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Abstract

This dissertation provides fundamentd conceptud building blocks for a new theory of IS
implementation. The main argument presented is for a a new perspective to supplement and
complement the main exiding perspectives on IS implementation: the technological determinist
perspective, the manageria imperative perspective, and the socio-technicd interactionist
perspective. In this the research seeks to overcomes identified shortcomings of these exigting
goproaches to underganding IS implementation.

The reseerch methodology emphasizes multidisciplinary theory-building, based on the resource-
based approach to drategy, usng autopoiesis as the key organizationd epigemology. The
research explores the concept of organizationd climate dimensons as the shepers of
organizationd contexts, and relates these to information systems research on implementation. The
new pergoective developed emphasizes managerid action and organizationd contexts as a mid-
level gpproach, bridging the gagp between top-down, rationdist methods and bottom-up, emergent
approaches.

Based on this conceptud framework, the context for IS corporate governance is operationdized
and presented as a causd modd with five independent varigbles - 1S Intent, Discipling, Trugt,
Support and Structurd 1Srelated factors and one independent variable, 1S-Organizationa
Learning. Data collection is carried out in large Portuguese companies by means of a podd
questionnaire. The empirica datais supplemented by five short case dudies.

The key condudions of the thess are: (1) The dudity managerid action - organizationd contexts
opens up whole mew possibilities for research and practice of IS implementation. (2) The use of
the nation of organizationd contexts dimensons as a research tool dlows the andyss to go

deeper than the vague generdizations about organizations found in most current literature. (3) The
use of quantitative methods to investigate | S-related organizationa contextsis not suitable, except
for descriptive purposes, semi-gructured interviews and in-depth case studies are recommended.
(4) Two specific dimensons of ISrelated contexts are suggested as topics for further
investigation: IS Intent and 1S Structurd factors
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Chapter 1

| ntroduction

Like the mainstream of IS writers, the interpretivi sts have also focused mainly on the nature of
IS, to the relative neglect of the concept of organization. Their writings do of course imply
particular views of organization, which are different from the goal -seeking model (...) but they do
not present well-defined models of organization, which could be used in any detailed sense to
shape and guidethe provision of | Swithin an organization

Checkland and Holwell, 1998: 71
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1.1. Introduction

In this dissertation we propose to address the issue of information systems implementation and to
contribute towards a new gpproach to thisissue. The new approach is organizationd, in oppostion
to the technicdl, the Strategic or the emergent gpproaches, which have dominated the discipline so
far. We argue tha these existing gpproaches, dthough useful and relevant, only tackle parts of
the problem. We argue that the information systems discipline needs a new gpproach to
complement the exiding ones and which will afford an overdl, dl encompassing view of the

implementation phenomenon.

Professor Peter Checkland and Sue Holwel (1998:61) argue that the information systems
disciplineisin agae of confuson

In awell-established field it would be possible to describe the field in terms of the history of such a
learning cycle. But as soon as this is attempted for IS, by going to its literature, confusion reigns,
with many contradictory positions and approaches adopted, often without acknowledgement of
the existence of alternatives.

One of the reasons for this sate of affairs, according to Checkland and Holwdll, is the reaive
ignorance in the fidd about the diversty of concepts of organization and, therefore, about the
exigence of dternative gpproaches to information sysems based on dternative views of
organizaion. This is why we bdieve it is essentid to introduce an organizational approach to
information systems parlance. In other words, by demondrating that it is useful and important to
have a more encompassing (i.e. organizationd) view of information sysems phenomena (of
which implementation is one), we hope to pave the way for a better understanding of the concepts
of organization and for less confuson in thefield, at least in this repect.

In the present chapter we introduce the key concepts that we will be dedling with throughout the
dissertation, as well as the research problem and the research approach. The research problem,
as we will see below, is not a sngle problem but a set of related issues. In a dissertation dedling
with such a broad issue as implementation, it would not make sense to have a single research
problem. Hence, we put forward severa issues, which have been a the origin of the research
proposals we have submitted throughout the PhD Programme and which have led to the present
thesis. Together, they condtitute the research problem (or problems). In the research gpproach we
explain the method we have usad to tackle the reseerch problem. Again, it is not asngle method
but a set of methods, where conceptud development is the most important. In line with the sub-
titte of this dissertation (Towards a New Theory) we have placed a stronger emphagis on
theoreticd and conceptua development rather than on empirica research. Under the research
approach, we introduce the topics and the subject areas where the conceptua devel opment work
has been carried out and we aso outline the key directions and idess behind the empirical work.



1.1.1 Some useful definitions

One of the issues that Information Systems (1S) researchers and practitioners have been trying to
address ever Snce computers began to be adopted by organizationsis asmple one: “how to make
the mog out the invetment in Information Technology (IT)?’. The problem is shown
diagramdicaly in Figure 1.1 beow. Invetors invest in IT hoping to achieve better organizationd
effectiveness. Better organizationd effectiveness can take many forms, but basicdly IT can hep
in one or severd of the following ways.

reducing costs

improving the firm’s management information
improving the firm's competitive pogtioning
enabling organizationd restructuring

N N ) N

In order to achieve any such objectives, the firm must be able to implement the new technology
effectively. And this is where the problem garts. What does implementation mean? And worse
dill, what does effective implementation mean? One way of tackling the issue is through
evduation. In other words, for implementation tools and techniques to be conddered effective,
evauaion measures mugt be put in place, for example, financid measures. The IS literature is
rich on research designs amed & reaching conclusions about effectiveness of IT gpplications, but
unfortunately the outcome of such literature is not very conclusive, as we will see further on.

Figure 1.1 - A simplified view of IS implementation

Level of Competititve
investment in IT «— |pressures within
in agiven industry industry
l _ Improved
Investmentsin effectiveness
Information > of organizational
Technology T processes

IS
implementation/
evaluation
tools and techniques

Before going any further, however, let us look firg a some useful definitions. Frgtly, what does
the dictionary say about the word implementation? Turning to the Oxford English Dictionary
(1989) we find:



Implementation: The action of implementing; fulfilment.
Implement: 1. To complete, perform, carry into effect (a contract, agreement, etc.); to fulfil (an
engagement or promise). 2. To complete, fill up, supplement.

And to the Webgter's Third New Internationa Dictionary of the English Language (1961):

Implementation: Theact of implementing or the state of being implemented
Implement: la. To carry out; to give practical effect to and ensure of actual fulfilment by concrete
measures. 1b. To provideinstrumentsor means of practical expression for

From these dictionary definitions, we see that the notion of implementation carries with it a
semantic load indicating “completing”, “fulfilling” and “giving practical expresson” to something.
But, in the specific case of implementing IT, what is the meaning of such expressions, in other
words, when can we sy that we have implemented IT?

The answer to this question can begin to be worked out by looking closdy & the types of
information systems definitions which we have adopted in this research. The first oneisby Land
(1985:215, our empheds).

An information system is a social system, which has embedded in it information technology (...)
it is not possible to design a robust, effective information system incorporating significant
amounts of the technology without treating it asa social system

The sacond oneis taken from Symons (1991:186/187, emphases added).

[An information system is| a complex social object, which result from theembedding of computer
systems into an organization (...) where it is not possible to separate the technical from the
social factors given the variety of human judgements and actions, influenced by cultural values,

political interests and participants particular definitions of their situations intervening in the
implementation of such a system

The third definitiond statement is by Checkland (1998:110/111).

Any and every “information system” can always be thought about as entailing a pair of systems,
one a system, which is served (the people taking the action), the other a system which does the
serving [the processing of data (capta) relevant to people undertaking pur poseful action]

From these definitions, two key points stand out:

(1) talking about information systems implies talking about two types of entities: one of a
socid nature and the other of atechnologicd nature;
(2) the process of integration between the two entities is a fundamenta one.

Checkland (1998) argues that the whole process of 1S implementation is, in fact, a process of
organizationd change. From this it follows that 1S implementation could be condrued to be a
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process of change where akey criterion is integration, i.e. the embedding of 1T-based systems
into organizations. Hence, among cther interpretations, we might say that ISimplementation isa
(never-ending) process of change aimed at the integration of technological artifacts into
the social structures and processes of the organization.

The definitions above are dso useful in bringing out the problem of the diginction (or the non-
diginction) between IS and IT. IS (information system) is the new socid object, which results
from the integration of IT (information technology), while IT comprises the *computer sysems’,
whch are brought in from the externd environment. However, as Symons points out, the
separaion between IS and IT is difficult and sometimesimpossible. Therefore, when talking about
information systems or about an information sysem sometimes oneis focusing more on the socid
object and other times on the technologicd artifacts. The didtinction is far from being dear-cut
and for that reason the dua acronym “1SIT” is often used in the literature. The same happensin
this dissertation.

1.2. The research problem
1.2.1 The information systems discipline and the search for a new paradigm

According to Kuhn (1970), the mogt fundamentd set of assumptions adopted by a professond
community, which dlows its members to share amilar perceptions and engage n commonly
shared practices, is cdled a paradigm. Thus, we might say that the IS discipline paradigm is
reflected in the definitions accepted and shared by the IS academic community. Over the years
many definition satements for the discipline have been proposed, and trying to arive a a
commonly accepted definition could prove to be a never-ending task.

For purposes of establishing an initid platform of didogue between us and the readers, we will
use a set of definitions, which has been put forward for discusson by an authoritative body, the
UK Academy for Information Systems (UKAIS 1997.5). These definitions are useful because
they give us some indications about the prevalling paradigm. Presumebly, before having been
released the discusson document must have been the object of much discusson among the
Academy’ s community and must represent some consensus of opinion.

Definition
Information systems are the means by which organizations and people, utilizing information
technologies, gather, process,store, use and disseminate information

Domain of sudy

The domain of Information Systemsrequires a multi-disciplinary approach to studying therange
of sociotechnical phenomena, which determine their [i.e. information systems as entitieg]
development, use and effectsin organizations and society

An initid problem with the UKAIS's definition of information system as an entity is that it is
overly means-oriented. We take the word means used in the definition to imply frameworks,
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methodologies, techniques, tools, etc. There is little room in this definition for notions of
emergence, serependity, salf-organization or other organizational phenomena. In other words, we
might say that in the present paradigm, the technica and the drategic (content) approachesto
information systems implementation are favoured to an organizationd (contextua) approach.

A second point concerns UKAIS's domain of sudy for the information systems discipline. Here,
multi-disciplinarity is referred to as being the key characteridtic of its method. Multi-disciplinerity
or interdisciplinarity means having to live with many disciplines, a its theoretica foundations; but
epecidly having to live very dosdy with its reference disciplines. Two key reference disciplines
for information systems are organi zation science and management.

The world of budness and of organizations is moving a increedngly fader veodities
Organizationd forms are changing and there is aneed to look for new explanaions, new ways for
undergtanding the unfolding events and especidly new ways of organizing and of managing. The
IS research literature shows that a redefinition of the IS function in organizations is in progress as
well. But do we redly understand what is going on? Do we know enough about what is going on
outdde the IS discipling, for example in the fidds of management and organization science and
which reflect such anew understanding of the organization' s driving forces ?

In an editorid column in MIS Quarterly, in 1992, Blake lves warned that "within the IS research
community we continue to value an extensve tral of references that often reflects outdated
assumptions and yesterday's economics. We are not necessarily paving the cow path, but rather
extending it. It is arare article that explores the implications of changing economics on the centra
research question or that chalenges the dated assumptions upon which past works might have
been based” (p.Ixii). These were wise words, but they do not seem to have had much of an echoin
terms of new research directions in information systems, in recent years.

In an editorid essay in Organization Science Daft and Lewin (1993:1) cdl for a new research
paradigm, which will support a radicaly new mind-st in organizationd management, to face the
chalenges brought about by the globa economy. This is characterized by hypercompetition, a
highly volatile environment, demographic and palitica changes, knowledge based competition and
demassfication of some sectors while others show dgns of enormous massfication. Such
chdlenges, according to those authors, cdl for awhole new organizationd environment which will
favour "flexible, smdler, learning organizations that continuoudy change and solve problems
through interconnected, coordinated, sdf-organizing processes'. Thus, organization science
scholars are invited to leave the traditiond research paradigms and adopt a new mind st to
investigate the new phenomena

In the fidd of drategic management there is dso a lively movement towards finding new
paradigms. In the introductory aticle to a specid issue of Strategic Management Journal
entitted Srategy: Search for New Paradigms, Prahdad and Hame (1994) sngle out the

following topics as worthy of scholarly attention in the immediate future: (1) the emergence of
micro-multinationds (eg. software indudries); (2) protection of intdlectud propety (eg.
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computer software); (3) premarket competition (eg. competence building); (4) intercorporate
and interdugter competition (e.g. competition for control of sandards); (5) building competencies
(e.g. competition to enhance the knowledge baseg). Looking through these items one recognizes,
amog intuitively, the tremendous contribution thet could potentialy be made by the infamation
systems discipline. This is due, of course, to the overarching presence of information related
themes running across mogt of those topics.

In the case of Organization Science, the pleaiis for arethink of research methods and practice.
In the case of Srategic Management Journal, the invitation is for new research aress to be
tackled. In both cases, the focusiis cdlearly on the shape of things to come and not on glories of the
past. In IS research, however, there seems to be a preference for a readive rather than a
proactive sance. There has been an dmost compulsive need to search for unifying research
frameworks or paradigmsiin IS (see, for example, Hirschheim et d, 1996) which, of course, have
to be focused on past research. This backward looking emphasis, in our view, takes avay the
cregtivity and ingenuity that are needed to focus on the contours of the future,

Moving on to what isthe raison d étre of the IS discipline, we see that it focusses on “the range
of socio-technical phenomena, whch determine ther [i.e. informaion sysems as entities]
development, use and effects in organizations and society”. Leaving asde the determinitic tone
of this definition, we may reasonably conclude that organizations and society are the beginning
and the end of information systems. In this dissertation, society will not be our focus of atention,
but as regards organizations, we agree entirdly with this formulation. Organizations are one of the
key contextud references of the discipline of information systems. The problem with the present
paadigm of the discipline, however, is tha because it is ovely content orientated (as
demondrated in the definition above), the contextud (i.e. organizationd) umbrela tends to be left
behind. A shift in the present paradigm, which will bring the focus of the discipline more in line
with the letter of the definition proposad by the UKAIS, is needed.

Hence, a contribution towards the search for a new paradigm in IS research and practice has dso
been among the athor’s concerns, leading up to the preparation for the present dissertation. It
seemed that the am of interdisciplinarity could be explored and developed further by digning our
research more closaly with the concerns expressed by academics from organization science and
management in their own search for new paradigms.

1.2.2 The search for the “measures’ of IT effectiveness remains inconclusve

Since Nobd Laureaste Robert Solow (in Brynjolfsson, 1993) put forward the problem that the
massve investments in IT were not being met by equaly large increases in productivity, the
information sysems community has been very involved in the search for an explandtion to this
phenomenon, known as the “productivity paradox”. It has been found thet in a period of rgpid
increase in the use of IT, there was a dowing down of overdl productivity growth. The problem
has been particularly serious in the services sector, which had the highest investment in IT among
al sectors of the US economy, while its productivity did not show any significant improvements.
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The sarvice indudry mede invesments in information technology in the 1980's totaling an
aggregate of $750 hillion and had an average productivity growth of 0.7%, which is Sgnificantly
lower than the growth rate achieved in the 1970's, and much lower than the rate achieved by the
manufacturing sector, which invested sgnificantly lessin IT (Ives, 1994).

While the cause and effect relationship between IT invesment and productivity is inconclusive,
efforts to explan the IT productivity paradox highlight other kinds of interesting results.
Organisations may not produce more after investing in IT, but they may maintain or increase ther
competitiveness by improving the qudity of their products or sarvices, or by alopting more
effective organisationd forms (Brynjolfsson, 1993). Another recurrent result from such
investigaionsiis that the problem of poor productivity performancesis not one of over-invesingin
IT, but of “management inadegquacies in the planning ard implementing 1T systems’ (Quinn and
Baly, 1994:47).

The attempts to establish a causd link between IT and business performance have consgtently
been incondusive. Banker and Kaufman (1988) and Hoyd and Wooldridge (1990) in separate
dudies about the adoption of ATMs found no overadl connection between the adoption of this
technology and the performance of financid inditutions. Mahmood and Soon (1991) reported that
in most indudries I'T hed little impact on entry barriers. Zahra and Colvin (1993) in astudy about
technology policy and drategy found no direct connection between technology adoption and
performance. In a retrogpective study of 30 cases of IT adoption from the 1970s and early 1980s,
Kettinger et d (1994) found that within five years of IT implementation, 21 of the 30 companies
had experienced not an improvement but a decline in market share or profits or both.

Huber (1990) put forward a generd theory of the “effects of advanced information technologies
on organizationd design, inteligence and decison making”, where the overdl concluson is that
improvements in inteligence development and decison meking will be made possble by the
avalability of more accurate, comprehensive, timely and available organizationd intelligence. This,
in turn, will become possble by an increesed information accessibility and changes in
organizationd design, enabled by the new advanced information technologies. This condluson and
many others in the same vein is drawvn on the assumption thet organizationd intdligence will
increase or improve because technology makes it possible. However, as much of the writing on
the evauation of the invesments in Information Technology has shown (see, for example,
Remenyi and Sherwood-Smith, 1997 or Willcocks, 1996) the assumption that the presence of
advanced information technologies will lead to better intelligence development and better decison
meaking and hence to improved performance, isjust too smpligtic. In one of the earliest reviews of
the literature on theimpact of computers on organizations, Attewe | and Rule (1984) wrote:

What puzzles usisthat people remain so willing to speak and write as though the overall effects of
computing technologies were a foregone conclusion, as though they could be determined apriori
(...) We argue the opposite: that evidence on these subjects is actually fragmentary and very
mixed, and that a priori arguments are particularly inappropriate in light of the range and variety of
variables at work in these situations (p.1184). We suspect that the transformations in
organizational life through computing are so multifarious as to encompass the most disparate
cause- effect relationships (p.1190).
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Over the years, the research on the impact of IS on aspects of organizationd life, such a structure
or jobs and kills has remained quite inconcdusve. Danie Robey has been one of the most
perdgent researchersin this area and hiswork is of great vdue, given itslongitudind nature. In a
review of research into the relationship between organizationd dructures and IT published in
1977, he damed:

structure does not primarily depend on any internal technologies for information processing, but
rather on the nature of the task environment. Under stable conditions computers tend to reinforce
centralization. Under dynamic conditions, computers reinforce decentralization. Earlier positions
are difficult to support because they are locked into the idea that computers cause changes. The
present review points to the value of looking beyond computers to more theoretically grounded
causal variablesin the organization’ stask environment (p.974).

In 1981, the same author wrote:

we have found several different organizational structures compatible with computer information
systems. These cases seem to fuel arguments against technological determinism. Newer
organizational forms such as the matrix and other dua authority arrangements seem as equally
receptive to computer technology as the more traditional bureaucracies. Our studies indicate little
uniformity in the way that information systems mesh with formal organizational structure (p.686)

And, eighteen years after his 1977 review, the Stuation ill had not changed. In 1995, Robey
writes “Accumulated Studies produce no congdent picture of the effects of advanced
technologies on organizationd structures or processes’ (p.58). Robey's findings are consistent
with many other recent and not-so-recent articles and books on the same topic (see, for example,
Gutek, 1984; Strassman, 1985; Ecdes 1991; Kdly, 1994; Petrozzo, 1995; Landauer, 1995).
Symons (1991) argues that the issue of the organizationd impact of information technology,
including its economic gppraisal, can only be resolved through an interactionist gpproach, focusng
on the organization's higtory, its socid context, its infragtructure, and its forma and informal
informetion flows

Boynton, Zmud and Jacobs (1994) suggest that one can tak of IS effectiveness a a very broad
level usng three measures. organizationa bendfits obtained (1) from reduced costs as a result of
automation, (2) from better management information and (3) from a more suitable posgtioning in
the competitive market. To these three a fourth mesasure has been added: transformation (Scott-
Morton, 1991). Transformation encapsulates the benefits accrued from the previous stages, as
wel as from new management structures and from process innovation, enabled by the new
technologies (Davenport, 1993). Walton (1989) reinforces this view, by gaing that the earliest
aoplications of IT improved the efficiency and the effectiveness of individua members of g&ff or
individua functiond units, whereas more advanced IT goplications yidd benefits for the entire
organization, thereby transforming the activities of both individua and functiond units

The fairly vague and broad measures or indicators which have been used in the padt to evduate
the organizationd effectiveness of the implementation of one or more information systems in one
organizetion, often become meaningless, in a cross-sectiona research design. Cost reduction, for
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example, can mean different thingsin different organizations and it would not be feasble to design
a quedtionnaire, which would encompass dl possble stuations rdaed to cost reductionsin al
types of organizations. De Lone and McLean (1992:81) agree with this view when they date that
“dtempts to measure MIS impact on overdl organizationd performance are not often undertaken
because of the difficulty of isolaing the contribution of the information systems function from
other contributors to organizationa performance’. Furthermore, the same authors gate that “MIS
uccessis cdearly amultidimensiond congtruct and should be messured as such” (p.81).

1.2.3 The changing nature of 1S implementation

Astime passes, the nature of information systemsin organizations and, therefore, the nature of IS
implementation is changing. In at leagt three different aspects, such change is noticegble: (1)
information sysems in organizations is becoming less and less a technicd issue; (2) information
sysems in organizations are becoming more and more “horizontd” in teems of functiond
responghilities; (3) as a consequence of the two preceding points, information sysems and the
rest of the organization are becoming more and more interdependent.

With the increasing avallability of more powerful microcomputers and of high quality reedy-made
software packages, organizations are opting for less in-house deveopment of information
technology gpplications and more purchases of off-the-shelf software. This means that, with time,
the technicd dimension of 1S implementation is becoming less rdlevant to an increasing number of
organizations, while the organizationd dimension is becoming more rdevant manly due to new
managerid thinking about IT. This new thinking is related, on one hand, to the increasing costs of
the operations and maintenance of IT gpplicationsin al organizations and, on the other hand, to a
new awareness on the part of most managers regarding the competitive implications of 1T
management. However, it must dso be said that many technica aspects of 1S implementation
remain important even when software packages are bought off-the-shelf. The rdaionship of the
technical versus the organizationd emphases of |S implementation as a function of time and asa
result of the developments in software technology can be seenin Figure 1.2.

Figure 1.2 - Evolution of the dimensions of
IS implementation
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Tsoukas (1996) suggedts that we view organizations as “digributed knowledge sysems’. This
means that we may picture organizations as being made up of many “pockets’ of knowledge
networked and didributed in a multitude of ways. Because of the verticd specidization of

functions in mogt traditiona organizations, such pockets of knowledge are organized primarily ina
vertical manner. But because of the “digtributed” effect, Some organizationd knowledge can dso
be usad and organized horizontdly, i.e. across vertica functions. This means that everybody in the
organization has some knowledge about dl of the areas and activities in the organization, while
specidizing in one or two particular aress. For example, people in marketing will know more about
marketing activities, but they dso know something about finance or production-rel ated activities.

Hence, it can be said that in organizations some functiona areas are more horizonta than others.
The concept of functiona “horizontdity” is related to the level of subject specific organizationa
knowledge per organizationd member individud thet the organization reguires to function
effectively. For example, it can be argued that the people in financid management need not know
agreat ded about goes on in the production function because the latter can function satisfactorily
without much of an input from the former. However, the same cannot be said, for example, about
production and marketing. In order to function effectively, manufacturing organizations need a
degree of coordingtion between production and marketing, meaning that more “horizontdity” is
required from the marketing function than from the production function. Hence, among these
three functiond aressiit is possible to establish an hierarchy of horizontdity, with marketing a the
top and finance at the bottom.

Then, there are those highly horizontal functions, such as human resources management (HRM).
Modern HRM theory dams that the power to manage people should be devolved to line
departments and that few responghilities should stay with the centre. In fact, every manager in
any organization has to manage people and behaviour both in its forma and informa aspects
Hence, we can say that the HRM function has a high degree of horizontdity, in terms of the other
functiond areas but perhgps not as high as IS. With time the IS function has become the most
horizonta of dl the functiond aress (see Figure 1.3).

This assumption is based on the fact that the proliferation of information technology-based
sysems in dl types of organizations, which has been happening for the last 20 to 30 years il
shows no signs of dowing down. On the contrary. The recent “Internet phenomenon” has, in fact,
presented yet another boost to this ever growing search for more and better computing. Such
proliferation of IT meansthat not only (a) virtualy every person who works in an organization has
access to and uses a computer in some aspect of their work but aso that (b) more and people are
involved in the management of this technology. Middle managers, line managers and top
managers are dl involved both in the management and in the use of some aspect of IT, in
addition to the information systems managers who are involved with dl aspects of IT. So, unlike
the HRM function, the IS management function has to ded not only with management-related
issues but dso with use-related issues.
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Figure 1.3 - The organizational“horizontality” of
information systems
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At this point it is important to meke the didinction between IS implementation and the IS
function. We see IS implementation as an ongoing st of activities affecting every organizationd
member as a consequence of a manegerid decison to introduce IT atifacts into the
organization’s activities. The IS function is a sructurd sub-divison of the organization, which has
the respongihility for meking IS/IT work and for integrating this function with the rest of te
organization. Such adidtinction is dso useful because it can hdp darify the rest of the discusson.

Some obsarvers dlam that with time the IS function tends to disgppear due to the trends towards
decentrdization of the function and to the outsourcing of parts of it. Decentrdization of the IS
function means that there is a trend towards the transfer of functiona respongibilities from the IS
Manager and the IS g&ff to line managers and to line gtaff. But the issue of the decentraization
of the IS function does not revolve, exclusvely, around the IS Manager and her g&ff. Thisissue
involves, increesingly, changes in the roles of various organizationd players, i.e. top managers line
managers (at various levels), the users and the IS managers themselves.

As regards outsourcing, the picture is dso one of profound change. While some minor
outsourcing, for example, of the maintenance of the pool of persond computers is possble and
desrable, mgor outsourcing of key information sysems is very problematic. This is due to the
fact that 1T isnot just anew technologicd tool that found its way into organizations. IT has been
“engulfed” by the socid dructures of the organization (thus assuming the form of information
systems) and it has become part of the organization’s knowledge system. In becoming part of
organization's knowledge sysem, IT has been changed by the organization that has adopted it,
and the organization has dso changed in order to adopt it. Hence, the two have become
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insgparable. Dertouzos (1997:210) makes the point that the outsourcing of 1T means not just the
sub-contrecting of technological services but the loss of internd knowledge about the
interrelationships among the organization's activities, which sometimes are more important than
the rdationships themsdves - “information will be so intertwined with employees activities that
outsourcing I'T would be dmogt like outsourcing dl the firm’'s employees’.

Hence, the IS function (and, therefore, IS implementation) and other organizationa functions are
becoming increasingly interdependent. Ghoshd and Bartlett (1998) argue that the trend in
organizationa dructures is for organizations to become integrated networks of increasngly
autonomous units, as opposed to the traditiond divisondised hierarchies. This means an ever-
increasing need to creete interdependence-building mechanisms. In information systems, the issue
of interdependence has a0 been dedlt with by Rockart and Short (1994). These authors point out
several mportant issues, such as the increesing complexity of the line managers roles, the
importance of teamwork and the growth of peer-to-peer activities (as opposad to hierarchica
relationships). However, as is the case in much of the IS literature, these authors argue thet the
key to building interdependency are well-defined and transparent networks because “people-
intensve integrative mechanisms are limited in what they can accomplish” (1984:358). We arein
disagreement with this techno-oriented view, which reduces networks to a technology issue and
overlooks the fact that people can never be replaced by machines when it comes to
communicaing meaning.

The high degree of horizontdity of 1S implementation activities, the intertwining of the technical
and the socid issues in the organization and the questions of interdependence help to make our
point that 1S implementation is an organizationd problem, which mugt be gpproached from an
organizationd point of view (as opposad to exclusively technica or strategic points of view).

1.2.4 Information systems needs a more aggregate level of discourse, i.e. an
organizational level of discourse

From the discusson above, we may begin to condude that implementing ISIT in organizations
needs a broader and more encompassing view of the problem. However, when we look at the IS
literature, however, we see that implementation has been systematically carved up into sub-sets or
partid views of theissue asawhole.

The two mgor sub-sets are the technica view (De Marco, 1979; Y ourdon, 1982; Jeckson, 1983;
Finkelstein, 1989) and the drategic view (Parsons, 1983; McFarlan, 1984; Ives, 1984; Porter and
Millar, 1985; Wisaman, 1988; Earl, 1989; Gdliers, 1991). There is yet a third sub-set, which tries
to fill the ggp between the other two. The third gpproach is focused on bottom-up, emergent
issues, such as organizationa change and on the need to manage such change (Markus, 1983;
Swanson, 1988; Wdton, 1988; Lucas, 1991; Land, 1992). The problem with this dear-cut
ssgmentation of the implementation phenomenon is that it has made researchers lose Sght of the
forest and wadte precious time in looking a each tree individudly. This is why we argue that |S
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implementation needs globalizng, all-encompassing, organizational views of the
phenomenon.

Walton (1989), one of the few writers who gets doser to the problem, talks about the “ extended
implementation” approach, which redly means going beyond the partid or sectord views of
implementation and looking a the broader picture. He puts forward three key ingredients
(Alignment, Commitment/ Support/ Ownership and Competence/ Magtery) and three phases for
effective IS implementation (Generating the Context for 1T, Designing the IT System and Putting
the IT Sysems into Practice). Although Waton's gpproach is gill excessively locked into the
concepts of systems design and focused on the design of one system, it does recognise the
problem of the scope of the concept of information sysems implementation:

The process must be an extended one, inasmuch as the key ingredients of IT effectiveness -
alignment, ownership and mastery - are influenced at various stages, ranging from the conditions
that existed prior to the start of system development to actions that take place after the systemisin
place (p.31)

Walton (1989) acknowledges the fact thet 1S implementation is an organizational phenomenon.
He argues that, unlike other approaches that focus sdectively on the content, the context or the
process of 1S implementation, his theory “treets the materidization of IT content (the interacting
socia and technicd dimensons of IT systems) as a process that occurs over time (before, during
and after sysems development) and in context (drategic, organizationd and politica)” (p.8).

Swanson (1988) adso touches upon the organizationd dimenson when he suggedts a learning
modd for 1S implementation. He explains thet learning takes place a two levels (1) a “within
sysem” leve, where communication between user and systems developer creates alearning loop
in the systems development process and (2) an “among systems’ leve, where the higtoricd

dimension of sysems development in a particular organization is highlighted. He dates Systems
are not typicaly isolated even when origindly conceived as such;, rather, they tend to congregate
within organizations, often as families The redlization of any one system, therefore, is likely to be
intimately related to the redlization of others. Problems and solutions associated with one system
naturdly spill over to others. Thus, the redization of one sysem informs the redizaion of

another” (p.37).

We share Swvanson's view that |S implementation is a much broader problem than the systems
development process. Like Wadton (1989), we adso see IS implementation as a process that
includes dl the phases (before, during and after systems development) and & al organizationa

levels (drategic, tacticd and operationd). Hence, we propose that the organizaiond
implementation of information systems, in addition to containing the technicd, the srategic and the
change management dimensions, isdso a process with an organizational history, involving
many stakeholders, and mediated by a given |Srelated context. If this argument is vaid, then
it becomes very obvious why it is S0 difficult to have dear-cut measures of the effectiveness of
IS implementation. Such measures mugt be inevitably diffuse in nature and found scattered
throughout many types of indicators in the organization.
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Some writers have argued that the effectiveness of IS implementation in organizationsis achieved
by means of cultural infusion (El Sawy, 1985). Aswaves of new IT applications find their way
into the organization and are used by increesng numbers of daff in increesng numbers of
organizationd tasks, the structures of the technology are infused into the socid structures of the
organization (Orlikowski, 1992; DeSanctis and Poole, 1994). But IS infuson must not be taken to
mean the organizationd effects of ISIT implementation just through the use of information
technology applications 1S infuson (and IS diffuson, as we will explan laer on in the
dissrtation) goes beyond use and is dso concerned with IT-rdated planning, sdecting,
purchasing, evauating, etc . Such activities, in turn, affect the routines, the practices, the beliefs
and the vaues related to managing IS throughout the organization. In other words, the introduction
of IT goplicaions affects the whole knowledge system (or culture) that congitutes the
organization.

Organizationd culture and its role in 1S organizationd implementation/management is ganing
increesed atention among the IS community (Davenport, 1994; Robey and Azevedo, 1994;
Willoocks, 1994; Avison and Myers, 1995; Robey, 1995; Ward and Peppard, 1996). Willcocks
argues that in the 1980s the mgor 1S managerid emphasis fell on technologica-environmenta-
human resources reaionship, but in the 1990s |S management needsto bea

complex multi-faceted set of activities. Not only will it be necessary to manage on the four fronts-
technological, environmental, human resources and organizational, but the inter-relationships
between the four frontswill aso need to be managed (1994:23)

And Willcocks (1994) goes on to say thet the way forward isin building an information systems
culture, which he defines as the shared and the sharing of norms, vaues, skills, competencies and
the continuous learning related to IT needs; the cooperdtive rdationships and the commitment
necessary to support existing and required 1T gpplications a organizationd, departmenta, group
and individud levels

Findly, Ciborra and Lanzara (1994:77) provide a key argument in support of our thess that is,
thet an organizationd view of 1S implementation is needed. They gpproach the problem from the
point of view of the organizationa impact of the introduction of new information sysems. They
argue that even when the smplest of information sysems is designed and implemented, the basis
for competence and the formative context related to that particular computer gpplication is
affected in at least three ways.

First, the boundary is shifted between what is tacitly held as background knowledge and what we
are aware of as foreground “situational” knowledge (where, in a specific work situation the focus
of attention is explicitly directed to). Second, the basis for the invention, testing and adoption of
new forms of practical knowledge surrounding the use of the system in the work setting is altered.
New practices, informal rules and ways of circumventing routines are tried out and set in place
within the constraints defined by the new infrastructure and its intrinsic requirements. Third, any
invention of alternative practices, any radical departure from existing routines is deeply
conditioned by the new mix of background and situational knowledge
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Thus, we can see that the IS implementation problem is more complex than the smplified view
that we darted this discusson with. A more gppropriate diagramdtic representation of the
problem would be the one found in Figure 1.4.

Figure 1.4 - Overview of the IS implementation problem
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1.2.5 Our contribution : the judtifications and implications of an organizational
gpproach to information systems implementation

To conclude this section on the research problem we would like to articulate what we see as
being our contribution in this dissertation. This view will be further refined in thefind chepter.

We have identified that the “microleved” where the research discourse in information systems
has been pitched in the main, has not been very successful in providing answers and especidly in
opening up new avenues for better practice in 1S management. We fed, therefore, that the field
needs a more aggregate leve of discourse. Such leve of discourse can be provided by the fidds
of organizationd knowledge, learning and culture but they need to be operationdized for the
specific case of information systems in organizations. On the other hand, to operationdize means
having a very good grasp of the concepts as they have been developed origindly, in their
respective fidds. So, in order to achieve this we have had to go fairly deeply into the roots of such
concepts.
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Checkland (1998) argues that organizationd behaviour is one of the four sreams, which makes up
the knowledge base of the IS fidd. The other three streams are information systems (i.e. IS
project management, informatiion management, etc), sysems (i.e. sysems thinking, generd
sysems theory, etc) and technology (i.e. database design, loca areanetworks, intranets, etc). The
organization stream indudes organization design, organizationd culture and organizetiond change.
According to Checkland (1998:60) work in this stream cannot be undertaken “without taking as
given (preferably conscioudy) some concept of what an organization is (...) [however] the
current wisdom of IS is based upon a rather poverty-gtricken view of what an organization is,
there remains much work to be donein thisared’.

In this dissertation we propose to tackle this problem and contribute towards a better
understanding of the concept of organization and of organizationd behaviour in generd, within the
information systems discipline. More specificdly in the area of IS management, we have noticed
that dthough there is a change in the literature towards softer issues, such as those dedling with
organizationd culture, there are virtudly no sgns of concerns over leadership. Culture and
leadership are concepts that should go together, with culture being the consequence of leadership
and leadership being the action sSde of culture. 1S leadership isan expresson very s8dom heard
in IS parlance. Perhaps, the ideais that leadership is the same in al areas of management (i.e. in
IS or in generd management) and that there is no need to focus on IS leedership. While we agree
that many of the generd principles are the same, IS has brought to organizations many
specificities, which did not exist before. From this, it follows thet there is the danger of consdering
such specificities as the exdudve responghility of the IS Manager, which is reducing the problem
to an overly smplidic levd.

IS implementation encompasses not only the role of the IS Manager but dso various other forma
organizationd roles (top management, senior and junior line management and even the end users).
But formd roles are not the whole picture. Informd |Sreated roles and rdaionships, informed
and shaped by ISrelated managerid vadues are ds0 part of this picture. Informd roles and
relationships are concepts related to organizationd action and change. In that sense, action-based
theories of organizationd knowledge and learning are adequate bases from which to dart
invedigating the phenomenon of IS organizational implementation. The work of Ghoshal and
Bartlett (1993,1994,1998) on the development of a new managerid theory of the firm has been
veay influentid regarding this part of the work.

To sum up, our contribution to the IS field can be seen as having three layers. The first will be the
judtification of the organizational gpproach to IS implementation; this will be carried out by
bringing theories from drategic management and organization behaviour into the IS
implementation debate. The second will be a response to Checkland's chalenge regarding the
need to enrich the “ poverty-dricken view of what an organization is’, in the ISworld; thiswill be
achieved by bringing a more aggregete (i.e. organizationd) leve of discourse to the discipline, and
operationdizing 1S implementation in terms of organizationd and managerid action. The third
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contribution will be a mgpping out of an dternative route to achieving better reaults in IS
implementation, i.e. the route of 1S-related managerid action or leadership
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1.3 The Research Approeach

In this section, an outline of the dissertation is presented (see figure in previous page). The
objective is to summarize for the reader the way in which we propose to gpproach the research
problem that has been identified in the preceding section and to explain how the various topics are
interlinked.

We gart with a proposition regarding a definition of 1S organi zational implementation:

| Sorganizational implementation

A continuous process of organizational learning guided by |S+elated managerial action and shaped by 1S -
related organizational contexts, the constitutive bases of the alignment between the organization’'s

strategy and the processes of infusion and diffusion of information technology artifacts into the
organization

Such a proposition encapsulates al the ingredients that we fed are needed for the new theoretica
goproach to IS implementation, which we put forward in this dissertation. Starting from the
enunciaion of this definition, we proceed to andyse its compaogtion in detal, in dapters two,
three and four. In chapter five, we move on to the operationdization of a conceptud modd of IS-
related managerid action in order to prepare for the empirical research, which is described in
chapter sx. Chapter seven is devoted to the discusson of the empiricd results in the light of the
conceptud development, the condusions and the recommendetions.

1.3.1 Fresh views on organization and organizationa knowledge

In chapter two we approach the episemologica foundations of the concept of organization. Such
an gpproach means asking the question “what is organizationd knowledge?’. This question, in
turn, brings with it two other quedions “wha is organizationd learning? and “what is
organizational culture?’. The issues of organizationd knowledge, learning and culture are
completely intertwined, athough often they are treated in the literature as being quite different
issues. It is worth recdling here what Herbert Smon (1945,1997), one of the earliest proponents
of the notion of oganizationa learning has to say about such notion and about its links with
culture.

The boundary between one biological organism and others is defined by identity of the shared
DNA of al the organism’s cells. In asimilar way, one might say that shared information determines
the boundary of an organization - although the sharing is not nearly as complete asit isamong an
organism’s cells. Understanding the processes of organizational learning is critica to
understanding the respective roles of organizations and markets in the economy (1997:228).

Among the contents of organizational memories [to include learning] perhaps the most important is
the representation of the organization itself and its goals, for it is this representation that provides
the basis for defining the roles of organization members (1997:238). Change in representation
implies fundamental change in organizational knowledge and skills (1997:237). Learning may bring
new knowledge to bear within an existing culture and learning may change the culture itself in
fundamental ways (1997:236). The mechanisms that can enable an organization to deviate from the
cultureinwhich it is embedded are, therefore, amajor topic in organizational learning (1997:232)
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Snce the publication of Smon's (1945) work, the academic debate about organizationd
knowledge and learning has been grongly influenced by his theoreticd stance on human (and

organizationa) cognition. Such a gance is known as representationism or cognitivism. After afew
decades of research and publishing on organizationd knowledge and learning under this
theoreticd stance, the fidd does not seem to have evolved a greet ded in terms of heping

organizationd effectiveness or improving manegerid practice. Meanwhile, in the cognitive
sciences, a debate about the gppropriateness of the representationist or cognitivist hypothessasa
bass for explaning human cognition has been going on for many years and dterndive
explanations have sarted to emerge (Maturana and Varda, 1980). Maturana and Vardla argue
that human cognition is not achieved through representations of the environment in the brain, but
that cognition is achieved through an “enaction” of the environment and that in such enection the
whole body is involved, nat just the brain. The enaction hypothesis is supported by a theoreticd

body of knowledge in sysems theory called autopoiess.

Autopoiesis is a concept developed more than thirty years ago in biology through the pioneering
work of Maturana and Varda (1980,1987/92) primarily as a congruct, which enabled them to
make the distinction between living and non-living systems. Autopoiessis a Greek word, which
means “sdf-production”. An autopoietic system, therefore, is characterised as one that contains
within its own boundaries the mechanisms and processes that enable it to produce and reproduce
itsdf. The biologicd cdl is the paradigmeatic example of an autopoietic system as it possesses dl
the features that define a first-order autopoietic system, thet is it is autonomous it is operationdly
dosd, it is sdf-referentid, it has its own organization and its own structure and it is cgpable of
gructura coupling with its environment. As organisms evolve and become more complex, other
forms of autopoiess arise, namdy second-order and third-order autopoiesis (i.e. socid systems)
where the same bad ¢ characteristics or criteria gpply, but in higher orders of complexity.

Niklas Luhmann (1995) has adapted autopoiess theory to the socid sciences and von Krogh and
Roos (1995) have done the same in respect to organization science. According to von Krogh and
Roos, organizationd knowledge resdes in both the individud organizetiond member and in the
relaions among organizetiond members, thet is, a the socid leve. For these authors, the basis of
organizetiond knowledge is organizationd “languaging”. The expression organizationd languaging
isintended to emphasize the dynamic properties of communication in organizations as it is crested
by and based on the experience of the individud organizationd members. It is do pivotd in the
organizetion's knowledge sysem - “languaging may be understood as the ‘stuff’ that the
organization is made of”(1995. 97). Given its dynamic nature, languaging fulfils a dud but
conflicting function: on one hand it contributes towards cregting a unique identity for the
organization in the form of its culture and, in that respect languaging can be ingrumentd in
bringing about change. But, on the other hand, languaging becomes aso the mogt important
element in the maintenance of the status quo and resistance to change, given the sdf referentid
nature of autopoietic sysems, of which languaging is one.



It must emphasized that we consder autopoiesis theory and the notion of larguaging as major
breskthroughs in the management and organization sciences and for that reason, we are devoting
alarge part of the chapter to these new concepts and theories. With organizationa autopoiess,
the view of organizationd knowledge as being made up of representations of the environment
changes quite radicdly. With the new emphads on languaging, the view of organizationd
knowledge turns to the ingde of the firm and in this sense, autopoies's gives new support to one of
propostions from drategic management theory underpinning our thesis: the resource-based
goproach. This gpproach, which is dedt with in the first part of chapter two, is redly the key
judtification of the organizationd view of 1S implementation, from the point of view of drategic
management theory.

The resource-based gpproach is a theoreticd body of knowledge, which is gaining ground in the
drategic management literaiure as an dternative to the andyss of firm growth and of the
competitive advantage between firms (Wernerfdt, 1984 and 1995; Conner, 1991; Barney, 1991;
Grant, 1991; Mahoney, 1995; Conner and Prahdad, 1996). This gpproach andyses firms from the
resource Sde rather than the product sde. A resource can be anything that might be consdered
asastrength or aweskness of a given company. Resources are the tangible and intangible assets,
which are tied sami-permanently to the firm. Examples of resources are: brand names, trade
contects, mechinery, capitd, in-house knowledge of technology, etc. The resource-based
goproach forms the basis of the core competence movement in the management literature, which
has gained notoriety through the book Competing for the Future by Hame and Prahaad (1994).

In 1S research/management many of the models and frameworks used in developing Srategies
and in digning IS with the busness are based on environmentd andlyss (Porter and Millar, 1985)
and on the product-sde (McFarlan, 1984) of information technology rather than the resources

sde. The present author suggests, lowever, that the overall effectiveness of 1S-related activity
in organizations depends upon internal intangible assets, such as |Srelated managerial

skills and not on environment factors such as new developments in IT. Hence, the adoption
of the resource-based approach as more adequate theoretical basis for IS implementation/
management than industry andysis or “product-based” modes.

1.3.2 Managerid action as the key driver of organizationa context

Organizaiond autopoiesis dso underpins our gpproach regarding the need for a more action-
oriented view of IS implementation, especidly a the managerid levd. Managerid action is
important, it is argued, because the success of the introduction of information technology artifacts
into the organization depends upon the 1Srdated collective learning, which the organization
accumulates over the years. The successive waves of |1 T-based “solutions’ implemented in the
organization creates a levd of IT/ISrdaed knowledge which, in turn, is influenced by the
climates or contexts surrounding such implementation efforts.

The development and routine management of IS depend on many human judgements influenced
by strategic and operationd priorities, politica interests and participants perceptions of the role of
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IT in their organization. All of these factors contribute towards the collective learning of a pattern
of shared basic assumptions and vaues, dso known as organizationd culture (Schein, 1992) or
organizationd climetes (Schneider, 1990). Ghoshd and Bartlett (1993,1994,1998), influenced by
the early management writers on managerid leadership (Barnard, 1938/68; Sdznick, 1957) have
contributed further towards an operationdization of the notion of organizationd culture, by
establishing ardationship between managerid action, organizationd climates and the performance
of companies.

Managerid action is the result of manageriad choices that actors within firms have made over
time, and organizationd cultures, dimates and/or contexts are the conseguence of managerid
action. Ghoshd and Batlett’'s theory is anchored on two premises (1) through thelr actions,
managers are respongble for the establishment of given contexts in firms, the key objective being
to establish a context conducive to an gppropriate “work ethic’ (Barnard, 1938) or “code of
conduct” (Burns and Stalker, 1961). (2) organizationa contexts, in turn, are responsble for the
cregtion of “willingness to cooperae’ (Barnard, 1938) on the part of organizationd members,
which resultsin higher productivity and higher profitability.

Following Ghoshd and Bartlett (1994), the key propostion is that the manegerid action gpproach
occupies a “middle-ground” between two paradigmatic podtions in management theory: one,
which is representative of a “farly extreme vison of the rationd Strategy modd thet implicitly
assigned to top management the superhuman role of being the designers of strategy, the architects
of gructure and the builders of sysems’ (p.108) and another, which embodies an “heroic
celebration of lack of management” (ibid) characterized by a view of organizationd choices and
actions as “severdy condrained by ambiguity and uncertainty, opportuniam, cognitive limits and
political agenda’ (ibid) of organizationad members

Therationd view presents the redization of Strategy as a process of imposing srategic intent and
design through a mechanistic process of implementation, which will not be chalenged throughout
its course. The emergent view focuses on drategies that ©me into being through a process
amilar to the crafting of an object by a craftaman, reying mostly on tacit knowledge, which can
never be made explicit. In both cases, what seems to be missng are the answers to the HOW
question. For the top-down camp unanswered questions are “how to overcome barriers to the
implementation processes’, “how to overcome the gap between intent and redization” or “how to
test the drategic desgn in action”. And for the bottom+up camp, unresolved issues seem to be
“how are emergent Srategies integrated with forma drategies’, “how should the organization
cope during a period of revolutionary, emergent change’ or “how to distinguish the more pogtive
from the less positive emergent effects’.

Chapter three ends with a discussion about organizationd culture, climates and contexts where
some key authors are reviewed and compared with Ghoshd and Bartlett. The purpose of such
comparison is the identification of dimensons of organizationd dimate or context. A st of
dmendonsis arrived at, which will be used later on, in chapter five.
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1.3.3 Andysang IS implementation and integrating manageria action and IS
organizational implementation

In chapter four, the approaches to IS implementation are andysed from severd perspectives.
Firdly, IS implementation is discussed as a process of organizationd learning and change.
Secondly, 1S implementation is andysed from an ontologica/episemologica point of view, where
three conventiond perspectives are briefly reviewed - the technicd, the drategic and the
emergent perspective. The fourth, new perspective - managerid action - is andyzed in grester
depth.

The quegtion of dignment of information sysems with the organization's strategy hes been a
concern of the 1S discipline especidly since the launching of the Management in the Nineties
research initiative & MIT (Scott-Morton, 1991). Earl (1996) has taken up this issue more recently
and has made new proposas regarding how such dignment might be achieved. According to thet
author, dignment is the result of four |Srelated processes that organizations have to develop: the
clarification, the innovation, the infrastructure and the congtitution processes. While agreging that
the articulation of such processes is an important step forward, we fail to see how dignment of IS
will come about. Earl’s proposas are ill endaved by a perspective on IS implementation, which
we have cdled the “organizationd imperative’ perspective, dominated by a worldview of
managerid raiondity and choice.

From Earl’s paper, the nation of “ conditutive process’ is angled out as being particularly useful in
furthering the view of IS implementation as an organizational phenomenon. Organizationd values,
roles and relaionships are the key dements of the IS congtitutive process, a process that shapes
the organization’s ethos (Barnard, 1938/68), its codes of conduct (Burns and Staker, 1961), its
culture (Normann, 1985), its dimates (Adhforth, 1985) or its contexts (Ghoshd and Bartlett,
1993;1994). Among other dimates or contexts, one can tak about an IS organizationd climate.
Other authors have dedt with ISrdated culture or dimate, but usng different gpproaches.
Kraemer et d. (1989) tadk about the organizaion's “sate of computing”, Orlikowski (1992)
develops the notion of “technologicd frames’, Ciborra and Lanzara (1994) have cregted the
nation of 1S “formative context” and Boynton, Zmud and Jacobs (1994) proposed the “IT
management dimate’ as factor contributing towards the absorption of T into the organization.

In chapter five we will be postulating the existence an IS organizationd climate in organizations as
a condruct made up of perceptions and attitudes concerning the history, the management
and the use of IT in the organization and reflected in the values, informal roles and
relationships of managers and users. In order to arive a the IS organizationd climate
congruct firgly, we have created a scenario of 1S corporate governance in large organizations by
reviewing the current trends in this area. Secondly, we have defined a modd of organizationd
roles where the key stakeholders in the IS implementation process are featured, i.e. the top
manager, the IS manager, the senior line managers, the middle managers and the users. Thirdly,
after explaining that our focus of atention will be only the firgt three types of dtakeholders just
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mentioned, we proceed to adapt our IS organizationd roles and ther rdationships to the dimate
dimensions identified in chepter three.

1.3.4 The empiricd work, the discusson and the conclusions

The empirical work, described in chepter Six is of an exploratory nature. The objective was to
explore the managerid action modd as a conceptud framework for andysng IS corporate
governance in large organizations and, hopefully, to draw some useful condusions, which might
enhance the practice of such governance. Another objective was to find out how some of the
theoretica propositions put forward as part of our definition of 1S organizational implementation
are of vaue in andysng the IS implementation phenomenon. It must be stressed, however, that
the empiricad work was nat carried out with the purpose of proving or disproving the conceptud
development work. We see the empiricd part of the research as supplementary to the conceptua
development part and not as an outcome or conclusion of such part.

The empiricd work is sructured asfollows.

(1) A st of 25 pilot interviews amed a testing and vaidating the questions to be incdluded in the
survey questionnaire. The interviewees were ten IS researchers and lecturers based in the UK
and twenty 1S managers based in Portugd.

(2 A pogd survey involving the largest 300 companies in Portugd amed at: (a) establishing a
“picture’ of he typica climate or context of IS corporate governance in such companies, with
gpecid atention to the so-cdled culturd gap between 1S and non-IS personnd; (b) testing the
internd vaidity of an hypotheticd modd of rdationships basad on the following condructs |S-
related vaues, 1S-rdated structura factors and |S-related learning

(3) A et of 16 find interviews amed a probing deeper the IS corporate governance dimate
dimensons present in five companies from the group of 45 that responded to the survey
questionnaire (with at least three usable replies each). These interviews have been put together as
short case dudies. The interviewees were top managers, information sysems managers and
senior line managers from these companies.

The find chepter is devoted to a discusson of the results of the empirical work againgt the
background of the 1S-rdated dimate dimensons, which had been identified in chapter five. Next,
the discusson returns to the theoretica concepts proposed in the initid chapters, which are used
to show how afresh view on organizations and organizationa knowledge can be used to underpin
an organizetiond approach to IS implementation. From this, some guidelines for IS corporate
governance are extracted. The dissertation ends with a note on the contributions of this
dissatation to the distipline of informaion sysems and some recommendations for future
research.
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Chapter 2

The strategic and organizational foundations

of the new approach
to IS implementation

We need an organization theory because some phenomena are more conveniently described in
terms of organizations and parts of organizations than in terms of the individual human beings
who inhabit those parts (...) Employing a mor e aggregate level of discour seisnot a declaration of
philosophical anti-reductionism, but simply a recognition that most natural systems do have
hierarchical structure, and that it is often possible to say a great deal about aggregate
components without specifying the details of activity within these components

Herbert Simon, 1997:230
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2.1 Introduction

In this chapter, our am is to discuss the epigemologica and methodologica foundations of the
goproach we have chosen for the implementation of informetion sysems: the organizationd
gpproach. Recdling our definition of 1S organizational implementation - a continuous process
of organizational learning guided by |Srelated managerial action and shaped by 1S
related organizational contexts, the conditutive bases of the alignment between the
organization’s drategy and the processes of infuson and diffuson of information
technology artifacts into the organization - we can see that it contains e ements, which go to
the fundamentds of the concept of organization. When we talk about climate or learning in
organizations, we have to be dear about what we mean by organization, in the first place. Notions
such organizationd climate, context, culture, knowledge and learning are dl interrdated and
whatever epigemologica stance we take for one of such notions will affect our understanding of
the others. So, we bdlieve that at this early point in the dissertation, it is gppropriate to look at the
foundations of what will be said henceforth regarding organizations.

The foundations we will be looking a are episemologica and methodologicd. By episemologica
we mean the understanding of the “origin, nature and vdidity of knowledge’ (von Krogh and
Roos, 1995:7). In the case of organizaions, epigemology is concerned with the theories of
knowledge behind organizationd knowledge (and learning). By methodologica we meean “bath the
ways of ataning and the ways of interpreting knowledge (ibid, p. 7). Hence, methodology
encompases episemology but goes further for the reason that it ams a making sense of the
knowledge that is being andysed. However, the two concepts are deeply intertwined and
sometimes they are usad interchangesbly.

Organizationd sKkills, organizationd learning, organizationd knowledge and organizationd culture
ae dl concepts crested by academics or researchers and informed by one or more
epigemologies. Bascdly, there are two competing epigemologies: the postivist episemology
informed by cognitivism and by the information-processing view of human cognition and anti-
positiviam, sometimes dso known as the posmodernist view of cognition. The laiter is the result
of a convergence of a number of theories and intellectud influences, which have been gpplied in
different ways and with different degrees of depth to the socid sciences. In our case, we are
paticularly interested in autopoiess and enacted cognition and in ther gpplication to socid and
organizationd systems, as we believe that these theories are epecidly well adgpted to explaining
many agpects of the organizationd phenomenon.

These epigemalogies, in turn, influence the methodologies, which are usad in reseerching and
andysing organizations. A methodology influenced by a pogtivis epigemology will treat the
organization as an objective entity with given features, which can be fredy researched by an
independent observer. A methodology informed by autopoiess and enacted cognition will
recognize that organizations cannot be researched as wholly objective phenomena and that, in



fact, organizations are the result of a joint effort of their members to make sense of the redity
around them.

The best way to Structure this chapter is to sart off by looking a the dominant views from the
literature on management and organization science about the concept of organization. From there,
we will go on to fallow the evolution of such concepts through a few intdlectud traditions, and
arive a the sysems view. This view is important because it contains the new perspectives on
individud and socid systems from a stand point of autopoiess theory. Such perspectives are not
new in hard systlems theory but they are quite noved in socid and organizationd systems thinking.
But before we go into the discusson on autopoiesis we will carry out a quick synopss of the
current views about human cognition, in order to Stuate the episemologica debate. The dominant
views on organizationd knowledge often follow very dosdy the dominant views on individud

knowledge and they define the epitemologica stand point of the observer. In the latter part of the
chapter we will discuss the gpplication of autopoiesisto socia and organizationa systems.

In order to achieve this, we have resorted to the literature on strategic management because this
is the fidd of management, which is more encompassng and which deds with policy and
organizationd issues. Within drategic management, we have found that the resource-based
goproach was the theoretical ground better suited to build the organizationd perspective to IS
implementation. We consder the resource-basad approach to a sound building block because its
roots are to be found in the theory of the firm.

Theories of the firm are propositions, which have been advanced by economists snce the writings
of Coase (1937) to explain why firms exigt and the role of firmsin the economy. Severd theories
have been put forward over the years (Conner, 1991) but the one, which has had the greatest
impact on the management literature over the last ten years or so has been the resource based
theory. This theory changes the focus of atention from the externa environment to the internd

environment of the firm and to the interna capacity of organizations to accumulate knowledge and
skills. The resource-based approach has been developed primarily by researchers ffiliated to the
fidd of drategic management (Wernerfdt, 1984) rather than by researchers from industria
economics, as it was the case with the earlier theories of competitive advantage (Porter, 1980;

1985). Due to the new emphasis on human and organizationd resources as the locus of advantage
over the competition, the resource based theory is very dose to organizationd behaviour and,

therefore, to organizationa episemologica issues

2.2 The strategic justification for the organizational view

2.2.1 The question of organizational effectiveness

Ever dnce authors garted writing about management and management practice (Follett, 1924;
Barnard, 1938/68; Drucker, 1954; Sdlznick, 1957) their am has been to provide some helpful rules
or guiddines, which would meke the task of management more fruitful and, therefore,
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organizations more effective. Informaion sysems management is no different from the
management of any other function in the organization. It has some specificities, in the same way
that Marketing, Finance or Production also do, but essentidly it is a management task ultimatey
amed at making the utilization of IT gpplications more effective.

Going back to our initid modd of the IS organizationd implementation problem (Figure 1.4) we
can propose that management invest in IT gpplications in order to improve the effectiveness of
organizationd processes and, ultimatdly, to stay in the market. In business organizations to Say in
the merket usualy means to remain competitive, but in non-business or not-for-profit organizations
there is dso a concern regarding staying in the market. The only difference between profit and
not-for-profit organizations in this respect is the time span, which has to be consdered. In profit
organizations the time gpan over which an outcome can be expected regarding staying or leaving
the market is much shorter than in not-for-profit organizations. Universties, for example, dso
wish to stay in the market in aworld where competition in higher education grows stronger every
year. While this issue may not be a problem for univergity authorities on adaly bags, it will be a
problem in the long run if the university starts to lose students because of stronger competition.
What we are trying to say is that the issue of organizationd effectiveness affects dl organizations
- profit and not-for-profit.

Thus, organizationd effectiveness is a very complex problem that management writers have been
trying to solve snce the earliest of times and for which there is no solution in sght (Lewin and
Minton, 1986). Although we will not be attempting to ded with or even to define the concept here,
we fed it is important to Sate one€'s idea of what the concept might entall. From the many
exiging views of what organizationd effectiveness is we have decided to opt for the view
generdly followed in strategic management circles.

Effectiveness has been a concern of drategic management writers throughout the 1980s and

early 1990s (Porter, 1980;1985;1991) because it is seen as one of the organizationd capabilities
that will leed to busness advantage. According to Porter (1991:102) competitive advantege
“results from a firm's ability to perform the required activities & a collectively lower cost than
rivas or perform some activities in unique ways that create buyer vaue and hence dlow the firm
to command a premium price’. Hence, we take the view that one measure of organizationd

effectiveness can be such capability that some firms possess. We believe that this is areasonable
interpretation of organizationd effectiveness given that it can dso be gpplied to not-for-profit
organizations.

Redaing our understanding of the concept as it is used in Sraegic management cirdes:

effectiveness means that organizations which can operate with low costs and/or high levels of
qudity arelikely to be successful & whatever they do.
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2.2.2 Porter's (1991) theory of Strategy

In 1991, Michad Porter published an article entitled Towards a Dynamic Theory of Srategy,
which adds some new fegtures to his previous work (1980, 1985) but whaose main achievement, in
our view, is in the integration into a smple modd of dements, which were previoudy disperse
There are severd new dements in this work, but the one, which Sgnds a new orientation in
Porter’s thinking is the notion of managerid choice. Such new dements seems to have been
introduced in response to criticism to his earlier work, on the grounds that it was overly
determinigtic regarding the influence of the environment in the shgping of competitive Srategy.
We shd| be referring to such criticiam in more detail further aong in this chapter, but for the time
being it will be useful to briefly review the main features of this theory. Figure 2.1 below provides

an outline of the chan of causdity proposed by Porter and which, ultimately leads to
organizationd effectiveness.

Figure 2.1 - Outline of Porter’s dynamic theory of strategy
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Source: Porter (1991)

Porter (1991) makes a didinction between the longitudind or long term view and the cross-
sectiond or short term view of drategy. Included in the short term view are the eements, which
are better knows from Porter’s earlier work, namdy, the techniques for environmentd analysis
and competitive podtioning. The former are amed a determining the relative attractiveness of a
given indudria sector, achieved by means of the well-known “five forces’ modd. Holding
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industry structure congtant, a business organization has to choose an adequate competitive position
in reaion to the other players in the market; this is achieved through the use of the framework
known as the “three generic drategies’, namely, differentiation, overdl cost leedership and focus.
These managerid decisons have a reatively short term impact on the performance of the
organization and they can be dtered S0 as to suit changing environmenta conditions. However, it
is in the long term that the conditions are established for the organization to cregte an internd
environment supportive of competitive advantage, in a sustainable manner.

The basic unit of analysis of competitive advantage for Porter is the discrete activity. An activity
can be anything to which a cost can be attributed and the way of performing discrete activities
determines the firm's cogsts. The firm as a whole can be seen as a collection of interrelated
activities such as, for example, “buying input A”, “manufacturing component B”, “advertisng
product C”, “sdlling service D” or “making an after-sales vigt regarding product E”. The strategy
of an organization, broadly understood as an overdl pattern or digpogtion for behaviour, can be
seen as both cause and consequence of the configuration and interrelationships of discrete
activities, i.e. the organizationd structure. The arrows coming down in the figure are intended to
represent the feedback effect, which the find outcome has on both the sructuring of activities
and on the long term effects of managerid choice.

The vdue sysgem is an dternative way of approaching the firm's collection of activities. Instead
of being represented as codts, activities can dso be represented as vaue for the customer, in such
a way tha the whole company’s activities can be schemdicdly arayed in a series of vadue
chains (Porter, 1985). Not only can the company’s own activities be arranged on a vadue chain,
but the company’s suppliers and the company’s cusomers  activities can aso be displayed as
vaue chains, thus providing a useful checking system for the sources of buyer and customer
vaue.

Performing activities requires tangible assets or “working capitd” and intangible assets or
“intellectud capitd”, embodied in human resources and in the technology. Some tangible and
intangible assets are interna to the company and some are externd (for example, contracts and
brand images). But performing activities not only requires assts as it a0 creates intangible
asdts “in the form of <kills, organizationd routines and knowledge’. And “while the tangible
asets normdly depreciae, the intangible assets involved in performing activities can cumulate
over time’ (1991:102). In making these statements, Porter moves from the cross-sectiond to the
longitudina approach of his modd and gets closer to the crux of his reseerch into competitive
Srategy, i.e. the “origin of origins’ of competitive advantage. Moving to the longitudina approach
means that one' s concerns change from questions such as “What specific activities and drivers
underlie the superior competitive pogition?’ to questions such as “Why do some firms echieve
favourdbdle pogtions vis-&vis the drivers in the vdue chan? In information sysems
implementation, thisis precisgly the question that we ask when gpproaching implementation from
an organizetiond and, therefore, longitudind, point of view, i.e. why do some firms achieve much
better results fromimplementing |S asreflected in the driversin the value chain?
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The answer to our question perhaps lies in Porter’s longitudind approach, thet is, in the triad
Drivers-Organizationd Skills-Managerid Choice. The “drivers’ of competitive advantage are the
“dructurd determinants of differences among competitors’ (1991:104) and they range from
atributes such as “cumuldive learning” and “&bility to share activities’ to attributes like “the
activity’s location” and “the timing of invesment choices’. So, the notion of drivers contains a
mixture of atributes of “things’ that the company does well and which gives it an edge over the
competition. It is a notion Smilar to “competencies’ (Prahdlad and Hamel, 1990), which will be
discussed in the next section. Pardld with this notion but dso contained within it to some extent,
there is the notion of “organizationa kills’. Organizationd kills are the outcome, in terms of
accumulated organizationd learning, of carrying out activities in the organization. They are
described as “the dbility to link activities or share them across business units’ (1991:109) and in
that sense, they seem to be the same as drivers. But acloser look shows thet the notion of drivers
contains more setic attributes (such as, for example, “the activity’ s location”), which could not be
induded in the notion of organizationd skills, which has a predominantly dynamic connotation. It is
debatable whether Porter’s digtinction between drivers and organizationd <kills is accurate or
even gppropriate, but our am a this juncture is Smply to highlight the fact that Micheel Porter
(1991) has acknowledged the role of organizational skills as a longitudinal concern and as
the key rung of the organizational effectiveness ladder .

Porter's (1991) article gppeared, to some extent, as a reaction in reaion to a movement, which
has been gaining popularity in srategic management circles snce the mid-eighties, known as the
resource-based gpproach to srategy or the resource-based theory of the firm. Porter argues that
such an gpproach cannaot be an dternative theory of strategy because, in his view, resources such
as organizationd skills cannot be separated from the cross-sectiond or short term conditions of
competitive advantage, nor from a conception of the firm as a collection of activities. He suggests
that “resources and activities are, in a sense, duds of each other” (1991:109). By this, he means
that while activities are created by exising resources, activities dso adlow new resources to be
created.

While we fed that Porter’s contribution towards a theory of drategy is a useful step forward in
integrating components, which had been digpersed hitherto, we dso believe that such theory stops
short of a mgor issue in management theory, i.e the issue of HOW or the implementation
quedtion. Porter tries to fill this ggp by bringing in “managerid choicg’ a the very bottom of his
causd chain and by saying that al decisons about ather the long term or the short term concerns
of drategy rest upon the manager. This is a pogtive development in rdation to that author's
previous ontological pogture characterized by a belief that environmentd forces were the sole
force dictating the outcome of business competition. But daming that “pure’ managerid choiceis
the cause of dl causes seems to be a very meagre argument. The way that manageria choiceis
formulated by Porter (1991) indicates that he believes choice to be a one-off adtivity - “pure
manageria choices lead to the assembly or creetion of the particular skills and resources required
to carry out the new drategy (p. 105). Once the choice is made, implementation will just follow.
Thus, this part of Porter’s theory is like a “black box”, which will produce outputs if the right
inputs are fed into it, but the actud “workings’ ingde the box are not to be scrutinized.
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Managerid choice has been identified by J. Child (1972:15) as “the critical variable in a theory of
organizations’. Furthermore, Child argues that “many avallable contributions to a theory of
organizational dructure do not incorporate the direct source of variaion in forma Sructurd
arrangements, namdy the strategic decisions of those who have the power of structurd initigtion -
the dominant codition” (1972:16). The discusson about managerid or drategic choice and the
process of god formation has very often been centred on the dominant codition, that is, on the
political process involving many dakeholders, leading to the formation of organizationd gods
(Duncan, 1975).

The concept of dominant codition has been further refined and has been given the broader
formulation of “dominant logic” (Prahdad and Bettis, 1986; Bettis and Prahdad, 1995). These
authors argue that the dominant logic is an “emergent property of the organization” and thet
“emergent properties of organizations incdlude palitical coditions, vaues, informa Sructure and
sub-optimization” (1995:11). As much of the so-cdled “interpretive’ research in the organization
stiences has shown (Bougon et d., 1977; Baunek, 1984; Daft and Weick, 1984; Weick, 1993;
Weick and Roberts, 1993) there is a very important emergent component in the activity of
organizations, which cannot be ignored. Managerid choices are made, but then they are met by
collective organizationd “action” which disorts, modifies and sometimes may even cance out the
origina choice made and enforced by the hierarchica sructure of command.

Thus, according to the organizationd enaction perspective outlined in chapter two, we propose
that indde the “black box” we have mentioned earlier, a permanent diadectic process exigs
between managerid choice and collective action. Managerid choice and collective action are two
sides of the same coin: one can never go without the other. Choice implies action and action
implies choice. Choice determines action and action determines changes in the origind choice.
The manageriad choice-collective action process is supported by an organizationd epistemology
founded upon autopoiesis theory, whereby knowledge is conceptudized as effective action and
where the act of knowing is characterized by a permanent circularity between body/action and
perception/ knowledge.

Going back to the HOW or the implementation question, which Porter’s theory fails to address,
we beieve that the resource-based approach provides very important contributions. The
proponents of the resource-based gpproach contribute towards an understanding of the HOW
question by means of opening doors which previoudy were closed in much of draegic
management thinking. The doors now being opened are for new organizationd episemologies to
enter into the realms of business drategy. We hope this will become clearer as the discusson
progresses.



2.2.3 The resource-based approach to strategy

Resources can be anything that might be congidered as a strength or a weskness of a given firm

- the internd part of a SWOT andys's - as opposed to opportunities and threats, which are the
fod of the externd part of SWOT. Resources are the tangible and intangible assets, which are
tied semi-permanently to the firm and they can be classfied under three categories physca
capital resources, human capita resources and organizationd capitd resources (Barney, 1991).
Physcd capitd resources include the physica technology, a firm's plant and equipment, its
geographic location and its access to raw materids. Human capitdl resources include the
knowledge of individud workers namely, their kills, experience and contacts. Organizationd
capita resources include the formd and informa organizationa dructures as wel as the
relaionships among individuas and groups within and outsde the firm. Examples of resources are:
brand names, trade contacts, machinery, capita, in-house knowledge of technology, €etc.

This gpproach analyses firms from the resource side rather than the product sde, as Wernerfet
(1984:171) explains

For the firm, resources and products are two sides of the same coin. Most products require the
services of several resources and most resources can be used in several products. By specifying
the size of the firm’s activity in different product markets, it is possible to infer the minimum
necessary resource commitments. Conversely, by specifying a resource profile for a firm, it is
possible to find the optimal product-market activities.

The resource-based gpproach has appeared, in a way, as a reection aganst a degree of
“environmentd determinism”, which has been prevdent in the management literature in the lagt
30 years or s0. All mgor business decisons revolved around the Product-Market relationship,
which has been conceptudized in many different ways over the years. Some landmarks are
Ansoff's (1965) product/market matrices, the Boston Consulting Group growth/share matrix
(Smith, 1985) and Porter’s (1980) five forces modd of industry andyss. The work of Porter
popularized the nation of indugtry andyss through the wel-known “five forces modd”, which
srongly emphasized the environmental component of business strategy, i.e. its opportunities and
threats. The later work of Porter (1985) drew attention to the andysis of the interna resources of
the firm through its “vaue chain”. The resource-based movement is redly an extenson and a
more in-depth trestment of the vaue chain anadlyss (Barney, 1986).

The man criticiam of this view of draegy, i.e the Product-Market and the environmenta
andysis modes, which has been put forward by the resource-based movement is that it makes
the role of management and of managerid choice and action negligible or virtudly non-existent. In
alarge sudy of competitive performance of British firms, Pettigrew and Whipp (1991:26) make
the following comment:

Even allowing for the popular handbooks of business success, little analytical weight in the
prevailing accounts of competition has been attributed to the capacity of management to adjust to
external change. In spite of the recent speculation on supply side improvements in the UK
economy, most policy discussion of competition has concentrated on policies at the expense of
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processes. Extensive coverage is given to what firm level policies should be adopted.
Comparatively little is said of how such policies should be carried out or in what way the changes,
which they require might be managed (added emphases).

Ancther criticiam is that the competitive advantage, which is eventudly gained from the use of
such modes and methodologies is often short-lived because poducts or services are easy to
imitate or to replicate. Vduable resources may resst imitation by competitors if protected by
imitation barriers. Rumdt (1984) discusses some of such barriers or “isolating mechaniams’: (1)
time compresson diseconomies - the time factor may be important in achieving uniquenessin a
particular resource, if learning, experience or trained proficiency in a particular set of skills can be
accumulated in a goan of time shorter than normd; (2) higorica uniqueness (firg mover
advantage) - some resources are inherently unique due to ether the non-replicability of the
conditions under which they were acquired, such as adigtinctive location or the advantages gained
from being the firg mover, such as brand loydty or the power to establish industry standards; (3)
embeddedness of resources - the value of aresource may be inexorably tied to the presence of a
complementary resources and the two resources together make up a combination, which is non-
imitable; (4) causd ambiguity - the connection between a particular firm’s resource portfolio and
its performance may be difficult to determine because the cause

The resource-based gpproach is not new. It can be traced back to Penrose (1959/1995) and to
the notion that what makes a frm grow is the accumulatied experience and knowledge from
within the company and not the price mechanism from the market. The key differences between
the neodassicd school of busness economics of the resource-based school, inspired by
Penrose’ swork, can be seen in the table below.

Table2.1 - The resource-based gpproach compared with the
neo-dassca school of business economics

Definitions Assumptions
Neo- ? Firmsexist to combine resources to In the production process:
classical produce an end product (2) theright input mix can be readily
? Frmszeisdetermined by the price ascertained;

school mechanism, which, inturnisinfluenced | (2) marginal contribution of each input is

by technological and managerial scale | easily calculated;

factors (i.e. increasing average costs (3) all parties have perfect and complete
past aproduction level, which is small information ; (4) resources are compl etely
relative to the size of the market) mobile and divisible

Resource- | ? Firmsasopposed to markets exist for ? Theonly limit to the growth of thefirm
based reasons primarily related to “creating isitsinternal capability for generating
positives” with or without new knowledge
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theory opportunistic considerations ? Performance differentials between firms

? Firms are made up of heterogeneous depend on possession of unique
asset bases, which are costly-to-copy inputs and capabilities
sources of economic rents ? Firm’s performance results from (1) the
? Firmsaresocial institutions with a firm’sown asset base; (2) the asset
social responsibility bases of competitors; (3) constraints

emanating from the broader industry
and public policy environments

Source: Adapted from Conner (1991)

However, the gpproach suggested by Penrose s writings in the late 1950s stayed dormant until the
1980s, probably due to the period of fast economic growth that followed in the 1960s and part of
the 1970s. It has been the work on evolutionary economics by Nelson and Winter (1982) and the
paper in the Srategic Management Journal by Wernerfdt (1984), which have provided
renewed foundation for the resource-based view to develop. Nelson and Winter’'s views are
centred on knowledge and competence as assets and their endeavour is in finding which
knowledge dates are amenable to description and quantification and aso which control variables
can be usad to dter such knowledge states. Finding such variables, however, has not been an
essy task, as Winter (1987: 164) recognizes

the tradition of viewing the firm as a unitary actor with well-defined preferences has long been
challenged by organization theorists and social scientists outside of economics, and by a few
economists of heretical bent (...) there are indeed some key issues in the strategic management of
knowledge assets that relate to whether the firm can hold together in the face of conflict among the
diverse interest of the participants

One of the latest contributions to the resource-based view of strategy comes from the concept of
core competencies developed by Prahdad and Hamd (1990) and Hame and Prahdad (1994).
These authors have developed the concept of core competencies, which they define as “the sum
of learning across individud skill sets and individua organizationd units [which] is very unlikely to
resde in its entirety h asngle individud or amdl team” (1994:203). Furthermore, they define a
competence as “abundle of skills rather than a Ingle discrete skill or technology” (1994:202).

The questions of competencies and skills are centrd to akey question in industrid economics (and
in the theory of the firm), i.e. the question of how resources produce “above-norma” economic
rents or, in other words, how differences in performance between companies are creeted. Teece
(quoted in Conner and Prahdad, 1996:494) says “it is not only the bundle of resources that metter,
but the mechanisms by which firms learn and accumulate new kills and capabilities, and the
forces that limit the rate and direction of this process’. And Mahoney (1995) puts forward a
“resource learning theory” as a synthesis of resourcebased theory and of learning theories
focusng on the development of human resources, in generd. Mahoney explains that, on its own,
resource-based analysisis not sufficient asit is unable to articulate the management practices that
endble firms to earn rents. On the other hand, process-oriented models ingpired by theories of
organizationd behaviour are dso incomplete because they cannot make the digtinction between
what is draegicaly rdevant from what is drategicaly irrdevant. The solution rests upon a
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resource learning theory, which may be summarized as follows “the accumulation of resources
cregtes a base for organizationd learning; conversdy, organizationd learning and new
organizationd forms, dlow firs to increase their rate of resources accumulation” (p.97).

Mahoney’s (1995) formulaion of the problem highlights the importance of the role of
management and of manegerid sKills in achieving organizationd effectiveness, but it does not
address the quedtion of how such a role or such skills should be put into practice, in order for
organizationd effectiveness to ensue Such gep is filled by Ghoshd and Bartlet's
(1993,1994,1998) manegerid theory of the firm, which, as the authors explain, is basad on “core
management proceses’ a direct consequence of the interactive development of managerid
action and organizationd context. Manegeria action is the result of managerid choices, which
actors within firms make over time, and organizationd context (i.e. culture) is the consequence of
managerid action. By edtablishing a relationship between organizationd context and manageria
action, Ghoshdl and Bartlett have contributed further towards away of operationalizing the notion
of organizationd or culture, which some authors dam to be ancther important organizationd
resource (Barney, 1986; FHol, 1991). The whole of chapter three in this dissertation will be
devoted to a discusson of managerid action and culture, dimate and contexts, as organizatiordl
resources.

Prahdad and Hamd (1989; 1990; 1994) are do critica of the traditiona approach to Srategic
management, which often has done more harm than good to many companies. They say:

We believe that concepts such as “strategic fit” (between resources and opportunities), “generic
strategies” (low cost vs. differentiation vs. focus) and the “strategic hierarchy” (goals, strategy
and tactics) have often abetted the process of competitive decline (1989: 63)

The problem with these modds is that they are dl satic modds, which try to freeze the life of an
organizetion a a given point in time. Building upon the innovative idess of Prahdad and Hamd,
D’ Aveni (1994) is another voice in favour of the need for dynamic as opposed to a atic view of
strategy. This author explains that gatic modes may be effective in an environment where
change is dow and sustaining competitive advantage is the god. In an era of hypercompetition
where “change is rgpid and the god is diguption” (1994: 225), datic modds are usdess.
According to D’ Aveni hypercompetition is

a condition of rapidly escalating competition based on price-quality positioning, competition to
create new knowhow and establish first-mover advantage, competition to protect or invade
established product or geographic markets, and competition based on deep pockets of alliances
(1994:2)

D’'Aveni’s (1994:40) advice for companies to succeed in this age of hypercompetition is to
outmaneuver competitors with timing and know-how advantages. A timing advantage is created
by “skills that dlow afirm to be a fird mover” and a know-how advantage is “the technologicd
knowledge or other knowledge of a new method of doing busness’. In redity, D’Aveni’s
framework is totdly digned with the tenets of the resource-based movement, but perhgps one

39



new dement: timing. Timing embodies pat of the dynamic dimenson which is lacking in
traditiond models of drategy, but as D’Aveni recognizes timing is dso crested by an
accumulaion of organizationd kills.

From the point of view of hypercompetition, the question of goplying IS and IT to busness
processes in order to achieve greater speed (and better timing) seems crucid. So, what are the
implications of D’ Aveni’s views on hypercompetition for IS management or |S Strategy? In order
to address this questions, it is useful to dso think about 1S1T as sets of new skills and cgpabilities,
which organizations have to learn. Curley and Pyburn (1982) meke the ditinction between type A
and type B learning. Type A istypicdly the kind of learning, which ensues from intensve training
given to, for example, operators of a new manufacturing tool (industrid technologies). Type B is
the kind of learning required for what those authors call the “intdlectud technologies’, such asthe
computer. They characterize Type B learning as being “ongoing” and “adaptive’ as opposed to
the intendve training, which is better adapted to the indudtrid technologies.

From this, it may be concluded that the question of the timing advantages that D’ Aveni discusses
cannot be solved purdy by the acquisition or application of IT atifacts IS and IT take time, in
terms of both individud and organizationd learning. Concaivably, IS and IT take even longer than
other organizationd resources for gppropriate skills and competencies to be developed. A brief
discussion of ISIT from the point of view of the resource-based gpproach is the topic of the next
section.

2.2.3.1 The resource-based approach in IS research

As we have stated above, dthough the idea of the analysis of the firm from the resources side
has been around for along time (Penrose, 1959/1995), it has recaived little formd atention from
the busness economics community. “The reason, no doubt, is the unpleasant properties [for
modelling purposes] of some key examples of resources, such as technologicd skills’ (Wernerfdt,
1984:171). This remak is very rdevant for information sysems theory and practice as it
illustrates, precisdy, the case of much information systems research in the last 15 years. A large
proportion of time and effort have been invested in pursuing the “product-based” view, while the
resources Side of information systems implementation have been reatively neglected. One of the
objectives of the present chapter is to show that the resource-based theory is a much more
adequate theoreticd basis for |S implementation/ management than industry analyss or “ product-
based” models.

Looking a the information systems implementation literature and especidly thet which we have
classfied as belonging to the “context” or the strategic dimension (see chapter five) we can see
how much of it is S0 heavily influenced by indudry andyss or “product-based” modds Some
examples are McFarlan’'s (1981) portfolio goproach to information sysems management, which is
ingpired on the BCG growth/share matrix, Porter and Millar' s (1985) information intensity metrix,
Ives and Learmonth’s (1988) customer resources life cycle and Wiseman's (1988) drategic
option generators. The gpproach taken by many researchersin information systems, perhaps even
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by the mgority, is to treat information technology gpplications as products, which are placed in
organizations to fulfil a function. This goproach ignores or overlooks the resources, which meke
up such products, when it is the resources that make a difference to the effectiveness of the
organizaion, in the long-term. In information systems, resources can be thought as dl the inputs
which go into the organizationd implementation of an information system, as opposed to a nation
of implementation where information systems are treated purdly as products, asisthe casein the
maority of SISP frameworks and methodologies (see Figure 2.2).

Figure 2.2 - Resources-Based versus Product-Based
Views of Information Systems Implementation

Information Systems Information
Resources Systems Products
Technical
Resources Management
\ / Information
t MI
IS-Related |S-Related Systems (MIS)
Individual/ Strategic and
Managerial Skills Operational EE— Strategic
and Competencies Information
Proc Systems (SIS)
IS-Related / \‘ Executive
Organizational Information
Skills anq Systems (EIS)
Competencies

Mata, Fuerst and Barney (1995) have gpplied the resource-based gpproach to IS strategy and
management and they have andysed four types of IT/IS atributes in relation to their potentid for
cregting competitive advantage: capital requirements, proprietary technology, technicd IT skills
and manageid IT/IS ills. From this research, it was concluded that capitd requirements,
proprietary technology and technica IT skills were not the kinds of resources, which might bring
any form of advantage to firms. However, the building up of |Srelated managerial skills was
found to be crucid for an improvement of the effectiveness of organizationd implementation of 1S
and, therefore, for helping companies to achieve sustained advantage over their competitors, in the
long-term. Mata et d. do not define too clearly what they mean by 1S1T-rdated managerid kills
(i.e they do nat digtinguish between IS and IT managerid ills). They say that such sills
“incdlude management’ s ability to concelve of, develop and exploit IT gpplicaions to support and
enhance other busness functions’” and give, as examples (1995:498):
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(1) the ability of IT managers to understand and appreciate the business needs of other functional
managers, suppliers and customers;

(2) the ability to work with these functional managers, suppliers and customers to develop
appropriate I T applications;

(3) the ability to coordinate IT activities in ways that support other functional managers, suppliers
and customers;

(4) the ahility to anticipate the future I T needs of functional managers, suppliers and customers’

Those authors further explain that organizations use their “managerid IT [IT/IS] kills’ to hdp the
technicd IT gaff fit into the organization’s culture, undersand the organization’'s policies and
procedures and learn to cooperate with the rest of the organization on IT-related projects. And
they add that unlike technica IT ills higory plays a role in managerid 1S/1T skills, which are
developed over the longer term.

While this research is interesting and useful, mainly because it is quite unique in terms of the
aoplication of the resource-based theory to IS research, we have some objections to make. Our
first objection to thisview isthat it isfar too narrow aview to encompass thewhole issue of ISIT
management in organizations. That is one of the reasons why we prefer to tak of 1Srelated
managerid skills and not manegerid IT skills. But the main problem of the gpproach taken by
Mata et d., which istypicd of much of the main-stream IS literature, isthet it restrictsthe IS/IT
organizationd issues to the ISIT manager and her gaff. Our view is that, being a horizonta
activity “par excdlence” 1S1T organizationa issues affect many more people in the organization,
notably top management (and especidly the member of the top management team directly in
charge of 1S1T) and line managers who, increesingly, are having to ded with many complex
ISIT issues a department/divison leve. Hence, our view of 1Srelated skills refer to skills or
competencies, which ae spreading increasingly wide in the organization and, which are
related to the managerial aspects of all the stages of the IS organizational implementation
process at all organizational levels. Thiswill be discussed in grester detall in chapter four.

2.2.4 What are organizationd skills?

Von Krogh and Roos (19964) treat organizationd skills as the ability thet the organization has
been adle to build for goplying collectively the competencies held individudly by organizationd

members. They treat competencies as sats of kills, which enables individuds to carry out ther
work and make the following digtinction between competence and knowledge “while knowledge is
about specific ingghts regarding a particular topic, competence is about the skills to arry out
work” (p.206). Individud skills are the outcome not only of persond knowledge and experience,

but also of vaues, atitudes and exhibited persond characteridtics.

But these authors go on to explain that organizationd skills are much more than individud
competencies. At the group leve, the process goes through a stage of “competence interplay”,
crucid for an understanding how collective competence or task-specific organizationd knowledge
is formed. Competence interplay can be thought of as the outcome of each discrete group-leve
event, which contributes towards the formation of group-levd competence. Group-levd
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competence, in turn, influences the leved of effectiveness of competence application, at the
organizetiond leve, by limiting or enhancing the overdl organizationd capacity for effectivey
aoplying its stock of competencies.

Competence interplay is aso redtricted by various other factors, namely hard structurd factors
and soft cultural ones. Among the hard factors there is the formad organizationa sructure, which
mekes the “identification, formaion and implementation of groups possble’ (p.108) and
“organizationd dack”. Organizationd dack refers to the pressures that exigt in the organization,
dther in terms of time or of financid resources, which dso have an effect on the levd of
achieved effectiveness in competence gpplication. Among the culturd factors there are the
leadership syle and the organizationd climates, which are intimately linked as we will see further
on, in this dissertation. Leadership styles and organizationd climates are crucid factors in the
formation of a collective “mind-s&t” regarding, for example, information sharing activities (i.e
cooperation and collaboration) in the organization.

From the brief discusson above, we can see that it is not possible to discuss the notion of
“organizationd skills’ without teking a hogst of other factors into congderation. Some of these
factors are individud (i.e. persond vaues and attitudes, persona knowledge and experience,
exhibited persond characterigics), some pertain to the group leve (i.e. competence interplay or
group-level competence) and many belong to the organizationd redm (i.e. the organization's
stock of competencies, the organization’s godss, the organization’s climate, etc).

So, we come to the condusion that in order to discuss organizationd skills we mugt first discuss
the topic of organization. In other words, if we wish to understand the grategic foundations of
the organi zational approach to IS implementation, we have to have avery good understanding of

the foundations of organization and of organizationd knowledge, firg of dl. This is what we
attempt to achieve in the rest of this chapter.

2.3 Organizations and organizationa knowledge: the
conventional wisdom

The reader is dso referred to Magahdes (1996) for a more comprehensive account of thistopic.



2.3.1 The information processing view

The drand of intellectud influence that has had, by far, the grestest influence in the fied of
organizationd knowledge and learning is the “information processng” view of the organization,
after the work of Simon (1945;1997) and March and Smon (1958). These works put forward a
theory of problem solving and decison making based on the assumption that human cognitive
cgpabilities are inherently very limited. Given that human decison makers have to operate within
conditions of *bounded rationdity”, the decison making processes have to be dearly identified, so
that for each decison dl the variables are accounted for and the information thet has to be
processed by the decison maker can be reduced to a minimum. In order to achieve this, Smon
developed a modd of organizationd decison making basad on the inner workings of acomputer,
whereby human beings act as information processing sysems, which extract meaning structures
from information inputs and store such gructures as knowledge for later use in decison making.
Such meaning structures, however, are seen as Satic and disembodied in the sense thet they are
divorced from the stream of organizationd actions thet produce and reproduce meaning (Tenkas
and Boland, 1993).

The information processing view has been very influentia throughout the organization sciences,
which indudes a mgor influence on the maindream organizationd |learning movement, introduced
to thefidd in the early 1960s by Cyert and March's (1963) work on the behaviourd theory of the
firm. According to this view, organizations are treasted as dpjective entities, rather than as
concepts, endowed with a capability for cognition through some type of collective mind.
Organizations are, therefore, seen as capable of containing representations of the environment in
which they operate, very much in the same fashion that the human brain is sad to contain
representations of the outside (objective) world.

Following this line of ressoning to its logical concluson, it can eedly be accepted that
organizations are capable of learning, with adaptation to the environment as the main evidence of
such learning. Cyert and March (1963:123) date that "organizations exhibit (as do other socid

inditutions) adgptive behaviour over time' and podtulated a learning cycle between the
environment and the firm that would operate roughly in the following fashion. Externd sources of
disturbances, which cannot be controlled by the organization creete shocks for the organization.
There exig decison varigbles indde the organization, which are manipulated by decison rules.
Each combination of externd shocks and decision variables changes the State of the organization,
thus each organizationd date is determined by the previous dae, the corresponding externd

shocks and the decison rules, which were used. Any decison rule that has led to a preferred
gate becomes more likely to be used in the future than in the pagt, i.e. learning takes place.

The citidams that have been levelled & this view of organizations and learning have been
plentiful and from many sources, but they can be summarized into a mgor argument of
epigemologicd nature. The argument is as fallows if human cognition does not follow the
information-processng paradigm, which is behind traditiond cognitivigt thinking and knowledge is
not abstract and representationd, but is embodied and stuationd in nature, the whole paradigm

44



fdls as gpplied to organizations Many of the divergent voices in the organization sciences, in the
last 40 years (Boje, 1966) have been pointing in this direction, but new and perhgps more “ solid”
scientific support for this hitherto disperse criticism is now avalable from the theory of
autopoiesis, to be discussed below.

The information processing view of organizations has been chdlenged by severd information
systems aithors, but one of the more outgooken has been Boland (1987). Boland centres his
criticiam around the notion of information (which is dosdy rdated to knowledge) and on the way
that the computer metaphor paradigm has created a mindset or a set of fantasesin organizationd
and managerid parlance about information. The firg fantasy, from which dl the others follow, is
that information is structured data. This fantasy, according to Boland, is the most pernicious of
al “because it undermines the possibility for taking the problem of language serioudy” (p.370). It
originates in the Smonian notion thet it is possble to create information Smply by manipulating
data and decison premises and that when Structured in certain ways, data acquires meaning. The
next logica sep dong this line of thinking, according to Boland, is to use the expressons
Sructured data and meaning interchangegbly. In other words, it is the same as saying tha
meaning tha can be edablished independent of the recalver of the data and, therefore,

independent of the use of language.

2.3.3 Socid systems and the open systems model

Smon’s theory was not the only influence in the formation of the conventiond wisdom on
organizations and organizationd knowledge. Sociologicd systems theory has dso pdyed an
important role. This srand of influence hasiits roats in the writings of Durkhem (1938), namdly in
the way that socid sysems were perceived as being made up of many mutudly dependent
eements (i.e. individuds) functioning in ways that contributed to the maintenance of the whole
(i.e. society). However, the author who has had the grestest influence in bringing systems theory
to sociologicd and organizationd  thought has been Parsons (1956;1957) with the notion of a sdif -
regulating society. Parson’s argument was thet in any socid system some of its parts contribute
towards the maintenance of the whole (i.e. the functiona parts) whereas others detract from the
integration and effectiveness of the whole (i.e. the dysfunctiond parts).

Systems theory applied to socid systems has been enormoudy influentia in organization theory in
generd. Generd systems theory, which was put forward for the first time by von Bertdanffy
(1950) grew from the study of organisms as compex wholes in the fidd of biology. One of its
main achievements was the didtinction between open and dosad systems. A system is cdlosed if
no materid is dlowed to enter or leave the sysem . According to the second law of
thermodynamics, a closed sysem gradudly runs down, increases its entropy and reeches an
equilibrium state where no energy can be obtained from it. A system is open if it depends on the
environment to exig, importing and exporting materid and, in the process, changing its internd
components. Open systems can temporarily defeat the second law of thermodynamics by
exchanging materids with the environment and maintaining themsdvesin a seady sate (Jackson,
1991).
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The gpplication of systems theory to socid systems continues to evdve and such evolution, as we
will try to demondrate here, has a direct impact on the conception of the organizetion as a
knowledge sysem. Boulding (1956) has described an overdl hierarchy of sysem leves, which
has become very influentid in organization science research. This hierarchy is composed of nine
layers of increesing degrees of complexity, with the higher levels having al the characteridtics of
the lower levels plus more complex ones. The layers sart with “Frameworks’ a the bottom level
and go dl the way up to “Systems of Unspecified Complexity” a the top levd. We will not
comment here on the whole hierarchy as proposed by Boulding but we will just highlight those
levels, which, to us, are the mogt interesting.

The fourth levd is that of Open Sysems or of the “sdf-maintaining sructure’ characterized by
being able to “reproduce and maintain themsdves in the midgt of a throughput of materid and
energy” (Boulding (1956: 203). Life is diginguished from nortlife at this levd, with the cdll asits
mos paradigmdic example. Level seven is characterized by sysems capable of sdf-
reflexiveness rather than just salf-awareness; the ahility to “produce, aosorb and interpret symbols
as opposed to mere Sgns’ (ibid, p. 204) is the feeture, which differentiates this levd from the
previous one. Leve eght has been labdled as “Multi-Cephdous Sysems’ (Pondy and Mitroff,
1979) to represent the move from the individud to the socid leve.

The author who has had the greatest influence in bringing sysems theory to sociologicd and
organizationd thought has been Parsons (1956;1957) with the notion of a sdf-regulating society.
Parson’'s argument was that in any socid sysem some of its parts contribute towards the
maintenance of the whole (i.e. the functiona parts) whereas others detract from the integration
and effectiveness of the whole (i.e. the dysfunctiond parts). The equilibrium-function mode from
Parsons and generd systems theory were adapted to organizations by Katz and Kahn (1966) in
Social Psychology of Organizations. According to this well known textbook, organizations are
open systems, which depend on the importation of energy from the externd environment for
survivd. The open sysdem modd of organizetion fits wel with the information processng or
computer metgphor of the organization, which has been discussed above. The basic input-output
mechanigic modd is the same and together these two modes have laid the foundetions in the
organization stiences for a host of mechanistic formulations of the organization's knowledge
systemn, which made their appearance, over the years.

But in his 1956 atide, Boulding warned:

The above scheme [the systems hierarchy] might serve as a mild word of warning even to
Management Science. This new discipline [General Systems Theory] represents an important
breakaway from overly simple mechanical models in the theory of organization and control. Its
emphasis on communication systems and organizational structure, on principles of homeostasis
and growth, on decision processes under uncertainty, is carrying us far beyond the simple models
of maximizing behaviour of even ten yearsago (p. 207)



Unfortunately, dong the way, Boulding's advice seems to have been logt. The reason why the
good advice has probably been lost may have to do with the emphasis on open sysems and on
open sysems characteridics. That is, by tregting organizations as predominantly open sysems
(leve four in Boulding's hierarchy), researchers seem to have ignored the idea that socid systems
have the characteristics described for the whole hierarchy, above and belowlevd four. Thisis
why we believe tha autopoiess theory is s0 useful, as a complementary framework for
organizationd anayss, i.e. as we will see further on, atopoiess reminds us, once more, that
organizations cannot be seen just as open systems but that they have many cdosed systems
characteristics too.

Some authors have tried to draw attention to some fundamenta problems of the open systems
orthodoxy as it has established itsdlf in organization science research. Two of the earliest authors
to warn about such dangers were Pondy and Mitroff (1979) in aremarkable article, which sarts
off as falows “Inventing the future for organization theory is the intention of this aticle’ (p.4).
Unfortunately, the article dso seems to have been forgotten to a large degree, and the future for
organization theory has been postponed somewnhat. In their article, Pondy and Mitroff go back to
Boulding's hierarchy of systems and demondrate that systems theory has been wrongly used in
organization science research. They argue that the open systlems modd, which is not amenable to
postivigt reseerch designs is often forced into mechanigtic paradigms, keeping none of the
characteridtic features of open systems.

The firg gartling redization that those authors come to is that even though human systems dart
a leved seven, the sudy of organizationsis il fixated, to alarge extent, a leve four, and in many
casss a leve threg, in drictly controlled cause-and-effect research models. Pondy and Mitroff
(1979: 22) argue that “we have serioudy misunderstood the nature of open systems and have
confused them with naturd or control sysems’ and their endeavour is to show how te (dill)
current formulaion of the open systems criteria for organizational modelling leaves out important
organizationd phenomena. Such neglected phenomena are, for example, the ecologicd effects,
i.e. the externd effects of the organization’s actions, or topics such as organizationd dysfunction,
ingead of focusng only on order and congruence; or questions such as organizationd birth and
reproduction, as opposed to explaining only the functioning of mature organizations.

The mgor achievement of Pondy and Mitroff’s paper, however, has been to show how far gpart
the “redlities’ of organizationd research are - on one hand, the forma, measurable aspects of
organizaions and, on the other hand, the less formd, intangible aspects of organizations, such as
culture, knowledge or learning. These authors argue that “organization theories seem to have
forgotten thet they are deding with human organizations, not merely disembodied structures in
which individuds play ether the role of in-place metering devices (...) or the role of passve
cariers of culturd vaues and skills’ (1979: 17). They go on to say that the modds we use to
sudy organizations mugt take into account the capacity that people have for sdf-awareness, for
the use of language and for learning from their experience.
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2.4 The new epistemologica foundation for organization:
enacted cognition and autopoiesis theory

Organization, culture, knowledge and learning seem to be concepts very intimately linked. But in
order to find answers to our basc quedions, i.e “what is an organization and what is
organizationd knowledge?’ we need to say something about cognition.

Cognition and cognitive science try to answer questions such as “what are the mechanisms, which
enables us to percave the world?’, “how do we know what we know?’ or “what is knowledge?’
Bascdly, there are three mgor scientific currents in the cognitive sciences - cognitiviam,
emergence and enaction. The information processing or computer metaphor of the mind (which
has dready been referred to) belongs to the cognitivigt current, the emergence current comprises
aschool of thought dso known as connectionist, and the enactive current encompasses the notion
of embodied cognition. Figure 2.1 offers an overview of these three traditions.

Limitations in the length of this dissartation do not dlow us to enter, even supeficdly, into a
discusson about dl three schools of thought. Thus, we have opted for discussing only the enacted
cognition stream because it is the tradition, which underpins, epigemalogicaly, our entire goproach
to IS organizationd implementation.

Table2.1 - Thethree traditions of cognitive science

Cognitivism Connectionism Enaction
Metaphor for | Symbol processing Emergence of global states | Ongoing interaction with
cognition the medium
Metaphor for | Digital computer Parallel distributed network | No computational metaphor.
themind Mindinseparablefrom
experience and world
Theworld in Separate. Objective. Separate. Objective. Brought forth. Engaged.
relation to Representablein Representable in patterns of | Presentable through action
people symbols network activation
The mind/ Cartesian separation of | Mind related to body and Mind and body inseparable.
body mind and body world via emergence World enacted in history of
relationship viable structural couplings
Evaluation Symbols represent real Emergent properties are Action becomes part of an
criteriaof world appropriately. seen to correspond to existing on-going world of
effectiveness | Information processing | specific cognitive meaning or shapes anew
of cognitive leads to successful capacities, i.e. successful one, i.e. effective action
system solution of problem solution of required task
Key scholars | Chomsky, Fodor, Simon | McClelland, Searle, Brunner, Lakoff, Johnson,
Smolensky Piaget, Winograd and
Flores

(Sources: Varelaet a, 1991; Varela, 1992; Whitaker, 1996)




2.4.1 Enaction or embodied cognition

Varda, Thompson and Rosch (1991) and Varda (1992) are the key works for getting to grips
with the debate on cognition and for undersanding the propositions being put forward by the
embodied cognition tradition.

Vadad d. (1991:147) sart their expogtion on ther view of cognition - cognition as enaction -
with a remarkable sub-title Recovering Common Sense Because the issue of common senseis
adso 0 germane to management, one of the scientific fidds where this dissertation is grounded,
we cannot resist the temptation of quoting a passage about the need to recover common sense (in
managemert too).

Consider, for example, a mobile robot that is supposed to drive a car within a city. One can single
out in this “driving space” discrete items, such as wheels and windows, red lights and other cars.
But unlike the world of chessplaying, movement among objects is not a space that can be said to
end neatly at some point. Should the robot pay attention to pedestrians or not? Should it take
weather conditions into account? Or the country in which the city islocated and its unique driving
customs? Such alist of questions could go on forever. The driving world does not end at some
point; it has the structure of ever-receding levels of detail that blend into a non-specific
background. Indeed, successfully directed movement such as driving depends upon acquired
motor skills and the continuous use of common sense or background know-how.

For Varda et d. cognition cannot be understood without common sense. And by common sense
they mean our bodily and socid higtory, the mutua co-specification between the knower and the
known or the subject and the object. They use the enactment to mean interpretation or the act of
bringing forth meaning from a background of understanding. They hold a non-objectivist
view of knowledge, which they dam to be the result of an ongoing interpretation that emerges
from our &bility to understand and which enables us to make sense of our world. The notion of the
embodiement of cognition has been srongly influenced by the philosophy of European thinkers
such as Heldegger, MerleauPonty and Foucault who, since the beginning of the Twentieth
Century have chdlenged one of the mogt entrenched postion of our scientific heritege, i.e. the
rationdigts view of world as independent from the knower.

2.4.2 Autopoiesis theory as one of the pillars of enacted cognition

Autopoiesis is a concept developed through the pioneering work of Maurana and Varda
(1980;1987/1992), Maturana (1987;1988), Varda (1984;1992) in biology, primearily as a condruct
which enabled them to make the digtinction between living and nortliving systems. The concept
and its podulates have dowly been gaining ground and generating enthusasm among many
scientific communities. For Fritjof Capra, for example, Maurana and Vardld s book The Tree of
Knowledge (1987/1992) contains no less than the “outlines of a unified scientific conception of
mind, matter and life’ (in book’s back cover). According to some authors, autopoiess is
developing into a new theoreticd paradigm in the socid sciences (King, 1993) and to othersinto a
new generd systems theory (von Krogh and Roos, 1995).
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Maturana and Varda's work has been gpplied to the socid sciences in genera by Luhmann
(1995), to the law by Teubner (1989) and, more recently to the organization sciences by von
Krogh and Roos (1995). The literature of autopoiess is dready very extensve, S0 a detaled
explication of this important new body of knowledge will not be attempted here and readers will
be referred to the above mentioned literature and to Mingers (1995) for an acount of the
stientific sate-of-play of autopoiess and of its many ramifications. In this chapter, the mgor
features and concepts of autopoietic systems theory will be only touched upon, in order to build a
new episgemologica framework for a better underganding of organizations and organizationa

knowledge.

Autopoiesisis a Greek word, which means “sdf-production”. An autopoietic system, therefore, is
characterized as one that contains within its own boundaries the mechanisms and processes thet
enable it to produce and reproduce itsdlf. The system’ s operations pecify their own boundariesin
the process of sdf-production. Maturana and Varda (1980;1987/1992) tak about “autopoietic
machines’ in order to differentiate them from “dlopoietic machines’, which are systems not
cgpable of Hf -production. They define autopoietic mechines as

Unities whose organization is defined by a particular network of processes (relations) of
production of components - the autopoietic network - not by the components themselves or their
static relations (...) An autopoietic machine is an homeostatic (or rather a relations-static) system,
which has its own organization (defining network of relations) as the fundamental variable, which it
maintai ns constant (1980:79).

The autopoietic network then, isthe crucid differentiating factor of the autopoietic system from
any other kind of unit, for example a marrmade machine such as a motor car.

In a man-made machine in the physical space, there is an organization given in terms of a
concatenation of processes, yet, these processes are not processes of production of the
components, which specify the car as unity, since the components of a car are produced by other
processes, which are independent of the organization of the car and its operation (1980:79)

The biologicd cdl is the paradigmatic example of an autopoietic system as it possesses dl the
features that define a first-order autopoietic system, that is it is autonomous, it is operaiondly
dosed, it is sdf-referentid, it has its own organization and its own Sructure and it is cgpable of
sructurd coupling with its environment. As organisms evolve and become more complex, other
forms of autopoiess arise, namely second-order and third-order autopoiesis where the same basic
characterigtics or criteria gpply, but of higher orders of complexity. Let us dat with the basc
characterigtics of first-order autopoietic systems.

2.4.2.1 Firgt-order autopoietic systems

Autonomy. By autonomy it is meant thet aliving sysem is cgpable of specifying its own laws for
its own functioning, independent of its environment. Autonomous systems subordinate al changes
to the maintenance of ther own organization and do not depend on pre-established or designed
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relaions (couplings) with their environments whereas non-autonomous systems (i.e. norHiving o
mechanitic) do, through input/output mechanisms. Autonomy is defined as.

a composite unity by a network of interactions of components that (i) through their interactions
recursively regenerate the network of interactions that produced them, and (ii) realize the network
as a unity in the space in, which the components exist by constituting and specifying the unity’s
boundaries as a cleavage from the background (Varela, 1981:15)

Auopoietic sysems produce the components and processes, which redize them as unities
wheress in dlopoitic sysems (i.e. the non-autopoaietic) the product of their operation is different
from themsaves. The didinction between autopoietic and alopoietic is the basic disinction
between living and non-living sysems

The notion that autopoietic sysems have no inputs or outputs is not straightforward because “the
sysem” is goecified by the observer and the whole dassfication of inputs and outputs can be
very ahitrary. However, the proponents of autopoies's theory clarify this issue by saying that a
system should be regarded as auto- or dlopoietic depending on the context. Autopoigtic systems
may be treated as being alopoietic when the boundaries of the system are enlarged. “Thét is to
say that the context is the recurson of sysems within which the system we study is embedded,
ingtead of being the dloud of datigtica epiphenomena generated by our attempt to Sudy it” (Beer
in Mauranaand Varea, 1980.68).

Organizational closure. Autopoietic sysems do not need inputs from the environment to go
about thar task of sdf-production. This is one of the mgor breskthroughs of this theory, which
places it diametricaly opposad to hitherto maingream thinking in sysems theory. Open systems
thinking maintains that sysems need inputs, namely energy from the environment, in order to
function. Thisis how Vardla (1984:26) percaives organizationd closure:

the study of biological systems forces us to consider acomplementary mode of description [to the
input-output type description], which is based on the fact that some systems exhibit, intuitively
speaking, an internal determination of self-assertion. For such autonomous systems, the main
guideline for their characterization is not a set of inputs, but the nature of their internal coherence,
which arise out of their interconnectedness. Hence the term operational closure (...) Examples of
organizational closure abound: nervous systems, immune systems, ecologies, conversations, etc.

Sdf-reference. The Hf -referentid feature refers to the fact that in their organizationa closure,
al living organisms make congtant use of past knowledge or past experience in order to continue
their sdf-production. Maturanaand Varda (1980:25) explain this feature as follows:

The closed nature of the functional organization of the nervous system is a consequence of the
self-referring domain of interactions of the living organization; every change of state of the
organism rrust bring forth another change of state and so on, recursively, always maintaining its
basic circularity. Anatomically and functionally the nervous system is organized to maintain
constant certain relations between the receptor and effector surfaces of the organism
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Organization and sructure. The didtinction between organization and dsructure is crucd for
understanding the nature of firg-order autopoietic systems. By “organization” it is meant the
necessaty relaions, which define the system, hence the invariant pat of the sysem. By
“dructure’ it is meant the actud relations between the components, which integrate the system;
these can vary provided that they satisfy the congtraints placed by the “organization”. Maturana
and Varda (1980:76-77) ask the question “what is the organization of living sysems, what kind of
meachines are they, and how is ther phenomenology, induding reproduction and evolution
determined by their unitary organization?’ and they provide the answer:

The relations that define a machine as a unity and determine the dynamics of interactions and
transformations, which it may undergo as such a unity, constitute the organization of the
machine. The actual relations, which hold among the components, which integrate a concrete
machine in a given space, constitute its structure. The organization of a machine (or system) does
not specify the properties of the components, which realize the machine as a concrete system, it
only specifiestherelations, which must generate to constitute the machine or system as a unity

Structural coupling. Changes in autopoietic sysems are induced by independent events (Sgnds)
and do not depend on inputs or outputs, in the sense used by traditiona systems theory. However,
systems are not isolated from their environments and they may be simulated or disturbed by
events, which are known as * perturbations’. But such perturbations remain dways externd to the
system and are not in any way dlowed to become interna components of it. The environment
creates perturbations that can lead to changes in the Structure of the system, in accordance with
its sdif-defined organizing rules, but it does not determine, direct or control such changes. Such
changes in sructure are known in autopoietic terminology as structurd couplings.

Autopoietic machines do not have inputs or outputs. They can be perturbed by independent
events and undergo internal structural changes, which compensate these perturbations. If the
perturbations are repeated, the machine may undergo repeated series of internal changes (...),
whichever series of internal changes takes place, however, they are always subordinated to the
maintenance of the maching[‘'s] organization, condition, which is definitory of the autopoietic
machines (Maturana and Varela (1980:81)

Structurd couplings follow the rule of sdf-reference and when a history of recurrent interactions
between two or more systems is established, such couplings become stable and they may lead to
the development of second-order autopoietic systems.

Before going into the ontogeny of autopoietic sysems, however, let us look a the lagt of the key
concepts in autopoies's theory, the concept of the observer. “Everything sad is sad by an
observe” (Maturana and Varda, 1980:8). Thisis one of the most often quoted sentence by these
authors, perhaps indicating the rdevance and the novelty of the concept. What Maturana and
Vadaare trying to emphasize isthat it is very easy to forget how subjective al observations and
al judgements are. We, as human observers are do biologica systems and, therefore, we are
aso subject to Al the laws or principles of biologica systems we have outlined above. In other
words, we are ds0 closed and sdf -referentiad systems. Linked to the notion of the observer, there
is the dosdy assodiaed notion of digtinction, which is the ahility to tell that something is different
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from the background. The relationship between the observer and the ability to make diginctionsis
better understood in Maturana and Vardd s (1980:8) own words:

For the observer an entity is an entity when he can describe it (...) the observer can describe an
entity only if thereis at least one other entity from, which he can distinguish it and with which he
can observe it to interact or relate. This second entity that serves as areference for the description
can be an entity, but the ultimate reference for any description is the observer himself.

2.4.2.2 Second and third-order systems

As organians evolve and in some cases develop nervous systems, the possibilities for the
organism to exhibit behaviour are expanded dramaticdly. The nervous system emerges in the
hisory of living beings as a network of a gpecid type of cel (neurons), which is embedded in the
organism in such a way as to couple points in the sensory surfaces with points in the motor
surfaces. It participatesin the operation of ametacdlular organism as a mechanism that maintains
its structurd changes within certain limits (for example, changes in the heart beat following an
upsurge in the flow of adrendine). Multi-celled organisms are networks of first-order autopoietic
systems, which are structuraly coupled, operationaly dosed and which develop their own internd
organization (identity) and dructure. They exhibit, therefore, dl the properties of firgt-order
autopoietic systems (Maturanaand Varela, 1987/1992).

Thus the presence of a nervous system dlows behaviour to become obsarvable, which, in turn,
makes interaction between living beings possble Such interactions, which can dso be cadled
socid phenomena are a the bagis of a higher leve of autopoietic activity. “We cdl socid
phenomena those phenomena that arise in the gpontaneous congtitution of third order couplings
and socid sysems the third order unities that are thus congtituted” (Maturana and Varda,
1992:193). Third-order autopoiesis is especidly rdevant for the purposes of this dissartation as it
forms the basis of languaging - the essence of the organization's knowledge system - and for this
reason it isworth dweling on it alittle longer.

Socid systems are of course not exdusive to the human species. They are to be found in dl
pecies endowed with a nervous system and vary in sophigtication in close rdaionship with the
species nenvous sysem complexity. However, what al species have in common is an interna
phenomenology, which is unique to that species and which causes uniform patterns of behaviour
to gppear among the members of that particular third-order unity. Such behaviour petterns usudly
reguire reciproca coordination among the group and it is this coordinated behaviour triggered
among the members of a socid unity, which Maturana and Varda (1992) cdl communication.
Among socid insects, for example, the mechanism of sructurd coupling and of coordination of
behaviour takes place through the interchange of chemica substances, cdled trophallaxis.
Trophdlaxis, then, is communication for socid insects. It is worth noting here thet in autopoiess
theory, communication is not defined, asis the tradition, as exchange of information, but instead it
means doing something. Communication has to imply action; in this case, coordinating action.



Communication can be innate or acquired. Innate communicative behaviour depends on structures
that arise in the devdopment of the organism independent of its particular higory of socid
interactions, whereas acquired communicative behaviour does depend on such higtory of socid
interactions. Learned communicative behaviour conditutes a linguistic domain. A linguistic
domain, however, is not to be confused with language. Human beings are not the only animas
who are able of generating linguistic domains in their socid life. Many other species are capable
of developing linguistic domains, that is, learned communicative behaviour. There are many well-
known examples of highly developed communicative behaviours among, such as thet of primeates
or dolphins. In the words of Maturanaand Varda (1992), “linguigtic domains arise as culturd drift
in a sodd sygem with no pre-established desgn. The process is one of behaviourd
trandformation contingent on consarvation of the socid system through the behaviour of its
components’ (p.209), but such transformation of behaviour does not give rise to language.

The domain of language is uniquely human, firg of dl because it coordinates dl socid action.
Language stands for human being as trophdlaxis stand for socid insects “socid unity is based on
“lingudlaxis’ (a linguigtic trophdlaxis): a linguigic doman condituted as a doman of ontogenic
coordinations of actions’ Maurana and Varda (1992:212). Secondly, language is unigue to the
human species because it is closdy related to the notions of consciousness and reflection. To
operate in lnguage means to be able to make linguidic diginctions of linguidic diginctions. In
other words, it means to be conscious that a word (for example PROFIT) carries a linguistic
diginction (for example the contrary of LOSS) and to reflect such awareness back in action.
Language enables those who operatein it to

(1) devdop and maintain “an ongoing descriptive recurson, which we cdl the |I” (op.
cit.p.231), i.e. consciousness and

(2) “describe themselves and their circumstances’ (op. cit.p.210), i.e. reflection.

Thirdly, language is uniquely human because it generates meaning. Language does not exist as
isolated items of behaviour, but must be seen as an ongoing process of languaging. “To an
observer, linguidtic coordingtions of actions gppear as ddinctions, linguidic didinctions. They
describe objects in the environment of those who operate in a linguisic domain. Thus when an
observer operates in a linguigtic domain, he operates in a domain of descriptions’ (Maturana and
Varda, 1992:211). The notion of observer and obsarving is crucid in autopoiess. An autopoietic
process can never be obsarved from the ingde and it must aways depend on one (or more)
observer for its description. So, languaging arises when two (or more) observers engage in an
exchange of linguigic diginctions, which, in turn, gives rives to meaning being created and re-
created. And “meaning becomes part of our domain of conservation of adaptation” (op. cit.p.211),
as members of the human species.

2.4.2.3 Socid Autopoieds



Turning now to the work of Luhmann (1986;1995) let us see how the autopoietic view of
language and languaging has been brought doser to the study of socid groups Following the
origind work of Maturana and Varda, Luhmann has dso developed a three-level classfication of
autopoietic sysems: living systems, psychic sysems and socid systems. Thefirst level pertainsto
the functioning of cdls and metacdlular organisms. Individua human beings belong to the second
level and groups of individuds ae placed on the third level. Thefirg level useslife asits mode of
reproduction while the second and third levels use meaning, which is produced and reproduced
over time, dso as a mode of reproduction. The basic difference between psychic and socid
systems, as regards their mode of functioning, is that the first uses consciousness and the second
uses communication, as the means to produce and reproduce meaning over time. Consciousness,
communication and the production and reproduction of meaning are processes, which are entirely

dependent on language.

For Luhmann (1986;1995) socid systems are systems of meaning produced autopoieticdly, thet is
produced by the socid group itsdf. Meaning is produced primarily by individuds, as psychic
sysems, through the use of language. But in interacting with other individuds, in the socd
system, a different meaning may arise around the same object or concept, and the new meaning,
which holds true for the group, may not exactly hold true for the individud. Interpretations of the
same event may differ (and they often do) between the group and the individud. In other words,
socid groups develop their own systems of meaning and because socid systems are third order
autopoietic systemn, they adso become autonomous, operationdly dosed and sdf-referentid. Socid
groups acquire their own knowledge and, in this sense, individuas are not part of the autopoietic
sysem, which the group conditutes but are observers placed in the sysem’'s environment.

Luhmann’'s candlusions about the primacy of the socid system over the individud are not very
different from Habermas (Bran, 1990) notions of the “system” domingting the “life world’, but
the innovation achieved by Luhmann was in the integration of these concepts into autopoiess
theory, thus opening up a hogt of new posshilities for the investigation of the behaviour of socd

groups, for example, organizations.

In order to resolve the problem of how individudized organizationd knowledge becomes
sddized, i.e how organizationd knowledge is formed, von Krogh and Roos (1995) adopt
Luhmann’'s (1986;1995) view of socid sysems Following that author, von Krogh and Roos
define socid groups (e.g. organizations) as systems of meaning reproduced autopoieticaly. That
is, through communication among its members the group creetes its own autopoiess, which
becomes independent from each of the group’'s members. The sysem acquires its own
knowledge system, which is operationdly cdosed regarding its internd organization, is sdf-
referentid insofar as it relies on its higorica events to uphold its sysem of meaning and it
becomes gructurdly coupled with its environment, thet is, its internd Sructure is shaped and
changed in the processes of accommodating recurrent “perturbations’ coming from the
environment.

The only difference between Luhmann and von Krogh and Roos is that for the former the unit of
andyssisthe socid sysem itsdlf and the individua becomes amogt irrdevant, as an ettty in the
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environment of the socid system. Von Krogh and Roos have a problem with this particular
feature of Luhmann's theory as one of ther main interests lies precisgy in the mechaniams,
which dlow individud knowledge to become socidized (or organizationd) knowledge The
solution they have found to solve this particular difference lies in a theory of scding, which we
will look a briefly ahead. However, this should not lessen the importance of the contribution of
Luhmann towards von Krogh and Roos organizationd epiemology. Such contribution can be
summed up in the following sentence “organizational knowledge when sodidized, has to be
knowledge of the organizetion” (von Krogh and Roos, 1995: 64).

Scding is a process Smilar to a“zooming” of events up or down in the organization. For example,
the organization’'s strategy can be scaled down to the operationd levels and certain events a the
operationd levels can be scaded up to the drategic leve. Such scding, however, should not be
seen as a mechanigtic process, which can be divorced from purpossful communication actions. In
other words, dthough scaing exigts, naturdly, in many organizationa activities, the use of such
scding depends entirdy on managerid action. As von Krogh and Roos (1995: 73) point out
scding smply “provides a language for better undergtanding knowledge development and the
[purpossful] linkage between individudized and socidized organizationa knowledge'.

“The scde between soddized and individudized organizationd knowledge is achieved by means
of language’, it is argued by von Krogh and Roos (1995: 95). Language is what dlows dl action
to be coordinated in the organization, and such coordination is achieved by means of organizationd
members making diginctions about the organization, Sarting with the first and broadest distinction
of them dl, which is the concept of “organization” itsdlf. Linguidticaly, the organization has to be
diginguished from its environment. The smple emergence of a new entity, in this case the
organizaion, presupposes languaging. Organizationd members fed part of the organization they
are working for through language, and from this very broad digtinction (i.e. the organization from
the environment) other finer digtinctions can gart to be made. For example what are the linguigtic
distinctions associated with the concept of “product” in this particular organization? We will return

to the issues of language and languaging in chepter seven.

25 A new methodological foundation: organizationa
enaction

Sensamaking (Weick, 1969;1979;1995) beongs to a sthool of thought in organizationd
methodology, which broadly can be cdled interpretivist. It views organizations not as rationa
systems - groups cregted for the pursuit of specific gods and with highly formaized socid
sructures (Weber, 1947); nor as naturd systems - collectivities whose participants cooperate
towards the surviva of the sysem (Barnard, 1938/1965) ; nor does it view organizetions as open
systems - caditions of interest groups who activities and sructure are strongly influenced by the
environment (Katz and Kahn, 1965). Indead, it views organizations as interpretation systems,
systems, which scan, interpret, learn and “enact” their environment (Daft and Weick, 1984), that
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iS, organzations “creste an environment that people can comprehend and manage’ (Weick,
1995:165).

Waeick (1995:133) defines sensemaking as follows:

Sensemaking is about the enlargement of small cues. It is a search for contexts within which small
details fit together and make sense. It is people interacting to flesh out hunches. It is a continuous
alternation between particulars and explanations, with each cycle giving added form and substance
to the other. It is about building confidence as the particulars begin to cohere and as the
explanations allow increasingly accurate deductions

He describes sensemiaking in terms of seven properties: (1) Grounded in identity congtruction. (2)
Retrospective. (3) Enactment. (4) Socid. (5) Ongoing. (6) Focused on and by extradted cues. (7)
Driven by plausihility rather than accuracy. We will not comment upon dl the properties, but only
on one - enactment or enaction. The reason why we propose to comment on this property doneis
thet it provides an important key for understanding our methodologica gpproach to organizations -
the interpretive gpproach. But before embarking on that task, let us firg try to understand
Weick' s conceptudization of organizations. For that author, organizations are

social structures that combine to the generic subjectivity of interlocking routines, the
intersubjectivity of mutually reinforcing interpretations, and the movement back and forth between
these two forms by means of continuous communications. Tensions between the innovation of
intersubjectivity and the control of generic subjectivity animate the movement and communication
(1995:170)

Let us gart with the notions of generic subjectivity and intersubjectivity, which can be confusing.
Sensemiking activity above the individud level of andysis can be divided into three levels the
intersubjective, the generic subjective and the extrasubjective. The levd of intersubjective
meaning happens when a least two persons communicate their thoughts, fedings or intentions,
moving the interaction from the “1” date to the “we’ date. The intersubjective leve is the leve
where “socid redlity” begins to emerge. The next is the generic subjectivity leve, which
corresponds to socid system and incdludes organizations. At this levd, interacting human keings
are no longer present. “Socid structure implies a generic self, an interchangesble part - asfiller of
roles and follower of rules - but not concrete individudized sdves’ (Wiley, quoted in Weick,
1995:71). Such a conception of the sodd system is very Smilar to Luhmann's (1995) where
people are no longer part of the autopoiesis of the socid group. At the top of the pyramid thereis
the third levd - the extrasubjective - aleve of symboalic redity, which we might associate with
culture or with the inditutionad relm. This third levd is not festured in Weick's definition of
organization above, but we can teke it to be the same as Schein's (1992) basc leve of
organizaiona culture, i.e. the organization’s unconscious, taken-for-granted beliefs, thoughts and
fedings.

According to Weick, organizations are adgptive socid forms. As  intersubjective forms they
cregte, preserve and implement the innovations that continualy arise from persond interactions.
As forms of generic subjectivity, they exert control over the energies generated by such
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innovaions. This, in turn, resembles the conception of organizationd languaging (von Krogh and
Roos, 1995), which dso has a dudity of vaences on one hand it can enable innovation through
the development of new forms of languaging, but on the other hand, it inhibits innovation given its
organizational cdlosure and Hf -referentia properties. Hence, there is a tenson between the two
forms of subjectivity inherent in the atempt to reconcile the innovation afforded by
intersubjectivity with the control exerted by generic subjectivity. Such tendon is animated by
communication, because “communication activity isthe organization” (Weick, 1995:75, emphasis
added).

Related to the use of a common language, there is the phenomenon of ‘mutudly reinforcing
interpretetions’ in Weick's definition of organization. Frequent interpersonad communication about
work has to reinforce shared meanings and make participants more mutualy dependent and their
activities more mutudly predictable, thus increesing intersubjectivity and generic subjectivity.
Ladly, there is the phenomenon of interlocking routines. The notion of interlocking routines is
linked to the notion of interchangegbility of people in organizetions, that is, by continuoudy
reinforcing generic subjectivity through “hebituated action patterns’ or interlocking routines,
people can subdtitute for one ancther in carrying out organizationd tasks. Interchangeability of
people is obvioudy important due to Saff turnover, rotation of personnd and many other
operationd reasons, O pressure exids in organizations towards the formation of generic
ubjectivity. Hence, by developing generic subjectivity organizations develop two types of control
mechaniams. the interchangesability of people and premise control. These controlling structures, in
turn, “dominate the more intimate intersubjective interactions where innovations in arguments,
expectations, judtifications and objects are formed” (Weick, 1995:170).

How can sensemeking theory help towards a better understanding of organizations? In the first
place, sensamiaking explains how the organization’s knowledge is formed and, in the second place,
it provides a framework for understanding organizationd knowledge development. Thus, we can
tdk of sensemaking as a mechanism opeding a individud, organizationd and extra-
organizationd leve to cregte knowledge sysems. In the case of organizations, the knowledge
sysem is the result of a cumulative process of individual and collective condruction of
organizetiond redity, through a continuous interpretation and re-interpretation of the environment
(interna and externd).

Through Weick's notions of the innovation property of intersubjective formation of meaning and
the control property of meaning formation through generic subjectivity, we can draw interesting
conclusons about the forces for and againg learning or knowledge development in organizations.
Intersubjective formation of meaning is concerned with the inteaction of dyads and is the
principd locus for the informa deveopment of rdaionships induding dl forms of work
processes. Meaning formation through generic subjectivity, on the other hand, is more likely to be
framed within the formd Sde of organzationd rdationships. Given that intersubjectivity is
asociaed with innovation (i.e knowledge development) and that generic subjectivity is
associaed with control (i.e. the culturd forces towards the maintenance of the status quo), we
might infer that the tendon between informd, face-toface rdationships and formd,
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depersondized rdationships is pardld to a Smilar tendon between knowledge development and
the cultural status-quo in organizations.

Let us now try to understand the concept of enaction. For Weick, the concept of enaction seems
to carry two meanings. In his earlier writing, Weick (1977) uses the concept to explain how the
boundaries between the organization and its environment are not as clear cut as much of the open
systems literature made them out to be. He argued then that “ organizations are more active in
congructing the environment that impinge on them than is commonly recognized. Thet s,
organiztions often impose that, which subsequently imposes on them” (1977:267). In his later
writing Weick (1995) continues to place much emphasis on the more gatic meening of the
concept, i.e. enaction as a result of a legidaive act - “I like the word [enactment] because it
suggests that there are close pardles between what legidators do and managers do. Both groups
congruct redity through authoritetive acts’ (1995:31).

In saying that managers “condruct redity through authoritative acts’” Weick gppears to be
indicating that managers, in exerting their choice in terms of strategies, policies or procedures and
imposing such choice upon the organization, are codetermining the enaction process. It is true
that when a manager enacts drategies and policies she takes “undefined space, time, and action
and draw lines, establish categories and coin labels that creste new features of the environment
that did not exig before’ (1995:31). However, enaction does not stop here The redity
condructed by organizational members, at the loca level and around such new features, is not the
same asthe redlity that the manager had in mind and wished to congtruct in the firgt place.

So, an important diginction must be made a this juncture: enaction in organizations can be seen &
two levels of discourse and using the two meanings of the word. Enaction can be the beginning of
a process through a gatic managerid decison or choice, giving riseto managerial action. But it
isaso an outcome of adynamic process of sensameking involving al organizationd members and
not just the managers. This ®cond sep, which we have caled collective action, indudes
everything that the organization knows and does. Thus, enaction is the bags of the organization's
knowledge system

These two meanings, corresponding to two notions of enactment, are by no mears independent.
Insteed, they are both part of the overal autopoietic sate of the organization. Recalling von Krogh
and Roos (1995), these authors explain that organizations, as autopoietic systems, are open to data
but dosad to information. Using this dgtinction, we might think of the “datic’ part of enaction as
new data, which is dlowed into the sysem and which, for a length of time, amounts only to
“perturbation” for the system. After a number of recurrent interactions between the new
perturbation and the sysem, the new data dowly turns into information by becoming structurdly
coupled to the system. In other words, managers cregte data while collective action within the
organizaion crestes information. To this reaionship between manageria chace and collective
action, based on the duad meaning of the enactment concept, we have cdled the organizational
enaction process (see Figure 2.3).
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Conceptudly, the organizationdl enaction process is very dose to the process of embodied

Sngrr]Edon & Figure 2.3 - The organizational enaction process
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And it is dso very amilar © the process of sructuration studied by Giddens (1979; 1984), the
nation of the hermeneutic cirde as described by Introna (1997) or the method of didectica
andyssdiscussed by Morgan (1997).

2.6 Summing up
Although it till needs further work towards becoming a fully-fledged paradigm for organizationd
andyds, autopoiesis is a very étractive approach because it offers explanations that are much
closer to the “redlity” of organizations than, for example, open systems theory. The open sysems
orthodoxy in management research has difficulty in explaining, for example, why the “unlearning”
of old routines (Hedberg, 1981) is o difficult to achieve. It can dso explain why success is the
“worse enemy” of successful companies and why there are SO many cases of very successtul
companies, which suddenly founder. The paradigmatic example of this is the case of IBM in the
early 1990s (Lloyd, 1994; Mills and Friesen, 1996).

In drawing atention to the autonomous, operationdly dosed and sdf-referentid nature of
organizationd systems, autopoiesis theory brings new support to the resource-based approach to
business drategy. If organizations are essentialy closed to new informetion (as opposad to data)
ther internd growth in terms of knowledge and learning has to come from within. The
environment as provider of new knowledge in the form of a condant flow of inputs into the
system, as proposad in the writings of Simon (1945; 1997) and his followers, loses much of its
previous relevance.

One of the authors who has pioneered the exploration of autopoiess as atools for organizationd
andysis is Morgan (1997). Among his well-known organizationd metaphors, Morgan has one,
which is partly based on autopoietic systems theory: “organizations as flux and transfarmation”.
Based on Bohm's dudity of the implicate (enfolded) and the explicate (unfolded) orders of the
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universe, Morgan argues thet in order to discover the “secrets’ of the organization, we have to
underdand the generdive processes that link implicate and explicate orders. The “flux and
trandformation” metgphor is very indghtful as it addresses one of the mogt difficult of
organizationd “secrets’: the dichotomies. Organizationd life isfilled with dichotomies the formd
vasus the informd organizationd dructure, the rationd versus the intuitive behaviour of
managers or the dichotomy between the understanding (planning) and the doing (acting).
All these are problems, which the open systems orthodoxy in organization science cannot solve.
But with autopoidic sysems thinking trandated into Morgan's “flux and transformation”
metaphor, we may begin to find plausble explanaions for many of the hitherto intracteble
organizationd “secrets’. Thus, we may gble to argue, for example:

(1) the idea that organizations as socid systems do not necessarily tend towards stability

and equilibrium, or

(2) the nation that organizations are not excdusively open systems with dear boundaries

between the organization and the environment, or Hill

(3) the modd of organization as an input-output mechanism with cear rdaionships

between interna changes and changes in the externd environment is largdy a

misconception
In the next chapter, we will leave the epistemologicad redm and will enter a more pragmetic
domain: management. We will be looking a the management literature in search of the intdllectua
judtification for the view of 1S implementation as managerid action, the second part of our
definition of IS organizationd implementation (see Introduction to this chapter). Managerid action
is a managerid doctrine, which gands a a mid-point between a top-down view of manegerid
rationdity and a bottom-up position of emergent, collective action.
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Chapter 3

The manageria underpinnings of the

organizational approach to IS
Implementation: managerial action,
organizational culture and climates

Management is, above all else, about achieving results through people. Not that thereis no value
to crunching numbers, analysing trends, or restructuring activities. But these traditional
responsibilities have, far too long, distracted managers from their most basic and most valuable
role - being able to attract, motivate, develop and retain individuals with scarce and valuable
knowledge and skills. It isarole that is, at the sametime, both enormoudy simple and incredibly
difficult

(Ghoshal and Bartlett, 1998:318)
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3.1 Introduction

In this chapter we put forward managerid action as an appropriate doctrine to understand and to
carry out the organizational gpproach to IS implementation. We do not clam thet it is the only
doctrine, but we argue that it is the doctrine, which best embodies the organizationd episemology
informed by autopoiess and related theoreticd frameworks. Furthermore, we argue that an
organizationd gpproach with a managerid action orientation is missing from the body of
knowledge of information sysems in generd and of informaion sysems implementation in
particular.

S. Ghoshd and C. Batlett are the mgor influence behind our interpretation of the managerid
action approach. These authors have published a number of aticles together (Bartlett and
Ghoshd, 1993; Bartlett and Ghoshd, 1994; Ghoshd and Bartlett, 1994) and with other authors
(Ghoghd and Moran, 1996; 1996a) and very recently have published a book (Ghoshd and Bartlett,
1998), which contains the git of their proposds towards a new management philosophy. The key
aticles, however, are those published in 1993 and 1994 in the Journd of Strategic Management
and they form a sequence, which is the basis of a new theory of the firm those authors have put
forward under the label of “managerid theory of the firm”.

While these authors are clearly within the framework of the resource-based approach to the firm,
they go further than other authors within the same school of thought as they committed to making
a contribution regarding the HOW quedtion. In other words, how should we, as managers,
intervene in organizations S0 thet they may become more efficient, more humane and eventudly
more competitive? The answer to this question, on an epigemologicad leve, can be found in a
closed loop made up of two forces: managerid choice/action and organizationd context/collective
action. The essence of this closed loop has dready discussed in the previous chapter, under the
notion of organizationd enaction.

Joyce and Woods (1998:51) suggest that in Strategic management there is an emergent ‘new
modernist” gpproach between the two opposing camps - the modernist and the postmodernist.
They dam that:

the new modernist approach extends the effectiveness of rational planning by accommodating the
defects of modernist thinking. It deals more plausibly with chance and unpredictability and with
the need to gain commitment. It is more flexible than modernism asit does not lead to a“locking in”
of strategy as environment and experience change, while at the same time being more optimistic
about planning than postmodernism is. Simply put, senior managers who reflect and think about
the future, and act upon those reflections, will be more successful than those who do not

Ghoshd and Bartlett can be said to be digned with this kind of thinking, but they go further in the
direction of the “need to gan commitment”, as do other important management thinkers (for
example, Nonaka and Takeuchi, 1995 or Handy, 1997). Ghoshd and Bartlett talk about leedership
and adopt a position of “back to bascs’ regarding the business of management, thus returning the
figure of the manager to centre-stage of the theorizing about management, in the tradition of
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management pioneers such as Mary Parker Follet (1924), Chester Barnard (1938), Peter Drucker
(1955), Philip Sdznick, (1957) and Burns and Stalker (1961). In this repect, Ghoshd and Bartlett
follow the advice of one of the founding fathers of rategic management theory, Alfred Chandler
(1962), who argued that such theory should be devel oped “from the point of view of the busy men
responsble for the degtiny of the enterprise rather than being deducted from the disciplinary
premises of socid scientiss’ (in Ghoshd and Bartlett, 1993:25).

Going “back to basics’ can be sad to be one of the tenets of postmodern thinking. In this chepter,
we will dso gpproach the issue of the “scientification” of management and explain how there
seems to be a trend towards a more Stuated and action-oriented perspective in academic
management circles. Such trend is, in many ways, n line with autopoies's theory and enacted
cognition, discussed in the previous chapter. We will do try to show how Ghoshd and Bartlett's
managerid theory is digned with such trend, dbeit perhaps not conscioudy.

But the “middle-ground” pogtion and, therefore, the Zmanageria?action gpproach has another set
of very influentid origins, in the writings of Chris Argyris and Donad Schon (1978;1996). These
authors daim that by leaving out what actualy happens during the implementation of Srategy
(within the rationd view) or during the integration of emergent drategy (within the emergent
view) “both perspectives tend to ignore a crucid dement of drategic management: the realtime
microactions through which managers respond to the chalenges to implementation or to
integration” (1996:255). Furthermore, they state that “ The action proposds of the authors on both
sdes seem to have been afterthoughts of theorizing; they are described as though they were sdlf-
evident, if only the right prescriptions were followed or if only managers were able to manage
without interference’ (1996:253).

As a reault, these authors conclude, both the proponents of the rationd and the emergent views
tend to be inattentive to the defensive routines, which are omnipresent in al corporate activities
Defendve routines, in turn, are defined by the theory of action, which is held by each player in
any organizationa interaction. The problem is that to the mgority of organizational members, thar
true theory of action is not known, a a conscious level. The bass of Argyris and Schon's
(1978;1996) action theory is then to surface and make known to each organizationd members his
or her true theory of action, so that defensve routines can be avoided. Although very deep in
psychologica reasoning and full of indghtsinto interpersond relaionships, it will shown why such
theory cannot serve as abasis for an gpproach to collective action.

Organizationd culture and organizationd climate(s) have become one of the centres d atention
of the academic management literature snce the publication of Peters and Waterman's (1982) In
Search of Excellence. This book, dthough consdered by many as “unscientific’ or as not very
sound academicdly, has neverthdess made a greet impadt in the academic world due to its down-
to-earth approach subgtantiated by vauable evidence from real companies. Since then, there has
been an explosion of interest on this topic with contribution from disciplines outsde management,
namey socid anthropology and socid psychology.
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We have dready discussed organizational knowledge and learning in chapter two, but what about
organizationd culture ? Is it the same as organizationa knowledge? Schein (1992:12 added
emphads) defines organizationd culture as follows:

a pattern of shared basic assumptions that the group learned asit solved its problems of external
adaptation and internal integration, that has worked well enough to be considered valid and,
therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to
those problems

Looking a this definition, it is hard to say where the nation of organizationd culture stops and
where the notion of organizationa knowledge begins. In fact, Allaire and Frdrotu (1984) suggest
that according to the Cognitive schoal of thought, organizationd learning, as well as organizationd
climate, are sub-themes of the broader field of culture.

In this chapter we will try to make sense of these competing concepts, including the diginction
between organizationd dimate and organizationd culture. As Denison (1996) explains.

Climate refers to a situation and to its links to thoughts, feelings and behaviour of organizational
members. Thus it is temporal, subjective and often subject to direct manipulation by people with
power and influence. Culture, in contrast, refers to an evolved context (within which a situation
may be embedded). Thus, it isrooted in history, collectively held, and sufficiently complex to resist
many attempts at direct manipulation (p. 644)

Moreover, he adds that the culture and dimete research traditions

should be viewed as differences in interpretation rather than differences in the phenomenon (p.
646)

and that these two areas of study

actually address a common phenomenon: the creation and influence of social contexts in
organizations” (p. 646).

In this chapter we will not attempt even to “ scratch the surface’ of this lively debate, but we fed
it important, at leedt, to goply some sensemaking to it. Our amiis, firdly, to understand the notions
of organizationd culture, dimates (and contexts?) and ther links to the manageria action tradition
discussed in this chapter. Secondly, in the wake of Ghoshd and Bartlett's theory, we intend to
find out how the notions of culture and dimate can be used to make managerid action an
operationdizable framework.

3.2 Manageria action: the key influences

3.2.1 The management pioneers

Mary Parker Follett (1924), ardaivey unknown pioneer of management had some extraordinary
indghts into the idea that managerid action is centrd to the whole process of managing
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organizations. The centrdity of the idea has to do with the notion thet action implies“enaction”. In
other words, when we do something we immediately create something ese and that something
eseinevitably affects what we do next. Formulated in a different way, Follett’s view of cognition
is that people receive simuli as a result of their own activity. Such a view, expressed back in the
20s is identicd to that expressed by much more recent authors in the field of the cognitive
stiences (Vada e d., 1991) and in the organization sciences (von Krogh and Roos, 1995).
Weick (1995) cdlams that Follett was the firgt author to study and apply an “enactive’ gpproach to
cognition in organizations.

The activity of the individual is only in a certain sense caused by the stimulus of the situation
because that activity is itself helping to produce the situation, which causes the activity of the
individual. In other words, behaviour is a relating not of “subject” and “object” but of two
activities. In talking of the behaviour process we have to give up the expression “act on” (subject
acts on object, object acts on subject); in that process the central fact is the meeting and
interpenetrating of activities. What physiology and psychology now teach us is that part of the
nature of response is the change it makes in the activity, which caused so-to-speak the response,
that is, we shall never catch the stimulus stimulating or the response responding (Follett quoted in
Weick, 1995:32)

Chedter Barnard (1938/68) was the firgt organizationd theorist to come not from academia but
from the world of management practice. This gives his writing a true “managerid” flavour in the
sense that he makes a strong case for the responghbility of the company’s executive in cregting a
“work ethic”, which will leed people to cooperate willingly and for the benefit of the organization.
The “vitdity” of organizations depends upon the willingness of individuas to contribute ther

efforts towards the cooperative system, that is, to the organization. Barnard emphasized the point
that what condtitutes organizations are not people but the acts or actions or influences (i.e. the
“faces’) of persons. He compares the organization to an dectromagnetic fied: people are to the
organizaion the same as dectromagnetic forces are to the eectromagnetic fied. The
eectromagnetic fidd can only be identified when an dectromagnetic force is gpplied to i,

otherwise the dectromagnetic fidd does not exis. Smilarly, the organization is only identifigble
when people gpply their energies (actions) to it or when certain phenomena occur as a direct

result of such agpplication of energies. However, “neither the persons nor the objective results are
themselves the organization. If they are trested as if they were, inconsstencies and inadequacies
of explanation of phenomena ensue’ (p.76)

In this respect, Barnard's gpproach to organization is remearkably smilar to the view hdd by
supporters of organizationa autopoiess, in the sense that individuas are consdered to be outside
the autopoiess of the organization. The organization is a unity in its own right, with its own
languaging and its own knowledge made up of cognitive and of emotiond eements. Conddered in
this light, we can say thet the organization’s autopoietic knowledge (induding the willingness to
cooperate) isthe essence of Barnard's centra notion of the “work ethic”.

Together with the “willingness to serve’, Barnard singles out “purpose’ and “communication” as
the key dements of organization. Regarding purpose, he makes a dear didinction between
organizationa purpose and individud mative and daims that with rare exceptions the two are not
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identicd. In order to get individuas to cooperate, organizationd purpose must be trandated into
inducements or mativating factors, which will enable organizationd members to find satisfaction
of some of their persond needs in hdping the organization achieve its ams. Another key
mechanism that is offered as a means of bridging the gap between organizationd purpose and
individua moative is communicaion, which is not just about the spoken word. Perhaps, the mogt
important part of communication is ungpoken and is dependent upon mutud understanding or
mutual acceptance. Barnard talks about an “obsarvationd feding’, which he describes as a
cgpability developed by some organizations whereby, for example, “decisons are arived a and
acted upon without having ever been formulated by anybody”. Such a cgpability, which Ghoshd
and Batlett (1993,1994) refer to as the “fed of the place’” must be very close to the modern day
condructs of organizationd climates or contexts.

Burns and Saker (1961) became wel known for their work on technica innovation and their
diginction between mechanigic and organic management systems. It is worth recdling such
dichotomy, not only because it is il relevant today but especidly because the organic system
which, back in the 1960s, seemed to be the most gppropriate for turbulent and fast-changing
environments, in the environmental conditions of the late 1990s is the only system that makes
sense.

Two important points about Burns and Stalker’ s writings: (1) They emphasize that the mechanidtic
versus the organic distinction does (or did) in fact exigt in red companies, thet is, it is based on
extensve empiricd work and it is the result of peculation by sociology theorigs (2) More
importantly, they clam that each of those management systems would establish itsdlf as a “code
of conduct” in the company and determine the kinds of forma and informd relationships, which
developed as the result of the day-to-day functioning of the organization. This notion, very smilar
to Barnard's (1938/1968) notion of the “work ethic’, is explained as follows

The differences between the two kinds of management system seemed to resolve themselves into
differences in the kind of relationships, which prevail between members of the organization,
whether of the same or of different rank and thus into the kinds of behaviour, which members of an
organization treat as appropriate in their dealings with other (...) The observable way in which
people in a concern dealt with each other - the code of conduct - could therefore be regarded as
the most important element in a concern’s organization, given the structure of the management
hierarchy and the skills and other resources at its disposal. It expresses the framework of beliefs,
which decision-making invokes. In arealistic, operational sense, it is the organization (Burns and
Stalker, 1961:10)

3.2.2 Chris Argyris (1977,1978,1985,1996) action theory

The notion of “action” in managerid parlance has been srongly influenced by the writings of
Agyris (1977), Argyris, Putnam and Smith (1985) and Agyris and Schon (1978;1996). Together,
these writers have put forward an “action theory”, which has a very specific meaning but which
has often been confused with other more genera approaches dso bearing the “action” labe. For
Agyris and colleagues, action means individuad action and not group or callective action. It means
that each individuad manager operates from one of two theories of action: an espoused theory or a
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theory-inruse. A darting assumption of the interventionist gpproach modeled upon this body of
knowledge is that learning in organisations is a paradox. On the one hand, organisations can only
learn through individud members, but on the other hand, organisttions create congtraints that
prevent their individual members from learning, by leading individuas into the cregtion of defense
mechanisms.

There are two types of managerid (and organizationd) behaviour: Modd | behaviour, a
consequence of an espoused theay of action and Modd |1l behaviour, which results from a
theory-in-use type of action. An espoused theory of action in norHechnicd terms, means
preaching one doctrine and acting in accordance with a very different doctrine. People in
organisations are \ery often pressured into saying and doing not what they think is right, but whet
is right for the company. With time, this process becomes interndized, meaning thet, on the
surface, organizationd members are unaware that they do not use the theories that they explicitly
espouse and few are aware of the theories they actudly use. However, through some deep
emotiond or psychologicad mechaniam, individua organizationd members find it necessary to
judtify for themsalves the behaviours, which they practice as opposed to the behaviours, which
they preach. This process of sdf-judification is the process of creetion of defense mechanisms.
Such organizationd defense mechaniams, in turn, have as a conseguence the locking in of Modd |
type of behaviour, meaning that change becomes very difficult as it interferes with the innermost
emoations and psychologica make-up of the individud. The solution to this problem, then, involves
some sort of intervention usudly in the form of an externd consultant, designed b unlock the
undesirable behaviour and to replace it by the Modd |1 variety.

Modd | behaviour is founded upon four badc “governing varigbles’ (Argyris, 1977): (1) thet one
must achieve on€'s gods as one sees them; (2) that one mugt win rather than lose; (3) that one
must minimize diciting negative fedings in reationships and (4) that one mug be rationd and
minimize feding or showing emations. Such governing variables lead to behaviour, which makes
one fed safe, in contral of others, and requiring minima confrontation and emotiondity. From the
sudies carried out by Argyris and colleagues by means of interviews with hundreds of managers,
it was shown that overt behaviour was not only non-confrontationa but dso in direct contrast with
the person’s inner fedings. However, because subordinates too conced their true fedings and
emotions in interacting with the manager, the end result is a guessing game of who is feding whd,
with both the manager and the subordinate trying to manipulate the Stuation as best they can.
Modd | behaviour is “sdf-seding” and leads to single loop learning, that is, people st up the
Stuation to confirm their own premises. Seen from the view point of autopoiesis theory, thisisthe
norma way for cognition to happen, that is, knowledge is saf-referentid.

Modd I behaviour is put forward as the solution to single loop-learning. Argyris propostion is
thet if managers could adopt a different set of premises about human relationships, organizations
would be more effective because learning in them would be enabled. The proposed new premises
for organizationd action, then, are as fallows (1) it should be based on vdid information; (2) it
should be based on free and informed choice; (3) it should be based on internd commitment to the
choice and on the permanent monitoring by eech individud of her own efforts to implement such a
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choice. This is the recipe for the so-cdled double-loop learning or the “learning how to learn”
techniques, typica of the American style Organization Development (OD) interventions designed
to build up interpersond competencies (French and Bdll, 1995).

For Argyris and colleagues, knowledge Sructures are embedded sructures in individuas in
organizations, which can be described as ystems of rules for action. In order to sudy these
knowledge dructures it is necessary to surface such rules. The rules themsdlves cannot be
surfaced because they are hidden and unwritten, but we can easly detect the outcome of the
goplication of such wles through action. Argyris proposd is that by uncovering the theory of
action, which lies behind the behaviour of each manager, i.e. by discovering her theories-in-use
(as opposed to her espousad theories) it is possble to change such theories, and if this process
could be extended to dl the managers, then the organization would be much more effective.
However, this process of going “indde the minds’ of managers is in itsdf, highly problematic
because it tampers with peopl€'s innermost emotions and requires them to be more open and
more ready to share fedings, perceptions and assumptions. It is problematic because it is
intimately linked to nationa cultura vaues and to how people are expected to behave in society in
generd (Magahées, 1934).

One of the followers of Agyris and Schon (1978;1996) in drategic management is Normann
(1985). That author daims that “wha we need is an action theory for implementation - for
mohbilizing and focusng energy throughout an organization” (p.247). According to that author the
only way to do so is by recongructing the invisble theory of action that each organizationd actor
holds. And that can only be achieved by asking the actor about her own beliefs on a variety of
organizetiond dtudions. The theory of action refers to what people actualy do, not to what
people say they do. In order to research such theories, Normann recommends a clinical gpproach
where the researcher tries to make sense of the “red” behaviour of each organizationd actor by
a variety of methods, such as direct observation, a survey of the actor’s expressed intentions and
research into the historical influences upon the actor’ s behaviour.

Ancther problem with this type of goproach, but now on an episemologicd levd, is the quedtion
of organizationa power. The suggestion that once dl the managers have been changed into Mode

I1-type of behaviour, then the organization as awhole will follow suit, just cannat happen in such a
way. This is due to the fact dthough each individud reationship can be changed in a
psychologicaly secure environment of a consultancy meeting, when individuas are put together in
“red world’ groups, a host of new (power) reationships develop dl the time, and behaviour

becomes impossible to predict. Defense mechaniams can be down a one point in time but they

will be up again as soon as a new dement is introduced in the organization’s power network and
that can happen at any time. “The manager, as a manager, is dready one of the prime effects of
power. The manager can never get out or distance hersdf from the circular grid of power. Thisis
part of being-in-the-world. To rise aove power is a usdess abdraction” (Introna, 1997:144). So,

the answer is to accept power as something endogenous to the organization and, which can never
be fully, analysed, dissected or controlled.
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In our view, what managers should focus their atention on, therefore, is not on how open or
truthful each organizationa reationship is but on something, which hangs high above dl power
relaionships like a large umbrdla the organization's “conditution” (Nomann, 1985), or “work
ethic’ (Barnard, 1938/1965) or “codes of practicg’ (Burns and Stalker, 1961). We take a
“condtitutive’” approach to organizationd knowledge development, meaning thet the organization
and, therefore, its knowledge is dways being condtituted by the actions of dl the individuas
involved. Such condtitution is made up of the “languaging” of the organization, which is what
enables digtinctions and va ue judgements to be carried out on daily organizationd life (von Krogh
and Roos, 1995). Autopoiesis theory tells us that vaues and facts are insgparable in the formation
of knowledge and, in indeed, vaues precede factsin action - “our mood or emotioning is an ever-
present background to our use of language. It conditions our stance or attitude (are we happy or
sad, caring or self-concerned, deferentid or confident, angry or upset?) and thereby the course of
our conversation [i.e. action]” (Mingers, 1995:79).

Hence, Argyriss theory of action is less useful for prescribing organizationd learning and
organizationd change than it isin drawing atention to the emotiond badis of theoriesin-use and to
the difficulties involved in changing culturd vaues. Behind organizationd vaues, there are human
emotions and emations are the building blocks of socid organizations, as Maturana (1988) haes
shown. The problem of esgpoused theories versus theoriesinuse and of the games of
concedment of fedings and guessng of intentions in organizaions, dl have to do with the
rationalis ethos. In western world societies at least, we have evolved in a paradigm, which
encourages the separation of logic from emotion and this, in turn, can only give rise to hypocrisy
oringncerity in dl types of socid sysems. Maturana explains (1988:68).

A social system, in which the emotional contradiction hidden by the hypocrisy or insincerity in
which some of its members live becomes apparent, either disintegratesimmediately, or it undergoes
astructural change that results in the disappearance of the insincerity of its members, or hypocrisy
hides again the emotional contradictions, or it goes on with the exclusion of its insincere members.
In other words, a social system can persist in the presence of hypocrisy of some of its members as
long as these continue performing the actions of mutual acceptance, but it is unstable because
insincerity always shows up in conflicting actions due to the emotional contradictions entailed in
hypocrisy. In other words, it is the behaviour of mutual acceptance between the components of a
social system, not their sincerity that is essential for its continued realization

3.2.3 The postmodern turn in the managerid paradigm

The activities of organizing and managing inevitably are areflection of whet goes on in society a
large. Asthe traditiona explanatory paradigms for society and socid life change, the frameworks
that govern organization and management must change accordingly. But, whet is it that &
changing in society a large? According to Lyotard (1984), the two mgor intdllectud trends, which
have influenced our underganding of the “the socid bond’ has faled. The Marxist trend,
supported by the criticd theorigts from the Frankfurt school of thought has faled. This trend
explains the socid bond as the result of a permanent conflict between opposing forces in society
(capitd and labour). The main reason for such falure is that the class struggle between work and
capital has been absorbed by the exidting advanced forms of liberd democracy and turned into a
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regulator of the sysem (Lyotard, 1984). An example of this is the changing behaviour of the
trades unions and their links with the established politica forces.

The other intdlectud tend is represented by Tacott Parsons (Parsons and Smelser, 1956) and
the functiondligt school of thought. The functiondigt view explains the socid bond as a result of
forces of order and integration inherent to society, which work permanently towards neking
society holigic and functiond. However, it is no longer possible to accept that society is a
functiond whole. The dysfunctiond dements are prevaent and are dearly visble in every
manifestation of sodd life: unemployment, drugs, crime and generd socid unrest. Society is no
longer led by the traditiond leaders, such as the church, the government, the professiond groups,
but by forces, which are incressngly beyond the grasp of the ordinary person. Globd
corporations, internationa capital markets and invisble market forces are the inditutions which
lead society and over which society seems powerless mogt of the time. In other words, people
have become alienated from the society thet they livein.

This search for the nature of the socid bond has led to the so-cdled postmodern movement.
According to postmodern writers, such as Foucault, Lyotard and others, the old modes of society
no longer gpply. They served their purpose by making sense of socid life a the time that they
were put forward, but the world has moved on and new modes are needed. But, if neither the
uniting nor the dividing properties of society condtitute the socid bond then, what does? We need
a new discourse, which focuses on what actudly happens in the way society works, and not on
abgract generdizations. We need to focus on the force behind dl socid interactions. According
to Foucault, such aforce is to be found in power and in networks of power. Power is a force,
which does not resde in any particular person or any particular inditution, but which is found in
the rdationships between persons or between inditutions. And because dl socid interaction is
based on rdlationships, power influences dl socid interactions, through rdaionships.

The quotation kelow, by Lyotard, shows the importance of arenewed view of power, in dl socid
settings.

Y oung or old, man or woman, rich or poor, aperson is always located at “nodal points’ of specific
communication circuits, however tiny these may be. Or better: one is always located at a post
through which various kinds of messages pass. No one, not even the least privileged among us, is
ever entirely powerless over the messages that traverse and position him at the post of sender,
addressee of referent. One’s mobility in relation to these language game effects (language games,
of course, are what this is al about) is tolerable, at least within certain limits (and the limits are
vague)” (Lyotard, 1984:15)

Let us take, as an example, the power hdd by a manager. In interacting with a normd
subordinate, such power will take a particular form, but in interacting with a subordinate with
whom this manager had a previous sodid reaionship, the form or feding of power will change
radicdly. In the field of management, more and more of thiskind of thinking isfiltering in, and one
of the mog enlightening increments to the existing body of knowledge is the work by Introna
(1997).
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Introna explores the concept of organizationa power in the context of management information.
Thiswork isinfluenced by Foucault and builds on the pionearing work of Stewart Clegg (1989) on
power in organizations. Introna rejects the conventional conceptions, which view power as
something thet (1) is possessed (eg. by individuds, by a socid dass, by the people); (2) flows
from a centraized source from the top to the bottom (eg. the law or the gate); (3) is primaily
repressivein its exercise (i.e. backed by legd sanctions). Instead, he defends power as something
thet is endemic in human relaionships, which can best be described as a network of force
relations. He States (1997:127-128).

? power is not essentially repressive. It plays a directly productive role; it is multidirectional,
operating from the top down but also from the bottom up

? action implies actions of the other; acts imply counter acts. The existence of power
relationships depends on a multiplicity of points of resistance which are present everywherein
the power network

The views that power plays a “directly productive role’ in organizations and that “action implies
actions of the other; acts imply counter acts’ are novel within traditiond managerid parlance.
Power and inditutiona poalitics, often regarded as something negative and even harmful to
organizationd effectiveness are, in fact, the driving force behind the organization’ s self-production
process. In the light of autopoiess theory, power is part and parcd of the concept of organization.
Organizations sdf-produce by means of power rdaionships and manageria action influences and
is influenced by such rdaionships. The notion of power as a“network of relations’ aso focuses
the mind on the foundationd characterigtics of dyadic rdaionships. In other words, organizations
are made of a myriad of dyadic rdationships, each with a unique power compogtion. This is
conggtent with the notion from autopoiesis theory that systems are “unities whose organization is
defined by a particular network of processes (rdations) of production of components - the
autopoietic network” (Mauranaand Varda, 1930:79).

This brief discusson on organizationd power and of the role of autopoiess theory therein is
fundamenta for an undersanding of the nature of organizaions and the rdationship between
organization and “manageria?action. Hence, managerid action, power and the act of organizing
are concepts, which are totaly enmeshed and which cannot be dissociated from each other, in the
light of autopoiess theory. Organizations sdf-produce by means of power rdationships and
managerid action influences and isinfluenced by such reaionships.

In line with the evalution in the views of cognition, discussed in chepter two, we believe that a
dmilar evolution exigs in the field of management, with many paralds between the two. Introna
(1997) traces the origins of the word “management” to the Latin word “manus’ and explains how
the Cartesan subject-object duaism has separated the present-day concept of management from
its origina roots. Just as Descartes clearly separated and demarcated the rationd subject (res
cogitans) from the objective word (res extensa), management thinkers over the years have aso
separated the rationa manager from the tasks being managed (including the workers). Just as
Descates emphasized laws, theories and modes (representations of redity), modern
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management emphasizes the cregtions of maps (plans, policies and standards), which must
correctly represent the Stuation of the firm. Introna makes the distinction between management
and manus - management is the hand that is “digant, cold and cdlean” whereasmanus is the hand
that is “present, reedy, dirty and actively involved” (p.85) and concludes by saying “Manus, the
authentic management can only hagppen when dudism, the inauthentic separation is surpassed”
(p-90).

The idea that there is a need to surpass the mind-body dudism in manegement is dso strongly
argued by Nonaka and Takeuchi (1995). These authors argue that dthough the literature keeps
referring to the importance of knowledge and learning in the pogt-indudtrid society very few
dudies have been carried out on the specific issue of how knowledge is crested within or
between business organisations. The main reason for this failure, according to these authors, isthe
Cartesan dudism between subject and object or mind and body, ill very prevaent in western
thinking. To tak about knowledge in western organisdtions is to tak about the explicit and
objective agpects of knowledge while the tacit and subjective dimensons are dmost completely
neglected. They explain this sate-of-affairs as aresult of the growing “ scientification” of business
drategy, where modds upon modds have tried to point the way to more cogt cutting, excelent
optimization of resources and better market share, but sill with no guarantee of success. This
one-Sded view of drategy has some mgor limitations: firdly, the preoccupation with explicit and
quantifidble information has made researchers ignore the creation of new visons or vaue
systems, secondly, the emphasis on top-down srategy implementation has neglected a wedth of
knowledge, which exigts a lower levels in the organization; and thirdly, the prevailing Strategic
management concepts have made the whole issue of knowledge not “respecteble’” enough to be
considered as a source of competitiveness.

As we have suggested above, these two opposing views of management, i.e. the Cartedan-
Taylorigt versus the Stuated and Action-Oriented, view are mirrored in the evolution of cognitive
science over the lagt forty years, according Francisco Vardla (1992). Such an evolution, which
embodies the turn from a cognitivist to an emergent/enacted epistemologica stance can dso be
given a reading of in terms of the managerid paradigm (see Table 3.1). Thus, organizationd
autopoiess may lend additiond support to a turn in managerid thinking, from a podtion thet
consders manageria knowledge as being absract, universal and task-specific to one which sees
such knowledge as being history-bound, embodied, context sengitive and crestive.
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Table 3.1 - Evolution in the views on managerid knowledge and action

Rational M anagement Action-Based M anagement
(Descartes, Taylor, Simon) (Maturana & Varela, Bartlett & Ghoshal, von
Krogh & Roos, Nonaka and Takeuchi, Introna)
Task-specific Credtive
Problem solving Problem definition
Absract, symbolic History, body bound
Universal Context sengitive
Centralized Distributed
Sequential, hierarchica Pardllel
World pre-given World brought forth
Representation Effective action
Implemented by design Implementation by evolutionary strategy
Hierarchy Network
Command and control Heuristic rules
Information Learning
Subordinate Apprentice
Doing and thinking separate Doing and thinking together

Sources: Adapted from Varela (1992) and Introna (1997)

In the world of busness schoals this turn in managerid thinking is dso being fdt. Managerid
action, collective action and cooperdive action are a the centre of a new management
philosophy, which busness schoals professors Ghoshd and Bartlett (1998) discuss in their new
book The Individualized Corporation (see quotation at the outset of this chapter).

3.2.4 The innovation of Ghosha and Bartlett (1993,1994, 1998): a manageria
theory based on action

Bartlett and Ghoshd argue that the generd environment for large (and small) firms has changed
beyond recognition and a new approach to the roles of management is needed. They base ther
argument on the general macro trends, which have been affecting companies nmore acutely in the
last 10 to 15 years. Such trends are (1) a fundamentd change from a suppliers market to a
consumers market; (2) serious overcgpacity in production due to a dowing down of market
growth; (3) profound changes in the traditiond structures and boundaries of many indudtrid
sectors due to deregulation and dso to generd technological developments, (4) deep internd
changes in the work processes and roles in organizations due to ever more powerful and
diverdfied information processng and communication technologies, anong others.

The combined impact of these changes has led to amgor shift in the Srategic emphases of many
companies. The principal drategic task is no longer dlocating capita, but managing the exiging
human cgpitd, namdy, managing the company’s knowledge and learning capabilities. The main
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production task is no longer to produce excellent products, but to be dose to the cusomer. The
key managerid task is no longer to devote time to daborate planning, coordination and control
systems, but to concentrate on adding vaue. The main organizationd task is no longer structuring
organizetions based on the principle of divison and devolution of resources and responghilities
from the top down, but of proliferation and subsequent aggregation of smadl independent
entrepreneuria units from the bottom up. This is the new management agenda, which companies
can no longer ignore. Such agenda is redly the cause and the consequence of the customer-
oriented and qudlity focused pragrammes, such as TQM, which companies dl over the world are
trying to implement. Ghoshd and Bartlett Sate:

Existing theory is stretched too thin in accommodating these emerging [macro] changes not just in
organizational forms but also in the fundamental assumptions about structure, processes and
people that underlie how managers think about the task of organizing. This, we believe, is the
principal cause for the widening gap between positive and normative analysis in the fields of
strategic management and organizational behaviour (1994:110)

Batlett and Ghoshd (1993) propose a fresh look a organizations and management, not
emphasizing organizationd structures and forma managerid roles, but managerid processes and
ther interrdaionships, ingead These authors go to the heart of genera management and they
dart by reviewing what the founding fathers of this discipline put forward as being the basic roles
of management. Chandler, Bower and Cyert and March wrote in the sixties and seventies & the
height of the exploson of “big busness’ in the US and in Europe and when the new multi-
divisond organizationd form was invented, to cope with the ever increasing Sze of companies.
Thus, they propose a management framework, which is a radica departure from the models
suggested by the founding fathers. The main differences among the traditiona approaches and
thet of Ghoshd and Bartlett’s can be seenin Table 3.2.

Table3.2 - Batlett and Ghoshd’ s (1993) new mode in comparison with traditional modds of

management
Chandler Bower Cyert and March New model
Top Entrepreneur Creator of Establisher of Creator of purpose
management | and resource structural context | strategic/ operational | and challenger of
allocator plans and resolver of | status-quo
conflicts
Middle Administrative | Vertica Advocate of sub-unit | Horizontal
management | controller information broker | goals information broker
and capability
integrator
Front-line Operational Initiator Problem solver Entrepreneur and
management | implementer performance drivers
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In the “new modd” top managers are the creators of organizationd purpose and chdlengers of
the status quo, as opposed to resource dlocators or makers of drategy. Middle managers are
horizonta integrators of strategy and capsbilities as opposad to controllers or information brokers.
Front-line managers the organizationd entrepreneurs as opposed to implementers of plans or
problem solvers. The new modd is aradical departure from the traditiona management thought
on the structuring of organizations. It is based on a new conceptudization of organizationd
endeavour whereby organizations are “developed and managed on a principle of proliferation
and subsequent aggregation of smal independent entrepreneuria units from the bottom up”,
rather than on a principle of ‘division and devolution of resources and responghilities from the
top down” (Bartlett and Ghoshd, 1993:42).

In defining organizations as socid dructures, Bartlett and Ghoshd gate “even though actions of
and within organizations may be motivated by a variety of economic and other objectives, they
emerge through processes of socid interactions that are shgped by the socid structure’ (1993:43).
This view of organization is very amilar to that put forward by Weick (1995), as discussed in
chapter two. Recalling Weick, organizations are conceptuaized as “socid structures that combine
the generic subjectivity of interlocking routines, the intersubjectivity of mutudly reinforcing
interpretations, and the movement back and forth between these two forms by means of
continuous communications’ (1995: 170). In adopting this interpretivis view, unusud in
maingream grategic management circles, Bartlett and Ghoshd bring to the fore the congtructs of
vaues, roles and rdaionships asthe principa shapers of organizationd life and not generdizations
about those rdlationships, which isthe case in the bulk of the literature on organizationa structure.
They explain ther postion asfalows

our model reflects a different research perspective. Despite the obvious fact that organizations are
social structures that shape and are shaped by the relationship among actors within their social
systems, organizational analysis has historically focused on abstract generalizations of
relationships represented by its formal structure. In contrast, we have defined our model in terms
of three core processes that are built around a specific set of relationships among the front-line,
middle and top management of a company. In this way, we have presented a conceptualization of
organizations, not as a scheme for dividing the overall corporate activities among a group of
subunits, but as a cluster of roles and their interrelationships. From this perspective, it is the
behaviours and actions associated with each of these roles that collectively define the social
structure of acompany within which its management processes are embedded. (1993: 41)

Bartlett and Ghoshd base their management model on extensive research into the management
practices of a well managed globa corporation (INTEL, Kao Corporation, McKensey, Philips,
Skandia and, especiadly, Asea Brown Boveri), which serve as role modes. From the case sudies
and their academic experience, these academics draw conclusions about new roles (i.e. expected
patterns of behaviour) for the three core postions within the management sructure of most
companies top management, middle management and front line management. These rales,
according to the authors, reflect al the mgor changes, which have been taking place in large
organizations and which have been briefly discussed above. Furthermore, they develop the notion
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of “management processes’. Management processes are the “interlocking behaviours’, the
relationships or the interactions of managers with the organization in performing their daly
activities. They are the managers key tasks, as seen by themsdves. This is why the authors
clam that this line of thought is leading them towards a new theory of the firm, which they have
labdled asthe managerial theory of the firm.

A managerid process is a notion, which cannot be functionaly described because it is an
interpretive concept, i.e. it is the result of organizationd enaction. Managerid processes are the
outcome of an act of managerid choice, in the form of manegerid formd roles and the
interpretation (enaction) of such roles by collective action. In the words of Ghoshd and Bartlett

it is the behaviours and actions associated with each of these [managerial] roles that collectively
define the socia structure of a company within which its management processes are embedded
(1993:41)

Hence, manageria processes are the result of the organizationd enaction processes. Formd
functiond roles are verticdly planned but they can be executed in a more or less horizonta
manner, depending on the type of context, which management has been adle to build in the
organizetion.

The three core manageriad processes proposed by Ghoshd and Batlett are: the Renewd, the
Integration and the Entrepreneuria process. They are “core’ processes because each of them is
present in dl three managerid roles. In line with the view of organizations as “networks of roles
and rdaionships’ (Bartlett and Ghoshd, 1993:44) argue that

Each of the three core processes is structured around a specific set of relationships across these
three roles; the three processes coexist because of the overall symbiosis within and across those
roles. In this way, we have defined the structure of the organization not in terms of how subunits
are composed and decomposed but as clusters of statuses and associated roles that collectively
define the social structure of a company within which its core management processes are
embedded.

By credting an interaction between managerid roles and processes, Bartlett and Ghoshdl creste a
new framework for managerial action, which has a truly socid-+dationd flavour. The
framework can be seenin Table 3.3

Table 3.3 - Bartlett and Ghoshd’s manageria roles and processes

Front-LineManagement | MiddleManagement Top Management
The Renewal Managing the tension Creating and maintaining | Shaping and embedding
Process: creating | between short-term organizational trust corporate purpose
purpose and performance and Iong-
challenge term ambition

Thelntegration Managing operational Linking skills, knowledge | Developing and
Process: linking interdependencies and and resources nurturing organizational
and leveraging personal networks values




capabilities

TheEntrepre- Creating and pursuing Reviewing, developing Establishing strategic
neurial Process: opportunities and supporting initiatives | mission and performance
aligning and standards

supporting

initiatives

The mode is basad on the assumption that people are inherently interested in and mativated by
their work. The processes of Renewd, Integration and Entrepreneurship require certain qudlities
or work propengties amongs the staff. Entrepreneurship assumes that individuas have persond

initigtive and are capable of bringing a degree of credtivity to their work. Integration is built on the
assumption that individuas are cgpable of giving and accepting collaboration to and from othersin
the organization. Renewa assumes a digpostion in individuds to build new knowledge, which is
relevant to the organization, and to cregte an environment around them, which is conducive to
others developing their organizationdly-reevant knowledge as well. However, as Ghoshd and

Bartlett point out, in many organizations there is a feding that individuas are much more proneto
behaviour characterized by “free-riding or shirking” (as opposed to initiative and credtivity), by
“opportunism” (as opposad to collaboration) and by “inertid’ (as opposed to learning).

In organizations, individuds ae cgpdble of different types of behaviour in fulfilling the
organization's expectations about their work performance. As we have suggested above, such
behaviour can range from very effective to very ineffective, in teems of organizationd
effectiveness. The actud behaviour, eventudly adopted is, in the firg place, the individud’s own
persondity characteridtics and, in the second place, the Stuation she faces in her paticular
organizationd environment. In terms of the firgt condition, there is not very much organizations
can do, except in the aff selection processes it adopts. But regarding the second condition,
organizations can influence very decisvely the behaviour of individua organizationa members. So,
what can organizations do in order to promote and support an environment (or context)
characterized by capabilities such as Credtivity, Collaboration and Learning? According to
Ghoshd and Bartlett, “the same managerid actions that drive the three processes dso help create
an organizationd context that reinforces the effectiveness of the processes by inducing
organizational members to take initigtive, cooperate and learn” (1993:45). In addressng these
issues, Ghoshd and Bartlett are moving into the redms of organizationd cultures, dimates a
contexts.

Conceptudizations about behaviour in organizations dso depends very much on how managers
themsdlves view the nature of organizations and of the people who work in them. This point had
dready been made in the organizationd behaviour literature by severd authors. Among the better
known are McGregor (1960) with the opposing theories X and Y and dso by Burns and Stalker
(1961) with ther organic versus mechanidtic organizationd modes. Ghoshd and Moran (1996)
aso address these issues in the context of atheory of the firm. Why do organizations exis and
why do human being work in organizations are fundamenta questions, which can be answered in
an “organic’ or in a“mechanigtic’ mode, as it has been suggested by Burns and Stalker (1961).
In the firg ingance, the role of human emoations is recognized; in the second ingtance, the
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prevailing discourse is one of logic and rationdity and the role of emations and therefore of human
and organizationd vaues is condstently played down.

Regarding the nature of organizations, Ghoshd and Moran defend the position thet organizations
are much more than economic ingruments that mirror the market or respond to market forces.
Ingtead, they argue, “organizations red contribution to economic progress isin ther unique ability
to creste their own digtinct contexts’, which enables them and their membersto “actudly defy the
relentless gae of market forces’ (1996:63). In viewing organizations as socid inditutions rather
than economic ingruments, and in expressing the view tha people in organizations possess vast
reserves of knowledge and aspiration, which managers must grive to capture and retain, Ghoshd
and colleagues clearly take an “organic’ rather than a“mechanigtic’ stance on the nature of both,
organizations and human beingsin organizations.

In their theory building, Bartlett and Ghoshd give great emphasis to managerid vaues They
defend the notion thet improved organizetiond performance depends, primaily, on the
organizationd contexts (or dimeates) that managers are able to build in fulfilling their managerid
roles and processes. They date “we suggest that an organization can create and embed in its
context a work ethic that would induce rationd yet vaue-oriented actions on the @t of its
members in furthering the interests of the organization as an end in itsdf, not just ameansto an
end” (1994:92). As the outcome of their research into the practices of successful companies,
Ghoshd and Bartlett have identified a number of vaue-oriented characteristics of managerid
action, which they dam are the key dimensons for qudity management, that is, a type of
management, which induces the creetion of a favourable or supportive organizationa context for
improved organizationd performance. Such characteristics have been grouped into four key
dimensons. Stretch, Discipline, Trust and Support, which the authors define as follows

? Stretch - The attribute of an organization’s climate that induces its members to
voluntarily strive for more rather than less ambitious objectives (e.g. the
development of a collective identity or the establishment of a shared ambition)

? Discipline - The attribute of an organization’s climate that induces its members
to voluntarily strive for meeting all expectations generated by their explicit and
implicit commitments (e.g. the establishment of clear standards of performance or
the consistency in the application of sanctions)

? Trust - The attribute of an organization’s climate that induces its memberstorely
on the commitment of each other (e.g. the involvement of individuals in
decisions and activities affecting them)

? Support - The attribute of an organization’s climate that induces its members to
lend assistance and countenance to others (e.g. freedom of initiative at lower
levelsor personal orientation from senior staff)

Ghoshd and Bartlett (1994) have conceptudized the causd modd shown in Figure 3.1, which
explains how the interaction of these four key dimensons will result in an organizaiond dimate
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conducive to Initiative and Crestivity, Collaboration and Learning, and, therefore, to improved
organizationd performance.

The mogt important point to be made & this point about Ghoshd and Bartlett’s work and which
makes it different from the work of many other writers in drategic management, is that these
authors inter-reate many previoudy held notions. In their theory, they inter-relate the nature and
function of organizations within the economy with the nature of organizations as socid entities and
with the nature and function of management within the firm. They ae concerned with
characterizing the “ethos’ or the overdl context of the organization, both for externa purposes
(the role of firms in the economy) and for internd purposes (the role of workers and of
management in the firm). And they put forward four key organizationa vaue dimensions, which,
in their own words, have not received the atention they deserve:

Concepts like Stretch, Discipline, Trust and Support have litle relevance in existing theory. Yet, we
believe they are of central importance for the analysis of organizational effectiveness (1994:110)

Figure 3.1 - Ghoshd and Bartlett’s (1994) causa model for organizationa learning
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Having described Ghoshd and Bartlett’s model's of managerid vaues, roles and processes (1993,
1994), it is gpropriate to ask a this point: “why is this a middle-of -the-road gpproach to srategic
management?’ and “how does it work?’. We are taking about a middle-of-the-road gpproach
firdly because both the top-down view of managerid drategic choice and the bottom-up
persgoective of collective and emergent action are taken into consderation. These two
pergpectives are linked by manageriad processes, which, in turn, are shaped by organizationd
vaues. Secondly, we are talking about a middle-of-the-road gpproach because successliesin the

80



middle, the middle being the organizationd context created by the interaction of manegerid choice
and collective action.

Appropriate organizationd contexts dlow a kind of virtua matrix to be created in the minds of
managers. Bartlett and Ghoshd (1990) argue that the matrix is not a type of structure, which
management can smply choose to adopt but something much more complex then that, i.e. the
matrix isastate of mind. According to these authors, the reason why many companies have failed
to make the matrix structurd system work was that they assumed that changing the formad
sructure would force the decison processes to change, as well. This, in turn, would cause
individud behaviour of managerid and non-managerid daff to change. In redity, this has not

happened. Instead, they propose that:

companies that are most successful at developing multidimentional organizations begin at the far
end of the anatomy -physiology-psychology sequence. Their first objective is to ater the
organizational psychology - the broad corporate beliefs and norms that shape managers
perceptions and actions. Then, by enriching and clarifying communication and decision processes,
companies reinforce these psychological changes with improvements in organizational
psychology. Only later do they consolidate and confirm their progress by realigning organizational
anatomy through changesin formal structure (1990:140)

In order to maintan a matrix-type of collective thought, organizations need gppropricte
organizationa contexts, shagped by purpose and vaues. Contexts, in turn, create a dud perspective
on organizationd roles: avertica, hierarchicd perspective and an horizonta, process perspective.
At the intersection of these two perspectives are the reationships between people in the
organization. Asit has been discussed earlier in this chapter (Introng, 1997), [power] relationships
are the badc building blocks of any socid sysem. When people endowed with such a matrix
mind-set interact, they do so with the dua perspective in their minds, meaning that they are
congtantly aware of both their roles: the verticd and the horizontd.

Figure 3.2 - The matrix state of mind

The organization interpreted as a set
/ of vertical functions
Dyadic relationships embedding the
two interpretations (i.e. the vertical and

the horizontal) are the basis of the
matrix mind-set

The organization interpreted as a set of
horizontal, informal roles (processes)

Source: Ghoshal and Bartlett (1990)



The matrix sate of mind (see Figure 3.2) isredly the find outcome of the thinking of Professors
Ghoshd and Bartlett (1990;1993;1994). If managers succeed in building such matrices in the
minds of employees, they have solved the managerid dilemmas of how to baance control with
empowerment or how to merge individua ambition with corporate purpose.

3.3 Organizationa culture, climates and contexts

Now, it isimportant to go a little degper into the discussion of the organizationd contexts that are
30 centrd to the thinking of Ghoshd and Bartlett. But to talk about organizationd contexts it is
inevitable to tak about organizationd dimates and the discusson on dimates inevitably leeds to
the concept of organizationd culture. In order for the notion of organizationa climates or contexts
to be operationdized it is essentid that they are well inderstood, in the firgt place. This is the
reason why we have decided to indude the present section in this dissertation.

Schein (1992), perhaps the leading contributor to the field of the organizationd culture, has put
forward a basc modd of three leves of culture (see Figure 3.3). The fird leve - “Artifacts’ -
refers to phenomena one can see, hear and fed in an organization. The point is made about this
leve thet it is easy to observe but hard to decipher and that, therefore, it is dangerous to draw
conclusons about culture just on the bass of such artifacts. The second leved - “Espoused
Vdues’ refers to corporate vaues (including busness misson vaues), which organizationd
members profess to but which are not necessarily the vaues “in-usg’ in the organization.
Espoused vaues can become shared, underlying assumptionsif a manager or aleader succeedsin
indilling in the group’s beliefs her own chosen vaues and convinang it to act accordingly. Schein
clams that the espoused vaue will become a basic underlying assumption “if the action based on
it continues to be successful” (1992:19).

Figure 3.3 - Schein’s three levels of
organizational culture

Visible organizational
structures and proceses
(hard to decipher)

Artifacts
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Basic Unconscious, taken-for-
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Source: Schein (1992)
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FHol (1991) has taken up Schein’'s work on the levels of culture (origindly published in 1985), and
has given it a new reeding in the light of the theory of semictics. Semiatics is the sudy of how
Sgns combine to convey meaning, and uses naturd language to show how meaning is generated
and conveyed in other sysems of dgnification, such as behaviour. Fol's reseerch question
centres around the link between organizationa competency and organizationd culture. Taking a
cognitive gpproach to competency, she tries to explain how people make sense of particular
organizationd skills and how they use and transform such <kills into action outcomes. “Cognitive
processes are thus not equivadent to the behaviour themselves. Nor are they equivaent to an
abdract st of beliefs. Though they are shaped by both, they reside in the linkages (our
emphass) between behaviours and their socid meanings’ (1991:196).

Fiol's comparative model of culture is a powerful explanatory framework as it succeeds in
establishing a convincing explanation for the linkages between behaviour and the larger socid or
organizationd context (see Table 3.4). Thisis achieved by comparing Schein's (1992) three levels
of culture with the three levels of semiotic andyss the level of words, the level of speech acts
and the levd of language. Thus, the levd of language can be equated to the leve of deep

underlying culturd assumptions; the level of speech acts can be paired with Schein’s intermediate
leve of egpousad vaues and, findly, the level of words, which can easily be recognized as being
equivaent to the level of artifacts or observable behaviours

Table3.4 - Hal's(1991) comparetive framework

Language/Culture Speech Actd | dentities Words/Behaviours
Definition General system of rules Contextual understanding Observable expressions/
that governs meaning of rules behaviours that combine
to form speech acts/
identities
Boundaries Describes awhole system | Describesacontextual Describes observable
frame that links parts of the | parts of asystem
systemto awhole
Sour ce Result of multiple Result of patterned word Result of existing system
converging speech acts/ use or behaviours over time | and new contexts
identities over time
Function Maintenance: Renewal: Change:
General standard against Incorporation and Additions or
which the meaning of differentiation of new substitutions to fit
discrete speech acts/ contextual understanding changing contexts
identities are understood

According to Fol (1991:198), just as in Schein's three levels of organizationd culture, the three
components of language “include an underlying and unobservable st of rules obsarvable
expressons n the form of words, and speech acts that contextudize words and thus serve as a
link to the sysem of rules. None of the components can be understood without the others.
Grammatica rules are the result of patterned speech acts over time, which, in turn, are the result
of patterned word use over time’. Understanding the relationships between the three dements of
semiatics theory can furnish us with new insgghts into the evolution of culture and knowledge in
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organizetions. Words are the dgns tha combine to convey meaning in naturd language.
Grammatica rules are the system, which governs the meaningful combinations of words, but there
is not a one-to-one relationship between words and a grammatica system. The content attributed
to an expresson depends on unobserved linkages between those two levels, which conditutes a
mid-level layer made up of speech acts. Speech acts imply contexts, which rest upon the generd
sysem of grammaticd rules and which give precise meaning to individuad words. And the whole
sysem isin congant evolution, with the grammatical rules changing as a result of new meanings
and with new words being introduced as aresult of changing environmental contexts.

In organizations, trying to understand culture by andysng the levd of degp undelying
assumptions would be the same as trying to understand a word by looking a the generd sysem
of grammar; furthermore, the underlying assumptions level of culture is unconscious by definition
(Schein, 1992) and, therefore, it cannot be andlysed directly, in any ussful way. On the other hand,
trying to understand culture by looking at behaviours would be mideading because behaviours can
have many different interpretations. Hence the level of “identities’ or speech acts assumes avery
specid rolein the linkage between those two levels.

Hol (1991) explains thet |dentity is a concept used in psychology and sociology to characterize an
individud in rdaion to alarger culturad system. “It thus serves as a critica link between peopl€'s
paticular behaviourd contexts and the underlying vaues that give them meaning. Within the
context of organizations, identity describes what people define as centrd, diginctive and enduring
about thelr organizations’ (p.200). And she goes on to say: “I dentities, rather than the discrete
behaviours that drive them, are the keys to understanding and managing behaviours in relation to
an overd| bdief sygem” (p.208).

Fal’s (1991) main contribution rests in the drawing of atention to the mid-level of tree-layer
modd origindly proposed by Schein (1992), as being the locus for the devdopment of a
framework of managerid action, thet is, the leve a which managers can influence both the larger
cultura context of the organization, on one hand and behaviour & the individud levd, on the other
hand. “Identities, rather than behaviours or generd cultura systems, must be the focus of our
efforts to understand the management of culture’ (p. 203); “culture can be managed by atending
to the interface between high culture and multiple emerging identities’ (p.209). Thus, we assume
thet Hol’smid-level layer is the same as the organization's climates or contexts.

3.3.1 Organizationa climates or organizationa contexts?

The notions of organizationa climate and organizationa context overlgp to a greet extent. Authors
from indugtrid economics or srategic management tend to talk of “context” ingead of “dimate’
but the content of the two nations tends to be exactly the same. Hansen and Wernerfelt (1989)
have identified the need to establish an “organizationd modd” of the firm, which would enable
them to establish comparisons with an “economic modd” and draw concdlusons about firm
performance. These authors complain that such an organizationd modd (as opposed to the
economic modd) is difficult to arrive a because there are so many dternative and competing
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theories trying to explain organizationa performance and effectiveness. However, they agree that
the organizationd dimate condruct is useful for establishing the basis of the organizationd modd
which they are seeking for, but in discussing such congruct they use the expressons “cdimate’
and “context” interchangesbly. Ghoshd and Bartlett (1993; 1994;1998) dso use the expressons
“context” and “dimate’ with interchangesble meanings. Hence, for the purposes of this
dissertation these two expressons will be taken to mean the same, but in the plurd form -
contexts and climates.

Schneider (1975;1990), one of the leading writers on dimate, defendstheideathet it ismideading
to talk of organizationd dimate as being one omnibus concept gpplicable to the whole organization
- the global climate. He suggests that each organization crestes a number of different types of

climates and that one way of thinking about these climates is to congder dther the kind of

behaviourd outcome that the climate would leed to (e.g. leedership dimate or climate for conflict
resolution) or the organizationd unit of andyss of interest (e.g. the dimate for after sdles service
or the information systlems climate). In this sense, i.e. climate as a manifestation of the behaviour
of a paticular occupationd group within the organization, “d’ dimate could be taken to be
virtudly the same as“d’ sub-culture.

The gppropriate way to address the issue of organizationd climate, according to Schnelder, is to
specificity firg the criterion or focus of interest behind the particular dimate condruct, which is
being articulated. Secondly, he suggests, dlimate should be researched in “ strategic mode” rather
than in “globd mode’. In the drategic mode, dimate research focuses attention on pecific
routines and rewards, which are related to the criterion of interest to the researcher. “The utility
of the dimate construct is that it explicitly assumes that there will be numerous routines and
rewards requiring assessment, because it is the perception of multiple routines and rewards thet is
assumed to communicate the meaning of what is important in a setting” (1990:386). In thisquote,
Schneider outlines three important principles for an undersanding of organizationd climates or
contexts. Thus, climates or contexts.

(1) are areflection from and are reflected in organizationd routines and rewards
(2) reflect what i simportant in an organizationa setting;
(3) are an organizationd means for communicating meaning.

These principles are in accordance the concepts developed by other authors in the organizationa
climate tradition.

Adhford (1985) assumes a very dmilar podtion to Fol (1991) as regards the concept of
“identities’, i.e he dtributes to dimate the role of edtablishing “Studiond identities’ for
organizationd members, but especidly for newcomers. “Newcomers must learn the logidtics of
the organization, the generd role expectations of peers, the tacit norms governing behaviour and
gppearance, the status and power dructures, the reward and communication systems, the various
organizetiond policies, and s0 on. They mugt undergand the organization sothat they can act
within it” (p.838). In other words, newcomers mugt familiarize themsdves with the context,
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before they can function adequatdy in the new environment. This in turn, is very amilar to
Ghoshd and Bartlett's (1993;1994;1998) notion of aganizationd context is dso very cose to
Fal's (1991) notion of “identities’ as a mid-theoreticd congruct, which serves as a bridge
between the levels of culture and of observable behaviours.

How are organizationd dimates formed? Facione, Sussman and Herden (1987) put forward a
modd (see Fgure 34) for explaning the formation of the organization's “communication”
climate. They dart from the premise that communication is the “condtitutive force for dl dimates
in an organization, no mater wret the unit of andyss’ (p. 203). These authors take an
“interactionis” or socidly congructed view of the dimate phenomenon, which they define as“an
intersubjective phenomenon that in its continuous structuring and restructuring affects individuas
actions and organizationd outcomes’ (p.203).



Figure 3.4 - A model of organizational
climate/context formation
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??External (economic, political, technological, socio-cultural)
??0rganizational (tasks, structure, technology)
??People (knowledge, skills, abilities, values, demographics)

|
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Organizationa climate

v
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(various and overlapping)
The shared perception of communicators

v

Communication outcomes
Organizational direct continuation, effectiveness,
productivity and growth through individual behaviours

Source: Adapted from Falcione, Sussman and Herden (1987)

The modd darts off by congdering the “influences’, that is dl the externd and internd
environmenta conditions, which are the sources of the “stimuli”, which act upon each and every
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individud in the organization. From the various influences that contribute to dimeate formetion
there is one, which is the origin of dl the others. managerid choice (Child, 1972; Porter, 1991).
Managers are the firg agents in the process of “enacting the organization” (Weick, 1995). This
means that because managers have the authority invested in them by whoever owns the
organization, they are in a position to make policy decisons and establish organizationd sysems
and gructures, which will have an influence on dl the other environmenta conditions, induding
external ones.

Climate formation proceeds from the individud leve to the organizationd level through stages of
interaction within the organization. When individuds interact on a one-to-one basis, a locdized
“interpersond” dimate is formed and when individuds interact in groups, locdized “group’
climates are formed. Interpersond dimate is defined as

the shared perceptions of a dyad about molar factors representing the setting within which dyadic
message sending and receiving processes occur and which affect those processes (Falcione,
Sussman and Herden, 1987:217)

And group communication dimetesis define as

those molar factors, objective and/or perceived, which affect the message sending and receiving
process of members within a given organizational group (Falcione, Sussman and Herden, 1987: 205)

In their model, Falcione and colleagues digtinguish between “ psychologicad” and * communication”

climates. In other words, they distinguish between the individua and the organizationd levels, as
regards the climate formation process. Psychologica dimeate is formed by means of structuration
(Giddens, 1984) through the establishment of rules and resources used in the production and

reproduction of each organizationd member’'s identity or contextud frame of reference. This
process is sdf -referentid and hermeneutic, that is, people make didtinctions on the bass of past
didtinctions and new data does not become immediatdly new information. It is only whenthereis
arecurrent history of new data (i.e. perturbations to the autopoietic system) that new information
iseventudly formed. This explains, for example, the rdaive resstance to new organizationa cues
about new organizationd vaues being introduced by a new management team.

3.3.2 The dimensions of organizationd climate

Climate dimensions take the form of messages (i.e.cues) and are tranamitted or communicated to
organizationd members expliaitly or implicitly, that is, they might be perceived conscioudy or they
might impinge on percavers unconscioudy or sublimindly (Falcione, Sussman and Herden, 1987).
According to these authors, the essence of communication climate are such cues or “messages
and metamessages reflecting autonomy, [degree of] structure, rewards and consderation, warmth
and support” (1987:220).

These four “climate dimensons’ are the types of managerid vaues that Ghoshd and Bartlett
(1993;1994) cdl the “dimendons of qudity management”. In fact, there is condderable overlap
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between the two sets of dimendons or vaues put forward by Facione and colleagues and
Ghoshd and Bartlett. Structure and rewards contains dements of “dretch”; autonomy and
condderation, warmth and support overlgps with “trust”, to a certain extent; structure contains
elements of “discipling’; and congderation, warmth and support integrate much of the “support”
dimenson. Such dimensons, which reflect dso managerid vaues, are conagtent with dimensions
identified by other authors writing an organizationa dimate, namely Litwin and Stringer (1968),
Likert (1976) and Nonaka and Takeuchi (1995). In Table 3.5 we cary out a comparaive
exercise concerning the work of the two sets of authors writing in the 1990s and gpproaching
climate from a menagerid perspective (as opposed to a psychologica one) - Ghoshd and Bartlett
(1993;1994) and Nonaka and Takeuchi (1995).

The andlyss of these two gpproaches shows that Ghoshd and Bartlett and Nonaka and Takeuchi
have different ways of viewing dimate formation. On the surface, they are dl saying that the
dimensons of qudity management (Ghoshd and Batlett) or the enabling conditions for
organizationd knowledge cregtion (Noneka and Teakeuchi) are the key conditions for the
formation of climates o contexts favourable to increased organizationd learning. But on closer
scrutiny, one can see tha they differ on some fundamental assumptions. Ghoshd and Bartlett
leave out “gructure’ as one of ther key dimensons and emphasize control (discipline), mativetion
(trust and support) and aso intention and purpose (sretch). Nonaka and Takeuchi, on the other
hand, while dso emphasizing intention and purpose (intent and fluctuation/cregtive chaos), sesem to
give more emphasis to communication (redundancy) and especidly to structure (autonomy and

requidite variety).



Table 3.5 - Organizationd context or climate dimensions related to knowledge development Ghoshd and Bartlett (1993,1994)
or knowledge creation (Nonaka and Takeuchi, 1995)

Ghoshal and Bartlett (focused on control and motivation)

Nonaka and Takeuchi (focused on structures and communication)

1
?

?
?

. Stretch
Shared ambition through the establisment of clear corporate
standards, i.e. company’svision
Callectiveidentity, i.e. “our own way to do things together”
Personal meaning through the association of one’s own work and the
company’s overall objectives

2
?
?
?

. Support
Access to resources as akey enabler of decentralized initiative
Autonomy as a cause and consequence of decentralization
Guidance and help achieved through aradical change from a control
to asupport empahasisin the roles of senior management

~N W

-~

?
4
?
?
?

. Discipline
Establishment of accountability through performance measures
Fast cycle feedback through not only accounting systems but also
other processes such asindirect peer reviews
Consistent sanctions through a policy of “no excuses’

. Trust
Equity achieved through a*“growing sense of fairness’
Involvement through the use of team work, meetings, etc
Competence apre-requisite for trust

1. Intention

? Defined as the organization’ s aspirations to its goals

? Expressed by organizational standards or visions

? Re-oriented and/or promoted through collective commitment

2. Fluctuation and creative chaos

? When fluctuation isintroduced into an organization its members face a“ breakdown” of routines,
habits or cognitive frameworks which is an opportunity to reconsider fundamental perspectives

? Creative chaosincreases the tension within the organization and focuses the attention on defining
problems and resolving crises

? Ambiguity with respect to philosophy or vision can lead to a questioning of value premises as well
as of factual premises upon which corporate decision making is based

3. Autonomy

? Autonomy increases the chances of unexpected opportunities being introduced and of new being
knowledge being devel oped

? A powerful way for creating circumstances in which individuals can act autonomously is provided
by the self-organizing team

? Original ideas emanate from autonomous individuals, diffuse within the team and then become
organizational ideas

4. Redundancy

?  Sharing redundant information promotes the sharing of tacit knowledge because individuals can
sense what others are trying to articulate

? Strategic rotation of personnel, frequent meetings and informal communication networks

5. Requisite variety

?

An organization’sinternal diversity must match the variety and complexity of the environment in
order to deal with the challenges posed by the environment

Assure the fastest access to the broadest variety of necessary information to everyone in the
organization, in order to maximize variety

A way of dealing with the complexity of the environment is through a flat and flexible organizational
structure

Note: The shadded areas indicate a degree of overlap between the two conceptions of climate/context dimensions



Such differences are probably a result of different national cultura vaues Japanese culture
places greater emphad's on sructure than the anglo-saxon type of culture. On the other hand,
anglo-saxon cultures have a gregter belief in the individud and individud vaues, such as trust
(Hofgtede, 1980; 1991). Nonaka and Takeuchi and Ghoshd and Bartlett writing from different
culturd backgrounds would be affected by such nationd culturd vaues and hence interpret their
research findings in different ways. However, looking at other authors aso coming from an anglo-
saxon background (for example, Litwin and Stringer, 1968) or Facione, Sussman and Herden,
1987), one can see that they have dso dected structure as one of the key dimate dimensions.

In Teble 3.6, a summary of the climate/context dimensions put forward by five different sets of
authors is shown. In the rows of the table, a certain degree of matching of dimensions has been
atempted, but it is dear how difficult such atask could become if an exact matching was to be
attempted. Different authors start from different assumptions and have different definitions of the
key dimensons. The reault is that each author has his or her dightly different conception of
organizationa climate and of its formation process. Neverthdess, looking a the table below, one
might say that there seems to be some consensus among the five sets of authors around the four
dimensions put forward by Ghoshd and Bartlett (1993;1994) and discussed in this chapter.

Table 3.6 - Organizationd context or dimate dimensons:
acomparison of severad authors

Ghoshal and Nonakaand Falcione, Likert (1976) Litwin and
Bartlett (1994) | Takeuchi (1995)  Sussman and Stringer
Herden (1987) (1968)
Stretch Intention Leadership Identity
Fluctuation and Gods Standards
creative chaos
Risks
Discipline Rewards Control Responsibility
Rewards
Trust Motivation Conflict
Support Autonomy Autonomy Warmth
Consideration/ Support
Warmth/Support
Redundancy Structure Communication Structure
Requisite variety Decision-making

As we have mentioned before, the one dimenson where there is no consensus is sructure.
Ghoshd and Bartlett do not mention structure in their theary of organizationd context formation
and they do nat, explicitly, say why. The reason for this, in our view, is that their whole theory is
geared towards explaining how gructure is more informa than forma (i.e the matrix date of
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mind) and how in successful companies dructure is replaced by a network of vertical (formal)
and horizontd (informd) roles (or processes). This type of new informd dructure is enabled by
organizationa vaues or dimate dimensions. However, we differ from Ghoshd and Batlett in this
point. We believe that structure should aso be one of the key climete dimensions.

In chapter two, when we discussad the organizationd enaction process, we made a diginction
between two kinds of enaction: (1) enaction as a direct result of managerid choice, i.e. managers
enact the organization through acts of authority and (2) enaction as a result of collective action,
i.e dl the organizationd members collectively enact the organization in their daily effort to make
sense of the world around them. The two kinds of enaction form an autopoietic loop of sdf-
referentidity, which is the bass of the formation of organizational contexts. Forma sructure as
an authoritative act imposad by managers upon the organizetion is a key garting point of this
organizationd enaction process. Thus dructure mugst be one of the key dimensons of
organizationd dlimeate, dthough it may not be consdered an organizationa vaue.

3.4 Organizational culture, organizational knowledge and
organizationda learning: what is the relationship ?

Allare and Firdrotu (1984) propose a framework for sudying culture where they identify no less
then eght schools of thought - Cognitive Structurdid, Mutud Equivdence, Symbdlic,
Functiondig, Functiondig-Structurdigt, Higtorica-Diffusonist and Ecologicd-Adaptationist. The
Cognitive school of thought, which has its roots in the work of Goodenough (1957; 1971) is the
one that has had the strongest influence on managerid thinking. As far as the Cognitive school of
organizationd cultureis concerned, culture is defined as:

A system of knowledge, of standards for perceiving, believing, evaluating and acting. Culture is
the form of things that people have in mind, their model for perceiving, relating and otherwise
interpreting them. It consists of whatever it is one has to know or believe in order to operate in a
manner acceptable to the members of one's society. As a product of human learning, culture
consists of the ways in which people have organized their experience of the real world so as to
give it structure as a phenomenal world of forms, that is their precepts and concepts (Allaire and
Firgrotu, 1984:219)

In accordance with this gpproach, organizations are seen as knowledge systens, as living entities
capeble of cognition and learning. Sackmann (1991), who is dso part of the cognitive schoal,

builds her definition of culture around the notion of cognitions or cognitive structuring devices.
Such devices is what people use to attribute meaning to events. Cognitions can dso be thought of
as s of categories, which guide perception and thinking. “In generd, cognitions are neutrd

sense-meaking, planning and acting devices that are individudly hed. Wha makes them culturd is
the aspect of collectivity and the kind of emationa attachment thet goes with it. Individuas draw
on those frames of reference that they have learned and acquired over the years. These may
have emerged in different socidization processes: within the family (...) or working in a specific
firm” (1991:38). Hence, Sackmann is suggedting is that the factud knowledge, which is usudly
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the focus when the discusson is centred on organizationd learning or knowledge deve opment,
cannot be divorced from the emotions, values and dtitudes, which are the foci when the
discusson is aout organizationd culture. This point is very srongly reinforced by autopoiesis
theory.

We bdieve that it may more useful and less confusng to assume very dearly thet organizationd
culture and organizationd knowledge we are not two unrdlated concepts. Sackmann (1991;1992)
proposes that as an dternative we should use cultural knowledge as a unifying concept. Cultura
knowledge is what the organization knows. It is the same as organizationd knowledge in the
sense that it encgpsulates the sum totd of the factud knowledge of the individuds that work in
that particular organization, when they come together as a group. But, a the same time, such
collective knowledge is dso culturd because it pertains to that organization and none other. Just
as it hgppens with nationd cultures, the peoples culturd knowledge entall a certain amount of
factud knowledge, which is that knowledge shared collectively by dl of the members of that
nationdity. For example, in Portugd it is common culturd knowledge that on Chrigmes Eve
everybody eets boiled sdted cod.

Autopoiessis avery powerful epigemologicd tool when gpplied to the study of knowledge and
learning in organisations because it by-passes the tensons between the individud learning and the
socid knowledge biases (Magdhees, 1996). The autopoietic view of languaging is one of the
missing links between individuad and organizationd knowledge (von Krogh and Roos, 1995). The
notion, derived from the sociology of Luhmann, thet organizetions are systems of meaning based
upon communication among organizational members gives new drength to hitherto scattered
voices daming for an dternaive view of organization. Hence, autopoiess theory and the
epistemology behind organizationd enaction open up the way for a common intdllectud stance to
be adopted around the concepts of organizationa knowledge and culture.

Autopoiess dso heps us undersand why organizations are not just open systems and why they
have meny characteristics of closed systems, such as sdf-reference, which makes organizations,
essentidly, higorica and cultura systems. Because dl knowledge is culturd, the organization's
knowledge cannat hep but be degply embedded in the organization’s culturd system. Autopoiesis
theory provides a very reasonable explanation for the intertwining between the phenomena of
organizationd culture and knowledge and the influence of organizationd culture on knowledge and
vice versa. While organizationd knowledge is usudly related to factud or task-specific
knowledge, culture is assodiated with beliefs, perceptions, and vaue-reated knowledge. Varda
(1992: 260) explains why the two types of knowledge can never be separated

to the extent that we move from an abstract to a fully embodied view of knowledge facts and
values become inseparable. To know isto evaluate through our living, in a creative circularity

If we agree that organizations are autopoietic systems, there is no reason to disagree with
Sackmann's (1991) proposa that it would be more gppropriste to use the expresson
“organizationd cultura knowledge® as a way of overcoming the conceptud divide between
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organizationd culture, knowledge and knowledge devdopment (or learning). Organizetional
learning is about increesing the collective stock of knowledge wheress culture (or context
formation) is about cresting the conditions for knowledge development. Hence, while culture is
about gability, organizationd learning is about change. Organizationd learning is aso the outcome
of the tenson between individud credtivity (i.e. individudized organizationa knowledge) and the
control exerted by group norms and vaues (i.e. socidized organizationd knowledge), rdated to
the nation of organizationa culture. The whole rdationship between organizationd learning and
culture (i.e. managerid/organizationa contexts) has been very wel summarized by Normann
(1985:222) in the fallowing way

[In organizations] new knowledge [i.e. learning] is manifested in new structural arrangements, new
culture and new collective action

Unlike FHol and Lyles (1985), we believe that organization learning and organizationd change are
not two different processes. We hold this view precisely because learning seen through the lens
of autopoiess theory cannot be divorced from action, and action, by definition, is congantly
changing. Furthermore, organizationd learning depends only very patialy upon the relaionship
between the environment and the organization and is not a direct consequence of such
raionship. The simulus-response modd imported from individud psychology and informed by
the cognitivig hypothess is not adequate as a modd for organizationd learning (Weick, 1991).

Organizationd learning, in the cognitivist hypothesis is about change in the cognitive structures of
the “organizationd brain”, that is, it is an abstract and disembodied concept. In the enaction
hypothesis supported by autopoiess theory, organizationd learning is embodied and linked to
action of people. If there is no action, there is no learning. The focus, therefore, goes back to
people as it was the case with the “human rdaions’ movement in the organization theory of the
1950s and 60s (McGregor, 1960; Likert, 1961), but this ime the focus is less on mativating the
individud worker and more on cregting the conditions for the individua to apply her full potentid
as an organizationd member (Handy, 1997; Ghoshd and Bartlett, 1998).

We condder organizationd learning as both an organizationd process and an organizationd
outcome. It is a process of knowledge development (i.e. acquiring and building up organizationd
skills) but it is dso an outcome of knowledge development, which can measured in terms of
tangible results (eg. what is the rate of defective articles in our production line?). As a process,
through organizationd languaging, learning is @out communication, ephemerd and very difficult to
“freezé’ in time, to measure or to andyse. But as an outcome, learning can be anadysed as a
phenomenon of change in the exiging stock of collective knowledge. Organizational learning
as knowledge development occurs when the capacity to enhance organizational action is
achieved over time. Such capacity to enhance organizational action can be regarded as the
organization’s collective stock of knowledge or organizational knowledge

3.5 Summing up



One of the main achievement of autopoies's theory has been the ability to help shift the discourse
from pogtiviam and rationdity to interpretivism and emationdity, in management and organization
science circles. This is opening up the doors for the work of writers such as Chester Barnard
(1938/68), often dismissad as being “poetic and evocative rather than precise and definitive’

(Leavitt and March, 1995:11), to be brought back into the maingream of managerid thinking by
sholars such as Ghoshd and Bartlett. Ghoshd and Bartlett's (1993,1994,1998) theory is
positioned in the “middle-ground” of the current scene of manageriad paradigms. On one of the
extremes of the managerid paradigms continuum, there is the “manageria choice” position where
words such as “raiondity” stand out. On the other extreme, there are the various schools of
organizationd andyss influenced by Berger and Luckmann's (1967) socid condructivism and
where expressons such as “emergence’ dominate. In the literature on Srategic managemernt,

however, there seems to be a clear movement towards a “rapprochement” between these two
extremes (seg, for example, Schendd, 1994) and an active search for such “middle ground’.

Argyris and Schon (1996) dam that the literature on drategic management is “inattentive’
regarding the gap between intent and redlization and they suggest that such ggp must be filled by
a theory of action. A theory of action posits, firg and foremog, that “there is a behaviourd world
cregted by the parties to an interaction and that such interaction (i.e. relaionships) is the basc
building block for underganding organizetions and organizationd lifeé’ (Argyris and Schon,
1996:253). Thus, one of the innovative propasds of the “mid ground” postion is its emphads on
the organization's context and on the role of context in pushing the organization into new
directions. Action and context are thus the main tenets of the “middle ground” postion.

Supported by autopoiess theory, the (manageriad) action gpproach brings together severa strands
of managerid knowledge. It is an attempt a integrating such strands of knowledge, rather than a
proposd for a totaly different goproach. It recognizes that managerial choice (the top-down
perspective) has a fundamentd role in the find outcome of implementation, but it dso aware of
the emergent properties of collective action (the bottom-up perspective). The interaction of
managerid choice and of collective action cregtes a didectic, which can be conddered as the
basis of the condtitution of organizationa climates or contexts.

Figure 3.5 - Organizationa enaction gpplied to vaues, roles and processes
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Manegerid Managerid Manegerid
choice choice choice
Embedded in Explicitin Informaly Formaly Horizontdly Veticdly

relationships action executed assigned executed planned
Collective ’_/ Collective J Collective J
action action « adtion «




The enacted view of cognition, together with theories of structuration and sensemeking do help
to explain the didectic rdationship that exists between the top-down and the bottom-up views.
According to the notion of “organizationd enaction”, put forward in chapter two, these two
perspectives of the managerid process are co-determined, thet is, one exists dways in the light of
the other. Organizationd enaction is a powerful methodologica tool, which can be gpplied, for
example, to the thinking of Ghoshd and Bartlett (1993;1994) and provide a good explanation for
the influence of organizationd vaues on the transformation of organizationa roles and processes.
Such sequence of transformations, Sarting with organization vaues, is depicted in Figure 3.5.

In this figure we suggest that organizationd vaues are introduced to the organization by means of
managerid choice, through explicit action. After a while, and through collective action, such
vaues become embedded in the interpersona relationships which make up the organization.

Smilarly, roles are formaly assgned to organizationa members by managerid choice, but soon
their forma content is replaced by their informd interpretation, as parts of the organization's
autopoietic processes. Given a supportive (i.e. learning) organizationda ethos such informd roles
will develop characteridtics akin to cooperaion and sdf-initidive,

Findly, organiztiond enaction heps an underganding of Ghoshd and Bartlett's notion of
“processes’. Most processes in organizations are verticdl, that is, they are a direct consegquence
of the traditiond functiond form which is (dill) adopted by the mgority of organizaions.
However, there is dso increasing recognition that real added vaue is not achieved through the
veticd organization but through horizontad processes Such recognition has fogtered the
gpopearance of the matrix form, which, according to Ghoshd and Bartlett should not be used as a
tangible device but ingead should be perceived as a “date of mind’. Thus, dthough most

organizetionad proceses ae planned (manageria choice) as pat of vertica functions, a
conducive ethos (callective action) will dlow such functions to develop many informa festures,

essentid for the horizonta organization to flourish.

In the next chapter the discusson moves closer to the information systems discipline proper. We
review various perspectives on IS implementation and focus on one perspective which, generdly
peeking, has been neglected by the discipling s research community. Such perspective is inspired
on the managerid action gpproach discussed in this chapter and conditutes a sgnificant part of
the theoreticd propogtions we offer, in this dissertation, to the organizationd implementation of
IS



Chapter 4

Perspectives on |S implementation

Can we expect “frameworks’ and “methodologies’ to show anything other than the
palest shadow of organizational complexity ? This dynamic and ambiguous complexity of
an organization’s future just cannot be reduced to such simplistic data structures,
which imply a tidy and convenient homogeneity in organizations that is just not there
(...) An approach, valid or otherwise, will come to nothing without the input of a quality
individual, the “thinking manager”, who can fully understand the disposition of the
organization

Angell and Smithson, 1991: 35-36
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4.1 Introduction

The term “implementation” is used in the literature with many different meanings and because
there is S0 much confusion about what implementation is in the context of information sysems
research and practice, some writers take great care when using the word. As (Cornford, 1995:45)
explans

The word implementation often causes problems. To a programmer or software engineer it means
taking design specifications and writing programs. To an information systems analyst it means
taking the programs and other components and setting them to work in the real world

To solve the problem, that particular writer prefers not to use “implementation” as a sage of the
information systems life cycle, but use “condruction” and “changeover” ingtead to name stages
whaose contents is roughly equivadent to implementation. The term is used both in operationd and
in strategic contexts; it is used to mean both a technica and an organizationa process, and it is
conceptudized both as a technologica inevitability and a purdy emergent set of socd
phenomena. So, how should we undergtand |S implementation?

Washam (1993) argues that 1S organizationd implementation encompasses dl the human and
socid agpects of the implementation of information systems in organizations. We suggest thet IS
organizationd implementation goes further then that and has to incdlude aso other aspects of
organizationd redity, such as the technicd, the drategic and the manageria aspects, anong
others. Hence, we have proposed a definition of IS organizationd implementation, which
encompassss dl of the agpects, which are organizationaly rdevant to the complete process of
introduction of information technology gpplications into organizations and which reads asfollows.

IS organizationd implementation

A continuous process of organizationd learning guided by |S-related managerid action
and shgped by IS-rdaed organizationd contexts, the condtitutive bases of the dignment
between the organization's srategy and the processes of infuson and diffuson of
information technology artifacts into the organization

Every body of knowledge has some particular epigemologicd and ontologica assumptions thet
ultimately shape its exigientid, sodid, political and economic rdaions (Boje, 1996). So, regarding
the body of knowledge, which guides IS research and practice we should not take for grarted that
al epigemologicad and ontologica questions are resolved. Hence, two very basic questions can be
asked about 1S implementation:

(1) What is IS implementation?
(2) How is|Simplementation carried out?

The fird question belongs to the ontologica/epigemologicd domain, i.e what is the nature of this
phenomenon and what theoretical knowledge governs the worldviews of its reseerch and practice
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? The second question belongs to a more pragmatic domain and concerns the actua processes
involvedin IS implementation.

In our definition, we view IS organizationd implementation as a process of organizationd learning.
In the previous chapter we have seen how, through the lens of autopoiesis theory, the nations of
organizetiond culture, knowledge and learning are so closdly intertwined. In this chapter we begin
to goply this thinking to IS implementation. Drawing on IS research literature our am isto show,
in the firg part of the chapter, how IS implementation can dso be seen as a process of
organizationa learning and change. Thiswill answver the question “what is1Simplementation?’, in
terms of the nature of the phenomenon. In the second part of the chapter, we gpproach 1S
implementation from the point of view of the existing (ontologica/eastemological) perspectives on
IS implementation, i.e. what is theoretical knowledge behind the phenomenon?

Traditiondly, IS “theory” has been dominated by three types of approaches (1) A technology-
driven gpproach focussed, primarily, in the gpplication of the available information technologiesto
organizationd s&t ups through the use of gppropriste methodologicd tools - “technologica
determinism”. (2) A drategic, top-down gpproach, which is concerned mainly with cregting the
links between the busness environment, the busness drategy and the IS/IT draegies -
“organizationd imperdive’. (3) A bottomrup gpproach, which is concerned with the interaction
between the ructures of the technology and the socid structures of the organization and with the
emergent effects arigng from such interaction - “sodo-technicd interactionism”. None of these
three gpproaches, however, tackles the problem of the managerid action needed, before, during
and after the introduction of the IT artifacts.

Taylor and Williams (1994), in the four questions below, summearize quite accurately the confusion
thet exigsin the fidd about 1S implementation.

(1) Should information systems be congtructed using a top-down modd for orgenizationd
trandformation or should they be condructed from the bottom up, moving from specific
systems-related issues to more generd organizationd issues?

(2) Should the key focus of change be “the system”, usng an “organization freg’ data
modd (i.e totdly conceptud) or should information sysems be built cumulaivey, usng
the organization dways as the key focus and working on specific organizationd domans?

(3) Should organizationd growth rely primarily on an independent source of change, that
is on externd factors, such as new technologica developments or should it rely on
dependent sources of change, thet is, interna factors and organic organizationd growth
(i.e induding informetion systems growth and maturity) ?

(4) Should the grategic focus be to protect or to chalenge organizationd cgpabilities? In
some organizations, grand implementation plans for srategic information systems produce
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“mgor diguption to the skills and knowledge-base of the company” (p.64) wheress in
others, smdl-scale change projects seem to yidd much better results.

In the third part of the chapter, the question “how is IS implementation carried out?’ is
goproached. This is accomplished by andysng in some depth a wel-known drategic mode of IS
implementation put forward by Michad Earl (1996). That modd dedls, primarily, with the question
of the dignment of information sysems with the organization's Srategy. According to Earl,
dignment is the result of four ISrdaed processes, which organizations have to develop: the
clarification, the innovation, the infrastructure and the condtitution processes. While agreeing that
the articulation of such processes is an important step forward, we question Earl’s notion of
dignment and especidly how such a nation is achieved, in practice. We argue that Earl’s
proposds are gill endaved by an “organizationd imperdtive’ perspective of 1S implementation,
domineated by aworldview of managerid rationdity and choice.

The new managerid action perspective, which we advocate, complements Earl’s aganizationd
imperative pergpective. We too concern oursalves with the dignment of 1S with the organization's
drategy, but we take a different view of the concept of dignment. We argue that aignment
cannot be seen as a ddic propostion that can be drategicaly engineered, but thet it must be
regarded as the outcome of an IS-rdated organizationa context shaped by managerid action and
condtituted by 1S-rdated organizationd vaues, and roles rdationships. In fact, Earl (1996) does
argue for a “conditution process’ as the “cornerstone’ of the organization’s information strategy,
but he does not develop any theory about such particular process. We do not believe that the
condtitution process is just an ordinary process of adignment. We regard the congtitution process
as a meta-process, as something dosdly linked to the notions of organizationd knowledge, culture
and climates.

4.2 1S implementation as a process of organizationa learning
and change

Viewing 1S implementation as a process of organizationa change is the recognition thet the
inddlation of new information technology gpplications does bring about change in organizationd
procedures, processes and behaviour in generd. In one of the earliet textbooks on MIS
(Management Information Systems) Davies and Olson (1985:593) date that “the implementation
of information sysems is a process of organizationd change’. Lucas (1994:502) agrees that
“implementation is part of the process of desgning a sysem, and it is dso a component of
organizationd change’. Land (1992) argues that planning for IS implementation is planning the
organizationa change process and that implementation and change are dso essentia components
of the S drategic planning activity.

Land (1992) argues that change management is the much needed link between the Srategic and
the tcticd levels of 1S implementation. He identifies Sx factors, which are essentid in the change
management process and which determine successful adoption of the new system: (1) motivation
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for introducing the new system; (2) commitment to the system; (3) organizationd culture; (4)
management of the implementation process; (5) the “distance’ between the existing system and
the replacement sysem; (6) the technology itsdf. From this summary, it becomes clear how
wide-ranging the process view of IS implementation can be. It can include mativationa aspects,
political aspects, culturd aspects, i.e. dl sorts of management aspects, which ded with the
integration of the technica and the social aspects of the |S devel opment process.

Organizationd change can take many forms, but those forms, which are more dosdly associated
with the implementation of IT atifacts are innovation and learning. These are the foundations of
two important sreams of research in IS implementation, which we will briefly review.

4.2.1 1S implementation as a process of technical innovation

A “process view” of 1S implementation has been developed in an important Stream of research
ingpired on technicd innovation and diffuson theory (Kwon and Zmud, 1987; Cooper and Zmud,
1990; Saga and Zmud, 1994). This research is important because it atempts to create an
integrated framework to ded with the whole phenomenon of IS implementation. Furthermore, it
draws attention to the fact that 1S implementation should be split up into dages, Smilar to the
stages hypothesized for a process of technica innovation. Such implementation stages explain the
process and are an dterndive view to the steps highlighted in the IS life cyde development
modds

Zmud and colleagues have developed a research framework for IS implementation, which
integrates much of previous research in this area, but especidly the stream of research, which
focuses on factors or variables, which facilitate or impede IS implementation (Lucas, Ginzberg
and Schultz, 1991). Some of the factors highlighted in this reseerch sream are, for example, the
user's decison style, the user's knowledge of the system, the user’s job characteritics, user
acceptance, user demographics, etc. Sappendd (1996) cdls this a “trait approach” to technica
innovation, where it is assumed that certain individuals have persond qudities, which predispose
them to innovetive behaviour.

What Zmud and colleagues have done is to extract the mgor trends from previousresearch in IS
implementation, and map them onto the stage modd, which can be seen in Figure 4.1.

Figure 4.1 - Innovation-based model of IS implementation

Unfreezing Change Refreezing

3 R

Initiation® :Adoption®™ Adaptation® Acceptance® Routinization® Infusion

Sources. Kwon and meg 1(1987);Cooper and Zmud (1990)



The dx dages which form the man body of the modd (Initigtion Adoption-Adaptetion-
Acceptance-Routinization-Infuson) are derived from the early literature on technica innovation
and diffuson process (Rogers, 1962). The organizationd change dimenson is added on to the
model by splitting it into three wider phases, which correspond to the Unfreeze-Change-Refreeze
paradigm of change put forward by Lewin (1952). The processes, which characterize each of the
Sx sages are briefly described below (Cooper and Zmud, 1990).

? Initigion: Involves the process of scanning of organizationd problems/opportunities
and of IT-based solutions. There are pressures to change either from internd
organizationa needs or from externd technologica innovations. This is the phase of
“unfreezing” the organization.

? Adoption: After a match is found between organizationd problems and 1T-based
olutions, a decison is taken to invest in the required technology, involving forma and
informa negotiations.

? Adaptation: The IT agpplication is developed (or purchased), inddled and maintained.
Organizationd procedures are revised and dtaff recaives training. The Adoption and
Adaptation stages correspond to Lewin's* change’ phase.

? Acceptance The IT gpplication is launched and staff members are encouraged to use
it.

? Routinization: The IT goplication becomes part of normd organizationd activity.

? Infuson: The IT agpplicaion becomes more degply embedded in the organization's
work system and increased organizationd effectiveness is achieved through more
comprehensve and integrated use of the gpplication. Acceptance, Routinization and
Infusion formthe “refreezing” phase of change.

From this basic conceptud orientation, two mgor problems flow: firdly, it treets IS implementation
as alinear process composed of sequentid and dearly defined stages; secondly, it condders IT
use (performance and saidfaction) and the reorganizetion of work as being the only
consequences of IS implementation. Let us take these two problemsin turn.

The view of IS implementation as a linear process where the technology is firgt identified and
implemented and then presented to the users, goes directly againg the IS development models
ingpired on socio-technica thinking, which srongly recommend iteration between stages (see
section 4.3.1). Saga and Zmud (1994:68) recognize the criticiam, but argue that “these linear
relationships need nat be taken too literdly: stages can be thought of as activities, some of which
may occur in pardld”. Furthermore, they suggest that sequentid modds “may be more
aopropriate for technologies, which are borrowed or adapted rather than cusom meade’ (1994:68).
The authors have a point here if we condder that there is a definitive trend towards the adoption
of off-the-shef software applications as opposed to the in-house devel opment of software, which
has prevailed in most companies until recently.

The process of innovation, however, is a process of change. But organizationd change, as
Pettigrewv and Whipp (1991:27) remind us “does not move forward in a direct, lineer way nor
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through eedily identifisble sequentid phases. Quite the reverse, the pattern is much more
appropriaely seen as continuous, iterative and uncertain”. In the innovation literature too there
seems to be some consensus regarding the incrementa and the learning nature of processes of
technical innovation (Cohen and Levinthd, 1990). Nelson and Winter (1982) propose thet
innovetions are not jugt incrementa but that they are aso the result of the combination of old
organizationd routines. Thus, ingtead of being depicted as a linear process we propose that 1S
organizational implementation should be conceived more appropriately as a spiral process
where each loop (i.e. stage) precedes the next but also where there is considerable a
amount of overlap and movement back and forth between loops.

The second criticiam, which can be rased a the process modd presented by Zmud and
colleagues is that it congders IT use as being, dmost exclusively, the end consequence of 1S
organizetiond implementation. In Cooper and Zmud's (1990) definition of infuson (the find sage
of the IS implementation process) IT useis the only measure of both the process and the product
of infuson. This dso becomes gpparent in Saga and Zmud' s (1994) review of the literature on the
determinants of IT Acceptance, Routinization and Infusion, the find stages of the implementation
process and essentid in its success or fallure A composite chart bringing together the three
causd modds presented by those authors and which highlights the dominance of IT use, as the
mgor dependent variagble canbe seenin Figure 4.2.
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Figure 4.2 - IT use as the magor contributing factor to 1S implementation
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Notes

?? Boxes with a full line contain the main variables used to capture the three
outcomes of implementation: Acceptance, Routinization and Infusion

?? Boxes with a dotted line contain some of the variables which link the causal
models for each of the three outcomes

?? (a) Basic variable common to al three outcomes

?? (b) Outcome explicitely established as intervening in Acceptance and
Infusion

?? (c) Outcome not explicitely established as intervening in Routinization

Source - Adapted from Saga and Zmud (1994)

Although it ssems very obvious as an overdl measure of implementation effectiveness or success,
IT useis plagued with problems regarding its power as an unambiguous measure. Can we religbly
infer qudity of use smply from the quantity of use? The fact that IT use has not been
unanimoudy adopted by the IS research community as the measure of implementation successis
adgrong indication of its limitations.
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We argue that there are manifestations of effectiveness of 1S implementation a the organizationd
leve, which do not amply trandaeinto IT use For example, the increesing persond commitment
of top management in decisons regarding the management of ISIT at corporate level can be an
indication of the effectiveness of the implementation of information sysems in the past. An
additiond problem, is that it can only be gpplied to individud implementation projects, making it
impossble to give it any organizationd dimengion. IT use does not lend itsdf in any way to be
used as an aggregate measure, and andyses, which profess to am at the organizationd leve,
have to use aggregate messures.

The problem with the adoption of IT use as the mgor indicator of effectivenessisthat it narrows
down the whole phenomenon of IS organizationd implementation to the operationd levd,
assuming that the maority of IT use takes place a the operationd leve of the organization. All
the organizationd consequences of |S-rdaed policy meking, policy implementation, relaionship
buiding between IS and other personnd are left out of this conceptudization of IS
implementation. Thus, we propose that the concept of IS organizational implementation must
include not only the operational level of the organization, where “ use”’ is appropriate asa
partial measure of the implementation process, but also the top and the middle levels of the

organization where “ use” may not be an appropriate measure.

Ancther exampleis De Lone and McLean's (1992) process modd, which adso places information
use and user stisfaction at the centre, as the ultimate measure of success. This modd, shown in
the figure below, is an atempt a establishing “success’ measures for 1S implementation. The
authors say that 1S success must be seen as a “process construct that must indlude both tempord
and causd influences in determining IS success’ and d o that the success categories presented in
the modd mus be interdependent while maintaining the “serid, tempord dimensons of
information flow and impect” (p.83).

. Figure 4.3 - Categories of |S success
While we agree o egor

with the tempord

dimendon of this Systems Use

modd we cannot Quality t Individual Organizational
. + » > Impact » Impact

agree  with  the | |information User

causd dimenson, Quality Satisfaction

which the authors

dam the modd Source: De Lone and McLean (1992)

should have. The

above modd places the organizationd impact of one (or more) information system at the end of a
causal chain of events. It can be assumed from the modd that if the previous impacts on the
causal chan are pogdtive then the organizationd impact will dso be postive. However, the
organizationd impact of an information system can be very high without it having had a sgnificant
impact on individud organizationd members. For example, an information sysem, which is visble
to the dlients of an organization can have a Sgnificant organizationa impact because of the image
factor upon the dients, but have little or no impact at the individud leve in the organization.
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De Lone and McLean (1992) treat the organizationd impact of 1S implementation Smply as the
outcome of a linear process. They consder each information system as a discrete unit divorced
from the rest of the organization and they do not congder, for example, the effects of the Srategic
or tacticd planning, which hasto go into the implementation of any information system. They treat
information systems as something, which just lands on the organization without consdering whet
came before nor what may come after. In other words, they do not consider the learning or
knowledge development effects, which the various actors are subject to when going through the
various sages of the implementation life cycle.

However, the process modes presented by Zmud and colleagues as wdl as by De Lone and
McLean have some rdevat festures to offer. The fird is that the IS organizationd
implementation process can and should be seen as a technicd innovation process, which goes
through identifisdble stages Eveland (1987:313) explans why it is important to consder
implementation agesin the dynamics of innovations

Putting technology into place in an organization is not a matter of a single decision, but rather of a
series of linked decisions and nondecisions. People make these choices and choices condition
future choices (...) Researchers have developed the idea of innovation stages as a way of
categorizing decisions and defining how thisleverage operates, that is, seeing how some decisions
of necessity precede and shape |ater ones.

Ancther rdevant contribution of these modds is that they draws atention to the long-term
consequences of the implementation process contained in the “infuson” sage (Cooper and Zmud,
1990) and in the “organizationd impact” stage (De Lone and McLean, 1992). These stages, being
the find stages in the process of organizationd change associated with the implementation of IS,
can be undersood as the changes, which are brought about in the knowledge system of the
organization, by the integration of the Sructures contained within the technology itself and the
socid dructures, which make up the organization (Weick, 1979). Such changes in the
organization's knowledge system are very relevant because they are mogly emergent, and they
occur irrepective of the origind purposes behind the implementation of the information system.
Such aspects of the organizationd implementation process, less amenable to measurement and
modeling will be discussed further dong in this dissertation.

4.2.1.1 The action-oriented view of the process of technica innovation

The research stream led by Zmud and colleagues has often been criticized on the grounds thet if it
is divorced from an organizationa context, the knowledge of factors or variables is of little or no
use a dl. Ther modd is based on an essentidly object-oriented view of innovetion, where the
stages are described in terms of the content of the decisions, rather thanin terms of the actions
taken at each stage of the process. Eveland (1987) has been proposed anaction-oriented view of
technica innovation. According to that author, technicd innovaion is a change process of

“gradua sheping of a generd idea, which can mean many different things to different people into
aspecific ideathat most people understand to mean more or less the same thing” (p. 313).
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Roberts (1987:4) expresses a Imilar view emphasizing aso the action component of technical
innovation. He observes “technicd innovation is a multi-stage process, with sgnificant variations
in the primary task as well as in the managerid issues and effective management practice
occurring among these stages’. Slgppendd (1996) reviews the exiding trends in theinnovaion
literature and concludes that the “interactive process’ perspective is likely to become the most
prevdent. Such a trend assumes that innovations are the outcome of an interactive process
between individuas, the organization and the sructur d factors of the technology.

Moreover, Sappendd (1996:118) argues that the am of the process view of innovaion is to
explain organizationd change in terms of “the probabilistic rearrangements of discrete events over
time rather than to establish efficient causes through the study of variance”. We would like to
note that these views of the technica innovation process are dso very close to the concern
expresed by Bartlett and Ghoshd (1993, 1994, 1998), regarding the relevance of purposeful
managerid action in the development of a propendty towards innovation, collaboration and
learning, in organizations.

Eveland (1987) suggests five action-oriented stages in a process of technicd innovation: (1)
Agenda-stting (2) Matching (3) Redefining (4) Structuring (5) Interconnecting We propose thet
with due adaptation these five stages could provide an adequate view of IS organizationd
implementation, as a process of technica innovation.

? Agendasetting. The sage of IS drategic reflection and policy formulaion or
reformulation, in terms of the organization’s known and emerging strategic options.

? Matching. The gage of drawing up implementation plans for establishing or updating
the organization's information sysemsftechnology architectural platform. It is athree-
way interactive process of organizationa growth, where requirements from the top of
the organization are matched with potentiadly appropriate new technology to be
imported from the outsde and with bottom-up organizationd redlities, regarding both
the technologica legecy and the human issues emerging from past experiences with
the technology (Galliers, 1994).

? Redefining. The dage of operdtiondly implementing new or modified systems,
involving technicd and human aspects The word “reddfining” caries a sodo-
technical meaning whereby both the socid and the technical aspects redefine each
other. In the language of structuration theory (Giddens, 1984), socid and technologica
aspects structure and restructure each other.

? Structuring. Once the structures of the technological and the socid sides of the
organization have redefined esch other a the individud levd, the path is st for
gructuring and restructuring a the organizationd level. New organizationd structures
emerge and new needs are crested on the technologica front.

? Interconnecting - The stage where it is no longer possble to set gpart the socid
dructures in the organization from the structures emerging from the implemented
technology. It is the equivaent to Kwon and Zmud's (1987) Infuson stage, but here
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the consequences of the implementation process have reeched dl parts and dl levels
of the organization. The information technology applications have become embedded
in the socid faoric of the organization, in a very dynamic manner. Thus, the
interconnecting stage does not stop a a given point but goes on evolving dl the time
with the organization.

Diagrammétically, the best representation for this process of IS organizational implementation
would be a spird, with overlgpping loops and backward and forward movement between loops.
Such drcular and spird view of the process of technicad change is supported by Sgppendd
(1996:124). That author argues that the interactive process pergpective requires that innovation
researchers not only “think in drcles’ but dso “writein cirdes’. Thisview is dso conggent with
Mintzberg and Westley' s (1992:39) suggestion that “change in organizations can be depicted as a
system of moving cycles’ of various shapes, namely: concentric, circumferentid, tangentia and
sirdling.

The treditiond information sysems development life cycle (briefly reviewed in section 4.3) has
a0 been represented as a spird (Boehm, quoted in McNurlin and Sprague, 1998). But such
representation is dill, essentidly, an object-oriented featuring the traditiond phases of
development - requirements specification, design, testing and implementation. The point we are
trying to meke here is that, the notion of the soird process is not enough to make IS
implementation an organizational process. For it to be conddered organizationd, the overal
process needs to take into account not only contextud issues, (top-down, bottom-up, intended and
emergent) but dso purposeful managerial action at each stage of the process and the new
ISrelated learning that ensues.

4.2.2 | S implementation as a process of organizational maturity

Using Information Technology tools to automate organizationd proceduresis a learning processes
within the organization, which, in turn, is partidly determined by the history of information sysems
management in that particular organization. To trace the complete historical development of an
organization's information sysems is a laborious processes, as it involves not only the
developments in the technology itsdf but aso, and more importantly, dl the history of relaionships
amongd dl the (many) actors involved in managing and using the technology. However, the
legacy of such relaionships are represented in the forma and informa organizationd sructures,
which the organization has adopted over the years.

The earlier atempts to operationdize IS organizationd learning were carried out under the
metgphor of 1S organizationd maturity. The idea of messuring the “levd” of IS organizationa
maturity has given rise to the hypotheszing of conceptud modds, in an atempt to typify
information systems development Stages across organizations. These modes range from more
determinigtic to less determinigtic, in terms of their normative pretensons.
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The best known stages of development mode has been put forward by Nolan (reviewed in King
and Kraemer, 1988) and comprises Sx stages Initiation, Contagion, Control, Integration, Data
Adminigration and Maturity. Nolan pogtulated that IS evolution in organizations follows two S
shaped learning curves. the firgt arts with very low leves of learning a the Initiation stage,
followed by rgpid growth through Contagion, levdling off at the Control and Integration Stages;
the second curve garts a the leveling off of the previous curve, has dow growth e first and then
more rgpid growth through the Data Adminidretion Sage, levelling off again a the Maturity
dage The idea of moddling IS organizationd growth through development stages has influenced
agreat ded of research and writing (e.g. Huff, Munro and Martin, 1988; Galiers, 1991).

Nolan's work has |eft two important theoretica contributions: firgtly, it drew attention to the fact
that the growth of computing is clie to the influence of forces indde and outside the organization;
secondly, it introduced the notion that throughout the evolution of IS in organizations
managements go through periods of dack and control. Huff, Munro and Martin (1988) used
amilar notions, which they have named expansion and control, to explain that the introduction of
a new type of technology triggers the need for the organization to learn and to expand, ether in
terms of knowledge or in terms of computing resources. But after such periods of dack or
expanson there is usualy a need on the part of management to contain the expenditure and a
period of tighter control of the development of computing is then initiated.

Nolan's modd has been criticized by various authors, on the grounds that it does not stand up to
empiricd testing. Another criticiam is that stage models do not teke into account the emergent
properties emphasized by the socio-technica gpproaches to 1S implementation. Insteed, they
conceptudize organizations as machines whose behaviour as well astheimpact of IT gpplications
can be predicted. Choo and Clements (1994) reinforce this point and express an dterndive view
of the evolution of computing in organizations. Those authors write specificaly about End User
Computing (EUC), but as Huff e d (1988) point out, there is no reason to beieve that the
evolution of EUC should be any different then other forms of organizationa computing.

Growth is driven by advances in the technology and by the organization’s capacity to learn the
technology. While providing a framework to discuss management strategies, stage models are
limited by their failure to recognize an intrinsic social feature of EUC. The growth of EUC is
characterized by the tension arising from users’ wish to directly control computing and data
resources and information systems departments’ desire to manage centrally and control EUC (...)
EUC growth is not only driven by the technology but is also strongly by environmental forces and
organizational traits. (Choo and Clement, 1994:213)

The above authors suggest that 1S maturity is a function of the degree of control and influence
over computing resources of 1S users versus IS gaff. They suggest further that such control and
influence could be ascertained over anumber of criteria (e.g. hardware and software acquistion,
Information Centre policies, IS training, ec) used to establish whether an organization is more
user-driven or more [Sdriven. Although this may sound too Smpligic an ideg, it does draw
attention to the politicd and sometimes conflictud nature of a key dement in IS organizationd
meaturity or learning: the reationship between users and IS specidids
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Such conflicting rdationship is part of a centrd issue in IS management, i.e. the debate between
the centraized versus the decentrdized control of IS1T resources, dso known as the debate
between the technology platform versus the business platform, which Zmud (1988) ouitlines as
follows

Most information products and services are targeted towards an organization’ s business platform,
that is, its customers, its front- and back-office procedures, and its staff, managers, professionals,
and management systems. The nature of this platform creates significant pressure for line
managers to disperse IT resources and the decision making responsibilities regarding these
resources. However, in order for customers, managers, professionals, etc. to use information
products and services, a robust technology platform must exist. This platform, which consists of
appropriate data, processing, and communications capabilities and architectures, builds significant
pressure for IS managersto prescribe I T policies, plans, standards, and guidelines (...) Technology
innovation in today’s IS context must be driven simultaneously within two distinct but interrel ated
work domains; a firm's business platform - a line management responsibility - and the firm's
technology platform - an IS management responsibility (p.57).

Zmud  (1988) Figure 4.4 - Zmud's (1988) “push-pull” dynamics
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order to fadlitate technologica innovation in the technology plaform, “technology pull” and “need
push” are needed. This dynamic reaionship is illustrated in Fgure 4.4 aove. It is from the
baance of these forces (technology innovation in the business and in the technology platforms)
that success in information sysems implementation lies However, in order to achieve such
ba ance the need for cooperation and for partnership building between 1S and business managers
is an absolute requiste (Zmud, 1984, 1988)

Brown and Ross (1996) reinforce the “pushrpull” dynamics by pointing out that organizations
drive congantly towards the maintenance of a baance between the development of an IT
infragtructure and the building of partnerships between IS/IT gaff and ISIT users. A centrdized
corporate IT infrastructure brings benefits such as a more cogt-effective utilization of computing
resources (Smson, 1990), the synergidic effects of having such resources under a common
management sructure and dl the operationd benefits of having sandard technology platforms.
Strong I1S1T daff-users partnerships cregte other benefits, such as an 1S management syle,
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which is more responsve to loca busness needs, a shared understanding of 1T capabilities and
business unit needs and information systems, which are directly targeted a customer needs
(Henderson, 1990).

Thus, we may conclude that |S implementation as a process of organizationd maturity is related
to two types of learning (and knowledge): the IS-related organizationd/ business learning and |S-
related technical learning, asit is described below, in very Smple terms, by Sorague and McNurlin
(1993:43):

Technologically mature organizations are those in which management is comfortable managing the
use of IT and employees are comfortable using the technology. These organizations are the ones
most likely to take advantage of the new uses of information technology.

4.3 Ontologica perspectives on IS implementation

Behind each ontologica domain there is an epigemologicd foundation but sometimes the
diginction between the two domains becomes blurred and it is difficult to say where ontology
sops and where epigemology begins. There being no purpose in embarking on a philosophica
discussion about the definition of such concepts, we wish to emphasize, in this section, that our
am isto go to the rooats of the IS implementation phenomenon. We wish to discuss and question
the theoreticd assumptions, behind the activities conventiondly known as “1S implementation” and
propose new avenues, which will better support the new organizationd perspective that we
advocate.

The question of what is IS implementation is a crucid issue to both Information Systems
researchers and practitioners. In other words, when researchers and practitioners talk about IS
implementation what theoretical assumptions are they making? What are the technicd, socid and
organizationd processes, which underlie the IS organizationd implementation phenomenon? How
do processes interact and why?
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The different pergpectives on 1S implementation, which will be discussed can be seen in Table

41
Table 4.1 - Pergpectives on the implementation of information systems
Technological | Organizational Sacio-Technical Managerial Action
Determinism | Imperative I nteractionism
Organizational | Machine Bran Culture Flux and
M etaphor Transformation
Levd in Control Open systems Higher level systems | Higher level systems
Systems systems with emergent with emergent, open
Hierarchy characteristics and closed
characteristics
Underlying Hard-line Procedural Contextualized Managed interaction
Philosophy determinism rationality interaction of of technology and
technology and social structures
social structures
Methodolo-gical | Technology Organizational Socio-organizational | Leadership, i.e.
approach engineering engineering analysis overall managerial
(machines (strategy, (people and responsibility
and methods) | structure machines) (people, purpose
and systems) and processes)
Implied None Top-down Bottom-up Mixed
implemen- (Middle-Up-Down)
tation strategy
Likely More rational Greater efficiency | Uncertain/ Emergent | Greater efficiency
outcome of decision through through organic
implemen- making mechanistic organizational
tation organizationa learning
learning
Examplesfrom Leavitt & Porter & Millar Kling (1980); Ciborraand Lanzara
thelS Whistler (1985); Galiers Markus & Robey (1994);
literature (1958); (1991); Cash (2988); Orlikowski Introna (1997)
Huber (1990) et d. (1992); Earl (1992);
(1989, 1996) Walsham (1993)

4.3.1 Technologica Determinism

This particular labd for a perspective on 1S implementation has been used by Campbdl (1996),
but it is aso known as the “Technology Imperative’” (Markus and Robey, 1988), the “Determinist”
perspective (Symons, 1991) or the “Decison Making” school (DeSanctis and Pool, 1994). It
views technology as an exogenous force, which determines the behaviour of individuds in
organizaions and, therefore, as the principd force behind technology-related organizationd
change. This view is imbued with a sense that technology is intringcaly good and with an
optimigtic attitude in relation to effects of automation on organizations and society in generd.

Under this perspective, we dassfy the gpproaches to IS implementation, which emphasize the
actud geps involved in applying information and communication technologies to organizationa st
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ups. In drdes closer to computer science, for example, IS implementation is used to mean Smply
the actud ingdlaion of IT agpplications focusng entirdy on the technica aspects of the IS
devdopment process (Ginzberg, 1981). In the information sysems literature, however,
implementation is usudly consdered to be one or more of the stages of the information systems
life cyde (ISLC), which is a mode of planned change applied to IS devdopment. The IS life
cycle gpproach has its roots in the engineering disciplines and the mgor emphasis is on how to
make the technology work, thet is, how hardware, software and data can be utilized to serve a
particular organizationd need.

Thereisawide variety of ISLC modds, with the number of stages ranging from four to seven or
more. The basc seps ae (1) Definition, which includes initiation, planning, requirements
determination (i.e. andyss) and design; (2) Congruction, which includes programming and/or the
acquigtion of software and tegting, (3) Inddlatiion (or Implementaion), which indudes
changeover, training and evauation; (4) Operations, which includes maintenance, enhancements
and further evduation. In terms of iteration between the sages, with varying levels of didogue
between developers and usars, |ISL.C models range from no iteraion among stages as in the
“dassc project life cyde’ to highly iterdive “prototyping modds’ with “circular pattern MIS life
cycdlemodds’ in the middle (Kappeman and McLean, 1994).

In terms of Morgan's (1997) organizationd metgphors this perspective views organizations as
“machines’ where human behaviour is highly predictable and determined by clearly defined rules.
The mechanigtic mode has shgped our most basic conceptions of what orgarization is dl about,
eg. when we tak about organizations we usudly have in mind “a Sate of orderly reaions
between clearly defined parts that have some determinate order” (p. 13). The introduction of new
technology does not pose a problem as long as the rules are in place. Shared gods, an gooliticd
view of organizationd members, overdl consensus and organizationd dability ae adso
characteridtics of the machine organization. In terms the systems gpproach to organizations, the
technologicd determinist perspective is Stuated a the “control sysems’ level, according to
Boulding's (1956) hierarchy of sysems. Control systems modes describe regulation of system
behaviour according to an externdly prescribed target or criterion as in thermodtats or heat
seeking missiles. According to this perspective, implementation is guided solely by externdly
prescribed criteria, such asthe deadlines or performance indicators from the implementation plan.

The technologica determinidtic perpective is dominated by an engineering worldview with the
emphags on technologicad and organizationa performance measures, such as speed of response
and better data for decison making. Implementation is regarded as a sraight-forward task where
the human and the organizationd components are given little priority in relaion to the machines
and the methods for making the trangtion from manua tasks to automated tasks The research
gpoproach is pogtivig and typicdly quantitetive, with the emphasis on the effects of technology
manipulation (Orlikowski and Baroudi, 1991). In terms of an implied implementation Srategy for
the organizaion, the technologicd determinist perspective does not treat Srategy as an issue,
given its views on the nature of human beings and of the organization. Because human behaviour
is predictable and organizations can be structured in such a way as to accommodeate the future
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impact of new IT gpplications, implementation is Smply the find stage in the technica process of
getting the technology to work.

Examples from the literature are the early writings on the impact of information technology on
management (Leavitt and Whidler, 1958; Smon, 1977), the utopian predictions about the impact
of IT on organizations (Huber, 1990) and the determinidic view of information systems on
decison support in organizations (Keen and Scott Morton, 1978). Much of the literature on
dructured desgn methods (De Marco, 1979; Yourdon, 1982) is dso informed by this
ontologica/epigemologica posture.

4.3.2 Organizationa Imperative

This perspective on IS implementation has many roots, but it can argued that its earlier influence
is Smon's (1945;1997) so-cdled information processng modd of the organization. However, it
was the rise of the strategic management school from Harvard (Chandler, 1962; Andrews, 1971),
which has established this perspective and dominated the mind-set of managersfor at least three
decades The basic assumption is that through (Strategic) planning dl organizations will be
effective and efficient. In terms of technology, the assumption is that management has unlimited
options over the choice of technologies as wdl as unlimited control over the consequences of ther
goplication in the organization. The labe “Organizationd Imperative’ was crested by Markus and
Robey (1988), but this perspective has dso been labdled the “ Systems Perspective’ (Symons,
1991) and “Manegerid Rationdism” (Campbell, 1996).

In terms of Morgan's (1997) organizationd imagery, this perspective views organizetions as
“brains’, greatly influenced by Herbert Smon’s theory of decison making. According to Morgan,
this such intdlectud influence “leads us to understand organizations as inditutiondized brains that
fragment, routinize and bound the decison-making process to make it managesble’ (1997: 79).
One of the mgor advantages of the brain metaphor is thet it identifies the requirements of
learning and the true potentid, which rests in cregting networks of interaction that can sdf-
organize and be shaped by the intdligence of individuasin organizations.

However, the nation of organizationd learning derived from the information processing metgphor
of organizations tends to be abdract and mechanidic. To give an example in an interesting
goplication of organizetiond learning to information sysems, Pentland (1995) explains how IT
might be absorbed into the organization's knowledge sysem by using a five-step process of
condruction, organization, sorage, digtribution and gpplication of knowledge. At each of those
deps IT goplications play a role, which, in turn, has an effect on the organization’s knowledge
system. Although useful, mainly for purposes of description of events, this type of approach treets
the organization as a black box in the sense that it fals to consder the people, the groups, the
culture or the leadership, which is necessary for the actud absorption or the learning to take
place.
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The Organizationd Imperative perspective can be sad to be Stuated at the leve of open systems
in Bouldings's (1956) hierarchy of systems. The conceptud difference between control systems
and open systems is that whereas the former tend towards equilibrium in response to externdly
prescribed targets thereby producing uniformity, the latter esst uniformity while dso tending
towards equilibrium but using their internd cgpecity for sdf-maintenance (e.g. the biologica cdl).
However, as Pondy and Mitroff (1979:22) have argued, in management and organization science
research “we have seriously misunderstood the nature of open systems and have confused them
with naturd or control sysems’. Organizations are socid systems and as such they develop ther
own rules and codes of prectice. They are redly “higher levd” systems in Boulding's (1956)

hierarchy.

Pondy and Mitroff’s (1979) criticism has been echoed by many writers, among whom Henry
Mintzberg (1990) under the heeding of the “design school” of management. The idea of detaching
thinking from action, which is the key tenet of the rationdist epigemology, summarizes the
criticiams that Mintzberg makes of the school of managerid thought championed by the Harvard
Busness School. In his critique of the top-down agpproach to drategy formulation and
implementation, Mintzberg highlights the following key issues

? Strategy formation is seen as a controlled, conscious process of thought
? The drategy process depends soldly upon the top management team

? Separation of grategy formulation from strategy implementation
? Arigid formulaion of “gructure follows strategy”

In the information systems literature the same influence was d<o fdt, epecidly after the writings
of Porter (1980;1985) on competitive advantage. Porter’s models of industry andysis and of
generic drategies have given rise to the publications of many books and articles on 1S/ T-induced
competitive advantage (McFarlan, 1984; Cash and Konsynski, 1985; Porter and Millar, 1985;
Bakos and Treacy, 1986; Ives and Learmonth, 1988; Wiseman, 1988; Earl, 1989; Cash & 4d.,
1992, Ward and Griffiths, 1991; Gdliers, 1991). During the 1980s and early 1990s much of the
information systems literature was domineted by the notion thet strategic planning methodologies
and frameworks were the key to success.

This movement gave rise to a number of methodologies, collectivedly known as Strategic
Information Systems Planning (SISP). S'SP methodologies present a dud purpose. Firdly, they
sarve as a means to identify a portfolio of computer-basad gpplications, which will engble the
organization to redize its budness plans and consequently to fulfil its busness objectives,
secondly, SSP can dso be used in the andyds of the competition and in the search of
applications, which will create business advantages for the organization (Lederer and Sethi, 1988).

These methodologies are typicaly top-down in the sense that they dl gart from the satement of
the organization's business srategies and objectives and with varying degrees of emphases, go
through the following steps: (1) from the business srategy, formulate a clearly defined information
policy; (2) proceed to the identification of business needs and business processes, eventualy to be
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represented in the form of an information architecture; (3) the information architecture, in turn,
becomes the bags for the formulation of the organization's information systems and information
technology dtrategies and palicies. The outcome of a SISP exercise is a priority list of computer
goplications to be built or updated, taking into account important factars such as cots-benefit
condderations, the organization's legecy in terms of its technologica architecture, the market
trends in the rlevant technologies, the potentid risks involved and, sometimes, an implementation

plan.

In the SISP. literature the word “implementation” is often mentioned but dways as something,

which will follow the planning sage. In other words, IS implementation is not seen as a problem
or, & least, not as an important a problem as IS planning. 1S implementation issues are assumed to
folow from an andyss of the factors which may hinder success in the implementation effort
(Lederer and Sethi, 1988; Gdliers, 1991). Gdliers (1991), for example, writes about “guideines
for successful implementation” of SISP but does not define the scope of the word
“implementation”. The guiddines are as follows: (1) appropriate commitment and involvement
from top and senior management; (2) appropriate choice of strategy; (3) adequate assessment of
the benefits of SISP from the point of view of the various sakeholders involved and (4)

successtul linkage with business strategy. Judging by thislist of factors, implementation successis
limited to the drategic level of the organization and does not include success at the operationa

levels. Conceivahly, this could mean that an organization might have success a the SISP leve, but
fal in successfully implementing the resulting gpplications a the tactical or operationd levels
(Land, 1992). If thiswere the case, one would be entitled to ask “wiet is the point of ISP’ ?

But the top-down approaches to IS implementation have aso been subject to the same criticiams
as the top-down managerid methodologies criticised by Mintzberg. For example, Ciborra (1994)
and Davenport (1994) argue tha the top-down, highly sructured gpproaches typicd of the
organizationd imperative perspective do not lead to the development of effective informetion
sysems. The business environment is changing fast and such methodologies are very dow in
producing results. By the time that the various stages of the methodology have been completed,
the initid assumptions made about the business will have been out-df-date. Gaining a competitive
edge over the competition does not depend on the planning and implementation of infamation
sysems, but on the overadl management of the firm, which is cgpable of usng information
systems (old and new) to build a competitive edge. Hence, the top-down gpproach has falled to
deliver the expected results and “what is required is a novel gproach to technologica and
organizationd innovation in argpidly changing context” (Ciborra, 1994:18).

116



4.3.3 Socio-Technicd Interactionism

The drategic dimension of IS implementation is not limited to the top-down view of 1S drategy.
Using the resource-based approach to business srategy as his main theoretical argument, Claudio
Ciborra has been one of the champions of the bottom-up approaches to IS drategy (Ciborra,
1994; Andreu and Ciborra 1994; Ciborra, Pariotta and Erlicher, 1995). Starting from arevigting
of some wdl known drategic information sysems - SIS (Baxter's ASAP, McKessons
Economost, American Airlines SABRE and the French Teletd system) Ciborra sates “These
cases emphasize the discrepancy between ided plans for SIS and the redities of implementation,
where chance, serendipity, trid and error or even gross negligence seem to play a mgor role in
shaping systems that will, but only after the fact, become textbook or article reference materid”
(1994:10).

Ciborra s gpproach is based mainly on the interna context of the organization. It emphasizes the
“grassroots of IT” and the emergence of an 1S-rdaed digpostion in the organization, hinging on
two factors. “bricolage’ and radicd learning. However, this type of bottom-up approach is not
common among authors writing from a strategic management perspective. Rether, this gpproach
is favoured by authors whose focus of interest are the impacts or consequences of IT in
organizations and has given rise to our third perpective in 1S implementation. This perspectiveis
aso known as “Emergent” Markus and Robey, 1988), “Interactionist” (Symons, 1991), “Socid
Technology School” (DeSanctis and Poole, 1994) or “Socid Interactioniam” (Campbel, 1996).
We have chosen the last designation because it encapsulates better the various trends grouped
under this category.

Although sill dominated by an engineering mind-set (Avgerou and Cornford, 1993) present-day 1S
devdopment methodologies take more notice of the organizationd and of the human aspects
involved in gpplying information technology to the workplace. This has been achieved by a
progressve introduction of socio-technical systems techniques in IS implementation. Socio-
technica systems design, which was introduced as a way to decrease the number of failuresin IS
implementation (Bostrom and Heinen, 1977), has been gpplied to 1S devdopment in a more
generd way, mainly through the work of Enid Mumford (Mumford and Weir, 1979; Mumford,
1983, Mumford, 1996). Sodo-technica systens thinking has provided the first dues regarding the
fact that implementing IS was more than just putting together a number of technica devices and
organizational procedures and that there was a need to look for other variabdles within the
organization, which might also influence the ultimate success or falure of the implementation
effort.

The sodo-technicd interactionist gpoproach to 1S implementation highlights the bottom-up
consequences of the introduction of new IT goplications. It highlights the fact that the long-term
success of such introduction depends, to alarge extent, on how 1 T-based work tasks are managed
a the locd leve. In other words, it emphasizes the fact that the “informating” cgpabilities of IT
can only be maximized if the locd nmanagement syle is dso aware of such capabilities and is
willing to take advantage of them, as part of the implementation process.
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“Informating”, the new concept coined by Zubboff (1988), has had wide implications in
understanding the red (i.e. the emergent) impact IT in the work place The informating
cgpabilities of IT refersto the way that everything in the organization is being turned into text and
becoming much more visble, “whether that pertains to thousands of newly codified variables in
the production process or the globa flow of cash tracked on an hourly basis’ (Zuboff, 1995:15).

According to this pergpective, the problem of implementing I T in organizations cannot be seen as
a “one-way” process. Orlikowski (1992), usng concepts from Gidden's (1984) structuration
theory argues that technology has a dud nature. On one hand, technology has objective redliity in
the sense that it has embedded in it objective features, such as the design of the hardware or of
the software; but on the other hand, technology is dso asocidly condructed product in the sense
that new structures emerge in human action as people interact with the technology. She puts
forward a dructurationd mode of technology (see Figure 4.5), which is intended to throw new
light of key aspects of the phenomenon of integration of technology into organizations and suggest
typicad rdaionships and interactions.

Figure 4.5 - Structurational model of technology

Institutional
roperties
properu d
c Technology
P
Human b
agents
Arrow | Type of influence Nature of influence

a Technology asa | Design, development,

product of human | appropriation and modification
action of the technology

b Technology asa | Facilitation or inhibition
medium of human | through interpretive schemes

action

c I nstitutional Professional norms, state of
conditions of the art in materials and
interaction with knowledge, design standards
the technology

d I nstitutional Reinforcing or transforming

consequences of | structures of signification,
interaction with domination and legitimation
the technology

Source: Orlikowski (1992)
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This gpproach is characterized by “soft-ling” determinism (DeSanctis and Poole, 1994), meaning
that while expected relationships may be proven and tested empiricdly for certain organizationsin
cartan higorical and socio-economic conditions, causdity may bresk down due to the emergent
and unforeseen nature of human action, which can dways “dter the cycle of development,
gppropriation, inditutiondization and reproduction of the technology” (Orlikowski, 1992:423). From
this pergpective, information sysems are not just equipment, methodologies and palicies, but they
are dso the result of individua sense-meking, that i, the perceptions and understanding of therole
and vaue of the dataand of the systems themsdlves (Symons, 1991; Campbel, 1996).

Broadly spesking, the soco-technicd interactionis movement takes a culturd view of the
organization if we understand culture as *an ongoing, proactive process of redlity congtruction (...)
and not as asmple variable that societies or organizations possess or something that a leader can
bring with him or he” (Morgan, 1997:141).

The interactionist gpproaches are essentidly tools for organizationd anadyss. They are adequate
for describing and understanding but do not say much as regards acting. And because acting is
important in a discipline thet is very close to the “red” world of managerid practice (i.e.
information systems) interactionist gpproach must be complemented with other, more managerid-
oriented tools. Ciborra and Lanzara (1994) have criticised the gpproaches based on Gidden's
(1984) dructuretion theory for being too generd and too abdtract. In particular, they single out
two shortcomings of such gpproaches:

(1) They seem to be at aloss in accounting for actions and behaviours that may not be necessarily
consistent with the reproduction of existing patterns or even with the structuring of whatever new
pattern, but [with patterns] that simply branch out of the currently practised repertoire of routines.

(2) How do such abstract frameworks come to bear when we come to the question of how a
specific structure is actually produced (not simply described) or how a new system or organization
is designedin practice? (p. 63)

4.3.4 Managerid Action

The managerid action approach is characterized, as the labd indicates, by a bias towards action
and by a dear focus on the roles and the respongbilities of management. It is an attempt to
complement the top-down bias of the “organizationd imperative’ pergpective with a bottom-up
view of collective action, but it is aso based on the recognition that the bottom-up “sodo-technica
interactionis” perspective lacks a top-down view of manegerid choice. It is amiddle-of -the-road
goproach intdlectudly effiliated to maingtream grategic management authors such as Nonaka
and Takeuchi (1995) and Ghoshd and Bartlett (1993;1994;1998).

As discussd in the previous chapter, the managerid action perspective has two mgor strands. an

individud behaviour srand led mainly by the writings of Agyris and Schon (1978;1996) and a
managerid behaviour drand, ingpired on the work of Ghoshd and Bartlett (1993;1994;1998).
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Within the IS fidd, managerid action is rdaively unknown as an ontologica/epistemol ogica
approach. However, making use of some freedom to generdize, we can say that a managerid
action framework is behind the work of Claudio Ciborra from Uniserstadi Bologna and London
Schoal of Economics, and aso much of the writing of Lucas Introna from the London School of
Economics.

Ciborra has developed some very interesting work in establishing the links between IT/IIS
effectiveness and |S-rdaed organizationd learning, knowledge and culture (Ciborraand Lanzara,
1989; Andreu and Ciborra, 1994; Ciborra and Lanzara, 1994; Ciborra; Pettriota and Erlicher,
1995). Ciborra and Lanzara (1994:64) sart off by making organizationd learning the centre of
attention for “the effective adoption of new sysems’. Learning is taken to be the competence
ganed by organizaions “in smoothly turning anomalies and noveties into innovative patterns of
behaviour”. Juxtgposed to the notion of a learning context, the locus where learning capailities
originate from, these authors introduce ancther type of context: the formative context. The
formative context acts a kind of counterbaance to the learning context, in the sense that it isthe
source for the “limits’ of the organization's learning cagpabilities This context is formetive
because “it may help people see and do things in new ways or, on the contrary, make them gtick
subbornly to old ways’ (p.72). Furthermore, Ciborra and Lanzara point out that formetive
contexts have adouble nature: on one hand they are “highly stable’” and inescapable’ but, on the
other hand, they are dso the culturd bed for innovation and change.

Although not referring to the autopoietic view of socid and organizationd systems this kind of
argumentation places Ciborra and colleagues very close to the views of authors who defend such
ontologicad/epigemologicd posture (Maurana and Varda, 1980 and 1987/1992; L uhmann, 1995;
von Krogh and Roos, 1995). Morgan (1997) has chosen the expresson “flux and trandformation”
as the metgphor to describe organizations as autopoietic systems. “Hux and transformation”

highlighting the fact thet, regardless of the environment, organizations are endemicdly in a
permanent state of change. At the same time, organizations are permanently condrained by their
internd organization or identity. Such identity is what Ciborra and Lanzara cdl the “formative
context”. These authors are guided by an episemology of action and intervention, rather than an
epigemology of andyss and, therefore, their notion of formative context is tied to the action-
enaction didectic (Weick, 1995). In other words, a formative context is not an abdract notion
sored in people€ s minds, but it is a Stuated redity aways dependent upon action, being dso the
outcome of such action.

The notion of “action” in an organizationd context, however, is not unproblemetic in Ciborra and
Lanzara's (1994) thinking. When using the notion of “action” these authors are influenced, above
dl, by the ation theory, which has been put forward by Argyris (1977), Argyris, Putnam and
Smith (1985) and Agyris and Schon (1978;1996). In the theoreticd body of knowledge, which
these writers have put together “action” has a very specific meaning, which has often been
confused with other more generd gpproaches dso bearing the “action” labd. For Agyris and
colleagues, action means individua action and not group or collective action. It means that each
individua manager operates from one of two theories of action: an espousad theory or a theory-
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inruse. Argyris proposd is that by uncovering the theory of action, which lies behind the
behaviour of each manager, i.e. by discovering her theories-in-use (as opposed to her espoused
theories) it is possble to change such theories and creste a more open and hedthily
confrontationd kind of behaviour (i.e. Modd 1-type of behaviour). And if this process could be
extended to al the managers, then the organization would be much more effective.

Ciborra and Lanzara (1994) apply this thinking to information systems design. They argue that
current systems design practice is focused soldy on the functiond or problemsolving aspects of
organizationd routines but they fail to take into account how the same routines may “r eproduce or
bresk powerful imageries and indtitutiond bonds a a deeper levd” (p.79). As a solution they
propose an dternative gpproach to, which they have cdled “desgning-in-action”. Desgning-in-
action requires the intervention of an outsde agent (as is the case with Argyris approach) who
acts as a “watcher” or “reflector” of the design activity and helps designers to “surface conflicts
and inconsgtencies, to explore deviaions from routines and envisage the aternaive contexts that
they may lead to” (p.81). The outcome of such intervention, it is cdamed, is a new formative
context conducive to the implementation of information sysems, which are much in tune with the
“red” needs of the organization.

We see three kinds of problems regarding Ciborra and Lanzard's (1994) gpproach. In the first
place, it isfocused on “tailor-made’ systems only, when the trend in dl types of organizationsisto
move towards “ready-mede’ packages. Secondly, it is designed to be used with each individud
system, which is implemented, overlooking the rest of the organizationd context. Asis the case
with much of the IS literature, information systems design is seen as an activity with a life of its
own, that is, divorced from everything dse that is going on around it in the organization. Thirdly,
and flowing from the second point, Ciborra and Lanzara s goproach ignores organizetiond power
iSsues.

This lagt point sems directly from Argyris gpproach, thet is, it develops as if everything in the
organization depended on good interpersond relations and on the assumption thet other informd
(power) relations did not exist. This has dready been discussed in chapter three, but it worth
repeating here Intrond s (1997:144) words about the role of power “the manager, asa manager, is
dready one of the prime effects of power. The manager can never get out or distance hersdf
from the drcular grid of power. This is pat of beng-n-the-world. To rise above power is a
usdless abgraction”.

So, how can we sum up the amilarities and differences between Ciborra and Lanzara s (1994)
gpproach and the manageria action approach, which isfavoured in this chapter as anew basis for
IS implementation? As it has been discussed above, there are many sSmilarities, between the two
approaches, namely the bias towards intervention as opposed to andyss, the centrdity of the
(formative) context in creating or in hampering a learning environment and the Stuated nature of
organizationd learning. Where the two agpproaches fundamentdly differ is in the “action”
epigemology. Using Argyris and Schon's (1978;1996) theories of inter-persond relations, Ciborra
and Lanzara put forward an action gpproach, which focuses amogs excusvey on the
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interpersond level. The approach we favour is founded upon a managerid tradition of collective
action, i.e leadership (Banard, 1938/1965; Sdznick, 1957, Burns and Staker, 1961) and
organizationd dimates or contexts (Ghoshd and Bartlett, 1993,1994,1998).

Although defending an gpproach with a srong action and interventionigt bias, Ciborraand Lanzara
do not mention vaues - managerid or organizationd - as playing a pat in the formation of

contexts. In their conception, formative contexts are soldy concerned with factua or taskrelated
knowledge.

Individual skills and organizational routines supporting every-day practices are grounded on a
knowledge-base that is taken for granted when engaging in action (...) The formative context
embeds such a knowledge-base represents the hidden, background components of skilled
performance, straightforward organizational routines and quiet functioning of institutional
arrangements (1994:77)

In the next section we present an example of the “conventiond wisdom” in the
ontologicd/epigemalogical dimengon of IS implementation. The example is taken from Earl
(1996) and dthough it may be deemed to contain some features of managerid action it is, above
al, influenced by an organizationd imperative perspective. We will describe Earl’s framework in
some detall and will point out those agpects, which we consder hdpful in terms of further a
managerid action pergpective and those, which do not.

4.4 The absence of an action orientation in existing views of
|S implementation: a critique of Earl’s (1996) model

The overdl effectiveness of 1S implementation has been attributed by severd authors, particularly
those contributing to the MIT sudy Management in the Nineties (Scott Morton, 1991) to the
qudlity of the dignment achieved between the drategies for IS/IT and the busness. Earl (1996)
goes dong with this propodtion, but argues that dignment should be issue-driven, instead of
judtified by drategic theories of the firm. He proposes, as an dterndive modd, the Organizationd
Fit Framework (OFF), whose key feature is a “high-level checkligt of factors to consder in
integrating information technology with the busness’ (p.491). Given that Earl’smodd is intended
to encompass the whole organization and dl the areas, which affect or are affected by he
introduction of 1T, we believe that this modd is aso about the organizational implementation of
IS. Although taking a different ontologica perspective (the organizationa imperdive perpective)
we congder it to be an interesting basis for building up our argument in favour of the managerid
action pergpective. Besdes, it introduces an important new concept - the IS constitution process
-, whichisan innovative idea, a least in terms of 1S research.

Earl’s Organizationad Fit Framework (OFF) uses four mgor processes to provide the linkages
needed in order to create dignment or fit among the corresponding four srategic domains. The
Srategic domains, which provide the drategic contents, are: (1) the busness drategy, (2) the
information management (IM) srategy, (3) the information systems (I1S) srategy and (4) the
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information technology (IT) drategy. Each draegic doman is divided up into two key
“components’, which are subsets of the dtrategic domain, and two “imperatives’, which are
important factors to be taken into account. For example, the components of IT Srategy are scope
and architecture and its imperatives are capability and powers. The four mgor processes, in
turn, summarize dl the aspects, which the organization “must know” in @der to manage its
information systems and technologies. The complete framework can be seen in Figure 4.6.

Sating with the busness or the overdl organizationd drategy, it comprises two mgor
components. the business drategic choices, as trandated into its competitive pogtioning, and its

Figure 4.6 - Earl’sframework for strategic implementation of
information systems with alignment mechanisms (processes)

Organization’s business I nfor mation management
strategy strategy
Business Organization = <@ ISRoles | ISRelationships
[ntent Context Formal/Informal
(Clarification process) (Constitution process)
Information technology Information systems
strategy strategy
Scope Architecture <@ Alignment Opportunity
Capahility Powers SBU Group
(Foundation process) (Innovation process)

Source: Modified from Earl (1996)

drategic intent (Hame and Prahdad, 1989) in the sense of the organization's “cryddlization of
purpose’ or “criterion in making choices’ (Earl, 1996: 492). The second component refers to the
organization’s dructurd choices, i.e. its hierarchical structure and its control systems, as well as
the softer component of internd choice, i.e. its management style and its culture, which, together,
meke up the organization's context. These are components, which must be known before
embarking on drategic development in the areas of IS/IT. Hence, knowing and beng well
informed about the organization’s Srategy iswhat Earl cdlsthe clarification process.

The second domain is the IS drategy and it comprises, as key components, alignment and
opportunity. Alignment is achieved a the leve of the Strategic business unit, through a variety of
techniques, such as critical success factors (Rockart, 1979) or through structurd forms such as1S
deering committees (Ward and Griffiths 1996) among others the objective is to keep IT
aoplications digned with busness needs. Opportunity refers to the search for more innovative
uses of the technology, a task, which should be Stuated a group level. The objective here is to
take advantage of the permanent “push” from the business platforms (Zmud, 1988) in order to



identify, in the market-place, new technology-based enablers of business innovation. The process
associated with the |S strategy is the innovation process

The IT drategy encompasses two key elements. scope and architecture. Scope is concerned
with the types of technologies, which the organization uses or should use and architecture is
concerned with the framework, which shagpes and controls the IT infrastructure. The imperdive
related to scope is the capability or the skills, knowledge and activities needed to exploit the
technology competently. As regards architecture, the imperdive is the organizationd powers
needed to implement and control the infragtructure. The process associated with the I T drategy is
the foundation process in the sense that the organization’s I T architecture lays the technologica
foundations for dl other IT/ISrdaed activities. This processis ajoint consequence of theinside-
out and of the bottom-up gpproachesto IS srategy discussed by Earl (1989) in an earlier work.

Findly, the information management Srategy. Earl (1996:487) argues that the IM drategy is the
keystone of the information systems srategy framework. This, it isdamed, is due to the fact that
not only “IM drategy questions never seem to die, partly perhaps because both technology and
organization are congantly changing” but aso that “it is through processes of IM that questions of
both IS drategy and IT Srategy are resolved’. The components of IM drategy are roles and
relationships

The former, according to Earl, refers to who has wha formd responghbility and authority in
managing 1Sreaed resources, the later, dthough not explicitly defined, refers to informa
interpersond relaionships among the stakeholders involved in the IS governance process.
Asociated to the IM drategy domain, we find Earl’s constitution process, which is explained as
follows (1996:498).

The output linkages from the IM strategy domain can be described as the processes of
constitution. Instead of organizing and managing IS, people now talk of ‘governance’ of the IS
function, perhaps in recognition of the many stakeholders, including external ones. Constitution is
offered as a noun to describe this process. It can influence the setting of the organization’'s
strategy, for example, when tensions or faultdines in design of the host organization become
manifest as IM issues. It can affect the capability and effectiveness of IS strategy-making, for
example, in encouraging teamwork and partnership. It can influence the quality of IT strategic
decisions, and the subsequent buy-in to them, by education, development and propaganda
programmes

We bdieve that Earl’s OFF modd is an adequate tool to guide thinking and action on how to
integrate information technology with the busness We agree, for example, with the innovative
nation of 1S governance

Information systems governance is a ussful concept because it creates a ditinction between daily
management of ISreated routines and something with a more profound sgnificance in the
organization. In information systems management, there are many interna stakeholders, but & the
top leve of decison making the key actors are the top management represented by the member
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of the board in charge of the information systems or information technology function (in the US
sometimes known as the Chief Information Officer), the information systems/technology manager
and the senior line managers, who increasingly have functiond responghilities in the area of
information systemsitechnology. Following the notion of corporaie governance proposed by

Monks and Minow (1995), the corporate governance of information systems can be understood as
the interrelationships and interdependencies among the top management, the information

systems/technology manager and the senior line managers in the day-to-day alignment and
balancing of responsibilities and authorities.

We contend, however, with the way that dignment is conceptudized in Earl’s OFF modd.
Alignment or organizationd fit cannot be seen as mechanigtic notions, but should be regarded as
organismic concepts. In other words, dignment is not something that can be planned or charted,
neither is it amatter of fitting various types of drategies through linking mechanisms. We agree
with the centrdity not only of roles and relaionships but dso of organizationd vaues, in guiding
the whole process of dignment, but not confined to an (information management) srategy. The
opeaive word, as suggeted by Angdl and Smithson (1991), would be an (information
management) disposition, that is an ethos or a condtitutive process which would bring about the
desired dignment. In our view, dignment is achieved not by planning linkages between processes,
but by emphasizing action or, to be more precise, managerial action.

We bdieve that 1S-rdaed dignment happens as a result of 1Srelated leadership, through
managerid action. It is through action and through the shaping of an overdl, 1Srelated,
organizetiond context thet dignment can be achieved. Alignment can only heppen if a dimeate of
cooperation exigs, which is conducive to the types of rdaionships needed for the adignment
mechanisms to work. Earl himsdf raises doubts about the gppropriateness of the current
conceptions of IS aignment:

it is through organizations that strategies are made and thus naive, mechanistic and simply aligned
organization designs may not provide the adaptation, creativity and entrepreneurship that
strategy-making requires’ (1996:488); “if information flows have to cross internal and external
boundaries and information resources be shared by all, should some elements of information
strategy be above or somewhat removed from a current conceptualization of alignment? (1996:490)

In spite of such doubts, Earl’s argumentation does not show signs of an action orientation. On the
contrary, his argumentation is often abstract and locked into a managerid rationdity ethos For
exanple “IS draegy can influence the organizationd drategy by pursuing synergy more
aggressively than before’ or 1S strategy may prompt questions of IM grategy” (1996:494). What
do these statements mean? How can “a drategy” do this or that? Is this not a refication of the
concept of strategy? Earl arguesthat the IM dtrategy is based on the congtitution process While
we find the gpplication of the notion of constitution process to an 1S implementation modd very
interegting, we disagree with the propostion that we can strategicaly plan such process (thus, the
“IM drategy”). Earl dams that the IM drategy and the congtitution process are made up of
roles and rdaionships. If roles are grictly confined to their formal aspects, we accept the idea of
a drategy, but regarding humean relationships, how can they be confined to “a drategy”? And,
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above dl, what is the role for management in Earl’s framework? What guiddines can be offered
for the action of managers? I's action important?

On the dher hand, as we have stated above, bringing the congtitution process to a strategy
formulation framework is a very podtive deveopment, in terms of furthering a managerid action
perspective in IS research and practice. Because we regard the conditution process as an
important notion, we wish to develop it further, in the light of the theoretical body discussed thus
far. Thiswill be carried out in the next chepter.

4.5 Summing up

In this chapter we have garted off by discussng IS implementation as aprocess of learning and
change. Based on this discusson, the following conduding remarks can be made about IS
organizationd implementation as a process of technica innovation:

() Given tha it is concerned with the introduction of new technologies into the
organizaion, 1S organizationd implementation can be conceptudized as a process of
technica innovation, occurring in sequentid stages of change with unprecise contours a
firg, and gradudly getting an improved definition as the process unfolds

(2) 1S implementation can a0 be conceptudized as a process of IS organizationd
maturity and learning with specid characterigics due to the dud nature of 1SIT in
organizations, i.e. the technica nature and the manageria nature. The key ingredients for
the fadilitation of this process of change are: cooperation, partnership building and the
establishment of an organizationd dlimate or context where “management is comfortable
managing the use of IT and employees are comfortable usng the technology” (Sprague
and McNurlin, 1993:43).

In the remainder of the chapter, we build an argument in favour of a new orientation for 1S
implementation, an orientation based on a managerid action pergpective. Such a perspectiveisan
attempt to bridge the gap letween the dominant approaches, namely the gpproaches we have
labeled “organizationa imperaive’ and “sodo-technicd interactionist”.

The organizationd imperdive perspective is accurately summarized by what Mintzberg (1990)
has termed the “desgn school” of drategic manegement. The idess of (1) making top
management the key actor in drategy formulation, (2) making an axiom of “drategy before
sructure’ and (3) detaching strategy formulation from implementation, sums up the criticiams that
Mintzberg makes of the rationdigt, top-down view of srategy making. In the information sysems
literature, the same type of gpproach became prevdent, especidly after the writings of Porter
(1980;1985) on competitive advantage. During the 1980s and early 1990s much of the information
systems literature was dominated by the notion that Strategic planning was the key to success
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(Wiseman, 1988; Earl, 1989; Cash &t d., 1992, Ward and Griffiths, 1996; Gdliers, 1991), induding
some of the more grategicaly-oriented |S devel opment literature (e.g. Finkelstein, 1989).

The prevailing view in the IS implementation perspective, which we have caled “sodo-technicad
interactioniam’”, is that the consequences of goplying IT to organizationa processes are manifold,
complex and emergent (Kling, 1980; Markus and Robey; 1988; Orlikowski, 1992). According to
this battom-up view, the long-term success of the introduction of IT gpplications depends, to a
large extent, on how IT-based work tasks are managed at the locd level. The “informating”
cgpabilities of IT can only be maximized if the locd management dyle is aware of such
cgpabilities and is willing to teke advantage of them for the good of the organization.
“Informating”, a new concept coined by Zubboff (1988), has had wide implications in the
understanding of thered (i.e. the emergent) impact IT in the work place.

However, both the organizationd imperative and the socio-technical interactionist approaches
have their shortcomings. The former assumes tha dl the variadles intervening in IS
implementation can be investigated and planned for if the right methodologica tools are avallable.
The latter tends to overemphasize the enquiry into the emergent consequences of implementation
while ignoring or playing down the rde of managerid choice. The managerid action perspective
offers an dternative route. Embracing the principal tenets from the previous two competing

gpproaches, managerid action offers guidance regarding the HOW gquestion and points to the role
of management asthe missing link.

The managerid action framework put forward by Ghoshd and Bartlett (1993;1994;1998) takes a
holigic perspective and dects organizationd vaues as being the key tools for organizationd
intervention and change. This view of aganization finds support in autopoietic systems theory
(Maturana and Vardla, 1980,1987/92) and its gpplication to organization science (von Krogh and
Roos, 1995). From such combined conceptud devel opment, we can conclude thet at the heart of
al organizations there is a process - the congtitution process - that moulds the identity of the
organization and srongly influences dl other processes. The condtitutive process, which is one of
the processes proposed by Earl (1996) asthe bassfor IS/IT - busness dignment, results from the
interplay of organizationd vaues, roles and rdaionships.

Using the managerid action perspective to carry out a critique of Earl’s (1996) framework for IS
drategic deveopment was an atempt to show (1) the shortcomings of many of the modds
representative of maingream 1S research literature strongly influenced by the organizationd
imperdive perspective and (2) how the managerid action perspective can usefully complement
such modds.

The problem with the formulation of the constitution process, made up of forma roles and
informd relaionships, isthat Earl’s (1996) does not articulate how such roles are formed or what
influences such relationships. Roles and relationships do not exigt in a culturd vacuum. They are
guided and shaped by vadues. 1Srdaed vaues, roles and relationships are the condtitutive forces
in the organization, which jointly establish an 1S-related climate. Such forces gart with the mogt
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basic conditutive forces of any socid group - language and languaging (von Krogh and Roos,
1995) and in emations and emationing (Maturana, 1988), and find expresson in the dyadic
relaionships embedded in organizationd roles.

Figure 4.7 - The IS constitution process as the building
block of all other I S-business alignment processes
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Source: Modified from Earl (1996)

From the four key processes of the Strategy development process described by Earl, the 1S
congtitution process should be placed above dl the others Conditution implies thet the
corresponding process is a law of all laws and that, therefore, it should be in a pogtion to
influence dl other processes. It should not be just one process among four, but should rather be a
process in a pogdtion cgpable of producing contexts favourable to ISrdated knowledge
development, which would indude the cregtion of adisposition or cgpability for the alignment of
IS and the business. On the basis of this argument, we propose a modified verson of Earl’'s
(1996) OFF modd, which can be seenin Figure 4.7.

In chepter three, we Stated our belief in the fact that the process of formation or condtitution of
organizetional dimates or contexts is intimately linked to two types of dimengons oneis attitudind
(gtretch, discipline, trust and support) and the other is procedurd (structure). In this chapter, we
have outlined the key pergpectives on IS implementation and have identified the condtitution
process (Earl, 1996) as the basis of 1S corporate governance. In the next chapter (five) we will be
looking in some depth at the processes, which lead to the condtitution process and will conclude by
operationdizing IS corporate governance as a set of organizationd dimete or context dimensions.



Chapter 5

Operationalizing IS implementation
as managerial action

Thereis a trend at present for the bureaucratic oligarchy to be replaced by a new
technological/informatics oligarchy (...) What it means is that informatics or, better,
the informatics function also has a tendency to create its own objectives and its own
logic that ends up influencing the objectives and thelogic of the or ganization of which it
ispart, thus becoming a new power with partial autonomy

Trandated from MARCELINO, Henrigue (1980:10)
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5.1 Introduction

In this chapter we begin to apply the theories of organizational dimates or contexts and
managerid action to IS implementation. In the next section we atempt to answer, in some
detall, the question “how does the process of formation or conditution of organizationd
climates or contexts actudly work?”.

Sill in the weke of Earl’s congtitution process we carry out, in the following section (5.3), an

andyss of IS managerid roles, sarting by an andyss d forma roles. IS managerid roles are
going through intense and rapid changes, so the andyss is carried out in terms of trends of

change, as highlighted in the IS research literature. We will be consdering, therefore, future
trends in IS corporate governance roles. By IS corporate governance it is meant the ensembl e of
the roles played by all the stakeholders intervening in the IS organizational implementation
process the relationships and the interdependencies among such roles. Hence, IS corporate
governance goes far beyond the notion of 1S management that, traditiondly, revolves around the
IS manager.

Section 5.3 ends with an integration of the IS corporate governance roles identified in the analyss
of future trends with Ghosha and Bartlett’ s (1993;1994) modd of manageria roles and processes
discussed in chapter three. In that chapter we have argued that organizationd roles have aforma

and an informa component. Regarding the forma componert, it is afarly sraightforward task to
establisha match between IS corporate governance roles and Ghoshad and Bartlett’ s three formd

roles (top management, middle management and firg line management). Regarding the informa

roles or processes (in Ghoshd and Bartlett’s terminology) the task is not as clear-cut. However,
looking a the three aignment processes suggested by Earl (1996) - Clanification, Foundation and
Innovation - we have come to the conclusion that they are dso informa roles. So, each of the
three processes has been operationdized ty a st of roles in a matrix of formd and informa

managerid roles, identica to that proposed by Ghoshd and Bartlett (see Table 3.3). This has
enabled a new theoretica framework to be established - the IS corporate governance matrix.

Sections 5.4 and 5.5 are an exercise of operationdization, aimed a converting the language of IS
corporae governance into the language of organization behaviour. The five dimensons of
organizationad context, which have been put forward by Ghoshd and Bartlett (1994) and
discussed in chapter three (stretch, discipline, trust, support and structura factors) are adapted to
the world of IS corporate governance. A smilar undertaking is attempted with organizationd
learning. Based on the theoreticd discussion carried out in chapters two and three, the concept of
organizationa learning (or knowledge development) is dso adgpted to Stuations rdaed to IS
corporate governance.



5.2 The process of formation or congtitution of organizational
contexts

The notion of “condtitution” is not new in management literature. It has been used by Normann
(1985:235) as an equivdent to culture or a “long-term drategic action cgpability, which
determines what can and cannot be done’. But it has dso been used by other authors dthough
under different labels. Barnard (1938/1965) talks about the “work ethos’, Burns and Staker
(1961) have identified organizational “codes of conduct” and Ghoshd and Bartlett (1998)
discuss the “fed of the place’. Condtitution is used in the literature on organizationd dimateto
sgnify aformation process (of dimates or contexts) by means of sructuration (Giddens, 1934)
and sensemeking (Weck, 1995).

Adforth (1985), Fddone, Sussman and Herden (1987) and Schneider (1990) have Al
suggested  definitions of organizationd dimate dong such theoreticd lines that might be
summed up as follows Organizationd dimate is an intersubjective phenomenon that is
continuously being structured and restructured by organizational members in an effort
to make sense of their organization, its values and their roles in it. This definition
highlights the fact that the organization’s constitution processis tied not only to action in the
form of organizationd roles and rdationships, but dso to action in the form of organizationd
vaues.

As we have seen in chapter two, autopoiesis theory tells us that values and facts are inseparable
in the formation of knowledge - “to the extent that we move from an abstract to a fully embodied
view of knowledge facts and vaues become inseparable. To know is to evauate through our
living, in a credtive dreularity” (Varda, 1992: 260). Autopoiess defends a“ conditutive’ ontology
(s opposd to “transcendental”) for the condruction of redity. Thus, socid systems and
organizetions as part of the redity around us are aso “condituted” through the action of thelr
members. Such action takes the form of language or conversations.

Each social system is constituted as a network of co-ordinates of actions or behaviours, that its
components realize through their interactions in mutual acceptance”(Maturana, 1988:67) “ as a
particular social system is realized and conserved through the participation of its members in the
network of conversations that constitute it, [such network] specifies the characteristics and
properties that its members must have (ibid, p.69)

However, even before we engage in the use of language and in conversation we are primarily
affected by emations - “our mood or emotioning is an ever-present background to our use of
language. It conditions our stance or attitude (are we happy or sad, caring or self-concerned,
deferentia or confident, angry or upset?) and thereby the course of our conversation” (Mingers,
1995:79, added emphesis).

In the managerid world we tend to think of logic and rationdity as something which can be
separated from emotions, but as autopoiess shows, emotions form the background of the
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embodiment of our dl our knowledge and cannot be separated from logic. To understand the role
of emations or emoationing is dso crucid for an understanding of the nature of socid (and
organizationd) sysems. Maturana (1988) argues that emations are the ingredient, which makes
socid phenomena possible, through mutua acceptance (love, in his terminology) . Without mutual
acceptance cooperation and socid action are not possible.

A social system is a closed system that includes as its members all those organisms that operate
under the emotion of mutual acceptance in the realization of the network of co-ordinations of
actions that realize it. Due to this, the boundaries of social systems are emotional ones (Maturana,
1988:69)

In the management and the organization stiences, we find a Smilar preoccupation in the semina
writings of Sdznick (1957), one of the earliest authors on managerid leadership. In commenting
upon how theorigts of a postivig theory of adminigration praise vaues and mord choice but, a
the same time, radically separate facts from vaues, Sdzinck sates (1957:80) “the importance of
vaues is affirmed but the choice of goas and of character-defining methods is banished from the
science of adminigration”.

5.2.1 Organizationd values as the shapers of context

As discussed in chapter three, in their theory building, Bartlett and Ghoshd (1993;1994) defend
the notion thet improved organizetiond performance depends, primarily, on the organizationd
contexts (or dimates) that managers are able to build in fulfilling their managerid roles

we suggest that an organization can create and embed in its context awork ethic that would induce
rational yet value-oriented actions on the part of its members in furthering the interests of the
organization asan end initself, not just ameansto an end (1994.92).

This is conggent with the tenets of autopoiess theory, which suggests that change in a socid

system takes place as a“conversationd change’, that is, as a change in the “ configuration of the
network of co-ordination of actions and emotions’ (Maturana, 1988.72) that condtitute the system.
In other words, in organizations (i.e. the network) one can bring about change by manipulating
organizationd gtructures (i.e. actions) or by dtering organizationa vaues (i.e. emaotions) or both.
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Figure 5.1 - The constitutive forces of organizational
context
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Batlett cal the
“manageria processes’ and which we have discussed in chapter three. In Figure 5.1 it is shown
how such informd roles are formed a the organizationd level, using the formation of behaviour at
the individud leve, as a comparison.

At both levels (individua and organizationd) and for explanatory purposes, the cyde darts with
vaues At the individud level, vaues can be defined as idess, bdiefs or principles, which are
behind the way individuds think or fed about certain facts, events or other people (Schein, 1992).
Vdues, in turn, affect attitudes and what are viewed as gppropriate behaviours in a given stuaion
(Bowditch and Buono, 1997). Attitudes, which indude a cognitive and an affective component
can be thought of as individud predispostions to respond to a simulus (i.e. a fact, an event or
other people). The cognitive component of atitudes refers to the knowledge derived from a
factua evaudion of the stimulus, while the affective component refers to the anotiond part of
such evauation. In other words, when talking about atitudes, it is difficult (or impossble) to
unscramble facts from emations (Damasio, 1994). Attitudes dso have a behaviourd components,
which is the indination thet individuas have to behave in certain ways (Bowditch and Buono,
1997).

Moving now to the organizationd leve, the conditutive process dso sarts with vaues, which can
gopropriately be caled organizationa vaues. Although they are vaues of a socid group,
ultimatdy vaues pertain to individuds, so organizationd values might aso be termed socialized
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individud vaues. Hence, organizationd vaues can be undergood as ideas, beliefs or principles,
which have been socialized by organizational members and which are kehind the way
individuals in the organization think or feel about a given situation and about the way that
“ things should be done” in that particular organization(Bowditch and Buono, 1997).

The cyde a the organizationd leve is smilar to that at the individud leve, but more redtricted
because individua behaviour becomes bounded and restrained by norms and procedures imposed
by the structure and context(s) of the organization. Forma organizationd roles are imposed on the
relaionships between individua organizationd members when they interact, primarily on adyadic
bass These dyadic rdaionships are d0 influenced by the organizationa vaues espoused by
eech organizationa members and infused into the organization by the socd context. Finaly,
informa organizationd roles aise from the combingtion of organizationd vdues, formd
organizationd roles and dyadic rdationships. Informa organizationd roles are the equivadent, a
the organizationd levd, to individud behaviour at the individud levd. This means that informd
roles are what people actudly do in the organization, as opposed to what they should do, in
accordance with their forma roles. Organizationd relationships a the organizationd leve are the
equivaent to attitudes & the individud leves This, in turn, means that each dyadic rdaionship
has a predisposition, which is related to previous experiences within the same dyadic relationship.

These cycles of context formation seen from ether the individud or the organizationd view point,
should not be confused with a Smilar diagram used by March and Olsen (1975) to describe the
individud cyde of choice March and Olsen’s objective was to establish a “tight” connection
between environmenta response and individud earning, in the context of “atheory that intendsto
predict actud behaviour over time’ (p. 163). Our cydes of context formation are of a totaly
different nature. They do not intend to establish any connection between the environment and the
interna workings of ether the individua or the organization. They represent dlosed feedback (or
enaction) loops working within Sngle individuds or within the interaction between individuds (i.e.
the organizationd levd).

Organizationd roles and relaionships are crucid for an understanding of how managerid action is
related to organizationa performance. Roles are eader to research than values because while the
later are hdd a a pre-conscious levd, the former ae more immediady avaldble to
consciousness. When questioned, people will easily spdll out what thelr expectations are regarding
the behaviour of others. Thus, let uslook a organizationd rolesin alittle more depth.

5.2.2 Therole of organizationd roles and relationships

The concept of organizationd role is wedl esablished in the management literature. Simon
(1945/97:19) in hisinfluentid effort to set the agenda for a“science’ of adminigration and in
identifying the organization as the prime locus for such undertaking, dates that “we are
concerned with arole sysem known as organization”. Katz and Kahn (1966:186) in one of the
earlies authoritative texts on organizationd behaviour, define human organizations as role
sysems, giving “the role concept a centrd place in the theory of organizations’. Roles in
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organizations have a formd aspect (i.e. functiond roles) usudly under the form of a job
description, but they adso have an informa agpect, which is strongly influenced by the system
of vaues prevaent in the organization. According to Sdznick (1957:80) organizationd roles are
“formd and informd paiterns of behaviour associated with a pogtion in the socid sysem to
which individuas are expected to conform”.

This is conggent with FHol's (1991) notion of identity or contextud frames. As we have
discussed in chapter three, Fiol has suggested that because it is difficult to establish a one-to-
one link between vaues and behaviour, we need to find mediators between the organizationa
vaues, which form organizationd contexts and the more overt forms of behaviour. Such
mediators, which Fol has callectively labeled as theidentity are the organizationd roles, which
make up the contextud frames, which link organizationd vaues and interpersond behaviours.

To sum up, let us return to the question put in the Introduction to this chapter, i.e. “how does
the process of formation or conditution of organizationd climates or contexts actudly work?”.
The answer to the quedtion is found in the dosed loop, which forms the bottom haf of the
diagramin Figure 5.1.

Vdues influence, through dyadic rdaionships, the way organizationd members interpret or
make sense (Weick, 1995) of forma roles, thus opening up the way for the formation of
informa roles. But rlaionships are not visble. They just happen, when two or more people
come together in a socid setting. What is visble are the roles, which each member of the
group plays during the socid interaction. Informd roles are, therefore, the behaviourd dement
of this chain of events, expressed in linguigtic or non-linguidtic behaviour. Such behaviour, in
turn, contains values, and it through behaviour that organizationd vaues are confirmed or
disconfirmed.

While this gives informd roles a highly Stuationd and emergent character, there is dso some
dability associated with the notion of informd role. Such gability comes from the sdf-
referential nature of autopoietic sysems (von Krogh and Roos, 1995). This means that
because organizations set up their own interpretative schemes and become saf-referentid,
they are resgtant to change (i.e. they are closad to new information). But, it is not only the
relationships, which are sdf-referential. Because the vaues-roles-rdaionships loop is part of
the same sodd sysem, the whole loop is dso sf -referentid, very resstant to change and
acting as akey conditutive force in the organization.

5.3 Conceptualizing IS implementation as a set of manageria
roles and processes

5.3.1 The changing functiond roles in management of the IS function



With dl the changes occurring in the generd business environment, in the informetion
technologies available to organizations and in traditiond organizationd ructures, the organization
and management of the information systems function is bound to undergo radica change aswell.

Figure 5.2 - Mgjor | S management activities
and trends for the future
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The information technology/systems function comprises the following four mgor operaiond
aress, accordingly to Sprague and McNurlin (1998):

? Computer operations: running and maintaining computers and networks

? Sygems deveopment: developing, maintaining and updating sysems

? Architecture development: providing a framework of policies and standards both for
information technologies and for information contents

? Busness information requirements. hdping users to articulate their needs in terms of
the systems architecture

As Figure 5.2 suggests, these traditiond functions of 1S departments are undergoing mgors
changes, due to a variety of factors, which can be summed into two mgor categories (1)
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Changes from within the organization, where a combination of more user-friendly technologies
and usars more knowledgeable about IT can, in some ways, replace the work of traditiond 1S
specidigs. (2) Changes from outside the organization, where dl kinds of new computer services
are being offered and making it more cogt-effective for many companies to outsource, rather than
insource various types of IT services. All such changes are creating a need for new types of
relaionships in the organization, in other words, a new “ethos’, which comprises the new
technologies and the accompanying new modus operandi.

The following passage from Sprague and McNurlin (1998:59) is illudrative of and summearizes
accurately the transformations taking place.

We used to do to it tothem - meaning, IS required end users to obey strict rules for getting
changes made to the system, submitting job requests, and so on. Next, we did it for them -
meaning, 1S moved to taking a service orientation. Now, we do it with them, which reflects
partnering. And we are moving toward teaching them how to do it themselves.

In fact, the issue of the organization and management of the IS function is no longer an issue
redricted to the role of the IS director. Many of the traditiond roles of the IS department are
being trandferred to the line departments (Sullivan, 1985; Elam e d., 1988, Henderson, 1990;
Boynton, Jacobs and Zmud, 1992; Rockart, Earl and Ross, 1996; Ross, Beath and Goodhue, 1996;
Sprague and McNurlin, 1998). Many aticdes have been published about the “transformation”,
“imperatives’, “emergence’ and “key issues’ of the IS function in organizations. In Table 5.1, a
summary of five of the most recent articles published in reputable journds is presented.
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Table 5.1 - Emerging trends in the organi zation and management of the IS function

Beath, Ross &
Goodhue (1996) - The
three key |S/IT-related

business assets

Rockart, Earl & Ross
(1996)
The eight imperatives for
the IS/IT organization

Cross, Earl & Sampler
(1997)
The seven transformations of
the I9IT function at BP

Feeny & Willcocks (1998)
The nine core capabilities of the
emergent ISIT function

Brancheau, Janz &
Wetherbe (1996) - Thetop
ten key issuesin IS
management (ranked)

A reusable technical
base (the IT platform)

(=

Building and managing the
IT infrastructure =

From businessto industry 1T
standards =

Creating a coherent blueprint for a
technology platform responsive to
business needs (present and future) =

1. Building aresponsive IT
infrastructure =

Ddivery and
implementation of new
systems =

From systems provider to
infrastructure planner =

Rapidly achieving technical progressto
one means or another =

2. Facilitating and managing
business processredesign =

Building up high From craftsmen to project Envisioning the business processes 3. Developing and managing
performance = managers <= which the technology makes possible | distributed systems
A solid partnership Two-way strategic From systems anaysts to Integrating ISIT efforts with business | 4. Developing and
between IS/ IT specia- | dignment = business consultants = purpose = implementating an information
lists and the users = architecture
Effective relationships Getting the business congtructivily 5. Planning and managing

with line management =

engagedin ISIT issues =

communication networks

Designing and manging

From decentraized bias to

Managing the ISIT sourcing strategy

6. Improving the effectiveness

the federa 1S/1T centralized topsight = which meets the interests of the of software development
organization = business =
A strong IT workforce | Reskilling the IS/IT From large functionsto lean Ensuring the success of existing 7. Making effective use of data
= organization = teams = contractsfor IS/IT services = resources

Managing vendor
partnerships =

From monopoly supplier to
mixed sourcing =

Protecting the business' s contractual
position, current and future <=

8. Recruiting and developing IS
human resources <=

Identifying the potential added vaue of
ISIT service suppliers =

9. Aligning the IS organizetion
with the enterprise =

10. Improving IS strategic
planning =

Note: The numbersin circles in some of the cells are an attempt at grouping the trends presented in the five articles. The definition of each trend or issue varies
from author to author, thusit is not possible to establish an exact matching of trends.
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From an aggregation of the trends put forward in the five articles summarized in Table 5.1, the
following can be said to arepresentative ligt of emerging trendsin the IS function:

1. Building and managing the I T infrastructure, i.e. developing a coherent blueprint
for a technology platform responsive to present and future business needs

2. Building and maintaining partnerships between I'T specialistsand I T users

3. Achieving high performance and rapid technical progress by the IT organization

4. Managing the organization's IT sourcing strategy and identifying new
technological solutions

5. Centralized topsight of the IS function, the need for personal involvement and
comitment from top management

6. Decentralized implementation of |Sthrough a federal-type IS organization

7. |Sstaff acting more as business consultants and less as technicians

8. Improving IS strategic planning, i.e. integrating ISIT dforts with business
purpose

9. Developing IS human resources and creating a strong 1S1T workforce

Regarding the role of the top management in IS management dl the sSigns are that it has become
S0 centrd to dl types of organization that it can no longer be ddlegated to any other leve in the
organization. Keen (1991) argues that it is no longer enough for top managers to be aware or
have abusiness vison that links IT and drategic postioning; top managers must now be involved
in driving forward the panning of the IT infrasiructure. Dutta (1996) reinforces this point by
saying that even though IT can be physicaly outsourced, the management of IT mus always be
insourced and top managers have to be involved in spite of their age or lack of familiarity with IT.
However, the question of familiarity or knowledge about IT does not seem to be the issue.
Rockart (1995) expresses the view that what the CEO knows about IT is not important; what is
important is what she and other members of the top management team think about I T, itsrolein

the organization and thair rolesin planning and managing it.

Schein (1992a93) in a sudy of the rdle of the CEO in the introduction and management of IT
concludes that CEOs find themsdves logt in the midst of the increased complexity brought about
by IT and reports that they “acknowledge that future generations of CEOs may be able to teke a
much more optimigtic and proactive stance towards I T”. Building upon the work of Schein, Feeny
et d. (1992:14) suggest that the CEO's attitude towards IT can be changed “through some
(planned or unplanned) action, which affects his or her persona experience of IT, his or her
perception of the industry relevance of IT and his or her attitude to the needed level of busness
change’. Thus, it is evident that the role of top management is not only crucid in the management
of the IT function, but aso that such role depends very much on atitudes and not just on factud
knowledge. In this case, attitudes towards [Sor IT.

With such dragtic changes in IS-rdaed roles in organizations occurring over afairly short period

of time, the relationships between the key actors is changing as well. This redization is what has
made Keen (1991:214, added emphads) argue that “the key to [IS drategic] dignment is
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relationships not drategy”. Grindley (1992:57) hes identified the culture ggp between IT
professonas and their busness colleagues as being a “key factor in limiting the successful
utilization of IT”. Interestingly, in the survey, which served as the bassfor Grindley’ s aticle, 52%
of the respondents said that it would take four years to solve the culture gep. Given that this
urvey was carried out in 1990-91, the culture gap should be solved by now, & least in the UK.
However, that dbes not seem to be the case. In 1996, Ward and Peppard published an article
entitlled Reconciling the I T-Business Relationship: a troubled marriage in need of guidance,
where it is acknowledged that the ISIT organization “does not have a harmonious reaionship
with the rest of the business’ (p.38). For an idea of the type of rdationship that exists among the
key actorsinvolved see Box 5.1.

Box 5.1 - Typicd dimate of the IS function in large organizations

? Separate location of IT specialists - security systems. Elitism due to education and technical
mysticism. Overcost/overtime reputation

? Rivary amongst “clients” competing for resources. IT steering committees, which do not work.
Financial/budget constraints used to threaten both usersand I T departments

? Functional thinking - based on the issues involved in managing the delivery of IT systems and
technical activitiesinvolved

? Tight financial control - budgeting, charge out, etc. Measuring the “trees” and losing sight of the
“forest”. Internal controls are “secret” in terms of how time and money is spent

? Reports on anything, jargon with everything. Slaves to methodology. No acceptance of
ambiguity - paralysis by analysis

? Largesaariesfor IT staff. IT staff always on training courses. What for ? The XY Z project was a
disaster !

? We (IT) are here to serve the business but we do what we think they want, in a way we want to
doit. Our systems are too good for you ignorant users !

(Adapted from Ward and Peppard, 1996:57)

Thus, the quegtion of bringing in a managerial action frame of reference into the organization
and management of the IS function is gaining weight in the IS literature. Brown and Ross
(1996:59, added emphasis) date

ultimately, the goal is to have 1Sbusiness partnerships and IT infrastructure development so
enmeshed in the organization’s culture as to be self-sustaining, regardless of the IS organization
structure (...) our research suggests that many IS units today are implementing balancing
mechanismsin an attempt to move towards cultural absorption of these IS goal's

Summing up. From what has been sad in this section, it is possible to detect three overriding
issues as regards the emerging trends in the information systems function:
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? The development and management of the organization’sIT infrastructure

? The development and management of solid partnerships between IT specialists and
users

? The personal involvement from top management in establishing and maintaining an
appropriate climate for the development of the ISfunction

The first two issues are a the heart of the hottest debate in IS corporate governance: the debate
of centraization versus decentraization of IS corporate resources. The firgt issue (development
and management of the organization’s IT infrastructure) is the key argument used by those in
favour of centraization. An ISIT gdrategy based on IT infrastructure development is very
effective as regards use of gpecidized personnd, investment and maintenance costs and the
buildng up of synergies. Those in favour of decentrdization use more busnessfocused
arguments, such as the speed of response from ISIT to new budness initiatives or greater
awareness from ISIT specidigs to busnessissues. The development of partnerships between IT
saff and users is the key drategy followed by the later. The third and find overriding issue is
concerned with the culturd angle of the problem where the active involvement of top
management is an absolute requirement.

5.3.2 ISimplementation as an interlocking network of organizationd roles

Earl (1996), in the OFF modd, which has been andysed in the preceding chapter, uses the
expresson corporate governance of 1S Corporate governance is, by definition, atask involving
many stakeholders. According to Monks and Minow (1995) corporate governance is the study of
the rdaionships of dl the “ condituents’ of the corporation, the mgor players being the board, the
shareholders and the management. Likewise, in studying the corporate governance of IS, the
interrelationships and the interdependence among top management, the IS management and senior
line management are the key components. Senior line managers are thefirgt layer of management
just below top managers.

Hence, Earl reminds us that there are at least three kinds of players whaose roles and relationships
should be taken into account when congdering the formulation of an IS drategy: top managers,
information systems managers and senior line managers. But these are not the only players that
play a vitd role in the ultimate success of IS implementation. Middle manager and end-users of
IT/IS are jugst as important. As we have seen in the discussion above, about the “socio-technica
interactionis” view of IS implementation, the bottomup effect of the process of gpplying
computer technology to organization isjust as important asthe I T/IS planning efforts, and the top-
down diffuson of policies and practices. In other words, the IS constitution process is not
formed only by the interaction of roles and relaionships of tp managers, information systems
managers and line manager, but dso by the users of the technology and the more junior managers
who have to establish the interface between these and the top managerid layer of the company.

Writers such as Dopson and Stewart (1990), Hoyd and Wooldridge (1994) or Nonaka and
Takeuchi (1995) clam that far from becoming redundant, middle managers have greater
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respongbility for a wider range of duties, both in quality and in quantity, for which they are now
more accountable. Thisis mainly due to the dows zing efforts of the 1980s and early 1990s, which
have left organizations with far fewer middle managers than before. Thus, if there are fewer
middle managers taking on a wider range of tasks, it seems feasible to think that some of these
responsbilities will be rdlated to IS management. In information sysems, middle managers have
been dmog totdly neglected, as a research topic. One exception is a fairly limited sudy on the
impect of automated office systems on middle menagers and ther work, reported by Millman and
Hartwick (1987).

In the management of the IS function, the middle manager’ s job is important as the link between
the end users and host of locad computing problems on one hand, and the management layer
above dedling with planning and policy issues, on the other hand. The management layer above is
usudly that of senior line management, which increasingly is regarded as being responsible for
maiters of IS planning and especidly 1S implementation & department or divison levd. But
implementation on a day-to-day basisis dso the job of the middle manager. So, the roles of middle
managers and of senior line managers are intimately linked in the sense that they both have to
fulfil a middle-up-down (Nonaka and Takeuchi, 1995) function between the policy guiddines
from the top (what ought to be) and the redlity from the front line (what is). In the management
literature, this middle levd of the organization has been recaving increesng dtention in
recognition of the fact that in order to mantan and deveop organizationd knowledge
organizations need middle managers acting as “nerve centres’ (Mintzberg, 1973), “horizontd

information brokers’ and “cgpability integraiors’ (Bartlett and Ghoshd, 1993) and “knowledge
enginears’ (Nonakaand Takeuchi, 1995).

Regarding the end-users of information technology, they come under a topic in the IS literature
generdly known as “End-User Computing” (EUC). In such literature, much of the discusson has
been centered on training and kills development. Although the question of training in computing
kills is outsde the scope of this work, it is interesting to note the findings of George, lacono and
Kling (1994) on this particular topic. They report that in spite of the effort and money that goes
into forma IT traning for end-users, office workers learn about computing, primarily, from co-
workers on the locd computing scene. Furthermore, they have discovered that emergent
arrangements, i.e. workers learning not from ingtitutiona sources for training and support but from
fdlow co-workers, were very smilar between organizations with highly ingtitutionalised levels of
training and those that provided little or no training. The reason for this is the generd lack of
awareness of the need to develop knowledge (in this case computer-rated) not only a individud
levd but dso a organizetiond leve. In the office environment, group learning of Informetion
Technology is aso supported by the following observation by Strassmen (1985:93)

The use of computers is a technical skill only to a very limited extent. Increasingly, it is a shared
organizational capability. | do not know of a better way of speeding up organizational learning than
to have people who work together learn together as well
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This gpproach to organizationd learning has roots in sodd psychology and is known as the
Stuated learning approach (Lave and Wenger,1991). It emphasizes not only that learning must be
Stuated in communities of practice (Orr, 1990; Brown and Duguid, 1991), but dso that learning is
an integrd pat of generdtive socid practice in the red world. “Legitimate peripherd
participation” is proposed as a congruct to explain the incrementa nature of engagement in socid
practice, which entails learning as integrd to this process. These views are dso consgtent with
the findings of Thoresen (1996:198) about IT-rdaed learning and with her concluson that
“learning a work isdso learning through work”.

The bottom-up effect of 1S implementation, of which this discussion is part, has dready been
andysad in the preceding chapter. What isimportant to emphasize at this point is thet the benefits
of such locdized learning of 1T gpplications are beginning to be recognized by management and
are no longer just interesting conclusions in research reports. Rockart, Earl and Ross (1996:53)
when arguing that “line leadership is an absolute necessty” in the IS function of the future,
indude “technology experimentation” as part of the new role of line management. Cresting
organizationa contexts where end users can experiment with and learn the ever-changing supply
of dandard software packages is dso a important new trend in the management of the IS
function. Hence, we will add this to the other nine trends identified above:

10. Line management’s new role in the management of and experimentation with IT
at the local level

process of organizationd maturity and learning. As such, IS organizationd implementation could
be conceptudized astwo overlgpping triangles (see Figure 5.3 each with a specific task but both
contributing for the whole sysem to grow in 1S-related knowledge. The permanent interaction of
the human agents at each corner of the triangles causes a learning effect. The top triangle or the
IS corporate governance triangle is made up of the interacting roles of the top manager, the
information sysems manager and senior line managers and the bottom triangle or the IS
operational implementation triangle is made up of the interacting roles of the senior line
managers, the middle managers and the end-users. Senior line managers are the common eement
between the two triangles because they have a dud rale, i.e. they link the top-down managerid
choices with the bottom-up efforts for integration of locad computing initigtives. As Asdiscussed
above (see section 4.2.2), 1S implementation at the organizationd leve is dso a discussed above,
the role of middle managersis an extenson of the role of senior line managers, in this respect.
The IS corporate governance triangle is the conceptud space where managerid learning takes
plece a the drategic leve, thus determining the conditions for the success or falure of the
remaining process of organizationd implementation of 1S, The second triangle containsthe
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Figure 5.3 - The double-triangle model of IS organizational
implementation: the five interlocking roles

Top
Management

(a)

IS corporate
governance

IS (learning) Senior Line
Management Management
(b)
IS operational
implementation
End Middle
Users Management v?/?\zr:g
tactical
Key

(a) The area where | S-related managerial learning occurs; it
influences the overall conditionsfor effective |S organizational
implementation

(b) The areawhere | S-related managerial choice (top-down) meets
| S-related collective action (bottom-up), with increasing relevance
for therole of line management

operationd 1Srelated learning tekes place and where the ultimate criteria for implementation
success or failure can be found, in terms of business reaults.

The notion of IS Organizationa Implementation as two overlapping processes has been

explored in the Information Systems literature by Lucas, Ginzberg and Schultz (1991). Thee
authors have split up ther conceptud modd of 1S implementation into two sub-modds the
manager nodd and the user mode, each sub-mode having its own causa varigbles. Ciborra and
Lanzara (1994) suggest that information systems should dways be trested at two different levels
the level of routines (old and new) and the leved of the formative contexts, that is the cultura
leve.

In the organizationd learning literature we find asmilar digtinction between lower level and higher
level organizationd learning. The latter has been defined as “the development of complex rules
and associations regarding new actions’ (Fol, 1985:810); it occurs modtly in the upper leves of
the organization and can lead to the development of new organizationa cultures, through a
learning effect that spans the entire organization. In the lower leve, learning is more focused and
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occurs through repetition a the routine level of operation. It is usudly of a short-term nature and
cgpturing only a very amdl part of the overdl organizationd picture. In our modd the upper
triangle is amed precisdy a sepaating the lower from the higher leve of ISrdated
organizationd learning achieved through successive | S implementation projects.

Given that the focus of the present research is upon the top triangle, not much will be said about
the bottom one. Two points are worth meking, however. Frdly, conceptudizing IS knowledge
development as occurring at two levels and making a dear digtinction between the two heps to
reinforce the point made in chapter four (see section 4.2.1) about the problems connected with IT
use as a key indicator of implementation success. In other words, while IT use depends directly
upon various factors at the operationd leve (e.g. user management or the technica qudity of the
IT application) it aso depends, athough indirectly, upon ahogt of other factors a ahigher leve in
the organization.

Secondly, the operationd leve of 1S implementation is where a whole new st of roles needs to
be found, both for the senior line managers and for the middle manager under them. The overdl
manageent philosophy for such new roles may be found under the concept of “ middle-up-down”
management (Nonaka and Takeuchi, 1995). This gpproach involves manly senior line managers
and middle managers in a new joint role. The approach aso embodies the concept of “mixed
drategies’ for IS implementation, which has been described by de Jong (1994) and which has
aso been briefly discussed in the preceding chapter.

5.3.3 Integrating IS roles and process with the manageria action model

Going back to Bartlett and Ghoshd’ s roles and processes modd (see Table 3.3) we can see how
it dso provides an adequate framework for thinking about the governance of the IS corporate
function, by replacing the front-line management, the midde management and the top
management roles by the three key 1S managerid roles - top management, information sysems
management and senior line management.

Ghoshd and Bartlett's (1993;1994) notion of managerid processes (the Renewd, the Integration
and the Entrepreneuria process) can ke applied to IS corporate governance, by taking the three
overdl emeging trends identified aove - (1) the deveopment and management of the
organization's IT infragtructure, (2) the devdopment and management of solid partnerships
between IT specidists and usars and (3) the persond involvement from top management in
esablishing and mantaining an gppropriate dimate for the development of the IS function, and
turning them into managerid processes. In fact, something very dose to this has dready been
achieved by Earl (1996) with the three processes we have discussed in chepter four - the
Foundetion (or Infrastructurd), the Innovation and the Clarification processes. Emerging trends
numbers (1) and (3) above coincide exactly with Earl’s Foundation and Clarification processes.
Emerging trend number (2) contain the key ingredient for the Innovation process to work, i.e. the
development and management of solid partnerships between IT specidists and users.
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The reault is the creation of a new framework d IS corporate governance for the future (see
Table 5.2). Thisinnovation, as far as we are aware, has never been proposed or attempted in the
IS literature. This framework can be developed further as a trandation of Bartlett and Ghoshd'’s
managerid action modd in terms of IS corporate governance. As more details emerge about
future trends in the 1S management function (see Table 5.1), it should possible to develop a finer
framework on the bess of Ghoshd and Bartlett's work. The main idea is to find out how the
notions of managerid vaues, roles and processes can be usefully applied to the corporate
governance of 1S, Thisiswhat we will attempt to achieve in the empirica part of our research (in
chapter sx).
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Table 5.2 - The IS corporate governance matrix:
integrating managerial roles and processes

Managerial Managerial roles

processes Front-Line Middle Management | Top Management
Management

Renewal Managing the tension Creating and Shapping and

process * : between short-term maintaining embedding corporate

creating performance and long- | organizational trust purpose

purpose and term ambition

challenge

IS corporate IS Functional Senior Line Top Management (Board

governance Management Management member in charge of 1S)

processt :

Clarification Filtering new Building communication | Translating the
developments from the bridges between IS corporation’s intent and
external IT market and departmental demand and | purposeinto IS corporate
translating them intothe | central IT supply objectives
organization’s language

Integration Front-Line Middle Management | Top Management

process T : Management

linking and Managing operational Linking skills, Developing and

leveraging interdependencies and | knowledge and nurturing organizational

capabilities personal networks resources values

IS corporate IS Functional Senior Line Top Management

governance M anagement Management

processt : Managing the corporate | Actively contributing Embedding an IS ethos

Infrastru-ctural or | IT infrastructure and towards the maintenance | into the organization and

Foundation rapidly achieve technical | of anIT infrastructureby | championing IS/IT issues

progressinlinewith the
business

having agrasp of the
technology-related
opportunities and
constraints

at Board of Directors’
level

Entrepreneurial
process 1 :
aligning and
supporting
initiatives
IScorporate
gover nance
processt :
Innovation

Front-Line Middle Management | Top Management
Management
Creating and pursuing Reviewing, developing Establishing strategic
opportunities and supporting mission and

initiatives performance standards
IS Functional Senior Line Top Management
M anagement M anagement
Internal consultingon IS | Searching for |S-based Facilitating the

issues (including
business process
innovation) and work on
the building of
relationship with the line
departments

innovative solutions
(including those coming
out of good local IT
initiatives) and linking
them with business
targets

achievement of abalance
in the centralization vs.
decentralization issue
through personal
involvement in the
strategic management of
ISIT

T - Source: Bartlett and Ghoshal (1993) t - Processes named after Earl (1996)
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In the next section we gart to adapt the organizationa dimate dimensons discussad in chapter
three to the specid case of IS corporate governance, in an attempt to demongtrate and explore
how an IS context or ethas might be formed in organizations.

5.4 Operationdlizing IS corporate governance climate or
context

The IS corporate governance climate or ethos is not a concept which we will atempt to measure
quantitetively in this research. As discussed in chapter three, organizationd dimete is taken to be
the same as the context generated or shgped by organizationa vaues such as Discipline, Trust or
Support in combination with other more Stuationa variables, such as the type of organizationd
Sructuring, which has evolved, higoricdly, with the company. Organizationd Sructure can be
evduated more directly, through an andyss of the company’s internd documentation, for
example. With organizational vaues, however, such evauation is more complicated. Vaues
cannot be invedtigated directly. Vdues have to be investigated through organizationd roles, i.e.
through the expectations that organizationa members have regarding the behaviour of other
organizationad members. Such expectations, in turn, carry different types of vaues. For example, |
expect that my subordinate will submit a given report within the dlocaied deadline. Such
expectaion carries a vaue, which we may labd as “discipling’, in the sense that | bdieve my
subordinate to be disciplined enough to have the report reedy by the due dete,

In chapter three, we discussed attitudina dlimate dimensons (or vaues) and we concluded that
the four types of dimensons, which Ghoshd and Bartlett (1994) have put forward - stretch,
discipling, trust and support - are quite Smilar, a least in terms of ther labdling, to the climate
dimengons put forward by other authors from the organizationd climate research tradition. The
problem we have now isto see how far such generd dimate dimensions can be gpplied to a new
condruct: the IS context or 1S ethos. In other words, wheat types of dimate dimensons would be
appropriate in such a new congdruct. In this section we discuss the goplicability of four attituding
dimengons (IS intent, discipline, trust and support) and one nonkatituding dimension (sructura
factors) to the IS corporate governance context or climate.

54.11S Intent

As adarting point, we have assumed that the last three dimensions - discipline, trust and support -
are generd enough to be gpplicable to any sub-organizationd context. Hence, they should dso be
goplicable to the corporate governance of 1S. As regards the fourth dimenson - stretch - we do
not considered it to be directly applicable to the corporate governance of 1S, The reason for thisis
that sretch is pitched a a very generd leve, deding with the persond aspirations of individuds -
“dretch is the attribute of an organization’s context that induces its members to voluntarily Srive
for more, rather then less, amhitious objectives’ (Ghoshd and Bartlett (1994:100). Although
dretch is seen as a way of making individuds “contribute to the overdl purpose of the
organizetion” (ibid, p. 100) this dimengon lacks, in a more specific environment, eg. an IS
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corporate governance environment, a more podtive indication of intent or a feding of knowing
where one wants to be. In other words, by generdly building up dretch we may have
organizationa members who contribute to the overdl purpose, but if we are conddering the
specid case of IS corporate governance we need to be sure that such purpose exists, in the first
place.

In order to try to define an organizationd dimate in terms of |S corporate governance, the notion
of gretch does not seem to be enough. An explanation of the organization’s IS climate or context
would need something more postive, more focussed, something more akin to Srategy, Strategic
thinking or drategic intent. Strategic thinking can be thought of as something diffused throughout
the organization but with an integrating power - “the outcome of strategic thinking is an integrated
perspective of the enterprise, a not-too-predsdy aticulated vison of direction” (Mintzberg,
1994:108). On the other hand, Hame and Prahdad (1989) have coined the expresson strategic
intent as a way of overcoming the older and datic notion that firms should engage in Srategic
management in order to obtain “drategic fit” in rdaion to the environment. They argue that
drategic intent “establishes the criterion the organization will use to chart its progress’ (p. 64).
Thus, srategic intent seems to accommodate dso the notion of drategic thinking, while giving it a
more precise Sgnification.

Stretch is the behaviourd atribute, which complements Strategic intent, i.e. to be fully effective
intent needs a degree of dretch. But coming back to our argument about the gpplication of this
notion to IS corporate governance, our view is that while stretch may be an important dimenson
of the overdl climate in the organization, it does not seem to make sense udng dretch as a
dimension of the organization's IS dimate. Stretch is part of the wider notions of grategic thinking
and intent, but in the case of IS corporate governance it is difficult to apply this behaviourd

atribute. If dretch is present in the organization as awhole, it is likely thet it will dso be present
in 1S corporate governance. However, because of the specia nature of this newcomer to the
corporate governance family, 1S needs a pecid dimate dimension, within the arena of drategic
thinking and intent. The specid nature of 1S corporate governance, as it has been mentioned
above, has do to, mainly, with its srong technical component. Thus, the specid dimension we are
talking about should be more attitudina than behaviourd and should reflect a st of attitudes
towardsthis I T-dominated angle of the organization’s governance.

The 1S function a corporate level has strong drategic implications as it has been recocognized by
many authors and consensus exigts to the effect that the strategic dimension of IS concerns the
cgpability of ISIT for leveraging the firms's canpetitive srength (Porter and Millar, 1985;
Wisaman, 1988; Gdliers, 1991; Cash, McFarlan & McKenney, 1992; Earl, 1939, 1996). But the
drategic dimension of IS, in our view, cannot be divorced from the kind of gtrategic thinking and
drategic intent, which exigs in the firm, in generd. Strategic management theorids say that
drategic thinking and intent must be widdy diffused throughout the organization. Such thinking
and intent include many aspects rdated to the formulaion and implementation of the business
srategy and each of such aspect has its own drategic angle. For example, marketing or human
resources management have drategic dimensons, which, while pat of the overdl draegic
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thinking and intent in the firm, dso have their own spedificities. As information technology
goplications get more and more diffusad throughout the organization and decison making related
to ISIT get ever more decentraized, the srategic thinking and intent, in generd, will gradudly
dart to encompass adso a new type of thinking or intent: IS grategic thinking or intent. For the
sake of brevity, we will use the shorter form - [Sintent.

Hence, we suggest that for the corporate governance of 1S, a degree of | Sintent is aso needed.
This means that stakeholders should be very cear about the ISrelated criterion that the
organization will use to chart its progress. 1S intent has to do, above dl, with the awareness, the
understanding, the action and the proaction from all the firm's managers regarding the
role of ISIT in helping to achieve their own business objectives and, ultimately, the firm's
drategic aims. According to this definition, in a firm where managers have IS intent, the
relationships, which characterize the corporate governance of IS will be different from a firm
where managers do not have or have less IS intent. Thus, we suggest that 1S intent should be
among the key dimate dimensons of the organization’s 1S ethos.

We use intent and not intention because the former has a dronger connotation, in the
management literature, with Srategy or srategic thinking. However, we do not think thet thereis
much difference in the meaning of intent and intention. Nonaka (1994:17) who tekes a more
individud-level gpproach, argues that “intention is concerned with how individuas form their
goproach to the world and try to make sense of their environment”. This is not very far from
Hame and Prahdad’s (1989:64) notion that intent “egtablishes the criterion the organization will
use to chart its progress’, when applied to the organizationd levd. What is important is to
discover what dtributes contribute towards the formation of intent or intention. In their theory of
organizational knowledge, Nonaka and Takeuchi (1995: 74-75) have identified three attributes of
intention as one of the enabling conditions for the creation of organizationd knowledge: (1) “the
organization's aspiration to its gods’; (2) “organizationd standards or visons’ and (3) something
cgpable of fostering “ collective comitment”.

Intention as a dimenson of climate formation has some smilarities with Ghoshd and Bartlett's
(1994) notion of dretch. According to these authors, dretch is composed of three attributes:

shared amhition, collective identity and persond meaning. Shared ambition is Smilar to Noneka
and Takeuch’s organizationad aspiration to the organization's gods Collective identity has
amilarities with collective comitment and both dimensions are intimately related to organizationd

purpose. Purpose creates both identity and comitment around a common cause. However, as it
has been explained above, not dl such dimensions can gpplied to IS corporate governance in a
sensble way. It is not redidtic to say, for example, that the organization should have a shared
ambition or an aspiration in rdation to its information technology/sysems gods. So, from the
various attributes of intent or intention listed, which ones are gpplicable to the specid case of IS
corporate governance? Let us see.

The organization's Sandards or visons is very rdevant in the case of IS corporate governance.
As suggested by Keen (1991), a drategic vison of the role of IS/1T and especidly of the role of
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the IT infrastructure on the part of top management is crucid for the growth of any busness
today. So, we can say that the ISrelated Strategic visions is an important component of 1S
intent. The notions of purpose and commitment are dso crucid in IS corporate governance. Top
and senior management should be very clear aout the purpose of IS/IT in ther particular
business (Rockart, 1988, 1995; Henderson, 1991; Dutta, 1996). Hence, we suggest that 1Srelated
collective comitment is dso an important attribute of 1S intent.

Persond meaning, the third attribute of Ghoshd and Bartlett’ snotion of dretch isaso rlevant in
the case of IS corporate governance and contributes also towards IS intent. The relative success
of the IS function in an organization depends, to some extent, upon the IS-rdaed persona
experience and kills of the top managers who happen to be in charge. Some present-day top
managers have had previous experience, ether as users or as managers, with I T applications and
thisis usudly beneficd to the IS-related responghilities of the pogt, which they occupy now. I T-
related experience is an important contribution to the development of persond meaning regarding
therole of IS1T in the business, now and in the future. IST is ill too new an activity for it to be
universdly accepted in organizetions as an “ordinary” function, i.e there are gill many
discrepancies from organization to organization as regards the level of experience and kills that
managers and, especidly, top managers are expected to have. However, it is clear that there can
be no comitment or no Srategic vison regarding the role of 1S1T, if there no persond meaning.
Thus, 1Srelated personal meaning is the third components of the dimension we have labdled IS
intent.

Having made an argument in favour of IS intent, we have to go back now b our garting
assumption, i.e. thet the other three dimensons - discipline, trust and support - are genera enough
to be gpplicable to any sub-organizationa context, namdy to the IS corporate governance context.
We will work towards this by following nanly Ghoshd and Batlett's (1994) andyss of the
attributes of each of the above dimensions and see how far they can be adapted to the case of IS
corporate governance. Whenever we fed that it is gppropriate, we will bring in the work of the
other authors writing on climate dimensions and who have dready been referred to.

5.4.2 Discipline

We gart with discipline According to Ghoshd and Bartlett the key atributes of discipline are (1)
performance measures, (2) fast cycle feedback and (3) consstent sanctions. Fast cycle feedback
and condgtent sanctions do not seem to be gpplicable to the specid case of IS corporae
governance. Condstent sanctions is a generic dimension, which applies to human resources
management in a very generd way and there is nothing gpplicable, specificdly, to IS corporate
governance. Fagt cycle feedback dso does not gpply mainly because there can be no fast cycle
feedback on mogt 1S corporate governance decisons. In this area, feedback is usudly of long-
term nature, but on single IS implementation projects, the questions of feedback are problematic.
Egablishing ussful evauation criteria for dngle 1S implementation projects is fraught with
difficulties (Remenyi and Sherwood-Smith, 1997).
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But in trying to goply the “dscipling’ dimengon to the IS corporate governance context, we
should firgt recal what we sad in chapter five regarding the three overriding issues as regards
the emerging trends in the information systems function, i.e.:

? The development and management of the organization’s I T infrastructure

? The development and management of solid partnerships between IT specialists
and users

? The personal involvement from top management in establishing and maintaining
an appropriate climate for the development of the IS function

In this context, the firgt point to be made is that for an IT infrastructure to be built up and
maintained, “discipling’ and “control” seem to be crucid dements. The literature is filled with
examples of organizationd members resding dandardization for a variety of reassons, eg.
because the IS department is too dow in responding to the business departments needs, because
the particular gpplication, which department X wants to purchase does nat fit into the company’s
IT architectural standards and so on. Thus, the fird atribute of the discipline dimenson is the
need to respect the standards (both technicd and performance standards) set as part of the
organization's I T infrastructure.

The next issue involves dso discipline and contrd and is one of the main sources of conflict
between IS personnd and the line departments. It is the issue of the time ddays in the
development/implementation of 1T gpplications which dl organizations experience or have
experienced. Thisissue is yet another manifestation of the “culturd gap” between 1S and business
and, as such, is seen from very different perspectives by these two groups of personnd. At this
point it is relevant to recdl two authors who have written about organizationd dimates: Litwin and
Stringer (1968) and Likert and Likert (1976).

Litwin and Stringer have identified responghility as one of thar eight dimensons of dimate
According to these authors, responsibility means “not having to double check dl your decisons
when you have a job, knowing thet it is your job” (1968:81). Thus, in order to achieve discipline,
organizationa members mug first perceive that they have responghbility. According to Ghoshd
and Bartlett (1994:97), discipline “represents a way of life, a norm gpplicable to al tasks, rather
than compliance with a well defined st of contracts embodied in a company’s drategic and
operationd control tools’. Likert and Likert (1976) highlight control, a dimenson of dimete dso
related to discipline. These authors argue tha in organizations where the control functions are
widdy shared, discipline is more likely to flourish. If, on the other hand, the control functions are
concentrated in afew pointsin the hierarchy, individua responghility is not fostered and discipline
cannot ensue.

In IS corporate governance, the problems of respongbility and control are crucid dimensons of
discipline but they are usudly on a callison course with each other. Both IS and line personnel
have responghility and control over their repective functions, but the responsibility and control of
the IS function often interferes with the respongbility and control of the line departments. This
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gtuaion, which explains the conflict mentioned earlier on, is due to the dependence of the line
departments upon the performance of the IS department on highly technica issues, such as IS
devdopment or maintenance. Thus, for there to be discipline in IS corporae governance, IS
personnd have to be highly awar e of the needs of the business units and the personne from the
business units have to aware of the constraints and limitations of the technicd tasksinvolved in
| S devel opment and maintenance.

5.4.3 Trust

Moving ontotrust. Following Ghoshd and Bartlett, they suggest thet “individuatlevel competence
is dmost as important for cresting an environment of mutud trust as the process atributes of
farness and participation” (1994:101). For these authors, the key attributes of trust are (1) equity;
(2) involvement and (3) competence. Equity or fairness are attributes, which are related to the
“conflict” dimension put forward by Litwin and Stringer (1968:82), i.e. the feding thet problems
are dedlt with openly and honestly and are not systemetically avoided or ignored. Although thisis
a dimenson of dimate, which can have a role in the shgping of the IS ethos, there is nothing
specific enough to make it an IS ethos dimenson. The same is not true of involvement or

participation.

Being an organizationd function with specid characteridicsin view of its highly technica nature,
the problem of participation is crucid in IS corporate governance. On one hand, participation is
seen as important but, on the other hand, participation is difficult because the issues are too
technical. Hence, decison making in 1S corporate governance is usudly essier if there is less
participation on the part of dl the sakeholders. In other words, opting for not involving managers
who do not fully undergand dl the detalls involved in an 1S-rdated decison is eeser than having
to brief and even coach them extensvely. Such involvement refers especidly to those managers
who ae nat directly involved with the planning or operaion of IS-related resources, but are
indirectly affected by the decisions taken about such resources.

The second trust-related attribute, which is revant for the shaping of the IS ethos is competence
or the perception of competence. In IS corporate governance, we might think of the problem of
perception of competence n two parts: (1) the perception on the part of dl non-IS managersin
relation to the competence of 1S managers and 1S personne, on business-related issues and (2)
the perception on the part of 1S managers and IS personnd in reaion to the competence of line
managers and line personnd on ISrelated issues. As regards the fird part, the level of mistrudt,
which exigs in rdation to the work of 1S personnd is wdl known in the IS literature (Markus,
1983; Smith and McKeen, 1992, Wang, 1994, Ward and Peppard, 1996), especidly regarding the
timeiness of provison of ISrelated services. As regards the second part, the issue stems from
the fact that non-1S gaff increasingly have to take |S-related decisons. Because this transfer of
functiond responshilities to line managers is a farly recent development, the degree of trust or
midrug is not yet well documented in the literature, but the preiminary interviews have showed
that in fact some misrus may exis on the pat of IS managers. In short, in IS corporate
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governance, the issue of competence seems to be a source of mistrugt both on the part of non-I1S
personnd and of IS personnd.

5.4.4 Support

The fourth dimenson we propose for the IS ethos condruct is support. Ghosha and Bartlett
(1994:108) define this dimension as a managerid vaue that “induces “organizationa?membersto
lend assstance and countenance to others’ and explain that the mechanisms through, which such
vaue is achieved are (1) access to resources available to other organizationd actors; (2) freedom
of initiative at lower levels and (3) persond orientation from senior managers thet “gives priority
to providing guidance and help over exercisng authority”. Thus, according to the firg two
atributes, support seems to depend mosly on the autonomy thet the organization gives to
individua organizationd members. Thisis consstent with Nonaka and Takeuchi’ s (1995) notion of
autonomy as one of the key factors behind the development of individua commitment and aso
with autonomy as one of the four psychologica “cues’ identified by Facione, Sussman and
Herden (1987) in the formation of the organizetions communication dimate. Nonaka and
Takeuchi (1995:75) argue that autonomy “increases the posshility thet individuas will motivate
themsalves to create new knowledge’ and dso that “by dlowing them to act autonomoudy, the
organization may increase the chance of introducing unexpected opportunities’.

As regards the formation of an IS climate or ethos, autonomy may be an important attribute but
only in a limited way. There is no difference between the level of autonomy required by the
sakeholdersin IS corporate governance and the level of autonomy required by the sakeholdersin
any other organizationd function, i.e. the IS manager needs autonomy, just as much as the
marketing manager needs autonomy. However, there may be a gpecia case as regards one of the
gakeholdersin IS corporate governance: the line managers. In view of the changing trends, which
have been reviewed in chapter five, many of the traditiond tasks of the IS function are moving on
to the job descriptions of line managers. But trandferring respongbilities and autonomy dso means
transferring power and influence and such processes are never without difficulties, i.e. conflict.
The druggle for power and influence over 1Srdaed resources is intimatdy linked to the
autonomy of line managers in relation to those resources. Hence, the degree of autonomy that
line managers have in IS-related decison making must be an important attribute of 1Srelated

support.

Ghoshd and Batlet’'s definition of support has much in common with Litwin and Stringer’s
(1968) climate dimenson, aso titled support. For the later, support is “the perceived hdpfulness of
the maregers and other employees in the group; emphasis on mutua support from above and
beow” (p.81). Thus, hep and guidance are key components of the support condruct, a the
generd organizationd leve, but not only. Help and guidance are dso fundamentd attributes in the
formation of the IS context. The reason for this is the same often given throughout this text, i.e.
the highly technicd nature of the IS function. Top managers need guidance in understanding the
policy implications of new IT goplications, middle managers need support in deciding, which are
the best gpplications to ingtal and end users need coaching in usng new software tools. Such
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guidance and assstance must come, of course, from information systems managers and gaff, but
thisisnot dl. AsEarl (1996) has argued, clarification of the organization's Srategy is one of the
key processes in the governance of the IS function. Such darification, which is an important form
of hep and guidance, must come from the top of the organization © the information systems
manager, as well asto the line managers S0 as to enable them to formulate | S-related Srategies.

The new role of the information systems managers as “internd consultants’ (Cross, Earl &

Sampler, 1997) has dready been identified and discussed in chapter five. Included in thistrend is
the need for information systems managers and personnd to acquire better interpersona kills
(Brown and Ross, 1996) so that such role of interna guidance and coaching can be fulfilled

successfully. It must noted thet when identifying dimensions of a particular dimate or sub-climate
in organizations (the IS sub-climate), such dimensions are not gatic, i.e. they change as the trends
in the management of that particular sector change. So, while the trends in the management of the
IS function are changing due to changes in the technology and in the organizationd processes, a
new need for amore supportive ethos is arisng. This meansthet if atruly service orientation of
the IS function was not a particularly important dimengion of the IS ethos before, in the future it
will be one of itskey attributes

5.4.5 Structurd 1S-related factors

In developing the topic of organizationd learning a the Srategic management level, Normann
(1985; 222) asks afundamenta question:

are there any basic overall properties of organizational structure and management that increase the
likelihood of an effective strategic action process?

The process of draegic action can be pardlded with the process of IS organizational
implementation, which, in accordance with our definition, is a process of 1S-rdaed organizaiond
learning. Interpreted in terms of IS corporate governance, what Normann is saying is that 1S-
related organizationd learning must dso be eated to IS structurd features in the organization.
Nordhaug (1993) has taken up Normann's question and investigated the sructurd conditions
determined by higtoricd factors, which fecilitate or inhibit learning in organizations

Nordhaug (1993) makes a diginction between macro and micro leve barriers to learning in
organizations. Micro leve barriers “comprise intrapersond and interpersond factors’ (p.198) and
they are grouped into issues such as current competence, practice opportunities, individud
opportunism, relationships between employees and the functioning of groups. All of these issues
reflect the attributes of organizationd climate or context, which we have discussed above and, in
one way or ancther, they are dl embedded in the four IS context dimensons, which we have
labdled as “attitudind”. Wha Nordhaug cdls the macro level bariers are the dructurd
dimensons of organizationd climate, which authors such as Litwin and Stringer (1968), Likert and
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Likert (1976), Fdcione, Sussman and Herden (1987) and Nonaka and Takeuchi (1995) have
discussed.

Nordhaug's firg dructurd factor is the work sysem. This factor includes job design, job
development, the rigidity/flexibility of job boundaries, mohility of jobs across organizationd  units
and the opportunities for the devdopment of multi-skills. Related to the work system s the
organizetiond gructure as an important dimenson of organizationa dimate, especidly in what
concerns the way that dtructure “dlows for contact and interaction across jobs, professons,
teams and subunits’ (1993: 219). All such congderations regarding the way that the work is
organized can be synthesized into one concern: does the organizationd Structure contain good
communication mecheniams? Communication as a dimendon of dimate had dready been
upported by Likert and Likert (1976), Fcione, Sussman and Herden (1987) and Nonaka and
Takeuchi (1995). Thus, as the mogt horizontd of dl functiond aress, IS corporate governance
needs avariety of structural overlays (eg. IT advisory committee, crossfunctiond job transfers,
joint project management) in order to improve communication and achieve integration between
the needs of the IT platform and the needs of the busness platform (Zmud, 1988; Brown ad
Rass, 1996).

Other important gtructurd factors, according to Nordhaug (1993), are the priorities for human
resources development and the incentives sysem. Both factors are crucid in terms of IS
corporate governance. Being an area with a srong technologica dant, the IS function needs to
give goecid attention to the issue of human resources devel opment, not necessarily regarding
purdy technologica <kills, but regarding hybrid skills in the technology-business interface (Earl,
1989). In relation b the incentives system, Nordhaug (1993:213) argues that “in addition to the
career system, the compensation system plays a centra part concerning acquisition, exchange and
gpplication of individudly hed competencies’. The incentives system too isaspecd problem for
IS corporate governance, again in view of the fact that the IS function has a strong technologica
dant. Although there may be atrend for thisto be less and less a“ specid problem”, higoricaly IS
saff have earned more than other staff in comparable hierarchical pogtions and, in fact, this
Stuation has contributed towards the “culturd gap”, which we have discussed in the previous
chapter (Ward and Peppard, 1996). However, because the incentives system has been a dividing
factor, the IS corporate governance in many organizations has tried to revert this Situations putting
a “freeze’ on the sdaies of IS gaff. Clearly, this has had both pogtive and negative
consequencesin terms of the formation of the IS organizationd ethos.

Fndly, Nordhaug (1993) includes as a dructurd factor the organization's culture. While this
incluson may be debatable because culture can be thought of as the consequence and not the
cause of these macro level barriers, Nordhaug makes a point , which can be crucid when
trandated into IS corporate governance terms. He argues “[culture] is itsdf a repository of past
learning and a means through which this learning as well as new knowledge are communicated
between individud employees’ (p.216). This is perhaps more a Stuationd factor than a structura
one, but the point, which Nordhaug is trying to make is tha Stuationd factors can become
Sructura with the passng of time. Turning now to IS corporate governance, Land (1992) argues
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that the perceptions in the organization about the technica qudity of an IT gpplication is a key
factor for the successful outcome of its implementation. Land is referring to a sngle 1T
implementation project, but as time passes and the organization builds up knowledge dout the
“usud” technicd quality (or lack of it) of successve implementation projects, such collective
perceptions become part of the organization’s culture. Hence, we may say that the technical
quality of IT applications is a structurd factor contributing to the organization's IS ethos, which
a fird may be stuationd but, eventudly, becomes structurd. The table below summarizes the

key dtributes of the five factors, which contribute towards the organization’'s IS context or IS
ethos.



Table 5.3- Key attributes of 1S corporate governance dimate dimensons

| Scontext or IS ethos

Support from theliterature

1. 1SIntent Stretch Intention
? ISrelated strategic visions Ghoshal and Bartlett (‘94) Nonaka and Takeuchi (*95)
? ISrelated collective comitment ? Shared ambition ? Organization’s aspirations
? Personal meaning of 1Srelated ? Collectiveidentity ? Standards or visions
issues ? Personal meaning ? Collective commitment
2. Discipline Discipline Responsibility
? Needtorespect IT platform Ghoshal and Bartlett’s (‘94) Litwin and Stringer (‘68)
standards ? Performance measures ? Thefeeling of being
? Anunderstanding of business ? Fast cycle feedback “your own boss’
platform needs ? Consistent sanctions
? Anunderstanding of IS Contral
development constraints Likert and Likert ( 76)
? How concentrated are the
control functions?
3. Trust Trust Conflict
? |IStrack recordintheorganization Ghoshal and Bartlett’s (‘' 94) Litwinand Stringer (‘68)
? 1S skills and competencies ?  Equity ? The emphasis placed on
? Involvement in IS policy making ? Involvement getting problems out in
? Competence the open
4. Support Support Autonomy

? Autonomy intheuseof IS

Ghoshal and Bartlett’s (' 94)

Nonaka and Takeuchi (*95)

resources ? Access to resources
? Need for coherent clarificationon ?  Autonomy Autonomy
policy-related issues ? Guidance and help Falcione, Sussman and
? Need for service orientation on Herden ('87)
technol ogy-related issues
5. Structural factors Macro level barriers Redundancy

?

| S-business integrating
mechanisms

|S-related priorities for human
resources development
IS-related incentive system
Historical technical quality of IT
applications

Nordhaug ('93)

?  Work system

? Incentives system

? Human Resources
Development priority

? Organizational structure

? Organizational culture

Nonakaand Takeuchi (‘95)

? Sharing redundant
information

Communication
Likertand Likert (‘ 76)




5.5 Operationalizing IS organizational learning

In order to operaiondize organizationd learning in the context of IS corporate governance we
must firgtly recap the gpproach to IS implementation, organizetiond learning and organizationd
contexts we have been developing since chapter two. This is presented in summary form in Box
52

Box 5.2

? IS organizationd implementation is an al-encompassing process of organizationd learning
shaped by |S-related managerid action and organizationd contexts

? The outcome of IS implementation is the effects of the ultimate integration of IT artefacts into

the socid processes of the organization expressed in terms of organizationd effectiveness,
inter alia

? Organizaiond learning is the collective cgpability thet organizations have acquired and which
endbles them to deveop new knowledge, i.e. to make new conceptud distinctions and vaue
judgements (von Krogh and Roos, 1995)

? Such collective capability can be understood as a st of organizationd and manegerid kills,
which can be developed and which alow the organization not only to adgpt more effectively to
the course of events but actudly increases the organization’s cgpacity to innovate, in terms of
both process and outcome (Normann, 1985)

? Organizationd and managerid sKkills can be task-related or vaue-related. Task-related and
vaue-rdaed managerid action shape organizationd contexts, which are characterized by
being more or less oriented towards an individud predispogtion to initiative, credtivity,
collaboration and learning (Ghoshd and Bartlett, 1993,1994)

? Organizationd learning is both an organizationd process and an organizationd outcome. As a
process, learning is about communication, ephemerad and difficult to “freezé’ in time, to
measure or to andyse. But as an outcome, learning can be andysed as a phenomenon of
change over time in the existing stock of collective knowledge

? Hence, the concept of organizationd learning can be operationdized by saying thet
organizational learning as knowledge development occurs when the capacity to
enhance organizational action is achieved over time. Such capacity to enhance
organizational action can be regarded as the organization’s collective stock of
knowledge or organizational knowledge

Having established, hypotheticaly, some key relaionships between IS organizationd learning and
other organizationd conditions and having defined IS organizationd learning as a phenomenon of
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change, our next task is to find key atributes or indicators of IS organizationd learning. By
drawing on the relevant literature we will try to find and signd attributes, which are embedded in
the above conception of organizationd learning and which, a the same time, might be adaptable to
the case of IS corporate governance.

In chepter four we sated that |S implementation is a process of 1S organizationd maturity and
that the key ingredients for the facilitation of such process of change are cooperation, partnership
building and the establishment of an gopropriate organizationd dimate or context. IS maturity is
achieved when “management is comfortable managing the use of IT and employees ae
comfortable using the technology” (Sprague and McNurlin, 1993:43). However, to tak of
cooperation implies dso to tak of the opposte nation to cooperation, i.e. insularity or isolation.
Regarding this particular IS corporae governance issue, Keen (1988:41) makes the following
argument:

The goals of any information services organization must be to create a management process for
using information technologies, as a coordinated business resource. The barriers to achieving this
are generally not knowledge or budgets or technology, but the politics of ambiguity, [ i.e] the lack
of clarity about the new role of IS given its historical role and its distance from centrality in the
organization [ and] the insularity of 1S in its relationships and contacts across the organization,
and the insularity of management in its handling of the businessimplicationsof IT.

Insularity of 1S personnd versus the need for cooperation can dso be seen againg the
background of the “pushpull” dynamics as suggested by Zmud (1988) and discussed in chapter
four. In order to fadlitate technologica innovation in the busness plaform “need pull” and
“technology push” are required and in order to fadilitate technologica innovation in the technology
platform, “technology pull” and “need push” are equaly required.

This is perhaps the centrd issue and the main source of tenson and conflict in IS corporate
governance, which can only be overcome by purpossful managerid action and an IS ethos
conducive to the lessening of such tenson and conflict. Brown and Ross (1996:59) suggest thet
“ultimately, the god is to have 1S-busness partnership and I T infrastructure development thinking
0 enmeshed in the organization's culture as to be sdf-susaining regardless of the IS
organizational dructure’. In other words, we might sy that 1S organizationd learning as an
outcome can be defined as the change in the level of cooperation achieved among the major
managerial stakeholdersin IS corporate governance characterized by the achievement of
an ideal state of balance between the standardization required by the IT platform and the
innovation sought after by the business platform
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Table54

Organizationswhich rely on IS organizational
structure
IS determines service levels

Organizations where | S cor por ate gover nance
goals have been absor bed into culture
Constant negotiation takes placein order to
determine effective level of support

Users areinvolved mostly at the “requirements’
stage in the planning of new information systems

Shared goal s are present through the planning of
new information systems

Formal communication paths between IS and line
departments staff

Thereis mutual understanding of each others’
roles

Individual 1S projects arejustified in terms of return
on investment criteria (ROI)

IS/IT planning isincorporated into the form’s
strategic planning

Multiple IT standards. IT infrastructure is built up
piecemeal

Firmwide commitment to an IT infrastructure,
which increases flexibility and decreases cycle time

Pockets of IT expertise

L earning approach to IS corporate governance

Table 5.4 shows a number of attributes typica of such ided sate of baance or “enmeshing” of
organizationd objectives, as suggested by Brown and Ross (1996). The opposite attributes listed
in the two columns highlight the changes, which would be needed in the collective stock of
knowledge of organization X in order to enable us to say that |S-rdated organizationd learning
has occurred in organization X. This pogtion finds support in the management and information
sysemsliteratures, asfollows.

Cohen and Levinthd (1990) argue that crossfunctiond absorptive (i.e. learning) capacities are a
crucid part of the overdl organizationd effort to build more and better learning cgpabilities. Using,
as examples, the relaionships between desgn and manufacturing departments or R&D and
marketing departments, they date that “it has become generdly accepted that complementary
functions within the organization ought to be tightly intermeshed, recognizing that some amount of
redundancy in epertise may be desrable’ (p.134). This is in line with Ghoshd and Batlett's
(1994:107) propogtion that collective learning is“aresult of the combination of didtributed initictive
and mutua cooperation” and adso behind Nonaka and Takeuchi’s (1995) rotion of “networking
knowledge’ asthe find stage of their process for creating organizationa knowledge.

In the information systems field, Henderson (1990) has advanced the notion of networking 1S-
related knowledge and Boynton, Zmud and Jacobs (1994) lave described the concept of IT
absorptive cagpacity as embodying concepts such as managerid IT knowledge and 1T
management process effectiveness. In both cases, dthough using different terminology and
different research gpproaches the notions used by those authors are smilar to our notion of IS
organizationd learning (see Table 5.5). We will return to these authors and to the reevant
information sysems literature in the find chepter, when we discuss the condusions of the
empirica research.
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Table5.5

Key attributes of |1 S or ganizational learning Support from theliterature

Changes, over time, in the effectiveness of IS
organizational implementation reflected in the following
IS corporate governance characteristics: (Normann, 1985); Keen (1988); Zmud (1988);
Cohen and Levinthal (1990); Henderson
? Cooperation between IS and line managers instead (1990); Prahalad and Hamel (1990); Ghoshal

of isolation and Bartlett (1993, 1994); Boynton, Zmud and
? Relationship building instead of conflict generation Jacobs (1994); Nonaka and Takeuchi (1995);
? Integration of IT into formal business planning (von Krogh and Roos, 1995); Brown and Ross
mechanisms (1996)

? Integration of IT into business platform through
informal top management action

5.6 Summing up

In this chapter we have taken Earl’s (1996) propositions, discussed in chapter four, regarding the
congtitution process, and have enlarged them by bringing in managerid action and organizationd
vaues. From the discussion in chapter four, it has emerged that the constitution process has a
much more centrd and decisive role in the whole process of 1S implementation than that author
has given it credit for. Thisis due to the fact that managerid roles and relationships are not just
ordinary components or imperatives of an overdl IS drategy framework. Together with
managerid vaues, they are the conditutive components. Furthermore, they are not just planning
components but they are mostly action components, which have to be lived rather than planned.
Managerid vadues have an influence on the establishment of organizationd roles and these, in
turn, characterize the dyadic relationships between the stakeholders involved in IS governance.

In this chapter we have atempted to bring the theories and the language of organization behaviour
to information sysems. We have taken concepts as such dretch, discipling, trust, support,
sructurd factors and organizationd learning and have given them a new reading. Our amisto
prepare the ground for the empiricad wark, which is described in the next chapter. In chapter Sx
we build these theoretical notions into a causd modd, which served as the basis for both the deta
gathering activities and the data analys's procedures.
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Chapter 6

The Empirical Research: exploring the

managerial action framework in IS corporate

governance

Theintellectual disease of analysing data to the exclusion of the situation may be called
data fixation. Its principal symptom is a certain obsesiveness with arithmetic (...) |

must confess that | regard the invention of datistical pseudo-quantities like the
coefficient of correlation as one the minor intellectual disasters of our time; it has
provided legions of students and investigator s with opportunitiesto substitute arithmetic
for thought on agrand scale

K. Boulding, Administrative Science Quarterly 3(1) 1958:16

Chapter 6 summary
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6.1 Introduction

6.2 Methodology

6.3 The empirica research design

6.3.1 Objectives of the empirical research

6.3.2 The empirica research question

6.3.3 Stages of the empirica work

6.4 Defining the empirica research model
6.4.1 Thetypeand levd of andyss

6.4.2 The research model

6.4.3 The survey questionnaire

6.5 Data collection

6.5.1 Thefird interviews

6.5.2 The postd survey

6.5.3 The second interviews (leading to five short case sudies)
6.6 The short case studies

Tt
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6.1 Introduction

The figure bdow sums up the key points made in this dissertation 0 far and encgpsulates the
assumptions behind the design of the empirical part of the research

Figure 6.1 - Overview of the empirical research model

The organization’s (cultural) knowledge system 4

Different types of occupations and different types of
knowledge give rise to the constitution of different
organizational climates or contexts

IS corporate
ThelS-related governance
'S corporcte context or the |4 formal roles
w ) (present and
governance |S ethos future)
organizational .
values across three 7?ISValues omm e e
manage_rlal ??IS Roles
cetegories: . 2?1S Relationships |S-corporate
™, ISM, SLM (informal roles) |*— governance
structural
l conditions

Influence upon |S-related organizational learning
in the I'S corporate governance processes

!

New |S-related managerial skills which contribute .
towards greater effectivenessinal ISrelated ---------
organizational processes
(IS organizational implementation)

* TM=Top Managers,; | SM=Information Systems Managers;
SLM=Senior Line Managers

Rapidly going through the figure, we can see that the organization is seen as an autopoietic (i.e.
living) entity with its own knowledge system that, in addition to factua knowledge, contains aso
cultura knowledge. Because facts and vaues are difficult to disentangle in terms of individud as
well as socid cognition we assume that organizationd knowledge is dso culturd. Often the
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culturd dimenson of organizationa knowledge is just taken for granted, that is, its exigence is
acknowledged but authors do not bother to emphasize it. This is why we have left the word
cultural in brackets. The organization's knowledge can be andysed from many different view
points.

It can be andysad from the view point of sub-cultures, associated with the existence of different
occupdtiond groups and different organizetiond leves in the same organization. Or it can be
andysed from the point of view of organizationd dimates or contexts that exist in the same
organization. Climates or contexts have a more transent sgnification than culture and can be
thought of as being made up of shared perceptions by individuds or groups about psychologicaly
important and enduring (molar) factors in the organization. Among many of the sub-climates or
sub-contexts in the organization, we may find an ISrelated climate or context.

The organization's 1S-rdated dimeate or context is congtituted by means of an interplay of IS-
related gructurad conditions, values, roles and rdaionships (informd roles). Such dimate or
context, in turn, has a mgor influence upon the leve of |S-reated knowledge devel opment (or
learning) that the organization can muger. Organizationd learning, as an outcome of the new
socid processes associated with the introduction of new IT artifacts, can be evaduated in terms of
the changes, which occur, in time, to the effectiveness of al the organizationa processes related
to the introduction of such atifacts. Hence, the organization's 1Srelated climate or context is
related to the level of mprovement (or change), which the organization can achieve in the
effectiveness of its |S-related processes. Findly, new 1S related learning contributes towards the
organization's knowledge sysem and, of course, to dl the sub-cultures sub-climates or sb-
contexts, which make up such knowledge system.

The chdlenge we have st oursalves in the empiricad part of this research is to find out more
about the typical components or characteristics of ISrelated contexts or climatesin large
organizations. |Srelated contexts in different organizations share many characterigtics, which
are commonly known in the world of practice as, for example, the cultura differences between IS
and business personne highlighted in Box 5.1, which characterize the organizationd context in

many firms.

Our research desgn is, therefore, cross-sectiond. We use data from many companies, in an
attempt to discover common patterns or characteristics, which may help us better understand the
key ingredients of what we have called he ISrelated context or IS ethos. Because different
companies will have different |S-rdated contexts, our findings will be of a generd nature. So, it
must be clear that our am is not to uncover the best or the most gppropriate characterigtics of
such contexts, but smply to find out whether there are any characterigtics, which we might say
are typica of such contexts. If successful, this effort may prove to be of use, especidly as a
sepping stone for further research.

The shaded part of Figure 6.1 corresponds to the focus of the empirica part of this research. In
the sections that follow we will explain the methodology, the research design and the various
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gtages of the empirical work. The chapter ends with the presentation but not the discussion of the
results of the second round of interviews, i.e. the short case sudies. The discusson will be left for
the find chapter, dong with an evduation of the empirica research methods, some practicd
guiddinesfor the organizationd implementation of 1Sand suggestions for further research.

6.2 Methodology

With the words of Kenneth Boulding in mind (See quotation a the outset of this chapter), we will
St out, in this section, the methodologica bad's upon which our empirical research design rests.

In the information systems discipling, the question of which research methodology is most
aopropriate has been a concern for some time. Orlikowski and Baroudi (1991) have identified
three broad research paradigms - positivist, interpretivist and critical. Those authors found that
about 97% of 1S research articles fal under the postivig paradigm. A research paradigm can be
consdered as positivist when formd propostions, quantifiable measures of varigbles, hypothess
testing, and the drawing of inferences about a phenomena from a representative sample to a
Sated population are used.

IS research may be categorised as critical when the main task of the researcher is seen asbeing
one of sodd critique, whereby the redtrictive and dienating conditions of the status quo are
brought to light. In critica research the investigation seeks to be emancipatory in thet it amsto
help diminate the causes of dienation and domination and thereby enhance the opportunities for
redisng humaen potentid (Myers, 1998). This school of thought in IS research is srongly
influenced by the philosophy of Jurgen Habermas and is especidly prevadent in the work of Rudy
Hirscheim and colleagues (see, for example, Hirscheim, Klein and Lyytinen, 1996)

IS research can be classified as interpretive research, when there are no predefined dependent
and independent variables but the focus is on the complexity of human sense making as the
Studion emerge. Interpretive research atempts to undersand the phenomena through the
meanings that people dtribute to them, enabling an understanding of the socid and organisationd
issues related to the adoption and integration of 1S1T in organizations. Examples of this type of
research paradigm in 1S can be found in the work of Boland (1987, 1994), Orlikowski (1991,
1994) or Washam (1993).

In chapter one we stated that our overdl research methodology was interpretive. This means that
the overdl background of the research described in this dissartation is influenced by an
interpretivist epigemology. It means that organizationd phenomena, such as the organizationd
implementation of information systems, are regarded not as being objective redity but as being the
result of interpretations or sensemiaking by organizationa members of the redity around them.
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Agang this background, we have worked on the conceptud part of the research (chapterstwo to
five).

For the empiricd pat of the research, described in this chapter, we use a combination of
interpretivis and pogtivis methodologies in a multi-methodological gpproach, as suggested by
Mingers (1997). That author argues thet the traditiond atitude of isolationism by IS researchersin
defending their own paradigm as the “ correct on€’ is pointless. He maintains that

Each research approach focuses on different aspects of reality and, therefore, it is best to try to
combine several together in a single piece of research or intervention in order to gain the richest
appreciation of the situation (p. 761)

We agree with Mingers pogtion, espedidly because in an applied fidd such as 1S, it is important
to achieve a baance between rigour and relevance (Myers, 1997) and often the best way to
achieve such a baance is to use a multi-paradigm design. Such a view is dso consgtent with
Legs (1991) when he argues tha posgtivis and interpretivis designs are not only mutudly
upportive, but they are mutualy supportive within the same study.

Ancther important distinction regarding the reseerch methodology is between quditaive and
quantitative methods. Quantitative methods rely on forma methods, which try to reduce the
complexity of a given organizationd set up to a smpler modd, measurable by means of numerica
desgnations. Qudlitative methods use sources such as interviews, documents, texts or participant
observation as wdl as the ressarcher’s own impressons and reactions. Both quantitative and
quaitative reseerch designs can be positivigt or interpretivist, depending upon the researcher’s
epigemologicd foundaions. In the present dissertation, both types of methods have been used
under an interpretivist episemologica background (see Figure 6.2).

Figure 6.2 - The triangulation of research methods

Interpretation of

short case
studies
/ (qualitative) \
Descriptive Inferential
results of postal results of postal
survey survey
(quantitative) (quantitative)

Interpretivist epistemological
background
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The postd survey we have carried out produced quantitetive data, which was andysed both as
descriptive Satidtics (i.e. comparing average scores between different groups of respondents) and
as inferentid gatigtics (i.e. testing the hypotheses of corrdation between variables). These two
methods, in turn, were used in triangulaion with a third type of method - the interpretation of 16
interviews compiled and summarized into five short case sudies. Triangulating means comparing
and cross-checking results obtained through different methods of andyss

6.3 The research design

6.3.1 Objectives of the empirical research

In thinking about the empiricd part of the research, it has dways remained dear in our mind thet
our key objective in this dissartation was to build up a conceptuad argument in favour of a new
gpproach to the implementation of information systems - the organizational approach. The work
on the empirica data has dways been perceived by us as complementary to our key objective and
a0 as exploratory of only a part of the ground we have tried to cover in the work on conceptud
development.

Thus, the objective of the empiricdl work is to explore the managerid action framework as
outlined in chapter three and applied to information systems governance in chapter five. For such
exploration we have made use of the dimensions of dimates or contexts we have been ableto
identify in chapters three (see Tables 3.5 and 3.6) as wel as of the hypotheticd relaionship
between the congructs of dimate/context and organizationd learning proposed by Ghoshd and
Bartlett (1993;1994) (see section 3.4.5).

6.3.2 The research question

In generd terms, our research question is what can we find out about | Srelated context or “1S
ethos’, which may improve the level of ISrelated organizational learning ? From our
previous discusson, we know that the ISrdlated context or “IS ethos’ is made up of 1Srelated
vaues, formd and roles and structura conditions. So, we may rephrase our research question and
formulated it as follows what can we find out about | Srelated values, formal roles, informal
roles and Sructural conditions, which may improve the level of |Srelated organizational
learning ?

With this research question in mind we s&t out to design our empirica work.

6.3.3 Stages of the empirica work

Stage 1 - Liging the key managerid roles according to the emerging trends in IS corporate
governance (carried out in chapter five)
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Stage 2 - Adapting such managerid rolesto Ghoshd and Bartlett’ s (1993;1994) managerid action
framework (carried out in chapter five)

Stage 3 - Operationdizing organizationa climate or context and organizationd learning in terms of
IS corporate governance (carried out in chapter five)

Sage 4 - Determining the attributes of 1S corporate governance vaues, dructurd factors
(fadlitation/inhibition of organizationd learning), 1S organzationd learning and (carried out in
chapter five)

Sage 5 - Defining the empirica research modd and trandating the emerging IS corporate
governance roles combined with the above mentioned 1S corporate governance atributes into a
urvey questionnaire (to be carried out in chapter Six)

Stage 6 - Vdidating the quedionnare items (derived from UShiased literature) with 10 IS
lecturersresearchers in the UK and with 20 1S managers in Portugd (the firgt set of interviews,
in May-June 1997)

Stage 7 - Adjuding the quegtionnaire items in the light of the firgt interviews, giving the poga
aurvey itsfina form and goplying it (from July to September 1997)

Stage 8 - Chadng nonrrespondents, receiving the questionnaires, setting a find deadline for
recapt of quegionnaires (February 1998) and andysing the data (until July 1998). Drawing
preliminary condusions from the postd survey.

Stage 9 - Preparing second round of interviews and interviewing 16 managers (top managers, IS
managers and senior line managers) from five of the responding companies (from September
1998 to January 1999).

Sage 10 - Transcribing and summearizing interviews (from January to March 1999). Find andyss
of the data and conclusions of the empiricd research

6.4 Defining the empirical research model

6.4.1 Thetype and leve of andyss

As we had indicated in chapter four, we see the issue of the organizationd implementation of 1S
asrevant a two levels: the strategic or corporate governance level and the operationd level. In
our “double triangle’ modd, we suggest that |S-reated organizationd learning takes place a the
corporate governance leve, with three mgjor stakeholders - the top manager in charge of the IS
function (TM), the information systems manager (1ISM) and the senior line managers (SLM) and
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a the operationd implementation leve, dso with three mgor players - the senior line managers
(as link-pins with the top triangle), the middle managers and the end users. Both levels are very
interegting in terms of 1S research, but due to the complexity and the size of the problem we fdt
we could only tackle the top one in this dissartation. Thus, in terms of leve in the organization, our
research will focus on the strategic or the corporate governance level.

The type of andyss, which we have usad has been ingpired in the tradition of organizationd
climate research. Schneider (1990:384) defines cdlimate as

the incumbents’ perceptions of the events, practices and procedures and the kinds of behaviour
that get rewarded, supported and expected in a setting

Events, practices and procedures are the routines of the setting. The setting can be the whole
organization or it can be particular aspects of the organization. In the research described by
Schneider (1990), the setting was the ensemble of the routines, which made up the “service’
component in a bank. In other words, cimate research “presents the chalenge of identifying the
routines and rewards related to a particular criterion of interet” (p.386). In Schneider’s case,
sarvice was the criterion of interest. In our case, IS corporate governance is the criterion of
interest. Furthermore, that author has an ingrumental gpproach to climate research, which we
aso support. He dates:

Once the routines and rewards that are conceptually likely to facilitate the accomplishment of the
specific goal of interest are identified, their status in organizations can be assessed and attempts to
change the way they function can be made (p. 386)

Two important issues should be consdered in dimate research, according to Schneider (1990).
The fird is perceptions and the second is aggregation. The perceptions of the people who work in
a stting are the basic diagnogtic toal in this type of anadyss because it is the “perception of
multiple routines and rewards that is assumed to communicate the meaning of whet isimportant in
aseting” (p. 386). Aggregation is dso an important congderation in view of the fact thet in order
to draw any conclusons about the dimate of a seting, the perceptions of many individud
paticipants must be aggregated. Schneider cites examples of dudies where individud’s
perceptions have been aggregated to produce data about climate across different pogtions,
different levels and different branches of banks. He observes:

perceptions will aways come from individuals, but the analysis of individual’s perceptions may
occur at any meaningful level. That is, perceptions collected from individuals must be such that the
level to which they are aggregated makes conceptual sense. This is accomplished by providing
respondents with the frame of reference appropriate for the level of analysis for which data will be
used (p. 388)

In our empirica work we have dso had a frame of reference, which was consstently used
throughout the various data-gathering procedures. The common theme running through the
empirica data gathering activities were the actions (i.e. Stuations, behaviours or attitudes) of the
three main IS corporate governance stakeholders.
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In the fird st of interviews and in the survey questions, the respondents were given the following
frame of reference a lig of sentences describing IS corporate governance stuations,
behaviours or attitudes in the daily life of the company presented from the perspective of
one of the three key stakeholders - the top manager (TM), the information systems
manager (ISM) or the senior line managers (SLM). Respondents were then asked to choose,
on a sx-point Likert scae, the degree to which they agreed or disagreed with the sentence. In the
second st of interviews the respondents were given ancther frame of reference: the main
reasons for the success or failure of the key information system(s), which have been
implemented in the company in the lagt five years, taking into considerations the actions of
three leading actors - the top manager (TM), the information systems manager (ISM) or
the senior line managers (SLM) - insofar as they were involved in such implementation(s).
In this case respondents were asked to comment fredy upon their perceptions of the reasons
behind such successes or failures.

The levd of andlyss, in our empirica research, is inter-organizationd. The interviews and the
postd survey are cross-sectiond in the sense that they cut across auniverse made of the largest
companies in Portugd. In chapter two we have made the following statement, after Weick
(1995):

We can talk of sensemaking as a mechanism operating at individual, organizational and extra-
organizational level to create knowledge systems. In the case of organizations, the knowledge
system is the result of a cumulative process of individual and collective construction of
organizational reality, through a continuous interpretation and re-interpretation of the environment
(internal and external).

Thus, we bdieve that the knowledge sysem, which governs IS thinking within each organization
cannat be divorced from the knowledge system, which is prevaent in the ingtitutiona environment,
regarding 1S corporate governance in generd (i.e. a the extra-organizationd leve).

From our research effort we do not presume to take conclusons, which can be generdized across
the universe of the largest Portuguese companies because the Stuation regarding IS corporate
governance is so varied. 1S governance varies according to the sze of company, to the type of
business and d 0 to the generd managerid style. But in view of the extra-organizationd influence
upon the internd settings in each individud organization, we may assume that there are common
trends or characterigtics across organizations (in our case, only large organizations), which define
what we might cdl an institutional IS organizationd context or ethos.

Hence, we are able, at this point, to detail our research question further. In addition to being
concerned with what we can find out about ISrelated context or “ 1S ethos’, which may
improve the level of ISrelated organizational learning we are further concerned with
detecting trends or patterns in 1S corporate governance in large companies in Portugal,
regarding |1 Srelated values (stretch, discipline, trust and support) and | Srelated structural
conditions, as discussed in chapter five.
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6.4.2 The research mode

On the basis of the discussion o far, the conceptuad modd shown in Figure 6.3 was put forward.
Thismodd, which isaimed at being evduated quantitatively and quditatively, has Sx congtructs or
latent variables. Five of the congtructs are independent and the sixth congtruct is the dependent or
endogenous variable, i.e. |S organizational learning. From the five independent congtructs four
are dtitudind or vaue-oriented - IS Intent, Discipline, Trust and Support and the fifth is
dructurd - Facilitation/Inhibition of 1S organizational learning. For the rposes of the
quantitative evauation of the mode, the gx laent variables are not measured by direct
observation but are measured indirectly through a number of manifest or observed varidbles.

Figure 6.3 - The research model

Dependent

endogenous
variable

IS
Organizational
L earning

\

Independent exogenous variables

Structural
facilitation/inhibition
(structural factors)

Each laent variable is made up of a number of observed variables which, in turn, correspond
roughly to the dimensons of dimate or context gpplied to IS corporate governance and discussed
in chapter five. In order to measure each variable a questionnaire item was developed. Hence, a
urvey questionnaire was built, where the questionnaire items are the observed variables.

The conceptud mode is not causd, that is, we do not beieve thet the dependent variable is
caused by the independent varigbles, but it depends on them to a certain extent. Such

dependence is measured by the degree of corrdation between the modd’s latent varigbles or
congructs. In turn, this means that within each congtruct there has to be a certain degree of
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coherence and homogeneity among the manifest varigbles, which condtitute it. Such internd
coherence is vaidated by the theoreticd argumentation presented so far and is inferred from the
correlation among such manifest variables. The datigticd test used to vdidate the internd
coherence of a congtruct is the Cronbach’s dfatest (Cronbach, 1951).

As explained above, the manifest varigbles associated with each of the Six condructs were
derived from the dimensons and attributes of IS organizationd context and of IS organizationd
learning, which have been discussed in chepter five. Such items took the form of statements about
daly I1Srdated managerid behaviours, atitudes and outcomes and reflected the IS organizationa
context and 1S organizationd learning dimensions and attributes. The five independent congtructs
were built as a modd of the IS corporate governance context or dimate of a typicd large
organization. The sxth congdruct - 1S organizationd learning - was built as the outcome of such IS
corporate governance and hence of the outcome of organizationd implementation of IS.

This conceptud modd has dso served as the bass for a quditative evauation exercise, by means
of the second st of interviews. After the work on the postal survey was concluded it was
decided to explore the mode further by means of a series of in-depth interviews with the same
groups of managers as those featured in the survey (i.e. a top manager, the IS manager and a
senior line manager). Five companies were sdlected from the group, which responded to the
questionnaire and in each company & least one manager from each group was interviewed.

6.4.3 The survey questionnaire

The generation of the survey quedionnare items was caried out as follows. Firdly, the
dimensons and attributes related to values and atitudes (1S Intent, Discipline, Trust and
Support) were cross-checked with the IS corporate governance trends identified in chapter five.
This hed to be carried out because manageria vaues cannot be divorced from managerid action
and in order to invedtigate ISrdated vdues by means of a questionnaire, meaningful questions
hed to be related to the dally 1Srdated activities of managers. From the matrix obtained (see
Table 6.1), it was possble to identify which atributes were associated with which IS corporate
governance trends and aso who was involved, from the three key stakeholders: the top manager,
the 1S manager and the senior line managers.
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Table 6.1- IS corporate governance trends associated with |S context dimensions (values and attributes) and key playersinvolved
Values and Attributes

1S Intent Discipline Trust Support
IS IS Personal Need to An under- An IStrack | ISskills | Invol- Auto- Needfor | Need for
related related meaning of | respect standing of | unders record and vement | nomy in | coherent | service
stra- collectiv | ISrelated IT business tanding inthe compe | in the use clarifi- orien-
tegic ecomit- | issues platform | platform of IS organi- | tencies IS of ISre- | cationon | tation on
visions ment stan- needs deve- zation policy sources policy- techno-
dards lopment making related logy -
cons issues related
|'S corporate traints Issues
governancetrends | key playersinvolved | T™, ™, ™ ™, ISM ERY] 1SM ISM, ™/ SLM ™ ISM
ISM ISM, SLM SLM S M
SLM
1. Building and managing the IT infrastructure, i. e. a
coherent blueprint for atechnology platform Q1 Q7 Q8
responsive to present and future business needs
2. Building and maintaining partnerships between I T Q11 Q12 Q13
specialistsand IT users
3. Achieving high performance and rapid technical Q10
progress by the I T organization
4. Managing the organization’s I T sourcing strategy and Q6
identifying new technological solutions
5. Centralized topsight of the IS function with personal
involvement and comitment from top management Q3 Q14
6. Decentralized implementation of IS through a Q4 Q9
federal-type | S organization
7. IS staff acting more as business consultants and less as Q15
technicians
8. Improving IS strategic planning, i.e. integrating IS/IT | Q 2
efforts with business purpose
9. Developing IS human resources and creating a strong
IS/IT workforce
10. Line management’s new role in the management of Q5

and experimentation with IT at the local level

Note: The shadings indicate the areas where there is likely to be an impact between the trend and the context dimension. The letters Q indicate the areas chosen to formulate survey questions. The

numbers indicate question numbers.
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From here, it was possible to articulate a st of statements, which contained both the activities and
the rdaionships involved in the daly peformance of IS corporate governance tasks. Some
sakeholders, namely the IS managers, appear more frequently than others as it would be
expected. But when developing the questionnaire attention was pad to the need of keeping a
baance among the three players. This has led to a choice of questionnaire items, which included
the same number of mentions to each of the three playersinvolved. Hence, in the 15 items dedling
with managerid vaues and attitudes, there were five mentions to each of the three players.

Hence, the statements which conditute the questionnaire items reflect forma roles loaded or
associated with organizationa vaues, adl in the context of 1S corporate governance. One example:
guestion 7 - “The Top Manager recognizes the importance of the development of an information
architecture in the company folg and of the need to respect [alue] the sandardization of
processes, which follows ”. Another example: quetion ten - “The Information Systems Manager
and his’her dtaff are seen to have a credible [value] track record regarding the provison of timely
and gppropriate I T services[role], i.e. they have the trust [valug of the line departments’.

Furthermore, by having the same questionnaire replied to by the three groups of managers, the
results were intended to reflect a baanced and aggregated view of the key stakeholdersinthe IS
corporate governance process, in these companies. The results were dso intended to give an
indication of the types of relationships, which typicdly exist among the three groups of managers.
Such indications were investigated by looking at the differences in the aggregate scores for each
group.

Thefull lig of survey questionnare itemsfollows.

ThelSIntent construct

Variable name Variable description
ISM-VISION | 1. The Information Systems Manager has a clear idea about how the IS/IT
infrastructures relates to the business strategy now and in the future

TM-VISION 2. The Top Manager has a personal vision regarding the growing strategic importance
of IS/IT for the business and isinvolved in the major decisions regarding IS at
corporate level

TM-INFLU 3. The Top Manager is capable of influencing favourably the company’s Board of
Directorsin key issuesfor the long-term development of IS/IT

S_LM-ROLE 4. The Senior Line Managers have arelevant role regarding the planning and
implementing of short and long-term strategies for the development of IT applications
in their own departments/divisions

S M-EUC 5. Senior Line Managers understand that alarge proportion of IT learning by end-
usersislocal and informal and that for such learning to occur conditionsneed to be
created and managed

ISM-SCANN | 6. TheInformation Systems Manager is aware of the need to |ook outside the company
in the search for new technological solutions, either in the form of outsourcing IT
services or find new technological tools

TheDiscipline construct

Variable name Variable description

TM-STAND 7. The Top Manager recognizes the importance of the development of an information
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architecturein the company (i.e. an infrastructure, which enables the management of
data through the use of common definitions, essential for avoiding duplications,
inconsistencies, etc) and of the need to respect the standardization of processes,
which follows

| SM-PERFC 8. The Information Systems Manager understands the need to keep a balance between
“technological perfectionism” and business performance (e.g. a system performing at
100% efficiency but taking 6 months to deliver versus an urgently required system
performing at 60% efficiency but delivered in two weeks)

S M-ALTER [ 9. Senior Line Managers understand the need to respect what has been agreed in terms

of IT development projects and to resist the temptation of “last minute” alterations

The Trust construct

Variable name Variable description
ISM-TRACK | 10. The Information Systems Manager and hisher staff are seen to have a credible
track record regarding the provision of timely and appropriate IT services, i.e. they
have the trust of the line departments
S M-SKILL 11. Senior Line Managers do not have the necessary technical and managerial skills in
IS/IT to take over new responsibilities, at departmental level, in a more decentralized
management of information systemsin the company
TM-HORIZ 12. The Top Manager understands that | S management at corporate level isan
increasingly horizontal responsibility and that a greater involvement of the line
departments in indispensable
The Support construct
Variable name Variable description
M- 13. Senior Line Managers have autonomy both in the planning and in the use of 1S
AUTON related resources at departmental/divisional level
T™- 14. The Top Manager plays an important role in supporting the management of
CLARIF information systems at corporate level by means of a clarification of the boundaries
between the Information Systems Manager's and the Senior Line Managers areas of
responsibility
| SM- 15. The Information Systems Manager is aware of his new role of “internal consulting”
CONSUL (i.e. acting as “ consultants” to the line departments on | S/ T-related issues) as well as of
the need for IS staff to acquire good negotiation, coaching and inter-personal skillsin
general

TheFacilitation/I nhibition construct

Variable name Variable description

INTEGR 16. The company has explicit mechanisms, that work, for integrating 1S Management and
line management on IT/IS issues (e.g. IT advisory committee, cross-functional job
transfers, joint project management, etc)

HRMPOL 17. The existing policy for the development of human resources in the company is
favourabl e to the devel opment of |S-related skills (managerial and technical)

TECQUAL 18. The technical quality of most IT applications is seen as adequate in relation to the
purposes for which they were developed, i.e. the technology works when and where it is
supposed to work

INCENT 19. The company has an incentive system (salaries and other benefits), which is

appropriate to deal with the existing demand on staff with appropriate IS/IT skills (all
areas)

Thel S Organizational L earning construct
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Variable name Variable description

NEGOTIA 20. In the last five years there has been amove from IT service levels determined by the
IS Department to IT service levels determined by negotiation between the Information
Systems Manager and Senior Line Managers (i.e. service level agreements)

ISOLAT 21. In the last five years there has been a move in the relationship between the
Information Systems Manager and Senior Line Managers from a degree of isolation of
the first to a better mutual understanding of each other’sroles

PLANN 22. In the last five years there has been a move from IT/IS planning carried out as a
separate exercise to agreater integration of I T planning into business planning

COOPER 23. In the last five years there has been a move from unilateral attempts to build a
corporate-wide IT infrastructure to a situation of more active and committed
participation from Senior Line Managers, in the building/ maintenance of such an
infrastructure

INFRAST 24. In the last five years there has been a move from an IT infrastructure, which is
inflexible and restrictive of business initiatives to an IT infrastructure, which is flexible
and facilitatory of new business initiatives

BOARD 25. In the last five years there has been a change in the stance of the Board of Directors
inrelation to I T/IS matters, from one of distance to one of more involvement

The following ae the propostions which the ressarch modd was desgned to explore,
quantitatively.

Proposition 1 - The sample of large companies shows that the |S context or 1S ethos is
characterized by marked sub-culturd differences between the views of the three groups
of managers on IS corporate governance iSssues.

Proposition 2 - The sample of large companies shows thet the level of 1S organizationd
learning is pogtivdy corrdated with the organization's perceved levd of
Facilitation/Inhibition associated with its ISrelaed structurd conditions as well as the
presence of four basc organizationd vaues - IS Intent, Discipling, Trust and Support -
associated with |S corporate governance.

6.5 The data collection

6.5.1 Thefirst set of interviews

The fird st of interviews were amed at vdidating and adjudting the initid list of activities and
events, which make up typicd IS corporate governance activities. They were carried out with a
group of 30 persons, from which ten were IS lecturers and researchers in the UK and twenty
were |S managersin Portugdl.

The interviewees received a copy of the proposed questionnaire (see Appendix 1) in advance and
two types of questions were asked at these interviews (1) In the light of the latest known
developments in the governance of the IS function, do these statements accurately reflect
the priorities, activities, behaviours and relationships of the three major stakeholders, i.e.
the Top Manager in charge of the ISfunction, the ISManager and Senior Line Managers?
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(2) Do these statements represent a feasible/ sensible scenario of 1S corporate governance
in large organization, in the late 1990s? To the IS managers, the same question was asked,
but adding the geographicd qudifier in Portugal.

Interviewees were free to agree, disagree and make changes to the initid statements, as they
were presented to them. From these discussons, the find list of 25 statements shown above was
drawn up to be used in the postd survey. As expected, the statements have a bias towards the
Stuation in Portuguese companies

6.5.2 The postal survey

The postd survey was caried as a joint project London School of Economics - Universdade
Catdlica Portuguesa (UCP) with the assstance of an MBA student from UCP. It was dso
sponsored by the Luso-American Development Foundation (Fundagdo Luso-Americana para a
Desenvolvimento - FLAD) in Portugd, with a amdl contribution towards the logigtics of the
urvey.

From the point of view of the sponsor, the project’s main objective was to evduate the sate of IS
management in large companies in Portugd, with regard to the reationships among the key
dakeholders. top managers, 1S managers and senior line managers. In order to achieve the
project’s objectives (from the point of view of FLAD) only the firg 15 items from the survey
guestionnaire were necessary, i.e. the items needed to draw conclusions about our Proposition 1.
The remaining ten questionnaire items were needed to draw condusions about our Propogtion 2.
Each statement was intended to be answered on a sSx-point Likert scae ranging from “srongly
agreg’ to “strongly disagreg’.

The sample of companies to be surveyed was taken from Dun and Braddreet's liging of the
largest 7500 companiesin Portugd (Duns PEP, 1996) by sdes volume. The sample was made up
of thefollowing types of companies:

? thelargest 235 companies with over 100 employees from the generd listing
? thelargest 34 bankswith over 100 employees from the financid sector liging
? thelargest 31 insurance companies with over 100 employees from the financid sector

liding

Prior to the survey, a leter from the Dean of the Management School of Universidade Catdlica
Portuguesa in Lishon was sent to the Presidents or Director Generds of those companies asking
for their cooperation. In September 1997, each company recaived five copies of the questionnaire
accompanied by a letter from the present author addressed by name to its Presdent or Director
Generd. The letter explained the objectives of the study and requested that the questionnaires be
digributed to (i) the member of the Board of Directors in charge of IS policy and managemernt;
(ii) the IS Manager; (iii) three senior line managers whose work involves the management of
departments or divisons with a reasonable number of IT end users.
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In addition to the questionnaire itsdf for each of the five respondents, an additiond circular letter
was enclosed explaining the objectives of the sudy and giving some ingructions and guiddines for
completion. Such ingructions and guiddines were very smilar to those to be found in the initid
guestionnaire usad in the prdiminary interviews and shown in Appendix 1. The introductory letter
was two pages long and the questionnaire was two pages long (four Sdes of A4). Respondent
were asked to mail the questionnaire directly to the present author in a self-addressed envelope
with postage pad. The five questionnaires sent to each company were marked so that it was
possible to reunite them upon receipt. The 1500 questionnaires were printed in three different
colours, one for each group of managers, so that they could be distinguished and sorted quickly.
There was dso an additiond one-page questionnaire for the IS Manager amed & collecting some
factud datato be used exclusvdy in the FLAD project.

6.5.3 The second set of interviews (leading to five short case studies)

The st of interviews were semi-structured. The structured interview method was based on the
genera principles as suggested by Kvde (1996) and Denzin and Lincoln (1998). In IS research
this interview technique has been used extensvely but in the area of 1S corporate governance it
has been used by Clark (1994) for purposes very smilar to ours. Clark’ s objective was to surface
key issues on corporate systems management outside services management and management of
the technology development process. To this end, he interviewed 30 senior executives from as
many companies selected from a ligt of 300 from the South East of the USA. He structured his
interviews around key topics identified by previous IS research such as, for example, end-user

computing, IS planning, IS management infrastructure, etc.

The raionde behind our interviews was to gart from the find outcome of IS organizationd

implementation (i.e. the success or falure of individud information sysems implemented in the
organization) and to work back from that to the perceived reasons for such outcome. Success or
falure was not defined a priori and was left entirdy up to the judgement of the interviewees.
However, given that the explicit objective of the interview was not to eva uate the implementation
of individud information sysem, but to discuss the rdaionships between the three key
dakeholders, it is not too rdevant whether the information systems were successful or not.

Furthermore, it is reasonable to assume that the interviewees have reacted honestly in assgning
success or fallure smply because their mind was not focussed on evaudting systems, but on the
evauating the relationships between people. As regards the time span covering the events
discussed at the interviews it was d <0 left up to the judgement of the interviewees, but up to five
years back was advanced as a suggestion.

The focus proposed to each interviewee was as follows please discuss the main reasons for
the success or failure of the key information system(s), which have been implemented in the
company in the last five years, taking into consideration the actions of and the relationships
between three leading actors - the top manager (TM), the information systems manager
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(1SM) and the senior line managers (SLM) - insofar as they were involved in such
implementation(s).

Five companies were selected from the group which responded to the questionnaire and in each

of the sdected companies one manager (some times two) from each group was interviewed. The
contents of these interviews were then compiled into five short case udies.
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6.6 The short case studies
Casel - The dectricity company (EDP)
Background

EDP is the larges company in Portugd in terms of number of gaff. It is a publicly owned
company formed in 1975 dfter a merger of severd amdler companies providing power-related
sarvices throughout the country, mainly based on municipdities (loca government). In 1994, the
EDP Group of companies was formed. The IS/IT function remained totaly decentrdized after the
merger with ax different IS/1T depatments, until 1989. In 1989 when there was an effort to
centrdize the IS/IT function under one unit in Lisbon (Gabinete de Sistemas de Informacéo -
GSl). This long tradition of decentrdization together with some hegtation a the politicd leve
regarding the privatization process in the last few years, tes created many difficulties for this
effort to centrdize the IS/IT function.

Shortly after the crestion of the new centrd IS/IT department in Lisbon, the bulk of the ISIT
function was outsourced to a new company specidizing in IT services and owned initstotadly by
the EDP Group. Mogt of the existing ISIT resources (including about 200 aff) were transferred
to this new company (EDINFOR) whose aim was to provide IS/IT services to the whole Group.
The ISIT function of the main company - EDP - was then reduced to asmal ISIT coordinating
unit (10 gaff), which has the job of ensuring the andardization of the main IT platform across
the whole Group of companies

The interviewees

The interviewees were as follows the 1ISM (head of the centraized coordinaing unit fter the
outsourcing), one SLM (Director of the Commercid Divison) and one of the Directors of the
outsourcing firm - EDINFOR. The third interviewee was suggested by the TM in charge of IS
from EDP, who is ds0 the CEO a EDINFOR. We assume, therefore, that there are amilarities
in the points of view of these two persons.

ISM

It should be noted that this interview was the only one where permisson was not obtained for
tape recording. For this reason it was not possible to capture dl the details, which may have been
present during the conversation.

The ISM is the head of EDP's centrd information sysems unit (GS). GSI’'s man job is to

develop and to monitor the ISIT Plan for the whole EDP Group and oversee the process of
standardization of the IT platform. Thus, GS has to ded with requests from users throughout the
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Group. Such users are usudly senior line managers but they could dso be top managers when
speeking on behdf of line managers. This interviewee did not focus on any paticular 1S
implementation project; ingtead, he focussed on the relationships between IS personnd and users
in generd. The ISV’ s views about the users are as follows.

In generd, users have only a very faint idea of what they want. They keep coming up with
requests of the type “could | have that too” throughout the IS devdlopment projects. By the time
the projects reachesits end the origind specifications have been totdly modified. The main reason
for the lack of successin IS/IT projectsis the way that such projects are managed. Users ask for
certain IT applications because they have read about them in a computer magazine or because
they “have been told” about them. Having the IS development function outsourced to EDINFOR
has had a positive effect, which is to make users more aware of the cogts involved and therefore
to make them lessindlined to make “could | have that too” type of requedts.

Users want to be very innovative but they do not want to change the way they work and the IS
people rardly have the patience or the knowledge to suggest to users dternative ways for
organizing their work. It should be up to the users to look outsde the company for new | T-based
tools thet would help them to achieve their business objectives, but this is not what happens. From
the point of the business, IS/IT projects are usudly not successful in the EDP Group.

Regarding the role of top managers in IS implementation, there is a certain amount of digance
between them and the actud problems on the ground, according to the ISM. Top managers in
generd are quite hdpful, but they have little information upon which to take decisons. Even
worse, they have digorted information from line managers about IS implementation proposas.
The line managers tend to think in locd terms only and not in terms of business-wide processes,
0 when they take new proposds to top managers, such proposas reflect only a functiond
concern and the top manager is shown only a smdl part of the problem. Top managers do not
have away of filtering these proposds, so their role tends not to be very effective.

S M

The SLM dected the sdesinvoicing system as the most Sgnificant IS implementation project in
the last few years a EDP. The integrated sdesinvoicing computer-based system (SEGEC) was
St up in 1989 and it became the backbone of the Commercid Divison of the company, which
had country-wide responghilities The software was build around a package developed by a
Spanish firm but was extensvely modified by EDP. The decison to modify the core sysem of
this package ingtead of leaving it untouched and just adding on new functiondities, was pointed
out as an implementation problem. This was seen as a problem because the core system will no
longer be updated by its origind developers and dl the maintenance has to be done by EDINFOR,
EDP's provider of IT sarvices. When asked “why or how was this decided”, the interviewee
answered “nobody redly thought about it; the computer people just took the decision to modify the
core system”.



At the same time as this new system was introduced the whole sdlessmarketing function was re-
organized in order to give the company a more “dient-oriented” stance in the market. “Besdes
being very ingfficient, the whole process of invoicing the customers and receiving the money was
vey tuser-unfriendlyt, SO new system gave us an opportunity to revamp the commercid sde of
the company”, said the SLM. But when asked if the planning of the new sdeslinvoicing system
had been carried out as part of the broader plan to re-organize the sdesmarketing function, the
interviewee said no. In fact, he said, such re-organization was itsdf led by the introduction of the
new computer system and the two were carried out as pardld projects, i.e. there was no concern
about integrating the IS and the business devel opment projects.

Director - EDINFOR

The main objective behind the creation of EDINFOR was the rationdization of the provison of IT
savices to the EDP Group. Hence, cogt reduction was the key motive for the creation of
EDINFOR. The reationship between the EDP companies and EDINFOR is drictly a dient-
upplier rdationship, based on budgeted codts, invoicing of services provided and service-leve
agreements. A sub-objective behind the cregtion & EDINFOR was a need fdt by the Group's
top management to diversify the business portfolio of EDP. Thus, EDINFOR is seen as separate
business unit run with business targets and seeking to find new dients, for the provison of IT
outsourcing sarvices. This is the main reason why EDINFOR does not play a direct role in IS
corporate governance at EDP. Such coordinating role is played by the centrd information systems
unit, the GS' (whose head was interviewed as the 1ISM), which serves as a bridge between
EDINFOR and the companies from the EDP Group.

Although EDINFOR is a sgparate business unit, it plays an advisory role in the development of
EDP sIT Plan and it has many dedings with EDP sline managers. Regarding the line managers
role in leading the process of formulation of IS drategy (i.e. taking initiatives regarding new
information sysems proposals), this interviewee sad “line managers usudly do not have the
drategic vison, which leads to I T-rdated innovetion”. Moreover, he added, “such initigtives only
occur when there is pressure conveyed from the top, which is usudly related to criss stuations,
for example, the privatization of the company, the reduction of rates to the consumers, etc”.

Regarding the SEGEC (sdeslinvoicing) sysem mentioned above, this interviewee was asked why
there has been no atempt a integrating the information system and the business development
projects, which led to the decison to purchase the ready-made package from the Spanish
company. The answer was that the gaff involved in producing the specifications for the system
could not come up with anything after severd years, so the only thing left to do was to buy the
package and modify it, as the re-organization of the Commerdid Divison evolved.

EDP case summary

The mogt driking festure a EDP is thet there is no IS Intent. This is strongly reflected in a lack
of dlarity and direction a various levels. Firgly, thereis a very unclear vison of the role of ISIT
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in the business, reflected in very poor integraion of 1S and business planning. Secondly, a large
cultural gap between users and IS personnel could be detected and perhaps even a certain degree
of conflict between the two groups. Thirdly, the rdaionship between EDP and EDINFOR isdso
not very clea, i.e. dthough it was referred to as a dient-supplier/outsourcing relaionship, the
contractud  arrangements were not apparent. And lagtly, the role of EDINFOR is dso quite
unclear. The great mgjority of EDP' s ISIT resources were transferred to EDINFOR, which is,
a the same time, the sole provider of IT services to the Group and a company trying to compete
in the Portuguese I T outsourcing market. On one hand, there seems to be no red commitment on
the part of EDINFOR in supporting EDP s ISIT srateges (because EDINFOR is split between
the two above mentioned roles). On the other hand, EDP s coordination unit (GS) seems to be
fragile and under-resourced for the Sze of the task, which they face, i.e. coordinating the whole
of EDP s|S corporate governance process.

T T T

Cas=2 - Theail company (PETROGAL)
Background

Petrogd is the largest company in Portugd in terms of volume of sdes. In January 1998, a
contract for tota outsourcing of the IS/IT function Sarted to operate in this company. The data
for this short case was gathered only 12 months afterwards. So, dthough it was il very early for
any concrete results to emerge from this mgor sructurd move, inevitably the interviews revolved
very much around this new development. Also, as aresult of the decision to outsource the ISIT
function, the post of information systems manager was extinguished. From a totd of about 120,
the ISIT saff were reduced to four persons, dl working in a unit caled the IS Coordinating Unit
(GCSl). The head of this unit was interviewed insteed of the traditiond 1S manager.

Petrogd is the Portuguese nationd oil company and it was privatized five years ago. Shortly after
that, in 1995, a new CEO was gppointed who initiated a large scde process of chage in the
company. With a more entrepreneurid style and very dear cogt-cutting ams, the new gppointee
introduced a divisona sructure and nove concepts such as the Petrogd “Group of companies’
or the concept of “internd dient”. Different business units garted to invoice eech other for
sarvices rendered and this has made managers much more aware of cost-benefit consderations.
Thus, the decison to undertake the total outsourcing of 11T comes as a consequence of these
wide ranging changesiinitiated by the new CEO.

But cutting costs was not the only motive for the outsourcing decision. There was another reason,
which had a determining effect: the IS department had reached a state of near chaos and was
unable to respond to normd operationd reguirements of the company. Severd explanation were
given for this Stuation: (1) The company’'s old fashioned and rigid sday scdes, which were
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unable to atract or to retain high cdibre IS g&ff. (2) The company’s tradition of promoting Staff
only from within which created an anti-lS feding towards the few 1S gaff recruited from the
outdde directly to managerid postions. (3) The increasing difficulties in etablishing a productive
didogue between IS and non-IS gtaff; about this, the heed of GCS commented “the | S people got
0 entangled into technicd problems that they had isolated themselves completdly”. (4) Ad-hoc
use of externd conaultant to develop, maintain and update IT gpplications, giving rise to an
uncoordinated proliferation of information systems throughout the company, which, in turn, often
resulted in incongstent reporting from different departments about the same operation.

The USbased company EDS won the outsourcing contract, which is the largest ever signed in
Portugd. In the negotiations leading to the contract (which lasted for about one year) it was
decided thet dl IT-rdlated assets would be taken over by EDS, but Petrogal demanded that such
assets be accounted for separatdly. As a result, EDS decided a creste a new company - EDS
PETRO - judt for the purposes of fulfilling this contract. Some IS daff decided to join the
outsourcer, but the mgority decided to stay with Petrogd. Some of these members of gaff were
given new jobs, some got early retirement and a few were posted n the business units as liason
officers with EDS on new 1S development projects. As part of the contract, EDS drew up an “IT
Man’, which indudes a migration methodology from the old IT gpplication to the new IT
goplications based on SAP-R3 software. SAP has a specid rdease for the ail indudtry, from
which afew modules were sdlected for implementation and included in the contract.

The interviewees

The interviewees were as follows. the TM (member of the Board of Directors in charge of 1S),
the ISM (head of the IS Coordinating Unit - GCSl) and one SLM (Director of the Lubricants
Divison).

™

Regarding the preEDS dtudion, the TM reported a complete information systems
implementation failure. In 1996 a new consumer card - Gap-Frota - was introduced and, as a
result, the volume of invoicing went up sharply. But the 1S manager was unable to estimate and
make provisons for such expected increase in invoicing (in terms of systems capacity) and the
whole invoicing sysem came to a sand-lill for severa weeks. When asked if top management
could not see this coming (dthough he was not a TM then), the interviewee sad that top
management must have seen that the Stuation of the IS staff was getting progressively worse but
there was not very much they could do about it. Being a publidy owned company, top
management had little freedom to change the incentives scheme for 1S gtaff, which was the key
reason behind the downfall.

Addressing the present EDS situdtion, the TM was very optimistic. He admitted, lowever, that
some problems exigted, such as the help-desk. This fadility in the beginning operated on a “first
come firgt serve’ basis and there was no attempt, on the part of EDS at assgning priorities to
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different requests. Another problem was the fact that at the time of negotiating the contract,
svad IT goplications were left out and, as a result, EDS will not maintain such applications
without charging an additiond fee. However, overdl the expectations were very high. When

asked if the IT Plan produced by EDS was, in any way, pat of Petrogd’s drategic plan, the
answer was “We have no drategy for IT systems, what we expect from IT systems is full

support to the company's drategy. Findly, when asked what he thought his role was in the
present outsourcing Stuation, the interviewee said “1 hope | never have to worry about IT systems
agan’.

ISM

The ISM had only been in his new pogt (as head of GCS) for less than 12 months. Before, he
had held several senior posts a Petrogd and, therefore he had been an 1S user. So, he was asked
to express his views firdly as an IS user. In that role, he confirmed the near chaos Stuation
described above, but in his view the main reason for such a Stuaion to have occurred was the
fact that Petrogd never had adrategic plan for ISIT.

In his new pogtion, the ISVI’s rale is to manage the outsourcing contract with EDS. He is not
involved on adaly basis with the execution of the contract; the line managers liaise directly with
EDS and the ISM should only be involved when there is a doubt about the letter of the contract or
when something extra-contract arises. In redity, however, the ISM has to become involved much
more often in order to hep EDS edablish priorities, when requests come in from the line

departments.

The 1SM recognizes that the outsourcing contract has problems. The IT Plan (which is part of the
contract) was drafted by the outsourcer and, as such, is biased towards “solutions’, which the
outsourcer had dready developed in other contexts and were ready for implementation. Also,
because the survey of the current IT goplications was not thoroughly carried out, the outsourcer
can eadly find ways of charging extra for maintenance or other work not foreseen in the
contract. The ISM has to spend a congderable amount of time explaining to EDS that they should
not lose sght of the magnitude of this contract and should, therefore, be more flexible in
interpreting it. His key chdlenge, in his own words, is “to demondrate to EDS that Petrogd is not
inits hands’

S M

The SLM who was interviewed is the head of the lubricants divison. She described firdly a case
of successful IS implementation and then two cases of lack of success, 4l at the proposd sage.

Thefirg case, which took place before the outsourcing contract, has to do with anew informetion
systems, which the SLM fdt was badly needed in her divison, in order to support the sdes of
lubricants. Sdling lubricants is different from sdling ail or petrol in bulk. Whereas sdling al or
petrol involves managing sdes volumes of four or five products sdling lubricants involves
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managing profit margins of up to 400 products. Also, the numbers and types of dientsin lubricants
are vadly greater than the numbers and types of clients in oil and petrol. Thus, the lubricants
divison needed a different type of information sysem. The raw data dready existed in the centra
sysem and it was just a matter of extracting it. So, in 1996 a request was made to top
management for the new gystem to be developed outside Petroga (because the IS department
could not cope with it), authorization was granted and the new sysem (SIC - Sstema de
Informacéo Comercid) was build and implemented successfully. In fact, it was o successful thet
it has changed the way that the divison works; it has become the bass for the annud aff
gppraisa exercise and it has changed the gaff’ s attitude towards the sdles of lubricants.

The two examples, which follow took place after the move to tota outsourcing of IS and are both
about information systems requested by the SLM. The firg example is about a sysem containing
cusomer information (e.g. information about contracts, customer preferences, etc), ultimately
amed a evduaing cusome satifaction and a developing customer loyaty. The second
example is about a system to support the production of lubricants, thus establishing a link between
the sdles and the manufacturing of such products. This system’s key objective was to reduce the
gocks held at the lubricants divison to a minimum and aso alowing for changes to be introduced
to the manufacturing process a short notice. At present, the programming of the manufacture of
lubricants relies on the individud knowledge of two product managers. The judtification for both
requests was the same judtification given by the SLM for the sdes information sysem (SIC)
described above, i.e. they were both seen as a necessty for a more effective competitive
postioning of the lubricants busness.

Regarding the customer information system, a prototype was built and demongtrated to a mesting
of top and senior managers. Some managers were in favour and some were againg but after
some discussion top management decided not to go ahead on the grounds that the system wastoo
codly. EDS who was not involved in building the prototype was dso not very favourable to the
idea

Regarding the sacond example - the systlems to support the manufacturing of lubricants - it did not
even get to the prototype stage. In this case, EDS were more involved because the SAP-OIL
package does have a module (or set of modules), which links the manufacturing and the sdes
functions dong the lines as specified by the SLM. However, because such gpplication was not
included in the outsourdng contract, “EDS was not too keen on taking about it” sad the
interviewee. Furthermore, the SLM explained that the main difficulty behind these two examples
of failed requests for 1S implementation was the company’s traditiond culture. Treditiondly, the
emphasis on IS planning was on accounting systems and not on sysems aimed a supporting the
commercid Sde of the operation. Such traditiond culture seems to have been reinforced by the
presence of the outsourcing company.

Petroga case summary



The key issue in Petrogd’s IS corporate governance is a dructura one, i.e. outsourcing. Every
discusson about IS in this company revolves around the large outsourcing contract signed in late
1997, which has caused a mgor upheavad in the way that information systems are used, managed
and perceived. Interesting points to note are the key reasons behind the decison to outsource
completey the IS function, i.e. (1) the very poor technica qudity of IT goplications, (2) the poor
management of human resources rlated to IS and (3) the lack of grategic planning of ISIT, over
the years. Also interesting is how the outsourcing move is helping to solve problems (1) and (2)
but has done nothing to hep solve problem (3). In fact, the outsourcing contract may be
contributing towards the maintenance of the status-quo and the traditiond managerid culture. As
the SLM explained, such culture emphasizes accounting and financid control systems to the
detriment of market-oriented systems. Given that the spirit of the outsourcing contract was based
on the prevaling culturd orientation, it may become a sgnificant obstacle to a change in the
culture.

On the poditive Sde, there are Signs that the unit in charge of managing the outsourcing contract
will push for the drategic planning of IS/IT (i.e the IT Plan) to become the respongbility of
Petrogd (and not the outsourcer’s) in a manner increedngly integrated with the company’s
Srategic planning process. There are dso Sgns that there is mounting pressure on the part of
S_Msfor them to take on a different role in the planning of innovative information sysems.

Tt
Cae3 - Thebrewery (Centralcer)

Background

Centrlcer was founded in 1934. In 1975 it was nationdized and in 1990 it was returned to the
private sector under the leedership of the Bavaria Group, which is dominated by Colombian
capitd. Shortly after the privatization a sysems engineer was brought in from Colombiato review
the whole IS operation and make recommendations for modernization and restructuring. In 1995
the SAP software package was purchased to replace an old tailor-made suite of gpplicationsand
its implementation has been a success, at least according to the “success sory” |edflets issued by
SAP as pat of its publicity campaign in Portugd. In June of 1998 a decison was taken by the top
management to outsource totaly the IS function. The Colombian systems engineer stayed on as
head of the new Unit for Organization and 1S Planning and Contral reporting initidly to the
Finance Director and now reporting directly to the CEO.

The outsourcing company, EDS - Electronic Data Systems, took over dl the ISrelated assets,
including personnd. The few IS gaff who remained in the employ of Centrdcer are now in
charge of controlling the autsourcing contract, internd standards, procedures and communication
as well as drafting and updating the company’s IT Plan. One of the key differences between the
outsourcing arrangements in Centrdcer and Petrogd is that in Centrdcer the IT Plan is the
responsibility of the company, not of the outsourcer. Another difference is in the contractud
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relationship. In the case of Centrdcer, the role of EDS is more limited in the sense thet they are
nat the sole contractor, but only the prime contractor.

Theinterviewees

The interviewees were as follows the TM (member of the Board of Directors in charge of
Finance and until recently dso in charge of 1S), the ISV (head of the Unit for Organization and IS
Panning and Control) and one SLM (head of the Commercid Divison).

™

The TM addressed himself firdly to the Situation before the purchase of the SAP package, thet is,
the information systems, which had been basad on the old tailor-made software. In this respect he
expressed the view that the implementation of such information systems had been a falure. The
problem was that the applications had been developed by a smal software house, which did not
have the competencies required to build software powerful enough to respond to the needs of a
large canpany. As a reault, the information systems based on such gpplications were patchy in
terms of performance, badly integrated in terms of architecture and, as a result, often produced
inconsstent data. In spite of large investments in hardware, there was rever enough processing
cgpacity and more hardware had to purchased dl the time. On the other hand, the centrd IS
depatment had logt control of the Stuaion and users were making requedts directly to the
software provider. So, in 1993 it was decided that the Stuation was very serious and that new
directions were urgently needed in the IS arena. When asked why the company had reached such
date of afars, the TM sad “there was no dear idea regarding what to do with our information
systems, there was no planning’”.

The implementation of the SAP package, however, is seen as a success dory by the TM. Such
implementation garted with the gppointment of a committee headed by this interviewee, which
was given wide powers of decison by the Board of Directors. The committee sfirst task wasto
urvey the exising manud processes. “With no knowledge and control of the manud processes
there is no point in automating” - said the TM. Its second task was to decide on the software to
be purchased. The two tasks were carried out in pardld, and the decison to purchase SAP was
taken. But it was only after some restructuring (i.e. minor reengineering) of the manual processes
that the implementation of SAP went ahead. Also, there was “not a lot of consultation” in the
process because “we needed the new system to be operationa very quickly”. In the beginning
there was some resstance and comments such as “this system is too advanced for us’ or “this
system is good for the Germans but not for us’ were heard. However, dmost two years after this
implementation has started the views from the users seem to be very postive, according to the
TM. Staff recognize that the new information system has brought many advantages over the old
one. Furthermore, there is a clear relationship between the new IS and the corporate business
results, which have been improving steedily since 1996.
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The main reason behind this success sory, according to the TM, is that there was a “drategic
decison” on the pat of top management, regarding the need to re-think dl the informetion
systems a Centrdcer. In the decison leading to this large investment the drategic thinking was
summed up as follows. “how much doesiit cost” was not the main concern; the main concern was
“how much is it worth to know”. Ancther important issue behind the success was the tota
support, which top management gave to the committee in charge of the IS restructuring project.

ISM

The ISM confirmed the supporting role of the company’s top management in the success of the
new information systems. He aso emphasized the fact that the project was carried out in aless
than orthodox fashion, in the sense that there was not a great dedl of participation in the decison
making process. However, there was a far amount of consultation. The IS restructuring
committee did put forward proposals for discusson and hed prototypes developed for usersto test
and comment on. But after the usars had been heard, top management pressed on and took the
decisons. There were some dissenting voices, because the user interfaces were not too friendly
or because the system did not seem flexible enough, but after the decision was taken, people had
to go dong with the new system. The fact that top management gave its full support to the IS
restructuring committee did prevent the dissent from lingering on, according to the 1ISM.

When discussing the reasons why the old information sysem hed failed, the interviewee put
forward two explanations. (1) the prevaling organizationa culture and (2) the lack of qudified
manpower. The organizationd culture was typicd of a sate-owned enterprise characterized by a
lack of balance between the top and the bottom layers of the hierarchy (i.e. “there were many
chiefs and few indians’). This crested a Stuation of water-tight departments, each building its
own empire and making its own individua requests for 1S support. The second explanation is
cosdy linked to the first. Obsolete and rigid salary conditions made it impossible for the company
to renew its IS cadre or to offer specid conditionsto better quaified 1S aff. But the fact thet 1S
management is a new professon in Portugad dso contributed to the development of poor IS-
related competencies a Centracer, according to the ISM. He explained that Centralcer dso
auffered from alabour market with apoor supply of well qudified 1S graduates.

S M

The interview with the SLM aso became mainly focused on the implementation of the SAP
oftware. The interviewee sdlected two factors which, in his view, were the main contributorsto
the success achieved so far.

The fird was the implementation Syle, i.e. consultation followed by a resolute decison to go
ahead with SAP. The whole process was carried out very pragméticdly by the IS committee and
with very dear guiddines from top management. SAP created a“smdl revolution” a Centralcer
and those who did not join the revolution were | eft behind. The second factor was the fact that an
outsider was brought in to lead the IS department, i.e. the new ISM. The old IS department was
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filled with bad working habits as it has dready been referred to, and it was not possible to achieve
any renovaion from within. So, a new person was needed to bring a fresh gpproach not
compromised with the past. Moreover, the fact that this person was of the same nationdity as the
owners of the company aso helped.

When asked to focus on the less successful aspects of the implementation of SAP the
interviewee sad that it was probably il too early to andyse these. However, based on his past
experience, he put forward one cause which, in the future, may lead to difficulties in the
implementation of information sysems a Centralcer. Such a cause has to do with a lack of
drategic visdon in the decison making process leadng to the implementation of new information
systems. He supplied three examples of requests for new goplications or new modules of SAP,
which he had submitted over the last two years and for which he il did not have a postive
answer. The examples were (1) an gpplication to support budget control in the commercid
divison; (2) an enhancement of sdes module of SAP to provide individud dient information on
daly presaes results and (3) an gpplication to link Centrdcer’s sdes control system to the sdles
control systems of the mgor distributors of Centracer’s products.

In dl three cases, the SLM fdt that there was not sufficient vison of the strategic reevance of
his requests and that was probably the reason for the ddlay he was experiencing in the decison
from top management. Behind this lack of drategic vison, according to the SLM, was the fact
that, until very recently, the 1S function reported hierarchicdly to the Finance Director. As a
result, finandd criteria ill weighed too heavily on the decison making process. In order to
overcomethis, the IS function had to gain red autonomy in relation to the Finance function.

Centracer case summary

The key issue in Centralcer’s IS corporate governance context is aso a structurd one, but unlike
Petrogd it is not outsourcing, which dominates. What dominates the context a Centralcer is the
SAP software package and the interna changes, which have accompanied its introduction. Also
unlike Petrogd, the leved of IS Intent is high. This is the result of the managerid action by two
players - the TM and the ISM - who have very dear ideas about how the software should be
implemented and about what should be achieved though such implementation. There is, however,
a marked gap between the discourse of these two players and the discourse of the SLM. The
SLM’s dtitude is more like “let’s wait and sae” dthough he recognizes that the adoption of SAP
is avery important step forward. It will not be difficult to understand such a (culturd) gep if we
keep in mind the recent history of the company, i.e. the fact that it stayed nationdized for about
15 years (until 1990) and that it is gill suffering the effects of an internd environment where
organizationd effectiveness was not a concern.

T T T

Case4 - The commercial bank (Finibanco)
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Background

Finibanco, SA. darted in 1989 as an investment company - Fnindudria - with the am of
becoming a bank. In 1993 it was condtituted as a bank, bringing together 13 different companies,
of which some are smply accounting centres. It operates as afinancid conglomerate amed at all
sectors of the banking market, i.e. persond accounts, business accounts, investment and asset
management. It employs about 750 people and in Jenuary 1999 it opened its 67" branch. Its
objective is not to go beyond a network of 100 branches, but plans exigt for its supply of services
to be complemented by the development of dternative networks, such as homebanking via the
Internet, phone banking and a network of financia agents, al to be launched in 1999. Its busness
results in 1998 were 215 million “contos’ (one “conto” = 1,000 Portuguese Escudo) in net assets
(up 16.2% on the previous year), 155 million “contos’ in loans granted (up 25%) and 178 million
“contos’ in deposits (up 17%). It is a smdl bank whose growth and development is closdy
monitored by amgority shareholder who holds about 70% of the shares.

The main shareholder took over as CEO in 1997 and some changes were introduced then. One of
them was the recruitment of a full-time information sysems manager with wide experience on
this job. Before, the bank’s information sysems were run by a part-time consultant whose
performance was less than satisfactory. Another change was the member of the Board of

Directors in charge of IS. This person, who is an extreordinary example of IS leadership from the
top, was dready amember of the Board but after 1997 was given the IS function portfolio.

The interviewees

The interviewees were as follows. the TM (member d the Board of Directors in charge IS,
Mamning and Risk Management), the ISM and two S_Ms (the Supervisng Maneger of
Operations and the Operations Manager for the South of Portugd).

™

The TM has about 16 years experience in the top management of the banking sector in Portugd.
He is an economig by training and sarted off the interview by dtating that his knowledge of 1T
was “veay limited’. Having sad this, he went on to reved that since the old CEO and the part-
time information systems manager had left and until the new ISM joined the bank, he persondly
led 13 priority IS projects with the help of a young systems engineer. By the time that the new
ISM took office, in January 1998, mos of these projects were ether completed or near
completion. The fact that the projects were being led from the top, made thar implementation
easer as regards possble resstance from line managers. In generd, line managers accept things
better if they come directly from amember of the Board. The TM believes that it is essentid that
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he is persondly involved with IS implementation projects, not dedings with micro issues but
making sure that the broad guideines are being followed.

Ancther example of such persond involvement was in the design of the bank’s intranet. The TM
himsdf specified that the intranet should be designed in such a way as to take into account the
specific information needs of the various functions a different hierarchica leves in the bank.
That is, its design should be preceded by a thorough survey of information needs. Moreover, the
intranet should not be just a generd tool for fadilitating information exchange, but it should be a
toal for integrating the bank’s various types of information systlems (transactiond, support and
management information) by means of a common interface. This TM believes that the intranet
will have serious repercussons in the bank’s present organizationd form and thet it is dmogt
certain that such form will have to be rethought after the intranet is operationd.

The TM undergtands that it is important to keep up-to-date with new development in I'T, and puts
this into practice by reading the rdevant literature and attending seminars, whenever possible. In
line with this thinking, Finibanco is supporting a joint project with the software producer SAS in
order to explore the possihilities of datawarehousing techniques in the bank. Furthermore, the TM

carries out benchmarking exercisesin order to find out what other banks are doing, asregards I T
gpplications.

In the area of IS/ T drategy, the TM’sthinking is dso very clear. He explained that the purpose
of investing in computer and information sysems is “to bring more cusomers into the bank”, so
whatever is done in the area of 1S1T must be dosdy digned to the business strategies set out by
the bank’s top management. Thus, the bank has an IS/IT Fan, which flows from the bank’s
drategic planning exercise. But he aso recognizes that it is not possble to plan IT with a 12
months time frame. So, while the key guiddines of the bank’s IT architecturd plan are formaly
spdled out and updated every year, many of the detailed implementation plans have to be carried
informdly. In turn, this can only work if there is a very dose rdationship between the TM, the
ISV and the line managers.

For a person whose knowledge of IT is“very limited”, this TM’s exposition was a surprisng and

excdlent example of aforward looking top manager’s role in the management of 1S/1T resources
at corporate levd.

|SM
From the views above, expounded by Finibanco's TM, it is easy to imagine that this bank has a

climate conducive to the building of good rdaionships between the ISM and the other
gakeholdersinvolved in the | Simplementation process. The interview with the ISM confirms this.
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The ISV d0 has along experience in 1S-related functions, both in atechnicd and a managerid
role - 28 yearsin dl. He holds that the involvement of the TM in IS projects is one of the keysto
the success of the IS function. The reason for this is that in companies there are competing
politicd interests and the implementation of information systems often upsets the established
political baance. So, the involvement of top management is needed to ensure that the “palitica
games’ do nat interfere unduly with the IS implementation process. In relaion to his TM, the ISV
dated “he is perfectly digned with an IT culture’. Furthermore, he sad that the TM is very
supportive, undergands the technology but does not get involved with the details of managing the
ISIT function.

This interviewee s opinion of a good relationship between the information sysems maneger and
the line managers is twofold. Frdly, he bdieves that the ISM should not be just a provider of
sarvices to the organization; the ISM should not judt give the line managers everything that they
ask for. If he does s0, the ISM is not adding any vaue to his function. Ingead, the ISM should
concern himself with matters, which are of no concern to the line managers but which are crucid
for the business, for example, systems integration. But, a the same time, the ISV should know
the busness very well so that his views do not hinder the busness development process.
Secondly, the ISM should devote a greet ded of time taking to the users in order to understand
thelr point of view and aways use plenty of common sense in building up these rationships
When asked to darify what he meant by “common sensg’ he explained that in order to be a good
IS manager one must have a*“trade-off” style of management. Such a yle is essentid because
trade-off decisons mugt be taken dl the time in the 1S management busness. And he added
“auccess or lack of successin IS implementation usudly sems not from macro decisions but from
micro decisons, which are taken 18 times a day”. The micro decisons are those where the
“trade-off” styleis exercised, i.e. where compromises have to be reached.

For example, the Marketing Department asked for an information system whose sandards were
outsde the slandards st for the bank and the person in charge of microcomputing (within the IS
Department) was immediately againgt. However, ater some discusson involving people from the
two departments it was clear that the request from Marketing was more than justified, so the
decison to sacrifice the standards was taken with no difficulty, in that ingtance. But in order to
understand the needs of the users a certain degree of operationd involvement with the users is
essentid. To sum up, according to this interviewee, support from the TM, common sense, a
readiness to reach compromises and a degree of involvement with the daly running of the
business on the part of the ISM are some of the key factors with have contributed to the success
of various IS implementation projects & Fnibanco.

SLMs

The two SLMs interviewed jointly & Finibanco were the Supervisng Manager of Operations and
the Operations Manager for the South of Portugd. The fird is the person in charge of the

195



operationd sde of dl the banking sectors, heis directly in charge of two Operations Managers -
the Operations Manager for the North of Portugd and the Operaions Manager for the South of

Portugd.

The interviews with these two senior managers sressed a clear demarceation line between the
drategies for IS and IT, which exigs a Finibanco. The line managers are in charge of the IS
Srategy, in the sense that they have to scan the market for new 1T-based solution, carry out their
benchmarking, and argue for them in the bark’s annud planning exercise. The IT drategy, i.e.
everything concerned with the bank’s IT infrastructure, is the respongbility of the 1S Department.
The bank has no formd |S/IT Committee, but the articulation of the two drategies did not seem to
be a problem, according to these interviewees. “Thereis no ISIT Committee but, informaly, the
relevant people work together as if they were in fact, a Committeg’ - sad one of the
interviewees. Once more, this was in line with the action-oriented views expressed by the bank’s
TM.

When questioned about the main reasons for the success or falure of key IS implementation
projects, these interviewees eected two reasons. The bottom-up involvement of the stakeholders
and good project management. Regarding the later, the key ideawas that good projects had failed
in the past because they did not have aclearly designated leader, which caused the project to drag
on and eventudly die. In the banking sector, the time frame for an 1S project to be implemented is
often very narrow and if the project is not rigoroudy managed, it will not survive. The bottom-up
involvement of the stakeholders was the other reason put forward. By bottom-up, it was meant
the involvement of dl the parties who might be affected by a new proposed information system.
For example, aline manager could sumble on a very good 1 T-based solution and put it forward in
the form of a proposd to top management, but neglect the necessary consultation with other
colleagues who might aso be affected ly the introduction of such a solution. If top management
did approve the proposa (and there were a couple of ingances when it did), this sometimes
causad s=rious problems involving many people, & various levels.

A concrete example, which took place a few years ago, before the new CEO was in office, was
given. At thetime, the SLM (the Supervisng Manager of Operations) was till aline manager and
one day the Board of Directorstried to “sdl” him an I T-based solution, which had been proposed
by another line manager without prior consultation of the stakeholders. The interviewee, whose
work would be affected by the new information system, did not acoept the proposd because he
did not see that 1T-based solution as the most gppropriate. The proposa was not withdrawn and
an interna conflict ensued, which resulted in the interviewee being transferred to another sector
where he did not have any dedings with the new IT-based solution. Two years later, the
misgivings of the interviewee were confirmed, i.e. he information sysem proved not to be the
most gppropriate and the whole project was folded. The conclusions drawn from this example, by
the interviewees, were not only that the involvement of stakeholders was essentid, but adso that
ometimes top management is too easily persuaded by proposals, which “look good”. In this case,
top management did not understand the implications thet the new information system would have
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and, what is worse, they did not bother to consult the stakeholders after the proposa was
received.

Thet type of Stuation, it was sressed, has not occurred since the new CEO took over, in 1997.

Finibanco case summary

The most driking festure at Finibanco is that there no perceivable culturd gep between IS and the
rest of the organization. Even though the discusson around culturd differences was dicited during
the interviews, it was not possible to detect any sgns of a disconnection between the two groups.
The other griking feature was the degp indght of the ISM when talking about his reationship with
the line managers. His sentence “success or lack of success in IS implementation usudly stems
not from macro decisons but from micro decisons, which are taken 18 times a day” is
remarkable and contains more tacit knowledge of IS corporate governance than a whole
textbook. The dear demarcation of IS-rdaed functiond roles a Finibanco is dso worth noting,
i.e. throughout the interviews there never seemed to be any doubt about “who does what”. The
proactive attitude and the informd internal communication networks set up by the TM seem to be
the main reason behind the qudity of the IS corporate governance context in this bank. Also
sgnificant, isthe fact that structurd factors do not seem to affect the overdl context.

T T T
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Cae5 - Theinvestment bank (Banco Cidf - member of the BCP Atlantico
Group)

Background

BCP — Banco Comercia Portugues has been the object of research by academics from INSEAD
(Duttaand Doz, 1995; Duitta, 1996).The following are excerpts from suchresearch articles.

BCP recruited over 100 talented employees and opened its doors on time in May 1986 with an
aggressive marketing and pricing campaign. By the end of 1988 BCP was well established in
Portugal with total assets of $2.02 billion and a network of 19 individual and corporate branches ...
BCP's Board participated actively in the initial IT decisions concerning the appropriate hardware
and software infrastructures. If BCP were to opt for a mid-size solution such as the (then)
commonly used IBM s/stem 38, the bank’s ability to grow quickly might be stifled. The other
choice was alarge mainframe in the IBM 43xx series ... The Board deliberated upon the choices and
decided upon the large mainframe alternative. A senior manager commented on the outcome: “the
industry and some shareholders thought we were crazy putting one third of our start up capital
into a mainframe computer while opening only two branches’ (Dutta, 1996:257)

BCP's extraordinary growth has been market by a series of innovations (remarkable for the
Portuguese banking environment in the 1980s) ... BCPisin many ways aleader in the strategic use
of information technology (IT) among European banks. However, its leadership position arises less
from the use of cutting-edge technology as from a deliberate attempt to link IT to its business
strategy and build a competencein the business use of IT. (Duttaand Doz, 1995: 89)

Mr. Jardim Gongalves, Chairman of the Board of BCP described the role of the usersin IT planning
as follows: “in other kanks it is the data processing department that defines the information
system. IN BCPit'sthe usersthat decide it” (Dutta, 1996:259)

In the present short case we will not attempt to update the exiging informetion about BCP. This
case, dong with the ather four, Imply tries to present the views from managers about the reasons
for percaived success or falure of information systems implemented within the last few years, in
ther organizations. It is interesting, however, to compare the outcome from the interviews carried
out now with some of the background information from the academic research mentioned above.

The Group, recently renamed BCP Atlantico, encompasses commercid banking, insurance,
investment banking, specidized credit (induding housing, leasing, etc.), asset management and
banks abroad (as far afield as Macau and Mozambique). Being a very large group of companies
with different type of information systems so widdy disseminated throughout them, it would be
difficult to present an overdl 1S view of the Group. So, it was decided to focus the atention on
one of the Group's companies - Banco Cid - an investment bank. Banco Cigf was aso chosen
due to its gmilarity, in terms of Sze, with Fnibanco discussed above. However, in order to
understand the Situation in Banco Cidf it was necessary to find out first about the Situation of the
BCP Group, in terms of 1S governance. For this reason, an interview with a member of the Board
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of Directors of Servibanca was aso requested and granted. Servibancais the company in charge
of service support (induding |1S) to the whole BCP Group of companies.

The interviewees

The interviewees were as follows: two top managers (in separae interviews) TM - Servibanca
(member of the Board of Directorsin charge of 1Sin Servibanca) and TM - Banco Cisf (member
of the Board of Directors in charge of IS in Banco CiH), the ISM - Banco Cisf and one SLM -
Banco Cid (head of the Credit Analyss Department).

TM - Servibanca

Servibanca was cregted is 1995 when BCP took over one of the largest Portuguese banks -
Banco Portugues do Atlantico (BPA). The am behind the creation of Servibanca was not only to
cregte synergies between the operding aress of the two banks but dso to support dl the
horizontal processes across the entire Group. Purchasing, legd support and information systems
are some of the areas where Servibanca provides services.

Within IS, Sarvibanca s charged with planning and overseeing the I T infragtructure, to include dl

the hardware, software and communications sandardization and compatibility issues Regarding
the portfolio of IT gpplications, Servibanca is responsble for the sysems, which support the key
banking operations across the Group (i.e transaction systems containing data about dients,
products and routine accounting). As it concerns more specific applications, for example sysems
supporting leasing or factoring operations, the Stuaion varies. In some cases, Servibanca is
directly in charge of such sysems and in others the individua companies are in charge. In the
cae of Banco Cidf, many of the exiding applications are run locdly, dthough maintenance,

upgrading and sandardization are the responsibility of Servibanca

The interview with TM - Servibanca, which was initidly aimed a finding the key facts about the
sructure behind the corporate governance of IS a the BCP Group, went far beyond the origina
am. Asit happened, it provided vitd information for an understanding of the ISrelated cdlimatein
the Group, which, in turn, helped to darify some of the issues raised in the interviews a Banco
Cid.

The manifestations of the 1S-reated dimate a the BCP Group brought up in this interview were
manifold. At one point, the discussion focussed upon the bank’ s attitude towards the management
of the IT infrastructure. When asked about how Servibanca solved the problem of the * pushpull”
dilemma (i.e. the dilemma between the need to control 1T-related costs and the need to provide
maximum flexibility for the busness managers), the TM-Servibanca answered as follows “The
investments in the IT infrastructure must be measured in terms of benefits, not jugt in terms of
cods Thereisalot of benchmarking of costs going on, but there is no benchmearking of benefits’.
Two examples were given.
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Fird, the example of the gpplication of a workflow system to support credit decisons. Before,
credit decisons could take anything up to one month. Now, a credit decison takes one or two
days. The request for credit is input directly on an dectronic form by the clerk who receivesiit.
The system then automaticaly gethers dl the relevant information for the decison process and
routes it the decison maker. The credit decison maker works through dl the queued up requests,
takes the decison and sends the eectronic form back to its originator. The new credit sysems
meant avery heavy invesment in I'T but the benefits, in the view of TM-Servibanca, outweigh the
costs. The problem is “how does one measure such benefits’ ?

The second example was about the launch of Banco Internaciond de Mogambique (BIM), the
BCP Group's fird presence in Mozambique. When BIM was launched in 1995 there were no
ATM machines & dl, in Mozambique. The number of potentid users of ATMs was lill very low
and there was no cogt judtification for an ATM network in the Mozambican market as yet.
However, the BCP Group decided to go ahead with the inddlation of the ATM network anyway.
Shortly after the launch BIM became the market leader. Today there are more lkanks offering
ATM-based sarvices, but BIM was the fird. “We won the market for the innovation we took to
Mozambique® was the comment made by the interviewee.

Innovation was mentioned severd times during the interview, eg. “the vison of ISIT as the
driver of innovation in the BCP Group is totdly shared by the whole top management team. It is
part of the culture’. Also part of the BCP culture is the attitude regarding the formdization of
drategy. There are no forma documents about IS or IT Srategy. “We do not bother producing
such documents because they become obsolete very quickly”. But, on the other hand, thereis a
great ded of emphads on committees and meetings. At Group leve thereisan IT Council, which
decides upon the key directions and priorities. Such guiddines on directions and priorities are then
passed on to the sectiond ISIT Committees These Committees, which are grouped by
operationd sectors (eg. the “Cards Committeg’) are led by senior line managers and include a
leest one senior officer from Servibanca They meet whenever is necessary to teke decisons
about requests for new gpplicaions (i.e. they evauae requests, establish implementation
priorities, etc) and meet quarterly with TM-Servibanca.

At ancther point, the discusson focussed upon the bank’s attitude towards the role of line
departments vis-a-vis the | S departments. It is the respongbility of the line departments to search
for and to propose IT gpplications, which will enable the business targets to be reached.
Decentrdization is a keyword in IS corporate governance a BCP. The role of the IS
depatments, on the other hand, is to ascertain that the applications fit in with the established IT
architecture, i.e. to manage the infrastructure. Furthermore, the IS departments so have arolein
scanning the market for IT trends in more technica areas, which are not of direct interest to the
line departments.

Ancther keyword in this interview was involvement, especidly involvement from the top of the
organization on |SIT management issues. An example was given to illusrate how the lack of
involvement from the top can result in 1S implementation failure. About 10 years ago an emall
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system was launched but after a few months of operation the level of use was very low indeed.
When the reasons for the lack of success were andysed it was discovered that people did not use
the email sysem smply because they had not heard about it. The system had been implemented
with no involvement from top management. A second launch of the email was then attempted,
but that time the IS people made sure that everybody was involved, garting with the CEO. After
a series of presentations with the presence of top management, the e-mail system took off and is
now vey widdy used thraughout the Group. Involvement of senior management in the
management of 1S1T isaso highlighted by Dutta (1996) as the key to the success of IS corporate
governance a BCP.

TM - Banco Cisf

The interview with TM - Banco Cigf was short and to the point. From dl the interviews carried
out, this was the one where a culture gap between IS and the business was most evident. Before
proceeding further, however, it is important to point out thet this interviewee spent about 15 years
of his banking career working abroad, in the employ of Banco Portugués do Atléantico. He moved
to Banco Cid in March 1997. In the interview, two “problems’ with IS people were sngled out:
(1) in Portugd (unlike other countries, especidly those of an Anglo-Saxon culturd background) 1S
people do not like to adopt ready-made software solution; indead, they like to invent new
solutions, (2) 1S people, in generd, have a strong tendency to impose their solutions upon the users
and, due to this, users tend not to involve themsdves in 1S implementation projects. This, in turn,
leedsto falurein ISimplementation.

Regarding IS projects in Banco Cidf, this interviewee had not yet experienced any projects of

sgnificant dimengon and, for this reason, he could not put his finger on any reasons for success or
falure of 1S implementation. However, he expressed his views about two ongoing projects as well

as one project dill in the planning stage. Regarding the ongoing projects, the firg was the e-mall
system, part of the bank’s intranet. The email system was rated as a success especidly because
of its grong impact on the dissemination of Banco Cid’s research reports (about invesment

opportunities, etc) produced daily and made available each morning to the entire bank. The system
is successful because it works and is directly relevant to the needs of the users. The second

ongoing project was the bank’s database of company information, annud reports and assorted

research papers (known as the “database project”). Unlike the emall system, this project was
seen with some scepticiam. Although the TM did not wish to say much about this asit hed aready
been running for a number of years before he joined Banco Cid he did make the following

comment “when you give IS people freedom of movement, they have solutions for everything”.

Following on from the preceding example, the interviewee expressad his views about the third
project, a project gill in the planning stage. It involves preparing a disaster recovery plan for the
bank’s information sysems and the TM had asked the I1ISM to think about the problem and
present a proposd. The TM's reection to the ISVI’s proposd was as follows. “His solution was
vay expensve and difficult to implement. We do not have to go from having nothing to having
everything. There are intermediate solutions, which are better for us. So, | told him he had to re-
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do everything. | have alot of experience in these things and | have a very dear idea of what is
needed’

ISM - Banco Cisf

The ISM has been with BCP sinceitsinauguraion and came to Banco Cidf in the early 1990sto
help set up the locd area network. He has remained in Banco Cisf since then acting as the ISM,
dthough much of the ISrelated work is carried out directly by Servibanca He was very involved
in the planning and implementation of the “database project” (mentioned above), which was
initiated and championed by aTM who isno longer a Banco Cid. This project, where the present
author was ds0 involved (as a consultant) in the very early stages, was discussed at some length.
About sx years after its launch, the ISMI’s view was that the “database project” was more a
falure than a success. The main reason for this was the fact the project grew out of a “good
idee’ from the top but with little support from the bottom of the organization, i.e. the project was
like a house, which garted to be built from the calling. The ISVI’s feding is one of frudration
because the “database project” meant a large investment, which is now fully operationd but
which is gredly under-utilised. The 1SM’s concluson was tha, to be successful, IS
implementation projects need to address the redl needs that people have.

The 1SM explained that with the mergers and acquisitions (epecidly the takeover of the large
Banco Portugués do Atlantico) and a policy of frequent rotation of personnd, the BCP Group is
logng its “technology culture’. As an example of this, the ISV mentioned his TM. According to
the ISM, the TM is not involved and does not keep up with the concerns from the IS unit. The
Help Dex, for example, is saffed by one person, which is dearly insufficient for the needs of
Banco Cid.

SLM - Banco Cisf

The SLM isthe head of the Credit Andyss department. She had been with Banco Cisf for about
one year and had dso come from Banco Portugués do Atlantico (BPA). So, in addition to giving
her views about her present experience she was aso able to compare them to her previous
experience, in what concerns her deglings with the IS department.

She had recently been involved in an IS project regarding the implementation of a database
containing cusomer information. The project had passed quick and efficiently through the ISIT
Committee a Servibanca (in the process explained above), was carried out by three persons —
one team leader and two consultants and was completed in record time. The system works and
the implementation was rated as very successful. The reasons for the success were as follows.
(@ the IS person (i.e. the team leader) was able to understand the request with dl of its
implications, (b) the project team had a very dear nation of the client and its work was well
focussed on the client; (c) the guiddines from top management were Smple and pragmatic; (d)
the project deadlines were grictly adhered to. In addition to these, there were some other factors,
which contributed to the good outcome, for example, the amplified procedures for communicating
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with the user (i.e. through standard forms) and the mechaniams for providing frequent feedback
to the user-client.

This interviewee a0 talked about the genera climate of cooperation and support, which exids a
Banco Cid as an endbler of IS implementation. Such dimate was characterized by expressons
such as “what matters is that the Group wins” and “the interest of the Group is stronger than the
drategy of and Mr. A, B or C". Furthermore, the interviewee explained that there is a climate of
competition, but a hedthy one and that there is dso a serious concern with the employees.

Regarding her previous employer (BPA under the old management), al of these characteridics
were very different. There was a great ded of in-fighting between departments, and cooperation
in projects, such as |Simplementation, was very difficult to achieve.

Banco Cid/BCP case summary

The case of Banco Cid/BCP is very interesting because it has some unique characteridtics, as it
has been recognized by the researchers from INSEAD. Its most remarkable characterigtic is the
very high commitment to ISIT, which can be trandated as high IS Intent, in terms of our climate
dimengons. Indeed, such characteridtic, which reveded itsdf in severd waysin our interviews, is
not just a feature of the IS context but it is ill an important feature of the Group’s culture. At
BCP Atlatico there is a dae very dose to “the cognition of drategy being driven by
technology”, after the notion developed by Itami and Numagami (1992). Such proximity between
drategy and technology (i.e. 1S/1T) finds expresson in the strong emphads n the continuous
search for business innovation, through 1T gpplications, one of the tenets of the Group's Srategic
posture. Another tenet is decentrdization and loca autonomy. In terms of IS corporate
governance, sometimes this is a postive factor but other timesit is not so pogtive as, for example,
in the case of the “database project”, which seems to be an example of a less successful
implementation of IS. Findly, the fast growth of the Group seems to be creating a context where
diffuson of the aigind “IT culture’ is becoming more difficult and where a cultural gap between
IS and the rest of the organization can become more noticegble. The differences between Banco
Cid and Finibanco were evident, in this respect.



Chapter 7

Discussion of the empirical research findings

and conclusi ons about the new theoretical

approach to IS organizational
Implementation

Whilst a great deal of effort has gone into devising standard ways of designing and developing
information systems from analysis through to delivery of the system to the user, the process of
systems implementation has been somewhat neglected (...) Given the importance, for the ultimate
success of the system, of having a good implementation process, the lack of research effort in
thisarea hasto beregretted.

F. LAND (1992:145)
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7.1 Introduction

In this chapter, which concludes the dissartation, our am is to bring together the two types of
research probes we have launched: the conceptud and the empirica. The conceptua probes,
which account for the largest proportion, by far, of the overal research effort, are the theoretica
propositions we put forward in support of the new organizationa gpproach to IS implementation.
The empirica probes are an exercise in academic fiddwork aimed at finding out more about the
organizationd “redity”, which underlies both the processes and the outcomes of the
implementation of IT artifactsin organizations.

The research method we have adopted in this dissertation is Smilar to what Itami and Numagami
(1992) cdl “logicd compound synthesis’. This method, which the authors cdlaim to be often used
by researchers in spite of not having an “officia” designation, is presented as an dterndive to the
three more conventiona research methodologies - mathematicd modd andyss, datidicd data
andyss and in-depth case andlysis. Logicd compound synthess is ingpired by the chemicd
sciences, where researchers synthesize various materids into a compound, which is new to the
world. Likewise, in management and organization science, researchers “pick up various
theoretical concepts and empiricd findings as materids and synthesize them into a plausble
logicd gory. This gpproach derives its plaughility from the robust coherence among its
components and reveds logica connections among conceptud condructs’ (p. 133). As the
authors explain, the goped of this methodology is logic and logica argumentation.

In this dissertation, we must emphasize once again that our key objective, as evidenced in the sub-
title - towards a new theory - is to contribute towards new ways of perceiving and handiing the
IS implementation phenomenon, in practice. We have sat oursdves an objective, which is only
ataingdble in very smdl geps and which cannot yield comprehensive and robust methodologies in
the short term. We acknowledge that the initid impact of our gpproach is abstract and conjecturd
in nature. However, as Lundberg (1984) observed

even specul ative reasoning, which is carefully done and which probes the pragmatic dimension of
amajor, increasingly crucia phenomenon, has utility, for it beginsto inform and guide practice and
to stimulate enquiry (quoted in Stickland, 1998:28)

In this chapter we will firdly discuss the results of the empirica research. Thiswill be carried out
under three headings. (1) Destriptive andlysis of the survey results; (2) Inferentid andysis of the
survey results; (3) Interpretive andysis of the short case sudies. Regarding the firgt point, we
have been able to condude that, in dl, the three groups of managers do have different atitudes
towards IS corporate governance issues. Concerning point number two, the conclusons are
somewhat meagre. We have only been able to establish a vague correlation between the variables
in the conceptud model and perhgps the mogt interesting conclusion is the internd \didity we
were able to compute regarding four varigbles (1S Intent, DisciplineTrust/Support, Facilitationy
Inhibition and IS Organizationd Learning).



The mogst useful conclusons are arived a through the third method of andyss i.e the
interpretive method. Here, the five short case studies are analysed in accordance with the mode
which served as the bags for the survey questionnaire synthesized into a new framework. This
framework is made up of two key implementation dimensons: IS Infuson and IS Diffuson. The
fird is related to manageria choice in what concerns srategy and drategic intent. The second is
related to collective action, as a result not only of the srategic input but aso the input of the
system of interactions, which makes up the organization. All the short case studies are analysed
according to these two dimengons.

The next section contains a brief evdudion of the research methodology we have used
(conceptud and empirica). Howing from this discusson, we will draw some conclusions about
the new theoreticdl gpproach to IS organizational implementation, the key theme of the
dissartation. Here, we go back to our introductory chapter on organizations and organizationa
knowledge and argue that the approach we defend must be founded upon a new concept of
organizetion. Autopoiesis theory and its nove indghts into organizationd phenomenais brought in
to underpin our view thet IS implementation must be understood within other and more powerful
generaive forces made up of ever changing organizationd action. The metaphor of the whirlpool
in the river suggested by Morgan (1997) is used in order to better explain our view.

The mogt basc dement of organizationd action, that is, the basic glue that holds organizations
together is language and languaging. In management, an increesing number of authors (Ecdes
and Nohria, 1992; von Krogh and Roas, 1995g; van der Heljden, 1996; Czerniawsk, 1997, Grant &
a, 1998) argue that languaging or conversations in organizations can and must be managed as the
way of maeridizing the organization's Srategic intent. In IS corporate governance, languaging
and drategic conversations are d o the key to materidizing the organization’s ultimate |S-related
intent, i.e. digning ISIT and the lusiness. The organizational implementation of ISisredly the
ongoing outcome of such materidizing. Section 7.4 ends with a discusson on the concept of IS
dignment and the implications of the organizationd gpproach to the undersanding of such
concept.

For the finale, we highlight our perception of what our contribution to the IS discipline might be.
At the outset of this chapter we have quoted Prof. Frank Land (1992), the first Head of the IS
Department at the London School of Economics, saying that “the lack of research effort” in the
area of 1S implementation “has to be regretted’. In his search for an answer to the lack of
research effort, Land touched on severa occasons (1983, 1983a, 1989, 1992) upon the issues of
organizationd culture and dimete as key factors behind the success of IS implementation. But
dthough he fdt the need for a more aggregate leve of discourse, organizationd culture and
climate were never tregted in any depth in his research. Thus, we see this dissertation as feeding
directly into the gep identified by Land but dso extending some of the work initiated by other
members of the Department, such as Angell and Smithson (1991), Introna (1997) and Ciborra
(1989, 1994, 1997) anew arivd in the Department as Vigting Professor.



7.2 Discussion of the empirical research

7.2.1 Descriptive andysis of the survey results

The andyss of the survey results using only descriptive dtatigtics - number of responses,
percentages, averages, Sandard deviations and variaion coefficients - can be found in Appendix
2. The body of this gopendix is the prdiminary report submitted to FLAD in August 1998. It is
cdled prdiminary because a more in-depth trestment of the results was promised for alater date,
i.e. dfter the completion of this dissartation. The definitive report to FLAD will contain a summary
of the overdl condlusons from our empirical work.

The reader is therefore invited to peruse Appendix 2. Given that the results of the postd survey
are described therein, they will rot be repeated here. What we propose for the main body of the
dissertation is to carry out a brief review of the generd characteristics of what we may cdl the
typical 1S corporate governance context in large Portuguese companies, based on an
interpretation of these results. Before sarting, however, it is important to point out that the
questionnaire items dreedy reflect the key issues prevdent in such context, in accordance with
the views gathered from Portuguese 1S managers, in the first round of interviews.

The key issues that have come out of these interviews and which can be sad to be somewhat
different in Portuguese companies from the generd |S corporate governance trends identified in
chapter five (Table 5.1) are asfollows

? The centrdized supervison of the IS function from the top is usudly very diluted and
diffusein view of the fact that there is not any one person with exclusive respongbility
for such function, in the Boards of Directors (i.e. atype of Chief Information Officer)

? The so-cdled federa system of IS corporate governance, i.e. a highly decentrdized
system with a“mini” 1S department in each business unit and an IS coordinating body
at corporate level has not been adopted, in generd

? Line managers are usudly conddered not to be “up to the job” of co-managing
information sysems, therefore this is ill very much the “crusade’ of IS managers.
Hence, thereisyet no rolefor IS managers as business consultants, for example.

The main concluson that can be drawn from a comparison of the mean scores achieved by each
of the three groups of respondents is that a culturd gap does exist in the perceptions of the
various issues a stake. The andyss of the responses to each questionnaire item revedsthis, and
the analysis d the overall mean scores organized by issues related to each of the stakeholder
groups confirmsiit. In the graphs shown in Figure 7.1 the differences in perception by eech of the
groups can be visudly detected. The results show that when confronted with issues, which
concern them, each of the stakeholder groups score condgtently higher then the other two
(meaning that the level of “agreement” about the presence of the issue in thelr organization is
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higher). Interegtingly, the largest differences are found in the scores of the IS managers versus

the scores of the senior line managers. Thus, it is plausble to guess that a quite difficult
relationship exigts between ISMsand SLMs.

Figure 7.1 Overall average scores grouped by questionnaire items
related to each of the three groups of managers
(showing the responses obtained from each of the groups)
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Other interesting conclusons resulting from an interpretations of the @scriptive andyss and
which help to characterize the IS corporate governance context in large Portuguese companies,
aeasfollows



? Top Managers (TMs) are the mogt optimigtic of the three groups, showing optimism
(in terms of scores differences) even in issues where TMs are not directly involved. In
relation to the Information Systems Managers (ISMs) there seems to be some
consensus of views between the two groups, but consensus is higher between the
views of TMs and of Senior Line Managers (SLMs), which may indicate a degree of
alegiance between these two groups

? The ISMIs are the mos defensve of the three groups, showing congstently higher
scores than the other two groups in issues affecting their status. The consensus of
views between them and the TMs may be indicative of some support from the ISMs
in relation to the TMs, in spite of the relative lack of knowledge of TMsin rdation to
vaious operaiond issues ISMIs condder more autonomy for SLM an unlikdy
(undesirable?) posshility and they dso show a degree of pessmiam in reaion to
human resources management related to the 1S function

? SLMs ae the group who show the leagt involvement in IS corporae governance
issues. Their pessmiam shows through their conggently lower scoring, in relation to
the other two groups and when expressing their views about either actua or desrable
gtuaions, even in issues, which affect them directly (see, for example, Question 12)

7.2.2 Inferentid analysis of the survey results

As pat of the quantitative analysis of the survey results we had proposed to establish some
correlations between the latent constructs (see Figure 6.3). Our propogtion was as follows.

The sample of large companies shows that the level of IS organizational learning is positively
correlated with the organization’s perceived level of Facilitation/Inhibition associated with its 1S-
related structural conditions as well as the presence of four basic organizational values- IS Intent,
Discipline, Trust and Support- associated with IS corporate governance.

Before going into the correlaions between the modd’ s latent variables, however, we had to verify
the internd vdidity of each of the latent varigbles Asiit is explained in Appendix 2, an initid

andysis of the responses to the guestionnaires showed that there were problems regarding the
wording of Questions 11, 13 and 21 and that it had been decided to drop these questionnaire items
from further andyss. Thus, the Trust and the Support congtructs were reduced to two
guegtionnaire items each. The computetion of the rdiability coefficients on these two variables
showed vaues of 0.52 for Trust and 0.57 for Support. The coefficient for the Discipline condtruct,
in spite of having three items (Questions 7, 8 and 9), was dso quite low: 0.43.

Van de Ven and Ferry (1980) suggest a range between 0.55 and 0.90 for congtructs with broad
conceptua scope, in business settings, but Forndl and Larker (1981) recommend a threshold of
0.70 for acoeptable rdiability. So we have decided to adopt, for our andlyds, a vaue of around
0.65 as the minimum coefficient for a latent variable to be consdered as rdiable and vdid. In the
light of this we had to decide whét to do about the Discipling, the Trugt and the Support variables
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before we could only carry on with the estimation of the correlations between the variables in the
modd. Given that discipling, trust and support are very dose to individud attitudina vaues (in
Spite of featuring as organizational vaues in this discussion) we took the decison to join them
together into one single variable: Discipling/ Trust/Support.

Thus, the reliability coefficients obtained were as follows (see dso Appendix 3):

IS Intent- 0.73

Facilitation/Inhibition (structural factors) - 0.68
Discipline/ Trust/Support - 0.77

IS Organizational Learning- 0.70

The next step was to compute the correlation coefficients between the latent varigble. This was
caried out, usng factor andys's and has resulted in the values shown in the table below

Table 7.1 - Corrdations between the latent variables

IS Intent Discipline/ Facilitation/ IS
Trust/ Support Inhibition Organizational
Learning

IS Intent Coefficient 1.000 0.710** 0.461** 0.509**
No. of cases 251 247 243 248

Discipline/Trust/  Coefficient 0.710** 1.000 0.417** 0.553
Support No. of cases 247 250 242 247

Facilitation/ Coefficient 0.461** 0.417%* 1.000 0.538**
Inhibition No. of cases 243 242 247 245

ISOrganizational  Coefficient 0.509** 0.553 0.538** 1.000
Learning No. of cases 248 247 245 252

** Correlation issignificant at the 0.01 level (two-tailed)

The results obtained from the quantitative andyss above are disgppointing. Although dl the
corrddions between the independent variables (IS Intent, Discipling Trust/Support and
FadilitatiorvInhibition) and the dependent variable (1S Organizationd Learning) are significant, the
coefficients are too close to the threshold of 0.50 (Johnson, 1998) to dlow any inferences to be
made. This does not mean, of course, that these dimengions are na pogtively rdaed. It Smply
means that with the ingrument we have used for measurement a strong correlation cannot be
established.

In view of the rdatively uninteresing nature of the results from this quantitative andyss we
decided not to pursue it further and concentrate on the quditative andyss. However, there may
be some interesting condusions to be drawn from the inferential andys's, about the IS dimate or
context dimensons we have identified. We will comment further on this aspect in section 7.3.

7.2.1 Interpretive analysis of the short case studies
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The second st of interviews have proved to be much more interesting in terms of research
results. The objective of these interviews was the same as the objective of the quantitative part of
the empirica research, i.e. detecting trends or patternsin IS corporate governance (in large
Portuguese companies), regarding ISrelated values (IS intent, discipline, trust and
support) and | Srelated structural conditions, which may enable a better understanding of
the conditions for improved | S-related organizational learning.

The interviews are presented in the form of five short case sudies (in chapter Six), S0 asto give
the reader a contextuadized view of each group of three interviews (four in the case of Banco
Cid/BCP). Hence, the case studies dready represent our interpretation of the 16 interviews
granted to us The managerid action framework gpplied to IS corporate governance and
discussed in chapter five has served as the initid basis for the quditative analyss of the case
dudies. Table 7.2 shows our andysis in terms of the same 19 attributes of 1S-related context,
which served as the basis for the questionnaire in the posta survey.

The scoring system reflects the presence of dimate/context attributes in the interview. Such
presence can be postive or negative. A positive presence means that the particular attribute has
contributed towards the relaive success of the IS implementation under discusson. A negdive
presence means the opposite. For example, in the case of Petrogd |Srelated priorities for
human resources development and |Srelated incentive systems (under structura factors in
Table 7.2) have both contributed negatively towards the success of 1S implementation and of the
invoicing system intended to support the new consumer card (Gap Frota), in particular. However,
such negative contribution was not the same regarding the two attributes. It was stronger in the
case of 1S-related incentive systems, in rdation to the interview by Petrogd’ s TM.

Hence, we have established a digtinction between strong presence (scored by means of 2 or -2)
and week presence (scored by means of 1 or -1).
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Table7.2 - A qualitative evaluation of the IS corporate governance context dimensons (values and structural factors) in the five companies

EDP Petrogal Centralcer Finibanco Banco Cisf/BCP
™ ISM [SLM| ™ [ISM|[SM | ™ [ ISM [SLM [T™M [ ISM | SLM | TM | TM | ISM | SLM
@@
ISIntent
ISrelated strategic visions, by the TM -1 -2 1 2 2 -2 2 2 1
ISrelated strategic visions, by the | SM 1 2 2 2
ISrelated collective comitment, by the | SM, in looking outside the
company in the search for new technological solutions 2 2
ISrelated collective comitment, by theSLMs, in their planning/
implementation role of |S strategies at department/division level -1 -1 2 2 2 2
Personal meaning of |S-related issues, by the TM, in influencing the
company’s Board in key issues for the long-term development of |S/IT -1 2 2 2 2
Personal meaning of |S-related issues by the SLMs, in understanding and
managing I T learning by end-users at the local leval 1
Discipline
Need to respect I T platform standards, by the TM, by recognizing the
importance of the company’ s information architecture 2
An understanding of business platform needs, by the | SM -1 -1 2 2 2
An understanding of IS development constraints, by the S_Ms -2 1 2
Trust
ThelSM’s track record in the organization on |S/IT issues 1 -1
The SLMs IS skills and competencies for taking over new 1S
management responsibilities 1
An understanding on the part of theTM of the need for SLMsto get
involved in IS management and policy making 1
Support
The SLMs autonomy in the use of IS resources 2 -1 2
The need for coherent clarification on policy-related issues, from the TM 2
The need for anew service orientation on | S/1T-rel ated issues, by the | SM 2
Structural factors
I Sbusiness integrating mechanisms -2 -1 -2 2 2
ISrelated priorities for human resources devel opment -1 -2
ISrelated incentive system -2 -1
Historical technical quality of IT applications -1 -2 -2 1 2 2

Key: Presenceof dimension in theinterviews 2 = strong; 1 = weak; plusor minussignsindicate a positive or negative implication
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7.2.1.1 1S Infuson and Diffusion as an interpretive framework

In order to develop our quditative andyss further and draw condusions, which might be of some
use to IS research and practice we needed to find a tool, which would bring together the various
atributes and dimengons into amore generd dimengion. At the same time, the generd dimension
should aso establish alink between IS corporate governance and overal corporate management.
We have found such a toal in the form of two little explored drategic dimensons of 1S
implementation: 1S Infuson and IS Diffuson (Sullivan, 1985). These two dimensions have dlowed
us anew reading of the empirica research results and, a the same time, have provided us with a
new link between three dements identified in our conceptud research: managerial (strategic)
choice, managerial action and collective learning.

An organization's pogitioning on the competitive market determines, to a certain extent, the level
of investment of that organization in IS1T. For example, it is not possble for abank nowadaysto
invest dgnificantly less than dl the other competing banks and il Say in business. The notion of
IT intensty was firg suggested by Porter and Millar (1985) through the andytica tool caled the
“IT intengty matrix”. The matrix is useful for podtioning acompany or industrial sector in relaion
to two factors (1) the amount of information processing required throughout the company’ s value
chain and (2) the amount of information content of the company’s products or services. On both
counts the level of IT intengty tends to increese. In other words, the pervasve and ever
increasng penetration of IT atifacts in organizations means that both in terms of the value chain
and in terms of the content of the product itsdlf, theintengty of IS/1T is dways mounting.

Sullivan (1985) suggested two other measures of 11T intendty: (1) infuson, or the degree of
Srategic reevance of ISIT for a particular company’s business and (2) diffusion or the leve of
deployment of IS1T throughout the organization. The concepts of infuson and diffuson creste an
important distinction, which was missed out in Porter and Millar’s IT intengty metrix. While the
concept of infuson addresses the problem of drategic podtioning (which is the focus of the
Intendty Matrix), the concept of diffuson addresses the problem of the internd use and
management of the investments made in IS/IT. In other words, while the needs imposed by
drategic pogtioning may lead companies in the same sector to cary out Smilar leves of
invesment in IT (i.e smilar levels of infuson), the management of those investments within the
companies may be different (and it very often is). While infuson depends largely upon market
forces, diffuson depends mainly upon the effectiveness of the organization's IS corporate
governance Processes.

Thus, we may argue that while the competitive pressures of the market inevitably push the leve
of infuson up, the levd of diffuson may remain more stagnant for some time. However, sooner
or later, the company’s cost accounting system will start to show that the investments made in
IS/IT are not being effective in terms of expected benefits. On the other hand, internd forces in
the organizaion exert congant pressure for IT atifacts and gpplications to be more widdy
diffused and their management to become ever more decentrdized. Hence, as Sullivan (1985)
argues, the trend for both IS infuson and 1S diffusion is upward (see Figure 7.2), there being three
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consequences from such movement: (1) 1S planning methodol ogies becoming more edectic; (2) a
new emphass on IT architectures and (3) the recognition that human networking and
organizaiona communication are ds0 key ingredients of the management of information a
corporate leve.

Figure 7.2 - The upward trend of IS infusion and diffusion in organizations

Sullivan’s (1985) Infusion/
Diffusion Matrix

Infusion - High
measure of the
impact of IS/IT

on the
organization’s
business, i.e.

the strategic
importance of IT

Porter and Millar’s (1985)
Information Intensity Matrix

High High Low
) intensity
Information orhigh Low High
intensity of infusion
the value Diffusion -
chain degree of deployment or
decentralization of IS/IT
Low throughout the organization

High Low

Information intensity of
the product

Going back to our quditative andyss of the case dudies (Table 7.2), the next question was what
are the relationships between our IS corporate governance context attributes and
dimensions and the ISInfusion - Diffusion dimensions? Let us dart with Infuson.

IS Infuson is relaed to manegerid drategic choice. Porter and Millar's (1985) IT Intendty
Matrix highlights this fact rather well, i.e. the company’s drategic requirements regarding ether
its vaue chain processes or its product contents determine its levels of investment in ISIT.
However, the company’s attitude towards such srategic requirements can be more proactive or
more reactive and the degree of proactivity or reactivity will be rdaed to the level of 1S Intent
that the company is able to generate. In other words, in order to stay ahead of the competition,
companies cannot jugt follow the trends, but they have to embed in their collective dtrategic
knowledge a sat of vaues rdated to the drategic role of 1Sin their business development.

Itami and Numagami (1992) explain the reationships between technology and drategy and
athough they are concerned mainly with indudtria technology, ther thinking may be gpplicable to
ISIT. These authors put forward three stages n the formation of the technology-sirategy
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relationship: (1) draegy capitdizes on technology; (2) drategy cultivates technology and (3)
technology drives cognition of Srategy.

In the firgt stage, the “basic premise is that current strategy should make the best use of current
technology” (p. 120), that is, technology is made to fit Srategy contemporaneoudy. A typica
question asked in the Strategy formulation process, at this sage, is: how should technology be used
asatool to differentiate the canpany from its competition?

In the second stage, the case of drategy cultivating technology can be summed up as follows
“pursuit of contemporaneous fit between technology and current strategy can lead to technology
accumulation with much greater future potentias than necessary to met current needs’ (p. 122).
This line of thought in management research is supported by the resource-based gpproach to
drategy, where the mgor tenet is that current dtrategy should be formulated with the
accumulation of invisible assets and core competencies as basic goas. Hence, current strategy
cultivates future technology.

The third stage in conceptudizing the interaction between technology and srategy is focussed on
the effects of current technology upon the collective perception of future Strategy. At this Stage,
“to try to imagine its future, the firm neads some common lens which is shared by many
members, technology works as such a lens’ (p. 128). In this perspective, Strategy cannot be
separated from the organizationa learning and the cognitive processes induced by the technology.
At this third stage “technology is dl important; it not only congrains what the firm can do
technicdly, but frames and drives the way people think” (Itami and Numagami, 1992:131).

It can be argued that this reasoning makes sense for indudtrid technology but not for informetion
technology. The reason for this is that indudrid technology is endogenous to the firm and
information technology is not. Indudtrid technology grows within the company through its R&D
and market intelligence efforts. Information technology, however, can never be totaly endogenous
because it is developed outside and is imported into the company in a piecemed fashion. In other
words, companies increesngly buy ready-meade software gpplications as and when they are
needed. Neverthdess, thereis dso adegree of endogeneity in software gpplications because they
are 0 intimately linked to the organization’s internd routines and processes. This is the case, for
example, with the so-cdled ERP (Enterprise Resource Planning) software packages, such as
SAP R/3, which are known for imposing dragtic changes to the firms' routines and processes and
even changing the corporate culture (Davenport, 1998).

Although Itam and Numagami’s framework cannot be directly carried over to IS corporate
governance, the three stages of the technology-drategy relationship make sense and are
reminiscent (albat conceptudly very different) of the evolutionary path suggested for I T-induced
organizationa change by Venkatraman (1991). That author suggedts the following steges of
change (1) locdized exploitation; (2) internd integration; (3) business process redesgn; (4)
business network redesign and (5) business scope redefinition. However, the two conceptions of
IS T-rdaed evolution are quite different. While Venkatraman's is prescriptive and determinigtic,
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Itami and Numagami’s modd is andyticd, ingpired on organizationd culture and amed a
cgpturing the relaionship between technology and the collective learning cgpability of the
organizetion.

As we have suggested above, Itami and Numagami’ s stages can be used to give some additiond
subgtance to the IS Infusion dimengion. In the light of this evolutionary scale, 1S Infusion can be
redefined as being not just the degree of strategic relevance of IT for a particular company’s
business (Sullivan, 1985) but dso the degree to which the organizational knowledge
(cognition) related to 1S1T and to the business strategy are intertwined. Redefined in this
way, IS Infuson becomes the key consequence of our firgt 1S corporate governance context
dmengon: IS Intent. We recdl the definition provided in chapter five for this dimenson: the
awareness, the understanding, the action and the proaction from all the firm's managers
regarding the role of ISIT in helping to achieve their own business objectives and,
ultimately, the firm's strategic aims.

So, we suggest that IS Infuson can usefully be further sub-divided into three andytica categories
(1) dtrategy capitalizeson IS/1T; (2) strategy cultivates ISI1T; (3) ISIT drives cognition

of strategy.
The next dimension we wish to gpproach is IS Diffuson. Sullivan (1985:6) argues that

Diffusion may take place in organizationa terms, as companies use more I T in support of more and
more functions and business units. Diffusion may occur in physical terms, as companies install
minicomputers, wordprocessors, etc. Diffusion may also take place in terms of responsibility, as
line managers take more control of systems design, development and operations

In other words, Diffuson encgpsulates dl the organizational consequences, induding structura

arrangements, procedures, routines and managerid action, which flow from the strategic dhoices,
regarding IT investments in the face of competitive pressures. Although Sullivan argues that
Diffuson hasin it dements of a physica nature, such asIT componentsingaled in amore or less
centrdized fashion, in the main Diffuson is aout organizationad dructures and relationships
between people. Ultimatdly, even the decisons to ingdl the physica components are reduced to
negotiaion and communication between people. As organizations gpproach the high Infuson and
high Diffuson quadrant, “processng and data, which had been viewed as centrd, begin to look
peripherd and (organizationd) communication, which had been periphera begins to look centrd”
(Sulliven, 1985:9).
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Hence, Diffusion and organizationd communication can be said to go hand in hand. Organizationd
communication is andysed by Czerniawska (1997) in the book Corporate Soeak. Asthe author
explains, “ corporate gpeek isnot Ssmply
jagon and buzz words corporate
gpesk is about the use of language for
its own sake” (p.24). In taking about
the role of language is service
provison, Czerniavska mekes some
comments, which are germane to IS
corporate governance and which help
to understand the relevance of the IS
Diffuson dimenson. She observes “as

Figure 7.3 - The relationship between service
provision and the importance of language in
organizations

Degree of
meaning outside
the control of
the service
provider

Increasing the proportion of language associated
importance of with a sarvice (i.e the sarvice
languagein

component) increeses, 0 does the
extent to which the meaning of that
sarvice lie outsde the control of the
svice  provide”  (p.96) ad
“ownership of meaning empowers the
customer - language is therefore the prime means by which the customers exert control over their
savice purchasss’ (p.97). Czerniawska supplements her obsarvations with the illudration in
Fgure7.3

service transaction

Source: Czerniawska (1997)

Applied to IS governance this means that as IS1T become more “infused” into the organization,
both internd and externd 1S1T service providers gradualy loose control over the meaning of
IS T-related services. At the same time, as “diffuson” progresses, stakeholders are better able
to use and control 1S1T-related language. In other words, the more IS implementation is outdde
the control of the ISIT experts the more important |S-related language (i.e. 1S Diffuson)
becomes.

Furthermore, Czerniawska establishes an interesting pardlel between language use and three
types of corporate aulture as suggested by Meyerson and Martin (1987). Meyerson and Martin
put forward three paradigms or ways of thinking about corporate culture: (1) Integration; (2)
Differentiation; (3) Ambiguity. The main differences among the three paradigms are explainedin
Table7.3.

Table 7.3 - Three paradigms of corporate culture

Integration paradigm Differentiation Ambiguity paradigm
Characteristics paradigm
Degree of consistency of the Consistency Consistency and Lack of clarity and
cultural manifestations among Inconsistency irreconcilable
organizational members inconsistencies
Degree of consensus among Organization-wide Within but not I ssue specific
organizational members between sub-cultures CONSensus,
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dissensus and
confusion among

individuals
Key sources of cultural change Often centered on Various internal and Often centered on
the | eader external sources individuals

Source: Meyerson and Martin (1987)

In line with these three paradigms, Czerniawska (1997) argues that we can think of three types of
language environments in organizations. (1) conggent and centraly controlled; (2) diversfied and
locdly controlled and (3) ambiguous and chaotic. In the first type, language is usudly controlled

Figure 7.4 - The categories of IS Infusion and IS Diffusion from the top and change is

esse to achieve. However

? 1SInfusion
? groupthink can st in just as
ZISIT drive essly & individud
;?ggg;n of organizational members may
” have a tendency to be
nstrategy uncriticd of the leader. In
i cultivates IS/IT the second type, the group’s
Pstrategy or the busness unit's own
capitalizes on language ae the most
T important, S0 conditions for
IS Diffusion innovationtoflourigh r_r@/be
?ambi >2diversified  ??consistent better. fpr the indvidud
T ndlocally  and orgenizationd member. The
chaotic controlled centrally drawbeck is the difficulty in

controlled  getting corporate-wide

drategies adopted by the

group or the business unit. In the last type of environment, language (or strategy) have no role.

Individud organizationd members have no guidance and the language environment has no
consstency of any sort.

We bdieve that the three cultural paradigms or language environments may be gpplicable as sub-
categories of 1S Diffuson. Communication and language use is dependert upon the rdationships
between organizationd members. Relationships, in turn, are related to the types of prevailing
organizationd vdues, in the organization. But communication is dso dependent upon the
fadilitatory or inhibitory conditions crested by the organization’s sructurd conditions. Thus, we
may conclude that Diffusion is the end result of the attributes of 1Srdaed organizationa values,
such as discipling, trust and support and dso of 1Srdaed sructurd conditions, as described in
Tables6.1and 7.2.

Aswe have done regarding IS Infuson, in the case of IS Diffuson we aso suggest that it can be
usefully sub-divided into three categories (1) ambiguous and chactic; (2) diversfied and
locally controlled; (3) consstent and centrally controlled The two dimensons and the
categories we have assgned to them can be seen in Figure 7.4.
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Based on our interpretation of IS Infusion and IS Diffuson, we have created an andyticd tool for
the five short case studies. The next sep was to assign the characterigtics detected in the five
companies in relation to IS Infuson and Diffuson. This was achieved by means of finding the
average quditative scores (from Table 7.2) for each of the five companies, according to the two
new dimensons discussed above. For IS Infuson, we have used the average scores obtained for
IS Intent and for IS Diffuson, we have used the average scores obtained for dl the other 1S-
relaed context dimendons. Thus we are assuming, a this sage, tha both dimensons are
continua, whose level increase as the numerica vaues (average scores) go up. The vaues, as
well astheir plotting dong the two axis, can be seenin Table 7.4.

Table 7.4 - Average points obtained in the quditative analyss (as per Table 7.2)

EDP Petrogal | Centralcer | Finibanco | Cisf/BCP
IS Intent only -1 0 2.3 33 4
All other context dimensions -2.6 -3 -1.3 7 2
Reative pogtion of the five companies

Average 4 ? Cisf/BCP —
points on 3 ¢ Finibanco
IS Intent ) ? Centralcer

attributes 1

only 0 ? Petrogal
(ISInfusion) -1 ? EDP

-2
4 -3 -2 -1 0 1 2 3 4 5 6 7

Average pointson dl other 1S context dimensions
(1SDiffuson)

7.2.1.2 Some conclusions about |S corporate governance in the five cases

Looking at Table 7.2 we can see that there are fewer scores related to the atitudina dimensions -
Distipline, Trugt and Support - than to the other two types of dimensons - IS Intent and structurd
factors. This is congstent with the results obtained from the inferentid anayss, i.e. the lack of
internd validity obtained from the same attitudind dimensons The only exception is with
Finibanco where there are quite a few scores associated with the three attitudind dimensions and
only one score associated with the structurd factors. Thisis interesting asit seemsto vaidate the
notion that the more IS corporate governance is embedded in the company’s culture, the less the
company hasto rely on structurd mechanisms (Brown and Ross, 1996).
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EDP and Petrogd are typica cases of publicly own companies in Portugd, in Stuations of
monopoly or near-monopoaly, at least until very recently. Such Stuations are usualy conducive to
poor menagement in genera and to the management of |S resources, in particular, given the lack
of competitive pressures. In both cases the number of negative scores is high, indicating a number
of Stuaions where the implementation of information systems was adversely affected either by
ISrdaed vadues or dructurd factors. The dtuation is changing a Petrogd in view of the
managerid decison to outsource the whole IS infragtructure, but at the time of the interviews it
was gill too early for any red effectsto be fdt. EDP, on the other hand, has aso gone through an
outsourcing experience, dthough not as radicd as Petrogd’s (EDP's outsourcer is part of the
EDP Group) and not as recent as Petrogd’s. This may explain the lower leve of IS Diffusion at
Petrogd then a EDP. However, both organizations are in the low IS Infuson and IS Diffuson
quadrant, which means that IS is percaelved nether as a drategic issue nor have these
organizations been able to develop (managerid) action conducive to the creation of effective IS
corporate governance communication flows,

Centracer isdso acompany that, until quite recently, was publicly owned dthough it was not in a
monopoly Stuation. However, its privaization followed by the decison to implement the SAP
software package have produced quite dramatic effects regarding the company’s drategic
thinking. This can be seen from the fairly high leve of IS Infuson, which Centrdcer shows in

Table 7.3. This company is clearly in a Sate of trandtion from an old fashioned and bureaucratic
syle of management to a more drategicdly oriented style. However, srategic (1S) intent is one
thing and the diffusion of such intent throughout the organization is something ese. In other words,
the tempord gap between managerid choice and collective learning is consderably large. This
can be seen by looking a Table 7.2, where quite a few negative scores gppear under Centralcer’s
sructurd factors (i.e. those which take longer to change) while some positive scores appear
under the company’s attitudind |Srelated vaues. This may show that this area (i.e. attitudina

vaues) is quicker to change, through managerid action, than the structurd factors. In turn, this
may be the explanation for Centrdcer’s rdatively low levd of IS Diffuson in relaion to the two
banks, but rdatively high in comparison, for example, with Petrogd.

IS Infuson is dso reveded through the different attitudes towards outsourcing. It isinteresting to
compare such attitudes at Centralcer and Petrogd. At Centrdcer, the ISIT planning function has
dayed firmly in the hands of the remaning IS gaff and has not been taken over by the
outsourcing company, wheress in Petrogd, they have logt such control to the outsourcer. As
regards IS Infuson, Petrogd is 4ill a the stage of “Strategy capitdizing on technology”, i.e.
Petrogd’ s thinking about 1S is ill dominated solely by cost reduction concerns and information
technology is seen as a mere tool with no connection with strategy. Hence, the precipitete move
towards tota outsourcing. At Centralcer, however, outsourcing was more gradud and better
controlled. More importantly, a Centralcer there was a concern with learning about the new
software package as wdl as with the organizationd changes needed to implement it, before
embarking on outsourcing. Thus, in this company IS Infuson ssems to be moving in the direction
of the second stage - “strategy cultivating technology” - as proposed by Itami and Numagami
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(1992). This means that at Centracer there is a clearly strategic stance towards IS and the need
to grow with the technology in order to stay competitive is recognized by the company.

The relative pogition of the two banks (see Table 7.3) confirms, once more, that companiesin the
financid services sector are the heaviest users of IT showing, therefore, the highest levels of IS
Infuson as wel as IS Diffuson. Although both banks appeer in the high Infusorvhigh Diffuson
Quadrant, there are some interesting conclusons to be drawn from a comparison between
Finibanco and Cis/BCP.

Sating with IS Diffuson. The diginctions between the three sub-categories - ambiguous and
chaatic, diversfied and localy controlled and consstent and centraly controlled - become more
evident when we compare the results obtained from the two banks. Finibanco is a smdl bank
managed with a proactive and collaborative style of leedership, which is reflected in the IS
Diffuson dimenson. As we have suggested above, IS corporate governance a Fnibanco does
not need complicated sructurd mechaniams as much of the coordingtion is embedded in the
informdity of the bank’s corporate culture. The following sentence by the information systems
manager illudtrates this point well: “success or lack of successin IS implementation usudly stems
not from macro decisons but from micro decisons, which are taken 18 times a day”. In other
words, Finibanco's information systems manager relies on a communications environment where
negotiaion and interpersonal relations are the key to the success of 1S corporate governance, as
opposed to rules, procedures or sarvice level agreements. Such communications environment is
condstent and is centrdly controlled by the invisible hand of the bank’ s corporate culture.

Cid/BCP, on the other hand, show a levd of IS Diffuson lower than Finibanco. This becomes
clearer when looking a the interviews and noting the degree of dissenson between the top
manager and the information sysems manager on a number of issues The BCP Group has
experienced exponentid growth over the last five years, especidly after the takeover of the
Banco Portugues do Atlantico (thus becoming the BCP-Atlantico Group). Between 1993 and
1998 the Group has grown 236 percent in terms of totd assets, from 1.9 to 6.4 million “contos’ (1
conto=1,000 Portuguese Escudos) and 200 percent in terms of gaff, from 4,000 to 12,000. With a
policy of high rotation of personnd within the Group, such growth has meat that the
organizetiond dlimates within Group's companies have dso undergone many changes, over the
same period of time. Thisincludes, of course, the IS corporate governance climate in Banco Cid,
one of the Group's companies. This, in our view, accounts for the lower leve of IS Diffuson, in
relation to Finibanco. At Cid/BCP, IS Diffusion is closer to the “diversfied and localy controlled”
position than to the “condstent and centrdly controlled” category. 1S-rdlated communication at
Cid is not homogeneous, probably meaning that 1Srelated communication a Group leve isdso
not homogeneous.

Although Cidf is a very smdl part of the BCP-Atlantico Group (Cisf has about 130 g&ff), the
conclusons that can be drawn from the interviews are probably representative of the whole
Group. Also, because the interviews included a top manager with a key podtion in IS corporate
governance a Group leve. From these interviews, the mogt griking festure regarding IS Infuson
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was the drategic stance on IS1T, shared by dl the interviewees. At Cisf/BCP, the key dtrategic
intent may be summed as follows 1S1T is to be used in very pragmatic fashion to achieve
business objectives with a permanent focus on innovation. At Finibanco the rategic intent is
amilar, insofar as the approach to ISIT is ds0 very pragmdic, but the emphass on the
permanent search for innovation is not as evident.

From the compardive andyss of Ci/BCP and Finibanco an interesing st IS corporate
governance issues sand out. (1) Is it possble to maintain both dimensons - IS Infuson and IS
Diffuson - in the high/high quadrant as the organization grows and becomes more complex? (2) Is
it important for organizations to achieve a Stuaion of “conggtent and centraly controlled” position
on IS Diffuson? (3) How far should ISIT drive the cognition of future Strategy in companies? (4)
If there is a need for a trade-off between the two dimensions what are the guiddines for a such
trade-off? We will not attempt to answer these questions in any detail here and we believe that
they will make good topics for further research, but it is worth making a brief comment about the
two dimensons we have cregted - IS Infuson and IS Diffusion.

7.2.1.3 Conclusions about IS Infuson and |S Diffuson

As companies inves more and more in IT atifacts IS and IT are progressively perceived as
increasingly relevant as srategic factors. Thus, IS Infusion is a continuum in the sense that on a
scde from not drategicdly relevant to highly Srategicdly, the leve of IS Infuson shows atrend
of continuous growth. The question about IS Infuson, however, are the categories we have
chosen to characterize such a growth - (1) strategy capitdizes on IS1T; (2) drategy cultivates
ISIT; (3) ISIT drives cognition of srategy. We do not have many aubts about the natura
evolution from stage one to stage two, but the evolution from stages two to three seems more
problematic. This is why he have formulaed the question - how far should ISIT drive the
cognition of future Srategy in companies? - above. In some sectors (e.g. financia services) we
do nat have many doubts that ISIT will increesingly drive the cognition of future Strategy, but thet
may not be the case in dl sectors.

Regarding 1S Diffusion, the problems are more complex. The reason for thisisthet in IS Diffuson
we are not only deding with managerid choice and drategic (1S) intent, but we are deding,

mainly, with collective (organizationd) action. And collective action is more difficult to predict. IS
Diffuson cannat help but to follow the generd trends set by the company’ s overdl culture, which
is gredly varied and multi-faceted. As far as IS corporate governance is concerned, some
companies will show a greater tendency towards a more centralized syle of culture while others
will favour amore diversfied and localy controlled style. This may be rdated to size, dthough we
do not believe that company Sze is the only factor. Either style may be gppropriate, dthough it is
difficult to foresee business success with no atempt a some unification or uniformization of
corporate culture. So, we may say that from the two categories - diversfied and locdly controlled
and conggent and centrally controlled - we gtill do not know which pettern of deve opment might
be most effective as far as IS corporate governance is concerned. However what seems sure is
that 1S Diffuson cannot stay in the ambiguous and chaotic category. As Earl (1996) has pointed
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out, IS corporate governance needs clarification from the top of the organization and in an
ambiguous and chaotic culturd environment, darification is virtudly impossible

Summing up. From the quditative analyss of the five cases we can draw the following overdl
conclusion. 1S Infuson is rdated to manageria choice and to 1SIntent, and it isthe first condition
for ISrdated learning to develop. 1S Infusion is an indirect consequence of the competitive
pressures on firms to invest in IS1T. It isindirect because, ultimatdy, 1S Infuson depends upon
the perceptions of managers about the strategic role of ISIT in thar businesses and upon the
choices that such managers make. IS Infusion influences the conditions for IS Diffusion to occur.
IS Diffusion is made up of managerid action, be it informa and persond (vaues and attitudes) or
forma and impersond (in the form of behaviour imposad by the structura factors). Together with
IS Infusion, IS Diffuson creetes climates or contexts related to IS/IT in organizations and which
conditions the organizationd learning, which can be mustered. |1S-related learning completes the
loop. It occurs as aresult of 1S Diffuson and, in turn, conditions future IS Infusion. A higher leve
of 1S Infusion (i.e. the cognition of srategy becoming highly intertwined with avison of 1S1T) is

Figure 7.5 - Therelationship of IS Infusion, 1S Diffusion
and | S-related learning
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Related to managerial
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through 1S-related turn, shapesthe IS
organizational learning related learning context

only possible through ISrelated organizationd learning. The feedback |oop we have just described
canseenin FHgure 7.5.



7.3 Some conclusions about the research methodology

7.3.1 Conclusions about the empirica research

In chapter sx we have stated that the chdlenge we set oursdves in the empirica part of the
research was to find out more about the typical components or characteristics of 1Srelated
contexts or climates, in large organizations and we have articulated our research question as
follows what can we find out about ISrelated values, formal roles, informal roles and
structural conditions, which may improve the level of ISrelated organizational learning ?
We have usad two research insruments. a questionnaire with 25 items dispatched by post to 1500
managers in 300 companies, resulting in 256 individud replies from 72 companies and 16 sami-
Sructured interviews with top, IS and senior line managers in five companies. The questionnaires
were anadlysed both descriptivdy and inferentidly and the interviews were interpreted in the light
of the same research modd that guided the condtruction of the questionnaire, after having been
written up in the form of five short case sudies. From this part of the research, the key
condusions to be drawn are asfollows:

Conclusion 1 - The gpproach to 1S implementation using the notion of organizationd dlimates or
contexts is very useful as it dlows the discusson to go degper than the vague generdizations
about organizationd characterigics. The method of decomposing organizationa contexts into
dimensons and dtributes dlows organizationd phenomena to be dissected in some detall and
conclusions to be drawn, which can be used in improving organizationd effectiveness. We have
followed the tradtion of organizationd dimate research, where organizationd vaues are the
vaigbles to be identified and, hopefully, manipulated. The problem, however, isin finding the best
method to sdect, observe, characterize and make recommendations about such dmensons and
atributes goplicable to 1S implementation.

Conclusion 2 - The methods we have chosen investigate | S-related organizationa contexts were
not the best. The characterization of 1Srelated contexts in large Portuguese companies using a
quantitative, descriptive method seems useful, a leest to establish a broad picture of the Stuation.
The atempt a inferentid Satistical andyss, however, was a waste of time. Firdly, because it is
very difficult to pre-establish context dimensons, which are easly measurable. Secondly, because
to be meaningful context dimensions have to be explained in some length and such explandtions do
not make good questionnaire items. Thirdly, because concepts such as IS Organizationa Learning
or ISrdaed Distipline are so conceptudly broad that it is difficult to reduce them to a single
vaiadle. The semi-gructured interviews, however, were quite successful as a research method,

epecidly because we had a conceptuadly solid framework to serve as the background for the
andyss. An dternative method would be to carry out the interviews based on an action-research
framework, but that would require a much larger proportion of the time spent on the empirica

research.
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Conclusion 3 - From our empirical methods the only the typical component or characteristics
of ISrelated contexts or climate, in large organizations we have been able to identify arer (1)
the IS Intent dimension and (2) the structurd facilitating/ inhibiting factors related to IS corporate
governarce. We have reached this concluson especidly based on the analyss of the short case
dudies. IS Intent and 1S sructurd factors are the dimensions, which gppeared most often in the
interviews, associated with causes for success of falure of 1S implementation. IS Intent and IS-
related Structurd factors are, therefore, two areas where IS research and practice should be
focussed. This does not mean that there are no other rdevant dimengions to be identified. We
believe there are, but that would mean a different type of exploratory research, before committing
onesdf to this or that dimension. Ungructured interviews would be an gppropriate method to
cary out such exploration with no preconceived idess.

Conclusion 4 - The attitudind dimensons - disapline, trust and support - do not seem to be
aoplicable to IS corporate governance in a way that is any different to their gpplication to
management in generd. Discipling, trust and support affect 1S corporate governance but they
cannot be extracted from the genera organizationa context which surrounds IS corporate
governance. The research methods we have used were not successful in establishing any
particular relationship between these atitudind dimensons and IS corporate governance. This
does not mean that these or related dimensions are not important in IS corporate governance.
What it means is that they should not be researched in the way we have done. In-depth
interviews, focus groups or direct observation techniques would be more appropriete methads.

7.3.2 Conclusions about the conceptua research

Regarding the conceptud part of the research, in chapter one we put forward a proposed
definition of IS organizationd implementation, which we have developed throughout the
dissertation. Such development gtarts with a fundamenta concept - the concept of organizationd
learning. In order to explan this initid concept and expand the proposed definition to other
domains, we have had to define our epigemologica pogition vis-a-vis the concepts of organization,
knowledge and learning. And in doing so we have established (in chapter two) our method for the
task we have proposed to undertake - a new theoreticad gpproach to 1S implementation. The
method is interpretive in the sense that organizationa phenomena are regarded not as being
objective redlity but as being the result of interpretations or sensemaking by organizationd
members of the redlity around them.

But the method is dso basad on the pardld nations of embodied cognition (Varda et d, 1991),
dructuration (Giddens, 1979; 1984) or the method of didecticd andyss discussed by Morgan
(1997). We have adopted this method, gpplied to organizations by Weick (1995), as our key tool
for interpretation of dl organizationd action. In gpplying enaction to organizations, Weick has
added another important dimenson: enaction through managerid authority. In other words,
managers have the ability (granted to them by owners of the firm) to take “undefined space, time,
and action and draw lines, estaldish categories and coin labels that create new features of the
environment that did not exist before” (Weick, 1995:31). Thus, we have used the “organizationd
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enaction” process (discussed in chapter two), as the leading intdllectud device to underpin the
res of our proposals (discussed in chapters three, four and five), regarding the links between
managerid action and organizationd culture, dimates or contexts.

The key advantage of using organizationd enaction, together with autopoiess theory, as key
methodologicd toalsisthat they have enabled us to move the research to a conceptud level much
higher in the hierarchy of sysems (Boulding, 1956) than, for example, conventiond open systems
thinking as it has been gpplied in much of management and organization science research (Boje,
1996). Autopoiess theory provides many theoreticd explanaions and intelectud props for our
arguments about the need for a more aggregate (organizationd) leve of andysis for the study of
IS implementation. For example, autopoiess with its tenets of saif-referentidity and organizationd
closure, provides a compeling argument for the need to intervene at the culturd level in order to
improve organizationd effectiveness.

Overdl, our assessment of the relative effort devoted to the of the conceptud and the empirica

parts of the research is thet it ssems well baanced, in the light of our objectives. The conceptud

issues are very complex and they are not very wel understood, especidly in the IS discipline. We
agree with Checkland and Holwell (1998:71) when they Sate that there has been a “rdative
neglect of the concept of organization” in the fidd, and that most researchers “do not present
wadl-defined modds of organization, which could be usad in any detalled sense to shgpe and guide
the provison of IS within an organization”. Thus, we fdt we had to spoend some time establishing
a solid base from which to evolve some proposals towards a new theoretical gpproach.

The conceptua part of the research, we think, has dso reached its objectives in supplying some
new concepts and frameworks for the exploratory empirica work in thefield.

7.4 Towards a new theory (and practice) of IS organizational
implementation

In the light of the discusson so far, we will outline in this section what we bedlieve to be the key
tenets of anew theoretical gpproach to 1S implementation.
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7.4.1 IS implementation must be framed within a new concept of organization

In chapter four we have suggested managerid action as mw perspective on information
sysgemsimplementation, i.e.:

The managerial action approach is characterized, as the label indicates, by a bias towards
action and by a clear focus on the roles and the responsibilities of management. It is an attempt
to conplement the top-down bias of the “ organizational imperative” perspective with a bottom
up view of collective action, but it is also based on the recognition that the bottomup “ socio-
technical interactionist” perspective lacks a top-down view of managerial choice. It isamiddle-
of-the-road approach intellectually affiliated to mainstream strategic management authors such
as Nonaka and Takeuchi (1995) and Ghoshal and Bartlett (1993;1994;1998).

What is a middle-df-the-road gpproach in IS implementation? A midde-df -the-road gpproach
in IS implementation is, essentidly, (1) an organizationd gpproach and (2) an action approach.
It is organizationa because it congders the holistic consequences of such implementation in the
organizetion as a learning entity, as opposad to a taking a micro perspective on sectord

impacts. And it is an action gpproach because it tries to reconcile rationa planning “on paper”
with actud changes and Stuated learning “on the ground’. There are many organizationa

goproaches depending upon the definition of organization, which the individud reseaercher
adopts. The organizationa metaphors discussed by Morgan (1997) are perhaps the best
synthesis of organizationd approaches there is. Among the metaphors of organizations as
“machines’, “organisms’, “brains’, “cultures’ or “prisons’ there is one which brings together
the two dimensons of the middle-df -the-road approach mentioned above - the organizationd
and the action dimensons. The metaphor in quettion is the “flux and transformation”
metaphor.

Aswe have discussaed in chapter two, Morgan argues that in order to discover the “secrets’ of
the organization, we have to underdand the generative processes that link implicate and
explicate orders. And he makes use of another metgphor to explain his theory - the “whirlpool
and the river” metgphor. When we see a whirlpool (the implicate order) we see something
objective hgppening in front of us and we can try to explain the phenomenon. But if the river
(the explicate order) were to suddenly stop running we would be unable to provide any
explanations for the phenomenon. So, in order to explain the whirlpool we need to understand
its generative processes, which can only be found in the running river. Furthermore, dthough it
is dways the same phenomenon, its shgpe is continudly changing according to the Sate of the
water flow.

In the same fashion, the middle-of-the road approach is focussed on the generative
mechaniams, which underlie the rdevant phenomena in IS implementation such as, for
example, organizationd effectiveness rdated to IS/IT or dignment of 1S/1T with organizationd
processes. Such generative mechanisms, in turn, are found in the action of organizationd
actors, with specid emphads on the managerid cadre. Why the emphad's on the manageria
cadre? Smply because organizations have to be managed and everything in organizations

227



darts with managerid choices (Porter, 1991). And through such choices (which cover forma
as wel as informd aspects) managers are responsble for the internd  organizationd
environments, which other organizationa players hdp to enact (Weick, 1995). In other words,
managerid action is a key generative mechaniam for the cregtion of organizationa contexts,
which, in turn, influence orgarizationd effectiveness.

So, what can we conclude about the need for a new perspective on organizations, in IS
implementetion? In the research literature, IS implementation is not neetly dassfied into this or
that gpproach, and usudly the same paper will contain two or more of the gpproaches to the
implementation phenomenon. To the best of our knowledge, nowhere in the IS literature a Sngle
framework thet brings together dl the IS implementation gpproaches, isto be found. This makesit
difficult to gve the reader a quick overview of the field. Trying to bring together al the exidting
views on IS implementation would be dmost the same as trying to put together an overview of the
whole IS discipline. In other words, one's view of IS implementation will change in accordance
with the definition of “information sysem”, which one will adopt. And because the number of
definitions is countless, the number of detailed views on IS implementation is equaly daunting.

The conventiond views on information systems (1S) implementation are very patid and
canot encompass the whole problem of the infuson and diffuson of new information
technologies in the organization. We tdk of the organizational implementation of informetion
technology artifacts because we condder that the effects of implementing information systems
cannot be pinned down to one or two aress in the organization, but are much more pervasive
and continuous. Implementation should not be seen as “one-off” event, which is finished when
the information systems development cycdle is complete. Hence, IS implementation is a process
more &kin to organizationd learning and change then to a Sngle sep in the methodologica

frameworks popularized by the technica or the Srategic approaches to information systems
management.

According to von Krogh and Roos (1995), organizationd knowledge (and organizationd
knowledge development or learning) resides in both the individua organizationd member and in
the relaions among organizationd members, that is a the socid leve. According to those
authors, organizationa knowledge has the following properties (a) it is shared among
organizational members, (b) it is scadeable and connected to the organization's higory; () it
both demands and dlows for languaging. Such defining properties are not new. Aslong ago as
1956, Boulding defined an organization as asysem, in very amilar terms.

The unit of such systemsis not perhaps the person but the role - that part of the person, which
is concerned with the aganization or the Stuation in question - and it is tempting to define
socid organizations or dmogt any socid system as a set of roles tied together with channels of
communication (p.205)



Thus, communication (as well as languaging) is the key word in any discourse, which isintended
to be organizationd. However, organization theory has not been adle to free itsdf from the
traditiona conceptions embedded in the socdled “informaion processing” metgphor, which
Herbert Smon has popularized of the cognitive stiences and dsawhere (Smon, 1945,1981,1997).
The key difference between the autopoietic gpproach, which we discuss in this dissertation, and
the information-processng gpproach is thet the firgt views the subject as sat of mechaniams for
informetion-processing divorced from the object and the second views cognition as a phenomenon
of co-emergence between the object and the subject. For organization theories ingpired on the
information-processing gpproach, organizations are not about communication. They are about
decison meking and about uncovering the modds used by individuasin decison making.

In the opinion of the biologist and philosopher Francisco Varda (1984:31) there are Signs, which
show that the firg pogtion is loang support while the second is gaining “I firmly believe thet there
is a mgor change or a trend of change in our contemporay senghilities and scientific
epigemology in the sense that we are becoming more and more interested in an epistemnol ogy,
which is not concerned with the world-as-picture, but with laying down of a world, where a
unit and its world co-arise by mutud specification”. There are Sgns of smilar changing trends
among the medica sciences research community (Dameasio, 1995) and likewise in management
and the organization stiences (Boje & d, 1996). The information systems discipline should,
likewise, be awvare of such developments and be open to the adoption of an organizationd
discourse informed by autopoiesis and organizationa enaction theories.

7.4.2 Therole of the organization’s languaging

In drawing attention to the operationdly closed nature of systems, autopoiess brings new meaning
to organizationd learning. Thus, if organizations are essentidly closed systems ther internd
growth in terms of knowledge and learning has to come from within. The environment as provider
of new knowledge in the form of a congant flow of inputs into the system loses much of its
previous rdevance. In adopting a new paradigm upon which to modd the organization and in
accepting the essentialy closed nature of such a systemic paradigm, languaging becomes the pivot
of the new modd.

The organization has no substance except for being a self-similar, autopoietic system of knowledge
and distinctions. Rather it has its tradition from which new conversations can take place. It
demands of its members to continue to language about it on all scalesin order for it to survive or,
in other words, to continue its autopoiesis (von Krogh and Roos, 1995: 98)

Languaging is the dement, which dlows change to come into the system, by providing an
interpretive context againg, which al new data is checked (through sdf-referentidity) before
eventudly becoming dructurdly coupled to the system (through a higory of recurrent
perturbations) in the form of new information. Von Krogh and Roos (1995, 19953) build their
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argumentation, concerning the use of language in organizations, around the notion of language
games. According to this notion, words are consdered to derive their meaning from the content of
thelr use rather than from the object or events they denote. To play a language game (i.e. for
effective action to occur) it is necessary to know its rules, thet is, the particular ways in which
different uses may be made of the same word. According to von Krogh and Roos, “to dlow for
rules and languaging thet give way for effective action” (1995: 101) becomes one of the main
functions of soddized organizationd knowledge. Thus, knowledge development in organizations
will cme about through the innovative use of old and new words and concepts, in other words,
through a managerid effort towards language development - “the currency of knowledge

development is language’ (1995a: 391).

The recognition that each organization has its unique st of concepts and phrases and thet the
ability to creste new language is an essentid component of business drategy in the future is a
view shared by an increasing number of writers. Eccles and Nohria (1992) talk about the need to
manage the “language cydé€’, i.e. the notion that language Ao has a life cycle and that new
words have to be introduced and old words must be discarded from the organization's vocabulary.
Along with von Krogh and Roos (19953), van der Heijden (1996) and Czerniawsk (1997) dso see
the ability to manage language and conversations as a powerful new means of cregting and
sugtaining business advantage. An example of the relationship between language use and business
competitivenessis given by Czerniawsk (1997:100):

As goods manufacturers face greater competitive pressures they are forced to add service
components to their core products in order to differentiate them. Language may be the next step in
this evolutionary ladder: as service providers fail to find any conventional points of differentiation
within their offering, they start to rely more on language. Language, we might conclude, growsin
proportion to competition

Interegtingly, the pogtive relaionship between the importance of language use and the leve of
competitiveness suggested by Czerniawvsk is exactly the same as the one we have suggested for
the joint devdlopment of IS Infusion and IS Diffusion. According to our quditative andyss, those
companies, which find themsdlves in environments where the competitive pressures are not so
heavy, show lower leveds of both IS Infuson (see EDP and Petrogd). As the competitive
pressures increase, the leve of 1S Infusion rises (see Finibanco and Cisf/BCP), but the leve of IS
Diffuson dso goes up dthough not fdlowing the same pattern. |S Diffuson depends to a greet
extent on the overdl culture of the company.

Thus, given this close rdationship between the levd of investmentsin ISIT (i.e 1S Infuson) and
the levd of culturd diffuson of IS we may conclude that the processes leading to IS
organizetional implementation will, increesngly, come to rdy on language and language
management. In fact, this is especidly relevant when we condder that the trandation of
computerese or computer-speak into common language have dways been a problem in IS
corporate governance. For example, does the expresson |S/1T outsourcing mean the sameto all
the stakeholders ? Or, what is the true meaning of the Internet in the organization - a source of
information or a new way to do busness ? The management of meaning continues to be an
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obstacle to IS Diffuson in organizations and a new awareness from the IS practitioners and

researchers about the need to manage language will become gpparent. This may aso be another
areafor further research in IS,

Figure- 7.6
The role of language as the link between strategy and organization

Strategy isacoherent
pattern of action that
consciously intervenes
in the ongoing evolution
of the organization

A strategic An organization is
conversation isa community based on
learning loop of a system of
perception, interactions which
conceptualization existin a strategic
and action conversation
\1_/

“To intervene in organizations is to intervene in these
conversational/influence loops”

Source: VAN DER HEIJDEN (1996:274)

The rale of language (and languaging) in IS organizationa implementation is further reinforced if
we think of language as the link between drategic 1Sreated intent (1S Infuson) and the I1S-
relaed organization (IS Diffuson). In section 7.2.1.2 above (Figure 7.5) we had aready
suggested a causal loop between IS Infusion, IS Diffuson and |S-related learning, but we had not
suggested a linking mechanism. Such linkage has dso been proposed in the work of van der
Heljden (1996) on drategy and scenario planning, in the form of drategic conversation. This
author explains that dtrategic conversation is a product of organizationd learning, which acts as
the “conveyor bet” between the organization’'s drategic thinking and ating and the collective
body, which makes up the organization. And according to van der Hejden (1996:274) “to
intervene in organizaions is to intervene in these conversationd/influence loops’. Fgure 7.6
which summarizes the causal loop proposed by vander Hejden, highlighting, once again, the role
of the organization’ s languaging.
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7.4.3 A new perspective on |S Strategic alignment

In chapter one we had dated that one of our contributions would be the mapping out of an
dternative route to achieving better results in IS implementation, i.e. the route of 1Srelated
managerid action or leadership. We have dready discussed some of the characterigtics that such
action or leadership should have, in accordance with our empirica results. Likewise we have
discussed, in some length, that 1S-rlated manageria action or leadership have to find expresson
in organizationd language and languaging. Now, whet remains to be carried out is a synthess of
al these dements into a new compound, which is attuned to current business terminology. Such
synthesiswill take the form of an dternative perspective on IS dignment.

In chapter four, when we discussed Earl’s (1996) modd for drategic dignment of 1S we made
areference to the MIT study Management in the Nineties (Scott Morton, 1991) and Sated
that for the contributors to this sudy the overdl effectiveness of IS implementation was
atributed to the qudity of the dignment achieved between the drategies for ISIT and the
organization's drategies. While gsrongly agreeing with the causdity suggested by the MIT
researchers, we differ a great ded with these researchers in what concerns the contents of
such dignment and especidly the means by which IS dignment is achieved.

For the MIT team, IS dignmert is a mechanistic process achieved by a series of iteraions
between “anchors’ (e.g. the IT Srategy), “pivots’ (eg. the business drategy) and “impacts’
(eg. the organizationd infrastructure and processes). Domain anchors provide the change
forces, domain pivots are the problem areas being addressed in that particular iteration and
domain impects are the components affected by changes to the domain pivot. According to
this conception of aignment, the key problems to be addressed are where to dart the
iterations, the direction of rotation (e.g. from the IT grategy domain to the business srategy
doman or viceverss) and how many times to go around the four different domains
(MacDondd, 1991).

IS dignment is not, however, as Smple as the MIT might us lead to believe it is. In his
decondruction of the concept of drategic dignment, Ciborra (1997:70) makes the following
observation:

What happens when we link the boxes of strategy, organization and IT on the “diamond
diagram”? It changes our representation of the interdependencies between some key business
variables. We obtain a new geometrical representation that materializes the idea of “alignment”
in front of our eyes (...) When focussing on the geometrical representation of business
variables we tend to grant them essence and existence: it is an ideal, perfect world to which the
real world has to conform

In the modified verson of the MIT modd (named SAM - Strategic Alignment Modd) Earl’s
(1996) modd (named OFF - Organizationd FHt Framework) of fers a different perspective on
IS dignment. Instead of a condruction model, Earl proposes an observaion modd, i.e a
check-lig of factors, which mugt not be ignored when trying to integrated 1ISIT and the
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organization. Asthe outcome of hismodd, Earl offers four observationd platforms from which
to oversee the |S-organization dignment as it unfolds. Such platforms are the four processes
we have discussed in chepter four: the daification, the innovetion, the foundation and the
condlitution processes.

Although it has a distinctly more organizationd dant than the MIT's SAM, Eal’s OFF modd
dill suffers, as we have pointed out in chapter four, from an overly rationd and abdtract
perspective of organizationd life. Although useful as check-lig headings, processes such as
“darification”, “innovation” and “foundation” are not truly organizationd in the sense thet they
do not emanate from any socidly-based actions or events. They may be cdled managerid
processes because they emanae from busnessled or from managerid choices. The
conditution process, however, is different because it is directly related to the people in the
organization and their actions (their vaues, roles and relationships). The condtitution process is
a consequence of the managerid processes but it is dso a the root of further manageriad
choices. It is another example of the organizationd enaction or Sructuration processes we
have discussed severd times throughout the dissertation. Thus, placing the congtitution process
a the center of the framework and making it interact with the other three processes, it
becomes clearer what makes the OFF modd function.

In order to function effectively, IS corporate governance needs, more so than other functiond
aress, a climate of cooperation. Other functiond aress in organizations aso have processes,
which can be cdled congtitutive and which become instrumentd in ther governance. For
example, the marketing function tries to indil vaues such as “cugtomer is king” and production
tries to creste a qudity ethos by inasting on message “right first time’. IS corporate governance
too needs specific |S-related vaues, which will bring together the various stakeholders around a
common concern: managing information sysemsin line with the srategies and policies defined for
the organization as a whole. We therefore concur with Keen (1991:214) when he emphaticaly
argues that:

The key to alignment is relationships, not “strategy”. There is nothing about IT that makes it any
more difficult to manage than finance, marketing, production or human resources. The real problem
seems to be the history of relationships or lack of relationships in most organizations: the growth
of the data processing and telecommunications professions as a technical elite isolated from the
wider business; business managers inexperience with and fear, suspicion, abdication and
delegation of IT; business units’ dependence on a central IT monopoly and later rejection of it;
and a mismatch between business and IT planning processes, accounting, responsibilities and
knowledge.

Reationships, dong with roles and vaues are, in our view, the basis of the process of dignment.
Interestingly, we believe that (Sronger or better) dignment is dso the solution to the problem of
the culturd ggp or “disconnect” (Wang, 1994) between IS and business management. But the
quedtion that both IS and business managers want an answer for is“how is dignment achieved in
practice 7’. In line with our arguments so far, we suggest that dignment achieved through (1) a
new languagefor IS cor porate gover nance; (2) Distributed | S leader ship.
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(1) A new language for IS corporate governance

Eccdes and Nohria (1992) argue that a new language for srategy is looming. They suggest that
the discourse of drategic management is changing from a quantitetive orientation to a quditative
orientation and from a factua emphagis to an attitudind emphads. As an example, they compare
Hamd and Prahdad's (1989) notion of drategic intent with the more traditiond view of srategy
(see Table 7.5).

Table 7.5 - Old and new drategy as described by Hame and Prahdad

Traditional View Strategic Intent View

Trimming ambitions to match available resources L everaging resources to achieve seemingly
unattainable goals

A search for niches A quest for new rules

Reducing financial risk Reducing competitiverisk

Conforming to financia objectives Allegiance to a particular strategic intent

Tightly restricting the means the business usesto | Allegiance to intermediate-term goals ... with
achieveits strategy lower-level employees encouraged to invent how

those goalswill be achieved

Source: Eccles and Nohria (1992)

The drategic intent view is dso gpplicable to the ISrelated organizationd vduewe havecaled IS
Intent. In our empirica research, the interviewees from companies showing the highest levels of
IS Infuson and Diffuson had a discourse, which emphasized intent or commitment, rether than
planning or procedures. The key concern of such language, especidly in the two banks was in
making IS1T rdevant to the business and in both cases it seem to be gpproaching the position of
the ISIT drives cognition of strategy category.

Ciborra (1997) suggedts the adoption of a new language to promote the dignment of IS and the
busness, a language emphasizing care, hospitality and cultivation. These expressons imply
vaues that managers should adopt in rdation to the technology, when exerting their managerid
choice. While agreeing entirdy with Ciborra, we believe that the new language should dso
encompass issues, which do not depend only on manageria choice but which encompass dso
bottom-up business concerns. The new language should dso emphasze vaues such as
clarification, innovation, negotiation and local autonomy.

As we have discussed in section 7.4.2 the role of the organizaion's languaging in IS
implementation is a very important area for further research. The research question here would

be to go deeper into organizationa languaging and probe languaging characteristics specificaly
related 1S corporate governance, which may help in the process of IS implementation.

(2) Distributed 1S leadership



Alignment, like dimate or context in organizations, is something, which is formed by forces, which
are condtitutive. We submit, therefore, that 1S strategic dignment depends upon the 1S related
climate or context achieved, firsd and foremod, through 1Srdaed didributed leedership, as
defined by Schein (1980). According to that author, leadership is a distributed set of functions
rather than the behaviour of an individud leader. Such functions can be the aticulation and
tranamission of basic purpose, the monitoring of progress, supporting, darifying, testing consensus,
rewarding, punishing and S0 forth on dl ISreated issues and at dl leves in the organization.
Likewise, 1Srelated leadership should be seen as the responghbility of every manager in the
organization and not as the sole respongihiility of the IS Director. Thus, we suggest the adoption of
the “double-triangle’ modd of IS roles discussed in chapter five (see Figure 5.3) as a framework
for digributed 1S leedership.

In order to function, this model needs gppropriate IS corporate governance structures. Structura
mechanisms cannot be replaced entirdy by organizationd culture or dimates. Aswe havetried to
demongrate through our conceptud development and empirica work, sructurd factors are part
of the conditutive dimensons of organizationd contexts and their importance should not be
discounted. Hence, in order to achieve dignment between IS and the business mechanisms such
as top management direct supervison of the IS function (i.e. CIO-type of functions), cross
functiond teams, job rotation in and out of the IS function, IS/IT committees, human resources
policies targeted a developing hybrid managers and structures which facilitate loca cooperation,
must be put into place.

Furthermore, 1Srdaed leadership should not be seen as being exclusvely concerned with
technicd isues rdaed to 1S development, acquisition or outsourcing, but with much broader
managerid concerns, such as (1) clarifying ISIT issues in terms of busness objectives, (2)
actively promoting the search of ISrelated innovation and (3) rdlying the organization around
the cog-effective maintenance of the IT infrastructure. These are the three manageria
processes put forward by Earl (1996) which, as we have suggested above, structure and are
sructured by a higher level process dso proposed by Earl - the condtitution process. The three
manageria processes and the three formd roles from the top triangle form the matrix, which has
been described in chapter 5 (see Table 5.2 ). This, in turn, is a prescriptive framework based on
IS corporate governance roles, which operationaizes and serves as abasic st of guiddinesfor IS
leedership as a distributed st of functions. The key objective of such guiddines is to foder an
ethos conducive to the formation of a“matrix mind set” (Ghoshd and Bartlett, 1990), as discussed
in chapter three.



7.5 The contribution of this dissertation to the LSE school of
thought in | S research and suggestions for further research

In line with one of its mgor themes, we perceive the whole of this dissertation as an exercise in
organizationd learning. We have sarted and deve oped our work under the academic influence of
the London School of Economics Department of Information Sysems. We have learned old
concepts and we have formed new ones, but we have aso been dble to reflect upon the mgor
trends or lines of academic thought within this Department. Thus, we would like to feed back into
the Department the conclusions of our research project as well as our suggestions for further
research.

As we have suggested in the introduction to this chapter, the LSE's IS Department has, over
the years, explored organizationd aspects of IS implementation. However, dthough many
reseerchers have voiced the opinion that a more organizationaly-oriented gpproach is needed,
drategy, organization theory and organizational behaviour gill do not have the place they
deserve in the Department’s research efforts. We hope our dissertation can contribute
towards the filling of such agap.

In his work of the management of change, articulated as a st of guiddines for information
sysems implementation, Land (1992) tekes up the issue of organizationd dimete, following on
from his research on the impact of IT in organizations (1983; 1983q). He states that “for effective
transfer of technology into the workplace it is essentid that those who will be affected by the
change share vaues and visons’ (1992: 149). Land makes various recommendations for the
creation of a climate favourable to the implementation of 1S, He does not try, however, to go into
the components of organizationd dimate, as we oursalves have tried, in this dissertation. The
knowledge that dimate is made up of organizationa vaues and of sructurd factors, for example,
is an important input to the management of change, which Land and other authors have
approached, in IS research.

Angdl and Smithson’s (1991) book I nformation Systems Management: opportunities and risks
is a sudained atack on the conventional wisdom on IS planning. They deate “a blinkered fathin
planning, and usng the past as amirror to the future, islikely to lose the initigtive by congraining
the underganding, indght and laterd thinking of quaity employees’ (p.47). As an dterndive,

these authors suggest a draegy of keeping small because amdl is flexible and gmdl is
controllable. The problem, however, is that very often is not posshle to kegp smdl. Condant
mergers and acquigtions are afact of life and the secret of srategic management becomes how
to meke sze compatible with saying flexible and in control. This of course, gpplies to IS
governance in the same way that it applies to corporate governance in generd. In this dissertation
we hope to have pointed the way for a new perspective on (1S) srategy, a perspective which
endbles large and flexible to coexist. The new perspective we have introduced is founded upon
the renewed emphasis on managerid action and is offered as a“middle-d-the-road” gpproach to
srategy. We hope this gpproach can be developed further in the IS Department.
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Findly, we expect to have contributed to a better undersanding of “action” gpproaches to
management and to have extended the Department’ s knowledge base on thistopic. As discussed
in chapter four, Ciborra and Lanzard's (1994) develop the notion of “action” based on the action
theory put forward by Argyris (1977), Argyris, Putnam and Smith (1985) and Agyris and Schon
(1978;1996). This is one conception of action, which is focussed mainly on the behaviour of
individua actors rather than on group or collective action. In the same chapter, we make a
reference to the work of another member of Department - Introna (1997) - and to his conceptions
of “management as manus’ and “the manager involved in-the-world”. Introna explores yet
another angle of action in the managerid world. Inspired on hermeneutics, autopoiesis and the
philosophy of Heidegger and Foucaullt, Introna discusses the Stuated and unscientific neture of
managerid work permanently driving and being driven by networks of power. Sharing much with
the writings of Ciborra and Lanzara (1994) and Introna (1997), we contribute, in this dissertation,
with another conception of action. Our conception is based on organizationd and busness-
oriented vaues. Hence, for us action is made up of vaues-driven managerid activity purposefully
amed a establishing contexts for collective learning and change.

As regards other suggestions for further research in more specific domains of information
systems, we put forward the following:

(1) The rdationship between IS Infuson and IS Diffuson we have mentioned in section
7.2.1.2. We recdl the four research questions we have placed then: (i) Is it possble to maintain
both dimensons - IS Infuson and IS Diffuson - in the high/high quadrant as the organization
grows and becomes more complex? (ii) Is it important for organizations to achieve a Stuation of
“conggtent and centraly controlled” position on IS Diffuson? (i) How far should ISIT drive the
cognition of future Srategy in companies? (iv) If there is a need for a trade-off between the two
dimensons what are the guiddines for a such trade-off?

(2) The bottom triangle in the “double-triangle’ mode of 1S implementation we have
discussed in chepter five (section 5.3.2). We suggest three research questions regarding the
organizetiond implementation of IS: (i) What is the contribution of the end-users? (ii) Whet isthe
(new?) role of middle (i.e. junior) managers? (iii) What are the characteridtics of 1Srelated
learning in the bottom triangle?

(3) Thefina suggestion we would like to put forward concerns a new generd management topic,
which has many implications for the organizationd gpproach to IS implementation. The topic is
the management of intellectual capital (IC). Interest in this areahas Soread rgpidly snce 1994
with the publication by the Swedish insurance company Skandia of a supplement to ther annud
financd report, titled Vizualizing Intellectual Capital. The ideais Smply to acknowledge that
what make organizatiors more vauable is not financia cgpitd but intdlectud capitd. As
Edvinsson and Mdone (1997:44) explain, “intelectud capitd is the possesson of the knowledge,
applied experience, organizationd technology, cusomer rdaionships and professond ills thet
provide Skandia with a competitive edge in the market”. Furthermore, they argue that intellectud
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capitd is made up of human capitd and of structurd capitd. Structurd or organizationd capitd
(as it is ds0 known) is the ensamble of invisble assets embedded in the organization’s Kills,
sructures and processes, induding dl the IS and IT, which give and receive support from such
skills, structures and processes.

Some of the gods of IC management are (1) to identify and enhance the vighility and
measurability of intangible assts, (2) to capture and support packaging and accesshility by
knowledge-sharing technology; (3) to cultivate and channd 1C through IT networking (Edvinsson
and Maone, 1997:45). All of these gods involve the devdopment, the use, the management and
the evduation of information sysems With the exception of Eal (1994), the IS research
community has been rather oblivious of this new management chalenge, dthough it ssemto bean
excdlent opportunity to turn the spotlight onto the problems faced by IS as a discipline. 1S assets
are d0 invisble assets and a problem that 1S practitioners and teachers have dways had is“how
to make information systlems more visible (and more credible)”. This is exactly the same concern
asthat put forward by the proponents of 1C management. Thus, we suggest thet this an important
topic to be pursued and that our organizationd approach and research framework (but not
necessrily the same empirical research methods) may be a usefu input.
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Appendix 1

Initid questionnaire for first set of interviews

The following methodological keys and instructions about how to answer the questions
were part of the introduction to the initial questionnaire, which was presented to about
30 interviewees. Ten of the interviews (IS lecturers and researchers) were carried in
English and the others (IS managers) were carried out in Portuguese. For the
interviews in Portuguese the introductory text and questions were translated into
Portuguese.

?

Five identical copies of the questionnaire sent to each company, one to be filled by the Top
Manager (the member of the Board of Directors) directly in charge of IT/IS management in
the company, ancther to be filled by the IS Manager and three to be filled by three firg line
(senior) managers. There was a recommendation that the three line managers chosen should
be those in charge of the largest number of IT end usersin the company.

For purposes of the questionnaire, Information Technology (IT) should be taken to mean the
ensemble of hardware, software and communication technologies in use in the company. The
expression Information Systems (1S) should be taken to mean the “ system” made up by IT and
the contents of the information as well as al the rules, procedures and methodologies
necessary for the system to function. It should also be noted that when talking about
management tasks it was often difficult to make a clear distinction between IT and IS and
sometimes the acronym IS/IT has been used.

Confidentidity about the replies was assured. No individua results (either about individual
respondents or individua companies) would be divulged in any way. Only aggregate results
would be used.

Respondents were asked not to discuss their replies among themselves and also to answer as
sincerely as possible

Replies to each statement should be given twice: (1) regarding the respondents perceptions
about the way things do happen in their companies at present, i.e. the actual situation and (2)
regarding the respondents perceptions about the way they feel things should happen, i.e. the
desirablesituation

Replies should be given on the following six-point scale:
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A - Agree Totally

B - Agreeto alLarge Extent

C - AgreecallLittle

D - Disagree Somewhat

E - Disagreeto a Large Extent
F - Disagree Totally

? The following acronyms were used:

TM - Top Manager (member of the Board of Directors with
oversight of the IS/IT function)

I SM - Information Systems Manager
SLM - Senior Line Managers

Questions

The column on the left shows the latent variable assumed to be associated with the

questions (not shown in the interviews with the | S managers)

ISIntent

1. The TM is personally involved in mgjor decisions regarding IS at corporate
level as opposed to delegating such decisions on the ISM (e.g. establishing
company-wide IS priorities)

2. The TM recognizes that there are benefits in managing data at corporate level
as part of the redization of a company-wide policy for the management of al
information resources (i.e. information technology + information content)

3. In making financial resource decisions regarding IS, the TM is aware that
business benefits associated with some investments in IT are sometimes not
immediate or tangible benefits (e.g. an I T-based customer support service)

4. The ISM shares the TM’s vision about how 1S will support the business in the
future, i.e. how the company’s I T architecture relates to the business strategy

5. SLM understand their new responsbilities in 11T management in the
company, i.e. taking over from the ISV many of hisher old responshilities in
establishing short and long term strategies for the development of IT applications
at department/division level

6. The TM understands the need to clarify the company’s strategy in terms of its
IS needs, thus affecting the ISM and the SLM in their |S management capacities

7. The TM challenges the way that IS is managed in the company thus making
the ISM and the SLM rethink the status quo (e.g. suggesting outsourcing
possihilities as a way of concentrating more on the core business

Disciplin
e

8. SLM have redligtic expectations regarding systems delivery and other IT
services provided by the 1ISM’s department (e.g. a Help-Desk for day-to-day
end-user difficulties)

9. The ISM is seen to have a credible track record regarding timely systems
ddivery and providing other IT services timely and appropriately

10. The TM recognizes that IS cannot be managed with a short-term time frame
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and that there is a need for consistency regarding company-wide IS policies over
time

11. The ISM understands the need to keep a baance between “technological
perfectionism” and business performance (e.g. a system performing at 100%
efficiency but taking 6 months to deliver versus an urgently required system
performing at 60% efficiency but delivered in two weeks)

12. The SLM accept the need to respect IT standards and recognize the costs
and benefits associated with those standards (e.g. purchasing a non-standard
office automation equipment now can cost an additional X thousand Pounds to the
company in maintenance over the longer term)

Trust

13. The TM recognizes that 1S management is increasingly becoming a line
management function and that line managers must be given equal trestment to 1S
managers on departmental/divisiona 1T/IS management issues, as regards their
professional competence

14. The I1SM demonstrates by his/her actions that that line managers are
competent to take ownership of most IT resources within their functional areas

15. The TM is aware of the need for fostering an information sharing
environment (e.g. by promoting the idea of company-wide “information guides’ or
commonly accessed databases) as part of the development of the company’s
information architecture (i.e. the enabler of a company-wide usage of data with
common definitions)

16. SLM are seen to be actively involved in IS/IT management decisons
regarding their departments/divisions (e.g. in the planning and implementation of a
strategy for further development of human resources in applicationa software)

Support

17. The TM understands the need to give SLM equal testament to the ISM as
regards IT/IS management a departmental level and specifically concerning
financial and human resources, including the autonomy to use such resources

18. SLM understands that a large proportion of IT learning by end-users at the
locd level isloca and informal and that, therefore, conditions for such learning to
occur need to be created (e.g. allowing some loca experimentation with the
technology )

19. The ISM is aware of its new role of “interna consulting” (i.e. acting as
“consultants’ to the line departments on I T-related issues) as well as of the need
for IS daff to acquire good negotiation, coaching and inter-persond skills in
generd

Fecilita
torg/ln-
hibitors
of IS
Organi-
zational
Lear-
ning

20. The existing IT/IS policy for the company includes explicit mechanisms for
integrating 1S Management and line management on IT/IS issues (eg. IT
advisory committee, cross-functiona job transfers, joint project management, etc)

21. The existing organizationa structure is adequate for a quick and effective
resolution of most of the day-to-day issues, which involve the ISM and SLM (e.g.
a “federal” system where the management of the IT infrastructure is centralized
in the IT Depatment and systems development is decentralized to
departmentg/divisions)

22. The exigting policy for the development of human resources in the company
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gives high priority to the development of IT-related skills (e.g. in the recruitment
of 1S management specialists)

23. The technical qudity of most IT applications is seen as adequate in relation to
the purposes for, which they were developed (eg. the response time of the
company’s LAN)

24. In the company the “us and them” attitude as regards I T staff versus IT users
has been satisfactorily resolved

25. The company has an incentive system, which is appropriate to deal with the
existing demand on staff with appropriate I T skills

IS
Organi-
zaional
Lear-
ning

26. In the last five years there has been a move from IT service levels
determined by the IS Department to IT service levels determined by negotiation
between the ISM and SLM

27. In the last five years there has been a move from mainly use of formal
channels for the communication between the ISM and SLM to a true
understanding of each other’sroles

28. In the last five years there has been a move from IT/IS planning carried out
as a separate exercise to a complete integration of IT planning into business
planning

29. In the last five years there has been a move from ad-hoc attempts to build a
corporate-wide I T infrastructure to a firm-wide commitment to maintaining an IT
infrastructure that supports the company’ s strategic objectives

30. In the last five years there has been a move from an IT infrastructure, which
is inflexible and redtrictive of business initiatives to an IT infrastructure, which is
flexible and facilitatory of new business initiatives
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The Information Systems Management Function in Large Companies
in Portugal: an organizational study

Preliminary Report
1. Introduction

The man objective of this Sudy is to survey the generd Sate of the information systems (or
informatics) management function, in terms of its dimate, in large companiesin Portugd.

Being afidd with much study, research and systematisation yet to be accomplished, even at the
internationd levd, it gill poses serious problems to managers. Always concerned with the
evolution of such managerid issues, the UCP, in line with the same innovative pirit that made it
the first Univerdity to offer management degrees in Portugd, gave its support to this research
project with the academic backing from the Depatment of Information Systems of London
Schoal of Economics, itsdf dso a pioneer in Europe, in the study and research of information
systems management in organizations,

This report presents concusons from the sudy in a merdy descriptive way. Although a
description of the present Stuation of the Information Sysems Management function in the large
companies in Portugd fulfils the main objective of this particular report, a degper analyss of the
data gathered will be pursued within the context of two wider academic projects (a Master's
dissartation and a PhD thess). A summary of such andyss as well as the theoretical foundations
of the methodology will be made available to those companies, which are interested.

This study has been kindly sponsored by the Fundag@o Luso-Americana para 0 Desenvolvimento
- FLAD.

2. Methodology

The method used to obtain the necessary data was a postd survey of the largest 300 companies
in Portugd.

The firg part of the congruction of the questionnaire congsted on ainitia draft of 31 Satements
reflecting the typicd set of activities, tasks, attitudes and rdaionships in the daly life of alarge
company, presented from the point of view of the three mgor stakeholders in the governance of
the IS function: the Top Manager, i.e. the Member of the Board of Directors in charge of the IS
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function (TMs), the Informaion Sysgems Manager (ISMs) and the Senior Line Managers
(SLMs).

After some refinement, a preliminary verson served as the bass for a set of 30 vdidaing
interviews with 10 researchers/lecturers from the field of information systemsin the UK and 20
information systems managers in Portugd between May and June 1997. There were two types
questions presented to the interviewees. Firdly, they were asked to express their opinion about
the adequacy of the gatements, in rdation to the objectives of the study as well as about any
eventud misundergtandings that the statements might cause. Secondly, they were dso asked to
give suggedtions for new satements in the light of their knowledge of the current trends in
information sysems management (both in terms of factud development and in terms of the
rdaionships between dakeholders). It was dso requested from the information systems
managers that they expressed their views in rdaion to the specific Stuation in Portuguese
companies.

The result of these interviews was a reformulated questionnaire made up of 25 statements. Each
gatement was to be answered on a sx-point Likert scde ranging from “grongly disagreg’ to
“gsrongly agree’. The sx-point scae was used in order to avoid “neutrd” answers & amid-point.
In each statement respondents were asked to answer in reaion to two Stuations:

(1) the actual stuation, that is, how things are in the company now

(2) the desirable situation, that is, how things should happen, not in an idedl sense but
inasense of potentidly attainable

Prior to the survey, a letter from the Dean of the School of Economics and Management of the
Portuguese Catholic Univergity in Lisbon was sent to the CEOs of the sdlected 300 companies,
asking for their cooperation.

The sample of surveyed companies was made up of the 300 largest Portuguese companies (in
accordance with volume of sdes figures) with more than 100 workers. The company data was
taken from Dun and Bradstreet's listing of Portuguese companies (Dun PEP, 1996), from, which
the following types of companies were sdected:

? the largest 235 companies with 100 employees or more from the generd liding of
companies
?  thelargest 34 bankswith 100 employees or more from the financia sector ligting
? thelargest 31 insurance companies with 100 employees or more from the financid sector
liging
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The criteria used in the choice of this sample were as follows. Firdly, the sheer sze of the
companies (hence, conddering volume of sales and number of workers over 100). This criterion
arises from the need to base the study on organizations that are susceptible to the problems
associated with large numbers (people, budgets, hardware, software, etc). Secondly, the so-caled
“IT/NISintengty” factor was dso take into consderation. Under the IT/IS intengty hypothess it is
assumed that the problems associated with IS management are related not only to the size of the
company but dso to leve of invesments in information technologies. This assumption is “a priori”
and dill lacks empiricd evidence. Hence, in order to comply with this hypothess, the largest 34
banks and the largest 31 insurance companies asinditutions that use I'T intensively, were included
in the sample of the 300 largest companies.

In September 1997, five copies of the questionnaire accompanied by a letter from Rodrigo
Magahées were addressed nomindly to the CEO of each company explaining the objectives of
the study and dso requesting that the questionnaires be answered by the people occupying the
fallowing functiond roles

? the Member of the Board of Directorsin charge of 1S policy and management;

the IS Manager;

? three Senior Line Managers whose work involves the management of departments or
divisons with areasonable number of IT end users (PCs or terminass).

)

Each quedionnaire, printed in four A-4 pages, was accompanied by a letter explaining the
objective of the dudy and giving some guiddines and indructions for completion of the
guestionnaire. The five questionnaire were absolutdy identica, with the exception of the one
dedtined to the Information Sysem Manager, which had an additiond one-page questionnaire
amed a collecting some quantitative data about I T and its organization in the company.

In order to ensure, as far as possble, honest answers and avoid exchange of opinions among the
respondents they were asked to mail the questionnaire directly to one of the authors in a sdf-
addressed postage paid envelope.

The 1500 quedtionnaires (300+300+900) were printed in three different colours, one for eech
group of managers, so that they could be digtinguished. The questionnaires sent to each company
were dso numbered so that it was possible to reunite them upon receipt.

3. DaaAndyss
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3.1 Generd Andyss

The initid deadline for receipt of the questionnaires was 15 October 1997, but the answers kept
ariving a avery dow rate. At the end of October it was decided to postpone the deadline until
December and initiate follow up action in the form of phone cdls to the companies, which had not
yet responded. As aresult, it was only possible to start the data andys's as from January 1988.

3.1.1 Response profiles

256 answers were received from the 1500 questionnaires sent, representing a totd of 72
companies with the following distribution:

Type of company Number of Number of reponding | Response rate
companies companies
approached
From 235 53 22.6%
general
listing
Banks A 10 29.4%
Insurance 31 9 29.0%
companies
Total 300 Y7 24.0%

In what concerns the three type of managers surveyed the answers were grouped according to

the following table:
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Type of manager Number of Number of Response
questionnaires questionnaires rate
sent received

Top managers (TMs) 300 60 20.0%
ISmanagers(ISMs) 300 56 18.7%
Senior line managers 900 140 15.6%
(SLMs)

Total 1500 256 17.0%

Fom this. we might infer that top managers are more receptive to this kind of issues. immediately
followed by the information syslem managers.

From the 72 respondent companies. only 45 have sent replies from the TMsthe ISMs and a leest
from one S_Ms Only 18 of these companies sent back the five questionnaires properly

answered.
Number of Number of companies Number of
Tvoe of compan companies with repliesfrom TMs. | companieswith
P pany approached ISMsand least one fivereplies
SM

From general listing 235 32 12
Banks A 6 3
Insurance 3 7 3
companies
Total 30 45 (15%) 18 (6%)
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3.1.2 Gened Indicators

Before showing the results for each statement or sets of statement, some tables containing
generd indicators will to be presented. For each Stuation— actual and desir able — and each type
of manager (TMs, ISMs and SLMs) the averages of 25 answers were computed (on the basi's of
the scae 1 to 6 ). Next, the average per group of managers was obtained for each Stuation —
actud and desrable.

GENERAL AVERAGES

6
2 @™
3 DSI
f ODPL
0 .
ACTUAL DESIRABLE
SITUATION

From the 25 gatements in the questionnaire, only one was presented in the negative — question
11. For this question the scale was inverted (6 to 1). Hence, it would be reasonable to expected
scores for dl the questions higher in the desrable Stuaion then in the actud Stuation, unless a
misinterpretation of the statement occurred, resulting either from inadequate wording or from
ambiguity in the meaning of the Satement.

Variation coefficient

A vaiation coefficient was caculated for each group of managers and for each Stuation —actud
and dedrable. This variation coefficient (the quotient between the standard deviaion and the
average) is an indicator of the disperson of the answers in each group. The variation coefficients
obtained show thet there isless digoerson of the scores in rdaion to the desirable Stuation than in
relation to the actud Stuation, within each group of managers. This difference is explained by the
diversity of opinions found in each company in relaion to avariety of red Stuaions now, vis-a-vis
a more theoreticd scenario somewhere in the future, where opinions seem to be more
consenaudl.

From this we may conclude that the resultsin relation to the actual stuation arericher in
content than the results in reation to the desrable stuation. We regard the former,
therefore, as more reliable than the latter concerning any kind of inferences we may wish to make
in reaion to the governance of information systems (or informatics) in large Portuguese
companies.
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VARIATION COEFFICIENT
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Based on the scores obtained, indicators of satisfaction, optimismand expectancy were
computed for each group of managers.

Satisfaction, Optimism and Expectancy indicators

The satisfaction indicator compares the average scores obtained for the actud Stuation with
the maximum score possible. Thisindicator is caculated, for each group of managers, asthe raio
between the average obtained for that group of managersin the actud Stuation and the maximum
vaueinthe Likert scae (6).

The optimism indicator compares the average score obtained for the desrable Stuation with the
maximum score possible. This indicator is caculaed for each group of managers as the raio
between the obtained average for that group of managers in the desirable Stuation and the
maximum vauein the Likert scae (6).

The expectancy indicator compares the difference between the average score of both stuations
(actud and desrable) with the Stuation, which is experienced in the company presently (actua
Studtion). This indicator is caculated for eech group of managers as the ratio between the
difference of the averages obtained for that group of managers in both Stuations (actud an
desirable) and the average score for the actud Stuation.

These three indicators are shown in the graphs below. The differences between the mean scores
of the three groups of managers have been tested atistically. The differences are Sgnificant at
?=0.05 in dl groups of scores, except in Quedions 2, 3, 4, 20 and 25 where there are some
differences, which are not sgnificant (see Annex 1).
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These results indicate, in a generd way, a larger degree of satisfaction on the part of the
TMs than is case with the ISVIs or the SLMs. The SLMs seem to be the ones less satisfied with
the actud dtuation. Concerning the optimism in relaion to the dedrable Stuaion, there is the
sametendency: TMs are the most optimistic followed by the ISMs. The S_LMs are the most
consarvaive in this regpect. Y, the Stuation changes completely in terms of expectancy in
relation to a change from the actud Stuation to the desrable Stuation; here, the SLMs are the
highest on expectancy, that is, they seem to consider change a bigger chdlenge than isthe case
with the ISMs or the TMs.

Table 1 in the next page shows agenerd summary of the results.
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Tablel

QUESTIONS
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12

13

14

15
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™

ACTUAL
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STD DEVIATION
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4.37
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4.12)
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3.10

4.53

4.52]

3.52 3.80

4.00

3.56
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3.56

4.24

4.03

4.05

4.22

4.12
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1.15
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1.13
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1.25
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1.32
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3.2 Andysis per question or groups of questions

As the 25 gatements of the questionnaire were absolutely identica for al surveyed managers,
this enables a sraight comparison between the groups and dso some conclusions to be drawn.
Bdow, the average scores for each group of managers is shown, both for the actuad and the
desrable Stuations.

The 25 questions of the questionnaire are grouped into four categories, as follows.

3.2.1. Actions, atitudes and behaviours of the three type of managers
(questions 1 to 15)

This set of questions refers to the inter-rdaionships of the three main type of actorsinvolved in
the process of information systems governance. The am of the questionsis to know the opinion
of each type of manager about hisgher role as well as about the role of others whom they have
to beinvolved with.

From a firg overview of the data, a fact, which seems to be of interest is that each group of
managers tend to overrate the questions that describe atitudes, behaviours actions of
managers of thelr group in relation to the other groups. Such fact would not be surprising in
itsdf if such over-vduation was consstent throughout the quedtions, but it is not. What
becomes interesting is to note the topics or issues aout, which some groups rate themselves
above the others, in terms of average scores.

Another interesting point is the smilarity that can be observed between the scores of the
TMsand SLMs, which are only dtered by the somewhat optimigtic views of the TMs or the
pessmigtic sance of the SLMs, as dready mentioned. This balance between the views of the
TMs and of the SLMs contragts with a much more “defensive” position of the ISM s, in
what concerns ether an over-vauation of the questions related to their group, or an under-
vauaion of the questions rdaed to the SLMs This kind of “overreaction” from the ISMs,
which is more notorious in the actud Stuation, is noted in relation the desirable Stugtion as well.

The graphs, which follow shows the results for each question in this group of questions.
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Question 1
The Information Systems Manager has a clear idea aout how the ISIT infragtructure relates
to the business strategy now and in the future

oT™
ISM
OSLM

OFrRLNWPkrcOIO

ACTUAL DESIRABLE
SITUATION

In this firg question, which ams at evauding the atitude of 1SMs towards the relaionship
between IT/1S and the business drategy, the effect of an over-rating of thisgroup in relaion to
the other two is very dear. The SLMs dearly do not have the same opinion about the ISVIS
understanding of how the IS/IT infrastructures relates to the business drategy.
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Question 2
The Top Manager has a persond vison regarding the growing strategic importance of IS/1T for
the business and isinvolved in the mgor decisons regarding IS & corporate level

aT™
ISM
OSLM

ORLNWHAUIO

ACTUAL DESIRABLE
SITUATION

In quedtion 2, 1ISM's show some scepticism in what concerns the recognition thet the TMs have
a persond vison of the drategic importance of IT/IS in the busness. It is d0 interedting to
notice an dignment between the pogtions of the SLMsand the TMs.
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Question 3
The Top Manager is capable of influencing favourably the company’ s Board of Directorsin
key issues for the long-term development of IS1T

oT™
ISM
OSLM

OFRLNWHA IO

ACTUAL DESIRABLE
SITUATION

In quegtion 3 1SMs judge the TMs as having more influence over the company’s Board of
Directors in matters related with the development of the IT/IS than the TMs themsdves. The
SLMs atitude towards this question is condderably more pessmigtic. This may reflect a
relative lack of knowledge of the ISMs about what is going on a the Board of Directors leve
and dso adigancing of the SLMs concerning such issues.
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Question 4
The Senior Line Managers have a rdevant role regarding the planning and implementing of
dot and long-teem drategies for the deveopment of IT agpplications in thar own
depatmentg/divisons

oT™M
ISM
OSLM

OrRLrNWhk IO

ACTUAL DESIRABLE
SITUATION

The relevance of the SLMsrole is undervalued by the 1SMs in quegtion 4, concerning
ather the actud gtuation or the desrable. This trend will be consgtent throughout the
guestionnaire. Again, there is an dignment between the positions of the SLMsand the TMs.
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Question 5
Senior Line Managers understand that a large proportion of IT learning by end-usersis locd
and informa and that for such learning to occur conditions need to be created and managed

oT™
ISM
OSLM

ORLNW,A~UIUIO

ACTUAL DESIRABLE
SITUATION

In this quedtion, the SLMs  dtitude in reation to the use and the process of IT learning a a
locd level isagain devadued by the ISMs, while TMs seem to be doser to SLM’ opinions.
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Question 6
The Information Systems Manager is aware of the need to look outsde the company in the
search for new technological solutions, ether in the form of outsourcing IT services or in
finding new technologicd tools

oT™
ISM
OSLM

ORLNWAIITO

ACTUAL DESIRABLE
SITUATION

It is once again conspicuous the effect of ISMS sdlf-vauation in rdation to the views of TMs
but especidly in rdation to the SLMS opinions. This conagtent difference in opinions seemsto
reved acontinuation of the “cultural gap” between ISMsand SLMs.




Question 7
The Top Manager recognizes the importance of the development of an information architecture
in the company (i.e. an infrastructure, which enables the management of data through the use
of common definitions, essentia for avoiding duplications, inconggencies, etc) and of the need
to respect the inherent standardization of processes and procedures

oT™
ISM
OSLM

ORLNW,A~UIUIO

ACTUAL DESIRABLE
SITUATION

There s, in quesion 7, a clear over-rating of the TMsin rdaion to ISMS opinions, and dsoin
relaion to SLMS opinions, in rdaion to the importance given by the TMs to the development
of an architecture of information in the company and to andard processes. Here, ISMIs have
quite different opinions from TMs.
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Question 8

performing a 60% efficiency but delivered in two weeks)

The Information Systems Manager understands the need to keep a baance between
“technologicd perfectionism” and business performance (e.g. a system performing at
100% efficiency but taking 6 months to ddiver versus an urgently required sysem

OrRLrNW,A,OIO

ACTUAL
SITUATION

DESIRABLE

oT™
ISM
OSLM

In this question again there is the 1ISM's sdf-vauation effect in the actud Stuation and dso the
“culturd gap” between the ISMIs and SLMs as mentioned before. TMs seem to be more
optimigtic than SLMs, but thisis an issues that concerns mogly 1ISMs and the SLMs.




Question 9
Senior Line Managers understand the need to respect what has been agreed in terms of 1T
development projects and to resist the temptation of “last minute” dterations

@T™
ISM
OSLM

ACTUAL DESIRABLE
SITUATION

ORLNWA~UOIO

This quedtion is “the other 9de’ of quedtion 8. The results confirm the opposition between
ISMs and SLMs shown in the former question. In this question 1SMs have a srong negative
reection regarding SLM’ actions at present, regarding the discipline needed in IS development
projects. In other words, there seems to a feding of lack of discipline both on the part of
|SMs (question 8) and on the part of SLMs (this question). Although with a certain moderation
TMs continue to be more optimidtic than SLMs, but probably with insufficient knowledge about
whet isredly going on.




Question 10
The Information Systems Manager and hisher staff are seen to have a credible track record
regarding the provison of timely and gppropriate IT services i.e. they have the trust of the line

departments

6

5

2
.% ISM
0 . OSLM

ACTUAL DESIRABLE
SITUATION

This question, concerning the credibility of 1SMis from the line departments’ point of view isthe
only one from this group that doesn't show the effect of sdf-evauation, aready referred to.
The TMs have given it a higher score than the 1ISMs themsdlves. This is interesting, since it
may reved a certain insecurity on the part of 1SMs in rddion to the evduation made by
the other two groups of managers about the perception of credibility that exigsin the company
relaing the performance of ISMS departments. There seems to be a certain lack of trust on
the part of ISMs.



Question 11
Senior Line Managers do nat have the necessary technicd and managerid kills in ISIT to
take over new respongbilities; a departmenta leve, in a more decentrdized management of
information systems in the company

aT™
OSLM

ACTUAL DESIRABLE
SITUATION

ORLNW,kA IO

This question was placed in the negative and, as dready mentioned, the Likert scde was
inverted in the andyss of the data Here, the SLMs sdf-vauation effect can be seen.
However, the indicators, which have been computed for this question (specidly the standard
deviation and the variation coefficient) show that some problems exists concerning the darity
of the question. This sugpicion is based on the andysis of the sandard deviations and variation
coefficients obtained for this question for the three groups of managers (see Table 1).

Putting aside the potentialy controversa content of this question (i.e. to find out whether or not
SLMs have management and technicd cgpabilities to take on new responghilities in a
decentralized management structure of 1S) the results show a very high dispersion of scoresin
this question. This arises probably from the fact that respondents were not sure how to answer
using the scde 1 to 6 in a question placed in the negative. Thus, the results from this question
lack validity and must be disregarded




Question 12
The Top Manager underdtands that IS management a corporate leve is an increesingly
horizontal respongbility and thet a greater involvement of the line departments in indispenseble

oT™
ISM
OSLM

OFRLNW,A~IIO

ACTUAL DESIRABLE
SITUATION

Quegtion 12 is about how TMs perceive the changing roles of SLMs. The scores cdlearly show
that SLMs are not in tune with TMs in this metter. SLM s seem to consider their rolein
the management of IS to be less valued then do TMsor ISMs. Agan, there ssemsto
exist a degree of lack of trust as perceived by SLMs. Thisfeding of “isolation” of the L Ms
seems to be a congant throughout the results. In this quedtion, it is gill worth noting a
difference of opinions between SLMsand TMs.




Question 13

Senior Line Managers have autonomy baoth in the planning and in the use of ISrdaed
resources a departmenta/divisond leve

OFRLNW,A~IITO
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ACTUAL DESIRABLE
SITUATION

In this question, ISMIs differ sgnificantly from the TMs and the S_Ms about S_Ms autonomy
in IS management. Furthermore, they differ both in the actud and the desrable Stuations,

which seemsto indicate that ISMs do not believe that there is a trend for more SLM autonomy
in the future. This“inflexible’ attitude on the part of ISVIs may have may two explanations. (1)
ether an increase in the autonomy of SLMs is nat good for the organization ; (2) or ISMs see
this growing autonomy as a threet to their “traditiond” power, which would help to understand
the systematically defensive attitude on the part of 1SMs. However, there a high
disperson of scoresin this question too. This might be related to ether the interpretetion of the
word “autonomy” or to the diversty of the Stuations, which exist in the various respondent
companies. An andyss on the hisograms of the responses (see Annex 2) has confirmed the
suspicion that the wording of this statement is ambiguous. Hence, it was decided to drop this
guestion from further andyss.
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Question 14
The Top Manager plays an important role in supporting the management of information
systems a corporate level by means of a daification of the boundaries between the
Information Systems Manager’s and the Senior Line Managers aress of responghility
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ACTUAL DESIRABLE
SITUATION

In this question, which is amed a evauating TMS attitudes, an over-vauation of thisgroup in
relation to itsalf can be perceived once again. The scores dso shows a sgnificant gap between
the views of SLMsand TMs. Aswadl asit happens in question 12, S_LMs congder that action
on the pat TMs, in this case supportive action through a clarification of issues is less
effective than TMs and ISVIs believe.



Question 15
The Information Systems Manager is aware that hisher role of ISIT service provider is
changing and thet there is a new role of “internal consulting” to be fulfilled (i.e. acting as
“conaultants’ to the line departments on 11 T-related issues)

oT™
ISM
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ACTUAL DESIRABLE
SITUATION

In quedtion 15 there is, once more, an over-vauation of the ISVIs in the lagt quedtion of this
group, in rdation to an dtitude of their own group and, again, a Sgnificant gap in relaion to
S_Ms pogtion.




3.2.2. Structurd and normative facilitators or inhibitors (questions 16 to 19)

This st of quedtions deds with the existing conditions in the company, resulting ether from
formd rules or sructurd arrangements, which higtoricaly have come to fadilitate or inhibit the
development of capacities and competencies, which promote the process of organizationd

learning, specificaly related to the IS function.

In this group of questions, a baance between the positions of the TMs and SLMs continues to
reved itsdf, with the TMs scoring dightly higher in a consstent mamer, which, as dready
mentioned, may indicate a certain degree of satisfaction of the part of the TMsin rdaion to the
actud gtuation. However, this stisfaction may be related to the TMS unease in judiifying an
eventud dissatisfaction, since they are the ones responsible for the actua sate of affairs and
aso the ones who may have the most important role in achieving a desirable Stuation, in the
near future. The proportiondly lower scoring of the SLMs may be understood as a symptom of
common culturd ground with the TMss, dthough in a more comfortable pogtion to criticise. In
this set of questions 1SMs present alarger variance in the scores obtained.

Question 16
The company has explicit mechaniams, that work, for integrating 1S Management and line
management on IT/IS issues (eg. IT advisory committee, cross-functiond job trandfers, joint
project management, €etc)

oT™
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Quedtion 16, which deds with conditions facilitating the integration of the centrd management
of IT/IS with line management has deserved the highest scoring from the TMs, in rlation to
the actud gtuation. In the dedrable Stuation, however, it is the ISMIs who score the highest,
which could mean that adegr ee of dissatisfaction existson the part of |SMs and that they

want things changed.




Question 17
The exidting policy for the development of human resources in the company is favourable to the
development of 1Srdaed skills (managerid and technical)

@T™
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ACTUAL DESIRABLE
SITUATION

In quedion 17, ISMs are the ones least satisfied with the actuad conditions for the
development of technicd and managerid capabilities associaed with IT/IS. This is quite
relevant snce 1ISMs are the ones more directly affected by the human resour ces issues
related to the IS management function.
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Question 18

The technica qudlity of most IT goplications is seen as adequate in relaion to the purposes for,
which they were developed, i.e. the technology works when and whereit is supposed to work
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Thetechnica qudity of IT applications is a sructurd factor in the sense that conggtently good
or consstently bad applications help to create an ethos or mind-set in the organization about the
IS function that could ether hdp or hinder organizationd learning. In question 18, 1ISMs vdue
the qudity of the exiding IT agpplications more than TMs and SLMs do. Neverthdess, it is
important to mention that this question obtained the highest vauetion, in this group of questions,

both by the TMs ad the SLMs indicating a generally postive evaluation of the ISMs

and their gaff’stechnical capabilitiesby the | T/ISusers.



Question 19

The company has an incentive system (sdaries and other benefits), which is gppropriate to dedl
with the existing demand over staff with gppropriate ISIT skills (Al aress)
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In question 19, which dedls with the very touchy issue of incentive systems for IT/IS experts, it
IS no surprise thet it is the ISMs who consder the actud Stuation less adeguate. In this way,
this result is very smilar to that of the quegtion 17. It is ds0 interegting to notice thet in the
degrable Stuation 1ISMS opinions distance themsdlves again in relaion to the other groups,
reveding a consider able gap between what there is in the present and what there should be
in the future, in what concerns incentive systems from the ISM S point of view.




3.2.3. Organizationd learning related to the management of information
systems (questions 20 to 25)

This set d questions deds with the evolution lived or experienced by the organisation in the last
five years in what concerns the main relationships involved in the process of management of
information systems. Such evalution (i.e. an improvement in organizationd effectiveness) can,
thus, be consdered as an indictor of learning. ISrelated organizationd learning is defined as
the change in the level of cooperation achieved among the major managerial
stakeholders in IS corporate governance characterized by the achievement of an ideal
state of ISrelated initiatives where all issues are decided by consensus and negotiation
rather than by rules and procedures.

In this st of questions the same trends, which have dready been noted in the other group of
questions are a o present.

Question 20

In the last five years there has been a move from IT sarvice levels determined by the IS
Depatment to IT sarvice leves determined by negotiation between the Information Systems
Manager and Senior Line Managers (i.e. service level agreements)
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Quedtion 20 shows a certain degree of consensus between TMs and ISMs concerning the
actud gtuation, dthough with average scores, which are the lowest for this set of questions.
SLMsaretheleast satisfied with the evolution in the last few years. Asit concernsthe
dedrable Stugtion, ISVIs seem to show a larger degree of interest in a podtive evolution than
the other two groups. It isinteresting to note that the SLMs are the ones who show the lowest
score in what concerns the desirable Situation, Since this question refers to a direct relaionship
between ISMsand SLMs.




Question 21
In the lagt five years there has been a move in the rdationship between the Information
Systems Manager and Senior Line Managers from a degree of isolation of the firgt to a better
mutua understanding of each other’sroles
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Quedtion 21 showsindicators (i.e. the variation coefficient) that suggest that there are problems
with the statement put to the respondents. The question attributes to the 1ISMs an atitude of
initid isolation in ther rdaionship with the SLMs, which may not dways be true and, which
may lead to varied interpretations. The high disperson of the results, which has occurredin this
datement (see Annex 2), specidly in what concerns the desirable Stuation, confirms this
problem, which was not possible to detect during the different phases of the questionnaire
preparaion. Hence, it was decided to drop this question from further andysis.




Question 22
In the lagt five years there has been a move from IT/IS planning carried out as a separate
exercise to agrester integration of I'T planning into business planning
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In the answers to question 22, TMs are the group, which is most confident in rdation to this
evolution, perhaps understandable in view of the fact that the question deals with “planning”. It
isdso interesting to note that 1SMs reved themsdlves less confident about this topic and SLMs
even less 0. These results may be indicators of some difficultiesin the interface between
business planning and I T/I S planning.




Question 23

In the ladt five years there has been a move from unilatera attempts to build a corporate-wide
IT infrastructure to a Stuaion of more active and committed participation from Senior Line
Managers, in the building/ maintenance of such an infrastructure
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In quedtion 23, the idea was to try to find out whether there was any evolution in the
involvement of the SLMs in the condruction of an IT infragtructure. It is notorious, once more,
a pessmidic pergpective of the SLMs in reation to the other groups, in the actud Stuation.
Such perspective could dso mean that SLMs may not consider the I T infragtructure as
their problem However, this view is not confirmed by looking at the scores for the desirable
gtuation, where there is dmog tota consensus between the SLMS and ISMS opinions. The
TMs champion this cause by scoring the highest both in the actud and in the desrable
gtuations.
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Question 24

In the lagt five years there has been a move from an IT infragtructure, which is inflexible and
resrictive of busnessinitiatives to an IT infrastructure, which is flexible and fadilitatory of new
busnessinitiatives

@T™
ISM
OSLM

OFrRLrNWPk,OIO

ACTUAL DESIRABLE
SITUATION

In question 24 the ideais to try to investigate the opinions reaing the evolution of the following
dichotomy: inflexible and limiting IT infrastructure versus flexible and fadlitating IT
infrastructure. 1SMs perceive that such evolution exists and should go on exigting in the future,
whereas SLMs and TMs have a more sceptica pogtion. The results show, once more, the
tendency for a continuation of the cultural gap between ISMsand SLMs.




Question 25

In the lagt five years there has been a change in the stance of the Board of Managers in
relation to I T/IS matters, from one of distance to one of more involvement
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This quegtion tries to capture whether any organizationd learning related to 1T/1S management
has teken place a the leve of the Board of Directors. The perceived involvement of the Board
of Directors in these last few yearsis higher for the ISMs than for the other two groups and in
relaion to both Stuations. These results are somehow curious since TMs are the group closest
to the Board of Directors and not the ISMs. Such results may indicate a degree of stisfaction
on the part of 1ISMsin what concerns the development of the Situation, not wholly shared by the
TMs. Thismay be due to the fact that the former have less knowledge about the workings of
the Board of Directors. Looking &t the scores for the desirable situation, where TMs scores are
virtudly on the same levd asthe ISMs, one may interpret the TM's response as a manifestation
of their belief that the Board of Directors should perform better in the future, regarding IS/IT
issues. It isinteresting to note that |SM's aso score higher than the TMsin rlation to the actud
gtugion, in question 3.



3.3 Human and financid resources associated with the IS management
function

The survey dso incduded a st of quedions, which ded with the professond profiles of
Information Systems Managers in large Portuguese companies and another st of questions
dedling with the 0 cdled, “IT/IS Intendty”, which reflects the invesments in human and
financid resources related to the Information Systems function.

3.3.1. ISM human resource profiles

The characterization of human resources in the ISM function was based on the questionnaire
items about academic background, podst-graduate qudifications, place in the hierarchica
gructure and functiond reporting.

Academic background
Education level Number of replies Per cent
Higher education degree 43 78%
Technicd education (mid-level) degree 5 P
Secondary education 7 13%
Tota 55 100%

An andysis of the results show that four-fifths of the ISM's have a higher education degree;
% have a mid-level degree and 13% have only secondary educetion. It is interesting to note
that, in the sample of surveyed companies, thereis dill alarge percentage of ISMsin the large
Portuguese companies that have no degrees. This leads us to the concluson that these ISMs
must be working in the company for quite a number of years. In part this may be related to the
fact that the IS function in certain Portuguese companies evolved from the old manud data
processing centres where the staff needed no specia qudlifications.

Subject area (higher education) Number of replies Per cent
Engineering/Mathematics 27 62.8%
EconomicsFnance n 25.6%
Management/Business Adminigration 3 6.9%
Other 2 4.7%
Tota 43 100%




From the I1SMs with a higher education degree, 62.8% have ther background in
enginering/mathematics, snce these degrees have an important component of information
technology subjects. About a quarter of the 1ISMs with degrees come from economics or
finance, which agan may be rdaed to the origins of many IS depatments — the
“mechanography” centres, which, traditiondly, came under the responghility of the Finance
Depatments. The rest of the 1ISMs have degrees in business adminigration/ management and
others areas, such as psychology and languages (12% in dl).

It would be interesting to investigate (perhaps by means of interviews) if the 6.9% of ISMs
with degrees in management or business adminidration is part of an emerging trend in daff
recruitment for Information Systems or just a result of chance. If it is not the result of chance,
it could mean thet there begins to be more awareness of the fact that 1T/IS must be trested as
a draegic resource of the company.

Post-graduate qudifications

Post-graduate degree Number of replies Per cent (of thetotal

of higher degrees)
MBA 7 16%
Magtersin Management or Economics 2 5%
Specidized coursesin IT or Management 4 )
Totd 13 0%

About 30% of the ISMs with higher degrees have completed post-graduation courses or
gpecidization courses. The trend seems to be for people to obtain post-graduate qudifications
in areas, which are complementary in rdaions to their origind academic background. Thus,
people with degrees in engineering /mathematics look for post-graduaion or the specidization
courses in management and people with a background in management, economics or finance
embark on I T-related courses.

Position in the hierarchica structure

Level Number of replies Per cent
Board of Directors 2 3.6%
Frg line management A 61.8%
Second line management 19 34.6%
Tota 55 100%
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In 65% of the answers, the position of 1ISMs in the hierarchical ructure of their companies
was in the second hierarchicd layer (a senior line manager’sleve) or even in the first layer (at
Board of Director’s leve), which may indicate the reative importance of the IS function for
most of the companies surveyed.

Functiona reporting

Functional position to, which ISMs Number of replies Per cent
report
Board of Directors 39 71%
Finance Director 15 2%
Headquarters abroad 1 2%
Totd 55 100%

The answers to this question are congstent with the answers obtained in the previous question.
Thus, the mgority of the ISMs (71%) report to highest leve in the hierarchy. The percentage
of ISMs that report to the Finance Director (27%) shows, once more, that there is fill asrong
link between the IS or informatics function and the accounting, invoicing and wages processng
aress.

3.3.2. IT/ISintendity

In order to evauate the intendty of IT/IS in the companies surveyed, |ISMs were asked to
provide three ratios (or the absolute vaues, which would leed to ther caculation ), which are
thought to reflect the level of invesment in human and financia resources in the information
systems management function in the these companies. The ratios are asfollows

? Percentage of I'T budget over totd sdes

? Percentage of number of IT saff (including centra IT staff and
departmenta/divisond IT gaff) over totd aff

? Percentage of number of PCs (excluding dumb terminals) over number of tota staff

None of these ratios is per se a pefect indicator of the intengty of IT/IS invesment/use.
Furthermore, there is consderable overlap between them. The anadlyss of the results based on
this type of ratios should dso take into congderation details such as the type of activity of the
company (commercid, indudrid, services, etc), the “amount” of information and information
technology embedded in its products or sarvices, the use of IT outsourcing and the number of
find usarsinvolved. Given that none of such items of data were collected as part of thissurvey,
the use of the above ratios is quite limited. Nevertheess, they can help to provide an overview
of ISIT intengty in the sample of companies surveyed.
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4. A summary of prdiminary conclusons

The mogt interesting points from this type of daa andyss and, which might lead to some
tentative condusions, are highlighted in bold in the body of the text. It isimportant to stress that
these conclusons are of an interpretive naure and not pogtivig, thet is to say, these
condusons must not be understood as rules or generd laws, which are goplicable to Al
gtuations in the management of the IS function in the large Portuguese companies, but as
trends as interpreted by the researchers. Prior knowledge and experience of the management
of the IS function in organizations on the part of the researchers has aso contributed to such
interpretation. Mog of the conclusons or perhgps dl of them cannot be sad to be new,
epecidly for keen observers of 11T management issues. What we can say, however, is that
these conclusions serve as areinforcement of certain a priori idess or intuitions, with empirica
data. Figure 1 shows the summary of the conclusonsin an integrating diagram.

The diagram highlights some of the prevailing organisationd pogtures, which characterize the
roles of the three main stakeholders in the management of the IS function in large Portuguese
companies. Such postures can be inferred by means of comparisons among of the responses of
the three types of respondents and can be taken to provide indications as to types of
relationships that exis among TMs, ISMs, and SLMs. For example, it is plausble to guess that
a quite difficult relaionship exists between ISMs and SLMs or that a somewhat digant
athough consensud relaionship exists between TMsand S_Ms.

Such roles and such relationships, in turn, affect the leve of collective learning rdated to the
management of the IS function, which is possble to achieve. This explains the centra part of
the diagram, where the occurrence of |Srelated organizationd learning has been placed as a

working hypothess.



According to the management and organisational science literatures, the higher the leve of
organizationd learning, the better the conditions of organisationd effectiveness will be and,
consequently, the higher the competitive potentia of the company. Thus, one mgor issuein the
research projects, which have served as the basis for the present survey is precisdy to find out
how best to intervene (i.e. act) in the organization in order to improve the level of collective or
organisaiond learning related to IS management, a the highest hierarchicd levels. Thisis one
of the hypotheses, which will be andysed and discussed further in the find report of the

Figure 1
2 TM
??General optimism about the way things are
27 Optimism even in issues where TM are not
directly involved
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within groupsin the 25 quedtions

Application of ANOVA to test the difference between the means (F test) between groups and

ANOVA
Sum of
Squares df Mean Square F Sig.
Q1 ISM_VISION Between Groups 18.728 2 9.364 8.881 .000
Within Groups 258.333 245 1.054
Total 277.060 247
Q2 TM_VISION Between Groups 4.220 2 2110 2.065 129
Within Groups 250.324 245 1.022
Total 254.544 247
Q3 TM_INFLU Between Groups 5574 2 2787 2.305 102
Within Groups 296.168 245 1.209
Total 301.742 247
Q4 SLM_ROLE Between Groups 4151 2 2.076 1.642 196
Within Groups 309.720 245 1.264
Total 313871 247
Q5 SLM_EUC Between Groups 19.193 2 9.597 8.8%4 .000
Within Groups 264.351 245 1.079
Total 283.544 247
Q6 ISM_SCANN Between Groups 17.111 2 8.556 9.454 .000
Within Groups 221.724 245 .905
Total 238.835 247
Q7 TM_STAND Between Groups 12.501 2 6.296 5.697 .004
Within Groups 270.727 245 1.105
Total 283.319 247
Q8 ISM_PERFC Between Groups 32.529 2 16.265 14.389 .000
Within Groups 276.939 245 1.130
Total 309.468 247
Q9 SLM_ALTER Between Groups 24.968 2 12.484 9.649 .000
Within Groups 316.995 245 1.294
Total 341.964 247




ANOVA

Sum of
Squares df Mesan Square F Sg.
Q10 ISM_TRACK Between Groups 15.894 2 7.947 6.160 .002
Within Groups 318.682 247 1.290
Total 334.576 249
Q11 SLM_SKILL Between Groups 2.402 2 1.201 794 453
Within Groups 373.682 247 1513
Total 376.084 249
Q12 TM_HORIZ Between Groups 13.626 2 6.813 6961  .001
Within Groups 241.738 247 979
Total 255.364 249
Q13 SLM_AUTON  Between Groups 12.240 2 6.120 4071 018
Within Groups 371.284 247 1.503
Total 383.524 249
Q14 TM_CLARIF Between Groups 24.108 2 12.054 9.134 .000
Within Groups 325.976 247 1.320
Total 350.084 249
Q15 ISM_CONSUL Between Groups 44,922 2 22461 18.840 .000
Within Groups 294.474 247 1.192
Total 339.396 249
Q16 INTEGR Between Groups 14151 2 7.075 3.547 .030
Within Groups 492.765 247 1.995
Total 506.916 249
Q17 HRMPOL Between Groups 9.733 2 4.866 3.300 .039
Within Groups 364.283 247 1.475
Total 374.016 249
Q18 TECQUAL Between Groups 11.574 2 5.787 4,915 .008
Within Groups 290.826 247 1177
Total 302.400 249
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ANOVA

Sum of
Squares df Mean Square F Sig.
Q19 INCENT Between Groups 17.003 2 8502 5.042 .007
Within Groups 409.749 243 1.686
Total 426.752 245
Q20 NEGOTIA Between Groups 7.7%4 2 3.877 2449 .089
Within Groups 384.766 243 1583
Total 392,520 245
Q21 ISOLAT Between Groups 2.596 2 1.298 .758 470
Within Groups 415989 243 1712
Total 418.585 245
Q22 PLANN Between Groups 21.023 2 10511 8.408 .000
Within Groups 303.806 243 1.250
Total 324.829 245
Q23 COOPER Between Groups 11.323 2 5.661 5.376 .005
Within Groups 255.885 243 1.053
Total 267.207 245
Q24 INFRAST Between Groups 13.603 2 6.801 549 .005
Within Groups 300.710 243 1.237
Total 314.313 245
Q25 BOARD Between Groups 4183 2 2.001 1542 216
Within Groups 329.642 243 1.357
Total 333.825 245



Annex 2

Histograms of the response scores by questionnaire item and by
groups of respondents: TMs - Top Manager; ISMs - Information
Systems Manager; SLM - Senior Line Manager
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Question 21 - TM
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Appendix 3

OUTPUT OF THE CRONBACH’'S ALPHA COEFFICIENTS
Reliability - ISINTENT
RELIABILITY ANALYSIS - SCALE (ALPHA)
Mean SdDev  Cases

Q1 4.3665 10588 2510
Q2 45777 10183 2510
Q3 45378 11034 2510
Q4 3.8685 11219 2510
Q5 41753 10664 2510
Q6 4.5817 9861 2510

O~ wWDNE

N of
Satigtics for Mean Vaiance StdDev Vaiadles
SCALE 261076 174404 41762 6

[tem-totd Statistics

Scde Scde  Corrected

Mean Vaiance  Iltem Alpha

if ltem if tem  Totd if Item
Ddeted Ddeted Correation Deeted

QL 217410 126167 492 6929
Q 215200 12521  53%6 6803
Q3 215697 122461 5149 6859
o7} 2230 119106 5516 6744
Q5 219323 132714 3902 7219
Q6 215250 139383 3436 7324

Rdiahility Coefficients
N of Cases= 2510 N of Items= 6

Alpha= .7360
Tttt
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Reliability - DISCIPLINE

RELIABILITY ANALYSIS - SCALE (ALPHA)

Mean Sid Dev Casss

1. Q7 4.5538 10734 2510

2. Q8 4.3068 11160 2510

3 Q9 34861 11708 2510
N of

Satigtics for Mean Vaiance StdDev Vaiadles
SCALE 123466 53074 23038 3

Item-totd Satistics

Scde Scde Corrected

Mean Vaiance  Item Alpha

if Item if tem  Totd if Item
Ddeted Ddeted Corrdation Ddeted

Q7 7.7928 2.9169 3378 2061
Q8 8.0398 32144 2118 A303
Q9 8.8606 2.9445 2469 3715

Rdiahility Coefficients
N of Cases= 2510 N of [tems= 3
Alpha=.4350

Tttt

315



Rdliability - TRUST

RELIABILITY ANALYSIS - SCALE (ALPHA)

Mean Sid Dev Casss

1. Q10 3.7470 11578 2530
2. Q12 4.3834 100/5 2530
N of

Satigics for Mean Vaiance SidDev Vaiailes
SCALE 81304 31932 17870 2
ltem-totd Satistics
Scde Scde  Corrected
Mean Vaiance  ltem Alpha
if ltem if ltem Totd if ltem
Ddeted Ddeted Corrdation Deeted

Q10 43834 10151 3590
QL2 37470 13405 3590

Rdiability Coefficients
N of Cases= 253.0 N of Items= 2

Alpha= .5246

Tt
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Rdiability - SUPPORT

RELIABILITY ANALYSIS - SCALE (ALPHA)

Mean Sid Dev Cass

1. Q14 4.0945 11858 2540
2. Q15 4.1969 11595 2540
N of

Satigtics for Mean Vaiance StdDev Vaiables
SCALE 82913 38595 19645 2
Item-totd Statistics
Scde Scde  Corrected
Mean Vaiance  ltem Alpha
if ltem if ltem Totd if ltem
Ddeted Ddeted Corrdation Dedeted

Ql4 41969  13M5 4033
Q15 4095 14061 4033

Rdiability Coefficients
N of Cases= 2540 N of [tems= 2

Alpha= 5746

Tttt
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Reliability - DISCIPLINE/TRUST/SUPPORT

RELIABILITY ANALYSIS - SCALE (ALPHA)

N of
Statigtics for Mean Vaiance StdDev Vaiables
SCALE 287200 266763 5.1649 7

[tem-totdl Statistics

Scde Sae  Corrected

Mean Vaiance  ltem Alpha
if ltem if tem  Totd if Item
Ddeted Ddeted Corrdation Ddeted

Q7 24.1680 20.3893 5285 (475
Q8 244200 208711 4490 (627
Q 25.2400 22474 2776 1967
Q10 24.9840 19.3491 5893 (1343
Q12 24.3440 20.3872 5798 7391
Q14 24,6280 189494 6164 1281
Q15 245360 20,0328 5120 1504

Rdiability Coefficients
N of Cases= 250.0 N of [tems= 7
Alpha= .7798

Tt
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Reliability - FACILITATION/INHIBITION
RELIABILITY ANALYSIS - SCALE (ALPHA)

Mean Std Dev Cases

1. Q16 3.1498 14277 2470

2. Q17 35425 12384 2470

3. Q18 3.8064 11127 2470

4. Q19 32713 13172 2470
N of

Satistics for Mean Vaiance StdDev Vaiadles
SCALE 138300 133693 36564 4

[tem-total Satidics

Scale Scde  Corrected

Mean Vaiance  ltem Alpha

if Item if Item Totd if Item
Ddeted Ddeted Corrdation Ddeted

Q16 10.6802 7.3729 5105 5831
Q17 10.2874 80349 SA13 644
Q18 9.9636 9.7588 3412 6842
Q19 105587 81175 4685 6111

Rdiahility Coefficients
N of Cases= 247.0 N of Items= 4
Alpha= .6806

TTT
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Reliability - ISORGANIZATIONAL LEARNING

RELIABILITY ANALYSIS - SCALE (ALPHA)

Mean Sid Dev Cass

1 QM 36429 12500 2520

2. Q2 38373 11472 2520

3 Q3 30206 1045% 2520

4. Q4 40307 11459 2520

5 Q25 42421 11745 2520
N of

Satigtics for Mean Vaiance StdDev Vaiables
SCALE 196825 152295 39025 5

[tem-total Satidics

Scale Scde  Corrected

Mean Vaiance  Item Alpha
if Item if Item Totd if Item
Ddeted Ddeted Corrdation Ddeted

Q20 16.0397 10.0144 4556 641
Q22 15.8452 10.4979 4595 6512
Q23 15.7619 10.7240 4983 6379
Q24 15.6429 10.7564 4204 6672
Q25 154405 10.3829 4581 6518

Rdiability Coefficients
N of Cases= 2520 N of [tems= 5

Alpha= .7011

Tttt



