A Perspective on Information
lechnology from a Senior
lechnology Strategist

Micholas Vimalarl, Senior Viee Presi-
dent of Research and Advisory Services at
Computer Science Corporation (CSC) In-
dex. spends most of his time on the phone,
in meetings, or rushing to a plane. He is
responsible for developing the practice arca
for technology within a management con-
sulting finm that specializes in business re-
engineering and technology strategies—
particufarly something he terms “digital
strtegy.” When not engaged with clients,
he also reviews emerging technologics and
their potential strategic impact on business,
and formulates the direction of the consult-
ing arm of CSC, a 34 billion global com-
pany. Vitalar was a professor of IT at GSM
during the 1980%, and has published sev-
eral significant works on IT,

“Dhgital strategy is understanding the
full gamut and implication of technology
in the business world” according toVitalar,
“Executives need to learn about it, beeanse
it will affect their business. Change is mov-
ing rapidly as a result of digital technalogy,
and the impact of this change is strategic
for organizanons” Vitalan works with firms
in sefling their eehnology strategy and the
application of best practices. He interacts
with senior executives to help them inte-
grate technology in their companies’ plan-
ning and operations,

Maintaining Flexibility in Companies

“L'think one ofthe biggest issues fhcing
companies today is the capacity to be agile
mn ways that haven't been required before.”
says Vitalar, “They must constantly look for
ways that technology can increase and en-
hance the company’s agility. Organizations
need to develop the capability o change on
¢ continuing basis”" One of his favorie
quetes is from Charles Handy, “Even change
15 no longer the same.™

Executives need to ask the questions:
How can | make my company more agile?
How do | create the capability to sustain
contintous change within the organization?
And, how can technology can play a role in
that context? In the last five vears, Vitalari
believes the answers 10 these guestions are
starting to be addressed and understood,
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particularly when senior executives are
motivated to look at technology in new and
different ways.

“As we move into the 215t century and
a more network-centric view of markets,
many executives ane recognizing that tech-
nology is becoming an integral part of the
firm. Almaost all markets are becoming digi-
tal in some way. So, the question becomes,
Do 1 really understand how my business is
going o operate in this new marketplace™
Vitalari explains. “Companies are realizing
that their boundaries are changing, and firms
now can tie into each other's iInventory sys-
tems, shop-fioor systems, or warchousing,
Types of shared data thar would have been
tahoo five vears ago, now are becoming sta-
tus quo for successful ventures.”

These changes have also required com-
panies 1o focus more on what is “core™ o
their business—what i3 unique and distinct
to their competence—and to understand the
capabilitics surrounding that competence.
Oince companies are confident in their core,
they are much maore willing to partiner with
other firms to get the best position in the
marketplace. They can work together with
other companies whose “oulside”™ capabili-
ties fit with their internal “core™ capabili-
ties to create the highest level of customer
value.
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Technology can also reduce transac-
tion costs for services rendered. In many
instances, whole departments, including
R&D, are being taken outside the com-
pany. yet their functions can still be closely
controlled.  The decreased cost of these
services has allowed their functions o be
accomphished outside of a “normal™ cor-
porate structure, “Withowt the network-
ing technology. it wouldn't be possible to
have the new types of partnering that we
are seeing.” says Vitalari. “This is poing
o become a large part of the business op-
erating model.” Good examples have been
Dell Computers and Nike, They both keep
corg expertise in house and * farm the rest™
out to other companies, Vitalar cautions,
however, about becoming a “hollow” cor-
poration and he noted that one of the dan-
gers of extreme ousourcing 15 that com-
panies blindly adopt this strategy without
first really understanding and assessing
what is their true distinctiveness,

Dealing with External Forces

Another major factor affecting the
business world is the impact of external
IT forces on corporate strategy. These
forces can come in the form of industry
standards that do not arise out the indus-
try, but out of the 1T environment—Which
leads to another question: What technol-
ogy do | support today versus waiting to
invest in tomorrow?’ Vitalart believes a
major factor is something he calls the ¥ex-
termalized infrastructure,”™

“What I mean by the externalized in-
frastructure is that more and more of the
computing infrastructure is available in the
marketplace from third parties” Vitalari
explains. “As a consequence, the techno-
logical assessments around those infra-
structures are going to be amortized over
more and more companies, and a lot of
these costs for a firm will decline signifi-
cantly—because the infrastructures will be
shared.” He feels this sharing will occur
because there’s a real motivation and im-
petus to create standardized models for the
externalized infrastructures.
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