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Introduction

This is a book about the successful management of Management
Information Systems covering:

e The management requirements, from the Chief Executive to the
Systems Programmer.

e The time period from predesign through development, installation,
and operation, on to future considerations.

Other books have covered quite thoroughly the technical requirements
for Management Information Systems (MIS) in the various functional
areas. A few have dealt with some of the key managerial factors for
success that are included here. To my knowledge, however, no previous
work has tried to compile the managerial factors for successful MIS
application as done in this book, i.e., from top-to-bottom of the
management and from start-to-finish of the application, based upon more
than two dozen case experiences. Yet most professionals correlate the
degree of success with MIS more to managerial and human factors than to
technical ones.

In the '73 and ‘74 National APICS Conferences, the author asked
several hundred attendees about the biggest cause of poor MIS perfor-
mance with this response:

Yes No

Are you satisfied with the total progress
of your MIS system? 20% 80%

Do you consider the most significant
determinant to your progress is systems

or technical expertise? 20% 80%
Or communications, understanding and
human problems? 80% 20%

This test elicited similar responses when asked of several local groups. It
remains a mystery as to why this quandary exists: 80% of the problems lie
on the human side, yet 95% of the time and money has been spent on
further technical improvements.

One of the reasons is that the communications and human-resource
problems are multifunctional, and the support and planning required
have to come from top management. Another reason is the lack of
understanding of the type of participation and training required. The
routine “‘lay it on”’ approach should be replaced by the participative,
workshop, ““own-my-share-of-the-problem’” style. This can best be ac-
complished with guidance from management development professionals.

1



2 Introduction

The early chapters of the book,

e Getting Started,

Preparing Top Management for a Key Role in MIS, and
e Creating a Positive Environment for Change,
are directed especially toward top management because this is the crucial
stage for its involvement. That which is done or left undone at this stage
seriously affects the potential for full success downstream. The latter
chapters:
® Designing the System,
e Implementing an MIS System, and
e Living with an MIS System,
are pointed more toward members of middle and lower management,
since they have major responsibilities during these stages. The final
chapter, ““In the Future,” has both top management and operating man-
agement implications.
Thus, the audience for the book includes:
Chief executives;
Functional executives—finance, production, marketing distribution,
engineering;
Departmental managers;
Production and inventory control managers;
Materials managers;
MIS managers;
EDP managers;
Systems and programming personnel;

College students.

The book also deals with the important factor of managing the operation
while implementing a Management Information System. Many com-
panies have found the transition period exceedingly difficult and often
very costly.

Outline
The first chapter opens with a statement on MIS philosophy. This is
followed by a brief historical development of some of the key issues.

The second chapter, ““Preparing Top Management for a Key Role in
MIS,” emphasizes that more is needed than superficial support or
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acceptance of a program to “keep up with the Joneses.” Methods of
surveying potential costs and benefits are outlined, together with the
commitments that are needed from top management in order to achieve
the established goals. The need for a comprehensive master plan and
adequate macro designs is outlined. Top management has to provide the
active support that overcomes functional barriers and facilitates the
achievement of common objectives.

The third chapter, “‘Creating a Positive Environment for Change,”
deals with management from top to bottom. Acceptance of change and
acceptance of the risk of being wrong must be actively promoted at the
top, or progress will be slow and commitment low all the way to the
bottom. ‘“Mapping’’ of Organization Effectiveness and Resource Effi-
ciency is explained in this chapter and a case example is presented in the
Appendix.

The human side of MIS and the use of participative training groups to
deal with resistance to change is explained. Such methods replace
resistance with involvement and goal-setting. At the functional executive
level, we need commitment to coordinate with other functions on the
program, as well as wholehearted support within each function. In the
major ‘‘user’’ departments, such as production and inventory control,
sales, distribution, etc., the manager has to play the full user role, setting
the specifications, checking on progress, clearing up input data, and
using the results. Finally, in the EDP and systems area, we need a
competent staff that can work effectively with a variety of functional users
and encourage their active participation.

The next chapter, “‘Designing the System,”” deals with the fundamen-
tals for long-term success rather than with short-term objectives. While
the latter may be vital for current support of the application, lack of a
long-term view has resulted in perpetual and wasteful rework in many
installations. The development of a master plan and macro designing are
key steps. The cost of redoing and replacing a badly segmented system
can exceed the initial cost, and may create difficult transitional problems
as well. Such items as these are explained:

Integrated data base,

Management by exception,

Data edit and check,

Documentation,

Modular design,

Software, including application packages, and

Systems sensitivity.
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The emphasis is still on management, however. At this level of the
organization, a task force oriented toward the user, with participative
methods of problem solving, is essential if we are to obtain full
commitment to the program.

From systems design, the book moves to a chapter on implementa-
tion. We attempt to explain top management’s role in pushing for progress
to schedule and insisting on high quality of results. The user has the role
of debugging and achieving reliance on the new system with a minimum
of parallel operation. Proper stress is given to the user’s responsibility for
and support of data cleanup and the maintenance of data audit reports.
We recommend directing implementation toward the areas of larger
payoff, since achieving positive results develops increased future support.

The next chapter, on “‘Living with an MIS System,”” covers perfor-
mance in the installation and use of the MIS as well as the overall
management of the business in achieving projected profit goals. The best
managers get the desired results through the use of the system combined
with the “‘gut-feel”” decisions when necessary. It is important to recognize
that:

e Too frequently top management does not push for the highest
success levels with MIS;

e Too frequently catastrophes have been attributed to living with MIS
where, in fact, management, and not the system, is at fault;

e Too frequently results have fallen short of expectations and users
have been content to allow them to remain there.

Most of all, management should make the change to MIS exciting and not
threatening. This requires the support of people through a period of
change, along with praise and reward when the transition has been
successfully accomplished.

In the final chapter, | take a look into the future and discuss the
impact of success with MIS on all levels of management and labor. We
will see great emphasis on central staff work versus separate functional
staff; line managers will monitor operations, and assume greater respon-
sibility for expensive equipment. At the same time, we must adjust to a
reduction in day-to-day planning by lower levels of management.

The book concludes on a hopeful note—that MIS will increase in
both success and impact, that the challenge and benefits will be greater
than in the past, and, with participative programs, we can improve
“humanism’’ in business operations.

This book is designed as a training manual as well as a read-through
treatise for the professional. The next pages describe the type of
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participative training recommended. The questions supporting the train-
ing practice are placed at the back of each chapter.

Team Development For MIS Support

This book presents a general picture of common (and some not-so-
common) problems encountered during the conception, design, and
implementation of major industry systems.

From a technical point of view, it includes such issues as:
Integrating systems across functions,

Need for realistic accounting systems,

Considerations in data-base selection and development,

Data editing and accuracy control,

Development of a sound master plan, including policy determina-
tion, estimation of benefits, and manpower and planning needs over
the time space.

It also presents its picture from a people and a management point of view.
Included here are people being able to work together to solve problems
and to plan, managers motivating their subordinates, and people being
committed to making the system work.

The reason for this two-part treatment is very simply that both areas
can cause systems to fail; they can fail because of technical flaws,
inadequate designs, or low level of technical skills; they can also fail
because the people who should have been prime movers were not
involved in the initial phases of the design, and because groups of people
from Production Control cannot work with their counterparts in Produc-
tion because of deep-seated animosities that have never been resolved.
As expressed in the design on the cover, their emotions are going in an
opposite direction to what is being presented to the intellect. The point is
that, since problems that make systems fail can emanate from either the
““technical’’ or the “‘people’’ side of organizations (or both), it is important
to deal with both when discussing how to recognize and solve systems
problems.

In order to enhance the usefulness of this book, we have designed a
three-to-five-day workshop for use within companies that have installed,
or are about to install, manufacturing systems. The objective of these
participative workshops is to enable teams of key people from each
functional group involved in the management information system (includ-
ing, of course, the MIS group itself) to work together in assessing system
strengths and weaknesses and in planning for improvement. Typical
teams are shown in the table below.
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Typical Teams

Marketing — Sales| Manufacturing — Purchasing

Order  Distri- Shop-floor Finance | Engin-

Entry bution| MRP  control Purch. | & Cost | eering
Systems rep. X X X X X X X
Sales adm. X X X X X
Distribution rep. X X X Optional
Manufacturing X X X X X
Inventory control X X X X X X X
Production control X X X X Optional
Purchasing X X X X X
Cost-Finance X X X X X X X
Engineering X X Optional X X X

General Process

1.

All workshop participants should be furnished copies of this book at
least three weeks before the first meeting so that they can read the
first two chapters and individually score their company on the score
sheet for those chapters. These sheets are specially designed to
identify strengths and weaknesses in system logic and performance.
These sheets are returned to the consultants and are scored; the
important data they provide will be fed back at the beginning of the
first workshop, described below.

Prework
e First 2 chapters
e Score company, with questionnaire for first two chapters

Ranking

Depending on the number of factors, the chairperson may wish to
compute the average ‘‘score’”’ for each—or have the ““A’s”’ (most
important items) singled out of the list—

® Those closest to 1.0 are facilitators.
e Those closest to 5.0 are hindering.

Meeting |
Day One:

e Introduction
Expectations
Objectives
Agenda
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e Feedback—Review of information from individual responses to
the questionnaire:

Strengths, Weaknesses;
Areas of agreement, areas of disagreement;

(4

FF, Facilitating factors
HF, Hindering factors

® Reactions/discussion

Divide into small groups to address problem areas identified in data:
a) Each group should address itself to each category of
problem;
b) Objectives of each are to expand each category and gain
agreement on major hindering and facilitating factors;
c) Dinner and distribution of prework for Day Two.

Day Two:

® This day will be spent learning the concepts behind and the skills
of creative problem solving and teamwork.

® The day (including lectures, exercises, and discussion) will end
with each team defining specific action steps to resolve problems
identified in Day One.

. The first meeting lasts two full days and includes all of the team
members in a general session with two consultants. The general
objectives for this meeting are:

a) To appraise and reach consensus on the relative ranking of major
facilitating and hindering factors in successful systems (including
both those outlined in the book and others that the teams can add
on their own).

b) To recognize, those factors where consensus cannot be reached
and either take steps to resolve the differences or reduce the
severity of potential impact on progress.

c) To recognize, within departments and individuals, certain at-
titudes or management styles that affect cross-functional relation-
ships. Understanding these and, where possible, changing them,
will be a significant step toward assuring an excellent system.

d) To develop and gain commitment to carrying out action steps to
improve the major hindering factors.

This meeting is also used to help improve the way in which people
work together on the job. Some techniques here include:



