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This report provides an introduction to the research area, an overview of the problem is provided, the aims and objectives and the initial design of the research is outlined.

1.1
Introduction
Organisations can be described as being both complex and dynamic [Kueng97]. They need to adapt to technology innovation, competition and changing customer needs. The result is a complex organisation structure composed of many interrelated parts that change their functions and processes to respond to business improvements. Organisations can be described as a set of business processes that can be analysed and improved by business process improvements. The notion of a business process has been defined as “a set of logically related tasks performed to achieve a defined business outcome” [Ould95]. In the past business managers did not consider processes. Organisational structures have been based on tasks, where the fundamental building block of organisations was the functional department performing tasks. The tasks were measured and improved, people were trained, managers were assigned to oversee the departments, however the processes were inadequately considered and controlled [Hammer90].  Business process management refers to the design of the co-ordinating mechanisms of cross-functional processes where participants “work as a team, share knowledge, map out key processes, link them across functional boundaries and then see where there is room for improvement” [VanAckere93].

Organisations are required to undergo constant change if they are to survive. Currently Information Technology (IT) plays an important role in supporting the effective operation of a business and helping to achieve improvements. It is therefore necessary for organisations to define the scope of IT and consider its impact on the business processes. A major problem in many organisations is that the relationship between IT development and business improvement is largely informal, therefore resulting in a weak alignment between business processes and IT changes. The IT system needs to be adequately described, so that any changes can be assessed with respect to its impact on the overall business processes. 

A number of approaches are in development to help manage business process improvement. However these approaches are still in their infancy and the practicalities of the approaches remain to be investigated fully. Business Process Modelling (BPM) is a description of a business process [Succi00]. It assists in observing a process and results in activities that change and improve the process. These activities include Business Process Improvement (BPI) [Harrington97], Business Process Reengineering (BPR) [Hammer90], [Davenport90], Technology Transfer; Process Standardisation and more recently Enterprise Resource Planning (ERP) [Holland99]. In particular BPM is a way of developing models to observe and ultimately identify where IT can support these improvements in the larger business environment. Therefore it is now widely accepted that business process modelling is the centre point of organisational change and IT development initiatives [Kawalek99].

1.2
Business Modelling

A model is an abstract representation of reality [Checkland98]. A good business model contains all the information necessary to describe the structure of a business, such as business processes, resources that participate in or are used in the process, rules that govern the execution of the business, the goals, and the problems that hinder the achievement of those goals [Eriksson00]. However a model should not contain all the details of a business. It risks complexity and understanding and the limitations of the modelling technique will not allow this. Therefore a business model should focus on the core business functions and key mechanisms. Documented uses for business models range from understanding aids to automated execution support. Literature reveals the following reasons for producing business models: [Pidd00], [Eriksson00], and [Curtis92]

1. To better understand the key mechanisms of an existing business.

2. To act, as the basis for creating suitable Information Systems (IS) that supports the business. Business models are used to identify necessary IS that provides functionality that supports the effective operation of the business.

3. To explore the possible consequences of actions in improving the current business structure. These models identify changes that are necessary to implement the improved business model [Pidd00] or to assess the impact of a possible development for the business.

4. To illustrate the structure of an innovated business. The model shows the action plan that suggests changes to the business [Eriksson00]. 

1.3
Understanding the Business/Organisation
In order to remain competitive and gain strategic advantage it is necessary for organisations to establish a change management process. A strategic vision is created and the organisation strives to move closer to that vision by implementing new processes or systems, all of which create change.  

A primary reason for developing organisation/business models is to increase understanding about a process and also assist in acting as a communication facilitator during the change process [Ould95]. “The benefits of developing a business process model……..are more likely to result from the change team communicating their understanding” [Maull95]. Today most organisations utilise IS, and IT supports the daily operation of those IS’s. With advances in technical infrastructure, new organisation models need to be adapted to respond to these changes. 

Documented sources reveal that many companies are dissatisfied with the quality of their IS’s, they are ineffective, unreliable, and are not integrated with other systems [Checkland90]. This is due to many factors, primarily a misalignment between the development of the system and the correct understanding of the organisation that it supports [Bustard00a]. Many businesses operate using legacy systems that are expensive and difficult to replace, but are an integral part of the current business model [Greenwood00]. Therefore, overall organisation/business models must exist so that appropriate IS can be identified, determine how they should be developed and integrated with existing systems and determine what functions they should contain. Often IS experts and Software Engineers make important decisions about how information should be constructed without a full understanding of the functions and characteristics that the organisation really requires from the system. Ideally a closer, more holistic dialogue is required between interested parties so that the description of the model can be communicated and translate more seamlessly to the IS model [Bustard00b]. Although this is a complex and difficult task and the focus of this research, it is however an important necessity that ensures that the IS built to support the requirements of the process will provide the appropriate services.  

1.4
Sociotechnical Theory

The potential of IT creates “powerful forces for change in an organisation” [Eason96]. Different stakeholders (all potential participants in the system) in the current process and in the consequences of any changes in the potential process, will take different viewpoints of the desirability and benefits of the changes. This emphasizes the importance of the social, human and organisational aspect in aligning business-IT changes. In socio-technical system views of the future a new technical system is envisaged and it may support the existing or new business process and the existing of new social system.   `Therefore an interest in socio-technical opportunities emphasizes the need for an interactive approach in which developers in both technical and social systems are considered for the successful implementation of BPI [Mitleton-kelly00], [Viller00], [Ramage00]. Modelling the socio-technical system places emphasis on the roles and responsibilities of the human agents, which is particularly valuable in elaborating what people will be doing in practice in the future that is envisaged [Harper99].

1.5
Overview of the Problem

It is observed in the literature that the task of developing substantial IT systems for organisations is in essence a task of developing business processes and IS models [Kawalek99]. However organisational processes do not have intrinsic value, but exist, as part of a broader environmental context, which is subject to constant change and regeneration, therefore the processes and supporting IT, must be adaptable. 

Ould states 

“Once I have decided how to do my business – my processes – I can decide the information needs that are generated and hence the system I need to support them” [Ould95]. 

IT has an important role in the management of IS. It is therefore necessary to obtain a clearer separation of business and computing concerns which has a clearer defined supporting role.  [Bustard00b]

Motivation for pursuing this research resulted from an investigation undertaken to develop a better understanding of the factors that might be inhibiting a stronger implementation of co-evolutionary change [Sweeney00]. Four organisations were selected for the study all of which had extensive experience of IT use, were significantly dependent on IT and their IT strategies appeared to be developed in reasonably close collaboration with business goals. Two organisations were involved in manufacturing, one in telecommunications and the other a local government authority. The study considered the role of ‘Information Systems’ (IS) in the planning and change process, giving some insight into the way that these organisations manage strategic alignment between IT, IS and organisational change. 

The most significant problems emerging from this study were: 

· There is an almost complete absence of long-term strategic plans, business and information systems models in organisations suggesting that IS Modelling is not well established. Organisations very often find that their needs outgrow the systems and they are therefore left with maintaining a legacy system. It is worth defining at this stage that legacy systems do not mean old IT systems. New systems may quickly become Legacy systems in the sense that they do not fully support the requirements of the business evolution [Ramage00]. Therefore organisations must recognize the strategic role of IS/IT in the formulation and implementation of overall strategic plans. 

· Organisations normally perform financial measures to check if plans and goals are being met, e.g. monthly financial reports. These short-term measures can lead to and restrict continuous improvements. In addition often non-financial measures are ignored. Feedback perspectives need to take into account the entire organisational processes and value chains, i.e. both financial and non-financial processes. Feedback is a necessary prerequisite to change as it influences potential actions and future behaviour [Mitleton-Kelly00].

· IT departments understand their own roles and responsibilities which is to provide valuable IT services, but not normally how to run IT for the business. It follows therefore that the business is not a responsible owner of IT. It is recognized that this problem could be due to the fact that poor links exist between business processes and IT enabled change. Organisations are required to be educated on the need to align IT and organizational strategy.  

Therefore it is evident that a common format for effective dialogue and better descriptions between business users and software developers is required to ensure correct alignment is being achieved. Business processes have mixed and conflicting natures [Melao00]. It is therefore recognized that from an IS perspective comes a whole range of social and technical issues. Sociotechnical theorists argue that the development of IT for organisations is both an exercise in social change and technical achievement. There is a technical solution, however it is necessary to understand the context and incorporate it into the solution [Greenwood00]. 

1.6
Aims and Objectives

An overview of the problem areas described above has revealed that a more effective business-computing framework is required that considers social, human, organisational and technical issues, is capable of adapting and provides better descriptions of processes that can be understood by business, IS experts and software developers alike. Traditionally the software development approach to IT-enabled change encompassed a ‘hard’ approach. A more holistic approach is required that takes into account strategic and people issues and considers the cultural base of IS/IT. 

The research described here is an attempt to provide a more holistic approach that encompasses social and technical issues in the development of IS that is aligned with business needs. Organisations are social systems, as well as business processes and data and the social construction of organisational problems and their IS solutions are complex to understand and manage [Rose00]. Initial investigations into the problem have revealed two main strands: Soft Systems Methodology (SSM) and Scenario Management (SM). However these approaches alone are unable to provide an objective and concrete assessment of business process change [Melao00]. SSM has been used extensively in addressing complex problem situations. It uses the concept of conceptual modeling as a basis for developing visions of a system [Checkland90]. The basic SSM approach involves a systems of inquiry; Checkland states that it is " a number of notational systems of purposeful activity which might be 'relevant' to the problem situation are defined, modeled and compared with the perceived problem situation in order to articulate a debate about change". 

Jarke defines a Scenario as "a description of a possible set of events that might reasonably take place" [Jarke98]. Scenarios stimulate thinking about a problem situation, further defining the context of a system from a decomposition and evolutionary nature. "An important feature of a scenario is that it depicts activities in a full context, it is not narrowly focused task description, but the 'big picture' of how some particular kind of work gets done" [Filippidou98]. The possible occurrences, assumptions relating to these occurrences, the opportunities and risks and the courses of action are examined through the scenario. 

1. Although SSM and SM offer potential in the design of systems models for organisation process management, the work also investigates alternative views to better understand the multidisciplinary nature of modeling business processes. Current approaches for business modeling are categorized and evaluated under different viewpoints and the relative strengths and limitations of the approaches are assessed. The main objective of this research is to propose a more holistic approach taking into account differing business perspectives. The possibilities of migrating disciplines will be assessed to provide a better modeling framework for business-computing evolution. It is evident that there is a need to create descriptions that closely relate to each other. The more easily we can map business and computing models to each other, the more effective is our view of the whole process and the decisions taken within it. 

The initial design of the research is as follows:

2. System Modelling approaches are evaluated and organized around four perspectives. The perspectives are motivated by research into systems thinking, organisational learning [Kim94] and metaphors proposed by Morgan reflecting Images of Organisations [Morgan98]. Views and understandings about organisations are important when discussing business process and change management, as organisations provide the arena for business processes [Melao00]. The four perspectives view business processes as static/structural systems (the machine metaphor); dynamic systems (the organism metaphor); feedback/goal-based view and the social view. The perspectives are not separate, they are intended to describe a specific aspect of modelling the business and when combined the views create a complete model of the business and it’s IS support.

3. The results of the evaluation are used to combine aspects of the disciplines in a real world business process modelling action research project. The project is used to reflect upon and develop the potential solution in the problem arena. Action research is an approach in which an organisational problem becomes the domain of the study, the problem is tackled and the theory is developed or refined [Truex01]. SUCCINCT is the University of Ulster’s strategy to develop strategic plans in IT and communications, information, and IS [Succinct00]. The case study used for the purposes of this research is based on developing aspects of an IS strategy for the University. 

4. A support tool for building and maintaining the models based on SSM and SM will be developed. 
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