 & the leader’s entrepreneurial flawr that
dictates the organisation’s sirategy. These decisons rellect the leader’s view of
the world and no other party has as much control over the organisation’s aflairs.
There is also an ckment of the Power School because the leader needs 1o hawve a
great deal of contm] 1o have =0 much influence throughout the organisation.
Miller also indicates that the leader’s role will determuine the cultwre ol the

organisation, which can manifiest itsell through structures and proce sses.

3123 Structural Impe rative

Highly structured organiations are favouned in cerfain organisatiorml cultures.
For examplk, rigid structumes prevent quick mesponscs to wolitile cnvironmental
conditions, which mean that those organi=atiors tend 1o have predictable

behaviows and arc slow to change.

Power resides with those who meinforce the rules, procedures and policies of the
oreanisation. Certain generic stmtegics (as proposcd by Porer (1980) for the
Positioning School) such as product or market differentiation are rare in highly
structuned  organisations, as those sbalegics mquoie a greater degnee of
organisatioml flexibility and a depth of customer or market koowlkdge. 1t is
mone likely that highly structured organisations will follow a cost leadership
strategy, which nequines a highdegree of organisatioml efficicncy. Organisations

that focus on driving out inctficiencies can only do =0 by managing highly

Organizatiors that are highly structured and successtul can do so becawse they
bawve fewer environmental threats. They will retain power in the market by
bbbying eovernments and negotiting trade agreements, which  ultimately

protect the organisaton’s interest and maintaimns the status quo.

A manager’s personal discretion is limited and change is mol a common
occurrence. The only change that docs cccur is in response o interml prompis,
whichare typically aimed at saving money and improving efficicncy. Large scale
chinge doe o external forces is me and lends to be revolutionary in ils impact

on the organisation.
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Under this imperative, it can be sce that the entreprencuril and cognitive schools
Fave little infloence. The Positioning School features prominently and it &
apparcol that stable organisations are deal places for stmtegic phnners, who will
be able to implement their plins and monitor performance. Phnners, in
particular, can focus on factors that affect cfficiency and design solutions to
stategic problkems. The culture in highly structured organkations will be such
that managers have littk scope o be innovative, unless those inmovations anc

geared towards operational efficiency.

3 1.2.4 Strategic Imperative

In this imperative, Miller states that stategy influences strocture. For example,
diversification can ‘overburden’ a functionally structured organsation. A
strategy of diversification requires a more divisiomlised structure. A strategy of
differcntiation facilitates greater innovation, which can only thrive where the
organisaton’ s systiems and controk are more flexible. Added to that, a customer
basc that demands innovative products will be less cost consciows and thosce

innovations can lead the organisation into new markets.

The cost comscious customer will be kss intercsted in innovation but will nequin:
their products to be low cost Delivery of low cost products is the remit of an
oreanisation pursuing a cost leadership stategy. This tvpe of organisation will
endeavour to find efficicncics throughout the organisation resuolting in greater
formalisation of proceduncs and processes. Plinning departments take contml
and acquire power within the organsation, as they design the organsation’s

slralcgy.

This imperative becomes moe likely when there has been a performance review
and a decision has been taken o change the stategic dircction of the
organisation. Change is generally planned and motivated by the nesulls of
performance analysis. Movement away fmom this imperative & often due 1o the

nced 1o become more responsive o environmenial changes.

Again, it & possibk o sce the influence of some stalkecgic mam gement schools

Le. Design, Planning and Positioning schools. OF equal significance & the fact
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that strmtegics that [ocus on innovation require the adoption of stroctues that

cannol survive under schook like Planning and Positioning.

The imperatives illustrate that an organization has to adopt a configuration (e,
the way that it manages strate gy, structure and environment) appropriate o the
imperative. That configuration will typically be influenced by a number of
stategic mantpement schook, bul to varying de prees. Miller also observed that a
“number of lorces restrct orgamnsational varely”, This indcates that while the
number of possible conligurations 15 innumerable “most alignments are unlikely
while relatively lew are more common”™ (Miller, 1999bk) Pot another way,
despite the numerous organisational components, organisations tend to cluster

into “coberent patterns™ because not all possible conligurations are viable,

3.1.3 Common Configurations

Wible configurations twend o be represenied  in conceptually  deweloped
Typologics or empirically derived taxonomics (Meyer, Tsui & Hinings, 1993).
Miller (1999b) suggests that the limited range of viable configumtions is doc to
the limited number of strategic themes that hold the creanisation’s constituent

parts fogether.

The use of typologics and taxomomics by configumation theorists has been a
malter of debale lor some time, as in the view of Doty & Glick (1994, typology
and taxonomy arc terms that have boen wsed interchangeably, which has ked 1o
misunderstanding and  inapproprinle hbelling of clissification systems as
typologics. As such, typologics have been criticised for their role as mene
chssification systerms and  that they tend o lake a high level wiew of
organisatioml form and pay little attention to complexity.  Howewer, in their
paper, Doty & Glick state that there is a clear difference between typologics and
taxonomics, Taxonomy is defined as "classification systems that specily decision
miles that cate porizes organizations into mutuwally exclusive and exhawstive seis".
Typologics, on the other band., are conceptually derived ideal organisation types.
Doty & Glick extend the definition to state that typologics also possess three
criteria of theory Le. "they have constructs, they predict relationships among the
comsbructs, and these predictions anc  falsifiable”. Accordingly, qualifying

typologics include the ideal types offered by Mintsberg and Miles and Snow,
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which assumes maximum organisatiomm] cffectivencss, Mintzbergs typology
described  five  ideal types of creanisation: Simple  Structure,  Machine
Burcawmey, Professional Bumaocmcy, Divisionalised Form and Adhocmcy,
cach a wunique cormbination of design and contestoal factors (cog age, siee,
techmobgics, ctc). Miles and Snow's typology describes Delenders, Analyscrs
and Prospectors as ideal organisational forms. On the other hand, Porters ideal
type strate gics of cost leadership, differcntiation and scgmentation, are deemed to

"maximize competitive advantage ™.

A study of particular significance to the Configumtion School is that which was
carricd out by Doty et al. (1993). Their study cxamines the typologies offered by
Mintzherg and Miles and Smow for their ability o predict oreanisational
clicctivencss. The study's significance may be attributed o two factors; the first
is that the study implicitly tests the tenct of cquifinality ic. thal oreaniational
cffectivencss may be achicved vin different methods. Sccondly, the study
gquantitatively modelled  the  ideal types bom  the  theorists’  qualiative
descriptiors. The ideal types were measuned along three comstrocts: contest,

structure and strategy. Table 1 outlines the measures obtained within each of the

o Lo s,
Tahble 1. Construct Measures

Context Structure Stratcgy

Environmental twbulence | Decentralisation Product — Market
Dieve bpment

Environmental Forrmalisation Focus on Efficicncy
predictability
Technological Specialisation Soope
routinisation
Technological Environmental scanning Futurity
interdependence
Oreanizatiors] size Vertical differentiation Strate gic Clarily

Doty et al. (1993 were able o model the comsistency requined among the three
comtructs for cach of the ideal types, which provides a basis for measuring
organisatioml Gt Thus, the closer that an organisation is to an ideal type, the

mo e elfective that organisation is.
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Crnocially, Doty et al’s (1993) study found comsiderable support for Miles and

Snow's typology as a predictor of crganisational effectivencss.

31.3.1 Equifinality

Historically, strategic mampgement has been dominated by Contingency rescarch
that has focussed upon the issucs or concepls that have limited scope ie. lincar
relationships between wery few variables. Meyer et al. (1993) describe the
Contingency approach as reductionist "whereby mescarchers seck to understand
the behaviour of a social entity by scparately amlyzing its constitvent parts".
Furthermone, this implics that organisations arc comprised of "looscly coupled
ageregates". Conscquently, where the whole organkation i= decemed o be
dependent upon and will benefit from the adjustment and tuning of a single

compo el

OFf particular importance is the Contingency theorists” approach to rehtionships
between variables. Contingency theorists do not atlempt 1o account for non linear
relationships among an organkation's many components. Contingency theorists
[ocus upon lincar melationships only. This is particularly elkvant o the concept
of equifinality, wherchy organisatiors can mwach the same end from different
routes (Orexov & Drarin, 19970, This is one fundamental difference between the

contingency and configuration theorists.

Allied to this, the Configuration school is a holistic approach where "the parts of
a sochl entity take thelr meaning from the whole and canmot be onderstood in
isohtion” ic. order emerges from the interaction of the organisation’s comstitucnt
parts. Oreanisations pass through periods of equilibrivm and disequilibrivm but
occasionally  experience  transformation  that  fundamentally  changes  the
oreanisation’s configumation. Accordingly, Configuration theorists prefer o study
organisatiors over a period of time o fake account of the impact of time.
Configuration theorists fully accept the concept of equifinality, as Miles and
Snow's (1978]) illustrate how organisational effectivencss may be achicved via
three ideal types, the Defender, Analyser and Prospector. The profiles of Miles
and Snow's ideal types are contained in Appendix 1.
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3.14 Confignration as a Process

Mitaerg atal's (1998, p. 302) wiew of the Confignration 3chool i= that it has

two distinct aspects:
1. the organisation’s state and surrounding contest foontiguration)
2. the strategy making procese (tmns formation)

“The Configuration School desscribes the relative stability of strategy within
given states, interrupted by occasional and rather dramate leaps to new onss.™

Accordingly, the form that an organization takes depends upon the resooamres
awailable tothe organization and the many inflnences, mternal and external that
affects the organization’s constitutien. These forces help mookl the organisation
mto a2 onigque configuration, which may be mom or less effective than other
organizatiors m the Eame madoet place that are subject to the Eame or =imilar
forces. The ormnizational state will swlwe owr time and mowe thoogh
diftzrent ‘states”, ‘pericds’ and orpanisational ‘life owlas’.  In 1971 MeGill
Univers ity initiated ressarch to historically map the stateges of a3 range of
organsatiomE owr a2 30 to 50 year peniod. The resnliE showed that orgnizations
pazE thmngh distinet and identifiable sta gee:

» Stage of develbpment (hmng peopls, sstablishing systene, firming up
strate g positions)

» Stage of stability (fine-tuning the strategies and structor o placs)

» Stage of adaptation (margimal changes in strctures and stategic
e i ioms)

s  Stage ofstruggle (goping fora new sense of diection)

s Stage of rewolotion (rapd tamEformation of many characteristics

conc urrently)

For much of the time, change i= mcemental and centred upon minforcing the

prevalent theme or imperative. Howewer, the Configoration School adopts the
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view thal an organisation's exisience s punchmied by ‘quantum’ change Le.
many constituent parts change at once. This is contrary 1o the views of the
incremental change theorics of the learning school Mintzberg et al. (1998, pp.
314-315) mtionalise this conflict of views by concluding that stategists learn
incrementally and then when the opportunity ariscs, accekrmle change in a

‘revolutonary” hshon

Minteberg's chanpe cube (sce Figure 3) presents the wvarious dimensions of
change within an organization Le. formal and informal, conceptual or concrete

and sbate gic or organisational.

Irfammal
Famal /':':"‘:EF"““l

Slrak=gy

Wision Culurs
Pasition Sruciurs
Fregram Byslene
Preduels Peapil=

Concrete

Source: Mintkeherg et al., [998, p 325
Figure 3. Change Cule

The key featue of the change cube is that product and people changes have less
organisatioml impact than program and system changes, which has kss impact
than position and structure changes. Vision and Culture changes arc high impact
and anc likely 1o enforce organisational transformation becawse all of the factors
below vision and culture will have to change o, This degree of organisational
chinge is considered to be 'quamtum’. The challenge is maintaining continuity of

the organisation’s operation during the period of change.

How an organisation changes & meflected in the work of Beer, Ekenstat and
Spector (1990) and Kotter (1996, who mespectively belicve that change occoms
either bollom up or top down,
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Beer et al (19907 argeed that change “wsually started at the periphery ol the
organisaton i a lew plants and divisions lar rom headquarters” and were led by
‘peneral managers ol these units”, not by CEOQ’s or corporate stall, CEQ's create
‘a markel Ior change’ butl others within the organisation dictate the subjects and

pace of change.
Accordingly, there are Six Steps o Effective Change (Beer et al., 19907):

I. Mobilise commitment to change through joint diagnosis of business
problems. By helping people develop a shared diagnosis of what is wimong
in an organkation and what can and must be improved, a gencral
marger of a unil mobilises the initial commitment that & necessary Lo

begin the change process.

[

Develop o shaned  wision of how o organikse and mampe for
competitiveness. Once a core group of people is committed toa particular
anilysis of the problem, the gencral manager can kad employees towand
a lask aligned wvision of the organi=ation that defines new mks and

respomsibilitics.

3. Foster comsensus of the new vision, compelence o enact it and cohesion

to move it albng.
4. Spread mevitalisation to all depatments without pushing it from the top.

5 Institutionalise  mevitalisation  through  formal policies, systems. and

structures. The new approach has o become entrenched.

. Monilor and adjust strate gies in response o problems in the revitalisation
process. The purpose of change & o create a karning organisation
capable of adapting to a changing competitive environmenl. Some mizht
say that this is the gencmal manegers responsibility bul monitoring the

process necds o be shared.

Kotter's (1996 ) alternative is a top down approach where leaders are required to
initiate and head up the organisation’s change cfforts. As such, there are Eight

Steps o Transtforming Your Corporation:
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» Establishaseme: of wgency

s Crate the gudingcealition

a Deebpa vision and strate gy

« Commuonicate the changs veion

» Empower employess for broad- based action
¢+ CGenerate short term wins

» Comolidate gaime and prodoce more changes
» HReinfoms new approaches mcoltors

The question i=: which of these approaches = most effective and in what
cimumstances? Mintzherget al. (1998) do not prowide amwers to these questions
but mmtoitively, & conld be sormised that a top down change progam wounld be
more sffective I an organizsation beawily mflnenced by the design school of
strate g mama gement. The leaming echool woold perhape, be mor receptive to
chainge from the bottom up. A= will be sz2en later in this section, configuration
and change appmaches am mlewant imdata warehoes implementations.

Mimtaderg =t al (1998, pp. 305-305) =sommarised the pemisez of the
Configuration Schoolas follows:

1. Meet of the time, an organisation can be described i terme of some kind
of stable configuration of f= chamcteretics: for 2 dEtingni= habls period
of time, it adopte a particnlar form of stroctoe matched to 2 particolar
type of comtext which canses it to engage I particolar behaviowrs that
give TiEs to a particnlar set of strategies.

2. These periods of stability are imtemupted occas onally by somes process of

tramEformation — a2 quantum leap into another confignration

3. These successive states of confignmtion and periods of tramEformation

may order themsslwe over time to patterned sequoences, for emampls
describing life cyeles of or ganeations.

4 The key to stratege mama gement, therefore, £ fo =Etam stability or at
lzast adaptable strategic change most of the time, bt periodically to



meognise the need for tamsformation and be able to mampe that

disruptive process without destroying the organisation.

Accordingly, the process of stratcgy making can be ome of conceptn] design or
formal planning, systematic armmlysing or leadeship viioning, co-operative
learning or competitive politicking, locusing on individual cognition, collective
socialisation, or simple response 1o the forces of the environment; but cach must
be [ound at ils own Lime and in ils own conlexl In other wonds, the school of

thought on strategy formulation the mselves represent particular configurations.

The mesulting stralegics take the form of plans or patlerns, positions or
perspectives, or clse plys, bul again, cach for its own time and maiched o its

o siletion.

3.1.5 Configuration of Organisational Elements

Miller and Whitney (199%a) provide some insight into how configurations anc
lormed. They describe conligurations as ‘comstellations ol organisatonal
ekements that are pulled together in a unifying theme’. There are two such
comslgllations; the first s the “core’ which & comprised of the organisation's
‘mssion, means” and “matket’. The second consiellaton *supports the systems,
processes and structures that support the core’. Competitive advantage, it is
argued, is driven brom the synergetic relationship between the two comstellations.
The creation of configumation is where an organisation makes choices about what
it does, how it will puswe those decisions and making sure that the

organisaton’ s activities ‘remforce” each other.

There are many reasors for configuring or reconfiguring an organisation whether
it is the identification of a gap in the market for a pew produoct, the creationof an
inmovative  product or adoption of mew  technology, Significantly,  some
configumations are borne owl of crss, which ‘cauvses a theme w surlace and

lorces the peces ol'a company 10 adjust to ong another’.

The come of the configuration has three clerments: the mission, means and market.
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The Mis=ion

An organisation’s mission presents the organization’s ambitions, ohjectives and
standards. [t ¢nables the oreganisation o communicate with its work force giving

them guidance of the values and dircction for their ongoing efforts.
The Means

‘Means constitute the very basis ol an organsation’s wentity, both o s
cmplyees and its customers. Means — technologics, procedures, programs, and
unusual falents or resources — shape the tasks and interactions of cveryone in the

organisatnn’.
The Market

An orgamsation’s conliguration will be judped by the market in which it
operates. [F the marketl does not respond o products or services offercd by an
oreanisation  then that configumation  coold  be regarded  as  worthless
Organisations need to understand their customers and market to the degnee that it

can offer products or services of troe valoe.

Embcdding a successful configumation requires a comsidemble amount of support
activitics. These activitics need to be coordinated it they are 1o support and help
develop the core of the configumation. Miller and Whitney (199%9a) sugeest that
suppornt comprises of s key parts: “attiiudes, influence, résources. motives,

allention and aflort’.
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Directing Attitudes: Rituals and Cercmonics

The poals and prioritics of lop managers will have little effect unless they shape
the valoes and attitudes of most other members of the organization. This is often
accomplished wsing the closive phemomenon called organisational culture.
Culture must create a serse of common purpose that inspires targeted effort
toward the corpomte mission. And that comes from the actual work environment
rather than from the company pronouncements.

Directing Influence: The Power and Reporting Structure

Organisation structure specifics how resporsibility and authority ac o be
distributed. In well configured organisations, it is used o give those with the
mosl imporant msks the discretion and influence o perform them. Strocture also
signals which units and individuals - and hence which prioritics and tasks — are
especially critical

Directing Resources: Strategic Plans and Budgels

Configurations must be operatiomlised by plams and programs that break down
stmtegic prioritics into sub objectives and sub tasks. Central activitics feature
most directly in stmtegic plans, while morne peripbeml concerns ane given less
promincnoe.

Directing Attention: Information Systems

Effective configuration demands that managers pay special attention o particular
kind= of information. Information systems, whether formal or informal, need o
be designed to direct managers® attention to the trends, lacis and ssues most
central to their missions, means and markets.

Directing Motivates: Recroitment, Training, Promotion and Compensation

Ttml]g urations arc best sustained when people unthmiilﬁliczlﬁ}' dircct their efforts
toward & common purpose. This is achieved in part by strate gic human esource
marmgement. On the one hand, recruitment  policies must address  the
compalibility of new people with the organisation; they must seck oot individuals
with skills especially impottant to the come therme who complement one another.

Directing Effort: Administrative Roulines

Foutines serve as primary tools for dirccting human effort and ensuring
compalibility in the activitics of ditferent departments and decision makers.
There are moutines for almost everything — from purchasing supplics 1o baining
or hiring. Managers should strive to shape routines ina great many arcas amund
the core means and mission. But because most organisations most address ever-
chinging internal and market needs, moutines must be continually re-cxamined
for relevance, currency and dangerous side effects

Finally, Miller and Whitney categorise the compeltitive advantapes of cliective
configuration:

Clarity of Direction

The benefits of having a ckarly defined mission that has been distributed and

understond throughout the organisation is that collectively, everyone moves in
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the same purposciul direction. People within the organisation arc unificd in their
cfforts, which medoce the amount of time spent on trivial and unimportant

mallers.
Smooth Collaboration

“When emplovees share common values and have a thorough undemtanding of
core prioritics, they are able o work toeether oward common objectives. Pelty
disputes are mamn, and organisational politics takes a back scat o accormplishing

an overriding goal’.
Solid Commitment

Configurations are strengthened by interdepartmental cooperation in the pursuit
ol ‘common valwes’. The organisation benelits from this commitment through

increascd collective effcctivencss,

Effective organizations commil resources 1o prioritise projects and do not by 1o
spredd nesources too thinly owver an armay of projects. There & clarity of purposc
and [ocus o overcome challenges and achicve objectives. This reduces the risk

of being undermined by competitors.
Core Compelency

‘Conligured companies, because they distinguish sharply between the thematic
and the peripheral activities, are able 1o ocus their resouwrces o deve lop powerful
and unique compelencics. It & neither leasible nor productive for frms o
become jacks-of-alltades. Imstead, managers must prioritise activities and

allocate resources of what their companes do especially well'.
Market Supcriority

Well configured organisatioms have an advantage over badly configuned
organisatiors that will lack business focus and the commitment of their
personnel. Well configured oreankations cnjoy internal strength and clser

relationships with customers, which is a sign of good configumtion.
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Enduring Originality

‘Bisiness scholars have arguad that the primary sources ol long term pro fiabiliny
arc talents or resources that competito s cannot imitate. Abilitics or resources that
arc casily copied =soon lose their value. But the cone competencics, competitive
advaniages, and synergics that inhere in a tight configuration are very hard to
imitate. In part, this i= becavse configurations creatively combine many elements

mutually enforcing means, cohesive leams, complex administrative stroctunes,

and elaborate sysiems’.

3.2 Configuration and Data Warchousing

3.2.1 Case Studies

In the following scction, the case studies of Fist American Corporation (FAC),
the Inland Rewvenue Scrvice (IRS) and a manulacturing company from the
articles by Cooper, Walkson, Wixom and Goodhoe (2000) and Walson et al
2001k} are considercd. The degree of it with the Configumtion School
principles and the ckments of change [/ tansformation are considered. In
relerence to strategic management rescarch, Miller and Whitney (199%a) claim
that *previows work has iended to ook at only parts of an organisation, with lhtle
concern for the central themes and relationships that prioritise and orchestrate the
parts’. Accordingly, an attempt has been made to examine the impact of the data

warchouse acrmoss the organisations component pans.

There are, howewver, limitations 1o this exercise as the authors of the articles only
provide a limiled amoort of information aboot the nature and trading conditions
of the organisations. These articles do pot cxamine the impact of wanchousing 1o
the company as a whole, as may be required under the Configumation School. For
cutmple, the stmatcgy adopled by the IRS s dicussed but do not know the

overall context for this strategy.
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FAC

Core: A clear MISSION and sct of prioritics and goals that are shared by many managers.

As with cach of the case stodies, it i= not known what the mission stalerment was at the time of the study.
Howewver, it & koown that FAC discounted a number of possible stmlecgics such as becoming a lbow cost
provider or focwsing on product ditferentiation since they did not feel that they were in a position Lo
realistically compete with their competitors, FAC decided 1o concentmte on competing on service and to do
this, the company knew that it had w become “intimate” with the customer in order to develop long standing

and profitable melationships.

The strategy that was developed became known as “Tailored Client Solutons”, which bad tOur compongnts:
Client Information — know the clicot better than anyone

Flxiblk Froduct Line — provide what the clicnt needs

Consistent Service — help the clicnt achicve goals

Distribution Management — offer the client preferned channels

Fach of these components centred upon the costomer.
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Manufacturing

While a mission staterment is not provided, it is clear that the prioritics were known and that the theme cenbred

upon customer intimacy.

Cormpliance 2000 was a new vision, which was conceived by a group of IRS exccutives between 986 and
1987, The idea was that the TRS would use the data available to it vie data warchowsing and employ market
scgmeniation methods o identify non compliant groups of axpayers. This would help the IRS combat these
uregularities by adopting methods to ‘change the behaviow” of these groups without performing an audit. The
new vision was ‘mstitutiomalised” m 1989 by the establhishment of the Compliance 20000 Othice, which was

created to provide support and direction to the various TRS districts.

[n this casc, it is not clear if the new vision was part of the whole IRS mission. Whilst there was support or
the ideas, there is no indication that the IRS had made a significant change in approach 1o dealing with pon
compliant cases. [n fact, it appears more likely that Compliance 2000 was being administered in the manner
of a project or rescarch Le. the IRS was learning from the experience. The authors advise that it was down to
‘key phayers in the National Office of Research” (NOR) to sell the concepts to the various districts. The NOR
typically. only had enough time at the half yearly IRS exccotive conference o summarise their worke until
1997 when they were given a full day to review their projects. This would suggest that Compliance 2000 did

not form part of the TRS mission.

During the early 199075, business units bad dentified the need for integrted data to support various business

M
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nitiatives. The manufacturing company’'s first attempt at building a data repository failed and it was left to
the IT department o champion a sccond effort based on the data warchowsing technology available to it at
that time. Unfortumtely, the IT exccutive who had promoted the data warchowse development left soon afler
starting the project This left the I'T department as owners of the data warchouse and had 1o market the

warchouse as the variows development stages unfolded.

A number of business units bave incorpomated data wanchousing in their own strategics and despile business
ains resulting from warchowsing  initiatives, the exccoutives did mot incorporate the potential of data

wanchousing in their strategic plans.

It & clear that warehousing 18 not part of the company’s mission.

Core: Focusing a tkention, activitics, and resources on the primary MEANS for attaining these goals.
With customer ntimacy as the organsation’s theme FAC wnilised data warehousing echnology to; redesign
products, amend its distribution channels, change processes 0 cnsure consistent service levels, and develop
detailed customer analysis.

The accomplishments of FAC fit very well with Miller and Whitnev's assertions that means “help define

work”, “create ungue products or services’, ‘reflect a central theme’. Indeed *means must also incorporate

methods of learning and improving”. It would appear that the ongoing develbpment of the wanchowse and

&0
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continued learning associated with the customer data analysis, contributes to this principle conciscly.

The incremental build of the data warchowse allowed the staft within the newly created District Offices of
Rescarch Analysis (DORA) to learn and develop their skills. Howewer, the cxcoutives backing the initiative
did not hawve control over the sekction of stafl for the analyst positions. This resulted in stalt of varying
degrees of skill and attitude. The excoutives did, howewver, manage to secure the mechanism for allocating

bud get. which ensured adequate funding.

The incremental approach o the build closcly resembles the steps being taken to hawe the warchousing
initiative wholly incorporated as IRS policy. The theme in this sitmtion appears o be one of cost redoction
through lechmological advances but not across the whole of the IRS. This would be achiewved by proving the

rescarchand learning as opposcd toa full-scale attempt at phasing out audits.

[n the manufacturing company. it was up o the individual business units o manage the wanchouse for their
own stratcgic benelits. Examples were given o demonstate that the technology had provided tmngible
benefits and had changed some kecalised practices. For example, supplicrs had been given accoess 1o data that
allowed them to momitor the performance of the parts sold to the manufcturing company. The cost benefit
was a clearer understanding of wananty liability. In gememl, the number of vsers was increasing and skills

wene being developed o bhelp users get the most from the technology.

Dicspite the positive signs, these successes do not appear to have been centred upon a corporate theme. This

means that the changes appear to be frmgmented and scen as incremental improvements, In short, Miller &

In pat

In pat
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Whitney describe this situation as a lack of " harmony”.

Core: A viable target MARKET that values the oubputs the means creates.
In 1990, FAC had kst $60million and was operating under ktlers ol agreement with banking rceulators. By

1998, FAC had posted profits of $211 million, which ¥ attributed o the means described abowe.
There i= po doubt that the market has esponded to the prodocts and services offercd by FAC,

The IRS “marker’ 15 the taxpaver in the USA. This is obviously different to an organisation that has to
compele in a competitive markel. It can be stated that, there have been examples of markel scgmentation
cllorts that have delivered pood mesults in terms of taxes ecovered. There is no doubt that there is a market

for this work but the problem is that of co-ordimting a country wide cflort.

Data warchouse users cited two tangible benclits om the introdoction of wanchousing, the first is a betler
fault detection in the production process. This mears that there will be a reduction in the nomber of service
callouts saving a comsiderable amount of moncy per month. The second example was one of monitoring the
sale of goods in retail ouotlets. The information extracted from the warchowse cmabled the stores o belter

mana ge their loor planning policy, which has a direct effect onsales.

Whilst the benefits may be tangible, the “market’ for the data warehousing mitiatives appears to be vague.

Satisfes
configuration

principle?

Yes

Yes

Min
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That is to say, thewe is no discernible theme as the abowe coxamples wpresent sepamte quality and sales

initiatives. The actual market is vnclear from the information given.

As previowsly sited, the cone needs & comprehensive support structune to allow the configumtion to become established.  Miller and Whitney

dentified six areas that require atention in order for this “bedding i’ process o occur.

Satislics

support
Crganisation Directing Attitodes: Rituals and Ceremonics principle ?
bAC It took two vears from conception to communicating FAC's customer focus strategy o its work force. Watson et
al (2001bk) states that *FAC concurrently developed the component parts of the strategy with each part providing
significant financial impact. Once those component parts had been soccessfully implemented. the full TCS Yes

strate gy was formally anmounced. Using mectings and FAC™s newsletter, the TCS strategy was communicated to

everyone in the company’.

[RS In order to increase the rate of tax payment, the IRS developed a scoring ool that could predict who was more
likely to pay. Senior management viewed this capability as a “key strategic possibiliny”, which would enable the
[ES to move away from the hbour intensive audit methods of weowring tnes. A group of TRS exccutives
presented thewr vison under the banner of Compliance 2000, The term ‘key srategc possibility” does not give

the impression of strong conviction but the technology was released incrementally and offices sct up o implement [n pat
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bAC

the vision.

The article does not mdicate that there was a “revolutionary” shift m the IRS" approach to dealing with non
compliance. It i, therefore, impossible o determine if there was a change in the IRS” values or culture bt it &=
possible to speculate that sufficient gains had heen made to change the way staltf approached mon compliance in

many il not all IRS offices across the country.

Far from being part of the company’s fabric, IT managers had o regularly educate managers and new business
leaders about the purpose and value of the data warchouse. The warchouwse was negarded as a facility only that
was used by a number of business units as warehousmg dd not feature m the company’s strategy. The Mo
warchowsing effort counld not be said to be changing the cultumal thinking of the oreaniation, although at

application level, the warnchouse was becoming a standard business facility.

Satisfes
support
Directing influence: The Power and Reporting S truc tune principle?
FAC took significant steps to prevent the company bom complete collapse by bringing in new scnior
marmgement tasked with turning the organkation amund. These executives changed the bank from a prodoct o a

customer focused bank. FAC made a conscious decision that the organisation would be managed in a new way.
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Ancxampk of this was the appointment of the Dircctor of Marketing who mestructured his team 1o address the
new challenges. This was imponant as the bank corsidered this area of the organisation to he crucial to the

development of customer focused strate gics.

The executives promoting market segmentation established Disirict Offices of Research and Analvsis (DORAs),
that gave those wesponsible for conducting the amlysis a stroctured envimnment to work in This crmbled analysts

1o focus their attention on the rescarch projects and a platform from which they could charmpion the concept

Again, the artick docs not indicate any shift in power or changes to the corporate reporting structure. Howewver, it

15 sate w assume that the DORAs formed part ofa new reporting structure.

While the dam warehousing *vision is strong at application level’, it is clear that there & no seninr management

direction for the incorporation of warchousing on a company wide scale. This indicales that ope rational arcas arc

sing Lheir discmction 1o use the data available o them lor business purposcs. Whilst management anc aware of

these activitics no details are given that would indicate changes 1o the power base or reporting sbroc tunes.

Yes

[n pat
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Directing Resources: Stategic Plars and Bodzels

While o budgetary information is available, FAC took greater contmol over costs and any development work in
support of the new strate gy had o have a positive financial impact on the organisation. [t is expected that FAC
were aculely aware of their financial position and adjusted their financil contmls accordingly. As previowsly
slated, FAC had planned their strate gy and defined how they would achicve their goals. All reconfiguration work

had the customer at the centre, closely allied to measuring and understanding financial returns.

The work of the DORA’s was drectly linked to the strategc objective of classifving groups of customers for the
purposes of managing mon compliance. A stong adwvocate of the warchoosing initiative was the Assistant
Commissioncr, Rescarch and Statistics of Income. This member of the excoutive strengthened the rescarch work
by permmding the Chicl Operatiors Officer to pass the Budeet Planning Office under his control This ersured
appropriate funding for the TORA S,

The fus well with Miller and Whitney's view that “to be eflective, such plans must be linked w capital and

operating budgets that allocate funds’

Satisfes
support

principle?
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It &= clear by now that this data wanchouse project was split into two pans: those who did and those who did not
value the data warchowse, Those who valoed the warchouse incorporated the warchouse into their plars, while the

excoutives chose ot to involve warchowsing in the stratcgic plan

Whilst not all business functiors otilised the warchouse, those that did encouraged others within the same work
group to access and wse the data, One manager traincd engincers o use the warchouse applications and would not
approve the engincers work until it had been validated by data From the warchouse, Business unils that had an
interest in the warchouse had expressed a requirement to increase the development of the warchouse but at that
time they felt that the future of the warchouse was unclear. This means that business unit plans for the warchouse

were being underlined by the lick of exccutive backing.

Dirccting Altention: Information S ystems
The data warehouse was crucial to the attamment of FAC's strategy. The data from the warehowse was used to

design pmodoc s, distribution channels and measure profilbility.

The whole project is based upon the possibilitics that data warchousing technology brings to enhance rescarch
capabilities. The technology 15 a core element in the IRS" statege ambimion for understanding taxpaver

hehaviour.

By wsing data to manage the floor planning in retail outlets, this is an example of using information syslems o

&7
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satisfy a business neced. The problem again, & that it is not possible to know if this contributed to the

organisation’ s strategic objectives.

It i= known that business units incorpomtcd warchousing into their business plans and it is thercfore interpreted
that the technology was being used 1o achicve their objectives albeit at the business unit level The technology

clarly was mot being used to dircct managers in their pursuit of higher level strategics and objectives.

Dirccting Motivates: Recrvitment, Training, Promotionand Compensation

FAC mecruited people mot only with the right skills but ako at the right time to drive the stategy forward. For
cxample, new scnior management were brought in o dincet operations, NCR was cngaged o deliver the
warchowse and transfer skills o existing I'T professiomk while stafl were assessed o establish competencics.
Fimancml rewards had w be restructured o ensure that stafl activibes were in line with the organisation’s

ohjectives.

When the DORA’s were established, the executives anticipated that people with appropriate statistical analysis
skills would staff these offices. Unlortunately, those who had lost jobs from within the IRS were given fist pick
of the jobs, which meant that the stall skills and enthusiasm varied. The executives did change the remuneration

packaze and incentive schemes in order 1o keep the initiative moving forward.

&t
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Despite the lack of contmol owver the appointment of some members of stafl, steps wene faken to improve the

polential for suecess, including providing appropriate training,.

There is mo evidence of any changes o the porsonnel policies to back up the organisations investment in

warchosing techmology.

Directing Effort: Administrative Routines
Work routines had to be changed o ensure that stall could adopt customer focwsed activities. The data from the
warchowse also helped the oreanisation asscss the type of skills and number of stafl required for particolar

branches. This allowed the bank o @ilor its presence acconding o kbeal custo mer needs.

There are no signs of administrative processes changing in other areas of the IRS bur the DORA’s themsebves

were in the lortunale positivn of establishing the requined ad ministrative systems and processcs.

The manufacturing cormpany did state that some business processes had changed. The evidence of this was the
changes made o allow supplicrs access o the information on parts sold. This meant that the supplicr did not hawe
o wait on the manufacturing advising them of the mecessary information In that sense, at kast one part of that

process had changed.

S

i[5

Satisfics
support

principle?

Yes

Yes

Yes
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3.2.2 Case Study Configuration Summary

It is worth rejtemating that the artickes used for this mapping exercise were not writlen o
specifically amswer a number of configumtion isswes. Wherewer possible, specific
cxmp ks were used 1o demonstrate the match with the configuration theory clement. IF
mo cxmmp ks were available, a degree of interpretation was used to asscss the fit with the
mapping in gquestion. In the case of FAC, thew was comsiderably more information

avitilable to assces strategic At from the aticle by Cooperct al. (20000).

The results of the mapping illustrate that there is a good degree of alignment between
Miller and Whitney's conliguration theory and the experiences at FAC. It is ako
apparcrl and that the data warchouse successfully contribuled o0 a clearly defined

business strate gy, FAC matched up 1o all factors of the configuration theory.

The RS analysk shows signs of having configured the warchowse o help satisly the
requiements of a taxpayer sc gmentation stratcgy only. However, it is oot known how
this strmtcgy contribules or complements the stratcgic plans of the entie IRS. The
configuration i= limited to the realisation of a specific stategy by adopting data

warchowsing technology suppored by a network of DORAS,

The manufacturing company would appear to show few sigms of complementing the
organisaton’ s conliguraton, From a stategic point of view, the organisation did oot
view the data wamchouse as a stratcgic investment, despite the wishes of slaff at the
operational levels. The data warchowsing effort is a facility utilised and managed by a

sclect number of people within the organisation.

3.2.3 Case Stody Transformations

The sccond part of the configuration theory is that organizsations must pass throough a
transformation phase in order to implement the changes proposed by the new
configumation. According o Mintzherg ot al (1998), the change expericnced by
organisations tends to be dmamatic as they move from one stategy o another. There
may be small changes applicd o operations on a day-to-day hasis hot the changes
associaled to the adopton ol mew strateges tend to be ‘revolutionary’.  Miller and
Whitney also state that change may be based vpon the dewvelopment of a new and
inmovative product or technological advancement. Significantly for FAC, such dramatic

changes may be borne out of crisis.



71

FAC illustrate this point well as they had just posted losses of $60 million and badly

necded to find a strate gy that would make the company viable and competitive. Cooper

etal (2000) expling the trans [ormation process using Kotler's change model:

Establish a sense of urgency

FALC There i= no doubting the wrgency here; the company was facing
cxlinclion.
RS Walzon et al (2001h) corsider that there was a sense of wgency huat

ot shared by all excoutives.

Manulacturing

The sense of urgency was not significant due to the eventual lack of

Company scnior management support.
Create the guiding coalition
FAC FAC had guidance bom the CED and was supported by o newly
appointed senior management leam.
s The Chict Operations Officer, Assistant Commissioner for Rescanch

and Statistics and key personnel fom the Natiom] Office for nescarch

guided the IRS® project

Manufacturing

The key champion of the data warchouse kit the company soon alicr

Company initiating the projeck. ThiE unexpectedly  keft the mantle  with
represcntatives from the [T department. In other words, there was no
guiding coalition.

Develop a vision and stralegy
FAC FAC mllied around their Total Customer Satisfaction vision.
RS The ITRS delivered their vision via Customer 20060,

Manufacturing

Any vision for the data warchouse lay with I'T department or within

Company individua] business unit strate gics.
Communicate the change vision
FAC FAC communicated their vision wia conferences, mectings and
company newspapers. However, they only communicated the policy
when they had confidence in its viability.
IS Communication of the vision was performed by epresentatives from

the DORA’s in addition o the conlerence malerial delivered by the

crecubives,

Manufacturing

Company

There was no vision to communicate to the organisation.




Empower emplovees for broad-basced action

FAC

A mew management team had clearly defined objectives to act upon.

kS

The IRS tcam appears o have had the means o act but thewe are few

cxamples of significant changes to the organisation as a whole.

Manufacturing

Again, there was no vision to fulfil.

Company
Cienerate short term wins
FAC There were a number of short term wins at FAC, The bank had
planned the mollout of their strate gy and any gains also had tangible
financial payback.
IS The short term wins appear 1o have been more closcly aligned o the

incremental build of the warchowse, such was the dependency on the

data wanrehouse.

Manufacturing

The manufacturing company had undoubtedly bad a noumber of

Company successcs using the warchouse but the gains were localised and not
part ol a grcater plan.
Consolidate gains and produce more changes
FAC The stralcgy bad been pursuved for & weam and success had not
dissipated. Although, changes may hawve been made along the way,
the theme remained the same.
IRS Al the time of writing, Watson ct al. (2001b) could not asscss the IRS

fovr this section.

Manufacturing

The users of the data wanchouse wanted to continue o expand the

Company fcility but doe to a hek of strategic support, the future of the
ware house was unclear.
Feinforee new approaches in culture
FAC Data warchousing is a core picce of lechmo gy that enables busingss
shratle gics.
RS The IRS is much further behind FAC in terms of changing the

organisation approach 1o data warchousing, Institutionalising these

approaches had vet to be achicwed.

Manufacturing

Company

Mo transformation e ffot was atlempled.

Souroe: Deviscd from Koller | 1956)
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Despite the obviows Imilties ol the manulaciurng company’s approach to data
warchowsing, Watson et al. (2001h) do point out that all companics wene successful but
in varying degrees. This i= mtionalised by mapping the companics change efforts with
Koter's model. However, Mintzberg states that Kotter”s mode] represents a top down
approach to change (Mintzberg et al, 1998, p. 336), which satisfactorily cxplains the
cxpericnces of FAC and the IRS. Fach of these cases had cxccutive mampgement to
drive their project forward. The manufacturing company, on the other hand, was =ing
the data warchouse at the opemtiomal levels of the organisation and also having some
success. In fack there were 1700 people who had access to the system while 400 to 600
actmlly v=ed the warchouse applications cach month gencrating up o 40,000 goeries.
The users wene also able to atticulate the reasoms for having the warchouse and produoce
tangible benclits that have been attributed 1o the warchowse. So, while Watson et al
(200108 have attempted o explain the mason for limited success by using Kotler’s
chinge model, this docs not wholly explain why they have had soccoess despite the

comp kte bek of lop mamgement dircction.

This section attempls o map the manulacturing company’s situation against the botlom
up model by Beer of al (1990} to try to explain the growth of the warchousing

activitics.

Muohilise commitment to change through joint diagnosis of business problems. By
helping people develop a shared diagnosis of what is wrong in an organisation and
what can and must be improved, & general manager of a unit mohilises the initial

commitment that is necessary to begin the change process...

Collectively, a number of business units bad identificd a need o create a single
repository of date o support their varioos busincss neceds. This resulled in the
company’s first attempt at building a warehouse, which lailed. Despite the sethack, the
IT department continued to look fora potential solution and subscquently adopted data
warghosmg within 1T s strategic plan. A senior I'T exccutive did push the warchousing
project forward but left the company soon afierwards leaving the project in the hands of
the warchousing team. This leam has conlinoed o develop and support the data
warchowse and actively encoura ges business units to interact with the wanchouse,

Initially, the need for change was identified by the business units and not at the higher
levek of the organisation. Perhaps the failure of the first project diluted the drive for

change.
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Develop a shared vision of how to organise and manage for competitivencss. Onee
a core group of people is committed to a particular analysis of the problem, the
gencral manager can lead employees toward a task aligned vision of the

organisation that defines new roles and responsibilities...

The problem here is that the business units appear o act solely for the purposes of
satisfying the noeds of their own business unit. Thene & no evidence o suggest that the
business & preparcd 1o take ownership of the warchoose. It & not possible, therefore, to

slate that there was a shared vision.

Foster consensus of the new vision, competence to enact it and cohesion to mowve it

along.

Again, there is o high level vision to take forward. The vision mests with cach bisiness
units requirement for the wanchouse although this does requine the continued support of
the 15 department and their commitment towards the potential for the data warchouse
techmobey,  Allicd to this, there are bisiness unilts who have incorpomted the
warchowse applications within their daily moutines. More significantly, those using the
warchowse want o sce continued development of the warchouse despite the lack of
scnior marmgement cormmilment.

The vision for the warchouse at application level is strong.

Spread revitalisation to all departments without pushing it from the top.

Those business units that hawve vsed the warchowse have scen tangible benefits, The
warchowse applications have been incorporated within daily moutines and have changed
some practices. Ancxample of this would be giving warchouse access o parts supplicrs
in onder to monitor quality standards. This bas saved cffort in determining share of

warranty costs. Revitalization though, has not extended 1o all departments.

Institutionalise revitalisation through formal policies. systems, and structures. The

new approach has to become entrenched.

While it bas been stated that some business process have changed, there is also littk
proof of significant change for the organisation as a whole. The instances of change
remain at the opemtiomal amcas. For example, decision making has improved  for
cxmp ke, decisions about foor plars in their retail outlets are hased vpon data from the
warchowse. Thene is also an instance of one manager refusing to approve work until it

Fes been validated by information extracted from the warchose.

Monitor and adjust strategics in response to problems in the revitalisation process.

The purpose of change is to create a learning organisation capable of adapting toa
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changing competitive sowvironment. 3ome mught zay that thie = the general
managsrs responsibility bot monitoring the procsss nesds to be shared.

There E oo donbt that this organsation = adapting to the possibilities afforded by the
warshoes but this seems to apply to some biEins= unite and oot others. ¥atson &t al.
(2001h) states that thers are many sxamples of tanghle benefitz since the introdnction
of the warshowEs and at the application kswel, there E 2 willingnes= to continos
improving the warshonss capabilitizs.

Soorce: Devised from Heer =1 al. {15000

¥hilst a degres of it may be demonstmted with the bottom op approach to change, the

does not fully explain the reason for the degree of data warshoEing Enccess enjoyed by
the manpfacturing company.

Thers appear to be 2 number of changs bamiers facing the crganization:

a ThebEine= ha= not taken owne=hip of the warmhonss, which breaks one of the
rulzs of best pmctics L& Project most be managed by both busine=s and IT
profesziomak. To take thi= one step forther, the warshomws initiative most be
businezss driven (Wer, 2000,

a Tnless the bosiness takes full ownex=hip of the warhoose, ther cannot be a
unified wision for the warsho=e.

» Anezmampl was given whers some bosiness onite haswe not folly commuonicated
the bensfite of warehoEing EBiEinss= unite hawe oot mported the full extent of
cost Eavings in order to preserve their bodgete. This will stem the flow of
lzarning up the organeation thie prewwenting ssnor mana gement commitment to

the data wars honsing affort.

The perhaps lpstmtes the need for all change conditions to be met if 2 bottom up
appmach £ to be snccessfol. This aleo indicates that nccessful change mitatives are
rather fragile and that change cannot be 2 haphazam e<ent bot nesds mana gement to

CIE UTE & CCSEER.

3.3 Summary
In this chapter, 2 summary of the vanous echools of stategr mamagement has besn

petmated wia the strategc mmperatives and how the Configonration School drawe on
these schools of thooght From this it can ssen that the component pads of an
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oreanisation are confisuned o comsistently and effectively manage the clements or

forces affecting strategy, structure and environment.

Significantly, despite the limitless nurmber of possihle configumtions, the stategic
imperatives limit the number of wviabk configumtions. As a simple exarmple, an
oreanisation opermting in a volatile environment will need to be agile in its response o
cnvimonmental opportunitics and be innovative o capture a scgment of the market. That
oreanisation canmol employ a cost leadership stategy, as there s not enough time o
refine systems and processcs o drive out incfliciencics, as they will Jose their ability to
be msponsive to the markel. Accordingly, typolgics such as those offered by
Minsbere, Miles and Snow and Porler, provide a holistic means of distingnishing how
organisaliors can achicwe maximum  organisational cffectivencss  or competitive
advaniage. That said, Doty et al (1993) provide us with clear evidence that it is Miles
and Snow's ideal types that are the determinants of maximum  organisational
cffectivencss. This is also important for the concept of equilinality, as the study ako
confirms that organational effectivencss may be achicved by lollowing different paths.

This is & concept that distingnishes configuration studics from contingency stud jes.

Change is also a significant feature for the Configuration School Incremental change i
comslant inorder to reinforce the organkation's theme ¢, g, cost leadership, innovation or
gquality. Oreanisations move in and oul of cquilibrium, as they adjust o opportonitics
and / or threats. Periodically, however, an organisation undergocs a configuration
transformation. This is typically found when industrics are sobject to dercgulation. For
cxample, the Koyal Mail operated a monopoly but dere gulation will open op the market
to competition. Thi bas meant that the Royal Mail bas had to transform its stroctone

and scrvices o accormmodate the changing opemating environment.

In scction 3.2, three case stodies were mapped 1o Miller and Whitney's configuration
framework. There are clearly limitations o this exercise becavse the case studics were
ol written for the purpose of configumation analysis. Despite this, the FAC case stody
mapped well o Miller and Whitney's fmmework while Cooper et all (2000) hawe
already stated that FAC managed their change program according o Kotler's change

model

The key point that can be taken from this section is that configuration analysis i= an

appropriate method of assessing a data warchowse implementation. The data warchouse
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ko= to fit with cither an organisation’s current configuration or that which the
organisation is striving to achicve, Additionally, Miles and Snow’s typology has been
empirically tested, as dicussed in Section 313, and was found o be predictor of
organisatioml effectivenes s, [t is for this eason that the configumtion amlysis model is
bascd vpon the typology prescribed by Miles and Snow. The ratiomle behind the
configuration model is that if it is possible o measure an orpansation’s conliguration
mow and where ils wants o be in the future, against the ange of ideal types; it will be
known how to build & data warchowse that is fit for the purpose of supporting an
organisaton’s information needs. Conliguration of the data warehouse may be
comsidered both in terme of whal information and architectore required 10 meet the

organisalion’s sirategic ambilons.

A Full description of Miles and Snow's typology and its relevance o data warc howsing
is contained in Chapter 4. Howewer, it is only possibke to illustrate the nelevance of the
ldeal Types having first considercd the data warchouse implkementation practices (ic.
architecture and methodology choices) prescribed by the industry's leading authoritics

Bill Inmomand Ralph Kimball, which & contained in Chaple r 3.
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4 Inmon versus Kimball

This chapter describes the data wanchowsing solutions proposcd by the industry's
leading authoritics, Bill Inmon and Ralph Kimball; whose solutions are both widely
wsed and respected but have split the views of the data warchousing community with
regand o whose solution is best. Wheneas the Configuration School, described in
Chapter 2, provides vs with a mearms of undemtanding the organisational strategy,
Inmon and Kimball provide ws with lechnology optiors that will help s to balance out
the stmtecgic alignment equation. IF strate gic alignment is to be achicved, it is noccssary
to understand the implementation options proposed by Inmon and Kimball o ensore

that the most appropriate choices are made for the business.

In order to understand the data warchousing build and implementation optioms, two key
texts are examined (Kimball et al, 1998; Inmon, 2002 ), which provide details of cach
appmach to building a data warchouse. A compamltive analysis ollows, based vpon a
comprechersive summary published by Breslin (2004). This analysis clearly fcuscs on
their differcntiating chamacteristics, which is the basis of choice. In particular, the
different architectures and methodological approaches are cxamined. Howewer, the
common ground between Inmon and Kimball through their treatment of stategic

alignment is al=o highlighted.

4.1 Inmon — Hub and Spoke

4.1.1 Architecture Overview

Inmon's approach to building a data warchowse = based vpon taditional relational
database development technigques. This means that the data wanchowse is founded upon
the same concepls as the operational or tarsaction systems that provide data o the

warehoLse.
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The data warchouse sits al the centre of the architected environment (Figure 4) whene it
receives data from the operational systems via the Extract, Tansform and Load (ETL)
process. The ETL process is essential, as data is copied from the source systems,
transformations amc applicd to the data according to predefined ruks before being
kbaded 1o the data warchouse. This process can be highly complex, as data domiciled in
disparate operationa] systems will be defined and formatted differently. It is the function
of the ETL processes to standardise the data before being loaded to the warchouse.
There are numerous ETLL tools in the market, which have to be configuned to converse
with a mange of systems and coded o apply the business tamsformation rules. In
applying these rules, the ETL tools also have a ok o play in applying dala quality
slandards. For example, a data feld that makes a loan applicant less than cighlcen years

okl may not be loaded 1o the warchouse and flageed as an exception.
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Figure 4. Hub and 5 poke Architecture
The warchowse itsclf will be hased vpon a normalised relational data structure, which
crsunes cfficient data storage, as there i= little data duplication. The warchouse stores
atomic kevel data ic. data in its most granular form and data that has been summarised
according to the needs of the information users. The data marts, on the other hand, are
structurncd around the dimensional modelling technique (sce Section 4.2.2 Dimersional
Data Model), which facilitates greater data access response times than those achicvable
form the rehtioml] data structure. The data marts receive consistent data fom the

warchowse and are designed to meet the data / information neceds of a department or
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function within the organisation. Individual information wsers will access the daty wsing
reporting or data analysis applications liyered ower the data mart, of which there anc
many o choose from. Individuals can access data from the warchouse itself, but this

tends to require mone specialised tools and skills.

4.1.2 Three Level Data Model

The data warchouwse is the product of Inmon's three level data modelling approach. In
common with operational database design technigques, Inmon proposes the use of Entity
Felatiomship Diagrams (ERDY), as the first modelling level (high level), to identilty the
characteristics, aliribules and relatiorships among entitics in a given subject arca. The
data warchowse is built by subject arca, which mears that the enterprise wide wanchouse

represcnis the sumof all subject arcas.

The sceond modelling level (mid lewel) is the establishment of Data Ttem Scts (1DIS),
which anc specifically based upon the preceding ERDs. There are four basic constructs
for the mid lewve]l model (Inmon, 2002, pp. 95-96):

I, A primary data grouping, which can exist only once for cach subject anca and

contains attributes and keys For cach major subject arca.

[

A secondary data grouping holds data attributes that may exist multiple times for

a major subjoct arca.

3 A connector, signifying the melationships of data between major subject arcas,

whichemulates the relationship identified at ERD lewel.

4. "Type ol data wentifies whether a data groupmg is supertyvpe or subtype. Data

groupings lowing to the right ane subtypes of the preceding data group.

The fiml level of the modelling excrcise is the construction of the physical or low kevel
model This is an extersion of the mid level model w0 “include any physical
characterstics™ Once complete, the model closely resembles the structure ol the
phy=ical databasze ot this can only be done once the granolarity and partitioning have
been taken into account. OF particular importance are the changes to the key strocture to
add the element of time. Consideration of physical chamcteristics B reqoired Lo emsure
that the design optimiscs capabilitics of the input / output devices. This can be achicved

by denormalizing tables o cnable rapid adapt retrieval, which is a technique specifically
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afforded 1o data warchowses, which are mot subject to the same data storage restrictions

as operational = ystems.

4.1.3 Development Methodology

It is with some meluctance that Inmon acknowlkdges the merits of documenting a
methodobogical approach since the “classic systems development life cycle does not
work in the world of the D53 Analyst”™ (Inmon, 2002, p. 285).

The data driven or spiral methodokgy & prescnted in three parts (Inmon, 2002, pp.
343-384). The frst = METHL (Figure 3), which deals with traditioml opematioml
syalerns developments; METH2 (Figure 6) is the only part that governs the dala
warchowse development while METH 3 (Figure T) is a heuristic or karning approach

for data warchouse wsage.

As Figume 5 illustrates, METHIL i= a mather grand represcentation of the traditional
walerfall development lifecyele. This can be broken down into a mome simple Hlow from
Requirements Analysis > Design (including data modelling) > Development or Build =
Test (including systems and performance testing) > Implementation. The benefit of
Figure 5 i= that it highlights dependencics between the variows activitics of the project.
From Inmon’s perspective, the purpose of METHL i= to show that the waterlall
development methodology is appropriate to operational systems developments only and
15 more complex than METH2, Inmon’s rationale s that the waterfall methodology s
mal appropriate for data warchouse developments, while Kimball et al (1998) propose

the waterfall methodology.
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Figure 5. Developing operational Systems - METH |

According to Immon, one of the most significant features of a data driven methodokgy

is that the process is dependent upon and expands preceding efforts. Processes and code

are, in eflect, recycled in order to avoid “reinventing the wheel™ {Inmon, 2002, p. 292),

while developing the range of the data warchouse.

In essence, the business will eceive the fimst fleration of the data warchowse having
submitted no detailed business equirements. Inmon (2002 po19) cxplrins that it & the
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deckion support anmalyst meferred to as the Explorer, who is adept at amlysing their
organisation’ s data to investigate hunches or pursue their intuition, that will vse their
insight o analyse the data and produce require ments o refine the data model. Each time
that data i= delivered. the Explorer will repeat the process. It is this process that is at the
heart of the “evolutionary not revolutionary” concept that Inmon subscribes w ( Inmon,

2002, p. 41).

Figure & illustrates the data warchowse development approach labelled METH2. DSS]
is the first activity [allowing the commitment o build the warchouse. This demonstrates
that the data model is at the heart of the development, as the model has o be defined to
identiby all major subject arcas and define boundarics for the development. Note that the
conneclors between the D88 stages arc mot fully exphined by Inmon but are lefi to the

interpretation of the reader.

Almost all other tasks ane dependent upon DSS1, cxcept D853 and DES4. DSS2 or the
“Breadbox Analvss™ 15 an unlamiliar term but relates o the eflon required to estimalte
the eventual size of the database. The analysis must attermpt to give due consideration to

the kevels of data granularity.

12553 is the Technical Asscssment, which is concerned with the delivery of a system
capihble of managing large amounts of data that is accessible, fexible enough 1o interact
with a wvaricty of fechnolbgics and can accommodate the characteristics of a data
warchowse data model Once this is complete the Technical Environment can be
preparcd (13854, which focuses upon the configumtion activities, such as network links

and stom ge.

The Subject Arca analysis (ID555) is an exercise o ascertain the data to be populated in
the warchouse, which may be a subsct of a patticular subject arca. The subject arca
should be large enough o provide the business with a meaningful dataset for amlysis.
When complete the data can then be sourced from the opemtioml systemis) during the
Source Syslems Analysis phase (IDSST),

12556 is dependent upon the outputs of 1851, D585 and D857, which cnables the
phy=ical data warchouse design. AL this point, specifications can be cormpleted (DSSE),
inclding the program specifications for the ETL process. In accordance with other
systerns development projects, the specifications are delivered for coding and unit

testing (D8589
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Finally. when the technical environment is mady and the coding tested, the data
warchowse is populated (1DS59).

Fopul=ion

Sourcs: Inmen, 2002, p. 365

Figure f. Data Warchouse Devwelopment — METH 2
The final stage of the data driven methodokb gy is the wage of the data warchouse for
the purpose of carrying out further analysis; this is presented in METHS (Figure 7). This
is the heuristic or larning phase, chamcterised by the ek of requirements at the
beginning of the next development phase. This mears that the requirements are borne
out of the learning gained from the wage of the system. Requirements will unfold and

be accommodated iteratively.

DEPT] refers to the develpment of regular standard reports, which are prodoced by
following the METHI systems development cyele ie. as a requirement driven waterfall

process.

INID refers to the process whene data is identificd for the purposes of building reports.
This will require the development of a program o access and extract the data (IND2).
Once the data is sclected it is then preparcd for analysis, which could include merging
the data with other data (IND3). The question that can then be asked & “Do the resulis
obtained mect the needs of the analyst? I not, the development cycle staits again o
determine the data needed 1o angment their information needs (IND4). Once the correct
or cormplete datasct has been delivered, the business will hawve satisfied their information
nceds (INIDS ). A decision then has o be taken whether or not 1o create the report on a

regular bask. [Fso, the report becomes institutionalised (IND6G).
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Figure 7. Hewristic Processing — METH3

4. 1.4 Inmon’s Development Ethos

4.1.4.1 Evolutionary not Revolutiona ry

Inmon’s evolutionary approach can be easily substantiated in terms of design and
development approach.

Inmon's relational design integrates data fiom operational systers that span the entire
organisation. This is derived from existing rehtiom] database design methods that wene
originally introduced to construct database structures that cfficiently mana ge opermational
systemns’ data storage. Inmon draws upon these relatinml design techniques o integrate
data from operational syslems but builds an infrastrocture that makes the data mone
freely available (Bresling 20040 As a rnesull, the data warchowse becomes a ogical
extension and complimentary to an organisation’s [S portilio.

The data mode] itsell evolves ileratively and may be completely reworked o ensore that
the 1285 Analysts expectations are met (Inmon, 199%9a). This means that the data model
is constantly changing to reflect the needs of the Explorer on behall of the organisation.
This appmach i in shap contrast to Inmon's assertion that a requirements driven
methodology is an indicator of a *big bang’ approach, which i revolutionary in nature.
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Fescarch by Jarvenpaa and Stoddart (1998) has concluded that, in the business process
re-engincering  field, soocessful  implementations are based wpon a period  of
revolutionary  design followed by evolotionary  implementation. Enthusiasm  and
momentum are built up during the revolutionary phase but the application of the design
is much more effective i applicd in a comsidencd and evolutionary manner. The problem
associtted fo an cvolutionary implementation & momentum e an organisation may =it
back on the task and lose sight of the orgamsation’s objectives. On the other hand, a
revolutionary approach is diruptive for those involved and therclore o high risk
strategy but if an organisation finds ilscll in crisis, a revolotionary implementation
approach may be the right approach. Howewer, neither Inmon nor the practitioners
contributing to the principles ol best practice would sanction a “big bang™ daia

warchouse implementation.

The concept of cvolutionary development suggests that a data warchowse has simplke
and unsophisticated origins, which take the form of a corpomte data model. Tis
development into an integrated data repository servicing the information needs of an
entire crganisation cannot be achicved in ome equirements driven effort. Additionally.
it appears to be the responsibility of the Explorer(s) fo comstantly review and refine the

data model 1o support an organsation’s search or greater ‘business intelligence’.

4.1.4.2 Top Down versus Bottom Up

Inmon ako sobscribes o the top down dewelopment approach. [T was previowsly
indicated that the top down concept manilests itsclf in terms of a design that starts at the
highest lewvel, the compomate data model (Inmon, 2002, p.EY) Subscquent data models
will become more detailed until it expresses the business ina more granular form. The
impact of taking a top down enlerprise wide wview is that the data wanchouse desizgn will
integrate data from dispamate syslems, ensuring that the wanchowse becomes a single,

cross functional and unambiguous source of information.

for & department within an organisation. The data warchouse is comprised ofa series of
data rmarts that cxpands to meet organisational necds. The cxpamsion of the data mant
retwork could lead 1o large scale inconsklencics in data definition bot the application of
Kimball's conlormed dimensional modelling technxques have been designed o address
this issue (K imball ¢t al., 1998].
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Inmon, howweswer, = adamant that the bottom up data mart approach does not comtit ot
anenterpres data wambouse, which i= baged upon his belief that the data mart approach
will pndermine the cenfralised imbegrated data design primciple (Tnmeon, 200G5a) So,
what i= the importance of having integmted data?

Thers appear to be s2veml reazons [(Ortiz, Lario & Kos, 1999):
« ThebiEines= needs to share enterpriss information
a Functiors within the business are working together
» There i= a need to onderstand the impact of decisiomE on the entire organeation
» There i= a need o align the enterpres with the organisatiors strate gy

The mmfereoce hem @3 that Inmon’s tof down approach & best swited o4 stratepic
mitiatiwe where the organization has dentified a need to deliver an eoterprise data
warehoise  that supporte broader mmtegration effort. Howewer, snccesmfal change
mitiatives do not appear to be the result of exclosiely following sither a top down or a
bottom up approach. It & the application of a combination of both (Goold, 1998).

¥ hether intentional or not, Inmon does appear to combine a top down design approach
with bottom up application This i= sxpmsssd in the itemtive matore of the data
warehoes develbpment wher the Data Warshoee Architect fine tunes that data model
and provdes more data according to the needes of the D35 Anmalyst. The D33 Analyst
(Explomr) E ma mode of kaming, adaptation and changs ™s the natuml arder™ {Gould,
1358,

4 2 Kimball — Buz Architectore
In this section, comEidaration i= given to the data wamhomEe architecture prescribed ber

Eimball =t al. {1998).

4.2.1 Architecture Cver view
The architecture propossd by Eimball £ illostratsd in Figore 8, which differs from that

propoesd by [nmon (Figure 4) by the fact that the data marts are oot dependent upon the
central data warshonse. Each of the data mare i= jomned by conformed dimensioms,
which iz a differentiating featue facilitated by the B arc hitec ture.
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As with Inmon's architecture, the ETL laver is required to standardie data bom the

source operttioni] systems before being loaded to the dependant data marts.
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Figure %. Bus Archilecture
Fach of the data marts & boroe oot of a hisiness process, which & why Kimball et al's

(199%) approach is comsidencd o be developed from the bottom wp.

4.2.2 Dimensional Data Model

The dimensioml model differs greatly to the melational model employed by Inmon
Central to this modelling technique are facts (metrics) and dimensions (attributes),
which am typically depicted in a star schema where the facls are al the cenbre

surrounded by dimensions see (Figure W)
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Figure %, [Dimension al Model (Star Schema)
Typically, the fact tahle will contain millions of mows of data with few columns, which
contrasts with dimemsion tables, which have fewer rows but many momre columns. Those
coluomrs contain the subjects many attributes, which are highly demormalised  to

facilitate supcrior data retricval performance.

According o Cormal, Schuff and 5t Louis (2006), this simplificd data stroctore &

comidered to be casy to construct and interpret. Data marts ane based upon husiness

Howewver, & proliferation of independent data marts will undoobtedly result in many
different interpretations of the sowce data. This & resolved by applying the principk of
conformed dimension, which requires that "keys, colomn names, attribute definitions,
and attribute values are consistent across business processes” (Bresling 2004). The dala
warchowse therefore emerges from the collection of data marts that have conformed

dimersions as the foondation.

4.2.3 Development Methodology
The Data Warehouse Lilecvele Tookil & structured around Kimball's ifecyele model

as illustrated in Figome 100 This model 8 a “scquence of high kevel tasks required for
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ellective data warehouse design, development and deplovment”™ (Kimball et al, 1998,
p.33
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Figure 10, Business Dimensional Lifecycle

The project starts by comidering the Project Planning and Project Management
tasks, which are primarily designed to provide chrity to both the owerall objectives of
the development and the management amework to fulfil the project’s aims. Project
Planning includes a meadiness asscssment cxcrcise, project scoping and advice for

ohitaining project funding.



91

There are five business readiness factors that cught to have been satisfactorily assessed
before moving onto the detailed analysis phase (Kimball et al., 1998, pp. 4349, Thesc

factors inchode:
1. Strong Business Management Sponsor(s)

A strong business sponsor B comsidered 1o be the most critical of the five readiness
factors and fits well with the concept of management buy-in. A successbul candidate

will be a leader with vision, conviction, infloence and politically astote.
2. Compelling Business Maotivation

A compelling business motivation has three aspects; the data warchouse & recognised
as the techmological solution o a =ct of business equirements, the organisation has a
“sense ol urgency” fuelled by the busimess motivation and the data warehouse’s

alignment with strategic ambitions.
A Information Systems £ Business Partnership

A positive working relatiorship between the business and I8 can only be achieved if
there 15 shared responsibility for the development as “neither group 18 likely to achieve

success il they try w build a data warehouse on their own.™
4. Current Analytical Culture

There should exist, within the organisation, a desire lor data in order to satisby the
business” mlormation demands. [t is implied that the organisation akeady values data as
a buminess asscl and that the data warchowse is egarded as a means of eleasing data to

meel increasing business demands.
5. Feasibility

MAnassesament will be carricd oul o determine the state of the data 1o be extracted from
the opermtiomm] systems and made available in the warchowse. IF the data quality i
found to be poor then it will be necessary 1o gquestion the viability of the data warchouse
or allermtively, masscss the project timetable to allow for the time required 1o add ness

those quality issoes.
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The scoping excrcise requires business and [5 collabomtion in order to obtain consensus
and o cnsurc that the data delivered to the organisation & both meaningful and
marmegeible.  During this phase, the success criteria shouold also be agreed. This will
belp the project team to focus on the expected benefits, which should, as far as possible,
be quantifizhle. The bencfits will be offsct against the associtted costs o fbrm a cost S

bencfit analysis.

Following on from the Project Planning tasks, it essential to identify the project eam
members and develop a mampement plan, which assigns individuls to roles and tasks
to timescakes, Dependencics between the tasks must also be mapped o ensure that tasks

arc completed in the right order.

The Business Bequirements Diefinition underpins the whole project, as the requireme nts
specification reflects the end-user’s inlormation needs and lacilitates the organisation ol
the data and the fequency with which it s updated. Accordingly, Kimball provides
guidelines for the elicitation ol requircments from bisiness representatives of varying

levek of seniority (Kimball etal, 1998, pp. 95-136).

Three paralle] streams of work How fom the requirements gathering process. The first
of these is the Technical Armchitecture Design, which is followed by the Product

Sclection and Installation phase.

Kimhall provides a wvery comprehensive account of the technical considemtions for
supporting the ETL process in terms of issucs such as databases, servers and utilitics. In
particular, Kimball addresses the subject of metadata e, data about data. In this regand,
Kimball discusses the echnical considerations lor supporting “back room™ and “front
room’ metadata (Kimball et al, 1998, pp. 335-410). Back room metadata is process
related and guides the ETL processes, while the front moom metadata is a facility that

b lps the end vser to interpret and find definitions for data.

The Technical Architecture Design coverage i Kuvball’s book 15 extensive and in

depth but a complete summary of this is beyond the scope of this project.
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Once the technical design is complete, the Product Selection phase can start. The major

cviluation arcas include:

Hardware platforms, which typically include servers / phtlorms lor the staging

arca, data marts and application scrvers.

DBMS platform

Data staging tool Le. ETL too]

Data access ools e, data analysis and reporting applications

Kimhall recommends that & matrix be created 1o compare the vendor's product against
the required functionality, whichcan be wsed 1o assess the value of the variows products.
It is also recommended that the vendors be wescarched and market rescarch carried out

to determine the market views of the products (Kimball et al., 1998, pp. 516-517).

The sccond work stream to flow from the business requirements is the Dimensional
Muodelling phase, which is described in Section 3.2. Once complete, the Physical Design
stape can be addressed. which & concerned with the creation of database tahles and

deals with issues such as indexing and sizing.

The Data Staging Design and Development phase & dependent upon the data modelling
and physical design stages, as the data mapping plinning nceds 1o account for the
source of the data and its destination. The planning process includes defining the

transformation rules, all of which necds 1o be built and tested.

The third work stream determines the End User Application Specifications. These are
the business requirements that focus on what the end vsers want the reporting tools to
deliver, which feed dircctly into the End User Application Development phase. The
production of the end wser application reflects the need to plan for and prodoce o

repotting application, which is cssentinlly, the businesscs information portal.

The Deployment Phase is the fiml stage of the warchowse implementation process
where all the effort from the preceding phascs comes together for business wse. It &
another phase that requires plinning to make live the technology, data and reporting
applicatiors. Kimball & especially mindful of the need 1o deliver training at the right
tirme and 1o cnsure that the end vsers have the nocessary support structure o reinforce

their mining.
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Maintenance and Growth is the acknowled gement that the data warchouse development
docs mot end with the implementation of the system. The business will typically scc
opportunitics o expand the capabilitics of the warchouse, which cught o be managed
under a govermance strocture. Consequently, the next phase of the wanchouse

development will start again at the Project Planning phase.

It can clearly be scen fom Figune 10 that Kimball's approach & mequirements driven

compriscd of three linear parllel processes under the control of Project Manage me nt.

43 Architectures in Practice
In a comprehensive study conducted by Watson and Ariyachandra (2005), fHur hundied
and fifty fowr mespondents provided details about the data warchouse architecbore

sclected by their organisation. The study sct out to answer two questions:
I What factors lead companics toselect a particular architec ture?

2. How successful ame the various archilecturesT

4.3.1 Types of Architecture
The authors identificd five core architectumes (Watson & Ariyachandra, 2005, pp. 11-

133:

I, Independent data marts — gencrally developed by individual organisational units,
which operate in isolation. Organisations with & number of data marts will find

data definitions acmoss the data marts inconsktent and lacking in conformity.

[

Diata mart bus architecture with linked dimemsional data marts — this architecture
is moted in specific business processes but the wse of conformed dimensions and
facts cnables the incremental inlegration of additional data marts o form an
organisation wide view of the organisation. Data is modelled dimensiomlly in a

slar sche .

3 Hub and spoke architccturcs — the aim of this architecture is to itemtively
develop, subject by subject, an enlerprise wide view of data where atomic lewel
data is maintained in the warchowse in 3™ normal form Le. the hub. The vast
majority of users will access the data from dependant dimensiomlly modelled

dala mars (spokes).
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4. Centraliscd data warchowse — this architectore is similar 1o the hub and spoke

architecture but has no dependant data marts.

5 Federated — the federated architecture draws vpon existing decision suppont
struciures where the “data 5 either bgically of physically integrated vsing
shared kevys, global metadata, disiributed queries, and other methods™

While there are fve different architecturnes there are only two fundamentally different
approaches Le. Inmon’s hub and spoke architecture of which the cenbralised warnchouse
is a derivation and Kimball's data mart bus archilecture, which & an advance on the
mom simple independent data mart. The fedemted architecture = an amalgam of
existing structures whatever they may be. The influence of Inmon (2002) and Kimball
ct al (1998) in the ficld of data warchousing i= clearly, cxtremely significant. The
questions that Watson and Arivachandm (2005) raisc in their study touch on the debate

that exists within the industry, whose architecture is best?

Of the five architectures, it was found that the hub and spoke architecture was the most
popular, as it had been implemented in 39% of the organisations in the study. This was
followed by the bus architecture at 27%, while the centralised data warchouse and
independent data mants were found in 17% and 13% of the organisations respectively.
Only 4% of the organisatiors in the study had implemented a federated architecture.
Additionally, it was also found that the malch between actml and reference
architcctures was wery clse, especially the bus, hub and spoke and centmlised

architectores.

It was obscrved that the organisations with the highest avermge gross nevenoe had
implemented a fedemated  architecture, which  led the authors 1o surmise  that
organisations growing through merger and acquisition are likely to look to the federated
architecture to draw on data fom disparate decision support systems. It was also found
that krger organisations with higher mwenues tended to implement hub and spoke
architectures, as they ane less likely o be affected by the higher costs associated to the
implementation and maintenance of a warchouwse and will cmbark on a more "'mature

data warchomsing initiative’.

The data warchouse's organiational reach or domain mnges from departmental sub unit

to enterprise wide. The breakdown ofa warchowse's domain was found to be as follows:
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* Several business units - 32%
s Emnterprise wide - 35%

« Single biEiness onit — 15%
a Funrtiomal ama unit — 10%
a 3ub onit - 2%

Orgnisatiors implementing a data wamhonse eoterprise wide tend to opt for the
centralized or hob and spoke amhitectore, whiles the bus achitectores £ more common
when the wamhoes = intended for szweral bosiness onite. Howsvwer, repprdless of the
domain, it was found that the hob and spoke architectrs was the architectore chosen
where the anticpatsd data wolomes are high.

Significantly, one thid of companies were found to haw switched their awhitectore. OFf
those that switched, 4% mowed to the hob and spoke architecture from independ sot
data made (32%), bus arhitecture (29%), or a centralized data warshome
Appmoximately 25% of organisatiors movwed to the bie architectore from ind spendent
data marts (40%), hob and spoke (30%), or ceoralised warcshoumes [22%). Few

organizatiom ewitched to any of the other architectorze.

¥hat the stody has done i= illn=tmte that the hob and spoke and bue architectures are
the cor architectires in data warshowEing. The reflects the minence of the mdustrys
lzading anthorities, Bill Inmonand Kalph K imball.

4.3.2 Selection Influences
The stodw found that there am zlewen factor that mmfluence the decizion to szlect a

particolar architscture, all of which were found to havwe significant inflnence [¥atson &
Ansachandra, 2005, pp. 15-17):

1. Information imterdependence betwesn orgnisational unts referx to the need for
mmformation that crosess a nomber of organeational function=. For emample,
management accounting may rejurs data from operations, marketing and

homan meoorces 1m addition o fimancialdata.

2. Upper mamagement's information oseds may be best sered by choosing an
amhitectire that allowwe them to drill down to bw lewels, ifthey so choose.
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3 The wgency of nced for a data warchouse may force an organisation o choose
an architectune that is known to be quick to implkment. This could be perocived

to be a tactical solution to a business problem.

4. The nature of end wser tasks is a kctor in the choice of archilccture because
oreanisations build data warchowses for different reasons. For example, an
organisation may not sce the noed 1o conduct in depth date amlysis and anc

Fappy 1o simply produce mona gement information as efficiently as possible.

5 Comtraints on resources could  lmit the choices of achilecture, as some

architectures cost mone o build and mMaintain than others.

. The stralcgic view ol the data wanchouse prior to implementation & important
when making & choice of architectore. A data warchouse implkemented as a
tactical solution 1o an isolated business problem will not have organisation wide
support and could be re-architected at & later date to accommodate the necds of

other business areas.

7. Expert influence will have some bearing on the cventual solution, as cxperts

may prefer to implement architec tures that they know they can do.

8. Compatibility with existing systems will make it casier to At the data warchouse

within current s roc tures.

Y. The perceived ability of the in-house I'T siaff is important, as new concepts have

to be fully understood and swccesstully applicd.

10, Source of spons=orship i= influential, as they may opt lor a solotion that fits with

the functional needs of a sclct number of arcas within the oreani=ation.

11, Technical issues may affect the choice of architecture in order o control issoes

such as query performance, data storage and number of uscrs,

The authors analysed the resulls of the study to determine why particolar architectures
were sclected. To dothis, they dropped the data on fedemted data from the analysis and
comhbined the hub and spoke and centralised architecture data into one cale pory, doe the

similaritics between them
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Independent Data Marts Versus the Others

An independent data mart is more likely to be sclected if resources are limited, the
perceived skills of the IT staft are low and the warchowse i= not part of a shalegic

solution Le. limited domain.
Bus Architecture Versus the Others

The key factors influencing the choice of a bus architecture are a high need o share data
or information between depatments, the pmject has sponsorship at high lewels, the

oreanisation necds a quick solution but with imited resources.
Hub and Spoke f Centralised Versus the Others

Thi= architecture tends o be selected where the data warchowse 1= considered o be an
intcgral part of a strategic solution, there is a high nced for data o be made freely
avitilable between business units and the organkation has confidence in the skills of

their I'T =ialT to deliver the solution.
Bus Architecture Versus Hub and Spoke S Centralised

While the need for information to be made freely available between business units is
important in the choice of cither of these architectures, it is the bus architecture that will
tend to be chosen. Similarly, if the data wanchowse is requined quickly the bus
architccture has proved popular. Howewer, as a stmategic solution, it is the hub and spoke

fcentralised architecture that is the mome likely choice.
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¥hile all 2leven fctors wer found to be important when decding on an architsc ture , it

i5 clear that the meet important Gctos wers:

Information interdependence betwesn organizational nnite

The stmtegic view of the warehoEs prior to implementation

Upper mana gements information needes

It was noted from ths m=uolts that the b= architecturs will be Gwoumred whers the

organization has fewer comEtmint on resowces, the wiew of the data warsho=s = le=

strategr. and lesE concerme regarding the compatibility with existing =yetems. The
centralized warshopse faire better than the hob and spoke archifectore whers the

organization neede to mplkment a strategic solotion quekly, has fewer resourcze, E

comcioE of technical i==nes but has confdence in the IT staff to s occessfolly deliver

the solotion

Success metrics inclnded (Wateon & Ariachandra, 2005, pp. 18-200):

Information quality — this inclodes information accuracy, completensss and
comistency. [nformation qualitsy was found to be lower in the independent data
mart and federated architectores and of 2 higher guality in the mmaming
amhitectires. In terme of completenss=, the hob and =pokes / centralised

amhitectires scomd well bot in groeral, the accuracyand cons Etency of the data

WaE good.

Swetem quality — quality E measwmed by sxetem flemibility, scalability and
mtepmtion The syetem quality e ol follow a similar pattern to the nformation
quality resolts. The awerage scores for the hub and =poles ! cenralised and bie
amhitectires are similar with the bos architscture hawing an &d ge over the others
m terme of flembility. In geoeral, the scorss for evstem quality are higher than
the mformation quoality scores.

Indiwnd mal mpacts — measured by the speed and sases with whch individoals can
access data to amEwer gquestions and sxplors biEme= EEnes and improwe the
decEwn making proces=s. The bie architecture scored particolarly well in teroe
of individmal impacts bt the margin of diffeencs isemall. Again, the individnal
data mart and federated architectures do not rate a=s well a= the othes.
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* Ormnisational impacts — the relites to the ability of the warhooss to mest
busness requirements and support strategic objectives. An organisation may
ame=  impact by measoring retuom on  iowvestment, obssrve  improneed
communications betwesn businsss unite and realiss improwments o biEnes=s
procsssss. The organeational impact resuls am consistent to the extent that the
buob and spoks /cemtmlised and bie architectures prowvids better resnlis than the
other. The margin of differmnce bebtrmezen the hob and =poke: and bie
architectimes E again, emall.

a Dewbpment time — the may inclode the time required to mplement =uobject
awas, supporting biEines procsesss OF a0 assesement of the sntire wamhouss
development timescalas. The meolle =o far, indicate that if an orgnization
requires a quck solotion, it 1= masonmable to sslect the indivnd nal data mard, bie
or centralisad amhitectums. The hub and spoke and federated architectores tales
longer to implement. The differroce betwesn the cenralised amhitecture E the
dependant data marts, which woold appear to acconnt for the additional time to

implement.

n Dewbpment cost — these may be comidermd o terms of project bodget,
mcemental development charges and ongoing maintenance coskE. [t E oo
surprise to find that the hob and spolke and federated amchitecturs cost mom to
build, a= thestake longer to implement.

d 4 Inmon vwerzus: Kimball

4.4.1 Coraparative Analysis
Ereslin (2004 obszred that the most obviox similaritizs bebsesn [omon and Eimball

ar their dependency on the ETL Liyer and their =e of time stamped data, which "i=
argnably the most important defining characteristic ofdata warhonss data”. Time 1= a
valuable dimem=ion in data warshowEing, a= it enables the comparizon of data oner time
to determine trend=. Kimballs date dimem=ion i= defined to ensure that the bisiness =21
can sekct specific dates, 2 moge of dates, specific daye and mporting periods (=8
statntory financial acconnting periods). The date dimension forme part of the conformed
dimensional model and 1= thersfore available and comistent acros the data marks.
[nmont approach may store date data in normalissd tables, which can be acce=sad to
cakbulate date mnges, epecific days and reporting periods. Clearly, Breslin highlights the
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similarity of their focus on time as a significant feature of the warchouse but it ako

illustrates the differcnt approaches to the same Esoe.

With regard to the ETL laver, Inmon and Kimball’s approaches are similarly dependent
upon the function of the ETL process to extract data from sowrce and apply rules to load
the warchouse or data mant with data that i= standardised and subsequently, of value o

the organisation.

While there appears o be few similarities, Breslin considers that the differences anc
“deep and many™. These dillerences are summarised i Tabk 2, which & bascd upon
Breslin’s (2004 ) comparison and the results ol Watson and Ariyachandra’s architectures

study (2005).
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| Inmon |

Kimball

Methodolozy & Architecture

Overall approach

Top-down

Bottom-up

Architectural structore

Fnle rprise wide (atomic)
data warchouse "feeds"
departmental databases

Data marts model a single
business process;
enleiprise comislency
achicved through data bus
and conformed dimensions

Complexity of the method | Quile complex Fairly simple
Comparkon with Derived from the spiml Four-slep process: a
cstah lished dewvelopment methodo by departure from RDBMS
methodologics methods

Discussion of physical
design

Fairly thomugh

Fairly light

Scabibility Cirowing scope and Meed 1o adapt to highly
changing requirements are | wvolatile needs withina
critical limited scope

Application Strategic solution Tactical salution

[nformation Supported Supported

intcrdependence

Deployment cost

Higher start-up costs, with
bwer subscquent project
development costs

Loweer start-up costs, with
cach

subscquent project costing
about the same

Time to deploy

Longer start-up time

uick start-up time

Development skills
required

Larger team(s ) of
specialists

Small teams of gencralists

Persklency of data

High mte of change from
BOUTCE 5ysbems

Source systems arc
relatively stable

Data modelling

Daia orientalion

Subject or data-driven

Process orienicd

Tonls

Traditiom] (ERD=, [D15=)

Dimensional modelling

End-user accessibility

Lo

High

Philosophy

Primary audience

IT professionals

End wsers

Phee in the organisation

Corporate wide facility

Cirowth sub ject o
departmental demand

Ohjective

Deliver a sound technical
solution based on proven
databise methods and

Deliver a solution that
makes it casy forend users
to directly query the data

technolo gies ard =till get reasonable
respo s Hme s
Breslin's  comparmative analysis s supported by the findings of Walson and

Artyachandra’s study (20005).
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4.4.1.1 Commentary

Breslin’s analysis states that the primary audicnce for Inmon's solution are IT
professiomls, which is a curious notion. This suggests that the warchowse is designed
and built as a technical exercise primarily o the wse of T and not the business. It s
mo e appropriate o state that Inmon's data wanchouse is designed and maintained by IT
professiomb duc to the underlying technical complexity. Any organisation investing in

a data warchouse will expect that the data is vsed commercially by bisiness users.

Watson and Arivachandra’s study (2005) also highlighted that the warchouse needs o
support information interdependence e sharing of information acmoss organisational
functions. Both Inmon and Kimball’s solution provides that support, which & another
similarity between the two approaches. Howewer, Kimball's solution was found o he
the solution of choice in this negard, which is curiows when Inmon is adamant that the

top down approach & very focwssed vpon the delivery of inte grated data.

Despite these observations, Table 2 highlights fundamental differences between the data
warchowsing solutions prescribed by the indwstry's leading avthorities. It can be scen
that Immon's approach is focussed uvpon delivering a technically mobust stmtegic
solution, which can be casily uvpdated to accommodate changes o souce systems
through traditional syslems design techniques. This approach requires greater fnancial
resorces, highly skilled technicians and more time o deploy, but it i= a solution for
bngevity, Kimball's dimensioml modelling and bottom up approach provides quick
solutions, which suppoints the organisation’s tactical information equirements. It i
bome out of business processes, requires fewer highly skilled technicians and financial
resowrces o implement. This indicates why Kimball's solution & comsidercd to be a
support for parts of anorgani=ation in isolation e parochial Organisational coverage i
the product of demand from the bottom up, inferring that cxccutive management has

litthe or po part to play in defining the deliverables or mole of the ware howse.

442 Inmon and Kimball's Contribution to Strategic Alignment

In this analysis of Inmon and Kimball’s approaches, a slightly different perspective &=
presented by assessing their contribution to the principke of stralegic alignment.

4421 Alignment via Business Require ments

Kimhall et al. agree that stategic motivation & something that has 1o be captured in the
hizh lewel business requirements (Kimball et al, 1998, p. 5300 As such, it &

recommended that representatives from all levels of the creanisation be intervicwed as
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part of the mequirements gathering process. This ensures that the development i= built
accornding o a defined business context. Indeed, it is stated that there must be a
“compelling business motivation™ driving a “sense ol urgency™ (Kimball et al., 1995, p.

44),

Kimhall et al (1998 appear to recommend that stralegic bisiness necds be contained
within the confines of more defailed business equirement documentation, This assumes
that the integrity of strategic requirements can be maintained and become more detailed
as the [oll extent of the requircments unfold through the variows levels of the
organization However, where an organisation comsiders a data warchouse development
as a facilitator of stategic change, it may not be possible to fully define inlo rmation
requitements in a short period ol time. This is an issoe that Inmon highlights, as he
belicves that it is not possible for information wsers o articulate their requirements
without first secing the data (Inmon, 2002, p. 41; Inmon, 1999d). The problem with the
requitements  driven approach is that pemonnel at the operational level of the
organisation may ot be fully conversant with strategic requirements. Comscquently, the
business requirements are likely to reflect and reinforce existing operational practices.
Ultimately, there is anelement of trust that the requirements reflect the strategic aims of

the organisation, as there is no mechanism for illostrating that this objective will be met.

Unlike Kimball ct all (1998), Inmon docs ot make a direct refercnce o corpomate
strategy or business objectives. Inmon’s contribution w this principle ol best practices s
restricted to inference from the principle of top down data mode] development and the
statement that the data mwdel “represemts the mlormation needs of the corporation.
Keep in mind that it represents what the corpomtion mecds, mot necessarily what it
currently has. Inaddition, it 15 buill with no consideration ol lechnology™ (Inmon, 2002,
p. 278).

Inmon appears to be sfating that the data model 15 a representation of the organisation’s
future information necds and that its development is wholly influenced by the business.
It should also be borne in mind that the data model development starts by represcnoting a
higher kevel compomale wide view and becomes more detailed with the paticipation of
bwer level of the organtsation. It is therelone realistic to assume that an enterprise
wide development that equires inpul from various functional arcas cannot be carricd
oul without being sanctioned at exccutive kevel. Howewer, this in itsell does not ensone

the delivery of a stafegically aligned warchowse. As with the business requincments
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approach, the data model is subject 1o influence fom parties who, again, may not fully

apprecitte the strategic application of the warchouwse.

Fach of the approaches so far, & clearly different in engaging strategic influence but

there is mo indicationofa means of illustrating or demonstrating strategic alisnment.
4422 Alignment via Management Buy-in

Inmon makes no reference o management buy-in, which perbaps reflects Inmon's focus

on the corstruction of the warchowse and ot the coablement of s deve lopment.

Kimball et al. (1998) on the other hand, negard management buy-in or sponsomhip as a
fundamental requirement lora successhul project. 8o much =o that Kimball et al. (1998)
sugecsl a pre project excrcise o asscss business readiness. A positive asscssment of the
five neadiness factors will help to increase the likelihood of project success (Kimball <t
al, 1995, pp. 43-53). Table 3 indicates the weighting that Kimball et al. give to the

business sponsor. It is apparcnot that this role is a fundamental to the project’s success.

Table 3. Influence of Readiness Factors

Readiness Factor Weighting
Strong Busines s Sponsor B
Compelling Business Motivation 15%:
Feasibility 15%
[5 / Bosines s Patnership 5%
Current Analytical Culture 5%

Source: Kimball el al., 1998, p. 4G

Clearly, there is a significant amount of emphasis placed on this mle for all the reasons
stated abowve but unlike Inmon, Kimball et all (1998) appear to mcly heavily on
mamgement or execulive participation. The business sponsor is eganded as an enabler
of the development ie. this is the person who is influential and close o the pmjects
finances. Such a heavy reliance on the mk of the business sponmsor infers that it is this

person who will hbave the stategic vision for the warchouse.

4.4.2.3 Alignment via End User Buy-in
As Table 3 indicates, Kimball ¢t al place momre emphasis on the role of management
buy-in. while Inmon places the end vser or Decision Support (1D85) Analyst at the hean

of the deve lopment.

Kimball et al. anc aware of the need 10 have end wser participation but this appears to be

mareged within a good communications stategy, where the end user receives periodic
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reminders  of the  ilerative  nature of  dalta warchowse  developments. Good
communications anc also & means of making sure that end vsers know what is requined
of them and when (Kimball ot al., 1998, p. 82), hot Kimball ¢t al. do not expand upon

the participative nature ol the end user’s role.

According o Inmon, there are four types of D88 Analvst: Tourist, Farmer, Explrer and
Data Miner. The Towrist memcly bmowscs and does pot analyse the data. Their
information requirements are unclear. In contrast, the Farmer knows what information
they require and are active warehouse users. Explorers operate in a “mode ol dscovery”
iInmon, 2002, p. 9. They work on hunches and intuition, which helps them o develop
differcot views of the organisation (Inmon, 1999b). The Data Miner operatles in
conjunction with the Explorer, as this role investigates an Explorer’s hypotheses by

undertaking statistical analysis o validale the hypothesis or otherwise (Inmon, 1999¢).

Of the four types of DSS Analyst, Inmon states that it is the Explorer who is best suited
to developing the data warchowse data model through ilemtive development phases
iInmon, 2003k). The Explorer accepts cach data warchouse release and develops
requirtements that help the Explorer investigate and scarch for relationships within the
data (Inmon, 1999d). Howewer, while the Explorer = best soited 1o direct the
development of the warchowse, it & the Farmer who participales in the development of
the dependant data marts; as it & the Farmer who knows what their information

requitements are (Inmon, 19959 ).

4424 Commentary
Inmon’s emphass on end wser participation and influence differemtiates him [rom

Kimball <t al’s approach (1998) Kimball et al. cxpress the need for end user
participation throngh the documentation of business requircments. This is a much more
formal and structured approach to that described by Inmon and is more appropriate for
gathering the Farmer's requirements. The relationship between the Explorer and data
modeller has a more fluid feel, as Inmon encourapes the Explorer 1o take a *hands on’
approach and if neccssary, request a redesign of the data model 1o svit business needs.
The redesign of a data model, whether in pant or whally, should be considered as a mark

of refinement not failure (Tomon, 19990,

The key point here from a stategic alisnment perspective, & that Inmon leaves the
dircction of the data warchowse dewelopment o the wishes of the Explorer. This

sugeesls thal organkational stralegy may be influenced by the findings of the Explorer.
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4.4.3 Strategic Alignment Summary

The preceding sections summarize a rather tentative contribution to the issue af strategic
alignment. There & an assumption that alignment will be deliverned through the visionof
the business spomsor or via the findings of the data ammlyst searching for comme reially
viahk mchtionships in the data. Alternatively, alignment may be documented in the
business requirements, which assumes that this can be anticulated by bisiness vsers

down to the level of capturing data at a granular level

It can be asserted that both Inmon and Kimball fail 1o adequately address the issue of
stmtegic alignment. This i= attributable to the fact that both Inmon and Kimball anc

[ocussed on providing & technical solution and not 2 business solution

In considering the lack of guidance for achicving stralegic alienment and the
composition of Inmon and Kimball's project teams in Tablk 4: it can scen that Inmon
and Kimball arc technology orienled. While Kimball ot al are very specific about the
males they ako provide a list of tasks to be carricd out by cach of the molks (scc
Appendix 2). Inmon, on the other hand, docs not. A direct comparison cannot he made
between roks bul what can be stated 15 that omissons on Inmon’s team st indcale that
Inmon’s methodology does not account lor development ssues that Kimball’s does.
Examples include: the Data Warchouse FEducator, which represents tmining issues; the
Date Steward and Quality Assurance Amlyst are imporant moles for the application of
data quality measurcs; The Data Staging Programmer appears 1o be a role that could be

dentificd with Extract, Tramsber and Load (ETL) issucs.

It is also worth noting that there 18 no Project Manager in Inmon’s project leam lisL
although it could be assumed that this is governed under the Management role. The
point is that a lack ol clarity regard g Inmon’s list ol roles makes it very unclear lor the

reader to decide if the project is properly rmanaged.
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Inmon’s Project Team Members

Kimball’s Project Team Members

[Data Architect

Business Spomsor

Database Administrator

IS Sporsor

Programming

Project Manager

D55 Analysts

Business Project Lead

End Users

Buisiness Systems Ao lyst

Operations

Business End Uscrs

Systems Proermmming

Data Modeller

Auditing

DEA

Marm gement

Dafa Staging Syste ms Engincer

Fnd Uscr Application Developers

Data Warchowse Educator

Technical £ Scourity Architect

Technical S upport Specidlisis

Dafa Staging Programmer

Data S teward

Data Warchowse Qumlity Assumance Analyst

Only a limited amount of analysis can be done on Inmon's project team strocture but

Kimball provides the meams o determine the contribution of cach project team

participant. Eole contribution is derived from data supplicd by Kimball et al. (1998),

which is contained in Appendix 2. The amay of symbols presented in Appendix 2 was

found o be difficult to cxamine and required a simpler epresentation. This was

achicved by comverting the symbols to numbers Figune 11, summing up the valoes for

that mle and calcuhting the contribution of as a percentage of the maximum possible

contribulion value.

Frimary Respomsibility for the Task =| &

Irvedved inthe Task =| 3

Prowides Input 1o the Tagk =|  #

Informed Task Resuls =| 0O

Cipticnal Involvement in the Task =|  +

S| — | b3 a] =] Ln

Mo Involvemenl =

Source: Kimball e al., 1998, p.737

Figure 11. Kimball s Responsibility Key Conversion
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resnltE are graphically pmssnted ([Figore 12), from which the following

obseratioms ar= mads:

Percanbge Conbisuban

IR

PAAPPS RIS
Pt ST S fj[;;"’ e

Dl Wiarehouse Projecd Cormribud b0 Graph

iimmalsls

¥

ninls

Project Con id b

Figure |l 2. Frojeci Coniri bulicn Graph

Cnly four of the sewenteen roles lEted m Tablk 4 are exclEively from the
businesz 1.2 Bosness End Tkers, Businesz Spomor, BEEine= Drrer and

E Einces Project Lead.

Bzaring in mind the fondamental need for 2 Epsine= Sponsor, this mbk
contribotes a little over 10% to the dewvelopment of the data wamhonse.

The highest contribntors to the pojects develbpment are the Project Manager
and EEines= Project Lead.

The Bieines= Project [ead 1= regarded az= a part time mle bt has a percentage
contribotion (=%,

The businesz £ Lrgely represemed by people i ssnor posfiom. The most
junior biEness= mpeesntatives are end psers who do not malke a significant

contribntion

The End User Application Dieweloper contributes ower 30% while the End User
contributes just ovwer 10%.

Figure 12 illnstratss that the bisiness representation and contribution i= not as high a=
may have been empected. In particolar, the role of the Business Spomor appears to be

more symbolic or distant than the S0% infloence mting in the biEine= readiness
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assessment suggests, The Business Project Lead contributes significantly more thanany
other business representative, which scems a particularly beavy burden for a part-time
position. This rakes a number of questions about the actml value pheed upon the mle
of Business Project Lead and the amount of influcnce that the business could expect to
gain. This clearly indicates that Kimball et al. prescribe & technically led data warchouse
project, which & in contrast to the belicl that Kimball et al. are clbser to the business

rmccds than Inmon (Gallas, 1999 Breslin, 2006,

The lack of strategic alignment & confirmed by comsidering the Esues mised against
Henderson and Venkatraman’s Strategic Alignment Model (1999). Henderson and
Venkatraman believe that an organisation’s mability o realise the bemefits of 15
investments lic in the degree of alignment between business and IS strategics, which
inclodes  the statcgy formation and  implementation  processes. In effect, the
cffectivencss of an organisation is enhanced by the degree of fit between the 15 function

and the rest of the organisation (Pollalis, 2003; Bergeronetal, 2004 ),

The concept of strategic alignment has two component parts: strate gic ft and functional
intcgration. Strategic [t addwesses the need for any stategy (business or [8) o lake
account of external and internal domains. The external domain is the market in which
the organisation operales. The organisation’s position in the IS market is subject to three

scts of cholces:

I. Information technology scope - the mnge of technologics that support curnent

and future business strate gics.

[

Syslemic compelencics - those attributes of I'T stmtegy that could positively
contribule to the creation of new business strate gies or betler support of existing
strate gy, This & antlogows o the concept of business distinctive competencics

(c.g. price product promotion).

3 IT Governance - sclectionand vse of mechanisme (c.g. joint ventures, R&1D) for

ohtaining the requined I'T competencics.

The internal IS domain focuses on administrative stroctures and the specific ratiomle
for the design and medesign of critical business processes. The internal I8 domain must

address at least 3 cormponents:
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I. IS architecture - choices that define the portfolin of applications, the

configuration of ardwane, software and communications.

[

IS processes - cholces that define the work processes central o the operations of

the IS infrastructumne such as systems development, maintenance and monitoring.

3 I8 =kills - choices pertaining to the acguisition, training and development of

krowlked ge and capabilitics.

Henderson and Wenkatrarman (1999, p. 474 state that the differcntiation between the
twior domains bas 1o be made clear, as their rescarch indicates that the inadequate fit
between external and internal IS domains is a major reason lor failome o derive bene fts
from IS investments, Traditionally, managers think of IS in terms of the internal domain
components, while it is imperative that frms also pay atlention o the three external

components of I'T strategy.

The sccond strategic alignment component is functional intcgrmation, which considers
bovw choices made in the I'T dormin impact those made in the business domain and vice
versa,  Dypically, mescarch has foowssed wpon the peed o infcgmite intermal IS5 and

business infrastructure as a result of changes 1o business stalegy.

Figure 13 illustrates the multivariate relationships between the business and 15, both
strategically and functionally, that have o be mamged effectively if the organisation is

to raximise the potential of its imwestments in 15
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Figure L3, Stralegic Alignment Model

Most stodies lave tended to examine the fit between IS and Business stmtegy than
business and IS functional intcgration (Bergeron et al, 20045 Yel, the Stmlegic
Alignment Mode] clearly indicates that there are relationships across all foor domains,
llustrating Henderson and Venkatraman's claim that IS and therefore organisational

clfectivencss is the result of balinced mamgement across all four domains.

Henderson and Venkatraman (1999, p. 477) identify lour alignment perspectives hased
upon the rehtionships expressed in Figure 13, The fimst of these is Statcgy Exccution
iFigure 14) where bisiness stalecgy & the driver and perhaps mepresents a more
traditional perception of systems development. In this case, the business stmalegy i
cascaded down to the busmess’ operational area who are then able w artculate IS

requirements to the 1S functiom] arca.
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Source: Henderson & Venkalraman. 1599, p. 477

Figure 14. Sirategy Execution

The Techmlbey Tramformation (Figure 15) perspective aims to ensure that the
organisation adopts or builds a suitable IS infrastroctue o support business strate gy, In
this perspective, the business strate gy requires the support of an IS strategy that can be

articulated to and realised by the IS functiomal

Busirass Simiegyy  A— 13 Eiraimgy

15 Inrasnours &
Procemes

Source: Henderson & Venkalroman, 1599, po J 78

Figure 1 5. Technology Tr ansfor mation

The thid perspective & Competitive Potential (Figure 16), which requires a business
visionary to adopt and realise the strategic vision of their [S counterparts. 1S identify the
potcntial of technologies o shape the prodoct / service range and § or the way the
oreanisation operates and propose 4 range of potential strategic solutions. This means
that 15 stratcgy fows throogh business statcgy resolting in new products and services

adrministered and executed by the business” [uncional areas.
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Figure 16, Compelitive Potential
The aim of the fiml perspective, Service Lewel (Figure 17), is o deliver an I8
infrastrocture that is mwsowceful and mesponsive cnough o deliver an exceptional
standard of service o the business’ operational areas. The rolke of 15 cxecutive is o

develop and cxccute an IS stategy that manifests itsclf inan IS infrastructune focwssed

on business infrastructore service delivery.

|5 Bimaingy

Ermincas
Irim i IE ",':.r,:HT B
Frooease s b

Source: Henderson & YVenkatraman. 1999, p, 479
Figure 17. Service Lewl

It should be noted that all alignment perspectives originate at the strategic or exccutive
levelof the organisation indicating that strategic alignment is driven from the top down.
Fach of the perspectives also concentrate on the effects on three of the four domains but
it should be borne in mind that organisatiorml cfectivencss = based upon the

multivariate relationships across all four domains.

Henderson and Venkatraman observed that Statcgy Exccution & the traditional I8
alignment perspective. IF there is dissatisfaction with an 15 investment, it is likely that

the benefits of realising one of the other alignment perspectives has not been taken into
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account. By considering all alienment perspectives, anorganisation allows [5 to enlarge

its potential contribution.

444 Commentary

Kimhall et al. (I998) stale that stategic business requirements muost be captured and
that these dircct the overall project. Thene is also a significant emphasis on the mle of
the exccutive spomsor but that rok appears o have very littke visibility throughout the
project. Below the exccutive mampgement kevel, business vsers provide more detailed
business requirements and a Business Project Lead is appointed o work alongside the
Project Mamger from the technical side. There is substantial technical representation on
the data warchowse project eam (Figure 12) with the business uwser’s contribution
largely  limited to the dewvelopment of on-line analytical processing  (OLAP)
interrogation tools. This indicates that the requirements driven approach falls into the
Stratcgy Exccution pemspective, as displayed in Figune 18, Howewver, the connecting
lincs between business strategy and operatioml levelk are bmoken o illustrate the

incomplete relationship between these levels.

Bisiness Srategy

¥ A

HiEin=z:
Infrasinciue & -« "
Frooesses

15 Infrasinciure &
Proossses

Figure |5, Kimball's Strategic Alignment Perspeclive

Inmon, on the other band, makes no reference to business strategy or management and
cxccutive buy-in. The only clkar ehitionship is that which exists between the data
modeller and the Explorer. Inmon does siate that a date warchowse development is an
opportunily o tdy up an organisation’s existing complex 15 inlmastructure and sugpests
a way of approaching this subject with senior IS people (Inmon, 2002, p. 2870 This

rather tentative link is acknowledged in Figurc 19,



116

IS Sirat=gy
b
v
||-r|:.._.-|-I-f:::'EE:,= B - IS Infasiruciure &
Frocesses Proces=es

Figure 19, Inmon’s Strategic Alignmenl Pers pectiwe

While a link to the strategic lewvels & acknowledged, the strength of that link is poor,
which indicates that there & a distinet gap bebween the need for strategic alignment and
practical steps to promote alignment. It is stated that Inmon's approach is a statcgic
salution but no evidence was found in Inmon's methodology to take account aof the
organisation’s stratcgy. Figure 19 simply indicates the strength of relationship between

the Explorer and Data Modeller f Architect at the operational lewels.

4.5 Inmon versus Kimball Summary

In this chapter, a comprehensive amlysis is presented of the differcnces between data
warchosings  kading  authoritics in terms of architecture, data modelling and
implementation methodology fapproach. The analysis provides an understanding of the

choices that have 1o be made when implermenting a successful data warchowse.

It i= stated that Inmon's architccture is strategic due o the fact that the hub and spoke
architecture & enterprise wide and & developed in an evolulionary way iLe. il is an
cmergent system in that it is built vsing traditional systems development ¢ modelling
techniques and fts well within the organisation’s systems estate. Kimball regards his
architecture as being driven by strategic ambitions bot becavse i is a botom up
development that complements business processes the market, at kast, regard the

dimersiorml modelling approach as tactical

Owver the years, data warchowse practitioners and academics have confirmed that the
data warchouse must be strategically aligned if it & o maximise s organisational
impact (Weir, 2003). This is confirmed by Henderson and Venkatmman (1999, p. 472)
who state that an organsaton’s nability o realise the benefis of IS mvestments he m

the degree of alignment between the business and 1S stategics, which includes the
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out of the implementation processes prescribed by Inmon and Kimball wsing the
principles of best practice and the Strategic Allgnment Model It was found that the
issuc of alignment is a matter of trust that the business users will be able to anticulate the
stategc information requirements or that the Explorers hunches and intuition will
defermine strategic direction. Fach of these approaches iy comsidemable responsibility
on the shoulders of wsers at the wrong end of the organisational hicrarchy, as Henderson
and Venkatraman (1999) also state that strategic alignment originates at the top of the

organisation via the business or I'T state gics.

Inmon and Kimball provide choices and alte rnatives but it is apparcot that organisations
occasionally make the wrong choice, including architecture (Watson & Ariyachandra,
2005). The question that is kR to answer is: how do we ensure that the choices made
arc stratcgically aligned? This stody daws on organisational configuration o provide

that guidance.

The focus on organisational configumtion provides a mbioml for treating cach
oreanisation as a new case by understanding bow it operates and the business dircction
that it is taking. If it is accepted that data warchouse implementation programmes anc
mol mecting business cxpectations (Preslan et al, 2004, it could be asseried that this &
due to the ermployment of inappropriate architectunes and development methodolo gics
for the subject organisation. The configuration appmoach provides an opportunity for the
implementation approach to become truly bisiness led, not by people alone but throngh

the concepl of organisational fl.

However it ought o be acknowledged that there are organisations that are satified with
the impact that their data warchouse has made on the business. Again, this may be
gxplained by examining the organisation’s conliguration. For example, organisations
operating in stabk environments that are structumlly driven will have fewer competitive

pressures Lo contend with, It is quite feasible theretore, that the data warchowse simply
fricndly manner. In that case, the data wanchouse & simply emolating what & alweady
there and is not considered 1o he a facilitator of oreanisational transformation.

These questions can only be answered by laking a clo=er ook at the organisatioml

contexl in which a dala wanchovse opemies. The Configuration School of Strategic
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Management tells us that all organisations are uniguely confizured and =0 it i= necessary
to understand those configumtions if the right data warchouse implementation choices
arc to be made. The debate that exists regarding whose approach is best (e, Inmon ar
Kimhball) is testament to the need to better understand what is appropriate and in what
circumstances. In the ollowing chapter, a solution o this problem is proposed based

upon Miles and Snow's Ideal Types.
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5 A Configuration Approach

In Chapter 2 the Configumation School of Strategic Mamgement was introduced, which
states that all organisations are uniquely configured bul bave a tendency to adopt similar
forms, where they compele in 2 similar trading envimonment. Miller referned o these
common configumtions as Archetypes (Miller, 19900, but it is Miles and Snow’s (1978)
typology of Defenders, Analyscrs and Prospectors that have been found to be predictors
of crganisational eflectiveness (Doty eb al, 1993). As stated in Chapler 2, it is for this
rcason that Miles and Snow's typology & wsed 1o underpin the organtsational strategy

clkment of this stoudy.

In this chapler, it & proposed that Miles and Snow's typology can guide the choice of
data wamchouse architecture and the methodological approach to achicewve greater
stmtegic alisnment. In chapter 3, the differences between Inmon and Kimball were
presented and & study was highlighted where it was found that organisations choose an
architecture for a variely of reasons. For example, an organization may simply be led by
acomsultant's prefercnce. It has also been found that some organisations will change the
architecture al some point through the dewelopment (Watson & Arivachandm, 2005),
but a reason for this change of heat has not been offered. [n this thesk, it & asscrted
that the choice ol architecture should complkment the organkation’s cumrent or targel
configuration. It is also proposcd that the methodological approach used will bave a
bearing on the organisation’s ability o achieve strategc alignment e, the approach
should be driven by the strategic aims of the organization and will be influenced by the

choice of architecture.

In the following scctions Miles and Snow’s typology is described in more detail. From
there it is proposcd that there is a data warchowse architectune that would appear to have
the highest degree of fib This is followed by an analysk of the most appropriate

methodological approach to building a data warchouse.
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5.1 Miles and Snow

Organizatiorml Strategy, Structure, and Process was first published in 1978 by R.E
Miks and €. C. Snow (197T8R). The book was based vpon mescarch work during the
1970= that led the authors o conclode that in stmlegic mampement terms, an
organisation’ s characteristics facilitate classification into organiational type. While
there may be any number of possible configurations, Miles and Snow proposed three
deal types of organi=ation, which they relfemed o as Iefender, Analyser and
Prospector. A fowth type of organkation, the Reactor, was ako dentificd but this is an

organisation that is kiling and comequently, far from ideal

Miks and Snow stale that the effectivencss of an creganisation depends on the way that
it manages the entreprencurial, information systems and administation challenges. The
entreprencurial challenge accounts for the way in which an organisation engages with
its chosen market. For example, a highly stable and predictable market will require a
different mam gement approach to a voltile market. The information systems challenge
deals with the appropriate use of technology in delivering a service to customers and the
organisation itsclf. The administration challenge cxplres the adoption of appropriate
oreanisatioml structures and administrative methods. While cach of these challenges
can be cxamined in isolation, it & imperative that they are managed consistently and anc
mutually supportive. Amother strategic management theorist in this arca, Miller and
Witney (1999a), emphasized this pomt by stating that there must be a “umilying theme”
o keep the organisation’s conhiguration consistent and purposeful Therefore, & 5 not a

gues tion of profitability but organisational c ffectivencss that is being examined.

Miles and Snow’s theory s inio the conliguration school of strategic manapement,
which states that all organisations arc configured uniquely. For example, all UK retail
banks operate in the same marketl, within the same legal framework and they provide
very similar products but cach creanisation bas a unique configuration. It is possible to
copy products and policies but the infrastructune, systems and people used o deliver
those produocts and services canmot be copied.  Put amother way, configuration i= a
bolistic approach that appreciates the multivariate nelationships among organisational

components that define the whole.

Miles and Snow’s wleal types have been widely used to support organsational and
stralegic management rescarch. Howewer, the endency amongst rescarchers is o use

the ideal types simply as organisational classifications withoul coough comsideration for
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the strength of wlationship o the ideal Defender, Analyser or Prospector. So. twvo
organisatiors may be classificd as an Amlyser but which & the most cffective?
RFescarch carried oot in 1993 (Doty et al_, 1993) concluded that the organisation that can
be shown to be closest o Miles and Snow’s adeal profile will be a more ellective
oreanisation. Details of Miles and Snow’s ideal profiles can be found in Appendix 1.
This rescarch also indicated that it is appropriate to portray the ideal types (Defender,
Armlyser and Prospector) as lying on a continuum with the Defender and Prospector al
opposile ends of the spectrum

5.1.1 Defender

5.1.1.1 Entreprencurial Challenzc

Defenders produce high quality bot standard prodocts o a stable, narrow market place
al competitive prices. The stability of their ecnvironment means that they do not cngage
in interests in the broader environment and are content 1o pursve current interests with

minimal product and market development.

In essence, the decper that & Defender can penetrate the market, the stronger and more
immoveable it becomes. [ts product mnge will be subject 1o change bul any changes
applicd will not be radical. This level of stability alse facililates amother of the
Defender's drivers, excellent customer service. Market penctration i= also the hasis of

growth.

This means that the central theme that drives a Defender & value for money via the
delivery of high quality products and cwstomer scrvices at prices that cormpetitors

cannol match Indeed, this creates a barrier 1o entry for would be competitors.

5. 1.1.2 Information Systems Challenge

The focus, in terms of information systems, & on elficicncy, which cnables competitive
pricing. Accordingly, Defenders are more likely 1o operate with one core, highly tuncd
techmobey to deliver products and services as clficiently as possible. Cost and
productivity amc issucs of paticular importance to the Delender, as these need to he

tightly controlled 1o drive the pursnit of greater efficicncy.

As part of the drive for control, Defenders tend towards vertical integration ic. acquire
and subsume supplicrs and delivery channels 1o ensure that the whole process is as

cfficient and cost effective as possible.
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The drive for cfficiency also means that core technologics are subject 1o continuous
improvement programmes and while cost containment is a strong feature of the
Defender, these organkations will invest in techmology o improve performance and
productivity, Howewver, Defenders will not mnecessarily rush oot to emply cotting ed ge
techmobgies, as they meed o ensure that the technologics "remmin familiar and

predictable for kengthy periods of time” (Miles & Soow, 1978).

5 1.1.3 Administration Challenge

Administratively, the Defender execises strict centralised control in order to kecp costs
down and performance high. This mears that decision making is also centralised with
‘Iong oped’ communication channels Le. problems adentilicd at the bottom of the
oreanisation will be reported at the top of the organisation. Strocturally the organiation
is chamcteristically hicrarchical and mamged functionally. Promotion tends to be from
within, a= thosc al senior and executive levek need o undersiand that orpganisation’s
operations and ethos. The “dommant coalition™ e, the orgamsation’s controlling
cxccutives, will be dominated by Finance and Production / Opemations. Thosce
contolling the organisation will not scan the environment for threats o the trading
conditions. In contrast, they will be momre concerncd with the threats to efficicncy that

cmamte intermlly.

Planning & an intensive and detailed excrcise, which ocours belore any action is taken.
These plans lorm the basis of fargets against which performance s measored.
Organizatiorml and madeet stability allows for plans to be based vpon past perlormance

bt the rewards for meeting targets will favour Prodvction and Finance departments,

The functional structure & one that helps to contain roles and narmows the scope of an
individual's respomsibilities. This belps the organisation o formalise mles and cxercise

cxlermsive division of labour,

In ideal conditions, the Defender is strong and immovable. However, the rigid stroctures
cmplbyed by Delenders make them volnemable to significant environmental changes
such as demcgulation. This rigidity means that they are slow to react o change and less
compelitive in faster moving markets. The Boyal Mail is an example of an crganisation
Faving to reconfigure from its momopoly to mect the challenge from competitors, who

Feive entered the markel.



5 1.1.4 Choosing an Architecture

Miller (I1987) found in hi study of organisational configoration that the relationship
between strategy, strocture and envimnment was bound by a central theme. The
Defender's theme is efficiency, as cost elfectivencss is hehind the organkation’s drive to
deliver high quality products and scrvices at the right price for the comumer. The
Defender is able to focus on elficiency becamse it does not have 1o continually respond
to environmental forces. The organisation's structure is amanged  functionally and
cmplyee’s oks arc the product of high levels of division of labour. Tasks are bioken
down o a level where the employee can fulfil the mle with high degrecs of productivity

and cfliciency, which can be casily monitored and enables a greater degnee of contro |

The ideal Defender will operate with one core technology, which is highly tuned to
deliver an efficient and effective scrvice. This indicates that the systems employed by

the organisation will be highly supportive of organisatiornl processes. As these

be the most appropriate data warchowse architecture for the Defender e bomne oul of
business processes. [t is cxpected that the data mars could be mpidly deploved o
support departmental decision making. The simplificd data modelling strocture makes it
casy for end vsers o understand and access the data It is= also possible 1o deploy data
maits o many departments quickly and wvia conformed dimensional modelling, the

oreanisation will have an enterprise wide data warchouse, should it wish to do so.

Clearly, the Bus Architecture is a workable solotion but docs this bave the best fit? [n
order o answer this question, it is necessary o account lor the whole profile of the

Deferder.

As efficiency i the underlying theme for the Defender, Miles and Snow describe the
Defender as applying centralised control with long looped decision structuncs. The
syslemns themese lves are highly efficient but what is of particular rekevance is that while
the Defender will invest in new lechmologics, they do have o be "familiar and
predictable”. The efficicncy of existing systems is, in parl, duc o the underlying data
structure of the opemtional systems. Trad#tionally, operating system’s data strocturcs anc
mormalised as far as possible but cerainly aiming for 3™ Normal Form (Imholf,
Gakmmo & Geiger, 2003 ). This means that thewe are no repeating groups of data and
s, the data & stored efficiently. It i= ako casy to add new dala sources to a normalised

structure. Inmon states that existing data models should be the basis of a data warchouse
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development. This avoids ‘reinventing the wheel but the data warchouse development
team will hawve to build the wanchouse subject arca by subject arca in an incremental
build process. This approach is chamcleristic of the top down evolutiomry approach,
which fits with the Defender's need for predictability, as the elatiom] model & a logical
exlersion of the operational system models. The dimemsional modelling approach i= a
departure from the pormalization technique and conceptually mone mdical, as it docs not

Fave the efficiency featue doe 1o the existence of repeating groups.

One of the benefits of the Bus Avchilectwe is that it delivers dala o the end wser, which
promotes decision making at that lower levels of the organisation. This & not an
altractive feature lor the Defender, as there & high division of labour and decisions an
taken by senior mamgers in the organisation. This means that probkms or i=sucs mised
al the kwest levek of the organiation are fed up the hicrarchical chain o scnior
mammgement for resolution: This infers that there is o need for data or information to
be spread widely across the organi=sation. IF there is a need for lower kevel mks o kave

access to data, the derived information will have a narmow scope.

In defining the most appropriate architecture for a Defender, it is ako necessary o
anticipate the business use for that data. It is known that Defenders spend littk time, it
any, gathering information om their trading environment. Conscquently a Defender's
data warchouse will not support environmental scanning activities. There are, however,
thrce data f information intensive arcas ol imporance o the Delender: growth, planning

and contrmal

The Delender’s growth comes from its ability 1o penctrate its market and intensity the
relationship that it has with its costomers. At the same time, the Defenders product and
scrvice mange is stable but subject o incremental changes over a period of time. It &
reasonable, therefore, 1o sugpest thal a data warchouse would prove o be valuahle in
understanding the depth of its relationship with its customers. For cxample, this may
result in information concerning the customer's needs, buying habits and lifecycle.
Marketing is not a significant functional activity [or the Defender bot activitics to
sencrale sales i a business priority. [t is therelore, reasormble 1o expect that information

to help secure sales would be an appreciated commodity.

Planning i= an intersive activity, which is based upon previous years’ performances.

Cleary, the data warchowse is geared towards storing and delivering historical data,
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which can be analysed to Eolate performance drivers. Any data that adds informative
value and specd 1o the phnning process would improve planning accumcy and make the

process more cicient.

The data warnchouse can also be used to imprmove control mechanisms, which & an Esuc
that falls into the domain of the guiding coalition formed by Finence and Produoction. In
sencral terms, Production will be concerned with Esues of efficicncy as they relate o
perlormance and the underlying infrastroctures. Anything that hinders the performance
of business opemtions is a matter thal has o be reported to senior levels and acted upon
as soon as possible. Achicving performance targets will be of paramount importance.
This can be achicved by developing performance repoits or dashboard s, which report or

display performance metrics, &t a glance.

Finance, on the other band, will be concerncd with what the fimmncial and mam gement
accounts meveal. Financial accounts ae bound by regulatory controls, but the
information required 1o geremie financil satements can be sourced from & data
warchowse. Morcover, the mam gement accounts amount to an accounting analysis of an
oreanisation’s operations. Managerment accounts ¢xamine performance drivers and their
clfect on the organisation’s fAnancial wellbeing. Mampement accountants will typically
cxamine melrics such as fnancial contribution per ermployee or capacity ulilisation. The
data required to sencmte these metrics requires data om a number or all functional
arcas. For example, o measune the effectivencss of a cost centre such as Human
Fesowurces requires data about that function o be made available. This gives the
organisation good cause o populate an enterprise wide data warchouse with data from
many, if oot all, Functional arcas o support the delivery of conbrol metrics. The
warchowse also has the advantage of being able 1o aggregate data o the level requined
by the organisation. While it could be anticipated that control would focos upon the
organisations opemtions, clficiency measurcs can be applicd organi=ation wide;
especially foranorgankation whose underlying theme is cfficiency. This in itsell would
make the enterprise wide option attractive, as it scrves as a central repository of data
that can be wsed o amlyse organkation wide activitics. The Defender contmok
operations centrally, whichsuggests that the centralised data warchouse woold affer the

highest degree of fit for the Defender.

In Chapter 3, Section 4.3, the factors that influence the choice of architectone anc

summariscd, as defined by Watson and Ariyachandra (2005). 1t could be argued that it
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is pomsible to arrive at the same conclusion wsing that method bot the ditference
between the configuration rationale and the other method is the business justification.
The halistic profile of the Defender drives the architectural conclusion, as opposed o a
serics of boscly defined statements where no one factor determines the choice and
collkctively it is possible o draw conflicting conchiions. The Defender is an ideal
profile ic. in the right context, the closer an organisation & o that profile the more
effective it is. Our choice of architecture i= based upon helping an organisation move
closcr to that ideal Tt is a deckion ool based upon hunch but clarity about how the
warchowse compliments the existing systems infrastructure and what the information

'I’L'I'_JIJ-I'I’L' Mz nLs 2.

5.1.2 Prospector

5.1.2.1 Entreprencurial Challenge

The Prospector lics at the opposite end of the continuum 1o the Defender and as the
mme suggests, these organisatiomns anc innovative and apt to discgand ket
boundarics. Thercfore, the domain in which they operale is bmoad and continually

developing.

The Prospector & always boking for commercinl opportunitics, which they can exp it
Comcquently, they rigomously scan and monilor the environment for events and trading

conditions decmed conducive 1o a commercial wentune.

This lewel of attention o innovation and opportunity means that the Prospector is a
creator of change within an industry, as they arc adept at pioncering products and
services. The ability o quickly bring new products and services 1o market is a strong
feature of a market leading organisation, which is also a meams of achicving market

arowth. Crovwth under these conditions cocurs in bursts and is hard o maintain,

The challenges associated to this approach are that innovation is cxpensive, as constant
chinge never allows the organkation to find and implement efficient practices. The
Prospector is, therefore, vulnemble to over extending its nesources in the pumsuit of
inmovation in the bope that consumers will pay a premium for those products and
services. Profitability s therelore, less predictable under these circumstances. The

Prospector has o endeavour to innovate while holding on to a loyal custo mer base.
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5. 1.2.2 Information Systems Challenge
Change i= an integral part of the Prospectors heing, which mears that they operale with
multiple, flexible but underdeveloped techmologics, The knowledge held by people in
terms of environment and technologics i= vital as the organisation moves into new and
diverse markets. The dependency on market knowkdege means that Prospectors need

sophisticated surveillance systems o ersure up o date knowled ge.

In accordance with the need o innovate and develop salutions quickly. Prospectors will
take a prototyping approach to systems development. This allows the organisation to

cxplone the possibilitics of a techmology and for system.

The Prospector's technology cstate will cmbk change and  flexibility but the
techmo bgies [ systems will not be configured to deliver efficiency. There is, therelore, a

bw level of mechanisation.

5. 1.2.3 Administration Challenge

Stucturally, Prospectors decentralise control and deckion making in crder o be mone
respomsive o their markets. Marketing and Rescarch and Development (R&DDY) experts
will hold most control in how the organisation is run. The Prospector's guiding coalition
is brge and tansitory, which reflects the ever changing nature of the Prospector. While
there may be promotion from within it & cqually likely that skills will be sourced
externally, which also emsures that pew ideas and practices are intodoced 1o the

oreanisation

Planning i= not an intensive or detailed activity, which is attributable to the focus on
problem solving., Prospectors will not underake extensive planning belore acting, as

this is lost time and does not aid the drive 1o research and develop.

The need for market agility resulls in decentmlisation, which gives business units mone
auntonomy o deal with issoes as they arise. As a resull, business units arc ermpowered Lo
make decisions locally, which only require short looped decison structures, Emplovee’s

moles are ako less well defined, giving them broader scope within their ok,

Anagile and flexible organisation = not casy o control, which means that the control
mechanisms are difficult to coordinate due to their complexity. Ultimately, performance

will be measured against that ol competitors”.
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Wirgin i= perhaps a good cxample of a Prospector, as they know o boundarics given
their presence in the mobile phones, banking, cosmetics, music and airline industrics.

Space flight is understandably their most innovative venture, so far.

5.1.2.4 Choosing an Architccture

The dominant themes underpinning the Prospector's profile & inmovation and agility.
The Prospector operates in wolatile markets and needs 1o be msponsive 1o market

opportunitics, which is why it has significant environmental scanning capahilitics.

Structurally, the Prospector opemtes a divisionalised strocture which requires  that
deckion making be decentralised and delegated o0 bwer kewels in the argankation.
Miks and Soow have stated that Prospectors are product driven, which would suggest
that the process driven Bus Architecture & inappropriate but this would be oo simplistic
an assessment. For the reasons outlined in the emainder of this scction, it is asscried

that it is the Bus Architecture that is most appropriste.

D o market wvolatility and cver expanding market dormin, the noed for speed &
caserlial Decision making aothority is more prevaknt in lower posilions within the
oreanisation because the orsanisation needs 0 bhe mesponsive. This helps the
organisation o spol and react o markel opportunilics and readily manage customer's
imsucs, which is important when the organisalion has 1o work atl satisbying a conc

cus lomer base in a highly competitive mareeL

The Bus Architecture is the most appropricte choice becavse it & quick 1o deploy. This
mears that data from new systems, albeit underdeveloped, can be fed into the
warchowse quickly and provide support 1o localised needs. The dimensional modelling
technique allows for the prolifermtion of data mars but to ensure the integrity ol the data
across all data marts, the data modelling process must adhere o the principles of
conformed dimemsional modelling. This fechnique makes sure that data s consistently
defined across all data marts ¢ g sales could be defined as the sum of cash saks and
credit sales, so sales in one division will be defined the =ame way in another division.
This means that the data mants can support divisional needs, while conformed
dimersiors make it casier o coordinate information fom or aboul the divisions in what

tends to be a complex control network.

A centralised architec ture would not be appropriate because the warchowse would have

to be domiciled oulside of the divisions logical boundaris and be maintained by a
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central function. Allernatively, there would be technology staff from cach division
trying to apply changes as quickly as possible to support the business arcas. This would
prove to be an oncrous task for those enforcing governance procedures ¢z whiose

chinge has the highest priority?

Armother benchit of the Dimensional Modelling appmach is that it has been found 1o be
mote intuitive for users o work with. This bas helped end wsers to become more adept
al conducting business anmalysis fom the data made available 1o them Therefone, fewer
dala specialists ane requined to extract and package dala in a lormat the nser wants.
These specialists are gencrally nequined for accessing a centralised data wanchouse duc
to the complexity of the mlational data model By making it casicr 1o intermogate the
database, the dimensioml model provides the end wser with quick access 1o suppoit the
short looped decision stroctune. This means that the deckion support system supports
those who are empowered to take decisions at lower levels of the organisation, which i
in contrast o the more highly controlled Defender organizations. Comscquently, the
dimemsiorml modelling approach can hawe broader appeal. which cncoumges

dependency on the system

As the guiding coalition is comprised of Marketing and Rescarch and Development
personnel, it & likely that staff from these arcas will bave a significant interest in the
content of the warchowse and its ability to support their business activitics. In order o
support environmental scanning activitics, it would be anticipated that external data
sources (c.g markel profile data) would be fed into the wanchouse, In any case, data
warchowses ae often used o support marketing activitics through mailing carmpaigns
and customer profiling, for cxample. Rescarch and Dewvelopment activitics are ako
supported by data warchouscs, as it is known that warchouscs ame vsed o suppont
clinical research. It is the wser's mole that & of interest here. as it was Inmon who
dentificd Explorers as people who ask questions of the data in onder to find
commercially viabk melationships. It B sugpested that the Explorers mle is akin o
Fescarch and Development because the Explorer pursues ideas and bunches with no
aumrantee of a return for the Explorer’s efforts. This is the type of mole that would he
cxpected in oa Prospector, as it strives o deliver innowvative prodocts and  services.
Therefore, & Prospector who sces dala as a commercial assct to be exploited will be

preparcd Lo give Explorers the opportunity to seck out commercial opportunitics.
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When comsidering the typical planning process in a Prospector, it is known that the
procedure is o act, evalute and then plan. This means that the Prospector will act on
hunches and ideas to test the market be fore planning expansion. This is ot a centraliscd
function, as the Prospector’s centmal governing body will expect cach division to pursue

its own goalk. The performance of cach division is measured against that of competitors.

In summary, it is asscried that the Bus Architecture provides a Prospector with an
architecture that expands from the botlom up via a proliferation of business focssed
data rmarts. Prospeciors can build data mais quickly and at a relatively kow cost, which
suits the Prospector’s need [or agility. The Prospector's mther disparale organisation
strocture mukes it difficult to monitor and control cach division's activities but the
application of conformed dimemsions mears that the data warchouse can help the
oreanisations central controlling body o daw  information for the purposcs of
monitoring performance. The Prospector is also the ideal type of organisation for
Inmon's Explorer, who & allowed the opportunity o rescarch the data for the purposes

of finding opportunitics to innovate, which & the underlying theme of the Prospector.

Kimhall's architecture i= commonly comidered o be a tactical solotion bt for the
reasons offerncd in this scction, the Bus Architecture may be considered o be a stmtcgic
solution. It i= stralcgic becawse it is wholly supportive of the Prospector profile.
Innovative organisations should vse this archilecture o help drive it towards greater

clicctivencss as a Prospecton.

5.1.3 Analyser

5.1.3.1 Entreprencurial Challenge

The Analyscr hokds a position to the centre of the continuum, as they pumme pow
markels while serving their more stable market domain. The challenge for the Analyscr
is to find the right balance that allows the organisation to compete clfcctively in both

stable and volatile marteels.

This means that the Amlyser has o opembe in a domain where growth comes from
slcady markel penctration through the development of its products in an cffort to

maintain their attractiveness and appeal in its pursuvit of a balanced market domain

Typically. the Analyser will follow the market o minimisc its mescarch and
development efforts. This means that the Analyser has o bave pood cnvironmental

scanning mechanisms to cmsure that it can anticipate changes. The ability to quickly
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apply changes to its products and services means that the Analyser supporting

infrastructure has to be both efficient and agile to ensure low organisational impact.

5 1.3.2 Information Systems Challenge

The information systems challenge is to manage a dual technokgical core Le. a stabke
and fkxibk component to support the stable and changing clements of the business.
Finding this balances means that the systems will never achicve the highest levels of

cfficiency or ¢ Hective ne ss.

5.1.3.3 Administration Challenge

The Analyser will embrace a maltrix strocture that accommodates both functional and
product focussed thinking and decision making. This engenders increased complexity
among coordination mechanisms and could prove difficult to manage. Marketing and
Applicd RBescarch personnel are likely to lead Amlyscrs but the influcnce of Production

sla T will al=o be fell

In terms of planning, the Analyscr will undergo intensive planning [or the stable
ckments of their business but will be prepared to test the unknown clements of the
markel before sctting out phns. The control mechanisms are moderately centralised but

the control mechankEms are very complex and expensive o operate.

The performance appraisal systems rellect the organisation’s underlying drive for

efficiency and effectivenes s with marketing being the most highly rewarded.

Balancing the conflicting demands of opemting in stable and wvolatile markets &= a
significant underaking that rmakes the pomoit ol elffickency and cflectivencss more
clmive. One organisation that appeams to hold the Amlyscr position well is Tesco, who
Fave buill upon a core low cosl, convenience ethos. Tesco profits from a loyal custo mer
basc and continually innovates by bringing new products (e, g clectrical goods=) and

scrvices (c.g banking ) to its market.

5.1.3.4 Choosing an Architecture

So far, it has been sugpested that the most appropriate architectures for the Defender
and Prospector are the Centralised Architecture and Bus Architectune respectively. The
Defender and Prospector lie at opposite end of the continuum and as would be expected,
pursuc very different strategics. The architectures are complimentary to those ideal
types because they themselves are very different propositiors. The ideal Analyser finds

cquilibrivm between the Defender and Prospector and so, it & logical that the Hub and
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Spoke Architecture would be the most appropriate architecture for the Amlyser, as the

Hub and Spoke i an armlzgam of architectuns,

Balance i= the key o hecoming an ideal Armlyser, as it strives to grow the stable
ckments of its market while pursuing market opportunitics. The Analyscr neceds o be
stable yel flexible and lends to be a follower of the latest innovations, which limits the
risks linked to innovation. Efficiency is an important issue for the Analyser but its
syslemns cannol reach the same level of tuning o that foond in the Defender, as there is a
nced o retain some flexibility, The Hub and Spoke architecture bas a cenbralised data
warchowse (hub) boilt according to relational modelling technigques 1o provide efficicncy
and dependent data marts (spokes) that can be developed quickly 1o support the mone
dymmic clements of the bisiness. Mew dala fecds can be accommodated mnelatively

quickly in the centralised model, which again belps to support fexibility.

As the Amlyser is only moderately centralised, the data marts provide a means for
many hisincss  inlerests o be accommodated  from one  centralised  source. The
centralised warchouse erables high levels of data integration, which the data marts can
draw vpon to reflect the mneeds of & variety of husiness interests. This is particularly troc
for Analysers who ermploy a matrix structure, which is comprised of employecs with
many different complementary skills c.g. marketing, finance. product development,

legal cic.

In addition, crmployees cnjoy the bencflits of accessing data from data marts where the
data is structurcd wsing the Star Schema, which as has been previously highlighted., =
casy to usc. The central warchouse can be accessed but this kends © be the domain of
specialist data analysts. This illustrates that there are differcnt wsers of the wanehouse
and that it takes varying levelk of technical expertise 1o access data. It s, howewr,
accessible for all the user types identificd by Inmon (e, Explorers, Data Miners,

Farmers and Tourksis).

It & measonable o expect that Analyscrs may encourage Explorers 1o find relationships
in the data that can be exploited, but the Analyscr is not at the forefront of Rescarch and
Development, which would ako suggest that the Explorer may mot be a significant roke.
Despite this, an organisation that is becoming incrcasingly dala driven can create a data
mait for this type of exploration activity. The Farmer oo can state their reguire ments

and have them delivercd wia the appropriate data mart(s). The Touorist = merely a
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browser of data, so there will be plenty of data to satisfy the Tourist. The point here i
that the Hub and Spoke architecture has a core data warchouse built o support high
levek of data integration cfficiently but the spokes provide the Aexibility requined to
support stable and Aexibk clements of the business. Bousiness wsers at all lewels of the
oreanisation can be accommodated vsing data from a consislent source. Additionally,
the matrix structune is comprised of cross functional skills, which indicates that the
needs of the matrix unit are best satisficd by the taking an enterprise wide approach to
building the wanchouse in order o capture cross functional data. The centralised £ hub

and spoke warchouse is the recognised =olution for an enterprise wide data warchouse.

5.2 Data Warchouse Methodologies
In Chapter 3, both Inmon’s and Kimball's preferred development approaches were

highlighted ie. data driven and requirerments driven respectively. Inmon, in particular,
focuses on the data driven approach becawse he belicwves that the requirements driven
approach 1 a “big bang’ approach that cannol succeed. In contrast, Kimball takes a
requiement driven approach becavse the end usecrs ane best placed 1o articulate their
information needs. Howewer, what also has 1o be considered is the fact that Inmon and
Kimball have dilleremt aims for their warehouwsing solution Inmon’s warehouse =
menerally held to be an enterprise wide solution, while Kimball’s is a warehouse borne

oul of bisiness processes.

As will be scen in the remainder of this chapter, both Kimball and Inmon perbaps hek
lexibility in the preferences that they prescribe.

5.2.1 Comparing Methodologies

Using a case study, List, Bruckner, Machacack and Schicter (2002) compancd the poal
driven, data driven and wser (requiements) driven methodologics. The goal driven
approach requires that the aims of the organisation arc accounted for when determining
the information nceds of the organisation. The data driven approach, as previowsly
stated, docs not wely on a greal deal of business input, as the develbpment stants with
the purpose of reenginecering existing operational system schemas into a data wanchouse
schema. The requirements or user driven approach melics on the business user to

articulate their information needs.

In their conclusioms, List et al (2002) determined that the goal driven and data driven
approaches were mutually supportive and proposed a solution that was moted in the

strategic aims of the organisation. List et al's (2002) proposal, while high pmofile, i= a
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costly approach  involving senior management in o articulating  thelr  informmation
requiements o measure performance. From thene, the data driven appmach helped to
locus onsourcing data Fom the organisation’s many systems. The goal driven approach
gives the data driven stage a more business focussed objective, which it otherwisc lacks
under the data driven approach. End wsers are mrely invalved in this approach but will
feature if there are operational details to be mesolved, The study also found that the
measures and dimersions that cvolved oot of this process were well balanced with a
hizgh degree of granulirity iec. financial / non-financinl and qualitative £ quantitative
aspects were all mepresented. This means that this approach prmodoced a long term
solution that met the strategic, tactical and operational meeds of the organisation. In
terms of the requirement driven approach, List et al.’s (2002) view was summed up as

fon Lo

“A monopolisation of the user-driven dewvelopment methodology is risky and must be
avodded, as it penerates performance information that reflects the organisational level of
the people involved. Therefore, selected measures, dimensions, the level of gmnularity
and the targeting level of the organkational hicrarchy are wery umstable. The
methodology has a bottom up tendency, becawse most eoployees do not sec the

organisaton from a broad angle, theirs 18 a narrow minded, egocentric pomnt of view.™

Clearly, this & a wvery [orthright ecommendation to avoid a wser driven approach.
Howewer, this is difficull to reconcile with the knowldge that the excoutives are
themselves users who have aticolated requirements. Their requirements start at the
strategic level and the data driven approach emsures that the data required o support
those mequirements is made awvailable through the tactical and operational kwvelks,
ensuring drill down capabilities. The ‘goal” i the goal driven approach is the
articulation of the strategic aims of the organkation, which is the base for formulating
information requirements. List et al. (2002) cescntially state that information wsers at the
operational level of the organkational hierarchy cannot aticulate stalegic information
requiements  but  information wsers at the stmtegic kwels can aiculite  those
requirements. This being the case, the wser driven or requircrments driven approach, per
s, (albeil execubive information uwsers) is nol a worthkss exercile buot iF the data
warchowse is o accommodate the organisation’s stratcgy then it is essential 1o consualt
from the top down. Thew study ako mdicates that neither Inmon nor Kimball's

approach alone will deliver a strategically aligned warchouse.
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Gioo, Tang, Tong and Yang (2006) daw on List et al’s (2002) study but prescribe a
mo e balanced methodology, Guo et all’s (2006) triple driven methodol gy is illustrated
in Figure 20, which requires that all three approaches be tsed to draw on the strengths
and climinate the weaknesses of cach approach individuwlly, Crocially, Guo et al’s
(20063 aim is o ensure that the methodok gy delivers a data warchouse that adheres to
the principle of best practice that the ‘project must [t with comporate strategy and

business objectives” (Weir et al_, 2003).
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Figure 20, Triple Driven Methodology

As Figure 20 illustrates, this methodo ey equires that the Goal Driven phase precedes
both the data driven and user driven phases, which occur in pamllel. Guo et al (2006)
state that the Goal Diriven stape produces both business requirements analysis and
conceptutl schema. The Data Driven stage is more technically oriented producing
defailed data analysis and logical data models. The User Driven phase deals with
business requirements too but at a level closer to business processes and serves to

validate the logical data model

The stages of the ripk driven methodology are summarised as follows (refer 1o Figune

201y
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1.1 (Goal Driven phase) Develbp Corporate Stategy this rmequircs that the
organisation’s strategy be articulated and expressed in measures that will help the
oreanisation achicve its goals. While List et al. (2002) found that this was an expensive
exerclse, Guo ot al (2006) ackmowledge that it & difficult © coordinate senior
mamgemant o amiculale the orgamisation’s corporate sirategy and & by il nature
political A possible solulion © this & o examine the organsation’s published strategic
aime and try o manage what will be “lfragmentary”™ meetings with the organisation’s

sCnior IMELCEL BC i n L.

1.2 {Goal Driven phase) Identify Main Busincss Ficlds — The aim ol this sage i o
identify business initiatives that the data warchowse can support. These initiatives will

be centrml 1o the organisation’s sirategy.

1.3 (Goal Driven phase) Deline Key Performance Indicators (KPIs) of Fach Business
Ficld The KPl= are metrics transhied fom the business initiatives that the data
warchose will be supporting. The mtionale is that if the creanisation can monitor and

influence the KPIs then the business will realise that business initiative.

14 (Goal Driven phase) Identify Target Users — This stage simply [ocuses on fnding
thosc individuals who will we the data warchouse and are capable of contributing to the

User Driven stage.

1.5 iGoal Diriven phase) [dentify Soubject Arcas — This step is required 1o define the type
of information requined by idemtifying the subjects that the data warchouse will hold
data about. By identifying the subject arcas it is possible o “semantically™ map dala

tab ks Lo those subject ancas.

L6 (Goal Driven phase) Key Performance Indicators — Guo et al (2006) consider this to
be the key deliverable from the Goal Driven phase, as the KPls will be broken down in
the beicaldata model produced in the Data Driven phase.

2.1 (Data Diviven Phase) [dentify Data Source Systems — The purpose of this stage & o

dentiby potential source systermes that will eventually feed data into the warchouose.

2.2 iata Driven Phase) Classify Data Tabks of Fach Sowce System — Having
chssified data source lables by subject arca, Guoo et all (2006) recommend classifying

the data tables by the following types:
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Transaction Tables — Record customer tramsaction with the organisation.

Component Tables — Typically dentify the “who™, “what™, “where”, “how™ and

“why™ ola business evenl

Feport Tables — Hold tmmsaction data at a summarised lewel o help build

Teports,

Clissification Tables — Code tabks that are dependent upon data held in the
component lable.

Contm] Tables Typically define wser moles and rights along with system

paramelers,

2.3 (Data Driven Phase) Delete Pure Operational Tables and Columns — These tables

arc deleted, as they serve no purpose in populating the data ware house.

24 (Data Dwiven Phasc) Map the Rermining Tables into the Subject Areas — The
differcnce between this step and 2.2 is that a table may appear in one or mowe subjects,

as the table may act as a link table among subjects.

2.5 (Data Driven Phase) Iotegrate the Tables in the Same Subject Arca to Form Each
Subject’s Schema — The aim here & Lo inlegrate tables from different soorce systems o

reflect one subject arca.

2.6 (Data Driven Phase) Subject Oriented Enterprise Data Scherm — This is the key
deliverable from the Data Driven methodology, which & a schema “composed ol

multiple integrated schemas of each subject lormed in step 2,57

A1 (User Driven Phase) User Interview — Meet with the users identificd in step 1.4 1o
clicil business require ments.
32 (User Driven Phase) Reports Collection and Analysis — Caollect reponts from various

departments 0 build drive out the extent ofthe business wser’s information needs.

33 (User Diriven Phasc) Business Questiors This i= a husiness requirement

prioritisation phase where the wser can highlight the hot topics affecting the business.

34 (User Driven Phase) — Analytical Requiements Represcnled by Measures and

Dimensions — The information gathered from wsers and reports is analysed and the
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measures and dimersion identified, which are wsed o validate the logical schema

produced fom the Data Driven phase.

The final step in the ripk driven methodology is 1o combine the resulls of the goal. data
and wser driven methodologics o produce a complete, subject oricnted logical data

model

Croo et al. (2006) cite four advantages of the triple driven approach:

—
1

This approach takes account of the orgamsation’s sirategic aims and delivers a

data mode] Boilt for the fotume.

I

The invalvement of the business users helps o emsune user acceptance of the

warre hose.

3. The outcome is that the warchowse is flexible enough o support a wide range of

business analysis needs.
4. The design capturnes all specifications.

The publications by List et al (2002) and Guoo et al (2006) are important becavse they
highlight the fact that neither the Data Dviven por the User Driven approach will deliver
a strategically aligned data warehouse. This means that both Inmon and Kimball's
prescribed methodology may produce a data warchouse but it is onlikely to be
stmtegically aligned unless there is, at kast, a Goal Driven phase to articulite the
stmtegic aims that the warchowse is cxpected o support. This is required o provide the

greates t amount of business benefit for the long term.

Howewver, List et al. {2002) and Guoo et al (2006) have found that the Goal Driven phase
is costly and difficult to mamge. This is due to the cost of occupying high lewel
maregers in workshops or mectings o amiculle their organsation’s stratc gy, which can
be a politically charged aflair. Indeed, that’s if it is at all possible o gather senior
maregement in one room. Guo et al (2006) concede that data warchouse professionals
may have to rely on reading published material on, for example, the corpomate web site
and arranging mectings where possible. This & not a particularly robuost way of delving
into the organs=ation’s strategic poak, which are so mportant to the long term data

warchouse solution.
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It & also felt that both papers fil o deal with the problem of which data warchouse
architccture to sclect. As an analogy, List et al. (20027 and Guo ot al. (2006) provide a
rationale for how to build & car and what should be in it with the exception of the

engine. Some guidance should be given regarding what engine to select.

5.2.2 A Configuration Approach
Miles and Snow’s ldeal Types are configured around the way that they manage the

cntreprencurial, information systems and administration challenges. Each of the [deal
Types bas a particular perspective that allows vs o anticipate the key issves affecting an
oreanisation depending on the configuration that it & aligned to or bryving o move
towards. It i therelore possible to anticipate the context for the warchowse and who the
key decision makers will be and this helps determine the prioritics for the data
warchowse. In this scction, a more comprehemsive methodology &= proposed  for the
implementation of a strategically aligned data warnchouse that addmesses a number of the

difficultics expericneed by List et al. (2002) and Guo etal (2006).

The Configuration Approach is & comprehensive bamework for implkementing a data
warchowse, influenced primarily by the Triple Driven Methodology (Cuo et al., 2006),
which is illustrated in Figume 20 and Kimball ¢t al’s (1998) Business Dimensional
Lifecycle., Guo et al’s (2006) Goal Driven clement is replaced by a Conligumation
Amlysis phase (sce Section 5.2.2.1), as the Goal Driven phase &= unable 1o
demorstmably deliver stmtegic alignment. The Configuration Analysis phasc is a new
approach that clearly articulates an organsation’s sirategc objectives that need w be
supported by the dala warchowse. The transtormation of those ohjectives inlo a
strategically  aligned  data warchouse s dependent wpon  executing both  the
Fequirements Driven Development and Data Drviven Development phascs, which anc
wholly hascd upon Guo et al™s (2006) Data Driven and User Driven clements. This is in
acknowled gement of the need to find a balanced approach instcad of pursuing either the
data driven approach, as pmescribed by Inmon (sce Scction 4.1.3) or Kimball's
requitements  driven approach (sce Scction 4.2.3) Inmon and Kimball do not
acknowkdge the exitence ol allernative approaches but this study accepts  that,

practically, both approaches must be mutmlly supportive.

The Conliguration Approach i= unigque in that the choice of data warchowse architecture
is based upon the Configuration Analysis phasc. Having made the architectual choice,

the data warchouse project must then design and implement the approprinte hard wane
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and software. The practical steps required 1o carry out these tasks ane derived from
Kimball et al’s methodology (sce Figure 10) but are adapted to mect the noeds of the
Configumation Approach. Guo et al (2006) @il o mbionalise the choice of dala
warchowse architecture, and in so doing, il to acknowledge that the architectune &= a
stategic imvestment. The Configuration Approach addresses this issve but appreciates a
number of practical implementation steps offered by Kimball et al. (199%). The final
stape of the proposed approach is the Govermance phase, which emphasises the need to
build incrementally bul under the stewandship of a govermance fmmework. Again, no
other methodokey includes governance in the dewvelopment famework bub it i
gssential o control the data warehouse’s development The Configumtion Approach is

described. in full, in the 'emaining sections of this chapter.

5221 Configuration Analysis

The Configuration Approach o implementing a data warchouse i= illustrated in Figure
21. The first stage of nine i= Configuration Analysis and the role of this stage & o
crsure that the warchouse = deweloped accomding o the necds of the tarzet
configuration and helps measure progress of the drive toward= full strategic alignment.
Comscquently, Configuration Analysis is not a onc off cvent but & means of both
establishing and monitoring an organsation’s configuration throughoot the lifelong
development of the warchowse. As Figune 21 indicales, the objective of this stage is 1o
define the target configuration for the organisation. The csablishment of the
configuration provides the list of Stratcgic Issues that the organisation will need
information about it it is o mamge the organisation cflectively towards the targel
configuration. The data warchowse can only be considercd to be fully aligned when it
can he demomnstrated that the warchowse provides information and analysis across all of
the given Stratcgic lssues. Realising the goal of stratcgic alignment will take time, as
data warchowses must be built incrementally (Weir et al, 2003). This mears that

stmtegic alisnment will require tenacity and clarity of thought £ direction.
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Figure 21. Configuration Approach

This is a key difference between the Configoration Analysis stage and the Goal Diriven

stage of the Triple Driven Methodalogy, as the Goal Driven stage is very much reliant

upon what exccutives of an organisation are preparcd to impant about the organisation’s
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strategy. This, as List et al. (2002) and Guoo et al. (2006) have conceded, is a difficult,
cxpemive and political task. The Configuration Analysis is different in that we know
that the organization will be pursuing an organikational type: the question B what
configuration and how far away is that orgnisation from its target, and comscquently
what strategic issues does the organisation need information about to mampe them
clfectively? Chapters 5 and & deal with these questions comprechensively and in a
manner that addresses the difficulties expericnced by List et all (2002) and Guo et al
(2006) Le. how 1o establish a common view on organisational strate gy and evade the

political machinations that infloence that process.

The Stategic lssues have been broken down into sub issves in Table 5. This i= not an
cxhawstive list and should be eviewed and revised to reflect the industry in which the
oreanisation operates. The choice of Sub [ssue is inflocnced by topics mised in
configuration papers published by Doty et al. (1993) and Miller (1987 Fach of the

ldeal Types will manage these Esues to a greater or lesser degree.

Tuble 5. Strategic 1ssues £ Sub [ssues

Birakgic Sub [=sue
[=sue
Efficicncy Human Finance Fracess I-’rl::duuli'l.'il}' [nventory IT
Resonroes M anagernent M anagement
Contral § Rizk Campliance Flanning Precurernent
Sability
Praducis Product Service Delivery Preduict
Featunes Features Channels Lifecyclke
Cluality Complaini= Frocluction Servioe
Funlts levek
Marke Mew Product | Mew Mew Existing Exizling Cistomer
Cirocwth Sales Cuslomer M arkets Preduct M arkel Eetention
Acuisition Penelmtion Sales Penctmtion
Costomer Coslomer Cosloaner Cuslomer
Focus Prosdile Rehtionship Pramotinns
M anmzement
Compelilive Campelilore Campelilor Patential
Environment | Products Fricing M arkets
Innoaaion Rescurch & Dratalvltning
Develapment

In the Tripk Driven Approach Goo et al (2006) state that it is necessary 1o Identify the
Main Business Ficlds (Figume 20, Stage 1.2), as it is thesc initiatives that will he

supported. Goo et al (2006) provide cxamplks of 'business ficlds: Customer

Felationship Management (CEM) Risk Managerment (BM),  Assct  Liabilitics
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Management (ALM) and Finance & Performance Management (FPM). Fach of these
Ticlds" or initiatives bas is roots in a business function e CRM — Marketing, EM

Rk Management / Compliance, ALM and FPM - Finance. Howewver, it is not clear
what is o be achicwved from cach of these initiatives; bow do these initiatives
complkment cach other? How do they make the organi=ation more effective? By
dentifving the business feld, it should be possible to understand how that Feld /
initiative will help address the statepic Esoes faced by an organisation. 1 it addre sscs
one or more issucs this is only one slep, as cach ormnisation type has to face a nomber
of strategic issucs in ils management of the entreprencurial, information systems and
administration challenges. As it slands, Guo et al’s (2006) approach & more focssed
upon how the data warchouse will suppont the business initiative and while it is a greed
that this & necessary, it is also necessary 1o critically assess the variows initiative's
contribution to the managerment of the Stmtegic Issues, The "goal’ in the Configuration
Approach is to align the data warchowse with the organkation's tarect configuration and
mot with any one business initiative. Accordingly, under the Configuration Approach,
any comideration that = given o business initiatives is an assessment under

Development Prioritics.

..... Development Prioritics
Having established a targel configuration and the governing sct of Stmtcgic Issues, the
business representatives and data warchowse implementation manegement team must
identify the supporting business activities and initiatives, In the previous scction it was
highlighted that Guoo et al. (20063 had found that their case study organisation had
imitiated their CRA, BM and ALM initiatives. Table 1 helps to classify these initiatives
into the Customer Focws and Control [ Stability cate pories. From this, it & possible to
anitlysc and clicit the data / information needs nequired o support those husiness
initiatives and will drive the warchowse development. It should be acknowledged that a
data warchouse development is an ilerative process, which means that oot all husiness
initiatives can be accommodated and =0 it & the mesponsibility of the data wanchouse
mammgement keam o prioritise the deliverables throogh the incremental development
process. Whatever decisions are taken about the development prioritics, it will be

possible o ascertain which of the strate gic issues are being addressed.

The clicitation of data requirements can commence by delining the Key Perlormance
Indicators (KFPI) andfor identifying the subject arcas that comprise the aforementioned

business initiatives. Guoo ot al. (2006) prescribe defining the KPls from the husiness
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imitiatives currently being undertaken by the subject organization. However, whene an
organisation needs to change stategic direction, it s imperative that the KPIs nemain
supportive of the relevant Strategic Issves. [t should be borne in mind that the KPls anc
designed o monitor and act upon events that affect the pursupit of the business
initiatives. The only requinement at this stage is to describe the KPIs in broad terms, as
the full details will be documented during the Requirements Diriven Dewvelopment. At
the same time, some eflort shoold also be given to identifying the sobjects that the data
warchowse will hald data about. It may be that the subjects can be identificd having

asceriained the pertinent KPIs.

The identification of KPIs and relevant subjects at a higher level essentinlly amounts o
a break down and analysis of the rclevant Strategic Issues and provides a view ol what
the data warnchouse will deliver. It is also an opportunity to prioritise what will he
delivered and when, To this end, it is important that business and I'T mamgers anc

incloded in this assessment and that this stage ends withagreement on the deliverables,

5.2.2.3 Data Warchouse Architectures

While the Development Prioritics are being agrecd., the system architects must comsider
the architcctural options in view of the resolts of the Configuration Amlysis. As we
bave previously stated, the Centralised Architectune is appropriate for the Defender, the
Hub and Spoke Archilecture is supportive ol the Amlyscr configuration while the Bus
Aachitecture fits well with the Prospector configuration. In any cvent, the architects
must be sure that the skills arc available to deliver the technical platform and investigate

the herdware and software solutions.

By this stage of the data warchouse development, there will be a clear view of what the
development prioritics are and the platform required 1o support that solution. The next

phase is mone detailed.

..... 4 System Architecture Development
It follows that having made the architec tural choice. & more in depth design sage s
requined o put the infrastrocture into place that will deliver a robust technical platiorm
In essence, the architects necd to comsider the database sizing and performance issucs
together with matiers of inlegration with other systerms within the systems estate. It
follows then that the appropritte products may be sclected, purchased and installed

according to the timescales dictated by the project.
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In paralle]l with the architectural development, the Bequirements Driven Devebpment
will be underway extending the cfforts made to prioritise the deliverables. As the
requirements stem from the needs of the business users, it & necessary o first identify
those who will be able to expand and define the alore mentioned KPIs, as they will help
the Business Analysts deliver a detailed requirements specification, including repont
designs and logical data model. [t should be noted that this stage requirnes the active

participation of business users in the definition and review of equircments.

Miks and Snow's typology also helps vs o fulfil the task 1o Identify Target Users
Clearly, it is not possible to identify individuals but those individuak are likely 1o be
sourced from the departments of the guiding coalition or dominant business Funetions.
This means that for organisations aligned to or pursving a Defender conligumtion, the
guiding coalition will be comprizsed of Production £ Operations and Finance, while the
remaining organisational functions hawe a less influentinl mle. The Prospectors goiding
coalition is wery different to that of the Defender, as Marketing and Rescarch &
Development make vup the come of the guiding coalition. Typically, the Analyser has to
find the balanced approach but it is Marketing that holds the bahnee of power along
with Applicd Rescarch but Operations will hawve some presence. What can be scen from
the guiding coalitions is that those with most power will dominate the information
requirements of that type of organisation and the data warchowse will be built, in the
first instance, in a way that satisfics the goiding coalition. As a resull, it is possibk to
anticipate that the wsers 1o be included in the development will primarily come from the
same functions as the dominant coalition. This docs not exclude the information needs
of other departments but the data warchowse will be dewveloped according 1o the needs of

the most powerlul functions within the organisation.

5.2.2.6 Data Driven Development

The Data Driven stage compliments the Requirements Driven Dewelopment by
investigating the systems that the business users opermte to clicit the data that can
deliver the KPIs and data identified in the Requirements Specification. However, it i
cqually important that the Data Driven Development focuses upon eliciting the range of
data lying within the subject arcas identificd in the Dewclopment Prioritics stape.
Clearly, the right source systems need o be identificd betore classifying the data tables
from cach source systemn according to the subject ancas. As Goo et al. (2006 indicated

the mext step is o wmowve purcly operational tables o meweal the important data



146

ckments. The penoltimate step is 1o integrate the tables from the sowce systems,
subject arca by subject arca in an effort 1o build the subject oriented cnterprise data
schema. As Figune 21 indicates, the schema must support the information requirements

produced through the Requirements Diriven Development.

5.2.2.7 Data Warchouse Build

Figure 21 clearly shows that The Reguoiements Driven Development, Data Driven
Development and  Systerms Architecture Dewelopment colminate with the Dala
Warchowse Build. The reports and KPIs specificd in the Requirements Driven stage will
be the subject of the end user application development, which includes static reports and
dashboards with drill down functionality. The data staging layer requines the appropriate
Fardware and software be implemented in order to support the Extract, Transform and
Load { ETL) application. At the centre of this build work & the database schema that

will stome the data.

5.2.2.8 Deploy Data Warchouse
In accordance with any systems develbpment, the systems must be lested prior to
implementing in the production environment. Fach of the build steps will be replicated

al the time of implementation and marks the end of that particular development.

5220 Governance

The ohjective of Gowernance i= o emsure that the data warchouse & rmanaged and
developed effcctively. This means that a management team will be cslablished to make
deckions about the ongoing development prioritisation, planning, communication and
resorce demands. The governance team are ako mesponsible for ensuring that the data
warehouse 8 developed in line with the organisation’s strategic objectives. Kight {2005)

summed up the mole ofthe governance team as follows:

* Ensure that data wanchowse projects align with the long term vision and key

business objectives of the enterprise

] Sct principles and policics that povern data wanchouse wse in the entine
cnferprise
] Ensure an enterprise wide business perspective in formulating and supporting

data warchose lechnical initiatives

. Ensure that the right projects anc done at the right time
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* Muonitor and evaluate project deliverables
. Communicate regularly with stakcholders
* Ensure that corporate data standards are followed, ensure data integrity and

gquality, and facilitate resolution of cross fJunctioml business data ownemship

. Be data warehouse ‘champions”; remind decision makers and end wsers of the

kng term benelits
. Ensure adherence 1o the organisation’s guding principles
. Manage business and I'T expec lations

While a number of these points are mammgement tasks, the objectives of the povermnce
team are caplured within the gowermance slape in Figure 21, The amow from
Gowvernance back to Configoration Analysis = a reminder that data wanchoosce
developments are imerative and that alignment to the organisation’s strategic objectives

is an ongoing sk along with the other respomsibilitics of the governance team.

523 5ummary
The Conliguration Approach 8 driven by the meed to undersiand an orgamisation’s

strategic position in greater depth before deweloping the data wanchouse, The CGoal
Driven approach acknowledges the meed 1o align the data warchouse with sbalegic
ohjectives but docs not atlempt to define the mnge of ssoes that an organisation has to
address in its day-to-day activities. Miles and Snow’s typology provides us with
descriptiors of configumations that were found to be the most common configurations
and memain valid since their publication in 1978, The key Stategic lssoes have been
demtified that aflfect each of the organsational types’ ability o achieve preater
cllcctivencss and hawve asscrted that the data warchouse should be built o deliver data f
information that will support the decision making behind the management of those
imsucs. By following this approach, alignment is not kft o chance, as the stategic
ismues that are being addressed can be identificd as well as those that are not. Alignment
is mot the satisfaction of one or two strategic issues but the mange of Esoes that atfect the
organisaton’ s conliguration. Best Practice determines that the warehouse must be built
incrermentally, which means that the supply of data across all strategic issves will take
tirmc, bul what has been defined is the moadmap / development strategy [or cach of the

oreanisatioml types.
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In addiion, it can be seen [rom the Conliguration Approach that Inmon and K imball’s
prelerred approaches to building a data wanchouse will not deliver a stategically
aligred warchouse, The data driven and vser (requircements) driven approaches clearly
bawe their plice in the Configumtion Approach but cach cannot cxist on their own
without some loss ol development focus, as it is the combination of all three approaches

that provides & comprehensive development methodokgy.

The next slep in this thesk s o put the configuration principle into practice. The
following chapler describes the functionality of a questionmaire that was dewveloped 1o
fulfil the Configumation Analysis ic. alien an organisation o an ideal organisational

l}']:ll_'.
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6 Configuration Questionnaire

In the previous chapter, it was siated that an organisation’s conliguration shoulkd be
accounted for before choosing a data warchouse awchitecture. The architecture chosen
must be compatile with the organsation’s mformaton systems infrastructure and their
stmtegic aims Le. there = shategic At The data warchowse architecture is the means of
supporting the organsation’s data / information needs and so, it essential that the right
infrastrocture s put in place to manage the data. As hos been indicated in the previows
chapters, organisations make wrong architec tural choices but no explamtion i= given for
this. An atlempl to resolve this problem has been rmode by first determining the

configuration of the organisation in order to understand what the organisation necds.

In thiz chapter, the mationale behind the comstroction of & questionnaire is prescnled
wherne the objective is o posc a mampeable st of gquestions that can collectively

provide us with a configumation profile of an organi=ation.

6.1 Foundations of the QQuestionnaire

The questonnaire s principally based upon Miles and Snow’s weal types, which wene
described  in the previous chapler. Miks and Snow provide rich descriptiors of
organisations hbelled as Defender (1), Analyscr (A) and Prospector (F), which lic ona
D A P continuum. The reason that 1), A and P are ddeal oreankational forms & becavse
they arc conlfigomed to mmnage their Entreprencurial Information Systems  and
Administration challenges consistently. Pul another way, the chamcteristics of the ideal
types complement cach other to forma synergy that gives themstrength. As a result, the
guestionnaire is split into gquestions relating the Entreprencurial, Information Systems

and Administration challenges.
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The llowing sectiorns outline the mtiomle behind the Entreprencurial Information
Systerms and Administration challenges, while the detailed characteristics are contained

in Appendix 3 — Profile Analysis.

6.1.1 Entrepreneurial Challenge

Fach organisation has o take full account of envimnmental foroes that shape the way
the oreantation interacts with it but ultimately, it is the creanisation that chooses the
market o which it will bring goods and services (Miles & Snow, 1978, pp. 5-9).
Orrpanisations are said o ‘enact ther environment” (Miller & Whitney, 199%9a). The
Entreprencurial Challenge refers to the choices that an organisation faces (o moke surc
that it successhully satisfics the needs of its chosen market. These choices are affected
by a wide waricty of envimnmental factors, cach of which uniquely allects an
organisaton’ s responses. I B the responsibility ol executive manage ment o align the
organisation o the envimnment to achicwve the best return for its investment in its

chosen market (Miles & Soow, 1978, pp. 18-19).
The entreprencurial choices are categorised as follows:

Entreprencurial challenge and solution — summarises the problems thet an organisation
faces while engaged with stable andfor volatile madeets and the typical solution for cach

ideal type.

Domain establishment and surveillance — refers o the key characteristics of the product
{ market dormain and the degree to which an organiation will scan the market for

opportunitics and thre ats,
Cirowth — outlines the growth expectations in relation to market stability.

Costs and benefits of the entreprencurial solution. This section highlights the problems
associtted o a particular strategy and the vulnembility of the Defender, Analyser and

Prospector.

6.1.2 Information Systems Challenge
The salution o the Information Systems Challenge is the delivery of a system that
supports decisiors made 1o mesolve the Entreprencurial Challenge. This  mears

developing a syslem or syslems that emable the delivery ol products or services 1o the
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chosen market Howewer, svstems do oot simply sopport the delivery of productE or

ESTVICLEE, 48 they aw also req nird to = upport iInformation delivery and communications.

A= the organisation desvelops and growws, those sweteme will need to continoe to support
the orpansation’s needs. Theretore, those responsible for the ongeing rmanapsment of
the Information Swyetems Challenge nesd to be mindful of the contmooos =opport
required to resolw both the Entreprenconal and Admnistration Challenges (Miles &
Soone, 197E, p. 22).

6.1.3 Adrainistration Challenge

Each organeation has to implement an operating modsl that definss processss and other
administrative activities that are reqoired to kesp the organisation stable and functioning
affectively.

Mils and Znow state that the deal=itnation i= whers mama gement can implement an
administration solotion that fully supports sxisting bieiness activities withoot becoming
g0 engrained that it prewnts the ormnisation from readily adapting to futmre
organisational neade [Miles & Snow, 1978, p. 23).

The admini= tmtivwe choices are categorized a= follbws:

w Admnistmtive challenges and solutions — ootlines the keycharactenistes of the
Adminiz tmtion Challenge.

a« Dominant coalition and mana gerial snccess ion — dentifiss the powerstrcture in
zachof the ideal typee and their approach to filling thoss rolks.

» FPloning - the degms of and time spent planning provides 2 good measure of
bons quickly an organization has o mepond to it market.

» Strocture — Stroctral rigidity characterises an orgaoisations athtodes towards it
target madoet. For emample, flexible organisations are quick to respond and
closer to ciEtomers that thoes organisations with bursapcratc and inflexible
stroctums.

«  Coool - the degee of contol smemised provides some insight into the amonnt
of respomsibility delegated to smplyess at lower lawels of the ormnization

» Coodmation and conflict resolution — this Ean area that reveak how decisons
ar made and by whom For emample, in Defenders, s2nior mana gement are wery
much aware of activities and problems at lower levels of the organization and
ar the keydecizion talcers.
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¢ Coste and benefits of the administrative solotion — typically, it 1= the Defender

that i= meet coet comeciowE, a5 the drives profitabilits.

8.2 Defining the Questions

The approach to defiming questiors for the questionmaire = illnstrated by Appendix 3 -
Profile Amalysis, which contaire the defailed chamcteristics of the ideal types,
comtricts fiom Doty ot al.’s study (1993) and Miller and Whitney’s {19994) strategic
impemtives. Appendix 3 E split into five sections 12 Sections A - E; in Section A, the
characteretics of sach of the ideal type profilss i= detaile=d, having been sourced solsly
from Miles and Snow's text [1972]). Miles and Srow’s stroctured approach has besn
followed, 8o Section A of Appendix 3 contains the chamcteristics of sach of the deal
types categoresd under Entreprensorial Challenge, Information Systems Challenge and
Administmtion Challengs and then sub categpreesd under the categories cotlined in
Section 5.1.

Section B eimply comiders the characteristics and eoters 2 meamE of measming thoes
chiracteretics albng a contimnnm like scale. For emample, the Defender competes on
prie and quality while the Prospector cannot genemts the lewels of efhcizsncy mqoired
to compets on price. From this, 2 method of measuring efficiency (high focie on
efficiency — low afficiency focie) and coet comcioEnes= (high foc e on costE — boser
coet foo1E) B propoesd alonga scals that reflects the foo = of the ideal types.

Hawing started to dentify characteretics that can be measored, due cognEance £ given
to the work condncted by Doty ot al (1993). o their stody, Doty 2t al. deweloped a
measrament method, which was m=ad to waldate Miles and 3now's ideal types a= a
meaE of measuring sffective organeatiome. Their paper highlights the i=oes that their
modsl coversd bot oot the lbower lewel detail 2 g questions or metrice. [n 3ection C of
Appendix 3, Doty st al. "3 List the E=nes = identified, whichactaza check to smore that

the zame iszues are coswerad, at least.

In Chapter 2, Section 112, the strategic imperatives ideotifisd by the confignration
theorizt Miller [1999b) were mteod oced and s nmmarsesd . Section D highlights the ey
characteretics of the Eovronmental, Organisational Strictore, [eadership and Stmtegic
immpemtives and ars remunded that relationshipe exist betwesn these comtrocts. In effect,
thiz iz mEed a5 2 control to emEnre that the questions posed prowid e sufficiznt coverage to
gaugs organizational confignmtion The resolts of this analysis are a st of subject aas
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in Section E that are vsed o caleporise questions. As Section B illustrates, the
characteristics have been weduced to a gmoup of subject arcas that focus on Esues that
belp us to determine an organisation’s configuration and facilitates owr ohjective o keep

the questionnaire manageabke.

The final step was o use the subject arca headings in Section E o develop a list of
guestions that would rewveal an organisation’s approach and attitudes to a particolar

subject. Forexample, under the Phnning subject arca, the question & asked:
Which ol the following best describes the organsation’s planning process?
In this casc there are three possible amswers:

Response A - Plan > Act > Evaloate

Besponsc B - Plan > Act > Evalute & Evalvate > Act > Flan

Response O - Evaluate > Act > Planic.z. prototyping)

Fach of the nesponscs represents the typical action of an ideal type ic. Respomse A =

Defender, Resporse B = Analyser and Respomse O = Prospector.

In Appendix 4 — Questionmming, all cighty seven questions are detailed together with the

range of possible answers.

6.3 Questionnaire Structure
The questionmaire was constructed in Microsaft Excel 2003 wing VBA to code the

functionality, which is detailed in a functional specification in Appendix 5 — Functional

Specification.
In surnmary, the questionmire fulfils the following tasks:

I. Automatically takes the respondent to the welcome page, whene the respondent

caneither ‘enter’ the questonnaire or simply exit and close the workbook.

[

It the mespondent enters the questionmmire for the st time, be f she is taken to

page one for the frst question
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There are nincteen pages of questions and the respondent can optl o =save and
exit the workbook at any time. The respondent may also exit without saving,

which will clear all respomses.

When the respondent clicks the “Next” command button, a function stores the
AT - G response and looks up a numerical wvalue for that resporse. The
numerical values are confained in a decision table, so if the respondent answers

MAand C, there is a coresponding numerical scone associated 1o AC,

The next page of questions cannot be displayed until all questions in the curnent
page arc complete. An crror message kts the mespondent know which question

has been o mitted.

When the last question has been answered, the respondent clicks the *Next”
button and enters the closing page. A message 8 displayed “Thank You for
Completing the Questionnaire”™ and the respondent & invited o enter their name
and department. Their name is mot compukory but their department & It &

wse ful o know the respondent’s functional perspective.

Finally, the respondent is invited o send the completed workbook o my Napier

c-rmail account, which & detailed on the final page.

A completed workbook will have stored and saved all responscs and their

associtled numerical waloe s

It a mespondent exits and saves the questionnaire before it is complete, he / she
may open the questionnaine again to complete it When the questionnaire is ne-
opencd, the respondent will always be brought back to the welome screen and
when the respondemt clicks “Enter’, a message appears stating that they can
restore the saved valoes e, start where they left it or start at the beginning. If the

respondent starts at the heginning, all stored valoes are crased.

It the mspondent opts to stat where they left off, a function is called to restone

the values and displays the cormect page.

The questionmaire has been completed for the ideal Defender, Amlyser and
Prospector together with maximum and minimum values, These responses and

scores are conlamed in the workbook besude the columns where the respondent’s
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scorcs will be stored. The stomape of these values enablks a comparison of

respondent’s values with the xdeal proliles.

12, The minimum and maximom scores moke it possible to place the Defender,
Amlyser and Prospector along the minimum to maximum continoum When the
respondent enters the final page of the questionmaire, a function & called that

takes the respondent’s score and finds s location on the contimuum.

13 The total score ¥ oalso subdivided into scorcs for the Entreprencurial,
Information Systems and Administration challenges. So, the total score for the
deal organisations and the respondent’s organisations may be compared as per

point 12.

The objective of the gquestionnaire & o reveal an organsation’s conliguration along the
-A-F continoum. This requires the construction of a continuum but the decision was
made o comstruct three continua representing the Entreprencurial, Information Systems
and Administration Challenges. The reason for opting for three continoa instead of one
is that it is more difficult to interpret the influcnees of the Entreprencurial, Info rmation
Systerms and Administration Challenges in one continuum. IF three continua  anc

produced, this ensures that the user can sce the scorcs individually.

To produce the continua, it was mecessary Lo be able o plot the minimum and maximom
points in the continua and the prodvce scores for cach of the deal types. The minimum
score i derived by sclecting answer A only for all questions and the maximum score i
cakulited by sclecting all possible amswers. The scomes lor the ideal types were
produced by completing the questionmine according 1o the characteristics of the
Defender, Armlyser and Prospector. Allogether, these scores allow for the continua to be

coTs o ted,

In order 1o aid the interpretation of the subject orgamisation’s positon on each of the
continu, the continua are subdivided into scwventeen sectioms (sce Appendix 4
Configuration Continua Examples). Table & contains the label for cach section in the

Entreprencurial continuum with a corme sponding rationale in the ad jacent column.
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Tahle 6. Entreprencuorial Segments

Scement Label

R aticmna le

Reacior

Sconcs are moving away from recognised
oneanisational profiles

Poor Entreprencurial Score

Defiemsive bub very introwvert

Comscrvative Entreprencurial Scone

Delemsive score but moving towards a
more intmowvert prolile

Operating in Niche Markel

Scone is close o ideal profile

Signs of Venturing

Sconcs show signs opening up to new
markels

Defersive DA

Occupics middle ground between
Defender and Analyscr but still has
Defender charae leristics

Aralytical DA

Occupics middle ground between
Detender and Analyscer but moving

lowards Analyser characleristics

Ciood Balance bot Cautious

Ciood Analyser profile but needs more
balince

Ciood Prescnoe in Come and New Mardee s

Closc 1o the ideal Analyscr profile

Signs of Prospecting

Ashade mome innovative than the ideal

Analyscr

Armalytical AP

Occupics middle ground between
Amalyser and Prospector but still has
Analyscr chamcteristics

Prospecting AP

Occupics middle ground between
Amalyscr and Prospector bul moving
towards Prospector characteristics

Cautiows Prospe clor

Ciood Prospector profile but slightly more
citutiows than the ideal Prospecior

Expected Market Leader

Close to the ideal Prospector pmfile

Ambitions Prospecior

Operates in slightly riskicr markels

Failing Prospector

Operates in very volatile markets

Feactor

Profile not appropriate for an effective
Prospector

The same exercise is repeated for the Information Systems Continuom labels (see
Appendix 4) in Table 7 and the Administration Continoum labels (sce Appendix 4) in
Table &,
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Tahle 7. Infarmaltion S ysloms Segmenls

Scement Label K aticnale

Reactor Sconcs are moving away from recognised
oneanisational profiles

Poor Information Syslems Score Wery inflexible

Comscrvative Information Systems Score | Efficient but very mestricted Hexibility

Efficicnt 8 ystems Efficient but supportive of Delender’s
nccds

Signs of Yenturing Scores show siems of exibility

Defersive DA Occupics middle ground between

Detender and Analyser but more aligned
o Delender”s neads

Aralytical DA Occupics middle ground between
Detender and Analyser hut moving
lowards Analyser’s needs

Cood Balance but Cautious Ciood Analyscr balance but weighted
slightly towards clicicncy

Good Mix of Systems Efficiency & The ideal Amlyscr balance

Flexibility

Signs of Prospecting A shade more innovative than the deal
Analyscr

Armalytical AP Occupics middle ground between

Amalyser and Prospector but still has
Analyscr chamcteristics

Prospecting AP Occupics middle ground between
Amalyscr and Prospector bul moving
towards Prospector characteristics

Cautiows Prospe clor Ciood Prospector systems flexibility but
slightly momne cautious than the ideal
Prospector

Fluid Systemns Infrastroe ture The ideal Prospector infrastructure

Underdeve loped Systems Systems too flexible

Failing Prospector Volatile systems

Eeactor Profile pot appropriate for anelffective

Prospecior
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Table . Adminisiralion Segments

Scement Label K aticnale

Reactor Sconcs are moving away from recognised
oneanisational profiles

Poor Adminisbation Scone Wery inflexible

Comcrvative Administration Score Effective but very restricted flexibility

Fully Supports Defensive Infrastrocture Effective and balanced adminis tra tive
halance

Signs of Venluring Sconcs show signs of fexibility

Defersive DA Occupics middle ground between

Detender and Analyser but more aligned
o Defender”s neads

Aralytical DA Occupics middle ground between
Detender and Analyser but moving
lowards Analyser’s needs

Ciood Admin Balance but Cautiows Ciood Analyscr balance but weighted
slightly towards clicicncy

Cood Mix of Administration Flexibility The ideal Amlyscr balance

Signs of Prospecting Ashade mome innovative than the deal
Analyscr
Amalytical AP Occupics middle ground between

Amalyser and Prospector but still has
Amalyscr chamcleristics

Prospecting AT Occupics middle ground between
Amalyscr and Prospector bul moving
towirds Prospector characte ristics

Cautiows Prospector Ciood administrative flexibility but
slightly mone cautiows than the ideal
Prospector

Fully Supports Prospecting Infrastructure | The ideal Prospector infrastroctune

Ambitions Prospecior Administrative infrastrocture oo
changcable

Failing Prospector LInre liab le organizational infrastrocture

Beactor Profile pot appropriate for anelffective
Prospecior

The scpments in the continu also serve o illustrale how comsistent the scores are
between the Entreprencurinl, Information Systems and Administration challenges. This
is an important issue, as the organization draws strength from the consistency belween
the scores. The functional specification details how the scores were normalised, which
made it possible o compare the scores in the continm. The added benefit of this
approach i that consistent normalised scomes across the three continua enable = o
as=crl that there is a strong relationship between the data sets. The strength of the

relationships & essential when determining the effectivencss of the configuration.
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When considering the characteristics of Miles and Snow’s organsational (ypes, the
focus of attention was given o the ideal types. Miles and Snow identificd a fouith
oreanisatioml type, the Reactor but they do not provide a detailed description of this
organisatioml form It scems that a Reactor can have many representations. [t may be
sugeesled that weak relationships between the Entreprencurial, Information Swystems
and Administration data scts may be ome way of identifying a Reactor. Howewver, it i
ol possible tostate the point al which a less effective configuration becomnes a Reactor.
In Tabk & 1o Table &, the lerm Beactor & wed Lo denole a score al the extreme ends of
the continua. This term is used becavse it indicates that the scoms meflects a situation
where the scorcs are moving away from any of the ideal profiles. Thi potentially

represenls another way of identifying Reactor behaviour.

The questionmaire described in this chaplter was compkied by the casc study

organisation, the results of which are described in full in Chapler 6.
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7 Case Study

The avthor was contracted to work for Menzics Distribution for a four month period
throughout the analysis phase of a data warchowsing project. It was during this time that
the organisation agmeed 1o participate in the study by completing the author's
gquestionnaire. In the following scction, some hackground information is provided,
which is meadily available fom the organisation's website and the author's obserations
during the time of emplbyment. This information provides some context to the results of

the questionnaire, which are presented later in this chapter.

7.1 Organisational Profile

Menzics Distribution has opermted a bng established and swecesstul supply chain
business. Until necently, the organisation was the market leader but has since lost that
position 1o one of ils two major competitors and while there are a number of smaller
oreanisatiors that provide similar services, these are confined 1o patticular scgments of

the markel.

7.1.1 The Organisation in 2006

The cone business & o reccive goods from sopplics then allocate and distribuote those
soods o numerous retail ootlets accordingly. As would be expected with any supply
chiin business, it is esscntial that the process is cfficient and that the supply and 1e-
supply of goods is both accurate and timely., These poods are distributed on a sak or

return basis, which means that the retailer is given crnedit for any unso d ite ms.

Thercfore, it is the resporsibility of the organiation to collect and account for unsald
items on the supplicr's behalf and dispose of the umsold goods. This is a service for
which there is little or no means of ecovering costs. It is therelone, in the interests of
the supply chain organisation to allocate the poods o the retail ootlel as accuraicly as

possible, in order 1o minimise the return of unsold goods and maximise throughput.
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The organisation has a centrml base with a nomber of mther autonomons bmnches
spredd across the UK and into Ineland. Those branches state that they provide a service
that accommodates Jocal needs, which has perbaps contributed 10 the continoed
autonomy of the branch metwork. The branch, while centred on the supply chain
function, i= supported by a management and administration function, which is in turn,
supported by the functions domiciled at Head Office. The Head O fhice functions
inclodes the Exccutive, I'T, Finance, Marketing and Operations Management, Those
branches operate continvously throughout the year, except Christms Day, providing a

tirme critical service 1o both the supplicr of goods and the retail outkL

There are two customers that have o be served. the supplicr of poods and the retailer
Al present, the supplier is the more powerful of the two, as the supplicr dictates how
many ilems will be distributed o the retail outlet. It is also the supplier who awards the
distribution contracts 1o the supply chain organisations, which means that the retail
outlet has to receive the goods fom the supplier’s choice of supply chain organiation.
The power therefore lics with the organisation allocating the contracts. Despite this, the
retail outlet must receive a high level of service, as it is essentil to the supplicr that the

gonds ane distributed according to specific delivery instroctions.

It was obscrved that the organkation i cost comscious and ccent appointments in key
marmgerial positions c.g. [T Director and CEO had signalled a period of change for the
organisation.  Two signs of change include the deweloprment of a goods allocation
syatern that allows greater centralisation of this operational Function. This = driven by
both the need o provide a service that helps the metailer manage its stock contro] and
introduce a more efficient service through centmlisation. The sccond sign of change &
the reason behind the development of the data warchouse, The organisation alady has
a managerment information system, which is built using & welational  modelling
techniques but, over the wears, it has developed into an operational system making it
difficult to extract data from it and deliver information either regularly or on an ad hoc
basis. The frailty of the MI system has been exposed by competitors, who hawe nealised
the power and competitive advantage of making data and information readily available
to an appreciative audicnce. The tsuve here is that the organisation has had 1o react

swiltly to cormpetitive forces, which in itsclf is unfamiliar ground.
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7.1.2 Changing Environment
The loss of the position as market leader and declining retail sales are significant factors
in the organisation’s attempt o revive the company's fotuncs, This has mesolted in a
stmtegic review, the implementation of which will incrase the organisations
competitiveness, The loss of the market leader position i= largely doe to their
compelitors  investment in lechnology. Techmobey i= one enabler of competitive
advaniage as, in this case, technology s ot only the key to supply chain efficicncy, it
cnithles fasler access Lo greater amounts of data for amlysis and decision support. In this
respect, Menzics feel the competitive strain becavse their difficulty in extracting and
presenting data or reponts is fully exposed. Their rivals are leading the way and dictating
the pace in the delivery and conlent of management information to the supplicrs. Hence,
the locws on delivering a data warchouse. Added 1o that, the organisation was
investigating the options for intmdocing pew core technologics such as Enterprise
Fesource Planning (ERF). which would be in kecping with the pursuit of greater
cfficiency and competitiveness. It could be argued that the organisation should
implement an ERP befone the data warnchouse, as the data source for the ware house will
Fawve to change in parallel with cach phase of the new ERP implementation. Howewver,
the delivery of the data wanchowse before the ERP systerm, perhaps illustmtes the
pressuwre Lo react o the incrcasing demand for data and information. Indeed. the data

warchowse could become a customer facing system

While there has been a power shift between rival supply chain organisatiors, there is an
impending change that will alfect all partics in the industry, which is doc to be
implemented by the Office of Fair Trading (OFT). The OFT has, for 3 o 4 years, been
assessing the competitive structure of the industry and has intimated that it cannot
continue to operate in its present form (OFT, 2006). The balance of power prevents the
retailer from excrcising choice about what they want 1o order and scll. The OFT &
preparing to introdoce measures that will redistribute power more equitably, which

could ako alfect the distribulors traditional geographic domaires.

7.2 Questionnaire Results
The guestionnaire was presented to six senior Menzics DEtribution employees. Tt was
requested  that four employees complete the questionmine based on what they know

aboul the company’s activitics, as at Oclober 20060 Two employees were asked 1o
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complete the questionnaire as they envisage the organisation i three and five year’s

Lirme.

Two employecs completed the questionnaire based on what they know abouot the
organisalion’ s activities at the time of completion (October, 2006) and one pemson
provided thewr vison ol the organisation in three vear’s time. It was siated, by the
respondent, that the three year vision wepresents bow the organi=ation will be if they
successfully apply all of the anticipated organisatiornl changes. It is neasonable o

assume that this response may be equally representative of the Hve wear view.

Scction 7.1, presents an outline of the organisation and the key Esocs aflfecting the
oreanisation. This is the backdrop that helps ws to put the questionnaine results into
conlext and helps o explain the appropriatencss of the organisation's configuration for
the challenges abead. In Sections 7.2.1 o 7.2.4, the results of the questionnmaires anc
presented and the configuration that cach of the nespondents portrays. Scction 7.2.6
evitluates the resulis of the questionmire completed to reflect the three year vision. The
summary table for cach of the respondents is shown in the Appendix 7 cntitled
Respondent’s Scores.

7.2.1 Entrepreneurial Challenge Results (2006)
There are five subscctions that collectively examine how Menzics manages their

cntreprencurial challenge.

7.2.1.1 Customer Commitment

At present, Menzics Distribution & committed 1o providing a nanmow range of products /
services o profitable market segments. That market is considercd to be niche where the
cislomers are both cost consciows and demanding of a high quality of service. There i
agreement between nespondents that while the customer base & cumently stabk and
predictable, the trading environment is becoming increasing competitive. At present, the
threat to stability appears to be twofold. In the frst instance, competitors have found a
way of slealing a competitive advantage by employing systerns that cnable greater
centralization and theretore, efficiency c.g. reduced duplication of cffort. Those systems
bawve also increazed the awailability of data and information, which is being wsed to
cnhance the service they already provide. Competitors ane better able 10 cngage with
their supplicrs through enhancements in the flow of dat and information, which
improves their standing when contracts are being negotiated. Secondly, the impending

implementation of the OFT ruling will have the effect of opening up geographical
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boundarics and potentilly =shifting & measure of power to retailers. The OFT ruling
could change accepted industry practices to give retailers the choice in whose scrvices

they buy.

The distribution channels offered to the customer base ane considercd characteristically
clfficient both operationa lly and fnancially. Al the same time, it is thowght that Menzies”
distribution systems offer standard scrvices, in comparion to the west of the indwstry. It
is also felt that there i= a small degree ol innovation where new systems and approaches
will be adopted if they can improwve the service and [ or levek of efficicncy. For
cxample, it is known that & new poods allocation process was being Lested in a branch,

which would potentially be mlled out to other branches.

In terms of distribution channels, the esponses were focuwssed on distribution, as it
relates to the supply chain e the cone business. The questionnaire did not define
distribution chanmels but the term cowld be applicd to the methods used, excluding
supply chain, to communicate with all customer types. The distribution chanme ks, with
the exception of the supply chain, arc an arca where the kewel of customer commitment
may be less effective. Customer commitment manifests itscll through the execution of
an clficient supply chain and less =0 on other points of contact. [t is worth noting that
cach branch has an administration tcam that communicates regularly with retailers and
supplicrs. At Head Office, there are many individuls who ako deal with costomers,
inchding Marketing and Operations. There are numerous points of conlact or service

distribution channels that cught 1o he assessed for their cHectiveness.

These results indicate that the customer commitment is centred vpon the efficiency and
effectivencss of the supply chain but by the respondents” admission, their supply chain
services anc no more than that which would be expected within the industry. This
appears o be the basis of their customer commitment. Competitors have extended their
customer commitment by implementing new techmologics that will help improve supply
chiin efficiencics and deliver data and inlormation that helps their costomers mam ge
their business, Competitors ane using data e ffectively becanse it has become a product
or service that adds value, which in turn, is pulting pressure on competitors 1o at least
follow =wit. This illustrates that the case study organisalion’s customer commitment i

mote limited in scope than that of co mpetitors'.
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As yel, the OFT ruling has still to be realised and =0 it is ot possihle o gange the
impact and the mwesponscs of the supply chain organisations. What is clear is that the
indvstry will have 1o adapt and scck oul a position of strength in the restructured
markel. This may nesult in the hunch of new products and services and a shift of power
from the supplicr of goods 1o the recipient of those poods. This will requine a revisionof

the cuslomer commilment.

7.2.1.2 Understanding Customer Needs

The degree of commitment afforded to costomers can be asscssed by the amount of
information gathered o understand their necds. With regard 10 understanding existing
customer needs, there was agreement that some statistical analysis and complaints help
toakert the company of opportunitics o service needs. Competitor analysis and informal
information gathering within the organisation i= also thought to contribute to this
understanding. However, 1t is clear that Menzics do not actively engape their customers
with marketing initiatives and are more likely to be weactive than proactive. With negard
o prospective customers, there & a lack of consensus over the methods used 1o dentify
potential customers” needs. However, the mlormation gathering methods tend o be a
mixture of satistical analysi, complaints,  informal  information gathering  and
compelitor analysis. This is an imporant E=ue, as Menzics appears o rely on measures
that keep the organisation rather distant from their existing and prospective ¢ ustomer
bascs. This suggests that Menzics do not feel that they meed o apply advanced
marketing techniques designed 1o bring the organisation closer 1o the customers at cither

end of the supply chain.

Simply gathering information, in itsclf, is not a measue of organizatioml] effectivencss.
How that information is wed o satisby customer or market needs may be assessed when

comidering the Sales and Growth Rale responses in Tahle 9:
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Tabkle 9. Growlh Responses

Cirowih Arca Respomses
I | Acquisition of New Cuostomems 1. We have mot pursued new customers in
in Mew Markets bns: mew mittkels
2. Grown quickly over a shoit period of
Lirme
2| Sales of Existing prodocts f 1. We have mot atlermpled o scll existing
scrvices in Mew morkels has: products o new markets

-

Developed a healthy market share ina
short period of time

3| Sales of New prodocts [/ services | We hawe not attermpled to sell new products to

in Mew makels has: mew makels
4. | Acquisition of New Cuostomers l. We have mot tried 1o acquire new
in Existing Markets bas: customers inexisting markets.
2. Ixeclined deamatically
5. | Sales of Existing prodocts f l. Declined dramatically
1

Declined. in real terms, owver the st 3
financial yecars

scrvices in Existing markets has:

—
1

. | Sales of New prodocts [ services We have not developed new prodocts f
in Existing markets has: services lor our existing markels

Declined dramatically

[

In Table 9, flems | to 3 deals with the acquisition of new costomers and the sales of
cxisting and mew products in new markets. The responscs o 1 and 2 are rather
polarised. It is the clear impression of one respondent that Menzics curmently has no
business interests in new markets. Howewer, one respondent feels that the sale of
existing products 1o pew customers in new matkets his been successtul. Both agree that
Menzics bas mot developed new products for sales in new madeets, It is possible that
this indicates a rather limited Bray into a new market that has not become part of the
core business. [t i also possible that the new market has been interpreted as a contract
won in a new geographical awca o provide supply chain services. The former s,
perhaps, mone significant, as it would indicate that Menzics am, on the basis of
information gathered, looking to develop new mankets. Howewer, the lack of conscnsus
between mespomscs docs mot kead us to belicve that Menzies & secing the wsulis of a

mew strale gy o develop new markets.

In terms of existing markets, items 4 o 6 clearly indicate that the acquisition of
customers and saks of new or existing products  services is cither in serious decline or
there is simply no activity. It has been assumed, therelore, that information gathered
about existing and prospective customers is incffective in helping the organisation halt a

decline in sales or provide & means ol acquiring customers. It may be that the
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information gathered belps to refine quality issues and resolve problems but the valoe of

the information gathered is questiormble.

Despite the failing sales and customer acquisition Agores, Menzics” brand primarily
represcnts & stable and dependable organisation that endeavours o provide high quality
and cost effective services. The organisation knows this 1o be the case because they
sather information that confirms that they deliver high quulity prodocts / services at
compelitive prices with pood aller sales service. Fssentially, this is the basis of Menzies

commitment Lo is cuslomers.

The organisation’s ability to deliver on ils customer commitment & dependent upon
markel slability and opemtional efficicncy. They are also dependent upon services being
developed through cistomer requests, reacting o costomer behaviours and responding
to information that has been gathered informally. Significantly, Menzics are aware of
competitor activity, which perhaps gives the organkation ideas of what products and
services they should be providing independent of customer prompting but they do not
cmply sophisticated competitor analysE methods to be able to react quickly to
compelitor activities. Similarly, these factors are also drivers for internal procedural
chinges. Ther & a strong impression that listening to customers and the pumsuit of
operational cfficiency ame the key factors that help o mould the organisation’s
configuration, as it strives to defend and relain ils customer base. The organisation's
ahility 1o protect its customer base from competitors & crocial given the weak growth
respomses highlighted in Table 9. To that end, the organisation primarily scams theirown
markel for business development opportunitics that will help deepen the curment
commercial relationships. One respondent did indicate that other unrelated markets will

be explored but collectively, the responscs would suggest that this is not a priority issuc.

T.2.1.3 Custome r Satisfaction

Menzics i= concerned that the customer expericnee is not just satisfactory. They want
the customer o be momre than happy with their engagement with the organiation
[primarily the distribution scrvice] and that they have the opportunity o ket Menzics
know of arcas for improvement. This indicates a willingness o change albeit at the
cistomer's behest Howewer, mesults  indicate that Meneics' customers hawve not
acknowled ged that their expectations have been surpassed. This may be due to the fact
that Menzics arc more reactive than proactive inengaging with their customers, to the

exlent that customers initile change. It is interesting o note that the concept of after
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siles service has different meaning 1o different departments within the organisation. On
the one band, an afier sales service is considered an opportunity o develop customer
relations and differentiate themselwes fom competitors. On the other band, an after
siles service is also viewed as a filure to get things right first time and subscquently, an
unnecessry expense. This highlights a bek of unity in dealing with customers. Again,
Mengics scem content o gather information about customer experiences from a distance

by initiating external surveys and monitoring customer behaviour.

This i= perhaps validated by the fact that Menzics” customer relationship stategy i
largely undefined. With momre definition it is cxpected that the stmtegy would help
develop knowledge about customers and enable increasced sales opportunitics. An
urndefined strategy clearly indicates that costomer contact is haphazard and not currently
a maller of strmtegic significance. This nesult kssens Menzics ability 1o cngage
meaningfully with its customer base, despite the fact that they desine cxceptioml

culs tomer relations,

In Tabk 9. it can be scen that the business has pot been expericncing substantinl growth
in customer acquisition, new product sales or sales of exiting products. The lack of a
well defined customer relationship stmategy indicates that Menzics do not hawve the
vehick 1o decpen or strengthen the relationships with the existing customer base. This &
confirmed by the fact that customer contact has only led 1o moderate changes in the
product range and has done littk, it anything, t© change buying habits. In terms of
operational processes, one respondent feels that the customer relbionship strategy bos
bad little ¢ffect on operational processes, while the other considers that there has been
some impact and that it has belped become more focussed on the customer. Fven if the
impact on operationa] processcs is slight, it could be argoed that Menzics have listencd
and meacted to customer needs. Howewer, it is clear that customer relations are morne
reactive and too haphazard to be comsidercd positively influential in the development

and growth of the organtsation.

7.2.1.4 Competitor Oricntation

Bascd on the results so far, it is surprising that a respondent should feel that competitive
forces ane managed by 'leading change in the current market’. Bear in mind that this i
an organisation that has kst its morketl kader status. However, the mespondents ako

clarly state that cfficiency and customer satisfaction are factors in managing
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competitive forces, which i= entinely justifiable where customers are cost conscions and

the supply chain service is time critical.

The source of information gathered 1o help mamge competitive forees appears o be
primarily confined to cmployee feedback and perindicals ¢ journals. By omission,
respondents indicated that littke formal competitor analyst & camied ool This perbaps
indicates that the organiation fecls mther insulated from the threats of competitive
forces, Indecd, Mengies' customers are more likely o kead change than the actioms of
compelilors, as senior mampement tend o observe competitor activitics oul of interest
than a potential driver of change. The exception & that management are aware that their
compelitors are realising the benefits of recent investments in a data warchouse and
EEFP systerms. This awarcness is now driving an initiative o investigate the possibility
of lollowing their competitor's ERF example, while a data warchowse project is now

underway.

Despite the apparent lack of formal competitor monitoring or analysis, the bss of their
position as market leader docs mean Menzics & awane of the competitors” hold owver the
markel and their threat to the slability of cument rading conditions. It was pointed out
during an interview that Mengics is not particularly good at advertising  their
commercial successes and while they may cormpane themselves with the competition in
their marketing materinl there may be a need to declare the company's successes and
project the brand image mome ageressively. Another problem that Menzics face is their
ahility 1o act upon competitor and costomer analysis. As will be seen in Section 7203,
cxisting systems prevent product or scrvice developments from being implemented

quickly.

7.2.1.5 Innovation

While the questionmire specifically presents questions focussed on innovation, it i
krown from the respomses under Section 7.2.1.1 that Menzics” madket docs not demand
high levels of product or service innovation. It is more important to be highly eflicient
than highly innowvative and to a large extent this is the ideal that drives profitability.
Innovative developments are expensive, speculative and an inapproprinte endeavour for
a customer base that is ot prepancd to pay a premium for that product or service. It can
be scen that Menzics ¥ nob an innovative organisation, in the semse that they do not
bave rescarch and development functions and do not bok to bring products and services

o rmarkels that they would mot mormally be associiled with



1710

However, innovation can be focussed internally and externally. An organkation that
attempts 1o drive the matket through its innovative prodocts and services has an external
focus and compebes almost solely on that basis. Internal innovations tend to be focussed
upon looking for ways o improve the efficicncy of systems and processcs or
cffectivencss of customer communications or business development initiatives. In
Mengics case, it is reasonabk to expect to sce interml innovations, primarily to improve

the efficiency of the supply chain.

Innovations may also be viewed as mdical or incremental (Tohannessen, Oken &
Lumpkin, 2001). Radical innovations tend 1o be developments that have a significant
impact on the industry by driving change. When asked if Menzics had intmodoced
radical innovations, the respondents agreed that Menzics had introduced significant
chinges 1o the production or supply chain process. The cffect that this has had on the
industry & not known but it scems o be consistent with their drive for efficiency. Onc
respondent indicated that Menzics had introdvced madical changes 1o the services that
they provided. Again, it is not possible 1o gavge the effects on the industry as a whole,
but given the growth rates over the last three years, a significant return on that
investment can not be scen. Indeed, a question was mised as to whether Menzics had
received industry awards for innovation but they had not. That's not o =2y that awards
arc the only measure but they are one measure where the industry can ackmowlked pe

advance s within the industry.

Incremental changes are significant 1o the creanisation but less o to the indwstey. It &,
perhaps, a measure of willingness o adopt new methods and apply new concepls to
improve organkational efficiency and cflectivencss. In this meeard, the respondents

stated that Menzics has introduced new methods of production and ways of organising.

7.2.2 Information Systems Challenge Results (2006)

The information systerme challenge [ocwses on the degree 1o which an organi=ation
invests and develops its information and / or production systems. In essence, for cach
ideal creanisational type, the systerme infrastructure will have an optimum degree of
sophistication if it & to compliment the organisation’s strategic ambitions. For example,
the Defender will have rather more sophisticated systems in the pursuit of efficiency
than the Prospector, whose systems need not have mcached significant lewvels of

sophistication.
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The mesults of the questionmire have heen plotled on the information systems
continoum  in Appendix 8. Fach department's view of the information systems
chillenge, as at October 2006, is consistent le. thelr resolts lic in the 'Signs of
Venturing' section of the continuum, close to the Defender profile. In this scotion of the
continoum, the respondents have indicated that there are other systems prioritics than
simply the delivery and maintenance of high levels of elfficiency. Althoough, clicicncy

still has a strong influence on mam ging the information systems challenge.

The responscs to the information syslems questions arc presented in the following

scctinns.

221 System Developments

Owver the kst three years, the pricrity for the I'T budget has been the development and
cnhancement of core fechnologics but funds have also been allocated o some now
techmo ey initiatives. Some ol those funds may have been wsed 10 create information
from data held in source systems but this docs not appear to bave been a high priority
investment. The information gencrated has been for control purposcs mther than aiding
business development initiatives, which fits well with the perceived need 10 drive oul
syslems and operatioml inefficiencics. It is also clear that the organisation is mot greatly
influcnced by the latest lechnology developments and that funds are mome likely o he
dirccted to the enhancerment of cxisting systems. This perbaps indicates that the
oreanisation docs not view new lechnologics as significantly better than they already
bave o1 the cffort to change to adopt mew, leading edge technologics would cost too
much and cavse oo much disTuption, thus undermining the efficiency of supply chain

operations.

The meed for efficiency is a strong therme running throvgh the entire organkation and
this is backed up by the fact that the systems developments are rarcly implemented with
the need W emply manual workarounds. Tmplementations  that require manual
workarounds imply that systems developments anc perhaps subject to time constraints or
that an organisation is preparcd to accept small o moderzte levels of opemational
inclficiencies. The respondent’s clearly indicate that systems dewelopments should
contribute o the efficicncy of the organisation. That said, the systems in opemtion arc
mil =0 rigid as to contribute to strict standardisation of mles and  respomsibilities

throughout the organisation. It is known that the syslems accommodate negional or
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branch wvariations in procedure, as it is important © branch staff that they can

accommodale customer needs at a beal kwel.

Striking a babnce between the need for efficiency and a degree of flexibility & difficult
to achicve. Howewer, the balince appears to be on the meed for cfficicncy, as the
respondents ackmowled pe that while they are cfficient, product or service developments
arc slbow and costly to implement. Whatever Hexibility & built into the curment s ystems
bas been achicved owver a bng period of time, which makes systems complex and
difficult to change. This means that the organiation will be slow o react o sudden
changes in the markel Al prescnl, the produoct or service lifecyele is long but changes

within the industry may impact the curment lewel of stability.

7222 Role of IT

At present, the mole of IT is to maintain the existing systems and make changes at the
behest of customers and the other organisational functions. Theirs is a ok that docs not
scarch for techmolbgical innovations that could improwve opemtional cfficiencics or
provide innovative business development options. I'T concentrale on what they have and
do ol devinte lightly, which is a perfectly valid approach for an organisation that

operales in & niche markeet and relatively stable trading environment

In section 7.1.2, the respondents indicated that the trading covironment has and for is in
the process of changing. This being the case, the mole of I'T and the systerms that they
maintain may have 1o change oo, in order o accommodale a more ageressive trading
cnvimonment. The wespondents indicate that the organisation & highly dependent upon
its T staff bul one respondent has acknowledged that new skills may be required Lo
accommodate the impact of changes within the industry. Mew IT skills imply the need

for new lechnologies.

It was interesting to note that I'T & pot subject o scrvice kevel agreements. While these
are not esscntial for the running of the organisation, it docs appear that perlormance
standards have not been defined ina way that creales accountability to the costomers of
IT. When considering the resporse that the systems are the subject of stall and custo mer
comp hints it becomes even more apparent that the systems, while supporting operations

cfficiently. arc not satikfying the needs of all interested partics.

The meed for efficiency is a strong therme but the position on the information systems

continoum  indicates  Signs  of Venturing’.  This  can be  attributed o the
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acknowlkedgement for new skills, the fact that the organisation has implemented new
systemns o mamge the value chain activitics and the cument data warchouse project.
The knowled ge that the oreanisation will be investigating ERP solutions may ako have
been & factor. In any casc, the data warchouse will help to alleviate some of the

dizsatisfaction with the delivery ol information.

While at the organi=ation, the author found that the organisation had built & data
reposilory some years ago bul this had been buillt relationally and could not readily
deliver data to the business for analysis. Indeed, the data repository bad become an
opcrational systerm, =0 the existing data repository had evolved into a moanagement
information system that is not fit for its decision support purpose. This not only helps to
explain the orgamsation’s lack of ability w access data but haghlights the fact that the
MI database design =kills lic in relational methodologics and mot dimensional modelling
skills. It was poted that the design skills that are more appropriate to data warchousing

arc not actively practised in the organisation

7.2.3 Administration Challenge Results (2006)

Configumtion theory states that the most effective organisations will he those that
marege  the entreprencurial,  information systems  and  administration  challenges
comistently. The results of thi questionnaire illustrate different department’s views of
their organisation’s configumtion and the consistency with which cach challenge i
marmmged. Howewver, the administration challenge, more than the others indicates a
stong lack of comistency between the respondents, as illustrated in the Administration
chillenge continuum ([ Appendix & — Configumation Continua). This will be cxamined

later in this scction.

In the following sectiors, the respondents” views of how their organization is stroctured

arc presented together with some insight into the policics ad ministered.

7.2.3.1 Planning

The approach to plinning helps v o understand how the organization reacts 1o s
envimonment. For example, an organisation opemting in a volatile environment may not
be in a position o methodically plan by taking account of influencing factors, act in
accordance with those plars and then evaluate the resolis ata later date. It may be mone
appropriate to cvaluate a market fest, act on the findings and then formalise plans fora
bnger term approach. The respondents comistently indicated that their organization will

plan, act and then evalvate, which would be expected of an organisation opemating in a
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relatively stable environment. The ek of multiple aggressive competitors mears that
the organisation has the time to examine and account for activitics within the industry

before acting on its findings.

Planning i gencmally based vpon historical amlysis but one espondent considercd that
compelitor  analysis, technolgical advances and market opportunitics were ako
accounted for. Generally, the respondents belicwe that the outcome of the organisation’s
plars should be higher levels of efficiency and high guoality of service. As such,
individual's tarsets will be based upon elficikency targets as well as sakes and systems

delivery targels.

7.2.32 Btructure

The cHectivencss of anorgankation’s cngagement with ils environment is considered to
be influcnced by the organsation's structure. Organisations will adopt the strocture that
best suppons their activities. A functional strocture keeps the organisation’s different
functions distinet with little cross functiom] activity. The matrix structure & one where
represenlatives  from  distinct  functional unils join weether for specific business
purposcs. Fach representative brings a unique sct of skills o give the unil cross
functional expertise. The divisional structure s common 1o those organisatiors that
bawve a diverse range of businesses o manage. For example, Virgin has many business
interest (airlines, mobile phones, cosmetics, space travel, cic), which are diverse and

distinct from the central controlling body.

When asked which structure best represented their organisation’s form, one indicated
Tunctional’ while the other opted for ‘divisional’. Certainly, at Head Office the strocbare
is functional but the branches operate like autonomows businesscs giving the impression
of a divisional structure. Indeed., the systems have been developed 1o support individ el
branch needs, as far as possible, but fom predominately centralised structure. This

accentuates the difficully in defining the sbrocture.

Under structure, the question of who cxercises the most power is comsidercd. The results
were very similar o the extent that cach respondent agreed that Product Development,
Marketing and Operations were the kast influential organisational functions. It was
agreed that Finance hold the second highest position while legal (inc Risk) and 1T arc
cither the most powerful or third most powerful function. Both respondents agree that

the structure, as it currently stands, seldom changes.
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7233 Contral

The ability to take deckions at a local level withoot time consuming reference o Head
Office can be a significant trading advantage. In other organiations this amoont of
power could be scen as a kss of contmol, which could undermine efficient operations.

Our respondents differcd slightly in their views over issues of contml,

One anca of difference was the level of contmol exercised over capital expenditure. One
respondent feels that there is a tight control owver capital expenditure, while the other
comiders that capital expenditume contols are egularly meviewed o accommodate

business development opportunitics.

Both agree that customer facing stafl have increasingly been given morne decision
making authority. While one respondent belicwves that there i= sulficient mampgement
information (MI) o asskt those members of stall, it & also belicwed that the MI has had
to be refined over the last three years 1o support the decision making process. Despite
this, one respondent considers that senior management still become involved in matters
affecting operational efficiency. The other respondent has stated that there are sullicient
contols in place to allow operational stalf 1o deal with operational incidents withoul
rclerral o senior mamgement. Althoogh, both agree thalt exccutive and scnior
mammgement are still imvolved in opemtioml decision making. These nesults highlight
that exccutive involvement in operatioml issuves exists, it is the depth of control that

cannol be agreed.

It should be noted that one nespondent’s amswers are somewhat contradictory in that
increased deckion making authority is being granted and supported by the prodoctionof
supporting ML Howewver, it is also stated that senior management ane actively involved
in decision making to rectify operational incidents. When considering both arswers
together, it appears that more decision making authority has been granted but senior and

executive management still take decisiors affecting the efficiency of the organisation.

In order 1o gange the effect of these levels of contmol, bwo industry specific questions
were poscd about the performance ol Retailer Delivery Times and the lewels of faud.
Both respondents agreed that fraod losses have steadily increased but there was some
diza greement over the Retailer Delivery Times. One belicved that they were improving
in line with expectations while the other felt that the performance fgures werne static.
This sugeests that the contmols do not or cannot be applicd effectively in all arcas of the

business bul the supply chain activities are under conbrol.
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7.2.3.4 Performance Appraisal
The majority of employee roles in the operatioml or production environments ane
codificd in job descriptions and bound by opemtional goidelines, which indicates high
division of labour. In line with the drive for efficiency, stafl performance tends 1o be

measured on technical proficiency and productivity targets.

7.2.35 Administration Continuum Disparity
The respomses to the Administation Challenge questions vary, but this can he

cxplained. in part, by some inconsistencics in one respondent’'s answers.

The first question o be reviewed & question 72 where the wespondent indicates that
planning takes account of historical analysis, competitor analysis, technological
advances and matket opportunitics. This answer appears 1o be inconsistent with the
amswers provided under the entreprencurial and information systems challenges, where
it is apparcnt that the organisation docs not have a great deal of competitor amlysis to
draw upon, it concentrales on its own rather niche market and techmological advances

arc difficult to apply.

The respondent ako felt that senior and exccutive management were nol awane of
incidents affecting operational efficiency, as there are sulfickent contrals in place for the
imsucs to be addresses beally. Howewver, the mespondent also indicated that decisions to

recliby operational incidents were made by senior manage ment.

The effect of sclecting a more consistent respomse was lested and it was found that the
score redoced fom 2056 w0 17.74. With reference o the administration continuum in
Appendix B, it can be scen that this moves the respondents score away om the deal

Armalyser towards the Defender profile.

7.2.4 2006 Results Summary

In the previous section, the mesponscs were prescnted of the bwo wespondents, who
complkled the questionnaire according o their view of the organisation, as at October

2006,

With reference to the continua in Appendix 8, it can be scen that the espondents scores,
columed red and blue, are consistent 1o the extent that the blue scores lean towards the
Defender profile, while the red sconcs sit to the right or Amlyser side of the blue scores.
It is felt that the differences between the two respondents can be explained by a number

of Faclors:
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1. Length of service Lo, someone who has been in the organisation longer may
bawve greater or lesser degmees of 'optimism' about the organisations

practices.

2. Guiding Coalition ic. someone who is closer o the organisation’s scat of
power may he influenced by their knowledge of impending organisational
chinges.

3 Lowvalty ic. the respondent may or may nol wanl o give an armswer thal
could be interpreted negatively.

4. Breadth of Knowlkdge Le. the gquestions require knowledge of the cntine

oreanisation, which the respondent may bave but not in depth

Alogether, the blue scores mle the organisation closcly to the Defender profile with
very consistent information systems and administmtion scores. These score do nol guite
match up with the organisation’s conservative entreprencurial outlook. The red scones
tend to plot the organization towards the centre ground between the Defender and
Amlyser. The entreprencurinl scome are consistent but the administration score is wery

closc o the Anmalyscr's administration profile. Howewver, as bos been discssed in

comsistent with the other “red” scoms. In essence, one respondent scomcs  their

oreanisationas a mome cffective Defender than the other.

Despite the differences between the respondents, it is clear that this organisation has
stong Defender chamcteristics. Given the strong characteristics of the organisation, the
organisation could have been classificd as a Defender but a simp ke classification would
mil provide a view of the strength of that configuration. One respondent rated the
organisation as a highly cffective Defender but the company’s financial and growth
perlormance & failing. The policies and practices are mo longer delivering the expected
results, which indicate that all the ideals that have been good for the organisation need
to be reviewed. Indeed, there are clear signs that envimnmental forces will hawve a
significant 1ol in determining  the natue of the organisation's most cffective
configuration. The OFT ruling mlemed 1o in Section 7.1.2 will have the effect of
changing the structure and power within the trading environment. The competition has
found a new way of competing, mol on the cxccution of the supply chain but by

supplying customers with data and information to improve decision making.
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What the means & that the organisation’s chosen trading environment i changing both
forcibly by the OFT and within the industry, What can be drawn from the organisation’s
configuration is that a wvery good Defender profile is mot the cormect profile for the
current trading environment. Therefore, any changes implemented to rectify the fortuncs
of the organisation should not simply bave the effect of reintorcing the Delender profile.
Those changes need to move the organtation towands the new configumtion. The
trading environment has created a mew entreprencurial challenge, which must be

addressed while resolving the information systems and administration challenges.

In Section 7.2.2, it & appamcnt that the organisation has a stong dependency upon
markel stability, efficiency and the influence of competitor activity. The only factor that

the organisation has contmol over is elliciency ie. the organisation can make changes Lo

cffects of market destabilisation and increasingly aggressive competitors. [t appears that

the organisation must try to take more control over these issucs

The details that the questionmire results provide are crucial to this asscssment. Had the
oreanisation been simply classificd as a Defender, it would not have possible to
defermine how strong a Defender configumtion it had. In this case, it can be scen that a
strong defender prolile 18 not the answer to the organsaton’s sswes. It would have
perhaps been casy o by o reinforce the Defender configuration inan effort o improwe
the situation. The individual entreprencurial, information systems and administration
configumations ako provide sofficient detail to onderstand the consistency with which
the organisation addmesscs these challenges and what it needs 10 do to change. In terms
of the data warchouse, the oreanisation has faken a deckion o implement the
technology in an elflort w create “business mielhgence’. Here lies a problemy the
technological solution is underway but the organsation’s configuration appears o be
incormect for the curment tading environment. The data warchouse will only help tackk
an immediate problem posed by competitors and its extended vse will, in all like lihood,

reinforee the cument configumation.
Fortumtely, the vision of the future has been captured in the following sectioms.

7.2.5 Target Configuration
In Scetion 7.1.2, it is indicated that the questionnaire was completed by three senior
members of stafl. The mesults of the two respondents in the previous sections hawve been

presented leaving one more sct of resulls to consider. The third person to complete the
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gues tionnaire did so as a means of presenting thedr vision of the future assuming that the
organisation has managed o soccessfully negotinte all of the intervening challenges.
The mespondent is qualified 1o express this view due to the person’s role and kevel of
scniority in the organisation. In terms of time, it is how the organisation will manage

their entreprencurial, information systems and ad ministration challenges in 2010,

7.2.6 Entrepreneurial Challenge (2010)

The configuration anticipated by the mspondent through the results of the questionnain
arc ckearly based on what the respondent knows about the industry oday and the known
envimonmental challenges. In October 2006, the organisation did not koow the precise
outcome of the OF T ruling, but enough was known o allow the respondent o anticipate
the cllects the ruling and what that means for the entreprencurial challenge. Added to
that, the organizaltions competitors had aleady implkemented more conlemporary

techmo b gics, which wene yiclding a strong measure ol competitive advantage.

There may be some other influcntial factors but it is clear from the Wllowing results that
this organisation’s configuration will change. It is perhaps more accurate o state that the

organisation will go through a tamformation in onder to achicwe its strategic goals.

7.2.6.1 Customer Commilment

Over the mext few wears, the organisation will develop its narmow and highly focussed
product / service mnge inlo a broader mnge of high quality products £ services bt still
targeted to highly profitabk market scegments. As soch, it & not expected that the
cistomer demands are likely o change significantly, as cost and quality will still be a
significant feature of the customer proposition. That said. the products need to continue
o be pertinent o the orgamsation’s chosen markel. AL present, 11 appears that any
changes in customer’s demands may be prompted by the actions of competitors, as it &
they who provide customers with the ancillary service of higher quality marm gement
information. This has put pressure on the crganisation to provide similar lewels of
service, at kast. As will be seen, meeting and antcipating customer’s product / service

nccds appears 1o have more focus inthe new configuration.

By 20100, it is expected that the trading environment will have moved from its stable and
predictable status 1o one of sable and dynamic scgments. The bss of madkel slability
will be matched by increasing rivalry amongst competitors. In this environment, the
oreanisation aims o defend its core cwstomer base while endeavouring 1o at least keep

apacce with market opportunitics. This willingness to [llow market develop ments marks
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a chanze in outlook, as they have previously been conlent to focus on what they have

and defend it

As a supply chain organisation, it appears o be more sersitive towards the ditribution
channels, which will be more innovative and at the forcfront of indwstry standands, Cost
effectivencss is still a factor bul the creanisation is aware that they cannotl be seen to be
relying on increasingly out dated methods and fechnologies. Indeed. it may be that this
oreanisation will become known for its innovative supply chain activitics. Currently, the

organisaton’ s detribution Beilities are simply typical ol the industey but e fficient.

7.2.6.2 Understanding Customer Necds

Farlicr in this scction #t was stated that the organisation would bring appropriate
products and services 1o the marketplice. The question is: how will the organi=ation
krow that it has the right products and services and how will it know that they continue
to do so? That depends on how much information the organisation can glean from the
cxisting and prospective customer bases. [t & inferesting to mote that the organisation

plars to make the following changes:

1. Employ more advanced marketing techniques, which will help to captune the
nceds and wants of those operating in the industry. This means cngaging
with existing and prospective customers in an effort o develop services thal

arc attractive and commercially viable.

[

Increased competitor activity awareness is amother source of information that
could help the organisaton develop s understanding of the market’s
demands. This is important in a competitive arena, as the oreaniksation cannol
aflord w let competitors’ business activities kead w significant compeltitive

advanlage.

A Developments in other markets will also provide another source of
information. This means that the organkation will look 10 other supply chain
businesses lor informaton that could help shape the organisation’s product /

service portiolio.

While these sources of information arc relevant 1o existing and prospective customers,
the organisation will source more information from the exiting customer base in order

o refine products and services, Data amlysis, complaints and trials of bosiness
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development initiatives will play a big part in edocating the bosincss. Data analysis and
comp hints arc part of the existing sources but it is likely that data analysis will play a
arcater part in future than it docs now. This is due to the fact that the data warchouse
development is not due to be implemented until the Tst half of 2007 and it & known that
the existing management information database docs ot fully support management
information necds. Significantly, the organisation will be prepancd fo test the market

before rolling out new or developments Lo products and services,

7263 Customer Satislfaction

These resulls indicate a significant shift for the organisation, as in 2006, complaints and
informal information gathering feature more strongly. The 2006 results ked us to suggest
that the areanisation tends to be rather distant from ils customers in lerms of gathering
information. Under the new configumtion, the organisation will bave more dircct
engapement with existing and potential customers, as it is they who will guide the

organisation

The organisation’s brand mmage will continee o represent quality, valoe and stability
but with more dynamism. This docs mol mean that it will be known or innovations but
will hawe a repulation for being both proactive and reactive in its dealings with
customers, which will extend to the indwstry, as a whole. In order o do so, the
organisation will gather information about price. quality, post purchase  suppoit
activitics and their mnge of delivery channels. It is the focus on the range of delivery
channels that will hawe changed. This mears that more effort will be made to
understand the effectivencss ol the delivery channels for their mole in providing good
service. The mnge of delivery channels refers to the fact that there is more than one
mears of being on contact with & costomer c.g. via the supply chain, administration,
marketing, relationship managers, cte. This would scem o suggest that customer
contact at any level will be under more scruting as the organisation monitors the

cllectiveness ol s scrvices.

In 2006, the organization tended to dewelop ils products and services according o
clficiency needs, customer requests and inlormal information gathering. Competitor
activity and advances in technolgy were also factors but scemed o have less influe noe.
The new configuration requincs that all of these matters be influential in product service

development and more. Consistent with owr findings so far, developments in other
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markels and advanced marketing techniques will also play an important mole in shaping

the way the organisation cngages with its market.

The mew configuration ckarly reflects a change in direction for the organisation as it
relics on incncased mapport with its customers while delivering an increased range of
high quality services. At present, the objective of customer satisfaction & o ensore that
the supply chain activitics mects customer needs and that those customers hawve the
opportunily to sugeest ways ol improving those services, This illustrates the reactive
mature of the way business is carried oul, which & a situation that will be turned around
over the coming years. The organisaltion wants its customers 1o be mone than satisfed
with the innovative products and services bought from the organisation. This shifis the
cmphasis from cwstomers o the organisation o pmoactively  introduvce  ideas and
anticipate solutions o problems. This docs not mean that the organization will nol kecp
the door open to improvements suggested by customers but they will ot be wholly
reliant on them to keep the costomer enga gement stimulated. Despite this new and more
dymamic approach, the organisation is conscious of the need o ensure efficiency and
high scrvice standards. The problem with taking a mone innovative or dynamic
approach & that success is cxpensive and this places a greater ermphasis on kecping
cosls as low as possible and increasing sales. Theme is abalance o be siruck and =o it &
mol surprising to find that targets will be sct o drive out inclficicncics and increase sales

while raintaining cuslomer satisfaction

Orne way of mainttining customer contact & to develop an after sales service that
delivers bencfit to both the organiation and customers. One respondent for the 2006
view of the organisation indicated that the after sales service was corsidered an cxperse
and an indicator of filure in the prevailing opemtional processes. In Future, a mone
developed afier sales service will emble differentiation from competitcrs and  in
csscnce, becomes a new delivery channel for promoting customer satisfaction, as well
as a source of karning. This means that the oreanisation will not simply  record
instances of post saks contact, as is the practice in 2006 it will monitor customer

behaviowr and vse various survey lechniques 1o monitor the level ofafter sakes service.

In assessing the 2006 msulls, it was sugeested that there were some incomsislencics
among the wspondent’s resulls. One instance of incomsislency is the existence of the
cistomer reltionship strategy. It was found that it was perhaps mome likely that the

customer relationship stratcgy was largely undefined, which will be rectificd owver the
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coming wears, as it will be regarded a= a2 whicls for iocreasing sales and limiting
atirition rates. Indesd, cmstomer atirition rates will have declinsd in real terms and the
ciEtomer mlatioms hip strate gy will hawe contribnted to prodoct / service innovwations. It
soeme that the approach to dealing with cistomers will becomes by 2010 mer stroc tured
and focp=ead onobjectives mther than reactive, a5 previomEly d Ecnssed.

The meas ue of how the coustomer relatiomhip strategy has positively impacted on the

organization ars summarisad as follows:
» Increasesd sakes of core prod ncts fservices
a Increassd sales of ancillary prod oot f services

« [nformation obtained from ciEtomers will contribote to the product f s=rvice
portiolio

« Hebtiom with existing cstomers will be well defimed and highly mteractive
» Theorgnization will be able to atiract new cietomers more sffectively

7264 Competitor Orientation
The organization has already snconntersd grater pressure fiom competitor activity and

the proposed changes by the OFT will emmre that the trading snvironment becomes
mmcrasingly competitine. In 2006, the organisation's main tool for mana ging competitor
activity was to run a highly efficient orgnization, which wonld smore competitive
proing CiEtomer satisfaction was also a feature and while these are still zignificant
fctors, the ormnization will reinfomre this by delivering mors mnovative services and
remaming flexible enongh fo act and react quckly to changes and opportumites o the
madoet.

The mere agils response = dos to the anticipation that competitors will hawe become
mors mnovative and ther will be new market sotrants who will boy o bisiness o gta
oo thold. It is not the organisation’s intention to lead the markst throogh innovations bt
thewr will be flexible sooogh to gather, imderpret and mact to mformation gthersd aboot
the market and it competitors. Cstomer behavioor analyeis and competitor intelligance
will help the organization keep abreast of market activity, whersas they will haw fo

look to wider sconomic sowrces if they are to makes nnosatie mprowments to the
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supply chain activitics. It is the aim of the organisation to be able to implement changes

with competitive lead times.

Product and process enhancements and  inpovations will be testament o the
organisation’ s competitive stance, as will the organisation’s willingness o market asell’
by comparing itsell with competitors on marketing materials. Allied to this is inc reased
authority for line management to instigate change, albeit with a plnning and appmoval

framework.

Despite  the  increascd  locus  on organisational  flexibility and  inmovative,  the
organisaton’ s competitive advantage will be rooted mn eflwciency, competitive pricing

and quality. This is undoubtedly a difficult balance 1o achicwve.

7.2.6.5 Innovation

Thmowghout Section 7.2.6, it & clear that the new configuration requincs that the
oreanisation become more innovative both in terms of the prodocts and services it
brings to the market and in terms of the way that i manages and exccutes the supply

chain.

lchannessen et al (2001) chssity innovations as cither radical or incremental. Radical
inmovations are those that are perceived to be new to the industry and may be more
chillenging for the organisation to implement and for competitors to emulate. It is the
organisaton’ s expectation that they will have mplemented radically innovative changes

tor the supply chain and the services provided.

Incremental innovatiors arc those smaller changes that tend to be applicd to improwve
internal activities. The amoont of matket and competitor analysis carried ool by the
organisation will emsune that products, services and supply chain activitics arc ako

affected by incremental innovations,

7.2.6.6 Business Impact
The question i: what docs the orsanisation wanl to achieve fom this new

configuration? The following table summariscs the growth expectations:

Table 10, Growth Expectations 2010

Cirovweth Area Fesponses

I | Acquisition of New Bemain static, io realterms, over the bst 2 fnancial
Customers in New Markets | years
hats:
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2| Sales of Existing products | Grown steadily, in real terms, over the last 3 Anancial
[ services in New matkels | years
has:

3| Sales of New produocts f Femain static, in realterms, over the kst 3 financial
services in Mew markets YOILTS
has:

4. | Acquisition of MNew Crown steadily, in real terms, over the last 3 Anancial
Customers in Existing yeitrs bul with the help of marketing initiatives.
Markets has:

5| Sales of Existing products | Grown steadily, in real terms, over the last 3 Anancial
/services in Existing yeitrs bul with the help of marketing initiatives.
markets has:

.| Sales of New produocts / Cirown steadily, in real terms, over the last 3 Anancial
scrvices in Existing yeitrs, primarily through the efforts of the saks e
markels has: and with the help of markeling initiatives.

These results show that the areanisation docs nol expect to have the products or services
to break info new markets. From the previous sectioms, it is apparcnt that there will be
significantly more effort pul into gathering information from other madkets but this will
be teed 1o reeliim the cwstomer base and sales volomes thet have subsided ower the last
few years. That docs not mean that new markets will be ignored; it merely indicates the
impact that the changes will have had over the next three or four years. In shoit, this
organisation will have increased the saks to both new and existing customers with new
and existing products and services. It is interesting to note the increased effort requined

of the sales [orce to gencrate siles of now products to the existing customer base,

7.2.7 Information Systems Challenge (2010)

Having comsidered the mespomses 1o the projected approach 1o the entreprencurial
challenge, it & clear that the organization necds to become mome agile and esponsive it
it is to compete effectively. [t therefore, stands o reason that the systems infras troc tore

should be configured to support the organisation's enotreprencurial ambitions.

7.2.7.1 System Developments

The mext Few years will sce a mixture of investment in core and new technologics Lo
renew  the supply chain activitics and its supporting  functions, as well as the
introduction of new products and scrvices. These systems will feed data into the data
warchouse 1o help improve decizion support, which will also see continued investment.
In es=ence, there will be a good mix of old and pew systems 1o help support or defend

the exisling customer base and prospect for new business opportunitics.
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It was indicated in Section 7.2.6.4 that striking a balince is the key when adopting a
configuration that requires agility and specd. Significantly, it & acknowledged that the
oreanisation accepts that there may be some rade off between the ability o implement
chinges quickly and the pursuit of cfficicncy. which is contrary o the view of IT

developments in 2006,

As previowsly discussed, the signs of change were already visible in 2006, as the
oreanisation had commissioned the implementation of a data warchouse and were
investigating the possibility of implementing an ERFP solution. From a data wanchouse
perspective, there appears o be signilicant scope for the wanchowse W hawe a

comiderable impact.

7272 Role of I'T (20163

The 2006 view of I'T was that they wene gencmally only called vpon when systems
developments were requined. While the mle scems to have been mather limited, the
influcnee of I'T was considerablke since systems developments were subject to lengthy
lead times. This mole will change 1o one where they are mouotinely included in business
communications and activities; they will scan the eovironment for techmo b gics that can
bhelp o improve operatiomml efficiencies and dewelop the product service range.
Increased business awarcrness through contact with other departments will help IT to
understand their techmology needs but they will also hawe the remit o provide a
comultative mole in finding solutions. I'T siaff will, therefore, be valwmble for their

systemns knowled ge but will also be equired to develop oremploy new skills.

The implementation of new technologics will alleviate criticisms of the existing
techmobey infrastrocture, which cannot support the business as it starts to fecl the necd
for change. Additionally, whereas I'T was pot bound by service level agreements (5LA),
thi= will change, as SLAs become a means of measuring performance. However, it i
cxpecled that those SLAs will periodically be breached becavse this can be regarded as

an indicator of an organisation pushing new limils.

7.28 Administration Challenge (2010

7.2.8.1 Planning

The planning process ells s how wrgently it wanis to bring its ideas o the markel. An
oreanisation that plins, acts and cvalvates is slower to act, as the planning process

requines that various influential factors be accounted for beforne acting upon those plans.
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The results again take time o review before ollowing the cyele over again. The
organisation will continue o fllow this cycle, as is curmently practiced but it & ako
intended that they will adopt an evaloate, act and plan approach. This duwal approach to
planning allbws the organisation to adopt appropriate phnning procedures that will
cnithle flexible operatiors. The evaluate, act and phn approach is likely to be used when
the matket is being tested with new products and services. More formal planning ocours

when the resulls of the test are known.

The whole planning process, mweardless of approach will be influenced by historical
anilysis, technological advances and matket opportunitics. The plams themsclves will be
bascd wpon what can be achicwved in terms of wedocing costs, maintcmnce or
improvements in quality, customer relention and acquisition and the ability to diversily.
Allicd to the phnning process will be the sctting of stafl objectives based upon
increased sales, efficiency targets, technology developments and customer satisfaction

lewvels.

In 2006, planning was focussed upon the maintaining or improving cfficiencics, which
typifics a more introvert view by dealing with those issoes that are primarily in the
organisaton’ s control. The projected approach to planning 15 comssitent with the theme
mnning thrmough the approach to dealing with the entreprencurinl and administration

chillenge s

7.2.8.2 Structure

The 2006 results differed in their view of the organsation’s siructure Le. functonmal and
divisioral but the projected structure is functioml However, it 1= not anticipated that the
structure will be the same as it s today bocavse over the next few weam the
oreanisatiorml strocture will be subject o periodic amendments. This sugeests that
departments and mles within depatments will change in mspomse o business
development initiatives, internal and externall In particular, it i= possible that the nature
of the branch network will evolwe 1o accommodate supply chain and produoct £ service
inmovations. Bearing in mind too that it is anticipated that delivery channels will

change, which could see new methods and policics for dealing with the customer base.

Communication in 2006 was pencrally cascaded "top down' into functional ancas that
Fed Fewer reasors o collaborte with other arcas than in 2010, Information will
continue to be passed down the organtation but greater collabomtion between Functions

will see more cross functiorml information Aows. Thi & cssential to engender greater
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oreanisatioml and markel awarcness, Indeed information gencrated and gathered will
Fawve a broader audience within the organisation. This could be comstrocd as one way of
breaking down barriers, as functiors become more aware of other arcas activitics. This
is important, as stall from those functional arcas will be requined 1o share deas and
work logether on projects. Thi is one indicator of an organisalion moving towands a

matrix structure, Although, in this casc, not officially.

In terms of the guiding coalition, the most powerful departments in the organization will
be, in order: operations, martketing, finance, I'T, product development and legal £ risk.
Thi= illustrates the intention to find a balance between generating business and
developing opportunitics and ersuring that opemations can effectively and efficicntly

support those ambitiors. The other departments will provide their specialist support.

T 283 Control

An oreanisation that is flexible and responsive requines that the some of the controls
that may have been in place in 2006 be wclaxed. It & expected that the organisation will
mil be able o maintain long looped deckion support chaims. Under the projected
configuration, the cxecutive mamgement will rarcly become imvolved in operational
ismucs and there will be sulficient mamegement information to suppont decision making
al line mampcment level This compares to the 2006 position where exccutive
mamgement had involvement in operational issues and decisions o rectify those issucs
were mare ged by exccutive and senior management only. Clearly, this will require that

junior mantgement assume greater decksion making authority.

7284 Performance Appraisal

It was corious o fAnd that employee mles would continue 1o be codificd in job
descriptiors and bound by opemational guidelines in the new configuration. Along with
the increased deckion making avthority, it was expected that the roles would ako
exhibil greater flexibility. It could be expected that if the moles anc tightly defined there
will be little incentive o adapt to the innovations and docs ot encoumge cmployees o
tee initiative. Forturaicly, performance appraisal procedures will aflord a degree of

mammgement discretion.

The basis of performance appraizal will be consistent with the organisation’s desire o

achicve sales, productivity and technical proficiency targets.
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7.29 2010 Results Summary
The projected configuation presents an orgniation that has made a clear shift from
being rather introwvert o one that is more commerncially agegmessive. The industry
chillenges require that the organisation becomes aculely aware of competitor activitics,
techmobgy advances and inpovations in the boader macmo cconomic environment; all

of which may be tsed to the organisation’s advanta ge.

ldeas arc nothing without action but again, the new configuration has determined that
the oreanisation become fexible and resporsive o opportunitics and threats, as they
arise. This mears cmbracing new fechnologics, systems and  processcs  that arc
supportive of an evolving organization. Added o that, executive management anc
preparcd 1o hand over control of operational deckion making 10 line mamgement in
order o generate speedicr esponsc times. This oo &= supported by a decision suppoit

syslern, which is under comstruction.

Apart from the maintenance of tightly define role profiles, diEcussed in Section 7.2.8.4,
there is a high degree of consistency in the way that the organisation intends on
marmmging the entreprencurial, information systems and administmation challenges.
Comistency is crucial, as it emsure that all of the organi=ation’s entitics are moving in
the same dircction. Miller (1999) stated that configurations arc bound by a unifying
theme. The theme that once unificd the organisation, cfficiency. is no longer the driving
force behind the creanisation. Efficiency meant that the organisation's services would
be competitively priced and the supply chain would provide a slick” and trusted service.
The new configumtion indicates that cfficikency itsell is mot eoough, They need to strike
a halance between cfficiency and adaptability, which & typical of Milcs and Snow's
Amlyser profile. Appendix 8 illustrates wherne the organisation will lic on cach of the
contimm ( green marker) and as expected, there is a significant move towards the ideal
Amlyser profile. Thematically, the organisation will be organized around efficiency and

agility.

Having eslablished the targel configuration, it can be ascertained that the data
warehouse architecture most appropriate o Menzes” strategic needs s the Hub and
Spoke architecture. As discussed in Chapler 4, the data is modelled relitionally in the
Hub b enswre that the volume of data penembed by many organisational functions i
stored cfficiently. The relational model is complex, as there is a high degree of data

intcgration to support cross Functional information needs. The Hub is penemally not
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intermoeated directly doue to the complexity of the data stroctures, so business Functions
access data via dimensionally modelled dependant data marts (Spoke). The data mans
only contain the data required by the hosiness function and the dimensional modelling
approach cmsures that the data can be readily accessed. This architecture is appropriate
as it supports the stralegic requirement o be both efficient and fexible e the Hub
stores data efficiently wsing modelling techniques that are familiar and complements the
source systenms’ dala model structures. The Spokes or dependant data mans can be
deplyed mpidly, which supports information [ decision support needs at the lower
levelk of the organi=ation. Accordingly, the Hub and Spoke archilecture is wholly

supportive o Menzies” tarpet configuraton
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8% Evaluation and Conclusions

#.1 Introduction

This thesis crosses academic boundarics by drawing upon Strategic Management theory
to resolve a problem faced by data warchousing professionals Le. how 1o implement a
data warchowse o ersure maximum business benefit. The aim has been to find solutions
o Bsuwes from the business side of this cguation because best practice states that a
successful data wanchouse must be aligned o corporate strate gy and business ob jectives
(Weir, 20000, There are oplions and chojces o be made in the feld of data warchousing
and any number of configumtions that an organisation can adopt. Although, it &
understond that environmental forces hawve such an influcnee that organisations tend o
move lowards common configumtions. As Guoo et al (2006) acknowledae it i not
cnough (o simply sate that a data wanchouse bas o be aligned o corpomte strategy.
When develbping Best Practice for Implementing a Data Warchowse (Weir, 20000, it
was found that the majority of practitioners and academics would state that a
successlully implemented data warehouse will be aligned 1o an organisation’s sirategy
without chborating the point. For years, this statement bas been made but few bawe
altempted o address this issve, with the exception of List et al. (2002) and Guo ct al
(2006,

The solution to this problem, the Configuration Approach, is bascd upon understanding
the architectural and methodaology options for building a data warchouse and the issues
governing the definition of corporate stmategy. Withoot this understanding  data
warchowse developments will remain largely technical excrcises lacking in husiness
dircction. The Configuration Approach is cvaluated in the following sections wsing casc
study material to illustrate the effectiverness of thi=s statcgy kd amework., The

conclusions in the fnal section draw this thesis o a closc.
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¥.2 Configuration and Data Warchousing

8.2.1 Configuration Review

Configuration theory declares that all organisations are unique and yet configuration
theorists (Miles & Snow, 1978; Miller, 1987) have found that environmental forces
sencrale common configumations, as organisations mally their esources to compete in
common matketplaces. o paticuolar, Miles and Snow’s typology, which has been
frequently cited in academic jowmls, was found to be a predictor of organisational
cffectivencss (Doty et al, 1993} As a resolt, Miles and Snow’s typology has been used

to provide the theoretical foundation for this project.

Miles and Snow’s typology describes three ideal orgamisatiomal profiles Delender,
Amlyser and Prospector; there = a fourth organizational type of Reactor, but this is an
organisation that is failing. Each of the ideal types is approprinte for a given sct of
markel conditions and it is the aim of real organisations to adopt a profile as close to the
Defender, Analyser or Prospector (as appropriate) in order o maximise ils
clfectivencss. In doing =0, the organisation has o manage the entreprencurial,
information systerms and administration challenges consistently in the face of cver
chinging environmental and kgislative forces. The characteristics of cach of the ideal
types provide us with a means o mlerpret an organisation’s strategy and break it down
into stralegic Bswes that a data warchouse can suppoit. That support & in the form of
data that emplyees need for informed decision making. Full details of the

Configuration School of Stategic Managernent are contained in Chapler 2.

#.2.2 Data Warehousing Review

In the review of Inmon and Kimball's achitectures and develbpment methodolo gics
(Chapter 3), two distinet approaches were found for implementing & data warchouose.
Inmon prescribed a Data Diriven approach, which is a predominately technical excrcise
of inlcgrating data, subject arca by subject arca, from diEparate operational systems with
litthe input fom the business. The ohjective of Inmon's approach is to build a data
warchowse with a hub and spoke architeccture. The hub s a central wepository built
according 1o traditional relational modelling techniques with dependent dime msional

dala mans serving business arca information noeds.
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Kimbhall, on the other hand, has a reputation lor having a development approach that i
clscr to the business. This is due 1o the fact that business users featune more strongly
via the requiements driven methodology, which allows users 1o articulate their
information needs to support the business process that they are aligned to. The resulting
data rmart & modelled dimensionally and with the control of conformed dimensions, the
resulting data warchouse & comprised of & proliferation of linked data marts, known as

a Bus Architectune.

Inmon and Kimball's work was analysed becavse they are the most authoritative in their
ficld, as data wanchouses are buill using these architectures or carlier versions of what
they now prescribe. As Breslin (2004) stated, the differences between the  btwo
appmaches anc "many and decp”. which begs the question "how do you choose an
approach?” Indeed, this & a question that has been in existence within the industry for
many years. While that question rermins, it is clear that the industry docs not know how
that question should be answered. Watson and Arivachandra (2005) conducted o study
of which architectures organisations choose and the mtionak behind that choice, and it
was [ound that consultant's preference featured as a good enough reason o invesl
substantial amounts of moncy, Perhaps it should pot have been a surprise to find that it
i= mol wncommon for organisations o change their choice of archilecture before
implementation. Unfortunately, the study did mot provide measons for changing from
their initial choice of architecture. The Full list of rasons or choosing an architecture

arc contained in Chapter 3.

All of these meazorms ane perfectly valid points but there = nothing in that list that
chrifies what it & aboul an organsation’s strategy that would make a choce ol
architccture appropriate. Having comsidercd how a data warchouse architecture could
support an organsation’s configuration, 1 s recommended that the most appropriate
architecture for the Defender, Amlyser and Prospector are the centralised, hub and
spoke and bus archilecture, respectively.

With regard to the methodologics prescribed by Inmon and Kimball, which anc
described in Chapter 3, it is clkar that neither approach can demomstrate that an
orpanisalon’ s stralegy has been fully taken into account. Inmon and Kimball arc
cascrlially techniciams focussed on delivering technically robust warchowses and not
strategy driven solutions. Guo et al (2006) and List et al (2002) understand this issoe

and proposed incorporating a Goal Driven phase that specifically accounts for strategic
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information needs. Both were clear that neither the User Driven nor the Data Driven
approaches will deliver a stategic solution, which supports the analysis of Inmon and
Kimball's approaches in Chapter 3. However, it & 1 that the Tripke Driven approach,
while a significant step forward, lays a great deal of rust in the organisation’s current
busingss mitiatives o act as a proxy for the organisation’s strategic objectives. As a
result, the Configumtion Approach & & methodological model that focuses upon
aligning the data warchouse with the manegement of the Strate gic Issocs that will drive
the organiation towards its targel configumtion. The Configuration Approach, while
[ocussed on ensuring strategic alienment, also takes account of the need to mtiomlisc
the choice of data warchouse architectore. As such, the Conliguration Approach calls
for data warchowse development choices to be justificd in terms of their contribution to

shmtegic objectives.

8.2.3 Configuration Approach

The Configuration Approach is described in full in Chapter 4 and & presented in Figune
21. The Configuration Approach compriscs of nine components, starting with the
Configumtion Analysis phasc. This phase calls for the target Configuration to be
established in order to ascertain the Stralegic Issoes that need 1o be mamped by the
organisaton The data warehouse will be ahgned (o the organsaton’s sirategy when it
can be demorstrated that the data supports decision making across all Strate gic Issoes.
The orgamisation’s current and target conligurations can be determined using the

gues Honne ire described in Chapter 5.

Having cstablished the target configumtion, it & then possible to finalise Development
Prioritics and choose the appropriate Data Warchouse Architecture. In any organisation
there will be business initiatives that demand employees’ atlention. The Conliguration
Appmoach requires that these initiatives be asscssed  for their contribution to the
maregement of the Strategic [ssues, in order 1o onderstand how the data warchouse can
provide support while working towards the goal of full stategic alignment. At the same
tirme, the targel configuration helps the creanization 1o choose the architecture that will
compkment the target configumtion. Once the architecture & agreed, the System
Aachitecture Development will proceed through the design, product selection and

installation sta pes.

The Requirements Driven and Data Driven phases take account of Kimball and Inmon’s

preferred methodokgics. The Configumation Approach inclodes both approaches
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because no one approach will deliver the data warnchouse. The subject arcas and Key
Performance Indicators docomented in the Development Priority phase will provide
guidance as to identify the range of data and the source systems. The prioritics will ako
cnitble the sclection of employees who can make a significant contribution to the

development ol the warehowse by providing requirements and busimess “know how’.

Firm requirements and clear data sources, that are requined for the manegement of the
Strate gic [ssoes, will be used by data warchowse development techniciars o commence
the lata Warchouse Build. This includes the development of databascs, reporting
applications and extracl, tamstorm and Ioad { ETL) tools. Fach of these applications and
databases will mowe into the next phase to Deploy Data Wanchouse, Once implemented,
the warchouse becomes the subject of a committee tasked with Governance. It is the
male of Governance 1o manage the inlegrity of the data warchowse as it matures through

iterative deve lbopments.

The following section evaluates the Configuration Approach with the support of case
studics and by drmwing upon additional information gathered during the author’s time of

cmplyment at Menzies Distribution.

#.3 Evaluating the Configuration Approach

In this scction, the Configuration Approach, illustmted in Figue 210 is evalvated by
drawing on the data warchouse impkmentation experiences at First American
Corporation [FAC] (Cooper et al, 2000) apd Menzics Distribution, who has featured
stongly in this thesk due o the role the organization played in the completion of the
configuration questionmaire (see Chapler 6). FAC was described in Chapter 2 and is a
eood example of a data warchouse implementation that transformed the onunes of the

organisation

8.3.1 First American Corporation

The First American Corporation (FAC) case study walidates the Configuration
Approach by demonstrating that FAC's success was attrdbutable to the pursuil of an
Amlyser configuration and that the warchouse development was driven by the necd to
support & coherent set of Strategic Issuecs. While the FAC case study was not writlen
with ‘Configuration’ in mind it can be illusirated that each of the Configuration

Approach phases featwe in a successul data warchouse implementation project.
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B.3.1.1 Configuration Analysis
Cooper et al's (2000} case stody provides a platform on which o evaloale the
Configumtion Analysis phasc of this approach. While the cxecutives at FAC did not
determine a targel configuration, they did engage in an analysis of their orpanisation’s
place in the markel and their competitive challenges, which was lorced wvpon the
organisation as a result of their financil difficultics. They found that they did not ave
the ccomomics of scale to compete on cost alone and differentiation would only deliver
short term gaims, assuming that they could deliver inmowvative products. In configumtion
terms, other banks were in a betler position o drive ool inefficiencics in their
operations, which infers that it would have been unwise for FAC o pusue a Defender
configuration. The Prospector configumation was also inappropriate. as FAC knew that
any innovations that they could bring to the market would be short lived, Additionally,
FAC had financial problems that westricted their ability 1o invest beavily in driving ol
inclliciencies or kading the market with innovative prodocts. FAC scttled on a
cislomer focus strategy entitked Tailored Client Solutions, which was underpinned by
the meed w “know its customers exceptionally well and leverape that knowledge in
product design, in distribution channel decisions, and in every inlcraction with its

clients™. As such, the strategy had fowr linked components:

1. Clicnt Information (know the clicnt better than anyonc)

[

Flexible Prodoct Line (provide what the client necds)
A Comistent Service Chelp the clicnt achicwe goalk)
4. Ditribution Mane gement (offer the client prelered channels)

An important feature of this approach was FAC's determmation ol the strategic
ohjectives before building the data warchouse. In elffect, FPAC outlined a strategy which
bad four components bound by a common theme, customer focus. The ability of FAC to
cnict this stralegy was dependent upon the implementation of a data warchouse that
could support decision making in cach of these arcas. While these components lay at the
beat of Tailored Client Solotions, FAC were also wvery sensitive of their financial
situation and would not sanction any business inithtive unless it could be demomnstrated

that it was financially viablk.
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In effect, FAC had determined that Tailored Client Solutions was the solution 1o their
Entreprencurial Challenge. FACs Executives knew that survival depended upon their
ahility to understand what financil services their customers needed atl a given stage of
their lives and what the appropriate delivery channck should be. This meant that FAC
bad 1o desiegn products and services based upon the knowledge of ils customers™ needs,
which if accepted, would result in a strengthening of customer rehtionships. This was
designed 1o defend their customer base from competitors, whose strengths they were
fully aware of. This approach was, in iscll, innovative, as FAC embarked on & strategy
that was dependant upon the implkmentation of a new technology (ie. data warchouwsc)
to become an organisation driven by data. The innowative nature of the stralcey is
llustrated by the Executive’s reluctance o pubbcse their strategy until they had ested
their approach. In terms of planning, FAC acted on their hunch, evaluated their market
tests and then molled out their strate gy, which is a characteristic of innovation. This
inmovative approach was balinced out by the need 10 exercise considerable Anancial
contol over the entreprencurial activitics of the organisation. As has previously been
stated, FAC would mot sanction commercial activities that could ot be financially

justificd.

FAC's ability 10 manape the Enrepréencurial Challenge was also dependant upon
procedural and policy changes that were made o address their Administrative
Challenges. These changes were driven by the need o satisly customer’s mteresis while
making money for the Bank., Accordingly, FAC changed buosiness processes and
introduced incentive schermes o emphasise how the Bank wanted its saff o operate.
Forexample, branch staff performance was hased opon their ability to sell products and

retain customers, which meant that targets were sct and reviewed on a weekly basis.

In addition to these administrative changes, it was also made clkar that power and
resporsibility lor the achievement of FACs goalk was pliced in the hands of the
Marketing function. The data warchouse development was led by the Dircctor of
Marketing but it is also known that the Finance function also had a position of power, as
it was they who assessed business activitics to emsure financial integrity. The irsight
into the power structure at FAC conlfirms that the Administrative Challenge was being

addressed by making changes o the orgamsation’s guiding coalition

This summary ol FAC s entrepreneurial and administrative activities emphasiscs the

following key points:
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I. The Exccutives werne pursning key Strategic lssues wholly attributabke o the
Amlyser pmofile . Financial Control £ Stability, Products, Costomer Focus and

Innovation.

[

The data warchowse was develbped specifically to support the management of

those Strate gic Issues,

3. The Exccutives lacked conbidence in their strategy e, FAC did not hawe the
comiort of knowing that their strategy was supported under the Configuration

Armaly=is.

Clearly, FACs story 5 ome of success and this can be attributed o the pursuit of a
target configuration that required a data warchouse to cnable the mampgement of a
complkmentary sct of Stratcgic Issucs. Crucially, the data warchouse was specilically
developed to be aligned 1o the newly established Stratcgic lssoes. Unfortunately, the
Executives” mitial back of confidence in their strategy delayed the organisaton’s drive
towards the tarset configuration. Despite this, FAC pursued a target conlfiguration that
ultimately delivered competitive advantage that could not hawe been mealised withowt
the support of a data wanchouse aligned 1o cnable the management of key Stategic
lssues. FAC s Executives’ lack of confidence could have been allevinted had they
krown that their statcgy had a firm [oundation in the form of the Analyser

configuration.

The target configumtion, which is the deliverable from the Configuration Analysis
tsing the questionnaire described in Chapler 5, explicitly states what Stralegic [ssucs
the data warchouse is requined to support. As such, the Configuration Analysis provides
direction and purposc for the warchouse development and emsures that alignment to
Stratcgic Isswes is a matter of design and ot chance. Furthermone, no other data
warchowse development approach articulates an organisation’s strategy or breaks down
the stratcgy into Stratcgic Issucs lor the purpose of dirccting a data wanchouse
development. Accordingly, no other development methodology e g Kimball or Inmon,

can claim to be driven by the strategic intencsts of the organtsation.

B.3.1.2 Development Prioritics
As an organisation pursues its farget configuration, it will intodoce a nomber of
business  initiatives designed 1o mowve the organisation towards its poals. These

imitiatives need to be identificd and supported by information / data fom the data
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warchouse., The FAC case stody makes it clkar that the mllowing business initiatives

originated fromthe Marketing function:

. “Identified the twop 20% ol s customers who provided virtually all ol the

custormer profits, and the 40% @ 50% ol those who were not profiable™
] Developed customer relention strate gics 1o relain the op tier costomers

. Moved wnprofitabk costomers o bower cost distribution channcks, differcnt
products and pricing structures. This was done with doe comsideration for

custormer necds and preferences
. Developed stalegics o decpen the relationships with all customers

. “Redesigned products and dstribulion channels to increase profitability and

better meel customers” needs and preferences™
* Encouraged the use of profitable products

. “Redesigned information flows, work processes and job m order o meet

customers needs™

Unfortumately, the case study docs pot mention the use of Key Perlormance Indicators
(KPIs) but it & clear that the aforementioned initiatives were measuwrablke, which means

that management could monitor the pursuit of these initiatives through KPIs.

FAC’s business mniiatives also help o demonstrate that there are key Subject Areas
about which data would bave been captuned and made available vin the data warchouwsc.
Forexample, data was required to suppont decisions aboul custo mers, costs, pricing and
products. Indeed, it & stated that the “Frst poal... was to help managers to understand

the overall revenue piure ™

In the previows phase (Configumation Analysis ), it was found that FAC were pursuing an
Amlyser Configomation whene the Strategic Issues of Financial Control / Stability,
Products, Customer Focus and Innovation featored  stongly. The alorementioned

Business Initiatives can be attributed to cach of the Stategic Issucs, as ollows:

Financial Control / Stability — Cuostomers scgmented according o their level of

profitability and moved to profitable products and distribution channels.
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Products — Redesigned and priced products o meet costomer needs

Customer Focus Developed  stmtegics to both retain and decpen customer

relationships
Innovation — Redesigned products, distribution channels and business processes

This demomstrates that the valoe of identifying the Business Initiatives is that no one
imitiative will contribute to the management of all the Strategic [ssucs, It is cssential o
understand the range of Business Inititives and their contribution to the management of
the Strategic lssucs, as the argankation mowves towards its target configumation. Tf the
data warchouse suppors a range of Busincss Initiatives that can be mapped o Strategic

lssucs then the greater the degree of strate gic alisnment.

The Configuration Approach has clearly established the link between FAC™S Stratege
lssucs and their Business Initiatives, providing a means 1o asscss the degree to which a

Business Initiative can contribule oward s those Issues.

B.A13 Data Warchouwse Architectures
It can be scen that the Configumtion Analysis and Development Prioritics phascs arc
business driven, bot as Figure 21 illustrates, the determination of the target

configuration also allows for the data warchouwse architectune to be identificd.

Having established that FAC's tarpet confipuration was that of the Analwser, the
anitlysis conducted in Chapter 3 states that the Hub and Spoke architecture wouold be the
mosl approprale simiegc choice. Interestingly, the case study states that “the project
was hindered by poor decisions aboult the data warehouse architecture™. Initmlly, FAC's
IT employees were tasked with the development of that data warchouse, as they had
previously implemented a “small credit information data mant”. Ths approach was
abandoned rather quickly, as it was apparent that FAC™s IT employees did not have the
nccessary skills to build an enterprise data warchowse. This also suggests that an
cxpamsion of the data man principles was nol coough to deliver the desined solotion e
a proliferation of data mans according o Kimball's prelerred Bos Architecture (sec
Chapter 3) was mejected. Consequently, FAC emplyed external consultants (NCR) 1o
take charge of the architectural solution and while it & not specifically staled that the
architecture was Hub and Spoke, it is stated that they imstalled a Teradata Relational

Data Base System and fnance vsers accessed data rom a “dependant daa mart™. This
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clarly indicates that FAC™s success was undempinned by a Hub and Spoke data
warchowse architecture having previowsly rejected an expansion of the independent data

mart approach

FAC™s experience ol choosing a data warchowse architectune illustmtes a crucial point,
and it i= that there was one archilecture that is approprinte to the subject creaniation.
Amlyscrs ac typically followers of change / innovation, but FAC lound themsclves in
a position of having 1o apply a new technology 1o support a high risk bisiness strategy.
Initially, FAC failed in their atlermpt to expand on the data mart principle of huilding a
data warchowse e Kimball's approach, which represenled an expansion into
comp ktely new and innovative data modelling techniques. The successtul approach was
to buoild a data warchouse that was a natural cxlension of their existing systems
infrastrocture by cmploying more baditibm] and  familiar relational  modelling
techniques for the hub and simpler dependant data mants ie. Inmon's approach. This
belped 1o mitigate the risk of employing the new data warchouse technology, as the data
warchowse architecture had a higher degree of fit with the system’s infrastructure
conbiguration. FACs experience illustrates, vneguivecally, that the Hub and Spoke
Architecture  was  the success behind an organisation  pursuing an Analyser

configuration.

B3 1.4 System Architecture Development

As previously stated., FAC ermployed the services of NCR o implement their data
warchowse. There is little information in the case study to expand upon this phase buot it
is worth pointing oot that NCE consultants led the decisions about the sclection of
Extract, Trarmslorm and Load (ETL) 1o accommodate the large volomes of data. The
ETL decisions could only have been made once the architecture had been agreed, as the
ETL hyer needs to load data into an architected eovironment. This illustrates why the

Systems Archilecture Phase lollows on from the Data Warchoose Architectures phase.

In the caze of FAC, NCR used their own Teradata products o supplement other
techmologics and applications  already acquired by FAC. By defining the target
architecture, NCR had a clear view of what technologics and applications were requined

to deliver a technically robust wanchouse,

B3 1.5 Reguirements Diriven Development & Data Diriven Development
Again, the FAC case study docs not discuss these phases in great detail bot it is known

that, in line with the Requirements Driven phase, FAC identificd the target wers. The
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data warchowse was wsed by 200 marketing and 30 finance analysts. This helps to
reinforoe the power sitmtion within FAC ic. power is split between the Marketing and

Finance fwnetions,

With regand to the Data Driven Development, it is known that FAC had to integrate data
from 26 legacy syslems and 4 external data sources o meet the information needs for

the following issues:

. Clicnt profitability

. Product profitability

* Transaction Detail

* Fetention Tracking

* Cross-sak information

* Credit reporis

. Houwscholding

. Dun & Bradstreet information

As a result of the data equirements analysis, FAC wene ablk to build a data model.

which is represented conceptually in Figure 220
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Figure 22, Client Centric Data Maodel
Again, the casc study docs not detail the activities sumounding the Data Warnchouse
Build and Data Warehowse Deploy phases. Suflice to say that FAC'S success was

wholly dependant upon the successful implementation of the data wanchowse.

#.3.1.6 Governance

Soon after the frst release of the data warchowse, FAC found that their elTorts wers
being undermined by systems developments in the source systems. The effect of this
was a period of managing data discrepancics in the warchowse in order 1o retain user
confidence in the data. This demonstrated o0 FAC that they meeded o employ
governance structuncs to communicate changes in source systems that would have an
cffect on the warchowse. By employing a governance structure FAC were abke to plan
for and implement changes to kecp the data wanchowse synchronised with the
developments in the source systems. This helps to illostrate that the Governance phase

is e=mential 1o mainiain vser confdence in the daia.

B.3.1.7 First American Corporation Case Study Commentary
The FAC case study is perhaps the most comprehensive review of a successful data
warehouse implemeniation where an orgnsation’s  fortunes were turned around

through the application of data warchowing techmology. Clearly, this casc study was
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mil written to support the Configuration Approach, =0 it B nol possible to fully
investigate some of the &soes that would hawve been of interest o the Configuration
Approach c.g. the mtiormle behind the choice of architecture. Howewver, the case study
provided sufficicnt information to validate the phases of the Configumation Approach

and helps to cxplain the suecess realised by FAC.

The Conligumtion Appmach prescribes a Configumtion Amlysis phase whene the
organisaton’s target configuration is determined together with the list of supporting
Stratcgic Issues that need o be managed. This & the driver Lor the whole wanchouse
development for those organisations intent on achicving strategic alisnment. This phasc
i= lollowed by the Dewelopment Prioritics phase, which identifics the business
initiatives that the organiation & undenaking. The data warchowse will only provide
dala 1o support the business initiatives that can be linked to the Statecgic lssoes
identificd in the previous phase. The business initiatives themsclves cmble the
dentification of KPls and Subject Areas to be dentified about which data i= required.
Figure 23 illustrates the links between target Configuration and the data to be stored in

the data warehouse.
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Figure 23. FAC s Configuration Appeoach Mappings
This approach & valdated by FAC s experiences, as it & known that FAC delined their
strategy st and buill everything clse¢ around that vision. From the information
provided in the case study, it i=s apparcnt that FAC were pursuing an Analyscr

Configuration and as & resull, these are specific Strategic Issoes (see Figure 23 that
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mced o be managed. Accordingly, and in an effort to realise their strate gic objectives,
FAC initiated a number of Business Initiatives, which are again. highlighted in Figunc
23, From these initiatives it is then possible 1o identity KPI= and Subjects about which
data is mequired. This amlysis is key to undemstanding what data is requined in the
warchowse. Figue 23 ako illustrates amother key point, which is that the data
warchowse, at the time of writing the case study, did not support all of the Stmitcgic
lesues, As such, the warchouse was ot fully aligned o the organisation’s target
Configumation. The expericnces at FAC demonstrate that the Configuration Approach
artculates the organsation’s strategic objectives with a much higher degree of detail.
The Approach also provides a means to illustrale how data provided by the warchouse
is supportive of Strategic [ssues. The ability to link data o strategy is nol provided by

any other develop ment approach.

With regard to FACs data warehouse architecture, FAC™s mitial choxe ol building on
the data mart principle to create a data warchouse was simply wiong and was quickly
realizsed. The risk of pursuing the Bus Architecture may be attributed to the fact that this
architecture  snits a  technically  innowvative  organisation  pursuing a  Prospecior
Configumtion and not, as it was, a Defender pursuing an Analyser Configuration.
FAC™s needs were best satisfied by building on traditional relatiom] modelling
techniques 1o form the hub of the warchouwse, as this was the foondation for all of their
cxisting operatiomal systems. By adopling this approach, the warchouse became a
retumal extension of the operational systems. FAC also had expericnce of building smmall
data marts and this knowledge helped to build the simpler dependant data marts. The
result was a data warchouse architecture that complemented their opemtional =ystems
infrastructure and fully supported the organisation’s miormaton needs. In short, the

Hub and Spoke Architecture was the cormect choice for the target Analyser profile.

Again, FAC could not have made their architectural choices based wpon the
Configuration Approach but what 15 confirmed 15 that FAC™s success can be atiributed
to the pursuit of an Amlyscr Configuration supported by a Hub and Spoke architectone.
This clearly supports the recommendation made in this thesis. The Conliguration
Approach is unique in this respect, as o other warchowse develbpment approach uses

an organsation’s strategic objectives o rationalise a choice of architecture.
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8.3.2 Menzies Distribution
Al the time ol wraing up this thesis, Menzies” data warehouse project was in the early

stages of implementation, so it & only possible to asscss the cffectivencss of the
guestionnaire in determining the target configuration. However, having determined the
target configuration, it is then possible to illustate the degree of alignment that the
oreanisation canexpect in the first phasze of their data warchowse delivery.

8.3.2.1 Configuration Analysis

Orne of the key deliverables from this thesis & the ability to determine an organisation’s
configuration by completing a questionnaire. This was walidated by asking scnior
mamagemanl in the organisation w complete the author’s questionnaire, which was
designed 1o convert responscs ol a configuration scone that could be phtted along a

Defender, Armlyser and Prospector continuonm.
There are a number of benclits to using the questionnaire:

I. The guestionnaire was built in Excel, which keeps it in a familiar format for

business people to complete.

[

The member of saff could compkite the gquestionmire at a time that is
convenicnt to them. This helps o alleviate the problems faced by List et al.
(2002) and Guo ct al (2006), who found that it was difficolt 1o gather or meet

with scnior mam gement.
3. The questions arc consistent.

4. The questionnaire docs not facilitate political interpretations ie. there is no right
or wiong amwer and responscs cannot be qualified. Again, this helps to addmess

a problem faced by Guoo et al. (2006).
5. The questionnaire did not take bng to complete (between 15 and 30 minutes).

On the other hand, by relying on the questionnaire, there & little opportunity o validate

respomses and delve deeper into topics that could be of interest to the study.

However, it was found that two members of siaff provided respomses that pheed the
organisaton’ s conliguration in Oclober 2006 towards the adeal Delender profile. In
contrast, the thind respondent, who was asked to complete the questionnaine acconding

to their wision of the future, placed the organisation close to the Amlyser profile.
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What can be drawn from this is that the data warchowse cannot simply reinforce the
cxisting configumtion, as it is the target configuration that must be supported. Any
actions that atternpt o push the oreanisation towards the Defender would he working
against the strategic goals of the organsaton Clearly, the data warehouse’s ultimate
rale is 1o support the target conlfiguration, which in itsclf, amounts 1o a very significant
shift in dircction for the organisation. An organisation in pursuit of an Analyscr profile
will see a change in the goiding coalition away from Production / Operatiors and
Finance to Marketing, Applicd Rescarch and Prodoction. This means that the activitics
in the organisation will be driven primarily 1o accommodate the objectives of the new
mling exccutive. As a consequence, there will be a less agoressive drive for efficiency
and control, with decision making being delegated o emplyees at kower levels of the
oreanisation. Marketing will drive throngh measures o sell the orpansation’s products
and scrvices while developing those products and services to genemte new business
opportunitics. The organisation will also become more recepltive and respomsive o
inmovations and this requires an organisation to be structured accordingly Le. adaptabk
syslerns and perhaps, the application of a matrix organkational strocture. The key point
is that the organisation has to find the right balance to be flexible and more aware of the

markel’s drivers, vet not lose sight of the nced [or efficicncy.

Having taken a particulir interest in the dewvelopment of supply chain organiszations,
Mikes and Snow (2006) arc very clear that the future for supply chain organizations i
the sharing of knowledge and information between supply chain patners. The emphasis
is moving away from simply driving out incflicicncics within the operatioral domain to
one where organisatiors develop their relationships into full collabomation. In effect.
boundarics that hawve previously existed between organisations ane bmoken down o
ecrsurne that those partics can benefit from the skills and knowledge from cach
organisation The expected result s that “a virtually endless array ol innovative wdeas
might emerge — including ideas that might find application owside of the firm’s exsting
industries”. To acheve thi, organisations must invest heavily m building trust and the
“creation ol organisational cultures and processes that assured equiable trearment
actoss collaborating partners.” For an organisation like Menzics Distribution, this & a
very radical departure from the mather introvert Defender profile that has been in
existence, but the questionmaire results show that the trading environment is already
shifting and that change is on its way. Miles and Snow sum the fulure for supply chain

oreanisatiors up succincthy:
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“By incorporating the ideas and expertise ol their supply chain partners, kead hirms can
dircct the network towards inmovation as well as cost reduction. Owerall, the industry

can be innovative as well as efTicien.”
This confirms three things:

1. Menzies Distribution’s investment in a data warehouse w help share data with
other supply chain organisations is an essential investment lor any supply chain

oreaniston,

[

The future for supply chain organisations & innovation and cfficikency, which
rellects the balince that the Analyser strives to sccurc. This validates the casc
study organization’s choice ol tarpet Conliguration
3. The gquestionnaire worked by pmoducing an accurate targel configuration. This
means that the questionnaire provides the means to articulate the organisation’s
strmte gic objectives f target configuration, thereby fulfilling the Configuration
Amlysis phase of the proposed ramewaork.
Having fulfilled the Configumation Analysis phasc it can be asserted, with confidence,
that the bllowing Stratege Issues are the key drivers m Menzies™ pursutt of 15 mew
target Configuration:
Eificicncy
Contro ]/ S tability
Proeducis
L lity
Market Growth
Competitive Environment
Customer Focus
Innovation
The challenge for Menzics Distribution is to find the right balance for managing these
immues clffectively, some of which are alwady familiar to the company bul a number

woukd have been of no significance, until now.
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8322 Dewvelopment Prioritics
Following on from the Configuration Analysis phase, it is cssential o idemily the
business initiatives that will support the Strategic Issues. While there may be other
business initiatives at the time of stlarting the data warchowse amlysis phase, there was
one primary reason for the warchouse and it was that Menzics had lost ils market leader
position o W H Smith’s dstributon company. This has been attributed, in part, to their
competilor’s ability o provide data on request and proactively supply information that
was wsclul to the supply chain parners. As a mesult, Menzics has nesponded by
instigating the implementation of their data warchouse. In terms of satisfying the
Stratcgic [=sucs, this falls primarily into the Customer Focus category, as Menzies arc
taking steps to satisty the information necds of their supply chain partners efficicntly
and accurately. In doing so0, Menzics anc developing a new service or Product albeit at
the wery carly stpes and underdeveloped. but that service aims o improve the
Efficicncy of data access internally and externally. It could ako be argued that the
warchowse is expected o improve the Quality of data, which is becoming an incrcasing
valuabk commodity. Ultimately, howewer, the data warchowse will be judged on its
ability o satsfy the supply chain pariner’s needs lor data / information, which means
that it is this aspect that constitutes the business initiative 1o be supported by the
warchowse. To satisfy that objective, Menzics [ocussed their attention on capturing data

ahout their supply chain activities.

In this phasc it is nccommended that the Key Performance Indicators be identificd, but
from the information made available to this study, it has ot been possible 1o ascertain
the KPls that Menzics bave opled to monitor. Menzics currently monitors KFIs that anc

recognised by the industry, which may well continue and other KPIs may be planned.

While the actual KPIs are unknown, the consullancy engaged to deliver Menzies™ data
warchowse produced a Project Charter (Synergi, 2007) document, which dentifics the
subjects and dimensions that will support the organsation’s information needs. The
Project Charter states that the scope of the project is limiled to data that affects
operaling costs, sales and publisher’s and retatdler’s KPL metrics, within the supply

chain. Accordingly, the warchouse will hold data about the following subjects:
Retailer Supply
Historic Retailer

Publisher Supply
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Surmmariscd Finane &l Inlormation
Retailer Invoices

Foos on Distribution Initiative (organisation that monitors industry
performance)

Publisher Invoices and Credits

Electromic Pointof Sale

Youchers
Collectively, these subject arcas are deemed o hold the data required 1o satisby the data
mecds of the supply chain partners, as well as satisfying intermal data needs. In terms of
dala entities, it i8 known from the consullancy’s *Stage 3 Revew’ document that the

dimersions in Table 11 wene identified to be included in the development:
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Take 11, Dimension=

Dimension Dies cription

Cakendar Years, Months, Weeks, Dates both Calendar and
Financil.

Wholesaler A ditribution point within Menzics Distribution

Supplicr A publisher or supplicr of a publication

Eetailer The outlket  where  Menzics  Distribution  deliver
pub lica tio s

Publication Anlssue of a particular Title

Woucher A dEcount nole against a publication

D livery A drop ol a publication to a rctailer

Equipment The cquipment wsed to pack the puoblication  for
distribution.

Employee The person employed by Menzics o pack or scan
Publications

Delivery Contractor The company cmployed by Menzics o delivery

publications o a netailer.

Supplicr Transaction Type

The classification of the Supplicr — Menzics tramsaction

Type of poods In

The reason why a publication was neccived by Menzics

Stock Type

The type of slock ransaction

Packing Method

The method emp loyed 10 pack & publication

Packing Order Source

The reason why the publication was packed.

Parcel Complele Reason

The reason why a parncel was Licd out

Retailer Transaction Type

The type of the transaction between Menzics and the
Retailer

Fetailer Transaction Cate gory

The catepory of the transaction between Menzics and
the Retailer

D livery Status

An indication of the success against the reguired
Delivery Time.

Sales Curve

The predicted sales expectancy for a partticular
publication.

Fetailer Publication

A mapping 1o allow specified attribules ofa
retailer/publication combination.

Marketing Cate gory

A grouping of retailers

Promotion

Information pertinent to the sales of a publication

Erent

Incidenis that have analfect on the sales ol a
pub lication.

Souroe: Synergi. 2007

The list of entitics illustrales clearly that the data to be held in the warchouwse is solely

about the supply chain, For cxample, the dimemsion Employee is the member of staff

involved in packing or scanning materials Le. a subset of ecmployees and not crmployees

fromall departments across the organisation.

Apain, due to the stape of Menzies”™ development, it 15 nol possible  fully assess this

phase, but the Project Charter (Synergi, 2007) document names individuals that will be
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imvolved in the project throwgh its development, including Key Uscrs. It is intere sting to
mote that those named are in managerment positions in Mardketing, Finance, I'T and
Opemations. From the perspective of best practice, it is comsidered cssential o hawve
mamgement and end wser buy-in but there appears o be only one business user who is
mol a senior marmger. As such, there & a risk that end wer buy-in will not be achicvable
for implementation. Conscquently, to what extent can requirements be articulated and
documented with significant business rationale ifend wers have little project presence?
Indeed, the individmk named are also morne epresentative of the I'T function than any
other, which is peculiar when the object of the warchowse is o support the Customer
Foous initiative. A more business focussed representation would bave been expected.
The requierments driven approach adopted by Menzics may well ondermine the

clficacy of the Requirements Driven Development phase.

According to the Requirements Driven Development phase of the Configuration

Approach, it is necessary to Identify Target Users who will actively participate in the

syslemns. This business logic is essential when trying o understand the availability and
uee of data. End wusers will also be able to cxpress their preferences for the way data is to
be accessed. As it is, i may lake some time belone Menzies” end users fully accept and

ulilize the data warchownse.

B.3.2.4 Data Warchouse Architectures
Having established the prefemed architecture for an Analyscr to be Hub and Spoke, it
was found that the architecture to be adopled by Menzics & a Bos Architecture (ie. the

architecture most relevant to the Prospector), as illustrated in Figure 24



213

N mnzisc Olekdhndan Higa T ewr O ‘Warshanes T rverr am

Trrfawr=-am o Numfs nfusr ng = gl - L ds LS LIED Midw Mhrla Lo dywburad Muda—
W JreETae ErH "EFEmTae WA TH S HIEKINST EFH EH<M1] nOR H FHOFHIrE
 — et La - .

LA T Y H FATE W [;:‘T H
. —_ - .
: i sun PR :
{ o oae v R '
.r: ) |'I‘ l_ll .'QI )
0 0 " --"-'.
- . - o .
[ 1 . - == . — b .
L = 8
RN
e ! At
' 1a . [T
i —rr [
. . . - il v C ol
e T - - ! - - = —a = b !
" - i . . i . . —_— - .
0o . : 0o s - o :
,:'_': . ::, . Ty .
L P
' kv wan | mma o - “m: a1 ' ':'_1:
' vy .
— . Ol b el
b o— :
i :
A aaal :
L L :
Py - 8
[ I — H
e rrank . -
.3 e T .
[ 1)
'

Joorce: Syoergi, 2007

Figure 24 Men zies Dala Warehowse Archileclure

Atfirst glince, the warehoes appears to be centralissd bat it i= being constrocted E=ing
Blirmball’s Btar Echema teaturing dimensions and ficts. In sssence, the warhouss
repreesnts seveml sub-bis iness processss under the higher lewel business process, the
supspely chain. Under B imball’s approach, the sub-proce=es may hawe besn split into
mdividnal data mars joined together =ing the conformed dimensiome potocol The
warehose treate the sqpply chain 3= a bieiness process and so, the warshoee 1= buoilt to
represent a businese process at the higher lewel In d=elf, this = 2 reasomable approach
but ther am concere for fitore deswelopments of the warhonss.

The fi=t 1= that the modelling approach E a radical departirs for Menaies, as they haw
no dimemeonal modalling sxperience and they are Ee2d to employing afficient methods
that the relational modelling approach brings. A relational model for the Hub wonld
bawe besn a recognizable, casily mamtamed eyetem and conssquoently a2 more
svwlotionary approach ie a2 matoral extension of their exeting systems sstate. Spoles
will till be boilt Eing dimensional modslling techniques but the dependent data mart=s
hawe a simpler stroctore and mow sasily mamtaimed. The imtegrity of the wamhonse &=
cmucial to the pedformance and reliability of the data being extracted.

The second concem i that any additiom= to the warehoses coold mean enowiaking the
star schema, which meare that the star schema will become Incmasimgly complex
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Again, om a mainkenance point of view, thE means that Menzies have to bhe
comioriable with this prospect. With the elational Hub, it is elhitively straight foreard
tov add to the relational structure and keep the dependent data mart stroctures as simple

as possible.

Thirdly, a= the voluomes of data increase and the warchouse holds cross Functional data,
it becomes more sensible to hold that data in as cfficient a manner as possibke. It scems
that the possibility of incorporating the information needs of variows functions have not
been accounted for and a decksion made on the grounds of future data requirements. As
an Armlyscr, the organisation will nced to meet those needs, as the State gic Issues to be

addressed cross a wide range of subject s

Finally, Menzics did not bave a choice in the architecture to be delivered. As Walson
and Ariyachandrma (2005) stated, the data warchouse implemented may be the prefermed
approach for that consultancy. It would perhaps have been more appropriate o put the
architectural optioms in font of the client o ensure that informed choices were made.
The implementation of a data warchowse is a stmtegic decision for the organization and

mol the corsullancy.

The issue here s not what 5 delivered “today” but what will meet the needs for the
target Analyscr configuration. There are a number of Strate gic Issucs that need o he
supported in the future and @ & suggested that it may have been more prudent to

implement a Hob and Spoke anchitectune.

B.3.2.5 Menries Distribution Case Study Commentary

The Configuration Analysis phase highlights the degree of stategic alignment. Figune
25 helps to illustrate why the apprmoach taken at Menzies is some way off from having a
strategically aligned data warnchouvse, as it can be asserted that the warchouse is heing
built primarily to satisfy an Esue relating to Customer Focus, The Business Initiatives to
improve information quality, develop an information portal and efficiency ol data
access anc essenlilly supportive of the dominant initiative o provide data o mect

customer’s needs.
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Figure 25. Menzies Configuration Approach Mappings
Figure 25 also highlight= that the Subject Amcas supporting the KPls and Business
Initiatives is wholly focuwssed on the supply chain activities. The lines connecting the
Stratcgic I=sues and the Business Initimtives helps to illostrate the exlent to which the
warchowse development supports onganisational strate gy, There & no information being

delivered for subjects that would reside oulside the supply chain domain

The development methodology adopted by the consultants cngaged by Menzics was
primarily a requirerments driven approach, where the Business Analyst documented
business processes thalt were integral to the sopply chain. Information requircments
were gathered while under the mstroction o pose the question “what information do
you neéed to do vour job?” The emphasis behind this question s: bow can we make it
casicr for you o gel access o the data that you require to do your job loday? The
problem with this question [rom Menzes” pomt ol view 15 that the information being
delivered “today” & not sullicient to satisly the needs ol the supply cham partners, who
ask for dala but have to wait until a job can be cither run or coded. Internally to
Menzes, satslving “today’s” data needs 15 1o reinforce the tasks and roles equired for
the Defender configuration wheneas the target configuration is that of the Analyser. This
asscssment s validated by List et al (2002), who werne adamant that the requincments
driven approach cannot deliver a strategically aligned warchouse. Although, the
requiements driven approach docs hawve its place in the Configuration Approach
becanse it is important o have access o end wsers who understand the mtune of the

business in sufficient detail that the project can absorb that busines s logic. Ungoing end
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teer involvement ako helps to ermsure that there is broad carly acceplance of the data
warchowse when it is implemented. Howewer, as previously discussed. there are some

concerms regarding the degree of end vser involvement in the project.

On a more positive point, this is mercly the start of the data warchowse project, as the
warchowse has to be boilt incrementally. The point 1o be made here is that there are a
number of Statcgic Issucs that had not been identified or prioritised beforne the
warchowse project was stated. What the Configuration Approach does is state clearly,
al the outsct, what the issues are that bave 1o be mamped if the organisation is to mowve
towards the ideal Amlyser. This view helps the organisation o question what Stategic
lssue is being supported when there are requests 1o develop the warchowse. In effect,
this model can be vsed 1o formulate the ongping data warchouse development strategy.
In configumtion terms, the Stategic [ssves are borne out of the entreprencurial
chillenge and ad ministration challenge, which means that if the data wanchowse delivers
data to help mampe those issues then it can be assered that the data warchomee i

aligned 0 an organisation’s strategy.

In addition, Configuration theory provides a rationale for selecting a data warchouse
architecture, which helps to ensure that the choice made is driven from the pemspective
of the organisation as a whole. Inthis respect, Menzics has opled for a Bus Archilec tume
as opposcd o the Hob and Spoke Architectune mecommended in this thesis. It is
arguahle that the chosen architecture could be a soitable choice if the warchowse was not
to b extended beyond representing the supply chain. Complexity would be kept 1o a
minimum and the immediate needs of Menzics would be satisfed. However, the mange
of Strategic Issucs that meed o he mamped for the Analyser shows that a more
comprehersive decision support system is mequired and so, for the reasons stated in
Chapter 4. the recommended architecture is Hob and Spoke o support the stralegic

ambitions of the organisation.

%4 Conclusions

#.4.1 Reflection on Research Aims and Questions

In establishing the principles of Best Practice for Implementing a Data Warchouse,
Weir, Peng and Kearridege (2003) found that practitioners and academics alike agreed
that a dala warehouse was most ellective when aligned to an organsation’s strategic
ohjectives. This commonly held view gave way 1o the need o justify data warchousing

by delivering an acceptable return on investment, despite acknowledgements that it is
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difficult to quantify the benefits. Indecd. it a data warchouse filed then it scemed to be
as a result of “business ssues” (Sammon & TFinnegan, 2000; Trembly, 2001).
Unfortumtely, nobody was able o define those “mswes” and it has since been observed
that advice for producing acceptable return on investment metrics has subsided. The
problem with this sitvation is that the whole reason for implementing a data warchouse
is o generate business benefit from data, as it is data that has become an coonomic assct
akbngside the traditional cconomic esowrces of man, machine and money. In cssence,
the data warchouse community has failed to articulate bow data can be used 1o drive an
organisalion towards ils strategic ambitions. Imstead, practitioners, academics and data
warchowsing  wendors have tended o focos upon the technical aspects of data
warehowsing, eaving the resolution of *busingss ssues’ o chance. This problem was
highlighted in Chapler 3, where it was established that the leading authoritics in the
ficld of data warchowsing prescribed implementation approaches that ane oeoussed on
delivering technically robust warchouses all bul independent of the business rationale
that underpin the organsation’s meed lor data. This & confirmed by Preslan et al’s
(2004) study, which Iound that “85% ol customer analyics projects help companies”
access data, but they do not achieve return on mvestment™. Given the apparent lailure o
give data warchouse dewvelopments a meaningful business purpose, it is clear that there
15 a need to articulate the benelils of dala warehouses in supporting an orfganisation’s
stralegic objectives.  Accordingly, this study posed the question: how can a data
warchowse be successtully and demonstrably aligned to an organisation’s sirategic

objectives?

The answer to that question lics in the adoption of the Configuration Approach, which is
a mmework designed to goide data warnchouse development choices based vpon the
strategic dircction of the organisation. The Configuration Approach, described in full in
Chapter 4, is based upon taking the time to understand and articulate an organisation’s
strategy. This problem was resolved through the Configomtion School of Stategic
Management, which is reviewed m Chapter 2. In partcular, Miles and Snow’s typology
of Delenders (1), Armlyscrs (A) and Prospectors (F) wene identified as the model on
which to base a configumtion analysls questionnaire. Having established that the Ideal
Types are equired 1o manage a given sct of Strategic Issues and that they lic on a D-A-
P continuumn, it was possible to build a questionnaine that examines how an organiation
approaches or would like 1o approach their Entreprencurial, Administration and

Information Systems challenges. The mechanics of the questionnaire is explained in full
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in Chapier 5, which was designed 1w expose an organsation’s tarpet conliguration and
the relevant Strate gic Issucs. The resalts of the questionnaire also provide the means to
pot an organisation’s Configuration on the D-A-P continuum. The questionrmire was
subscquently completed by members of staff fom Menzics Distribution and the results
are contained in Chapler &, which clearly show that the crganisation will move from a
Defender profile to an Analyser over the next few years, signifying a fundamental
chinge in stategic direction. The position on three continua (Entreprencurial,
Administration and Inlormation Systems) was also clearly illustrated. This is a
significant slep forward, as this analysis mokes it clear what the critical Strategic lssucs
arc that an organisation must addmress in the management of its Entreprencurial,
Administration and Information Syslems challenges. Crucially, these Stategic Issucs
arc interrelited and must be viewed and managed collectively 1o be maximally e ffective
in realising stategic poals. Consequently, the data warchouse’s mok is to support all
Strate gic [ssoes if it is to be comsidered o be fully aligned to the oreankation’s strate gic
objectives. [t is pot sufficient to assume that alignment to any one business initiative or
immue is enough o assert that the data warchowse is fully aligned. As a result, it was
necessary o develop the Configuration Approach to implementing a data warchouse,
which gives a data warchowse dewelopment a statcgic context, as opposcd o simply
aligning the technology 1o a prevailing business initiative.  This is clearly illustrated in
Figure 25, where 1t 5 apparent that Menzies” dala warehouse development s only
partially aligned o the organisation’s target conliguration. This s, however, only the
first stage of the warehowse™s development and full alignment can only be achieved
through incremental development initiatives. As such, it is recommended that Menzics
comider how futune data warchouse developments anc to contribute to the mona gement
of the Stalcgic Isswes and by doing so, Menzics can demonstrale the degree of

alignment to strategy.
The adoption of the Configuration Approach is advanla geous for the following measomns

I. The Conliguration Approach s driven by a holistic view ol an orgamsation’s
strate gy, This means that the organisation’s stralcgy s expressed as a target
Configumation, which rclics on the management of a given sct ol intermelated
Statcgic Issucs. In cffect, this expression of an organisation’s stratcgy is a firm
foundation and Focuses atiention on the most imporant issuves alfecting the
future success and dincction of that organisation. The establishment of a target

Configumtion is a clearcr and more in depth expression of an organisation’s
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strate gy than say, a mission statement. List et al. (2002) and Cuoo ot al (2006)
foound that the articulation of an organiation’s statecgy was a particular problem
due 1o the Fact that they could not get all Excoutives together for long enough to
clicit clear requirements. In addition, it was also found that their responses had
political undertones. The difficultics that List et al. (2002} and Guo et al. (2006)
cxpericnced only serve to underline the fact that stratcgic mequirements anc
difficult to aticulate and that Kimball's approach is not appropriate. Likewise,
Inmon's data driven approach that relics on the end wser (Explorer) to develop a
data warchouse cannotl be expected to deliver a stratcgically aligned solution
Additionally, if it = difficull t© adicolale the stategic dircction of the
organisttion, there may be a lendency to rely of the Business Initiatives o acl as
a proxy lor stmiegic objectives. The Configuration Analysis phase cnsures that
this will not kappen where the target Configumtion and Stategic lssues hawe

been revealed.

The questionnaire wsed in this study poscs a number of questions that examine
an organisalion’s management of ils enbreprencurial, administration and
information systems challenges. The questions and range of mspomscs anc
comsistent and do not lend themsclves 1o political interpretation, as it & the
comislency of responscs that is measured Le. o one answer will distort the
overall results. The questionmine can also be completed quite quickly (20
minutes approx) and at a convenient time, which mears that espondents ane not
ticd up in meetings o agree requirements. Howewver, it may not always be
possible 1o discuss respomses further, which could be considercd a dawback.
The questionnaire climinates the problems of aticulating  organisational
strate gy, as experienced by List et al (2002) and Guoo et all (2006), as the
guestionnaire results clearly articulates an organisation’s stmte gy in the form ofa
targel Configuration and Strategic [ssues. The complktion of the gquestionnaine

by Menzics Distribution illustrates this point.

The establishment of a target Configuration and Strategic Issues provides a
means of measuring o what degree the data warchouse is stratcgically aligned.
This is illustraled in Sectiors 8.3.1.7 and 5325 where it is clear that, based on
avitilable information, neither FAC por Menzics had or will bawve a fully aligned
warchowse. This & not a failing, as data warchouses ane built incrementally, but

it becomes apparcnt that data is not being made available to specifically manage
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one or a number of Strategic Issues. In their Triple Driven Approach, Guoo et al.
(2006) have a Goal driven phase but they specifically had problerms aticulating
the organization’s stategy. The Confizumtion Approach not only articubies
strmte gy comprchemsively, it also provides a means of illustrating the degree of

strate gic alisnment. No other methodo ey provides this functiommlity.

The benclit of plotting an organisation’s configumtion on the I2-A-FP continuum
is the ability 1o view the position in relation o the tarset Ideal Type Le. the
chscr the organisation is to the target configumtion, the more effective that
organisttion is deemed to be. A periodic review of the organisation’s position on
the continuom provides that organisation with a ool © gavse progress or
otherwise. It may then be possible o determine how much of that progress can
be attributed to the management of the Stategic Issues and the support of the

data warchomse.

The analysis of Kimball and Inmon's development methodologics in Chapler 3
concluded that neither Kimball's requiements driven nor Inmon’s data driven
approaches could emsune the delivery of a stategically aligned warchouse. List
clal (2002) and CGuo et al (2006) made similar statements bul found that both
appmaches were necessary and complementary. As such, the Configuration
Appmoach follows this mtional but it ought o be noted that the differcnce
between the Configuration Approachand the others & the ability to race or map
activitics back throngh the Business Initiatives o the Stategic [ssoes of the
targel Configumation. It is asscrted that this traccability feature ensures greater

accountability.

By revealing and documenting the target Configuration and Strategic [ssucs the
oreanisation has a clear view of the mnge of ssues that need 10 be manaped.
Accordingly, it is cxplicitly stated what issues requine the support of the data
warchowse as o decision support ool Consequently, this provides  the
organisation with not only a means of measuring contribution but also provides

a data wanchouse development strategy o ersure full strategic alisnment.

In Chapter 3, it was also found that [nmon and Kimball bave a major influence
in the ficld of data warchousing through their architectural preferences. The

debate surmounding whose architecture is best has been an Esoe within the data
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warghdsing comrnity tora nurbar of years with no clear “winnet’. Howewver,
az decosed mm Chapter 4, it = possible to Ee Configuration Analysis to
rativnalise and recommend amhitectuml choices. [nshort, the centralised, hob
and spoks and bus architectres am appropriate choces for the Defender,
Analyser and Prospector mepectively, Clearly, the analysis brings a new
dimsnsion to the whols Inmon <ersE= Eimball debate, but more importantly the
provides organisations with a3 mear= of choosing a data warehoees arc hitec tors
that will contritute postively o the resolution of that organisation’s [nformation
Sveteme challenge. Amin, no other data warchoEe dewwlopment methodology
attemnpts to linke architectioral choices with the organization's confignration The
theeE argues that there = an appropriate architectore for a2 given organisational
confignration, a= lnstrated by FAC mn Section 8.3.1.7. The 1= an important
pomnt, ag it E koown thmoongh Watton and Anvachandra® (2005) stody that
organizations will change their data warshooss architecture. The reasons are not
lnown but it 1= clear that a choxe has to be mades and better gudance E
raguired.

In conclieion, it £ asserted that the ressarch question "how can a data warshoss be
snccemfolly and demometrably alipned o an arpanisation’s stratepis objactives?" has
been fully satefied. The contribution of this these to the fizld of data warshoEing may
be enmmaresd as follows:

a It haz been demomEtmted that the implementation approachess prescribed b the
industry’s kading authorities, Inmon and Eimball are inadaquate for thoss

organisatioms who want to maximiss the business impact of data warshousing.

= Anorpanisation’s strtegy can be articulated in tzrms of 4 target Configurtion

by n=ing the questionmaire prod nced for this = tudsy.

a The Confignration Appmach = the only dewelbpment framework that nss=s
strategr objectves to drve data warchoes dewlopment choces. Other
‘stratepy” driven famewots Rly onbusiness initiatives toact 43 a proxy 1or the
organisatnn’s statepy. A3 such, 4 data warehouse based on the Confignration
Apprachbecomes a2 genoine state gic investment.

« The Configuration Approach makes it possible to ilpstrate the degres of
strategic alignment i.e. data from the warehose can be mapped back to the
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management of Stmtegic [=nes. The malkes # possible to ame= how the data
warshiruse  helps o resolve  the  organisatoon’s  Entrsprensorial  oand

Administmtion challangs.

w The data wareho = ing community has debated for many wars regarding whoss
architecturs & best, Inmon’s or KEimball’s. This stedy makes a significant
contribotion to that debate by demometrating that the choce of architectre must
be drisen ber the target Confignration. Comsequently, an organisation can hawe
confidencs that the data warshomes will malks a posibive codribotion to their
Information Sy=tems Challeng:.

In szmemce, the alipnrment of 4 dats warehouse to an orpanisation’s stratepic objactives
need no lomger be keft to chance. Tt i= an achiewvable gral with = rootE n understanding
the dynamics of orgpoeational configuration and E=mg that knowledpge to buld a
strate gic solotion

%42 Generalisation
In Chapter ¥ section 2321, the benefite of ®Eing 2 case study am disciesed. [n

particunlar, a case study can help to onderstand the molti-dimensional natore of 2 given
problem i the problem cannot be solwd wing a linear appmoach The cazse stody in
thiz thesis helpe to illustrate this point, as configuration theors takes 2 holistc view of
organizatiors, which mpmsents= the molti-dimemrsional matore of organisations.
Comequently, this thesis smamines how a data warehonse can malee an impact in the
multr dimemEional comext of the case stody and in =0 doing, croeses academuic
boundaries. Indeed, it 1= a2 smgle case stod v of particolar intermst dos to the Botthatit =
an organisation in the midst of organizational trameformation, where the implementation
of 4 data warrhouse B a key stratepic initiative. As such, the case’s importance can not
be overlooked, a= the case E of interest “neot beca s by stodying it we learn abonot other
casss of abot some general problem, bit becapss we need to lsam about that particnlar
cass" Stake (1995, p. 3-4). The problam with this examination i= how the meolts can be
nssd to generalise, bot given that this = a singls case stody it E not possible o
generaliss fo the wider popolationbot it = posmible to geoeraliss to theory Yin (2003, p.
10y,

In considering this study’s contrdrution to Knowlzdpe {22 previows section), ¢ most be

stated that this stodwy cannet assert that Menzies Distribotion = mpresentative of the
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wider business population. What can be asserted from this stody is that Miles and
Snow’s typology, as i is represented in the questionnaire, can be wed o determine the
configuration of any organization and that the results of the questionnaire can be used o
strate gically align a data wanchouse development. The typology acknowledges the fact
that creanisations bawve 1o manage their entreprencurial objectives supported by
administration dutics and information systems, whether the organisation & a Small to
Medivm sized Enterprise (SME), large corporale organkation or sole tader. Any
oreanisation can wse the questionnaine to delermine their configumation and make

choices based upon the need o manage the Strategic [ssucs in an appropriate manner.

The vse of the continuum o plot the case study orpanisation’s current and tarpet
configuration must also be considercd for gencralisation. [n this case, by plotting
Menzies” corment configuration on the continuum, it can not be asserted that the plotied
position rehies o a total business population. Howewer, organisations that use the
resulls of the same questionmire can be compared on the same scale. This means that if
there werne multiple case stodics wsing the questionnaire, the mesulls would be

comparable tsing the continuum scale defined in this thesis.

The key point to be made bere is that motwithstanding the clarification of the
peneralisation issue, this study has developed a method of determining an organisation’s
configuration and that any organisation can uwse it o give their data warnchouse
development strategic direction.  In doing =0, the organisation is able o cxplicitly
comider s actions and initiatives against its targel configumtion and develop data
warchowsing capabilitics o drive the organiation towards its ideal pmofile. By plotting
the organisation’s conliguration on the Delender, Analyser and Prospector continuum, it
15 possible o visualise the degree of its ellectiveness in relation o Miles and Snow’s
ldeal Types. As such, effectivencss can be measured. which gives the organisation the

mears to assces ibs competitive capabilitics.

¥.4.3 Future Research

The Configumation Approach is founded on principles that cross academic boundaries
Le. computing and strategic management. As such, there are developments in cach of
these domains that could be investigated further to in order o refine the insight and
clfectivencss of the framework. The follbwing arc amncas that could influence the

dircction of the Configuration Approach:



a4

« The Conofiguration theorist Danny Millar sstablished four organisational

Amhestypes that egzentially build on the Ideal Types theme. Millar's A hetypes
wers oot nssd, as they had not been tested i the way that Miles and Snow's

Ideal Types had. To test the Arnchetypes was beyond the scope of this project.
Howmewer, it £ worth inwestigating the Archetvypes further a= 2 possible meame of
refining the range of target Confignmtions.

a Iti=esngeested that research i= required to fully test the affectivense= of different
data warshomwes architectres In organi=matiore pueEnng the =ame farget
Confignration This wounld help to clirify the degree of flexibility mquoired in
choceing the right architecture.

a Tt haz become appamnt that a hybrd architscture haz been introdoced to the
rangs of data wareshows architectires, which £ modelled mlationally and buoilt
dimsnsionally. Them E wery little information abont this approach and it has not
been asesssed for o= sffectivensss. The concern = that 2 hybnd approach
oltimately meplte n =satiefying none of the antreprensorial, administration and
mmformation systeme challenges. The effectivens= of this architecture mquires

further mwestigation

v [t wonld clearly be beneficial to this thesis to revelt Menzies Distnibotion to
review the progrese of the data wamhonse pmject. The wouold belp to
empirically wvalidate the assertion= made in this thesi= by interwvizwing thoss
mvalved n the project.

Reszarch of this natire requires the time of emplosyess from s ubject org@nizations and
the dedication to puresne the deal of stmtegic alignment.
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10 Appendix 1 Ideal Type Characteristics

Characteritics of Defender (pds)

Entrepreneurial Challenge Engineering { Infor matian Administratiae C']'Jaﬁ:'n.g:'
Systems | Challenge
Problem: Problem Problen:

Howw to “seal ofl' a poition of
the total rerket 1o crate a stable
st of products and customers.

How lo praduce and distribute
poods or services as efficiently
as poesible.

Hevw ey mainiain stict contml
of the organisation in omder 1o
en=in effickncy.

Zolutions:

Solutions:

Solutions:

I. Marmow and stable dommin

l. Cost efficient technolgy

I. Fimancial and production
experls most powerful members
af the dominant coalition;
limited envimnmental scanning.

2 Aggressive maintenance of
dommin (e.g. competitive
pricing and excellent cuskomer
service)

2. Bingle come technokgy

2 Tenume oof domain coalition is
lengthy; promotions from
within.

3 Tendency 1o jenone
developrments cutside of
dommin.

3. Tendency towand vertical

integ ration

A Planning is intenshee, cost
cdented, and completed befon:
action is taken.

4. Cautiows and inenemental
grwth primadly through
mtket penetmtion.

4. Contlinuous improve ments in
technology o mmintain

alfickency.

4 tendency toward functicnal
stmichine with e ensive division
ol bbourand b iz h dcg o ol
fserme lis ation.

5. S8ome praduct develop ment,
bulclesely rlated 1o cument
gooxds o1 zervices.

5 Centrlised contral and keng
looped wertical informmtion
syslems.

. Simplk coond ination
mechanis ms and contlicls
mesolved thiough hismchical
channels.

7. Organizational performanee
meazuned agains| previous
wears; rewird syslem Favours
production and fnance.

Costs and benefils:

Cos=ts and benelits:

Coslzand benelils:

It is difficull o competitons to
dislodge them from its small
niche in the indu:—.lr_l.', but a

ITEL joor shift in the motket could
threaten survival.

Technolgical efficiency is
central o organisalional
performmnce, but heavy
investrment in this anca requires
technolegical proble ms 1o
remmin fmiliarand predictable
for lengthy periods of lime.

Administrtive system is ideally
suited 1o mointain stability and
efficiency but is not well suited
tes kecaling and res panding to
new product or meadket
opporunitics.

Characteristics of Prospector (p79)
Entrepreneurial Challenge Engineering (Infor mation Administratiwe Challenge
Systems | Eh:ﬂ]En.EE
Problem: Prohlen: Problens

How to k<ate and exploit new

preduct and market
oppoiunitios

How 1o avedd long temm
commilments 1o a single
technolegical process

Hew 1o facililate and coorlinate
numerous and diverse
opermtions

Zolutions:

Solutions:

Solutions:

I. Bmad and continuousky
developing domin.

l. Flexible pmototypical
technolkgies

I. Marketing and rezearch and
development experts mosi
powerful members of the
dominant coalition.

2. Monilcas wide mnge ol
envimnmental conditionz and

evenls.

2 Muliipk technologies.

2 Dominant coalition is lange,
diverse and tmnzitory; may
include an innercincle.

3. Creales change in the

3. Lovw degree of roulinis ation

A Tenum of dominant coalilion




231

indusiny.

and mechanisalion; technology

embedded in pecple.

nat alwu.:,rs h:nE IJ1_1-: ]u.':.r
managers may be hired foom
outside as well as promoted
ficym within.

4. Gmywih through preuct and
ma ket develop ment

4. Planning is broad mither than
intensive; problkemoriented and
cannol be fnalised befone action
is laken.

5. Omywlh may occurin spuris.

5 Tendency tomward product
stmchine with low division of
lnbour and low degree of
feverme lis ation.

o Decentrmlised contml and
shot looped horizontal
information syslerms.

7. Covmp ke x conmdination
mechanis ms and conflict
resolved through inlegraions.

& Organizational performnee
measuned against impordant
competitors; reward sysloms
favours marketing and reseanch
and develspmenl.

Costs and benefits:

Costs and benefits:

Coslzand benelits:

Preduct and market innovation
prodects the organisation fmma
changing eovimmnment, but the
organization runs the dsk ol

Technokgical Fle xibility permits
a mpid mesponse o a changing
domain, but the crganisation
cannot develop muximuom

Administrtive systemis ideally
suited 1o mmintain Flexibility and
clfectiveness bul moy
undemitilised and misutilise

kew profitability and over elficiency in its production and e SCILITOES.
edension of ils esounoes. distribution sysbem becavuse of
mu Nip le technolksgles.
Characteristics of Analvser (p79)
Entrepreneurial Challenge Engineering (Infor matian Administratiae C']'Jaﬁ:'n.g:'
Systems | Challenge
FProblem: Prohlem: Froblen:

How to kecale and exploil new
preduct and market
opporunitics while
simullaneously mainizining =
firm baze of tnditional produects
and customers.

How i be efficient in stable
porrtions of the domain and
flexikle in changing porions.

Hiew 1es diffe rentiate the
organisaion’s stractune and
processes Lo accommedate both
stable and dynamic aneas of
opermtion.

Zolutions:

Eoslutions:

o lutions:

1. Hybrid domain that is both
stablke and changing.

I. aal technological oo
{ztable and Hexible

componenis L

I. Marketing and applicd
research most influential

membe s of dominant coalition,
followed closely by praduction.

2. Surveillance mechanism
mosily limited to morketing:
some nesearch and
development.

2. Large and influential applied
rescanch group.

2 Intensive planning betwaen
meatketing and production
conceming stable porion of
domuing comprehensive
plinning among marketing,
applied research and product
MEnagers conoeming new
products and mrkets.

3. Bteady growth thoough
matket penetmtion and product
ma ket develop ment.

3. Modemte degree of technical
elficiency.

3 Matrix structune combin ing
functional divisionz and producd

EITILUE.

4. Modemtely centmlised
conbml system with vertical and
horimntal feedback oops.

5 Extremely comp kex and
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expensive conndination
mechaniz me; =ome conflict
solution though product
managers, =ome through noma |
hizranchical channels.

f Performance appraisal based
on both effectiveness and
elficicncy moasures, mosl
rewards 1o markeling and
applied neseanch.

Costs and benefils:

Cos=ts and benefits:

Cosizand benefits:

Lovw investment in nesearch and
developrment, combined with
limitation of demonstmbly
sucoess ful prl::-dl.li:l.l. minimisas
ik, but dommin must be
oplimally balnced at all times=
between siability and Flexibility.

Dual technological cone is able

i serve a hybid stablechanging
dovmain, but the L-|:|:|'.|r|-::-|ug}' can
never be completely ¢ Hective or
clticient.

Administrtive system is ideally
suited 1o balance siability and
He xib |.|.'|I3,r. but if thiz balance is
lost, b MELY be difficull to mes o
equilibrium.

Source: Miles & Snow, 1978, pp. 48, 66 &79
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11 Appendix 2 The Data Warehouse Lifecycle Toolkit Project
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The following pages contain a detailed armlysis ofa Defender, Analyser and Prospector

SECTION A

FIOSFECTON

ANALTZER
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Muarkei Elri.n:nlnliun

Customer Orientalion

(Juestion

[

Crsleamer
commitment

Thiz  or@nization
is  commilled 1o
providing:

Chir procludt mngs £
wETViCES are

appealing becarme:

Which stalemenl iz
Lrue of ¥ our
customer bose?

The tracing
environmenl in our
ipduslny isc

Cur  =occess oy
bz attribulahle to:

Oiption A

A brasd. high
quality product £
service range,
which iz forussed
on highly prefilahle
market segmenls.

Cor prodod s §
=ervices suit miche
narkels

Wery stable and
predictablke

Stahle and
predictable

Frooiesing on a core
and stahle oy al
customer base Thal
is Jucralive.

Oplicn B

A narmow bl
highly fecussed
product Fservice
runge. which is

focusmed on highly
profitable
sepgmenls

Qur customers are
ol canscious

Comtains stable
arel dynamic
sepgmenls

Relutively s1able
bt becomin g,
mere campelitive

M aintaining a
stable core
customer bise
while folleaying
developing
mirkets

Option €

A high quality product
{ service ranpge with
birad appeal ol
compelilive prices,
which incarporale
EmErging innovalinns

Chur cuslamers
demand a high quality
of zervice

[Instabl: and very
dy namic

Beeonmin g, less stable
and incre min gly
competilive
Leading the markel

threwgh innavative
praduocts § servioes

O plian 13

Highly innavative
products f services
ineceparating kesding
cdge technologes

Clurt coslomers
demand innow alive
praduoct fetunes

Highly competitive
and constantly
changng

O ptian B

Ciption

O plian G

O ptian H




L

Which stalemenls
are true of your
dizlribution
channels?

FFar existing
customers,  selec
the metheds used
Lo gather [ identily
customer needs:

Far  prospective
customers,  selecl
the metheods used

to gather identify

customer neccds:
Cur boand  inmge
represenis:

Creale coslomer valoe

10

This  orgnization
@thers  informmtion
that  allow= us 1o
meeure the v alue of
our prodod= an the
fallowing bimsis:

Urdersland Cosiomer Meods

11

We  dewlop  our
product and =orvies
mnge in response lo
the folloaying:

(ur distribuoticn
channels are
chamcleriztically
efficien] bul cnly
affer slandard
facilities for our
inclustry
Diata analysis ez

dala mining,
slatislical analy sis

Diata analysis e

dula mining,
slatistical analy sis

High quality
products J services

Price

FEfficiency needs

Char delribolion
channels offer
standurd facilities

but lack high
levels of
efficiency

Comphints

Comphints

Yalue for money

Past purchase
support

Customer regueslz

(ur distribotion
channelk are rel sively
inpowvalive compared
1o The magxily of
compelilors bul castly
Lo opemte

[nforma] informmation
gathering e. g, stafl
A HCTICS S

Infarmal infarmmatian
mthering . g staff

iV AICTIES S

Stability

Praduct 1 Service
gualily

Crelamer behaviowr

Cur distributicon
channeke are
relatively innowalive
compared 1o the
majorily of
conpetitors and ool
effective

Campetiler analysis

Campelilor analysis

3y namism

Technoksgy advances

[nfarmal inkermalian

mibering e.g stafl

A ANE eSS

Char delribolion
channels are
inmewvalive for our
industry and help
{cy mainiain aur
innovative
reputation

Marketing
imitiatives e.g
CLEICITIET SUrVeY s,
focus goups

M arketing
imitiatives c.@
CLEIGITIT SUrvey s,
focus goups

Innovation

Brand Image /
Repulaicn

Competitor
Activity

Develop menis
inoiher
markels
indusiries

Develop meni=
inother
naukels £
indusiries

Runge af
Delivery
channels

Advances in
Lechnalogy

251

Tralk fram
Research &
Developmen
L inilialives

Trak fram
Research &
Dievelopmen

L inilialives

[Tnicque
praducl
features

Praclices in
oilher
Markek /
[ndustrie=

M arketina
inilinlives
o2 arlamer
SUMVEVS.
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13

Internal  processes
have chan ged
primarily @ a result
af:

We sCin the
following  markels
for idems § hoziness
development
apporiunilies.

Cusiomer satisfmclion objectives:

14

15

[

The primary
abijective ol
cuslamer
sulisfaclion s lo
er=ure Lthat:

Plesse  indicale the

arei whire
CLE|OImeTs have
cRpressed their
salisfnclion:

There are stall in
this orgnization
whese  laraels  ane
facussed upon:

Address opermtional

Char curren! markel

Cielamers have an
appodunity 1o
infiorm The
ornisation af
areas for
improvement

Coslomers have
sugpested areas For
improvement.
which have been
aclioned

[ncreasing,
armnizational
efficiency /
effectiveness

Ennble the
organisation to
el s e
effectively with il=
customers

Markek thit are
relaled Lo cur
indusiry bul mn:

nol yet engmped in

Delivery channels
meels cuslamer
necds

Delivery channels
meels cuslamer

Cuslomer
satisfaction

Siaff sopgaestions

Markets that this
arganisalion would
nol normally be
assacialed with

The prodods f
services purchased
represent value for
money in berms of
price and quality

The praduods f
services purchaed
represent valie for

meney in berms of
price and cuality

[ncremsin g revenoes
{sales S oross sales)

Coslomer complainls

The coslamer service
{oonlacl experieno:
exceeds customer
expectalinns

The cusiomer service
{ canlact experienos
excends cuslomer
expectalions

Cimlbering markel
intelligence

Take advantage Compelilos
of efficiencies Aclivily
affarded by
acvances in
THCHMOLOGY
Product We do nat
innevalicns wclively
satisfy coslomer  enguire about
expeciations cuslomer
salisfction

Preduct
innovalions
satisfy costomer
cxpeciations

Tocns groups

Pructices in
olher

B arkets §

Indusiries




Aer sakes service

17

18

Relatiansh

19

x

=]

W regard our afler
siales service oS

Wi mther
information la]
mesnre our level of
after salex  =erviee
from the folloaving
SOUCCEs:

ip =lralegy

The primary aim of
T customer
rchtionship =imlegy
is lex

Ax o resull of our
cuslamer
rehtionship
stralegy,  cudomer
attrilion mbes have:

As o resull of our
cuslamer
rehtianship
strategy, our procuct
mnge hms:

As o resull of aur
cLElamer
rehtionship
strabegy, our
cxisling cuslomers

An expense

Recond instances of
pral =akes conbect.

Incresse sales 1o
our exisling
arlomer base

Remained =latic. in
real lerms, over the
li=1 3 fnancial
¥

Hud little impact on

product innovalions

Mol changed their
kuying habils

A Failure af
praduction {
service delivery
ProCesses

Fxternal survey s
c.g myslery
shopper

Linil allriticn
rales

Dieclingd. in real
termmes, over Lhe lust
3 fAnancial years

Changed but anly
mderately

Baught move
products and
services from us

A meane of
differentinling the
organisalion from

compelilors.

[irec! Customer
Feedbuck { Survey

Rewmrch cuslemer’s
changing needs

Dieclined dramatically

Hecome significantly
mEare innovative

Ineremsed the sales of
e most inmewvalive
praducis

An  appodunily Lo
Cnsure customer
satislaclion.

Compelilor
intelligence

Cirown gendily, in
real Lerns, aver The
l=1 3 financial years

Helped maintain our
innovative reputation

A means of

learning and

developing
products

Cuslomer

behmviour e
allriticn rabes

Increased
dramatically
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Competitor Orentalion

2

have:

Car customer Mot significantly

rchtionship =imlegy chan ped

ha: operational
Proceses

Wi manags  Running a highly

compelitive  foroes  efficient

by : orgnisation

Rezpond rapidly o cuslomers” aclions

25

In  owr  madket, Cuality of product £
oulomers  primarily sECTVicE
move Lo enmpelilers

becare af:

Wi mther Wi mther little or
compelilor no campelitor
information in order intelli penes
I respand =]

compelilor advanoes

PRIMARILY from

the following

SOUITER:

W miher [mprove
information  from organ sational
wider huminess and PIOCERRCS

CCONOMIC =HInces in

Resulted in o mare
feomsed approsch
1o dealing with
cxisting amlomers

Endeawauring 1o
kecp our customer
bmse satisfied

Product £ service
price

Cuslomer
Fehaviour

Menior
competitive
activities

Changes o

opertional processes

Rapidly foslkevnring
industry trends

Mew markel enlmni=z
huying husiness

Competitorprodod
service analy sis

Anlicipale cxsting
anel prespective
customer denmnds

Rezulted in new
metheds far attracting
new cuslamers

Delivering innewvalive
products

Prodhuet 1 service
fealures

Emplwee feedback

Enohled a greater
unclerstanding of
whes aur cuslomer
are

Endevouring to
find new narkels

Journals, papers,
periodicals, cle

Resulted in Resulled in
improvernents  the launch of
Lo exisling new,
products innonalive
procucts
fram
Rexearch &
Dievelopmen
1 alivilies
Leacding
change in our
curren! markel
Fuving Metworking
cuslomer o2 e
praducts / shewrs,
sErvices conferences.
et




arder la:

We introduce  new
prechucet § services
internal proceses:

Car competilar

analysis has led to:

Top managers discuss compelior

n

3l

i

Campelitor  aclivily
i manilored:

Linz Managers
respond ]
compeliler
stralegies:

Dioes you
arganisalion
ACTIVELY

CEUTI an: your
prechicts § serviees
with competitors?

The actiore of our
compelilors ure
monilared:

Infrequently and in
u highly memsured
way

We mther little or
no compelitor

intelli penes

5 sbralegics

‘With inlerest cnly

Cnly under
FExeculive directian

Mo, we operale in a
niche market

Fow their threat o
market stability

Target cpporinilies fr compelilive advaniage

M

Within the lust thres
vaars,  we  have
reaubacly been first
la market with new

Mewver

With compelitive
lead Times

Process
enhancemenis

Ax a strtegic
imperative

Subijecl to
planning and
appraval

Yex, Prodoci= may
{ or have been
compared in
marketing materi al

[n lerms of price
arel servics

Mo, wete conbent
1o follow the
murkel

Rapidly

Product enhancemeniz Product innovatinons Implemeniation

al new

lechneksies

Actively bul in ecual
meEnre Lo sdvances
in techooo gy

With full autonomy
and sccountability

Ye=, but our preducts
are lewdling edge and
there are few
compelitor prodocts o
compare with

In terms of produc
inmcvalions and
advance meni=s

s, il is important 1a
sty ahead of
competilars

Development
af coie

technolagies

Changes 1o
aur
distnbution
channels
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LN

products { serviess:

Cr prodoct lunch
process ensures That
we re gularly
introduos new
proclucts  ahead  of
aur campelitors:

Syslens  restrictions
mean thal we do nat
@&l our prosducts o
market  when  we
wonkd like:

Car compelilive
advanlage is doe to:

Interfunctional Orienlation:

Inerfuncticnal cusiomer calls

a8

Which al the
following stalemen s
= lroe of the
communicalions

bietwoen your
arganisalion’s
functions !

departmeni=:

The ormnissicosl
Ffunction  that  youo
have moml  conlsct
with is:

Yes, bl we never
pul “guick Lo
marks!” ahead of
quality and
cificiency

(rur highly efficient

operalions

e orgnisslion’s
funclions ane
crsenlially disting
and do et need Lo
cullabarsle an o
regu b bisis

Praduoction /
Cperations

Mo woe negularky
hag behind the
mujrily of our

competitors

Y=, alock of
systens Medbility
affects our ability

Lo ke quick Lo

murkel

Having captured a
Ticrative market

sepment.

Interfunclicmal
communication dio
accur but
predominately far
1he fulfilment af
ProEcls

Accounting !
Finapce

Yis, wi have the

capmcily to launch

products abead of
competilons

M, bl we ane
salisfied with the
fexibility of oor

=y slems

A produd mope that
offers valoe for maney
in terms of quality and

price

[nleriuncticnal
ommunications are
dy namic and es=ential
for ormnizational
elfectiveness

Rizsk ! Campliance

s, we oflen lead
the market

P, wee ooften kead the
market

Ciur differentiated
pro<uct range

Legal

Cur innovative
product ranpe

Markeling
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Infiarmation shared among funclions

40 Information =
actively shared
Thromghout the
arpanisalion

41 We eodemvonr Lo
@ther  informmtion
fram:

42 Which af  the
fallowin g stalemenls
resembles the Pow
aof infoemation  in
¥OUr orgniation:

43 Our orgnisslicon:s]
striclure enooumges
stall to wark clscly
with other
deparimeniz

Funcliona linlegration in slrategy
4 This department

adds  wvalue in  the
fallowing ways:

Share resources with alher busines
45 The greatest share of
arpan isalional

TCROUITes have

Ye=, bt
information i
aenerally coscaded

1lap down’

Snbjecis that
specifically affect
aur markel

Information fow is
wertical e liktle
information pesed
between functinns

Mo, each function
apermles quile
independently

It i run effciently
und crganisaticnal
MEsOUrCes o
clfectively
conlrelked

unils

Effciency drives

Wex, exmentially
"Lop dowen” but
information fAows
are Frequently
cross functional

Subjecls that
affeet aur markel
with an emphmsis

an compelilor

activily

InExmmation is
freely availahle
Fetween funclions

Yes, bul usually
for specific
Prokcls

We specifically
tend 1o cuslomer
neetls

Sales

Wew, il is exmential to
infoxrmn. educ wle and
enoble business
develapment
initiatives

Acrrs a broad mnge
of subjects thal moy
ke aif inberest tothe
development of This
arganisalion

Char business dermands
thal informmaticn and
ideas are shared and

cxploned

Y=, it i essential for
clilfective
argan isalional
performance

We have extensive
compelilor knowledge

Praduel 1 Service
delivery

Wi highly adapiable

Product | Service
developmeni

There are strong We ure
working innavative
rehtionzhips
belween
functions
Marketing Resmrch &
Develapment

We hmve
exlensive
markt
knowledge

Develaping
murkel
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Innoation:

s

47

48

irewlh B

49

50

lerdded 10 focus on
the Following:

Within the lmst thres
vaars,  we  have
introdoced  radical
innovalions  in the
fallwing areas Qe
inmew alions
perceived to be new
10 the indusiny

Within the last thres

yaars, we  have
introdoced

incremental
el Lo
inre alicn which

may hmve been used
ar  initiated by
ancther firm

Our or@mnisation i
reau brly the
recipienl of
inmewvalion awards

nlios:

Acyuisition of Mew
Cusiomers in New
M arkek has:

Sales of Existing
products in Mew

Mone

Mlone

M

We have nol
pursued new
cIElamers in new
meukels

We have niol
allernpied bosell
existing products to

Mew methods of
praduction

Mew methods of
praduction

i, we are contenl
1o fallow markel
innevalions

Daeclined
dramatically

Declined
dramatically

Mew ways af
arpan ising

Mew ways al
arpanising

M, bul we erdevaur
to offer innewvalive
praducis

[PBeclined, in real
terms, aver The hsi 3
financial yeurs

[Zeclined, in real
lerms, aver The lasi 3

Mew sounoes of
supply

HMew sounces af

ex, innovalion is 9
mejor part of our
business

Renmsin stalic, in real
terms. aver The lasi 3
financial vears

Fenmin stalic, in real
Lerms. aver The lasip 3

Mew produds

Mew producs

Cirown sbeadily,

in real lerms,
over the Tl 3
financial years

Dieveloped a
healthy market
share in azhirl

Mew services

Mew services

Cirown
quickly overa
shart pericd of

Lime

Cirowen
steadily, in
teal lerms,

kenorw ke ge

Cipening new
markets

Cpening new
markets

Incrensad
dramatically

Incrensed
dramatically
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mrkets hos:
Sales ol Mew
products in Mew
markets bms:

Acquisition of Mew

Coslomers in
Existing  Markets
hixs:

Sales  of  bBxisting
products in Existing
markets hms:

Sales of  MNew
prochucts in Existing
markets bz

new markels

We have nol

allempled bosell
new products o
new markels

W have nol tried o

accuice new
cuzlamers in
exisling markels

Dieclined
dmmatically

We have no
developed new
prxucts far our
existing markets

Declined
dramatically

Declined
dramatically

Dieclingd. in real
termmes, over Lhe lust
3 fAnancial years

Declined
dramatically

financial years

[PBeclined, in real
Lerms, aver The last 3
financial years

[Zeclined, in real
terms. aver The lasi 3
financial yeurs

Remain sialic, in real
lerms. aver The last 3
financial years

[Beclined, in real
Lerms. aver 1he last 3
financial yeurs

financial years

Renmsin stalic, in real
terms, aver The last 3
financial years

Fenmin stalic, in real
terms. aver The lasi 3
financial vears

Cirown gendily, in
real Lerns, aver The
Bist 3 financial years,
primarily thraush the
efforiz af the =alks
farce

Remmin stalic, in real
terms, aver The last 3
financial vears

period of Time

Crrown quickly
over o=hor
period of lime

Cirown steadily.
in real lerms,
over the la=l 3
financial years.

primarily threwogh
the efforis al the
sules foroe

Cirown sbeadily,
in Teal lerms,
over the laz1 3
financial years
bt with the help
of markeling
imitiatives.

Cirevn steadily,
in real lerms,
over the lasl 3
financial years.

primarily throwagh
the efforls af the
sules force
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cwver the hst 3
fimancial years

Incrensed
damatically

Cirown
steadily, in
real lermns,

ower the hst 3

financial years

Cirowen
steadily. in
Teal lerms,

owver the bt &
financial years
bul weith the
help af
marketing
inilialives.

drarmatically

[neremed
dramatically

Incrensed
dmmatically

Cirowen
steadily, in
Teal lerms,

ower the hst 3
fimancial years
bl weith the
help af
murketing
initlinlives.
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57

5H

St it Giroy

=

Lending Girowth o
Mew customers has:

Lending Cirowth o
Exisling oumlomers
hiz:

Deposit Growth 1o
Mew customers has:

Deposit Growth 1o
Exisling oumlomers
ha:

COur departmental
headecunt has:

Dreclined
dramatically

Declined
dramatically

Dieclined
dramatically

Declined
dramatically

Dieclined
dmmatically

Dieclined. in neal

termes, ever Lhe last

3 Fnancial years

Dieclingd. in neal

termmes, over the st

3 Fnancial years

Dieclined. in real

termmes, over the st

3 Fnancial years

Dieclingd. in neal

termmes, over the st

3 fAnancial years

Dieclingd. in real

termmes, over Lhe lust

3 fAnancial years

Remain sialic, in real
lerms. aver The lasi 3
financial yeurs

Remain sialic, in real
terms, aver The lasi 3
financial yeurs

Remain sialic, in real
terms, aver The lasi 3
financial yeurs

Remain sialic, in real
terms., aver The lasi 3

financial years

th rales determing which business area is employing significan! resources.

Remain sialic, in real
Lerms. aver 1he last 3
financial years

Cirown sleadily, in
real berms, aver The
bist & financial years,
primarily throwgh the
effor= af the =alks
farce

Cirown steadily, in
real berns. aver The
st & Financial years,
primarily through the
effor= of the sales
farce

Cirown seadily, in
real erms, aver the
st & Financial years,
primarily throwgh the
effons of the zaks
farce

Cirown steadily, in
real ternes, aver The
hist 3 financial years,
primarily thraugh the
effon= af the =aks
farce

Cirown geadily, in
real berms. aver The
l=1 3 financial years

Cirown steadily,
in Teal lermes,
over the Ll 3
financial yoars
but with the help

of markeling
inmiLiatives.

Cirown steadily,
in real lermns,
over the il 3
Financial years

bt with the help
of markeling

imitiatives.

Cirown sbeadily,
in Teal lerms,
over the Ll 3
financial years
but withthe help
of markeling
inmitialives.

Cirown sbeadily,
in real lermns,
over the Lol 3
Financial years

bt with the help
of markeling

imitialives.

Imcrensed
dramatically

[neremsed
dramatically

[neremsed
dramatically

[neremsed
dramatically

[neremsed
dramatically




Information Systems Challenge

Oiption A Option B

(0] In the kst thres Developing cur Creating,
yous, the of our [T core lechnologies information (o
budget  has  been help us control
invested in: opertions

Gl The principal aim of [¥rive out Fnhance existing
aur =y e organ isational priluct
developments  aver inefficiencies
the last three years
is foe

G2 Clur sy slens Mewver Rarely. as we
developments  allen erdeavour 1o
resull in o number of crenre high levels
manual wark ol opemtional
arvrd: efficiency

[SK] Char syshems Yo, its the basis of - Yes, bul woe allowy
developments  have nrgmnizational a small degree of
helped the efficiency flexbility
arganisalion le
standandised our
rales and
responsibilities:

G Which ol the  Ohorsyslems deliver We have o poad
following stalemenls  existing products in mixof syslemns
fairly reflects your  anefficient manner Lthat suppond
sy=lemn’s  infloence but product exisling product
an product devekpment is line= and
development: sk and expensive innowvalions

G5 Cuar [T staft: Scan the Are only conlacted

enviranmenl for
new lechnoksgies
that woukl facilitate
organ isational
efficiency -

when o sy sens
developmenl is
recuired

Orptiom

A mixlure of core
system enhancement s
and pew lechnokogy

imitiatives

[eliver business
intelli penes

Oeemionally, we have
lex shrike a balance
between the speed of
preduct buanch and
aperalional efficiency
Mo, our staff fulfil
roles thal are
necessarily loomely
defined

(lur sy slems are
highly aduap tive and
fully support produd
innovalinns

Are routinely incloded
in hmines=
communicalicns and
mectin gs:

Cptian I

Creating infarmalion
to enhanoe our
buziness development
mctivities

Improve exisling
delivery channels

Yes. operationally.
we hmve Loy make
operalional zacrifices

Scun the environment
for new bechniologies

1hal would facilitale
praduct and =ervice
innovalicns:
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— e ——
Ciptian B Cipticm | Ciptian G ption H
Lending ed g Accommidati
technalogics thm ng re@a oy
ure Texibke bal reg uiremenizs
ultimmtely

underdeveloped
Intreduce new
delivery channels

Develop new
preducts
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a7

G#

L

Car [T staft are:

Cur technaologies are
the subject of:

Technoksgy Service
Level  Apgreemenis

(SA are breached:
Technoksgy
developments  have
incremsed aur
cumpelitive
advaniage by:
Product like

expeclancy is:

Wadu oble but
replaceable, o= the
technalogies in
operation are well
documented and
subject 1a high
control siandards
Rarcly, if ever, the
zubiject af
comp lainls

Then: are no 5T

in place

Helping to secune
our chosen market

Lang with kow
procuct
develapment
imilinlives

Waluable for their
knewledge bol we
nhways need to
cansider
employving skills
in new
lechnoksgies
Customer

comp lainls

Very rarely

Enabling greater
aperaticnal
efficiency

Blined, o same
procucts will
outlive other: by o
considerable
period of lime

Indizpensable due to
their in depth
knowledge of aur
svalems and
lechnologies

Safl complainls

Oiccasiomal ly

Ensuring thal we keep
pace with the
competilion

Shart with o high

turmever of new
praduoct develspmenis

Repulady
Broadenin g our Developing our
trading envimonment mare
know ledge

Enabling
innew alive
produe
develapments

Hal a factor
far
campelitive
wlvanl e
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Administration Challenge

— — e — —_———————————
Option A Option B Orptiom Cptian I ption B Option F Ciptian G ption H
Flanning
71 Which af  the Plan = Act = Plan = Act = Fvaluate = Act = Phn
Tallowing baesit Fvaluate Fvaloale & (g prolakyping)
describes this Evaluate > Act =
arpam isatkm s Flan
planning precess?
T2 W tend 1o phn by Hislodcal analy sis Competilor Technoksgical M arkel opportunilies
laking apoount of: unalysis advances
73 We bme individoalk  Efficiency tarpels Increased sales (o Technolgy Customer satisfaction Customer M arket
obijectives upon the cxisling cuslomer developments levels acyisition intelligen oo
Tallowin g bimse Larpets
T4 Planning  tends 10 Cost reduction Cluality of service Customer retentian Lrifferentinlion Cuslomer Froduct
focus oo (rank in acquisition mcrjuisilion
arder of
importance):
Slroctunes
75 Which of  the Functional Mloirix Divisicnal
fallawing best
TepTeREnts your
arganisalional
struciure?
T Orgnisational Seldomly Oecamionally Regularly
structore chanaes:
T In  your  opinion. Finanee Ciperatinns Risk & Complinnoe Product Develop ment M arketing
which execulive
posiliores hold  the
misl  power  (mnk
fram 1-5. 1 has most
power)?
Range 10 5 Range 110 5 Ranpe 1o 5 Fange 1 62 5 Range 10 5

Cantres]




TH

=0

B3

Over the kst 3
vaars., our Relailer
Delivery Times
(RIDTT have been:

Over the hst 3
years. aur  fraod
kesses have been:

We regulady review
Capital expenditure
controls

Oiver the bst 3 vears

we have  incremed
the decision making
authority af
ciRlamer facing
staff

Over the kst 3
vaars,  we  have
provided thi

nocessary - M1 1o
incremse the decision
making, authority af
culomer fucing
stafl:

Our execulive leam
are aware of all
apermticnal incidenls
That uffect the
efficiency  of our
apermlions:

Diegisions to reclify
aperalional incidenls
are predominately
made by:

The majrty af
cmployee mles  in
the opemtional o

Improving in line
with expeclations

Dieclined in line
with expeclations

Mo we ahways
retmin light controsl

Ma

Yes, our MI has
been refined 1o belp
mina e ment
control decisions

Y=, in the majority
of instances

Exemutive Mant

Codified in job
descriptions and
bound by

Salic in
CEAMparison
expocied
performance
Remained static in
CEATIArison
cxpecied
perfarmance
Wes, in nocordance
with business
development
recjuirements
Yes, competilion
drives the need (o
bz ever responsive
but with a memsune
of contral

Yes., we have
incremsed Lhe
amxunl ol
information 1o
suppor control
arkl busines=s
development
[murkeling)
decizions
Ma. there are
anfficien] conlmals
in pheoe Lo manage
misl incklenls

Hnr M anma men|

Subject to a
moderate degree
of oodific ation and

Failing Lo impress

[neremsed =leadily

Y, toensure Thai
inmevalion and markel
development is
adequately funded
Ma. our =lrodure hos
ahways encournged
Nexibility and
autonony

Mo, the executive
rarely beoome
engapged in opemtional
incidenl s

*Wes, but mainly 1o
zuppor] madeling |
sl decizions

Line M anagers

Loasely defined with
aJow level af
slroctunil

M woo produoee
sufficient M1

Operational stalt




prechction
enviranmenls are:

Performance appraizal

BG

a7

Plemse  select  the
statemeni= That &
miel appropriate:

Employes
performanee is:

operational
anidelines.

Char stafT ane
appraised according
Lo productivity
Larpets
Mahodically
msessed Lo ensure

standardised
procedures

formalizatian. Farmalisation.
Cur siaff une (rur staff are appraised
uppraised accending to their

according to sales technical prodiciency
Larpets

Ay pocording, Assewscd with
Lo o =et al comp lele manage ment
auidelines with dizcretion

LOME munagenenl
discretion

Cur staff are
appruized wconding
to their narkel
keneay kedpe
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14 Appendix 5 Configuration Questionnaire Functional
Specification

Open Questionnaire

The guestionnaire opers aulomatically at the welcome page (Userform20) The

following function may be found in the ohject Excel Wornkbook:

Private Sub workbook_open()
UserFormd0 . show
End Suhb

Welcome Page

The welcome page (UserForm20) has two command buitons labelled *Enter” and “Choit’.
The "Qruit” button simply closes the workbook - ActiveWorkbook. Close.

The "Enter” button calls a function GolTolForm, which checks fora value incell B15 in
the worksheet *Deciswon Tablke™. I the cell s empty, the respondent & taken o the sian
of the questionnaire in page 1. A valoe in cell B15 signifies that the questionnaire has
been started but may not be completed, as the respondent’s answers are stored in cells
B15 to B101. In this case, the following gquestion i= posed: "Do you want o restone
previous responses?™. 1T the amswer 18 "no’, the responses and associated sScomcs arc

clarcd and the respondent is taken to the stan of the guestionnaine on page 1.

ITthe answer 15 "ves”, the lunction FestoreValues i= called (Module2), which reinstates
the previous nesponses, fromeclls B15 to B101. The function GoTol orm then continues
by opening the approprinie page of the questionnaire o continoe with its completion.
For example, it the respondent returns o complete the questionnaine having completed
the frst len questions, the GolToForm function will open UserForm3 with the previows

respomscs Testoned.
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Example of code:

If Range{"B15") = Empty Then
UserForml.show

Exit Sub

Else
Msg = "Do you want to restore previous responses?” ' pafine message.
ButtonType = whyesNo " pefine buttons.
Title = "Open Questionnaire” " pefine title.
Response = MsgBox(Msg, ButtonType, Titlel
If Response = vhMo Then " User chose "mNo".

Range{"B15:C101") .Cl earContents
UserForml. s how

Exit sub

Else " User chose "ves".
Call Restorevalues
For Each Cell In Range("B15:B20") "0l-6

If Cell.value = Empty Then
UserForml.show
End If
Mext Cell
For Each Cell In Range("B21l:B23") "q7-9
If Cell . Walue = Empty Then
UserForm?.show
End If
qext Cell
For Each Cell In Range("B24:B27") "gl0-13
If Ccell.value = Empty Then
UserForm3.show
End If
Mext Cell

Questionnaire Pages

Fach page of the questionmire has a serics of questions or statements that requine a
mspomse or amwer. The gquestion may have between three (A, B ©) and sewen
respormses (A O) The respondent marks their response by activating the appropriate
Check Box.

When cach page & complete, the respondent has three choices of what o do next:

Camcel & Exar By clicking this command button, the mspondent closes the

gues tonnaire withool saving their responses.

Msg = “vour responses will not be saved. Do you want to proceed?” ' Define
massage.
ButtonType = whyesNo " pefine buttons.
Title = "Close Questionnaira” " Defime title.
Response = MsgBox(Msg, ButtonType, Title)
If Response = whyes Then ' User chose Yes.
Activeworkbook .Close SaveChanges :=False
Else ' User chose No.
Exit Sub
End If
‘HSave & Exit’” — This command button allows the option of closing the gquestionnaire

and saving their responscs.
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Msg = "Do you want to save and close the questionnaire?” " Define message.
EuttnnTyFE = vhYesyo " pefine buttons.
Title = "Close Questionnairea” " Defime title.

Response = MsgBox(Msg, ButtonType, Titlel

If Response = wh¥es Then
Activeworkhbook . Close SaveChanges :=Trua

Else " User chose Wo.
Exit Sub

End If

User chose Yes.

‘Mext” i the thind option, which takes the respondent Lo the next page of questions.

When the "Next” command bullon s chcked, the activated CheckBox 15 converied (o
s comesponding character value, as described above and the cumulative response s

stored in the string Qn Le. if the respomse o question 48 & A and B then Q48 = AR

" Question 48

If UserFormll. CheckBoxd .value
If UserFormll. CheckBox®.value
IT UserFormll. CheckBoxl(.value
If UserFormll. CheckBoxll.value

True Then 48 = "a"

True Then 48 = Q48 + "E"
True Then Q48 = Q48 + "C"
True Then Q48 = 48 + "D

The conmesponding numerical score is sclected fom a decision able via the Excel
HlLookup function The chamcter respomse and numerical response are stored in Qo and
Scome respectively, which ane then beld in appropriate cells in the Decision Table
worksheel, Charncter values are stored in coluomn B (B15:B101) and numerical valoes

incolumn C (C 15001010,

SCore = .ﬂ.ﬁp'l'l cation.worksheetFunction.HLookup{Q4s , Range["l:ﬂ Py, 2, False)
worksheets ("Decision Table™) . Range{ " EG2" 5' value =
worksheats ("Decision Table™) .Range("C62") . value = Sn:nre

The respondent cannol mowve o the next page of questiors until the questions on the
current page are complkle. The ollowing check ensures that the next page on the
gues tionnaire is not displayed until the question has been amswe red:

If Q48 = Empty Then MsgBox “"Question 48 has not been answered”: Exit Sub

These functions may be found as a function in cach UserForm

Final Page of Questionnaire

Question BT is the last question, which is found in UscrForml® and the final or closing

page of the questionnaire is UserForm2].

When the clsing page & activated, a messape box appears thanking the respondent for
compkting the questionmire. Four functiors are ako called to perform caleulations and

chssilications using the respondent’s data:
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Msghox "Thank ywou for completing the gquestionnaire!™
Call Thisworkbook.Definebands

Call ThiswWworkbook.Entrestrength

Call Thisworkbook.EngineeringStrangth

Call ThiswWworkbook.Adninstrength

The fonctiors DefincBands, EntreStrength, EnginceringStrength and AdminStrength
take the respondents data and compare this with stored profiles of the ideal Defender,
Amlyser and Prospector held in the worksheel, Decision Table. These functions are

described in more detail later in this document.

The closing page conlains details of where to send the completed questionnaire and
invites the respondent to key their name and department. It is not compulsory 1o enter
the respondent’s name bul the department name is required. The checks and storing of

the respondent’s details occur when the “Save & Exit’ command button 8 ¢chcked.

If TextBox3.value <= ™" Then
worksheets ("DecisionTable"). Range("B112" ) . value
End If
If TextBoxd.value = " Then
MsgBox "Please enter your department”: Exit Sub
End If
If TextBoxd.value <= ™" Then
worksheets ("DecisionTable"). Range("B113" ) . value
Activework book . Save
Activeworkbook. Close
End If

TextBox3.value

TextBoxd.value

Scoring System

In the introduction to this document, it is stated that organisations are found 1o fall into
one ol four organisational types (Miles & Snow, 1978) ic. Defender, Analyser,
Prospector and Reactor. Miles and Snow profiled these organisations and the questions
in the questionnaire are based vpon these profiles. It is also known from the work of
Doty, Glick and Huber (1993) that Defenders, Analyscr and Prospectors lic along a
continoum but no advice is given as 1o whene the Reactor lies on that spectrum. A
scoring system s thercfone required to enable the chssification of organisations along

the continuum. Conceplually, the continuum will resemble Figune 1.

din Value= |o=al Cledender ldmal Analyser ldeal Frospectar o % al e

Figure 1. ldeal Type Continuum

This means that 10 find an organsation’s position on (e continuum, it is neccessary o

krow the scones for cach point on the continuom.
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There are 87 questions and the responses mange rom a choice of three (A — C) to seven
(A — ) options and the respondent is unmestricked in the number of resporsc

comhimmtions that they can make.

Score 2 b L& A2 & 125
T options M B i D E F i
G options A B C [ E F
5 options A ) o [ E
4 cptions A B [ I
3 options A B [

Table 1. Booring System

The worksheel, Scoring Syslem contains a tabk of response combinations lor all
options in Table 1. Howewer, this table contains mw scores, as normalised scores anc
conlained in the normaliscd scorcs table (cells ALDXLZ) in the worksheel, Decision

Tahle.

The scores weme normalised on the basis that an individual scomne has to be consktent
with all other resporse scorcs. For example, the maximum possible scome & whene a
respondent is offered seven respomse options and sckects themall e A BLC. DV E T &
0. The score associated 1o this wsponse = 24448+ 16+32+644128 = 254, Where the
respomse option s any combination of A, B and C, the maximum scone s 8+16+32 =
56. A three option mesporse score & normalised by taking the wespomse score and
multiplying it by 254/56. This logic is repeated for all response options. This mears that
when a respondent amswers a question, the espomse s allocated a normalised scone via

the mormalised sconcs lable in the worksheel, Decision Table.

Question 77 (Q77) is an exception, as it has its own scoring system. Q77 is a question
aboul an organsaton’s guding coalition or power structure. The question 15 asked, In
your opinion, which executive positions hold the most power (rank from 1-5, 1 has most
power)? The response. in this case, rmy be any numerical combination involving the
numbers | to 5 but a number cannot be repeated. There are 120 possible combinations,

which bave been sorted into ascending order and scored from 2 1o 254,
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Analysing Resulis

Orne of the key objectives of the questionnaire is to take the espondents score and place
the profile of that organisation on the continuum illustrated in Figore 1. Until noow, the
aim has been to classify an organisation inlo Defender, Analyser and Prospector but the
proximity of the subject o any one of the ideal types & an indication of the
organisaton’s ellectiveness as a Delender, Analvser or Prospector. Accordmgly, the
continuum has been divided into subscctions in order 1o refine the classifications. For
cxmp ke, an organisation close to the weal Delender score will be a *Strong Delender’,
while an orgamisation with a score closer o the minimum score will be a “Failing

Delender”. The subsections are delined more fullv in the next section
High Level Analysis

The ahility to analyse results is wholly dependent upon defining and scoring the Ideal
Defender, Analyser and Prospector. In accordance with the profiles offercd by Miles
and Snow (1978]), the questionnaire was completed for the ideal Defender, Amlyser and
Prospector. The scomes have been retained and stored inocells B14:M101 in the Decision
Table worksheet. The maximum and minimum valves are also stored o define the

boundaries of the continuom.

The ol scone for cach organisation type is stored in line C102, including the subject
oreanisation. When the questionnaine & complele and the respondent enters the closing
page, function DefincBands is called. This function is stored in ThisWorkbook and it
divides the distance between Minimum Score and ldeal Defender, Ideal Delfender and
ldeal Analyscr, Ideal Analyscr and Ideal Prospector and Ideal Prospector and Maximom
Scome into six equal parts respectively. These subsections hawve been libelled

accorndingly and so the continuum now looks like this:

kal I. + al ax
H 1 | r 1
Falmg | Comsrvaine | Smg Fmmrag sdemder! Casiom Sy |tarpasg AemhyeTr! T | Arabsioms ]hl.h.
Haor Colarghe Doy [ E Difomcler A vy AmhymT daahar ETEL - Praprocy Frospeo PERETEN Fraprcn P Hanccr

Mote that while the distance between the ideal profiles was divided into sixths, some sub

groups arc comprizsed of two sixths, The actual band stroctune is as follows:
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varl = (Dval - einval} £ 6 ' owal is the Ideal pefender score
var? = (aval - wal) f 6 ‘aval dis the Ideal Analyser score
wvard = (Pval - aval) / 6 ‘Pval is the Ideal Prospector score
vard = (Maxval - Pvally /& ' Minval and Maxwval are the min and max scores
Bandlval = sinval + {varl = 23 "‘Defines bkands for classification
BandZval = Bandlval + (varl @ 2]

Band3ival = BandXval + varl

Bandd4val = wal + var2

Bandival = Banddval + var?

Bandeval = Bandival + (var2 @ 2]

Band?val = Bandéval + var?

Banddval = Aval + var3

Band9val = Band&val + varl

Bandldwval = Band9val + (var3 * 2]

Bandllval = Bandldwal + var3

BandlZval = Pal + var4d

Bandlival = Bandl2val + vard

Bandl4val = Bandlival + (vard ¢ 23

Once the bands have been defined the total score of the subject organisation is classified
and named incell B106 of the Deckion Tabk worksheet, Example of code:
If gval < Minval Then "This section classifies the
organisation
Range("Bl06™).vwalue = "Quest not complete"
ElseIf Oval == Minmval and QWal <= Bandlval Then
Range("B1l06").vwalue = "Reactar"
ElseIf gval = Bandival And oval <= Band2Wal Then
Range("B1l06").vwalue = "Failing Defender”
ElseIf gval > Band2val And oval <= Band3val Then
Range("Bl06™).value = "Conservative Defender”
ElseIf Oval = Band3val And Qval < Band4val Then
If gval = Dval Then
] Range("2106™).value = "perfact Defender”
Else

Range("B106™).value = "Strong Defender”
End IF

Lower Level Ana lysis

Miks and Snow (1978) in their amlysis of organisational types, stated  that
oreanisatiors must be consistent in their approach o dealing with their entreprencurial,
information systems and administmtion challenges. The entreprencurinl challenge
represents the orgamsation’s e fforts 1o bring poods and services profitably to its chosen
markel. The information systems challenge relates o the systems that the organisation
adopts and the systems dewelopment cthos. The administration challenge s the
mamgemant of the organisaton’s nernal  support structure and  functioml

dependencics.

Fach of these challenges has 1o be managed in a way that is muotoally supportive and
comistent. The questionmire has [fty-nine questions associated o the entreprencurial
chillenge, ten questions dealing with the information syslems challenge and cighleen
guestions focwssed on the ad ministration challenge. The scoms for the entreprencurial,

information systems= and administration challenges have heen caleobited for all
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oreanisatioml types and the sobject organkation. This ensures that the same logic can
be vsed o classify the organisation according to the way that it deak with cach of the

chillenge s

The code for managing this lower lewvel amalysi & contmined in the Functions
EntreStrength, EnginceringStrength and AdminStrength. The coding for the groups s
summarked belw and see Appendix 6 for the Entreprencurial, Information Systems

and Administation scores continuwm.

Entreprencurial Challenge

Entvarl = (DEmntv¥al - MinEntwvall) / 6 "oiwvides dist hetween min
guestionnaire resp and Ideal Defender walue intoc & equal parts

Entvar? = [(AEntval - DEntvall) / 6 'Fivides dist between Ideal
pefender and Ideal aAnalyser walde into 6 egual parts

Entvar3i = (PEntval - AEntvall) / & 'Fivides dist between Ideal
Analyser and Ideal Pruﬁqectur value into 6 egual parts

Entvard = (MaxEntval - PEntwal) / B 'Fivides dist between Ideal
Prospector and Max guestionnaire walue walue into 6 equal parts

EntBandl = MinEntval + (Entvarl = 2) "‘Defines bands for classification

EntBand? = EntBandl + [(Entvarl = 23}

EntBandi = EntBand2 + Entwvarl

EntBand4 = DEntval + Entvar2

EntBandi = EntBand4 + Entvar2

EntBandé = EntBand5 + Entvar2

EntBand? = EntBandé& + Entvar2

EntBand8 = EntBand? + Entvar2

EntBand% = AEntval + Entvar3

EntBandld = EntBand% + Entvar3i

EntBandll = EntBandl0d + Entvar3

EntBandl? = EntBandll + Entvar?

EntBandli = EntBandl? + Entvar3

EntBandld4 = PEntval + Entvard

EntBandl% = EntBandi4 + Entvard

EntBandlt = EntBandl% + (Entvard = 2)

Example of Classification Code:

If QEntval <« MinEmtwval Then '"This section classifies the organisation
Range("Bl07").value = "Quest not complete"
ElseIf QEntval == MinEntval And QEntval <= EmtBandl Then
Range("8107").value = "Reactar"
ElseIf QEntval > EntBandl And QEntval <= EntBand? Then
Range("Bl07").value = "Poor Entreprencsurial Score™
ElseIf QEntval > EntBand? And QEntval <= EntBand3 Then
Range("B1l07").value = "Very Conservatiwve Entrepreneurial Score”

The classification name is beld in the cell B1O7 in the Decision Tabk worksheet.
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Information Systems Cha llenge

Engvarl = {(DEmgval - MinEngwall [/ 6
Engvar? = (AEngWval - DEng¥all / &
Engwvar3 = (PEmgval - AEngWall) [ 6
Engvard = (MaxEngval - PEngvall / 6
EngBandl = sinEngval + (Engvarl * 2) ‘"Defines bands for classification
Engkand? = EngBandl + (Engvarl = 23
EngBand3 = EngBand2 + Engvarl
Engkzand4 = DEngWal + Engvard

EngBand5s = EngBand4 + Engvar2
EngBandé = EngBandi + Engwvar?
EngBand? = EngBandé + Engvar2
Engkandfd = EngBand? + Engwvar?
EngBand% = AEngval + Engwvar3
Engiandll = EngBand% + Engwar3
EngBandll = EngBandl0 + Engvard
EngBandl? = EmgBandll + Engvarl
EngBandl? = EmgBandl? + Engwvard
Engkandld4 = PCngwWal + Engwvard
EngBandly = EngBandl4 + Engvard
EngBandlt = EmgBandl% + (Engvard *= 2)

Example of Classification Code:

If gQEngwval = MinEngWal Then
Range("Bl08™) .value = "Quest not complete"
ElseIf QEngval »= MinEngval And QEngV¥al <= EngBandl Then
Range( BL0&™).walue = "Reactar"
ElseIf QEngval > EngBEandl And {Engval <= EngBand2 Then
Range( BLl08").walue = "Poor Engineering Score”
ElseIf QEngval > EngBEand? And QEngval <= EngBand3 Then
Range( BLO&™).vwalue = "Wery Conservative Enﬂineering score”
ElseIf QEngval > EngBand} And {Engval < EngBand4 Then
If QEngval = DEngval Then
] rRangel "B108"}.value = "Perfect Defender”
Else
Rangel "B108"}.value = "Efficient Systems"
End If

The classification name is beld in the cell B10® in the Decision Tabk workshecl

Administration Challenge

adminvarl = (Dadminval - ®inadminval) £ 6
Adminvar? = (Aadminval - padminval) / 6
adminvar? = (Padminval - Asadminvall / 6
Adminvard = (Maxadminval - Padwinvall) / &

"pefines bands for classification

AdminBandl = MinAdminval + (Adminvarl = 23
AdminBand? = AdmwinBandl + (adminvarl # 23
AdminBand? = AdminBand? + Adminvarl
AdminBandd = Dadwinval + adminvar
AdminBand? = AdminBand4 + Adminvar?
AdminBandé = adwinBand5 + Adminvar?
Admingand? = AdminBandé + Adminvar?
AdminBand® = adwinBand? + Adminvar?
AdminBandd = asdminval + Adminvar3
Admingandll = AdwinBand9 + Adminvar3
Admingandll = AdminBandl0d + Adminvar3
AdminBandl? = AdwinBandll + Adminvar3
AdminBandl? = AdminBandl2 + Adminvar3
AdminBandl4 = Padminval + Adminvard
Admingandl? = AdminBandld4 + Adminvard
AdminBandls = AdwinBandl% + (adminvard & 2)
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Example of Classification Code:

If Qadminval < MinadminWval Then
Range("B1097) . value = "Quest not complete”
ElseIf Qadminval == MinAdminval and Qadminval <= Admin2andl Then
Rangel "B109"} . vwalue = "Reactor”
Elself Qadminval = AdminBandl and Qadminval <= AdminBand? Then
Rangel"B109"}.vwalue = "Poor Admin Score”
Elself Qadminval = AdminBand? and Qadminval <= AdminBand3 Then
rRangel"B109"} . vwalue = "Very Conservative Admin Score"
Elself Qadminval = AdwminBand3 And Qadminval < AdminBand4 Then
If Qadminmyal = Dadminyal Then
] Rangel "B109"} . value = "perfect Defender”
Else
; Rgnge["ﬂlﬂg"].value = "supports defensive structura”
End I

The classifcation name is beld in the cell B109 in the Decision Tabk worksheel



15 Appendix 6 Configuration Continua Examples

Entreprencurial Score Continuum
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Entreprensurial Cormiruum
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