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ABSTRACT

The current demand to deliver information systems that satisfy business needs has led to a rapid
increasein the utilisation of iterative and incremental RAD based development methodologiessuchas
DSDM. Inthelast five yearsthefinancial servicesindustry has placed increased importance on the
development of quality business systems that fit predefined business objectives within specified
budgets. This paper empirically investigates the experience of a financial services company who
utilised the DSDM framework and its accompanying techniques as a supporting toolkit to devel op
their business systems (critical to its core business operations). Initial analysis indicates that
utilisation of the DSDM framework helped achieve many of the anticipated business benefits.
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1. INTRODUCTION

The ability of information systems to deliver business benefits has been widely questioned over the
last decade with the information systems literature being full of examples where anticipated business
benefits were not redlised (O’ Reilly and Finnegan, 2002). Upon investigating the 1S success literature
some of the key factors which drive IS success include systems quality, user satisfaction and the
ability of the system to make an organisational impact (DelL.one and McLean, 1992; Seddon et 4,
1999). This paper investigates a business systems development approach which incorporates these
drivers and examines whether utilising such an approach helped realise anticipated business benefits.

Development methodologies originated to improve the management and control of the software
development process and to standardise the process by specifying activities to be performed and
documentation to be produced (Russo et al, 1996). The traditional waterfall life cycle emerged as the
method of choice for many organisations (Avison and Fitzgerald, 1995). Numerous problems were
noted with the waterfall model including its rigidity (Avison, 1996) and the inability to State
requirements in advance (McCracken and Jackson, 1981, 1982). Subsequently, many alternatives to
waterfall emerged; based on prototyping, short development cycles and continuous negotiation of
requirements, DSDM being one such approach (Norbjerg, 2002).

The Dynamic Systems Development Method (DSDM) a RAD methodology provides a framework to
operationaise the RAD approach. A key driver in DSDM is end user involvement whereby the god is
to increase user satisfaction and maximise organisational impact (Page and Kami, 1996). In order for
DSDM to be successful and anticipated benefits achieved, 100% commitment from management is
critical (DSDM Consortium, 2002). While the perceived benefits of utilisng a RAD approach are well
documented, a question often asked is “Can replacing the rigours of a structured approach with the
iterative prototyping of DSDM, provide a vehicle for qudity software development? “ (Page and
Kami, 1996). Therefore the question must be asked whether or not the DSDM approach helps deliver a
quality system with realised and tangible business benefits?

The DSDM consortium purport a number of principles and techniques (Stapleton, 1997; DSDM,
2002) to support the iterative and incremental framework whose aim is to develop quality systems
which meet business goas within prespecified budget and time constraints. Some of the core
principles include; active user involvement, empowered teams, frequent delivery of products, fitness
for business purpose, iterative and incremental development, integrated testing throughout the
lifecycle and a collaborative and co-operative approach.

The remainder of this paper will document and provide some initia analysis of a leading financia
services company on whether by applying the DSDM approach helped deliver the anticipated business
benefits.

2. RESEARCH METHOD

The next step in the research process is to define the research objective which is “To empirically
investigate the usefulness of the techniques inherent in the DSDM approach in delivering quality
information systems which realise real business benefits’. Marshall and Rossman (1989) and Galliers
(1992) indicate that when the state of knowledge in afield is a an early stage of investigation, a need
exists for the research purpose to focus on ‘discovery’, ‘theory building' and ‘exploration’. The unit
of anaysis must also provide for sufficient breath and depth of data to be collected to alow the
research objective to be adequately answered. The research objective informs the selection of the level
and scope of the unit of analysis, suggesting ‘ wher e one goes to get answer's, with whom one talks, and
what one observes (Miles and Huberman, 1984). Galliers (1992) dtates that for a theory building /
theory testing approach, a case study is avalid research method.
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3. CASE ENVIRONMENT

Allied Irish Bank (AIB) is Ireland's leading financia services organisation. The objective of the home
mortgages workflow project was to replace an existing bespoke workflow solution with a proprietary
web based workflow package, to enable the Home Mortgages business unit to rapidly support new
commercia developments and opportunities. The core business objective of the project was to deliver
a continuous workflow solution, which would control the ddivery and routing of work for the
following functions:

New applications processing
Fulfilment

Account Maintenance
Home Mortgage Lending

The workflow solution was provided by an outsourcing company, a system integrator, Keane Ltd. It
amed to ddiver key benefits such as increased operationa efficiency, increased ‘sanction to
drawdown’, skills transfer to AIB staff and the ability to reuse components of the solution within other
departments across the bank. The systems development lifecycle from initiation to implementation
lasted nine months.

4. UTILISING THE DSDM FRAMEWORK

Ddlivering business systems on time with qudity and a fitness for business purpose is the core
objective of adopting the DSDM framework on 1T-enabled business change initiatives with AIB. This
section outlines how the home mortgages project adopted the principles and techniques underpinning
the DSDM framework and how this developed a solution with a suitability for business purpose which
thereafter helped achieve the business benefits that were redlised shortly after implementation.

4.1 Active User Involvement — The Collaborative and Co-Oper ative Approach

In the home mortgages system, there was a high number of stakeholders in the project along with the
involvement of an external supplier.To facilitate and enable co-operation among the stakeholders, it
was decided that regular facilitated workshops were necessary to ensure al impacted stakeholders
worked collaboratively and co-operatively together and that the desired quaity business solution was
delivered. Regular weekly project status meetings, prototype review sessions, issues and risk
management sessions were used to enable active user involvement throughout the development

lifecycle.

4.2 Empowered Teams

As time is a crucid element in the DSDM process, it was vital that al decisons be made in an
efficient and effective manner whether they be small functiondity change decisions or major impact
revisions such as changes in scope. To enable this, the project team members empowered and -
located. Co-location involved the core members of the project team being located in the same area
which facilitated their access to decision-making players at al times without the need for decisions to
be escalated to management in the upper echelons of the bank. A visionary was assigned to the project
who was aways available when mgjor issues arose such as changes to the project scope, design of the
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workflow solution, project team etc. An ambassador user was made accountable for promoting the
project within the bank to foster education among users and to promote good will between the project
team and users. Teams were only truly empowered through the full commitment of management to the
process in order to maximise organisational impact. The objective d these initiatives was to give the
project the greatest possibility to succeed thereby realising business benefits.

4.3 Fitness for Business Purpose

The team set-up alowed business users direct access to the teams that were coding the functionality
which diminated costly errors and misinterpretation of requirements. A requirements catalogue was
utilised which was central to agreeing functionality in group forums and prototyping sessions, thereby
alowing the development team to get the necessary clarification on requirements. Prioritising business
requirements is one of the key enablers of delivering business solutions within fixed timeframes. It
facilitates the delivery of business benefit within short development lifecycles. In the home mortgages
case, the priority of the business requirements was measured using the DSDM MoSCoW rules. This
structure was beneficial to al stakeholders. The business unit was content that high priority
requirements were met and that the project was delivered on time and within budget.

4.4 Frequent Delivery of Products & Iterative and Incremental Development

In the Home Mortgages project, a key benefit of the prototyping technique was that the development
team were reviewing product deliveries within a business context thereby satisfying business
requirements and needs. Formal prototype review sessions were utilised benefiting both developers
and end users. As part of the functiona model iteration the prototype technique worked very well
helping to improve user satisfaction. The prototype improved to a sufficient standard to alow
demonstrations to occur. This ensured maximum progress of the look and feel of the system design,
whilst the technical architect was refining the design of the technical platform on which the system
would be built. The prototyping technique supported the iterative characteristics of the development
approach with the main benefit being the delivery of the business requirements which were agreed
during the prototyping sessions with the end users.

4.5 Testing Integrated Throughout The Lifecycle

During the project the concept of a ‘Model Office’ was used. This was a physical mock up of the
businesses operation and included the entire technical environment for a scaled down number of users.
This enabled the project to make frequent deliveries that could be validated against business scenarios
by users. It was applied to user acceptance testing as well as demondtrations, familiarisations and
prototype reviews. Over a period of time, the prototypes evolved into a“live’ system.

Prior to live ddivery additional testing of the system was necessary to prove correct system function
(system test) and that the technical platform could support the user base and workload in production
(stress and performance testing). The development team performed system test with the assistance of
the AIB IT department in simulating environments. Stress and performance test was devised and
carried out by the development team with testing being a combined effort from all areas, development
team, wider project team and business users.
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5. PRELIMINARY ANALYSIS/FURTHER RESEARCH
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Figurel: Correlation between devel opment approach and business benefits

The need for agile and flexible development approaches for 1.S. development has been growing for
some time with the increased emphasis organisations worldwide place on speed to market, quality and
business benefit. Initiad analysis of the project data suggests that by utilising the DSDM principles and
techniques, AlB successfully implemented a business system, which supported the business objectives
completing all dements of development and implementation in a sx-month period. The DSDM
framework acted as a business benefits based approach that overcame many of the pitfalls to project
success. The focus was on frequent delivery of business benefit into an engaged and involved user
community. Figure 1 summarises how the techniques within the DSDM process helped develop a
sucessful AIB home mortgages workflow system which realised the business benefits outlined in
detail in table 1. The researchers believe that a positive correlation exists between the development
process and the realised business benefits.

Realised Business Benefits

Increased operationa efficiency — Target of 25% achieved for selected processes

Increased the sanction to draw down rate rate by 4% points

Skills transfer to AIB IT and project team alowing the ongoing support and maintenance of
the solution

Created control of information for supervisors and managers

Provided enhanced operationa information to departmental managers

Provided repeatable, auditable processing

Reduced the training associated with processing

Enable proactive management of customers service and service labels

Conformed with AIB technical standards

Ddlivery of afuture proofed architecture

Table 1: Realised business benefits

The realised business benefits has lead to long term commitment from the AIB Design and Build
department to continue adopting the approach wherever possible for future projects in the bank.
Outlined here is some initid andysis of the role played by DSDM in supporting iterative and
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incremental development within AIB helping to redlise a large number of business benefits. However,
further research is necessary to prove how the DSDM development process directly impacted on the
attainment of the aforementioned business benefits. This may help to further explain why certain
development methods help redlise business benefits and others don't. Yet, initid anayss would
appear to highlight the link between the development approach utilised and realised business benefits.
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