Overview

· Project selection: the process

· Feasibility: how to measure/describe it

· Requirements:  how to find out what to build

· System proposal: how to write a good one

Project selection

Three main activities:

· Identify potential development projects

· Classify and rank potential projects (often based on ISP)

· Select projects for development

Often done in conjunction with formal IS planning for the organization

Project evaluation criteria

· Strategic alignment

· Potential benefits (including, but not limited to, economic); “do I need this?”

· Resource availability

· Project size/duration

· Technical difficulty/risks: “can they really do this?”

· Cost factors: “does this represent a good value for money? Is this the best way that I can spend this money?”

Decision outcomes:

· Accept project

· Reject project

· Delay project

· Refocus project

· Proof of concept


The Information System Proposal

· IT for large organization


Potentially many projects to choose from



ISP used to further define a project


ISP used to help manager select project(s) to action

· Consultant to outside organization


Organization has many projects, consultants to choose from


ISP used to ‘sell’ you and project to another org.



ISP used to further define a project

The ISP: you convince the decision-maker (the client) that the proposed project

· Has benefits for the client

· Is feasible

The ISP proposal document specifies:


•
why should the proposed system be built?


•
what will the proposed system do?


•
who will be involved with using the system?


•
where will it fit into the existing system(s)?


•
when will all/part be ready for use?


•
how will it function? Any constraints?

Sample arguments for improvement/benefits of a new system:

· Speeding up a process. 

· Streamlining a process through the elimination of unnecessary or duplicated steps. 

· Combining processes. 

· Reducing errors in input through changes of forms and display screens. 

· Reducing redundant output. 

· Improving integration of systems and subsystems. 

· Improving worker satisfaction with the system. 

· Improving ease of customer, supplier, and vendor interaction with the system.

TELOS Feasibility

· Technical Feasibility: “Is it likely that our staff can build it?”

can the system be developed and implemented using existing technology? new technology? 

Is the necessary expertise and infrastructure available to develop, install, operate and maintain the proposed system?

Is the proposed system able to meet initial performance expectations? accommodate expected new use and functionality over the ‘medium term’?
· Economic Feasibility: “Is the projected return worth the investment?”

Used to select between projects: if there are several alternative opportunities for investing resources, which one gives the best rewards?

will the investment of resources in a particular project be worthwhile?  how worthwhile will it be?

Cost-benefit analysis:  calculate the tangible costs and benefits of the system

Formal Return on Investment (ROI) not covered in this course

Costs include: development (including cost of systems analysis, employee time for study), purchase, construction (cost of developers’ time, software, employee time for user centered development), installation, training, maintenance, repair, running costs (salaries, hardware, software, licences, peripherals, …), …


of the proposal for its projected lifetime
Benefits include: salary savings, hardware saving, maintenance savings, increased revenue, savings from reduced employee pilfering, …


of the proposal for its projected lifetime
These costs and benefits are made tangible:

not:  saves the receptionist two hours of time

instead: saves the receptionist two hours a week, 26 weeks out of the year = 52 hours/year, @ $15 per hour,  = $780/year

Note that some of the savings are ‘funny money’: the receptionist will not really have her hours reduced by 26 hours per year!  (but she will be able to do other things for the organization). Emphasize that the organization is currently spending that $780 on activity X, and that with your new system they could spend $780 on other activities more directly useful to the organization.

Tangible benefits include:

· Saving money

· Saving time

· Reducing errors (which generally saves money and time)

Other intangible benefits to consider:

· more professional appearance to customers

· “image”

· employee satisfaction

· employer satisfaction
· …
· Legal Feasibility: “Will doing this violate laws or contractual agreements?” 

Are there legal responsibilities? Liabilities? Governing bodies to satisfy?

· Operational Feasibility: “If built, is it likely that the system will really address or solve the business problem?” 

Will the system meet the needs and expectations of the organization? If built, is it likely that the system will really address or solve the business problem?

Operational factors to consider include: 

· corporate culture

· staff resistance or receptivity to change

· management support for the new system

· the nature and level of user involvement in the development and implementation of the system 

· direct and indirect impacts of the new system on work practices

· anticipated performance and outcomes of the new system compared to the existing system

· etc.

· Schedule: “Is it likely to be built in time to realize benefits and/or meet constraints?”
Will the system be constructed in time to realize benefits and meet constraints?
Sources of requirements information

· Interviews

Formal and informal

With manager(s), potential users

Best to interview people at all levels in org. that will use the system

· Questionnaires

Most useful for very large organizations

· Observation

Observe usage of old system, new as being prototyped

Watch for typical and atypical situations

· Forms

Both blank forms and filled in forms

· Reports

What reports do they produce now?

What reports would they like, but can’t produce now?

· Other Documents

Documentation of old system? Applicable laws? Directives?

Problems and difficulties

· Different ideas/opinions of problem and situation

· Different terminology used

· May expect you to already understand their work

· May try to avoid blame and protect their interests and power

· May use opportunity to increase their own power

· May resent your interference to “solve our problems”

· Managers may be protective of their employees’ time

· People will be busy and hard to get access to

· Often won’t consider project to be as important as you do!

Some notes

· Be professional

· Be prepared

Be courteous

Value others’ time, opinions, and position

Get permission to interview or observe employees

· Be aware of the possibilities of politics getting in the way

· Beware of possibilities for incorrect information, misunderstandings, and omissions

· Cross-check questionable information

· Seek reconfirmation of data gathered after restating in your own words

Writing a persuasive ISP

A persuasive ISP can be the difference between winning a funded project (winning a consultancy) and failing to gain the contract.

It should demonstrate:

· a clear understanding of the client’s business problems and needs

· a recommendation for a specific solution to those problems

· evidence that you are competent to deliver on time, on budget

· good reasons to choose your recommendation over other possibilities

· Include a cover letter to the ISP 

· Brief cover letter!

· Highlight key points in the proposal

· Customer’s biggest business problem/need

· Your proposed solution, at a very high level (2-3 sentences max)

· A few, most important competitive advantages

· Ask for the business

· Don’t just close with a vague, ‘if you have any questions then please call’ 

· Have a good cover page

· The title should not be ‘Proposal’

· Write a title that includes the benefit to the client, preferably with an action verb: ‘Increasing data security with an Oracle-based e-commerce website’

· Include your group’s name, the client’s name, the date

· Don’t have your name, logo dominate the title page

· Next, a good ‘executive summary’.  

· Focus on benefits of the system

· Highlight key points

· 2 pages MAX

· In the first section(s), focus on the benefits to the client, satisfying their business needs, achieving their business objectives. 

· Write down the business problem to be addressed by the system (shows that you understand their problems)

· Recommend a specific solution

· Describe how your proposed system will help solve the business problem

· Build belief in your proposed solution by providing substantiating details—not slogans, not vague promises

· Show that your proposal offers the best ‘value’
· Price is important!  Cost/benefit (ROI), not just $$$
· The benefit measures must be something that the client cares about (for example, worker satisfaction is usually very low on the employer’s list)
· Graphs are good!
· Also differentiate your proposal based on your technical ability, your past performance, service, …
· Quantify benefits and payback

· Avoid computing jargon where possible. Do, however, use the client’s jargon.

· Old standard: your organization’s history first in the ISP. New wisdom: put descriptions of your organization as an appendix, or late in the ISP.

· Eliminate ‘credibility killers’:  misspellings, grammar errors, inconsistent document formatting, mis-spelled client name.

· Your client cannot read/understand your code: the ISP has to be your selling document, an indication of the quality of your work!

· Refer to the client by name or as ‘you’, never as ‘it’ or ‘they’

