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Nehmotné pfinosy

@ Dva aspekty méfeni => x * u_p = vykonnost
» X = potencial vlivu pfinosu na vykonnost
* -> nelze (jednoduse) vyjadrit (financni) hodnotu pfinosu a jeho vliv na
vykonnost podniku (zisk)
» U_p = ucinnost pfinosu
* -> Je tézké (i kdyZz ne nemozné) kvantifikované méfit pfinos nebo
jeho ukazatel
@ Priklady
» Sdileni znalosti
>
» “Uplné” informace
» ZvySeni inovacni schopnosti
» Spokojenost zaméstnancu
» ZlepSeni rozhodovaciho procesu
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Kontext procesu justification

@ Od zacatku zvazovani investice do IT po kone¢né rozhodnuti jestli
ano/ne
@ Charakteristiky:

» Nizka znalost technologie (nejsou s ni zku$enosti)
» Rozhodnuti je obvykle na nékom, kdo technologii pouZzivat nebude
@ Zalezi na zpUsobu fizeni projektu:
» Rigorozni projekt
» Agilni projekt
@ Zalezi, pro jaké rozhodovani jsou informace:
» Obecny typ projektu: ICT projekt, marketingovy projekt, fize, nova
tovarna/pobocka atd.
» Projekt pro jednu oblast: Odbyt, vyroba, inovace inf. systému...
» Rlzna technologicka reseni pro konkrétni projekt: SAP, MS
Dynamics NAV, K2, Helios, Oracle JDE, NetSuite atd.
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Proc je justification dulezité?

@ “many organizations are increasingly reluctant to pursue capital
investments in new technology because it is widely considered
that traditional approaches to project justification often
overemphasize short-term tangible benefits, and undervalue
long-term strategic focuses” (Irani et al., )

@ Problém je v tom, Ze kvuli
Spatnému/neexistujicimu/nedostate¢nému zplsobu hodnoceni
mohou byt ICT projekty diskriminovany.

@ Anebo se zavadi pouze projekty, které generuji hmotné pfinosy.
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Co se zménilo od roku 19997

Static
One-time

Justification Dynamism

(Myers 1984;
Zheng et al., 2013)

(Cao et al. 2013; Dos Santos, 1991;
Khan et al_, 2013)

The frequancy or reoccurrence of evaluative or justificatory action

Quantitative
Finance
Options

Market study

Justification Evidence

(Dos Santos, 1991
Khan et al. 2013;
Filbeck et al., 2013)

(Bernroider, 2013; Zheng et al., 2013;
Cao et al., 2013, Rockart, 197%;
Kling, 1980; (Peffers et al., 2003)

The process and evidence used to justify resources for new systems.

Figure 1

Continuous
Iterative

Qualitative
Strategy
SSM

Socio-technical

Two dimensions of IT funding process and thought.

Figure: source Peffers and Santos ( )

@ Vliv na justification

ma

» rozvoj modularity IT (EIP projekty) a agilnich metodik
(inkrementalni Zivotni cyklus)
» posun od kvantitativnich metod po kvalitativni
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Relationship

Support

HI

H2b

H3a

H3b

A significant gap exists between the levels of
known (diffusion) and used (infusion) MCDS
methods in Organizations.

Higher levels of decision effectiveness are
associated with higher levels of knowing
MCDS methods.

Higher levels of decision effectiveness are
associated with higher levels of using MCDS
‘methods.

Higher levels of decision efficiency are
associated with higher levels of knowing
MCDS methods.

Higher levels of decision efficiency are
associated with higher levels of using MCDS
methods.

Yes

Yes

No

No

Figure:

source Bernroider et al. (2014)



Vyuzivané metody pro rozhodovan

s

@ Kvantitativni “reprezentativni” vyzkum (Bernroider and Schméllerl,

)

Michal Kréal (KPH ESF MU)

Table 3
Diffusion (knewn) and infusion (used) of methods from primary survey data.
IT appraisal method Diffusion Infusion
(%) (%)
Financial investment methods (at least one} 89.5 746
Payback period (PP) 711 46.5
Return on Investment (ROI) 632 44.7
Disc. cash flow (DCF) or Net present value (NPV) 623 377
Cost/Benefit (CB) 605 439
Total Cost of Ownership (TCO) 570 333
Internal Rate of Return (IRR) 474 175
Real options (RO} 175 18
Multi-criteria methods (at least one) 79 333
Balanced Scorecard (BSC) 588 23.7
Utility Ranking Method (URM) 535 158
Analytic Hierarchy Process (AHP) 211 53
Information Economics (IE) 16.7 35
SIESTA method 53 1.8
Kobler Unit Framework (KUF) 26 9
Strategic and analytical techniques (at least one) 632 421
Strengths, Weaknesses, Opportunities, Threats 579 36.0
(SWOT) analysis
Decision Trees (DT) 50.0 16.7
Critical Success Factors (CSF) 404 237
Scenario Technique (ST) 377 23.7
Return on Management (ROM) 184 9
Portfolio methods (at least one) 368 11.4
Investment Portfolio (IP) 28.1 6.1
Investment Mapping (IM) 202 53
Bedell's method (BM) 123 26
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Spokojenost s rozhodovanim

@ Vyzkum Bernroider and Schméllerl (2013)

Management
Support

Tramework
Support

Legislative
Regulation

Environmental Context

Fig. 1. Research model.
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Vliv na spokojenost

@ Podle jejich vyzkumu existuje velky rozdil mezi existujicimi
metodami a znalostmi a mezi znalostmi metod a jejich pouzitim
(viz tabulka 2 slajdy zpét).

@ Zaveéry:

» Pokud je metoda nebo pfistup podporovan DSS systémem,
prispiva ke spokojenosti s rozhodnutim

» Podpora managementu je pro spokojenost s rozhodnutim zasadni
(nejspis kvuli tomu, Ze oni “navrhu;ji” metriky)

» Vliv vyuziti pristupt (framework() pro justification na spokojenost s
rozhodnutim nebylo v datech nalezeno

» Pozitivni vliv vyuziti metod na spokojenost s rozhodnutim byl
potvrzen
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Justification neni jen rozhodovani

@ Justification = (spiSe) poskytuje informace pro rozhodovani
@ Decision making = vybér jedné nebo vice variant z mnoziny
@ Jenze metoda vybéru rozhoduje o datech, které se vyhodnocuiji

@ Jak se rozhodnout mezi

» obnovenim vozového parku pro obchodni zastupce
» BI modulem pro reporting vykonnosti obchodnich zastupct
» upgradem CRM systému
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Naklady na justification

@ Na zakladé vyzkumu Bernroider (

)

Table 5 Expended resource metrics with their means

Varighle  Resource investments

RT1 Time (months)
RL1 Int. and ext. labor (person months)
RL2 Proportion of ext. labor (%)

RL3 Estimated int. labor costs (KE)

RL4 Estimated ext. labor costs (K€)

RC1 Overall costs without int. time (KE)
RC2 Overall costs incl, int. time (KE)

MEs

6.8

58
16.7
36
285
s
53.4

Just. & funding
LEs

All

7.0

6.6
206
356
297
359
79.4

MES

10.0
19.8
26.5
1127
102.9
170.5
285.1

Implementation

LEs

15.5
56.9
39.4
2323
420.7
1,218.7
1,447.8

Significantly different distributions between MEs and LEs (Mann-Whitney test): *£<0.05; **P<0.01.

All

12.2*

3594

3240
171.6*
248.7*
375.9*
841.2%

164
277
256
168.5
183.4
191.5
357.8

Bath phases
LEs
22.6
61.8
371
264.7
431.2

1,238.9
1,53001

@ Korelace mezi tim, kdo iniciuje projekt a kolik se vénuje
prostfedkd na justification
» Vedeni - méneé Casu, a mensi zapojeni (hlavné externich)

pracovnikl

» Vnitfni oddéleni - vice ¢asu a vétsi zapojeni (hlavné externich)

pracovnikU

Michal Kréal (KPH ESF MU)

Justification

18. 3. 2019

Al
18.9%
4z.0%
30.7¢

205.8
2787
396.7
9186
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categories of IS justification approaches

analytic

process

financial

Renkema and Berghout (1997)

financial approach

ratio approach
Irani and Love (2002)

£Conomic ration
economic discounting
Rainer and Stix (2004) financial
Gur etal. (2006) approach
Irani and Love (2002) strategic
strategic f Rainer and Stix (2004) strategic
G an etal. (2008) strategic approach
multi-criteria

Renkema and Berghout (1997)

multi-criteria
Irani and Love (2002)

ratio approach
integrated

Rainer and Stix (2004)

multi-criteria
Renkema and Berghout (1997)
Irani and Love (2002)

portfolio approach
analytic portfolio

other analytic
etal. (2006)
Peacock and Tanniru (2005)

analytic approach
Raschke and Sen (2013)




Financni metody

@ ROI, Net present value, IRR, payback...
@ Nové se pouzivaji redlné opce

@ Problémy

» VSechno ohodnotit nejde, jde o odhady
» Diskriminace od projekt(, které jsou celé dobfe vycislitelné

@ MUj nazor - jde spi$ o “Cary” s Cisly, které nékdy funguiji, ale asto
ne
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Strategicky pristup

@ Dava smysl, ale Casto je slozZité se dobrat né¢eho konkrétniho

@ To, Ze néco podporuje strategii je$t€ neznamena, ze vime na kolik
strategii podporuje

@ Propracovanéjsi pristupy v ramci ex-post hodnoceni a IT
alignment
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Procesni pristup
@ Zameérieny spiSe na tangible pfinosy

@ Je sice blizko realizaci efektl, ale neni lehké jej implementovat
@ Obvykle se pouziva bud’ v soucinnosti s ABC nebo BPM
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Shrnuti

@ V ¢em je problém:
» Pozadavek vychazi od uzivatelu, ktefi hodnoti Casto subjektivne
» Casto se hodnoti jen kvantifikovatelné finan&ni piinosy
» IT technologie uz nejsou tolik o ¢isté automatizaci, ale jinych
pfinosech

@ Jak to délat lépe

» Lepsi spoluprace mezi podnikovym IT a businessem
» Resit cilen& nehmotné pfinosy

» Nerozhodovat se mezi IT a nelT investici

» Vyuzit modularity technologii a agilniho fizeni
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Justification a agilni Fizeni

@ Vyzkum Cao et al. ( ) se vénoval konfliktim mezi agilnim
fizenim a justification (funding process) a tomu, jak by to mélo
(mohlo) vypadat

@ Nejisté funkéni pozadavky na zaCatku

@ Zpozdéni implementace nefunkCnich pozadavku
@ Nejisty termin dodani

@ VoIngjsi smluvni Uprava

@ Prubézna kontrola projektu

@ Prdbézna tvorba navrhu
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Nejisté funkCni pozadavky na zacatku

@ A project manager at ShareSys recognizes these problems: The
project is initiated by a need recognized by the customer.
However, even the customer does not fully understand the specific
capabilities that can be developed. Also, since some [capabilities]
are very novel, the customer does not have a full understanding of
how they may evolve until some development is done.
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Zpozdéni implementace nefunkcnich pozadavku

@ We know that performance and security considerations are very
important for the customer, and they may also dramatically affect
the cost of the project. But, we do not even fully understand the
functionalities we are going to implement. Therefore, it is too early
to worry about performance and security. Also, in this project,
delivery speed is important. In early stages, the customer is
willing to forgo some performance for speedy delivery.
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Nejisty termin dodani

@ Initially, we give estimate, if someone asks, on how long it will take
to complete the project based on the body of work that we know of
and understand. But the project changes its size and its
requirements many times over the duration of the project. We
cannot give a good estimate on things we don’t know.
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VoInéjsi smluvni Uprava

@ The guiding philosophy in this project was — provide the customer
whatever functionality they want. We recognized that this is too
open-ended for us to precisely specify costs and schedules for the
project in a contract. We were willing to work with the customer
and assume the risk such an open contract exposes us to. Senior
management made it clear that quickly delivering the functionality
that the customer wants is the priority — at whatever cost.

Michal Kréal (KPH ESF MU) Justification 18. 3. 2019 24/36



Prubézna kontrola projektu

@ Rather than a mindset where we are measuring progress against
a well defined plan that is typical in most of our projects, we are
operating with a different mindset. We are here to develop the
system closely working with the customer. Rather than specifying
what they want upfront and monitoring whether the project is
delivering these, the customer and the development team are
working together to define the project as it is ongoing.
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Pribézna tvorba navrhu

@ Refactoring takes a large portion of development effort. | will say
30% but | am not sure as it is difficult to separate refactoring from
other development. However we are not paid to do it. We are not
paid to write unit tests either. They are overhead. The customer
doesn't care if we refactor our code.
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Jak na justification v agilnim projektech?

@ Meénici se project scope
» Prioritizovat a nechat zakaznika rozhodovat se o kazdé podstatné zméné nebo navrhu
@ Vétsi a lepsi povédomi o (agilnich) procesech
» Ukazat zakaznikovi, v Eem vyvoj spociva, aby si dokazal pfedstavit, co se skryva za
jeho pozadavky.
@ Podoba smlouvy
» Ruzné varianty typu “fixed prices, negotiated scope”; “pay as you go”
@ Vybudovani davéry
@ Minimalni ale dostacuijici Groven kontroly
» Aby se vlk nazral a kozala z(stala cela...
@ Vrstevnaty projektovy rozvrh

» Cesky - malé projekty, snaha planovat po malych kouscich a tudiz mit dobrou
pfedstavu o presném trvani

@ Agilni rozpoctovani
» Rozpocet je Casto revidovan
@ Agilni odhady
» Odhadovat jenom to, co je opravdu nutné, ne vic
@ Muze to fungovat? (na casech to podle autor( fungovalo)
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@ Rozhovory s lidmi od IT vendora
@ Rozhovory s lidmi od zédkaznika

Total assets | Turnover | EBIT Employees Interviewee(s)
HR portal vendor (2012) €5.6M €5M €M 50 (approx.) HR portal consultant;
Insurance company (2014) | €18 £1M €0.2M | 3500 (approx.) | Portal administrator
Event management | €100M €37M €3.9M | 260 (approx.) HR  specialist  (key
company (2014) portal user)




Penetration effect

<
e, . .
q,% Decision Decision
Process time reduction
——— Portal
e . ;. Portal
Access to information | Initial justification 1 > disp g disposal/change
justification
>
2
> .
> Decision
S l——
S
X Portal
Penetration
effect justification

@ Urcita souvislost s agilnim justification
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All at once

@ V pfipadé, ze se déla vSe najednou a rozhoduje se o tom
najednou
» Je mozné, Ze se délaji kompromisy, které by se jinak nedélaly
» Portal muze mit niz8i pravdépodobnost dalsich rozsifeni, i kdyz by
byly potfeba (bere se to jako uzaviena kapitola)
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Praxe v rozhodovani

@ Rozhodovani muze byt nepromyslené

@ it [decision making] doesn’t work rationally. They [customers] are
people and they either have the money or not, and they are either
open to accept new technologies or don’t. Mostly, there has to be
some person that wants to implement the new technology. It's not
like that you come to the company and tell — look, this and this will
save you this amount of money. That’s not like people are
deciding... they are people, and they are either fond of new
technology or they aren't.

@ Nebo zalozené pouze na funkcionalité

@ when they want to buy travel allowance requests they are asking if
it can do requests in home country and also abroad, or in case of
electronic leave request if it can count the number of leave days
that are left...
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Shrnuti

@ S financnimi metodami daleko nedojdeme

@ Praxe vypadd obvykle tak, Ze si problém nehmotnych pfinosu
nikdo zasadné neuvédomuje

@ ... anebo se nefesi

@ IT projekty s vysokym pomérem nehmotnych pfinosu oproti
hmotnym mohou byt diskriminovany

e Caste¢nym Ffesenim je agilni pfitup k Fizeni projekt, ale i ten ma
problémy

@ Na semindfi si zkusite, jaké to je rozhodovat :-)
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Tento tyden

@ Priprava:
» Najdéte jeden nefinanéni pristup, ktery se pouziva k justification IT,
popiste ho a diskutujte jeho vyhody a nevyhody
» PFipravte si otazky do diskuze.
» Snazte se mezi sebou domluvit a kazdy si vybrat jiny pfistup.
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