Project Proposal:  IT Skills for User Application Stewardship
Goal: To identify those information and technology skills that business people need to be able to work more effectively with the technology and with the IT function.
Background: Historically it has been the role of the IT function in an organization to describe expressed needs for information and information processes among a community of users and to create the applications that meet those needs.  This was a necessity in the time of mainframes, when users had no knowledge about computers, and the IT people were perceived as people from outer space who knew everything about computers. 
This puts the bulk of the burden of realizing those needs on a corporate function (that is, IT) that actually neither experiences the needs nor uses the applications to satisfy them.  Methods have been developed to uncover, elucidate, explicate, and document those needs and to assure that the applications provided do meet them.  However, even where these needs are potentially met by the provided applications, responsibility for productivity with the tools rests in the hands of the users, who are generally ill-suited to mastering, maintaining, and improving on them.  The users also have responsibility to participate in the needs analysis, and to make sure the IT people understand their jobs and needs. As Ryan said: the users are in command of the project. Instead, user responsibility, both pre- and post-implementation should be accepted as a reality.  Users need to take ownership of their own applications in the sense of feeling responsible for their form, function, operation, and improvement, from the point of view of producing business outcomes.  We term this “application stewardship”.  Application stewardship begins as soon as possible long before information needs are felt and continues through implementation into post-implementation deployment, management, and maintenance.  Since modern technologies are significantly more reliable than in the past and since modern business is more-or-less information-driven, accepting that responsibility is possible because users can in fact accept stewardship over those tools.  To do so, processes need to be put in place to assist user stewardship and users need to acquire specific stewardship skills to enable them to carry out stewardship responsibilities.  Where this has been tried successfully, extraordinary results ensue.  This generally requires user education and matching education of IT personnel, since application stewardship results in a transfer of responsibility.  This research will determine what those skills are and propose structures and procedures within which those skills can be put to profitable use.

Method: 

(1) Focus groups with users to determine existing experience with and barriers to accepting application stewardship responsibilities; 

(2) Creation of questionnaire surveys for users in target populations to measure levels of stewardship skills both before and after intervention.

(3) Analysis of data; determination of barriers, skills required, measures of effectiveness.
(4) Development of interventions, reciprocal training programs to build user application stewardship skills in parallel with programs for IT people….

(5) Creation of operational procedures within which application stewardship activities may take place profitably while coordinating with IT activities.

Budget

Activities

1. Background research 
2. Focus group research with users
3. Questionnaire development – from results of focus groups and our experiences
4. Questionnaire administration – in selected organizations
5. Data analysis

6. Intervention design – similar to what has already been done 
7. Procedure design

8. Intervention (action research in several organizations) to build case studies
9. Measurement, Data collection, analysis and Reporting

10. Dissemination/Publication

	Activity
	Time
	Personnel
	Products
	Cost

	Background Research
	1 calendar month
	PSL, AR
	Development of measurement model
	

	Focus group research
	1 month (2-3 focus groups)
	PSL, AR, others
	List of questions
	

	Questionnaire development
	1 month
	All
	Valid questionnaire
	

	Data collection and analysis
	1 month
	
	Data on stewardship needs and capabilities
	

	Intervention design (training programs) and procedure design
	1 month
	
	Intervention program details and procedures
	

	Intervention (test of concept) in 2-3 organizations as case study
	4 months for administration, action, data collection 
	
	Case Studies
	

	Analysis
	1 months
	
	
	

	Writing and publication
	2 months
	
	Publications
	

	Total time
	12 months
	
	
	


�I want to move this last sentence elsewhere and change it slightly.  It’s an argument against what we are saying below: users have false expectations of what they know.  I want to argue that they know a lot more than they used to, that the tools are more conducive to adult behavior and that they are ready to learn to be FIRM.  This makes the next sentence more well connected with what we are proposing, i.e., that having IT do everything and be responsible for the effectiveness of applications is both ethically wrong (i.e., they  can’t be responsible for others’ use of the applications they build) and impractical, since they don’t experience the needs these applications are intended to satisfy (only the users know when the needs are being met).








