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learn their businesses,” Halsey
says.

A three-year program of con-
version, the reorganization will
require an investment of addi-
tional IS funds. However, the ac-
tual impact on the IS budget is
not yet clear.

Rather than hard figures, Hal-
sey and CBS’ management made
the decision based on faith in the
benefits that will accrue from the
modernization of applications de-
velopment.

These benefits include fewer
systems defects, quicker and
better targeted application de-
livery and less labor for applica-

targeted IS applications on the
right size platforms. Rather than
rely on a mainframe environ-
ment, MIS Director Stephen
Martin is concerned with “right
sizing” applications to ensure

the greatest efficiency.
“We have taken some of our
mainframe applications and

dropped them into a LAN sup-
ported by PCs,” he says. “This
strategy frees up mainframe cy-
cles and extends the life of the
system. Instead of spending $1
million to do an upgrade, I might
spend $20,000 to put in a PC
network.”

Martin was able to delay a

Loud and clear

Nearly all U.S. IS managers polled say they understand the rationale for
their 1990 budget levels. Most managers report increases, but average
growth dropped to 6.9% from 7.5% in 1989.

IS clearly
understands
the reasons
for the
budget
increase or
decrease
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tions development overall. “It’s
no utopia, obviously, but we can
work smarter on these pro-
jects,” Halsey says.

Ultimately, Halsey hopes the
change will free up some discre-
tionary resources that can be
used for additional systems proj-
ects.

It's in the air

The idea of modernizing applica-
tions development is a key do-
ing-more-for-less strategy. Even
the most successful IS opera-
tions are re-examining their de-
velopment procedures to reap
the benefits of new methods.

For example, American Air-
lines is downsizing parts of its
Sabre reservations system.
Mainframe applications are be-
ing broken down and placed on
smaller, more accessible CPUs
to speed development and boost
staff productivity, according to
Thomas Kiernan, president of
the Sabre Computer Services
Division in Dallas.

‘““Sabre is a very large, com-
plex and integrated single sys-
tem involving lots of applications
and data, and we want to make it
more accessible,” Kiernan says.

In addition, the Sabre IS
group is trying to reduce the
complexity of the system by
working more closely with users
to develop applications.

Size it right

On a much smaller scale, T.
Rowe Price, a Baltimore-based
investment firm, is using a staff
of 52 professionals to provide
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$1.2 million mainframe upgrade
for five months by downsizing
applications.

The company has historically
outsourced the majority of its IS
work, but as information man-
agement has become more criti-
cal in recent years, T. Rowe has
beefed up its IS operation.

‘“We bring our in-house re-
sources to bear on those areas
where we can add value to the
business or where it is of strate-
gic importance to control the in-
formation,”” Martin says.

“

NSTEAD OF
spending $1 mil-
lion to do an up-
ade, I might spend
20,000 to put in a PC
network.”’

STEPHEN MARTIN
T.ROWE PRICE

T. Rowe’s outsourcing back-
ground creates an atmosphere of
tight cost control that drives in-
ternal IS.

For example, to carry out the
right sizing strategy Martin
hires IS professionals who can be
trained or have experience in
multiple technology environ-
ments.

“A CICS batch programmer
with no other experience is go-
ing to have a heck of a time try-
ing to decide whether an applica-
tion should run on a PC,” Martin

says. ‘“‘He doesn’t know the envi-
ronment, so chances are he’ll
write the application for CICS.”

To provide staff members
with a wide variety of experi-
ence, Martin assigns them to dif-
ferent projects on a rotating ba-
sis. When a consultant is brought
in, staff members work closely
with him to receive hands-on
training.

Unteaching old dogs

While creating multiskilled IS
professionals is a key to doing
more for less at T. Rowe, getting
the staff to unlearn some tradi-
tional systems practices has
been part of the challenge for
Pennwalt Corp., a subsidiary of
Atochem NA, a chemical compa-
ny based in Philadelphia.

The company’s strategy of
decreasing the IS budget in the
face of increasing computer use
required giving up research-ori-
ented IS projects in favor of
those that directly affect the
business units.

“We reduced costs without a
general reduction in force,” says
Robert Rubin, vice-president of
IS. “We tried to get closer to the
business units to find out their
problems. Then we focused all
our efforts on their particular
problems. We cut way back in ar-
eas of research and projects that
did not have utility in the near
term.”

The new IS discipline, which
began in 1984, also uncovered
cases in which projects were go-
ing over budget because the IS
staff was trying to deliver the
“absolute system.” Instead of
following that approach, the
group focused on building appli-
cations “‘a piece at a time,” with
prototyping and increased user
interaction.

One project that was elimi-
nated under the new order in-
volved an electronic mail sys-
tem. The system was canceled
when a re-examination found
that most employees would not
have a use for such a system. A
commercial automated voice-
messaging service was imple-
mented instead at a substantial
cost savings.

“We’re still doing research,
but instead of taking a shotgun
approach, we're using a rifle,”
Rubin says.

The IS department had to pay
a price in terms of high staff
turnover for the transition to a
more cost-oriented style. “Ini-
tially, some people were not
comfortable working in what
was no longer a traditional DP
shop,”” Rubin says.

Another cost-savings method
used by Rubin’s group is an un-
usual pricing schedule related to
the length of time users are will-
ing to wait for processing. In-
stead of simply charging users
more for peak hours as some
shops do, his strategy is to give
the control to the users.”

If, for example, a user is will-
ing to wait up to two hours for a
job to be processed, then he is
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charged a lower rate than some-
one who can wait only 15 min-
utes. The system forces the user
to decide how soon he needs the
information processed, rather
than requiring IS to set the lim-
its.

Having seen is believing
Experience has made Rubin a be-
liever in the philosophy that the
best way to make IS more cost-
effective is to make the business
process more cost-effective as
well. His biggest success oc-
curred when IS spurred person-
nel and payroll to combine their
functions, cutting staff costs in
half through attrition.

The change began when IS
was assigned the task of combin-
ing multiple departmental pay-
roll systems. Rubin’s staff con-
vinced management to create a
single corporate payroll system,
and since personnel review was
tied to payroll, record-keeping
for that system was combined as
well.

“We had one personnel/pay-
roll system and two clients —
personnel benefits and trea-
sury,” Rubin says. ‘“We then said
that since they both operate off
the same system, why not merge
the two departments? So we
did.”

Although such measures are

effective, they are not likely to
be an easy sell. “‘Since hara-kiri
is not the favorite form of amuse-
ment in corporate America,
you're not going to see middle
managers recommending that
their departments be merged
with some other group,” Rubin
quips. “Only IS can take a higher
level view and recommend such
changes. Then it has to be done
carefully.”

As companies move into the
next decade, doing more for less
will become the norm rather
than the exception. If Rubin’s ca-
reer can be taken as an example,
IS managers who capitalize on
this trend now by arming them-
selves with a full set of strategies
will gain additional responsibil-
ity.

Until recently, Rubin was
head of IS at Pennwalt. When
Pennwalt’s parent company, EIf
Aquitaine in Paris, decided to
combine its North American
holdings Atochem, Inc.,
Pennwalt and M&T Chemicais
— under Atochem NA. Rubin
was placed in charge of IS for the
combined company. This new
entity is twice the size of Penn-
walt, and Rubin reports directly
to the chief executive officer.

“This industry,”” he says, ‘“‘re-
quires people to be very innova-
tive just tostay even.” @
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Let CICS
‘Manage [tself

Automate Your CICS Regions with AOEF

= Start, stop and recover CICS regions.

= Time initiate transactions, batch job
support and CEMT commands.

Monitor and correct terminal status.
Trigger journal jobs on demand.

Ship early problem warninﬁ: to consoles,
to the HELP desk.

Respond to CICS’s WTOs, WTORs,
messa;
activities, predefined

and corrective CEMT commands.

The CICS Automated Operations %ension Facility
isa approach to system managed CICS resources.-
(‘alrumswnodayfotmm information or a trial for AOEF
Netec international, Inc.

P.O. Box 180549 « Dallas, TX 75218

Telephone (214) 343-9744
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