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CIO IT value matrix: Technology trends, IT risk management, Long term goals, Innovation, Technology change
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2.5 hours of class - 20-25 students

15 min's - personal experiences - what makes a good CIO Q&A

30 min's - present the organization and the case - the question to answer

45 min's - work on the case in break out groups

Break

Wrap-up - break-out groups

General - conclusion
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Tue. Dinner

 

Topic Overview

Crystal Balling:  What are some of the strategic questions?

 

1. What type of “futures” organization will you be?

2. Where do you look for future trends?

3. Will future innovation come from strategic intent or natural selection? 

4. What are the fail-fast experiments you will run?

5. What side will you take on divergent choices?  (e.g., best of breed vs. enterprise database; Enterprise Resource Planning (ERP) systems vs. Service Oriented Architecture (SOA))

6. How do you embrace surprises and revolutions? (the case of SKYPE)

7. How do you embrace discontinuities as technology surprises that occur vs. the divergences in technology? (i.e., solutions that appear and beg decisions on which horse to bet)

 

"Monitoring and managing technology trends and discontinuities"

Ed Granger-Happ, CTO, Save the Children

Case Study

The Question: 

Should Save the Children (STC) solve the donor management legacy system issue first, or solve the lack of program management systems first?  If you had $100 to invest, how much would you put in the former versus the latter?

Background:  

Save the Children (http://www.savethechildren.org/) is a $400M international relief and development nonprofit organization. The organization was founded in 1932 in New York, based on the on the international children's rights movement begun in England in 1919 by Eglantyne Jebb, founder of the British Save the Children Fund.  Save the Children works in 40 countries, including rural poverty areas in the U.S..  The organization has 6,400 employees, 340 of which are in headquarters locations (Westport, CT and Washington, DC) and the remainder in field offices.

The core IT system for a non-profit is its donor management system (DMS).  The DMS primarily serves Donor stakeholders and is used by donor-facing departments.  Most data flows through this central system.  Save the Children (SC) has a custom system built on an antiquated development platform (SYNON) that runs on aging IBM AS400 hardware.  It was developed over a six year period (1992-1997) with an expected life of 5 years, ending 2002.  The SC Information Services (IS) department has kept the system afloat with custom enhancements and a new development platform (Lansa), but all stakeholders realize we are living on borrowed time.  Ed Granger-Happ, CTO, notes “In our DMS, we may have a classic 57 Chevy that still runs, but it's still a 57 Chevy.  It's not going to take us cross-country.”

 

In 2005-2006, SC migrated their Leadership Giving (LG) department from the legacy DMS to Blackbaud's Raisers Edge in order to support their 3-year capital campaign.  (see http://www.blackbaud.com/products/fundraising/raisersedge.aspx). The project took 20 months at a cost of $1.86M.  Fiona Hodgson, VP of LG, was the key mover and champion of this project, gaining senior management team (SMT) and Board of Trustees (BOT) approvals.  Estimates are that an equivalent time and cost project will be needed to move the remaining departments and products from the legacy DMS to Raisers Edge.  

During the LG Capital Campaign project, which consumed most of the IS department resources, other departments were short-changed in terms of technology projects they wanted to get done.  In particular, the Sponsorship department went from 27% of the IS project portfolio to 12% in fiscal year 2005.  Zaiba Nanji, new VP of Sponsorship at the time, felt that the IS department was a “mess” that she needed to get it fixed as part of her early priorities.   The Sponsorship department provides program products that feature 1-to-1 connections with children in need.  Sponsorship has been the dominant user of the legacy donor management system, and is most dependent on it for its business operations.  

Carolyn Miles, current COO, was the former VP of Sponsorship and has a keen interest in getting Sponsorship on a more competitive footing with other sponsorship non-profit agencies.  She recently asked why Save’s Sponsorship program was falling behind similar agencies in terms of operating efficiency, program and technology features.
Nevertheless, the SMT and BOT made it clear that the Capital Campaign was a top-4 priority (Sponsorship was not.)  Given a relatively flat IT budget (growth of less than 5%, largely due to salary increases), Ed Granger-Happ made it clear that doing more for one department (LG) meant doing less for another (Sponsorship).
In addition to these environmental factors, the IS Strategy was clear on its focus on the field worker.  The department had grown its project services for the Field from 3% in 2000 to 33% by 2005.  In addition to major projects, this “shift to the field” in the IT project portfolio put further downward pressure on other department IT projects.

 

Following the Tsunami relief efforts of 2005, it became clear that Save the Children lacked scalable program management systems for emergency response and development programs. (Programs are the “products and services” delivered to children; for example, an education program in Mali.)  The key systems gaps were in (a) Supply Chain Management (SCM) and (b) program impact tracking, monitoring and evaluation (M&E).  A combined SCM and Program Management systems would roughly equal in time and cost the DMS replacement project.

 

The SC Information Services (IS) department is comprised of 24 professionals in headquarters and approximately 50 tech support people in 20 regional and country offices.  The department is divided between systems development and operations/support.  The latter includes network engineering and help desk support.  Ed Granger-Happ, rank ordered IS’s stakeholders as follows: #1 the Field Worker who delivers programs to children, #2 the Donor, and #3 Everyone else.

 

There is no nonprofit ERP system today, and no commercially available Sponsorship system, but SC expects these to come to market within 3-5 years.  There are vanilla Supply Chain Management (SCM) systems and program management systems used by three other international nonprofits (for example, Dunia Soko’s GYST system; see  http://www.gyst4results.com/root_pages/home.shtm)  

Discussion Questions:

1. Which system needs can be deferred and why?  

2. What future trends may impact this decision? 

3. What are the risks and return trade-offs for each?

 Recommended Readings:

 

1. “IS Strategic Perspective for the 2008-2012 Plan,” an IT Futures whitepaper by Ed Granger-Happ.  Also note the references in the footnotes.

2. “Developing a Strategy for Digital Convergence" by Sean Silverthorne,   http://hbswk.hbs.edu/item/5445.html
3. “Can Technology Eliminate Poverty?" edited by Patricia O'Connell http://www.businessweek.com/magazine/content/05_52/b3965025.htm
4. “Weak Signals," by Paul Saffo, http://www.saffo.com/essays/SR-891_09_Methodolgy.pdf
5. The Save the Children IT Strategic Plan, 2001, by Ed Granger-Happ, CTO.

6. “Disruption is Good,” by Clayton Christensen, http://www.cio.com/archive/040101/disruption.html 

 

 

The following appendices are from the my IT Futures paper, “IS Strategic Perspective for the 2008-2012 Plan”

APPENDIX C – Alternative Frameworks

 

 

Pendulum Dichotomies –based on my observation of some of the IT cycles over the past 30 years

 

Left Brain (60s, 90s)    Right Brain (70s, 80s)

 

Centralized     
–
Decentralized

Standardized    
–    
Customized

Generalized    
–    
Specialized

Rationale    
– 
Creative

Autocratic    
–    
Democratized

Big is Better    
–    
Small is Beautiful

In-source    
– 
Outsource

Tight    

– 
Loose

 

APPENDIX D – Future Themes Impact

 

Importance vs. Timing/Urgency

(Impact Size = bubble size)
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APPENDIX E – Leaders and Followers

 

First-movers – the pioneers, trail-blazers, fast & agile leaders; but with higher costs and higher risks—requires serious focus

Second-movers – the fast followers; capitalize on the mistakes/learning of pioneers; follow the successes, but need to overcome the leaders

Frugal-movers – the pragmatic followers; more cautiously follows industry leaders, picking what works well, waiting for lower costs of entry; may constantly be in catch-up mode

Late-movers – the laggards, miss most opportunities, resist change; sometimes luck-out 

 

For technology investments, Save the Children has primarily operated in the Frugal-movers category. However, corporate partnering and gifts-in-kind have been First-mover. Do some areas of IT work—for example, new technology-based programs—at NGOs lend themselves to a higher category?

 

 

