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CHAPTER 1

The Information Technology

Planning Process
Robert Fabiszak

ccurate and timely financial information s essential to

managing a modern corporation. Invesisrs and regulators
require periodic disclosures, while manzgors and executives rely
on financial data for decision making and strategy. Businesses
have no shortage of such information—in fact, the very volume
and complexity of their finan<iai-data often presents a signifi-
cant challenge to their ability to use it wisely. This financial data
is maintained in a wide Vvariety of information systems, ranging
from sophisticated. eniziprise resource planning (ERP) systems,
to single-purpose tcols such as financial consolidation systems,
to the individual database on someone’s personal computer that
generates ariirnportant journal entry each quarter.

In most companies, this array of financial systems and
databases has been built up over time, sometimes with great
foresight and planning and other times as an expedient reaction
to a specific business need. As a business grows and becomes
more complex, the difficulty in managing its financial informa-
tion can also grow, often disproportionately. It can become more
difficult to provide appropriate financial controls as transactions
become more complex and new business models evolve.
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Duplicate systems can arise due to mergers, which often leads
to inefficient operations and inconsistent data between sys-
tems. Responding to management requests for information can
become more difficult as reporting databases and spreadsheets
proliferate.

The task of managing these complexities largely falls on
the information technology (IT) department. However, the chief
financial officer (CFO) and the Finance function also play an
important role in this process. They are not just passive users and
producers of financial information. They must also be actively
involved in financial system planning and decisions. This chap-
ter will discuss some of Finance’s roles and responsibilities with
respect to information systems—in particular its role ininforma-
tion technology planning.

Finance and Information Systems

The role of the CFO and the Financc function has evolved over
time. From mere bookkeepers who played a purely support-
ing role, Finance has evolved to become an integral part of
the strategy and manage:aenit of most companies. Regulations
adopted in the shadow ot Enron’s collapse, such as Sarbanes-
Oxley, require CFCs to exert more control over financial data
and to take resionsibility for its accuracy. In order to assume
that responsibiiity, which includes personally attesting to the
accuracy of publicly reported financial results, CFOs have real-
ized that they cannot simply accept financial data that they
do not control. As a result, CFOs generally “own” their com-
panies’ numbers: They have the primary responsibility for the
data in financial systems, if not responsibility for the financial
systems themselves. More important, Finance has become a
strategic player in most companies, requiring it to analyze and
understand the financial data to provide insights and strategic



Chapter = c01 Date: Nov 19, 2009 Time: 12:13 pm

The Information Technology Planning Process

recommendations. This, of course, means that the appropriate
data must be available, accurate, and accessible.

Every part of a company’s business processes ultimately
impacts Finance. Certain processes, such as order-to-cash and
procure-to-pay, are primarily the domain of Finance. But other
processes, like procurement, customer management, manufac-
turing, and so on, also impact Finance, because it either uses
or generates financial data. Thus, the systems that these pro-
cesses use are at least indirectly financial systems as well. As the
primary stewards and important consumers of the company’s
numbers, the CFO and the Finance function are key stakeholders
in the vast majority of a company’s information systems.

To better understand the linkages between Finance and
information systems, it is useful to look at a conceptiial model of
a company’s systems and information enviromment. In this way,
we can examine the role that Finance plavs as poth steward and
consumer of information. Figure 1.1 show: a simple systems and
information model.

Business | iceds/Objectives

-

Information

"

Hardware
Systems/Applications < Software
Network
Data Business Governance Data
Management Re lLJJirements and Controls BUEEEEE S
9 a Definitions

FIGURE 1.1 Systems and Information Model
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In this model, information takes its rightful place as the
central focus. This collection of financial data consists of three
major components:

1. Master data. This is the set of codes and structures that iden-
tify and organize the data. Data elements such as customer
codes, customer names, general ledger account numbers,
employee IDs, and business unit codes and names are part
of master data. All transactions and other business processes
use this master data to identify the business entities impacted
by the transactions. Most transactions use several different
master data elements. For example, taking an order from a
customer will involve (or create) such master data-elements
as customer number, address, order number, stock-keeping
unit, salesperson ID, and so on. Master daia elements can
be arranged into hierarchies, such as a leca: entity structure
showing the ownership of each legal citity within a corpo-
ration, which is used for financial consolidation and external
reporting.

2. Transactional data. This is.the set of records of individ-
ual business activities or-events. Transactions are associated
with specific business-«uiities (defined by the master data)
and record the economic impact or value of the activity.
A single activity. rnay create a number of transactions or
accounting iecords. Continuing the customer order exam-
ple, taking an order will generate records in the order system
and, upon shipment, will record revenue and a receivable
as well. This transactional data is the heart of any financial
system, and maintaining its accuracy and timeliness is a key
Finance responsibility.

3. Reporting and analytical data. While the transactional
data contains all of the financial records of a company, it
is often difficult to use that data for reporting. A large com-
pany may have millions of transactions, which could make
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filtering and aggregating the data very time-consuming (not
to mention slowing down the transactional systems). In addi-
tion, some reports or analyses will likely require data from
multiple systems, which often have differing sets of mas-
ter data, making it difficult to link data from one system to
another. As a result, most companies have a data warehouse,
or possibly a series of data marts, or some other type of
reporting database to facilitate reporting and analysis. These
reporting databases extract and, in some cases, transform
data from the source (transactional) systems, and store it in
a way that permits easier reporting. Data in these reporting
systems can be aggregated using master data hierarchies to
allow reports on rollup data to process more~quickly. In
addition, these databases can further support reporting and
analysis by calculating and storing key gerformance indi-
cators or other metrics, as well as by-aggregating the data
across a variety of dimensions, or slicc:, of data (e.g., by legal
entity, business unit, and geograp:iy).

In this model, the term informe:tion is preferred to data, because
in addition to the transactional data, the model allows for the
reporting and analytical data, to which some degree of finan-
cial intelligence and usiness rules have been applied. Just as
Finance is the main steward of transactional data, it is a major
consumer of fnancial data as well, and much of the value it
adds to the sirategic and management functions of the business
derives from its ability to use this reporting and analytical data
transformed into information.

All of this financial information is maintained and man-
aged by a variety of systems. The systems and applications
layer of the model includes all of the hardware, software, and
network infrastructure that support business operations. The pri-
mary financial systems are generally part of an ERP system, and
would include the general ledger, the receivables and payables
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modules, procurement, order entry, payroll, and others. How-
ever, most companies have other financial systems beyond their
primary ERP, such as legacy systems from acquired companies
and homegrown systems written to support specialized business
situations. In addition, most companies have best-of-breed appli-
cations to support specific business processes, such as financial
consolidation, budgeting and planning, reporting and analysis,
and treasury management. Finally, in an uncomfortably large
number of cases, companies maintain important financial infor-
mation in desktop databases and spreadsheets. In fact, it is
likely that most companies use spreadsheets to perform at least
part of some key business processes, such as budgeting and
planning.

The systems and applications are used to define aad imple-
ment a number of important elements that go iiite maintaining
financial information. These foundational elew ents are shown
in the bottom row of Figure 1.1 and inclucdc:

= Data management. This reprcsents the maintenance and
management of master data, \ncluding the definition of links
between systems. Master. data management has become an
area of emphasis for ¥\ departments in recent years, and it
is particularly valuasie in environments with multiple inter-
related systems:Tt. also includes the mappings and interface
rules requircd fcr one system to feed data to another or to
a reporting database or data warehouse.

= Business requirements. This represents the rules imple-
mented within the financial systems to process transactions
and implement business logic. Business requirements can
include implementation of accounting rules (such as elimi-
nation of intercompany transactions at the lowest common
parent), definitions of business processes (such as the
approval routing before a payment is issued), and spec-
ifications for outputs (such as regulatory or management
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reports). These business requirements are implemented
through the configuration of the ERP or other financial sys-
tem and through system and database code.

= Governance and controls. With the increased scrutiny of
financial results and the need for greater transparency and
governance in the wake of Sarbanes-Oxley, companies have
built more automated controls into their financial processes.
In some cases, these controls are implemented within the
financial systems, such as requiring different individuals to
enter and approve journal vouchers. Financial system gov-
ernance and controls are an important part of a company’s
larger risk management efforts.

= Data definitions and standards. As noted eariier, despite
their best efforts, most companies have a somewhat frag-
mented financial system environment, due tc iegacy systems
from mergers, one-off solutions, and <.eskiop applications.
In order to effectively manage and uis¢ financial information,
consistent data definitions and data standards are required.
This is particularly an issue with-desktop reporting and anal-
ysis, where it is not uncémmon for two analysts to walk
into a meeting with two completely different sets of num-
bers for what is supp.0sed to be the same report. Similarly,
financial systems is: separate divisions or business units may
have been iniplemented differently, leading to inconsisten-
cies in transaction processing and reporting. For example,
one large payment-processing company conducted a world-
wide ERP implementation with minimal corporate guidelines
for data definitions and standards. As a result, it ended
up with different and irreconcilable charts of accounts in
each business unit, requiring a costly and time-consuming
process to map business unit data to another, separate con-
solidating instance of the general ledger. More explicit and
well-enforced data standards would have eliminated the
need for this effort.
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These foundational elements, along with the system and appli-
cation environment and the information that they support, must
serve the broader business needs and objectives. Many execu-
tives complain that despite an array of financial and business
systems, they do not have the information they need to run
their businesses. Well-managed enterprises, however, generally
have a system environment that can support their strategic and
operational objectives.

To further the objective of developing financial systems
that provide timely and accurate information to support the
business, most companies periodically develop an information
systems strategy. This strategy then supports an Information
Technology Plan that guides the company along thc path of
developing the appropriate system environment. The sections
that follow describe the information technology bianning pro-
cess and Finance’s role in that process.

Information Technology Planning T'rocess

Despite the best efforts of inforn.ation technology departments,
most companies’ informatier, system environments are any-
thing but stable and precictable. Business needs change. New
companies are acquired-and integrated. Laws and regulations
change. Disruptive-tecnnologies (such as the Internet) or exter-
nal forces (such as-the “Year 2000” problem) mandate changes.
Through it all, the need for business and financial data remains
unchanged—or grows.

Managing this complex environment and trying to accom-
modate future needs is an ongoing process. Fach technology
decision, whether it is a new system, an upgrade, or a change
in the hardware environment, is made with an eye toward com-
patibility with the existing environment, meeting business needs,
and providing a path for future growth. Unfortunately, a series
of such decisions made individually and in isolation will rarely

10
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result in an optimal technology environment, just as a series of
isolated business decisions related to pricing, markets, product
development, and acquisitions cannot be expected to maximize
the value of the business. Executives generally rely on a strate-
gic planning process to set a direction for the company and to
coordinate tactical business decisions and investments. In much
the same way, a strategic Information Technology Plan can be
used to establish a technology vision for a company and to
coordinate system development efforts and investments. Devel-
oping an IT plan is one way to break down the various silos
and provide a more coordinated approach to information sys-
tems. More important, it provides an opportunity to engage the
business side, to make sure that the key business nceds can be
met, and to gain consensus for the systems approach across the
organization.

Systems planning should be a regular piocess, not unlike the
annual business planning process. A laige-scale strategic Infor-
mation Technology Plan could be undertaken periodically or in
response to some triggering eveii':-there are many events that
might provide a good opportunity for a systems plan, such as a
need to replace a core busiriess system (such as an ERP system),
a large merger and the cartesponding need to standardize the IT
environment, or eveti-the presence of a new chief information
officer (CIO) whe wants to take a fresh look at the company’s
IT strategy.

Developing an Information Technology Plan

An Information Technology Plan is the result of a comprehensive
review of an organization’s systems and technical architecture,
the business processes that they support, and a desired future
state. It includes a description of where the company is with
respect to its IT environment and where it needs to be. It also
includes a strategy for achieving these future-state goals.

11
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Preparation Review Review

Roadmap

 Define objectives * Develop process ¢ Document hardware ¢ Define future-state
« Define approach maps environment strategy
« Get stakeholder » Document e Document systems e« Define future-state
buy-in requirements environment processes
* Define future-state
architecture

* Develop business
case

FIGURE 1.2 Information Technology Plan Approach

Developing an IT plan is necessarily a collaborative exer-
cise. Gaining participation from both the IT and business sides
of the organization is crucial to developing a good plan that
is accepted across the organization: All of the key stakehold-
ers must feel that they have skin in the game. Mary companies
use an outside consulting firm to help then: diive the devel-
opment of the plan, to gain an outside, peispective, and also
to help gain participation and cooperation from both business
and IT.

There are generally four phases to the development of a
plan: initial preparation, reviev/ of business processes, inventory
and review of the technoltgy environment, and development of
the future-state goals.and roadmap. These phases are shown in
Figure 1.2.

Depending.«.n e size of the organization and the depth at
which the processes and technology are reviewed, developing
the plan would generally be expected to take from one to three
months. This assumes part-time involvement for those devel-
oping the plan. Assigning full-time staff to the project or using
outside resources could reduce the time to develop the plan or
allow greater depth of analysis.

During the initial preparation stage of the plan process, the
company will define its objectives for the plan and lay out

12
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its approach, which could include a formal project plan. The
most important activity in this phase is to get buy-in from both
senior management and the key business and IT stakeholders to
undertake the activity. Management buy-in is needed to get the
necessary stakeholders engaged and to lay the groundwork for
eventually gaining their authorization to implement the plan.
Stakeholder buy-in is needed for them to invest the time and
effort to participate in the planning activity.

The first major activity in developing the plan is to review
the company’s key business processes. This may sound some-
what counterintuitive: There is a natural tendency when doing
an IT plan to dive immediately into an analysis of the company’s
systems. However, that approach ignores the most. important
context that must be considered in the plan. After all, the pri-
mary purpose of most information systems istc manage some
part of an operational business process. Thercfore, in order to
assess a company’s IT environment and plan for the future,
a thorough understanding of the mawr business processes is
needed. One common cause of issues in business processes and
technology is designing (or fcrcing) the business processes to
accommodate the supportinig technology, rather than designing
and implementing the t=chnology to support optimized business
processes. So, a review: of business processes and business-side
requirements must be a component of the IT plan. The planning
team will develep (or utilize existing) process maps, highlight-
ing the systeras involved and touch points with other processes
and systems. Business requirements and issues with the cur-
rent processes and technology would be documented through
interviews and small-group workshops.

Following the business process review, or roughly in paral-
lel with it, is the documentation of the company’s technology
environment. This will include both the hardware and applica-
tions used to operate the company. Most companies have system

13
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architecture documents, but these become outdated quickly as
new systems come online or acquired companies add their own
systems to the environment. In addition, most existing system
architecture documents concentrate on enterprise-level systems
like ERP systems. They often omit department-level systems and
desktop applications and databases. These systems can be trou-
blesome, since they do not necessarily adhere to corporate IT
standards and some of them, especially any desktop applica-
tions, may lack proper controls, security, or data standards. The
IT plan should go out of its way to document such systems, not
only to understand potential sources of risk, but more impor-
tant to identify potential opportunities for improvement. These
departmental and desktop systems are obviously addressing
some previously unmet business need; if that need ic sufficiently
important, the company should consider an enterprise-class
solution as part of the future-state environm=nt.

After the business processes and techiivlogy environment
have been reviewed and documented, the planning team can
turn its attention to the future state:“They should start by devel-
oping a set of high-level goals arid dbjectives for the future state
to provide direction to the future-state design. They can then
assess how well the curresit environment meets those objectives.
The prior review activities will most likely have identified issues
or improvement opportunities with either business processes or
technology, whicli-1s a good starting point for the future-state
gap analysis. From there, the team can begin to explore different
approaches to the major business processes and the technol-
ogy required to support them. Achieving alignment between
the business processes and the supporting systems should be a
primary goal of the future state. The planning team should also
give attention to future-state systems or applications to support
reporting, especially across the various systems and processes.
At this point, the team should be able to develop a high-level
system architecture to meet the future-state goals and objectives.

14
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The final step is to develop an implementation roadmap and
develop a business case.

Once the IT plan is complete, the hard work of gaining
a consensus among all of the stakeholders and getting the
approval of management can begin. Having participation from
all of the stakeholder groups during the development of the
plan will go a long way toward having them sign off on the
plan. Developing a realistic business case will greatly enhance
the chances of management approval.

Components of an Information Technology Plan

The prior section outlined the major steps in developing an
Information Technology Plan. In this section, we will look in
a little more detail at what should be included.in such a plan.

It is essential that the company’s IT straiegy complements
its business strategy. Similarly, changes s 4 company’s business
strategy or environment must be reflected in an updated IT strat-
egy and environment. Therefore; the IT plan must incorporate
elements from both the business (functional) side of the orga-
nization as well as the technclogy side of the organization. The
contents of the IT plan-t=ilect these dual requirements, which
are then brought together in the final strategy and future-state
roadmap.

BUSINESS PROCESS REVIEW  The initial component of the busi-
ness process review is the documentation of a company’s core
business processes. These could include operational processes,
such as order fulfillment, as well as financial processes. The most
common way to document business processes is to develop pro-
cess maps, which are relatively high-level flowcharts showing the
major steps in a process, who is responsible for them, and what
information is collected or handed off. Many companies already
have some level of business process documentation, often as the

15
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result of some prior reengineering effort or process documenta-
tion projects to support Sarbanes-Oxley requirements or similar
needs. These process maps can then be reviewed to identify
potential bottlenecks, manual processes, inadequate controls,
and other opportunities for improvement.

The other major component of the business process review
is an assessment of the current processes and identification of
additional process requirements. The assessment would iden-
tify issues, report on stakeholder satisfaction with the process,
identify additional steps or controls required by the process, and
identify any data issues (such as missing or invalid data). During
the future-state design efforts, this assessment will be useful in
identifying needed improvements.

SYSTEMS AND ARCHITECTURE REVIEW The systeuwic and architec-
ture review will identify and assess the major eiements of the
company’s technology environment. Two ‘iain elements of this
section include diagrams of the company’s application architec-
ture and of the hardware/networl: a: chitecture. The application
architecture is an inventory of the company’s systems, includ-
ing all of the ERP modules.and other business systems. The
architecture diagram wou'd aiso identify data interfaces between
systems. There also shiould be supporting detail to identify the
purpose of each syctem, the data it collects or generates, and
the data it feeds tG{or is fed by) other systems. The application
architecture also should include any data marts, data ware-
houses, or other repositories used for reporting and analysis,
even if they are not a part of any specific business system—and
even if they are not managed by the corporate IT department.

The hardware and network architecture diagrams would
show the underlying technical architecture, including servers
and communication hardware. The software running on each
server, including operating systems and applications, should be
identified as well.

16
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The interfaces between systems can be very complex, so
these should also be documented in the systems and architecture
review. The inbound and outbound systems should be iden-
tified, along with the type of data being interfaced and the
frequency of update. Supporting technologies, such as extract,
transform, and load (ETL) tools, should also be indicated.

Since most IT functions are constantly developing or deploy-
ing new software or hardware, the systems plan must take into
account ongoing projects and other initiatives. These should be
summarized and their impact on the existing technology envi-
ronment should be identified.

The final part of the systems and architecture review is an
assessment of the current systems and hardware environment.
This assessment would identify system issues, such as perfor-
mance or reliability, and identify opportunitiesto retire obsolete
systems or otherwise optimize the technoltgy environment.

FUTURE-STATE ROADMAP The business process and technol-
ogy environment assessments-zic-only preludes to the main
attraction of the Information Technology Plan, which is the
development of a future-stuic vision and a roadmap for achiev-
ing that vision. This future-state vision should represent a stretch
goal for the organizavion, but it must also be practical and
achievable.

The first ¢iement of the future-state vision is a statement of
the company's high-level information strategy and objectives. In
other words, the company must outline the context in which
decisions on the future-state direction will be made. These
objectives could include goals such as increased standardization
of applications and processes, cost efficiencies, or greater avail-
ability of specific financial data to support business decisions. It
is important, when outlining information systems strategies and
objectives, to take into account potential changes in the business
strategy and potential changes in the technology landscape.

17
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With the information strategy and objectives in place, a high-
level future-state process and application architecture can be
developed. This would include identifying optimized business
processes and the required systems and infrastructure to support
them. The future-state environment would be necessarily some-
what high level or directional, but it must be detailed enough to
provide a useful guidepost for future development.

The achievement of the future-state environment will likely
require several years to achieve, and it will be built out in a series
of individual initiatives. As a result, there must be a roadmap that
lays out an approach to building out the future-state environ-
ment and achieving the overall objectives. The roadmap would
likely outline a series of programs and individual dniiatives
within these programs. The roadmap must take into account
the potential availability of resources (both pecrle and fund-
ing), especially when any of the initiatives overlap and compete
for resources. In addition, there should be-specific deliverables
or milestones identified to be able to track progress.

In order to even get approval ef i:e future-state vision and to
be able to proceed with the imp.einentation, there will need to
be some type of business case ¢r justification for the investment.
Business cases can vary in fcrms of detail and rigor. At a mini-
mum, they must identify the anticipated benefits to be derived
from the future-state environment. These benefits can be hard-
dollar savings fioin efficiencies and improvements in business
processes as well as “softer” yet no less important benefits such
as better information for decision making, reduced risk, and
greater employee satisfaction. The other side of the equation
is the identification of estimated costs for building the future-
state environment. The costs should be broken down by major
program or system, as in many cases approval can be obtained
for only a partial achievement of the future-state vision. Ideally,
some level of benefit can be quantified and a payback period
and return on investment can be calculated. Most companies will

18
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not approve significant system investments without a business
case showing an adequate return on investment.

The Role of Finance in the Systems Planning Process

As one of the key consumers of a company’s information
technology, Finance will be one of the key stakeholders in
developing the Information Technology Plan. In addition, its
role as steward and “owner” of the numbers further reinforces
the need for Finance to be central to the planning efforts. Nev-
ertheless, it would be very easy for Finance to abdicate its role,
thinking that an IT plan is solely concerned with hardware and
software. Similarly, the IT shop could operate in itz ¢wn silo and
neglect the perspectives and potential contributions of Finance.

At the very minimum, Finance would b= i key constituency
in supporting the adoption of the IT'pan and socializing it
within the organization. But Financz aiust play a larger role in
developing the plan, not merely < a stakeholder in the final
result.

In reality, Finance and IT should operate largely as part-
ners in the information:tecnnology planning effort. While there
are some areas that ave logically the sole domain of IT, such
as the hardware and software inventory and the data interface
mappings, developing the rest of the plan would be largely
impossible—or at least very inadequate—without the active par-
ticipation of the Finance staff. This section will outline some of
the main contributions that Finance can make to the IT planning
process.

The fundamental contribution of Finance is its knowledge of
the business, the company’s major business processes, and the
specific requirements of financial management and reporting.
The individual business units or other operating entities obvi-
ously have the most detailed knowledge of their own processes.

19
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Finance, however, as it takes on a larger, more strategic role
in most organizations, is the one unit that has some functional
understanding of processes across the organization. Finance has
to understand the organization’s business models and functional
processes in order to account for business activity and estab-
lish the appropriate controls. In addition, it must understand
the interrelationships among business units and between the
business units and corporate. In addition, Finance, as a con-
sumer of financial data from across the organization, is well
positioned to understand the data and reporting needs across the
organization, identify differences in data definitions or business
rules, and identify opportunities for standardization. For exam-
ple, the Finance group in one large consumer businesscompany
was able to identify differences among the ERP_-impiementa-
tions at its various business units as it struggled-to standardize
the data-gathering process for its periodic. financial consoli-
dations. Since the company’s operations‘=ncluding IT—were
very decentralized, the corporate Tl group was unaware
that local variations had been-inroduced to the standard
ERP template, potentially makirig support and upgrades more
complicated.

The areas of the Infarraation Technology Plan that would
most concern Finance are those outside the detailed analysis
of hardware and software. If we refer back to the information
model from Figrire 1.1, the areas of interest to Finance would be
the business goals and objectives, the quality of the information
itself, and the foundational elements that support the technology
environment.

As a major consumer of information, Finance has a major
stake in the quality and timeliness of financial information and,
to a lesser extent, other operational information as well. It would
be a significant source for functional requirements for data to
support reporting and analysis. This would include all informa-
tion required for a number of reporting processes:

20
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= Financial statement preparation. This includes the stan-
dard profit and loss (P&L) and balance sheet, but also the
cash flow statement and footnotes, which often require data
not usually recorded in the ledger or other ERP modules.

= Management reporting. This includes business unit or
product-level P&Ls, operational reports, and key perfor-
mance indicators.

= Planning, budgeting, and forecasting. In addition to the
standard financial statements, these processes often require
data related to specific planning drivers, such as commodity
prices, interest rates, or other internal and external data.

One of the most frequent complaints heard - in* Finance
departments is that they do not have the irformation that
they need to help managers and executives. run the busi-
ness. It is important to note that informaticr in this sense is
not just data from the financial systeras.» Good, useful finan-
cial information often requires soric level of transformation,
aggregation, or manipulation by come set of business rules
to meet end-user needs. A ‘crucial element of any IT plan
must be to understand the-cCiganization’s information needs and
to incorporate the means to meet these needs in the future-
state design.

While on the topic of reporting, it is important to under-
stand the diff¢rean perspectives that Finance and IT bring to the
question of what constitutes an effective reporting environment.
Finance is primarily concerned with the availability, accuracy,
timeliness, and ease of access to financial and business infor-
mation. While it understands the need for a sound technical
environment and it appreciates the role of IT in developing
and maintaining its reporting capabilities, Finance is mainly
interested in what the end results are. The IT department,
however, is responsible for maintaining what is likely a hodge-
podge of reporting tools, databases, and source systems. It is
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primarily concerned with maintaining a scalable environment
with appropriate data integrity and proper design (such as prop-
erly normalized data and conformed dimensions in the data
marts). The IT department is not always aware of what business
questions are being asked; it primarily provides a means to ask
them.

Clearly, each of these perspectives is limited and incom-
plete. Finance brings the business perspective and the reporting
requirements, but has limited understanding of the technology
environment. The IT organization brings the deep expertise in
the technology, but cannot really be sure if its design is provid-
ing the needed answers. A collaboration between both of these
organizations can provide the most complete picture of the com-
pany’s reporting needs and capabilities, and facilitate the most
effective design of a future-state environment.

Finance also has a considerable stake ir. the foundational
elements of the information model: data raaiagement, business
requirements, governance and controls, 2nd data definitions and
standards. While Finance is not niinarily concerned with the
mechanics of data managemen: such as maintaining master
data, it is very interested in.the quality of the master data. For
example, Finance usuallyhas an interest in standardizing, to the
extent possible, master-ata such as customer codes and the
chart of accounts. For'example, in order to perform customer-
level reporting fiom multiple business units or multiple systems,
either customer IDs must be standardized or there must be some
type of central customer master with mappings from the vari-
ous feeder systems. Similarly, in order to consolidate financial
data, a standard corporate chart of accounts must be available
with mappings from local ledgers. Maintaining these mappings
and ensuring the consistency of these mappings across business
units is very important to Finance. Thus, Finance is a stakeholder
whose data management needs must be accounted for in the
IT plan. Similarly, while Finance is not very interested in the
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technical details of how specific controls are implemented in
the ERP system, it is very concerned that the proper controls are
in place and are effective. To the extent that the IT plan will
incorporate strategies for controls and other governance fea-
tures, Finance will have an important say in those requirements.
In addition, having consistent definitions for data elements is
important for reporting and control functions. The future-state
design must ensure that standardized data definitions and busi-
ness rules are enabled.

Another role that Finance would play in the development
of the IT plan is to help to ensure that it is aligned with the
company’s overall strategy. We noted earlier that the Informa-
tion Technology Plan must complement the company’s-business
strategy. Given Finance’s strategic role, and its conirality in the
planning and budgeting process, Finance would be expected
to have considerable insights into the futurz direction of the
organization and thus its potential fuftirc: information systems
needs.

Finally, much of the IT plar.w:il'oe impacted by future-state
processes. We indicated earlicr that a prerequisite to develop-
ing the future-state systems architecture is an understanding of
the future-state business and financial processes. Ideally, the
plan will not envision applying improved technology to existing,
often suboptimal; nrocesses. As part of its involvement in devel-
oping the IT rJiar, Finance should be responsible for identifying
process improvements and driving improved performance of
both the individual processes and the organization as a whole.

Conclusion

The information technology planning process is an opportunity
for the organization to take the first steps to optimize both its
technology environment and the processes that the technology
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supports. Finance has a unique position in the organization, with
its increasingly strategic role and its involvement with processes
and business units across the company. It should have a central
role in working with IT to develop the IT plan and to ensure
that optimized processes and information are delivered along
with an enhanced technology environment.
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