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For each possible scenario, the enterprise should de
termine w�at the appropria te strategy should be if that 
scenario were to become reality. Sorne common strat
egies may be relevant for several scenarios. One 
scenario may also reveal a dangerous vulnerability if 
that scenario were to become fact. By considering ail 
of these, the enterprise can select a better strategy vs. 
setting direction based on the one most probable 
scenario (see Figure 12-6). 

For each scenario, the enterprise should identify cer
tain events or flags that would indicate that the sce
nario is coming true. These should then be monitored 
to help deterrnine what action the enterprise should 
take. 

The corresponding Imperative is: 

• To achieve IT eff ectiveness and gain the full

participation of the IS organization, strong em

phasis should be placed on business outcome

measures, particularly for enhancement andfron

tier applications.

tant to know the starting point measures before any 
changes are made. Measurements can be multidimen
sional as well. 

The concept of the balanced scorecard is growing. It 
deals with direct measures, such as money or time, and 
it considers the customer, other interna! measures -
such as errors or time performance - and the degree 
of learning or innovation involved. Any results should 
be widely available throughout the organization. 

Business outcome measures are: 

1. Create measurement parameters based on out
comes, whether business or infrastructure.

2. Establish baseline measurements at the outset,
prior to any revisions.

3. Getjoint agreement from business units and the IS
organization on common goals for business appli
cations.

Whether plans have been suc
cessful in their execution can 
best be determined by some 
meansofmeasurement that dem
onstrates the results compared 
with what things were like prior 
to the new system. This applies 
to business applications as well 
as infrastructure investments. In 
either case, an effort must be 
made to capture the desired re
sults with some form of mea
surement. 

Scenario Planning Under Uncertainty 

For the business applications, 
the IS organization and the busi
ness unit must agree on a corn
mon goal (e.g., to reduce the 
average time to enter an order 
by 50 percent with the new or-
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Generate several possible scenarios 
Review IT strategy for each one 
Maximize probable payoff; minimize risk 
Create and track events to reveal actual path 
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der entry system). It is impor- Figure 12-6
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4. Consider the balanced scorecard - financial, in
terna!, customer and learning dimensions.

5. Communicate the outcome goals to everyone in
volved.

Key Issue Analysis: Based on IT-enabled capabilities 
such as information transfer (Internet) and knowledge 
management, dramatic business changes will occur 
that will challenge IS management. While luck and 
circumstances may be more important in a turbulent 
environment, adaptive planning can still play a pow
erful role. 

Established trends are those that are clearly true and 
that must ·be accommodated. Confirmed trends are 
those that demand preparation by the enterprise within 
the next f ew years, depending on the aggressi veness of 
the enterprise's technology strategy. Projected trends 
are just emerging and are still somewhat specula
tive. They may have an important impact and should 
be considered now from a viewpoint of future plan
ning or tracking (see Figure 12-7). 

The pace of acceptance of these trends often remains 
uncertain. The Internet was essentially unheard of 
three years ago but now is a perva-

IT capabilities. Better planning by the buyers can
not change this, but can help. 

• Given the turbulence and unpredictability in IT, a
better strategy for the IS organization should in
clude flexible commitments, sharing responsibil
ity with users and optimal use of IT competencies.

• The key measure under uncertainty is the IS
organization' s effectiveness or whether IT is used
to achieve business objectives. Effectiveness de
pends on good planning.

• Planning under uncertainty requires shortening
the planning horizon, reviewing continuously,
not annually, and responding to situations as
they arise.

• Portfolio anal y sis is a key tool for planning insight.
This helps clarify the best way to manage and plan
for the use of IT.

• Scenario planning is also a good tool to improve
planning under uncertainty.

sive concern. Enterprises that pick IT Trends With Major Business Implications
up on the idea of knowledge man
agement or business modeling may 
gain an advantage if they can make 
an early move. 

12.5 Summary and 

Conclusions 

• The re�m of IT is often thought of
as frustrating because of the diffi
culty users experience with poor
quality, difficulty in use and rapid
changes in technology, products
and services. The vendor behav
ior that causes this is based on the
extremely rapid price decline for
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- Fewer information brokers

- Equalization of opportunity by size

- Data access a prerequisite

- Speedup in performance

- Information anxiety {the glut)

Knowledge management

Business process outsourcing via Interne

- Templates and component assembly

Practical business modeling tools

Source: GartnerGroup 

193 



The New IT Strategic Plan: Succeeding When the Future Js Uncertain 

• Measures of performance to evaluate planning

success should be based on business outcomes.

© 1998 Gartner Group, Inc. 

• New IT trends that will require new planning
attention include the Internet and knowledge man

agement.
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Glossary and Acronyms 

ADSL (Asymmetric digital subscriber line) 

A TM (Asynchronous Transfer Mode) 
A wide-area network (W AN) technology, a transfer 
mode for switching and transmission that efficiently 
and flexibly organizes information into cells; it is 
asynchronous in the sense that the recurrence of cells 
depends on the required or instantaneous bit rate. 
Thus, empty cells do not go by when data is waiting. 
A TM' s powerful flexibility lies in its ability to pro
vide a high-capacity, low-latency switching fa bric for 
all types of information, including data, video, image 
and voice, that is protocol-, speed- and distance
independent. 

ATM supports fixed-length cells 53 bytes in length 
and virtual data circuits between 45 Mbps and 622 
Mbps. U sing statistical mul tiplexing, cells from man y 
different sources are multiplexed onto a single physi
cal circuit. The fixed-length fields in the cell, which 
include routing information used by the network, 
assure that faster processing speeds are enabled using 
simple hardware circuits. The greatest benefit of 
A TM is its ability to provide support for a wide range 
of communications services while providing trans
port independence from those services. An example is 
ATM's rime independence; there is no relationship 
between the application clock and the network clock. 
Ironically, first implementations of ATM will aug
ment local-area network transport ( and then the W AN 
it was designed for). 

BEST (Burst Error Satellite Transmission) 

Bps (Bits Per Second) 
A measurement used to calculate the speed of data 
transfer in a communications system. 

BU (Business Unit) 
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CBT (Computer-based training) 

CDMA (Code division multiple access) 

CD-ROM (Compact Dise Read-Only Memory)
A version of the standard compact dise intended to
store general-purpose digital data; provides 556-Mbyte
user capacity at 10-13 corrected bit error rate com
pared to 635 Mbyte at 10-9 for the standard CD.

DB (Database) 

DBMS (Database Management System) 
A software package that enables end users or applica
tion programmers to share data. DBMSs are generally 
also responsible for data integrity, data access control 
and automated rollback/restart/recovery. A complete 
software facility for building, maintaining and gener
ating reports from a database. It has evolved along 
three generic forms: 1) hierarchical DBMS (1960s) 

-records were organized in a pyramid-like structure,
with each record linked to a parent; 2) network DBMS
(1970s) - records could have many parents, with
embedded pointers indicating the physical location of
all related records in a file; and 3) relational DBMS
(1980s)- records were conceptually held in tables,
similar in concept to a spreadsheet. Relationships
between the data entities were kept separate from the
data itself. Data manipulation created new tables,
called views.

DELA (Drexler European Licensee Association) 

DES (Data Encryption Standard) 
A security specification developed by IBM in 1977. 
Widely used today, it is available at no charge from 
many online bulletin boards and is based on a single 
key encryption algorithm. If user A wants to send an 
encrypted file to user B, user A would first encrypt it 
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tor. The original Type I card is 3.3 mm thick and is 

now used for memory in persona! digital assistants 

and other lightweight applications. 

PCS (Persona! communication system) 

PDA (Persona! Digital Assistant) 

A pen-based, wireless transmitter that serves as an 

organizer, electronic book or note taker that features 

cellular service or desktop system. 

PIN (Persona! identification number) 

POTS (Plain old telephone service) 

RDBMS (Relational Database Management 

System) 

A DBMS that incorporates the relational data model, 

normally including a Structured Query Language 

application programming interface. A data base man

agement system in which the database is organized 

and accessed according to the relationships between 

data items. In a relational database, relationships 

between data items are expressed by means of tables. 

Interdependencies among these tables are expressed 

by data values rather than by pointers. This allows a 

high degree of data independence. 

RF (Radio Frequency) 
RF ref ers to the electromagnetic frequencies used for 

radio communications. 

ROM (Read-only memory) 

RPC (Remote Procedure Cali) 

A mechanism that extends the notion of a local (i.e., 

contained in a single address space) procedure call to 

a distributed computing environment, enabling an 

application to be distributed among multiple systems 

in a way that is highly transparent to the application

level code. Examples of RPCs are Apollo· s Network 

Computing System, Sun Microsystems Open Net
work Computing, Sybase's open client/open server 
and the Open Software Foundation' s Distributed 

Computing Environment RPC. 
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Glossary and Acronyms 

RSA (Rivest-Shamir-Adelman) 

SDN (Software-defined network) 

SIOC (Society for Interchange of Optical Cards) 

SQL (Structured Query Language) 

A relational data language that provides a consistent, 

English keyword-oriented set of facilities for query, 

data definition, data manipulation and data control. It 

is a programmed interface to relational database man

agement systems. IBM introduced SQL as the main 

extemal interface toits experimental relational DBMS, 

System R, which it developed in the 1970s. SQL 

statements include: data manipulation language stak 

ments: SELECT, INSERT, UPDATE and DELETE; 

data definition language statements, including the 

CREATE and DROP statements for tables and indi

ces; statements that control data consistency, and 

grant and revoke authority. SQL statements are called 

dynamic when they are not completely specified until 

the program is executed. They are called static when 

they are completely specified when the program is 

compiled. SQL is precise, because it is based on 

predicate logic, but is difficult for average users to 

deal with, and its most fruitful position is as a protocol 

for software-to-software connectivity, rather than for 

human-to-software access. 

TDMA (Time Division Multiple Access) 

A frequency allocation technique based on allotting 
discrete time slots to users, permitting many simulta

neous transmissions. 

URL (Uniform resource locator) 

VR (Virtual Reality) 

VRML (Virtual Reality Modeling Language) 

WTNI (WebTV Networks) 

xDSL (Generic digital subscriber line encom
passing ADSL and SDSL) 
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