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PREFACE

Whether you need to design your own system or simply install a vendor
product—this is the book you need. It will give you an understanding of
the real systems issues involved, and a clear and concise presentation of all
the up-to-the-minute productivity tools.

Practical Business Systems Implementation is written for professionals
with previous exposure to data processing concepts in a main frame comi-
puter environment. It is a valuable tool for both programmers and systems
analysts, and a must for project leaders/managers who have responsibility
for implementing a major system. It will also be useful to students and
recent graduates of computer science. Today’s computer science graduates
have a basic understanding of systems design and systems analysis, but did
not learn how to apply vendor packages. Vendor package implementation,
which represents over 70 of all new business systems, is critical for all com-
puter science students.

Finally, the book will be useful also to the executive with some technical
background who wants to learn about some of the state-of-the-art produc-
tivity tools available on the market. Practical Business Systems Implemen-
tation is a unique approach to systems design and analysis, as well as to
Project Management. It deals mainly with on-line real-time topics, although
some discussion of batch consideration is included. Many vendors have beent
interviewed and the book contains a wealth of proprietory vendor material
that has never been published before. Finally, the book is distinguished
from many other books on how to design a system, by its emphasis on how
to get by without a ‘‘start from scratch” design and achieve results many
times more cost effective through the use of vendor packages.

I would like to express my appreciation to a number of companies with-
out whose help this book would not have been completed. Among these
are Applied Data Research, Index Technology, The Pansophic Company,
Compuware, On-Line Software, Inc., the McCormack & Dodge Corpor-
tion and Software A.G. Inc.

Figure 1 illustrates the organization of the book. Chapter 1 is a brief
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viii PREFACE

overview of the Requirements Study and a brief evaluation of some of the
prototyping technologies available. Among these are IBM’s ¢“C-LIST’’ or
Dialog technique, and Index Technology’s ‘‘Excelerator’’ products. I rec-
ommend that you read this chapter carefully regardless of your approach
to systems analysis.

If you are in the process of evaluating the advantages and the drawbacks
of an in-house system you should read Chapter 2. If a decision to acquire
a vendor product is imminent, you might prefer to skip Chapter 2 and con-
centrate exclusively on Chapters 3, 4, and 5.

Whether your need is to make a decision on in-house versus a vendor
product, you want to concentrate on Chapter 6 which is an overview of
Project Status Reporting Methodologies. Chapters 7 through 10 focus on
the required activities in an in-house system. The approach taken here is
on how you can accomplish success in this technical area. Finally, Chapters
11 through 14 give you a consolidated overview of tasks that are common
to both in-house and a vendor package.

Throughout these chapters, I've heavily concentrated on top quality
products which I am comfortable in recommending to you.

Fig. 1. A logical overview of the chapters
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1
THE REQUIREMENTS STUDY

Overview
Internal or Mandatory Systems Requirements
A Reiterative Process
Scope and Conceptualization
Constraints, Idiosyncrasies, and the Systems
Questionnare
Output Definition—Prototyping the Easy Way
TSO-ISPF Dialog Method (IBM)
Early Stages of Data Requirements
Preliminary Thoughts on Customizing
Prototyping Methods: Mainframes versus Micro-Computers
Inhouse versus Vendor Approach
Summary
Review Questions

1.1 OVERVIEW

The purpose of this chapter is to provide an overview of a REQUIRE-
MENTS STUDY. Also presented is a series of related topics to highlight
the ever-increasing value of prototyping.

Prototyping is a method of emulating a proposed system without costly
programming or design efforts. In a way, it is analogous to modeling tech-
niques. Prototyping allows you to determine the consequences of certain
actions. Thus, using prototyping, you can project the workings of a system
and determine its success or shortcomings in an embryonic stage of develop-
ment.

Prototyping is rapidly becoming an important tool in all cycles of a sys-
tem but is especially valuable in doing the Requirements Study.

1.2 INTERNAL OR MANDATORY SYSTEMS REQUIREMENTS

Let us consider the importance of your current computer environment. Ven-
dor packages are normally restricted in the sense that they are geared to a

1



2 PRACTICAL BUSINESS SYSTEMS IMPLEMENTATION

specific computer environment, or perhaps a few selected environments, in
terms of both hardware and software assistance. R

Suppose your current environment encompasses an IBM 4381 mainframe
under OS/MVS. The system utilizes IDMS/R database technology moni-
tored via Customer Information Control System (CICS). The application
language used throughout the department is ANS COBOL, although for
some of the more simple applications, EASYTRIEVE and MARK IV are
also utilized. The access method was recently converted from the Indexed
Sequential (ISAM) to the Virtual Storage Access Method (VSAM), with
most of the source codes modified to accommodate the new requirements.
Finally, most users have access to an IBM 3178-type CRT for data entry
and inquiries.

Against this background are three vendor packages. Their features are
summarized in Fig. 1.1. All three packages run on the IBM 4381 main-
frame. However, the third package cannot function in the current computer
environment because of an incompatible operating system, a Disk Operat-
ing System (DOS).

From a practical point of view, you probably don’t want to run or even
emulate two vastly different operating systems on your computer, which
otherwise could be accomplished using the Virtual Machine (VM) concept,
Thus, vendor 3 is disqualified immediately. Let’s assume now that Vendor
1 in Fig. 1.1 does not accommodate the IDMS/R database structure. In
fact, this vendor doesn’t even require a formal database environment in
which to operate. In addition, Vendor 1’s system is a non-CICS system, i.e.,

VENDOR 1} VENDOR 2 VENDOR 3

Does it run on an IBM 43817 yes . yes yes
OS/MYVS compatible? yes yes no
IDMS/DATABASE driven? no yes no
CICS telecommunications

monitor? no yes no
Application language: COBOL? yes yes yes
Can EASYTRIEVE access files? yes yes yes
Can MARK IV access files? yes yes yes
Is access method VSAM

compatible? yes yes yes
Can IBM 3178 C-type CRTs

be used? yes yes yes
Fig. 1.1 A set of internal requirements (far from being complete . . . ) matched

against three vendor packages.



THE REQUIREMENTS STUDY 3

a package utilizing its own monitor. (Actually, many vendors once found it
convenient to develop their own telecommunications monitor in order to be
more generic in accommodating clients with different computer environ-
ments.)

As you can see, by simply reviewing some of the initial premises of your
operating environment, you can immediately eliminate vendor products
that are totally or fairly incompatible with your physical requirements. In
the above situation, two out of three packages were eliminated without the
need to involve a large number of decision makers.

Whether the source code of the remaining vendor package is ANS CO-
BOL, PL/I, or another language is unimportant, since all the customization
must be achieved in vendor-established areas referred to as EXIT POINTS.
(This topic will be discussed further in Chapter 3). So, instead of being
concerned about the programming language used by the vendor, you should
focus on the availability of Exit Points throughout his system.

1.3 A REITERATIVE PROCESS

Let me now begin with what I perceive to be the logical sequences of a
Requirements Study. The first step, which is normally a monumental task,
is to interview key users in order to determine their requirements. How im-
portant are these sessions? What should be one’s attitude throughout the
process?

The interview process is crucial, since you are in fact developing a work-
ing relationship with the various users. The manner in which you conduct
yourself will eventually influence the attitude and involvement of users
throughout the entire course of the implementation process. This highlights
the importance of the first impression, which is the most critical phase in
establishing a cooperative environment.

The following procedures are useful in conducting interviews:

e Always contact the highest-ranking member of a given unit or depart-
ment, even if he or she is not the individual you need to interview.

e Broaden the scope of your interviews to include an optimal number of
participants, even personnel who are no longer connected with the
project.

e Do your homework before each interview session. Always prepare an
agenda, and gear it to the user’s level of expertise and understanding.

e Get into the habit of preparing minutes after each interview session to
verify that what was discussed during the meeting was in fact a mutual
accomplishment, not merely your own interpretation of it. If, for some
reason, you have completely missed or misunderstood a topic, you should
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probably reissue your memo to reflect the change. It’s good practice (as
well as courteous) not to publish anything until it has been proofread by
the participating user.

But what about some of the obvious inconsistencies among users repre-
senting a variety of interests? Suppose one user wholeheartedly agrees with
(even endorses) a particular set of procedures, or approach, while others
are vehemently against it? You’re certainly welcome to address these prob-
lems, but it is not your responsibility to resolve them. The best procedure
is to secure a sign-off following each interview session, based on your min-
utes, whether there is general agreement or not.

Let us now continue the discussion of the general topic, the Requirements
Study, using a reiterative approach. This method will be used to further
refine every task that needs to be addressed in this process.

1.3.1 Scope and Conceptualization

Let’s outline some of the basic requirements, for example, in developing a
Payroll Module to handle both delayed and anticipated employees. The
general requirements should, of course, include a biweekly and a semi-
monthly pay cycle, as well as a mechanism to handle the different tax com-
putations for a number of states. Also, the system must rely on remote
telecommunmications to link up and interface with various local environ-
ments. To further expand on this process, we will begin with a conceptual
overview, which is presented in Fig. 1.2. This is the first step, or initializa-
tion cycle, in the overall process.

1.3.2 Constraints, ldiosyncracies, and the Systems Questionnaire

During the follow-up step or second cycle, the primary objective is to re-
solve a number of problems concerning the constraints and idiosyncrasies
of the system. This is helpful in reviewing the existing procedures in order
to transform a general approach into a more detail-oriented process. To
accomplish this, I prepared a sample questionnaire that will help to reveal
the pluses and the minuses of the inhouse design compared to those of var-
ious vendor alternatives. A comprehensive sample of this is shown in Fig.
1.3 The questionnaire is also valuable in further evaluating the contents or
prerequisites of competing vendor packages.

For an inhouse system, since there is no such system at present, there will
be little or no problem in addressing (or accommodating) a majority of the
requirements—provided the budget is sufficient. The vendor’s software, of
course, is another story. It is a finished product, packaged and wrapped,
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iEDITING TIME EXPIRATION
‘UFF THE SUSPENSE FILE BLOCK 1
!

e m e m e — e ————— - -

' TIME MODULE DESIGNED TO
VALIDATE INCOMING BLOCK 2
TRANSACTIONS

____________________________

CALCULATIONS: FEDERAL/
STATE TAXES, VOLUNTARY/ BLOCK 3
AUTD DEDUCTIONS/INSURANCE

PERFORM ALL YEAR TO DATE
UPDATES AND CALCULATIONS BLOCK 4

GENERATE EMPLOYEE CHECKS
AND REPORTS (I.E. GROSS TO BLOCK 5
NET REGISTER - RECON.

Fig. 1.2 A conceptual review of certain main events.

and any new requirements outside of its parameters could be a potential
problem. In reality, documentation of this sort may be thirty to forty pages
in length. The additional column on the questionnaire contains the vendor’s
response, where such a response is in order.

Such a questionnaire may contain a number of areas. The payroll system
portion of it is only one of the many formats used in the evaluation. Addi-
tional areas may include interface requirements, systems and general oper-
ating topics, etc. These topics may be further subdivided, depending on the
scope of the project.

1.3.3 Output Definition —Prototyping the Easy Way

At this stage, you are ready to enhance your skills in summing up your
output requirements by introducing some prototyping features. The more
skillful you are in applying the various prototyping methods in your work,
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SPECIFICATIONS QUESTIONNAIRE RESPONSE REFERENCES

3.1.2 On-Line Processing
On-Line Implementation Support
Training Documents

Are training documents provided for

our application programmers? YES SYSTEMS DOC
Are training documents provided for
our technical group? YES SYSTEMS DOC
Are training documents provided for
our user? YES SYSTEMS DOC

3.1.2.1 Classroom Training

a. Is classroom training provided for
our application programmers:
At our location? YES PER CONTRACT
Within the Chicago area? YES PER CONTRACT
b. Is classroom training provided for
our technical group:

At our location? YES PER CONTRACT
Within the Chicago area? YES PER CONTRACT
c. Is classroom training provided for
our user:
At our location? YES PER CONTRACT
Within the Chicago area? YES PER CONTRACT

d. Is classroom training provided for
new releases to your system:
At our location? YES PER CONTRACT
Within the Chicago area? YES PER CONTRACT

e. Do you provide an implementation
team to help
Prepare files, programs, and
operating procedures? YES PER CONTRACT
Prepare systems documentation? YES PER CONTRACT

f. Do you have a standard conversion
plan that can be modified for this
installation? YES
g. Do you provide personnel on site
during the first weeks following con-
version to answer questions and to
ensure smooth operations of the sys-
tem? YES PER CONTRACT

Fig. 1.3 Part of a Specifications Questionnaire.



