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Executive Overview

L — ——

Tras SIM award-winmng paper is a lascinating and inlormaineg anticle on the use ol DS5 lechnology
in an unconvenbonal setling. From Novamber 1985 1o March 1388, the Cabwnel information and Deci-
son Support Center has grown Irom & slanup organizalion 10 one of over 150 people. Lising hve
example propects, this aricle identifies the 10 generic lessons learned krom them. The 10 lessons are
listect at the end of this overview. Yery well wrtlen, this artiche has real value lor the CIO and olhers
interested in DSS implementation, fis strengih Fes in s capluring of real-world implementalion issues.,

# Lesson &1: Struciuring and arsculaling siralegic issues 1S an infegral, clical, and ime-cansuming
portion of the design./delivery of D55 lor sirategec decisons. M shoikl be labefed as an explicil
“rewardable /billable™ activity m the design /delivery cycle. I includes confiict resolubion and consen-
sus building, and may involve shullle diplomacy

* Lesson #2: Providing DSS for sirategic decsion making is mosl often coupled with both urgency
and criticality, making crisis management 3 frequent mode of operaion, This I'HiLHle‘S an gfganiza-
tion design and human resource policy lor the suppos organizalion that explicily includes a cngss
management component. This fype of cnsis management has large, unexpecied vanance o lempd
and task {i.e.. more hke a fre depadment than an overnsghl package-delvery business). IDSC has
added crisis management teams lo s oigamization design. (Sea Fegure 4. These can be quickly
put togethar in response 1o CNSIS MEquUBsIs.

s Lesson #3: Providing inkormation and decision suppor for stralegee decison making often requires
much eftor in building and infegrabing databases Irom diverse. exira-organizational sources. The
Iront-lina decison-suppon consullants should not gel sucked mio this actvily at the expense ol
reduced decision supporl. The organizatonal design should refiect this.

» Lesson #4: The strecluning of one skalegic isswe begels other stralegic ssves, which can be used
Io locus the database building eflon.

# Lesson &5 N is vital to exphcilly articulate to users that efleclive decision making ﬂﬂﬂ:l‘lds an
mare than snfosmation. For decisions surrounding Siraliget issues, information s usually parital, and
its quality is questionable. Rather than just trying 1o Improve infprmation guality, §d may olten-be
miore uselul Iy use more decision methods S hawnsncs,

» Lesson #6: Il recurring decisions are 10 be made around & Siraleqic msve, there is a crical neod
tor sefting up a management system for racking and mamlonng changes in the criical paramelers
of the issue.

# Lesson #7; The dynamic tracking component of an isswe-based EIS'_-E has the IJ!‘I._.IE| technical ch-
mands of lransackon processing systems and requwes more demanding lechnological capabliities.

% Losson #8: The issue-based approach 1o DSS provides a solid base lor gasy [Fanshon 1o EIS m
thi futura,

» Lesson #9: It was not only D55 desgn that could be protolyped; the management of delivery
could e profobyped as well,

s Lesson #10: Providing decision support for stralegic decision making will reqguire much lexiual and
documeni-based inlormation sources. Ovganizational design should reflect thes capabildy
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Abstract

This paper provides a new approach Ffor man-
agung the dasign and dalivery of infgrmation and
decision suppor Systems for sirate g decron
making. It draws on axpenences gamed fom
implemanting syslems and senaces for enhanc-
ing the siralegic decision-making process of the
Cabinel of Egypd. The artiche chalenges the con-
ventional wews of CONCepLBEENg daciIn SiD-
port systams and methods for managimg them.
N infroduces an Cissue-based’’ managemeant
mathod for the design and delivery Drocesses
The distincinve lealums of s sapraach nclude
a locws on issues rather tham decisrons, a dis-
hrtclion between misrmabion SUppor Senaces
and dacison suppor services, prololypmg the
managemeant of defivery as wall ag desngn, and
a dynamic racking back-gnd. Finally, ihe amcle
comparas the conveniional and issue-based
D55 approaches. Such J companson suggesis
that the isszue-based approach can be an el
fective slepping sfone for the dasign and cehv.
ery of execudtive information syshems [EIS) o oov-
porale contexts by providing DES that are "EIS-
raady.”

T R

Eaywdids: deGiSin suppoi Sysiems, execulve
wdarmabion systems, inlosmation re-
gusremenis determenaiion, siralog
decision making, iS5Ues Manage-
mnl, governmEnlil dgenceks. man.
agement o large-scale informabon
systems, information  syslems
implemantation

ACM Categones: Ha, J1, K6

Information and Decision
Support for Strategic
Decision Making

The eMectveness of siralegic decssons can have
ENONMOUS EMpacts on organzabons and ihwir sue-
cesslul funclioning, Consequeanthy, i1 15 & Crilgal
prigeity for idoemation syskems prolessonals jo
eflactively provide organizalsins wilh indormalion
and decison suppor sysiems thal suppor and
enhance the straleges dacisson. maksfig procESss
The process of managing the design and debe-
ery of such systems is raporied and axamined
in this amcle,

Informalion syslems prolessonals generally
agres thal — desple the advances in the design
and implementation ol decision suppor sysiems
[D55] in the lasi decade, and despite the rapid
gtrides in informalan lechnology capabelties and
the ralativaly widespread accepjance of DES by
prolessionals and meddle managers, and ewen
despile the recent emergence of execulvg -
lormation systems (EIS) = the provison of el-
feclive OS5 for sbraléget defiiDn makeng e
mains a challenge thal wa have yel 10 owsredmie,

While there are examples ol succassiul DSS
usad lor strategec decision making by 1op man-
agers in Such dedissin conlexls as mengers and
acquislions, planl locabon, and capilal expend:
tures, these syslams lend to locus on limied,
well-zinscturad phases of specilic decisions. How-
aver, whien il comes 10 supporting the whobe 5.
bisge CECISION- Making process owes lime with com-
pating and changing siralegic issuves, mullple
decisions, and chamnging parcipanis, much less
prograss has bean made. The motvation for this
artcle 1= 1o confnbule ong mong Step idward
avercoming thal challenge.

& farge part of the challenge comes from e
maessy, comples nabere of Ihe SiRabegic decifgn.
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making process ilsell and the accompanying en-
curnbrances thal it bengs io the DSS design and
delvery sifualkn:

* Siralegic decision making is a murky, ill-
slruclured process Ihal can be drawn oul aver
weeks and months yel often reguires very
rapid response capabeilins in crisas Suabons.

& Siralege: decision making is usuvally a groug
elfor rather than an individual one, and it in-
volvas activilies such as cooperalive ideation,
cooperatve problem solving. confhict resalu-
tion, megolialian, chsis managemant, and con-
sensus buikding (of, Gray, 1988)

» Strategic decsion making n furbulent and dy-
namic eavirenments 15 accompanied by a
large environmental-scanning componenl,
which has its own informabon requirements
lor early wamang aboul polenbal disconimns-
lies, swwprises, threals, and oppodunibes (ol
El Sawy. 1385).

& A sirategic decmson involves mulbple staka-
hdghrrs with dellerent implical assurmphigns 1hal
need Io be sudfaced and made exphcil (cl.
Mason and Marofl, 1581)

® Surategy lormalion in dynamic enveonmienls
lakes place ir a somewhal less deliberale and
a much more emergen! laghion than Sofmen-
tional descriptions of strategic management
suggest. bringing with il a larga serendgdous
descovery component whose suppod mequing:
menls are dificull o lorecas! (¢l Mintzbeng
and Walars, 1985).

* Since a large proporbion of inlormabon needed
ler strategic decision making comes from a
virually wvnlimied estemal envirgnment, The
key protem thal the decision maker laces is
il rmabon ovenioad with mulliple and confbcl
g interprelalions rather than solaly the ab-
sence of relevant information (ol Zmuwd, 19856).

& Much of lhe infarmation thal is used kor Sira-
tagic decisions is quakilative, verbal. and

poarly recorded.

* Because the slakes in siralegic decision
rmaking are very hagh, thare 13 much more si-
teational vulnarabdity b both politieal maneu-
vering and siresged emolional behavior, which
may call lor addilional conssderations in DSS
implemeantaticn

BE2  AMIS Duartedy:Decamber 1988

Anglher pan of the challenge comes om the
nature of the decision maker, who typically an-
GEGES i ihe SHHEgR GEOSION-Making process
as o of the cantral padicipants. He o She 5
usualiy,

* A& lop rRanager. exgcubnd. OF pobcy maker
whose bme g very valuable.

= Oigher and more resistant lo lechnodogecal
change.

& Comlorlable ralying on idlubion and gil
feeling.

L] L.ll'm'l'lﬂ'lg o :pﬂ-ﬁd ma hBﬁ‘lﬁg 1o s\ Com-
puter-bazied DSS,

* Powerlul endugh 1o require and enlorce quick
response 1o his or har demands.

The call lor designng and delivenng DSS for
such a dermnanding class of decision-making siu-
abionz and decision makers has nod gond -
hesded in the inlormation Systems Commundy.
Vanous eifons have beien made o advance the
stale-of-ihe-an, each of which has moved us
closer loward overcoming thal challgngs. These
includa:

# Focusing on Bhe decision maker and proved-
ng generalized support lailored 10 Semige ex-
ecubves in the torm ol EI5S (el Howgesheal and
Watson, 1987, for a descrpbon of MIDS system
a Lockheed Georgia. ¢f. Riockart and Delong,
15

* Focusng on the provision of EIS generalors
wilh user-seductive lechnology platlarms
suited bo execulives, wilh fanty gragheis, pop-
up menus, louchscreans, and optical mice (cf,
Pafler, 1988; typical examples nclede prod-
uels lrom  sallware wvendors such as
Comshare, Execucom, and Pilat).

# Focusing on betler ynderstanding of ihe deci-
sion contexd [¢f. Slabed, 15983, who sdvocales
“bewwang the D back inlo DS57)

® Focusing 0n inlormation requiréments deter-
minalion mathodologees that lostar the i De-
tween the exaculive decisaon maker and e
siralegrc decison context (cf. Henderson. elal.,
1987).

* Focusang on the struclunng of B Between the
decision conlexl and the decision makers by
building decson rooms and group decssion
support systems (cl. Gray, 1987)

* Focusing on the simullantous advancement
ol the “squeakiest wheels™ in DES design and
implpmaniabon [(¢f. Keen, 1587, in his call o
action for “a redressing o the balance ba-
bwzen On, 5, and 57).

The approach taken hené bakds on the expari-
encEs gained (rom the above. However, this ap-
proach Irigs 1o maka progress loward gvarcaom-
ing Ihe atorementioned challengas through
lotusing on the process of managung e desagn
and delivery ol D55 whale preserving tha Bt
among The decison makers. (he form of suppor
provided. and the lechnologies used in the con-
lext ol an on=Qoing Sirabigec decsson-making oon-
lext. The apphication context 15 the Cabenet of
Egypt.

Decision Making in the
Egyptian Cabinet

Thir Eqyplian Cabined comprises the prime men.
mher, Bwry-tad minisliers, and low secloral mn-
estenal commilless assisbed by stall, Decision
making al the Cabinel level addresses 3 vanely
of nabignal socio-gconomec and mdrasiruciual con:
catng, such as reducing the defcit in the bal-
ance of payments and national budget, debt man:
agemand, performance improvemen! of public
setlod arganizations, ways ol promoding the de-
velopmen] of small- and medasm-scale pavale
industies, and the aliocalion of rosources lo
salve  wrban housing problems  and
Corpopalation,

Depanding on the scope. urgency, and cribeality
ol an issue, # is addressed either hrough Bhe
mimglgnal committess ar by the lult Cabinet. The
dei Saddi-making process inwolves much debale
and group discussion, requires much prepara-
bon of posiion papers and studies, and is sub-
ject b pubhic ascountability and madsa atientsge.
A simplilied view of (ke Cabinel decision-
making process, showng key partcipands. de-
kberation lorems, and inlormation fows 5 de-
pected in Figure 1,

As s the case with any decision-maling satfing,
the Cabinel has its own jargon and mantal con.
siruclions. Labels mecalive of delibssale, siue-
wred logic (such as objsclives. culcomes, i
rigtives, and decrees) and rabonal decision
maksig [Such as decisions, allarmnabives, chonces,
probdems, and solulions) ane used i both wal-

Iheqiinatn Sagapt

len and oral communacaan Howends, a chascr
exarranabon reveals 1hal @ decrsson- makeng piod-
858 & Mozl comdprably wiowed by lhe pare.
pants as a process ol allenhon 1o sels of woups
wilh varyng and shalling priontes. the Catng!
widl] 5 chankad pramanly inkp isswas ralher lan
decigagns, As indicaled in Fugune 1 by 1he closed
loops, sets ol wsues orculate conbnuously and
&g managed gver e They enler and et oir-
culangan (heguegh the key parbcipants. When
some Esued arg resohed {or dissoived) by oe-
Cxkigns. aclions, poblcal Maneuvernng, of grve
ronmenta! shalts. they fade rom orculakon

Similarty. i55ues can reappear and also becomse
more sakend. The Cabwel does. of course. make
decisiong, but ke local ponl of debbacahan &
the ris5UR rather than ihe one of many [ w1 Ta a1
rsch arownd if

The 1ssues considered by the Catangl ane usu-
ally comgles, ill-strchwed, inlerdependant. and
muh-secioral, wilh siralegic smpacts &l ke A
honal, regeeodl, and lernatronal level The
fnglure of he inloemanon enveonmean can Do
charactenzod as one thal 13 data nch bt infor-
mahon poce There 5 an ovarkasd of miorma
Bon of quisiionabie raliabiity, which alien yeilds
muflipde and murky mienpratabons, and which s
oliten qualitalive and dssented. The Cabinet 15
the epitome ol strateqgec decision making al the
groap bevel undgr complex and turbuland condi-
B, B situabon (hal coes oul for infoemalion
and decision suppon fystems (15 DSS)

ARer Egypl's peace agreement with Israel, the
Cabinet of Egypt embarked on a program of eco-
momic revival and was laced will losmidable in-
frasttuctural and soCO-@conomic development
challgnges in the eady 19805, In agddition, poh-
bes and the lurbulence of the regeonal and ifer-
Nelnal acohomy wane causing maegor Shifts i
Eqypl's tradiignal sources of GNP, such as
Suer Canal revenues, rermitances Irom Egyp-
lans warkimg 0 oil-nch coundries, and burism
This created a hewghlgned awareness of the m-
creasing complaxity of ihe enaronment and of
the vufnecabeddy of stahc plans amnd show degi-
S0 making a1 the straleges level. it also broughi
ine locys the critical importance of makng avail-
able in an nlegrated lorm the inlormatian
negeded l0f SUBSGMIAG 1he decmsion-making oe
e55 of the Catinel through the use of the mos:
agpropnate infosmalion technologies and sery.
ices. Im 1985, a5 part of tho broader, Intensne
national plan lod adminsivalive development, an
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Figure 1. The Cabinel Decision-Making Process Belore IDSC

e — —

b o —wamer

infgrmation systems project for the Cabinel was
initated, and i has evohesd nlg whal is now
the Intormation and Declsion Suppor Cenber
(PDSC) for e C-abinet.

The Cabinet Information and
Decision Support Center

Since ils ingeplion. D50 was guided by three
stralegic objectives. First and loremast was the
development of information and decision Sup-
porl systems for the Cabinel and lop policy
makers in Egypl. Second was 10 support the e5-

B84 AIS Quadery Decomber 15988

tablishrment of end-user managed information
and decision-suppon centers in the indridual men-
wstrigs, Third and more indiracl was 1o encour-
age, support, and initiate informatics projects thal
would accelerate the development ol Egyplian
govarnmenl minisirias and agencies

To achieve these stralegic objectves, 3 in-level
architechare kor information infrastrciure and de-
CrsI0N SUppor was concedved

IDSC Levil
Building of IDSC tase Al fha Cabanel 10 pro-
vide @ focal point for Cabinel Ssue Support,
information and decision suppart, multi-
secioral analysis, and inlegrabon.

g e s s e e e s e o o o e s e e S e N - . G O W

Internatianal
Datsbadsd

e i e S A A . 0 O

Seurces of information

e N YL T LT

Figure 2. The Cabinel Decision-Making process After IDSC

Mational Nodes Level
Linking 13 and/or Supporting Ihe busideng of
lpcal sources of informaton and decision sup:
port &l minisines and national agencies

International Lewel
Exiending lelecommanicalions access i in-
iernalional sources of inbormation and major
dalabases worldwioe.

As of Mowermnber 1985, IDSC staned prownding
inlormatson and decision-gupport senaces loriha
Cabinel and developang this tri-beval archdeciene
Figure 2 shows the positioning of 105C as a
lacililatve Condast, nlt:gum-'. and expadier of
nfarmaton IrgM VARMUES Sources o fhe Cabe-
nel Mew infonmaton scances, such as seciodak
inlormalkon cenérs and international dalabases
have baen added. and since then, thg compuled-
based component has been growng.
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ID5C has evolved rapidly from a thred-parson
star-up in 1585 with a handiul of parsonal com-
pulers 1o an organization of over 150 people by
rid- 1080, providing an arsy of inhenmaton png
decison-Suppon services specifically targeted to
the sirategee decision-making kevel. It has Since
implamentad 28 15/ D55 projects.

Leaming how to eflecinedyf provide inlormation
and decmion support for sirategic decisions in
the Cabinat contaxt while managing rapd growih
and respanse 1o an impatienl and ncreasing sen-
e gamand — and simultaneousty developing
thi poor infiormation and Iechadlogical mirastnse-
fure of Egyplian govemment organizalions — pro-
vided many managerial, lechnological, and con-
tedual challanges or IOSC.

With respect 1o the design and delvery of IS5/
D55 lor Cabinal decison making, ID5C was con-
winced npl ondy that was thara a nesd o a proc-
@55 diflerent kom Ihal used for radiional D35,
bul also thal d was mportant o create an of-
ganization design thal could lacilitate ihe efec-
live managemeni of such services. Initiasly, IDSC
I!I'll:ﬂ.rlf'l[ the answers were “oul there some-

whisne™ and sought comparalive information kom
samilar projecis i other counties, While ihese
inpuls were very helphul, it became painfully ob-
wapar B0 1050 thal d woutd have 10 devise both
ihe dessgn and delverny process, as well as the
arganizalional design, through A% own eonlix-
tual learning in tha Egyplian Cabinel’s sirategic
Tao deal with this challenge, IDSC's sirategy had
siveral components. Firsl, 1o maximize |he
chanees ol implamantation success, il saw Ihe
need b0 improve the it among (e uSes n Ber
decision making condext, the form of Suppon pro-
vided, and the lechnologies used. (Examplas of
ways the IDSC vsed lor conlextwal fif im-
provemend are showr in Table 1) Second, it
would uss an ileratnee prodotyping siategy for
IS/ 055 design and delivery. Third, Ihe organ-
izational design would emenge and develop as
the process lor manageng the design and dediv-
ery of IS/085 became mora appanenl,

The IS/DS5 design and defvary process was
inilially concewed as shown in Figure 3. While
delbaration inside the Cabinel decision-making

Table 1. Examples of Contextual Fit Improvement Sirategies Used by ID5C

Description

e T EW ==

Elfecis

Reverse Dislrlbuted Processing
Approach lor developing technology mirasiruc-
e that staried with islands of personal com-
puless, kinked them logelher, bull a nelwork
infrastiuciure, and fnally Sgded A masnirame

Two-Tigred Teams
IBSC design leam always includes two Iypes of
members: ong who is lechnically compelan
(lypecally a young college graduale) and
anoiher who is Tully expengnced wilh Ihe
burgaucracy (an older person with gowermand
CAPEnEnCE]

Arablzation of Solterare
Linguistic and cultural adapiation of user inter-
laces 1o 1he Eqyphan decision-makesg emvend.
menl. IDSC has alse championed incenines
e a “Pyvamids Technology Valley™ project lor
snftwane slar-us.

Chautfeurad 15055 Use
Lise o slal inlenmediarses lor sSupportng sanio
policy makers rather than having hem oF Ber
dreclly an-ling

Bndged wser-lechnology gap and allowead
acceleraled implemenialon ] apphcatons
Thierg are npw 110 PCs and a daka nabwork of
nakpnal nodes Al Yanous meesings

Brgged ransiplion gap between D55 asigers
and typlcal buresucrals whase npuls ane sodsyhl
and needed. Inyaped cEnnwescaism and mini-
mized nsh ol lechmical Laluees

Bridged user-apphcabon gap. Custom apphca-
hang and many standasd looks [such as dBase
. Leus 1-2-3. FOCUS] arg fully arabdped.
Bangual (English-Arabic) elecironic mail in bela
lasl.

Hep! lacus on prowithng Suppodd lor siraleqic de-
pisson making rather than draring IDSC re-
Sources m suppadiing non-sirabeqic office ap:
plicabons
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lorum revobmas around Bsuss, fermal communi-
cations pulside of il are expressed in terms ol
policies, programs, and objectives. 15/ 0S5S5 pro-
ject definitions are therelore handed down 1o
IDGE in either baoad, misssan-divian Igm [such
A%, “We nead o build a D55 1o help formadale,
develop, and monsor the indusinal Secior stra-
tegic and tactical plans”), or in a drective, data-
driven lorm {Such a3, “We wanl you o eslablish
an informalion base aboul all companies in the
indusirial sector in Egypt”). Al the IDSC man-
agemani bevel this 5 ranslated through inberac-
ligns with policy makers Io a sel of ballar-
arliculaled stralegic issues around which 15/
DSS are defned. Design, delvery, and mstiu-
konakzation are camed out al the IDSC builder

[e:ciminw Seupisi

and implementer lewel as the process GOES
thegugh Aeralive prolatypng cycies Tha tactical
dalails ol ims procedung, 13 fBQUISIEE Mansge-
Mien] rOCESSEs, and SuppOrling OrganEaional
design. evolved as more was learned rom each
succesaive 1S/ DG5S project

Lessons in the Management
of DSS for Strategic
Decision Making

Episodes Irom (e axample 157055 projects
fram the IDSC axpenence are preseniod beiow

— =

e E——— ; it |

i
! & [ conmss Commmun
: Mission Satements & | [ 1. Cabinet
i Policy Directives
i — .

- - |
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| Program and objectives .

I ¥

| [}

| I o=

| ]
|

r—.‘-llﬂl.----'!—-——————————————-‘-I I'I'I"F--------lll"r-: I 1.

i IS/D5S Project b

: Definions :

i ! |
DEE Manigemest | :
L 1 |

' | p—— :

i | Strategic aus Se PR Y

: Elichtation 5

:'—-————— - R E W W W . rEw - -i

i Design & Delivery . :

| of I5MES = :.

WSC Bakder & i
mplaminie Lead i

i Institvtienalization

: of 15/ DSS e e d

i [

; '

Figure 3. Supporting and Shaping Cabinet Strategic Decision Making through 15/D55
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by Hlustrate the ganenc lessons that wera lBamed
for managing the design and delivery of DS5
lor siralegic decision makang.

Mustrative case #1: customns tarilf
poficy formulation DSS

For many years there was much Cabsnet efon
bo overhawl a complex cusioms fanlf struciure,
which encompazsad |00 MARY RS EIEN fegu-
latans. This conciried alfort had evabeed inlg
initial agreement on a lormulation of three broad
relorm objectives: a homogenaous, conaisienl
ianl siruchere: meneasing revanues 10 1he Treas-
uiry: @ minimum impact on kew-income groups.
In early 1986, the “new CUSIOMS program” was
anngunced in pre-final form. But six months
later, despda inifial agreement and good inban:
tons, inter-mdnistarial debates and conflicts
Aol pobcy form and perceined secionad Mmpacts
grew. In June 1986, the Cahinel requesied the
sarvices of IDSC.

A oind IDSC S Ministry of Finance “crisis™ leam
developed an inikal, PC-based DES model using
the aleady wntten tanfl-relorm proposal. The
team compnsed 32 people: two IDSC manag-
Br'5, bwo uncker-secratanas, six butiders /implamen-
ters, and 22 data entnys validathon parsonnel.
Data was collected, wilh difficwity, lrom lrag-
mented sources, As developmen! progressed,
the team shuttled dady to the six most-impacted
ministries and met with senior policy makers 1o
gather input and feedback and lo build consen-
sus. Inftially, confiicls were sharp; destussions
wara healed, and ona-sided heones previded,
For example, the Ministry of Indusiry, wanting
0 encourage local manulacluring, soughl 1o
rasa impor tantls on aulo spare pans, The Min-
islry of Economy agroed with (he Bl increase,
becauss il would reduce foreign currency ex-
pendibures, while the Ministry of Finance ds-
egreed, because it would reduce a sizeable
goaneE ol CuSioms revanue.

However, as the model became more explcit
Inrough Ihie protolyping effon, the siralegic
ISS0ES were betier arliculated. assumplions were
uncoversd, and he impacts o varous “what-if
weendrios bof stuctural altermativas weare dem-
onstrated wilh numbers rather than absiract opin-
ions. The focus gradually moved from objeciion
I constructve inpull and considerale F0ommd-
dation. Aftter one month of intensse afar, a con-
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sansus was reached and a new cusloms lanl

policy was i place.

Lesacns #1 and #2 lor 1he Management of
D55 for Stralegic Decislon Making
Lesson #1:

Slreciuring and adiculating Siralegec issucs =
& inbpgral, cribcal. and me-consuming podion
ol ihe design  deliveny of D55 lof siralegic disd-
5:nd. M ahould be labelad a8 &0 Exphcd he-
wardahie £ bfable” acthvity i the desagn S dilengry
cychy. i ncludes conflct resolyton and consgns
s budding and mary involve shultle diplomacy

Lesson #2
Providing D55 lor Sirategec dension making S
masl len eoupled wath Bolh ungency and ool
cally, making cies managemand a Irequani
moche ol opavalion, This requees an grganiga- |
lign dedagn and human resounce pokcy g the
support organizaton Ihat aaphcitly inclydes a
crisis managemeont componend. This type ol
LIS Managemenl has Bnge, unsepecied van-
ance in tempo and lask {Le, mode bhe 8 i
depadimant fhan an ceermeghi package-dalaeny
business). M0G0 has added Crisis managemen
teasmss b il orgamazabon design (Ses Figune
4) These can be quickly pul logeiber in re-

EQONSE 10 CAlis fequesis

Impacts: The customs lanll DSS lackiated a
growp decision-making process by neduting Son-
licd and promoting consensus by clantyng the
wade-offs and pmmlial impacis of tanll Stroc-
tpres on individual seclors and on (he overall
econtmy. It has proved 10 Ba an excellen] ne-
gabation iool, and Ihe decson-making process
was conducied with mone informaton and less
misplaced emobon, I ks also made @ possibio
o picade an equalable, wrform tasill struciure.
Furthermaore, he ongmally estimated LE. 500
mrilkion ($250 milion)" increase in cusioms reve-
nees was shown by D55 “whal il-ing”™ o be
unlikely, and thal any realishe scenamnos would
genarale about LE. 50 million ($25 million). A
yaal laler the achud! ncrease umed oul 0 Da
L.E. 56 million (528 mdiion),

Wustrative case #2: produciion
IS/DSS

Infiated in lale 1985 and developed joinily wilh
the General Organization lod Indusirakizabion

"On LS. dollar sdqualed about e Egyphan powsnids
(LE.] in 1988,

Degison Suppor

Crigle  Mansgemen] m:;_'“: '-"T
l Team

Taam

Decilsion Prajeci Informatan InlErmation Financlal &

Fupport Mavslapmant Rstnianm Tt Foricngry Adminl o ratihes

Servipas e pasrtmant Mmm gl CiMwibam & e i

Dapariment Dasparimand Dapasimani Daparimant |
|

Figure 4. Organizatien Chart for IDSC
(GOFT), the project was identified by the Cabs Lesacn #3 s

nel a5 having two main objectves: eslabishing
an infgrmatkion base abdul all mdusirial oompa-
nies in Egypt; and building a DSS 1o help lor-
mulale, develop, and monior the ndustrial
secior's sirategic and lactical plans. In its efforts
o coltect data from four maen data cenlers (one
at GOFI), IDSC encountered subject dalabases
with incomparable structures, wnslandardized
data definitions, and conlradictory delinilional as-
sumphions. Fudhermone, examnalion of redun-
dant data indicaled vneven updaling and wireli-
able inlegrity. Rebuilding of an integrated
database was a massive effort, which detracted
Irom_decision suppor.

This prompled IDSC to have separale Decision
Suppon Services (DS5V) and Project Develop-
mant (PO} depariments, (See Figure 4.) DSSY
provides fronl-ing decision suppor senaces o
tha Cabinel, and s stafled by aboul 25 rmult
digcipbnary user consultants, PO woulkd lake oaer
whanaver an 15055 projec! would be indhabed
that required massive Systems development, da-
tabase building, or infrastructure development al
the ministry / agency level, PD is staled by pro-
jeel manggers, DSS builders S implamanters, and
application programmers. An addiional Infonma-
tion Resources Managemen! deparment (IFRM)
prowides iechnical support and manages data-
bases, i comprses lechnecal Stall, database
adrensiralors, and systems programmers. For
beter inter-deparmeantal coordmabion and crisis-
managemeant peak demands, there is some siall
rotation among DSSV, PD, and IRM,

Provadang infomalicn ane dedaisi Suppon fol
sirateger decs=an making offen risjue s Mach
eficet in buiiding and inlegrasing datsbases om
deracse, pxira-organzalional sowces. The ingnt.
ke decaiadn-Sunpan consullants should nal gol
Suched inlo (s aclily a1 the erpense ol m:
duced decsswn suppor. The organszaanal
desaan shonld fellact Thes I

SE——— |

As the issue-based strucheing process mowed
forward, several other Specihc SIRAlegIC Sswls
ware arbculaled. These locused the dalabase-
budding elfor on a much smalled exiracied da-
tabase, which was buill maeh lasber, For exam-
ple, a1 ane poink. e Esie of import subshilubon
wilh local production surlfaced as catlical, and o
cusad database building on mpoded industnal
comrmodilsgs,

Lessan #4 1
Thp sirecturing of onp sirafegee Ssue begels
cther Slralegic igsues, which can be used 1o
fogwrd the dalabase buldeng eHod 1

impacts: A prololype PC-based D55 showed
that 248 commocdilias, of which 112 were mndus-
trial commoditias, represanted 30 percent (37
béon} of Egypl's 1585 10tal commadily impons
The OS5 further roveaksd (hal, since 1974, 92
ol these commodibes had nol Dofen promoded
iocally by the Minisiry of Industry, Further DSS
profotypes showed that 87 of thase 32 commod:-
fies could be manufactured locally with favae-
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fhrcesion Supype!

able economics. Based on this diagnosis, the
nafonal na-year ndusinal plan was changsd
Dy the Cabwret. This diagnosiic also resufled in
idartibying angthed sirategie issue — wile capac-
ity, For gach of the 87 commodilias, simpla bar.
chan compansons of local production, ke ¢a-
pacty amd irmports identibed sile and /o wnder-
utized capacities for about 55 percent of public-
seclor mdustnal companies. This D35 compo-
nent also allowed for the “whal ilsing™ ol may
SCAMANGS,

Because of the initial data refiabty problems,
thig project accentuated the importance of
having exphcit gualily indicahors for critical inkor-
malion in 157085, I also browght to IDSCs at
lenkon the importance of decision mathods. thai
could enhance the effectheness of mformation
beyond the information given. Methods such as
e dxarminakicn and surfacng ol critical assump-
lions underying the inlormaton, iranskorming
dida Irom table 10 chard form, COMPanng rabes
o change, and sensitivity analysis of variables
reeded in be made more salien! 1o users. To
accenfuvale 1o users the fact thal decigion-
makng effectvences dipends on much mans
than infarmation, IDSC made a distincton be-
twean mlormalon senices suppon and gecision
mithods suppor within its DSSY organizahon
design. (See Figuwe 5.) Furtharmore, lo empha-
Eiz¢ the imponance of sudacing assumpBons,

IDSC has integrated them within its 15 7 DSS de-
sapns and incledes an “assumplon ey (Simidlar
o & help key).

Lessan #5
N w3 wial 10 paphcilly amowale 10 wsers ihat
elfeciive decitssn maksng copinds on more
st inforrmabion. For decisions surrouncneg sio-
legie agas, micimaton & wsually parkal, and
its quakly i questionabie, Fathor han just ining
I imprereg milommational gually. il may ahien be

mgde waelul o vse Mmove decrison methods #

fMlusirative case #3: deb
management DSS

In it massive effort to rebudd the economy,
Egypl has accumulated a slaggering loreign
debl of 533 bilkan. Senvcing this debl involves
peggeng sources af funds, renagoliatsan ol lerms
and interes! rates, managing payment schied:
ules. and moniloring transactions lor over 5,000
Ipans with a large number of credilor countrias,
banks, and intermational agencies, Previously, a
decision o renegolizion on a San paymen! was
done on a case-by-case basis (often through
lelex responsas). Data relaled 1o each loan was
ragmenied; global planming lor matching

| heunssics |

Manager of Information
and Decision Suppor
Service Department

|

Deciaian Information Infcamgbon
athads Sarvice Dl geminakion
Swpport Swpport & Maristing
Wnh Unit Uhnit
| i
l DPocumaniaifon Datn Esss
Canlaf Earvicen
|
i |
Mrsons Duls Intarnsdoral
| FY S Datk  Basan

Figura 5. Organization Chart for Deci
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sion Support Service Department

Sources of lends was nod possible; and the ag-
gregaie debl portioho detlaits wene nob Bccurakzly
Krigwm.

A gdebl management 15/ D355 project was astab-
hshed by centralize and compulenze all foreign
debt data i (e Cenlral Bank of Egypt and io
develop a management lool [0 suppor and fa-
cilitale the regisiration, confrod and anakyss of
detl, Ower 18 monlhs a comgwehensve, debl-
vakdaled dalabase lor government lpans and a
Iransaclion-processing system o detl managa-
mant was b, with D35 capabiblics lor exam-
ining he impacts ol delierent scenarios, The DSS
includes a mulli-pencd, lorward-looking comga-
nant, whach provides owarall debl statug s ihe
fulure, and includes “whal-d4" lunclions for que-
nes related 1o such things as relmancing. A
rescheduling module, wheeh allows users o dy-
namicafly track and mark Stalus changes on any
Izan & the lotal portloho, has also been added,

=

Leszon #E
I fecuming decisions A ko b made asound
B slralegc msun, hore s 8 erbenl need lor sal-
ting up & Managenent sysiem lor racking and
changes o the orbcal paramalens
ol Ihe issen,

The rescheduling activities carred oul since lale
1987 show that it is still difficull \o maintan and
manage the pans dalabase, aspecially with dis-
persid negotiation for 5,000 loans. This project
also axperienced lechnical ddkicullies that even-
tually were resoled but which caused delay and
aggeavation. These included a classic transac-
lion-processing siuation: of-the-shell mainlrame
soltware is adapted bul does nod deliver; maodili-
cabion elforts delayed; spaghett code and in-
ddequale documentation; switch 1o PC-based
Syslam: profolype appears quickly and works but
is much ioo show.

Lesson &7

Tha dynamic iracking companent o an s
bised D55 has tha usual techmcal demands

of irarsaction processing systems and requines
mang demanding lechnologcal capakebies.

Impacts: Technical performance problems,
while Frustrating, did nol hinder the dabi-
managamant D55 from having strategic -
pacts. Rescheduling negoliations with lourteen
coundnes hawe been smoolhly managed be-
cause of the detailed, comancing information sup-

Lecrgmn St

port (such as preempbve assessmand of ailer.
nalrves) mage avalable @ nogoliators. A key
impacl on ihe siralegc decison-making roc
©55 1% thal ans are now veewed a5 parl ol a
dyrnamec, nbegraled porfobo rather than bewg
managed on an solated case-by-case bass

Musirative case #4: electricity DSS

Tl wipdd ke 0 have a8 compuler Sysiem on my
desk” was Ihe Inggering stalement made by (he
minister ol elecincity and energy al a mesiing
in Augus! T987 1o which the IDSC direcior was
summaned. Tha seemingly symbobs slalement
was quickly followad by: “The cost of prowgeng
alecineily 8 increasmgly contributing lo the def-
ol lhe national budgel and balance of pay-
manls. Kost mvestment i glacing povwr gen-
erabion regueres foreign currency. Bessades, 1the
curend Lanfl siruciurg shill requires government
subsigies

Il was clear thal thave was a sel of stalegc
issues argund which an IS/055 was needed,
an Ihave was a bop policy maker champorng i
Agan, the need had been expressed wmaally
angund siralegic issues, ralher (han spechc dec:
siong. Fudhér probing wilh the minister idenhbed
several cnbcal sels of inlormalion and deeigen
sUppon nEeds, such as: daily infarmahon aboui
Ihi proschuchion and consemplion of elecncity in
Egypd; abiity (o assess the impact ol tank changes
o diflergnt income groups; ability o manage debd
elffectvely. manitoring of lange electiicly Sictor
progecis; and access o shedies and legislabon
ralavan by ihes Sechor,

Lesson #§ |
WW'MWHDESWMHE !

| =ofd base Mor pasy Wansimon 0 E15 0 e |
| Hustuire. |

A joint 157 D55 leam was queckly lormed by IDSC
and the Munistry. Because of the mullipheity and
diversity of dala sources needed lof Ihis project,
the degire o simultaneously build an ivermnal in-
formalion and Decision Suppont Center sside
the Manstry of Elaciricity, and the mimsier's ox

prassed long-tesm inborest in hawving EIS-like ca.
pabilitigs, ID5C saw a much greates need in This
project 1o focus on the process of managing the
dalivary ol the system wilh ils requisite Suppon
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Oepmpn Svpmsan

infsasireciurg calhar than ii.ﬁl! the dﬂt-lgr'l al the
15/ 055 Usell. However, the process by which
Ihig ellan would be managed was prolotyped
mod pdipusted on g Ty thig Menegiry bEpm vkl
b responsible for gathening data anound B
mawes identifgd by tha Minisier; the [0S0 team
would be responsable Mo iSdue structuning, DSS
dewglopmend, hardwane selechon, ramng. and
managing the procass. Bul these noles changed
as he project progressed and adapled to the
comexiual requeements of DES implemeniatson,

| Legsan F3

| ¥ was nol oty DSS design Ihal could be prolo-
| byped: the managemsent of delseeny cowld be pro-
[ ity a8 vl

A working prototype was dewveloped, methods
fgr providing information support services were
dovised, and decision haunslics to assess the
ampact of vandes tanll Stheciures and produc.
fon and consumplon pallerns wearg impla-
menled. As the dasign and delieery aclety pro-
caeded, a refaled sirategic 1ssua of Crisis
proportions surlaced: drought in ihe source re
gions of the Mile River and ils overuse in inga-
hon were causing peak hydroslechnsg power gen-
eraled by the Aswan Dam 1o diop precipilousiy .
$500 million was needeéd 10 quickly Duld ihvee
gaenerating stations, There was now a crisis di-
rpnsion (hal had appeared swddenty. Further-
s, Ihe strategic isswes had now drawn in the
Minestry of Waler Resources as a onbcal slake-
holder in D35 design. The process by which the
elior was managed also changed at this poini:
a team of zix people was selected lrom the Min-
iy a5 a core group ke slading its own mdor-
rmation and Decision Suppor Cendar, and savan
usar commitigas wera lormed, each headed by an
ungdersesrglary, 1o manage dala collpction and
analysis

Impacts: The DSS is sHll evolving and 50 is the
procass by which 8 s belng managed. Tha man-
agement of the D5S-delivery process had 1o be
changed when two of the siz wndersecretangs
wirg unwiliing 1o accept the DSS, However, the
irmpacts of the 0SS have already been lefl, The
wl@r-hvel Crisis i3 in (ull bocus and much betler
undersiood; The DSS has also helped 10 assess
the different lantl allarnatives and tha empact ol
each on cilizens and tolal revenue, and a new
slacinicity lanfl has beaen in place sance January
1988,
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Case #5: document-based D55

Vanous D50 projecls accentuated the sole of
Iexiyal documenls as key soarces usad in lhe
strabegic decision-making process. For example,
he Leguslation and Decrees Project was imbaled
io respond 1o the access problems related 10
the retieval and classibcaton of all Egyphan gov-
effirnénl legislalion and decrees since legisla-
tipn was first passed in Egypl in 1824, To dale.,
the project has classibed al legisiaton and de-
cneas lrom 1957 w 1987, This documan data-
base has been used in conpunclion with olhar
D53, such as the elecincity DSS, IDSC has €5
tablished a lully slalted documentalion cenler as
part ol ils information Suppod Services il

(See Fugure 5.)

Lesson #10
Prepaicng decisicn support bor siralege: docson
making will reguing muwch texhual and document:
based wbprmadion sources. Crgamisalgnal
| demgn should rellect Ihis capabiily

Assessing Impacts and
Value

i genderad, D35 beneflils are olien very uncer-
tain and elusive 1o assess. This is especially e
in the Cabinet case, with a prototyping approach
whers developmenl = avolulionary, 2nd whan
banedits can appaar vary aady (while sbrecturing
an issud) of much laler [crisis response in @
future negoliaton). The on-going, group strale-
gic decision-making context, with multiple inter-
related DS5 in shifling envirpnments, makes it
evien mora so. Orthodox cost < beneli analysis will
e work, Al the stralegic level, however, the lew-
erage of @ lew major, obvious “hits” can also
justity the whole efort many limes ower, In the
precading seclion, some of the case sludies i-
lustrabe: the endrmous magnitude of 3 kew “hits.™
IDSC has implemented a tolal of 28 15/DSS pro-
jects for the Cabinel, and while some paogects
may not have been as successiul as olhers, and
M soma caszes the benelils were ol as obwious,
i curmulalrve leverage that 157055 have pro-
vided ihigugh the obvious “hils™ has been et
mated by the Cabinet 1o be al lsast in the lens
and probably in the hundreds of millions of dal-
lars. Far the Cabinal, the levarage is now over-
whelminghy' claar

Bul even withoul the ack record of 2 lew big
rils, the potential loverage is sulliciant 1o pushity
tha investmant in 15/ DSS o suppor stratages die-
cision making, It is difficult 1o ignoce 1he poten:
nal leverage of effective 15/055 for deb! man-
ageman] when negoliaiyg a 1 percent interes!
rale dilerence on 8 533 hilon delbl amdoents
b & whoppng 5330 millicn. In contrast, IDSCs
Ial operabng cosls (excluding overhead bome
by the Mswsiry of Cabinel Allaws) have been
arpund 52 million. In order 1o enable 157 D55 for
stratagic decision making to be successtully de-
Inerad i oany orgamzation, that balance musl
be very chear o top management; otherwse, it
will b difficull to generab strong and sustasmesd
tog-management commitment. The IDSC prosect
could nol have gone lonward withoul Thal usder-
standing and ihe strong commitment and sup-
por brom the minister of cabanet alfairs. The
IDSC dwector repads directly 1o him

Tha “battom-hine” impacts of 15/ D55 atthe Cab-
nel bgvel hpwe beon mediated Ihrgugh process
changes and qualitative valuation crilena. in the
gxampias given in the preceding sacton, the valy-
atipn criteria in gach case werg diflerant, usu-
ally quastatnee, conlenl-depandan], ard in
inslances they blered the difference bebveen
process and oultome: quickar and mose aifec-
e CONSENSUS ON @ group Jecision; uncovering
hrdden assumplions; beller crisis radponia,
bater understanding of the inlerachon betwean
indusiry lorces: preemplve genaralion of aler-
natives for beller negotialion; and wenhihcalion
of new strateqic issues. Cumulaiwely, hese im-
pacts have also changed the way that the Cabs-
nel vipws the role and value ol IS/DSS: there
i5 a desper raakization of ther polental lever-
age lor hilping e decision-making process as
evidenced by he increasing requests and ne-
sulting growth of IDSC services.

Finally, this experipnce prowdas chimaicing aa-
denca Ihat, conbrary 10 Slereotypical depechons,
computer-based D55 do nol necessarily have
i mawve e decishon-making process away from
emotive delberalion. Rather, the IDSC manage-
menl process for the design and delvery of issue-
based D55 accommaodalted and ook advaniage
ol (rather than denled) the social, visceral. po-
Hical, and wludive aspects of the siralegst ded.
sign-making process. The malaphod wused al
IDSC & thal the group decision-making lorum
mas changed rom a “dakenad room” 0 a Tmone
lyminabed one” where assumplions ang Mg
vigide, podential Mnpacls ane batber seen, gual

DR Seipnd

ity ol inlormnalion & made moe @aphol, ard com.
pling scenanos can be made clearer. This extra
ilurninabon still allows amobne views 1o bo ased
and the inlensity ol values and commilments 1o
be axpressod and concderad; bud now il lakes
place with lass misplaced amolia And in an .
lormation context in wheeh more efective, siaa.
tegic decisaon making can ba reakred

Managing the Design and
Delivery of Issue-Based
DSS

Thes work has resulted o a Qengrabzed proce
dure lor managing he dessgn and daeleary of
sssue-based D55 lor sralegic decisma making
It evoived through lessons learmed lrom 1ID5Cs
curmulalive expenence wilh 28 Cabinet 15 /D55
peapecis, In addibon, the procedure was mong
tormally ariculaled and the process expee
miore thoroughly caplured theough 8 Soac-Giy gar-
ticipatneg workshop in late TRE7T atiended by oer
20 prolessional IDSC slall members (Sece
El Sawy and EI Shenl, 1987 )

Stralege decision makng s the Egyphan Cab-
nel’s magor activity, thus allording an ogporiu-
nity I obsaree tha process with an inbensily tha
is unegualled in mone convenbional seings Cou-
plid with the Egyplian cultural penchant o
debale arpund local points (ralher than lalkeng
direcily at them], the saffing atcanhsaied Ihe
notion thal strateges deciRon making paamarity
revolves around rssues rather than decisions.
The inadequate sliability af tha infarmation n-
frastruciure coupled with the need lor cnsis re-
sponse lad 1o the idea of prototyping the detv-
ery procass as well as the desiph, Whis he
sefting's cultural and emaronmantal pnadgudngss
hedped bo shape the approach. the authors be-
Bave thal both the laclical essance of (he proce-
dure and its underlying concepls ane ransier-
able o other types of organizalonal sellings

Paraligls are easily mapped from the Calkne
o conporate sedlings. whiiler fogr execulve
rolas, 1S management, Issue "aown-loading / up-
loadmg™ betwean levels, or potental inlerachion
batwean sirateqc decision makng and 157 D55
(Compara Figure & to Figure 3.0 The use of
iEsieE Management S nol alien 1o CoMPOrakons
[King. 1981) and has also been applied 1o plan:
ning for the MIS organizaton (Dansker, e al
1867). While siralegic docesson making i thr cor.
parabe workd may be more closely inkied b o
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Design and Delivery

of IS/D55
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Sructuring the
Issue Srategic lssue
Requirerments
Definition
Dehming Information
Reguirements Around
Stralegic lssue
a Information
:’HFI? " " Suppor Senvices
Definition Defining Decision
Suppon Services
Design and Delivery of |
Profotyping = Dss !
Ins$tionalization Adoption and Diffusion
- Tracking System =

pelilive advaniage, this does not Seam lo change
any of its process lealures.

Figure 7 shows the basic building biocks n-_I th

procedune 1or managing the design and delvery

ol i=spe-based DSS for straleqic decision

making: Tabe 2 illusirates its lachcal essence.

Tha procadure has the lollowing distinctive

feaiuras:

e it s based on (esues ralhed than prmariby on
decigiansg

® it 15 g manageTan process ralhel fhan solely
a systems dovelopment becycle,

il iz 3 strategc issue strucluring front-gnd,
which is sizeable, explicitly 'rdcfﬂﬁﬂdia. and o
sequently rewardable and billabie
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Figure 6. Supporting and Shaping Corporate Strategic Decision Making through ISIDSS

® il explicilly disinguishes befween nfarmaton
support services and decision suppor

SENICES.

# in addition to protolyping the DSS design, i atso
profolypes the DSS dalivery process. s “de-
bvary” slance imphes a senice view of im-
plemantation with confinuous user Suppo.
This maximizes contéxiual [ and accommd:

dales crisis response.

» as par of the institvtionafization process lor
e D55, il inchedes seting up a dynamic rack-
ing back-and Tor monitosng shifls in erilical
{ssue parametars. This is key lor recurmnng de-
cisions and alko makes transition 10 EIS mach
BaSIer.

e e e e,

Figure 7. Procedure for H:n:ging-:ﬁu'ﬁﬁgiﬁ_n and Delbvery
of Issue-Based D55 for Strategic Decision Making

The procedure as shown in Fupure 7 and elabo-
rabid in Table 2 i heghly decalive and Consisis
of Both nested &0 INerseching process 100ps,

# ISSUE REQUIREMENTS DEFINITION LOOP
Cyclas batween siruciung the siralagic izsue
andd dafining the requiremants ardund strate-
o

& SUPPORAT SERAVICES DEFINITION LOOP;
Cycles Balwisn dalmang nlonmabon Supgon
seraces and decision suppor senaces. In com-
enahion, thes componeni roughly parallels Spra-
gue and Cadsan's [1987) ROMC approach,

s PROTOTYPING DESIGH AMD DELIVERY
LOOR: The design prolotypeng derations ang
mshed 10 a delivery process anvelope hal is
atgn prolodyped, This component farakes with
ihe suppod senices delinilion loop.

® INSTITUTIONALIZATION LOOFP Encom
passes bolh orgamzabonal adoplion and dif-

fusion. incheging ihe 3eing up ol an ssee
brachang system, This comgponent ierates wih
all ather loops,

& EVALUATION AND PRIORITIZATION ENVE-
LOPE {not shown in Figure 7). The procadure s
envelopged by conbinuous evalualon and
praonization. which anable shifling asd or
intensitying effon and resOurces among Ksues
andior DESs as appropale

Comparing the Conventional
and Issue-Based DSS

Approaches

It has been shown how the issue-based 0SS5
approach has Besn succassiully mplamented s
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Table 2. Tactical Essence of the Procedure for Managing the Design and Dalivery

of Issue-Based D55 for Stralegic Decision Making

o Typicai Aeprasenialive _T'rpl:ul H.T]l --------
Ouicomes _ Acthvities Methods and Tools Participants
1, Struciuring the Siraiegic Issue
niflgrmalabed LR Ty shigiike giphmddy s slakehaliens
= p— RS kfy GRCHHN makes
g ek Mo @
Ghyecinds GrouE Ml Ci
s 1B AeSRONITEreg dred
iB5LH s
Fo = TIRT R A -procetsng eols
siakiphoidey
slakghoddes fprdla S I EmpEiv
congenius
7. Delining Infermation Aequiremenis Around Sleategic Issues
crilical cafirany indsal gl variands gy decidusn Mmakers
il naidde of entended C5F
I e S—— Bl D55 usey consulanis
cribcal debgrmirng
i Delpts meshods stalt
nasuETplions irigr e on | | s
deriaan e mEniS nbpraees
SO
disfrung Wi maton
=T Firrari]
LEETAIENS PR LT TR
1. Defining Information Support Services Argund Strategic Issue
SO0DE And prosndin ACCRSS glil@ degepnarses siafl
al |anmalgnﬂ FoulES Wy infonmalaa wilmedanes
Suppo Sprvetes Eebiimsgraghe
fhal nged o milegrabicg s@anehes 055 user condullants
v il maan Irom
el rl'll'.h:lr.]'l-l' soUrcRs pEIprnl irbor Rl D55 unideds
il b
provicng
il At vidws
4. Defining Decision Suppon Services argund Sirategic issue
Lo0pe and proicing enadiliEng sladl
ol Jacision e “wetudl-il” BRENES aalhware WA S
SUppon a5
At read 1o - ::::nL|lr-'nn:ua-n:wm:ﬂ_lt D55 user consullands
providind aria aurlac
s milm ™ D55 bankiers
5, Prototyping the Design and Delivery of D35 Rielabed to Stralegic Issue
D55 dalvery frasinuchung protolypeng inols kgy Qdecision makers
) s Syl antprmpChanes
MS . e D55 wind consURanls
D55 dpaagn and delneny - :
igolsrnilhs
&, Managing the Instiutienafization of DSS
D55 adaphen cidbural IrAre wirkshops DES oonsuitands
FLESIE ey
| DES dillusgn niEEelEl e LE
| suppodi
: dhynamas: Inaeking = paEcEplcn nifoiieng 150 inlgrmadianes
i sysem — i
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response 10 lhe need lof supponing siralegic de-
cigion maksng al the Cabenel level in Egypl A
procedura for managing the dasign and delnmary
procass lor such D55 has also been presentad,
In Table 3. a triel companson of the conwven-
lional and the ssue-based approach to DSS is
provided. The table may be uselul 1o bolh inlor-
malon sysiems praciibanars and researchers in
clarifying the advantages and limialons of the
issue-based approach 0 varous siluabions and
organizalional settings. Il i8 also meant o sug-
gest how ihe msue-based view of DSS may be
the missing siepping slone ko edvancing the
slate-gl-the-art in (he dehmbon, dessgn, and de-
livery of EIS, To wse a popular analogy, similar
It ekevision sets thal are cable-ready and VCH-
ready, issue-based D55 ane “ElS-ready ”

Conclusions

The use al inlosmatcn and decisaon Suppon Sys-
lerng has signedicantly leveraged tha siiadegic de-

[hecigani SapiMwr

cision-making process i ths Egyplian Cabann
Mimiglars and Senior policy makers have Mmoreas-
ingly roakzed thal inlormalion systems and n-
formation lachnologies are nol conversent luu-
ries for fimes of prospenty bl rather can be wial
ncessibies in imas of lurbulence and adversily

Sirateges dacision making is @ very messy proc-
asg, bint it can shll be made mone ettecive by
indormation and decision support sysbems. How-
ever, the IDSC A Cabinglaxpangnce suppests thal
il may be feceLanry [of us 1o EhANGE OuF G-
vanlional wews about D55 and our ways of man.
aging them  we are o make more progress
in the sirategee decrsion-making arena. The sswe-
based wiew that has been preseniad here and
N5 accompanying design and deliverny procedurng
s ong way of doing thal

Finally. it s hoped that 1his Siofy provides the
internatonal information systems profession with
a compeling example 1o show that there are
théngs thal can be leamned 1o advance the held

Table 3. Comparing the Conventional and the Issue-Based DSS Approach

Conventional

Focus ® O dRcSion Maker
® oh sngle docsion
# decision making

stricturing

Emrging Leveraging

Technologies ® @xperl syslems

& gmphasizes conwvergent

#® magor ranslormabon

Issue-Based

- oA 1 A . e o
& Of IS508 |
% on groups ol enferachng seees
® alienhon locusing

+ allemalives genaralion # agenda selling
Favored
Domeing & lachicd and operdlional decsions & SErleged decigsins
& gnde-Shol decSions & rECURIRg SUaleg dechans
& lunchional agphcalions # cross-lunciional apphealions
L :rapanmmﬂaj applicalions L lrans-nrganu:almm applicanons
Design and i
Delivery ® promoles cusbamrabion 1o * pimolies CONSEnsus Around -
indierdual decision maker QEOUD 1S5UE |
& nleraction balwaen & mipgralion and consensus [
decisions nal inconparated dives process |
* prololypes design & prodnlypas disegn and delnery I
» desspn approach becomes * delwary approach becomes
1he sysbem the S-fsﬁr'ﬁ
EIS
Aeadiness ® no rackwg component » INCOPOrates iracking comaonem

|
* balances dvergen! explorahon |

and commergent sbechuning
® gagy Irangsbon o EIS

® JEa MOCESSING and ASSOCialve
;s {hypanesx)

# mulli-matha connecinaly plallorms
[wiched ﬂN'Hlﬂ'ﬁlﬂg:

* olyect-orionted languages
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and is practce ihrowgh informalion sysiem e
plernentaligns i international conloxls wherfa
there are less-advanced technological

wdrnadruciunngs.
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