
DOI: 10.4018/JCIT.2020040102

Journal of Cases on Information Technology
Volume 22 • Issue 2 • April-June 2020


Copyright©2020,IGIGlobal.CopyingordistributinginprintorelectronicformswithoutwrittenpermissionofIGIGlobalisprohibited.



18

Business Intelligence Readiness 
Assessment for a Shopping Mall:
Challenges and Future Directions
Pedro Julian  Ramirez-Angulo, Universidad de la Costa, Barranquilla, Colombia

 https://orcid.org/0000-0003-2461-7673

Rosa Alexandra Chaparro Guevara, Universitaria Agustiniana, Bogotá, Colombia

 https://orcid.org/0000-0002-6238-9432

ABSTRACT

ThiscasetakesplaceatSCC,arecognizedshoppingmalllocatedinCali,Colombia.InMarch2018,
JavierOrtiz,CEOofSCC,contactedagroupofresearcherstoidentifythekeysuccessfactorsbefore
theimplementationofbusinessintelligencepractices.Forthis,theresearcher’sgroupconductedaset
ofdeepsemi-structuredinterviewstoestablishthecurrentstateofprocesses,peopleandtechnologies
aroundbusinessinformation.Withthisinformation,abusinessintelligencematuritystagemodel
ispresentedtoidentifyalowlevelofbusinessintelligencepractices,thatrepresentsalonglistof
challengestobefacedbytheSCCwithalimitedbudget.Thiscasefocusesonhowtoanalyzethe
businessintelligencereadinessassessmentusingexploratoryanalysis,andseekstopromotetheskills
andcompetenciesorientedtoprioritizeactionsbasedonresearchtoimprovedecisionmakingbefore
abusinessintelligenceimplementationproject.
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INTRoDUCTIoN

ThiscasestudyshowshowSCC,aColombianshoppingmall,hasdevelopedanexploratoryanalysis
toidentifybusinessintelligencepractices’maturitybeforethestartoftheimplementationproject.The
casestartswithanorganizationalbackgrounddescribingthemainfeaturesofSCC,thenestablishes
the problem with information processes and practices and the way these problems are affecting
businessperformance.SCCcontactsaresearchergrouptogetsomerecommendationsaboutbusiness
intelligence readiness. This document shows a literature review for this topic and describes the
methodologicalprocessandanalysisconductedtopresentasetofproposalsforabusinessintelligence
implementationproject.ThecasestudyendswithadiscussionoftheprioritiestobedefinedforSCC
andasetofcriticalquestionsaboutthefutureoftheproject.

oRGANIZATIoN BACKGRoUND

SCCisashoppingmalllocatedinCali,Colombia.Foundedin1985,SCCisatraditionalplacefor
thecityandsymbolizesadecadeoftransformationanddevelopment.SCCisafirmthatbelongs
toanimportantColombianconglomerateofsupermarketsandstoresandismanagedaspartofthe
realestatebusinessofthisgroup.Inthisway,SCCoperatesasalessorandmanagerofcommercial
spacesforbrandsthatwishtooffertheirproductsandservices.
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SCCisconstitutedunderthehorizontalpropertyregime.Inthisway,SCCisintendedtogenerate
profittobere-investedintheimprovementofinfrastructure,security,events,andservicesoffered
totenantsandvisitors.For2017,SCCreportedanoperatingincomeof$1,973,868,representinga
growthof11.52%inrespectto2016,withagrossmarginof-1.64%andanetmarginof0.4%.

Accordingtothe2017SCCmanagementreport,theshoppingmallhasanareaof49,569m2
distributedacross101stores.Theannualoccupationoftenantswas98.2%,representingagrowthof
9%comparedwith2016.SCCalsoencouragestheleasingofcommonareasforshowsandcorporate
events,buttheseactivitiesconstitutelessthan7%ofSCC’sannualrevenue,while93%ofrevenues
areobtainedfromadministrativefeespaidbytenants(seeappendix1).Themarketingactivitiesof
SCCarebasedontheColombianconsumptioncycle,whichiscenteredonspecificseasonsandina
familiarconcept.Theshoppingmallhighlightsactivitiesfocusedoneachfamilymemberperstage
intheimpulsetrafficofpotentialbuyersfortheirtenants’brands.Asanexample,theColombian
Mother’sDayisinMay,soSCCpromotesactivitiesspecificallyfocusedonmothers,andtenants
promoteproductsandservicesintheirstoreswithspecialoffersforthissegment.

SCCalsodevelopssomesocialactivitiesdesignedtopromotesports,carefor theelderlyor
children,andyouthentertainment.TheseactivitiesareproposedasawaytoreflectSCC’ssocial
corporate responsibility based on the commitment of the brand with the city and to ensure the
positioningof the tenants’stores.Onamonthlyaveragebasis,about190,000vehicles (carsand
motorcycles)entertheshoppingmall.ThankstoSCC’slocationinthecity,theshoppingmallis
apointofreferenceandmeetingforpeopletravelingthroughdifferentmeansofpublictransport.
Nevertheless, there is no estimate of the number of persons who circulate in the mall, and less
informationexistsontheprofilesorthefrequencyofvisitsofthesepeople.Attheorganizationaland
structurallevel,theshoppingcenterismanagedbyaboardofdirectorscomposedofrepresentatives
oftheconglomeratetowhichSCCbelongs,tenantsandmanagersofSCC.Thisboarddelegatesthe
executiontoamanager,whoassignsactivitiestothreedepartments:maintenanceandoperations,
administrativeandaccounting,andcommercialandmarketing.Theshoppingcentercounts23direct
employees. Some critical functions for the organization, such as technological, legal, or human
resources,arecarriedoutfromthebusinessconglomeratetowhichSCCbelongsinacompletely
centralizedmanner.

Withthis,SCCfocusesitsstrategicplanningontwomainaxes.First,themostcriticalaspectof
investingisrelatedtoinfrastructuremaintenance,whichrepresents58%oftheinvestmentbudgetfor
2018.Theshoppingmallrequiresurgentinterventionsinwalls,floors,andceilings,consideringthat
nonewconstructionsorprofoundadjustmentshavebeenmadesinceitsopening.Thesecondaxis
consideredinplanningisrelatedtotechnologyandmarketing.SCCmanagersrecognizedthatlack
ofinformationisacrucialissuetobetreatedbecauseofitsdifficultimplicationsondecision-making
and effects on commercial activities. The importance of adequate technological development to
improverelationshipswithtenants,visitors,andtheconglomeratehasbeenwidelydiscussedinSCC
inrecentyears.Usually,smallbudgetsandlackofcontrolintechnologicalmanagement,including
otherbusinesspriorities,havedelayedtherequiredinvestmentsinthistopic.

SeTTING THe STAGe

InMarch2018,JavierOrtiz,ChiefExecutiveOfficerofSCC,contactedagroupofresearchersin
businessintelligencefromtheuniversitywhereheearnedaMaster’sinMarketing.Mainly,Mr.Ortiz
hastwomotivationsinreachingouttotheresearchers’group:first,the2018budgetforSCChas
assignedloweconomicresourcestodevelopastudythatrecommendsaprojecttorenewthecurrent
InformationSystems(CRM&ERP)anddynamizetheuseofdatafordecision-makingpurposes.
Second,thefinancialresultsofQ1in2018showedaseveredropinSCC’saccomplishmentofits
commercialgoals.
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Ortizbelievesthelackofinformationtomakemoreattractiveofferstopotentialtenantsabout
theprofileofvisitorsattheshoppingmallisaffectingthesellinggoals.Inthefirstmeetingwiththe
groupofresearchers,OrtizsharesasummaryofthecurrentstateofSCCmallandhisworriesabout
thegoalsandresults.Afterthis,theresearchersasksomeexploratoryquestionsaboutinformation
managementandfinancialresults.

Asafirststep,researchersconvinceOrtiztousethelimitedbudgettocreateanin-depthproposal
totransformtheinformationmanagementinSCC,ratherthaninvestinginanewCRMandERP
andacquiringinformationfromsecondarysources.Withthis,researcherstakethisinformationand
proposetoelaborateadocumentthatincludesabroaderscopeoftheproblemswithacommongoal:
identifyingthecurrentbusinessintelligencematuritystagetointroduceaprojectthatwillchange
SCC’swayofinteractingwithitsstakeholders.

Threeweekslater,asecondmeetingwasconducted.Thegroupofresearcherstookcontroland
presentedsomedefinitionstoestablishacommonlanguagebetweenSCCandthegroup.Thefirst
proposalwastoconsideranadjustmenttotheorganizationalstructuredesign,associatingthisdesign
withtheconceptofinformationprocesses.Informationprocessesaredefinedasasystematicpractice
thatallowstheorganizationtosolveproblemsthroughtaskswhereinformationisanessentialresource
forthedefinitionofnorms,objectives,hierarchy,andobjectivesandforobtainingresults.

Onewaytoarticulatetheconceptofinformationprocessestowardbusinesspracticesrelated
toinformationmanagementisthroughtheconceptofbusinessintelligence.Businessintelligence
isunderstoodas theability acquiredbyorganizations to capturedata,process it as information,
andturnitintoknowledge(Alavi&Leidner,2001;Moss&Atre,2003;Surma,2011).Business
intelligenceactivitiesrequireasetofskillsthatinvolveinformationtechnologiesbutalsoinclude
businessprocesses,organizationalculture,andpeople(Kanwal,Singh,&Samalia,2017;Negash,
2004;Pearlson,Saunders,&Galletta,2016;Schwalbe,2015).

Afterthisconsensus,theresearchers’grouppresentedamethodologicaldesignorientedtoobtain
informationtoestablishwhatarethetechnological,process,andpeople’scriticalfactorstoconsider
beforetheacquisitionofasoftwaresolution,basedonKanwal,Singh,&Samalia(2017)suggestions.
The main reasons presented for this were that business intelligence had been approached from
organizationsasapredominantlytechnologicalissue(Chen,Chiang,&Storey,2012;Larson&Chang,
2016).Althoughtheimportanceofthetechnologicalcomponentisevident,thishasledcompanies
to start theprocessof developingbusiness intelligencepracticeswith substantial investments in
software,hardware,databases,andcommunicationsnetworks.Additionaltothisisconductingin
parallelsomeanalysisofthedegreeofpeople’sreadiness,theirculturalinteractions,oradefinition
ofprocessesthatfacilitatetheachievementoftheproject(Hung,Huang,Lin,Chen,&Tarn,2016).
Thus,businessintelligencehasbeenundertakenasatechnologicalinvestment,respondingmoreto
atrendorfashionthemeortosimilaractionsdevelopedbyothercompetingorganizations(Khan,
Amin,&Lambrou,2010;Scholzetal.,2010).

Researchers’ groups have presented other elements of context in the business intelligence
implementationprocesses.Gartner(2016)showsthatorganizationsrecognizethatdatavolumeis
increasingthankstothedevelopmentoftheinternetandtheavailabilityofunstructureddatasources
(suchas texts,audio,orvideos).However, firmsalsoknowthat theydonothave the resources,
capacity,orabilitytoprocesshighvolumesofinformationinashorttime.Thissituationisaggravated
totheextentthatentrepreneursbelievethatinvestmentsmadeatthetechnologicallevel,primarilyto
storeandensurethequalityandprivacyofdata,arenotamortizedduetothedifficultyofnothaving
processes,people,andtechnologiessuitableforuse.

Atthispoint,Ortizwasfeelingcomfortablewiththeproposal,butheneededtosolvetwoquestions
thatwerebotheringhim.Thefirstquestionwasrelatedtotheresultsexpectedbythebusinessfrom
thisproject:settingagoalforthecurrentyear.Howmanytimeswouldittaketoimplementsuccessful
businessintelligence?Thesecondquestionrelatedtothesuccessrateofthefutureproject:whatis
theprobabilityoffailuretoimplementabusinessintelligenceproject?
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Asresearchershaveindicated,onefactorthatconstitutesanessentialbarrieratthemomentin
whichacompanydecidestoundertakeabusinessintelligenceprojectisthehighrateofwidespread
disappointmentassociatedwithinitiativesofthistype,which,accordingtosomesources,isclose
to80%ofprojectsthatreportfailuresorresultsevenlowerthanexpected(Gartner,2017;Pearlson
etal.,2016).

Consequently,theprocessofimplementingbusinessintelligenceaddressedinliteraturefocuseson
fivestages:(1)analysis,(2)design,(3)development,(4)distribution,and(5)evaluation.Eachofthe
stagesinvolvesaprocessofsuccessivestepswhere,attheendofeachstage,recursivereviewsaredone
onthestatusoftheimplementation.Inotherwords,theimplementationprocessisbasedonthelogic
ofpermanentreviewand,beingasubstantiallylinearprocess,anditisaprocesswhoseimplementation
takesapproximatelybetween18and24months.Thetimefactorfortheimplementationconstitutes
oneofthebarriersfororganizationstodecidetoundertakeaprocessofthisnature.

Otherfactors,suchastheurgencyinobtainingshort-termmanagementresultsandthecommitment
requiredintermsofhumantalentandthedemandforfinancialresourcesforthistypeofproject
impliesthatorganizationsperceivetheimplementationofbusinessintelligenceasaprocessofhigh
difficultyandrisk(Hungetal.,2016;Khanetal.,2010).

Forthesereasons,theresearchers’groupproposesthatthisprojectmustbefocusedinthefirst
stageoftheimplementationprocess(analysis),orientedtodiagnosethecurrentstateofbusiness
intelligence practices before an implementation design. The project was named the Business
IntelligenceReadinessAssessment.Withthis,Mr.Ortizproposedtointerviewstakeholders,review
documents,andanalyzethetechnologies,processes,andpeopleatSCCtomakeanextendedproposal
totheboardofdirectorswithanambitiouslong-termgoal,creatinganewdata-basedstrategicbusiness
unitthatdiversifiestheincomesourcesofSCCandallowsthemanagingofallinformationrequired
toimprovethebusinessprocesses.

Moreover,thebestthingisthatthediagnosiscostsSCCnothingbesidestheaccesstosources
ofinformation,suchasbusinessdocumentsandinterviews,thatfocusonthefuturedevelopment
ofamethodologyforevaluatingthebusinessintelligencereadinessoforganizations.Mr.Ortizwas
undoubtedlyfeelinghappyandoptimisticabouttheexpectedresultsofthisstage,whichtookless
thantwomonths.

CASe DeSCRIPTIoN

Basedonthecriticalissuespresentedintheprevioussection,theresearchershaveproposedalistof
questionstoestablishthedevelopmentofbusinessintelligencepracticesatSCC.Thesequestions
havebeensystematizedtobeappliedinsemi-structuredinterviewswiththemanagersandemployees
of the shoppingmall, as suggestedbyVanCampenhoudt,Marquet, andQuivy (2017)andBell,
Bryman,andHarley(2018).

Inthissense,thismethodologycorrespondstoanexploratorystagedevelopedwithaprotocolthat
startswithaninitialsetofthreein-depthinterviewsthatwereconductedwithpeopleinchargeofroles
directlyrelatedtotheimplementationofbusinessintelligence.Theseare(1)administrativedirector,
(2)directorofinformationtechnologies,and(3)directorofmarketingandsales.Theconsideration
oftheserolescorrespondstoaclassificationbypeople,technologies,andprocessessuggestedbyPee
andKankanhalli(2009)andKanwal,SinghandSamaliaproposals,wheretheintervieweesanswer
questionsaboutthreedimensionsbasedontheirknowledgeoftheorganization.

The script, interview protocol, and answers obtained were transcribed and analyzed using
hermeneuticanalysissoftware(AtlasTI),werecategorieshavebeenconsideredasemergingofthe
responsesreceivedfrominterviewees,butthengroupedusingtheproposedframework(Bell,Bryman,
&Harley,2018).Forthedevelopmentoftheinterviews,ascriptwasestablishedconsistingofthe
aspectspresentedinTable1.
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Then,theresultsobtainedinthefirststagewereevaluatedwithasecondsetofinterviews,also
withanexploratorymethodology,tendingtovalidateimpressionsonnon-managerialemployees.
Ninesemi-structuredinterviewswereappliedthataimedtoknowsomecomplementaryaspectsofthe
threedimensions,seekingtoinvestigatethepotentialoftheimplementationofbusinessintelligence
practices(VanCampenhoudt,Marquet,&Quivy,2017).Finally,twelvesemistructuredinterviews
werecompiledtoknowtheimpressionsofthediverseactorsrelatedtotheorganization(Bell,Bryman,
&Harley,2018).Theresultsoftheseinterviewsweretranscribedandanalyzedbytheresearcher’s
groupusingspecializedsoftwareforthequalitativeanalysisofhermeneuticalinformationunits(Atlas
TI).Figure1showsanextendeddescriptionofthemethodologicalprocesscarriedoutinthisproject.

Asproposedinsomeframeworksontheevaluationofcriticalsuccessfactors(Olszak&Ziemba,
2003;Yeoh&Koronios,2010),theincidenceofeachelementinthecurrentstateoftheevaluated
organizationwasconsidered,but,unlikewhathappenedinthesesources,theinformationofinterest
forthiscasewasfocusedontheopinions,interests,reasons,andattitudesoftheintervieweeswith
theseaspects.

Theanalysisoftheinformationobtainedconsideredtheinterrelationshipsbetweenthedimensions
ofpeople,processes,andtechnologies.Althoughanalysisofeachdimensionallowsadescription
ofthegeneralitiesoftheorganizationsoanalyzed,itisintheinteractionbetweendimensionsthat
theopportunities,strengths,threats,andweaknessesareevidentbeforetheimplementationprocess.

People-Processes Dimensions Interaction
Themostoutstandingoftheelementsappreciatedintheinteractionbetweenthedimensionsofpeople
andprocessesarelinkedtotheneedtoestablishaproceduralguidethatallowsgreatercoherence
and better communication between people’s requirements and information processes. For the
interviewees,thisisafundamentalsteptowardbuildinganinformationculturesinceitallowsthem

Table 1. Critical dimensions and factors in evaluating Business Intelligence Readiness based in Pee & Kankanhalli (2009), & 
Kanwal, Singh & Samalia (2017)

Key related factors

Dimensions People Processes Technologies

People Personalbehavior
Groupbehavior
Organizationalculture
Skillsandcompetences
Internalandexternalrelationships
Organizationalgoals

Normsandprocedures
Informationculture
Teamwork
Definedrolesand
responsibilities
Efficientlydistributed
information
Trainingandchange
management

ITadoption
PeoplereadinesstonewIT
ITimpactonpeople
BeliefsaboutiTinjob
ITusageinjob
ITinjobefficiency

Processes Normsandprocedures
Informationculture
Teamwork
Definedrolesandresponsibilities
Efficientlydistributedinformation
Trainingandchangemanagement

Sharedinformation
Collaborativejobpractices
Informationprocesses
Trainingpolicies
Corporativestrategy

Dataqualityandquantity
Automatizedreports
Datacapturestandardized
EnoughITresourcessupporting
businessprocesses
ContinuoustraininginIT

Technologies ITadoption
PeoplereadinesstonewIT
ITImpactonpeople
BeliefsaboutITinthejob
ITusageinjob
ITinjobefficiency

Dataqualityandquantity
Automatizedreports
Datacapturestandardized
EnoughITresources
supportingbusiness
processes
ContinuoustraininginIT

ITinfrastructure
Databases
Informationsystemsintegration
Informationsecurityandprivacy
Monitoringandalertsystems
Automatization
Technicalsupport
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totakeadvantageofthepositivevaluesoftheorganizationalculture,suchascharisma,thesenseof
belonging,andthecommitmentofthecollaboratorsatSCC.Asaresultofthesetasks,itisexpected
thattheimplementationofbusinessintelligencepracticeswillbeorientedsothattheparticipants
willgainanunderstandingofthebusiness’sbehavior;thiswillallowthemtooperatemorefrom
knowledgeandlessfromintuition.

Withthis,theintervieweesmustalsobewillingtobetrainedinwhateverisrequiredtoimprove
theperformanceoftheirtasks.Theperceivedbenefitsarehigherthantherisksiftheyconsiderthat
thiswillnotonlyhelpthemdirecttheirtimetowardmorecriticalandstrategictasksbutcouldalso
enablethemtoperforminthefutureinotherorganizationswithmoreadvancedinformationcultures.

Amongtherisksthathavebeenmentionedareaspectssuchashavingtoworkinout-of-business
hoursorthelackofcapacitytoaccessinformationfromanywhere.Anotherissuehasbeensaidbased
onahypotheticalsituationwhere thebusiness intelligencepracticesarenotused toproposeand
developactionsthatimprovebusinessperformancebutcouldbeusedtointensifythesupervision,

Figure 1. Methodological process protocol based in (Van Campenhoudt, Marquet, & Quivy, 2017; Bell, Bryman, & Harley, 2018)
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convertingbusinessintelligenceinanexhaustiveandundesiredmechanismforcontrol(seedetailed
resultsinAppendix2).

People-Technologies Dimensions Interaction
The relationship between people and technologies manifests itself in several ways through the
methodologyused.Thelowratesofuseofinformationtechnologiesforthedevelopmentoftheir
dailyworkactivitiescontrastwiththehighwillingnesstouseinformationtechnologies,aswellas
theperceivedbenefitsofthem.However,atagenerallevel,theintervieweesagreethatSCCisan
organizationthathasappropriatelyinvestedintechnology.Therightinvestmentintechnologiesisa
criticalfactorinmaintainingthewillingnessoftheorganizationtokeepupwiththecurrentdynamics
ofthemarket.Nevertheless,intervieweesalsoemphasizethattherearestillopportunitiestotake
advantageofinformationtechnologiesstartingfromtheintegrationofSCCinformationsystems,
accompaniedbymoretrainingandpoliciesdefinedbythemanagers.

Interviewedemployeesagree that theydemandthe implementationofpracticesandtoolsof
business intelligence in their daily tasks since they perceive that these can bring great job and
organizationalbenefitsandcouldimprovetheirefficiency.Thisgroupalsoconsidersthattheavailable
businessinformationmustbeexcellentinquantityandquality,butthisinformationisnotavailable
andaccessibletoallsincetheysometimesfeelthattheiractionswhentheydonothaveinformation
goagainstwhatisexpectedofmanagers,tenants,andvisitors.Thisdescriptionisanopportunity
for improvement thatmustbeexploitedurgently, soSCCmustprioritize to identifypracticesof
informationmanagementforthisindustry,which,ifnotimplemented,couldresultinnegativeresults
forSCCinthefuture.

At the same time, some of the perceived damages of implementing business intelligence
practicesinSCCarerelatedtothepossibilitythatnewtoolsandprocessesgeneratedistractionsor
reducethequalityofhumaninteraction,elementsthattheyconsideroneofthecriticaladvantages
oftheirorganizationalculture.Otherpotentialdamagesarefocusedonhowsomeemployeesdonot
feeladequatelypreparedforthearrivalofthiskindofinnovation,sotheyfeeloverwhelmedbythe
possibilitiesthatthiscouldinvolve.(SeedetailedresultsinAppendix3)

Processes-Technologies Dimensions Interaction
Regardingtherelationshipbetweentechnologyandprocesses,theamountofdatathattheorganization
generatesdailycontrastswiththeperceptionofscarcityofinformationavailabletotrackbusiness
processesandfordecisionmaking.ManagersandemployeesofSCChaveemphasizedthedifficulties
inbuildingsimplereportsandarticulatingdifferentsourcesofinformation.Thesedifficultiesconstitute
arepeatedcomplaint,especiallyforpersonsresponsibleforcommercialgoals.Somedoubtsabout
thereliabilityofthedataandtheinformationpresentedinreportsandanalysesalsoemerge.

Besides,SCCmanagerswhoarenotdirectlyrelated to theareaof information technologies
considerthatthereisanunderutilizationofinformationtechnologyresourcesthatarereflectedin
thefactthattheinvestmentsmadeareneitheramortizednorgeneratevalueinnovelinitiativesor
the improvement of processes efficiency. The disconnect between technologies and information
processes,asdescribed,startsfromthemultipleentriesofdatathatarenotadequatelycontrolled
andincreasesinthepredominantcultureofpaperuse.Incontrast,employeesconsiderthatsome
informationtechnologyresources,likeCRMandERPsystems,arepoorlydesigned,donotintegrate
information,anddonotfacilitateroutinetasks.Thesesystemsareperceivedas“blackboxes”inthat
peopleseeandgeneratereportsandaggregatedatabutdonothaveaccesstorawdatatopropose
newstrategies,models,ortactics.

Concerns are also raised regarding the types of contracting and acquisition of information
technologies.Someelementsshowalackofknowledgeofwhatwasagreeduponbetweenthesuppliers.
Astechnologymanagementisanotdirectlycontrolledprocess,SCCdoesnothavepoliciesandrules
abouttechnologyacquisitionorusage,andtechnologicalplanningisabsent.Inthisway,SCCmanagers
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claimtheabilitytomakedecisionsintechnologymanagementthatenabletheintegrationanddigital
transformationofthefirm.Indeed,therearealsocommentsassociatedwiththelackoftrainingand
thedefinitionofstandardsandtechnicalsupportpolicies(SeedetailedresultsinAppendix4).

Business Intelligence Maturity Analysis
InthecaseoftheSCCshoppingmall,thematuritylevelofthebusinessintelligencepracticescould
beinferredusingliterature-proposedmodels,aspresentedbyHribar-Rajterič(2010).Forthiscase,
Table2synthesizessixmodelsofmaturitywithitsdescriptionandtheSCCfeaturesexplainedbythe
answersobtainedthroughin-depthinterviews(Deng,2007;Eckerson,2007;Hagerty,2006;Kašnik,
2008;Rayner&Schlegel,2008;Williams&Thomann,2003).

Frombusinessintelligencematurityanalysis,itcouldbeinferredthatthereareacertainwillingness
andinterestoftheorganizationanditsmemberstoadvanceinthisaspect.Prioritytasksshouldbe
carriedoutinthedimensionsofprocessesandtechnologiesandtheircorrespondinginteraction.As
thishappensinthiscase,itisfeasiblethatwhenconsideringotherorganizations,otherdegreesof
maturityanddimensionsthataremoreprominentorinacriticalsituationmaybeidentified.

However,inthecaseofSCC,thelevelofmaturityusuallyoscillatesbetweenlevels1and2(from
basictobasic-intermediate).Anothersignificantlearningofthedevelopmentofthematuritymodel
analysisisorientedtotheincorporationofnewelementsandchallengesintheoveralldevelopmentof
theproject.Itisespeciallyimportanttoconsidertheinclusionofthefollowingphasesintheprocess
ofimplementingbusinessintelligence,suchasdesign,output,andevaluation.Untilthisresult,the
project focusedonlyon the initial-conditionsanalysisphase.However,aholisticvision involves
consideringtheplanningoftheproject, togetherwiththeanalysisofpotentialcontingentfactors
that,atagivenmoment,mayentailinterventionsorchangesinthedevelopmentoftheproject,even
whentheresultisalreadyunderway.Theaspectsdeterminedintheevaluationandmonitoringofthe
implementationofthistypeofpracticemustalsobeincludedandconsidered,bothattheliterature
andpracticalapplicationlevels.

CURReNT CHALLeNGeS / PRoBLeMS FACING THe oRGANIZATIoN

Someweeks later, the resultspresentedabovewerepresented to JavierOrtiz.On thediscussion
of thecurrentsituationof thecompany,firstofall, itcanbedetailedthat thenumberofactions
susceptibletoperforminanyofthedimensionsshouldbeanalyzed.Thislistofactionsrepresents
anadditionalchallenge,consistingoftheprioritizationoftheactivitiestobecarriedoutintending
toimplementbusinessintelligencepractices.Particularprioritiesareidentifiedinthetransformation
ofthedynamicsofinformationprocessesandthetechnologiestobeusedbytheorganization.An
initialactioninvolvestheconstructionofamapofprocessesofcapture,integration,analysis,and
distributionofinformation.Thismapmustincludeadetailedlistofreportsofrecurrentuse,aclear
definitionof therolesrelated toeachtypeofreport,and thepropositionofsomeobjectivesand
indicatorsofcomplianceonqualityinthedescriptionoftheestablishedprocesses.

Also,Ortizreferstothehighgradeofinformalitypresentedoninformation-relatedprocesses.
Usershaveahighdependenceon twospecificpersons (analysts) toget informationwhodonot
generatefastandagileinformation.Decision-makingcouldbedelayedifanalystshavetoprioritize
high-levelmanagementrequirementsorhavetechnicalproblemswiththeplatforms.Itisessentialto
developaninformationalculturewherepeopleenhanceautonomyforprocessingandanalyzingthe
informationastheyneedit,whichislinkedtothereviewofthetechnicalspecificationsofinformation
technologiesthatsupportbusinessprocesses.Ortizalsoconsidersitcriticaltoattacktheabsence
ofanorganizationalpolicyforthestandardizedcaptureofdata,developingastrategytodiminish
paperusage.SomeoftheSCCbusinessinformationisstillmanagedinspreadsheets(e.g.,Microsoft
Excel),whichdoesnotallowthecontrolandapplicationofdataprivacyandsecurityregulations.
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RegulatoryrequirementsreceivedOrtiz’sspecialattention:thefactthatSCCdoesnotmanagelegal
issuesdirectlyisagoodreasonforapriorityreviewofthistopic.

Inthepeopledimension,Ortizbelievesthatorganizationalculture,changereadiness,aswell
asindividualskillsandcompetenciesarecriticalfactorsfortakingadvantageofsuccessfulbusiness
intelligenceimplementationatSCC.Nevertheless,Ortizisworriedaboutthepeople’sperceptions
ofalackofprecisionandqualityinformationbeingprovidedforthesesystems.Apriorityaction
totakein thisregardis toreviewthecontractualconditionsofERPandCRMproviders toseek
opportunitiesbeforeapotentialrenovation.Amendmentstothesecontractsshouldincludeextensive
training,integrationpossibilities,anduser-baseddesign.

Table 2. Business intelligence maturity based on Hribar-Rajterič (2010)

Name of model Author(s) Level 
identified 
for SCC

Description

Business
Intelligence
MaturityModel

Williams&
Thomann
(2003)

Second
(Stage2)

Everydayuseofinformationisconductedinthesameunstructured
wayasbeforetheDataWarehousewasintroduced.Benefitsofthe
DataWarehousearevisibleintheformoffasterandintimetoaccess
toinformation.Demandsforinformationarefocusedonquestioning
“what”businessuserswanttoaccessandareusuallyintheformof
dataelements,whicharepassedfromend-userstotheITdepartment.

TDWIBImaturity
model

Eckerson
(2007)

Infant
(stage1B)

IntheInfantphase,acompanyisfacedwithnumerouspartialdata
sourcescalledSpreadmarts.Eckerson(2004)definesSpreadmartsas
spreadsheetsordesktopdatabaseswhichareusedasareplacement
forregionaldatawarehouses.Eachofthemcontainsaspecificsetof
data,metrics,andruleswithasmallornocorrelationatallbetween
eachother,operationalreportsoranalyticalsystems.Fragmenteddata
sourcesareproducingconflictingviewsonbusinessinformation.
Theyunderminetheeffectivedecision-makingprocesssupportedby
strategicgoalsandpreventacleanandconsistentviewofalleventsin
thecompany.

Gartner’smaturity
modelforBIand
PM

Rayner&
Schlegel
(2008)

Unaware
(stage1)

Thismaturitylevelisoftendescribedintheliteratureas“information
anarchy”whoseindicatorsareinconsistentdata;incorrectand
inconsistentdatainterpretationandconstantchangesarestruggling
tofulfillindividualordepartmentalinformationneeds.Usageof
spreadsheetsishigh,whiletheuseofreportingtoolsislimited.
Acompanydoesnothavedefinedmetricsforperformance
management.Acompanyisnotdevotedtoanddoesnotunderstand
theimportanceoftheBIandPM.Informationmanagementisleftto
theITdepartment,whichisalsoresponsibleforreporting.Funding
comesfromtheITbudgetandischargedtoacostcenter.

AMRresearch
BI/PMmaturity
modelV2

Hagerty
(2006)

Reacting
(level1)

Mostprojectsaretacticalanddealwiththeimprovementofaccess
tooperationaldata,reducingreportingperiods/delaysandincreasing
visibility,efficiencyandsuccessofindividualdepartments.Data
deliveryismaintainedonthedepartmentlevelandhistoricalevents.
Theorganizationdependsondesktoptoolsand“ad-hoc”queries
performedbyindividualswithverylittleornoconsolidationatall.

Business
Intelligence
Maturityhierarchy

Deng
(2007)

Data
(stage1)

Anorganizationatthislevelcollects,cleanses,standardizes,and
keepsdatafromdifferentsourcesconsistent.Thegoalatthisstageis
toestablishintegrated,clean,andhigh-qualitydata.Dataqualityisa
startingpointforintroducingDWandBI.

Infrastructure
Optimization
MaturityModel

Kasnik
(2008)

APIO
Class-
Basic

TheAPIOclassfocusesonmakingbetterbusinessdecisionsthrough
thedeliveryofhigherqualitydataneededbyemployeestomake
decisionsonalllevelsofbusiness.
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Ortizalsobelievesthattechnologydecisionsareprobablyoflesspriorityuntilthedefinitions
oftheinformationprocessbecomeevident.Anytechnologicalimplementationprojecthasahigh
probabilityoffailureiftheprocessesarenotadequatelydefined.Peoplewillbecriticalofmaking
amorenaturaltransitionprocess.OrtizhasaclearinsightintothehorizonforSCC:passedfroman
organizationwhereinformationwasnotthemainissuetoanorganizationbasedondatathatprovides
informationforinternalandexternalusageorientedtomaximizethevalueandimprovethebusiness
performance.

Thisactivityexecutionalreadysupposesascenarioofconditionswithsignsofimprovementto
avoidthepotentialfailureofthebusinessintelligenceproject.However,althoughtheprojectcould
startaftertheseactions,itisalsoaprioritytoincorporateachangemanagementandtrainingprogram
intotheactionplan.Thisprogramshouldbeframedintheuseofafavorableworkingenvironment,
organizationalculture,andthewillingnessofuserstotraininnewpracticesandprocessesaswellas
theuseofnewtechnologiestoimproveworkefficiency.

Ortiz considers that this business intelligence readiness assessment analysis also must be
complementedwith the inclusionofotheraspects, suchasprojectmanagement, thecompetitive
environmentoftheorganization,ortheelementoffinancialresourcesavailableforimplementation,
whichisalignedtosuggestionsfromVillamarín-GarcíaandDíazPinzón.Ontheotherhand,the
literatureregardingBusinessIntelligencesuggestsconsideringadditionalpotentialdimensionsto
haveacompleteviewofbusinessasawaytoavoidthepossiblefailureoftheproject.Forexample,
thiscaseissupportedinthetraditionalframeworkofPeople,Process,andTechnologiesproposedby
Pee&Kankanhalli(2009);otherdimensionsthatcouldcontributetogiveabroaderscopeofbusiness
intelligencereadinesshavenotbeenincluded.Additionalaspectsthatmustbecoveredcouldbethe
typeofproducts,firmactivityandsize,andmanagementstyles,amongothers.

Besides,someaspectsofprojectmanagementmustbeconsidered.Projectmanagementpractices
mustbeinvolvedtoimprovetheprobabilitiestogetasuccessfulimplementation.Asafirststep,SCC
shouldconsidersettingarealisticgoalbasedonthestageofbusinessintelligencematuritythatthey
willtrytoachieve.Iftheydecidetogiveajumpbetweentwoorthreelevelsofmaturity,thiswill
probablyimplyabigprojectwithsignificantmoneyinvestmentsandhigherpotentialrisks.

Regardless,thebusinessintelligenceimplementationprojectmustincludetechnicalandbehavioral
issuestobedeveloped.Intechnicalissues,SCCcouldstartbybenchmarkingtechnologicalproviders
whiledevelopingprocessesreengineeringforsimplifyingtheinformationprocesses.Inbehavioral
issues, SCC should start with change management and training programs that enable people’s
readinessforthebusinessintelligenceimplementationprojectsuccess,andthenforproductivedaily
tasksacrossbusinessinformationmanagement.

Manyimportantquestionsremainafterthebusinessintelligencereadinessassessment:Howwill
SCCproceedregardingthebusinessintelligenceproject?HowwillMr.Ortizprioritizethetasksto
berealizedbeforestartingtheacquisitionoftechnologicaltools?IsSCCactivelypreparedtoassume
thechangesthattheimplementationofevolvedbusinessintelligencepracticesrequires?Whatisthe
kindofprojectneededtoevolvethebusinessintelligencematuritystagetoahigherlevel?
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APPeNDIX A

APPeNDIX B

Table 3. SCC’s Income statement accounts summary in US$ Dollars

2017 2016 Var (%)

Operatingrevenues $1.973.869 $1.769.914 11,52%

Operatingexpenses $2.006.300 $1.682.157 19,27%

Grossprofit -$32.431 $87.757 -136,96%

Netprofit $7.827 $109.729 -92,87%

Table 4. Interaction between people-processes

Key factor Analysis Commentary

Normsand
procedures

Theabsenceofformalnormsandprocedures
generatesproblemsofcoherencebetweenactions
andresults,andalsocommunicationproblems

“Recentarrivalofnewemployeesdifficulties
processesbythelackofastandardizeguide
offunctionsandroles”

Informationculture

Thereisnotaninformationculture,butthe
organizationhasintentionsandwillingnessto
createit.Isimportanttosolvetheproblemofthe
concentrationofinformationonlyonhigh-levels.

“No,wedonothaveenoughinformation
culture,butwecandevelopitwiththeright
trainingprocesses.”
“Wedonothaveinformationculturebecause
dataandinformationareconcentratedintwo
orthreepersons.Adailybattleistosolve
urgentproblemsbasedonintuitionmorethan
information.”

Teamwork

Giventheinformation’concentrationandthe
lownumberofemployees,opportunitiesfor
teamworkarescarce,andeachpersonmakesjust
his/herworkusingwhattheyconsiderthemost
convenientways

“Wedonotmakestandardizedreports
becauseeachemployeehasdifferentneeds,
andthisisnotorganizedandplanned.”

Rolesand
responsibilities

Thereisadefinitionofresponsibilitiesbut
thelackofteamworkbuildabarrierforthe
processesefficiencybecauseeachSCCmember
dohisjobastheythinkmustbedone

“Whenanewbossarrivesandchangeour
jobpracticesandroutines,peoplereactwith
blocking”

Efficient
deploymentof
information

Concentrationofinformationimpliesthatonly
managersandCEOcouldhaveexclusiveaccess
tobusinessinformation.Othermembershaveto
supportdelaysandfrequentmistakes

“Todoreportsformydailyjobcouldexpense
nearoffourhoursofmyweek.”
“Whenreportsaredependingonme,andIdo
nothaveCEOrequirements,Icandeliveritin
twoorthreehoursapprox.”

Training
andchange
management

SCCmanagersandemployeesshowenough
willingnessandopennesstoconducttrainingand
changemanagementactivities

“Thisisagreatplacetowork.Iamsurethat
Iwanttolearnmoretoperformmyjob,but
sometimeswedonothaveenoughtimefor
this”
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APPeNDIX C

Table 5. Interaction between people-technologies

Key factor Analysis Commentary

ITadoption Asmallgroupofemployeesare
intensiveusersofIT

“Just40%ofemployeesmakedailyusageofERPandCRM
informationsystems.”
“CRMisdifficulttouse,andinformationdoesnotlook
reliable.”
“ERPiseasy-to-usebutfrequentlyisdownorblocked.”

People’s
readinesstoIT

PotentialusersofITshowhigh
interestinlearningandusingfor
dailyjobroutines

“Iremainupdatedaboutlasttechnologicaldevelopmentsto
incorporateinmydailylife.”

ITimpacton
people.

PotentialusersofITconsiderthat
impactispositivebutcouldbe
betterifITresourcesaremore
accesibleandequitable.

“She(herboss)givesmetheinformationthatIrequiretodomy
job,butfrequentlythisinformationisoutdated.”
“IthinkifCRMcouldbebetter,Iwoulduseitfrequently,butis
a“blackbox”andisnottrustable.”

Usageof
technologyin
job

Intervieweesconsiders
technologiesasdistractorof
strategicalactivitiesforSCC.
Poorlymanagedimplementations
coulddiminishthequalityof
therelationshipsbetweenSCC,
tenant’sandvisitors

“Technologiescouldhelptodomybestjobeveniftheyarenot
usedtocontrolmypersonallife.”
“Ifeelopentousingbusinesstechnologiesonlyinmyofficeand
injobhours.”

ITasasource
ofinformation

Predominantwayforseeking
informationaremanagers,nothe
informationsystems

“CRMshowsoutdatedinformation.Frequently,Iprefertoask
mybossorcolleagueiftheyhavemorerecentdatatodomy
job.”

ITasasource
ofefficiency

Informationtechnologies
areperceivedasasourceof
efficiencywheninformationhas
highqualityandisupdated

“SometimesIhavesolvedproblemsquicklywiththeusageof
ERPreports,butthisisnotfrequent.”
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APPeNDIX D.

PeRMISSIoN NoTe
Allnamesprovidedinthiscasehavebeenreplacedforapseudonymtoensureconfidentiality.

Table 6. Interaction between processes-technologies

Key factor Analysis Commentary

Dataquantity
vs.Information
quality

IntervieweesconsiderSCChashighamountsof
data.Nevertheless,thereisnoconsensusabout
thequalityoraccessibilitytodata.Information
processedisconsiderednotwhollyreliableand
detailedfordecisionmaking

“CRMcampaignsarenotmeasurable.Iamsure
thatwecouldgetmuchinformation,butthetool
ispoorlydesigned.”
“Thereisnowaytoextractinformationdirectly
frominformationsystems.”

Report’s
automatization

Processesarenotautomatized,andpaperculture
ispredominant

“WeuseExcelasanefficientwaytoknowwhen
andhowmakingacallorrenewacontract”
“Allbusinessinformationissupportedinanin-
housearchiveprintedpaper-based.”

Datacapture
practices

SCCmakesanimportantnumberofevents
wherecollectsdata,butthereisnotadefined
protocoltoanalyzequality,veracity,andprivacy
ofinformation

“IfIwanttoextractorfilteradatabasefor
makingamarketingcampaignIdon’thave
amannerofknowingifacustomerhasbeen
contactedpreviously”

ITsupports
business
processes

SCChasprogressedinimprovingtheIT
infrastructure,butthelackofcontroland
managementinITresourcegenerates
problematicsituationsformanagerelationships
withtenantsandvisitors

“Fiveyearsago,wedidnothaveawaytoget
informationaboutbusinessperformance.”
“Wecanaccesshistoricalinformationof
businessinourCRMandERP,butjustifitis
basedonaggregateddata.”
“Whenapotentialtenantarrivesandwantsto
knowtheprofileofourvisitors,wegivethem
estimates,butnot100%certainlyinformation.”

ITpoliciesand
norms

Thereisalackofdefinitionofsupportservices.
Theemployees’contractistheonlydocument
whichemphasizesinresponsibilitiesaboutthe
usageofinformationandtechnologies.

“WhenIhaveaproblemwithtechnologies,I
calltoAndres(ITsupportrepresentative)andhe
takesalotoftimetocametomyoffice.”

ITtraining SCCinvestsontrainingbutisinothertopicsfar
oftechnologyordatamanagement

“InmyfirstdayatSCC,mybossgivesmea
usernameandapasswordforaccessingtothe
ERP,nomore”
“Ijustcanrememberoneortwomeetings
oftraininginITinmy12yearshereinthe
company.”
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