MANAGING
wiTH WEB-BASED

[T INMIND

Management thinking has traditionally preceded
and quite possibly driven the adoption and use of IT
in organizations. That is, management schools (of
thought) that emphasize certain types of work struc-
tures usually appear earlier than the IT designed to
support those work structures. This situation has
undoubtedly changed with the explosion in the
commercial use of the Internet, particularly the Web.
The emergence of e-commerce, e-trade, e-business,
and other e-s has clearly led to creation of new orga-
nizational forms, management challenges, and
related management ideas. For example, the Web
has led to the development or expansion of:

o Internet startups whose market value vastly exceeds
what traditional price/earnings standards for
company market valuation stipulate, placing these
companies in an advantageous competitive posi-
tion right at their inception due to the initial
amount of capital available to them.

e [nternet portals where market value depends much
more heavily on the number of visitors (first time
or repeat) they can draw than on their revenues,
profitability, or other traditional market value
measures.

* Virtual organizations that operate with no or little
physical assets and distribution channels.

* Boundaryless organizations in which geographical
barriers to teamwork and market reach are virtu-
ally eliminated.

The examples only scratch the surface as far as the
potential that this disruptive technology—the Inter-

A framework that ties together relevant
management ideas that bhelp organizations
strategically and operationally align
themselves with new Web-based IT.

net—can have on organizational structure and, in
consequence, management thinking. The adoption
of management ideas aligned with the collaboration
potential afforded by the Internet and Web can place
companies in tremendously advantageous positions
within their industries, as illustrated by Dell Com-
puter, Federal Express, E-Trade, and Amazon.com.
The reasons for this are many, and range from the
capacity to benefit from lower barriers to new
entrants, to the ability to attract large infusions of
capital at the beginning of their life cycle, to the
development and continuous use of highly stream-
lined distribution and workflow management
processes.

Today, the type of management thinking discussed
here is not well defined and shaped in the form of a
single management school. Nevertheless, it has been
easy to find organizations trying to adapt ideas from
old and existing management schools to the new envi-
ronment of Web-based IT. Table 1 summarizes key
management schools that emerged in the late 1900s,
before the use of the Web became widespread.

Trying to adapt ideas from old and existing man-
agement schools (such as those in Table 1) to the new
environment of Web-based IT has its advantages, but
is difficult to implement in practice. There are two key
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their own peculiarities, we invariably arrived at a sim-
ilar final result. This final result—a zew process. (We
analyzed and redesigned over 30 processes in more
than 15 organizations from 1997 to 2000). The
processes analyzed included marketing, sales, inven-
tory control, production, distribution, and service
delivery. Production and service delivery processes
were the most frequent redesigns. Some generic fea-
tures were particularly similar across redesigned
processes in different companies, as illustrated in
Figure 1.

A Web-based work flow control module is a com-
puter application module that automates the execu-
tion of a process from beginning to end, reminding
process team members of tasks that are their responsi-
bility and allowing them to update the execution sta-
tus of those tasks. This module populates a process
execution database that stores data about process exe-
cution.

The main function of a Web-based customer query
module is to give customer access to process execution
status data. For customers requesting an external tele-
phone line repair, for example, this module would
provide information about repair status.

A Web-based Online Analytical Processing (OLAP)
application allows the process manager to generate
(and customize the generation of) process metrics
periodically. Process metrics provide a simplified view
of the productivity and quality of a process and can
be used for continuous improvement of the
processes.

A Web-based process communication application
populates and provides access to a process communica-
tion database. This application supports continuous
communication between the process manager, process
customers, and process team, and may incorporate
the following Web-based components:

* A repository of summarized process metrics and
process improvement initiatives aimed at improv-
ing the outcomes of the metrics. Usually the
process manager maintains this repository.

* A discussion forum that allows process customers
to communicate with each other as well as with
process team members and the process manager.

* A knowledge base with key data needed by
process team members to execute their respective
activities in the process, and by process customers
so they can use outputs of the process more effi-
ciently and effectively. In the case of a helpdesk
process, for example, this knowledge base would
contain equipment and software support infor-
mation to be used by process customers for self-
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A Web-based Helpdesk

One of the most common processes of IT organiza-
tions that provide technology support to parent
companies is the helpdesk process. It is through the
helpdesk process that internal users are enabled to
do their work using IT. Helpdesk activities include
new accounts creation (for example, email, proxy,
dial-up, selected applications), office applications
training, general hardware and software support,
network cabling set up, and database hosting,
among others. The helpdesk process is a key process
for both the IT organization and parent company.
The IT organization’s budget is often defined by the
quality and volume of helpdesk-related services pro-
vided to internal I'T users.

A practical implementation of a helpdesk process
using the Web-based IT model discussed earlier is
shown in Figure 2. The relative position and shape of
the main process elements is the same as in Figure 1
so the reader can easily relate generic elements with
their counterparts in the implementation example
shown in Figure 2.

In this practical implementation, the user interface
is a Web browser and, as such, is common to all users.
All applications are Web-enabled and run on Web
servers (or clusters of Web servers). The communica-
tion medium between Web servers and browsers is the
Internet (although it could have been an intranet or
LAN supporting Web communication protocols).
This configuration allows any of the process actors
(such as process manager, process team members, and
process customers) to use the system anywhere, any-
time.

A Web-based workflow control module is imple-
mented as a helpdesk job allocation and escalation
application, developed using ColdFusion by a third-
party software developer (and modeled after the pop-
ular Remedy Help Desk system). This application
populates an Oracle helpdesk database that stores data
about helpdesk jobs (for example, requests for sup-
port and follow-up activities).

A Web-based customer query module is imple-
mented as a helpdesk job query application developed
with Java Server Pages (or Servlets), which allows IT
users to monitor the status of their helpdesk jobs.
This application runs on the same group of Web
servers (which could be seen as one large Web server)
as the helpdesk job allocation and escalation applica-
tion and performs queries against the same helpdesk
database populated by that application (although
without modifying the database).

A Web-based OLAP application is implemented as
a helpdesk OLAP application, developed using Cold-
Fusion and SAS (an OLAP application development









