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TESTING THE VALIDITY OF
MILESAND SNOW’'STYPOLOGY

Anne-Marie Croteau, Concordia University
croteau@al cor .concor dia.ca
L ouis Raymond, Université du Québec a Trois-Rivieres
louis raymond@uqtr.uquebec.ca
Francois Bergeron, Université Laval
francois.bergeron@fsa.ulaval.ca

ABSTRACT

Within the context of the strategic alignment of information technology, Miles and Show's
(1978) typology was used to measure the business strategy construct, as operationalized with an
instrument devel oped by Segev (1987). A survey of 301 firmsindicatesthat thistypol ogy, after some
modifications to the original measure, is still appropriate to evaluate business strategy. A
confirmatory factor analysisapproach wasadopted, using structural equation modeling. Thispaper
addresses the aspects of this investigation..

INTRODUCTION

Sincethe early 1990s, improving the information system planning process has been one of the
top ten concerns of senior information systems executives (e.g., Janz, Brancheau and Wetherbe,
1996). Gartner Group’'s 1999 annual survey reports that aligning information technology with
businessgoalsisstill CIOs' critical technology management i ssues(Raphaelian and Broadbent, 1999).
In order to carry out this planning process successfully, it is deemed important to align the
information systems plan with the organi zation’ sbusinessplan. A few recent studieshave successfully
observed the effect of the alignment of information technology with organizationa variables on
organizational performance. Specificaly, information systemsmanagement and businessstrategy gain
to be mutually planned to improve organizational growth and profitability (Bergeron and Raymond,
1995; Raymond, Paré and Bergeron, 1995; Chan, Huff, Barclay and Copeland, 1997).

From a methodological point of view, various instruments have been used to explore the
relationship between business strategy and performance; for instance, Venkatraman's (1989)
instrument on strategic orientation has been frequently used. However, the best known approach to
characterize busness strategy originates from Miles and Snow (1978), which has been quoted more
than 650 timesinthelast years (Socia SciencesQuotation Index, 1989-1998). The principal strength
of this typology is the ssimultaneous consideration of the structure and processes necessary for the
realization of agiven type of businessstrategy. Milesand Snow’ s (1978) typology reflectsacomplex
view of organizational and environmental processes, as well as the attributes of product, market,
technology, organizational structure and management characteristics (Smith, Guthrie and Chen,
1989).
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Within the context of strategic aignment of information technology, the purpose of this
research isto validate Miles and Snow’ s typology as operationalized by Segev (1987).

MILES AND SNOW’'STYPOLOGY

Business strategy isthe outcome of decisions made to guide an organization with respect to
the environment, structure and processes that influence its organizational performance. Approaches
to identifying a business strategy can be textual, multivariate or typological (Hambrick, 1980). The
typological approach is recognized as creating a better understanding of the strategic reality of an
organization, since all types of business strategy are viewed as having particular characteristics but
a common strategic orientation. While severa typologies have been proposed (see Ansoff and
Stewart, 1967; Freeman, 1974; Porter, 1980; Miles and Snow, 1978), the most frequently used in
empirical research is Miles and Snow’ s (Zahra and Pearce, 1990; Smith, Guthrie and Chen, 1989).

Miles and Snow’s typology consists of four ideal types of business strategy defined as
prospector, anayzer, defender, and reactor. Firms choose one type rather than another according to
the perception they have of their environment. The first three types can be considered along a
continuum, expected to enhance organizational performance. The prospector strategy isat one end
of the continuum, and the defender one at the other. The anayzer strategy is a combination of the
two. Thereactor strategy isexcluded from the continuum since it represents an organi zation having
no specific strategy identified. Thislast type is expected to impede organizational performance.

Organizations opting for the prospector strategy wish to have access to the largest possible
market. They are characterized by their repeated efforts to innovate and bring about changesintheir
industry. Organi zations sel ecting the defender strategy havearestricted market and stress production
efficiency. They emphasize the excellence of their products, the quality of their services, and their
lower prices. Organizations choosing the analyzer strategy do al of the above, but in moderation.
Findly, organizations having a reactor strategy ignore new opportunities, nor can they maintain
markets aready acquired or take true risks.

Several empirica studieshave used Milesand Snow’ stypol ogy (1978) (Snow and Hrebiniak,
1980; Hambrick, 1983; Conant, Moksa and Burnett, 1989; Namiki, 1989; Smith, Guthrie and Chen,
1989; Tavakolian, 1989; Shortell and Zgjac, 1990; Thomas, Litschert and Ramaswamy, 1991; Parry
and Parry, 1992; Abernethy and Guthrie, 1994; Julien et al., 1996; Karimi et al., 1996). The presence
of the four strategic types vary depending upon the industry, the sample size or the other constructs
linked to business strategy. Among those studies, some have used an item-based approach (Segev,
1987; Conant et al., 1989; Namiki, 1989; Smith et al., 1989; Thomaset al., 1991), whereas others
have used the self-typing approach (Snow and Hrebiniak, 1980; Tavakolian, 1989; Shortell and Zgjac,
1990; Parry and Parry, 1992; Julien et al., 1996; Karimi et al., 1996).

METHODOLOGY

The instrument used to measure Miles and Snow’s typology in this study was taken from
Segev (1987) which uses 25 items on a Likert-type scale varying from 1 to 7 (highly disagree to
highly agree). Thisinstrument was chosen among othersbecauseof itscontent validity, characterizing
al four typesof businessstrategy, and wasthe only onereadily made availableto researchersthrough
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itspublication. Following in-depthinterviewsused to pre-test the research instrument, questionnaires
were sent to a sample 1,949 Canadian firms. These companies were listed in Dun & Bradstreet’s
directory. The selection criteria were to have more than 250 employees and to come from various
branches of industry. A total of 301 companies returned the questionnaire addressed to the CEO for
afinal response rate of 15.4%.

RESULTS

Given the research objectives, a confirmatory factor analysis approach was adopted, using
Wold's (1982) PLS (“partial least squares’) implementation of structural equation modeling. Such
an approach is based on a priori information about the structure of the business strategy construct.
Thestructural model estimation and results provide assessments of unidimensionality and convergent
validity, reliability, discriminant validity, and predictive validity of this construct.

Thestructural model to be solved for unidimensionality and convergent validity can bedefined
asx = A€ + 0 wherex isavector of the 25 observed variables (indicators or items), £ isa vector of
the 4 latent variables (traits or factors), & isavector of random (measurement) errors, and A isa 25
by 4 matrix of factor loadings (1) relating the observed variables to the latent variables. The initial
PLS estimates obtained for A are presented in Table 1. Six items (D4, D5, D7, AN2, AN3, PR5)
were dropped because of their weak loadings on their hypothesized factors. A seventh one (AN1:
“The firm adopts quickly promising innovations in the industry”) was transferred from the anayzer
to the prospector dimension asit loaded more strongly on the latter and could plausibly be attributed
to it on atheoretical basis. The results obtained from estimating the modified model, based on the 19
remaining items, are presented in Table 2. Based on the new values obtained, it can be concluded that
the four types of business strategy achieve unidimensionality and convergent validity.

Withinthestructural equation modeling framework, construct reliability (p) isconceptualized
asthe proportion of measured variance in the observed variables attributed to their underlying latent
variable, andiscalculated astheratio of factor varianceto the sum of factor and error variance. Thus,
ap value greater than the recommended 0.7 value indicates that the factor captured at least 70% of
the measurement variance. Returning to Table 2, one sees thisto be the casefor dl four dimensions
in the modified model.

Discriminant validity refersto the extent to which the measures of the four types of business
strategy are unique from each other. Thisis verified when the square root of the average variance
extracted by afactor from its associated items (i.e. [2,_; /A;;7/0]Y?) isinferior to the correlation (i.e.
[shared variance]Y?) between this factor and any other factor. Looking at Table 3, this is shown to
be the case for all four dimensions, thus confirming their distinctive characteristics.

When looking at the predictive validity of aconstruct, one ascertainsif its measuresrelate to
an antecedent or consequent construct in accordance to the theoretical framework from which it
emanates. In this study, given Miles and Snow’s (1978) arguments on the links between their
typology and business performance and the use of thistypology in subsequent empirica studies, the
four types of business strategy were related to two fundamenta dimensions of performance, namely
growth and profitability, using Venkatraman's (1989) perceptua measure (3 and 5 items
respectively). The results of correlating the business strategy and performance constructs are
presented in Table 4 and discussed below.
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Table 1. Unidimensionality, conver gent validity, and reliability of initial model
factor item reactor defender analyzer prospector
R1 757 - - -
R2 73 - - -
R3 .67 - - -
R1 - .69 - -
D2 - .68 - -
D3 - .62 - -
D4 - .07 - -
D5 - .18 - -
D6 - .61 - -
D7 - .25 - -
D8 - .65 - -
D9 - .59 - -
AN1 - - .61 .67

AN2 - - - -
AN3 - - - -
AN4 - - .68 -
ANS5 - - 34 -
ANG6 - - .75 -
PR1 - - - .67
PR2 - - - 52
PR3 - - - .59
PR4 - - - ..68
PR5 - - - A3
PR6 - - .66
PR7 - - 71
p .76 74 .69 .78
2 loading of observed variable on latent variable (adash indicates aloading inferior to 0.40)

DISCUSSION

Overdl, the data analyzed seem to adequately support the notion that the four types of
businessstrategy areunidimensional, andthat the operational indicators used here show reliability and
construct vaidity. One can further discussthe behavior of these indicatorsinterms of statistical and
theoretical criteriaby examining the rel ationships among the types, aswell as between each type and
performance. Looking at theintercorrelationsof thefour dimensionsestimated by PLS(Table 3), one
findsas expected that the more firmsexhibit reactive behaviors, thelessthey act in both aprospective
and an analytical manner. Whereasfirmsthat exhibit more prospective behaviorsa so tend to bemore
analytical and less defensive. This empirical pattern of interrelationships among the four types of
strategic activities thus appears to be coherent with Miles and Snow’ s underlying assumptions on
strategic types.

Results presented in Table 4 show how each type of business strategy relates to business
growth interms of salesand market shareincreases, and to profitability interms of financia position
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relativeto the competition. Aspredicted by the theory, reactor and prospector businessstrategiesare
respectively associated herewithinferior and superior performance. However, therel ationship of both
defender and analyzer business strategi eswith performance was not significant. One could tentatively
argue herefrom acontingency theory point of view. Being less extreme, more “ middle-of-the-road”,
defender and analyzer business strategies would need to match other fundamental aspects of the
organization to be effective, and thus cannot be shown to increase performance without taking into
account other dimensions such as the firm’s environment, structure and information technology.

Table 2 : Unidimensionality, convergent validity, and reliability of modified model
factor item reactor defender analyzer prospector
R1 .75 - - -
R2 .73 - - -
R3 .67 - - -
D1 - .70 - -
D2 - 71 - -
D3 - .59 - -
D4 - (removed) - -
D5 - (removed) - -
D6 - .61 - -
D7 - (removed) - -
D8 - .64 - -
D9 - 57 - -
AN1 - - (removed) .69
AN2 - - (removed) -
AN3 - - (removed) -
AN4 - - .82 -
ANS5 - - 43 -
ANG6 - - .70 -
PR1 - - - A7
PR2 - - - .53
PR3 - - - .64
PR4 - - - .69
PR5 - - - (removed)
PR6 - - - 71
PR7 - - - 81
p° .76 .80 .70 .84
b reliability coefficient = (XA)?/ (XA)+2(1-A?)
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Table 3: Assessment of discriminant validity

Strategy reactor defend analyzer prospect
reactor 722

defender .08° 64

analyzer - 32%** 10 .67

prospect -52x** - 21%* 30%** .66

** p<.01

*%% p< 001

Table 4 : Assessment of predictive validity

Strategy reactor defend analyzer prospect
With Performance

Growth -.30*** -.01 -.02 36***
Profit -.15* -.01 -.02 24xxx

“diagonal : (average variance extracted from the observed variables by the latent variable)'? = (XA%q)Y?
bsubdiagonals : correlation between latent variables = (shared variance)?

“correlation with the two Performance dimensions (whose measurement was assessed similarly to the Strategy
dimensions, satisfying criteria of reliability, unidimensionality, convergent and discriminant validity)

CONCLUSION

It can be concluded from this study that Miles and Snow’ s typology of business strategy, as
operationalized by Segev, is a valid instrument once modified through statistical analysis. The
modifications consist in removing inconsistent items and assigning one item to a different strategic
type. These changes may be due to the fact that Segev’ s instrument had been tested with students,
and thus possibly lacked in external validity. Anevolutioninthe concept of businessstrategy between
the time the measure was designed (1987) and its present testing (1999) might be another reason.
Overadl, the redesigned instrument isnow considered appropriate to pursue research on the strategic
alignment of information technology.

REFERENCES

Abernethy, M. A. et C. H. Guthrie (1994), "An Empirical Assessment of the “Fit” between Strategy
and Management Information System Design”, Accounting and Finance, 49-66.

Ansoff, H. I. and J. M. Stewart (1967), "Strategies for a Technology-based Business', Harvard
Business Review, 45(6), 71-83.
Bergeron, F and L. Raymond (1995) "The Contribution of Information Technology to the Bottom

Line: A Contingency Perspective of Strategic Dimensions' Proceedings of International
Conference on Information Systems, Amsterdam, pp 167-181

Proceedings of the Academy of Information and Management Sciences, 3(2) Las Vegas, Nevada, 1999



Allied Academies International Conference page 7

Chan, Y. E., S. L. Huff, D. W. Barclay and D. G. Copeland (1997) "Business Strategic Orientation
Information Systems Strategic Orientation and Strategic Alignment” Information Systems
Research, 8(2) pp 125-150.

Conant, J. S., M. P. Mokwaet J. J. Burnett (1989), "Pricing and Performance in Health Maintenance
Organizations: A Strategic Management Perspective”, Journal of Health Care Marketing,
9(1), 25-36.

Freeman, C. (1974), The Economics of Industrial Innovation, Penguin, Harmondsworth, England.

Hambrick, D. C. (1983), "Some Tests of The Effectiveness and Functional Attributes of Miles and
Snow's Strategic Types', Academy of Management Journal, 26(1), 5-26.

Hambrick, D. C. (1980), "Operationalizing the Concept of Business-Level Strategy in Research”,
Academy of Management Review, 5(4), 567-575.

Janz, B. D., J. C. Brancheau and J. C. Wetherbe (1996) “1994 Key Information Systems
Management Issues* MIS Quarterly, 20(2), pp 225-243.

Julien, P.-A., L. Raymond, R. Jacob and C. Ramangaahy (1996), “Patterns and Determinants of
Technologica Scanning : AnEmpirical Investigation of Manufacturing SMES* , Proceedings
of the Babson College Foundation Entrepreneurship Research Conference, Seattle.

Karimi, J., Y. P. Guptaet T. M. Somers (1996), "Impact of Competitive Strategy and Information
Technology Maturity on Firms's Strategic Response to Globalization”, Journal of
Management Information Systems, 12(4), 55-88.

Miles.R. E. and C. C. Snow (1978), Organizational Strategy, Structure, and Process, McGraw-Hill,
New York.

Namiki, N. (1989), "Milesand Snow's Typology of Strategy, Perceived Environmental Uncertainty,
and Organizational Performance", Akron Business and Economic Review, 20(2), 72-88.

Parry, M. et A. E. Parry (1992), "Strategy and Marketing Tactics in Nonprofit Hospitals', Health
Care Management Review, 17(1), 51-61.

Porter, M. E. (1980), Competitive Strategy: Techniques for Analyzing Industries and Competitors,
The Free Press, New Y ork.

Raymond, L, G. Paréand F. Bergeron (1995) "Matching I nformation Technol ogy and Organizational
Structure: An Empirical Study with Implication for Performance" European Journal of
Information Systems, 4, 3-16

Raphadlian, G and M. Broadbent (1999) “Top CIO Issues for 1999: Juggling Eggshells’
Gartner Group

Segev, E. (1987), "Strategy, Strategy-Making, and Performance in a Business Game", Strategic
Management Journal, 8, 565-577.

Shortell, S. M. and E.J. Zgac (1990), "Perceptual and Archival Measures of Miles and Snow's
Strategic Types: A Comprehensive Assessment of Reliability and Validity”, Academy of
Management Journal, 33(4), 817-832.

Snow, C. C. and L. G. Hrebiniak (1980), "Strategy, Distinctive Competence, and Organizational
Performance”, Administrative Science Quarterly, 25, 317-336.

Proceedings of the Academy of Information and Management Sciences, 3(2) Las Vegas, Nevada, 1999



Allied Academies International Conference page 8

Smith, K. G., J. P. Guthrie and M. J. Chen (1989), "Strategy, Size, and Performance’,
Organizational Sudies, 10(1), 63-81.

Tavakolian, H. (1989), "Linking the Information Technology Structure with Organizational
Competitive Strategy: A Survey", MIS Quarterly, 13(3), 309-317.

Thomas, A. S., R. J. Litschert et K. Ramaswamy (1991), "The Performance Impact of Strategy-
manager Coalignment: An Empirical Examination”, Strategic Management Journal, 12, 509-
522.

Venkatraman, N. (1989), "Strategic Orientation of Business Enterprises: The Construct,
Dimensionality, and Measurement”, Management Science, 35(8), 942-962.

Wold, H. (1982), “ Systems Under Indirect Observation Using PLS’, in Forndll, C. (ed.), A Second
Generation of Multivariate Analysis, New-Y ork: Preager, pp.325-347.

Zahra, S. A. and J. A. Pearce |l (1990), "Research Evidence on the Miles and Snow Typology",
Journal of Management, 16(4), 751-768.

Proceedings of the Academy of Information and Management Sciences, 3(2) Las Vegas, Nevada, 1999



Allied Academies International Conference page 9

INTERNATIONAL PROJECT MANAGEMENT:
TWO OPPOSING MODELSOF EFFECTIVENESS

Paul Burgar, Christian Brothers University
pburgar @cbu.edu

ABSTRACT

Two models of effectiveness offer conflicting guidelines to information technology
manager swho work ininternational business. Thediversity model saysthat project managers must
adapt their management techniquesto local cultures. By contrast, the opportunity cost model says
that project managers must measure their effectiveness by meeting deadlinesregardlessof culture.
Diversity researchers have shown that culture affects business practice, even in multinational
corporations where everyone seems to be cut from the same mold. In his analysis of IBM
international operations, for example, Hofstede (1994, 1997) showed that even when business
associates communicatein a common language such as English, their home cultureaffectshowthey
think. Hofstede calls these thinking patterns “ software of the mind”. Monochronic versus
polychronic time conception (Victor, 1992) is one culturally programmed difference of great
importance for project managers. In monochronic business cultures, timeis money and lost profit
isusually the greatest cost of project delay (Goldratt, 1997). In polychronic businesscultures, there
is a tradeoff between human relationship issues such as quality time and traditional cost priority
issues. In practice, international project managers use a variety of strategies to cope with these
opposing models of effectiveness.

INTRODUCTION

This paper reports an important challenge for international project managers. They must
cope with the diversity of mental software among members of an internationa project team. This
diversity islikely to include widely divergent assumptions about the importance of meeting project
deadlines. At the same time, the manager’s career success depends on a track record of bringing
projects in on time. The issue here is whether Western approaches to project management are
compatible with the time concepts embedded across the world' s cultures.

STRENGTH THROUGH DIVERSITY MODEL

Oneof the most important principlesininternational businessisthat diversity isan advantage
when managed properly. Rather than demeaning other cultures from the perspective of Western
culture, cultural differences should be understood, appreciated, and built upon to promote global
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prosperity. The diversity model is a partly a matter of faith. Leading thinkers in international
management believe that valuing diversity isthe right thing to do, and therefore it ought to pay off.
It is more than that, however. Researchers have demonstrated empirical support for it as well
(Morosini, Shane, and Singh, 1998). It offersthe promise of building prosperity on the contributions
of all peoples.

Cultural diversity clearly hasabigimpact on the how businessisconducted from one country
to the next (Morrison, Conaway, and Borden, 1994). Doesthat mean, however, that managers are
bound to accept extensive project delays as inevitable just because the project team isinternationa ?

Or isit always best to enforce project deadlines regardless of culture when the cost of delay is
enormous? In Western Europe and the United States, for example, it isextremely important to meet
project deadlines. Projects that fall behind schedule may justify drastic action. These business
cultures are known as monochronic in the international business literature (Victor, 1992).

Here are some of the mgor components of monochronic thinking, described for Latin
American business people trying to understand U.S. business: (1) timeis money, so every decision,
every activity, every commitment iscontrolled by the clock, (2) amanager isunder constant pressure
to meet time commitments, and much of one’'s persona life is thereby sacrificed, (3) lack of
punctuality is considered almost a disgrace, and excuses are seldom accepted, (4) life moves by the
clock, and any disrespect for time has serious repercussions, and (5) everyday work lifeisatreadmill:
to succeed you must stay on it; if you step off, you are lost (Kras, 1995).

Many other business cultures, however, are not so obsessed with meeting deadlines.
Polychronictemporal conception, whichisan alternative menta algorithm for scheduling time, places
greater emphasison personal interaction than on schedules. In polychronic cultures, atask isusually
completed even if it is necessary to go beyond the time scheduled for doing so. The delay, in turn,
forces the next task off schedule. Still, the people who have the next appointment are not expected
to be offended or irritated by the delay, because they know that, initstime, their project will also be
handled completely. Schedulingisapproximaterather than specific. Anappointment guaranteesthat
an individua will be seen; it may not guarantee when (Victor, 1992).

Polychronic time runs on several tracks simultaneoudy. Tasks run on one time track.
Personal relationshipsrun on another track with equal urgency. Polychronic business people switch
back and forth between these varieties of mental time. Evenin U.S. culture, we have an inkling of
this second track when we are exhorted to spend quaity timewith our families. Quaity time means
we are thinking about relationships, not business. Weknow what thismeansand may evenfed guilty
when we don't do it. In our business culture, however, work comes first. In our monochronic
culture, enforcing project deadlines is accepted as legitimate if the stakes are high enough. We
become accustomed to putting family needs on the back burner. That this happens so automatically
isevidence of our cultura programming. When duty calls, we explain to friends and family that we
have no choice but to givefirst priority to our work. We expect them to understand. They usualy
do.

Nevertheless, most of the world operates on polychronic time (Victor, 1992), so the
assumptionsmadeinthe U.S. about enforcing project deadlinesare not shared in many other business
cultures. That spellstroublewhen amanagement method popularized in the United Statesisexported
around the world.
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OPPORTUNITY COST MODEL

A second important model in international business is the global attraction of project
management as a business specialty. Universal concern about the millennium bug (Y 2K) isahigh
profileexample of the need for timely and effective project management. No country canindefinitely
postpone system upgrades and expect to flourish ininternational business. Inall countries, software
development, systems conversions, and product development can present enormous challenges for
project management. One study of 8,380 software projects reported that 75% of these projectswere
late, averaging 222% of their origina time estimates. Cost overruns averaged 189% (Lynch, 1998).
Because of these widespread difficulties, project management expertise is a growth industry. The
premier professional organization for project managersis The Project Management Institute (PMI).
There are some 100 PMI chapters in the United States. PMI’s most explosive growth, moreover,
is among international managers. Chapters are now forming in Bahamas, Brazil, Canada, China,
Ecuador, Egypt, India, Italy, Mexico, Nigeria, Pakistan, Poland, Singapore, Spain, Taiwan, Trinidad,
Turkey, and Zimbabwe (Carter, 1999). These chapters could al be approved in 1999, swelling the
ranks of fifty international chapters aready in place.

One of the leading lightsin project management is Dr. Eliyahu Goldratt, an Isragli physicist
(Newbold, 1998; Pinto, 1999). Goldratt (1997) published his ideas in a popular novel, Critical
Chain. Focusing on opportunity costs associated with missed project deadlines, Goldratt's approach
is very appealing to executives. Rigorous application of the critical chain approach can eliminate
most project overruns. To do that, however, Goldratt's disciples mercilessly enforce project
deadlines. The power of critical chain thinking is that it exposes causes of project delay that
commonly operate but are not usually detected until it is too late. According to Goldratt, even
projects that are very well designed using traditional methods are likely to miss their deadlines
because of frequent problems such: Multitasking, Gold Plating, and Safety Time.

Multitasking exists when team project team members havetoo many distracting assignments.
Project team members may be assigned to one main event, critical project. In addition, other little
projects come up that must be handled right away and shouldn’t take much time. No problem?
Goldratt shows how theselittle projects end up costing huge amounts of money. They form acancer
that feeds on the main event. The resulting delay in the main project becomes a huge cost because
it forcesthe businessto delay profitsthat would have been realized if the project had comeinon time.
Think, for example, of the effect of asix month delay onaY 2K project for afinancia institution. The
personnel costs of keeping a project team together for another sx months would be relatively minor
compared to the cost of losing its customer base because accounts run into trouble in the year 2000.
Goldratt thinksthat the cost of multitasking isseldom cal culated intermsof realistic opportunity cost.
If it were, firm project priorities might stick.

Gold Plating becomes a problem when technical people on project teams add features and
functions to projects that are nice to do and offer opportunities for improving skills, but are not
essential to achieving core objectives. These activities capture the imagination and creativity of
project members but end up taking far more time than planned. Again, the real cost of bells and
whistles must be evaluated in terms of opportunity cost.
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Safety Time causes project delays because experienced project teams have been burned by
delays in the past. To cover themselves, they are tempted to build in fudge factors. This extra
padding gives them enough time to catch up if they run into delays as the project schedule unfolds.
Goldratt claims that most projects have 200% safety time built into the project schedule, although
no onewill admit it. Even with 200% safety time, though, most projects are still late. How can that
happen? It happens because safety time is wasted at every project milestone or deliverable. Project
teams are rewarded for bringing deliverables in on time, but they take political risks if they deliver
anything ahead of schedule. Doing so means that their safety time on other phases of the project
might be detected and cut. So, shrewd managers must waste any unused safety time along the way
in order to keep up appearances. |If they subsequently run into a justifiable delay, however, they
might have no safety time left, and the find project deadline must be delayed. To combat this,
Goldratt recommends generous monetary incentives for early completion of project phases. Safety
time should be acknowledged and reserved for the end of the entire project and possibly not used up.

Goldratt’s approach, if followed rigoroudly, could dramatically shorten project cycle times.
His methodology provides international project managers with powerful new management tools.
Although this approach is attractive for cost control, there is no accommodation for cross cultural
differences in time perception.

In summary, the strength through diversity model and Goldratt’ s opportunity cost model are
both important for the future of international project management. The problem, of course, is that
they place conflicting pressures on international managers.

WHERE DO WE GO FROM HERE?

This paper reports adilemmafaced by managers of international projects. Should amanager
bow to the redlity that time urgency is culturally bound? That could mean accepting many more
project delayson international projectsthan on domestic projects. Or should amanager try to reduce
cultural diversity on the project team? That might risk successful implementation of the project in
the host country.

One path for future research might deal with the construct of conscientiousness.
Conscientiousness has been shown to be one of the best predictors of educational and career success
in many fields of endeavor (Barrick and Mount, 1991; Behling, 1998).

Psychologists who specidize inindividual differences argue that cultural conventions do not
eliminateindividua differences(Goldberg, 1993). EveninWestern cultures, peoplevary enormously
on individual difference characteristics such as conscientiousness. Goldberg and others argue that
conscientiousness is one of five universal personality characteristics that can describe people fairly
across cultures. This might be done, for example, through idiomatic expressions that have specia
meaning in individual cultures as well as terms that can be trandated fairly across cultures. In
English, people who score high on conscientiousness say that they “like order,” “follow a schedule,”
“do things according to aplan,” “continue until everything is perfect,” and “make plans and stick to
them.” Further research is needed to determine whether these characteristics could be related to
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success in project management and especialy how well they describe members of successful
international project teams.
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ABSTRACT

The primary focus of thisresearch wasto investigateif there were gender differencesin the
perception of effectiveness of various methodologies of teaching advanced business statistics. A
guestionnaire was administered to students enrolled in advanced statistics in the fall semester of
1998 and the spring semester of 1999. Satistical analysis of the results indicates that there are
differencesin gender acceptance and opinion regarding the under standing of statistics when using
statistical software (MINITAB). Females tend to see MINITAB as being less helpful in their
understanding of both parametric tests and non-parametric tests than do the males. However, as
the testsget more complex, both gender stend to disagreelesswith the statement that MINITAB aids
under standing.

INTRODUCTION

In 1973 Lucy W. Sdls identified mathematics as the “criticd filter” that prohibits many
women from entering the ranks of higher paying, prestigious occupations, and since the publication
of that semina work there has been a great emphasis upon gender differences in mathematical
performance.

Studies of gender differences in mathematics performance indicate that females “showed a
dight superiority in computation in elementary school and middle school. There were no gender
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differences in problem solving in elementary or middle school; differences favoring men emerge in
high school and college” (Hyde, Fennama, and Lamon, 1990). Leo (1999) states that femaleslag
behind males in math and science test scores. Enzensberger (1999) goes so far as to state
“...[mathematical ability] is established genetically in the human brain.” These conflicting data are
rather typical of the disagreement in literature regarding the evidence for a male advantage in math
performance (Casey, Nuttall, and Pezaris, 1997). They do state that there is a gender difference
favoring malesamong high-ability students at measured by the M athemati cs Scholastic Aptitude Test
(SAT-M), and this has mgor implications for women’s entrance into math-science fields

OVERVIEW OF CURRICULUM CONSIDERATIONS AND PRESENT STUDY

Virtually dl universities and colleges require students to take one or more statistics courses
in many different majors, e.g., education, psychology, business, etc., for the non-specialist, and most
Schoolsof Businessrequire one or morecoursesincomputer literacy. Thispaper focusesonwhether
there are gender differences in the perception of how helpful a statistical software package
(MINITAB) isinlearning statistical procedures for those non-specialistswho are mgoring inafield
withinbusiness. Thetraditional method currently used in teaching statisticsiswidely viewed asbeing
ineffective (Cobb 1993, Mosteller 1988).

The recommendations of the American Statistical Association and the Mathematica
Association of America (ASA/MAA, 1998) Committee on Undergraduate Statistics should be
integrated into the methodol ogy utilized for teaching statistical courses. Theserecommendationsare
to teach statistical thinking; to emphasize more dataand concepts, lesstheory and fewer recipes; and,
to foster active learning. There are severa approaches for teaching statistics to the non-specialists:
(1) the use of manua cal culationsby using ahand-held calculator, (2) the use of acomputer software
package, and (3) acombination using both the manual and computer software package. A computer
software package, such as MINITAB, could be selected which would enhance the student’ s ability
to visualize and explore basic statistical concepts. MINITAB provides the means to generate the
output and allows the student to become a statistical thinker.

MTSU business students must take advanced business statistics (Statistical Methods 1),
which coverstopicsinhypothesistesting and regression anaysisafter taking theintroductory statistic
course. While each faculty member teaching these courses must cover specific core topics, the
method of presentation is an individual decision. Teaching techniques range from those faculty
members who make minima use of a statistical software package (MINITAB) to those who make
minimal use of manual calculations (hand-held caculators).

The MTSU tatistics faculty have had considerable discussions on teaching methodologies
and outcomes, particularly with regard to the emphasis placed upon statistical software in teaching
statistical procedures. In an attempt to satisfy faculty at both ends of the continuum, many statistics
faculty membersintroduce new topicsto students with manua methods (hand-held calculators) then
reinforce the topic with the use of a computer statistical package (MINITAB).
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RESEARCH METHODOLOGY

A guestionnaire was created and administered to seven sectionsin the fall semester of 1998
and another seven sectionsin the spring semester of 1999 inthe last scheduled classof the advanced
statistics course (Statistical Methods 11). The students were asked to relate their views on the
effectivenessof the dual method of presentation, i.e., utilizingboth themanual (hand-held cal culators)
and a computer software package, as well as their evaluation of the effectiveness of more or less
presentation with either of the methods. Various demographic data were aso collected, including
gender. A Likert-type scalefrom 1 (strongly disagree) to 7 (strongly agree) was utilized in an effort
to determine the student’ s perceptions of the benefits of one teaching methodology over the others,
and whether these results would differ by gender.

DATA ANALYSIS

All statements, in which the male and femal e responses differed significantly wereidentified
(2¢=0.05) using the Mann-Whitney-Wilcoxon test to check for gender differences. The results for
the nine statements showing significant (o = 0.05) gender differences are presented in Table 1 along
with the Z-valuesfor the normal approximation to the Mann-Whitney-Wilcoxon test. Noticethat all
the Z-values are negative. A negative Z-value indicates that the typical female response to each of
these nine statements was lower than the typical male response.

With regard to statements 18 — 25, two observations deserve special mention. The two
statements that show the highest degree of gender difference are{23 and 22} . These two state that
MINITAB wasparticularly helpful in understanding multiple-sample parametric and multiple-sample
non-parametric tests. The four statements showing the highest degree of gender difference are { 23,
22,19 and 21}. Thisset of four statementsincludes all the types of non-parametric tests covered in
the QM 362 course.

TheresultsshowninTable 1illustrate which statementsin the survey havethelargest amount
of gender difference, but they do not illustrate the type of gender difference. The negative Z-values
show that thetypica femaleresponseto astatement issignificantly lessthan thetypical maleresponse
for each of the nine statements in Table 1. However, a this point to determine the type of gender
difference further testing was performed.

Thelist in Table 2 {18, 20, 22, 24 and 25} orders the statistical procedures by increasing
complexity. The purpose was to see how the level of difficulty of the test correlated with the level
of disagreement with the statement shown by each gender.

DISCUSSION OF RESULTS

Only nine statements showed a significant difference at the .05 leve of significance. In all
statements where there was a clear gender difference in the responses, the femaeshad ahigher level
of disagreement with the statement than the males. If these nine statements are ordered by the degree
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of significance with the statements having the most significant gender differences being listed first,
the order of those six statementsis: {23, 22, 19, 21, 20, 24, 25, 18 and 17}. In statements 23 and
22 both genders tended to disagree with these two statements, but the level of the female
disagreement was significant (o« = 0.05). This result suggests the conclusion that females find
MINITAB to be of less help than males in understanding multiple-sample statistical tests.

TABLE 1
Mann-Whitney Z for

N N for N for  Wilcoxon Female Male  Mann-Whitney Z

Missing Females Males  Statistic P Median Median Wilcoxon Ranks
C17 1 130 105 14274.5 0.0398 3.000 4.000 -2.05647 9
C18 0 130 106 14331.0 0.0396 3.000 3500 -2.05871 8
C19 0 130 106 13859.0 0.0031 3.000 4.000 -2.96348 3
C20 0 130 106 13929.0 0.0047 3.000 4.000 -2.82929 5
c21 0 130 106 13900.5 0.0039 3.000 4.000 -2.88393 4
C22 1 130 105 13767.5 0.0024 3.000 4.000 -3.03500 2
c23 0 130 106 13794.0 0.0020 3.000 4.000 -3.08807 1
c24 0 130 106 14002.5 0.0072 4.000 4.000 -2.68841 6
C25 0 130 106 14183.0 0.0192 4.000 5.000 -2.34241 7

TABLE 2
LEVEL OF DISAGREEMENT RANKS CATAGORIZED

Parametric Statistical Procedures Non-Parametric Statistical Procedures
Female Mae Wilcoxon Sign Females Males Wilcoxon Sign
Statement Ranks Ranks Ranks Ranks Statement Ranks Ranks Ranks Ranks
C18 1 2 1 1 C19 3 1 2 4
C20 2 35 3 c21 4 35 4 2
C22 6 6 c23 5 5 5 5
c24 7 8
C25 9 9

Statements 19, 21 and 23 were the only onesin the survey dealing non-parametric tests. Both
genders tended to disagree with these three statements, with the level of the female disagreement
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being significantly more. Thisresult suggeststhe conclusion that femalesfind MINITAB to beof less
help than males in understanding non-parametric statistical tests.

Statements 18, 20 and 22 referred specifically to parametric tests. Both genders tended to
disagree with these three statements, with the level of the female disagreement being significantly
more. Thisresult suggests the conclusion that females find MINITAB to be of less help than males
in understanding one-sampl e, two-sample and multiple-sample parametric tests.

Number 17 stated that it was easier to learn to perform ahypothesistest with MINITAB than
it wasto learn how to perform it manually. Both genderstended to disagree with this statement, with
theleve of the female disagreement being significantly more. Thisresult suggeststhe conclusion that
femaes have a more difficult time than males do in learning how to use MINITAB to perform
hypothesis tests.

The other two statements dealt with regression. In statement 24, the females significantly
disagreed, while the malesinggnificantly agreed. Thisresult suggests the conclusion that males see
some benefit in using MINITAB to help them understand ssimple linear correlation and regression,
but the females do not. In statement 25 the females insignificantly disagreed, while the males
inggnificantly agreed. Thisresult suggeststhe conclusion that the femaes do not see as much benefit
inusing MINITAB to help them understand multiple regression analysis as the males do.

In both parametric tests and non-parametric tests, the femalestend to see MINITAB of being
less helpful intheir understanding of those statistical proceduresthan the malesdo. However, asthe
tests get more complex, both genders tend to disagree less with the statement that MINITAB aids
understanding. The females continue to disagree that MINITAB aids their understanding even up
to the complexity of regression analysis, whilethe males start to agreethat MINITAB ishe pful when
the complexity of regression analysis is reached.

SUMMARY AND CONCLUSIONS

A questionnaire was administered to students at MTSU who were enrolled in advanced
statistics in the fall of 1998 and the spring of 1999 in an effort to investigate if there were gender
differencesinthe perception of effectiveness of various methodol ogies of teaching advanced business
statistics. Statistical analysis of the results indicates that there are differences in gender acceptance
and opinion regarding the understanding of statistics when using statistical software (MINITAB).

In both parametric tests and non-parametric tests, the femalestendto see MINITAB asbeing
less helpful intheir understanding of those statistical proceduresthan do the males. However, asthe
tests get more complex, both genders tend to disagree less with the statement that MINITAB aids
understanding. The females continueto disagree that MINITAB aidstheir understanding even up to
the complexity of regression analyss, while the males start to agree that MINITAB is hel pful when
the complexity of regression analysis is reached.

Further researchissuggested to investigate the rel ationship between student’ s perception and
actual performance using different teaching methodol ogies. Outcome assessment studies could be
undertaken in order to analyze this relationship.

Proceedings of the Academy of Information and Management Sciences, 3(2) Las Vegas, Nevada, 1999



Allied Academies International Conference page 20

BIBLIOGRAPHY

Casey, M. Beth, Nuttal, Ronald L., & Pezaris, Elizabeth. (1997). Mediators of gender differences
in mathematics college entrance test scores. A Comparison of spatial skillswith internalized
beliefsand anxieties. Developmental Psychology, 33(4), 669-680.

Cobb, G. W. (1992). Teaching Statistics. In Heeding the Call for Change, ed. Lynn Steen, (MAA
Notes No. 22). Washington: Mathematical Association of America, 3-23.

Enzensberger, Hans Magnus. (1999). Why no one knows we're living in a golden age of
mathematics. Chronicles of Higher Education, XLV(34), B9.

Hyde, Janet Shibley, Fennema, Elizabeth, & Lamon, Susan J. (1990). Gender differences in
mathematics performance: A meta-analysis. Psychological Bulletin, 107(2), 139-155.

Leo, John. (1999). Gender warsredux. U. S News & World Report, 126(7) p.24.

Mosteller, F. (1998). Broadening the scope of statistics and statistical education. The American
Satistician, 42, 93-99.

Sdls, L. W. (1973). High school mathematicsasthecritical filter inthejob market. InR. T. Thomas
(Ed.), Developing opportunities  for minorities in graduate education (pp. 37-39).
Berkeley: University of California Press.

Proceedings of the Academy of Information and Management Sciences, 3(2) Las Vegas, Nevada, 1999



Allied Academies International Conference page 21

CONTENT ANALY SIS OF 1998
“BEST OF THE WEB” WEB SITES

Thomas P. Loughman, Columbus State Univer sity
loughman_tom@colstate.edu
Robert A. Fleck, Jr., Columbus State Univer sity
fleck_bob@colstate.edu

ABSTRACT

The authors analyze 36 web sites voted 1998 “ Best of the Web” by web users. Nearly two
dozen web site components such as frames, tables, animations, plug-ins, color, text, hypertext, and
streaming media are classified and compared. Based upon their findings the authors make
recommendations about web site design, layout, and content. Comparisons are also made to the
1997 “ Best of the Web” winners. Thisresearch is particularly useful for both novice developers
looking for effective web site construction elements and experienced developers who want to
compare their own efforts with those esteemed by web users.

INTRODUCTION

One of the main differences between a content analysis of web site home pages and more
traditional print media such as books, pamphlets, and speeches (Krippendorff, Weber) is that web
sites often do not contain much “text” in the sense of extended passages of coherent sentences or
paragraphs. Instead, one finds the text in some sites to function primarily as links or signposts to
other locations. Also, the content of the page isoften just aslikely to derive from non-word elements
such aspictures, animations, video, and soundsasit isto derivefromwordsintraditional print media.

Another difference from traditional print media is that the web sites change, sometimes
sgnificantly, and often during one visit to the site. Unlike a printed |etter, report, or magazine page
with fixed content, the web page can be fluid. Also, unlike with a printed book, Web developers
periodically update content, especialy in sites devoted to news, sports or entertainment.

In addition, the medium itself can significantly affect the content. Depending upon how
visitorsto web siteshavetheir retrieval and viewing systems configured, they may see quite different
thingsfrom what other visitorssee. Monitor or television size, screen resolution, network or modem
configuration, colorsdisplayed, plug-insenabled--all affect thedisplay of content at the siteand one=s
experience of it.
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METHODOLOGY

For this study we revisited the Best of the Web (BOTW) site we had used for a content
analysis (Loughman and Fleck) of 1997 web sites voted best of the web. In that analysis, asin this
one, we wanted to discover what design, layout, and feature characteristics made web sites good,
informative, interesting, or entertaining. Thinking first to analyze numerous sites and to devise our
own ranking system for quality, we were pleased to find that the “Best of the Web” site had already
performed that task. According to BOTW, its rankings come from votes received from users of the
World Wide Web. Unlike other ranking sites, BOTW does not use “experts’ and does not explain
why the sites have been chosen as “best.”

To arrive at its rankings, BOTW solicits nominations from web users. Based upon the
number of nominations for each web site, BOTW narrows the choices into five for each of its
categories. Some of the categoriesincludebest navigation aid, best newssite, best education site, and
most entertaining site. BOTW then conducts voting on the five chosen sites and ranks three of them
first, second, and third place based upon the percentage of votes garnered.

Usingthe BOTW winners, wefirst “fixed” the home page using M S Frontpage; 98 to be sure
we were using the same page each timewe looked at it or checked its source code. Next, one of the
authors reviewed the home pages for overal layout characteristics, appropriateness of home page
elements to the site=s purpose, and any especialy creative or unusual page components worth
mentioning. Then, using the pageitsalf to check for someitems and the page source code for others,
he counted the occurrences of the components we had chosen. Some of these included frames,
background color, links, animations, and tables. The co-author then performed the same steps, they
compared and discussed results, and both authors reviewed their findings based upon the comparison
and discussion. The final step involved a comparison of the findings for the 1998 “Best of the Web”
rankings with those from 1997.

FINDINGS

Overall Page L ayout

Haf of dl the BOTW sites use what we call a “triboard” layout. This term attempts to
convey theimpression created by some of the three-column * professiona” sites affiliated with mgjor
news organizations such as CNN, major league sports associations such as the National Football
League, mega online stores such as Amazon.com., and members of the Infoseek GO Network.

At the tops and sometimes bottoms of these pages appear site search forms, navigation bars,
and site maps plus the names of organization members. Intheleft panel or column one usualy finds
listsof site-related links. Inthemiddle panel appear graphica imagesand headline-stylelinksto news
and entertainment stories pertinent to the subject of the site. In the right panel are more links to
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stories and related affiliations. A primary purpose of these sites is to convey large amounts of
information efficiently, usualy in lengthy lists of hypertext links.

Other sites, however, place creativity, visua appeal and fun equally as high as efficiency in
what they offer visitorsto their sites. NOV A, for example, displaysastunning, deep blue background
on which rests only one central image. The links on the page are easy to find, but they are not the
focal point. Color, image, and atmosphere take central stage.

In another example of a creative site, when one opens the Disney.com home page, agradient
blue background emergeson the screen, then thewell-known Disney castle seemsto magicaly appear
amid the blue. A bright gold Disney banner easesin from theleft, ahuge blinking disc movesinfrom
screen right and up to center. In the middle of the disc appear colorful Disney images that change
every few seconds. Children=s happy faces appear, Donald Duck pops in at the top, and severa
images on the screen pulsate when the cursor crosses. A few even make sounds. Clearly, because
the experience of color, movement and funiswhat ayoung audience would find appealing at thissite,
al the page elements such as animations, sounds, and pul sating colorsfit well with the site=s purpose.

Background color

Twenty-nine (81%) of the home pageswereviewed had white backgrounds. Withissuessuch
asscreen resol ution, monitor capabilities, and the problems associated with sub-optimal color choices
(Vasguez-Peterson, 161-184), white backgrounds help avoid many display problems and contribute
much toward the vishility of page elements. With that said, however, colored backgrounds often
create visual interest and contribute to the overall purpose of a site. The Disney and NOV A sites
mentioned above are clear examples. In other examples, the Hellfire.com site displays a flame-red
background with a she-devil image in the center, and as part of its overal bucolic theme,
Ruralvermont.com displays a grass-green background with a cow and the town sign in the center.

Metaphors

Several of the sites use metaphors to help organize their page elements and make site
navigation intuitive for visitors. The store metaphor, for instance, appears in such sites as
Amazon.com. Here the visitor can fill a shopping cart, browse among the items available for sale,
and check out when the shopping trip is finished, perhaps using a coupon to lessen the cost of the
purchase. The Mapquest.com site displays a compass rose on its home page; visitors to the site can
activate links by clicking on the direction points of the compass rose. A few sites use either a
magazine (Eonline.com), or newspaper (Theonion.com) as their integrative metaphors.
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Frames

In spite of the control over site navigation that frames give designers (V asguez-Peterson),
some users find frames confusing and disconcerting. Thismay account for therelatively low number
of framed sitesincluded inthe 1998 BOTW winners. Only four (11%) of the 36 sitesuse frames, two
of which occur in the “Most Entertaining” category.

Navigation bars

Being able to navigate efficiently among site elements is essentia for visitors to most Web
sites. Animportant feature of navigationisthe navigation bar, agraphical or textual el ement that uses
hyperlinks to pages comprising the site=s structure. Thirty (83%) of the BOTW winners use
navigation bars.

Animations

Twenty-seven (75%) of the sites reviewed have animations. The Cdifornia Institute of
Technology (caltech.edu), for example, displays tiny animations of a strutting pigeon, munching
squirrel, or creeping cart at the top of the classical style building that formsthe backdrop to its home
page. These aternating, playful images may suggest that, although much of the site is devoted to
academics and scientific research, there=s still room for a sense of play, a bit of whimsy.

Graphical images

All of the BOTW sites use graphical images. The lowest usage (2 images each) occursin
Infoseek.com and Altavista.com, both Internet search engines. The highest usage (40 images) occurs
in the NFL.com home page. In the BOTW categories, the “Best School/University” and “Best
Navigation Aid” groups have the lowest occurrence (10 and 11, respectively). The highest
occurrences of graphical imagesare found inthe “Best Entertainment” and “Best Sports’ categories
(32 and 57, respectively).

Links

The essential work horse of the World Wide Web has to be the hypertext link. Without it,
asteismostly just aposter, an ad, or a standalone page, and the Internet itself ismerely a collection
of standalone sites. All of the BOTW sites employ links. The lowest occurrence appears in the
Fedex.com and Hellfire.com home pages (1 and 2 links, respectively). The highest number occurs
in the Refdesk.com and Abcnews.com home pages (376 and 158 links, respectively).
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Tables

Another ubiquitous Web page element isthetable, and dl BOTW sitesused tables. The Web
site home pages with the fewest number of tables (1 table each) were NOVA, Héllfire.com and
Ruralvermont.com. The home pages with the highest number included Refdesk.com and
Abcnews.com with 24 tables each.

Plug-ins

A few of the 1998 BOTW sites included links to interesting plug-ins such as the
WildBearCam showing live video of grizzly bears catching sdlmon at McNeil Fallsin Alaskaand the
Viscape SVR player that allows the visitor to view a virtual reality tour of the solar system.
Additional sitessuch as CNN.com, Abcnews.com, and Nfl.com have linksto streaming audio, video,
and radio. However, unlike the Pepsi.com home page, which required a download of Macromedia
Shockwave in the 1997 BOTW, no 1998 BOTW site required the visitor to download a player to
view its home page.

COMPARISONSWITH 1997 BEST OF THE WEB

The mgor difference between the 1997 and 1998 Best of the Web web sitesistheloss of one
category, “Best Personal Homepage”. Considering the home pages themselves, one important
difference involves the greater number of forms (26 in 1998 vs. 14 in 1997) used by the 1998
winners. Thisincrease suggestsadesire on the part of web designersto incorporate moreinteractivity
and functionality into their sites. In addition, while 22 sites used white as the background in 1997,
29 dites did in 1998. This difference suggests that designers may be thinking more of site
functionality and efficiency than of the aesthetic experience visitors are likely to have at the site.

The number of animationsrose significantly, with 20 sitesin 1997 and 27 in 1998 using them.
As bandwidth increases and technology improves, more sites are likely to use animations as well as
other multimedia components. The use of frames doubled in 1998, but since there were just two
framed sitesin 1997, reliance upon frames appears not to haveincreased significantly asa proportion
of the whole. In both 1997 and 1998 the top site for graphics was Nfl.com (44 in 1997 and 40 in
1998). Also, in both 1997 and 1998 the category of “Best Navigation Aid” used the fewest graphics
(81n 1997 and 10 in 1998) while the category of “Best Sports Site” used the most (58 in 1997 and
57 in 1998).
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THE SIGNIFICANCE TO RESEARCH AND
MANAGEMENT EDUCATION, OF INTERNET
DATA SOURCES, ONLINE INFORMATION
SYSTEMS, AND DATA WAREHOUSING IN THE 1990s

Robert Leinwand, Unitec I nstitute of Technology
Alastair Emerson, Unitec I nstitute of Technology

ABSTRACT

This paper presents a discussion of the impact on Management and Research of improved
technology generating very large volumes of current and pertinent data, and the impact upon
teaching methods of electronic data capture and analysis. Students completing high quality
management programs must be aware of the ability to obtain large volumes of current data
electronically, and be able to use software tools, which allow data manipulation, analysis, and
possible reformatting. This requirement means that classroom lecturers must be able to provide
either real world tools or a smulation that provides realistic performance.

In addition, recent developmentsin both data capture (especially via the Internet), and data
storage and retrieval (especially Data Warehousing) mean that at times resear chers have accessto
data representing close to entire populations, requiring rethinking of the validity of (ostensibly)
anecdotal evidence, and requiring means for determining the reliability and validity of
electronically published or supplied information.

Management and Resear ch techniques whichwill beimpacted by high technology data base
methodsinclude demographicinfor mation, popul ation based ser vicing systems, mar ket and segment
analysis, targeting, decision making, and customer acquisition and retention.

The significance for educatorsis explained. Employer expectations of recent graduates are
tending towards reliance on them for the provision of applications of current technology and
methodology. In turn, this implies that teaching methodology must include a quantum amount of
applied experiential content. The mechanics of such instruction present real challengesfor current
teaching in that a reasonable degree of Information Technology (1.T.) application knowledge is
required, implying a possible need for allianceswith |.T. staff and/or acquisition of I.T. knowledge
by non I.T. teachers.
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DATA SOURCES - THEN AND NOW

The availability of raw data, vs. processed information has been inexorably changed by
technology over the past several years. Low cost persona computers with extensive processing
power, relatively large memory and storage capacity, plus higher speed data communications
protocols and hardware has changed the methodology for gathering, interpreting, reporting and
distributing information.

Prior to the availability of thislow cost technology, when acompany sought market research
information there was only one customary method utilised. A market research organisation would be
hired and utilised to:

Generate a survey to provide data that would meet the clients stated requirements
Distribute the survey to the relevant market/customer base
Review and analyse the results of the survey

A w b

Provide areport to the client showing the findings of the survey and subsequent analysis

This method took a smal sample of the actual market population, questioned the sample,
interpreted the answers from the sample population, and extrapolated this to the population as a
whole. The methodology was haphazard, lacking in scientific method, statistically inaccurate, and
produced less than valid, legitimate information. Although flawed, this methodology was the best
available and when properly conducted was capable of reasonable results.

In contrast to this previous process utilisation of personal computers combined with large-
scale onlinedatasources haseffectively changed thetype of playing field completely. Now acompany
wanting to do market research hasavailablenot smply asmall sampleof the population, but accurate,
timely valid data of the entire population being questioned. Services such as Scan Data provide data
of supermarket saleslocally, regionally, or throughout New Zealand. Thusif acompany isinterested
in how many 1.5 kilogram boxes of FBA lemon scented soap powder were sold yesterday, that data
will be availableto them onlinetoday! Sales numbersfor anindividua product can bedetermined for
specific geographic areas, and other market demographics. Moreover, the datais available directly
to them via adesktop personal computer within their own company. Instead of taking datafrom a
statistically small sample, and extrapolating to the greater population, a huge volume of raw datais
now available. Clearly this volume of raw data

Must still be analysed, interpreted, and summarised. This need then forms the basis for the
needs of current management students. The current need as expressed by employersof our graduates
IS
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The sources of data they can access, from both public and private online services
To be able to use software tools to download large volumes of data
To be able to use software tools to separate, segregate, and group appropriate data

A wDd PR

To be able to use software tools to analyse the data and extract valid information as required.

Thus, a sgnificant challenge to management lectures is presented. Instead of presenting
students with the tools to speak intelligently with research companies, it is necessary to provide
students with the tools to select and analyse not small samples of a large population, but data
provided by the whole population. Technology providesthe meansto perform thisfunction, but how
does one provide the knowledge to use the technology correctly, efficiently, and intelligently in the
classroom? This must be the controversy for management educators at present.

DATA WAREHOUSING

Data warehouses have suddenly burst on the scene, and become the hottest ticket in
Information Systems. “According to the Meta Group of Westport, Connecticut, USA, “the number
of companies implementing data warehouses expanded nine fold from 1993 to 1994. (McElreath,
1995) Aswithany emerging technology, itisnecessary to separate the hypefrom the achievable, real
benefits, when this technology is applied to a specific organisation. It is clear that the impact for
practitioner and teachers of management is significant, as larger quantities of up to the minute data
becomeavailableelectronically. Methodswhichalow theinput of datafrom several sources, provide
meaningful, accurate, and easy to use analysis tools, generate user formatted reports, and archive
large volumes of information become as much a “tool of the trade” for working professionals in
management as the simple spreadshest, or a pen.

Data war ehouse definition

William Immon coined the phrase “ datawarehouse” in 1990. Immon defined it as amanaged
database, which is:

subject oriented - designed to be an aid in decision making rather than a simple record of transactions

multidimensional - datais aggregated in several dimensions such as product, customer, time period, or
geographical location

integrated - dataisgenerally developed from different operational systems, and integrated in terms of units
of measure, time frame, and format
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Time-variant - shows a distinction between operational data, which isvalid only at the moment of access,
and may not be valid moments later. Informational data has atime dimension, with each data point
having an association with a point in time. Data points thus have a common time frame reference

Non-volatile - new datasimply is added to an ever-expanding database, and does not replace existing data.
In this manner a historical archive of information is devel oped

The precise definition of what constitutes adatawarehouseisnot firm at the current time, but
will evolve as theory and practice merge. In the simplest terms, a data warehouse has two main
components: an information store of historical events constituting the datawarehouse itself, and the
tools to accomplish strategic analysis of that information, constituting a decision support system
(DSS). All common definitions suggest that a comprehensive data warehouse be much more than
aseries of archived events equipped with a general-purpose query engine on the front end. Whilein
fact, the datawarehouse isredly nothing more than a corporate electronic information system (EIS)
which groups raw datain new ways. Thusit permitsthe executive to unearth market trends, suggest
new focusfor thebusiness, and leveragetheinvestment indataanaysisinto valid, timely and effective
information, it can be very complex to implement. Data warehousing can be phrased as Business
Process Reengineering of the Mind, which is a healthy way in which to view the impact of this
technology. Warehousing hasthe ability to change the decision processes of an organisation, and the
potential to provide operational improvement.

Therein liesits impact on management professionals. As with any technological innovation,
the most successful applications will be those that are driven by the needs of the company, be it
economic survival or improved performance. A warehouse development project must have clearly
identified goals, and the managerial resolve to achieve those goals. The economic goals can include
the basic need for cost reduction or increased revenue, to sophisticated reaction to competitors’
actionsover time. Theintense focusof corporate strategy, as provided by such books as Competing
for the Future by Gary Hamel and C.K. Prahalad, and works by Michael Porter provide little
information without adequate data and data analysis tools. Data warehousing becomes especidly
important when corporate performance measures such asgrowth, leverage, and competitiveness, are
to be realised in the basic daily terms of who, when, how many, and how much, need to be tracked
and analysed over time.

War ehouse Char acteristics

Characteristics of properly implemented data warehouses tend to differ fromthe standard I/S
definition of data structures. While normal relational database design tends to provide detailed
linkages, and answers to specific questions, data warehousing can provide more abstract answers
allowing management to develop more strategic initiatives for the business. The data warehouse is
built with the premise “that it is better to be approximately right than exactly wrong”. (McElraeth,
1995) The datawarehouse can provide information to the management practitioner that helps with
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issues of risk avoidance, reducing time to market, or timeto profitability. The fundamental approach
is that the business will generate gain from different and innovative thinking processes, and this
defines the need to store data in a form which can be easily processed, and provide suitable,
convenient tools to extract and anayse this data. Queries that can be accommodated by common
relational databases are always available from the warehouse through the DSS front end.

Historical Perspective

When examining data warehouse fundamentals the evolution of 1/S within the corporate
structure unfolds. Thirty years ago or so, closed events such as production, invoice and shipping
details archived to tape to satisfy the need for future strategic analysis. Typicaly these systemswere
run in batch mode. Batch mode was often not adequate however, not because strategic decisions
could not wait aday or a week, but because the severa iterations might be required to resolve the
needed level of data for a given query. Strategic analysis requires interaction, as answers often
generate new questions. About 20 years ago, technology alowed some of the data to be made
avallable interactively. This solved some of the turnaround problems, while the growing data
structure and user requirements introduced capacity problems. When the 1/S department was faced
withadecision betweentactical operational processing and strategic anaysisof historical information,
thetactical needsawayswon. Saleshistory isirrelevant if abusiness cannot enter and deliver orders
to its customers. Approximately 15 years ago PCs began to proliferate in many organisations;
individual users now had processing power at their desk, and were not limited to dumb terminals
attached to untouchable mainframes, and unyielding software. Users then could end run around the
I/S department by building their own applications with PC based spreadsheets and databases. Using
their individual processing ability, users could extract information from the mainframe historical
database and andyse it with quick and dirty home-grown applications. The I/S bottleneck was now
circumvented, but control of information, security, capacity, and integrity issues became unwieldy in
large organisations. Today online communications, low cost, ISDN high speed networks, larger and
faster storage devices, and greatly improved processing power provide improved performance and
capacity.

Table 1 illustrates that current, active, and process generated data will flow from the
operationa system to the warehouse. In the warehouse it becomes static, strategic, and historical
data.

Tablel
Operational Data Warehouse Data
Short lived, rapidly changing Long living, static
as process operates
Requires access to record Datais aggregated into sets,
levels, immersing user in making it friendly to
highest level of detall relational database design
Repetitive standard Ad hoc queries, with some
transactions periodic reporting
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Updated in real time Updated periodically, with
mass download techniques

Event-driven; where the Data-driven; data analysis
process generates the data required governs the process

MANAGEMENT IMPLICATIONS

Management has evolved as a driver of strategy in the modern corporation, often the prime
driver. This strategic role has meant, in turn, that relevant information, sourced from either market
research or market intelligence, has become critical. Tapscott (1995) documents current
developments in internet-working and the emergence of the “digital economy” where Information
Systems become the central focus of business strategic management and control. Hefurther predicts
the continued growth and sophistication of such systems, leading to world-wide interconnection of
companies for co-operation and market exploitation.

These developments are redefining the roles of both market research and market intelligence,
whilst at the sametimeintroducing new techniquesand practices. Itistherefore germaneto consider
the effect of the Information systems revolution on each of them

M ar ket Resear ch

Market research is affected by the availability of vast amounts of secondary data, in some
cases to such an extent as to enable relatively authoritative analysis. To cite a non management
example, the American Medical Association’s Data Base MEDLINE contains anecdotal recording of
patients presenting with a vast number of conditions at virtually every maor teaching or teaching
associated hospital inthe developed world, aswell asrecords of various medica interventions, to the
extent where a significant proportion of the total population for some conditions is recorded - the
sample frame is beyond the wildest dreams of researchers of a decade ago. This database and
management rel ated databases like it may now be accessed through Internet, or through CD ROM’s
comprising a core database with monthly updates.

Such databases also exist within the management environment, with access through Wide
AreaNetworksor the Internet. Multi-national and other large companies construct their own, using
data from a multitude of sources.

The scope and accessibility of these databaseswill require rethinking of traditional research -
when secondary, anecdotal data isrepresentative of say 50% - 60% of a population, it may take on
greater vaidity than a primary sample of 3%! Scandata actually gives a total population of
Supermarket purchasers of FMCG'’sfor agiven time period. Metaanayss of such data may well
demonstrate that traditional market research based on observation or experimentation with small
groupsis less effective in some or even many cases.

Thewidespread and increasing use of data capturing systemssuch as Scandata, inventory bar
coding, Point Of Sale customer profiling, smart cards, customer record/purchase analysis, and
el ectronic consumer panels creates anew perspective on consumer research. Local communities can
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be closely observed for reaction to, for example, promotional tactics and their feedback quickly put
into place.

Geographic Information Systems such as Statistics New Zeadland's Supermap? are
revolutionising the way in which demographic research is both conducted and presented.
Demographic target market identification isnow very smple, evenif the data may bedated. Perhaps
the information systemsrevol ution has yet to penetrate some Government agencies, in New Zealand
at least.

Asthese developments progress, it seemslikely that the distinction between market research
and market intelligence will becomelessand lessapparent, and that techniqueswill beevaluated more
on thevaue of their outcomes than the “purity” of their inputs and processes. Astherequired speed
of responseto stay competitive increases through the increasing use of 1S, so the ability to take time
to conduct detailed studies and analysis will diminish.

Market Intelligence

Market Intelligence is where the expansion of information systems is having the greatest
effect. Hithertoforemanagement intelligencewasbased primarily onlocalised anecdotal sourcessuch
as Rep’ sreports, and such secondary data as could be gleaned from statistical records, demographic
reports and so on. Without the means to readily determine macro trends and phenomena, the
technique was of greater tactical than strategic focus. Because of this, intelligence has tended to be
a localised, tactical tool of greater use to the Sales Manager and the Product Manager than the
Management Manager.

The enormous amount of data currently available on databases and through the Internet has
the potential to give the management professional an electronic equivalent of a satellite
reconnaissance pictureto themilitary - and likethe satellite picture, the distant view issignificant, but
close up there isa confusing amount of detail. So management executives must use analytical tools
inthe form of statistical packages and criterion sensitive search enginesto quickly filter or sort vast
amounts of data to isolate the elements significant for their needs.

Data Warehousing with drill down and multi criteria search capabilities is dramatically

enhancing such enquiries. Management professionals are now able and expected to analyse vast
amounts of datato arrive at and anticipate devel opments. Techniques such as Content Analysis (as
used by Naishitt & Aburdene (1990)) are now withinthereach of any executivewith aPC and access
tothelnternet, or aWAN. Already thereisevidencethat companiesarealert to the competitive edge
available through information systems driven intelligence, with articles and commentary appearing
in publications such as Computerworld and PCWorld.
Hicks (1993) describesthe growth of Decision Support Systemsand Executive Information Systems
in American companies, giving several examples of highly sophisticated systems currently in use.
He is at pains to point out the strategic and competitive advantages enjoyed by the companies
concerned, points which should not be lost on New Zealand companies, for whom the information
revolution can mean the overcoming of many problems associated with our relative isolation.

It would be an interesting and rewarding study to determine the current extent and rate of
growth of the use of Information systems by management executives at various levels as a strategic
intelligence tool. 1t would also be fruitful for academics to gain an insight into the practitioner’s
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perception of the reliability and usefulness of information gathered this way, and the uses to which
itisbeing put.

The management professionals who utilise this data do so through what is becoming the
routine use of a number of applications.

Attempting to clarify the New Zealand situation

A survey of adult students directly or indirectly involved in management, and taking
management papers was conducted on the bass of a semi-structured interview. The initia purpose
was exploratory, to gauge the level of interest amongst such students for the introduction of
management specific information technology papers, and to determine whether further studiesinto
I'T usage and student’ s educational needswasjudtified. Working studentsin university level 2, 3and
4 classes were asked if they persondly regularly used I T in the course of their employment. Those
who responded affirmatively were briefly individually interviewed to determine the level and type of
current 1T involvement, their perception of future IT involvement, and their perception of how
adequately they were prepared for the current and future operations.

The data from thirty respondents revealed that the current usage of Information Technology
iswidening. Inaddition to competency in the use of spreadsheets and statistical packages of varying
complexity, it was reported that some positions now require or are perceived as shortly to require
competency in the use of databases, (with or without user friendly front ends), Geographical
Information Systems, importing datafrom data capture systems, sophisticated presentation and word-
processing applications, specialist accounting software (especialy in relation to costing), and
specialised applications devel oped for specific tasks within companies or groups of companies.

The same students reported that there is an expectation on the part of companies that
graduates will not only have understanding of the role of Information systems, but also have at |east
elementary competence in the use of the common components outlined above. They expressed
concern that the typical IT education avalable was either of an elementary nature or of an
inappropriate application focus. Severa expressed awish to havelargeamountsof their management
education delivered in an Information Technology context - either through smulations, or by
electronically delivered case study approaches.

Management Education I mplications

The authors of this paper, both of whom have Information Technology experience
independent of their management educational roles, see a number of implications that need to be
addressed by management educators. These will be discussed under the following headings:-
Professional Strategy

Of immediate concern for management educators is the question as to where Institutional

Administrators will deem management specific applied information systems education to be
domiciled. In many instances, departments of Information Systems and Computing jealously guard

Proceedings of the Academy of Information and Management Sciences, 3(2) Las Vegas, Nevada, 1999



Allied Academies International Conference page 35

the right to teach what they see as computer or software application skills, regardless (apparently)
of the end use of those abilities. In our view, thisis akin to the teacher of penmanship laying clam
to the exclusive right to teach English Literature and Composition, since the pen is the technology
required to manifest the student’ s thoughts.

Personal experience at two different Polytechnics has demonstrated to one of the authorsthat
Information Technology education is better conducted, from the point of view of both student
interest/enthusiasm and student understanding, within the context of the student’s primary study
interest. Advanced instruction by non-subject related teachers becomes a routine of learning
processes without understanding fully the professiona applications and significance of those
processes. Both teachers and students eventually experience high levels of frustration and mutual
distrust.

It then appears that if Information Technology teaching isto take place within Management
Schools, management teachersmust either be or become computer/applicationliterateto an advanced
level, or procure the services of Information Technology teachers who understand management
principles and concepts.

A review of curricula offered through the Internet by various North American and British
ingtitutionsreveaed that M1S/MKIS courseswere offered by both management/applied management
and computer departments. One school actually had a dedicated department of MISMKIS.

Pedagogical

A number of issues arise in relation to academic practice - we address what we see as the
most pressing below:

Curricula

What isthe place of Information systemsteaching within management curricula? Webedlieve
that the time iswell past when every course of study in management should include papers entirely
dedicated to the use of Information Technology in management, the question is how much, and to
what depth? Asnoted above, experience suggests that management students need to be taught the
use of advanced and specialist packages in a management context, which at least implies that a
substantial area of teaching, currently the sole domain of Information systems and Computing
departments, will in the future be offered in management departments.

A logica extension of thisisto base those papers which are “redlity” based (Management,
Marketing Strategy, Strategic Planning, Sales Management, Product Management, Media Planning,
etc.) wholly or substantially in computer laboratories, and use simulation, case studies, and/or the
analysis of actual (but outdated) data as the primary teaching strategies. This approach raises
guestions of cost and feasibility for classes over say 25 people, but given the increasing pressure on
management schoolsto give graduates some vocational advantage, it may be the way of the future.
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Teaching M ethodology

The curriculum issues give rise to issues of how we should deliver management education in
the future. Since the mid 1980's the literature has reflected the ideas of those who advocate
individualised, computer based learning, using programmed, discovery based, learner paced
instruction. More recently, schools and tertiary institutions have focused on criterion referencing
(mastery learning/competency assessment) as a valid way to formulate both learning outcomes and
the assessing of the achievement of those outcomes. Clark (1989) proposes a system of integrated
class room and computer based study, whilst Dick and Carey (1990) lay out a systematic approach
to the development of instruction which would lend itsef to most undergraduate management
COUrses.

Romiszowski (1981, 1984 and 1986) details a system of instructional system design and
production, including auto-instructional materials, which hasbeen adopted by the armed forces of the
Western Alliancesfor dl training and education, from trades to post graduate level. Thissystem has
proved exceptionally successful over the past years in a technology driven environment which is
moving even faster than business (survival is apparently a greater spur than profit), and would be
readily adaptable to management education. Unlike traditional curriculum design methodologies,
which could bedescribed as“body of knowledge” focused, thissystem devel opsrequired behavioural
outcomes from both the body of knowledge and current practice, which would satisfy those critics
of tertiary education, who claim we try to ignore the vocational aspects of what our students learn.

The challenge for management educatorswill be to devel op the computer based courses and
exercisesfor ddivery. Inthelight of the continuing drive to provide quality education, particularly
vocation rich education at minimum cost to a maximum audience, the appeal of a system which
provides total flexibility of student time, thus removing the need for employers to grant study time
will beirresistible. Moreover, if computer largely delivers the education, the need for classroomsis
greatly diminished - al the institution hasto provideisaterminal for the students' |aptop, or materia
on the Internet.

Teacher Training and Development

Finaly, management educators havejoined the rest of the businessworld on the Information
Technology treadmill - we must be current with at the least the software applications commonly used
by our students, which as of now means Microsoft Office Professiona 95, Windows 95, SPSS for
Windows, Minitab For Windows and so on.

We will aso probably need to understand Internet conventions, how to construct and edit
HTML links, the intricacies of programmed learning, authoring programmes, and a host of things
presently only imagined - in short, we are going to have to be continually keeping pace with the
Information Revolution, because, like it or not, we have been taken over.
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ABSTRACT

Sncethe emer gence of women in the wor kfor ce, controversiesover pay equity and treatment
in the workplace have ensued. In more recent years, the efforts of the pay equity movement have
brought the issues of comparable worth and gender-based wage discrimination into light. Despite
the growing concerns, many companies are still slow to accept the reality of comparable worth
issueswithintheir organizations. Corporaterestructuring, especially when dealing with pay scales,
can be a long and tedious process at best. Without strong backing from upper-management, the
issue of gender-based wage discrimination can become a moot issue. To ensure that the issue of
comparable worth is addressed within an organization, all levels of a firmmust take an activerole
in becoming knowledgeabl e about the problems with comparableworth aswell asany court rulings
surrounding this ever-growing dilemma.

INTRODUCTION

Perhapsthe most confusing aspect of comparable worth iswhat actually definesgender wage
discrimination. Comparable worth, also known as pay equity, is not to be confused with “equal pay
for equal work,” whichisthelaw of theland. Equal pay for comparable work isan entirely different
subject. Equal pay for equal work requires that a woman be paid the same as a man, or another
woman, who is doing exactly the same job. Comparable worth, by contrast, focuses on paying an
entire profession or occupation the same amount, which is determined by some outside authority to
be of the same “worth” or value to an employer. Theideais that individual workers who perform
jobs of substantially comparable valueto their employer should be paid smilar wages. For instance,
if the work done by an accountant is deemed to be asvauableto an employer asthat done by atypist,
the law would require the two employees to earn the same wage.

Hattiangadi and Shaffer (1999) define comparable worth as the notion that the "value" of a
jobto anemployer or to society can be objectively measured, and dissmilar jobs can beranked based
on their calculated value. The objectives of thisarticle are to: define comparable worth and offer a
perspective of the problem, to analyze current and future statistics, and to offer solutions to
comparable worth based on current company policies implemented across the nation. Analysis of
current trends in gender-based discrimination and factors leading to this bias will alow individuals
and companies to recognize and define potential problems within an organization. In addition,
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solutions based on plans implemented by companies will be addressed. The data gathered in this
study came exclusively from secondary sources. The sources were limited to journa articles and
books dated from the 1980’ s to the present.

THE CURRENT AND FUTURE STATUS OF COMPARABLE WORTH

The issue here is whether true worth can be established for jobs by workers who perform
comparable duties; that is, can comparable worth become ingrained in public sector personnel
practices? The concept of comparable worth, while fairly recent, fails to have a consensus for a
universally-accepted definition. In fact, there continues to exist substantive controversy regarding
thetrue meaning of this concept. For instance, the knowledge that these wage discrepanciesexist can
lead to resentment, poor job performance, tension, and conflict between the sexes. In addition, these
wage discrepancies result in severa unfortunate consequences for both the workers and society.

Based on 1997 U.S. Census Bureau figures, women's median annual earnings were seventy-
four percent of men’s, an all-time high. Women in all educationa attainment groups experienced
increases in income since 1963, with college-educated women showing, at 53 percent, one of the
biggest increases ever, but women still continue to tell the U.S. Department of Labor that pay isone
of their biggest workplace concerns. The average woman would still have to work from January 1
of 1997 to April 3 of 1998 to earn what the average man earned in 1997 alone. For women of color,
the gap is even greater compared to white men (U.S. Department of Labor’'s Women's Bureau,
1997).

IntheU.S. inthe last ten years, atrend toward comparable worth programs has been evident.
The issue has been debated in state and local legidatures, integrated into collective bargaining
agreements, and tested in the courts. City employeesin Chicago, San Francisco, and San Jose, and
state employees in Michigan and New York, among others, have successfully negotiated pay
adjustments for predominately femalejob categories. The private sector has been more resistant to
comparable worth adjustments, but in at least one case involving comparable worth claims, the
Sumitomo Corporation of America settled along-standing dispute over pay inequitiesin jobs filled
mostly by women by putting a comparable worth program into place (Siegel. 1989).

Siegd (1989) reported that comparable worth was clearly apublic policy issuefor the 1980's
and will continue to be so during the 1990's, as questions of job value as determined by job
evaluation criteriacometo thefore. Thelatter are viewed asboth partial solution and problem. That
is, the main criticism of job evaluation systems found by Treiman in the 1979 National Academy of
Sciences, were problems of the choice of factors and factor weights, the ultimate subjectivity of
judgments, and the use of different job evaluation plans for different segments of an organization's
work-force. Further, 40% of the difference between equally valued male and femal e dominated jobs
(intermsof job evaluation factors and weights) appearsto beattributableto differencesinwork-force
experienceand on-the-job training and, morefundamentally, attributableto motherhood. Asa resullt,
job evauation systems and the market-val uation of occupations appear to have institutionalized the
under-evaluation of female dominated jobs.

Those factors which should mitigate this situation in the evolving future are: interest in the
issue by labor unions and collective bargaining on the issue; awareness and identification of biasin
job evaluation criteria and weights; legidation; civil rights enforcement; the aggressive pursuit of
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male-dominated jobs by career-oriented women and minorities, changing cultural values on the
economic and social role of women and minorities; and, institutional supports, such as convenient
accessto child-carefacilities. Golpher (1983) noted that a successful comparable worth lawsuit will
be expensive and difficult to prove, which will invariably result in fewer such cases being pursued in
the future. To infer, however, that comparable worth cases will no longer be pursued is untrue.
Thompson (1996) noted that while the Ninth Circuit Court has effectively foreclosed future
comparable worth actions, the Fifth Circuit and D.C. Circuit Courts appear more than willing to
consider discrimination casesthat are based on theories compatible with comparable worth. Thus,
plaintiffs who can establish prima facie cases having gross statistical disparity can shift the burden.

Proportionately morewomen work today than adecade ago, and the percentageswill increase
gtill moreintheyearsahead. Even more significantly, women want job equality with men to an extent
greater than ever before. But, aside from the ethical, social, and legidlative pressures to achieve
greater employment equality for women, the many employment prejudices against them make little
sense from a business viewpoint. The bias does not exist to the same extent in education and
government. Consequently, businesses are losing many promising young adults smply because of
outmoded attitudes.

What role will women play in the labor force of the 21st century? According to the 1997
Labor Bureau, of the 26 million net increase in the civilian labor force between 1990 and 2005,
women will account for 15 million or 62 percent of net growth. In 1990 women were 45 percent of
the labor force and will become 47 percent of the civilian labor force in 2005. In 1970 and 1980,
women's share of the labor force was only 38 percent and 42 percent, respectively. Projections for
the period 1990-2005 indicate that men will leave the labor forcein greater numbersthan women--by
more than 4 million. Men will, however, continue to remain the magor segment of labor force
participants.

Femalelabor force participation indl racia groups will rise during the period between 1990
and 2005. Women of Hispanic and Asian origin will have the fastest growth--both at 80 percent. Net
labor force growth for al women between 1990 and 2005 is projected to be 26 percent. Black
women'slabor force growth of 34 percent will also exceed the average for al women. Whitewomen
will remain the dominant female participants, but their labor force growth of 23 percent will be the
lowest among all female groups. (U.S. Department of Labor’s Women’s Bureau, 1997).

L abor force participation rates--the percentage of persons of working age who are actually
working or looking for work--are a so expected to rise for women, while those of men will continue
to decline dowly. Participation rates for both white and black women are expected to exceed 60
percent, but for the first time, during the decade at the turn of the century, white women's
participation rate (63.5 percent) is projected to exceed that of black women (61.7 percent). The
projected rate for women of Hispanic origin will be 58.0 percent in 2005, up from 53.0 percent in
1990. During this same period, the enormous rise in labor force participation for Asian women will
result in a projected participation rate of 58.9 percent-just dightly above that of Hispanic women.
(U.S. Census Bureau, 1997).

Of the 106 million women aged 16 and over inthe United Statesin 1998, 64 millionwerein
the civilian labor force-working or looking for work. Six out of every ten women age 16 and
over-59.8 percent—were labor force participants in 1998. For women between the ages of 20-54,
nearly three out of four were labor force participants. Historically, black women have had higher
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labor force participation rates than white and Hispanic women. Between 1994 and 1996, however,
black and white women had virtually identical rates—approximately 59 percent. Hispanic women
participated at arate of about 53 percent. Sincethat time, black women have edged ahead with a62.8
percent participation ratein 1998. White and Hispanic women participated at 59.4 and 55.6 percent,
respectively. Hispanic women are gradually narrowing the participation gap between themselvesand
their white counterparts (U.S. Census Bureau, 1997).

Women'’s share of the labor force reached 46 percent in 1994 and has remained at thislevel.
By 2005, women are projected to comprise 48 percent of the labor force. Educationa attainment is
areliable predictor of labor force participation. The higher the level of education, the lower the
unemployment rate. The presence and age of children also affects the participation rate of women.
Mothers with teenagers are more likely to be in the labor force than those with younger children.
Mothers with children age 14 to 17, none younger, participated at a rate of 79.4 percent; with
children age 6 to 13, none younger, 77.9 percent; with children under age 6, 65.2 percent; and with
children under age 3, 62.2 percent. There were 61 million working women in 199874 percent (45
million) were employed full time, while 26 percent (16 million) worked part time (U.S. Department
of Labor Women's Bureau, 1997).

Accordingto theU.S. CensusBureau (1997) women continueto earn lessthan men. Median
weekly earnings for full-time wage and salary women workers in 1998 were $456 for women and
$598 for men. In other words, women earned only 76 percent of what men earned. When comparing
median weekly earnings among women, white women at $468, continue to earn more than black
women, $400, and Hispanic women, $337. In fact, the 1998 median weekly earnings for white
women was identical to black men’sand higher than that of Hispanic men, $390. Occupationswith
the highest median weekly earnings for women in 1998 were: pharmacists, $985; physicians, $966;
lawyers, $951; electrical and electronic engineers, $931; computer systems analysts and scientists,
$890; and physica therapists, $887 (Note: This is based on occupations with at least 50,000
employed women).

PREVENTION METHODS

Demographic, ethical and legidative forces have been moving dowly but inexorably to
eliminatethe gender-based wage gap that has characterized economiessincethe earliest times. There
are eight states that have implemented comparable worth statutes. Connecticut, lowa, Minnesota,
Montana, New Y ork, Oregon, Washington, and Wisconsin. Of the eight states, seven found gender-
related disparities between itsjob classes. Gardner and Daniel (1998) noted public employee unions
are comparable worth/pay equity's most influential political supporters, but union support usually
diminishes in the wake of pay equity adjustments. Implementation has produced unanticipated
consequences. inlowa, for example, pay adjustmentsgeneraly did not benefit more senior employees
but rather, in many cases, raised individual employees saaries above those of their supervisors.
Gardner and Danidl (1998) noted each state analyzed job classes systematically, but several states
modified the consultant-provided systems due to a belief that widely-used methods undervalued
female predominant job classes. As comparable worth/pay equity implementation has both technical
and political dimensions, important value choices must be made throughout the process.

For women, there is already evidence that work/family issues are a priority in employment
policy considerations. As more women are not only working, but working longer hours, employers
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are finding they must offer employee benefits which allow working women to better balance the
demandsof family and home. Unfortunately, current lawsoften restrict employersfrom offering some
types of flexible work arrangements. For example, although women express a strong preference for
measures that allow them to trade overtime pay for paid time off, Congress has been unableto enact
legidation of thistype. Ingeneral, current workplace laws and regul ations reflect an industrial model
based on arelatively low-skilled, homogeneousworkforce. But thismodel isinappropriate intoday's
environment, and will becomeincreasingly obsoleteinthe 21st century. What will berequired instead,
is a workplace model that allows for considerable flexibility for both firms and workers, and
recognizes the heterogeneity of today's workforce (Daniel, 1998).

Itisincreasingly important to develop astrategy that involvesal employeesinbuilding gender
awarenessfor businessgrowth and success. These strategieswill empower managersand co-workers
to develop a balanced understanding of news reports, legidative action and public and private
corporate policy on gender issues such as sexua harassment, discrimination, comparable worth,
family leave and equal access. First, if our socializing process, through education and counseling, is
steering womeninto only thetraditional femaleoccupations, let’ sattack that problem. Already many
companies are making available to schools women who work in non-traditional jobs to explain to
America s youth the wide range of opportunities for women in the corporate world. More can and
should be done. Schools should carefully review the way they steer young people into jobs—telling
al studentswithout regard to sex where the opportunities liethat will best suit their talent. Second,
educational opportunitiesfor women already intheworkplace should be stressed. Companiesshould
be committed to these programs and hope the Legidatures will work with industries to ensure that
these human resource opportunities are fostered as a nationwide policy. Third, government and
private employers should focus on individual merit, not rigid classification in determining wages
(Gardner and Daniel, 1998).

Theissue of comparable worth has emerged as a potentially serious challenge to unprepared
personnel/human resource managers. Grider and Shurden (1987) suggest that personnel managers
should prepare now to address comparable worth by taking the following five actions: become pro-
active and learn more about the subject, review job analysis/job evaluation programsfor any signs of
mal e-fema ebias, check compensation programsand methodsfor mae-femaebias, conduct aHuman
Resource inventory, correlating job assignments with skills, experience, and knowledge, and finally
review corporate strategic plans. Grider and Shurden (1987) believe personnel managers should
constantly monitor the present environment to identify factors that may have a substantial impact on
their organizations.

The management of public personnel will have to continue modification, consequently
focusing upon such attendant issues as job evaluation, criteria evaluation, factor weighting, etc. Job
evaluation, which entails any and al factors used to measure the vaue of jobs, skill and effort
requirements, responsibilities, and working conditionswill proveintegral. Moreover, the procedures
of job evaluation will need to be continually modified, given that the traditional job-to-job relative
standard will have to give way to the application of fixed standards for factors to a set of jobs.
Further, job evaluation processes will have to be more efficiently quantified, so the high amount of
human subjectivity that is now present will be virtualy eliminated. This will, in turn, negate the
inconsi stency among eval uatorsrel ativeto interpretation and/or application of evaluationinstruments
(Abbasi, Murrey and Hollman, 1996).
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This is particularly important, when jobs involve a smal number of compensable factors.
Further, job evaluation methods must be changed, so that there isincreased capability of evaluators
inreflecting differencesamong jobs. Here, the traditional job classification system must give way to
the point-factor systemthat usesasum of compensabl efactorsto determinejob worth, and thuswage
and/or salary structure. While there are frequently legitimate reasons for pay differentials between
women and men in comparable jobs, such as the length of service in a certain position, unfair
differences still exist. The comparable worth issue will remain a mgjor topic in the business world
for years to come, and it will be an important issue to employers who want to stay out of the
courtroom. Thebusinessworld still hasalot tolearn, but astimes change so will our attitudes about
women and minorities in the workforce (Abbasi, Murrey and Hollman, 1996)

DISCUSSION AND CONCLUSION

There hasbeen aobviouschange of attituderegarding comparableworth, inthelast ten years,
a trend toward comparable worth programs has been evident in the U.S., as the issue has been
debated in state and local legidlatures, integrated into collective bargaining agreements, and tested
inthe courts. For women, the driving force for change has been the dramatic increase in labor force
participation. Thereis already evidence that work/family issues are a priority in employment policy
considerations. It hasbecomeincreasingly important to devel op astrategy that involvesal employees
in building gender awareness for business growth and success. These strategies will empower
managersand co-workersto devel op abalanced understanding of newsreports, legidative action and
public and private corporate policy on gender issues such as sexual harassment, discrimination,
comparable worth, family leave and equa access. Grider and Shurden (1987) believe that the
comparableworth issue may provide the stimulus needed to revitalize what the P/HR department can
contribute to an organization. Grider and Shurden (1987) believe comparable worth can also be the
catalyst that restores an organi zation to a position of prominence and growth because of animproved
image and increased productivity. Crockett (1997) discussed that as a nation, we must band together
to ensure recruitment and retention of the best talent available, in our economy, e do not have a
person to spare.
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DATA WAREHOUSE:
EMPHASISIN DECISION SUPPORT

John Malley, University of Central Arkansas
Ken Griffin, FrancisMarion University

ABSTRACT

Historical information and technology trends have allowed many companies to expand and
maximize prof itsin the past two to three decades. Information and the strategic use thereof have
created a need for proactive information specialists who are able to perform multiple tasks and
utilize information across functional boundaries. In a competitive ana global marketplace it is
essential that key managershave a grasp on the strategic use of information. Information can make
or break an organization. The development of information warehouses has allowed management
to harness the technological processes and put the strategic results to work as soon as possible.

A data warehouse is the main essential element to the development of strategic information
for the majority of corporations. A data warehouseisa read only analytical database that is used
as the foundation of a decision support system (Baum, 120c). A decision support system supplies
information to assist employees in making decisions and to enhance job performance. Decision
support systems can be used for short term tactical decision making or for long term strategic
decision making (Davis, 146) . Many support systems provide for operational systems which run
the day-to-day business of the company.

Analytical databases provide information which is used to analyze a problem or situation.
Analytical processing is primarily done through comparisons, or by examining patterns or trends.
Analytical databases provide a snapshot of data (generally time specific) and are often quite large
becausethey track huge volumesof historical data (Baum, 120c). A datawarehouseisan analytical
database that is used as the foundation of a decision support system.

Overall, a database warehouse systemisa strong devel opment tool for providing information
to key managersfor decision support. The processisad hocin natureand no predefined established
rules govern particular companies. The data warehouse is not an operational systemand in many
casesusersare not required to useit. If the systemistoo difficult to use and appropriate levels of
support and training are not provided, then personnel may not use them. From the devel opment of
personal computers and the use of strategic information many companies have realized the
importance of decision support information and the advances that it can bring to their
organizations. The strategic use of information isan important component of successful businesses
and will continue to he very important in the future. Managers should develop the skills necessary
to manage this technology into the next millennium.
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DEVELOPING MECHANICAL UNDERSTANDING IN
BUSINESS STUDENTSUSING SYSTEMSANALYSIS
AND SIMULATION

Connie Nott, Central Washington University
Don Kenward, mid America Valve Exchange

ABSTRACT

Realistic-interdisciplinary problems are one way to expose students to new processes and to
challenge critical thought. In thisexample, alaboratory receives samples of oil, performsa series
of tests, and reports the results of the tests to the customer. While documenting and analyzing the
system the student develops an under standing of the processes and the meaning of the results of
these tests. During the classroom discussion an animated simulation of the system hel ps students
visualize the logistics of product flow and illustrates the inherent variability of the system.

INTRODUCTION

The Production and Operations Management instructor has the responsibility to expose
students to new processes and to encourage analytical thought. One way to stimulate interest and
develop the students ability to apply conceptsto new situationsisby utilizing realistic Situationsfrom
diverse industrial settings. This promotes an active learning environment, a challenged student and
opportunities for critical thinking applied in an industrial setting.

The example presented here can be used as a smple situation discussion, as an opportunity to
perform systems analysis or to demonstrate the business reengineering process. Assignments vary
with the knowledge and skills of the students, but all include an element of group discussion, a
demonstration using simulation software, and a written evaluation.

DESCRIPTION OF THE SYSTEM

The company provides lab testing of oil samples as a service to customers purchasing their
petroleum lubrication products. This lab support is often the critical decision criteriafor customers
selecting the lubricating product for expensive equipment. For example, samples are drawn from the
crankcase of diesal engines on ocean-going ships. The salesman can assure the customer that the
analysiswill indicate when the lubricated machinesin their system are operating satisfactorily or not.
Early recognition of engine malfunction can prevent costly down time and extensive repairs. This
testing laboratory receives approximately 350,000 samples per year Thistesting laboratory receives
an average of 1400 oil samples daily. Samples are identified with a bar code and then run through
aseriesof automated standard testsfor viscosity, profile comparison and minera content. Other tests
are available but only performed when the results of the standard tests indicate a particular problem
or when the customer specifically requests them. The specid tests are often performed manualy and
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include analysis for water content, an additional viscosity test and a gas chromatograph. The test
results are compared to the manufacturers profiles of the same type of clean, unused oil. The
customer isnotified of theresultsof the testsand then invoiced by mail within one week of the receipt
of the sample. The entire process takes place in asingle building (see Figure 1 - Floor Layout).

Receiving

Thistesting laboratory receives an average of around 7000 oil samples weekly. On Mondays
They receive about 40% of the samples on Monday, the remaining 60% is received evenly on
Tuesday through Friday. Customers ship boxes containing from one to twelve oil samplesin plastic
holding bottles. The boxes are opened, each sample is bar coded with customer information and
placed in a plastic tray. The tray number and location of the sample in the tray is recorded for each
sample in the computerized tracking system. The samples (in the holding bottles) remain in these
positions throughout the entire process. When the trays of samples (8 by 10 across) are ready to be
tested they are placed on awheeled cart referred to as a "tea cart”. The carts are lined up near the
viscosity testing machines (first of standard tests).

Laboratory Testing Process

After labeling with the bar code the used oil samples are run through a series of automated
standard tests for viscosity, profile comparison and mineral content. Special tests are available but
are only performed when the results of the standard tests indicate a particular problem, or when the
customer specifically requeststhem. The special tests are manua and includetestsfor water content,
an additional viscosity test and agas chromatographic test. A four-person crew isavailableto runthe
standard tests on each of two shifts. One person runs al the manual/special tests on the first shift
only.

Viscosity Test

Four identical machines are available to perform the automatic viscosity test. One operator
pours a portion of the sample from the holding bottle (also the customer's shipping bottle) into a
plastic cup that iscompatible with the viscosity testing machines. Thisoperator loads each of thefour
machines with approximately 56 plastic cupsto betested during each machine'scycle. The machines
pull asmall amount of oil from the cup, regul ate the temperature and record the results of aviscosity
test of that sample in the computer system. After the viscosity testing the "tea carts' containing the
plastic trays of samples are moved across the room to the profile test area.

Profile Test

An operator uses asmal syringe to load the used oil sample onto a4" x 5" plastic dide. The
profile test is performed by a machine which applies a specific voltage across the test fixture. The
resulting profileisrecorded inthe computer tracking system. Theteacarts of samplesare then moved
to the mineralstest area.
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Minerals Test

A portion of each sample is poured into test vials (shaped like a small test tube) from each
holding bottle. Thevidsareinserted into amachine-driven belt. A suction tube pullsthe samplefrom
the vid into the machine for testing. One "tea cart" of samplesisrun at atime. The results of the
minera test are automatically recorded in the computerized tracking system. Minerals test sample
fallure indicates that a customer's machine is breaking down and small amounts of the minerals that
make up the moving parts of the machine are wearing ouit.

The three standard tests are now complete. The results from these tests are compared to the
manufacturers profile of new clean oil. If the comparison indicates specia tests are needed the
customer is notified immediately by phone. The special tests for water content, the gas
chromatograph and the manual viscosity test are only performed when test results indicate aneed or
at customer request. (About one samplein 1000 needs additional chromatographictesting. About one
samplein 400 needs additional tests for water content and one samplein 500 needs manua viscosity
testing.) One operator working 40 hours per week completes dl three of the special/manual testsin
one area of the lab.

Manual Viscosity Test

The manual viscosity test is conducted in the same laboratory setting. Samples are placed in
suitable testing apparatus and the time for the sample to pass through a small opening in the test
apparatus is noted. Charts give the viscosity of the sample.

"Pop" Test for Water Content

The results of the water content test indicate the presence of water in the sample, about 1 in
400 require this manual test. To test for water content, a portion of the sample is poured from the
holding bottle on to a hot plate held at 275 degrees centigrade. If the sample material pops when it
hits the hot plate, an excessive amount of water isin the sample.

Gas Chromatograph
The gas chromatograph gives a more complete analysis than the minerd test, but it is more
expensiveto run. It alerts the customer to mineral contamination in the sample. Thiswould indicate

the breakdown of metallic parts such as gears and bearings.

Staffing and time per test
Approximate timerequired for average of 1400 samples per da

Viscosity test 14 Hours (Two Shifts) one person
Profile test 12 Hours (Two Shifts) two people
Minerals test 13 Hours (Two Shifts) one person
Specia/Manua Tests 8 Hours (One Shift) one person
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I nter pretation of the results

Samples originate from awide variety of equipment that must continue to operate correctly.
Test results should correspond with the manufacturer's specifications for the same oil type number.
For example a sample of 10-weight oil from the customer is compared to unused, clean 10-weight
oil with the same additives from the same manufacturer. Often when aninterna part iswearing out
the only early indication of that problem will appear in the lubricant. If the results are alarming, the
customer is called and the results are explained. If test results are normal or within prescribed limits
the computer tracking system automatically printsthe results of each of thetestsinaletter, whichis
sent along with an invoice for services to the customer.

About one in 500 of the samplesis too viscous to be tested automatically. These samplesare
set aside for manua viscosity testing. The profile test indicates the amount of contaminant in the
sample. Excessive water (or ethylene glycol mixed with water) indicates that the cooling system and
the lubricating system are intermingling, likely the block is cracked or a gasket has failed. The
minera s content measurement isin parts per million and the results are either pass or fal. The degree
of failure determines how seriousthe problemis. Most alarming isthe content of aluminum, brass or
steel in the oil sample. These pollutants indicate a breakdown of a moving part in the customer's
system.

Storage

After the testing process is complete, the remaining portion of the samples in the bar coded
holding bottles are stored in racks for aleast 22 working days. After the storage period, the samples
are taken to amachine that chops up the plastic bottles. Any remaining sample oil isdrained off and
pumped into atank for recycling.

ASSIGNMENTS

Depending on the topic being discussed there will be a variation of class level student
assignments. Each assignment begins with a product flow diagram, the logistics of the systems, and
a recommendation for internal storage during processing. Each group of from four to six students
should pool their knowledge during the class period to document and draw the system, describe the
potential variability of the stock and flow of the system. At each processing stage students consider
the form of the test results and the metrics to evaluate the process. Students are then challenged to
display theresultsinavisua and customer-friendly form for the customer. Other assignmentsrequire
alist of questions to clarify the process for a business reengineering assignment, and an analysis to
"lean down" the system (reduce space, cycle/wait time, improve customer service, etc.) A short paper
isrequired of each student giving a definition of the processes involved in making the product, what
weak points may exist in the existing operation, and what recommendations are appropriate to
improve the operation.
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CLASS DISCUSSION USING ANIMATED SIMULATION SOFTWARE

The smulation model shown below was developed using Taylor Il software from F & H
Simulations. A full description of the parameters and programming is available from the authors. A
lively class discussion accompanies the questions of how to enter parameters into the smulation
software and the effects of the parameters on the flow of the product in the system. Graphical icons
and different colors indicate products received on different days, and at different stages of
completeness. The animation allows students to identify with the waiting times and lines that form
in a batch processing system. The analysis of utilization, idle time and waiting time is particularly
interesting. The assumptions as changes are made in associated model parameters and staffing make
interesting discussion material. Smulation allows the instructor to quickly demonstrate a dynamic
system and illustrate that even minor decisions often have system-wide implications. (see Figure 2)

CONCLUSION AND RECOMMENDATIONS

This example stimulates interest and consequently a more in-depth understanding of avariety
of topics, both in business and in science. It alows the students to actively participate in a work
group, to be emerged in areal (though smplified) situation and to see the usefulness of an advanced
systems anaysistool - simulation. Utilizing cross-disciplinary problems and casesis an efficient way
to aso stimulate interest and to expose studentsto the vast array of business processes. Animated
simulation software isused here as part of the classroom discussion to help studentsto visualize the
product flow and understand the results of statistical variation

REFERENCES
Elliot, Lance (1997). "Using Simulation as a Real Tool" Decision Line, December/January 1997.

Angelo, Thomas (1999). "Seven Shifts and Seven Levers' keynote address at 1999 Learning
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ABSTRACT

In recent years, managers of many large organizations have used business process
reengineering to align the detailed tasks performed in their organizationswith the overall strategies
of those organizations. In this paper, we outline the key elements of business processreengineering
and software implementation. We conclude that there are many opportunities for using business
process reengineering as a part of software implementations. We make suggestions for further
research in this area.

INTRODUCTION

As organi zations have grown and become more complex, an increasing disconnect has arisen
in many firms between their overal strategy and the day-to-day tasks in which their employees
engage. This disconnect has, in many cases, caused firms to lose their focus on providing the best
products and service to their customers. Large organizations have difficulty maintaining goal
congruence throughout their operations because of their complexity and geographic dispersion. A
potential solution has been considered and tried by many of these organizations during the past
decade, business process reengineering. In this paper, we examine the key elements of business
process reengineering and identify opportunitiesfor synergy inthe software implementation process.
We conclude the paper with suggestions for future research in this area.

BUSINESS PROCESS REENGINEERING

Business Process Reengineering (BPR) is a management philosophy that realigns an
organization’ s business processes so that they create valuefor their customers. Davenport and Short
(1990) define business processes as logically related tasks that achieve defined business outcomes.
Hammer and Champy (1993) define reengineering as realigning a company’ s business processes to
maximize valuefor its customers. Reengineering amsto identify and eliminate tasks that do not add
value for the customer. Since every reengineered business process should contribute value for the
customer, reengineering creates a common focus within the organization on customers and their
needs.
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Reengineering creates an intense customer focus and causes the organization to restructure its
businesses processes so that each process element adds value and plays arolein fulfilling customers
needs. Hammer and Champy (1993) note that reengineering often requires afundamental rethinking
and radical redesign of business processesto achieve dramatic improvementsin cost, quality, variety
of services offered, and speed. Davenport and Stoddard (1994) outline five primary elements of
reengineering: a clean date approach, cross-functional orientation, need for radical change,
information technology asan enabler, and willingnessto change organizational structuresand human
resource demands. We discuss each of these elements in the following paragraphs.

Rigby (1993) attributes the success of reengineering to its attraction as a clean sate approach
for eliminating non-value adding administrative and bureaucratic procedures. Hammer and Champy
(1993) state that reengineering is best described as an asking of the question “If you were to start
your company today, given today’ s technology and knowledge, how would you go about it?’

The careful identification and redesign of essential business processes with a strategic view is
essential to achieve fundamental high-impact change (King, 1994). Business premises must be
examined for relevance in terms of future strategic objectives and their contribution to the strategic
initiatives of the organization. Effective organizational processes are driven by their contribution to
measures of economic performance of the organization. Such processes aim to reduce economic
constraints and increase the flexibility and quaity delivery of the product (Craig and Y etton, 1992).
Many business process reengineering efforts faill because managers mistakenly believe that
reengineering is a mere realignment of business processes, smilar to management techniques such
as total quality management and continuous improvement. According to Maglitta (1994), up to
seventy percent of reengineering efforts fal because top-level managers do not clearly define the
scope and nature of the reengineering project. Narassmhan and Jayaram (1997) note that
reengineering implementations require managersto control key aspects of complex projects and that
reengineering implementations benefit from project management techniques in the planning, design,
and execution of reengineering projects. Reengineering projects involve the identification and
redesign of business processesthat typically crossthetraditional functional areas of business. Project
management techniques are required to keep track of and integrate the details of the effort.

Business process reengineering focuses on the management of these processes to maximize
their effectivenessin delivering servicesto the customer. Thefirst step inaBPR information systems
project is the identification of the business organization’s core processes. Such processes are then
radically redesigned to eliminate unnecessary steps that do not contribute to adding value for the
customer. Reengineering, by definition, createsradical changeinan organization’ sbus nessprocesses
and itsenvironment. Theentire organization hasto makethetransition to the new businessprocesses.
A change management processisessential to the success of reengineering effort. The membersof the
organization should clearly see that the goal of the reengineering effort is to empower their rolesin
the organization. It is critical that risks to employees and other organizational barriers must be
identified in the planning stages of the reengineering effort and managed so that the human resources
of an organization are a stakeholder in the process of creating value for the customer.

Information technology plays an enabling role in this redesign (Hammer, 1990). Hammer and
Champy (1993) identify the tendency to fix aprocess rather than change it asakey probleminfailed
reengineering efforts. As information technology continues to evolve, it increasingly permits more
and more radical solutions to be implemented in new business processes. The millennium bug is an
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excellent example of how the rapid improvements in information technology have provided a path
to radical reengineering. Many businesses and other organizations that faced the millennium bug
decided to replace their information systemsrather than fix them. Information technology guidesthe
redesign of essential business processes to create value for the customer (Davenport and Short,
1992). Information technology aone haslittle intrinsic value by itself. Its value stemsfrom its useful
application by enabling process innovation. This marks an evolutionary change from the traditional
view of using existing business processes to guide the selection of information technology to the
ability of new technologies to alow the visualization and development of new business processes.
Organizational changes that reflect the role that information technology plays in linking activities
inside and outside the company. Companies must employ information technology with the
sophisticated understanding of the requirementsfor competitive advantage (Porter and Millar, 1985).
The information systems area in the organization can also provide leadership in the areas of project
management and providing the vision and creativeness for the innovative use of technology to
redesign essential business processes.

Many organizationsinavariety of industries haveimplemented business process reengineering
projects of various magnitudesinthe past few years. BPR iswidely recognized ashaving the potential
to effect significant improvements in the performance of an organization. Many factors have led to
the downfall of ambitious reengineering projects. The lack of complete process re-design, lack of
innovation in the use of technology, poor project management, lack of adequate top-level
management support, are often cited among others (Hammer and Champy, 1994).

KEY ELEMENTS OF BUSINESS PROCESS REENGINEERING

A number of key business process reengineering elements have appeared in the academic
literature—these tend to be prescriptive treatments—and in the business press—these tend to be
descriptive treatments—literatures. Including these key elements in a reengineering implementation
can help make the implementation a success. Ten of the most commonly noted key el ementsinclude:

| dentification of business processes that create customer value.

Strategic alignment of information resources of entire organization.

Significant redesign of business processes.

Cross-functional teams that contribute to the success of the reengineering effort.
Team members that are stakeholders in or owners of the process.

Attempt to obtain radical improvements in essential performance factors.
Information technology plays akey role in the success of the project.

Strategi ¢ partnershipsbetweeninformation systemsdepartment and operational units.
Project management tools and techniques employed in the reengineering effort.
Results include an enterprise-wide flow of customer requirements information.

BPR is an enterprise-wide effort to redesign key business processes to create value for the
customer. Information technology plays a maor role in this effort by providing the means for
developing the new processes. After a successful reengineering project, information technology is
more seamlesdy integrated into the organizationa processes and information flow within the
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organization is sgnificantly more fluid. The redesigned information flows for the new business
processes integrate the firm's resources better and in a more focused way. These information flows
cross the traditional functional boundaries that exist in many large organizations. The redesigned
business processes obtain and use information from both inside and outside the organization in a
variety of effectiveness-enhancing ways.

SOFTWARE IMPLEMENTATION

A number of researchers and consultants have offered recommendations for firms
contemplating software implementations. Kempfer (1998) recommends linking software to existing
or new systemsfor product development and engineering systems. L arge and complex manufacturing
firms found themselvesimplementing information systems that met very specific needs more rapidly
than vendors could incorporate those needs into software. Computer-aided engineering and design
isan example of an areathat has seen rapid improvements in the software available.

Weinberg (1998) recommends a thorough review of network capacity and detailed capacity
planning before implementing software. He argues that software implementation changes business
processes sufficiently to expect amajor changein network traffic levelsand patterns. Brakely (1999)
recommendsthat firms prepare adetailed business-model blueprint prior to softwareimplementation
that describes how the new organization will look. This communicates to users, implementers,
customers, and other stakeholders some ideas about what to expect when the implementation is
complete. It aso helpsthe firm develop metricsthat can measurethelevel of successachieved at each
stage of the implementation. When new business processes are introduced in a firm, the software
system must be flexible enough to accommodate those new processes.

Plotkin (1999) outlinesthree key stepsthat should beincluded inany software implementation:
create a flowchart of operations to better understand what is happening in the firm now, build an
implementation road map that includes milestones for significant events, an recognize the rollout
formally inaway that builds morale among stakeholdersinthe system. These ideas are adapted from
Kapp’s(1997) recommendations for software implementations and his (1996) recommendationsfor
conducting business process reengineering. Kapp's USA (understand, smplify, and automate)
approach to both software implementation and BPR requires managersto understand thegoalsof the
business processesfirst. The second step isto find waysto smplify those processes. Only then should
information technology be considered as a way to automate the smplified processes.

CONCLUSION

In this paper we have provided an outline of the issues that arise in BPR initiatives and in
software implementations. Drawing upon the work of Broadbent and Weill (1999), we argued that
their conclusions regarding the dependency of BPR effectiveness on information systems
infrastructure may be extended in research that examines the opposite question; that is, is the
effectivenessof information systemsinfrastructuredependent on prior or concomitant BPRinitiatives.
We suggest that, based on the similarity in key elements that we identify here, BPR initiatives may
indeedimprovethelikelihood of successfor subsequent softwareimplementation efforts. Casestudies
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that examine the relationship between BPR initiatives and software implementation success would
provide a valuable addition to the literature on information systems implementation success.
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