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TOWARD A NEW MODEL IN INFORMATION SYSTEMS
PLANNING: CONTRIBUTIONS FROM ORGANIZATIONAL
LLEARNING AND DECISION PROCESS

Jorge Luis Nicolas Audy
FACIN/PUCRS, Brazil
audy @inf.pucrs.br

Abstract

Computer technology and information technology in general have developed rapidly. The borderline between
information technology and business process have become distinctly vague. Given this fast and important
technological evolution, information systems planning has become increasingly important, this has always been
a highly critical management matter in the information systems area. In this context, new concepts about
decison making and organizational learning have been demanding a new vision about the information systems
planning process. The objective of this study is to analyses this impact, heading towards a new model of IS
strategic planing. The method is qualitative research, mainly case study.

Keywords: information systems planning; information systems strategy; organizational learning; qualitative
research

Introduction

Organizations have been facing an extremely competitive environment inserted in a society deeply affected by new paradigms
introduced by the information society. The information technology (IT) role becomes relevant and information systems
management is simultaneously growing more challenging and more important (McNurlin and Sprague, 1998). Baets (1998)
suggests that the application of information technology is at the threshold of anew era, opening up new opportunities by using
the technology strategically for the benefit of organizations and businesses. Nowadays, we are still facing the problem of how

to exploit new business opportunities using technology.

The objective of thispaper isto present apreliminay | S planning model asafirst result from aquaitativeresearch evolving alarge
medical center inthe United Statesand two brazilian organizations. Thetheoretical background to theresearch appearsinthe next
section. The objectives, research model and research methodology follows. The preliminary information systems planning model
conclude the paper.

Literature Review

Organizational Learning

Organizational learning is the process by which the organization’s knowledge and value base change, leading to an improved
problem-solving ability and capacity for action (Probst and Buchel, 1997). It has been identified as an important el ement in the
resolution of problemsin the organization, mainly those related to the strong competitive pressures of the market and to changes
intechnology. The organizational learning processis modeled as acontinuous devel opment, centered on five subjects: personal
mastery, mental models, shared vision, team learning, and systemic thinking (Senge, 1990).
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Decision Making

Decision process theory hasevolved over time, passing from an idealized and restricted vision of rationality to an approach with
strong political and subjective components. Logical Incrementalism (Lindblom, 1959) analyzes the decision process under a
political perspective, viewing itslimitations and fragmentation. It considers the rational models of decision analysis, of formal
systems of planning and political models. It reintroduces the manager as an integrator and administrator of the conflict between
rational and political forces, recognizing his value.

Information Systems Planning

Information systemsplanning isthe process of identifying aportfolio of computer-based applicationsto support anorganization's
business plan and to help it realize its business goals (L ederer and Sethi, 1988). Much research has focused on the improvement
of thisprocess. Studieshavethusinvestigated the alignment of information systemsstrategy with business strategy (King, 1988);
the identification of opportunities to gain competitive advantage using information technology (Porter and Millar, 1995); the
analysis of internal processes and data dispersion throughout the organization (Brancheau and Watherbe, 1986; Goodhue et a!.,
1992); theimpact of theenvironment (Salmelaand L ederer, 1996); planimplementation (Gottschalk, 1997; L ederer and Salmel a,
1996; Reponen, 1998); and the role of organizational learning (Ang et al., 1997; Baets, 1998; Reponen, 1998).

Objectives and Research Model

The objective of thisresearch isto explore the contributions from organizational learning theory and decision making theory in
information system planning. By doing so, it seeksto confirm the relevance of organizational learning to such planning, and thus
stimulate further research on the effectiveness of organizational learning techniques in the area.

The proposed challenge as afinal result of thisresearchis in conceiving, INFORMATION SYSTEM
developing and validating an IS strategic planning model in order to STRATEGIC PLANNING

facilitate the decision process, incorporating organizationa learning
Organizational Decision
Learning Process

aspects, as away to develop the implementability of the generated plan.
Figure 1. Research Model

Figure 1 shows the research model for the current study. This model
defines the relations among the components of IS strategic planning,
organizational learning and decision process.

Methodology

This research is characterized as a predominantly exploratory study. Case study is the main research method. It was chosen
becauseit allowsthein-depth analysisof an organization. It also permitsin-depth analysisof different internal areasand activities
associated with a particular process. Thisfacilitates the creation of in-depth knowledge of the impacts and consequences of the
process (Babbie, 1989).

Multiple case studies and multiple sources are planned as a way to improve the reliability of the data. These sources include
interviewswithtechnical peopleand managers, internal (structuredinterviews, email surveysand reports) and external (web sites,
press articles and consultant organizations) documents.

Preliminary IS Planning Model
In this section, we will present apreliminary |S strategic planning model that will lead us into adiscussion of the evolving role
of organizational learning and the decision process. It isimportant to statethat planning isadynamic and not astatic process. Our

model sharesthesamevision asthemodel proposed by Quinn (1980), namely understanding the decision process using thetheory
of logical incrementalism. The general model is shown in Figure 2.

1746 2001 — Seventh Americas Conference on Information Systems



Audy/Towards A New Model In Information Systems Planning

The wupper left block (diagnosis

dimension) represents IS management DIAGNOSE PLAN
partic_ipatio_n i_n corporate strategic CURRENT > FUTURE
p| anning to |dent|fy thebusiness processes BUSINESS 4. ................................ iu e BUSINESS
and corporate plans to enable the clear

delineation of the way the IT area can A
contribute to projected business. This A :
approach requiresan | Smanagement team : DEFINE :

who understands business process and : IMPLEMENTATION :
corporate plans, and business unit : STRATEGY :
managers who understand the value and : :
roleof IT. : y :
The arrow between the diagnose : IMPLEMENT :
dimension and the plan dimensions N - OPPORTUNISTIC  _|....|.....
(between upper left and upper right DECISION MAKING

blocks) asserts that the results of the

diagnose dimension are used by the plan
dimension. It alsoindicatesthat theresults
of the plan dimension are used by the
diagnose dimension in a continual and
alternating feedback process.

Figure 2. IS Planning Model

The upper right block (the plan dimension) definesthe role which the ISareais going to perform in the organizational business.
The IS area planning staff, the | S area objectives and polices, and the IS plans are defined, and the technological infrastructure
is delineated to meet the organizational demands.

In this sense, the plan dimension feeds directly (viathe arrow from the plan dimension to the define implementation strategy
dimension) to the team responsible for conducting the change process, where the concern is centered on organizational learning
questions. This transition must prepare the enterprise to accomplish an efficient implementation of the generated plan,
incorporating knowledge and procedures aiming to create an environment of learning amenable to change.

The main challenge at this point is how to help people form and share avision. The creation of thisvision needs to be promoted
through cooperative learning efforts. Cooperative learning takes place in environments in which small groups gain knowledge
together to achieveacommon goal. An educational approach and cognitive approach can be used toreach thisvision andfacilitate
interpersonal relationshipsthat inturn will have positive effects on motivation, self-esteem, commitment, and conflict resolution.

The bottom block represents theimplementation dimension. Themain challenge hereisto avoid the gap that has existed between
businessand I T groups. Returning to the concept of learning, both usersand | Sprofessionals, generally need educationinutilizing
IT in business. Thisis an organizational learning process, which has interconnections to individual learning. It's cycles affect
learning at the organi zational level through their influence on the organi zation’ s shared mental models (Kim, 1993). Inthissense,
organizational learning isdependent onindividual simproving their mental model's, and making those mental modelsexplicit. The
process itself allows organizational learning to be independent of any specific individual. Individua learning isthus necessary
but not sufficient.

Thebroken arrows between the bottom and the upper blocks show theincremental approach on thedecision process. Thedecision
process should be conducted under the principle of Logical Incrementalism, recognizing the existence of an IS plan which isthe
result of the strategic planning process, but allowing agreat flexibility. Thisflexibility is necessary because the decision process
takesplaceintheface of thetechnological, organizational, and market changes and transf ormations. Such decision making isthus
referred to as opportunistic decision making.

Conclusion
The preliminary 1S planning model presented hereisdrawn from three case studiesin thisresearch and from casesand examples

in severa |S strategy projects over 10 years, and also from aliterature review of the area. Despite developmentsin the area, IS
planning has continued to be one of the most critical management challenges today .

2001 — Seventh Americas Conference on Information Systems 1747



IT Management

Research in this field is important to IS planners and to researchers; To IS planners and managers because they can use the
decision process approaches and organi zational | earning techniquestoimprove theeffectiveness of their plans. Onthe other hand,
studies in this area are important to researchers because they provide new insights into the impact and contribution of decision
process and organizational |earning theory to I S planning, and thismay provide afoundation for revising current | SPframeworks
and methodol ogies. Thiskind of research, inabroader sense, can provide more groundwork for research dealing withinformation
system planning and organizational learning.
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