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1.  HANDBOOK INTRODUCTION

1.1 Purpose of the Handbook

The IT Management Checklists For Students book provides potential information technology managers
and  staff  with  a  comprehensive  and  practical  tool  for  their  everyday  activities  as  suppliers  and
purchasers  of  it  services  and  products.   It  contains  over  300  checklists  for  carrying  out  business
planning, dealing with customers, planning and managing projects, analysing business requirements,
specifying  and  designing  IT  systems,  evaluating  and  purchasing  IT  packages,  managing  staff,
managing  one's  own  career,  carrying  out  administration  and  health  and  safety  procedures,  and
managing finance and property.  In addition, there are appendices defining accounting and IT terms.

The  handbook  does  not  replace  the  need  to  read  around  subjects  in  detail  but  brings  summary
guidelines together into one place.  It is a document that is easy to read and contains in a concise form
much of the detail needed to carry out the daily tasks of IT management.  As with any set of checklists,
problems should be thought out first and the lists used to pick up missing points.  Some of the lists are
in a logical sequence for carrying out tasks; others are in alphabetical order.

The handbook will be of assistance to anyone involved with customers, projects and staff, not just those
employed in IT, and many of the guidelines apply equally to non-IT organisations.  The handbook can
be used by students to assist  with  IT and management  courses and will  be valuable  to colleges,
businesses and other organisations as a teaching aid resource, to assist with the production of training
materials and as a guide for discussion workshops.

The handbook incorporates my 30 years' experience as an IT manager.  During this time I observed
many occasions when individuals re-invented the wheel when asked to carry out a task.  Sometimes
this was valid when carrying out new work or reviewing existing methodology, but often it was routine
work such as recruitment and procedures were already established which should have been used as a
basis for further improvement.  Occasionally not using tried and tested methods led to disaster when
some vital activity was forgotten or an incompatibility emerged.  I found it better to document successful
methods wherever possible, without stifling the need for innovation where appropriate.  In addition,
written business procedures form an important element of quality service delivery.
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2.  BUSINESS PLANNING

All organisations have to develop a survival strategy and draw up a formal business plan setting out
their intentions over the next few years.  Although this chapter is mainly dealing with the IT organisation
itself, the issues apply equally to its customers' organisations.

The chapter deals with identifying the aims and objectives of any organisation, reviewing the current
business processes and preparing a business plan.  Emphasis is also given to running an effective
organisation, identifying strategic activities, meeting customers' needs professionally, identifying which
products  and  services  to  offer,  understanding  the  implications  of  the  decentralisation  and  the
outsourcing of activities, identifying areas where standards and guidelines are needed, and setting out
the basis for quality service delivery.

2.1 Business Aims and Objectives

The aims and objectives of an IT organisation are to establish a mutually-beneficial relationship with
existing  and  new  customers,  offering  professional,  quality  and  cost-effective  services  to  manage
projects, to analyse business requirements, to develop systems in-house where appropriate, and to
assist with the purchase and installation of packages.  Customers may be internal or external to the IT
organisation.

Objectives of an IT organisation

The aims and objectives of any IT organisation, whether a commercial IT concern in itself or part of a
larger establishment, are to:

• Win new customers and retain them
• Form good relationships with customers
• Investigate customers' business requirements
• Propose solutions to customers' needs and estimate costs
• Propose packaged solutions
• Produce interfaces between systems
• Develop in-house applications where appropriate
• Propose and help purchase hardware and software
• Educate and train customers
• Implement systems to fixed timescales and estimates
• Provide support for all types of systems, packaged or in-house
• Obtain value for money in purchases made on behalf of customers
• Set standards and work to them
• Deliver quality services and products
• Carry out effective project management
• Minimise development costs
• Train, develop and retain quality staff to support the IT organisation

2.2 Business Planning

A review of the business, whether the IT organisation itself or that of a customer, is required whenever
there is a major change of direction in the organisation and at least annually.  This is to ensure that the
objectives of the business are still valid and are being addressed, and to help minimise the chance of
business failure.

Provisionally  decide  what  the  key  performance  indicators  are  for  the  organisation  and  use
representatives from each area of expertise to form a small review panel.  Use the panel to find out
customer needs, to analyse the current and future business against the market place including products
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and services, their strengths, their markets, the competition, trends in the market and the technical
issues.

Review the key performance indicators previously chosen.  Identify the technical and managerial skills
and knowledge required to carry out the business processes, and the costs and the pricing policy.
Decide how corporate culture and policy will influence decisions.  Use market research to help forecast
the turnover, costs and sales (and cash flow and profit) over a three to five year period.  Identify the
costs from fixed costs, variable costs such as labour, and overheads.

Decide on the marketing  strategy,  sales policy,  distribution  methods,  financial  accounting,  and key
success  factors  for  the  business  and  how they  will  be  measured.   Identify  the  capital  and  staff
resources needed, their possible sources and the timescales.  Identify the risks involved and how they
will  be  managed.   Decide  what  financial  and  management  information systems will  be  needed  to
manage and monitor the organisation.

Draw up a project plan to produce the business plan.  Produce a draft business plan that is concise and
easy to read, and get an independent check on its viability.  Draw up the final business plan with a
professional  polish and formally present  it  to prospective sponsors.   Implement  the business plan,
monitor it at regular intervals such as monthly and renew it at least annually.

Business failure causes

Common causes of business failure include:

• Bad debts
• Failure to persuade potential sponsors to invest
• Lack of experience of managing a business
• Lack of technical knowledge
• Poor cash flow or cash flow forecasts
• Poor financial accounting or management accounting control
• Poor market research or overestimating demand
• Poor quality control leading to a loss of customers
• Reliance on a single major customer
• Underestimating the initial set-up costs and the time to generate a profit

Business review

Carry out a formal review of the business, whether that of the IT organisation or that of a customer,
making use of expertise from the appropriate organisation:

• Consider a project definition workshop format for the review (see Project Planning in Chapter 4)
• Consider carrying out a formal business process review
• Involve the organisation's own staff and identify all stakeholders
• Use representatives from key areas to form a panel
• Consider a mission statement and how it will be achieved
• Review the whole of the existing business environment
• Develop a strategy to sustain the organisation through the next five, possibly ten years
• Identify the objectives of the organisation and prioritise them
• Establish the critical success factors for the organisation and how to monitor them
• Identify what the organisation is good at and what the organisation is not so good at
• Find out what customers think, want, and how they perceive the organisation
• Review existing products' quality, price, their life expectancy and customer satisfaction
• Review existing procedures, including IT, capacity, quality, timescales
• Identify new opportunities and threats and decide what can be done better
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• Review management information systems and controls
• Review the existing staffing structure, and technical and management skills
• Review work-in-hand and potential work
• Review existing and forecast costs, prices, income, profit/loss
• Review capital costs and stock, sources of funding
• Investigate rival businesses and their strengths and weaknesses
• Review the current marketing strategy
• Redefine the staff skills and knowledge required to run the organisation successfully
• Decide on the effect of future legislation, green issues, political issues, liabilities
• Identify the risks involved and how they will be managed
• Draw up a project plan to produce a business plan and identify the critical path
• Draw up a draft concise business plan and get an independent check on its viability
• Draw up the final business plan with a professional polish and present it formally to prospective

sponsors
• Implement the business plan and the financial and management accounting systems required
• Maintain the plan for changes and monitor actual results against the plan
• Renew the plan at least annually

Business plan

A business plan is a document required to help examine the merits of proposals to deal with change in
a business, to establish practical  targets and criteria for  the business, and to provide evidence for
potential sponsors of the business that the intended direction is financially sound.  A business plan for
any organisation will contain sections such as those below, which can be adapted to an IT organisation,
and will take a three-to-five year view:

Identification The organisation name, type of business, address, phone, fax, web site, email
address, Managing Director or Chief Officer and the date of the plan

Table of contents High level contents to give an outline of the plan

Executive summary Highlights of the plan for those who won't read the detail

Introduction Reasons for the plan, changes envisaged, potential expansion

Business outline Products and services summary, short and long term objectives, history of
successes, strengths, weaknesses and action being taken, management team,
key staff, legal structure, professional advisors; the economic, political, social
and technical changes affecting the business

Products & services Strategy, products and services offered, quality, price, availability, applications,
why best, future potential, sources of supply

Research New areas, improvements, current status, timescales, resources

Production Development and operational processes, support, problem areas, planning,
capacity  management,  quality  control,  organisation,  premises,  tools/stock  and
their future strategy, key supplies and availability, IT systems employed

Customers Markets aimed at, customers, size, past and potential growth, market share,
customer needs, customer care, competitors' strengths and weaknesses

Marketing Strategy, customer surveys, methods used, position, pricing, selling, advertising,
promotion, support, sales estimates and details, interest shown

Selling Strategy, current and proposed methods of selling, staff, support

Legal & accounting Proposals for legal advice and accounting functions

Skills required Planning,  marketing,  sales,  production,  technical,  quality,  financial,  staffing,
Health & Safety, IT, administration, legal
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Management & staff Staff  for  the  business  functions,  numbers,  experience,  complementary  skills,
strengths and weaknesses; key staff, responsibilities, abilities to plan and meet
targets,  motivation;  monitoring  staff,  recruitment,  training,  cover,  use  of
consultants and sub-contractors, outsourcing

Key performance 
indicators

Financial controls, sales, production, servicing, marketing, staff, customer care,
management information systems used

Risks The major risks and the intentions to manage them, contingency plans

Premises Description and location, value, leases, facilities, communications

Financial details Current and next year quarterly forecasts, following year forecasts, with best
and worst estimates for: capital expenditure, profit and loss, cash-flow, return on
capital

Cost elements Rent, leases, rates, water, repairs, fuel, insurance, wages, National Insurance,
pensions,  training,  vehicles,  travel,  phone,  printing  &  postage,  bank  charges,
depreciation (e.g IT hardware)

Capital required Funds required, reasons, timescales, terms and conditions

Project plan The project plan to implement the proposals, key decisions, dates, monitoring

Appendices Such as organisation charts, management team details, key staff details, product
technical  data,  independent  reports  on  products  and  services,  consultants'
reports, current orders; previous project estimates, timescales and actual costs
and time; recently audited accounts, details of present sponsors and advisors.

2.3 Strategic Activities

Formulate and publish a strategy for the IT organisation to ensure its continuity in times of change.  In
addition and if appropriate address three areas in terms of an IT strategy for the whole organisation: (i)
create  and maintain  an effective IT organisation,  (ii)  plan and create  an IT strategy for  the whole
organisation and (iii) assist with the development of departmental IT strategies.

Managing change

Changes in customer demand and IT technology happen so fast that it is difficult to plan too far ahead
and it is necessary to create a flexible organisation to deal with and take advantage of change:

• Accept change and turn it into an opportunity
• Create a flexible organisation which can adapt to the changing market and technologies
• Form  an  organisation  structure  which  is  simple  with  few  layers  of  management  and  good

communications
• Monitor customers' needs continuously
• Offer quality services and products as a first goal
• Allow managers to innovate

Effective organisations

Create an effective IT organisation with the following characteristics and values:

• Be competitive and enterprising
• Be on first name terms across the IT organisation
• Become a leader in the field
• Delegate clear lines of authority and responsibility
• Develop an effective management team that can make fast decisions
• Develop a workforce which is well-motivated, skilled, committed, flexible
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• Employ top staff who fit into teams well
• Enable decisions to be made by appropriate managers
• Enable staff to carry out their role with some freedom for innovation
• Encourage effective teamwork throughout the IT organisation
• Have a determination for quality and excellence
• Have a fairly flat staffing structure
• Have a market and customer orientation
• Have a social responsibility (which will also benefit the business)
• Innovate and be optimistic especially to change and turn it into an advantage
• Provide a sound financial basis for operations
• Provide a strong visionary as well as operational leadership
• Provide care, consideration and equal opportunities for staff
• Provide experience, opportunities and challenges for staff
• Put sufficient resources into research and development
• Recognise responsibilities to all stakeholders
• Strive for productivity and performance
• Take a lead in developing a corporate culture and strategy
• Take a systematic approach to change, tasks, problems, decisions
• Take calculated risks and grow the organisation
• Value the workforce and reward performance and quality

Keeping ahead of competitors

To stay ahead of competitors and remain in business:

• Analyse and monitor customer services
• Be outward looking, listen to customers and research customer needs
• Bring in new products at competitive prices and don't rely on a few old products
• Concentrate on critical success factors
• Continue to invest in research and development
• Decentralise the main decision making
• Deliver a quality service, the products the customer wants and on time
• Employ good and enthusiastic staff and find ways to keep them happy
• Employ supportive financial and management controls
• Encourage good communication between staff and with customers
• Have alternative suppliers
• Keep a spread of customers, not a few big ones
• Keep in tune with the market and competitors
• Keep the market share the business already has
• Provide a rapid and satisfactory response to customer complaints
• Retain existing customers
• Strive for customer satisfaction
• Use a fairly flat and flexible management structure
• Recommend and use modern products which are likely to be stable and have a future
• Use modern production methods

Organisation strategic activities

If the IT organisation is part of a larger organisation, provide input to the whole organisation's published
IT strategy and other centralised management activities.

Centralised strategic IT activities include the following:
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• Determine the organisation's Information Systems/IT strategy and objectives
• Determine the organisation's requirements in relation to its strategic objectives
• Design and monitor the organisation's IT communications infrastructure
• Ensure the effective use of organisation-wide and departmental IT facilities
• Establish and monitor the organisation's IT procurement arrangements
• Maintain an organisation-wide asset register, especially for IT equipment
• Organise the central purchasing of IT systems, equipment, maintenance contracts
• Oversee the production of annual organisation/departmental IT strategy and plans
• Prepare IT contingency plans for the whole organisation
• Project manage organisation-wide IT projects
• Schedule and monitor the acquisition of IT systems by the centre and departments
• Determine a central policy for user interfaces to IT
• Determine a central policy for data warehousing, maintenance and interrogation
• Determine a central policy for management report production
• Set and monitor 'open systems' standards across the organisation
• Set and monitor professional IT standards across the organisation

Departmental strategic activities

Assist service and operational departments in carrying out their own strategic IT planning:

• Help formulate departmental IT strategy and objectives
• Help define departmental IT requirements in relation to their objectives
• Conduct feasibility studies for IT projects
• Help departments to define and develop projects
• Draft specifications of IT services and systems to be provided
• Assist departments to procure IT applications and equipment
• Prepare IT tenders and advise departments on the selection of suppliers
• Assist departments with the management of departmental IT projects
• Manage the contract with the IT service providers
• Negotiate the best deal for the organisation
• Instigate post-implementation reviews of projects

2.4 Professional Activities

The management and staff  of the IT organisation need to deliver a professional quality service the
customer will want to buy.  In order to do this it will have to act in a business-like way in managing the
IT organisation to achieve these goals.  It will need to understand and meet customers' requirements,
manage  the  customer  relationship,  manage  the  IT  organisation  effectively,  manage  projects
professionally, and be seen to deliver quality products at agreed prices and timescales.

The customer may be the public, external customers, a part of the larger organisation, another part of
the IT organisation, senior management or colleagues.

Managing a business

Senior management of a business need to:

• Listen to stakeholders which includes employees, customers, investors, don't take them for granted
• Regularly review projects with stakeholders
• Treat employees equally
• Continue with methods of development where they work but also look for innovation
• Concentrate on good potential customers
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• Hold bonding sessions with stakeholders, staff and potential customers
• Decentralise control of employee groups
• Persuade, don't dictate
• Avoid criticism, get funds for projects
• Monitor competition
• Write good illustrated training manuals
• Introduce skills, skill tests and use them for rewards such as pay
• Keep tight control of costs

Managing the IT organisation

Senior management in the IT organisation need to:

• Create a vision for the future of IT in the whole organisation and sell it
• Develop an IT strategy and standards for the whole organisation
• Implement a management information systems architecture for the whole organisation
• Provide direction for IT within the whole organisation 
• Establish and maintain credibility for the IT organisation Improve customer satisfaction
• Be able to respond to change
• Be efficient, cost effective and performance oriented
• Employ skilled and committed staff who fit into the IT organisation well
• Motivate employees and support them rather than blame colleagues and staff for problems
• Get to know competitors and suppliers in detail and monitor them
• Support the internal business processes through the effective use of IT
• Employ effective work management systems
• Increase technical and managerial skills within the IT organisation
• Demonstrate the success of the IT organisation
• Keep up to date with IT and the whole organisation's future direction
•
Managing the customer relationship

To provide a professional service the IT organisation needs to:

• Understand customers' requirements and priorities
• Help customers to meet their own commitments
• Advise and inform customers to enable them to make decisions
• Provide services of the agreed quantity, quality, at the agreed price and timescale
• Keep customers informed of the progress of projects and existing services
• Avoid unpleasant surprises by communicating with customers regularly and properly
• Work with customers to solve problems
• Be honest with customers
• Dress in an appropriate business-like way
• Avoid losing customers to other suppliers since it will be very difficult to recover them
• When failures happen work hard to make amends to retain customers
• Get feedback from customers

Managing projects

When managing projects for customers:

• Work closely with customers to help them achieve their  business requirements and to develop
agreement, understanding, respect and confidence

• Participate in the overall planning of the system to ensure a successful project
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• Ensure that the customer understands the impact of changes and the need for change control
• Obtain full commitment to the project from all parties
• Use accurate and unambiguous specifications with a formal sign-off procedure
• Use dedicated project management methods
• Negotiate and commit to achievable delivery dates and monitor and control progress
• Communicate and report effectively along agreed channels

Quality service delivery

Lack of a quality service leads to unreliability, extra costs, customer dissatisfaction and customer loss,
and to avoid this:

• Continually review the effectiveness of the IT organisation and introduce change gradually
• Encourage employees to review their own jobs and suggest ways to improve them
• Listen to customers' needs
• Deliver systems and services that are fit for their purpose
• Build quality into services and products from the start
• Ensure the reliability and viability of systems
• Give a better service than expected
• Establish a sound service support system
• Establish a disaster recovery plan
• Document business procedures for the IT organisation

2.5 Quality Products and Services

The  International  Standards  Organisation  was  established  as  a  United  Nations  Organisation  and
includes BSI in the UK and ANSI in the USA.

All of the standards are similar and describe the three elements necessary to achieve the standard: (i)
put procedures in writing, (ii)  train staff  to carry out the procedures and (iii)  improve the results by
keeping records and auditing them.  Work to these standards, even if not going as far as certification.

2.6 Product and Service Provision

Professional IT services, support and advice are likely to be required in the areas below and the IT
organisation must decide which services it will provide, which will be carried out by the customer and
which will be bought in from other IT suppliers.

Products and services to offer

• Products and services from an IT organisation might include:
• Application development
• Application support
• Business analysis
• Business and technical consultancy
• Changes to existing systems
• Colour laser printing
• Conferencing facilities
• Contract negotiation, completion and monitoring
• Data capture and cleansing
• Data Protection registration assistance
• Data security advice
• Database management using industry-standard products
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• Functional requirements specification production
• Geographical Information Systems consultancy
• Hardware and software benchmarking
• Help Desk services
• Input to departmental and organisation-wide systems
• Internet/intranet services
• Local area network installation
• Management reports (assistance with)
• Network services management using network management and monitoring tools
• Network sizing and installation
• Package customisation
• Package evaluation, acquisition, contracting and management
• PC software support
• Post-implementation review
• Printing and mailing services
• Project planning, management and implementation
• Quality assurance and assistance with user acceptance trials
• Software and hardware purchase on behalf of customers
• Stationery design and production
• Support for recommended software and hardware
• System implementation
• Systems integration and interfaces
• Tendering and tender evaluation
• Training
• Unix and PC solutions ('open systems')
• Unix hardware management
• Voice communication services
• Wide area network provision and management

2.7 Decentralisation of Services

The decentralisation of IT functions to users has in many cases resulted from the introduction of PCs
and users consequently improving their IT skills, and from a dissatisfaction from users having systems
imposed on them by IT organisations.  There are, however, functions which can be retained in the
centre and the best balance between centralisation and decentralisation needs to be struck.

Centralisation of services advantages

The advantages of centralising IT services within a larger organisation include:

• A broad or complete overview of the IT operations is more easily obtained
• Administration of IT functions is easier
• Applications, data and systems can be made more secure
• Competition between departments is avoided
• Economies of scale can be achieved
• Standards and priorities are more easily agreed, managed and monitored
• The purchase of non-standard and incompatible equipment is avoided
• There is clear central control of applications purchase and development, and of operations

Decentralisation of services advantages

The advantages of decentralisation include:
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• An ability to react to local needs and monitor departmental activities
• Decisions can be made and implemented quicker
• Departmental staff are more involved in the IT processes
• Innovation is encouraged

2.8 Outsourcing of Services

Outsourcing  considerably  reduces  the  IT  organisation's  costs  and  enables  the  organisation  to
concentrate  on obtaining and monitoring  the best  service  from whichever  source.   This  and other
advantages have to be balanced against the risks involved.

Outsourcing advantages

The advantages of outsourcing include:

• Bespoke developments are delivered to budget (so long as penalties are incorporated)
• Cost savings are obtained from packages rather than from bespoke solutions
• IT facilities and costs in the organisation can be downsized
• IT management can concentrate on strategic issues
• IT management can focus on requirements definition, purchase and monitoring
• Over-reliance on in-house technical staff is avoided
• PC support and maintenance is cost-effective due to competition
• Professional consultants can help identify solutions to business needs
• Professional standards and expertise are acquired
• Risk management is moved to suppliers who can cope better with risk and change
• Skills can be brought into the IT organisation with few initial costs

Outsourcing risks

The risks of outsourcing include:

• Getting locked into a long-term contract with a product that may become outdated
• More management time is spent dealing with managing contracts, estimates, disputed costs
• Partnership arrangements may turn out to be in favour of the supplier
• PC support and maintenance may be cheap but of poor quality
• Poor outsourcing of software development may leave in-house staff sorting out the problems
• Poor service levels in terms of core systems downtime may result
• Problems from a poor contract in the event of a major dispute
• Project management may be poor leading to missed dates
• Reverting to in-house services may be difficult once committed to outsourcing
• Staff transferred to the supplier may be forced to sign poorer contracts and may be lost
• Strong negotiation and account management skills are required to protect interests
• Suppliers may insist on using their own methodologies which may reduce flexibility
• Suppliers may be unwilling to deal with the rapid business changes required
• Suppliers may fail to understand business needs and supply inappropriate solutions
• Suppliers may put profits before user business benefits
• Suppliers may recommend expensive, inappropriate or proprietary (non-open) solutions
• Support may involve a number of different agencies and a single contract is essential
• There may be a lack of integration of IT with the organisation's existing infrastructure
• There may be a loss or fragmentation of IT skills within the organisation
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2.9 Standards and Guidelines

Without standards nothing would work or get done since human and electronic communication would
be impossible.  Working to a single set of standards improves human communication, improves system
reliability,  makes  system  support  and  maintenance  simpler,  and  provides  a  single  interface  for
customers, staff and management.

Create and agree simple and practical but comprehensive standards and guidelines, and make them
available to team leaders and their staff in the form of a manual.

Standards areas

Standards areas covered by this handbook include:

• Administration procedures
• Agendas and minutes of meetings
• Audit requirements for systems
• Business analysis
• Business planning
• Changes to systems
• Contracting with suppliers
• Customer care
• Database design
• Documentation production
• Estimating the cost and timescale of projects
• Fault logging and analysis
• Financial controls in systems
• Functional requirements specifications
• Handbook production
• Management reporting procedures
• On-line transactions
• Open systems
• Package evaluation and purchase
• Printed output
• Programming
• Project planning and management
• Quality assurance of systems
• Quality systems production
• Recruitment of staff
• Security of data
• Service level agreements
• Software and documentation version control
• Staff development and appraisal
• Staff management
• Strategic planning
• System specification and design
• Systems investigation and proposals
• Tendering and tender evaluation
• Training of customers
• Work specification and agreement
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3.  CUSTOMER COMMUNICATION

Getting the correct message over to customers, whether they are external to the organisation or internal
contacts, is vital to any thriving IT business.  Internal customers include your managers, colleagues and
staff.

The issues dealt with in this chapter cover the key benefits of customer care and negotiating skills.
They  include  telephoning,  emailing,  training  customers,  producing  letters  and  reports,  managing
meetings and presentations, marketing services, the benefits of  the Internet and an intranet, internal
contracting, performance indicators and Help Desk services.

3.1 Customer Care

Nearly three quarters of customer loss is due to indifference to customers and this must be avoided by
developing a correct attitude.  Build up a good relationship with customers and potential customers to
give them confidence that their requirements can be met by cost-effective solutions, that quality goods
will be delivered on time, and that adequate support will be made available.

Customer care benefits

The benefits of applying customer care include:

• The image of the organisation and customer satisfaction are improved
• Existing customers are retained and new ones gained
• Team working and morale are improved

Customer service attitude

The attitude which needs to be developed in relation to delivering an IT service includes:

• Care about customers and understand their business
• Be committed to providing the services customers expect
• Be prepared to publish the service standards to which the organisation is working
• Understand customers' needs from their point of view
• Care about what actions are taken to provide solutions to needs
• Be confident in answering technical questions
• Know where to get the information from if you don't know the answer yourself
• Learn how to handle difficult or upset customers and staff and remain in control

Customer relationships

When developing relationships with customers:

• Treat all contacts as customers or potential customers
• Envisage how customers perceive the IT organisation
• Each incident is an advertisement
• Look clean and smart
• Smile, including when on the phone
• Greet people correctly
• Use reasonable eye contact
• Ignore rudeness and insults
• Be helpful and positive about solving problems and don't be negative
• Find out and make a note of those present at meetings
• Understand customers' business requirements
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• Ask open questions and don't interrupt customers
• Summarise what has been said at the end of meetings
• Apologise for apparent failures, promise to make enquiries, do so and report back
• Follow up customer complaints promptly by phone and letter

3.2 Communicating with Customers

Develop good communications skills for negotiating with customers, for influencing peers, motivating
staff, commanding respect, spurring productivity, when training and when seeking approval for projects
and budgets.

Listening skills

Ensure that you are paying full attention to a customer:

• Don't start doing other jobs, listen and don't interrupt, avoid being disturbed
• Sit squarely on to the person and maintain reasonable eye contact without causing intrusion
• Sit forward in the chair, don't fold your arms, look interested, don't make notes initially
• Listen to the voice and watch body language to understand how the customer feels
• Break silences by prompting relevant discussion without dominating
• Occasionally recap and summarise the situation, making notes as necessary
• Understand the problem or requirement and consider possible options
• Discuss possible outcomes of each option and agree on the best option and a standby
• Plan the implementation of the chosen option and jointly implement it

Complaining customers

When dealing with complaints:

• Listen and understand the problem but try to keep it relevant and succinct
• Slow them down - eg by saying “is this an official complaint?” or “I'll get a pen and paper”
• For outbursts in meetings keep eye contact until calmer, deal with then or afterwards
• Make use of recapping and paraphrasing and avoid technical jargon
• Make a note of the problem with details of events, problems and the customer's wishes
• Support staff and don't give out personal details
• In letters, thank the customer, welcome feedback, reassure about services, ask for clarification, get

contact details, propose the next action, sign the letter personally

Negotiation skills

Build up your negotiation skills:

• Ensure that you have the authority to negotiate and make decisions
• Ensure you are negotiating with those who are able to agree a decision
• Build a good relationship with those you need to negotiate with
• Research other participants to understand their needs and issues
• Prioritise the main achievable objectives of the negotiation process
• Prepare an agenda, dealing with general issues first and set a time limit before a break
• Prepare by going over the issues and anticipating problems
• Use arguments which are completely relevant to the cause
• Don't lose your temper and always continue to negotiate
• If necessary tolerate and manage any irrelevance encountered
• Treat non-emotional criticisms as constructive
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• Don't be put off by an unwillingness to make a decision
• Don't deliberately expose the weaknesses of another party
• Keep notes of meetings and telephone conversations
• Both sides need to be prepared to move from their ideal position
• Try to avoid making the opening offer
• Look for opportunities and make concessions that are acceptable to both sides
• Look for ways to allow both sides to feel they have won
• Ensure that you are satisfied with the results before closing the deal
• Consider arranging another meeting if stalemate is being reached and look for fresh ideas
• Consider the use of a mediator acceptable to both parties
• Put final agreements in writing, together with the timescales, and all sign

Persuasion skills

When trying to persuade people to your way of thinking:

• Develop a reasonably firm handshake when meeting people, men and women
• Make a mental note of the person's first name and find a way of remembering them
• Develop a pleasant personality and make people want to work with you
• Develop a pleasant smile
• Address other people's issues as well as your own
• Treat everyone as important
• Give sincere compliments
• Tell people only as much as they can absorb
• Understand the political situation

Bad news communication

There may be bad news to be reported to management, staff or customers:

• Report the problem promptly to avoid rumours on the grapevine
• Don't just deliver bad news but sandwich it between two items of good news
• Use the word 'challenge' rather than 'problem'
• Be tactful, don't exaggerate the problem, don't be negative
• Give the necessary facts having thought it through
• Evaluate and recommend solutions to the problem

3.3 Telephone and email skills

• Develop a good communication style for the telephone, and treat conversations as though the
person were present

• Deal with an email almost as if it were the telephone, but remember that it can be a permanent
record and may get passed on.

Telephone skills

Look for ways to improve your telephone skills:

• Consider the use of a speaker phone
• Consider using telephone and video conferencing facilities where appropriate
• Be familiar with telephone transfer and other functions
• Know how to respond to answering machines and repeat your name and phone number at the end
• Answer the telephone promptly and within three rings if possible
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• Start each telephone call by giving your organisation name and your name
• If you need to transfer a call explain why to the caller and give the extension number
• Alert the person you are transferring the call to and know how to recover a failed transfer
• Note the caller's name, date, time and write down key words on a telephone log
• Use a phone message pad to record calls for other staff
• Use the customer's name in conversation
• If you are in a meeting or need information, promise to ring back at a particular time and do so
• Don't stack up requests to call people back beyond half a day
• Prioritise phone calls and deal with a number of together for efficiency
• Prepare to make a phone call by making notes and questions as a reminder
• Listen, resist the temptation to interrupt, wait for the natural break
• Don't hog the conversation, give the other party time to speak
• Give the conversation your full attention and don't be tempted to do two things at once
• Treat the caller as a valued customer even they are irate, and don't be aggressive or patronising
• Use plain English and don't baffle customers with technical jargon
• Ask open questions and speak slowly and clearly
• Be positive and change 'no' to 'yes, however'
• Sit upright and smile to keep your voice friendly (put a smile in your voice)
• Make prompting notes on the log and read back key points at the end of the conversation
• Finish by summarising what you are going to do and add a final 'thanks' and 'goodbye'

Email skills

Emailing can be a very efficient way of communicating if guidelines are followed:

• Use an address book containing the email addresses of all regular contacts
• Look at email morning and noon and deal with it promptly
• Delete emails you have dealt with, or archive them if they are important
• Take care with the contents of emails since they can be saved, printed, circulated and quoted
• When sending an email check its destination, other copies, subject title, rubbish left in the message
• Avoid unnecessary copy emails

3.4 Training Customers

Train customers and staff effectively by following basic guidelines:
•
• Train 'just in time' so that users immediately start using the operational system
• Consider training in two stages: enough to start off with, followed by more advanced later
• Train at the level appropriate to the participants
• Know the subject thoroughly
• Prepare for each session beforehand even when you know the subject well
• Encourage trainees to introduce themselves, their position and their experience
• Get to know the trainees quite quickly
• Be available to the trainees before and after training sessions
• Use visuals as appropriate and whenever effective
• Encourage participation and use participants' experience
• Lecture for short periods with practicals in between to avoid boredom and to consolidate points
• At the end, provide handouts backing up the training given verbally
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3.5 Written Communications

Set  standards  for  the  whole  organisation  for  all  written  communications  including  memos,  letters,
reports, forms, posters, web pages and other publications.

Guidelines for written communications

Use the following general guidelines when communicating written messages:

• Decide what is the main message to be communicated
• Decide on the audience and when to communicate the message
• Decide what is the best way to communicate the message
• Carry out any necessary research to help develop the message
• Involve others in developing the message if appropriate
• Draft the message concisely, clearly, structured, and check it carefully
• Get feedback from colleagues/manager for important messages
• Get feedback on the communication to ensure that the message was understood

Documentation house style

• Develop a house style for documents, whether they are memos, letters, reports, forms, posters,
web pages or other publications

• They should be legible and informative and have a consistent and correct look whoever produces
them:

• Keep documents short, interesting, and use concise, simple sentences Use snort words instead of
long ones, avoid foreign words, jargon and abbreviations

• Create a corporate logo: include address, phone, fax, web and email addresses where appropriate
• Use Arial or Times New Roman at 11 point for memos, letters, reports; larger for manuals
• Comic Sans may be appropriate for some applications such as headings
• Justify on the left and right generally
• Put the file name/folder left of footer, page number on the centre, date ion right, 10 point
• For a manual put the chapter in the header bold, document name footer left, page bold
• Restrict the number of headings to three in a report or a manual 
• First heading numbered 'A' etc left aligned bold 14 point capitals
• Second heading numbered '1' etc left aligned bold 12 point capitals
• Third heading numbered ' 1.1' etc left aligned bold 11 point lowercase
• For a long letter or memorandum use paragraph headings and page numbers
• Use '•' bullet points followed by lower case for lists; full stop perhaps at the end of the last one
• Avoid inverted commas, over punctuation and capitals; use two spaces after a full stop
• Don't use full stops after 'Mr' etc or after initials
• Develop templates containing the basic house-style elements

Memorandum and letter production

When considering an internal memorandum or letter to communicate particular issues:

• Use memos only as a last resort (it's better to negotiate verbally) or to confirm decisions
• Use the documentation house style (see above)
• Keep memos and letters short and non-technical; if long attach a separate report
• Use a formal format in the first person and draft it at one sitting
• Include contact name, phone number and email address
• Refer to any previous correspondence by date and reference
• Define the purpose of the memo or letter and summarise that in a heading
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• List the issues in priority order with evidence, conclusions, actions, closure
• Spell-check and read drafts to eliminate obvious errors, poor structure, poor style, incorrect facts

Report production

Use plain words to produce well-structured reports directed at the reader:

• Use a standard report format for the whole organisation, particularly for the front page
• Use the documentation house style (see above)
• Produce reports that are structured, informative, interesting, succinct and persuasive
• Collect the material and prioritise the issues
• Use diagrams, illustrations, tables and graphs where appropriate
• Draft the report at one sitting then review it with a fresh mind over a couple of days
• Start with a title that summarises the content of the report and date the report
• Include a 'contents' for a long report
• Outline the contents and structure of the report by producing a draft contents page
• Start with the purpose of the report explaining why the report has been written
• Produce an executive summary for  a long report  (on about  half  a page) giving the objectives,

options, conclusions and recommendations
• Include an introduction giving the background to the report and its logic
• Use headings to enable readers to prepare for the detail and find their way around the report
• Break down the body of the report into sections, each on one subject
• Keep sections short, headed, numbered and broken into short paragraphs
• Number paragraphs (but not excessively) and address one subject using short sentences
• Make use of bullet-pointed lists within paragraphs to give clarity where appropriate
• Add conclusions summarising the options available and the arguments for and against
• Finally include recommendations on the preferred option with timescales, costs and benefits
• Add any numbered appendices (lengthy tables, supporting papers) cross-referenced in the body of

the report
• Include a bibliography indicating other relevant reports consulted, their authors and locations
• Add a circulation list to inform readers of the distribution of the report
• Produce the final contents list from the body of the report and have a final check of the structure
• Spell-check and read over drafts several times to eliminate obvious errors, poor structure, poor

style, incorrect facts
• Get clearance to issue the report by consulting with your manager and get their endorsement

Document design

When designing general purpose documents such as a poster or a web page:

• Develop a house style (see above)
• Agree a corporate logo, style and image
• Consider other fonts such as Comic Sans but don't use more than four font types
• Consider the use of borders, graphics and colour without going over the top
• Start with a title and a summary that clearly identify the purpose of the document
• Ensure that the content is organised in a logical and eye-catching way
• Make the document interesting without being cluttered
• Include a contact, address, phone, fax, email and web addresses
• Check for factual, spelling, grammatical errors

3.6 Managing Meetings

• When formal meetings are necessary agree the purpose of the meeting, draw up an agenda in
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consultation with the senior customer and distribute it at least a week before the meeting.
• Produce brief minutes (mainly decisions and actions), agree them with the senior customer and

distribute them within 24 hours of the meeting.

Meetings organisation

When arranging a meeting:

• Organise the meeting in conjunction with the customer
• Use a meetings planner to book a time when all essential persons are available
• If possible make use of networked electronic diaries to see when people are free
• Only invite relevant people and limit the number of people attending to 12 maximum
• Book a quiet room for the meeting, taking into account travel and the needs of any disabled people
• Meetings are best held on neutral ground in mornings (certainly avoid just after lunch)
• Prepare the agenda and briefing papers with the date, place and time and circulate it beforehand
• Re-circulate the minutes of the previous meeting if necessary
• Prepare for any meeting by reading over the papers and preparing questions
• Keep meetings short (one hour if possible, two maximum)
• Decide whether or not to provide refreshments
• Start on time (no more than five minutes grace)
• Divert any phones to avoid interruptions and get mobiles and pagers turned off
• The chairperson should provide introductions if necessary and not take the minutes
• Rotate the chairperson and minutes secretary for regular internal group meetings
• Organise minutes with actions and timescales, preferably ready to type
• Take apologies
• Agree the objectives of the meeting
• Initiate discussion on agenda items in order, limiting the time on each item
• Ensure that all have a chance to speak by inviting contributions but avoiding domination
• Steer the meeting back to the agenda if the discussion is straying
• Stop cross-talking and secondary discussions
• Summarise decisions on each item for the purposes of the minutes
• At the end of the meeting summarise conclusions and actions to be taken by whom and timescales
• Arrange a further meeting if necessary with date, time, place, purpose
• Thank all for attending and close the meeting

Agenda format

When drawing up the agenda for a meeting don't overload it and produce it on a single side of paper:

• Start with the customer name if there is a customer
• Indicate the purpose of the meeting
• Indicate the date, time, venue of meeting (and how to get there if necessary)
• Apologies for absence
• Minutes from any previous meeting
• Matters arising from the minutes
• Each agenda item prioritised, numbered, time-limited, the person raising the item
• Any other business
• Date, time and venue of next meeting (encourage people to bring diaries)
• Circulation list with organisations/departments, phone numbers and addresses
• Any enclosures for the meeting
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Meetings communications

When taking part in a meeting:

• At the start of a meeting be clear about its purpose and the required outcomes
• Encourage all present to participate in the discussion
• Remember that first impressions are important
• Learn how to recognise breaks in speaking and how to signal to speak
• Don't interrupt others and be able to deal with interruptions without being rude
• Be positive and avoid using words like 'cannot', 'may', 'try', 'but'
• Agree with others before putting an opposing point
• Persuade through suggestions
• Find ways to handle people who dominate meetings and make inappropriate comments
• Make a few contacts in an unknown audience

Minutes production

When taking minutes for meetings:

• Don't try to chair the meeting as well: instead appoint a secretary
• Take the minutes directly on to a standard form ready to type
• Start with the customer and subject title
• Show the venue of meeting, date, time, author
• List the chairperson and secretary then others present in alphabetical order within organisations/

departments
• List those other persons requiring copies including management
• List apologies for absence
• Minute items in the same order as the agenda
• Start each item with a heading and summarise the issues briefly
• Minute the action required on each subject and the date by which action is required
• Include the initials of those persons present who have agreed to action items
• Add the original agenda as an appendix if necessary
• Agree the minutes with the chairperson and distribute them within 24 hours of the meeting

3.7 Managing Presentations

A presentation may be necessary to sell a new idea or a solution to a business requirement.  It has
been said that good communication is 10% words, 20% tone of voice, and 70% non-verbal.  As always,
first  impressions are important and preparation, style and delivery are key issues in persuading an
audience to your way of thinking.  Good visuals put a point over better than a lot of words.

Presentation preparation

To prepare for a presentation:

• Book a suitable room, taking into account travel and the needs of disabled people
• Confirm any agenda and travel arrangements in writing, as for the agenda for a meeting
• Organise the reception of the audience if necessary
• Co-ordinate with any other speakers and understand their agenda
• Obtain a PC, graphics projector, overhead projector, screen, flip chart, pens, spares, as necessary
• Prepare the room well beforehand, especially for visual aids and have standbys
• Check over any technical apparatus
• Use a PC presentation package if possible rather than slides or overhead projector

24



• Ensure power and visual aids work and that you have backups or alternatives
• Check that lighting and window blinds are suitable
• Allow ten times the talk length when estimating preparation time
• Prepare thoroughly, know the subject and make a good delivery
• Be comfortable with the material; rehearse and do a dry run
• Overcome nervousness by rehearsal and practice; using video rehearsals if possible
• Know the audience, numbers, status, background and experience
• Present in a morning and keep it to less than 20 minutes if possible
• Be clear on the objective of the presentation and the main messages to get across
• Structure the presentation in a logical order similar to a report
• Prepare a summary of the presentation with subjects highlighted as prompts; rehearse
• Decide whether to take questions throughout the presentation or only at the end

Presentation management

When actually giving a presentation:

• Make a confident entrance, look smart and relax
• Smile, shoulders back, speak slowly, clearly, loudly to ensure you are heard by all
• Get the attention of the audience and thank them for coming/listening/the opportunity
• Introduce yourself and any supporting staff
• Get the audience's attention and outline the contents of the presentation
• Indicate your intentions about questions and handouts
• Use simple visual aids to illustrate points/keep attention including flip charts and PC package
• Use a projected bullet list and thus minimise the need to look at notes
• Don't read notes; just pause to check on the next heading and talk informally
• Don't stand too casually, avoid nervous mannerisms and smile
• Look at the whole audience to involve everyone and to get feedback
• Use plain words and short sentences, give practical examples
• Use gestures to stress key points, emphasise important words
• Pause between main points to let the audience absorb them
• Use good humour to get a point over but avoid jokes
• Move around the room or platform without pacing
• Avoid boring the audience and be brief
• Vary the voice and watch for bored signs such as drooping eyes
• Never talk for more than 20 minutes without a break for an interesting diversion
• For long presentations provide interim summaries and the contents of the next part
• Finish on an interesting high note and good humour
• At the end summarise the key points and your main conclusions in one sentence
• Provide references and handouts at the end to avoid distraction during the presentation
• Take any final questions and promise to respond on any you can't answer at once
• If appropriate put forward proposals for further action
• Thank the audience for their attention and any other speakers for their part, and close
• If appropriate follow up with a letter to the customer to stimulate further action

3.8 Marketing Products and Services

In  many cases  products  and  services  are  advertised  by  word  of  mouth  and  through  good  public
relations but  it  will  usually be necessary to carry out  some positive marketing of  the organisation.
Customers may be internal or external to the organisation.

25



Marketing outline

Identify, anticipate and stimulate customers' needs and identify the strengths of the IT organisation as
first steps to satisfying customer needs cost-effectively:

• Draw up a marketing plan with relevant colleagues
• Identify the IT organisation's strengths and weaknesses
• Identify the potential market within existing and new customers through market research
• Identify the competition and its strengths and weaknesses
• Decide on the target areas and identify the customer needs
• Hence decide on the products/services to be marketed and their implementation
• Decide on the price, taking into account costs, competitors' prices and what the customer will pay
• Decide on the way the products/services will be marketed (Internet, newspapers, radio, television,

mailing, telephone, sponsorship, newsletter)
• Carry out the promotion process
• Record and monitor costs, sales and cash flow
• Monitor changes in the market and adapt to them (or sales will drop)
• Evaluate the success of the marketing plan

Marketing methods

Choose the combinations of the following marketing methods that are appropriate to the situation:

• Advertising features
• Advertising in newspapers and magazines
• Advertising on public broadcasting
• Articles in journals
• Attending meetings
• Book publication
• Donating products and services
• Free publicity material
• Handbook about the organisation
• Internet and intranet publicity
• Lecturing
• Mailing and phoning potential customers
• Networking with contacts
• News and talk shows on public broadcasting
• Newsletter distribution
• Newspaper articles
• Open days, seminars and workshops
• Products/service reviews in publications
• Professional or trade associations
• Public announcements
• Sponsorship
• Standards publication
• Teaching

3.9 Publicity Material

Good printed communications to customers and staff are forms of marketing which can be used to
make customers aware of  the organisation  and to  promote its  image and services.   Publicity  can
include advertising,  a  newsletter  that  can be used to  keep customers  and staff  up-to-date  on the
business and the latest staff and product changes, and a handbook that can be given to customers and
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handed out at presentations.

Newsletter

When considering the publication of an IT organisation newsletter:

• Design it to be suitable for customers as well as staff
• Get commitment to regular contributions from all sections of the IT organisation
• Outline the services on offer
• Give an update on organisation-wide projects
• Outline progress on departmental projects unless they are confidential
• Give an update on the organisation's wide area network and Internet activities
• Include software, hardware and network news
• Summarise recent successes
• Outline future plans
• Give management feedback
• Include staff issues
• Encourage contributions to the next issue and give the deadline Include the circulation list

Handbook

When considering a handbook for the IT organisation:

• Include the IT organisation's mission statement
• Give a brief history of the IT organisation Outline the management structure
• List the business aims of the IT organisation
• List the services offered by the IT organisation (see Product and Service Provision in Chapter 2)
• Reiterate 'open systems' strategy
• Outline the organisation's IT standards
• Emphasise its commitment to customer care
• Describe IT liaison arrangements with customers
• Outline contract arrangements or service level agreements and charges
• Provide a customer feedback sheet

3.10 Internet and Intranet Pages

The Internet and an intranet are inexpensive marketing tools that can be used to reach large audiences
and can be used to sell products and services directly.  Develop a house style for use on both the
Internet and an intranet.  Many of the general design guidelines also apply to other forms of marketing.
Continually monitor the web pages to ensure all works and to check links.

HTML can be used to set up web pages on the Internet or on an intranet and Java can be used to
produce moving graphics.  A website generator such as WIX can also be used to generate the HTML.
Information on web standards can be found on the web at www.w3.org.

Web design

When designing web pages for the Internet:

• Use a small design team with different skills
• Use communication and marketing experts to do the design but consult with IT staff
• Get the team to visit many sites and develop opinions about design
• If involving an outside contractor ensure that they understand the business thoroughly
• Listen to and understand customers' business requirements
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• Decide on the purpose of the web pages and how you will measure their success
• Treat web pages as seriously as any other marketing tool and get management commitment
• Use a short easy-to-remember web address relevant to the organisation
• Create a house style and a logo, similar to printed documents, and issue a template page
• House style to include the use of colours, graphics, internal and external links, contacts, email
• Minimise welcome pages to enable users to access the information they want rapidly
• Avoid the use of unnecessary graphics on main pages since they slow up page assembly
• Consider designing graphics as optional sub-pages to reduce line traffic
• Avoid the use of plug-ins generally since not all browsers will support them
• Consider avoiding the use of Java/JavaScript since not all browsers/sites support it
• Make use of links to other relevant sites and pages and of the interactive ability of web pages
• Make navigation as easy and fast as possible, including reverting to earlier pages
• Allow for downloads of large pdf documents
• Keep the design simple and ensure the pages can be viewed with old hardware and software
• Make an impact, keep the text short and cover generalities rather than giving away secrets
• Offer free useful information and consider giving part of your product free
• Use personal terms in the pages so that customers think you are addressing them directly
• Give customers a contact name to call and an automatic link to email
• Provide for easy printing, feedback and downloading of information
• Draft the pages,  spell-check and check the accuracy of statements
• Get someone else to comment on the design, content, taste and impact
• Get management approval of the draft and final designs by short presentations
• Put up a pilot site of the pages to enable them to be seen by the organisation before going live
• Inform management and staff of the web site, and publish its address on all communications
• Ensure that the pages are practical and check them out by using them continually
• Provide a means of getting feedback from customers
• Monitor the number of 'hits' on critical pages
• Keep live pages up-to-date, monitor their use and feedback and adapt accordingly
• Keep a web site under constant review and involve senior management
• Keep graphics reasonably small to avoid long downloads
• Avoid blinking text
• Make sure all types of display including iPads are covered
• Consider a website builder such as Wix

Intranet pages

Use intranet pages to keep internal customers and staff informed about policy and procedures and to
promote services.  The advantages of setting up an intranet include cost and time savings. Staff will be
better  informed  and  morale  improved.  In  addition  to  the  benefits  of  internal  email,  the  whole
organisation will be more up-to-date, flexible and paper-efficient.  However, resources will be required
to manage the intranet, maintain its pages, and enable access.  Bear in mind also that the telephone is
faster for urgent issues.

Possible subjects for an intranet include:

• Accounts publication
• Data Protection guidelines
• Feedback from customers
• Forms standardisation and distribution
• Handbook distribution
• Health & Safety procedures
• Internal publications
• Minutes of meetings
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• Newsgroups
• Newsletters
• Phone numbers
• Policy of the organisation
• Pooling information such as practical tips
• Operational procedures
• Product updates
• Regulations of the organisation
• Reports to the organisation's senior management
• Services and products
• Staff information
• Training opportunities
• Training practice

3.11 Service Level Agreements

Service Level Agreements are contracts with internal or external customers for services and are good
practice for successful projects or services.  They ensure that those involved focus on the delivery of a
quality product on time and at the agreed price.  However responsibilities need to be clear and the
agreement needs to be monitored by both sides on a regular basis.

Service level agreement contents

A service level agreement might contain the following elements:

• The parties involved in the agreement
• Duration of the agreement
• Contacts and signatories
• Standard services to be provided
• Definitions of the services
• Schedule of charges
• Service quality required
• Service availability required
• On-line performance required
• Batch work expected and timings
• Support arrangements
• Security arrangements
• Special requirements
• Anticipated growth
• List of systems and summary of hardware supported
• Arrangements for administration and monitoring of the agreement
• Responsibilities of both parties
• Resolution of problems and arbitration
• Terms and conditions of the agreement
• Charging method and frequency

Responsibilities for service levels

Clarify the relationship between the user and the supplier by defining responsibilities for:

• New project requests
• Minor enhancements to systems
• Change management procedures
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• Project planning and management
• Specification production and agreement
• Quality assurance
• User acceptance
• Software maintenance arrangements
• Software support arrangements
• Hardware and network support
• Budget and project status monitoring

Service level agreement monitor

Within a service level agreement, certain performance levels for services or a project will be expected
by the customer, which will require monitoring by both sides, such as a comparison of elements of:

• Original best guess budget estimate
• Agreed original budget from the project plan
• Approved enhanced budget from authorised change requests
• Actual costs
• Original target date for pilot project
• Agreed target date from project plan
• New target date from re-planning
• Actual date of pilot
•
Service delivery perception

Obtain regular feedback to monitor the perception of services being delivered. This can be built into a
service/product sign-off sheet, through independent surveys, or gathered directly from customer and
staff contacts.

Keep questionnaires short and simple and use identifiable service elements and measurable scales of
service. For example, classify the perceived level of service as 'very good', 'good', 'acceptable', 'poor',
'very poor' (ideally defining what these mean) for some of these service elements:

• Application support
• Delivery of enhancements to systems
• Delivery of new projects
• Delivery of services on time
• Delivery of services within costs
• Delivery of systems to specification
• Delivery of systems to the required quality and error free
• Documentation quality
• Information about products and services
• Keeping customers informed of progress of issues
• Knowledge of IT
• Management reports and analyses
• Provision of solutions to business needs
• Technical support
• Telephone communications
• Training delivery
• Understanding the customer's business
• Value for money
• Written communications
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3.12 Performance Indicators

Service  level  agreements or  business  plans  will  require performance indicators to be devised and
monitored  for  operational  and  applications  services  provided  by  the  IT  organisation.   These  are
essential to set goals and measure the success of the organisation.  Suggested examples of specific
and measurable service targets and tasks follow, but avoid setting too many performance indicators at
one time for a particular group of people.

Performance indicators for operational services

Possible performance indicators for operational IT services include:

• On-line availability percentage: average, minimum
• On-line response times such as 80% within 3 seconds, 90% in 4 seconds, 98% in 6 seconds
• Batch work meeting agreed deadlines 99% of the time
• Reruns because of human error less than 3%
• Ad-hoc reports within two hours 90% of the time
• Service failure maximum of one in four weeks
• Maximum downtime per failure of 60 minutes
• Help Desk response times for urgent requests within one hour, minor requests within 24 hours
• Support emergency response within four hours
• General response within 24 hours
• Installation of new equipment within 20 days 99% of the time
• Repairs to equipment within 3 days 80% of the time, 5 days 98% of the time
• Network fault clearance within two hours 90% of the time
• Customer satisfaction levels via regular surveys (maximise)
• Complaints level (minimise)
• Sickness levels (minimise)

Performance indicators for applications staff

Possible performance indicators for applications staff include:

• Administration/management meeting agreed deadlines (maximise)
• Attendance at called meetings (maximise)
• Average time to fix a fault (minimise)
• Clear major faults within two hours, keeping the customer informed
• Complaints level (minimise)
• Customer new work budget monitoring accuracy (maximise)
• Customer satisfaction levels via regular surveys (maximise)
• Customer support budget monitoring accuracy (maximise)
• Number of enhancement requests outstanding (minimise)
• Number of reported program faults outstanding (minimise)
• Percentage of overheads (minimise)
• Percentage of time data unclassified (minimise)
• Percentage of time on new work (maximise)
• Percentage of time on system enhancements (minimise)
• Percentage of time on system support (minimise)
• Percentage of time spent on system maintenance (minimise)
• Percentage of unanswered phone calls (minimise)
• Project budget monitoring performance (maximise)
• Project managers failing to meet deadlines (minimise)
• Project profits (maximise)
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• Project progress against estimates (through a work control system)
• Scope work requests within three days 90% of the time
• Sickness levels (minimise)
• Staff skill levels (maximise)

Routine tasks for staff

Other possible performance indicators for both applications and operational staff might include:

• Set agendas for meetings to ensure objectives of meetings are clear
• Produce minutes for meetings to a good standard and distribute within 24 hours
• Copy minutes to management
• Liaise with the Help Desk on support issues
• Register change requests to projects and systems
• Scope out the impact of change requests
• Prioritise outstanding work
• Schedule outstanding work and agree new plans within the IT organisation and with the customer
• Negotiate work agreements and monitor and update them
• Supervise project team/resource team to maximise workflow and staff satisfaction
• Ensure plans are available for all main projects
• Hold/attend regular team meetings

Weekly tasks for staff

Routine weekly tasks for all staff could include:

• Manager to meet each member of the resource team to assess progress against targets, discuss
issues arising

• and set targets for the following week
• Review progress on all plans, ensure targets are met and monitor the budget
• Take up any problems with the resource manager/team member
• Update the status of all tasks and estimates of outstanding work

Monthly tasks for staff

Routine monthly tasks for all staff could include:

• Produce monthly progress reports by the last day of the month
• Produce project status reports
• Review progress on appraisal targets
• Record the state of clock cards
• Record sickness this month
• Record leave outstanding

3.13 Help Desk

As part of the service offered, the IT organisation will often set up a Help Desk to deal with all system
and hardware queries, faults and orders, if necessary referring detailed calls to support staff.  Internal
customers may also set up their own Help Desk and the same software should be used to enable calls
and their status to be passed between customers and the IT organisation.

Help Desk organisation

When considering setting up an IT Help Desk:
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• Understand customers' requirements from a help desk organisation
• Use staff with good communication skills and an aptitude for technical issues
• Organise the help desk hours to match customers' requirements
• Agree priorities on calls with customers and with managers
• Fix as many problems as possible without referring them to support staff
• Aim to spend no more than the agreed amount of time on a call 'on-line' to a customer
• Allow some flexibility in on-line time since not all calls will be of the same nature
• Arrange good links with support staff
• Communicate problems fully to support staff
• Monitor progress and escalate issues at the correct time, preferably automatically
• Keep users informed of timescales and progress of problems
• When the problem has been fixed ensure that the user can now use the system
• Meet the customers monthly to monitor service level agreements
• Analyse the reasons for calls and work towards reducing complaints
• Monitor variances in help desk staff and work with them to identify and standardise responses

Complaints analysis

Analyse complaints received by telephone, letter, email or via the help desk over headings such as:

• Software support
• Hardware support
• Network support
• Consultancy services
• Sales
• Billing
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4.  PROJECT PLANNING AND MANAGEMENT

Project planning and management form important elements for ensuring the success of a project, and
these functions are sometimes ignored because of the potential costs, which are often at least 10% of
the total project costs.  Failure to manage the project properly will lead to failing to meet the objectives,
missing the deadlines and running over budget.  A large proportion of projects fail to be completed, with
half of the problems due to poor communications and the rest due to poor planning and design.

There are several formal project management methodologies in use but many of the principles are
similar.  The PRINCE methodology is one that is widely quoted and is worthy of consultation.  It is
important that the methodology encourages taking a pilot right through to the operational stage before
committing to other areas.

This chapter deals with change management,  project  planning and risk assessment.  It  also covers
project initiation, project management roles, managing the active project, reporting back on the status of
the project, and monitoring the project budget.  Recommendations for holding a post-implementation
review and carrying out quality assurance are also included.

4.1 Change Planning and Management

Change planning is about creating the right atmosphere for change within an organisation to enable a
project  to  be  successful.   Planning  will  include  consulting  stakeholders,  clarifying  user  objectives,
encouraging users to accept  ownership of the project,  and the production of a written project  plan
agreed by all and monitored regularly.

Many projects fail because of the lack of a written specification of requirements, failure to bring users
into the project and take ownership, or because of poor project planning and management.  The failure
rate due to these causes may be about 20%, but in some service areas may be as high as 80%.  The
scope and objectives of the project must also be clear, together with responsibilities and the quality
required.

Change planning

Use the following guidelines for planning changes to an organisation's ways of working:

• Accept that change is a continuous process, partly because of new opportunities arising
• Keep up to date with new technology, but be aware of the risks of the organisation leading the way
• Exploit the opportunities that change opens up for long-term gain by the organisation
• Get routine work under control to allow time to deal with more major changes of direction
• Ensure that the change is necessary, justified, cost-effective and improves the quality of the service
• Document the business objectives of the organisation and the change objectives required
• Ensure that the change objectives support the overall business objectives of the organisation
• Ensure that the change objectives are specific, measurable and achievable
• Define the goals required and their relevance to the future state of the organisation
• Analyse the present situation in relation to these goals (where you are now)
• Identify opportunities to produce major benefits for the organisation
• Identify and concentrate on the main essential work processes
• Determine the critical success factors (not too many) and how they will be measured
• Carry out an impact analysis of each change option, document them and decide which option to

implement
• Identify the cultural change to the organisation required to achieve the goals
• Obtain a sponsor in the form of the senior manager who wants the change
• Develop the strategies and actions required the manage the change
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• Define the changes, the commitments required and the ability to meet the goals
• Get commitment to the change by involving the stakeholders who are affected
• Develop a cultural change programme to persuade those who don't want change
• Present a broad sound plan to senior management to get support
• Agree the objectives of the change with all managers

Change management

Implement detailed changes to an organisation's ways of working along the following lines:

• Hold workshops that promote the values of the changes and get agreement and ownership
• Promote the change as reducing present burdens and bringing new opportunities
• Speak to individuals and set up agents of change in the critical areas
• Provide the conditions in which the objectives can be met, including time
• Involve managers affected by the change in organising the change programme
• Ensure the full collaboration of all resources in the project via the appropriate senior managers
• Assemble project teams with appropriate expertise
• Develop and agree guidelines and standards for the new environment
• Publicise the change through cascaded briefings and bulletins
• Develop educational seminars to be held early on to get the message over and combat fear
• Develop training programmes to be held at the appropriate time ('just-in-time' training)
• Use  full  project  management  techniques  including  a  sponsor,  project  manager,  review board,

project definition workshop
• Develop a project plan showing the aims, method, activities, roles, resources, timescales, controls
• Identify the risks and include a contingency plan in case of failure of any stage of the main plan
• Organise staff to carry out the change effectively and efficiently
• Implement the change in stages, small scale first, and monitor the results
• Formally evaluate the result of the change, including its planning, to ensure it was effective
• Hold a project end meeting to give feedback and to celebrate and publicise the success

Successful projects

To ensure the success of projects:

• Fully involve stakeholders, users and staff
• Ensure that users, especially senior management, take responsibility for the project
• Ensure that there is a clear vision and that objectives are documented
• Ensure that there is a clear statement of requirements and that they are realistic
• Undertake proper project planning with relatively short project milestones that have deliverables
• Develop a plan that gives the customer early benefits
• Plan so that the project will take no more than about six months
• Plan to take a pilot project through all of the project's activities to test them
• Agree the project plan with all parties and monitor it regularly with the sponsor
• Employ staff with the appropriate skills who are hard-working, focused and fit into the teams

4.2 Project Management Summary

A project will go through a number of identifiable stages from inception to completion as will the plan to
manage the project.  A project plan is necessary to control a unique set of changes, the outcome of
which will be deliverables to the customer.  The main elements of the plan will be planning, carrying out
the plan, monitoring the plan and controlling it.
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Project stages

In outline the stages a project may go through include:

• Make strategic decisions about the project
• Form a project team and initiate project management
• Define and analyse the requirements of the project
• Formally write down the requirements of the project
• Draw up and agree a project plan
• Specify, design and produce or purchase the system
• Contract for the system and for its maintenance and support
• Implement the system
• Hold a post-implementation review
• Provide ongoing support for the system

Project management elements

To  control  the  project,  and  quite  separate  from  the  application  requirements,  prepare  for  project
management:

• Carry out the initial broad project planning
• Hold a Project Definition Workshop
• Appoint the Project Sponsor, the Project Manager and the Review Board
• Carry out assumptive planning (assumptions are made about task sizes)
• Produce a hierarchical project plan with milestones and showing deliverables
• Negotiate written work agreements with internal resource managers and external suppliers
• Establish formal change management procedures for the project
• Put a project control and reporting mechanism into place

Hierarchical project plan

One method of deriving the elements of a project is to describe the whole project in a short series of
boxes, perhaps six to eight.  Each box is then broken down into smaller elements, and this is continued
until the point is reached where a lowest level box represents an activity to be carried out by a resource
manager and their staff.  There should be no more than six or so levels:

• Describe the top-level plan in a short series of numbered boxes
• Break each box down to the next level, again using a short series of numbered boxes
• Continue until a series of tasks results that can be carried out by resource managers and staff
• Use the resulting diagrams to build up the computer project plan
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Hierarchical plan example

4.3 Project Planning

Project  planning  is  needed  to  estimate  the  size  and  type  of  resources  necessary,  to  establish
dependencies between elements of the project, to identify critical paths, to establish the milestones to
be achieved and dates together with the deliverables.  Planning is also necessary to enable resources
to be allocated, to control the project and to enable reporting back to management. Holding a Project
Definition Workshop early on in the project involving representatives of all stakeholders will define the
project boundaries and encourage ownership.

Project plan attributes

A project plan will contain standard attributes such as:

• Business-oriented milestones with deliverables
• Activities within the milestones
• Measurable tasks within activities
• Types of resource^ for each task
• Quantity of resource for each task
• Timescale for each task

Project plan example

For example the summary activities for a project plan to obtain a package would be:

• Prepare the business case in conjunction with the customer
• Involve all stakeholders and get commitment from them
• Evaluate the business options
• Prepare a Functional Requirements Specification
• Evaluate the market
• Go out to tender
• Choose a proven system in a reference site of comparable size
• Contract to ensure payment by milestone is achieved
• Project manage implementation of the system with milestones

Project plan activities

More detailed example activities for a project plan are given below. Each of these activities will consist
of sub-activities and tasks, with resources allocated against tasks and with target dates.
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The activities shown are those milestones which can be monitored at a high level by a project review
board, each milestone having a deliverable:

• Agree the objectives of the project with a senior customer to target where they want to get to
• Carry out an initial analysis to establish where they are now and agree it with them
• Form a small  group with  the customer  to  model  and  document  existing  processes to  identify

shortcomings and new opportunities
• Produce a redesign of the business processes to give options to meet the customer's needs
• Produce an impact analysis to identify the effect of the changes
• Present findings back to the customer
• Facilitate a project definition workshop
• Produce a functional requirements specification detailing the business requirements
• Agree the functional requirements specification with the customer and other stakeholders
• Estimate the costs of the project from the functional requirements specification
• Carry out a cost-benefit analysis of the project
• Complete an outline project plan with overall target timescales and detailed activities for the first

three months (only), drafting the rest of the plan
• Get the functional requirements specification and the outline project plan signed off
• For in-house development produce the system specification and estimate activities' sizes
• Present the system specification to the customer
• Get the system specification signed off by the customer and whoever will operate the system
• For a package produce the invitation to tender and issue it
• Evaluate the tenders and choose a preferred supplier
• Negotiate and sign the contract (to include the functional requirements specification and an outline

project plan linked to the payment plan)
• Draw up a  detailed  project  plan for  the development/purchase of  the  software,  including data

capture and cleansing
• Negotiate suitable resources with resource managers
• Agree the project plan with all stakeholders
• Implement the project plan
• Monitor, control and report progress on the plan
• Carry out quality assurance trials of the system
• Assist the customer to carry out user acceptance trials
• Hand over the system to the customer for pilot running
• Monitor pilot running of the system with the customer
• Hold a formal post-implementation review two to three months after the pilot
• Implement full running and continue to monitor and review
• Provide system support and manage change control

Project file

Allocate  and  record  responsibilities  for  activities  such  as  sub-project  and  resource  management,
budgets, user and IT organisation action and reporting.

The project manager will then maintain an up-to-date project file so that others can take over when
necessary:

• Maintain the project file as a ring binder
• List contacts, phone, mobile, fax, email address
• List word processing file references
• File the results of project definition workshops
• File correspondence
• Hold security standards
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• Hold organisation standards
• Hold the functional requirements specification
• Detail the budget broken down into manageable elements
• Record costs and comparisons with the budget elements
• File work schedules and work agreements
• Hold contracts
• Keep a copy of project progress reports
• File the steering group minutes
• File the results of post-implementation reviews

4.4 Risk Assessment

As part of the project initiation and planning, identify and assess the levels of general risks and risks in
particular activities in the project plan as low, medium or high risk, with 'chance' classified as a high risk.
To examine particular  risks in  activities  identify  all  of  the elements of  a project,  their  value to the
organisation, threats to them and how the threats can be managed.

General risks

Identify and analyse each area of general risk in the project:

• Ensure that the project has been approved by the customer's management team
• Ensure users have fully defined their requirements, that they are agreed and signed off
• Ensure that there is full support from senior management
• Ensure that there is full commitment to the project from all stakeholders
• Consider whether this project is different from others implemented by the customer
• Decide if this is a new way of life for the IT organisation
• Consider whether users understand the full implications of the project
• Consider any adverse reaction from the trade unions
• Ensure that the system solution is well documented
• Ensure that proven products are being used and have a good future life
• Decide if the project involves unknown product integration
• Ensure that the requirements of performance, reliability, availability are understood and measurable
• Consider whether the project depends on the drive of one person
• Consider whether there are good quality staff available
• Consider whether substantial resources are required for the pilot
• Decide whether delivery dates are realistic
• Ensure that training requirements are understood
• Consider whether an experienced customer project manager is available
• Decide if contracting will be a complex process
• Decide if there any other changes going on which may impact on the project

Risk avoidance

If  any of the consequences are high or medium risk, then there is a significant risk element in the
project which must be dealt with and that element of the project needs review.  Accept low risk, but if
significant risks have to be accepted prepare contingency plans.

Ways to avoid risks include:

• Involve all stakeholders
• Provide a proper business case with a cost/benefit analysis
• Determine and agree the essential requirements for projects
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• Evaluate all options to business requirements
• Produce a formal functional requirements specification and get it signed off
• Use a recognised project management methodology
• Ensure that there are sufficient resources and skills for the project
• Produce a formal project plan, get it signed off and monitor it regularly
• Build quality control into the project
• Carry out independent quality assurance audits

Risk management

Manage the  risks  through  avoidance,  passing  the risks  to  others,  minimisation  of  impact  and  the
production of contingency plans:

• Consider the likelihood of occurrence of the risks
• In the first instance avoid risks
• Accept the risk if small
• Transfer the risks to another organisation which can cope better (such as a supplier)
• Investigate the impact of risk occurrence
• Produce contingency plans for each significant risk
• Monitor and control the risks
• Carry out a continual review of risks during the life of the project

4.5 Project Initiation

When the broad scope of the project is known hold a project definition workshop to initiate the project
formally.   The objectives of  the workshop include agreeing on the goals  and scope of  the project,
identifying all of the issues and actions required, and ensuring that the people involved in managing the
project understand their roles and own the project.  Keep the number present to a maximum of ten,
representing the various skills required, and record the decisions of the day.

An important feature of the workshop is to get complete agreement from all persons present on all
decisions made, such as the mission statement and main objectives.  The workshop needs to be led by
an experienced facilitator who will organise the meeting, explain the objectives of the workshop, obtain
and record agreements and publish the results.  The workshop for an average project or sub-project will
take a day.

Project Definition Workshop aims

The aims and objects of the project definition workshop are to:

• Initiate the project formally
• Define the project broad boundaries
• Encourage ownership
• Agree a mission statement
• Agree the scope of the project
• Outline current problems
• Agree the goals and objectives of the project
• Identify the potential benefits from the project
• Identify the main risks and how they will be avoided or managed
• Estimate the resources required and the costs involved

Project Definition Workshop agenda

Produce an agenda for the project definition workshop, listing the attendees, along the following lines:
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• Introduction by the facilitator
• The scope of the project (broad list of areas to be covered)
• A project mission statement (it is useful to draft one beforehand with the sponsor)
• The goals and objectives (no more than six or seven main objectives)
• The potential benefits of the project
• The changes to the organisation anticipated
• The high-level processes required to achieve the mission statement (a broad project plan)
• The actions and dates required to achieve the objectives
• Major risks, their avoidance and assumptions made
• A broad estimate of costs and resources required
• The immediate actions required from those present with dates for action by
• The management organisation of the project
• Summary and review of the achievements of the workshop
• Closure of the workshop

Project Definition Workshop preparation

When preparing for a project definition workshop:

• Book a suitable room
• Prepare badges for all
• Obtain flip charts (2) and pens, adhesive or drawing pins
• Consider using a PC or an overhead projector for the introduction
• Prepare the ground rules and a draft mission statement from the sponsor on a flip chart
• Organise refreshments and lunch
• Distribute the agenda a week before the workshop

Project Definition Workshop introduction

• The subjects to be covered in a project definition workshop introduction by the facilitator include:
• Introduce the participants
• Describe the project definition workshop ground rules
• Emphasise the need for project management
• State the aims of the workshop
• Outline the roles and responsibilities of the sponsor, the project manager and the review board
• Outline the roles of any sub-project managers and the resource managers
• Indicate that the project manager will negotiate work agreements with resource managers
• Identify and acknowledge potential sub-projects
• Indicate the method of recording and publishing decisions made at the workshop

Project Definition Workshop ground rules

During the project definition workshop ensure that all present follow agreed rules including:

• Everyone has to input into the workshop
• The workshop stops if someone leaves the room
• One person speaks at a time
• Participants listen to each other
• All present must agree decisions, otherwise re-debate
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4.6 Project Management Roles

As part of the project definition workshop briefing outline the roles of the key managers in the project.

Project Sponsor role

The sponsor will be a senior manager in the main user department affected by the change and whose
role will be to:

• Own the project and assume overall responsibility for its success
• Generate the case for the project and gain approval
• Initiate the project definition phase and lead the project definition workshop
• Set objectives for the project manager
• Manage the project manager
• Appoint the project review board and chair meetings
• Agree the project management process
• Agree the project plan
• Support the marketing effort
• Gain backing for project issues and resources at senior level within the organisation

Project Manager role

The project  manager will  need the usual manager's attributes and in addition must be able to use
project management tools, be able to identify risks and manage them and will:

• Be responsible to the sponsor for the successful implementation of the project
• Achieve the objectives of the project
• Maintain the official project file
• Plan, organise and control the work to be carried out via a project plan
• Identify the plan tasks, resources (type and quantity) and timescales
• Negotiate with resource managers for the resources required
• Monitor progress on the plan and address problems
• Report formally on project progress to the sponsor
• Attend and report at project review board meetings
• Organise the marketing of the project

Project Review Board role

The project review board will be chaired by the project sponsor and will consist of a small group of
senior managers affected by the change, including the IT organisation, and will:

• Provide knowledge and experience to the sponsor and to the project
• Make decisions on recommendations from the sponsor and project manager
• Review progress against the project plan
• Report progress to senior management in all affected organisations.

Resource Manager role

The role of the resource manager is to:

• Manage the delivery of a group of lowest level activities within the project plan
• Agree activities, tasks, resources and timescales with the project manager
• Sign up to a work agreement with the project manager for the delivery of the activities
• Plan and manage the tasks and the staff resources
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• Produce the required services to the required timescales

4.7 Project Management

Project  management  consists  of  project  planning,  implementing  the  project  plan,  monitoring  the
progress of the plan, taking corrective action where necessary, managing change, analysing the costs
of activities for comparison with estimates and reporting progress.

Project management tips:

• When drawing up a project plan as the project manager:
• Design the project plan to pilot all activities through to the end
• Plan realistically but don't exaggerate
• Ensure that all tasks are included
• Agree the plan with all of those involved
• Use appropriate and up-to-date project management guides and tools
• Do not take on resource management tasks yourself
• Prepare properly for meetings

Project activities/tasks

For any project of a week or more identify the following elements of a plan:

• The activities (groups o tasks) required to achieve the plan
• The dependency of activities and tasks, that is how they network together
• The tasks for each activity (the effort for a task can be estimated)
• The person to action each task taking into consideration the skills required
• The estimated effort for each task (don't underestimate it)
• The estimated timescales for tasks, hence for activities and for the plan via the critical path
• The major milestones in the plan that need to be monitored
• The deliverables for each activity and milestone

Gantt chart example

The activity and task detail will enable a Gantt chart to be produced with the activities and tasks down
the left with their dependencies on each other, person and estimated times for each task, and dates
across the top:

Line no. Activity/Task Depends
on line

Person Estimate
(days)

Week 1 Week 2 Week 3 Week 4

1 Activity 1 - XXXXX XXXXX XXXXX XXX

2 Task 1 - DM 5 XXXXX

3 Task 2 2 DM 10 XXXXX XXXXX

4 Task 3 3 JM 3 XXX

5 Activity 2 1 XX

Project plan progress report contents

On a  weekly  basis  record  staff  actual  time  and  the  percentage  completed  against  each  task  for
comparison with estimates and take action where appropriate.  Capture the actual time and the status
of tasks from a work management system and produce reports for updates to management.

Produce  project  plan  progress  reports  on  a  regular  basis  (weekly  or  monthly  as  required)  in  the
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appropriate detail for the project manager, higher management and the customer, mostly extracted from
a  project  management  package.   Progress  reports  enable  any  problems  to  be  spotted  and
management to be kept informed, including at formal progress meetings with the customer.  In addition,
extract reports on staff deployment.

Include in project progress reports:

• Customer name
• Project reference
• Project name
• Analysis code
• Project team
• Date of authority for project
• Original approved resources (weeks)
• Extra approved resources
• Used resources
• Percentage complete
• Outstanding effort estimated
• Original implementation date
• Projected implementation date
• Status of project summary
• Activity/task monitor
• If necessary back up the summary with activity and task details, perhaps as an appendix:
• Activity/task/transaction/program
• Estimated effort (days)
• Used effort
• Percentage complete
• Outstanding effort

Project status review

Organise  a  more  formal  review  of  the  status  of  the  project  with  the  review  board  at  a  suitable
checkpoint  perhaps  once  a  month,  reporting  on progress  against  the  plan  and goals  for  the  next
monitoring period:

• Report on the status of milestones and deliverables
• Report on the project timescale achievements
• Report on the use of project resources
• Give feedback on budget monitoring
• Report on progress towards meeting the project objectives Indicate any deviations from the plan

and actions being taken to correct these
• Give the status of management support
• Report on the status of support provided by the user
• Propose the next checkpoint for approval by the board
• Indicate the next milestones to be monitored

Project plan bad news

If there is bad news to report back to the review board, consult with the sponsor:

• State the news and don't obscure it, but also report good news first
• Report the bad news promptly to avoid the grapevine
• Provide the relevant history and facts
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• Re-plan the project since the original assumptions will no longer be valid
• Suggest alternative courses of action with the pros and cons of each
• Look for any positive opportunities that can be taken
• Provide recommendations and how they will address the problem
• Provide a new plan and goals for approval
• Summarise the key points

4.8 Project Status Reporting
When reporting back to the project review board produce a formal and detailed project status report, to
supplement a project plan presentation, containing the following sections:

Project identification

Name the project:

• Customer name
• System name and identity
• Project name and reference
• Date project initiated
• Pilot system target date
• Cost code (such as customer/system/contract/change)

Project managers

Identify the managers of the project:

• Sponsor and phone number
• Project manager and phone number
• IT business analyst and phone number

Project summary

Summarise the reasons for the project and its requirements:

• The reasons for the change with benefits and cost savings
• The business requirements summary

Project approval dates

List the dates the main stages of the project received approval such as:

• Approval for the project by the customer
• IT organisation approval
• Resources identified and approved
• Investigation of requirements
• Functional requirements specification
• Scoping (estimating the impact)
• System specification
• Project plan
• Resource allocation
• Development/acquisition of system
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Change approval

Document approval of any recent changes to the scope of the project, showing for each:

• Date of the latest change requests to the IT organisation
• Date of latest costings from the IT organisation
• Date authority given to the IT organisation for the changes
• Date the IT organisation resources were scheduled
• Estimated completion date
• Cost code (such as customer/system/contract/change)

Project resources summary

Summarise the total use of IT organisation and customer resources:

• IT organisation weeks estimated from the system specification
• Enhanced weeks from approved changes
• Contract price
• Training weeks estimate
• Customer weeks estimate
• Total capital cost

Project status report

Summarise the target date and costs to date:

• Today's date
• Pilot target date from the original plan
• Latest target date from re-planning
• Actual date of pi lot
• Latest weeks estimated from re-planning
• Weeks used to date
• Costs to date
• Percentage completed
• Estimated weeks outstanding
• Projected cost of the project

Milestones progress report

Report on the status of key milestones and deliverables such as:

• Project definition workshop results
• Cost-benefit analysis completion
• Outline project plan approval
• Detailed project plan completion
• Contracting/service level agreement completion
• Resource scheduling and work agreements
• Functional requirements specification completion
• System specification (required for in-house development)
• Package evaluation and recommendation
• The tendering process and the selection of a preferred supplier
• Approval of the preferred supplier by the customer's management
• Acquisition/development of the system
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• Hardware and software installation and commissioning
• User acceptance trials
• User training
• Pilot/parallel running
• Full operational running
• Post-implementation review (after the pilot and/or after full running) Change summary report
• Report  on the progress  of  project  changes  (and faults)  during  a  major  project  and  present  a

summary of changes to the customer and IT management:
• System/project name and code
• Change/fault reference number
• Description of the change/fault
• Date the change/fault was notified
• Source of the request
• Priority rating (high, medium, low)
• Authority for implementation
• Agreed delivery date
• Status of the change
• Date accepted by the user

Projects' status summary

Report the progress of all projects to customers and IT management in summary form for each project
for each customer:

• Customer and project name
• IT organisation project manager
• Resources (if used as an IT organisation document)
• Project plan production status
• Original target date agreed with the customer
• Current stage reached
• Next stage planned
• Project implementation target and details
• Budget reference and cost code
• Original budget for the contract
• Additional budget agreed through contract variations
• Charges to date and projected charges

4.9 Project Budget Monitoring
Monitor the various budgets agreed with the customer for each project, for all new projects, and for
support and maintenance of existing systems.

To enable this to take place activities need classifying as non-chargeable (such as scoping), support
and maintenance, or new work, and need monitoring against their budgets for each customer, system
and project.   Consider charging support  and maintenance at 15% of a system's current  value and
ensuring  that  the  non-chargeable  scoping/feasibility  costs  are  less  than  2½% of  the  value  of  the
scheme (or some other agreed limit).

Project budget monitor

Produce regular (such as weekly) reviews of  charges against budgets for each project whether or not
presenting them to the customer or IT management and use them to monitor the financial status of the
project:
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• Customer and project name
• Monitoring period end date
• Original agreed target date
• Budget price
• Enhanced budget following approved changes
• Charges to date
• Percentage completed
• Days/weeks outstanding
• New target date
• Targets to be completed for next monitoring period

4.10 Post-implementation Review
About three months after the implementation of a project, review its success and the lessons to be
learned by investigation and interviews followed by a formal meeting to present and discuss the results
with the customer and IT management.  Put the results in writing and use them to report to senior
management and for future reference.  If the customer is satisfied that the system meets the original
specification get it signed it off.

Post-implementation review terms of reference

Agree the terms of reference of the post-implementation review with the senior customer, such as:

• Review the success of the project management process
• Review the selection and acquisition process
• Identify the goals and key objectives of the project
• Review whether the goals and the objectives were correct
• Determine whether the goals and objectives have been met
• Measure the benefits and savings against those predicted
• View the main functionality of the system
• Interview management and users re fitness for purpose of the system
• Review suppliers' successes and failures
• Review relationships between all parties
• Check the efficiency of the system
• Review the IT costs against the budget
• Identify and document successes and problems, and get feedback for the future
• Document conclusions and recommendations
• Discuss the draft report with IT management
• Present the draft report to the customer
• Present the final report to the project review board
• Continue to review the system annually

Post-implementation review report

Following interviews and fact-gathering prepare a short summary report to present to the project review
board:

• Project name and short description
• Identify the original objectives and the benefits of the change
• Discuss whether the objectives and benefits were met
• Identify any operational problems encountered
• Report any project management problems
• Outline successes and failures
• Review actual costs against estimates
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• Propose changes to good practice

Project resource analysis

For the benefit of the IT organisation at the end of the project and as part of the post-implementation
review analyse staff resources by activity and review income against costs. Compare with both the
original and final estimates to improve the estimating of future projects. Block any further booking of
time to the project.

Compare costs and income for:

• Scoping and feasibility
• Business consultancy and functional specification production
• System specification, design and prototyping
• Program specification
• System coding and testing
• Systems trials and user acceptance trials
• Package acquisition including tendering and contracting
• Package tailoring and links to other systems
• Implementation of the system
• Training of customers
• Project management
• Post-implementation support
• Minor enhancements
• Fault correction

Project profit monitor

Again, solely for the IT organisation's information, when the project has been completed and signed off
by the customer at a post-implementation review:

• Take the initial firm estimate for the project, authorised by the user
• Add charges for authorised changes
• Subtract new work costs
• Subtract support costs for the project before handing over fully live
• The net figure is the profit on new work, which should be targeted at 5% to 10% or some other

agreed figure

Support and maintenance profit monitor

Similarly, to monitor the support and maintenance profit situation on any particular system or service at
the end of a budget period:

Take the support  and maintenance budget  from the service level  agreement or  contract.   Subtract
system support and maintenance actual costs.  The net figure is support profit.

4.11 Quality Assurance
Provide quality assurance of IT systems to meet customers' expectations by building quality throughout
the service or product and continually monitoring it, without expending extra cost or time if possible.
Follow the ISO9000 guidelines described earlier even if not intending to register for certification.

Quality assurance practicalities

To achieve a quality service or product:

49



• Involve the staff in developing a quality service plan to get their commitment
• Document management and staff responsibilities
• Provide the right quality of staff to deal with customers
• Set up good internal communications
• Liaise with all customers to understand their needs
• Develop a good specification of customer requirements
• Design a comprehensive system as if you were a user
• Set and monitor good standards including security
• Use standard application package selection procedures and criteria
• Use standard programming designs for in-house work
• Provide and maintain the correct level of good quality documentation
• Carry out thorough project planning, project management and change control
• Monitor the production/acquisition process against the specification of requirements
• Link the payment profile in the contract to major milestones completion
• Sign off milestones in the project with the customer
• Carry out on-line and batch systems trials for in-house systems
• Carry out formal independent systems trials using standard test data for in-house systems
• Advise the customer in carrying out user acceptance trials
• Run in parallel with any existing batch system if possible, reconciling any differences
• Introduce the system as a pilot of a small area, either geographically or functionally
• Monitor the pilot and final operational systems
• Arrange rapid but thorough corrective action if problems occur
• Carry out internal audits of quality including standards and security
• Obtain feedback from customers on their perception of IT services and products
• Provide feedback to staff on their performance
• Hold a post-implementation review of successes and failures with the customer
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5.  BUSINESS ANALYSIS

Business analysis is the process of reviewing an organisation's objectives and how it achieves them,
with a view to improving efficiency and effectiveness.  The analysis will be carried out by consulting its
stakeholders in a review with a senior customer and through finding out what is done, how, why, when
and where.

This chapter deals with the process of business analysis, cost-benefit analysis, feasibility study, the
production  of  a  functional  requirements specification  and presenting  proposals  to customers.   The
methods of scoping projects and estimating costs are given, together with the advantages of employing
open system standards and the issues involved when considering client-server systems.  Data and
system security standards are explored and the Data Protection Act is summarised.

5.1 Business Analysis

Procedures  within  the  business  can  be  thought  of  as  systems  with  life  cycles  whereby  changed
business needs lead to the need to establish new objectives and hence start the cycle again.

System life cycle

From the IT organisation's perspective a system or project may go through the following stages:

• Receive a request for help because of new organisation policy, legislation or technology
• Establish the objectives of the system and prioritise them
• Carry out a feasibility study of the proposed changes
• Produce a project plan and agree it with a steering group
• Analyse and define the new requirements in more depth
• Produce a functional requirements specification
• Purchase the system (or design, build and test) and install it
• Carry out user acceptance testing
• Plan and execute the implementation of pilot and live systems
• Monitor the pilot and live systems
• Review and evaluate the system and the plan
• Support and maintain the system and keep it updated

Business process review

Review the whole of. the business processes or just a system as required.

Identify  the  stakeholders,  interview  stakeholder  representatives,  understand  the  structure  of  the
business and its objectives, document the present procedures and their costs and performance, and
identify new requirements:

• Carry out the business process review early in the project
• Describe the business analysis methodology to the senior customer
• Agree the objectives and scope of the project with the senior customer
• Get authority to carry out the work and agree its terms of reference
• Find a user partner or set up a small team to make best use of expertise
• Obtain and review statements of company or organisational policy and objectives
• Identify the aims and objectives of the organisation and prioritise them
• Identify the key performance criteria of the business and how they are measured
• Understand the structure of the customer's organisation and stakeholders
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• Identify and consult representatives of all stakeholders
• Encourage the senior customers to describe their particular needs
• Use work flow diagrams and data models to map current data structures and flow
• Completely review the objectives and the current processes to achieve them
• Identify better ways to achieve the aims and objectives of the business
• Look at quality control procedures and identify areas for improvement
• Follow the ISO9000 guidelines on quality

Stakeholder identification

Stakeholders of a system may include:

• Customers
• Employees of the organisation
• Users of the system
• The public
• Suppliers of goods and services
• Other organisations
• Management
• Financial services

Stakeholder interviews

When carrying out interviews of stakeholders:

• Identify the best representatives of the stakeholders
• Make appointments to see them and give the reason
• Carry out background reading of the organisation
• Prepare prompting questions and consider a standard form
• Encourage the interviewee to talk by asking open questions
• Record the information in summary form (warn the interviewee)
• Check the information for accuracy against details already gleaned
• Type up the summary and copy it to the interviewee

Business structure identification

Investigate the structure and basic procedures of the organisation and agree it with a senior customer:

• Document the organisation structure and locations
• Obtain statements of organisation policy and objectives
• Document the service production arrangements
• Document purchase and supply arrangements
• Document financial accounting arrangements
• Document management accounting arrangements
• Outline the sales, marketing, research, personnel and administration organisations
• Document the hardware, networking and software strategy

Current systems appraisal

Investigate the customer's current systems with a partner from the organisation:

• Set up a small project team with the customer
• Obtain statements of business policy and business objectives
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• Determine to what extent the objectives are met
• Document details of business procedures
• Obtain specimens or main documents and screens in use
• Determine current data structures, data responsibilities and data flow
• Document interfaces with other systems, internal and external
• Detail volumes of records and transactions
• Document timings of batch and on-line processes
• Compare findings with the hardware, networking and software strategy
• Identify legal and organisation policy constraints
• Document the present costs of the system
• Agree the findings with the partner or team

Functions identification

Identify and list the current main business functions of the organisation:

• Description each business function
• Detail volumes
• Identify the service levels required such as availability, response times
• Document the input/output processes
• Identify data access requirements
• Describe the processing for each function
• Document the timings required

System performance appraisal

Investigate and document how well the present system works:

• Identify the costs of the present system
• Document on-line response times and availability
• Document the batch timings
• Investigate the accuracy and quality of the system
• Analyse the reliability, security, capacity of the system
• Investigate the flexibility, efficiency, acceptability of the system
• Document any key performance indicators and how well they are met

Costs appraisal

Document the current costs of the system for:

• Staffing
• Materials
• Equipment
• Operating expenses
• Leases on capital
• Overheads

Business requirements

Through interviews identify the perceived new requirements,  scope them out,  document  them and
agree a preferred solution:

• Identify problems and new requirements from users and management
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• Consult representatives of all stakeholders and unions
• Challenge existing long-standing procedures
• Define and prioritise the new objectives and any constraints
• List the issues, effects, volumes, links to other systems
• Identify the source, the owner, and the priority of issues
• Define security, control and audit requirements
• List the main functions required, volumes, timings
• Suggest potential solutions, benefits, impacts, costs
• Produce draft business options, benefits and budget costs
• Agree the preferred option with the project team
• Produce/assemble a prototype system and demonstrate it to users
• Estimate the final costs
• Report the findings and present them to management for agreement

System review

Sometimes a  quick  review of  a  system and  its  processes  can  be  very  productive  in  immediately
identifying shortcoming and improvements using a 'think-tank' with a few stakeholders:

• With a senior customer or two and an IT partner review any previous analysis
• Use a label for each process summarising input, processing, output, links
• Stick the labels on the wall ready for discussion and review with the group
• Go over each stage and identify shortcomings and opportunities
• Note the shortcomings and opportunities in two further colours on the labels
• Agree on and document the way forward
• Organise a presentation to senior management in the user organisation to get support

5.2 Cost-benefit Analysis

A cost-benefit analysis can be used to help make a decision on a proposal, and consists of identifying
the benefits (such as increased income, reduced costs or improved services), the costs and the pay-
back period.  The pay-back period must be short such as one or two years and there must be evidence
to support this. It can also identify the costs and benefits of existing arrangements.

Tangible benefits can be measured more easily than the intangible ones, although all benefits can be
estimated.

Project cost areas

Project cost areas may include:

• Additional staff and salary increases
• Applications
• Communications, cabling, routers, lines
• Compliance with European and Health & Safety regulations
• Consumables
• Data collection, validation and cleansing (correction and modification)
• Data conversion
• Data identification
• Data maintenance
• Data preparation and capture
• Delivery and installation of hardware and software
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• Furniture
• Hardware purchase
• Network points and power
• Operational and technical training
• Overheads such as building and security
• Packages
• Project management
• Requirements analysis
• Software customisation
• Software development
• Software evaluation
• Software installation
• Software licences
• Software purchase
• Specialist support
• Standards compliance
• Systems interfaces
• Systems software
• Transitional costs

Tangible benefits

Possible tangible benefits of a change might include:

• Accommodation savings
• Avoidance of costs
• Greater speed of production
• Improved asset management
• Increased income opportunities
• Lower costs of data archiving and retrieval
• Lower costs of data management
• Lower costs through automation
• Materials savings
• Productivity improvements
• Reduced capital expenditure
• Reduced effort to produce management information
• Staff savings

Intangible benefits

Intangible benefits of a change might include:

• Ability to deploy existing resources more accurately
• Ability to integrate sets of data and provide better access to information
• Ability to monitor policy implementation and performance measures
• Ability to undertake more rigorous data management
• Better cash flow
• Better management information
• Compliance with statutory needs
• Fulfilment of service objectives
• Greater reliability
• Improved ability to bid for additional resources
• Improved ability to meet requirements of new regulations and new legislation
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• Improved access to shared data through the adoption of standards
• Improved communications
• Improved customer satisfaction
• Improved data security
• Improved quality of information
• Improved services to customers (internal and external)
• Improved staff satisfaction and opportunities
• Opportunities for management by exception
• Opportunities to cleanse existing records as part of the data capture process
• Reduced downtime
• Reduced potential for administration failure and legal liability

5.3 Feasibility Study

For larger  projects,  a feasibility study will  be required whether  or  not  a formal  method of  systems
analysis and design such as SSADM is to be used in investigating and designing the system.  This will
give a broad estimate of the cost and enable the full  project to be considered for authorisation.  A
feasibility study differs from business analysis in scale and is aimed at a specific project rather than a
review of the whole business processes.

Establish broad terms of reference and agree them with all management bodies to define the scope of
the project before the study is started.  Undertake investigation to establish details of the current and
required systems and record and file the findings.

Following  the  feasibility  study,  obtain  agreement  to  go  ahead  by  means  of  a  formal  report  to
management  or  steering group.   If  reporting  to  a senior  management  group rather  than a  project
steering group, summarise the information in the form indicated in the 'report production' section.

Feasibility report

The contents of a feasibility study report might include:

• Customer, organisation and date of the study
• Project name and summary
• Person carrying out the study
• Report contents Iist
• Purpose and scope of the study
• Terms of reference such as objectives, scope, constraints, timescales and resources
• Executive summary on half a page
• Introduction and background
• Customer's management structure
• Departments, sections and managers
• Business objectives prioritised
• Key performance indicators and how they are monitored
• Broad business procedures involved
• Broad data flow
• Input and output of the main procedures
• Data frequencies, origins, destinations, volumes and timings
• Interfaces to other sections and systems
• Security and audit arrangements
• Financial and management accounting issues
• Other support services involved
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• Quality control arrangements
• On-line functions and the availability of systems
• Reporting and batch functions and their timings
• Relationships between departments, sections, outside bodies
• Costs of the present system and the method of charging
• Shortcomings of the present system and new business requirements
• Possible business solutions, advantages and disadvantages
• Cost-benefits and service-benefits of the solutions
• Staffing implications
• The preferred business solution
• Possible phases of a new system
• Staffing and training implications
• Data Protection, security, audit and control requirements
• Success factors and their measurement
• Broad implementation plan and timescales
• Application, hardware and network likely costs
• IT organisation and customer resources
• Capital and running costs and resources, five year costs
• Further development areas for the future
• Conclusions and recommendations
• Bibliography
• Appendices

5.4 Functional Requirements Specification

Whether or not a full analysis of requirements has been carried out as above, produce a functional
requirements specification to record the business requirements of the new system formally.

Make a note pof any decisions on system requirements agreed by the project steering group as a list
until  requirements begin to stabilise.  Having investigated and agreed on the broad solution to the
customer's requirements add further detail as the requirements are firmed up to become the functional
requirements specification.

Develop the functional requirements specification as four main sections plus any appendices: (i) the
identification  of  the  system,  (ii)  the  business  requirements  as  perceived  by  the  customer,  (iii)  the
detailed application requirements as jointly agreed by the customer and the IT analyst, and (iv) the
application and operational technical requirements as specified and collected by the IT organisation.

Expand the functional requirements specification to become the full systems specification for an in-
house development (see System Specification in Chapter 6).

System identification

Identify the system for which a functional requirements specification has been produced:

• Organisation name
• Project title
• Customer
• Sponsor of the project
• Author of the specification and date
• Signed off by and date
• Table of contents
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Business requirements

Encourage the customer to take a lead in producing the business requirements section in the format:

• Introduction
• Purpose of the document
• Organisation summary
• IT strategy in terms of hardware, networking and software
• Customer organisation and objectives
• IT organisation and objectives
• Summary of business requirements
• Policies and constraints
• Key objectives to be met and their benefits
• Main functions to be carried out
• Future requirements
• Timescales envisaged and possible phases
• Outline project organisation and plan

Application requirements

Produce the application requirements jointly with the customer, detailing the functionality required by all
users:

• Data and user volumes
• System access and security
• Administration and housekeeping
• Audit trail requirements
• Financial controls and statistics
• Functional specification (a list of the business transactions required)
• Main data flow and procedures
• Interfaces to other internal systems and to external systems
• Analyses and reports
• Ad-hoc reports
• Batch functions
• Financial and procedural controls
• Help system
• Standing data outline
• Data capture and cleansing outline
• Archiving requirements
• Data Protection requirements including data retention
• Performance requirements
• System availability and resilience levels required
• Possible future phases

Technical requirements

If going out to tender add the technical requirements section:

• IT standards for the organisation including open systems
• System environment
• System conventions
• Hardware requirements
• Network requirements
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• Operational requirements
• List of transactions envisaged
• Volumes of main types of data and transaction rates
• Print volumes and deadlines
• On-line users: concurrent and maximum
• Project management guidelines
• Draft project plan

Functional Requirements Specification appendices

Add any appendices to the functional requirements specification such as:

• Reference to any preceding feasibility work
• Cross-references to backing documentation
• Organisation standards such as security, open systems, audit

5.5 Proposals to Customers

Following the investigation of a scheme, the IT organisation is in a position to bid for the work, and this
can be in the form of the functional requirements specification to which the services and intentions of
the IT organisation have been added and called a System Proposal.

Use the document to sell the proposed solution to the customer's business requirements, professionally
package it and present it to the customer formally.

Get  the  system  proposal  signed  off  by  the  customer  in  stages  to  enable  early  phases  to  be
implemented while the later ones are being developed.

As part of the formulation of a system proposal, it may be possible to prototype the transactions with the
customer  to  enable  the  formal  agreement  on  the  required  system  to  be  reached  more  rapidly.
Prototyping  assumes  that  some  form  of  screen/print  manager  or  Fourth  Generation  Language  is
available, which will allow rapid changes to formats to be made and viewed. Impose strict limits on the
number of prototype versions produced, perhaps three, or on the total time to be spent on prototyping,
or it will never end!

System proposal contents

Base proposals on the functional requirements specification and add:

• A table of contents
• Purpose and scope of the proposal
• Approach to the business need to meet the terms of reference
• The benefits of the approach
• The development envisaged
• The development environment
• Design considerations taken into account
• Development timescales
• The phases envisaged
• Conventions and standards proposed including security and audit
• Project management arrangements and responsibilities
• Progress reports and milestone monitoring
• Initial set up costs and running costs
• Personnel requirements from the IT supplier and the customer
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• Senior management support and steering body arrangements
• Customer service level agreement arrangements

5.6 Estimating Costs

Whether for the purposes of giving a quick assessment of a new IT scheme or for giving an estimate of
the cost of a change to an existing system, use a standard form for change control and scoping (see
Work Management in Chapter 6), and estimate the various resources required.  Don't underestimate
costs since running over will give the IT organisation a bad reputation.  Unit costs will vary according to
installation and over time and actual rates are not given below.

Derive staff costs and hence charges from salary plus overheads.  To enable senior staff to produce
estimates for customers publish schedules of services and hardware rates also.  Review and republish
the rates regularly rates regularly.

Staff charging rates

To arrive at a daily charging rate for an employee:

• Start with the annual salary (or the average for a group of employees)
• Add 20% for National Insurance and pension contributions
• Add overheads from management, finance and administration (add 100% if not known)
• Add any percentage profit aimed at, perhaps 5% to 10%
• Divide by the number of working days in the year (say 200)

Staffing estimates/recharges

Divide recharge rates according to the type of work such as:

Staffing estimates Rate Annual cost

Consultancy £/day

Application development £/day

System support £/year 15% of system value

Technical support £/day

Operational support £/day

Operations estimates

Operations estimates Rate Annual cost

Mainframe time £/unit £

Mini time £/hour £

Online transactions £/workstation/year

Batch processes £/hour £

Printing £/side £

Mailing (less postage) £/letter £

Mail inserts £/insert £

Pressure sealing £/page £

60



Network estimates

Network item Rate Annual cost

Workstation cost £ £

Router cable £ £

Power socket £ £

Cabling £ £

PC outlets £ £

Network staff £ £

Operational support £ £

Software costs

Software cost Capital cost Annual cost

Microsoft Office £ £

Open Office £ £

5.7 Open Systems Standards
Open Systems is an IT strategy that promotes the idea of a freedom to choose between suppliers for all
elements of producing, purchasing and running computer applications, networks and processors.  This
encourages competition and enables users to have a better choice of supplier for the acquisition of
hardware, network (including the Internet), software and training.

The idea of open systems has lead to attempts to standardise hardware and software interfaces, rather
than each manufacturer setting their own standards.  One of the needs for instance is to be able to
install systems and hardware which can all communicate, enabling users on a wide area network to
access any system linked to that network.

In addition with 'open source' systems the source code is freely available with the package enabling
users to tailor it to their own needs.

Open systems areas

There are advantages to be gained from compliance with open systems standards in the following
areas:

• Application development environment
• Application transportability
• Hardware and operating system
• Internet
• Management reporting tools
• Network hardware and software
• Office automation software
• System software
• Training availability
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Open software

When checking out software for its 'openness' consider:

• Availability of SQL in the DBMS and tools
• Availability under Unix versions
• Availability under Linux
• Availability under the various Windows versions
• Database management systems available
• Management reporting tools available
• Open source availability if relevant

Open hardware

When selecting an open hardware platform consider the following:

• Machine performance
• Machine upgradability
• Ability for the platform to use multiple processors
• Recovery of database from failure
• Support for the system software on that platform
• Support for the application on that platform
• The past history of hardware compatibility for that supplier

5.8 Client-Server Issues

The client-server technique is where the desktop functions (the client) are separated from file-server
functions, improving system flexibility and data access.  The Internet is an example of a client-server
implementation.  There may be a bias towards the function being more on the client, known as a 'fat
client',  or  more on the server,  known as a 'thin  client'.   There are advantages and disadvantages
associated  with  using  client-server  techniques,  some  caution  is  needed  and  responsibilities  need
clarifying.

Client-server advantages

The advantages of using a client-sever configuration include:

• Users are presented with a familiar interface such as Windows
• There is increased user satisfaction due to the familiar user interface
• User productivity is increased for the same reason
• Users' access to data is improved through the use of management reporting packages
• On-going development is made more flexible due to separating out the functions
• Developer productivity is increased for the same reason
• Applications are more flexible for the same reason
• The user can always be presented with the latest versions of screens
• Desktop software can be integrated into the desktop interface
• Hardware costs are reduced by fitting functions to the hardware
• There is improved flexibility and scalability of hardware
• The server function can operate in parallel with the client function
• Overall performance may be improved
• Software licence costs are likely to be reduced
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Client-server disadvantages

The disadvantages of using client-server include:

• There may be an impact on the network and central processor
• There may be high risk due to not being familiar with new technologies
• System management may take up extra time, particularly on the network
• There may be client-server skills shortages

5.9 Security Standards
Review the major risks when purchasing or providing an IT system to avoid costly data losses, business
failure or a failure to meet legal obligations.  Areas of risk include fraud, lack of control of change,
unauthorised access to data, the input of faulty data, faulty systems, mis-operation of systems, lack of
documentation leading to invalid alterations to the system, and failure to secure data against hardware
and software failure.  For each area of risk take action to protect the organisation and minimise the
likelihood of disaster.

Security breach major risks

The risks involved in a potential breach of IT security include:

• Theft of essential] equipment or data
• Disruption to the business process
• Physical interruption to the service
• External damage by viruses
• Unauthorised access
• Breach of confidentiality
• Failure to meet organisation and legal obligations
• Loss of integrity and quality of business data
• Fraud

Risk assessment and management

When assessing and managing the risks of IT systems:

• Assess the application and systems risks
• Assess the hardware risks
• Assess the risks of each link in the local and wide area networks
• Authorise the generation of all new employee and customer records via the appropriate person
• Authorise all orders/payments and split the order/payment process between two persons
• Authorise facilities in layers so that front line users have essential transactions only
• Authorise system and program changes via the appropriate persons including the user
• Avoid leaving individuals working on their own at a computer or workstation
• Challenge the identities of unknown people in office areas
• Change system identities on an irregular basis and don't email the new one
• Check assets to the asset register on a regular basis
• Encrypt sensitive data on the network such as user identities and passwords
• Ensure each person-has a unique user identity and password and keep them confidential
• For passwords avoid real names, dates of birth, reverse spellings, gradual changes
• Get internal or external auditors to review all systems, whether in-house or packaged
• Include the management of user identities, passwords and email in induction training
• Incorporate a firewall to other networks such as the Internet
• Involve audit skills in the specification and acquisition of new systems
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• Limit access to computer areas and terminals
• Lock desks and offices when not in use
• Mark all hardware items with security codes and register them
• Mark leaver records immediately on all systems
• Minimise the movement of floppy disks and keep them secure since they are easily removed
• Never disclose passwords to anyone including the bank or the police, especially over the phone
• Protect the network against message bombardment attacks, which might deny users a service
• Shred all unwanted documents
• Teach and encourage staff to carry out security checks
• Use a minimum of eight alpha-numeric characters for passwords

Security training

When drawing up plans for security training:

• Include security in induction training
• Organise security training for all staff in the organisation
• Include Data Protection training
• Include security training in package and in-house systems user training
• Provide developers and administrators with good training on Windows NT, Unix, the network
• Emphasise  the  need  for  strict  control  of  high-level  passwords  such  as  management  and

administration
• Emphasise the need to control individual user identities and passwords
• Provide training in the generation of passwords and remembering them
• Provide training in the sensible use of email and the avoidance of viruses

Security requirements specification

When specifying security requirements in a system consider the following:

• Put controls in place for access to the system and data
• Ensure only secure, accurate, valid data is accepted
• Ensure recovery from failures is easy, especially where high on-line availability is required
• Satisfy the requirements of auditors
• Produce an audit trails for key transactions
• Cover statutory requirements such as Data Protection and Government Agencies
• Put in change control to minimise data corruption & ensure projects are delivered to cost/timescale

Change control security

Incorporate security into change control:

• Encourage customers to specify the requirements and benefits of the change in writing
• Scope the impact, risks, timescales and costs of the change
• Ensure the customer formally accepts, defers or rejects the change
• Plan/re-plan the project if the change is accepted
• Draw up work agreements to formalise requirements and timescales
• Produce an implementation plan
• Carry out quality assurance testing
• Carry out user acceptance trials
• Agree formal operational releases with all customers and formally notify users
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Testing security

Incorporate security into program and system testing plans:

• Prepare test data for each case
• Consider the effects of program changes
• Carry out systems testing
• Carry out quality assurance testing
• Assist users to carry out user acceptance trials
• Parallel run batch systems with existing systems
• Check and monitor pilot and fully-live runs

Operational release security

Incorporate security into the release of operational programs:

• Produce a final impact analysis
• Use a formal operational release notice
• Provide operational run sheets
• Carry out training of operational staff
• Back up operational programs, source code and data
• Inform users of the change
• Update the help desk arrangements

Documentation update security

Incorporate documentation version control for the following:

• System specification
• Program specifications
• Operating instructions
• Error recovery and restart procedures
• Administrators guide
• System user guide

Package evaluation security

When evaluating packages consider the package facilities against user requirements including data
security:

• Evaluate packages strictly against a functional requirements specification
• Include security standards in the functional requirements specification
• Get suppliers to address security separately
• Include the supplier's response in the contract
• Evaluate user identity, password, access control security
• Evaluate file control security
• Check security through reference site visits
• Check security through acceptance testing

Data retention and recovery

Consider the security issues for data retention and recovery:

• Provide resilience through system version control
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• Back up databases to external media
• Log all on-line transactions
• Make use of automatic rollback facilities if any
• Use off-site storage or fireproof safes for regular backups
• Carry out periodic testing of backups to ensure that they are effective
• Keep information for statutory periods, for instance financial year end for six years

5.10 Security in Systems
Build security into the whole environment to protect code and data.  To do this, ensure the integrity of
the data, protect user identities and passwords, limit access to data to the level necessary, check batch
input files for validity, check on data output, provide an audit trail of both on-line transactions and batch
processes, and provide a secure program development environment.

Data safeguarding

Ways to safeguard data include:

• Back up data to external media
• Carry out automatic data reconciliation and balancing
• Carry out new/existing data validation by limiting type, range, via tables, cross-referencing
• Carry out software virus protection automatically by checking all incoming files, tapes, disks and all 

other external media, especially from the Internet
• Incorporate a firewall to the Internet to minimise unauthorised access and viruses
• Disallow users to view who is logged on, for example in Unix
• Enable auditing of data, transactions and systems; develop standard audit procedures
• Guard against hardware and software failure
• Incorporate on-line time-out with password re-entry
• Make use of check digits and hash totals to check the validity of reference numbers
• Make use of security cabinets and fireproof safes, off-site for archives
• Meet the requirements of the Data Protection Act
• Prevent fraud, disaster, damage, illegal access to data, user errors and operational errors
• Prevent unauthorised entry or access to data by users, programmers and operators
• Protect data against loss or corruption during storage, transmission and processing
• Restrict access to encryption keys to authorised managers
• Restrict physical access to areas to authorised personnel
• Use data encryption for sensitive data such as user identities, passwords, equal opportunities data
• Use the central file-server for corporate data, not the local one

User identity and password security

Use the following security guidelines for logging into systems:

• Ensure the system cannot be accessed prior to entry of a valid user identity and password
• Encrypt user identities and passwords
• Ensure that software tools cannot bypass the checks or view the identity/password
• Disallow facilities to view or print passwords
• Allocate user identities uniquely to individuals
• Ensure that the user identity is unique, alphanumeric and at least five characters
• Ensure that passwords are not less that eight alphanumeric characters
• Check the identity and password together and give a general failure message only
• Enable users to allocate their own passwords
• Prompt users for regular changes of passwords
• Discourage the use of names, dates of birth, telephone numbers and don't write them down
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• Reject the use of cyclical passwords
• Deny the system administrator access to passwords
• Allow the system administrator to delete a password without knowing it
• Ensure that the system administrator deletes user identities as staff leave
• Enable the administrator to recognise unused identities and delete them
• Record the log-in and log-out times of all users
• Allow three unsuccessful log-in attempts only before clearing the identity and password
• Ensure that any encryption system is secure and split administration functions Access level control 

security

When designing database systems enable facilities to be allocated to users' needs:

• Allow database read only, amend, insert, delete
• Allow individual application functions
• Allow access to specific parts of the data only

File controls security

When batch processing:

• Reject duplicate or incorrect input files
• Check the correct sequence of input files
• Ensure that files are received on time-
• Check that all input records have been processed and check their total value

Printed output controls

To improve the security of printed output:

• Stamp the printed output with the date and time of production
• Visually check the printed output on a continual basis
• Compare control totals with those from earlier processes

Audit trails

To meet audit security requirements when accessing and amending databases:

• Allocate unique user identities to users and operators
• Provide an audit trail to cover the UK Companies Act
• Use audit trails to check who did what and when and ensure that they can't be directly amended
• Keep a check-sum on the audit trail to ensure there is no unauthorised amendment
• Record the user identity with the transaction (but not the password)
• Record the date and time of the transaction
• Record a sequential audit number with the transaction
• Record the nature of the transaction (insert, amend, copy, transfer, delete for example)
• Consider recording the information before and after changing
• Make use of audit inspection and analysis packages to carry out independent checks on the data
• Log batch processes carried out, together with control totals

Program development security

When developing computer programs and systems:

• Test for valid and invalid sets of data when testing programs and systems

67



• Consider using live data as test data (but change personal names and addresses)
• Consider parallel running batch systems (deleting live data at the end)
• Insist that users carry out their own user acceptance testing
• Independently test the audit requirements
• Test recovery procedures
• Document security measures
• Consult operations staff at all stages
• Put change control into place

Source code security

Reduce the chance of unwanted changes being introduced to source code:

• Restrict access to program source code to authorised staff
• Formalise the release of operational programs
• Formalise the release of operating instructions and the job control language
• Formalise run sheets and any use of special versions of program
• Secure source code, operational code archives and data archives
• Control authorised access to systems and copies of them

5.11 Data Protection Act
The 1998 Data Protection Act  came into force on 1 March 2000.   It  sets out  rules for  processing
personal information and applies to some paper records as well as those held on computers.  The Act
gives individuals certain rights.  It also says those who record and use personal information must be
open about  how the information  is  used  and must  follow the eight  principles  of'  good information
handling'.

The lists given below (except the last) are summaries reproduced with the kind permission of the Data
Protection Commissioner.  Detailed information can be obtained via the Data Protection Office.

Data Protection principles

Anyone processing personal data must comply with the eight enforceable principles of good practice:

• Data must be fairly and lawfully processed
• Data must be processed for limited purposes
• Data must be adequate, relevant and not excessive
• Data must be accurate
• Data must not be kept longer than necessary
• Data must be processed in accordance with the data subject's rights
• Data must be secure
• Data must not be transferred to countries without adequate protection

Processing personal data

Personal  data  covers  both  facts  and  opinions  about  the  individual.   The  definition  of  processing
incorporates the concepts of' 'obtaining', 'recording', retrieving', 'consulting', 'holding', 'disclosing', and
'use'.

Personal data will not be considered to be processed lawfully unless certain conditions are met:

• The individual has given their consent to the processing
• The processing is necessary for the performance of a contract with the individual
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• The processing is required under a legal obligation
• The processing is necessary to protect the vital interest of the individual or to carry out public

functions
• The processing is necessary in order to pursue the legitimate interests of the data controller or third

parties (unless it could prejudice the interests of the individual)

Sensitive data

The Data Protection Act makes specific provision for sensitive data, which can include:

• Racial or ethnic origin
• Political opinions
• Religious or other beliefs
• Trade union membership
• Health
• Sex life
• Criminal proceedings or convictions

Processing sensitive data

Sensitive data can only be processed under strict conditions which include:

• Having the explicit consent of the individual
• Being required by law to process the data for employment purposes
• Needing to process the information in order to protect the vital interests of the data subjects or

another
• Dealing with the administration of justice or legal proceedings

Paper files

The Data Protection Act covers information that is recorded as part of a 'relevant filing system', that is
one in which the records are structured so that specific information relating to a particular individual is
readily accessible.

Accessible paper records include records for:

• School pupils
• Housing
• Social Services
• Health

Rights of individuals

The Data Protection Act 1998 extends the rights of individuals (data subjects) regarding their personal
data:

• The right to subject access
• The right to prevent processing likely to cause damage or distress
• The right to prevent processing for the purposes of direct marketing
• The right in relation to automated decision-taking
• The right to take action for compensation
• The right to take action to rectify, block, erase or destroy inaccurate data
• The right to ask the Commissioner to assess whether the Act has been contravened
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Criminal offences

There are a number of criminal offences created by the 1998 Data Protection Act and they include:

• Notification offences (such as failure to notify the Commissioner about personal data)
• Procuring and selling offences
• Enforced subject access (such as asking for access to data as a precondition to employment)

Promoting good practice

The duty to promote the following of good practice by data controllers is an important part of the pro-
active approach to the Data Protection Act.

For example clear ground rules are required to ensure employers'  information practices are fair  to
employees particularly in relation to:

• Employee surveillance involving the collection of data, the interception of email or the use of CCTV
for example

• Automated processing and decision-taking, using methods such as CV scanning and aptitude or
psychometric testing

• Collection of new and sensitive data such as the results of alcohol or drug test results or genetic
information

Data Protection practicalities

To help meet the Data Protection legislation:

• Make a person in the organisation responsible for Data Protection and ensure staff know who
• Train users in their Data Protection responsibilities
• Register all systems that record personnel data with the Data Protection Office
• Include the IT organisation's own systems where necessary
• Use the data for the registered purposes only
• Keep the data accurate and up-to-date
• Do not disclose personal information to enquirers without first establishing their right to it
• Know what you can and cannot disclose
• Retain data for the appropriate length of time only
• Use terminals and PCs sensibly and do not leave them logged on and unattended, including email
• Ensure that members of the public cannot see sensitive information on terminals and PCs
• Ensure that data is not lost or corrupted and back it up regularly
• Use passwords according to the organisation's standards including individual passwords
• Allow users to change their own passwords regularly including via automatic prompts

70



6.  SYSTEM SPECIFICATION AND PRODUCTION

This  chapter  is  concerned  with  in-house  development  and  the  production  of  tailored  applications
produced by software houses.  Many of the issues are pertinent when purchasing packages.

The production of the system specification and estimating costs and timescales are dealt with.  The
chapter also covers system design, database design, on-line screen design, printed output, financial
controls, process specifications, standard programs, coding standards and system implementation.  It
deals with the production of user guides, the provision of user training, the provision of maintenance
and support services, and the management of requests for IT work.

6.1 System Specification
If the system is to be developed as a new system, either in-house or by a software supplier, produce a
detailed  system  specification.   Create  the  system  specification  from  the  functional  requirements
specification by the addition of samples of all  screens, analyses, reports,  broad processing details,
database details and the implementation plan.

Include  in  the  system  specification  only  a  manageable  amount  of  detail,  sufficient  to  inform  the
customer and analyst about the broad input, processing and output of the system, but leaving out the
fine detail of the processing.  Develop the document to become the long-term technical guide (but not a
training document or user guide, which will need to be written separately, probably by the customer).

Use the system specification to derive accurate estimates of effort and cost, together with first guesses
of timescales.  In addition use the system specification for the basis of system and database design,
agreeing and setting standards for on-line and printed layouts, and for financial controls and statistics.

System Specification contents

Develop the system specification from the functional requirements specification by adding:

• A breakdown of the system into sub systems if necessary
• Transaction names and their identities
• Screen examples integrated with the descriptions of on-line functions
• Field validation added to on-line functions
• Processing and decision tables added to on-line functions
• Report examples integrated with the descriptions of print functions
• Processing and program identities added to batch functions
• Implementations phases and timescales agreed with the user
• Database design details
• List of database record types and their descriptions
• System design standards and conventions to be incorporated into the system
• Data capture and cleansing details

6.2 Estimating Development Time
It will be necessary to estimate the potential cost of an in-house system at various stages.  When a
formal functional requirements specification or,  better,  a system specification has been produced, a
fixed estimate can be given.

To be able to estimate the development costs, break down the project  into smaller  tasks.   On-line
transactions, batch functions and print schedules form a good basis for the breakdown.  Ignore the
experience of  the development resources for  costing purposes at  this stage until  tasks have been
allocated to individual staff.
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Allow five days for the development and testing of a simple on-line transaction or print schedule in a
Fourth Generation Language, ten days for a more difficult one.  Similarly, use five days for a simple
batch transaction, ten or more days for a more complex one. It  may be possible to produce many
reports  and analyses in  much less time than this  using a good report  generator  and one day per
transaction may be more than sufficient.  Double the development estimate to give the minimum effort
for  all  elements  of  the  implementation  of  the  function.   Vary  this  according  to  experience  of  the
particular development environment.

Project time apportionment

Split the project up using the following suggested percentages for elements of the IT organisation's
effort required, varying these percentages with experience and according to the particular
circumstances:

Activity Minimum
%

Maximum
%

Average
%

Feasibility study 2 5 2.5
Investigation and analysis 5 15 10
Systems design & specification 10 20 15
System development 30 50 40
Package acquisition 5 15 10
Systems/acceptance trials 10 20 15
Implementation 10 15 12.5
Project management 10 15 10
On-going support per year 10 20 15

6.3 Project Timescales
Break projects down into activities and tasks as part of the project planning process and estimate the 
size and timescales of the tasks.  Prioritise the various tasks to ensure the urgent ones are done first 
and seek the critical path to give the elapsed time for the project.

Project timescale weightings

When estimating the elapsed time for implementing a system take into account the skills of the 
development resources actually available and apply weighting factors to the original estimates:

Person Weighting
Senior analyst/programmer 0.5
Experienced person 0.75
Middle experience 1.0
Inexperienced person 2.0
Trainee 3

6.4 System Design
If the system is to be developed in-house use the system specification as the basis for the design of the
system, taking into account the need for system stability, long life and flexibility.

System design stages

The stages a project might go through during its design include:

• Identify the hardware options if this has not been done already
• Agree the preferred option with the project steering group
• Complete the design of the database
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• Design and prototype transactions with an experienced user
• Finalise the system specification

System design aims

The aims to be achieved during system design include:

• Design screens to have a good interface with the user, that is make it user friendly
• Allow for both expert (fast ways of doing things) and occasional users (menus)
• Capture data once only at source and make best use of it
• Integrate the system into work procedures and avoid data input in batch later
• Produce good on-line response times and fast reporting and batch speeds
• Build in data security, system stability, recovery from failure of software or hardware
• Design to minimise maintenance and support and to enable support to be handed over
• Design to minimise minor enhancements
• Build in flexibility to cope with future enhancements
• Avoid the use of hard coding
• Design and code the system to be operationally stable and fail-safe
• Build in self-documentation with minimum support papers

6.5 Database Design
The use of a relational database is the preferred option.  Keep the physical design of the database
simple and flexible, especially if a hierarchical or network database is considered.  Only hold data that
can be captured automatically or can be kept up to date with certainty (there has to be a carrot for users
to do this).

Database data design

When designing a database:

• Use a relational database if at all possible Allow one type of record only per database file
• Avoid the duplication of data
• Hold dates in the sortable form yyyymmdd
• Make the names of fields, indicators and switches meaningful and document them
• Design for efficient data retrieval, both for standard and ad-hoc purposes
• Build in data access security Build in an audit trail with traceable transactions
• Build in data controls, that is make each file in the database self-balancing
• Use a standard format for tables Build in user help
• Build in flexibility and expandability for the future

Database standard files

Maintain a number of standard system files in addition to the application data such as:

• Customer organisation profiles (name, address, phone, fax, web and email addresses)
• User profiles showing permissions (transactions allowed, data areas allowed)
• On-line transactions details (including a description of the transaction)
• Tables file (include the table number in the code to simplify program look-up)
• Process history file (batch history, totals, statistics)
• Audit trail of on-line transactions, particularly those updating the database
• Help system
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6.6 On-line Guidelines

Standard areas

Set standards for the following areas of on-line development, varying them to suit the development
environment:

• Screen layouts
• User menus
• Dialogues with the user
• Security and access control
• Database definitions
• Database descriptions
• File names and extensions
• Transaction processing
• Reports
• Help system

Sign-on standards

Use the following sign-on standards for on-line transactions:

• Hide user identities and ensure that they are at least five characters
• Hide user passwords and ensure they are eight alpha-numeric characters
• Allow users to alter their own password and force users to change password regularly
• If identity/password checks fail give a general error message only, having checked both first
• Disallow the viewing or listing of passwords
• Encrypt passwords and user identities in the database

User profile record

Include the following in user profiles:

• Operator identity
• Password
• Surname, initials
• Department
• Transactions, tables, actions, records and datasets (fields) permitted screen standards

Screen design

Set standards for screens design to give a similar feel to all applications for the user such as:

• Put the system name at the top left of the screen
• Put the screen name at the top centre
• Put the screen identity at the top right
• Display prompts next to the bottom line
• Display error messages on the bottom left
• Display the current date, time, user initials bottom right
• Highlight data entry fields
• Highlight fields in error in inverse, no sound, reporting first error only
• Use the same format for display and update
• Allow easy movement from display to update, given permission
• For lists, display up to 20 records per page and select a record via the cursor
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Menus/commands standards

Consider the following when deciding how users will navigate around the system:

• Use menus with commands as an override
• Use commands of two or three character mnemonic or transaction number
• Consider optional parameters to commands such as record reference
• Allow users to temporarily or permanently move to another transaction

Help facilities

Consider the following when designing help facilities:

• Provide general system help
• Provide transaction level help
• Provide item level help
• Allow help descriptions to be user amendable

Property address standards

When designing screens (and forms) with postal addresses:

• Use the royal Mail's Postcode Address File (PAF) to generate addresses from the postcode/house 
number

• Use a standard display and update format
• Display (and print) the postcode and generate the postal walk number to get a postage discount

System parameters standards

To keep the system flexible allow authorised users to amend:

• All main system variables
• Help details
• Error report wording

Date standards

When designing systems with dates:

• Hold dates as yyyymmdd in the database
• Use the format dd/mm/yyyy for both input and output normally
• Interpret two digit years input or from the database for the millennium
• Consider whether a two digit year for output is acceptable

Table standards

When designing tables to hold codes and their descriptions:

• Use a short alpha-numeric code for a table entry and include the table number in the code
• Provide short and long descriptions for display purposes
• Allow 'insert', 'display', 'amend', 'delete', 'copy' actions
• Provide an easy way on update screens for users to look up codes and return them to the screen
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6.7 Printed Output Standards

Printing standards

Consider using the following standards for printing, preferably via a standard print routine.

Schedule header standards

Print the following on a schedule header page:

• Customer name
• System name
• Program identity
• Schedule number and name
• Financial period number, date and time

Page header standards

Standardise the layout of headers on printed pages, for instance:

• System name
• Schedule number and name
• Program identity
• Financial period number, date and time
• Page number

Bar code standards

When printing bar codes to enable the easy re-use of reference numbers:

• Consider bar code 128 (a common compact alpha-numeric code with control characters)
• QR codes should be a minimum of 2cm by 2cm

6.8 Financial Control Requirements
Ensure that suitable financial controls are built into packages and into in-house systems to act as 
controls within the system and to other linked systems, and to enable statistics to be derived.

Financial controls

Consider the following financial controls for systems:

• Hold a cumulative analysis of the major data records in the database
• Provide control reports of these and numbers and value of each type of transaction
• Make the system and files self balancing and part of the control report
• Provide a cumulative audit trail of financial (and non-financial) transactions
• Record the history of batch processes, with financial controls

6.9 Process Specifications
Use the system specification to derive the detailed process (program) specifications by expanding the 
system specification itself rather than creating yet another set of documents.
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Process specifications strategy

When deciding on the strategy for program documentation:

• Don't have too many documents to maintain since they will get out of date
• For on-line transactions minimise detailed specifications (unless they are to be coded by trainees)
• Use the system specification and prototyping to build up transactions the customer is happy with
• Add the processing detail when the transaction format has been agreed
• Keep the outline of how the transactions function in the system specification
• Keep the detail of the processing in the coding (with annotation where necessary)
• Detail batch processes on paper more since there are fewer visual clues than on-line
• For batch processes document the links between transactions, programs and systems

Process specification format

Consider using the following layout for process (program) specifications:

• Process identification and name
• Context of the process (links to other processes)
• Input details and any screen or form layout
• List of functions performed
• Output required
• Error conditions in outline
• Test plan in outline

6.10 Standard Transactions and Programs
Make use of standard and skeleton coding rather than create everything from scratch.  Standard and 
skeleton programs give the advantage of easy familiarisation so that anyone using the standard can 
understand the logic of almost any program quickly.

Standard transactions

Develop the following standard on-line transactions and use them in most systems:

• Application menus
• Audit trail
• Batch process history trail
• Calendar
• Organisation profile maintenance
• Error message maintenance (possibly user amendable)
• Help system (user amendable)
• Menu maintenance
• Organisation profile maintenance
• Printer identities
• Standard reports menu
• Tables maintenance
• Transaction list maintenance
• User log-on and security checks
• User data permissions checks
• User data permissions maintenance
• User profile maintenance
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Skeleton programs

The following skeleton programs are examples that could be developed for the basis of on-line and
batch transactions:

• Single record display and maintenance.
• Multiple record display and maintenance
• Multiple record browse and select record
• On-line run request process
• Batch extract
• Batch update
• Batch report

6.11 Coding Standards

Coding standards

Observe the following general points for program coding:

• Start from skeleton programs or similar previous programs
• Include a program summary at the start
• Use structured programming, but ensure that the main processing can be followed
• Number paragraphs in sequence
• Use meaningful paragraph names and descriptions
• Use meaningful data names
• Annotate switches and indicators
• Make use of tables for flexibility
• Add limited annotation throughout

6.12 Implementation Planning
Any project  will  go through a number of  defined stages and here we are concerned with the final
implementation activities following acquisition of the system, whether developed in house or bought in
from a supplier.

Project stages

To recap, during system acquisition or development a project may go through many stages such as:

• Receive a request from a customer to consider the impact of a change
• Establish the terms of reference of the project and its scope
• Agree outline requirements
• Carry out a feasibility study
• Analyse the cost and service benefits arising from the project
• Report to management on the broad options
• Investigate the detailed requirements
• Produce and agree a functional requirements specification
• Carry out market evaluation of packages and self education
• Evaluate potential packages and suppliers
• Select the preferred supplier and a second choice
• Contract for the package
• Produce a system specification if a tailored solution is being considered
• Agree the system and database design for a tailored solution
• Produce the program specifications for a tailored solution
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• Code and test programs for a tailored solution
• Present a prototype to users and management
• Produce a project implementation plan
• Produce and implement a quality assurance testing plan
• Assist the customer to carry out user acceptance trials to agreed criteria
• Finalise the detailed implementation plan
• Produce a user guide in conjunction with the customer
• Assist the customer or supplier to carry out user training
• Produce operational procedures
• Carry out batch parallel running on all of the data and reconcile differences
• Carry out pilot running on perhaps 5% to 10% of representative data
• Carry out phased live running and monitor the system
• Supply ongoing system support
• Carry out a post-implementation review

Implementation plan

When  a  particular  solution  to  the  business  requirements  has  been  agreed  produce  a  detailed
implementation plan, expanding any existing broad project plan, and agree it with the customer:

• Review Health & Safety requirements
• Carry out any necessary discussions with unions
• Assist the customer with Data Protection registration
• Determine the timescales envisaged by users
• Consult the original terms of reference
• Consult the functional/system specification formal agreement
• Determine hardware provision through capacity planning
• Determine network requirements through capacity planning
• Carry out enhancements to any existing hardware
• Determine and implement cabling and power requirements
• Determine software provision
• Carry out any tailoring of packages necessary
• Create the skeleton database
• Determine take-on requirements from existing data and data cleansing
• Determine the resources and expertise available in the customer organisation
• Determine the detailed implementation support required
• Devise a system benchmarking plan for on-line and batch
• Ensure that there is agreement of the system acceptance criteria
• Produce the users' operational procedures with the customer
• Review the on-line help with the customer
• Produce user and training guides with the customer
• Determine operational timetables with the customer
• Determine year-end operational requirements
• Provide input forms if any
• Provide output forms if any
• Produce operational control instructions
• Produce batch operating instructions
• Arrange supplier support and help line support
• Review system security requirements
• Organise database back-up arrangements
• Arrange for system recovery from hardware or software failure
• Produce back-up office procedures
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• Produce disaster plans (often neglected)
• Assist with user acceptance trials using the functional/system specification and agreed criteria
• Carry out parallel running with the existing batch system and reconcile differences 
• Arrange for post-implementation support
• Train the user's trainers and IT staff
• Assist the customer to carry out detailed training 'just-in-time'
• Phase the implementation of the live system, starting with a small typical area or module as a pilot
• Ensure that the chosen pilot tests as much of the system as possible through to the end
• Carry out pilot running on part of the data so that a manual recovery can take place if needed
• Review the success of the pilot live running
• Roll out the rest of the operational running
• Monitor and tune the operational system
• Carry out a full post-implementation review with the customer and get the system signed off

6.13 User Guide and Training
Part  of  the implementation of  a project  will  be the production of  a user guide (often by the users
themselves) and training (often carried out by trainers identified from the users themselves).

User guide contents

The user guide for on-line transactions could be entirely on-line, with the ability to look up code lists in
windows.   The  error  descriptions  should  preferably  be  amendable  by  the  customer's  database
administrator.

Describe each transaction in the user guide under the following headings, whether for packages or for
in-house development:

• Transaction name
• Object of the transaction
• Screen or form layout
• Functions performed (input, processing, output)
• Field validation carried out and errors reported

Training users

Consider the following issues when training users in the use of new systems or new releases of existing
ones:

• Identify users' training needs
• Take into account different user abilities and requirements
• Include security issues
• Include Data Protection responsibilities
• Agree the training plan and timetable with the customer
• Train just prior to implementation ('just-in-time')
• Identify a suitable training location away from normal work
• Produce a training guide (often best produced by the users themselves)
• Generate suitable training materials and handouts
• Check the availability of PCs, network and software
• Set up a suitable training database
• Notify trainees of the training timetable, location and agenda
• Obtain feedback on a standard form from the trainees on training completion
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6.14 Maintenance and Support Provision
Following  implementation  of  the  system  contact  the  customer  to  ensure  that  there  are  no  major
problems.  This should include a visit to see the main transactions in use.  Make support available to
the  customer  by  telephone  for  advice  and  for  error  reporting.   With  a  large  system  queries  and
problems should be reported to the customer's central pool of expertise or help desk first.

Call log contents

Keep a log of faults and other calls, their current status and action taken, preferably by using help desk 
software.

Use the log to produce monitoring lists and analyses of calls for management and reporting purposes
from the help desk database using a general management reporting package:

• Date and time of call
• Customer name
• System name
• Contact and phone
• Location
• Generated call reference
• Problem title
• Problem details
• Action taken
• Current owner of the problem
• Status of the problem
• Date problem due to be fixed
• Date problem fixed and checked
• Date customer notified of correction
• Date call closed

6.15 Work Management
Changes  to  systems  or  networks  may  be  requested  because  of  faults,  shortcomings,  lack  of
functionality, poor system performance, user improvements envisaged, changes in organisation policy,
legislation, or new technical advances.

Get requests for work or scoping in writing and authorised by the appropriate customer. Use a standard
format for work requests and make good use of IT to support the internal business processes involved.
For  substantial  requests for  work  ensure  that  the  user  identifies  the benefits,  carry  out  an impact
analysis and assist in the production of a report for management/steering group authorisation.

Log of work

Log all requests for work and fault reports, whether actual or potential and allocate those which can be
authorised immediately to an analyst/programmer.

Work flow

When dealing with requests for work and with faults reported by customers use an IT system to control 
them:

• Receive work requests and faults from customers
• Prioritise work requests and faults
• Price work requests and get authorisation to continue
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• Batch all associated work together and agree a timetable with the customer
• Schedule the work, balancing the work load and the skills available
• Keep the customer informed of progress
• Monitor the work production
• Analyse the work load for monitoring and reporting purposes

Work request contents

Devise a standard format for work requests on paper or better as part  of  an IT work management
system:

• Customer name
• System name
• Title of the work request
• Date requested
• Outline requirements of the work request
• Benefits/cost-savings/reason for change
• Sponsor and phone
• Customer authorisation for work request
• Priority (high, medium, low)
• Timescale required and reason
• Work request reference
• IT organisation approach envisaged
• IT organisation estimated charges
• Date of estimate
• Date earliest completion
• Estimate acceptance by the customer
• Expenditure code if required (customer/system/contract/change)
• Work scheduled date
• Work completed date
• Date change authorised in the live system
• Date customer accepted the change

Work log contents

Summarise all logged work for costing/recharging and management reporting purposes:

• Customer name
• Contact and phone
• System name
• Title of work requested
• Date requested
• Action taken
• Date completed
• Value of work
• Type of work

Work specification and agreement

Specify work in summary form for experienced staff and include:

• Originator of the specification
• Project team work assigned to
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• Person work assigned to
• Estimated effort in days
• Estimate of staff cost
• Date of the agreement
• Customer name
• System name
• Contact and phone
• Priority (high, medium, low)
• Date required
• Expenditure code (customer/system/contract/change)
• Change reference '
• Work title
• Reference to any existing documentation
• List of main tasks required

Work checklist

Include a checklist  at the bottom of the work specification for the analyst/programmer to record the
action taken, with initials and dates for:

• Documentation updated
• Work completed and tested
• Quality assurance trials completed
• User acceptance trials completed
• New system version released and users notified
• New system version checked operationally
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7.  PACKAGES, TENDERS AND CONTRACTS

This chapter deals with the specification of the requirements for a package and its purchase where that
is  the  preferred  business  option  for  an  application.   It  covers  the  specification  of  the  customer's
requirements,  gathering  proposals  from  potential  suppliers,  the  evaluation  of  packages,  package
benchmarking, package risk assessment, tendering and contracting.

7.1 Package Requirements
Prepare a specification of business requirements for the application before making any attempt to 
obtain quotations and use this to sound out the market and in tendering.

Application requirements

Specify the requirements of the package required formally, including:

• The various customer functions required, as in the functional requirements specification
• An easily tailored system
• Good system navigation
• Good administration facilities
• Fast on-line response time
• Interface to the Internet
• Batch run times acceptable
• Novice/experienced user facilities
• Users able to alter their own passwords
• Screens and prints legible
• User-defined fields/screens if required
• The customisation of screens and prints if required
• Audit trails incorporated
• Financial controls incorporated
• Archiving facilities including selective archiving
• Fiching and CD-ROM writing facilities
• Terminal printing facilities
• Pre-printed stationery facilities
• Compliance with the organisation's security standards
• Data Protection provisions, including data retention
• Standby facilities for when the system is down
• Help facilities
• Ease of migration to other software and hardware platforms

Package management reports

Specify the management reporting facilities required:

• Provide facilities for occasional users
• Provide facilities for expert users
• Provide fast standard management reports
• Provide fast ad-hoc reports
• Produce analyses, including cross-tabulation (matrix) reports
• Download to standard PC packages
• Provide good general functionality
• Allow reports to run in background mode
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• Provide local printing facilities
• Provide central printing facilities

Open systems compliance

List the open systems requirements of a packaged solution:

• Application to be written in a hardware-transportable language
• Network to be an accepted standard able to link to other standards
• Hardware to be one of the Unix or PC File-server flavours
• Systems software to be standard for the flavour of hardware
• Standard SQL to be available for the DBMS and management reporting tools
• Office automation to run on the flavour of hardware and be able to link to applications
• Links into and from the Internet to be easily available
• Training to be available from a wide range of suppliers
• Consider 'open source' software in which the source code is freely available with the package

System support

List the supplier staffing and control issues that are essential to supporting a packaged solution:

• Ensure that there is a viable project plan and project management arrangements
• Include change control arrangements
• Consider the necessity and cost of any consultancy offered
• Assess the technical support available
• Review the data capture and data cleansing facilities
• Analyse the training to be offered
• Check the detailed implementation plan
• Ensure that there is post-implementation support available
• Review the documentation/user guide/on-line help quality
• Review the help line support available for office hours, out-of-hours, special runs, year end
• Ensure that there is a method of reporting and clearing errors and ensuring non-regression
• Consider the frequency and impact of software upgrades, documentation and cost
• Ensure that there is cover for new legislation in any contract and the cost
• Understand the account management arrangements
• Clarify support responsibilities and response times
• Ensure that there is adequate data security/disaster recovery support
• Understand the method of financing enhancements and user group support
• Consider whether BS5750/ISO9000 quality accreditation is necessary
• Clarify the support required from the user and IT organisations
• Understand how disputes will be resolved by arbitration

Data security and administration

Set out the data security arrangements required from the package:

• Use the organisation's security standards as the target
• Passwords must be encrypted and not visible to anyone
• Users must be able to change their own passwords
• Prompted password change must be standard
• User/password failures must be logged
• Menu/permissions maintenance should be easy
• There must be a single database view for application and tools
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• Tools mustn't be able to bypass permissions
• Recovery from software failure must be possible
• Recovery from hardware failure must be possible
• Database roll-back should be the norm for recovery (but watch the overheads)
• Database restore and recovery should be exceptional
• The IT organisation should be able to tune the database, for example for reporting purposes
• Data import should be easy and secure
• Selective archiving should be possible
• Links to the Internet must be firewalled

Package sizing data

Identify the volumes of users and data to be supported by the system:

• Maximum concurrent and future potential on-line users
• Transaction rates required for the main functions
• Static data and dynamic data volumes
• Batch and print volumes

7.2 Package Proposals
Collect the details of proposals from potential package suppliers to meet the application requirements. 
Supplier details.

Package supplier

Identify the package supplier:

• Application name
• Supplier name
• Address
• Contact name
• Phone, mobile, fax numbers, email address Package summary proposals

Package proposed

Summarise the package proposed by the potential supplier:

• Hardware and operating system
• Network and communications software
• Database management system
• Systems software
• Application programming language

Hardware proposals

Summarise the package hardware proposed:

• Processor, speed, memory
• Disk storage
• Terminals: concurrent, maximum, upper limit
• Printers proposed
• Conformity to open systems standards
• Resilience to software and hardware failure
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• Growth potential

Network proposals

Summarise the package network proposed:

• Software identity and version
• Operating system proposed
• Configuration proposed
• Integration with the organisation's existing network
• Affect on the existing network
• Interface to and from the Internet
• Conformity to open system standards
• Resilience to software and hardware failure
• Software/hardware failure recovery
• Central and remote printing facilities
• Growth potential

Database proposals

Summarise the package database proposed:

• Software identity and version
• Database access security
• Software failure recovery
• Hardware failure recovery
• The impact of using a client-server version

Application software

Summarise the application software proposed for the package:

The application name Language, version 
Application source and author
Documentation available
Age of the package
Number of installations
Limitations on number of users
Site licence options
Fit-for-purpose certification availability
Frequency and method of new releases
Source code availability
Application software escrow arrangements

Package documentation

Summarise the package documentation proposals:

• User guide
• Operations guide
• Installation guide
• Technical guide
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Technical staff availability

Summarise the supplier staff available to support the package:

• Number of staff available
• The expertise of the staff
• Whether there is reliance on single people

System performance

Summarise the on-line and batch performance of the package being proposed:

• On-line response time guarantees
• Batch run times
• Management report run times
• Ad-hoc report run times

Backup and recovery

Summarise the package backup and recovery procedures being proposed:

• The method of backing up the database
• Whether the system has to be taken down to allow back-up
• Method of logging transactions and its effect on performance
• Method of database recovery and system restart
• Likely recovery time

Package security

Summarise the package data security proposed:

• How well the package matches to the organisation's security standards
• Passwords must be encrypted and not visible to anyone
• Users must be able to change their own passwords
• Prompted password change must be standard
• User/password failures must be logged
• There must be an audit trail
• There must be built-in financial and numerical controls

Customisation and maintenance

Summarise the customisation and maintenance services being proposed for the package:

• Services provided such as consultancy
• Ease of customisation and change
• User customisation facilities

Package support

Summarise the support being proposed by the supplier for the package:

• The availability of help desk support
• Availability of knowledgeable staff
• Cover for out-of-hours, holidays, special runs, year end
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• Method of reporting and diagnosing application faults
• Priorities for clearing faults and timescales

User friendliness

Summarise the general impressions of the interface to the user for the package:

• General user interface
• Novice and expert facilities
• Menu/transaction driven facilities
• Use of SQL and ease of use
• User help facilities

Package training

Summarise the training being proposed for the package:

• IT application support
• Application users, systems, operations
• Numbers of staff
• Duration of training sessions
• Location of training
• Documentation provided

Package licensing

Summarise the licensing arrangements being proposed for the package:

• Method of licensing and fees
• Possible discounts
• Maintenance costs
• Site/corporate licensing
• Installation costs
• Terms of new releases
• Warranty terms and duration of licence

User groups

Summarise any user group activity for the package:

• Number of organisations
• Current costs
• Services provided
• Method of proposing and funding enhancements

Reference sites

Summarise the reference sites for the package, preferably of your choice:

• Reference sites comparable to the organisation
• User base size at each site
• Database size at each site
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Package installation

Summarise the method of installing the package:

• Method of distribution of the software
• Whether supplier or user installation
• Ease of installation
• Ease and frequency of upgrading

Package benchmarking

Summarise possible benchmarking for the package:

• Whether a user benchmark is possible
• Whether a 90-day trial with supplier assistance is possible

Implementation proposals

Summarise the implementation and project management arrangements being proposed for the 
package such as:

• Project management arrangements
• Project plan
• Education plan
• Training plan
• Data capture and cleansing
• Phases of implementation
• Parallel running of batch work
• Pilot running
• Full running
• Timescales

Package supplier viability

Investigate the viability of the package supplier:

• Financial viability via Companies House
• Time in business
• Company size
• List of successes and failures
• Experience of open systems
• Dedication to the product
• Assessment of user satisfaction
• Size of customer base
• Size of user base
• Approach to quality (BS5750/ISO9000)
• Technical experience
• Reliance on key staff
• Research and development investment
• Risk assessments of the product and the company
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Package costs

Summarise the costs of the package:

• Consultancy costs
• Project management costs
• Hardware costs
• Networking costs
• System software costs
• Application software costs
• Office automation costs
• Training costs
• Implementation costs
• Running costs per year including hardware and software maintenance or rental, consumables
• Internal staffing costs
• Five year costs

7.3 Package Evaluation
Develop  prioritised  evaluation  criteria  on  which  to  base  judgements,  deciding  which  criteria  are
essential and placing weightings against each criterion or group of criteria.  It will be difficult to find a
package that meets all needs.

If the main selection criteria are met it may be better to move the users' ways of working towards those
of the best package rather than incorporate special tailoring.  Tailoring will  be expensive, difficult to
maintain and probably unreliable since no-one else uses it.  It will be better to influence the user group
to incorporate new ideas into the package.

Package selection criteria

Develop criteria for the selection of a packaged solution to application requirements.  Score criteria
results out of five, using weightings of one to three placed on each group of items to reflect the priority
of functions and other criteria, and sum the final weighted scores.

Criteria for package selection might include all or some of the following functions:

• The core on-line and batch functionality, as in the functional requirements specification
• A proven and future-proofed operating system and network server
• Proven and future-proofed development environment
• Management reports and ad-hoc reports
• Interfaces to desktop users, other systems, the Internet
• Security and controls compared with the organisation's standards
• Millennium and European Monetary Unit compliance proven
• Support for user base, transactions and growth
• Reference sites of a similar size
• User base satisfaction feedback from questionnaires
• Active user group
• Response times for on-line and batch
• Local and central printing
• Connectivity of terminals over the organisation's existing network
• Local and wide area networks impact
• Impact on the network of a client-server version of the application
• Access to and from the Internet and firewalling
• Resilience to software and hardware failure

91



• Project plan viability and project management intentions
• Change management arrangements
• Training proposed
• Data capture and cleansing intentions
• Help desk, support, response times, key personnel arrangements
• Form of contract
• Payment plan linked to project plan milestones
• Risk assessment of the product and company
• Costs over five years

Package criteria weightings

The package acceptance criteria weightings could have the following meanings for functional features
or groups of features:

Package feature importance Weighting

Desirable feature 1

Fairly essential feature 2

Very essential feature 3

Package match scores

The package criteria matching scores could have the following meanings:

Comparison of package with requirements Score

Requirements not met at all 0

Very poor match, not really acceptable 1

Barely adequate match 2

Reasonable match 3

Good match 4

Excellent match and most requirements met 5

Package user base questionnaire

Contact  a  selection  of  users  of  the  package  from similarly  sized organisations  and document  the
findings:

• System, user, contact, phone User sites sizes and data volumes Number of existing on-line users
• Length of time from placing order to first phase and to last phase
• Was there a good match with functional requirements?
• Does the application supplier have a good knowledge of the subject?
• Was much tailoring of the package necessary?
• Was the software delivered on time?
• Was the system error free when delivered?
• Were any errors cleared quickly?
• Did any error regression occur in later releases of the system?
• Was training satisfactory?
• Was data capture and cleansing successful?
• Was implementation successful?
• Is the on-line system response time good?
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• Is the speed of management reports good?
• Is the speed of ad-hoc reports good?
• Is the speed of batch runs satisfactory?
• Is the use of a help line successful?
• Is technical support available?
• Was the project managed well?
• Do all stakeholders think that the system is fit for its purpose? Is the system good value for money?

What were the staffing implications?
• List of in-house contacts: End Users, IT Support, Audit, Accountants

7.4 Package Benchmarking
Package benchmarking is expensive both from the supplier and the user point of view and is best
avoided if at all possible.  Standard benchmarks exist and may be a guide if the supplier has produced
them for that package running on particular software and hardware.

Instead of benchmarking at the selection stage find a reference site of a similar size and configuration
and  develop  acceptance  criteria  to  be  measured during  pilot  and  final  running.   Benchmarking  is
essential however during the implementation phase.

If the evaluation of a package, however, must include an in-house benchmark with support from the
potential supplier, organise the following stages:-

Benchmark evaluation plan

Develop a benchmark plan in consultation with the package supplier:

• Agree an evaluation plan and timescales with all management and the supplier
• Set up project management arrangements
• Estimate and identify the user and IT resources needed to carry out the evaluation
• Identify the software supplier's resources and costs
• Identify the hardware resources required
• Agree on a location with suitable hardware and software to carry out the evaluation
• Develop the evaluation criteria (based on the functional requirements specification)
• Capture or generate a suitable database
• Produce on-line and batch test data
• Produce the on-line and batch simulation scripts required
• Organise the staff training required
• Carry out on-line benchmarking
• Carry out batch benchmarking
• Re-benchmark during the pilot project

Package acceptance criteria

Develop criteria for the acceptance of a package during its initial phase of implementation, whether or
not an independent benchmark is carried out:

• Develop the acceptance criteria and test conditions with the user
• Allocate sufficient senior staff and time to carry out the tests
• Set up a large database and network representative of operational data, users and conditions
• Document the tests to be carried out and the expected results
• Set up a mechanism to feed shortcomings back to the supplier
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7.5 Package Risk Management

When considering the purchase of a package (or in-house development) identify the risks and classify
them as high, medium or low and decide how those risks will be managed (also see 'risk assessment').

Package risks

Risks associated with packages include:

• Access to the system from existing networks may be a problem
• Benefits or potential achievements of the system may be exaggerated
• Client-server issues may cause load problems
• Connectivity of existing terminals may be a problem
• Contract/service level agreement may be poorly defined
• Core application functionality may fail to meet the requirements
• Costs of hardware, network, training, consultancy, project management, licences, interfaces, data 

capture, tailoring, may be hidden
• Data capture/conversion/cleansing may be poor
• Database environment may be non-standard or may fail to meet the specification
• Development environment may be non-standard
• Graphical user interface may cause too high a load compared with a text interface
• Implementation may not be properly planned and managed
• Interfaces to other systems may be a problem
• Lack of a cost-benefit analysis
• Lack of in-house project management expertise
• Loss of the developers of the package
• Management reporting tools don't come up to expectation
• Operating system and file-server environment may be a problem
• Over-reliance on advice and cost predictions from suppliers
• Package has an adverse load on the existing network and hardware
• Resilience to software and hardware failure may be poor
• Response times across the network may be unacceptable
• Security and controls may be inadequate
• Specification of user requirements may be inadequate
• Supplier expertise in some areas may be lacking
• Support from the supplier may be inadequate
• The package may not be a proven solution
• Training quality is not up to expectation
• User base may be too small to prove the package
• User group activities may be ineffective
• User resources required are underestimated

Risk management

Manage risks associated with packages as follows:

• Involve representatives of all stakeholders in the project
• Determine essential requirements
• Provide a proper business case including a cost/benefit analysis
• Produce a functional requirements specification
• Evaluate all options to business requirements
• Use standard products and find a similar user site
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• Use a recognised project management methodology
• Ensure that there are sufficient resources from all sides
• Communicate progress to the management of all parties
• Investigate the likelihood and impact of risk occurrence
• In the first instance avoid risks
• Transfer risks to someone else who can deal with the risk better
• Accept risks if they are small
• Control risks and prepare contingency plans
• Carry out a continual review of risks during the life of the project or system

7.6 Tender Questionnaires
Consider the use of  a tender questionnaire to find out  details of  companies and whether they are
interested in tendering for, and capable of supplying, the required product. Then go out to tender based
on a restricted list of vetted potential suppliers.

Company details

Document the details of the companies interested in tendering:

• The name of the company
• Address for correspondence
• Named contact, position, phone, mobile and fax numbers
• Registered office address
• Type of company (sole trader, partnership, private limited, public limited)
• Names of directors, partners, company secretary
• Details of any involvement in any firm that has been liquidated or gone into receivership
• Details of any employment of the company by the organisation
• Details of any of any company relations to the organisation's senior management
• Involvement in other firms who provide services to the organisation

Technical references

Technical references of the company interested in tendering:

• Details of any deductions for damages in respect of any contract within the last three years
• Details of any contract terminated under the terms of the contract
• Details of any contract not renewed due to failure to perform to the terms of the contract
• Details of any damages awarded against the firm in respect of any break of contract in the last

three years
• Details of any award made against the firm by a tribunal or court dealing with employment matters 

in the last three years
• Details of any industrial action taken against the firm in the last three years

Contract references

Details of similar contracts won by the company interested in tendering:

• Contract title
• Name, address, organisation
• Contact and phone
• Type of work
• Capital or annual value of work
• Contract type (such as fixed cost, commission)
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• Start and end dates of contract

Contracts previously won

Details of similar contracts with the organisation won by the company interested in tendering:

• Contract title
• Department
• Contact name and phone
• Type of work
• Capital or annual value of work
• Contract type (such as fixed cost, commission)
• Start and end dates of contract

Contract guarantees

Details of contract guarantee schemes offered by the company interested in tendering:

• Name of organisation or scheme
• Registration or membership number
• Value of work guaranteed
• Date of expiry of membership

Financial information

Financial details of the company interested in tendering:
• Person responsible for financial matters
• Name and address of banker
• Audited company accounts  within  the last  12 months including balance sheet,  profit  and loss,

directors/ auditors report
• Details of any outstanding claims or litigation against the company
• VAT registration number

Liability insurances

Public, Employers and Contractors Liability insurances held by the company interested in tendering:

• Insurers
• Policy numbers
• Extent of cover
• Expiry dates
• Copies of the policies

7.7 Tendering
Having familiarised oneself with the market in the area of the required purchase organise the tendering
process, including the finalisation of the specification of requirements and the timescales envisaged,
using the assistance of a small panel of interested parties.

Tender process organisation

Manage the tendering process:

• Keep an audit trail of actions taken and results
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• Organise a small representative group to form a panel
• Ensure the panel has the required skills including application, IT, purchasing, financial and auditing
• Agree the responsibilities of the panel
• Agree the timetable for the tender process
• Use standard forms of tender questionnaire/tender/contract
• Follow the organisation's standard procedure for tendering
• Decide if it will be necessary to advertise in the European Journal

Tendering timetable

Organise and agree the whole tendering timetable:

• Date by which potential suppliers will be invited to express an interest
• Questionnaire deadline (for a restricted tender)
• Advertisement date
• Deadline for tender queries
• Tender deadline date and time
• Tender evaluation dates
• Date for selection of the preferred supplier

Tender invitation details

When drawing up a tender invitation consider using a tabular format with room for potential supplier
responses to criteria on the right:

• Use the functional requirements specification for the basis of the tender
• Produce a comprehensive specification to avoid an inability to compare tenders
• Avoid follow-up questions by using a comprehensive specification
• Ask suppliers to tender in a standard format to make comparison easier
• Ask for a model of part of the system if necessary and feasible
• Request reference sites of a similar size
• Enclose the organisation's security standards
• Outline the open systems conformity required
• Outline links with other systems, real-time and batch
• Request details of systems and networking software
• Request details of database software and its use of standard SQL
• Outline the support services required
• Outline the implementation support expected
• Outline the training requirements, location and method
• Request details of documentation available for support purposes
• Outline the hardware and network considerations
• Stipulate the system performance requirements and how that will be tested
• Stipulate the system availability and resilience requirements
• indicate the project management arrangements intended
• Request details of software warranty and maintenance
• Request details of any certification available for the software
• State the broad selection criteria to be used (but not the weightings)
• Indicate the key success factors and acceptance testing to be performed
• Request details of any of the organisation's accommodation, facilities and staff required
• Request details of the potential supplier's staffing for the project
• Outline the contract monitoring to be carried out
• State the costs summary format required
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Tendering procedures

Indicate the formal tendering procedures to the potential supplier:

• Give the project's name and an outline description
• State the tender closing date and time
• Indicate where tenders are to be returned he
• Outline the format of the tender and the number of copies required
• Give contact names and phone numbers for technical, application, administration queries
• Indicate the tender opening procedure and the method of evaluation
• Include Health & Safety conformance
• Outline any environmental factors that may be involved
• Outline the quality assurance expected from the supplier
• Outline the likely contract termination conditions
• Request details of similar work done in the past, being done now and being bid for
• Outline the draft contract terms and conditions
• Consider including the organisation's standard form of IT contract as guidance
• Include a tender invitation disclaimer re 'no commitment to accept any tender'
• If necessary, include a glossary of terms

Tender selection process

When preparing for the evaluation of tenders:

• Ensure that the evaluation process has been organised before the tenders return
• Organise formal tender opening by an independent body such as auditors or solicitors
• Pass the tenders to the original panel for evaluation
• Get incomplete responses sorted quickly in writing
• Check that tenders are arithmetically correct and complete
• Use random selection to reduce the shortlist if necessary
• Interview the suppliers posing the same questions if necessary
• Check on potential suppliers through the reference sites given
• Review the tender strategy if there has been a poor response

Tender evaluation

When evaluating tenders:

• Check and document the potential supplier's details
• Use the 'most economically advantageous tender' unless there is good reason
• Use input, process or output evaluation criteria, preferably output
• Consider a mixture of input and output criteria
• Use weightings against criteria to reflect more essential requirements
• Check the tender functionality proposed against the requirements specification
• Identify application and technical experience and the company's capacity to support
• Evaluate technical support and training proposed
• Understand the quality and performance intentions of the company
• Check the proposed project implementation plan for viability
• Ensure all elements of cost are covered by the price
• Select the preferred supplier and a standby
• Communicate the results to all of the potential suppliers and to management
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7.8 Contracting
The following paragraphs summarise advice on selecting and contacting with a package supplier.

When considering suppliers, their products and their services:

• Go for risk sharing with the supplier
• Consider popular products since these will have better support and a better life span
• Stick to your specification and selection criteria
• Decide whether the company understands and is committed to the product and is stable
• Visit a reference site that uses the same application version, and one which fits your criteria rather

than the supplier's
• Don't accept suppliers' benchmarks without analysis and practical proof
• Conduct an independent benchmark if only during pilot running and final implementation
• Link the payment profile to milestones in the project implementation plan

Contract contents

Preferably tie any application software, contract in with the supply of the hardware to avoid arguments
about who is responsible if there are response time or throughput problems with the system.

Having selected a preferred supplier and a standby use a standard form of contract suitable for IT:

• Use the organisation's standard form of contract if possible, rather than the supplier's, or use both
• Involve the organisation's legal department in the process
• Incorporate the organisation's financial regulations if any
• Detail the intended software supply, including systems software
• Specify the level of software maintenance and enhancements
• Include  supplier  services  such  as  project  management,  consultancy,  training,  data

capture/cleansing
• Include any expenses
• Detail hardware supply including networking
• Tie in the supply of application software to the supply of hardware
• Specify the level of hardware maintenance required
• Specify the system performance expected
• Include a technical specification covering benchmark and sign-off criteria
• Document the acceptance testing to be carried out
• Attach an outline project plan
• Agree a payment plan linked to the milestones in the project plan
• Agree the action to be taken on failure to supply to the quality and time expected
• Include the conditions for contract termination
• Outline the method of dealing with any contract variations
• Include the functional requirements specification as an appendix
• Don't forget the sanity clause!
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8.  STAFF MANAGEMENT

This chapter deals with human resources, which includes the management of both staff and one's own
career.  Generally, managers should concentrate on carrying out their management functions, and not
get involved in detailed work, which may lead to neglect of some duties, particularly those disliked.

The chapter outlines the functions of a manager, team leadership, stress recognition and management,
grievance and disciplinary procedures, team management, and staff development and training.  It also
covers staff appraisals, recognising managers' skills, upwards appraisal and the recruitment of staff.
Issues concerned with one's own career include job hunting, managing oneself and socialising.

8.1 Management Functions

Management of the various operational areas covers planning activities, organising the execution of
those activities, providing direction and guidance for staff and controlling and reporting on the activities.
Management duties also include deciding on strategic direction, providing a safe working environment,
managing  staff,  managing  the  customer  relationship  and  monitoring  the  performance  of  the
organisation.

Management methods

There are various approaches to management and it will be appropriate to use a combination according
to the circumstances:

• Management by delegation by providing information, resources and support, backing decisions and
feedback

• Management by objectives by agreeing goals and monitoring progress against them
• Management auditing by analysis of the effectiveness of work outcomes
• Management by exception by receiving brief reports except when there are problems
• Management by budget monitoring
• Performance appraisal through an analysis of successes and failures
• Ratio analysis over a period of time by comparing two key indicators such as sales against bad

debts
• Standard costing whereby actual costs are compared with estimated costs

Management functions

Management functions include:

• Deciding on strategic direction for the organisation and gaining support for it (see Chapter 2)
• Providing and maintaining a healthy and safe working environment for employees
• Providing direction to staff
• Forecasting future staffing needs, recruiting and dismissing staff
• Evaluating and developing staff and negotiating pay or other rewards
• Managing customer relationships
• Planning activities and the use of resources
• Organising the execution of the activities
• Controlling and reporting on the activities
• Evaluating the organisation's overall performance and quality
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Operational areas

An IT manager may control one or more of the following operational areas:

• Administration
• Customer care and standards
• Finance
• Help desk
• Marketing
• Operational production
• Personnel
• Purchasing
• Requirements analysis and system acquisition/production
• Sales
• Stores and assets

Management planning activities

Management planning activities include:

• Forecasting work
• Scheduling work
• Setting standards for work
• Planning projects
• Staffing projects
• Setting targets for staff
• Planning materials
• Planning facilities
• Planning the budget
• Deciding what internal management reports are required
• Reviewing old systems on a regular basis

Organising projects

When organising projects as a manager:

• Define and agree the objectives of the project or organisation
• Identify and analyse the activities needed to achieve the objectives
• Break down the activities into measurable tasks
• Allocate staff with the appropriate skills to carry out the tasks
• Obtain agreement from managers on achievable goals for the tasks
• Provide for the management and co-ordination of the activities
• Establish communication and reporting meetings

Decision making skills

All  managers are continually having to make judgements and it  is  useful  to  consider  how best  to
prepare for critical decisions:

• Ensure the decision is your problem; otherwise pass it to the appropriate person
• Allow sufficient time for decision making and agreement
• Consult with those affected before and during making decisions
• Understand the problem, the reason and the type of decision needed
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• Research to see if the problem has occurred before
• Decide what are the issues and prioritise them
• Decide what are the key objective criteria for the decision
• Break down the problem into smaller elements
• Gather and analyse information to enable a decision to be made, including from databases
• Consider options to solve the problem and precedents
• Assess the risks and impact of each option and how they can be dealt with
• Eliminate unacceptable options and keep other options open
• Take advice on difficult decisions and consider how to deal with worst cases
• Occasionally it may be useful to 'leave options open'; that is postpone the main decision
• Decide on the safest and the best option and agree persons to implement it and the timescales
• Consider how to deal with any risks by preparing a contingency plan
• Make decisions known to management and staff as soon as possible
• Justify decisions, usually in writing, certainly in note form for future reference
• Implement the preferred option, involving those affected
• Monitor the results, review the decision in the light of the results, and learn lessons

8.2 Politics in Management
It is essential to understand the politics of the whole organisation, to use good politics in dealings with
others and to discourage bad politics:

Good politics

Use good politics in dealings with the organisation:

• Identify stakeholders, decision-makers and their leaders
• Form good relationships with the stakeholders and decision makers
• Keep the stakeholders and decision makers informed
• Reconcile stakeholders' issues with those of the decision makers
• Disclose the appropriate information to stakeholders
• Make deals of mutual benefit to both sides

Politics to be stopped

Discourage bad politics both within the IT organisation and within the whole organisation:

• Discourage secret meetings
• Avoid asking for and carrying out favours
• Avoid hidden decisions
• Don't argue via official memos (it's better to meet, phone or email)
• Avoid passing the buck
• Discourage the open criticism of colleagues, especially to or in front of customers
• Stop rumours circulating

8.3 Team Management
Team managers are responsible for the delivery of services and for the staff involved and are facilitators
for their teams.  Team management involves regularly analysing, prioritising and planning work in hand
and potential new work.  It also means keeping the team busy by scheduling and agreeing workloads,
giving the appropriate feedback to staff, monitoring progress against targets, reporting on the progress
of tasks by staff and analysing the work done for management reporting purposes.
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Resource planning

When planning the use of staff resources:

• Document the work in hand and already authorised (whether new work, enhancements or support)
• Estimate the resources required for each job, staff involved and percentage of their available time
• Document the free resources still to be scheduled
• Consider and list any other potential work that may arise or needs to be sought

Work scheduling and monitoring

When planning and scheduling work for staff:

• List and prioritise the work to be allocated and determine the timescales
• Plan the allocation of work according to who is free and the skills required to do the job
• Share interesting and routine work, and provide opportunities
• Clearly define what is required, prioritise it and agree deadlines preferably in writing
• Go over the work with the individual rather than just sending a message
• Supervise and monitor the work to ensure quality and timescales
• Keep yourself freed up to do the manager's job properly

Feedback handling

When giving feedback to staff on work:

• Give feedback early to enable action to be taken
• Ensure feedback is clear, accurate, specific, concise but usable
• Be positive to reinforce good practice
• Go over work methods rather than personal issues
• Avoid direct confrontation except as a last resort
• Use negative feedback to correct bad behaviour, but don't be destructive
• Sandwich unpleasant feedback between positive feedback

Staff report contents

Produce formal staff target progress reports monthly consisting of:

• The person involved
• Targets agreed with timescales
• Percentages of targets expected
• Percentages of targets achieved
• Comments

Work analysis

Analyse work done by individual members of the team and the team as a whole for the current month
and cumulatively for the year for type of work.  Produce resource planning reports monthly, consisting
of  weeks estimated for  the next  six  months,  using 75% to 80% loading for  staff  to  allow for  staff
overheads including leave and sickness.

Types of work could include:

• Support for existing systems
• Clearance of problems in existing work
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• Legislation/minor enhancements to existing systems
• Investigation of potential new projects
• Projects authorised by management and being implemented
• Overheads such as leave and sickness

8.4 Team Leadership
Good team leadership  is  about  developing specific  leadership  skills.   Clear  thinking  and analysis,
motivating staff  and managing their performance are paramount.   Dealing with inefficiency and the
causes and effects of stress are also vital. It is important to provide opportunities for staff by delegating
appropriate work.

Leadership attitude

Use the following leadership guidelines:

• Abandon old methods of working if they are no longer relevant and try new ones
• Be good at managing marketing
• Be good at oral and written communications
• Be good at planning and the control of plans
• Be motivated by achievement
• Be reliable and adaptable
• Be willing to involve and encourage others
• Believe in yourself and your staff
• Build the team and work as part of the team
• Deal with conflict, bad news or unpleasant issues
• Deal with financial, project and contract management
• Establish and encourage high standards
• Generate enthusiasm
• Have a belief in the projects in hand
• Have a positive attitude
• Have the imagination to see opportunities
• Manage change well
• Manage staff well
• Network with contacts
• Organise and motivate yourself and others
• Provide a role model for other staff

Leadership actions

Take the following actions as a leader:

• Communicate relevant issues to staff and other teams
• Deliver promises and don't promise things that can't be delivered
• Develop an ability to determine strategic direction and objectives
• Discuss successes and new ideas
• Encourage team members to support each other
• Keep team members fully occupied to free up yourself to manage
• Make clear confident decisions after time for thought and consultation
• Produce management reports that are tailored, well-presented and timely
• Provide staff and management with the reports and feedback they need, but don't overload them
• Recognise that others may have good ideas and support them
• Re-plan the provision and use of staff, finance and materials resources on a regular basis
• Show a willingness to take risks when they have been properly assessed
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• Show integrity and understanding to encourage colleagues to have faith in you
• Walk about work areas occasionally and see all operations in action

Motivation of staff

It has been said that people have five basic needs: physiological (food, clothing, shelter, etc), safety,
social, esteem and self-fulfilment.

Keep these needs in mind when deciding how to motivate staff, remembering that only some of these
are provided by a salary:

• Consider following the standards for 'Investors In People'
• Provide a pleasant working environment and re-decorate reasonably frequently
• Persuade and guide staff rather than force them to carry out work
• Get team commitment to the main tasks in hand and the deadlines required
• Share enthusiasm for jobs with staff and keep promises
• Share interesting and uninteresting work and rotate staff
• Keep staff busy but happy to avoid loss of drive and interest
• Set demanding but achievable targets for the team and for individuals
• Set and agree tasks, priorities and timescales with the team and with individuals
• Carry out formal monitoring against team and individuals' targets
• Give non-financial rewards including a hand-written note, training, equipment
• Counsel team members if problems occur
• Take early steps to avoid and resolve conflict
• Accept and give constructive criticism whilst remaining calm
• Agree corrective action to problems
• Be friendly, reasonable, honest, clear, show trust
• Socialise with the team and treat them to lunch occasionally
• Allow some relaxation during working hours so long as targets are met
• Develop, publish and monitor standards and guidelines
• Keep staff informed, but don't overload them with information
• Watch for lack of motivation causing absenteeism
• Pay the appropriate salary and provide good working conditions

Empowering staff

To spread workloads, to enable experience to be gained and to give the best service to the customer:

• Design jobs to enable staff to use their skills and obtain satisfaction
• Ensure managers have the appropriate leadership skills and training
• Position the manager's work space close to the team to enable support to be given
• Make sub-managers accountable and be clear about their duties
• Involve sub-managers in the whole management of the team
• Empower staff to take opportunities and set themselves stretching tasks
• Involve team members early on in planning, and explain how jobs fit into the overall picture
• Allocate suitable work to staff according to their abilities, but allow staff some initiative
• Ensure that a task is owned and completed by one person
• Hold short regular team meetings on projects' progress regularly
• Provide formal reports to management on staff resource planning and progress regularly
• Hold weekly meetings with individuals and give constructive comments on progress
• Praise staff and the team where work has been done well and targets met
• Provide feedback on performance and help analyse failures and action to be taken
• Display team progress in graphical form and update at least weekly
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• Encourage staff to be part of the team and support them
• Encourage the discussion of ideas within the team for improving the business processes
• Carry out both regular and irregular appraisals and discussion of career progression
• Ensure that there are opportunities for career development
• To develop skills provide support and guidance, and formal and informal training
• Consult with and brief team members on decisions and changes affecting them
• Circulate relevant bulletins including the work done by the whole organisation and staff
• Use IT to improve communications, for example mailing lists

Delegation of work

When considering staff workloads:

• Plan your own work to use your particular skills
• Delegate routine and less critical tasks to concentrate on the main issues
• Delegate work to staff according to their ability, discussing first in draft form
• Delegate specialist tasks to those who have the skills or need to develop them
• Explain what work needs doing, why, priorities, costs, resources and the date it's needed
• Put delegated work in writing to avoid misunderstandings, but leave scope for initiative
• Inform staff of the authority they have for decisions and what needs to be referred back
• Explain how you will guide and monitor them and what reports are expected back and when
• Don't interfere unnecessarily but have contingency plans and keep customers informed /
• Delegate budgetary responsibilities to appropriate managers
• Log delegated work, monitor progress and the success of the delegation process
• Ask people who raise issues to suggest solutions to those issues

Performance management

To improve the work performance of staff:

• Analyse their strengths, weaknesses, opportunities and threats
• Maximise strengths and opportunities by building on them
• Minimise weaknesses and threats by setting goals to address them
• Develop problem-solving and decision-making skills
• Carry out regular staff reviews to help with career development
• Compare actual project costs, income and performance with estimates and take action if necessary
• Carry out regular audits of the operational procedures of the organisation

Inefficiency management

When inefficiencies with staff have been identified:

• Document the problems and approach the person with the facts
• Go over the problems with the person and spell out the impact
• Possible impacts will include the effect on customers and other staff
• Make the position clear, but offer help; don't allow the employee to bluff
• Identify the causes such as poor  direction,  laziness,  distractions,  lack  of  motivation,  overwork,

personal problems, lack of loyalty, lack of time management, lack of prioritisation, stress
• Concentrate on dealing with objective issues rather then emotional ones
• Consider short and long-term solutions including moving the person to another area
• Consider training, coaching and job redesign
• Tackle lazy staff by setting mutually agreed deadlines on a weekly basis or daily if necessary
• Eliminate underachievement to avoid the business being affected

106



Difficult staff

There are going to be lots of reasons for having to cope with difficult staff, humans being what they are:

• There may be personal, psychological or cultural problems as the root cause
• Ways to deal with them must be found to avoid affecting other staff and the business
• Use first name terms to help with relationships
• Get to know how to handle specific people by understanding how they respond best
• Give any warranted attention and praise to reinforce good work
• Monitor their work closely and consider discipline for poor behaviour

8.5 Stress Management

Stress causes poor productivity and needs to be recognised through the symptoms displayed, whether 
in oneself or in others.  The causes need to be identified and action taken to relieve the stress.

Stress symptoms

Some of the symptoms of stress in oneself or in others are:

• Aggressive behaviour
• Complaints about work quality
• Immotional and shaky speech
• Erratic behaviour
• Excessive use of medicines
• Fatigue
• Fed up with life
• Frustration over failure to get results
• Full diary for weeks ahead
• Full in-tray and an inability to deal with it
• Going home late consistently and working extra hours
• Headaches
• Ill-prepared for meetings
• Inability to set and follow priorities
• Increased sickness and absence
• Increased smoking
• Increased staff turnover
• Increased use of alcohol
• Insomnia
• Irritation with colleagues
• Loss of confidence in oneself
• Loss of memory or concentration
• Low productivity
• No time for holidays
• Not taking exercise
• Not taking part in domestic or social life
• Over-emotional behaviour
• Personality clashes
• Taking work home
• Unkempt appearance
• Unwillingness to discuss problems
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Stress causes

The basic causes of stress may be:

• A conflict of interests
• External issues such as domestic problems
• Job insecurity or status or career
• Lack of clarity of work requirements
• Not coping with change
• Poor job description
• Poor management
• Relationship problems
• Too much responsibility
• Working conditions
• Workload

Stress management of staff

When stress in an employee has been recognised:

• Analyse the cause of the stress and find ways to change it
• Avoid situations that cause stress such as personal conflict
• Consider moving the person to other areas or duties
• Use appropriate staff to counsel the employee
• Clarify job roles to avoid ambiguity
• Provide training in management techniques
• Empower employees in the appropriate roles they can cope with
• Set and agree realistic priorities and targets
• Appraise strengths and weaknesses, and deal with weaknesses
• Allow discussion of problems when appraising staff
• Let people know they are valued
• Motivate others through good practice and coaching
• Discourage a culture of staying late at work or taking work home
• Be flexible with staff with other responsibilities

Stress management of oneself

Find ways of reducing stress in oneself:

• Don't try to be perfect
• Prioritise work
• Limit the number of tasks taken on and complete some before taking on others
• Don't take on workloads that can't be coped with
• Don't take on other people's problems
• Use time management techniques
• Find time to plan ahead, prioritise work and review it regularly
• Develop additional skills to increase your skill
• Build good relationships with colleagues
• Don't take work home or work late regularly
• Delegate work to the appropriate people
• Raise and discuss problems of communication with colleagues
• Work near a window and not in isolation, rearrange your work space and keep your desk tidy
• Take small, regular, healthy meals and take exercise at lunch time
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• Find time to sleep, exercise, relax and have interests away from the job
• Find a balance between the job, family, friends, hobbies and other interests
• Relax regularly with a comedy television or radio programme
• Organise regular holidays as part of work planning and stick to the dates
• Consider a change of job and try to get one close to your hobby

8.6 Grievance, Disciplinary and Dismissal
Follow grievance, disciplinary and dismissal procedures carefully to avoid problems with other staff and
to avoid litigation.  In the first  instance avoid problems through good management,  but don't  allow
unacceptable behaviour  to  undermine your  authority,  affect  other  staff,  lose customers or  do other
damage to the IT organisation.

Grievances

Grievances may be caused by external factors such as the workplace or distress caused by conflicts:

• Make the organisation's grievance procedures available to all staff
• Implement the procedures carefully
• Deal with grievances without delay to avoid further problems
• Get help if you are unfamiliar with the procedures
• Ensure that the supervisor has been consulted in the first place
• Arrange a mutually convenient time to meet with the member of staff
• Use an independent chairperson
• Bring in an observer such as the supervisor and invite the staff member to have a representative
• Assemble the facts, don't be biased and investigate the reasons
• Take notes for the staff file during the interview and give a typed copy to the member of staff
• Allow an appeals procedure to go to higher management/trade union

Disciplinary procedures

When  a  member  of  staff  behaves  in  an  unacceptable  way  and  the  situation  requires  a  formal
disciplinary  process  for  reasons  such  as  gross  misconduct,  consistently  poor  performance  or
unwarranted poor attendance:

• Make the organisation's disciplinary procedures available to all staff
• Implement the procedures carefully
• Get help if you are unfamiliar with the procedures
• Arrange a mutually convenient time to meet with the member of staff
• Use an independent chairperson
• Bring in an observer and invite the staff member to have a representative
• Assemble the facts, bring witnesses if serious, and don't be biased
• Take notes for the staff file during the interview and give a typed copy to the member of staff
• Allow an appeals procedure to go to higher management/trade union

Disciplinary penalties

The formal procedures need to be carried out on each occasion including for gross misconduct.  It is
usual to escalate disciplinary penalties (unless gross misconduct has occurred) and possible outcomes
of hearings may be:

• A verbal warning
• Formal written warning
• Final written warning
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• Suspension with or without pay during the investigation
• Transfer to another part of the organisation
• Dismissal with notice or pay in lieu of notice
• Instant  dismissal for gross misconduct  (such as drugs, drunkenness,  fraud,  stealing,  sabotage,

assault)

Dismissal

If it is decided to dismiss a member of staff, involve the personnel section:

• Follow the organisation's procedures carefully and be sure of your grounds
• Get help if you are unfamiliar with the procedures
• Bring in an observer such as personnel and rehearse the procedures
• Be sure of the reasons (eg consistently poor performance, gross misconduct) and be fair
• Carry out the dismissal verbally and in writing
• Agree on an early date to leave, preferable immediately with pay in lieu of notice
• Keep  the  person  under  supervision,  and  escort  them  out  of  the  building  with  their  personal

belongings instantly in the case of misconduct
• Keep staff informed, but observe any confidentialities

8.7 Staff development
Staff  development  can  take many forms,  the  main  ones  being  working  with  others,  learning  from
experience, studying and formal training. Overtime use appropriate combinations of ways of developing
staff.

Staff development

There are benefits both to the IT organisation and to individuals in improving their skills and ways to
improve include:

• Allow staff opportunities to train others
• Allow staff to attend relevant seminars
• Allow staff to participate in special projects
• Consider allowing college study for relevant subjects
• Consider computer-assisted learning
• Consider following the standards for Investors In People
• Consider secondment to other areas
• Delegate work to staff who need the experience and are capable
• Enable covering for colleagues
• Enable job swapping and rotation of jobs
• Enable participation in formal meetings
• Enable some risk-taking in a managed situation
• Enable the study of other businesses
• Enable working in a group of staff with mixed skills
• Encourage staff to assess their own progress through informal reviews
• Give constructive feedback on mistakes
• Involve staff in the recruitment process
• Involve staff in think tanks and working groups
• Make reading material relevant to the job available
• Obtain feedback on staff from customers and management
• Organise informal group discussions
• Provide best practice models of work
• Provide experience on the job
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• Provide formal training at the appropriate time
• Provide personal coaching or mentoring
• Within reason, allow staff to train for their own career development, not just the organisation

8.8 Staff training
Formal training of staff needs to be on-going where appropriate to the job, at the correct level, following
analysis and discussion of needs with those involved, and where staff can immediately make use of it.

Most  of  the  subjects  in  this  handbook  are  potential  areas  for  training,  but  the  needs  of  the  IT
organisation must also be considered.  Draw up a training plan addressing those needs, get it agreed
with staff and management, implement it and record the action taken and results.

In some areas the training can be organised internally using suitably experienced staff, which will give
those staff  opportunities.   In other cases external training will  need to be brought  in and a budget
identified. Either way sit in on some of the training to assess its quality.

Training plan production

When drawing up a staff training plan:

• Document the business objectives leading to the training needs
• List the training areas required
• Allocate training in small doses rather than too concentrated
• Identify the staff to be trained (and give fair opportunities)
• Set target dates for training
• Produce a detailed specification of the training required
• Identify potential suppliers of the training and costs
• Consider tailored training if courses are not available
• Check out the previous experience of the potential suppliers
• Identify the best training facilities, preferably off the IT site
• Consider the use of Lulu for printing training guides
• Use role play as part of training
• Estimate the external and internal days and costs and identify the budget
• Negotiate and agree the needs with management
• Agree the needs with the staff to be trained
• Schedule the training to be 'just in time' so that work is immediately available Training potential 

areas

Training potential areas

Specifically, training or workshops may be useful in the following areas within the IT organisation:

• Business and systems analysis
• Fourth Generation Language development
• Windows, Internet, HTML, Java, Unix
• Relational databases and their management
• Management reporting tools
• Networks and their management
• The PC Office suite adopted as a standard for the organisation Training documentation

Maintain the following documentation for training given:

• Training specifications (objectives, subjects covered, pre-requisites, duration)
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• Training notification to staff form
• Training feedback from staff form (and obtain verbal feedback)
• Training history matrix for each member of staff (or hold it as part of a skills database)

8.9 Staff Appraisals

Staff performance appraisals will help individuals to improve their effectiveness, and will identify training
and development needs, and thus ensure that the IT organisation has a skills resource.  The appraisal
should  demonstrate the value of  work done well,  identify and build  on strengths,  and identify and
address areas of weakness.  It should also identify training needs, address any relationship problems,
and provide planning information.

When addressing weak areas,  identify two or three to be tackled,  set  goals,  seek opportunities to
enable staff to gain experience in these areas, and monitor progress regularly.

Organise the appropriate line managers to carry out regular appraisals of job performance, perhaps a
formal one annually or biannually with progress reviews quarterly.  To be effective the appraisal process
must be objective and acceptable to all parties.

Ideally appraisal should not be linked to pay, but sometimes it is inevitable that a similar process has to
be gone through for pay purposes, and a way of combining the two needs to be found.

Where the appraisal is not to be a formal one, hold a review with the person, with the emphasis on joint
evaluation of progress, problems and targets for the future.

Staff appraisal outline

The following summarises a possible scenario for staff appraisal:

• Determine the appraisal timetable well ahead allowing sufficient time for appraisal/discussion
• Organise the line managers or supervisors to carry out the appraisal
• Agree over what period the appraisal is to be carried out (such as six months)
• Agree the skills required for each job (see the person specification) and their levels
• skill levels must be objective and measurable for each skill
• Agree two or three non-routine key tasks for each member of staff based on these skills
• Agree with the individual how achievement of these tasks will be measured
• Identify opportunities to achieve these targets with each individual
• Identify possible barriers and what can be done about them
• At the end of the period collect evidence of achievement for each member of staff
• Obtain written self-appraisals from individuals on progress against the key tasks
• Organise line managers to interview each member of their team about the key tasks
• At the interview also consider the staff strengths, weaknesses, opportunities needed
• Obtain written line managers' appraisals of their staff and reconcile differences
• Standardise appraisals across groups to minimise misjudgements
• Document the results and their effectiveness for each individual
• Set new targets (don't set too many) based on weak areas for each person
• Document the proposed action including any training required
• Demonstrate evidence for any enhancement for individuals if the appraisal is linked to pay
• Summarise the results for management purposes
• Keep a matrix of staff skills identified in the allocation of work

Skills: general

The measurement of general skills (skills  plus experience) may be relevant  in some situations and
these include:
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• Analysing
• Planning
• Organising
• Managing
• Decision making
• Communicating
• Social skills

Skills: specific

Detailed skills for IT staff should be those in the person specifications linked to the job descriptions.
Some potential skills (which could also be used in a skills database) include:

• Accountancy
• Budget management
• Business analysis
• Change management
• Contracting
• Customer care
• Database management
• Decision making
• Documentation production
• Estimating
• Internet/intranet development
• Management reporting
• Marketing
• Meetings management
• Negotiating
• Network skills
• Operations
• Package evaluation
• Presentations
• Programming in various languages
• Project management
• Recruitment
• Report production
• Spreadsheets
• Staff appraisal
• Staff development
• Standards setting and monitoring
• System design and development
• Systems analysis
• Team management
• Technical expertise
• Tendering
• Training
• Work management
• Unix
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Skill scales

Develop a few objective levels of skill which are specific, measurable and achievable when setting out
criteria, possibly to assist with fixing pay scales, with levels such as:

Skill level achieved Level code

No knowledge of the skill 0

A general knowledge through reading or training, but no practical experience 1

A small amount of practical experience through one or two projects 2

Considerable experience through several projects over at least two years 3

Considered to be an expert in the field and has trained others 4

Under-achievement management

Where there are problems with underachievement deal with it in a positive but firm way to avoid the IT
organisation being affected:

• Praise staff where warranted and thank them for work completed to a good standard
• Make any underachievement position clear to the person, but offer help
• Concentrate on measurable issues rather then emotional ones
• Identify the causes of the problems, but don't allow staff to bluff
• Possible causes include poor management such as imposed systems
• Consider training, coaching, job redesign
• Tackle lazy staff by setting mutually agreed deadlines on a weekly basis, daily if necessary

8.10 Managers' skills
Managers'  skills  can  be  based  on  (i)  having  the  knowledge  (knowing  what  through  training  and
experience), (ii) having the skill  (knowing how), and (iii) having the right attitude and understanding
(knowing why).

Managers' skills

Managers need to:

• Apply systems thinking and analysis to problems
• Be able and competent to manage change Behave commercially
• Be a team player
• Exercise general management skills
• Know how to apply information technology to the business
• Know how to exploit business information and opportunities
• Manage finance
• Manage human resources
• Manage operations
• Manage relationships well

Behaving commercially

To act in a business-like way:
• Understand commercial business practices
• Work towards achieving the objectives of the IT organisation
• Focus on customers and the services they want
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• Understand customers' businesses and the services they themselves supply
• Understand the IT business context within customer organisations
• Be profit and cash conscious and supply quality products and services
• Understand the competition in the relevant commercial sector
• Understand and keep up to date on electronic commerce

Giving orders

When giving orders to employees:

• Ensure staff and their support structures are in place
• Use methodical and practical approaches to obtaining work from staff
• Consult with staff before giving orders and give them the reasons
• Set out clear goals to staff
• Don't necessarily over-praise staff
• Give instructions personally and back them up in writing
• Ensure staff understand the requirements of tasks set
• Ensure staff have the tools to carry out the job
• Think through outline plans for projects and staff beforehand
• Don't make unrealistic suggestions to staff as solutions to problems
• If you cannot think on your feet, prepare better for meetings with staff

8.11 Appraisal of Managers
The appraisal of managers' can be carried out by the measurement of achievement within four groups
of skills: (i) managing a quality service, (ii) managing resources, (iii) managing staff and (iv) managing
oneself.

Managing a quality service

To deliver a quality service:

• Use standards and monitor their effectiveness
• Continually review customer needs and awareness
• Monitor to ensure that operational production complies with specifications
• Make decisions based on objective criteria
• Be aware of the context in which the service is being managed
• Review and assess the services provided on a regular basis

Managing resources

When managing staff and financial resources to deliver an overall service plan:

• Evaluate and plan the service delivery required
• Analyse resources and funding to maximise the use of resources
• Prioritise activities and ensure service delivery at the agreed quality and time
• Control the budget and be accountable through reporting back

Managing staff

When managing staff:

• Motivate staff and review their roles, responsibilities and performance
• Communicate vision, business plans, objectives and standards

115



• Listen to and support staff
• Delegate responsibility where appropriate
• Encourage team building to utilise skills and experience in projects
• Assess and provide training and coaching to staff
• Create effective working relationships with all contacts

Managing self

To be an effective manager:

• Be clear about the role and responsibilities of the post
• Prioritise and manage your personal workload satisfactorily
• Carry out self development to enhance your performance

8.12 Upwards Appraisal
Get  feedback  of  the  perception  of  management  by  staff  through  regular  surveys  produced  by
independent body.

The following are some of the objective ways to recognise management success:

Business planning

When carrying out business planning good managers will:

• Show goals and objectives in written business plans
• Assess and identify the resources required to achieve the business goals
• Assess the training and development required to achieve the goals
• Explain the broad aims and objectives of the organisation and plans to staff
• Communicate with employees on a regular basis

Training and development

In terms of training and development, good managers will:

• Introduce new employees into the organisation effectively through induction training
• Organise the training and development needed for new employees to do their jobs
• Understand the benefits of training and development
• Where appropriate link training to externally recognised standards
• Review training and development needs against the business objectives regularly
• Give opportunities to staff to discuss training and development needs regularly
• Involve individuals in agreeing the objectives and outcomes of any training and development
• Ensure training actually takes place where the need is identified
• Review the effectiveness of any training undertaken

8.13 Recruitment of Staff
Involve suitable staff in the recruitment process to motivate them, give them experience and encourage 
them to share responsibility. Plan the recruitment process carefully, formulate and agree the job 
description and the person specification, carry out the interview processes and select the most 
appropriate candidate.

Recruitment process

Plan for recruitment along the following lines:
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• Follow the organisation's recognised recruitment procedures
• To manage the recruitment process, form a panel of two or three including the post's manager
• Agree the overall timetable with the panel
• Agree the job description (the tasks required of the job)
• Agree the person specification (the skills required to carry out the tasks)
• Agree the advertisement and propose suitably targeted publications
• Agree the job description, person specification and advertisement with Human Resources
• Number and record the applications forms sent out with the date
• Record the applications received with the date
• Shortlist the applications received
• Agree the interview dates and times
• Notify shortlisted persons
• Notify shortlist failures if necessary
• Agree the questions for the interview based on the essential skills for the job
• Agree and document model answers
• Book a suitable interview room
• Arrange any disabled persons' needs
• Carry out the interviews, notifying Reception to expect the candidates
• Make offers, request references, arrange medicals
• Negotiate informal offer acceptances by phone
• Obtain formal written offer acceptances
• Notify Human Resources
• Notify existing staff of the result
• Notify interview failures

Job description formulation

When drawing up a job description:

• Provide a coherent series of related tasks for the job
• Ensure that the main tasks and responsibilities are clear
• Enable various skills to be used and opportunities to occur
• Include responsibility for the outcome of work and meeting mutually agreed deadlines
• Allow motivation, a degree of flexibility and a degree of own decision-making
• Enable contributions to the organisation and the job
• Provide a challenge and visible long-term goals
• Provide opportunities for learning, career development and training

Job description outline

When drawing up the detailed job description:

• Use a standard format for the job description for the whole organisation
• Give the organisation name and its business
• Give the job title and reference, the department, the location of the job
• Describe the purpose of the job and its position in the organisation
• Give the main responsibilities of the job grouped into logical functions
• Indicate the salary range and any other benefits
• Give the manager or supervisor title
• List the titles of staff the post is responsible for
• List the main internal and external contacts
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Person specification

Use the job description to derive the attributes of the person needed to carry out the job:

• Use a standard format for the person specification for the whole organisation
• Give the job title and reference
• List the essential and desirable education required for the job
• Devise the skills for the job from a standard list for all staff that is also used in appraisals
• List the essential and desirable skills required for the job and the method of assessment
• List the essential/desirable experience/qualifications required and method of assessment
• List any other requirements of the job (such as travelling) and method of assessment
• Don't ask for age, sex, religion, race, marital status or family details
• Include an Equal Opportunities statement
• Ask applicants to respond to the person specification under each heading in order, rather than to 

the job description

Advertising for staff

Produce a concise advertisement from the key points in the job description and person specification,
targeting the audience required:

• Decide on the best medium to target the staff required
• Start with the organisation name
• Give the department and its business
• Give the job title and reference
• Describe the purpose of the job and its position in the organisation
• Describe the location of the job
• List the main responsibilities grouped into logical functions
• Indicate the salary range and any other benefits
• Describe the working environment
• List the essential/desirable education and skills required for the job
• List the essential/desirable experience/qualifications required for the job
• List any other job requirements (such as travelling)
• Provide an Equal Opportunities statement
• Give the methods of obtaining application forms, contact, phone, fax, email and web addresses
• Provide the deadline for applications

Shortlisting applicants

When shortlisting applications for a job:

• Receive applications (perhaps via Administration) and date and number them
• Enable all panel members to read all applications and come to their own conclusions
• Reject applications not meeting those essential requirements linked to the application form
• Convene the panel to decide how to reduce the rest to a manageable number (perhaps 10 per job)
• Consider the use of the desirable requirements if there are too many applications
• Reconsider the job description (and possibly the salary) if there are too few applications

Interview preparation

In preparing for interviewing the applicants:
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• Agree the interview dates and times, allowing sufficient time for discussion and breaks
• Decide who will welcome and look after the candidates during the interview process
• Notify shortlisted candidates of the date, time, location, disabled access, a contact, the agenda
• Consider requesting photographs of candidates to be interviewed to assist with their identification
• Notify shortlist failures if necessary
• Agree questions for the interview based on essential skills and who will ask what
• Decide whether to include written questions or exercises
• Agree and document model answers
• Book a suitable interview room
• Arrange any disabled persons' needs
• Notify Reception to expect the candidates

Interview process

During the process of interviewing applicants for a job:

• Put an 'Interviews: Do Not Disturb' notice on the door Consider the use of identity labels for the
panel Offer a drink to waiting candidates to help them relax

• Bring the candidate from the waiting area using the allocated welcome panel member Introduce the
candidate to the panel and put them at ease

• Explain the format of the interview
• Outline the structure of the IT organisation and any parent organisation
• Outline the objectives of the IT organisation and the type of work it does
• Explain the form of project groups and their work
• Review the job applied for and how that fits into the organisation
• Review the application form in date order, concentrating on the most recent activities
• Look for gaps in the dates and explore them
• Encourage the candidate to talk about past work and colleagues, why moving, why this job
• Ask open questions to enable further exploration with follow-up questions
• Find out what the candidate has researched about the organisation
• Ask the prepared questions, the easy ones first, and note the answers
• The person chairing the panel should ask the first question, but others should participate
• The whole panel should make brief notes of answers to questions, but warn the candidate
• Alternatively make the notes at the end of the interview to avoid distracting the candidate
• Ask any other questions about personal circumstances (but not family commitments)
• Decide whether to verify the candidate's qualifications Invite the candidate's questions
• Outline the procedure for successful candidates and the likely timescales
• Provide handouts about the organisation
• Explain the medical and Equal Opportunities procedures, references, probationary period
• Go over the salary range, pension, benefits, leave, working hours, any flexible hours, contingencies
• Explore the availability of the candidate
• Outline any interview or relocation expense schemes
• Provide a tour of the IT organisation for external candidates

Post-interview processes

Following the completion of the interviews the panel needs to:

• Review notes on all of the candidates-together (photographs will help to recall faces)
• Base decisions on the essential skills and the answers to questions used to explore them
• Consider the whole panel's views with the chairperson having a casting vote
• Use points scored to separate equal candidates, similar to skill scales in appraisals
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• Select a preferred candidate and a standby
• Inform failed internal candidates first to minimise de-motivation
• Negotiate informal offer acceptances by phone
• Make formal offers in writing, request references, send a new starter pack, arrange medicals
• Obtain formal offer acceptances in writing
• Ask Human Resources to prepare a contract of employment
• Notify existing staff of the result
• Notify interview failures
• Update any recruitment statistics kept
• Prepare to receive the new employee: desk, equipment, induction course and work

8.14 Job Seeking
Treat the process of seeking a job and being interviewed as a business process and carry out each 
stage of selling yourself in a professional way.

Job seeking preparation

In preparing to look for a job, analyse and document as follows:

• Consider looking for a job that is close to your hobby
• Be prepared for the process to be a fairly full-time job if you are to succeed
• Seek out contacts and present yourself to potential employers
• Maintain a detailed CV with personal details, education, training, employment, skills, interests
• Consider using a close friend to help you assess yourself and to help construct your detailed CV
• Identify, understand and document your skills, experience and achievements
• Record instances where you played a part in processes and projects and thus gained skills
• Identify the areas where you think there may be a future and one which you could enjoy
• In education include yearly grading for degrees, qualifications, dates, responsibilities
• In training include courses, dates, any qualifications gained
• For employment give job, employer, number of staff, manager's title, experience, leaving reason
• Identify skills and knowledge in terms of personal skills, communications, managing people, 

managing processes, problem solving and numerical, creative and practical skills
• List interests such as languages, keyboard skills, computers, driving, hobbies, sports, clubs, public 

service, public speaking, voluntary work

Job hunting

When looking for a job:

• Don't necessarily go for the big companies; you may improve your chances with smaller ones
• Consider applying to areas of low unemployment in terms of location and job
• Research via the Internet, newspapers, agencies, job fairs, trade publications, networking
• Go for several jobs together to give you as much choice as possible
• Spend as much time as possible each day and aim to contact several companies per week
• Contact  possible  referees  to  ask  permission  to  use  them and  who  may themselves  give  you

contacts
• Send your CV with a covering letter summarising your strong skills and their relevance to the job
• Maintain records of your research and letters to companies
• Follow up speculative mailshots and job applications with a phone call to prompt an interview

Job follow-up call

If making a speculative follow-up call for a job:
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• Make sure you have researched the company, eg via the Internet
• Announce yourself and the job and ask if it would be OK to talk (don't ask if not OK)
• Address the person by title and surname until invited to do otherwise
• Get attention, create interest, create a desire to know more, encourage action
• Find out about the job requirements if they are not already known
• Avoid discussing current or desired salary at this stage
• If there are no possible job openings ask for leads to other potential areas within the organisation
• Keep notes of the conversations on a company file

Job application completion

A good job application will make all the difference to getting shortlisted for a job:

• Produce a quality typed application since only the best will be considered
• Respond to the Person Specification if any rather than the Job Description
• Respond to each of the person specification requirements in their printed order
• Start with the requirement title and summarise the skill and experience required
• Describe how your skills and experience meet the skills required with examples
• Never just list your skills or training you have received since you need to be believed
• Type it out well and make it succinct and readable otherwise it will not be considered properly
• Ensure you have responded to the application fully by rereading the instructions and requirements
• Reread your application several times, putting yourself in the position of the interviewers
• Get someone else to proof-read your CV, application and covering letter
• Ask for referees to be contacted only if the interview is successful
• Check with the persons you are asking to be referees before quoting them
• Post the application at least three days before the deadline
• Only enclose a CV if invited to do so
• Don't just cross-reference answers to your CV or to other answers - respond to each requirement

Curriculum Vitae

When drawing up a CV to send with a covering letter and job application:

• Target the summary CV to the job being applied for
• Create by reference to the detailed CV kept in your job history file
• Give your name, address, telephone number, email at the top
• Consider a passport-sized photo, perhaps scanned in
• Start with a personal profile that promotes your talents in less than 100 words
• Put in a few emboldened sub-headings
• Make some use of bulleted lists, but illustrate how you attained your skills and experience
• Emphasise your achievements and problem-solving skills
• Classify yourself broadly to give better scope for obtaining different work
• Decide whether to use chronological or functional order
• List your education history, qualifications obtained and when
• Detail your work history and any professional qualifications obtained
• Give a training summary from a detailed record kept in your job history file
• List your top skills including languages and be prepared to support them
• List your hobbies, social interests, driving record and be prepared to support them
• Avoid mentioning your current or desired salary if possible
• Give two references (work related, personal; ask permission first)
• Keep the C V to one page if possible, two maximum, backed if possible, to avoid boring the reader
• Use common typefaces such as Times New Roman or Arial at 11 point
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• Use bold on headings only and don't use underline, italic, brackets or inverted commas
• Print laser-quality and send the original document, not a copy
• Get someone to proof-read it
• Post unstapled in an A4 envelope
• Keep your detailed CV up to date for the future

Interview preparation

Prepare thoroughly for an interview to ensure you give it your best shot:

• Research the business of the company you are applying to, so that you are familiar with them
• Make use of the Internet or use the library and find out their main products and services
• Phone the company secretary to obtain company literature
• Research the kind of work you are applying for and its ramifications
• Find a contact who already works in that area and get them to coach you
• Ascertain the main tasks and skills from the job description and the person specification
• Use these to pre-empt the questions and associated details, such as statistics which may arise
• Write down these questions and formulate answers that you can memorise
• Prepare two or three questions to ask that you think won't be covered (see below)
• If required prepare a presentation using a PC or overhead projector (see Managing Presentations

in Chapter 3)
• Make sure you and your clothes are clean and presentable
• Dress conservatively for the position applied for (find out about any dress code)
• Don't drink for 24 hours before and don't smoke for an hour before the interview
• Don't eat onions or garlic for 24 hours and chew a peppermint on the way to the interview
• Remember that first impressions count strongly
• Prepare a map and directions and ensure you are clear about these and the travel involved
• If at all possible travel to the location the day before and check out the route
• Arrive early at the location to allow for travel hold-ups and register just before the time due
• If part of the interview is group work make contact with other members of the group

Interview questions preparation

As well  as trying to forecast  the  questions  you may be asked that  are  directly  related to the job
description and person specification, think about the possible questions that often arise about your
ambitions and qualities and how you will respond, including:

• Why you want the job you have applied for
• What qualities you would bring to the job
• Why you want to leave your present job
• Your (positive) views on your present company
• Whether you work best on your own or as part of a group (both)
• Your best quality (such as dealing with people or technical skills)
• Your long-term ambitions

Interview questions to ask

Towards the end of the interview you may be asked if there are any questions you wish to ask and it is
best to take up the offer.  Often many of the areas you will think of will be covered during the interview
so that you need to have a few prepared in writing.

Pick up ideas from the section on 'effective organisations' in Chapter 2 and consider questions such as:

• Why is the job open?
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• How many others are being interviewed for the job and for how many posts?
• Where is the job located and what travel is involved?
• What would the first assignment of the job be?
• What formal or informal training will be provided?
• How is job performance evaluated?
• What potential is there in the job for career progression?
• What is the company's growth history and what are its future predictions?

Interview kit

You may need to take to the interview:

• A briefcase
• Company file and directions
• Contact phone numbers
• Copies of your CV in case they are needed
• Writing materials
• Work examples portfolio in case they are requested
• Any presentation required with overheads and handouts
• Job-related questions in writing to ask

Interview management

Management of the actual interview is critical and many decisions are made in the first few minutes of 
the interview:

• Make sure your mobile phone is switched off
• Walk in slowly, deliberately, head erect
• Wait to be asked to be seated following introductions
• Give a polite, firm handshake and smile
• Note the names of the panel and their positions in the organisation
• Don't smoke even if invited to, but accept a drink
• Look alert, don't fidget, don't look at your watch
• Smile, use good eye contact, don't fold your arms, keep an open attitude
• Address the panel by titles and surnames until invited to do otherwise
• Keep your head up and maintain reasonable eye contact without staring
• Be positive about your current and past employers
• Respond to questions initially to the person asking, but then include the other members of the

panel
• Listen to the questions, understand them and prepare a response route before answering
• Relax, respond succinctly but fully and to the point, speak clearly and reasonably slowly
• Consider whether the question asked is one you have forecasted
• Raise  the  points  about  the  company  you  have  rehearsed,  having  waited  to  see  if  they  are

answered
• Try to be positive even if your knowledge of the subject is weak
• Avoid asking about salary, holidays, benefits, an early decision
• At the end of the interview smile, thank the panel, shake hands and exit neatly
• If the interview included group work, consider going for a coffee with the group afterwards

Job application/interview tips

Some useful points to get over in the job application and interview are:
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• Interviewers will be looking for skills, personality, interest in the job
• Show that you are a willing worker and able to learn
• Show that you can be managed, that you are a team worker but are able to work on your own
• Illustrate good communication skills, confidence, motivation, drive, technical skills if confident
• Behave professionally

Job application rejection

If your job application gets rejected:

• Don't be put off by a rejection letter
• Get used to rejection and bounce back since employers prefer jolly people
• Phone the chairperson of the panel to get feedback on why you didn't get the job: persist with this
• Analyse why you weren't chosen on this occasion
• Compare the questions asked with those you prepared and improve your methodology
• Understand the need to get re-interviewed and use various ways to find work
• Use temporary or contract work to continue to get experience that may lead to a job
• Resist sliding back and continue training

Job offer

When you are offered a job:

• Spend 24 hours considering the offer
• Check the credentials of the company through Companies House and the Internet
• Get confirmation of your salary, starting date and any bonus arrangements
• Get the offer in writing before handing in your notice
• Consider waiting until references have been cleared before handing in your notice
• Ensure that any starting date proposed does not breach your current legal obligations
• Put your acceptance and any verbal agreements over the phone in writing

Working your notice

When you are leaving a job:

• Hand your notice in only when you have a written offer of a new job
• Negotiate an early release if possible, even if unpaid
• Accept that this is an interesting time of change, clear up your workload and make the most of it
• Continue to network with colleagues and contacts for possible future use
• Stick to the office rules and avoid sickness since you may still need a good reference
• Accept that you will be left out of meetings and other decision-making processes
• Leave verbal details and a written,report of your work for hand-over, and how to contact you
• Contact your new employer to see what preparation you can do such as background reading
• Don't disclose any secrets or damage systems of the present organisation
• Throw a final party inviting all colleagues and contacts

8.15 Managing Yourself
Managing yourself is about how to deal with appraisal, improving your skills, working effectively with
others, developing the right image and assertiveness, and managing your life.

Appraising staff

When appraising staff is one of your duties:

124



• Improve your own appraisal skills by training, reading and discussion of standards
• Develop staff to enhance their value to the organisation
• Adopt an attitude of striving for continuous development
• Provide guidelines to staff for future appraisals
• Appraise regularly such as quarterly and allow sufficient time such as an hour
• Set an agreed date and time and stick to it
• Prepare for the meeting by going over all papers beforehand
• Ensure that the appraisal is constructive and positive
• Use objective goals, measure progress towards them and discuss reasons for any failure
• Give praise where genuinely earned, but be sure you mean it
• Give constructive criticism where necessary, but don't put people down
• Get the person talking and explore relevant areas using your experience to coach
• Suggest ways to improve performance such as prioritisation, following standards, delegation
• Praise and build on strengths, and focus on weak areas to work on for the next appraisal
• Get the employee to summarise the intended actions with timescales and to document these
• Work towards putting the results of the appraisal in writing, but be sure of the content

Appraising yourself

When you are being appraised yourself:

• Work with your manager to ensure the appraisal is constructive and a success
• Prepare well using the guidelines provided and the goals agreed at the last appraisal
• Think where you want to get to, where you are now and how you will achieve the goal
• Be positive and don't take the opportunity to moan about the job and the organisation
• Summarise evidence of progress against targets
• Explore any bland statements given to obtain the reasons for them without anyone losing face
• Suggest training that will help both you and the organisation
• Keep your own notes of the meeting to check on any issued by the manager

Developing yourself

To assist with your career development:

• Know where you are now, where you want to go and how to get there
• Start planning early in your career
• Keep abreast of the organisation's successes or otherwise
• Accept that a career change may sometimes be necessary and not a bad thing
• Be realistic about your ambitions, strengths and weaknesses
• Read recommended subjects, generally keep well informed, discuss with colleagues and contacts
• Develop the grapevine to keep up with changes, technical issues etc
• Learn from your own experience
• Observe how experienced colleagues handle issues
• Ask for and look for opportunities to expand your skills
• Attend meetings, conferences, training courses, workshops
• Volunteer to take minutes and do them efficiently and effectively
• Take advantage of training in new areas
• Get relevant qualifications
• Review ways described under 'marketing methods' in Chapter 3

High achievement attainment

Use the following management strategies to attain high achievement:
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• Anticipate possible failures and have contingency plans
• Be able to sum up alternative solutions to problems and the preferred option and why
• Be loyal to the organisation
• Be prepared to discuss how tasks will be done
• Be prepared to make unpopular decisions
• Be prepared to take calculated risks, following risk assessment
• Concentrate on the organisation's central issues
• Convey clearly in writing what you want done by others, why and when
• Deal with failures, learn from them and get on with the next job
• Enlist supporters for battles and prepare them
• Ensure that your top priority jobs are dealt with first
• Have regular progress meetings with customers and sort out problems
• Get broad support for policies from influential people in the organisation
• Go to social functions
• Join a professional body and belong to useful clubs
• Monitor your own and staff performances and take corrective action
• Network with influential people including your senior managers
• Produce a project plan for longer tasks with milestones and deliverables
• Reconcile your own needs with those of the organisation
• Recruit the best staff who also work well in teams
• Regularly summarise progress on all issues to more senior managers
• Review your own and staff performance and correct shortcomings
• Set demanding but achievable targets
• Show enthusiasm for tasks and encourage others to do the same
• Show perseverance, determination, sideways thinking
• Strive for the next goal when the current one is under control
• Take opportunities to speak, train, coach, interview, do voluntary work
• Understand the organisation's finances, key tasks and politics
• Volunteer to take on other challenges
• Work for winners and use others you admire as role models

Image management

Examine your own image with a view to improving it:

• Analyse your own weaknesses, discuss with a close friend and take actions to improve them
• Be prepared to defend the organisation
• Build a strong team around you
• Develop a sense of humour, smile and thank people for actions they have taken
• Don't criticise colleagues or competitors, don't broadcast bad feelings
• Dress to suit the occasion since first impressions with customers are always important
• Ensure you contribute to the organisation fully and use opportunities to illustrate this
• Keep your desk tidy and generally present an organised image
• Present a positive image and not a negative one
• Review your presence and actions against people you respect and move in their direction
• Support junior members of the team
• Turn failures into a positive image by illustrating actions taken to avoid them in future
• Wear clean clothes and appear smart and polished

Assertiveness

Improve your confidence by being assertive without being aggressive:
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• Decide that you have worthwhile views on issues concerning your job
• Develop good working relationships with people
• Develop your own confidence through training and experience
• Don't accept unwarranted instruction or criticism without consideration and response
• Learn how to be assertive through negotiation without being aggressive or unpleasant
• Don't say 'sorry' unnecessarily
• Manage stressful situations through a logical approach and avoid feeling threatened
• Take opportunities to practise speaking in public, starting with short sessions

Working for others

When working for others:

• Agree achievable deadlines and meet them
• Agree any resources required and how you will obtain them
• Agree the time and budget required and monitor them on a regular basis
• Anticipate requirements through your knowledge of current and future issues
• Be loyal to your manager and provide support
• Be positive when responding to requests for work and let the customer decide
• Consult over critical issues that may seriously impact management
• Don't openly criticise your manager or colleagues or blame someone else
• Form a good relationship and work with your manager or other sponsor
• Help your manager carry out promises made and meet deadlines
• Keep management informed, especially of problems and proposed solutions
• Keep promises made to your customers, manager and staff
• Own your own problems rather than unnecessarily wasting your manager's time
• Provide regular feed back on project progress (but not too often)
• Recognise the achievements of others through informal acknowledgement
• Take an interest in your manager's home life and hobbies
• Take opportunities to assist and impress your manager, suggest solutions to problems
• Understand the standards of performance required and work to them
• Understand what is required of you in the job and tasks and the critical success factors
• When consulting your manager gather together a number of issues for efficiency

Time management

Improve you own efficiency by managing your time better:

• Analyse how your time is spent
• Avoid constant interruptions from visitors and phone calls
• Avoid getting involved in too much of the detail of other peoples' work
• Avoid unnecessary meetings, ensure the objectives are established and limit their time
• Avoid unnecessary travel through the use of modern communications
• Be clear about your work objectives and tasks, priorities and timescales
• Concentrate on important work, correspondence and phone calls
• Concentrate thoughts, meetings and phone calls on the main business
• Consider telephone and video conferencing, electronic mail, fax
• Deal with top priority items when at your best, probably in a morning
• Don't fill your diary, but leave daily and weekly periods free to deal with unplanned work
• Don't put off unpleasant tasks
• Don't take on too many tasks in a day, prioritise and don't do the easy ones first
• Encourage the use of non-proprietary networked electronic diaries such as on the Internet
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• Gradually reduce the time spent on tasks as skills increase
• Identify time-consuming low priority tasks in everyday work and review them
• Keep electronic and paper filing up-to-date or dump it
• Keep recent drafts of important documents in a 'recycle' drawer to enable emergency retrieval
• List daily and weekly tasks at the start of those periods , prioritise and plan them
• Minimise paper handling and throw away unnecessary paper
• Organise colleagues and staff and delegate tasks to themselves
• Question the reason for tasks and the method of handling them
• Read correspondence and reports travelling on public transport if possible
• Set goals and deadlines for tasks
• Spend most of the time on the essential parts of the job

Working hours management

Consider using the following strategy to limit your working hours:

• Avoid unnecessary lengthy meetings and put instructions or decisions in writing
• Avoid unnecessary travel by delegation or by other means of communication
• Discuss crises with management and agree on a course of action
• Ensure that you have social interests, not just television, including getting physical exercise
• If you cannot avoid a lengthy day, decide on the reasons and consider action to avoid it
• Keep management informed of your workload and leave intentions
• Manage your work to avoid bringing work home regularly, thus avoiding family problems
• Observe how others manage their own workloads and pressures
• Plan, agree and book your leave well in advance and allow for it when planning work
• Tackle your own shortcomings first then consider prioritisation, delegation and extra staff
• Take interesting holidays but not necessarily expensive ones
• Think about how to tackle excessive demands for your time and have a written work plan
• Think long-term and plan work ahead to avoid crises and mistakes; become more efficient

Business start-up

If you set yourself up in business:

• Consider partners with suitable qualities to share ideas, skills, costs, work
• Contact the DTI and Business Links (under Business Enterprise Agencies in Yellow Pages) for

leaflets and advice
• Decide what kind of business: Limited, Private, Partnership Carry out market research to ensure

that there is a demand
• Develop a personal business plan (see Business Planning in Chapter 2) , planning for 46/48 weeks

work per year
• Decide how you will protect your ideas
• Get free advice from friends with experience, bank managers, accountants, solicitors
• Seek out a recommended accountant for advice, book keeping, tax return, contracting
• Decide how you can best borrow capital without risking your home and family
• With your accountant decide if you need to register for VAT
• Register the name of the company with the Business Enterprise Agency
• Open a business bank account
• Take out business insurance, including public liability
• Take out a pension plan and insurance against illness
• Consider continuing with your present job initially
• Consider whether you can work from home until the business is established
• Decide which is the best way to advertise (see 'business plan' in Chapter 2)
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• Set up a web site and email address with a short name relevant to the business
• Create stationary for letters, orders, invoices etc
• Seek out an accounting package and register with Data Protection if necessary
• Ensure all costs are included when working out the cost of services and products (see 'business
• plan' in Chapter 2)
• Inform the Tax Authorities and register as self-employed for National Insurance purposes, unless

still employed elsewhere 
• Budget over the year for tax payments and advance payments
• Keep materials to a minimum and buy 'just in time' but have alternative sources
• Keep and register all invoices and receipts for tax purposes
• Keep a petty cash book
• Account for all bills rendered and their payment, chase debtors
• Ensure that you achieve both a profit and a good cash flow
• Offset all reasonable business expenses against income for income tax purposes
• Set personal goals each year, month, week, day
• Maintain contact with other people in associated businesses
• Split  income into tax,  national  insurance,  pension,  holiday fund,  contingencies of  three months

outgoings
• Choose a flexible pension to allow for erratic payments
• Choose a flexible mortgage for the same reason
• Keep sponsors informed in case of bad timescales
• Look for the cheapest method of banking
• If you use your care, keep a record of business mileage and costs
• Be prepared to persevere for two years without profit
• Separate work from leisure time
• Take regular holidays

8.16 Socialising
A skill which some find hard to acquire is the ability to mix and communicate with people successfully.
Social skills are essential to make serious progress in almost any field and any difficulties must be
overcome through practice and turned into positive enjoyment.

Socialising benefits

The benefits of socialising with people include:

• Your self-confidence will increase
• There will be increased comfort and enjoyment in the job
• You will be perceived as in control
• Your negotiation skills will improve
• You will establish links with useful people
• You will increase your customers
• You will obtain new information and understanding
• There will be better career opportunities

Getting to know people

Expand your social circle:

• Attend social events and be prepared to talk to anyone
• Introduce yourself instead of waiting to be introduced
• Be able to talk about the current headlines, sport, travel, work, anything
• If rejected, move on to someone else ^
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• Avoid sexual signals through dress, body language, touching, double meanings

Function attendance

When preparing to attend a function:

• Identify the benefits of the event such as an increased network of contacts
• If appropriate get a list of attendees in advance and memorise those people you want to meet
• Prepare small talk
• Practise a firm handshake for greeting, deals and departing
• Ensure handshakes for all, men and women
• Avoid kissing, especially on the mouth or in the office
• Ensure good eye contact and smile
• Don't let things get too serious
• Ensure business cards are up-to-date and available
• Collect business cards and add notes to help memorise people
• Only hand out expensive brochures to really interested customers

Social guidelines

The following guidelines will be useful for social events:

• Dress for the occasion
• Avoid smoking
• Don't eat or drink too much and drink plenty of water
• Don't put people down
• Don't monopolise one person
• Don't just talk to apparently important people
• Don't patronise particular groups of people
• Don't be too loud
• Don't complain and be positive
• Carry out promises made
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9.  ADMINISTRATION, FINANCE AND PROPERTY
Part of the job of a manager will be routine administration and management.  This chapter deals with
staff administration areas, managing Health & Safety, budget generation and monitoring, and property
management.

9.1 Administration Procedures
Make written procedures available to staff to cover most administration areas as part of a standards
and guidelines handbook.

Administration areas

Guidelines for staff are likely to be required in the following administration areas:

• Accident reporting procedures
• Appraisals procedures
• Clock cards, attendance sheets and time sheets
• Data Protection guidelines Disciplinary procedures
• Fire alarm procedures Grievance procedures
• Harassment procedures
• Health & Safety procedures Leave authorisation and recording
• Recruitment procedures
• Security standards
• Sickness procedures and monitoring
• Staff management arrangements
• Staff resource allocation
• Training arrangements

New employee induction

As part of the initial induction of a new employee:

• Go over the physical layout of the IT organisation
• Indicate fire escapes and fire alarm arrangements
• Review the new employee's skills, experience and qualifications
• Outline the structure and purpose of the whole organisation and its key employees
• Outline the structure and purpose of the IT organisation and its products and services
• Go over the key employees of the IT organisation
• Outline the IT customers and their needs and how the new employee will fit in
• Go over key rules, procedures, guidelines, internal politics
• Go over pay issues, method of payment, pension, probationary period, unions
• Outline arrangements for working hours, clock cards, time sheets, breaks, lunch, leave, sickness
• Outline the use of telephones, mail, electronic mail, fax
• Indicate the functions of the Administration group
• Outline Equal Opportunities and harassment issues
• Outline the procedures for problems, complaints, grievance, disciplinary issues
• Outline Data Protection responsibilities
• Introduce security standards including data security
• Go over system and user password security, including ways of devising secure passwords
• Outline Health & Safety issues including medical facilities and hazards
• Indicate potential training and development areas
• Outline any formal induction training planned
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• List and go over colleagues' names and their roles in the organisation using the structure chart
• Introduce the supervisor and colleagues and agree on a mentor
• Tour the organisation and introduce staff
• Provide background reading such as an IT organisation handbook
• Get feedback from the new employee on the success of the induction process

Time analysis

Reports on the use of human resources can be a by-product of the work management process and
various ad-hoc analyses can be produced to assist with monitoring, especially if a project management
or work management package has been used.

For business planning purposes, and at year end, it  is useful to analyse time spent by activity and
publish percentages of productive and non-productive time overall.  Use this to illustrate the typical staff
activity profile and to derive recharge rates for estimating purposes.

Analyse staff time in various ways using a management reporting tool:

• Use  a  work  management,  project  management  or  time  analysis  database  to  produce  ad-hoc
reports

• Analyse work by project and by person to help monitor activities on a daily basis
• Analyse work for planning purposes by type of activity including non-productive time

Progress reports

Produce progress reports to management on a monthly basis in a form that is concise and informative,
quantifying issues on each of the current projects:

• Produce progress reports on time since there is no advantage in being late
• Produce reports in the '3Ps' format (Progress, Problems, Plans) for each area of work
• Be concise and use bullet points where appropriate
• Only report issues relevant to management
• Quantify issues and be informative
• Report on staff and their progress against targets set

9.2 Health & Safety Regulations
Managers are responsible for Health & Safety issues in the workplace and staff need to be familiar with
the Health & Safety Regulations.  Managers and staff need to be trained to deal with all aspects of
health and safety including risk assessment of the work environment.  Regular reviews of the workplace
must be undertaken and the risks assessed and dealt with.  The building, the equipment in the building
and staff practices all need examination.

Health & Safety organisation

Health & Safety issues to be organised include:

• Arrange a procedure for reporting accidents
• Publish the location of first aid boxes
• Train volunteers in first aid and publish their names to staff
• Provide fire fighting equipment, detectors and alarms
• Arrange for fire alarms and equipment to be inspected at the correct intervals.
• Ensure that the building has fire exits marked and has independent emergency lighting
• Display fire alarm procedures and carry out regular tests and drills
• Train fire wardens to be familiar with the alarm system and procedures and ensure one is on duty
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• Keep stairways and passages clear of waste
• Clearly mark hazardous areas and machinery
• Arrange regular eyesight checks for staff who use computer screens

Office risk assessment

When assessing Health & Safety risks in the office cover the following issues:

• Ensure that sufficient space per employee has been allocated
• Ensure that lighting is adequate and is working correctly
• Monitor the temperature to ensure that it is within the permitted range
• Ensure that there is adequate ventilation and avoid fumes from copiers and printers
• Ensure that the noise level is acceptable
• Run cables under floors or in ceilings, not over the floor with covers
• Provide computer screens with reasonable clarity and brightness and without a flicker
• Site computer screens to avoid window or lighting reflections
• Provide adjustable, comfortable office chairs with five castors
• Ensure that office furniture is not dangerous
• Ensure that there isn't any waste paper or other waste material lying around

Managers' Health & Safety role

Managers are responsible for Health & Safety issues in their own areas:

• Take management responsibilities for the Health & Safety of staff and public seriously
• Plan activities to prevent accidents in the workplace for which you are responsible
• Carry out Health & Safety checks every three months and action any issues found
• Arrange to record accidents, reporting life-threatening ones to the Health & Safety Executive
• Carry out further checks after accidents or serious incidents
• Provide training for staff on the rules, procedures, safe working, responsibilities
• Arrange for deputies to take over from managers in their absence
• Ensure that visitors and sub-contractors are familiar with fire alarm procedures
• Arrange for regular renewal of fire, electrical and gas safety certificates

Employees' Health & Safety role

Employees also have a role to play in Health & Safety:

• Be familiar with the person in charge of health & safety in your group
• Take reasonable care to ensure that you don't endanger yourself or others
• Co-operate with employers and staff to help meet the statutory requirements
• Don't interfere with or misuse things provided the interests of health and safety
• Ensure that you are familiar with fire escapes and alarms, types of extinguisher and their use
• Report any hazards such as trailing cables, waste paper, locked fire escapes, dangerous storage
• Fill filing cabinets from the bottom and only open one drawer at a time
• Ensure fire doors are not propped open
• Know how to get first aid assistance

9.3 Budget Management
A number of  controls  and key indicators will  need to be monitored to judge the success of  the IT
organisation, the most important of which will be the financial monitors.
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Business controls

Decide which are the key controls and performance indicators for the IT organisation:

• Ensure that business controls are practical, measurable and not too numerous
• Use work management and charging systems to provide data for the controls
• Monitor the budget for all services, teams, customers, the IT organisation
• Monitor deadlines for projects and support arrangements
• Monitor the standard of services by quality audit checks and through feedback from customers
• Monitor customer care both within (including teams) and outside the IT organisation

Budget preparation

When competing for budgets:

• Decide on the appropriate approach to the activities for which budgets are sought
• Prepare accurate estimates under each expenditure heading for these activities
• Base the estimates on previous experience adjusted for likely variances
• Record the details behind the estimate and the benefits to help sell the budget request
• Include the likely profile of expenditure and income over sub-periods such as months or weeks
• Review estimates with deputies and team leaders then accountants and management
• Record the results in a standard format to enable merging with other estimates and to allow 

monitoring

Budget cuts

Budget cuts may requested by the organisation's management board:

• Budget cuts are often a board decision to be complied with, but sometimes a first test
• Get to know the financial director or accountant in charge of suggesting areas for cutting
• Review existing costs to look for savings in anticipation of cuts
• Prepare and present the options, which will often be potential staff cuts
• Make out special cases rather than ignore the rulings
• Consider other options for the supply of labour, services, materials, accommodation, equipment
• Check leasing costs to ensure that they are yours and that they are correct
• Ensure that overheads such as accommodation and administration are allocated fairly
• Review methods of allocating costs and income to ensure a fair distribution
• Provide information to ensure that informed cuts take place
• Look for early signs that the IT organisation could be affected
• Reassure staff that their issues will be considered and present their case fairly

Budget monitoring

When organising the processes for monitoring the IT organisation's budgets:

• Encourage the devolvement of budgets and their monitoring
• Use a computer system to hold the original estimates, and income and expenditure profiles
• Capture actual expenditure as a by-product of a work management system
• Capture income and payments from the associated customer charging system
• Compare actual budgets with estimates on a regular basis such as weekly
• Compare overall and at each budget heading such as a job and a customer
• Investigate reasons for variations, take corrective action, report exceptions
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• Keep the team and management informed of the position in writing

Invoice payment

When paying invoices make sure that they have been coded to the correct budget heading and that the 
budget has been authorised:

• Separate out the ordering and invoice payment functions to different bodies
• Ensure orders have the correct analysis code attached to reflect the budget heading
• Check invoices back to the contract and the authority to spend

9.4 Property Management
When inspecting buildings intended for new offices or domestic accommodation, examine and record
physical details of the property and its supplies, and estimate running costs.  Take along the appropriate
tools to carry out the inspection and be prepared to get into roof spaces and under floors.

Property tool kit

• Check list, pen, tape measure, torch, camera
• A short extension ladder
• Binoculars to see the roof
• Electrical screwdriver to see the wiring
• Knife to check woodwork
• Damp meter if possible

Property general details

Record the general property details:

• Property address
• Owner/agent, address, contact, phone number
• Date property inspected
• General description of the properly
• Summary of the accommodation provided
• Outbuildings
• Geographical orientation
• Age of the property
• Summary of construction
• Insurance risks
• Council rates or tax band
• Freehold/leasehold
• Ground rent/chief rent and holder
• Any existing tenancies
• Details of access to the property
• Disabled access and facilities
• Details of conservation areas, buildings
• Parking facilities
• Roads, footpaths, rights of way
• Gardens
• Public transport availability
• Motorway access
• Location and amenities
• Future development in the area
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• Noise in the vicinity
• Crime in the area
• Security against burglars and vandals
• Fire exits

Property mains supplies

Check on the main supplies:

• Water, including drinking, age of pipes
• Electricity and electrical inspection certificate, distribution board, age
• Gas and gas inspection certificate
• Sewerage including inspection covers
• Telephones
• Networking

Property external condition

Inspect and record the external condition of the building:

• Roofs
• Gutters and spouts
• Chimney stacks and flues
• Main walls and pointing
• Gable ends and bay windows (look for bulges)
• Damp courses
• Drains/drainage
• Joinery including windows and doors
• External decoration
• Outbuildings
• Site/gardens/fencing
• Trees and any preservation orders

Property rooms

Record the building's rooms, including sizes, under headings such as:

• Basement/cellars
• Bedrooms
• Box rooms storage
• Cloak rooms
• Dining areas
• Kitchens
• Living rooms
• Offices
• Roof spaces
• Stairs/lifts

Property internal condition

Inspect and record the internal condition of the building for each room for:

• Air conditioning
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• Ceilings
• Central heating
• Computer/phone network
• Curtain rails/blinds
• Dampness
• Decoration
• Fireplaces, flues and chimneys
• Floor coverings
• Floors
• Gas
• Heating
• Hot water
• Insulation
• Joinery
• Kitchen fittings
• Lighting
• Phone points
• Plumbing
• Power points (including sufficiency)
• Sanitary ware
• Service boards
• Television points
• Thermostats
• Ventilation
• Walls and partitions
• Water
• Wiring
• Woodworm, dry rot, wet rot

Building finance

When working out the cost of running a property don't forget:

• Building insurance
• Commercial Rates or Council Tax
• Contents insurance
• Electricity
• Gas
• Ground rent/chief rent
• Leasing costs
• Mortgage repayments
• Repairs
• Service costs
• Telephones
• Water rates

Property risk assessment

• Look at the security of the property, assess its vulnerability and note actions required

Property summary

Summarise initial conclusions about the property:
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• Asking price or rent
• Considered value
• Cost of essential work
• Running costs
• Any special problems
• Outlook
• Risks
• Positive points
• Negative points
• Negotiation areas
• Overall impression

9.5 Building Alteration Costs
When considering alterations to buildings get estimates, agree the form of contract and ensure that all
elements of building costs are identified to avoid unpleasant surprises.  For longer jobs use a contract,
make stage payments as targets are reached, but retain 10% until satisfied with the job.

Building estimates/contracts

When getting estimates and contracting for building work:

• Use recommended firms, preferably members of a trade association
• Write down a schedule of what wants doing
• If necessary get plans drawn
• Get three written quotations
• Ensure all elements of building work are included
• Don't forget VAT
• For longer jobs use a contract such as the JCT Minor Works Contract
• Make stage payments and agree to retain 10% to ensure problems get sorted
• Don't pay up  front except to purchase expensive materials
• Monitor the job on a daily basis

Building planning

When estimating the costs of changes to a building consider:

• The planning permission process
• Listed building/conservation issues
• Building Regulations approval
• Surveyor costs
• Architect costs
• Structural Engineer costs
• Solicitor costs

Building labour

When considering alterations or repairs to a property don't forget the labour costs of:

• Project management
• Building work
• Joinery
• Electrical
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• Plumbing
• Plastering
• Tiling
• Computer/phone networking
• Decorating
• Interior design
• Carpets/flooring

Building materials

When considering alterations or repairs to a property don't forget the material costs of:

• Building
• Carpets/flooring
• Computers and phones
• Damp proofing and rot treatment
• Decorating
• Double glazing
• Electrical/lighting
• Joinery
• Kitchen
• Networking
• Office furniture
• Plastering
• Structural
• Tiling and grouting
• Wash-rooms, toilets, bathroom

9.6 House Move Checklist

• Confirm date of move with agent
• Get quotes from removal firms, references, insurance
• Fix house insurance for date of move
• Notify electric, gas, water, local authority of date of move
• Read meters on date of move for old and new houses
• Start packing non-essential items
• Deregister from doctor, dentist, optician
• Register above for new location
• Notify bank of change of address
• Ask Post Office to forward post
• Notify window cleaner & others of stop date
• Change any standing orders
• Organise cover for children and pets
• Notify bank and credit cards of change, change standing orders and direct debits
• Notify investment companies, Premium Bonds etc
• Notify house insurance and car insurance
• Email all contacts including societies, write to others
• Collect keys from estate agent
• Confirm removal times with movers, arrange keys
• Get old house and garden tidied
• Hand over keys to your own sale agent
• Notify neighbours
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10. NATIONAL MANAGEMENT STANDARDS

The UK National Management Standards were developed by the Management Charter Initiative and
are Crown Copyright.  They are used as the basis for the NVQ management teaching syllabus and for
information the unit letters are shown in the summary.  All of the activities except Managing Energy are
relevant to the management of IT and have been covered in this handbook.

Experience in almost all of these activities is achievable even if only at a modest level.  The list can be
used to check off experience or the lack of it and thereby take some corrective action by looking for and
asking for opportunities.

Crown Copyright is reproduced with the permission of the Controller of Her Majesty's Stationery Office.

10.1 Managing Activities
Manage the operation to meet customers' requirements, to improve work activities, to manage change 
and operating environments and to establish strategies and evaluate organisational performance:

• Maintain work activities to meet requirements
• Maintain healthy, safe and productive working conditions
• Make recommendations for improvements to work activities
• Implement plans to meet customers' requirements
• Maintain a healthy, safe and productive work environment
• Ensure products and services meet quality requirements
• Agree customer requirements
• Plan activities to meet customer requirements
• Ensure products and services meet customer requirements
• Improve work activities
• Recommend improvements to organisational plans
• Identify opportunities for improvements in activities
• Evaluate proposed changes for benefits and disadvantages
• Plan the implementation of change in activities
• Agree the introduction of change
• Implement changes in activities
• Analyse the organisation's external operating environment
• Evaluate competitors and collaborators
• Develop effective relationships with stakeholders
• Review the organisation's structures and systems
• Create a shared vision and mission to give purpose to the organisation
• Define values and policies to guide the work of the organisation
• Formulate objectives and strategies to guide the organisation
• Gain support for organisational strategies
• Develop measures and criteria to evaluate the organisation's performance
• Evaluate the organisation's performance
• Explain the causes of success and failure in organisational strategies

10.2 Managing Resources
Plan and use non-human resources efficiently, determine their effectiveness and secure financial 
resources for plans:

• Make recommendations for the use of resources
• Contribute to the control of resources
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• Plan the use of physical resources
• Obtain physical resources
• Ensure the availability of supplies
• Monitor the use of physical resources
• Make recommendations for expenditure
• Make proposals for expenditure on programmes of work
• Agree budgets for programmes of work
• Control expenditure and activities against budgets
• Review the generation and allocation of financial resources
• Evaluate proposals for expenditure
• Obtain financial resources for the organisation's activities

10.3 Managing People
Develop and manage yourself and staff resources, develop productive relationships, and select staff for
tasks:

• Develop your own skills to improve your performance
• Manage your time to meet your objectives
• Develop yourself to improve your performance
• Manage your own time and resources to meet your objectives
• Continuously develop your own knowledge and skills
• Optimise your own resources to meet your objectives
• Gain the trust and support of colleagues and team members
• Gain the trust and support of your manager
• Minimise conflict in your team
• Develop the trust and support of colleagues and team members
• Develop the trust and support of your manager
• Minimise interpersonal conflict
• Enhance the trust and support of colleagues
• Enhance the trust and support of those to whom you report
• Provide guidance on values at work
• Contribute to identifying personnel requirements
• Contribute to selecting required personnel
• Identify personnel requirements
• Select required personnel
• Contribute to the identification of development needs
• Contribute to planning the development of teams and individuals
• Contribute to development activities
• Contribute to the assessment of people against development activities
• Identify the development needs of teams and individuals
• Plan the development of teams and individuals
• Develop teams to improve performance
• Support individual learning and development
• Assess the development of teams and individuals
• Improve the development of teams and individuals
• Assess the effectiveness of management teams
• Improve the effectiveness of management teams
• Plan the work of teams and individuals
• Assess the work of teams and individuals
• Provide feedback to teams and individuals on their work
• Allocate work to teams and individuals
• Agree objectives and work plans with teams and individuals
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• Assess the performance of teams and individuals
• Provide feedback to teams and individuals on their performance
• Delegate responsibility and authority to others
• Agree targets for delegated work
• Provide advice and support for delegated work
• Promote and protect delegated work and those who carry it out
• Help team members who have problems affecting their performance
• Contribute to implementing disciplinary and grievance procedures
• Support team members who have problems affecting their performance
• Implement disciplinary and grievance procedures
• Dismiss team members whose performance is unsatisfactory
• Plan the redeployment of personnel
• Redeploy personnel
• Make personnel redundant if needed

10.4 Managing Information
Lead and contribute to meetings, and obtain, analyse and use information effectively:

• Gather required information
• Inform and advise others
• Hold meetings
• Lead meetings
• Make contributions to meetings
• Chair meetings
• Participate in meetings
• Obtain information for decision making
• Record and store information
• Analyse information to support decision making
• Advise and inform others
• Identify information and communication requirements
• Select information management and communication systems
• Implement information management and communication systems
• Monitor information management and communication systems
• Obtain information needed to take critical decisions
• Analyse information for decision-making
• Take critical decisions
• Advise and inform others

10.5 Managing Energy
Managing energy is outside the scope of this handbook, but the checklist of management standards is
included here  for  completeness.  These general  processes  could  be applied  to  other  management
areas.

• Audit the organisation's performance in the way it manages energy
• Identify improvements to the way the organisation manages energy
• Provide advice on the development of policies for the use of energy
• Recommend strategies to implement energy policies
• Promote energy efficiency throughout the organisation
• Promote the organisation's achievements in energy efficiency
• Establish systems and processes to monitor and evaluate usage
• Obtain, analyse and record information on energy efficiency performance
• Evaluate the organisation's energy efficiency performance
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• Identify opportunities to improve energy efficiency
• Recommend improvements to energy efficiency
• Support the development of a culture of energy awareness
• Provide advice and support for energy efficient practices
• Provide support for the development of systems to measure energy use
• Provide support for the collection, analysis and recording of information on energy usage
• Provide advice on trends and developments in energy usage
• Encourage involvement in energy efficiency activities
• Provide advice on the skills needed to use energy efficiently
• Provide advice on the training needed to use energy efficiently
• Establish the organisation's position in the marketplace
• Identify market changes likely to affect supplies
• Determine the competitiveness of supplies from the market
• Identify beneficial developments relating to supplies and sources

10.6 Managing Quality
Promote the idea of total quality management as part of the organisation's strategy to produce quality 
products and services:

• Promote the importance of quality in the organisation's strategy
• Promote quality throughout the organisation and its customer and supplier networks
• Provide advice and support for the development of quality policies
• Provide advice and support for the development of strategies to implement quality policies
• Develop and implement systems to monitor and evaluate organisational performance
• Promote continuous quality improvements for products, services and processes
• Establish quality assurance systems
• Maintain quality assurance systems
• Recommend improvements to quality assurance systems
• Provide advice and support for the assessment of processes and working environments
• Provide advice and support for the development of plans to improve quality systems
• Provide advice and support for the development of quality measurement systems
• Provide advice and support for the collection, analysis and documentation of information
• Plan to audit compliance with quality systems
• Implement the quality audit plan
• Report on compliance with quality systems
• Audit compliance with quality systems
• Follow up quality audits

10.7 Managing Projects
Formally plan and control all of the main activities of the organisation:

• Clarify the project's scope and definition
• Provide plans to achieve the project's goals
• Contribute to project preparation
• Support the project team
• Co-ordinate activities, resources and plans
• Keep stakeholders informed of project progress
• Complete project activities
• Contribute to the evaluation of project planning and implementation
• Agree the project's scope and definition with the sponsor
• Develop plans to achieve the project's goals
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• Establish the project's resourcing and control methods
• Lead the project team
• Monitor and adjust activities, resources and plans
• Develop solutions to project problems
• Maintain communication with project stakeholders
• Ensure the completion of project activities
• Evaluate the effectiveness of the project planning and implementation
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11. ACCOUNTING TERMS

This section defines some of the accounting terms that IT staff are likely to encounter when they are
discussing costing and financial management systems with customers.

Accountancy codes
Income and expenditure codes are used to enable analyses of charges and costs to be made over
budget headings and hence to monitor income and costs.  Both types of these revenue accountancy
codes are usually structured into objective (building, departmental unit, person, vehicle or anything else
one needs to control costs on) and subjective (the type of income or cost such as type of work done,
the budget heading).

Accounting period
Accountants work to an accounting year and week (which may not be the same as the tax year and
week).  The  year  will  normally  be  broken  down into  calendar  months  of  four  or  five  weeks.   The
accountant will want to be able to produce a trial trading account and a cash flow statement at least
each month. The trading account will show any profit or loss and involves income and costs.  The cash
flow statement looks at payments going out for payroll and purchase invoices, and at payments coming
in from sales invoices, and at stock balances.  Within the accounting period the accountant needs to
know about purchase orders, goods received, purchase invoices paid, payroll costs, sales invoiced,
sales paid, areas of sales, and materials stock held.  This will enable a view of the state of the accounts
and forecast problems such as making a profit on paper but not having enough cash flow to pay the
bills.

Accruals
Accruals  are  monies committed through obligations  incurred to pay bills  but  before the goods are
received; confusingly often referred to as commitments.  Accruals are normally more important than
commitments to businesses.

Actual costs
Actual costs are calculated from the actual time taken to do work, taken from time-sheets or job cards
and posted against estimates for budget monitoring purposes.  A job could consist of mixed standard
schedule-of-rates and day-works, in which case the actual time would have been split between the two
types of work (or booked back to each schedule (work item, task)).  For schedule-of-rates tasks the
actual would be used to see if a profit had been made; for day-works the actual time would also be the
charge.  Actual costs are not usually booked back against every task if these are small and sometimes
a first work item with a dummy schedule on it with no charge is used to collect costs.

Balance sheet
The balance sheet describes the overall financial position of the business at a moment in time. It shows
the assets in use (premises, cash etc) and the sources of finance being used to acquire those assets
(such as capital, loans and creditors).

Budgets
Rather  than allow unlimited expenditure  on a  budget  heading  such as  new IT development  for  a
particular project, it is usual to agree a planned allocation of resources.  Similarly budgets must be set
for any project in order to ensure that job can be paid for.  Income may also be planned as a budget.
Budgets may not be straight line over a period but may be profiled and will be monitored over time
against actual expenditure or income.

Budget heading
The subjective part of an income or expenditure code, which relates to the type of income/expenditure.

145



Cash flow statement
A cash flow statement consists of the following accounts for a period: opening balance, plus income,
less expenditure (all payroll costs, overheads, finance charges, storage) to form a net carried forward
balance.

Commitments
Commitments are monies committed through the placing of orders, having received the goods but not
paid the invoices. Commitments are important to budget-based services.

Contra accounts
Any automatic or manual entry into the general ledger will have an equal and opposite summary entry,
thus ensuring a net balance of zero transactions.  (Revenue accounts often start afresh each financial
year but capital accounts have brought forward balances.)  The contras can be used to form control
accounts which feed into the production of the final accounts.  An example would be: deductions for
Income Tax in payroll would be contra to an account; when the monthly payment is made to the Inland
Revenue a further contra goes next to the original (and would be equal and opposite to it if done in the
same period).

Control totals
All financial systems need a short (daily or weekly) accounting period for which time it is possible to
analyse monies by type of transaction.  The reasons for this include providing a means of manually
ensuring that a system passes on the correct total to another system, providing a means of breaking
down a process to find an error, and providing a statistical analysis.  Thus it is usual to provide, for
example, an analysis of a weekly batch process by type of transaction, showing the brought forward
cumulative totals, changes this week and carried forward.  In addition it is usual to hold the brought
forward figures on a file and automatically check that they are correct against the detailed records from
the cumulative file.  Further, in case there are problems reconciling figures, it is usual to provide the
control totals at a lower level so that a manual inspection could be made to find an error.

Cost plus
A way of referring to day-works.

Cost centre
A cost centre is a unit to which budgets are allocated and which is controlled by a cost centre manager.
Actual costs incurred are directed to a cost centre, monitored against budgets and formally reported.
The cost centre may be a building, vehicle, person or a group of any of these, that is an object, and the
cost centre is the objective part of an accountancy code.  A cost centre could cover part of a building, a
whole building,  or  several  buildings widely separated.   A cost  centre manager  will  typically control
several budget headings.  The budget heading is the type of work being done and equates to the
subjective part of an accountancy code.

Costing system
The general term for any system that records costs (and usually charges), which enables intermediate
and final accounts to be produced, assists with operational controls, enables the cost of products to be
derived for pricing purposes and enables profitable areas to be identified by comparison with standard
costs.

Costs & charges
From the point of view of the contractor charges are the price of the jobs being carried out and invoiced
to customers and become the contractor's income (whether or not it is paid). The contractor's costs are
payroll and materials costs and overheads.  The difference between the contractor's costs and charges
is the profit or loss. The contractor's charges become the customer's costs.  A contractor's IT system
will often hold both cost and charge rates.  These may be the same, but hourly costs may vary with
labour agreements whereas charge rates will probably be fixed for a contract.

146



Day-works
This method of charging is where the agreement with the customer is that the labour charge will be on
an hourly or daily basis.  This would often be linked to supplying the materials at cost price plus a
handling charge.

Double entry accounting
The principal is that two entries are always made for any transaction recorded, one a debit entry and
one a credit.  The second entry can then be used as a control (summary) account.  For example all
purchases are first recorded in a purchase ledger but need to go to the general ledger to form part of
the final accounts.  Similarly income would be recorded in a sales ledger (which also deals with the
actual recovery of monies owed) and passed to the general ledger.  Income would be entered as a
summary analysis (not usually for each job) and for every income entry into the general ledger there
would be an equal and opposite entry to a balancing account.  Similarly expenditure entries (payroll,
purchases) would have contra accounts, making the net entry zero.

Factoring
Factoring is the sale of debts to an outside agency specialising in debt collection for the purposes of
improving the cash flow of the organisation.

Financial accounting
Financial  accounting  is  primarily  concerned  with  looking  backwards  and  reporting  on  the  state  of
finances.   This  involves  the  recording  of  daily  financial  transactions  such  as  sales,  purchases,
payments and receipts.  From these records three main documents are produced: (i)  the profit/loss
statement, (ii) the balance sheet and (iii) the cash flow statement.  To enable monitoring of the financial
state of the organisation to take place estimates of expenditure and income will be produced annually,
broken down into periods such as months or weeks.  Business transaction costs, charges, payments
and receipts will be recorded to enable the final accounts of the organisation to be produced and to
enable monitoring against period profiles to take place.

Internal trading units
Internal trading unit  accounting is a mechanism for  sub-contracting a job into several others.   The
highest level job would produce the charge to the customer but costs would be fed back to the lowest
level jobs whose charges themselves become costs to the highest level job.

Kits
The idea of  kits is  common in all  trades whereby several  schedules of  rates are combined into a
composite schedule.  Quoting one composite schedule of rates then automatically generates a series of
schedules.

Latest and average costs
For materials contracts may be negotiated and purchases taken at contract rates for the life of the
contract. For direct purchases the current cost will be paid.  Either way the cost of stock will vary during
the year and a decision has to be taken whether to charge the average cost of materials or whether to
charge the latest cost (which is usually but not always higher).  Generally latest costs are used because
they are less complex to deal with.

Management accounting
In general terms management accounting has a control bias. It  uses similar information to financial
accounting but for the purposes of budgetary planning and control, operational decisions, management
information, and costing.  Transactions will be analysed to enable the costs and income of the various
sections of the business to be obtained for comparison.  Similarly the costs of jobs, products or services
need to be compared with income.  The various sections of the business will need to be issued with the
results of cost analyses and calculations, such as the current cost and charge rates, to enable them to
function.   In  addition  critical  success  factors  for  the  various  sections  need  to  be  determined  and
monitored on a weekly, monthly and annual basis and used for critical decision making.
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Multiple schedule of rates
It may well arise that the contractor has to agree different contracts .with different customers or different
areas of work for a large customer and thus has to manage several schedules of rates simultaneously.

On-costs
When calculating costs or charge rates, contractors start with the basic cost per unit and add various
on-costs  separately  as  percentages,  for  instance  for  National  Insurance,  administration,
accommodation. In the case of charge rates a final profit percentage will be added.

Payroll costs
Payroll costs arise from the hours worked by staff and paid for.  As long as non-productive hours are
accounted for it should be possible to balance payroll costs closely to actual labour costs fed back to
jobs and it will be important to ensure that all labour costs are accounted for as charges (preferable) or
overheads.  Note that the same details of hours worked are going into the payroll  and the costing
systems.

Profit & loss account
See Trading account

Profit statement
This indicates whether the business has been trading successfully or not during the time covered by the
statement by comparing sales income with operating costs (receipts are ignored for this purpose.)  See
Trading account.

Purchase orders
Purchase orders are orders placed with suppliers for goods or services.  For a large organisation this is
usually done through an official purchasing officer and the method of requesting the purchasing officer
to place the order would be through a requisition note.  It is essential to put an expenditure code and
probable cost  on orders to assist  with their  authorisation and to enable an analysis of  accruals by
expenditure code to be produced at period end.  It will not be possible to pay the invoice without an
expenditure code.

Requisition note
In  a  large  organisation,  the  method  of  purchasing  goods  or  services  may  often  be  by  placing
requisitions with a purchasing officer, providing all of the details required for the purchase order.

Schedule of rates
Often known as full schedule, a schedule of rates is a list of the unit charges for carrying out an item of
work in a business.  It is usually made up of a combination of labour charges (from a table of labour
charges by trade),  material and transport charges.  An example would be the labour and materials
required to lay a square metre of flags or the staff time to produce a day's computer code.  The charges
would then be so many units of that schedule.  The estimate for a complete job would be a series of
work items or tasks totalled.  The labour elements of work items will probably have been measured by
time-and-motion study and perhaps agreed with unions.  Note that there is a direct comparison with the
concept of activity (job) and task (work item) in IT project management.

Standard costing
This refers to the use of schedules of rates to produce fixed estimates for jobs and feeding back the
actual costs for comparison.  The schedule of rates would be charged, not the actual costs.

Target hours
A combination of  schedule of  rates and day-works with the staff  time at  schedule of  rates but  the
materials at cost plus overheads.
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Trading account
A trading account or profit/loss statement shows the gross and net profit and the outline format is: sales
less cost of sales (materials, storage, wages and salaries, stock and work-in-progress difference) to
form the gross profit.   From this are subtracted overheads (repairs, travel, advertising) and staffing/
finance  costs  (cost  of  headquarters,  services,  financial  charges,  depreciation,  administration  and
management) to form the net profit.  Often then called the profit and loss account, or for small concerns
such as a club, the Income/Expenditure Account.

Trial balance
A statement of all debit and credit balances in the general ledger of a double entry accounting system,
drawn up to test their equality, usually at period end.

Viring
The act of moving monies from one budget heading to another by agreement.

Work centre
A work centre (or depot) is the physical location of a business unit and may equate to a cost centre, just
be part of it or it may contain several cost centres.  A work centre will have a physical address and may
be a way of allocating contracts.
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12. IT TERMS

This section defines some of the almost unlimited numbers of IT terms and acronyms in use, each area
having its own specialities.

IT Term Meaning

24x7x365 24 hours a day, 7 days a week, 365 days a year

32-bit The number of bits of information (in this case 32) dealt with by the
hardware at one time

3GL Procedural  computer  development  languages  such  as  Cobol,
Fortran, Java,C

3Ps Progress, Problems and Plans: a good format for progress reports

486 The  old  standard  of  PC  which  was  needed  to  run  Windows
applications efficiently, superseding the 386 microprocessor and itself
replaced by the Pentium

4GL Computer  development  languages such as  C++ and Visual  Basic
designed for rapid development and which try to minimise procedural
coding

AI Artificial  Intelligence:  the  simulation  of  human  thoughts  and
reasoning, eg Expert Systems

API Applications Programming Interface which enables programmers to
use built-
in Windows functions

Application The program on a computer which carries out the functions a user
requires, such as word processing or property repairs

Archiving The saving of historical data on to a cheap but reliable medium for
long term retention

ASCII American Standard Code for Information Interchange which is one of
two major ways of holding characters as bits and accessible by all
computers (see EBCDIC)

Asynchronous A process  which  can  occur  without  having  to  synchronise  with
another process; generally slower than synchronous

ATM Automatic Teller Machine: a 'hole-in-the-wall' cash machine

Audit trail The ability to trace a sequence of events and the source of those
events

Audit A check on the management, accuracy and effectiveness of a set of
tasks

Back-up The saving of hard disk data to external media to enable it to be kept
safe in case of serious system failure

BACS The Bankers Automated Clearing Services system which is used for
instance  to  pay  staff  and  invoices  and  by  customers  to  pay  for
services; transactions are collected on day 1, processed on day 2
and made available to accounts on day 3

Bandwidth The amount of information that can be transferred per second; for
example 56Kb/s means 56 times 1024 bits per second (about 5000
characters/sec)
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Bar code A way of representing characters as easily machine-readable marks
on paper

BASIC Beginners  All-purpose  Symbolic  Instruction  Code  which  is  a
simplified  form  of  Fortran  invented  in  1964  but  still  a  powerful
programming language

Batch systems Off-line  systems  which  usually  run  at  night  to  carry  out  the  bulk
processing of data

BCS British Computer Society which is the UK body setting standards for
IT professionals

Benchmark An attempt to model the performance of an application, software, or
hardware  against  criteria,  using the software and  hardware to  be
employed and typical large scale data and simulated transactions

Bit A Binary Digit which is the smallest amount of data in a computer, set
at 0 or 1 (off or on)

Boot To start up a computer, automatically loading in the essential basic
software

Bps Bits per second

Broadband Fast wide area network 

Browser Software which allows the display of web pages and enables links to
other pages (which may not be in the same site); such as Microsoft
Edge, Apple Safari.

BSI British Standards Institute which is the British equivalent of ANSII

BT British  Telecommunications,  the  UK's  largest  telecommunications,
telephone and cabling company

Business
analysis

The  understanding,  analysis  and  documentation  of  business
processes  and  their  shortcomings,  and  the  identification  of
improvements

Business model A representation  of  an  organisation's  structure,  information  stores
and communication channels

Business
objectives

What a business wishes to achieve

Byte Eight  bits  which  is  the  computer  storage  required  to  hold  one
character generally

C A high level simple but efficient language used for the production of
systems software, originally on Unix but now on most platforms

C++ A popular object-oriented programming language based on C

CAD Computer Aided Drawing which is software to assist architects and
engineers with design

CCT Compulsory Competitive Tendering

CCTV Closed Circuit Television which is used for visual security purposes

CD Compact Disk which is used for music and from which the CD-ROM
was
developed

CD-ROM Compact  Disk  Read-only  memory  disk  capable  of  holding  up  to
600mb of
data  in  digital  form,  including  programs,  data,  audio,  images  and
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video

CGA Colour Graphics Adaptor which is a card used to drive a PC monitor

CHAPS The Clearing House Automated Payments System enabling same-
day financial
transactions  to  take  place,  as  opposed  to  the  three  day  BACS
system

Check digit An extra digit (number or character) added to the end of a reference
number to enable the detection of corruption of the reference (which
only assures to a percentage which depends on the methodology
used)

Check-sum A technique of attempting to ensure the validity of data on a file by
summing
fields numerically and checking against previously calculated sums
held at the end of the file

Client-server A technique  of  moving  some  of  the  processing  away  from  the
mainframe, Unix box or PC-fileserver to a desktop PC or tablet

COBOL Common  Business  Oriented  Language  traditionally  used  for  3GL
commercial
business programming and available on most machines

Colossus The first computer, conceived at Bletchley Park and built by the Post
Office
in 1943, used for code-breaking

Compiler Software that  accepts a programming language such as Cobol  to
generate
machine code

Control totals A  method  of  automatically  or  manually  ensuring  that  financial
systems which communicate with each other remain in balance

Cookies Pieces of  software planted on to  a  user's  hard  disk  to  provide  a
service supplier with information about the user's actions and identity

Cost-benefit
analysis

A means of structuring a decision on an investment by identifying and
analysing  the benefits  and  the costs  of  systems or  proposals  for
comparison

CPU Central  Processing Unit  which is the central  logic and arithmetical
processing unit in a computer
Computer  Services  and  Software  Association  (government
sponsored)

Chrome Web browser

Cursor A moveable pointer on a PC screen which can be used to change the
current typing position through a mouse or arrow key,  or trigger a
function on the screen through the use of  the mouse button or  a
keyboard key

Data
compression

A technique of increasing the amount of data which can be held in a
given amount of storage

Data mining Searching  through  the  data  in  a  data  warehouse  to  retrieve
management information

Data Information  held  on  computer  files  which  is  processed  by  the
computer, such as name and address

Data  Protection The  legislation  covering  access  and  management  of  personal
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Act computer data

Database A collection of linked and indexed computer files, each file holding
data of one type

Debug The process of finding and clearing errors in computer programs

Decision table A method of holding a set of rules and actions as a matrix

DOS The Disk Operating System for PCs, preceding Windows

Dot matrix 
printer

An inexpensive  printer  which  produces its  print  through  hammers
striking pins on to typewriter ribbons

Driver A  device  (hardware  and/or  software)  which  acts  as  a  protocol
converter to link a service

DTP Desk Top Publishing: packages with improved layout and graphical
facilities over word-processing packages

DVD Digital Versatile Disc: the multi-layered CD system holding 18Gb of
data and able to support full-length films

EBCDIC Extended Binary Coded Decimal Interchange Code ('epsedik'): one
of two major ways of holding characters as bits (see AS

email A  means  of  communicating  messages,  text,  graphics  and  files
between users electronically, for example on the Internet, intranets,
local area networks, wide area networks

Encryption A technique for preventing unauthorised access to sensitive data by
encoding  it,  that  is  the  data  is  converted  so  that  the  original
characters are apparently randomly changed to others; when using
encryption for networks the encryption is carried out with a freely-
available  public  key  (which  cannot  decrypt  the  message)  and
decrypted by the recipient using a unique private key (see RSA)

Escrow An arrangement whereby valuable data, such as computer source
code for a package, is lodged with a third party in case the supplier
goes out of business

Ethernet A Local  Area  Networks  structure  based  on  a  bus,  devices  being
linked by coaxial cable

Excel Microsoft's desktop spreadsheet 

Expert system A system which gathers together experience of a particular topic to
enable decisions to be make about the likelihood of something being
true based on given data; it consists of a knowledge base holding the
data and an inference engine to search though the knowledge

Explorer Web browser; also Microsoft's Windows file manager

Facilities
management

The outsourcing of all operational and development functions to an
outside company

FAX Facsimile transmission

Feasibility
study

A cost-benefit  study  and  analysis  to  determine  the  viability  of  a
request or proposal

Fibre optic 
cable

A very fast network cable of glass fibre which transmits data through
light pulses at a rate of 100 megabits or more per second

Field A piece of data within a file in date, number, character, graphic or
other format

File A physical store of information usually on magnetic disk and which
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contains records

File-server A powerful PC holding most of the databases for shared use over a
local area network

Firewall Hardware/software used to protect  an organisation's  network from
unauthorised  access  to  or  from  external  networks  including  the
Internet, and from viruses

Firmware Software  stored  in  hardware  which  may  be  replaced  by  a  later
version

Footer Space at the bottom of a printed page which can be used to hold
standard  data  such  as  page  number,  date,  file  name,  document
name

Fortran Formula  Translation  language  invented  in  1957,  mainly  used  by
engineers and scientists

Fourth 
Generation 
Language

See 4GL

Gantt chart A bar  chart  of  activities  and  tasks  and  their  dependence  plotted
against time and showing the staff resources required against tasks

Gb Gigabits per second

GIF Graphical  Interchange  Format  which  is  a  proprietary compression
format, commonly found on the Internet, especially used for graphics
(but not photographs-see JPEG)

Google An Internet search engine

Handshaking The  initial  communication  between  devices  across  a  network  to
establish contact and agree common protocols

Hard disk A fixed (usually) disk capable of holding large volumes of data and
programs

Hardware The  physical  parts  of  computers  such  as  the  processor,  printer,
keyboard, mouse, monitor, disk drive, CD-ROM drive

Hash total A value  calculated  from  a  particular  field  in  a  record  such  as  a
reference number held in a totals record which enables detection of
loss of, or corruption to, a field by comparison with a re-addition of
the field from each record

Header Space at the top of a printed page to hold data such as document
name, chapter name

HTML Hypertext Mark-up Language used to create web pages

Hub A plug panel to link the physical sockets on a structured network into
the local area network communications hardware

Indexed
sequential

A term applied to computer files which are basically files of sequential
records but with one or more indexes into them

Inkjet printer The inkjet or bubble-jet printer produces its print by spraying ink on to
the paper; usually in colour

Integer A whole number

Internet The world-wide network  originally  used to link university networks
and  file-servers  and  now  used  commercially;  based  on  TCP/IP
protocols and designed to have common access standards; used to
display web pages and convey email
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Intranet The equivalent  of  the  Internet  used for  communications  within  an
organisation  (such  as  sharing  information,  file  transfer,  electronic
mail, database access)

IP address The physical  address  of  any  piece  of  equipment  linked  to  an  IP
network such as the Internet (see TCP/IP)

ISO The International Standards Organisation

ISP Internet Service Provider, that is a company which provides access
to the Internet

IT Information Technology

JANET The Joint Academic Network used by UK universities and research
institutions, the forerunner to the Internet

Java An object-oriented programming language proprietary to Sun similar
to C++, easy to learn but less efficient than C or C++; used for writing
free-standing  applications,  mini-programs  within  web  pages
(applets),  server-side  generation  of  HTML and  running  on  most
platforms including Windows NT, Mac, Unix, Linux and proprietary

JCL Job Control Language which is a general term for a language used
by operating systems to control programs and operations

JPEG Joint Photographic Experts Group which is a compressed graphics
file format designed for complex colour images such as photographs

Kb Kilobytes which are approximately a thousand bytes (actually 1024)

LAN Local Area Network connecting a group of PCs to allow sharing of
programs, data and peripherals, usually within the same building with
the data held on a central file-server, enabling data to be centrally
archived, providing email, and centralised software and security level
management

Laptop A compact, portable PC

Laser printer A printer which uses a laser beam to produce high-resolution printed
output

Linux A  freely-available/Unix-like  operating  system,  which  is  modular,
reliable and easy to use, often used for file-servers

Lulu An inexpensive self-publishing system

Mac OS The Apple Macintosh operating system famous for  its easy-to-use
graphical user interface and which inspired Windows

Machine code The code that computer hardware understands in order to execute
an application

Macro A short  sequence  of  computer  instructions  eg  to  enable  toolbar
buttons, menus and keys to carry out  operations through a single
user action; many are supplied with Windows software but macros
can usually also be generated by recording user actions

Mailbox An electronic postbox containing incoming mail messages

Mb Megabit which is a million bits (approximately)

Memory The rapid access storage in a computer used to hold programs and
data for fast access

Meta data Data  describing  the  attributes  of  data  in  a  database  such  as
structure, contents, status, source, how it has been transformed

Microfiche The recording of computer output (usually print) on film cards in a
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very compressed format enabling many pages per card (such as 270
A4 pages), used for archiving, searching and viewing

Microfilm The recording of printed data on 35mm film in a compressed format
for archiving, searching and viewing

Microprocessor The  computer  chip  in  a  PC  which  carries  out  the  logical  and
arithmetic processes of a program

Microsoft Edge The latest MS internet browser

Microsoft Office The Microsoft integrated office suite for the PC which may include
Word, Excel, Access, PowerPoint, Schedule+, Publisher, FrontPage,
Small Business Tools

Mips Millions of instructions per second

Mouse A way of controlling the cursor on a PC screen, as an alternative to
keys

MP3 Sound  compression  format,  now  a  standard  on  the  Internet  for
downloading music; part of MPEG

MPEG Motion  Picture  Experts  Group  which  is  a  compressed  format  of
graphics files for use in moving pictures, video, cable, Internet

Multitasking The  ability  of  a  computer  to  carry  out  more  than  one  task
simultaneously

Multithreading The ability of a computer to process tasks apparently simultaneously
by dealing with each task as a separate thread and allowing one task
to overtake another if necessary

NCC National Computing Centre in Manchester, a centre of expertise

Network The connection of computer systems by communications channels
and
software

OCR Optical Character Recognition which is machine reading of text from
paper  documents  by  optical  and  electronic  scanning  followed  by
software interpretation of the characters

Open Office The freely-available office productivity suite compatible to the open
and standardised ODF document format, including text, spreadsheet,
drawing  presentations,  database,  which  is  largely  compatible  with
Microsoft Office, supported by The Apache Software Foundation

Open Systems The IT strategy which promotes the idea of  a freedom to choose
between  suppliers  for  all  elements  of  producing,  purchasing,
implementing and running computer applications

Operating
System

Software which allows operators, computer programs and computer
hardware to communicate with each other

Oracle A major  player  in  the  large  relational  database  field  and  other
software such as Open Office

Packet In information transfer on networks data is often broken into entities
called packets, each with its destination and source addresses; users
pay for packets rather than line time

Parity bit A bit added to characters used to detect data transfer or transmission
errors

Patch A temporary amendment to software to fix a fault, to get around a
fault or to produce a special version of the software
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PC Personal Computer which is a small desktop computer consisting of
processor, monitor, disk drives, keyboard, mouse etc

PDF Portable Document File: a standard for documents in book format

Performance
indicators

Ways to set and measure the delivery of a service or competency 

Pilot run A technique of minimising the risks of a new computer application by
running it initially for just a part of the business

PIN Personal  Identification  Number  which  is  a  number  allocated  to  a
person enabling them to authorise transactions such as those used
in cash machines and mobile phones

Pixel Picture element: the dots on monitors etc which make up the image

Private key The private key in encryption is the key consisting of the two prime
numbers
(whose  product  forms  the  public  key)  and  which  is  used  by  an
individual to decrypt data which has been encoded by using a public
key specific to that person; or the private key can be used to send
and prove a digital signature visible to all via the public key

Polling In  networking,  the  act  of  checking  each  communications  line  in
sequence to see if a message is waiting to come in from a terminal

Port A  physical  socket  or  other  connector  on  a  computer  (with  its
attendant  firmware)  allowing  it  to  link  to  external  devices  and
networks

Post-
implementation
review

The formal review of a project some months after its implementation
tc/measure  its  success  against  the  objectives  set  and  to  give
feedback on successes and failures
Microsoft's presentation graphics package

Powerpoint Microsoft  software  to  enable  the  production  of  business
presentations (an improvement on overhead slides)

Program A series of instructions in a computer used to carry out operations

Project
management

The planning, monitoring, controlling and reporting on the activities
and tasks necessary to carry out a project

Project plan The activities and tasks necessary to implement a system and the
relationships
between them, tasks having estimates of size and the resources to
carry them out

Protocol An agreed set of rules, for example for network communications

Prototyping The development of an application using a 4GL in close liaison with
the user  to  ensure  continuous agreement  on the evolution  of  the
product

Public key Public key encryption is where information is encoded with a public
key  which  is  specific  to  the  person  being  sent  the  message  and
which is freely available but which can only be decrypted with the
private key held by that person; or it can be used to read a digital
signature encrypted by an individual's private key; it consists of the
product of the two large prime numbers which themselves form the
private key

Quality
assurance

QA is an activity carried out by a supplier to independently assure the
quality of a product
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Querty The  name  given  to  the  standard  layout  of  English  language
keyboards

RDBMS Relational  Database  Management  System:  a  flexible  database
format consisting of tables of data whose items can be related and
indexed  through  keys;  different  views  of  the  same  data  can  be
presented to different users according to their needs; the standard for
Unix  systems  of  large  size  and  PC  file-servers,  and  replacing
hierarchical and networked databases

Record A collection of fields holding one type of data

Risk
management

The identification and management  of  the risks associated with  a
project

ROM Non-volatile  Read  Only  Memory  on  PCs  used  to  hold  system
programs

QR code A Quick Response Code is a type of two-dimensional barcode

Router Intelligent  software and hardware which links  networks  and which
despatches messages over  the best  route currently  available  and
blocks unnecessary
messages

Scanner A combination  of  hardware  and  software  which  can  read  text  or
graphics from paper into a computer

Scoping The process  of  assessing  the  impact  of  a  proposal,  including  its
limits, the costs, resources, timescales, risks

Script Short programs used to test the performance of a system against
expected results, or to carry out standard operations

Search engine Software that searches Internet web sites for given keywords

Server A  general  term  used  for  software/hardware  which  provides  a
particular service; for example a fileserver is a powerful PC dedicated
to holding data on a local area network or on the Internet; an email
server is software managing the email database

Smart card A credit card sized card containing a chip with data, and confidential
and  ,
secret sections

Software The computer programs which drive a computer

Source
language

The language (usually English-like) in which a program is written

Spam Unsolicited emails

Spreadsheet An electronic version of an accountant's spreadsheet with automatic
totalling, formulae etc

SQL Structured  Query  Language:  a  standard  for  communicating  with
relational databases in an English-like way

SWOT Strengths, Weaknesses, Opportunities and Threats: as used in the
analysis of personal attributes or organisation goals

Synchronous A process that has to wait for another process to complete before it
can be carried out: generally faster than asynchronous

Systems
specification

The detailed specification of a computer system to meet the business
needs  of  a  user,  derived  from  the  functional  requirements
specification
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Systems trials The testing of computer programs when linked together to ensure
that the system meets the agreed specification

TCP/IP Transport  Control  Protocol/Internet  Protocol  which  is  the
communications protocol commonly used with Unix and used on the
Internet

Unix An operating system and related hardware first produced by AT&T in 1970 and widely
used by academics, which has become an open standard produced by most
suppliers and which is considered to be a stable platform

USB Universal Serial Bus: an alternative to parallel and serial ports allowing up to 127
peripherals to be connected

User
acceptance
trials

 Following systems trials and quality assurance trials, the supplier of a new system will
hand the system over for the users to ensure that it meets the agreed specification
before going live
User Group

User group An organisation of users of a particular product who share experiences, lobby for
improvements and fund enhancements

User guide A detailed manual on how to use an IT application or piece of hardware

Video
conferencing

Linking groups of people in remote offices with vision, sound, whiteboard and
file transfer facilities on networked workstations

Visual Basic A Windows 4GL used to produce PC applications or  front-end existing
mainframe and Unix applications and thus convert them to Windows-like
systems

W3C World  Wide  Web  Committee  which  is  the  Internet  standards
organisationWorld Wide Web Committee which is the Internet standards
organisation

WAN Wide Area Network which is the linking of local area networks in remote sites
by means a fast network, often on leased lines or fibre optic cables

Web The Internet was extended to graphical web pages in 1989 through the
designs of Sir Tim Berners-Lee

Web page Pages of information structured in HTML which is accessible by a browser 

Webcam A web camera giving continual web pictures from a site The millennium
release of Windows

Windows The Microsoft graphical operating system

Wix Website builder

Word Microsoft's word processor

Word processor An electronic 'typewriter' which saves the words entered on to disk to enable
subsequent amendment and reprinting

World Wide 
Web (WWW)

The Web is a network of linked file servers setting a standard for interactive
graphical displays on the Internet -̂and providing a series of multi-media
documents containing links to other sources of information

XML extensible  Mark-up Language:  potential  multimedia  successor  to  HTML
which is more adaptable and enables data to be structured according to its
type rather than solely how it should be displayed with HTML; used for video
recording on hard disk and emerging as the e-commerce standard

ZIP file A compressed file used to save space
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