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CASE STUDY

“Devine Designs”

"Devine Designs" was incorporated a little over a year ago.  Laura Devine started the business and originally employed two full-time architects.  The architects were paid a salary, and Devine herself worked out the payroll, wrote cheques, and posted general-ledger entries by hand.  At first, the system was manageable, but soon, the company's reputation grew and so did the number of clients and staff, so that Devine Designs employed five full-time architects and fifteen part-time personnel, mostly architecture students from the local college.  The company management agreed that developing a computerised information system and hiring an operator for the system would relieve Devine of the burden of working on the payroll and maintaining the accounts.  In turn, the changes would allow Devine to monitor the amount of time and money spent on each project.

Laura Devine and her managers now use computers in their daily routines.  However, since Laura's computer and those in each manager's office are linked by a LAN, Laura would like to purchase some communication software and modems to enable them to send electronic mail among themselves, to dial up computers at regional offices, to contact clients and to send and receive messages or files. The modems would be attached to PC's in each manager's office and also to a direct telephone line.  

Laura is keen to install the modems because she feels it would save the company time in its preparation of bids for future projects as well as allowing access to online databases such as those offered through Viatel and the Internet. An E-mail system will allow Laura and the managers to work on a proposal and send modifications to each other.  Tony, the Large Accounts Manager, has always yearned for a country life and sees E-mail as a means of ‘telecommuting’.  He can work from home by sending and receiving files via modem and can communicate with other staff using electronic mail. He argues that the time he saves from daily travel to and from work can be put back into the business by increasing his productivity and therefore the firm’s profits.  Laura feels she would miss having Tony around the office as he has a reputation for livening up meetings with his quick humour and outgoing personality.

Ian, a manager, is reluctant to  have a modem in his office because he finds it difficult to learn new software and would prefer his secretary to type his letters and post them for him.  He also argues that if the modem is not switched off after use, then unauthorised people may access sensitive company files and that data security could be a problem.  He also thinks that sending E-mail is too expensive and the cost cannot be justified over the postal system. The other managers are younger than Ian and are looking forward to the introduction of E-mail because they feel the advantages outweigh the disadvantages including the cost factor.

Laura has checked out the purchase of the modems and E-mail software.  She can buy 9600 bps Barker modems for $350 each and a 20 user licence for Thomas Software Company’s Post-All electronic mail software for less than $3000.  Whilst this entails a significant outlay of financial resources, Laura is confident that this system will meet her needs.  Laura estimates that a number of her staff could work from home and this will reduce the company’s office space requirements and may allow them to move to a smaller and hence cheaper building.

The company recently lost a bid for the design of a shopping mall because the chief architect did not have access to a modem.  The expiration date was fast approaching and Laura Devine was interstate while the design was taking shape.  While she was gone, the chief architect determined that their proposed design could not stay within the budget and meet the client's demands.  The chief architect was not able to send the entire file in time for Laura to review and so consequently the bid was lost.  If he had had access to a modem, the entire file could have been sent to Laura for review and she would have been able to make modifications and send instructions back to the home office via modem and communications software before the deadline had  expired. (This option would be preferable to faxing because Laura needed to review the contents of the file, make modifications and then quickly return the entire file before the expiry date.) 

QUESTIONS

“Devine Designs” is considering changing the current method of sending messages.  Consider the analysis of the proposed new system and the implementation requirements.

1.
Explain how the introduction of the new E-mail system will affect the phases of the information processing cycle within the company?

2.
What procedures might "Devine Designs" adopt to ensure data security?

3.
What issues will "Devine Designs" need to consider in relation to installing the modems and related software to their existing personal computers.

4.
How would you justify introducing the new E-mail system given the likely cost of setting up and implementing the change?  Is there any evidence that adopting the new system will result in a loss of benefits already provided by the existing system?

5.
Describe the economic and social implications for individuals and the organisation if  “Devine Designs” were to adopt the proposed communications system.

6.
What factors should "Devine Designs" consider when purchasing the necessary hardware and software for the new E-mail system.

7.
How could "Devine Designs" test the accuracy and efficiency of the new E-mail system and what should they test for?

8.
Outline an appropriate staff training strategy for Ian.  What additional strategies may be required for educating the other managers about the new system?  Who else might require education?  Make sure you justify your responses.

9.
Identify the factors which need to be considered when preparing documentation for the different user groups involved with the new communications system.

10.
Describe strategies you would introduce to evaluate the success of the implementation of the communications system?

SUGGESTED ANSWERS

1.Effects on phases of information processing 

Acquisition of data:

· a communication system will allow data to be acquired through access to online databases and regional offices.

Input of data:

· modems allow the input of data into the company's computer system from regional offices and other remote locations.

· staff working from home can input data on their home computer

Validation of data:

· parity checks ensure that data which is sent and received is accurate.

Manipulation/processing:

· modems allow data to be processed from remote locations eg regional offices.

Storage:
· files may be stored in a central location from regional offices.

Retrieval:
· files may be retrieved from a central location and sent to regional offices.

· staff may retrieve files or mail whilst at home or on the road

Communication:

· an E-mail system saves time because information can be sent to clients and regional offices much faster than if the postal system was used.  Similarly, messages can be received much sooner using E-mail.

· information can be entered into E-mail for distribution

· staff working from home or on the road can use a modem to send E-mail messages or files to the central location

2.
Procedures designed to ensure that data is not lost or corrupted include:
· regular backups of all files must be made and there should be both on-site and off-site backups.

· archiving procedures will be required along with the safe destruction of obsolete records and media.

· regular virus checking.

· parity checks ensure that data which is sent and received is useable.  

· the modem should be switched off at the end of the day to prevent unauthorised people from accessing sensitive company files.

· compulsory changes to passwords every month

· passwords to contain a mixture of special characters (so that a hacker cannot run a dictionary into the password request)

3.Explaining the relevance of compatibility of components

Hardware compatibility:
· as long as the existing PC's have a communication serial port then a modem can be plugged into it.

· the modem also needs to be connected to a direct telephone line.

Software compatibility:
· the main storage and disk storage capacity may not be sufficient to install and operate communication software and other software.

· the installation of the new system may require modifications to the operating system.

· the transmission rate (number of baud) of the modem needs to be the same as the communications software

· check if there is any conflict between the communication software and other software running on the system.

4.
Describing the merits and deficiencies of alternatives
(This question relates to Criterion 5 - the order has been deliberately altered)

In the first part of the question a range of benefits in support of adopting the change should be discussed.

· save the company time in its preparation of bids for future projects. Faster than the postal service.

· increase in morale of younger managers due to faster communication.

· access to online databases allows information to be retrieved quickly and efficiently.

· cost saving since working from home claimed to be more productive and might involve a drop in rental charges.

In the second part of the question any loss of benefits should be discussed.  

· Ian is obviously satisfied with the existing system and he is reluctant to change his methods of communication.  

· He feels that the cost cannot be justified over the postal system and he does not want to learn any new software.

5.
Describe the economic and social implications of introducing a communications system

(This question relates to Criterion 4 - the order has been deliberately altered)

Economic effects
· The proposed introduction of a communications system will impact on Devine Design’s profitability.  

· Laura has considered the purchase cost of hardware and software but will also need to consider the costs associated with training of staff and the production of support documentation.  

· Staff may request increased pay in accordance with their new skills and requirements and the company’s increased profits.

· The possibility of staff working from home could save the business considerable money in rent as well as allowing them to put in more time and hence increase their profitability.

Social effects
· If staff work more away from the office they will lose personal contact with their colleagues.  This dehumanising effect needs to be considered.  For staff well-being they need regular formal and in-formal interaction with others.  Teamwork functions best when the parties do not work in isolation.

· Electronic mail is poor at conveying body language.  Tony’s character could be such that he peppers his messages with jokes and light-hearted repartee.  Without body language indicating the mood of the message, the recipient may get offended where no offence was intended.  Anxiety over using E-mail may result.

· The managers are likely to feel that their job is enriched through skill development and the use of technology.

· Some users, for example Ian, may feel increased stress through the requirement to regularly use technology.

6.
Explaining the factors to consider when acquiring hardware and software:

· the reliability and likely level of support from the modem suppliers

· the reliability and likely level of support from the communications software suppliers

· the availability of on-site service and response time for such services.

· the cost of equipment and software.  The company will need to shop around in order to get the best price.

· adequacy of 9600 bps for future communication needs.

· warranty on equipment and the length of time for which the warranty applies.

· provision of comprehensive, easy to follow User Guides for hardware and software

· policy for software upgrade to new version / extension of licence for additional users

· the on-going viability of Thomas Software Company (loss of support if it folds, loss of an upgrade path)

7.
Describing appropriate methods for testing equipment and operating procedures:

What is being tested?
How can this be tested?

Are all of the packets of a file being sent and received?
Parity checks should ensure that whole files are sent and received.

Can Laura and her team quickly and efficiently use E-mail and the modems to send messages?
Send specific staff members an E-mail message which requires them to respond.

Do staff regularly check for in-coming mail?
Set software to automatically log staff usage.

Are there appropriate system breakdown procedures?
Organise a system breakdown to check that E-mail can be re-established quickly once the system is running again.

Have the transmission protocols within the software been set for the service to be connected to?
Check auto-dial settings and establish appropriate connection to each service required.

Have all staff been allocated an electronic mailbox?
Check off mailbox assignments with staff list.

8.
Selecting and describing appropriate methods of training system operating staff and educating other users of the system:

· different levels of training would be required for the system operator, Laura, Ian and the other manager

· the system operator would require detailed technical training in installation and maintenance of hardware/software.

· Ian's training could occur on-site as the user-level training involves how to operate modems as well as gaining a knowledge of the communication software.

· Ian's confidence level needs to be raised and so ideally his training should be supervised by the system operator during normal working hours.

· the younger managers could be shown how their modems and communication software are installed as well as receiving the same user- level training as Ian.  They could also be shown how to deal with some common problems which may arise because their confidence level is already high.

· the part-time personnel should also be taught how to use the modems in case they are required to communicate with regional offices or clients.

9.
Justifying documentation needed to support the change

The following points need to be considered when preparing the documentation needed to support a change to an information system and to justify the preparation of such material.

A general statement suggesting 

· the need for the documentation to complement staff training and 

· the need for the documentation to reflect the current level of understanding of the users and their particular needs.

Also,

· the documentation should be prepared by people with expertise in this field. These people may not be the same as those who designed the system.

· the documentation should include information about gaining access to more detailed user support if required.

· the system operator will need sufficient documentation to be able to analyse and solve operational problems as well as interpreting error messages.  This documentation could be in the form of a users guide and a technical reference.

· Laura and her team will need documentation relating to the use of communication software and modems.  The documentation in this case will be in the form of a user guide for both the hardware and software.

10.
Evaluating the success of the implementation

The evaluation is to be carried out after three months of usage of the communications system.

User evaluation
· Interview staff to determine the level of usage, confidence levels, areas of concern, attitudes to the new system, adequacy of help and support services (human and documentary).

· Observe a selection of E-mail messages and determine their appropriateness (business related rather than chit chat), their structure (were document files supposed to be attached to an E-mail message but the link not correctly implemented?).

Cost - Benefit Analysis

· Set the communications software to log who is sending messages or files and to whom.

· Measure the number of submissions sent to developers within the time line and compare to pre-system figures.

· Measure the number of successful submissions and compare to pre-system figures.

· Measure productivity levels (increased sales, more contracts) of the telecommuters and compare with those working under normal conditions.

· Monitor requests for help in using the system.

· Monitor costs involved in purchases, installation, training and documentation.

· Compare dollar value of all costs with increased income from additional contracts.

