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Strategic IT Planning for
Public Organizations: A Toolkit

Adegboyega Ojo, Bimal Pratap Shah
and Tomasz Janowski

Abstract

This report serves as a toolkit to guide Infornmatibechnology (IT) Managers in carrying out
strategic IT planning in government organizatiomis. presents process models and detailed
descriptions of the various activities and taskolived in a typical IT strategy exercise in public
institutions. The report begins by explaining ttenaept of strategic planning and why it is an
important exercise in achieving organizational-ligrament. Next, it reviews different models for
strategic planning and subsequently presents aiggmecess model for Strategic IT Planning guided
by a set of principles. Later, the report describash step or activity of the IT Strategy Process i
sequence. For each activity, it provides: overvidihe step, required inputs, expected output&stas
lists and process diagram, supporting tools, relagesks and general remarks. The strategy
development activity is based on the Balanced $eodetechnique. As tool support for the strategy
process, a set of templates and a strategy managsofevare system which manages elements of IT
strategies resulting from strategy activities hiagen developed.
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Strategic IT Planning Toolkit — Section 1: Introdudion 1

1 Introduction

This section contextualizes the IT strategy proaesise overall development and application ofiT i
government organizations. It begins with an expl@m of the business of government and nature of
public values as a basis for characterizing the afs€l in the public sector. Next, the section
discusses why IT requirements for public sectordifferent from those of private organizations. The
importance of strategic planning in general andtsgic IT planning in particular is later explained
The section also explains the relationship betwideand organizational strategies, before closing
with an explanation of the usage scenarios fotdbkit - by individual government agencies and the
whole-of-government.

1.1 IT and Public Organizations

The business of government broadly covers the dpuednt of public policies (laws and regulations),
delivery of public services and infrastructure (coom good) and maintenance of social order and
security [6]. The performance or effectiveness afoaernment organization is linked to how well
public values or benefits are delivered in the alpgiolitical and economic spheres. It also meabkure
in terms of the degree to which the core missiah @iganizational goals are met. The production of
public value entails the conversion of core resesire human, information (or IT), organizational and
financial; to support the internal processes, dicadivery of services to the public and general
interactions with stakeholders [1][8]. We expduttappropriate use of resources in carrying out
internal processes should produce concrete resultie public (e.g. increased customer satisfactio
and fewer complaints from public) and the orgamizatitself (e.g. better control, oversight and
planning capabilities). Customer results in patéicghould lead to the attainment of some strategic
policy outcomes - for instance, improved home sgcuwr more responsive government. Figure 1
below outlines the value chain for a typical puldiganization. Detailed discussion on public value
generation can be found in [7].

—

ﬁ Achieving strategic outcomes
Organizational Customer
Results Results

ﬁ Getting result=from processes

Public Services Collaboration Support Other Services

Services Services

ﬁ Using resources

Human l Infomation ' Organizational ' Other Assets

ﬁ Converting resaurce

Finandal

Figure 1:Value Creation Process in Public Organizations
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Strategic IT Planning Toolkit — Section 1: Introdudion 2

The focus on the strategic value of IT in the pubkctor has grown with the popular acceptance and
adoption of the new public management (NPM) apgdrpdice Internet and particularly electronic
governance by governments. Today, IT constitutemaor strategic resource in any modern
government enterprise. However, the capabilitiem@asuring and optimizing concrete public values
and benefits from IT investments by governmentsttilimited, unlike in the private sector.

While the private sector provides significant exg@ece and know-how on value creation from IT for
strategic purposes, transferring such experiercggemerally not straightforward or at least direct.
Reasons for this challenge include the differennehe nature of public and private organizations,
their IT needs and mechanisms for effecting andapiuy the necessary organizational changes
associated with effective IT exploitation [1]. Hostance, public-sector organizations largely remai
bureaucratic — vertically organized, with very highed for complex collaborations between its
employees across departments and organizationtd [&)i However, private organizations largely
operate more flexible, horizontal, network-orienttductures empowering employees as decision-
makers.

The IT needs of public organizations differ fronodk of private sector organizations in many
aspects, including planning approach, environmentdnsideration, cross-organizational
requirements, political consideration, role of catijon, target users and constraints of legistatio
and supervision. Some of these differences ardigigbd below [1]:

1) Planning approach — incremental rather tharstiolor rational IT planning processes is required
for developing Public Management Information Syst¢RPMIS).

2) Cross-organizational requirements — PMIS marsageed to consider more cross-organizational
issues due to the intrinsic and complex interdepeoe of government organizations, than their
counterparts in private sector.

3) ICT resources acquisition — criteria for evallugtand acquiring IT resources for PMIS are
different from those used in traditional Informati8ystems in private organizations.

4) Political considerations — extra organizatioaatl technical factors such as political factors are
considered in IT-based solutions in public orgatihre.

5) Competition — IT capabilities are not typicatijanneled towards competitiveness in the public
sector unlike in the private sector where competits a primary strategic target.

6) Target Users — IT-enabled services in publi@pizations are used by a large number of users —
possibly the general public. Unlike private orgaiiians, government seldom limits its field of
action.

7) Supervision — public agencies are usually supedvby external bodies (oversight agencies),
private citizens and peer agencies. This raisesfgperganizational and functional requirements
such as production of specific reports in somedif@mats. These obligations are not typical of
private organizations.

In addition, administrative and business processepublic organizations strongly depend on
legislations. IT-enabled services implementing ¢hedes in government are affected by changes in
regulations. Information systems in private orgation are typically not closely tied to government
regulations operationally and do not have to eviiheir behaviors frequently [6].
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Strategic IT Planning Toolkit — Section 1: Introdudion 3

The IT environment for public organizations typlgahcludes [3] [4]:

o ICT infrastructure — hardware and networking infinasture and system software at the
agency

0 Supporting systems — consists of productivity taois applications supporting core support
services (or processes) such as human resourcegemeat, knowledge management,
planning, project management, help desk managemitent,

o Back office applications — PMIS supporting busingsscesses and operational activities

o Electronic service delivery technologies — techgme deployed for the delivery of electronic
services to the public through channels such as kiesk, phone and mobile devices

1.2  What s Strategic IT Planning?

For any organization to derive strategic valuethashort-term, mid-term and long-term from its IT
investment, a sound IT strategy is required. Sdckttategies are outputs of strategic IT planning.
Unlike tactical or project plans which focus onaletd operational, day-to-day actions; strategic
planning in an organization involves making decisicabout desired future outcomes, how the
outcomes will be achieved and how success will bagured and evaluated [16]. Strategic planning
is an overall planning process which essentialvjoles answers to questions related to: the igentit
of the organization, the existing capacity, therent situation and the problems to be addressed, th
critical issues requiring response and how resewshbeuld be prioritized and allocated [13]. Strateg
planning horizons are typically between 3 to 5 geaith the possibility of periodic (usually annual
reviews.

Strategic IT planning establishes a clear visiod areasurable objectives for the use of IT in an
organization, prescribes strategies to achieve \lE®n with the knowledge of the available IT
capabilities and opportunities, provide measuresticcess and possibly suggests concrete initsative
for implementing the developed strategies. It impso key stakeholders’ understanding of IT
opportunities and limitations, assesses currerfopeance, identifies human resource requirements,
and clarifies the level of investment requiredaggic IT planning generally serves as a mechanism
for managing and directing all IT resources in hvith organizational strategies and priorities [22]

The need for strategic IT planning in a public aiigation could be triggered by an anticipationaof,
reaction to major strategic initiatives - such ef®rmms or reorganization programs. It may also be a
response to doubts about the return on IT invedsn@erception of poor IT organization or unclear
direction for IT by users and core business urfith® public organization.

1.3 IT and Organizational Strategy

Implicit in qualities of an effective strategic pllan is the direct support it provides for orgatimas
mission, strategies and activities [12]. In geneFalstrategies must be aligned with organizational
strategies. Strategic IT alignment enables IT fgosut business strategies, and business strategies
leverage opportunities generated by IT strategds $trategic IT alignment is an organizational
learning process that combines business and IT lealg® to support business objectives [10].

Senior management in private organizations gerehsiders investment in IT as potentially

strategic to business success [21]. This positforsupported by research results in Information
Systems which suggest that achieving strategic@l@nt between business and IT is essential to
improving organizational performance [15].
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Strategic IT Planning Toolkit — Section 1: Introdudion 4

Specific results from a strategic IT alignment tti include [18]: direct IT support for the
achievement of business objectives; proportionaieiase in IT expenditure; delivery of IT services a
competitive cost; improved business productivityd acustomer experience with increased IT
investment; availability of proper processes; pcastand controls; managed business and technology
risks; development of professional competencestawice delivery and continuous performance
improvement by exploiting organizational knowledge.

A sound strategic IT planning process is expetdegliarantee strategic IT alignment.

1.4  Using this Toolkit

This toolkit is designed and written for IT praiditers in government or public organizations, as a
detailed guide (or reference for experienced IT agans) for planning and implementing strategic IT
planning. Secondly, the toolkit provides a framekvfar developing specific standards for Strategic
IT planning in government or public agencies. Thirdhe toolkit could serve as a courseware for
strategic IT planning.

Aceptus]

wctiom — carm i c

al
@
)

=]

tm

CEsS

ePrc

Plaan ng th

Figure 2:Toolkit Map

As a manual, the toolkit provides detailed inforimaton each step of the strategy processes with
clear instructions on implementation of these stgactice guidelines) and how to use available
supporting tools. As a framework for developingdfie standards, the toolkit specifies core set as
well as optional activities for the IT strategy pess. As a courseware, it provides an overall ggoce

model for strategic IT planning, and sub-procedeesall major process steps with reference to
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Strategic IT Planning Toolkit — Section 1: Introdudion 5

relevant tools. The discussions on the conceptaaddwork and specific techniques for process steps
also make the toolkit a useful courseware. Thealverganization of the toolkit is shown in Figuze
below.

To support the use of this toolkit, a set of tertgdehave been developed to be used in implementing
major steps of the IT strategy process. The templ&trategic IT Planning for Public Organizations:
Templates” is available from the Outputs page gi:Megov.iist.unu.edu. A Strategy Management
System has also been developed to support theaggnweht, management and strategic alignment of
IT strategies based on the framework presentetientdolkit, which is also available through the
Outputs page at http://egov.iist.unu.edu.

The toolkit is made available publicly under thee@live Commons Attribution-Share Alike 2.0
Generic License Please see http://creativecommiscenses/by-sa/2.0/ for more information on
the toolkit license.
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Strategic IT Planning Toolkit — Section 2: Strategt IT Planning Process 6

2 Strategic IT Planning Process

This section explains the overall IT strategy pescer framework. A conceptual framework is first
provided to guide the development of the procesge Tonceptual framework considers generic
strategic planning models and identifies the egslesteps of a strategic planning activity. Next, a
generic IT strategy process model is presenteddbaise set of guiding principles and requirements.
Following this, the overall implementation framewdor the generic IT strategy process is explained.
Prescriptions for concrete process implementatiom guided by — the Control Objectives for
Information and related Technologies (COBIT) IT ®mance Framework, Balanced Scorecard
method, and the Logic Model for planning and eviadura Available tools for supporting the overall
IT strategy process are also identified.

2.1 Conceptual Framework

Planning is a management activity involving thei@pétion or specification of some future needs,
deciding or selecting strategies and proceduresidet these needs, informed by the analysis of
internal and external information on an organizatim essence, planning chooses who, what, how,
and where with respect to the attainment of a ddafe formally, planning is a formalized procedure
to produce articulated results in the form of aegnated system of decision [16].

A strategy is a long term plan of action affectthg overall direction of an organization. It islarp
from which other plans like detailed operation@ns can be developed.

Strategic planning is a disciplined effort to proddundamental decisions and actions shaping the
nature and the direction of an organization. ltaicontinuous and systematic process in which
decisions are made about intended future outcoBes (year horizon) how the outcomes are to be
accomplished (based on the analysis of internahluiifes and external trends) and how success is
measured and evaluated [16].

2.1.1 Strategic Planning Models

Several process models have been proposed andarsstategic planning. Eight of these models
are briefly explained below with emphasis on tlgéstinguishing features:

1) Model A - specifies the following four features fa typical strategy process [14]: providing
detailed ac-count of the entities in an organizatmd their interaction with the environment,
addressing the allocation of resources (capitbbiand capacity), focusing mainly on long-term
issues, but not neglecting short term issues witlgdterm consequences, involving middle-to-top
level management and executive decision makerss frfadel does not prescribe a particular
process, but identifies important properties cdtsiyy processes.

2) Model B - identifies six major phases for a strgtggocess [13]: planning the process;
understanding the context; vision, values, and iotisdiscussion; review of strength, weakness,
opportunities and threats, discussion of strategitons and goals; and organizational structure.
This model emphasizes the need to plan the stcapémining process, involve the stakeholders in
establishing and agreeing on the context — exigmglems and issues, for the planning exercise.

3) Model C — describes a seven-step process [11]:ionissision, critical success factors,
assessment of the present, strategic objectiveg;dand action plan. This model is differentiated
from most of the other models reviewed here in seofithe inclusion of identification of strategic
imperatives or critical success factors and devatoy of tactics from strategic objectives.
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Strategic IT Planning Toolkit — Section 2: Strategt IT Planning Process 7

4) Model D - specifies the following steps [16]: pln plan; mission, goals and values; strategic
objectives; external analysis; internal analysisategic options; strategy selection; strategy
implementation and strategy control. This modeludes the analysis of external environment
and also indicates the need to plan the stratemyeps.

5) Model E - includes the following as follows [16pr@ement on planning effort; identification and
clarification of political and statutory mandateievelopment and clarification of mission and
values; external environmental assessment, integngironmental assessment; strategic issue
identification; strategic development; and visidnsaccesses. This model like Models B and D
indicates the need to plan the process. It alsdliglifs the need for identification and
clarification of political and statutory mandates-point more relevant to public organizations
than private ones.

6) Model F - suggests an eight-step process [16]: f@gplan; mission, goals and values; external
needs and trends assessment, strategic objectiwgspme measures; strategic priorities;
strategies; and performance feed-forward. This inigdeesry similar to Model D, but indicates a
clear specification of the expected outcomes.db @hcludes a step that allows a comparison of
actual organizational performance and planned dagtaonal performance (feed-forward
performance) in previous strategic planning cydfesrder to reinforce positive strategies and
abandon negative ones.

7) Model G - presents a seven-step process [16]:ionissf the organization; current demand
system; current response system; future demanérsystesired future state; action planning;
feasibility; cost-effectiveness and consequenceactibn. This model is a stakeholder-centric
planning model which develops strategies by examgirthe current demand from stakeholders,
how the organization is responding to these demamdsthe projected demand system. Like
Model F, it includes a step for clarifying expectadcomes.

8) Model H - consists of the following steps [16]: gé@mulation; environmental analysis; strategy
formulation; strategy evaluation; strategy impletagion, and strategy control. Unlike most
models, this model includes a step for specifyiog/ implemented strategies will be monitored
and controlled.

Table 1 provides a summary of the eight planningehs

2.1.2 Generic Strategy Process

Almost all process models considered agree onribkidion of the following steps in a strategy
process:

1) Specification of mission, vision, desired futuratstor outcomes;

2) Assessment of internal and external environment;

3) Development of strategies and

4) Specification of tactics or initiatives to implentestrategies.

Establishing a plan for the strategic planning\atgtito clarify the purpose, constitute the strgteg
team, obtain commitment from stakeholders on caaipmer, participation and resources is essential
particularly in the context of public organizatior@larification of political and statutory mandates
would also be a useful task in the preparatory @lafishe planning process.
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Strategic IT Planning Toolkit — Section 2: Strategt IT Planning Process 8

Table 1: Strategic Planning Models

Model A Model B Model C Model D
1) detailed assessment 1) planning 1) mission 1) plan to plan
2) resource allocation 2) understanding context | 2) vision 2) mission, goals and values
3) long-term issues 3) vision, values and mission3) critical success factors 3) strategic objectives
4) top manager involvement | 4) SWOT analysis 4) assessment 4) external analysis

5) strategic options 5) strategic objectives 5) internal analysis

6) organizational structure | 6) tactics 6) strategic options

7) action plan 7) strategy selection

8) strategy implementation
9) strategy control

Model E Model F Model G Model H

1) agreement on planning effortl) plan to plan 1) mission of organization 1) goal formulation

2) clarification of political and | 2) mission, goals and values$ 2) current demand system 2) environmental analysis
statutory mandate 3) external needs and trends3) current response system | 3) strategy formulation

3) clarification of mission and | 4) strategic objectives 4) future demand system 4) strategy evaluation
value ' 5) outcome measures 5) desired future state 5) strategy implementation

4) :)é'[seergsrlneer:]\tllronmental 6) strategic priorities 6) action planning 6) strategy control

5) internal environmental 7) strategies 7) feasibility

assessment 8) performance feed-forward

6) strategic issue identification
7) strategic development
8) vision of success
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The inclusion of tasks that enable the managemmhtantrol of developed strategies in the planning
process should also be useful. In addition, thditahb leverage data generated from previous
planning cycles (performance feed-forward) in thecpss should result in a more intelligent planning
process.

We include two basic additional steps to the ihfoar steps identified above:

1) planning the process

2) strategy control

Consequently, the generic strategy process wilude the following six steps: planning the process;
specification of mission, vision, desired futuratstor outcomes; assessment of internal and ekterna
environment; development of strategies; developneértaictics or initiatives; and strategy control.
For simplicity all process models have been enutedraequentially (e.g. in Figure 3). In practice,
these processes seldom proceed in linear or segjusanner due to the need for iterations over some
steps and feedback loops.

Figure 3:Generic Strategy Process
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A simplified but representative process for strimteglanning is provided in Figure 3. A
comprehensive plan for the whole process and tleessary commitment is first secured by the
strategy team. In the strategic framework taskntiesion of the organization or project is estdias

or clarified, and the vision, desired future outesnmand goals are specified. Major stakeholders are
also identified in the strategic framework phasdclwhdrives the whole planning process. While
developing the strategic framework, a detailed essent of the internal and external environment of
the organization (with respect to the purpose ef filanning exercise and goals) could commence.
The outcome of the assessment and strategic frarkeplvase provide input for the strategy
development phase. The strategy development phasalvés carrying out SWOT analysis,
identifying critical success factors, and develgpirlevant set of concrete strategies to achiete se
goals in view of constraints and opportunities.

Concrete initiatives are defined from the develomtthtegies as an implementation plan. A
framework for measuring performance of initiativasd projects (resulting from initiatives) is
developed in the strategy control phase to prowndeessary feedback information for strategy
evolution and management. The output of the styategtrol task is one of the inputs to the strategy
development process.

We specialize this process for strategic IT plagnmthe next section.

2.1.3 Strategic IT Planning Process

A strategic IT planning process aims to producestfategies, concrete IT initiatives and projects to
support organizational needs in order to delivemceete values to stakeholders. It involves the
development of a strategic IT plan that satisf@spfoperly aligns with) the business requirements.
The strategic IT plan is also required to sustaid extend organizational strategy and governance
requirements while being transparent about benefitsts and risks [22]. Specifically, a stratedic |
plan in a public organization is expected to prevaghswers to following questions:

o How will IT deliver value to citizens and businesy the public at large?

o

How will IT support the internal business and adsimative processes towards operation
excellence?

How will IT enable the collaboration of the pubticganization with others?

How will IT support compliance with regulations goming the public organization?
How should IT financial be used?

How will the required IT skill and competences logu@Ered?

How will the IT infrastructure be further developaadd more optimally utilized?
How will IT manage operational risk and ensure bess continuity?

How will IT maintain the security of information?

How will the contributions of IT to the businessibeasured?

O O O o o o o o o

What structural changes (or organizational changes)equired in the IT organization and
the larger organization for value creation and @nestion?

In line with the generic process presented in 8recH.1.2, the important features (or underlying
principles) for an effective strategic IT plannipigocess is described below:
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P1. Strategic alignment — strategies developedugtrothe process should explicitly support
organizational strategies. For instance, IT stiagegre expected to support any ongoing reform
and restructuring activities in government orgatiiaes. Therefore, resulting IT strategies should
be closely aligned with public sector modernizatma reform programs. Alignment necessitates
the involvement of stakeholders that are outside Ith organization in the overall planning
process, particularly participants from the corsibess and support units within the organizations
as well as other central entities involved in modgtion and continuous process improvement.
A strategic alignment process would include BusA@salignment, IT-Business alignment and
stakeholder analysis.

P2. Avoiding strategy gaps — process should mirémizeliminate the gaps in the resulting strategy.
Strategy gaps created through the absence of supgpor complementary strategies necessary to
realize a strategy. For instance, the absenceaaikgtes to ensure the availability of human and
financial resources in an IT strategy creates &eqy gap. The inclusion of strategic alignment
steps in the overall strategy process significar@fjuces strategy gaps. Strategy gaps can also be
reduced by ensuring that dependency relationshepsden the strategies are explicitly specified
through mappings.

P3. Clear measurement framework — the IT strategggss should produce measurable strategic
objectives with clear specification of measures tangets. The metric allows for the management
and control of strategies during implementatione Various targets associated with the objectives
provide concrete benchmark for the IT organizatiod a basis for revision of the strategies.

P4. Support for core areas — process must ensateddveloped strategies support all the major
aspects of the IT organization, for instance, astene strategy is expected to be specified for
optimizing financial resources keeping up with tealogy changes and enabling internal business
units leverage appropriately, supporting the dejivef public services to customers, satisfying
regulatory requirements, improving internal IT pFeses and developing the structures and
processes for IT governance. In addition to thesad categories, a number of specific issues
considered critical by Chief Information Officer€lQ) have been identified as follows
[24][25][26]:

o Security and risk management — making provisioddtermine the current level of security,
creating scenarios to deal with uncertainties afitibating risks. It also includes defining
appropriate security standards for the organizatimhensuring business continuity planning.

0 Identity management — establishing correct identityusers to enable improved service
delivery, public safety, and interoperability.

o Information management — enable improved managemimformation and knowledge
sharing within the organization to support knowledigiensive decision processes and
activities.

o0 Procurement — establishing an efficient processafaquisition of IT assets, products and
services.

0 Integration and interoperability — support the skessiexchange of information between the
agencies in the delivery of one-stop or integratadices.

o Shared services — developing generic services Ifabmvation with other agencies in
implementing core business patterns.

P5. Foundations for Enterprise Architecture — tlmec@ss must provide the necessary input and
foundations required to build a comprehensive IGhéecture, consisting of specifications of
processes; people; technology — network, hardwade saftware; and strategic objectives and
values for the organization.
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P6. Support for IT Governance - process shouldcthiresupport the continuous development of
structures and processes towards the developmamtmanagement and control of IT resources
in the agency.

P7. Addressing the budgeting constraints — trafiicbudgeting is a periodic process whereby
organizations define their forward operational exgiures and forecasted incomes — a top down
process. Several limitations have been identifiedtgets constraint responsiveness and flexibility
often constitute a barrier to change. Budgets arely strategically focused. Most budgeting
practices strengthen vertical (command and conswul)ctures and do not support emerging
network structures, consequently reinforcing depantal barriers rather than knowledge sharing.

P8. Support for Electronic Governance — we finabnstrain an IT strategy process in a public
organization to ensure that resulting strategiesl@nnitiatives directly support the development
of e-governance.

The development and implementation of the IT stpaterocess is expected to satisfy the
requirements for the IT Governance Institute’s (INCGevel 3 (Defined) maturity level for strategic
IT planning. The ITGI's five stage maturity modedrfStrategic IT Planning Process is briefly
described below [22]:

0 - Non-existent: Strategic IT planning is not penfied. There is poor management awareness that IT
strategic planning is needed to support agencysgoal

1 — Initial or Ad-hoc: The need for strategic ITaphing is known by IT organization and agency
management. IT planning is performed on an as-mkddesis in response to specific business
requirements. Strategic IT planning is occasionaligcussed at IT management meetings. The
alignment of organizational requirements, applaai and technology takes place reactively rather
than by an organization-wide strategy. The stratdgk position is identified informally on a proje
by-project basis.

2 — Repeatable but intuitive: Strategic IT plannmghared with agency management on an as-needed
basis. Updating of the IT plans occurs in respdasequests by management. Strategic decisions are
driven on a project-by-project basis without cotesisy with an overall organization strategy. The
risks and user benefits of major strategic decgsime recognized in an intuitive way.

3 — Defined: A policy defines when and how to perfdT strategic planning. IT strategic planning
follows a structured approach that is documentatikanown to all staff. The IT planning process is
reasonably sound and ensures that appropriateiptaisnlikely to be performed. However, discretion
is given to individual managers with respect to lengentation of the process, and there are no
procedures to examine the process. The overaltriiegy includes a consistent definition of risks
that the organization is willing to take as an wetor or follower. The IT financial, technical and
human resources strategies increasingly influeneeatquisition of new products and technologies.
Strategic IT planning is discussed at managemeatings.

4 — Managed and Measurable: Strategic IT planringtandard practice and exceptions would be
noticed by management. The practice is covered dgfiaed management function with senior-level
responsibilities. Management is able to monitor lffiestrategic planning process, make informed
decisions based on it and measure its effectiveri@sth short-range and long-range IT planning
occurs and is cascaded down into the organizatidh,updates done as needed. The IT strategy and
organization-wide strategy are increasingly becgmmore coordinated by addressing business
processes and value-added capabilities and leveratie use of applications and technologies
through business process re-engineering. Therevidladefined process for determining the usage of
internal and external resources required in systewvelopment and operations.
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5 — Optimized: Strategic IT planning is a documdntiving process; is continuously considered in
organizational goal setting; and results in disix@en public and organizational value through
investments in IT. Risk and value-added considanatiare continuously updated in the IT strategic
planning process. Realistic long-range IT plans degeloped and constantly updated to reflect
changing technology and business-related develogmBenchmarking against well-understood and
reliable industry norms takes place and is integtawith the strategy formulation process. The
strategic plan includes how new technology develms can drive the creation of new
organizational capabilities and improve the conipetness of the agency.

2.1.4 Satisfying Relevant COBIT Control Objectives

COBIT is a best practice IT governance framewogkset of leadership, organizational structures and
processes that ensure that the enterprise’s I'aisgsand extends the organization’s strategies and
objectives [22]. It prescribes a set of 34 IT pgsEs and 214 control objectives in four domains —
Planning and Organization, Acquisition and Impletagaon, Delivery and Support, and Monitoring
and Evaluation. The control objectives for stratelyi planning is specified under the Plan and
Organize domain or high-level process - the fidivily area. The following six concrete control
objectives are specified for the “Define a Stratdgi Plan” (P01.1) sub-process [22]:

0O1) IT Value Management — process should involveagament and senior executives to ensure
that all projects in Agency IT portfolio have soumgsiness cases.

02) Business-IT Alignment — process should aligd entegrate business strategies and objectives
with IT goals including mediating between businasd IT imperatives so that priorities can be
agreed.

03) Assessment of Current Capability and Performanprocess must assess the current capability
and performance of solutions and service deliverggtablish a baseline against which future
requirements can be compared.

O4) Strategic IT Plan — process must create ITiegjres that define, in cooperation with relevant
stakeholders, how IT goals will contribute to thigeacy objectives particularly in areas related
to public service delivery. The IT Strategic pldrosld cover investment/operational budget,
funding sources, sourcing strategy, acquisitioategry, and legal and regulatory requirements.
It should be sufficiently detailed to allow for thefinition of tactical IT plans.

O5) Tactical IT Plan — process should support tleaton of a portfolio of Tactical IT Plans from
the developed IT Strategic Plan. The tactical phuld describe the IT initiatives, their
resource requirements, and how the use of resoarasiccomplishments of benefits will be
managed. Tactical plans should be detailed enaughdw for the definition of projects.

06) IT Portfolio Management — process could manaitie the business the portfolio of IT-enabled
investments programs required to achieve stratdygisiness objectives by identifying,
evaluating, prioritizing, selecting, initiating, maging and controlling programmes.

The above control objectives are adopted to canstitze strategic IT planning process. As a
minimum, the IT strategy process is expected tsfyabbjectives O1 through O5. Control objective
06 may be realized outside the IT strategy process.

2.2 Process Specification
The process for developing a strategic IT planwiggi from the generic process model and

supporting the features discussed in section 2sl$pecified here. While describing the process
features, cross-references to the principles ptedén Section 2.1.3 are indicated.
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Al. Planning the process

The activity is aimed at obtaining the required agtment from establishing a business case for the
planning project (if it is not already institutidiz®d), obtaining the necessary commitment from
management and stakeholder, putting together the&triategy Team, mobilizing the necessary
resources, and providing a schedule for the whadectse.

T1.1. Obtaining Commitment and Approval he first step of the overall planning proces$or the

IT organization to establish a sound business fmas&rategic IT planning to the management of the
agency. This is particularly important in publicganizations in which the practice of strategic
planning in general is seldom carried out. A susftéscompletion of this task entails obtaining

management approval and commitment to providinghgmessary support to the IT organization; in
particular championing the exercise and seen aswer and sponsor of the project.

T1.2. Stakeholder's Analysis Once the approval and commitment is obtainegl,IThorganization
needs to determine the important stakeholderstagidroles in the overall process. Stakeholders are
generally required to participate in some of thenping tasks or supply critical information as inpu
for these tasks. Required information includes wizgtional strategy, specific business requirements
and drivers for IT in the agency and expectati@garding IT services. The output of this task & th
identification of the major stakeholders, their dfie roles, communication plans for each
stakeholder category and notification to theseedtaklers explaining the purpose of the exercise and
their sought contributions.

T1.3. Strategy Team Formation The strategy team consists of IT organizatioadhea senior
management officer (preferably the deputy headhef agency), and other persons representing
different stakeholders categories such as employessls of core business units, representatives of
different customer categories (e.g. citizens ansirfasses). The stakeholder’'s analysis in Task T1.2
provides a valuable input into the team formatiaskt Once the composition of the team is
determined and team members agree to their paatioip the terms of reference (TOR) for the team
is established in their inaugural meeting. The oufpm this task is a team list and the TOR fa th
strategy team.

T1.4. Scheduling and Resource MobilizatierAfter team composition with clear TOR, the team
needs to draw the schedule for the planning exem@igl secure the necessary resources (materials,
human and financial) for completing the exerciseisTask ends with a clear schedule, specification
of the resource requirement and approval by managean providing the resources.
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Figure 4:IT Strategy Process

Report No. 417, May 2009 UNU-IIST, P. O. Box 3058, Macao



Strategic IT Planning Toolkit — Section 2: Strategt IT Planning Process 16

A2. IT Strategic Framework

The IT strategic framework clarifies the missiontloé IT organization, establishes an IT vision and
sets some concrete IT goals in line with visione Blrategy team establishes the strategic framework
through workshops and brainstorming sessions iimvglkepresentatives of stakeholders. This activity
guides the rest of the planning process by spegfithe desirable strategic outcomes for IT
organization.

T2.1. Reviewing Organization GoaisThe first task in defining the strategic IT fremvork is gaining

an understanding of organizational vision and gadidhe agency. These organizational goals
provide concrete business constraints to satisfgguirements for the IT organization to fulfillh&
mission, vision and goals of the IT organizatioeréfiore derive from the organizational goals.

T2.2. Reviewing IT Organization MissienThe clarification of the mission for the IT orgzation is
necessary for stakeholders to determine the adgquacelevance in view of present needs and
realities. In most government agencies and depatsnd unit are seldom provided the same level of
strategic position in the overall organizationausture as the core business units. In additiofikein

in the core business units (say the Taxation Depart in a Ministry of Finance), where the functions
are tied to some regulations, IT units as a trawiti support unit assume less formal structurels wit
less stringent regulatory constraints. This somepoovides great deal of flexibility in shaping the
vision of IT organization, without the fear of afifal approval for such changes. Even with the
increasing emphasis on IT governance which imposgscific responsibiliies with the IT
organization (e.g. the Sarbanes Oxley Act) in hmthlic and private organizations, the bureaucracy
in adjusting the mission of the IT units is fardemplex than those of core units. The outcome of
this task is an operational mission for the IT oigation understood by all stakeholders.

T2.3. Establishing IT Vision Following the review of the mission, the strgtégam articulates an IT
vision specifying the expected outcomes of theafsd in the agency by stakeholders. Through a
workshop session, the shared vision is negotiatedftect the collective views of stakeholdersiire|
with existing organizational strategy and businmesgiirements. The output from this task is an afjree
IT vision for the IT organization.

T2.4. Setting Strategic IT GoalsTo concretize (or operationalize) the IT visitime strategy team
expounds the vision statement to obtain a coheseindf goals addressing different strategic aspects
of the IT organization (Principle 4). For instandke vision statement is expanded to show the
desirable outcomes in the area of internal capigsiland growth of the IT organization, support for
core continuous improvement of core administratimd business processes, continuous optimization
of IT processes and governance in general (Prim@plsupport for the delivery of services to agenc
customers (e-government — Principle 8), use of @iget etc. The outcome of this task is a set of
goals from which specific IT strategies will be d@ped.

A3. IT Capability Assessment

In view of the vision and goals to be achieved Iy IT organization, this activity establishes the
existing IT capabilities of the agency including tspecific requirements and drivers for IT withne t
agency. The assessment activity also includes hpeguiking the IT organization with similar
organizations outside the agency and noting thevaieg technological trends vis-a-vis their
potential uses in the agency. The outcome for #uivity provides a sound foundation for the
development of the Enterprise IT Architecture (Bipfre 5).

T3.1. Business Requirements and Organizationate}jya- This task aims to determine specific and
more operational requirements for IT within the rage(more concrete compared to IT goals set in
Task T2.2). These requirements are aligned wittsthted goals and are part of the checklist for the
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assessment activity. These requirements are sdppliethe core business and support units. To
properly align technology strategy with organiza#b strategy, the organizational strategy for the
agency must be reviewed and crafted as part dbkaess requirements (Principle 1). The strategy
team employs various kinds of instruments (intexyiebservation, questionnaires etc.) to produce a
clear list of business requirements for IT.

T3.2. Internal capabilities- To satisfy the goals and business requiremémdd,T organization must
possess some level of capabilities in terms of mynpaocesses, services, and technology base.
Therefore, the strategy team is expected to agbessvailable IT skills and competences, the
adequacy of IT processes (particularly considespegific IT governance requirements), quality of IT
services to internal users and agency customerfe(wklivering services), available technology
infrastructure in terms of networks, hardware emq#pts and software (applications, system software,
data and knowledge bases etc.). The output otdkisis a comprehensive record of each element of
the IT capability.

T3.3. External opportunities and Benchmark&or the competitiveness of the agency and tawall
the IT organization leverage emerging technologipportunities and best practices in similar
organizations, it is highly recommended that sgypteeam carries out an external assessment to
complement the internal one. The strategy teamxpeaed to produce as output of this task
benchmark reports on IT organizations in similagragies within the same public administration (PA)
or in other PAs. A brief survey of trends in teclugy relevant to some of the goals and business
requirements of the agency could also be produced.

A4, Strategy development

This activity is the heart of the whole strategpgqass since it involves the development of required
strategies to satisfy the goals, organizationaltetyy and business requirements and at the sarae tim
considering best practices and external opporamitit starts with an analysis of the IT Capability
Assessment results in view of the strategic frammkwio determine the strength, weaknesses,
opportunities and threats (SWOT) of the IT orgaira Strategies are determined based on the
results from SWOT analysis and later refined intwrenconcrete objectives. Finally the objectives are
related through dependencies between them.

T4.1. SWOT Analysis This task analyses the results from IT capgbédlgsessment activity (outputs
of Tasks T3.1, T3.2 and T3.3) to establish the adey of available capability with respect to the IT
goals, organizational strategies, business reqeintésnand major strategic areas. The analysis
determines for the major IT goals and businessirements, the strengths, weaknesses, opportunities
and threats of the IT organization. Strength relédenternal factors which enable the IT organarat

in achieving desired outcomes while weaknessemtmal factors that reduces the chances of the IT
organization in achieving its goals. Opportuniteee external factors (corresponding to strengths)
which the IT organizations could leverage towardhieving its goal, while threats are external
opportunities that the IT organization must miteggab achieve its goals. The strategy team in
collaboration with relevant stakeholders will produa SWOT analysis table spanning all IT goals
and core requirements as the major output fortfisis.

T4.2. Strategies elicitatior Based on the SWOT analysis results, IT strasegie developed to
leverage strengths and weaknesses and addressessekrand threats, towards the attainment of
specific goals. As much as possible, developedesfies are to be associated with one or more goals.
The strategy team produces as output of this taslkle of strategies to support each strategic goal
based on SWOT analysis results.

T4.3. Strategy Refinement into objective$o make IT strategies more concrete, the teardymes
specific objectives from the IT strategies in tewhspecificity, extent, target, and timeline fatian.
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Specifically, specific measures and correspondangetts (Principle 3) are defined for each objective
The team is expected to produce a table of statégbbjectives, with each objective associatedhwit
one or more strategies. The task is also expeotpbtiuce an IT Scorecard for the agency.

T4.4. Mapping objectives Finally, to complete the strategy developmetivitg, a set of annotated
dependencies must be established between the gededtrategic IT objectives. These relationships
are provided to reduce strategy gaps (Principlea2he developed IT strategy and objectives. IT
Strategy maps can be derived automatically fromlThebjectives. The strategy team is expected to
produce an IT Strategy Map at the end of this task.

A5. Strategy Implementation

Once IT strategies and objectives are developeagrete IT initiatives required to implement the
strategies and objectives are to be determinedhutr this activity, the strategy team developsedhes
initiatives, establishes a rational priority foethimplementation considering available resoues
specifies the requirements for each of the initegi

T5.1. Determining Initiatives For each of the strategic IT objectives defimed@lask 4.3, the strategy
team determines the set of initiatives or projgctamplement or achieve each objective. Each
identified initiative includes a description, theoposed period (immediate or short, medium or long
term), the major stakeholders involved (possiblytemal agencies or stakeholders) and their
responsibilities, expected outputs from the init@t and the resource requirements. The team is
expected to produce a table of initiatives frons tiisk.

T5.2. Prioritization of initiatives— Given the dependencies between initiatives ifistance, an
initiative may be required to enable or make fdasither initiatives) as well as resource limitatp
initiatives need to be prioritized based on thegemcy (e.g. infrastructure provisioning and tragni
initiatives), value potentials (e.g. in the areastfategic outcomes, organizational outcomes and
service delivery to citizens), technical feasigilind organizational feasibility. A priority table
showing quantitative and qualitative measures iset@roduced by strategy team as an output of this
task.

T5.3. Determining requirements for initiatives implentation- This task provides detailed resource
requirements for priority initiatives for planningiplementation. Specification of the human and
materials resources as well as a high level scbddulthe initiatives is developed in this taskthg
strategy team. The output from this task is a @etaspecification of the resources required for
implementing each of the priority initiatives. Sinthis task involves detailed operational planning,
could be deferred and implemented outside the fdteg}y process. However, when possible, this
information increases the chances for successflkimentation of the developed strategies.

A6. Strategy control

Due to implementation issues, a good and soundréifegly may fail to produce expected outcomes.
A framework to detect such divergence as earlyassiple is needed to avoid complete failure and
waste. This activity develops a monitoring mechanfer the IT initiatives and uses monitoring
results for the evaluation of the effectivenessiamghct of the strategies in the agency.

T6.1. Strategy monitoring- This task entails specifying input and outputapzeters for each
initiative. These parameters are to be used durmgementation in linking the investments on
individual initiatives and the results producednirehem. The team is required to produce as the
output of this task a table describing the majputrand output parameters for each initiative doed t
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expected relationships between these variables. thhie should also specify the sources of data for
each parameter and if possible the unit or engisponsible for providing the data.

T6.2. Strategic evaluation The accumulation and effective exploitation efivkerables or outputs
from initiatives and projects is expected produse sought outcomes. This task relates the concrete
measures provided for each IT initiatives with domcrete outputs from IT initiatives to establish i
the targets are being met. The output from this ima framework relating the measures specified fo
each objective to variables associated with diiatives implementing these objectives.

A7. Dissemination

The dissemination activity puts together the owpit the 6 activities above as strategic IT plan,
circulates and presents the plan to all stakehslftar comments. After obtaining effecting review
comments on the draft, the final draft is publishsedn official IT Strategy for the agency.

T7.1. Documentatior This task produces the “Strategic IT Plan” doeatrfrom the outputs of the
Activity Al through A6 including supplemental repsrfor instance by detailing the outputs from the
IT capability and the implementation planning atg. Once the draft report is completed, the
strategy team is expected to present the docuroetitthe major stakeholders of the agency.

T7.2. Comments and Revision on drafifter presenting the draft IT strategy, revismmmments are
sought from stakeholders. The team through thik tdgtains and discusses comments from the
stakeholders and effects the necessary amendments.

T7.3. Dissemination of final version Following the revision, the final version of tis¢rategy
document is circulated and published publicly eemefice to other units. The IT organization is
expected to derive annual and short term plans fheniT strategy document.

2.3 Implementing the Process

We describe in this section, some techniques aamtheworks prescribed for implementing the IT
strategy process discussed in Section 2.2. ThenBadaScorecard technique [27] is prescribed for
implementing the strategy development activity, levtthe Logic Model [19, 20], the World Bank’s
Monitoring and Evaluation Framework for e-Strategj28] and the US General Accounting Office,
Accounting and Information Division’'s Guide on ITefformance Measurement [29] are
recommended for the implementation of the strategytrol activity. These implementation
frameworks are briefly explained below and presgimedetails in latter sections of the toolkit. Bhe
performance frameworks provide a rich set of inicafor starters.

2.3.1 Balanced Scorecard System

A Balanced Scorecard (BSC) is a carefully selesetdof quantifiable measures derived from an
organization’s strategy. The scorecard (or the omea$ represents a tool for communicating with
employees and external stakeholders the outcomdsparformance drivers through which the
organization will achieve its mission and strategfijectives. A Balanced Scorecard also serves as a
strategic management framework which enables tHantad specification of strategies in the
Customer, Internal Processes, Learning and GromdhFénancial perspectives. In addition, it allows
for the specification of relationships among sias in the different perspectives (strategy magypin
and enables the alignment of short-term action$ wiveloped strategies for effective strategy
implementation.
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As an implementation framework for the strategyealepment activity, the BSC system assures a
balanced approach to strategy development. Faariost strategies developed is expected to cover
the different complimentary perspectives; includstgkeholders, customer, internal processes and
financial perspectives. The BSC system also guithes refinement of strategies into strategic
objectives, minimizes strategy gaps through styatewmpping and provides a sound basis for
performance measurements at strategic and opexbbsmels of the organization.

Specifically, the IT Balanced Scorecard system iples/ goals, strategies, objectives and measures in
terms of (i) how IT meets enterprise needs, inclgdiat program and project levels, (i) how IT
satisfies the needs of customers, (iii) fulfillingternal IT processes and (iv) accomplishing IT
innovation and learning [29].

Comprehensive information on Balanced ScorecarthiPublic Sector is provided in [28].

2.3.2 Logic Model Technique

The Logic model is a general framework for bothgoamn planning and evaluation which describes
the logical linkages among program resources, iiesy outputs, audiences, short-, medium- and
long term outcomes related to a specific problersitoiation [19]. The models illustrate the sequence
of cause-and-effect relationships. The logic modahsists of the following major components:

situation description, input specification (what isvested), activities (what is done), output

specification (what is produced), outcome spediica (what is achieved) and external factors
specification (what are the external influences rmhaked programs).

In the context of the IT strategy control, the Lognodel allows us to: (i) clearly specify desirable
outcomes in the short, middle and long termssfigcify IT-related measures at the input, outpdt an
outcome levels, and (iii) link these measures. tmvers time, money, partners, equipment and
facilities. Output covers

Though, the logic model is largely applied to peogr level assessment, there are clear
correspondences between the Balanced ScorecarehSgsid logic model framework. For instance,
the Financial and Organizational learning and ghopdrspectives of the BSC are classified as inputs
in the logic model, while the internal processeshie BSC are activities and outputs. The customer,
stakeholder of the BSC can be mapped to the outccomponent of the logic model (long term).

Detailed information on the logic model is providad19] and [30].

2.3.3 Monitoring and Evaluation Tool for E-Strateg/

The Monitoring and Evaluation Framework for e-Stpt presents a simple framework to identity,

track, monitor and evaluate various policy goalsategic priorities, key initiatives and actions

constituting an e-strategy or IT strategies in gaindhe framework tracks and measures deliverables
outputs, outcomes and impacts for actions, inités strategic priorities and policy goals

respectively. The framework also suggests exenipdicators and probable data sources for specific
policy goals (in areas including ICT infrastructut€T Sector and Electronic Government) and
corresponding strategies, initiatives and actions.

Detailed information on the monitoring and evaloatiramework is presented in [27].
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2.3.4 IT Investment Performance Measurement Guide

The executive guide for Measuring Performance arsmdanstrating Results of Information
Technology Investments was developed by the Acsoant Information Management Division of
the General Accounting office, United States. Thede explains how to carry out IT Performance
Management in public organizations. It prescritesfollowing five major steps in developing an IT
performance system — following an IT “Results Chafollowing a balanced scorecard approach,
targeting measures at decision-making levels, Imglddata collection/analysis capability and
improving IT processes.

The guide provides example measures for each gesgdtegic IT goals such as achieving the
strategic needs of the enterprise, satisfying #edrof individual customers, addressing internal IT
business performance and addressing innovatioheanaing.

More information on the guide is provided in [30].

24 Summary

This section provides an over-arching framework ematext for the remaining sections of the toolkit.
It discusses the generic strategy processes ardirecgome principles underpinning the strategic IT
planning process prescribed in the toolkit. Theaptér also explains some major implementation
frameworks such as Balanced Scorecard for strategglopment [28], Logic Model [19], e-Strategy
Performance Monitoring and evaluation framework][2ihd the GAO’s AIMD Performance
Management Framework for IT investments [29].
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3 Planning the Strategy Process

This section explains how to plan for the overdll dtrategy process. It describes the four steps
involved in this activity - from getting managemeammitment and approval through stakeholders’
analysis to formation of the strategy team and igion of schedule for the exercise as well as
obtaining the requisite resources to complete thegss.

3.1 Getting Commitment and Approval

Description The task commences the overall planning prockss usually undertaken by the
management of the IT organization as a responsert® needs, pressures, inadequacies or emerging
opportunities. The objectives for this step inclugeoviding a business case and justification for
engaging in the exercise; explaining the scopexefaise and expected benefits to management;
clarifying the required support from management abthining the approval to proceed with the
exercise. A short proposal or concept note expigirthe objectives and expected benefits of the
exercise are required as input for this task. Twajomoutputs are expected from the process: (i)
explicit written approval by management to procedth the IT strategy process and (ii) directives to
all units of the agency for cooperation.

Process The following steps are involved in obtaining swght approval:

T1) submission of proposal to agency management tea

T2) presentation and clarification of proposal (daying management meeting)
T3) evaluation of proposal by top management

T4) issuing approval (or declining support) for eise

T5) communicating decision to IT organization arehdls of core organizational units within the
agency

Figure 5:Commitment and Approval Process
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Figure 5 shows that on approval of the projectliekplirective is issued to all other units of the
agency for cooperation with the IT organization #melstrategy team in the execution of the project.

Tools A template for the preparing a Strategic IT Plagnproposal or initiation document is
provided in Section 1 of [33]. The template comBiriee key components of PRINCE 2 Project
Initiation Document and Business Case Documenb Aée the PRINCE 2 Templates and Manual for
more information.

Related TasksThe output from task will serve as a basis foredigping a detailed time and resource
schedule for the exercise (Scheduling and GettiegpRrces Task).

Comments For various reasons, management may declineigpost or approve the exercise, for
instance due to lack of resources or time. In ttase, the exercise is discontinued (at least
momentarily) pending representation or re-evaluatidn the case where strategic IT planning is a
core component of the overall performance managerframework for the agency, providing
justification and business case may not be requirenlvever, the resource availability could still
constrain the scope of the exercise.

3.2  Analyzing Stakeholders

Description Stakeholders for the IT Strategy exercise areradpersons and organizations) that will
be affected by the Strategic IT Planning exercisaffect (positively or negatively) the attainmerfit

the goals for the planning exercise. They includerhanagement of the agency, core business units,
major support units, representatives of customeitizéns, businesses and other agencies),
intermediaries, suppliers, employees of the ageetty, The purpose of this task is at least thrégk fo
() to establish the scope of the strategic plagrérercise, (ii) gather and analyze information on
stakeholders to determine whose interest shoufgtibetized in the IT strategy to be developed) (ii

to ensure that the planning exercise covers tlezdast of all major stakeholders - both internal and
external stakeholders. The input to the process isomplete list of stakeholders for the IT
organization. The output consists of (i) a profifeeach stakeholder, (ii) specification of roles tioe
stakeholders in the exercise and (iii) an init@inenunication plan for the stakeholder.

Processthe following steps are involved in the stakekoldnalysis process:
T1) reviewing stakeholders list

T2) determining required information for profilimgakeholders

T3) designing instruments for data collection

T4) planning data collection on stakeholders

T5) collecting data on stakeholders

T6) analysis collected data

T7) determining roles and priorities for stakehotdaterest

T8) drafting an initial communication plan

Figure 6 provides the sequence of the tasks fangarut stakeholders’ analysis. Implicit between
“collect data from stakeholders” and “analyze aukel data” is the consolidation of the data gathere
through different information gathering instrument.

Tools A template for carrying out the above the stak#droanalysis process is provided in Section 2
of [33]. The template provides checklist for staieers, information on possible elements of the
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stakeholder's profile and indicates important cideto consider when prioritizing stakeholders
interests for the IT strategy process. It also $igscimportant aspects of a communication plan
suitable for IT strategy process.

Related TasksThe output from task will guide the compositidrilee IT strategy team and determine
the sources of information for the rest of the Ilifaggy exercise from IT Strategic Framework
activity through IT Capability Assessmerto Strategy DevelopmentStrategy Implementation
Strategy Controhctivities andStrategy Disseminatioactivities.

Figure 6:Stakeholder Analysis Process

CommentsThe complexity and scope of the IT Strategy eserplays an important role on the depth
and formality of the implementation process. F@tance, in a case where business units are large
and distributed, online questionnaires could beridex for capturing required profile information.
However, in a small agency, direct interaction wsthkeholders would definitely be preferred to
obtain such information. Also in communication wik more fluid and easy in small agencies thus
requiring less formal communication plans than ig Histributed agencies. Nevertheless, the
stakeholder analysis process is very important itigating possible risks arising from conflicts of
interest with respect to stakeholders.

3.3 Forming the Strategy Team

Description This task constitutes the strategy managememh tior carrying out the IT strategy
exercise. The team is typically composed of: semanagement representative, individuals that
represent the core business units and managemetiheof T organization. The team’s main
responsibility is to carry out strategy developmeagks — collecting and organizing all necessary
information from stakeholders and business unitgaging agency management in strategy sessions,
carrying the necessary environmental assessmést @aveloping concrete strategies and presenting
developed strategies to agency management. The inits for forming the strategy team are the
stakeholders’ profile and role produced by the &talkder Analysis task. The major output from the
task is a list of IT strategy team members and tlesipective roles.

Process This task could be executed with the followingwence of tasks:
T1) short listing team members using stakeholdenile and role information

T2) assigning roles to stakeholders within team
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T3) discussing assigned roles with shortlistededtalders

T4) dropping unwilling stakeholders and identifyirgplacements
T5) re-assigning roles as necessary

T6) compiling a list of team members with respoilisiés

T7) Review Terms of Reference (TOR) for team witnnbers

T8) Revise and freeze TOR for team

Related Task€Once the strategy team is formed and the termfefence agreed, the team can scope
the planning exercise, develop the detailed scleedotl secure the required resources for project
execution.

Commentslt is recommended that the size of the team Ipepeat - say between 3 and 10, depending
on the size and scope of the agency. The teamrl@aatesibly with the support of another member) is
expected to facilitate the working of the team. Meanembers are expected to have deep
understanding of the business of the agency withwkedge and working relationship with major
external stakeholders. In some cases the core teaynbe expanded (extended team) for data
gathering and processing.

Figure 7:Strategy Team Formation Process

Report No. 417, May 2009 UNU-IIST, P. O. Box 3058, Macao



Strategic IT Planning Toolkit — Section 3: Planning 26

Figure 7 shows that each stakeholder is consulteduin to agree on role, while unwilling
stakeholders are substituted using the informairorided in the stakeholders table.

3.4  Scheduling and Mobilizing Resources

Description A detailed schedule for the strategy exercise hasbe established before its
commencement. The constituted strategy team isireejto secure the required resources for the
activity from various stakeholders and managenieimé. major inputs for this task are (i) the project
initiation document developed by the IT organizatehich already provides a high level plan and (i)
information from stakeholder analysis produced miyithe stakeholder analysis task. The output is a
detailed project schedule (with resource schedule).

Process The task could be executed through the follovsteps:

T1) determine degree of involvement of businestsuni

T2) review approach to planning exercise

T3) determine timing for major project activities

T4) draft and communicate plan to concerned units

T5) obtain feedback from units on suitability o&pl

T6) review and conclude plan

T7) circulate final project schedule to all stakieleos

Related TasksThe task provides a schedule that governs theofethe planning activities. It also
relies heavily on others tasks of the planning eser e.g. the commitment and approval and
stakeholder analysis tasks.

Commentsin line with general good project management fizas, project risks should be identified,
tracked and managed (for instance poor cooperatigarticipation from core business units), project
dependencies and tolerances should be determiméatt| the whole planning exercise is expected to
be carried out within.
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Figure 8:Strategy Team Formation Process

3.5 Summary

This section describes the various steps involveghlanning activity of the overall strategic IT
planning exercise from getting the necessary agprand commitment for commencement through
determination of major stakeholders to formatiorthaf strategy team and establishment of concrete
project and resource schedule. This step significaeduces the risk involved in the whole process.
It also identifies the major aspects of the agetmcyocus when developing the IT strategy. Two
templates are provided in Sections 1 and 2 of tamplates document [33] for supporting project
initiation and stakeholder analysis tasks.

Report No. 417, May 2009 UNU-IIST, P. O. Box 3058, Macao



Strategic IT Planning Toolkit — Section 4: Strategt Framework 28

4 IT Strategic Framework

This section explains how the strategic framewarktfie IT strategy exercise is developed through -
revision of the organizational goals and the missab the IT organization, obtaining agreement on
the IT vision for the agency and elaboration of tRevision into concrete goals. This activity is
usually held as a workshop or series of brainstognsessions involving the strategy team and the
other stakeholders possibly outside the agency.

4.1 Reviewing Organization Goals

Description The organizational goals for the agency provideoatext for the overall IT strategic
framework, since a primary function for the IT angaation is to support the major agency objectives.
However, it is not unusual that internal stakehddencluding the IT organization lack a clear
understanding of the organizational goals. Throthgb task, the strategy team aims to explain the
organizational goals of the agency to all staketisidhs a basis for examining the mission of the IT
organization. The input to this task is the orgatian strategy for the agency while the output lista

of priority goals to consider in the IT strateggka

Process The following steps could be executed to reviba/drganizational goals:

T1) Identifying and explaining the core aspectsdsion statement
T2) reviewing organization vision

T3) reviewing the major goals of the agency inafiéht perspectives (stakeholder, customers, and
public; internal processes and operations; orgéorza learning; and finance and budget)

T4) Identifying goal elements amenable to IT suppor

Figure 9:0rganizational Goals Review Process
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Tools Section 3.2 of Templates [33] provides tablescipturing information related to the review of
the organizational mission, vision and goals of dgency. Goals are classified under the classical
four balanced scorecard perspectives (Customegatieholders, internal processes, learning and
growth and financial).

Related TasksThis task is closely tied to the IT vision andabsetting activities, which immediately
follows. Identified priority goals are considerede @nput into the IT visioning and goal setting
exercise.

CommentsThe prescribed process assumes that organizhtjoaks exist for the agency. However, it
is not uncommon that public agencies do not hapdi@xorganizational goals or strategies in place
except their mission and vision. In such casespthragement team with the IT strategy team must
articulate some operational goals to guide the Idpweent of the IT strategic framework.

4.2 Reviewing IT Mission

Description In addition to the traditional support role of brganizations in agency, and the
increasing strategic role of IT in modern governtmagencies (enabling the realization of strategic
outcomes), there are cases in which the missidheofT organization extends beyond the boundary
of the agency. Through this task the strategy telamfies and reviews the mission or purpose of the
IT organization. The input to this task is the nmasstatement (if it exists) or functions of the IT
organization. The output from the task is an opemat mission statement for the IT organization.

Process The following simple steps are involved in theiegv of the IT mission:
T1) discussing clarity and adequacy of IT missitatesnent and functions

T2) modifying statement or functions as required
T3) agreeing on revised IT mission statement andtfans

Figure 10:T Mission Review Process

Report No. 417, May 2009 UNU-IIST, P. O. Box 3058, Macao



Strategic IT Planning Toolkit — Section 4: Strategt Framework 30

Tools Section 3.3 of the Template document [33] prosidetable for capturing the IT mission
elements and specific functions for validating fhevision.

Related Tasks: The IT vision is constrained byrttigsion of the IT organization. For instance, the |
vision must be achievable within the agreed mis&onthe IT organization.

CommentsRevision of mission and functions of internaltarof agencies may be subject to approval
by higher authorities such as Secretaries and dmiftime consuming. To avoid this constraint, it is

important that any revision made must not exceeddtanted competences of the unit. Thus, a
pragmatic approach to revision of the mission orcfions of units is to take such revisions as
“operational” or “administrative” and not formalhtis, the official or approved mission or functions

still holds while the modified or revised versiagnused for the exercise.

4.3 Establishing IT Vision

Description The IT Vision sets the desirable outcomes fordke of IT in the agency to support
organizational vision and goals. Guided by the I[ission, the strategy team and stakeholders
brainstorm in a workshop-style session to artieukatvision for IT. The input to this task is the IT
mission, organizational goals and major busineksrnmation requirements from business units. The
output from the task is a set of agreed IT visitatesnents. It is important that the resultant viseo
shared amongst stakeholders.

Process The following steps are involved in this process:

T1) organizing workshop participants into brainsiiorg groups
T2) getting individual contributions within teams

T3) consolidating individual contributions withiaams

T4) presenting vision statements from teams

T5) agreeing on major IT vision elements acrosstea

T6) drafting final IT vision statement

Process described in Figure 11 shows that a teadelas selected to facilitate the workings of each
discussion or brainstorming group.

Tools Section 3.4 of Template document [33] contaimabde to document the major elements of the
IT vision under five areas: Organizational missiand programs, Core business processes, IT
processes, IT enabled innovation and learningesburces.

Related TasksThe vision statement produced in task is the majuut for the IT Goal Setting Task.

CommentsThe IT visioning process must be designed to éeigipatory and should ensure that
resultant vision is agreed or shared among alliqiyating stakeholders. Team composition should
include members from different backgrounds withia agency to have a near complete perspective
of the entire agency within each of the teams. e fommon principles could also be adopted to
guide the overall visioning exercise. For instartbe, IT vision should consider issues relating to:
strong partnerships and alliances with other a@sn@nd vendors; leveraging resources and
information; customer-oriented and continuing sEgvprocess improvements; cost-effectiveness;
return on investment, and business process imprentrand consistent policies and standards, using
commonly accepted professional tools and practwesiprove quality and efficiency; and attracting
and retaining the most qualified professional staff
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Figure 11T Vision Process

4.4  Setting IT Goals

Description This task is one of the most important taskshie tevelopment of the strategic IT
framework since it is the first step in the elalioraof the IT vision. The development of concrite
goals from the vision follows a balanced approackinich the IT organization or the strategy team
specifies how IT capabilities will be developed it the agency in different perspectives. These
perspectives include (i) support for organizatiométsion (corporate contributions), (ii) stakeheolde
or customer orientation, particularly in the ardaservice delivery, (iii) learning and growth (or
innovation), (iv) internal processes (operationaedience) and (v) IT resources (finance and bydget
The major input for the task is the IT vision staént and the major IT needs from core business
units. The output from the task is a list of IT [goia the different perspectives.

Process The tasks could be carried out as a sequende dbliowing major steps:
T1) organizing workshop participants into brainsiorg groups

T2) getting individuals within groups to identifpals

T3) consolidating individual contributions withiaams

T4) presenting IT goals statements for differezdnts

T5) consolidating and agreeing on IT goals for gaetspective

T6) drafting final list of IT goal statement foraaperspective
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Figure 12 shows that the goals for each of thepgets/es must be elaborated and agreed by the team.

Tools Section 3.4 of the Template documents [33] presid table for specifying the outcome of the
process.

Related TasksThe major output from this task is the most ceterinformation to guide the
development of IT strategies.

Comments In addition to the IT vision elements, informaticgenerated from the capability
assessment exercise (next Section) is also usetidveloping or elaborating on each of the strategi
areas. Although five strategic perspectives haen ipeoposed and used in this toolkit, agenciesdcoul
suitably select other perspective as suitableHeir iT needs. What is important is to ensure that
selected perspectives are complimentary (and dgdsalanced).

Figure 12:1T Goals Development Process
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4.5 Summary

This section presents how the strategy team arat gtire stakeholders can collectively establish the
IT strategic framework based on the existing orgainonal strategy (for strategic IT alignment). §hi
activity must be inclusive as much as possibleegult in shared vision and goals. It is also imgairt
that a good knowledge of the existing capabilitisilable to guide the development of feasible or
relatively realistic goals. This implies that théra®egic IT Framework and the IT Capability
Assessment activity could be executed in paralelncrete IT goals also enable the assessment
exercise to focus more on areas of interest. Thdbi@ck loops from these two activities could be
exploited for more effective results.
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5 IT Capability Assessment

The section shows how to assess the available gakdiéty within the agency. It covers three broad

classes of assessment (i) business and organizhtieguirements, (ii) internal IT capabilities, and

(i) external factors affecting IT development time agency. The details of the information to be
obtained under each category are discussed beligureF13 presents a generic process for the
exercise.

Figure 13:Generic IT Capability Assessment Process

The three categories of assessment informationt@ree obtained through a single instrument
(preferably a questionnaire) organized into sestiolm addition, as shown in Figure 13, the
assessment proceeds in two major phases, (i) assasef individual units, and (ii) consolidation of
information about organizational units to obtaieagy information. The output from this activityas
major input for the development of the agency I'thtecture.

5.1 Business and Organizational Requirements

Description This assessment task examines the business gadizational requirements that the
major units of the agency present for the IT orgatidon. At the unit level, the task documents the
functions, reporting requirements, organizationadl @ervices of the unit. Information on services
spans those provided by the unit to third partyitiest (citizens, business and other government
agencies) and services received from these parfeshe agency level, information on the mission
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and organizational strategy of the agency are dwduThe IT strategic Framework activity provides
significant input into obtaining this category offormation. The assessment components below
indicate the specific outputs from this assessraeykt

Assessment Component$e outputs from this task include detailed infation on the following
items:

C1) mission of the agency

C2) specific functions of the agency (or unit)

C3) reporting requirements for the agency (or unit)

C4) IT strategy for the agency

C5) services provided to third party entities ggts, businesses, visitors and the public in gbnera
C6) core services and underlying business procéssése agency (or unit)

C7) services received from third-party entitiestfog agency (or unit)

Tools Sections 4.2 through 4.4 of the template docurf&3itcovers the assessment of the business
and organizational aspects of IT in the agency(it).

Related TasksThe outputs from the IT strategic Framework attieould be useful in responding to
some of the sought information (for instance missind specific functions of the agency or unit).

Comments The task fundamentally reveals elements of thestfBtegic framework, the existing
organizational framework and the extent to whickefilabled services are delivered by agency (or
unit). Noting the interdependency between the fategic framework activity and the IT capability
assessment, a concurrent execution of these twatiastis recommended (at least partial).

5.2 Internal Capabilities

Description This task assesses the available IT resourcespport the business and organizational
requirements of units and the agency at large. réeurces include hardware, software, network,
telecommunication, human and financial resourcBise online presence of agency is also reviewed
as part of this task. For infrastructure relateghrnts, the number (e.g. number of PCs or servers)
and specification of the elements are requestedlewhe various kinds of software (system,
databases, servers, directory, web, user applicatic.) are assessed. In the area of human resourc
assessment, the number of IT personnel and theinigal competences are determined. In terms of
financial resources, the distribution of the IT gatilamong recurrent and fixed expenditure and the
major IT resources (human development, infrastrectlevelopment) are recorded. The IT officers
and the members of the units provide the requimémmation.

Assessment Component$he outputs from this task include detailed infation on the
following items:
C1) hardware resources, including PCs and servers

C2) communication resources, including broadbartéret access, leased lines, VSAT, video
conferencing

C3) software resources, including operating systémisouse, bespoke and server applications
C4) human resources, including IT personnel/stior staff/PC ratio, ICT skill inventory
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C5) financial resources, including recurrent amedi expenditures, budget
C6) websites, including agency websites, progratsites, online information and services

C7) IT Management capabilities, including IT praes policies and standards, business continuity
and risk

Tools Sections 4.5 through 4.7 of the template docur{&8jtprovides forms for capturing the seven
categories of information listed above.

Related TasksThe output from this task will be used in devéhgpstrategies. These information are
also useful for developing the IT architecturetfue agency.

Comments: Strategic IT framework would generallydguhe depth of information required in each
of the components of the assessment. For instédribere are strategic IT goals in the area ohirag
and capacity building, then the assessment couldetpaired to provide in-depth knowledge of the
ICT skill inventory, existing IT human resourcesrrent spending on IT related training etc.

5.3 External Factors

Description This task aims to capture information about IBources and programs outside the
agency which presents both opportunities and ahgdie to the agency. These include existing
government-wide infrastructure, opinion on publitranistration reform initiatives and e-government
development projects. In addition, the task coudt @onsider the needs and perception of users or
customers in the delivery of IT-enabled servicdse Thformation for assessment may be obtained by
reviewing the technical or IT related services nez@ from external agencies. Additional information
can be obtained by reviewing appropriate IT poioguments.

Assessment Componenise following information items are produced fréims assessment task:

C1) IT services received from other agencies

C2) existing government-wide IT infrastructure (¢l and Identity management services)
C3) IT-enabled public administration reform initiegs

C4) e-government initiatives

C5) perceptions on IT-enabled public services

C6) IT needs of users or agency customers

Tools Part of Section 4.4 of the template document [@3)tures information on C1. Document
review and interview sessions could be used toegaiiiormation related to C2 through C6. It is also
possible to have a dedicated questionnaire foruciayt user opinions or perceptions on IT services
provided by the agency.

Related tasksThe outcome of this task is essential for the SWiDalysis to be performed as part of
the Strategy development activity.

Comments This category of assessment could easily beideresd less important than other two
categories since it is external to the agency. Hewealignment of the IT strategy of the agencyhwit
related government-wide programs could be misdinlgis task is skipped. In addition, information
on opportunities would also be unavailable withzarrying out this assessment.
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5.4 Summary

Comprehensive assessment of IT capability requirethorough study of the IT drivers and

requirements within the agency, available IT resesirand external factors related to IT development
in the agency. While IT assessment activities imegal tend to focus mainly on internal capabilities

IT requirements and external factors provide thaetext for analyzing the adequacy of existing

resources. The availability of information on thiestrategic framework for the agency could help in

scoping or determining the areas of emphasis inagsessment. This implies that bi-directional
feedback loop is required between the strategidréimework and the IT capability assessment
activities.
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6 Strategy Development

This section shows how IT strategies and more edeabjectives can be developed for the various
elaborated goals during the Strategic IT Framevemtikvity. This activity starts with an analysis of
the strength, weaknesses, opportunities and straesfghe agency with respect to each of the goals
characterizing the strategic perspectives. Nextlevelops strategies to implement these goals,
leverage opportunities and strength while addrgssimaknesses and threats. IT strategies are refined
into more specific objectives with measurable ootes and with the relationship between the
objectives specified.

6.1 SWOT Analysis

Description Based on the information gathered from the SgiatélT Framework and IT capability
assessment exercises, this task aims to analyzdTthstuation at the agency. It identifies the
strengths, weaknesses, opportunities and threkttedeto the attainment of the IT goals for the
agency. Strengths are factors (positive) that c@part the agency in achieving its goals, for ins&a
experienced and motivated staff, possession oframvhskill, availability of resources. Weaknesses
are factors that could prevent the agency in adijeis goal, for instance, poor leadership, shyata

of funds, ill motivated staff. Strength and wealgesscorrespond to opportunities and threats when
extraneous factors are considered. For instanceppartunity for achieving an IT goal could result
from the availability of a government-wide PKI iatructure. An example of a possible threat to IT
goal such as provision of e-services could be pobteracy level of the society. In addition to
eliciting SWOT factors for each of the goals (asredl perspectives), possible interaction among
these factors are analyzed (say strength and apytes or weaknesses and threats) is also carried
out. The main inputs for this task are the IT assesnt results and the IT strategic framework. Qutpu
is a clear specification of the SWOT items for goahd (ii) result of the analysis of the SWOT
factors.

Process The following steps could be carried out to élemd analyze the SWOT factors:
T1) organizing participants into groups
T2) enumerating SWOT factors for goals over alitgtgic perspectives

T3) consolidating SWOT factors for each perspective
T4) analyzing SWOT factors

Figure 14 shows the process model for this taskk§d2 and T3 are repeated over the strategic IT
perspectives identified earlier.

Tools Section 5.6 through 5.8 of the Template docum@®B] provides forms to support the
enumeration of general SWOT factors for the stiatpgrspectives and specific SWOT factors for
selected IT goals.

Related TasksThis task relies on the outcomes of the IT assess and strategic IT framework
activities. Its output provides the basis for ttrategy development task.

Comments The depth of the analysis of the SWOT factorsemeines the effectiveness of the
emerging strategy. A commonly neglected aspechafyais is the study of the interaction between
counterpart positive and negative factors (i.eergjfth and opportunities versus weaknesses and
threats).
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Figure 14:Balanced SWOT Analysis Process

6.2 Eliciting Strategy

Description Strategy development follows immediately the SWabiklysis task. Strategies generally
specify what should be done to achieve the majagdals in view of the available IT capability and
result of the SWOT factors (challenges and oppities). Each strategy must be associated with a
specific goal or generally with at least one stgeteperspective. The major inputs required for
carrying out this task include (i) outcome of th&/ST analysis and (ii) IT capability assessment
exercise. The major output is a set of IT stratetiamplement the strategic IT goals.

Process The following steps are prescribed for develgpsirategies based on the required
available inputs:

T1) develop strategies to achieve each IT goal

T2) develop strategies to leverage the positive JVi&@tors (strength and opportunities)

T3) develop strategies to mitigate the negative Viiators (weaknesses and threats)

T4) consolidate strategies for each strategic petspe
Tools Section 5.9 of the Template document [33] prosidi@bles for recording the IT strategies
associated with specific goals and those geneaéitiped with strategic perspective.

Related TasksThis task depends significantly on the IT stradefgamework and IT assessment
activities. Its output is refined through the ntadk in producing concrete IT objectives.
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Figure 15:Strategy Development Process

CommentsThe task is the kernel of the strategy develognexercise. However, as the process
specifies, the visioning and goal setting sessanwell as the capability assessment exerciseg®ovi
foundation for this task. The strategy developmpridcess is iterative and incremental as the
introduction of a strategy may necessitate theusioh of other required or supporting strategies.
Thus, for completeness, the consequences of theegiees should be checked. Strategy development
in general is a complex process which requires istpated and subtle human thinking [28]. As
discussed in Section 2, there are other approachssrategy development than SWOT analysis.
However SWOT analysis remains one of the most @ogathniques.

6.3  Specifying Objectives

Description This tasks aims to operationalize the developtdtegjies. To operationalize the
strategies effectively, there is the need to rebndurther break down the high level strategied an
specify performance measures and possibly the ttaogattain. Specifically, objectives translate
strategic priorities (which are often vague) infcedtional and action-oriented statements of what
must be done to execute strategy. Objectives areslated into performance measures. The major
input for this is the developed IT strategy whhe butput consists of (i) concrete objectives fajan
strategies under the different strategic perspestiand (ii) performance measures for each obgctiv

Processthe following steps are prescribed for refinimgiegies into concrete objectives:
T1) prioritize the IT strategies
T2) determine specific actions for each prioritagtgy across perspectives

T3) specify performance measures for each objective

T4) compile objectives with corresponding perforeameasures under each perspective
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Figure 16:Strategy Refinement Process

Tools Section 6 of the template document provides fdianslocumenting objectives statements with
corresponding measures and target.

Related TasksThe task is completely dependent on the stragéigyation task. The output of the task
also is the only required input for the Mappingktakescribed in the next section. This task also
provides the major input (performance measuresthi®iMonitoring and Evaluation activity.

Comments Objectives are crafted using action verbs suchcesate, initiate, maintain, develop,
devise, excel, build, improve, achieve and iden®¥], while strategies are broad statements — with
many possible realizations or implementations. d?erdnce measures provide the mechanism for
tracking the objectives. The target for each pentorce measure could also be specified, if possible,
to aid the development of initiatives in later ga@f the process.

6.4 Mapping Objectives

Description This task aims to establish cause-and-effectiogiships or more generally, dependences

among the strategic objectives developed from tiwify strategies. Since the number of objectives

could be large, a set of priority objectives isalsuselected as a basis for mapping. Relating the
objectives involve specifying the set of required aupported objectives for a particular reference

objective. The exact nature of dependency betweerobjectives can be specified on the link. The

major input to this process is the set of objestivhile the main output from the task is a set of

priority objectives with labeled cause-and-effegferences among the objectives (so-called Strategy
Map).
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Process The steps involved in mapping the strategic dbjes are listed below while Figure 17
provides a more formal description of the process:

T1) prioritize strategic IT objectives across tleegpectives

T2) specify for each objective the set of requimed supported strategies

T3) produce a strategy map based on informatiodymed in step T2

Figure 17:0Objective Mapping Process

Tools Section 6.2 of the Template document [33] prositibles for prioritizing objectives across the
strategic perspectives. In the same table, collammprovided for specifying the set of supported an
required objectives (i.e. dependencies betweerefieeence objectives and others).

Related TasksThis task supports the Strategy Control actibigyshowing how the effectiveness of
objectives can be evaluated through the causeffed-eclationships.

CommentsThe output of this task is one of the most imgotrtoutputs from the overall strategy
process. The strategy map provides a snapshoteahéjor IT objectives and how each supports the
other. Generally, the relationships between objestiare specialized form of the relationships
between the perspectives. For instance, the ITuresoperspective supports almost all the other
perspectives and the innovation and learning petissgewill directly support the organizational
mission and program perspective. However, thesgioakhips are may be too general for diagnostic
or non-trivial analysis of the IT strategy.
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6.5 Summary

This section describes the heart of the whole fatesgy process. It demonstrates how IT strategies
can be developed through the analysis of SWOT factuided by the IT strategic framework and the

IT capability readiness results. It also shows tbw IT strategies can be refined into actionable
statements called IT objectives. Through the sjmatibn of performance measures for objectives,
general strategy control is achievable through theasures. Finally, by mapping objectives,

evaluation of the effectiveness of strategies ¢eailves can be tracked. Analysis of the strategp m

is also feasible by exploring the cause-and-effeks between the objectives.
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7 Strategic Implementation

This section explains how concrete IT initiativeancbe identified and prioritized using the
information produced in the Strategy developmertivilg. The initiatives are specific program,
activities and projects or actions that will berigat out to ensure that the targets associated with
performance measures for strategic objectivesemiezed.

7.1 Developing Initiatives

Description This task aims to identify IT initiatives to ingshent the strategic IT objectives to meet
performance targets. Generating initiatives regutfe specification of performance targets (if not
already specified) associated with the performaneasures for each priority objective. Since a sing|
initiative may support more than one objective, mpynities for streamlining initiatives could be

sought to reduce duplication or avoid unnecessargssively large IT portfolio. The main input to

this task is the strategic objectives list producedhe Strategy Development activity. The output
from the task is a list of initiatives.

Process The major steps involved in the development oftidatives from priority IT
objectives include:

T1) specifying performance target (if not specifiéar measures

T2) defining initiative for objectives to satishegormance target

T3) compiling initiatives for each perspective

T4) streamlining initiative list across all perspees

Figure 18:nitiative Definition Process
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Tools The current version of the template document dadssupport the definition of initiative. In
[28], a table format is provided for mapping orgational initiatives to strategic perspectives.

Related TasksThe task is one of the terminal tasks for theralVéT strategy process. It relies largely
on the Strategy development activity and produaasjar input for the Strategy Control activity.

CommentsThis task is optional for the IT strategy processit deals with implementation issues.
However, by assigning this task to the strategyntealignment between initiatives is guaranteed.
Parsimony is also important to consider when geimgyanitiatives in view of resource requirements.

7.2 Prioritizing Initiatives

Description The final task in the implementation of stratefficobjectives is the prioritization of
developed initiatives. Initiatives are prioritizdzthsed on available resources, value potentials —
support for high priority organizational goals @ograms, and sustainability. The most importarp ste
in this task is the development of a prioritizatipamework which must be agreed by the strategy
team and advisably by internal stakeholders. Thenéwork would typically consist of a set of
features (both quantitative and qualitative) toubdormly applied to each initiative. With the majo
input into this task as the initiative list, theskgroduces an agreed priority list of initiatives.

Process The following steps are involved in the priordiion of initiatives (see Figure 19):

T1) developing prioritization framework

T2) validating prioritization framework

T3) applying framework on initiatives

T4) validating initiative priority list with stakedtders

Figure 19:nitiative Prioritization Process
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Tools The template document does not provide any gigidéhis task. See resources in Appendix A
for tools to support the implementation of thisktas

Related Tasks This requires an initial list of requirements,oguced from the Initiative
development task.

Comments Varying degree of formality can be employed i ttefinition of the prioritization
framework. For projects involving high level of taand risks, there must be a rational basis for
deciding on the priorities. It must also be noted the eventual implementation of the initiatives
sound business cases must be established for Treminvolvement of stakeholders in the validation
steps is essential to obtain support for the itivs during execution. A very important considenat

in the prioritization of initiatives is the availidity of resources and specifically budgets fotiatives.

It would be more pragmatic to focus on initiativegh ready budget and other resources than those
requiring substantial proposal for securing redqeistsources.

7.3 Summary

This section shows how the initiatives are devedojpem first priority objectives and later prioa&d
based on agreed prioritization framework. Theseths&s are often considered outside the scope of a
strategic planning process. There are argumentsatbamprehensive implementation plan should be
developed as a separate project outside the plgrautivity. However, even in cases where the
development of the initiatives list has been dopghle strategy team, the implementation team could
use the outcomes as input for their own proceSdesre are growing pressures in linking resource
allocation to performance in the public administnat Without an alignment of the budgetary and
performance system, good innovations could be deneiguired resources due to the prevalent budget
arrangement. Therefore, there is a need for amat#onal intervention to ensure that initiatiaee
fairly considered largely on merit or performancstdry.
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8 Strategy Control

This section describes how effectiveness or peidioca of the developed IT strategy can be
monitored and evaluated. The ability to measure evaluate performance of IT initiatives and
consequently strategic IT objectives (or IT stregedetermine the degree to which IT strategy can
be effectively managed. Defining monitoring andleadon framework provides an early warning
indicator to correct problems related to IT enabfgdgrams or initiatives, and to examine if
corrective action is having any effect. It alsovpges input to resource allocation and planninge Th
use of measures can give the IT organization affidcinthe organization at large) some lead time for
adjustment if these conditions are known in advameemonitoring and evaluation framework
generally provides mechanism for data collectionne@asures defined for initiatives and how to
process these measures to determine IT performardegree to which the measures or more
appropriately indicators associated with stratd@icobjectives are met, including monitoring and
evaluation framework as part of the strategy predegproves the chances for attaining the desired
results from plans.

8.1  Strategy Monitoring

Description The task aims to determine the necessary measoresacking the progress of IT
initiatives - programs and project towards theimttent of higher level performance objectives.
These measures may relate to the inputs commit#tetinitiatives, outputs produced from them and
the relationship between the input and output measurhe selected measures are expected to be
linked to higher level performance objectives oramees defined in the strategy development
activity. The input into the process is the sefTopriority initiatives and the output is a tablefihing
measures and their associated performance objective

Process The steps involved in the execution of this tidlow (see also Figure 20):

T1) selecting initiatives to be tracked

T2) defining measures for each initiative

T3) associating defined measures with higher Ipeelormance measures

T4) specifying details of measures, e.g. respoashtity, data source, frequency
T5) consolidating measures

T6) collecting data on measures during implemeartadif initiatives

Related TasksThe input from this task is supplied by the Sigyt Implementation activity. Its
execution is included as part of the program andjept management functions during the
implementation of initiatives.

Tools Several tools are available for developing, mawmig and evaluating systems, with examples
of measures and indicators for different levelstoditegies. Please refer to [27], [29] and [31]diach
tools.

Comments Measures are defined at the different hieramhsgtrategies - from individual project,
program or initiatives to IT objectives, strategasl possibly goal. Typical areas of measurements
include customer commitments and satisfaction, ecyasdd delivery time, quality, cost, financial,
management, IT infrastructure availability, intdrifaoperations, IT skill availability, and custome
business process support (typical elements of ififiereht perspectives of the IT scorecard). At the
monitoring stage, there is a need for some alignrerassociation of this hierarchy of measures.
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This link is elaborated at the evaluation phase Dogic Model [30] provides a concrete framework
for relating measures for initiatives. Since thetaaf tracking or monitoring could be high, a miaim
or core set measures should be selected for tadkiitially. IT organizations with advanced
Performance Management capability could, howevetagk on a more extensive and involving
monitoring exercise.

Figure 20:Strategy Monitoring Process

8.2  Strategy Evaluation

Description The strategy evaluation activity involves elatimgon the associations defined between
input, process and output (operational) measurésitaftives and measures associated with strategic
objectives or those at higher level of the pyraniid.general, evaluation examines the measures
produced from monitoring and verifies whether expeéaesults, outcomes and impacts are obtained.
While the monitoring measures inputs and outputsibiatives or IT-enabled services, evaluation
measures the benefits or outcomes resulting frararakrelated initiatives for the organization as a
whole and its stakeholders. Outcome measures gressed at higher levels of the strategy pyramid
(strategic objectives, strategic priorities or 18aBs). The major input to evaluation task is teeds
measures and their corresponding values for iiviéiatwhile the output is the degree to which
selected outcome measures are met.
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Process The steps involved in the process are listedvbéfdso see Figure 21):

T1) selecting strategic outcomes measures to éealua

T2) elaborating relationships between the seleadattome measures and related operational
measures

T3) computing outcome measures from operationakorea

T4) comparing actual outcome with expected or tangécome

T5) diagnosing cause if actual outcome does not me®ected outcome

T6) prescribing necessary strategic adjustments

T7) _ef_fgc'ging )the required adjustments to stratbggrarchy (from strategy through objectives to
initiatives

Related TasksThis evaluation of outcome measures is closdbted to Strategy Development and
Strategy Implementation activities. It connectssthéwo activities by explaining how operational
measures determine outcome or strategic measures.

Tools See [27], [29] and [31] for examples of usefulltofor designing evaluation frameworks.

CommentsA number of different approaches can be takeevaduation. The approach explained in
this section is the goal-based, in which achievananperformance goals and objectives are
evaluated. It is also possible to conduct evaluafir (i) reaching decision on the continuity of
specific initiatives, (ii) examining the full effecof initiatives (goal-free) or (iii) obtaining ggment
from experts on the initiatives. A combination diese approaches could in principle be used
depending on the evaluation goal.
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Figure 21:Strategy Evaluation Process

8.3 Summary

This section discusses how monitoring and evaloatian be carried out as part of the strategic
planning process. Plans developed with monitorimdy@valuation components are likely to meet their
goal than those developed without these compon&his.selection of measures across the strategy
hierarchy is one of the most important steps instn@egy control activity. The next important siep
the ability to relate these measures (i.e. relatmpgrational to strategic measures). Once the
relationship is established available data candsa o compute values for the dependent outcome
measures. Diagnostic steps (if necessary) can ibated once measures are computed for deeper
insight into issues. Due to the cost of obtainieguired data for measures, a minimal set of
evaluation measures is recommended.
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9 Strategy Documentation

This final activity of the IT strategy process etdocumentation of the developed strategy for the
purpose of dissemination. Three basic steps ameoped under this activity. First, the Strategic IT
Plan document must be drafted. Next, the planrmuEited among stakeholders for comments and
feedback. In the third task, the strategy teanmd#tedo the comments and feedback to produce the
final version of the plan.

9.1 Drafting IT Strategy Document
The IT strategy document is a logical compilatidrihe various outputs from the major activities of

the IT strategy process. In line with the procéiss,following sections are prescribed for IT stggte
document.

Table 2: Outline for Strategic IT Plan Document

NO | SECTIONS DESCRIPION
Executive Summary a summary or synopsis of the whole IT Plan document
1 highlighting the major planning elements (or setdiof the
document)
2 Contents table of contents, figures, definitietts
3 Background context for the strategic IT planrnexgrcise (see Section 3)

IT Strategic Framework | documentation of the mission, vision and goalseflT
organization (see Section 4)

IT Capability Assessment| outcome of the extensive assessment of the business
5 requirements of the agency and the governancejitadtand
managerial aspects of the IT organization (see@eb)

Benchmarking comparative assessment of IT organizations in amagencies
within the same or other public administration eyss
6 IT Strategies documentation of the developed IT strategy (seé@exc6.1.
and 6.2)
/ IT Objectives and documentation of the strategic IT objectives (sssisns 6.3 and
Measures 6.4)
8 IT Initiatives documentation of IT initiatives
9 ::T Performance description of the monitoring and evaluation fraroew
ramework
10 | Bibliography list of publications used during thevelopment of the plan
11 Appendices Includes assessment details, and other major inmpiotshe

strategy development process
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9.2 Obtaining Feedback on Strategy

Once the IT plan is drafted by the strategy teashould be circulated among the major stakeholders
for feedback. The information specified in the commncation plan (Section 3.2) is useful in
determining a dissemination strategy. Members efciire business units and the IT organization are
expected to be deeply involved in the revisionisltimportant for the strategy team to obtain
feedbacks from particularly influential stakehokl¢hat were less involved in the whole planning
process. All feedbacks are to be collected andyaedlbefore effecting changes to the plan.

Process This task consists of the following three steps:

T1) determining stakeholders to review plan
T2) circulating draft plan among stakeholders

T3) collecting comments and feedback for plan tewis

9.3 Revision and Dissemination

The final task of the documentation activity invedvanalyzing the received comments, determining
required changes and effecting the changes. Affiectang the comments, the final version of thenpla
is to be submitted to top management for final apalr followed by adoption. The IT plan could be
disseminated as required. It is important thatealels of management staff (operation, tacticatl an
strategic) have access to the major elements dflthre It is also important for specific businesét u

to plan for the implementation of initiatives ra&dtto them. Seminars and workshops could be
organized to explain the details of the plan toagency staff with discussions on issues relatelddo
implementation of major initiatives.

Process The task consists of the following steps:

T1) analyzing received comments

T2) revising plan based on comments

T3) obtaining official approval for plan

T4) dissemination of IT strategy (through agendyanet, seminars or workshops)

T5) follow-up of business units on implementatidnnitiatives

9.4 Summary

The documentation activity of the IT strategy psxeonsolidates the major outputs from the other
activities of the IT strategy process from the tegjec context and assessment through strategy
development and implementation to strategy momgpand evaluation. The documentation allows

the strategy team to obtain feedback on the dewdlafrategy as a basis for revision before official

adoption and dissemination. The approved IT plawviges a sound basis for the development of

tactical or annual IT plans and implementationToiritiatives by core business units of the agency.
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10 Conclusions

This toolkit was developed to assist public or gawgent organizations in building their IT strategie
through a rigorous but practical process. A magal @f the toolkit is to facilitate the developmerft

a balanced IT strategy well aligned to agency degdional goals. The toolkit does not presume any
specific technical capability and therefore subssirrechnicalities of the underlying methodology
elements — for instance the use of balanced saardtgresented the processes for implementing the
major planning activities: Planning, Strategic Feavork, Assessment, Strategy Development,
Strategy Implementation, Strategy Control and Daeniation. Cross references are provided in the
toolkit to the appropriate sections of a companiemplate Document [33] that could be used by the
strategy team to execute specific planning tasks.

While the government as a whole could adopt theqgpiteed processes as standards for Strategic IT
Planning, individual agencies could customize ttee@sses based on size and need. As a government
standard, agencies could submit their IT stratedmseloped based on the standard in some fixed
format for consolidation by government. A governmeide view on IT development enables
effective coordination, identification of cross-agg initiatives, opportunities for economies oflsca
and standardization of the IT environment acrosgegunent. For instance, if 50% of government
agencies indicate document management as prioitigtive, a cross-agency project team could be
setup to facilitate the implementation of the atittes at the different agencies with additional
benefits of experience and expertise sharing, #sas@conomies of scale.

By standardizing the strategic IT planning procgesernment is better able to track the alignmént o
initiatives to its critical programs such as thastated to public service reform and electronic
government development. By design, the prescrilvtedgss models guarantee the development of e-
government through explicit IT support for the dety of public services.

The toolkit does not provide exhaustive informatgnstrategic IT planning for public organizations.

However, it provides detailed enough informationgiarantee the development of a balanced IT
strategy for government agencies. Information dreotT strategy development tools is provided in

Appendix A.
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Appendix A: Tools for Strategic IT Planning

There are a number of tools available to suppagtegjic planning in general and Strategic IT
planning in particular. These tools include todkitemplates and software. Some of the tools are
listed in the table below.

assessment, creation of shared

vision, setting goals and
objectives and development of
communication plans.

TITLE DESCRIPTION URL AUTHOR
1| Strategic Provides guidelines for carrying http://www.nsba.o| Education for
Planning Tool | out some strategic planning rg/sbot/toolkit/spt.| Leadership Toolkit,
tasks including readiness html National School Boards

~—

Foundation implemente
by NSBA's Institute for
the Transfer of
Technology to Educatio
(NSF Grant).

-

2| Technology
Planning Tools

A guideline for carrying out

technology planning in the area rg/sbot/toolkit/tpt.

of visioning, stock taking,
development of actions or
initiatives and periodic

http://www.nsba.o

html

Education for
Leadership Toolkit,
National School Boards
Foundation implemente
by NSBA's Institute for

e

evaluation. the Transfer of
Technology to Education
(NSF Grant).
3| Strategic Provides an annotated list of | http://www.ptv- Affinity Group
Planning resources for strategic planning.agc.org/AGC%20 | Coalition, Public
Resources Planning%20Repo Television Planning
rt%20To0ls%20S | Project
ummary 11 06.p
df
4| Online An annotated bibliography of | http://www.actew.| ACTEW
Resources for | online resource to support org/projects/curre
Strategic strategic planning nt/ACTEW_Strate
Planning gic_Planning_Bibl

iography.pdf

5| Free Online

A free online strategic planning

http://www.planw

Planware

version) strategy map Balance
Scorecard software

Strategic system. System allows for the| are.org/strategicpl
Planner generation of simple reports. | anner.htm
6| IT Strategy and | A comprehensive strategy http://www.egov.i | Center for Electronic
Alignment development and alignment ist.unu.edu/cegov| Governance at United
System System allows for generation of projects/planning | Nations University -
core strategic planning reports ST
like IT scorecard and strategy
card for public organizations.
7| Strategy A free (non-professional http://www.strateg| Applied PC Systems Pty

dymap.com.au/

Ltd

8| Strategic IT

Set of resources for strategic I

[ http://www.acf.hh

Planning and planning and management s.gov/nhsitrc/it_pl | Health and Human
Management activities. anning/strategic_p Services
Resources lanning/resour.ht

ml

US Department for
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Appendix B: Definitions

DESCRIPTION

Back Office
Application

Software that does not interact directly with tistomer. It provides functionality
for internal operations such as enterprise resquieseing (ERP), inventory
control, manufacturing and all of the supply chadtivities associated with
procuring goods, services and raw materials. ERP system includes order
entry and customer service capabilities, it wouldde both back office and front
office

http://www.techweb.com/encyclopedia/defineterm. jifigrm=back+office+appli
cation

Balance
Scorecard

A management instrument that translates an org@mzsmission and strategy
into a comprehensive set of performance measumg®tide a framework for
strategic measures and management. The scorecastiras organizational
performance across several perspectives: finamciatpmers, internal business
processes, and learning and growth.

http://rru.worldbank.org/Documents/Toolkits/Laboofikit/glossary.html

Benchmark

http://rru.worldbank.org/Documents/Toolkits/Laboofikit/glossary.html

A standard or point of reference usedeasuring and/or judging quality or vale.

Business
Objectives

The measurable targets designed to help an orgamzechieve its overall
business strategy.

http://www.etpconsulting.co.uk/Business%20Contiybitisiness-continuity-
glossary.htm

Business Proces
Re-engineering

5 Fundamental analysis and radical redesign of basipecesses and manageme
systems to achieve dramatic change or performamgeiement. BPR uses
objective, quantitative methods and tools to arglyzdesign and transform
business processes including their supporting azgtan structures, information
systems, job responsibilities and performance stiatsd

http://lwww.ic.gc.ca/sc_mangb/ecomevnt/engdoc/glysistml

2Nt

Business
Processes

On the one hand, business processes refer to ttkélaves within a company and
on the other hand, to the processes involved @rHtcdmpany transactions — in
other words: offers, price negotiations, purchasiggeements, and orders.
Software that reproduces these business procdissesfore, can be both ERP
system as well as e-commerce software.

http://www.x-solutions.poet.com/eu/newsevents/go#BusinessProcesses

Change
Management

The concept of change management encompasseb#siealefinitions: (1) the
task of managing change, referring to (a) makirenges in an organization in a
planned and systematic way, or (b) “respondinghemges over which the
organization exercises little or no control”, sashlegislation, social and politica
upheaval, changing economic situations, etc; (8)diea of professional practice
referring to experts or firms engaged in planning emmanaging change for their
clients; (3) a body of knowledge, consisting of 6aiels, methods and technique
tools, skills and other forms of knowledge thatigio making up any practice.”
(Nickols,2002)

http://home.att.net/~nickols/change.htm

w

COBIT

Control Objectives for Information and reldt€echnology, Technology, first

released by the Information Systems Audit and @bRoundation (ISACF) in
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1996 and now published by the IT Governance IristitgCOBIT definition)

http://www.datagovernance.com/glossary c.html

COBIT Level -3

The maturity models (MMs) in COBWere first created in 2000 and at that tim
were designed based on the original CMM scale thighaddition of an extra leve
(0) as shown below:

Level 0: Non-existent

Level 1: Initial/ad hoc

Level 2: Repeatable but Intuitive
Level 3: Defined Process

Level 4: Managed and Measurable
Level 5: Optimized

Source:
http://www.isaca.org/Content/NavigationMenu/Membensd_Leaders1/COBIT6
FAQG6/COBIT_FAQ.htm#24

— @

Conceptual
Framework

This is a consistent and comprehensive theordtaalework emerging from an
inductive integration of previous literature, thiest and other pertinent
information. Conceptual framework is usually theibdor reframing the researc
guestions and for formulating hypotheses or makifgymal tentative predictiong
about the possible outcome of the study.

http://www.fiu.edu/~bridges/glossary.htm#Conceptiahmework

-

Courseware

Software designed specifically for nsg ¢élassroom or other educational settin
containing instructional material, educational waite, or audiovisual materials.
"Courseware" is a term used to describe softwaeurees which are used for
Computer-Assisted Learning (CAL). to mediate orpsrpa course or module.

http://www.e-learningguru.com/gloss.htm

Desired Future
State

Declaring how you want the process to work ondgriedesigned leads to
describing the desired future state, which mayesklthe customer requirement
and how the process will meet those requirements.

http://web.mit.edu/hr/oed/bpi/glossary.html

172)

Architecture

Electronic E-governance is the use of ICT by different actdrhe society with the aim to

Governance improve their access to information and to buileitlcapacities.
http://portal.unesco.org/ci/en/ev.php-
URL_ID=3038&URL_DO=DO_TOPIC&URL_SECTION=201.html

Enterprise The holistic expression of an organization's kesitess, information, application

and technology strategies. Integral componentsi@rprise architecture are
standards and guidelines that direct how technolatiyoe used.

http://cpr.ca.gov/report/refapp/glos.htm

e-Strategy Business strategy applied to develaméine presence.
http://www-agecon.ag.ohio-state.edu/programs/ezéghgeglossary/main.html
Evaluation Analysis of various measures to deteemiinspecific performance objectives ar

met. It is also an analysis undertaken at a fix@dtpn time to determine the
degree to which stated objectives have been rea@heslis generally used as a
basis for decision making, including updating plans

http://www.unisa.edu.au/pas/qap/planning/glossapy.a

11

External Factors

A factor that may enhance orfiyulinderlying program assumptions and thus

the

likelihood of goal achievement. Goal achievemeny miao be predicated on
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certain conditions (events) not happening. Theyrareduced by external forces
or parties, and are not of the agency's own maKihg.factors may be economic
demographic, social, or environmental, and they reayain stable, change withi
predicted rates, or vary to an unexpected degree.

http://www1.eere.energy.gov/ba/pba/program_evalnégiossary.html

=}

Framework

A framework is a set of guidelines foe usa larger (less specific) context than
would be considered for a method or process. Adkaonk provides flexibility in
the form of general characteristics and guidelinbih allow the engineer or
analyst to choose whatever method or techniquessduited for a particular
situation; whereas, in general, a methodology, otthr technique prescribes a
specific set of actions, rules, or processes; therea methodology tends to be
less.

http://www.mikehalblander.com/RE_Glossary.html

ICT
Infrastructure

Refers to physical telecommunications systemsnataorks (cellar, broadcast,
cable, satellite, postal) and the services thératihem (Internet, voice, mail,
radio, and television).

http://web.worldbank.org/WBSITE/EXTERNAL/TOPICS/EXNFORMATION
ANDCOMMUNICATIONANDTECHNOLOGIES/0,,contentMDK:210382~pa
gePK:210058~piPK:210062~theSitePK:282823,00.html

ICT Sector

In New Zealand, the ICT sector is anl@ggration of the communications sect
including telecommunications providers, and thermfation technology sector,
which ranges from small software development fitmmulti-national hardware
and software producers.

http://lwww.digitalstrategy.govt.nz/Media-Centre/Gdary-of-Key-Terms/

DI,

IT Governance

IT Governance is a subset discigfr@orporate Governance focused on
information technology (IT) systems and their perfance and risk managemen
Some disciplines that make up IT governance aregghenanagement, problem
management, release management, availability marmageand service-level
management.

http://en.wikipedia.org/wiki/IT _governance

Measure

A value quantified against a standard, asdhme and cost.

Mission

The part of a goal or endeavor assignetisgsecific responsibility of a particular
organizational unit. It includes the task, togethiéh the purpose, which clearly
indicates the action to be taken and the reasons.

www.0jp.usdoj.gov/BJA/evaluation/glossary/glossamyhtm

Monitoring

The ability to track the defined measutierough data collection. It can also be
defined as a continuous process of collecting anadlyaing data to compare how
well a project, programme or policy is being imptrted against expected resu

www.undg.org/archive_docs/2485-Results-Based_Managé Terminology_-
Final_version.doc

ts.

New Public
Management

This is a slippery label. Generally, it is usedl&éscribe a management culture th
emphasizes the centrality of the citizen or custorewell as accountability for
results. It also suggests structural or organinatichoices that promote
decentralized control through a wide variety ofadative service delivery
mechanisms, including quasi-markets with public pridate service providers
competing for resources from policymakers and denmdPM tends to include a
greater reliance on contracts and contractingao,places more emphasis on

at

managerialism than formal rules and proceduraldstads, while de-emphasizing

a
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career civil service. NPM does not claim that ganeent should stop performing
certain tasks -- although the New Public Managero#ieh is associated with thig
policy perspective. NPM is not about whether tagisuld be undertaken or not.
is about getting things done better.

http://web.worldbank.org/WBSITE/EXTERNAL/TOPICS/ERUBLICSECTOR
ANDGOVERNANCE/0,,contentMDK:20201644~pagePK:2100p#K:210062
~theSitePK:286305,00.html

Organizational
Strategy

An organization's strategy deals with how to malkeagement's strategic vision
for the company a reality-it represents the garaa fir moving the company int
an attractive business position and building aasnable competitive advantage.

http://highered.mcgraw-hill.com/sites/00724437 1ident_view0/glossary.html

O

PKI
Infrastructure

Also known as an asymmetrical key encryption. Whik type of encryption, a
pair of encryption keys are used—a public key apd\ate key. The public key i
made available to anyone who wants to send an gtectynessage to the holder
of the private key. The only way to decrypt the sage is with the private key.

http://lwww.e-future.ca/alberta/pdf/efc_e-businessssary.pdf

)

MIS

Short for management information system or rgan@ent information services,
and pronounced as separate letters, MIS refersllyrama computer-based syste
that provides managers with the tools for orgagizevaluating and efficiently
running their departments. In order to provide pastsent and prediction
information, an MIS can include software that heipdecision making, data
resources such as databases, the hardware resoliecegstem, decision suppor
systems, people management and project managepmicgdions, and any
computerized processes that enable the departmamnt efficiently

http://www.webopedia.com/TERM/M/MIS.html

m

t

Public Policies

Public policy refers to actionsdalby a government body

http://www.worldbank.org/html/aftsr/sfi23.htm

Strategic
Objectives

Strategic objectives relate to outcomes that stremgan organization's overall
business position and competitive vitality; Finahaibjectives relate to the
financial performance targets management has edtablfor the organization to
achieve.

http://highered.mcgraw-hill.com/sites/00724437 1ident_view0/glossary.html

SWOT

SWOT is a method of reviewing the currentatitin of your business or service
The idea is that you identify the strengths andkneases of your service,
pinpoint opportunities and note threats.

www.plymouth.gov.uk/text/homepage/transportandstfgansportplanning/ltp20
01-2006/Itpglossary.htm

Terms of
Reference

Detailed description of the tasks that consultanlibe required to undertake, th
range of deliverables, and the timetable.

http://rru.worldbank.org/Documents/Toolkits/Laboofikit/glossary.html

11°J

Vision

An overarching statement of the way an oizgion wants to be; an ideal state
being at a future point.

www.asq.org/glossary/v.html
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