
Welcome to Forum!
The Cultural Challenges of a Maturing BI Implementation

Richelle Hilton
University of Wollongong

Presenter�
Presentation Notes�
The University of Wollongong’s began its business intelligence journey in 1999 and its implementation has matured through cubes, data warehouses, Cognos 8 and more recently TM1. During these 10 years the non-technical challenges have also evolved, revealing new issues and new opportunities. 

This presentation looks at what the goals are when you have passed the early milestones and what are some of the techniques, issues and solutions facing a business intelligence competency centre as it moves to create a pervasive analytic culture

Some key areas we will cover are: 
 Marketing 
 User Management 
 Data Quality 
 Project Selection

The University of Wollongong have found that you need to pay as much attention to the change management and continuous improvement side of any implementation as you do the technical.

Session type: Business Strategy
Technical level: Novice
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Throughout the presentation we will be looking particularly at some of the challenges which a 10 year old business intelligence implementation is facing. In particular we will consider:



 How the University’s Goals for the implementation have moved

 How the University measures the success of the initiative

 How project sponsorship and governance have developed over the period

 How the University looks to embed Business Intelligence into its decision making 

 How priorities about which projects to focus on are set

 How interface design and accessibility as well as growth in content over time have an impact on user effectiveness

 How development of relationships among users has become critical to project success

 How the perceived quality of the data and the processes employed to handle queries of this nature directly impact usefulness and the role business intelligence plays in improving overall quality
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Where is Wollongong
> 80 kms South of Sydney, Australia
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Where is Wollongong?



This presentation was put together for the North American Cognos Forum and as such this slide was perhaps a shameless plug for our wonderful city and University.



For those of you who are not aware Wollongong is located around 80kms or about an hours drive south of Sydney on the NSW South Coast. Known as the ‘City of Innovation’ drawing on its industrial roots the city has diversified and is now known for its excellence in Education, technology Development and other leading edge industries.



Locked between the beautiful Illawarra escarpment and the pacific ocean the region has a bounty of wonderful beaches, day trips from Sydney, bushwalks, cultural events, villages and markets, wineries and other enticing activities to explore. For more information visit: 

http://www.wollongongcity.com.au/

http://www.wollongong.nsw.gov.au/

http://www.visitnsw.com/area/Wollongong_and_Surrounds.aspx
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The University of Wollongong

> 23,000+ Students

> 2,000+ Full Time Staff

> 81,000+ Alumni

> 8 Campuses

> In top 2% of Universities 
worldwide

> No 1. Teaching University
> Highest Graduate Employment 

Rate
> Highest Graduate Salaries
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Presentation Notes�
The University of Wollongong is an enterprising institution with a personalised style, UOW is confidently building an international reputation for quality research and education. 



Tracing its origins to 1951 the University how boasts over 23,000 students with over 80,000 Alumni. It has 8 campuses in Wollongong, South Coast NSW, Southern Highlands NSW, Loftus, Sydney and Dubai.



The University is continually recognised for it’s excellence in teaching and learning and has received numerous international awards for its commitment to quality outcomes in both its research, community interaction and of course for its graduates.



For more information on the University please reference the following link:

www.uow.edu.au
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Performance Management At Wollongong

> Competency Centre 
Established

> Program Running for 10 
Years

> Data covering 7 Key 
University Perspectives

> Over 300 Users

> Currently on Cognos 8.3 and 
Recently purchased TM1

Presenter�
Presentation Notes�
The University of Wollongong began their Business Intelligence journey in 1999 with the initial implementation of some Powerplay cubes over their financial and human resource data.



The implementation now covers 7 key perspectives of the University’s performance including:

 Students, Teaching and Learning

 Business Process and Operations

 Finance

 Staff and Workplace Satisfaction

 Research

 Environmental Sustainability

 Community and International Focus



This presentation aims to provide some insight in how some key, particularly non technical challenges, have developed over time as we have developed the vision, structure and program outlined above
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The Goal

Diffusion:

The Breadth of Use 
across People, 

Projects, Tasks & 
Organisational Units

Routinization:
A Stable & Regular 
Part of Procedures, 

Processes & 
Behaviour

User Adoption:
Number of Users 

Relying on 
Technology

Infusion:

Product Features 
are Used in a 
Complete & 

Sophisticated Way

Developing An 
Analytic Culture
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The Competency Centre’s Goal is to develop an analytic culture throughout the organisation. This culture is designed to make data driven decision making and information analysis and embedded or business as usual activity for the University.



An Analytic culture is developed through the interaction between the technological implementation and how its use is integrated into the organisation.



Some key aspects to determining the success of this are:

 Diffusion: That the technology is used broadly across the organisational in terms of people, projects, organisational units and tasks. This is critical if we are aiming for standardisation of numbers and determines the breadth of culture development

 Routinization: Is the process of integrating analysis of information to ensure it becomes a stable and regular part of procedures, processes and employee behaviours. When this is achieved analysing information to improve decision making becomes part of an individuals business as usual activity

 User Adoption: The volume of users who rely on the technology determines how successful the technology has been in supporting the culture developed by the prior two points

 Infusion: The extent to which the products features are used in a complete and sophisticated way to support the organisations goals for delivery of the information. This considers the ease and efficiency of access and whether the information contained supports the organisations decision making objectives�



Measuring Performance
> Follow Through!
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You’ve heard the expression “Build it and they will come”. The expression is usually attributed to Theodore Roosevelt however he was definitely not talking about Business Intelligence. Not long after we developed this presentation for North American Forum I discovered a recent press release from Gartner called the nine fatal flaws of failed business intelligence implementations which we will refer to throughout the presentation. Believing that “if you build it, they will come” is actually fatal flaw number 1. http://www.gartner.com/it/page.jsp?id=774912

Since day one there were those that loved data who jumped on our bandwagon and have always been exceptional users. However the larger population was not so easily seduced.

We work hard to engage our users and to integrate business intelligence into their roles and responsibilities. In many cases this means tailoring the experience whether it be scheduling their reports to email or building them personalised report and analysis views of the data.

All this takes considerable time and effort. However we believe in the adage that it is important to keep customers. 

We measure our success monthly by looking at the comparison of licence holders who are active in the month and we aim to not only increase usage but to also increase our activity percentage. Constantly measuring you BI success and relevance and adapting your approaches and strategies accordingly is the only way to have successful sustained BI.

On a project by project basis we further measure our success by factoring projected usage into all project planning documentation. Our aim is to understand before we really commence each project who are targeted users are and how often we expect them to interact with the system and in what capacity and then manage our success in achieving this outcome.
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Sponsorship, Governance and Team Structure 
Vice Principal 
Administration

Project Director

Business Analysts Technical Analysts Business Intelligence 
Cadets

Business Analyst 1

Business Analyst 2

Business Analyst 3

Business Analyst 4

Business Intelligence 
Cadet 1

Business Intelligence 
Cadet 2

Business Intelligence 
Cadet 3

Business Intelligence 
Cadet 4

Technical Analyst 1

Technical Analyst 2

CFO

Technical Analyst 3
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Initially this implementation was divisional based and serviced its own division. As the implementation grew it started to stretch into areas where direct influence of the system owners decreased.



With the establishment of the competency centre and the objective of having a University wide Performance Management System the role of strong governance became even more crucial. Several aspects of our structure, sponsorship and team structure have proved to be critical to the success of that endeavour.



 Establishment of executive lead project consultative committees to drive a consultative decision making culture in reference to business rules and project scope

 Reporting lines of the project directly through to the Vice Principal Administration who’s position outside of the higher education sector would be something akin to a chief operating officer

 Executive Sponsors allocated to each project and priority to help guide the team’s strategic focus and to assist in project choice and prioritisation

 Well communicated business plan and objectives



Remember that Gartner Press release we mentioned earlier? Well not having a sound BI strategy was fatal flaw number 9 for more information go to http://www.gartner.com/it/page.jsp?id=774912 



In addition to this the strong strategy has helped us avoid fatal flaw number 7 which is ‘give me a dashboard now’. We have been able to show how all the pieces build together to support the corporate performance perspective rather than the delivery of many siloed data initiatives.�



Embedding in Decision Making

> Business As Usual

> Pervasive Use In:
• Decision Making 

• Processes 

• Procedures

• Projects 

• Tasks

• Organizational Units

• Quality Assurance

Presenter�
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In order to develop the analytical culture we aspire to the challenge of the Performance Indicator Team is to integrate information consideration and analysis into the every day decision making process of the organisation.



This means the team must constantly utilise their peripheral organisational vision to identify opportunities for the integration of business intelligence into University activities, processes and procedures.



Some examples of where they have been successful in achieving this include:

 Integration of information on the system into new staff induction activities

 Integration of information on the importance of data supported decision making and the system into the organisation’s frontline management and leadership training activities

 Development of reporting guidance packs to support various quality assurance and process initiatives across campus

 Scheduling of organisational unit focused reports for email distribution based on events or time of the month

 Establishment of cross functional management reports for various organisational entities



The goal is to have data and information analysis considered as a business as usual activity rather than something you access once a year for planning and budgeting or when you are requested by someone else to provide figures. �



Choosing Priorities

> What Does the Organisation 
Want Staff to Manage?

> What Do Staff Want to 
Manage?

> Who Comes First?

> Project Phases

Presenter�
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One of the challenges the project has faced every day of the last 10 years is from all the competing demands for reports, information and enhancements how do you actually choose where to place your limited development resources?



After various approaches including weighting systems and program steering committees the University has concluded that it is a trade off largely between the following:

 What will be strategically important to the organisation 2 years from now. In other words you need to start capturing and reporting on quality data now if you will need it critically in two years time

 What do the executive team want the University to focus on right now. 

 What doe the staff want to be able to manage? This needs to be constantly assessed to ensure reporting deliverables are not resulting in the incorrect focus of staff, energy time and effort



One successful technique has been to break large complex functional area deliverables into smaller tighter phases. This results in quicker more frequent deliverables to generate a momentum of success. It also allows stakeholders more time to prepare data capture and quality for future phases.



However back to that press release. Well fatal flaw number 5 is it is perfect as it is don’t ever change. We have increasing learnt (just ask my 90 currently logged enhancement requests) that business intelligence is not a project or a deliverable but an ongoing commitment to adapt existing reporting and current priority lists to a continual process of organisational and operating environment change. 
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Interface Design

Presenter�
Presentation Notes�
When the project first commenced the majority of users were in analyst roles and were reporting and system savvy. They loved Powerplay Web and access to cubes constituted the majority of their needs.



As the user base grew into frontline managers and senior managers the requirements and technical expertise of the user base changed again. The majority of this managers wanted simple, printable, reports. This lead to a significant proliferation of individually customised reports. Many of these reports were only slight variations on each other.



As users continued to increase the volume and number of reports, many of which had similar names, made it particularly difficult for users to find the information they required. This led the University to cull and compress many reports and to re-design the front end interface experience to have an explorer style tree as the front page with highly managed release of what reports could be published to public content.



However this reduced the ability for users to share reports with their colleagues. As the user base has continued to expand and the team has been more successful in engaging teams to rely on business intelligence for their business as usual activities providing team specific shared space for report publishing has become a common requirement.
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User Relationships
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Presentation Notes�
As we eluded to earlier we take considerable pains to manage our users and the relationships with them. We always have four user management tracks underway including:

 Monitoring Current Users, continuing to develop their skills and encourage technology infusion by growing their capabilities

 Monitoring reductions in usage. Any user who has not accessed the system in three months is called and efforts made to explain the usage decrease and find a way to get the user to re-engage with the project

 Targeted ‘Key’ Users – these are the users we identify and must win their support to ensure pervasive success of the initiative. 

 Tracking positional churn. Within the university staff move constantly taking new roles, undertaking secondments, sabbaticals and other activities which result in staff transitions. We try to take advantage of this to introduce BI to new areas as people move and also to convert new users when they enter an area

 Tracking training outcomes and ensuring we maintain steady usage patterns post training



Whilst all these are manpower intensive they ensure we understand what our users are doing or not doing as the case may be. This has too positive effects it builds much stronger and loyal relationships with our users and it keeps us more in tune with their needs which improves overall team flexibility and responsiveness. �



Training and Development
> Introduction Course

> Analysis Course

> Advanced Course

> One on One

Total Hours of PIP Training Delivered
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When the project first commenced all new users had significant one on one training and hand holding. The developers were always available and accessible to them and this was reflected in their excellent product skills.

Over the years as usage continued to grow we encountered growing concerns and issues with our training and development techniques. The sheer volume of data and reporting combined with the complexity of the data in many functional areas has made it difficult to cater to users needs in a traditional classroom based setting.

The team has made a number of adjustments to their approach of delivering and managing training to deal with the complexities of a large number of users at many different levels of system confidence including:

 Introduction of three tiers of technical training Beginner, Analysis Studio and Advanced Analysis Studio

 All new users are shortlisted for training by the University’s staff training and development team

 All users who complete the introductory training are shortlisted for the Analysis Studio training

 Training materials have been re-developed to incorporate commonly occurring help requests 

 One course of Beginner and Analysis training is scheduled each month

 Post training all users have their usage monitored and if uptake is not as anticipated they are contacted and offered one on one customised training

Recently the need to address the users in better understanding non technical aspects of the products such as key business rules has resulted in the initiation of data specific short courses of 1 hour.
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Peer Support
> Subject Area Focussed User Group

> Users Learn From Each Other 

> More Credible

> Power Users
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In the early days users could generally be categorised as isolated analysts in data driven roles. Over time this user base had broadened significantly to include individuals within the executive, administrative managers, academic leaders, administrative officers and many other roles.



This has led the performance indicator team to draw on new ways of managing this significantly varied and large user base. In more recent times collaborative techniques have been successfully deployed to help users engage with one another including;

 Establishment of data driven user groups where users can share success stories of how they have integrated the data and reporting into their roles and responsibilities. This fosters a light hearted ‘keeping up with the neighbours’ attitude towards reporting focus

 Establishment of organisational and data driven experts or power users who other users can call on for peer to peer support

 Integration of Performance Indicator activities in existing system and networking groups across campus such as Finance Officers Forum, TechNet, AdminNet

 Introduction of data understanding based short courses



This has led to significant feedback on definitions, terminology and issues resolution that otherwise would only be visible to the competency centre through unexplainable reductions in usage. 



This has helped us to avoid Gartner fatal flaw number 8 which is “X + Y = Z, doesn’t it?”. When we first defined definitions we thought that this was standardising on business rules which will deliver a ‘single version of the truth’ we now know that standardising on a definition is not the same as consensus on a definition and that even if we do reach consensus we need to flexible enough to change as the business changes. Developing universal truth in the BI is a long journey on a winding road which will never end but every day we become more enlightened along the way and we are ok with that.�



Data Quality
> Reduction in Usage

> Mistrust in Data

> Enthusiasm Declines

> Undermines Analytic Culture

Presenter�
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In 2009 the University Administration who collectively own most of the University’s key systems undertook a organisation wide quality survey. In that survey provision of high quality data was the 3rd most important theme for the University with a 97.3% response rate. Data Quality was also the largest gap between Importance and satisfaction.



We recently audited through meetings and phone polling all users whose usage had declined markedly or stopped completely. In most cases the reason was a perceived issue with the data quality being delivered. These issues were not being reported, captured or if they were being captured by the team not handled appropriately.



The hard working and diligent development team insisted that their data was correct and the source systems were wrong - after all they tested everything before it was released into production, right? This almost led us to dive head first into Gartner’s fatal flaw number 3 “Data Quality Problem? What Data Quality Problem?” 



One thing we learnt from this is that as you make more data available, from more systems, this will increase awareness of data quality issues and you must have a strategy for addressing and resolving them. We have now turned the entire strategy on its head. The team admits, accepts and embraces data quality and concentrates on ensuring the problems is managed
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Data Quality
> Exception Reporting

> Source System Champions

> Senior Manager Visibility

> Integration with Quality Assurance

> Promotion

> Training
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So now that we have decided we love data quality issues how do we manage them?

 Exception Reporting is now a critical and compulsory part of all projects and the data quality report specifications have just been added to our default business requirements documentation

 Source System Managers have been engaged to help champion source system data quality issues. In some cases this has resulted in new quality procedures for handling the flow on effects of data quality and changing the priority of the quality of some source system fields

 The definition of data quality has been changed to include any instance where a users feels the data is wrong. They are all handled as priority 1 cases even if the majority of them are incorrect filters

 Senior manager visibility has been increased through delivery of a plain language data quality register to their monthly directors quality assurance meetings

 Data Quality has been incorporated into all training as a topic focusing on how to help us identify data quality, what to do when you find it, why the users are so important in this process and what the team do when an issue arises

 The new data quality focus has been incorporated into University communication materials including newsletters

 Where the data quality issues results from poor procedure or practice the University’s quality assurance teams are being engaged to manage the issue and its improvement�



Questions

Presenter�
Presentation Notes�
Someone will no doubt have realised I did not discuss Gartner Fatal Flaws number 2, 4 and 6. 



Fatal flaw number 2 is about managers changing numbers in excel. We have this problem and we manage it through integrating ourselves with all other key information providers across campus so we can develop a standard hymn book, however it remains an ongoing challenge. 



Fortunately we have never been faced by the consideration of fatal flaws 4 and 6 which relate to product choice and development team structure. The University has experienced exceptional support from IBM/ Cognos as their vendor and the tools have delivered well. Furthermore the University’s commitment to the development of a competency centre through its executive sponsor Chris Grange has avoided any significant resourcing concerns.



You can read more on these fatal flaws at: http://www.gartner.com/it/page.jsp?id=774912
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SHARE YOUR FEEDBACK AND WIN
Visit IBM Cognos Central to fill out your session evaluations online.

> Each completed evaluation qualifies you to win one of five $100 daily 
prizes.

> Complete evaluations for every session you attend 
and qualify to win an additional $500! An overall conference 
survey will be available at IBM Cognos Central on Friday morning, 
and will also be emailed to you.

Evaluation Forms
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