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Reconciling the 1T/Business Relationship:
A Troubled Marriage in Need of Guidance

John Ward and Joe Peppard
Cranfield School gf Management

Over the past 30 years the selatiorutip betweet the | T orgadsation
and the rest Of the business has begh a troubled ome which jjs
organisations have maimesging to satisfactorily resolve. This ‘g@p” has
been explained by the cidivval diffeverwes existing between the two.
Yet despite the critical @ 8f 1T to the brisiness little attempt has beetft
made to explore this further and much gf the writings and research ol
the subject are dispersed, progressing little beyond the centralisation

decenralisation debate and gffer little by way &uaidmes. Much of the
literature is comermed with issues of control gf resonrces rather thaii
managing the relatiangbtgp. Some organisatiiens have chosen to rid
themselves of the problem through outsarrcing but recent debate has
raised the qrlestiom of the long term coliseqgitences gf short term
decisions which are based on ay historical problem. Yet ofien; the
‘trouble’ has no fonuidation beyond a level Of pevcepiians. This paper
attempts to mderstarid aid triterprelr the problems iu the reletiavnghi,
to describe the gap, to mviflersiand the reasons why it extsig, arid to
offer some adwice.

Since it was first used in organisations the focus of information technology has shifted
from being a technical concern to being recognised as a critical business issue. From
the early 1980s information management through the use of 1T has been seen as being
crucial to competitiveness and taking on a strategic significance for orgarjsatiamd’! and
offering new competitive advantages.” Y et despite the undoubted criticality of IT to
the business, the IT organisation3 as the provider of IT resources and services has not
had a harmonioudy relationship with the rest of the business.



Perhaps a reason for this ‘gap’ isthat IT in generd and IT professionals in particular
were often late coming into an organisation, The business already had its own value
system and behaviour and in many instances the emergence of the IT organisation
could be seen as being imposed on the rest of the business.  In many firms the current
IT organisation grew out of a specialised group of professionals dedicated to ensuring
that the “computer” continued to function. The professionals saffing the IT function
were more attracted to work with the technology rather than to contribute to the
success of the business. In short, they are happiest working with computers and in
fact, it could legitimately be argued that IT professionals do not give much
consideration to the organisation they work in, perhaps one reason for the
traditionaly high-turnover of IT staff.  If they do, it is likely to be in relation to the
ability of the organisation to keep up with the latest technologies.  There are no kudos
to be gained in working for an organisation which is not sate-of-the-art in the
technology it uses. While it may not be challenging to work in a low-tech ‘shop’ it
aso that IT skills can become quickly outdated thus diminishing the ‘ marketability’ of
the IT professional.  Indeed, perhaps the analogy can be made with that of actuaries
who have are often seen as having more loydty to the professon than to the
ingtitution where they work.

Of course therest of the busnesshasnot helped.  Many managers are technologically
ingpt or averse and in a great many instances this is by choice: they run the business
while the IT organisation provides them with IT solutions. The reputation which the
IT organisation has attained has not helped matters. Many IT projects constantly
come in over budget, over time and when eventualy developed very often fail to
satisfy user requirements. IT projects are treated as such and managed accordingly
with little attempt to manage the benefits. ~ Perhaps blame could be laid a how
investments in IT are appraised. Even the traditional |S/IT planning process focuses
.on how the organisation can use technology and not how the business could best
benefit from IT.

The picture painted is of two distinct worlds.  One. ‘the world of business and the
never ending quest for competitive excellence. The other, the world of technology
where there is similar striving for excellence, albeit technical excellence. Each treat
each other with indifference. The 1993%4 Price Waterhouse IT survey reported that
79% of managers surveyed see IT as a support function.” Many IT organisations are
happy with this stuation: it gives them the licence to go away and experiment with
the latest technologies.

Culmive is often used as a variable to explain the troubled marriage between the IT
organisation and the rest of the business.” The concept of culture has been receiving
increasing attention in the management literature since the early  1980s, particularly in
the area of drategy and managing and understanding change, particularly strategic
change.6 Yet detalled analysis of the cultura 1T/business gap has yet to progress
beyond the rhetoric. Any worthwhile analysis must go beyandl- addressing
centralisation and decentralisation issues or discussing the merits or otherwise of
outsourcing versus insourcing.

In the IT world today there is much talk and debate about legacy systems.
Organisations aso have a culturd legacy. This suggests that not only do you have to



manage the future but organisations aso have to re-manage the past relationship
Like any reationship which is in trouble we need to understand the cause of the
trouble, understand the various perspectives and perceptions and then decide how
best to deal with it. Given that there is this gap, understanding its nature should help
in identifying how it might be bridged. Must one party change or do both have to
make some concessions? Many organisations have adready decided to deal with the
‘problem’ by completely outsourcing the IT organisation. The wisdom of treating IT
services as a commodity service best managed by a large supplier has been
questioned.’

In this paper we first briefly review the concept of culture. We then access the
cultural aspects of the evolviny role of the IT organisation from a number of different
perspectives. The changing role of IS/IT in the business also has implications both for
the organisation and its culture and these are examined. A number of different
perspectives are presented which can help in interpreting the cultura gap We then
present a framework which we have found useful in gaining mutual understanding and
determining the action required in an attempt to bridge the ‘gap’.

Culture

Culture has become a key concept in the nomenclature of today’s manager. It is a
term which is used as the excuse for many occurrences in organisationa life. Yet if
culture is a mgjor influence on the behaviour of the organisation, there is a need for
managers to manage the “cultural” context of the organisation in order to achieve
required objectives.

Despite the widespread use of the term in today’s management literature, the word
culture in fact originates from social anthropology. % It was studies during the late
19th and early 20th century of so called primitive societies, for example, African,
Native American, and Eskimo which highlighted ways of life that were not only
different from the more industrial and technically advance parts of the US and Europe
but were very often ditfferentt among themselves. The societies culture was deemed to
explain the difference, or in a holistic sense, the qualities of any specific grouping of
people that are passed from one generation to the next.

The notion of culture was popularised in the general management literature by
Anthony Athos's The Alrt Of Jpromave Mamggramen®® William Oudhiis Theory 28 and
Peters and Waterman's It Ssuch Of Jixgelemse. 1} In particular, Peter and
Waterman's work focused on culture (or shared vaues as they referred to it as a
variable, which could be manipulated just like structure or systems or style.

Organisational culture can be defined as the shared values and beliefs which take the
form of rules of behaviour in a work group or organisation. At an elementary level,
corporate culture can be viewed as ‘the particular way things are done in
organisations. Culture will be influenced by many variables such as the ‘baggage
people bring with them from their educational and socia background or’ traditions and
myths about the management style of the organisation, reporting structures, etc. It is
shaped by numerous pragmatic actions over time based on what does and does not



work. These beliefs and assumptions lie within a cultura web which bonds it to the
action of organisational life.  In some sense it represents the organisation’s socia
energy and personality and the assumptions and beliefs which it holds. Culture helps
to concentrate individua energy in particular directions since the culture bottom line

is expected behaviour of organisation members.  Indeed, Smircichi®> proposes the
view that organisations are cultures.

Kotter and Heskett in their recent book Corperarer Culivve arid Pevifirrmenxal3
propose that it is useful to think of culture at two levels which differ in terms of their
vigbility and their resistance to change (seefigure 1). At the deeper and less visible
level, culture refers to values that are shared by people in a group and that’tend to
persst over time even when group membership changes. At thislevel culture can be
difficult to change, due in large to the fact that people do not recognise the values
which they hold. At the more visible level, culture represents the behaviour pattern
and style of an organisation that new employees are automatically encouraged to
follow by their fellow employees. At this level, while difficult to change, it is less
diffcullt that the deep-seated values.

Invisible Harder to
change
A Shmed | ‘alwex: hnportam CONCENS and goals that are A
| shared by most Of the people in agroup. that tend lo \
| shape group behaviour. and that often persist over time

| evemivithchangesin group memberships.

| Esamples: the managers car¢ about customers: esecuthas |
\ like longierm debi.

\ Group Beltawour Nowms: Common or pemasive ways of
\ acting that are found in a group and thal persist because
group members tend to behale in ways thal teach these
practices (as well as their shared \alues) 10 fielw members.
rewarding those thal fit in and sanctioning those that do
nol.
Esamples: the employees are quick to respomd to requests
y from customers: the managers ohcn involse lower-level
emplaojecs i1l decisimn making.
Visible Easier to
change

Figure 1 Culture in an organisation.
Source: J.P. Kotter and J.L. Heskett. ("ovporafe: Cithraee nnd Fe@vtvoamee. The Free Press. 1992, p.

J.

The power of corporate culture should not be underestimated. When Digital
Equipment Corporation moved its XSEL expert order-entry and configuration system
from the US to Europe, it encountered considerable difficulties because of  culmwal
differences. What was correct for saes people to do in the US was done by
adminigtrators in Europe. 14 The calling off of the recent proposed merger between
The Leeds Permanent and National & Provincia Building Societies was due to
irreconcilable differences in culture between the two and their  "distiinar approaches’



to business.”* The hostile bid by Paramount for Time Inc.. was blocked by arguments
relating to the dramatic consequences the take-over would have for the  awdree of
Time, which would have serious repercussions for the customers, shareholders and
sociyy' 6° In a 1993 study of business process re-engineering, Delphi Consulting
reported that two-thirds of the respondents cited carinral resistance as the mgjor
challenge to succeeding at BPR. 17

Sub-cultures

The view of organisations as a unified set of values makes problematic the recognition
of different subcultures within organisations.  Subcultures are groups of people whose
culture differs from others or the organisation as a whole. This will be expressed in
their holding of different expectations, values and goals, These values may be about
seemingly superficial things such as preferred style of dressin that subculture, or their
preference for being allowed to take their own decisions rather than being given strict
guidelines. However, in an organisational context, these cultura differences may
sgnify the potentia for conflict and can pose obstacles to communication. Over long
periods of time subcultures may generate behaviours or actions which are
dysfunctional to the dominant corporate culture. Indeed, Young[* criticises much of
the literature on organisational culture as suggesting either a view of organisations as
a single culture which ignores the existence of subgroups with different interests, or a
collection of sectiona groups who basically strive for their own gain.

The IT organisation is often seen as havin,¢ its own culture, which can be quite
diginct from the rest of the business. They often dress differently, have different
codes of behaviours, have different goals for their departments, think in different time
scales or have different types of educational backgrounds. Even ‘jargon shock’
sgnifies a difference between cultures.

There may be an implicit assumption that the thinking and .proiiiegm solving styles of
the IT professonals and users of their systems are similar. Very often, IT
professionals fail to see the political nature of organisations and usually assume that
al problems have a technical solution.  IT professonas are trained to be highly
disciplined, and thisis reinforced by traditional systems development methodologies.
They tend to have alow tolerance for ambiguity and often shy away from dealing with
emotions. According to Rochester and Douglas’ they have a strong task orientation
and prefer neat, tidy, lasting solutions to problems  This can have mgjor implications
if their is a high-level of resstance to a new IT application.  While communication
between users and the I T professonals must be two way this must be reconciled with
the project management dimensions. IT projects have milestones and targets must be
met if system implementation is to be kept on schedule.

Does culture have an impact?

A critical question relates to an implicit assumption made at the outset of this section
and that is that culture @bes have an impact. The evidence would suggest strongly



that thisisthe case2' Kilmann ef alZ' distinguigth three interrelated aspects of impact:
direction, pervasveness. and strength. -

The direction of impact is the course that culture is causing the organisation to
follow. Theppérsesiamesss of impact is the degree to which the culture is widespread,
or shared, among the members of the organisation.  The strength of impact is the level
of pressure that a culture exerts on members in the organisation, regardliess of the
direction.

Kotter and Keskett's recent studles®2 examining whether or not a relationship exists
between corporate culture and long-term economic performance indicates four trends:

. Corporate culture can have a significant impact on a firm’s long-term economic
performance.

« Corporate culture will probably be an even more important factor in determining
the success or failure of firmsin the next decade.

. Corporate cultures that inhibit strong long-term financial performance are not
rare; they develop easily, even in firms that are full of reasonable and intelligent
people.

. Although tough to change, corporate cultures can be made more performance
enhancing.

If one can draw any conclusionsis that culture does have a powerful impact over the
behaviour of an organisation. Equaly, a a sub-group level, culture may lead to
behaviours which is dysfunctional to the organisation. Given that the IT organisations
and the rest of the business have different cultures. let us now explore its historica
development, beginning with the changing role of IT in organisations.

Cultural aspects of the evolving role of IT organisation

There have been many analyses of the changing role of IT in organisations over the
last 30 years, resultin in a number of “evolution” models. Most authors agree that
there have been probably three distinct “eras’ in this brief and rapid evolution. These
can be summarised as the Data Processing. Management Information Systems and
Strategic Information Systems eras2) These descriptions emphasise the changing
nature of the role of IT in terms of its use, its business contribution and the resulting
management issues. However few studies have specifically dealt with the changing
issues at the IT/Business boundary in the organisation. Much of the apparently
relevant literature deals with the issue of control of IT, i.e. the issue of centralisation
or decentralisation of IT resources in the organisation. Whilgt .-clearly the
organisational postioning of the IT people will affect their relationship with the
business colleagues they “serve’, the arguments tend to assume that who manages the
resources determines the nature of the relationship. Again, little analysis has been
done and it is often found that even when IT resources have been decentralised, there
is an uneasy and uncomfortable relationship between the IT specidists and business



colleagues and managers  As mentioned earlier, it is interesting that the Price
Waterhouse IT Review 19934 raises both issues of centralisation versus
decentralisation of IT resources (and it describes the roughly equally balanced
arguments for both) and the culture gap (which is associated with the ‘increasing
problems arising from legacy systems). It would appear that another cycle of
argument about the merits of centralisation versus decentralisation may well obscure
any reasonable debate of how to improve that 1T/Business relationship, wherever 1T
resources are located.

The few writers who have addressed the cultural aspects of the role of the IT
organisation and peoplein relation to the rest of the organisation, offer some vauable
ingght. Zmuet?® consdered the changing type of activity performed by IT staff,
arguing that during the 1980s it changed from a* manufacturing” based activity set to
a “digribution” set. He proposed a different type of IT organisation structure to
reflect the need to deliver services rather than develop and deliver products. Others
including La Belle and Nyce?, Kes@ and a summary article in EDY/ Abonlysn2?
discussed both the merits of different organisationa structures and the changing
nature of skills required by IT specidists.  But again little was said about the inter-
relationship between IT and the business.

Hirschheim &t d/23 were more specific and began to address the relationship issues,
abeit by describing the need for IT departments to respond effectively to changing
demands from the “business’. They described three stages of the evolving
relationship:

L Delirenyy - when I T services are mainly internal and their focusis on improving
their ability to deliver and support the IT based systems. This does not imply
delivering what the business needs!

2. Re-aniigitmarieit - when 1T attempts to develop good relationships with the
main business functions (easier with some than others) and provides a variety
of services to meet demands from the functions, albeit without regard to the
business importance of those demands.

3. Re-ertgatiisettiotr - when IT tries to develop an integrd relationship with
business management to ensure that the supply of services matches overal
business priorities and responghilities are shared and balanced between IT
gpecidists and business managers.

Most mature organisations are probably struggling in the third of these dtates, but
often encumbered by a cultura legacy, as well as systems legacy, inherited from the
first two.

Another more detailed assessment of the evolving relaionship was -diescribed by
Galliers and Sutherland?’ who synthesised Eantl's¥ planning model with Nelbést!' six
stage model and the well known "78" modi#l¥® for analysing the interacting
management attributes, some of which clearly have a cultural dimension (style, Kills,
daff and shared values).  Their conclusions, tested in a few organisations are
essentiadly that



1. each of the attributes needs to change as the organisation becomes mot
dependent on its IT systems and more mature in its planning of them;

2. if any of the attributes is unsatisfactorily addressed in an early stage of tl
evolution, then the organisation will be less able (even unable) to achie\
success in the later, more demanding, stages;

3. positive attributes developed in the early stages should not be discarded |a
since the organisation will have a legacy of products from the earlier stages
support;

4. for an organisation to succeed, without major hiatus of disruption of I’

supply, it should address al7Sxdl ¢heents coherently at each stage before
moving forward.

Table 1 summarised the six stages described by Galliers and Sutherland focusin
the conclusions with respect ‘tshated values” at each stlagemany
organisations it is thddram,affects of behaviour in Stagzas?2pandeived

by business managers, that make the relationship changes required in Stage 4 onw
difficoltito achievel he table emphasises perhaps the more negative aspects of the
observed realities in Stages 4 to 6 in organisations than the desired, almost idyl
relationships described by Galliers and Sutherland as prerequisites for success.
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Stage 1 Vat fell. if an!. shared values stnee the focus of IT I1s imemsll
“ Ad Hocracy™" and the! are unable or unWilling 10 seek a coherent relationship
with the business. The! relate more closel): to IT suppliers

Stage2 The “ priesthood” of IT begins to develop and IT staff perhaps
“Starting the foundations” cultivae a unique culture based on technology worship - often
seriously at odds with the business.

Stage 3 When IT managememt often reacts to business managers concern

“Centralised dictatorship” o\'er "escessine spendimg” on IT and views of poor delivery
performance by becoming defensive and esertimg control over
what it does to address the balance.

Stage4 IT specialists recogmsse the need to work in co-operation with
“Democratic dialectic & Co- busimess mankrgess to\ards achievimg business goals but still
operation” cspextt the busimess to co-opcrate with IT's set of Wwiligss.

Stage § Recognitimm in the business that IT can deli@r iK€U. potemtiall

“Entrepreneurial opportuniiit”  strategic. bencfits through innotativec usc oftem Icales the 1T
department looking after the legaci and struggling to pro\isie an}
\allue to the newld "libemtex” users.

Stage 6 Rarel} achieved due to the difficulties and reconciling differing
“Integrated harmonious valuess. o\ercominyg historical precedents and prejudice and
relationship” requiring aneW openness in all aspects of IT acti¥ity.

Table1 Summary of Galliers and Sutherland’s staged model

In the context of the rapidly evolving use of IT in the 1980s and the changing nature
of the IT applications many organisations turned to outside suppliers to deliver the
newer often more complex systems. Thiswas in part due to the skills required, which
perhaaps did not exist in the internal IT function, and was often seen as necessary
since the in house IT resources were fully occupied maintaining the old systems and
how no time to work on the often “urgent” new systems. Whether or not the
arguments were really valid, or the business managers preferred to work with other
parties than the in house IT function, this caused further problems between IT
specialists and the business. |IT speciaists could not fail to notice that the most
interesting and often business significant work was now being done by outsiders.
Although some IT staff probably did not mind - being happy to work withintheir old
skill set - many resented this change and became further aienated from the business.

Up to this point, in the mid 1980s organisations may have employed additional
external resources to supplement their own staff in varying ways, but few got rid of
their own staff as a result. Only in the late 1980's did “outsourcing” of IT resources
become a seriously considered aternative, but it has been rapidly taken up by many
organisations who are unhappy, for any one of a range of reasons, with their in house
IT people. It appears that whilst it is rarely overtly stated, the original causes which
make outsourcing eventually a preferred option, have been built up in the poor
relationship between IT and the business. It could be observed that many IT
departments were “culturally outsourced™,, often;due to their own actions, long before



an issue triggers consideration of physical outsourcing. It is then any easy and
relatively painless step for management to announce the divorce!

Many recent writers have recognised that most businesses have a far richer-choice of
“sourcing” options for IT prodiucts and services than 10 years ago. This implies a
further set of changesin the role of any in house IT function and also more complex
decisons for business managers. Some organisations accommodate the problem by
declaring the IT function a “profit centre” and demand that it earns a living from
external and interna customers. This is effectively outsourcing by another means,
making the relationship an “arms length”, customer-supplier business relationship,
perhaps it should be called “shake it al about” sourcing! Yet research shows that
they are often sub-optimal in terms of satisfying the hosts organisation’'s  needfs3%
Dearden’s argues that making IT a profit centre is the firs step in  ‘an inevitable
journey to oblivion.

Venkatraman and Lo consider this changing nature of the IT function whereby it
moves from managin{ a technical or product portfolio to a “relationship portfolio”.
They suggest that the IT function should focus on managing its relationship with its
“customers’ (in the business) and its suppliers (in the IT industry). It needsto clearly
define its “locus of competence” or value adding capability between the two and also
to fulfil a new role in enabling the development of inter-organisationa systems
between the firm and its trading partners. They contrast this new role with the skills
and values of atraditional IT organisation but aso argue that smplistic outsourcing
leaves a competence gap insde the organisation.

In a similar vein MoadB® argues that the changing nature of the technology
infrastructure, especidly ‘mainframe’ to ‘client server’, is causing the creation of the
“Virtua IS Organisation”. He suggests that the IT resource is becoming dispersed
and de facto includes business people and external resources which need to be co-
ordinated within and outside the organisation via some as yet unspecified process! In
many ways his views are smilar to von Simom*’ who described a more structured
verson of how to manage a ‘centrally-decentralised 1S organisation’. But in both
cases the implicit rationale is about control of activity and resources and adapting to a
changing IT environment rather than to establishin, { an effective relationship. Moad
does point out that many IT organisations are uncomfortable with this new concept
and many of them attempt to regain control of the dispersed components of the virtua
organisation through an insistence on managing the new technology infrastructure.

One fina viewpoint that is worth considerin, {f in this section, and a view that perhaps
offers more insght into the culture gap problems than mog, is that described by

Hedbeng™.

Table 2 summarises Hedberg's three stage view of how organisations mature with
new technology from the point of view of the technologist. ~ Whilst the particulars are
interesting in themselves the table perhaps explainsin a smple way why organisations
have found it exceedingly difficult to fully integrate the IT function. In Phase 1, the
technologist is exploring or pioneering, attempting to exploit the technology and the
rest of the business is the normally unwilling subject of this haphazard and uncertain
exploration. Not a satisfactory sart to the relationship. Eventualy the technologist
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(and the rest of the business!) realises the limits of the technology and care has to be’
taken to avoid unacceptable effects on the rest of the organisation - the technologist
becomes defensive - again not a very equa or mutualy responsible relationship.
Finaly in the third phase the technology can clearly deliver strategic change if
managed well, but the technologist is seen as the agent of that change - a source of
potential revolution in the organisation.  Once more thisis a threatening role which is
difficult to accommodate comfortably. Hence even if the technologist has the wit to
recognise these changing roles and can acquire the skills needed, amost by definition
he or she is an intruder or even athreat to the rest of the organisation. ~ The natural
reactions of any organism in such circumstances is to

a) pretend its not there
and/or
b) reject it as soon as possible!

Phase M ission Purps\ of Orgamisitiomdl  The Natuna: of
upplicMiom impised techmudbpgzint ticsigm
Phase 1  To desgm To espluit MW\ By SUFPHSE “Frohleraiilin  Esploraion
weehnokogs
Phase 2  To desigii To nlinifnis: B! misiake Taillarr Defensie
carciullh social impach
Phase 3 To desgp To chanyec 011 PIIRASC . Agentt of Smittogic
dclibcrateld orgamissiioon ehangc

T abl& Maturing with technology (after Hedberg)

I mplications of the changing contribution of IT to business success

Perhaps the easest way of describing the changing contribution is through the
application portfolio concept 3! Mogt organisations I T based systems have evolved
from a support role through key operational to strategic (to some extent at least) .
and for a stage of their life cycle some were of a high potential nature (even if the
potential was not realised). Figure 2 describes the basic portfolio and overlays an
interpretation of the results of Earl’s work on planning  approaciesty and Parsondy!
work on implementation methods - the rationale is described by Ward.*? The
resulting sets of planninft and implementation “best fit" synthesis has implications for
the relationship of the IT function to the business - it needs to forge different
management and operational relationships if it is to succeed in dl types of IT
application based on required business contribution.

Crexosenizl3’ used the 78 attributes to analyse why a maority of “Strategic Systems’
investments failed (only 5 out of 30 were described as successful in an Index Group
Study). His overdl conclusions - the details of which are shownin Table 3 - was that
the range of attributes of IT departments and staff which are  @ppropriatienn a reactive,
problem solving, job shop environment are quite inappropriate when the projects
require a proactive, creative change driven approach. Thisis not redly surprisng but
it is surprising that in 8.3% of the sample (25/30)) this was not recognised before the
project failed!



Success S Failure

Top down management. Focus on Strateg! Focus orsystemsan d techmad by !
business goal Evaltibnnap
development.

Team Seniatirec Hicraraih\

Selling and educatio Acceping Skills Technicaonly.

ambyigpatic . Stncturedinifidyésliddpproaches

Reward risk takindntuitivge Systems Discouragriskiitceaavtitit!

justification. Financial justification.

Loose. flesible \ Sixle | Spaafiediduties anaoles

Visianaap/chaamppins s A ccommadit e Stafl’ “Superstars” nteams-

different views in smaé&am diffcrentt viewsnot
accommodated

Unselfish share ideas anpmwer Shared \sdiucs Separatonnof uswrfiTT teclhmizdl

Acceptimperfactioon. csccllcncc osysttmss

(perfeatiom).

Table 3 Strategic information systems. success and failure by the “seven Ss’. (After
Cresoeniz)).

Further work by the Index group attempted to describe this in terms of the whole
portfolio and an adapted verson is shown in figure 3. This has smilar implicationsto
the description of the essential attributes required by the “project manager” for
developments in the different segments of the portfolio-*-’ shown on figure 2. It would
be easy to debate the words used in figure 3 and no doubt better terms can be used
but there is some correlation with Gathiers' view of the changing nature of the 7S's,
albet that his is a view of higtorical evolution and the other reflects the “current”
Stuation in organisations.

However the comparison does reinforce the assessment that most I'T departments and
their staffs attributes normally align more closaly with those that seem appropriate in
the key operationa and support segments.

It should not be surprising therefore that unless the IT department culture adapts to
the different environment implied by the strategic and high potentia types of
applications, the more the business functions will take on the responsbility for them
and rgect I'T involvement. It is more likely, after al, that business people will possess
the types of attributes needed in the top half of the matrix.  Equally the IT function is
likely to have a skill-set and mind-set determined by the current portfolio, which will
be dominated by alegacy of key operational and support systems.

Viewed from this standpoint, dightly different if complementary conclusons can be
drawn, compared with the previous section.

L It is simpligtolyy attractive to argue that “the business comes first and IT
pebplie must understand that”, implying that IT should adopt values etc. which
are determined solely by the rest of the business. But this would deny the fact



STRATEGIC

HIGH POTENTIAL

Applications which are
critical to achieving
future business strategy.
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that in some aspects at least, the IT skill and mind sets have to satisfy the need
for stability and efficiency in key operational and support systems. Here the
traditional IT values need perhaps to be adopted more wholeheartedly by the
business if the optimum contribution is to be achievediTromthe
organisation. Hence whilst there is an undoubted need for the IT people to
change significantly. as below, there is likely to be a need for change of
attitude in the business to accommodate the inevitable consequences of
extensive business use of IT. Reconciliation is needed of both the perception
and reality of the relationship.

2. In the newer “future critical” areas for the use of IT in the business the values
of business development, innovation and consequent change have to be shared
successfully within the relationship. Here the IT community cannot argue that
others must become reconcilelT'sview It is the business managers who
will. inevitably,. decide wiTais to be used for and the IT specialists must
adopt ways owarkmg which enable the business to succeed. In the process
they must also provide the knowledge to enable the business managers to
make informeudigmneansabout | T feasibilityot tell the business managers
what will and will not work, or how tlmusgsbe done. In the strategic and
high potential segment the “IT processbf secondary imponance to the
business development and change process, All this implies that IT specialists
adopt a different set of values, or else in many instances the IT department will
be rejected as a partner in favour of outsiders, who can appear to adjust their
value set, like chameleons. to any set of surroundings! Once rejected from the
strategic quadrant of the matrix the IT function will probably have to fight a
rearguard action across the whole matrix, justifying its value added
everywhere

The long term consequences of the IT function not being able to understand the
realities and perceptions applying to these new areas will be that the organisation will
be reliant on outside suppliers for success in its pursuit of its business strategy.
Therefore whilst it isincumbent on the IT people to change, it is the responsibility of
organisational management to create the climate for that change tcodber

business as a whole will probably suffer in the long term.

Whilst these conclusions are reasonably obvious in many ways, achieving
reconciliation in this increasingly pressured environment, requires new ways of
thinking on both sides of the relationship and ways of thinking which are not
immediately perverted by the troubles of the past.

Routes towar ds gaining mutual understanding of the situation

Culture and issues surrounding culture are difficult to define and understand. Dealing
with fuzzy,intangible things like ‘mindsets’ is a complex task, yet the Peters and
W aterman work referred to earlier was clear in its suggestion that culture is a variable
which could be manipulated.The message from their work is “excellent”
organisations exhibit a particular type of culture which any aspiring excellent company
shanlitiseek to emul ate.



While this might be a logical implication. of critical concern is the extent to which
management can influence members values which are necessary for the surviva of the
organisation and how influentia are traditions and beliefs about how things have been
done in the past in influencing current action. Sounding a word of caution,
Fitzgerald45 has argued that those who urge direct management of corporate culture
largely fail to appreciate that the deep-seated vaues, beliefs, and assumptions
underlying that culture can rarely if ever be engaged by such an approach. He
proposes that ‘we can't talk intelligently about changing cultures until we understand
how to change underlying values” Despite this reservation we suggest that it is  usefvl
to explore the cultura context of the IT/business relationship from a  muimber of
different viewpoints.

Per ceptions

The perspective of culture as shared meaning has been suggested.'” This view is

linked to symbolic anthropaitgyyJ” and when applied to organisational analysis, culture
is concelved as a pattern of symbolic discourse needing interpreting, reading or

deciphering.

Perception is a critical variable in examinin, ft culture because peopl€'s behaviour is
based on their perception of what redlity is and not reality itself Perceptions will also
play a leading role in how individuals react to and enact and changes in culture.
Adopting this basic premise in examining resistance to change, for example, isto take
the perspective of the individual and attempt to understand change, a view shared in
disciplines such as anthropology and ethnography. Human behaviour is guided by the
congtructs and meaning which individuas use to interpret their surrounding. Thus
this hermeneutic approach involves the mutual understanding of different peoples
‘frame of reference’ which guide their meaning. For example, while business strategy
is developed in response to what senior management perceive the competitive
environment to be, research shows that even managers from the same firm can
perceive their environment quite differently and will therefore seek to implement
different strategies to meet competitive challenges.

Roles

A key task in examining the | T/business relationship is to examine the roles performed
by the IT organisation. At this basic level, the Price Waterhouse  studly4¥ referred to
earlier, showed that there is a rift between the IT organisation and the business
concerning what exactly isthe rolle and function of the IT organisation. Both have a
different interpretation of what these roles entail or should entail. For example,
providing infrastructure services scores most, mentions among IT ~ executies and the
rest of the company. yet there is no agreement asto what these services will entalil.

IT directors are unsure amongst themselves whether the role of the IT organisation is
primarily to be engaged in a process that brings about business change, or to be the
implementor of the consequences of change or merely to facilitate the activities of



others. This dilemma of lack of agreed role clearly impacts the IT/business
relationship and caused continuous confusion and uncertainty. In a recent paper
Eai9 called for the business to be put back into IT. The phenomenon of business
process re-engineering (BPR) is perhaps further recognition of the poor contribution
which IT is making to the business and calls for a rethink in how IT is applied in
organisational settings.

One of the roles of the IT organisation is the development of information systems.
Many view information systems development (ISD) as a technical process. Most
development methodologies promote the distinction between IT and the rest of the
business. Once requirements have been specified the IT professional retreats. and the
contact between the two groups is minimal. This view has been challenged by a
number of scholars who present systems development as a form of social action
Hirschheim et ¢/~ hypothesise that 1SD can be more effectively understood by
applying seven basic buildiinf blocks of social action theories, knowledge. power,
subjective meaning, human interests, consensus, conflict, and resistance.  They
suggest that it isthe interplay of these seven elements which make up the fundamental
basis of systems development.

Metaphors

One of the problems we face in both studyim and working in organisations is their
complexity. There are just too many factors and their relationships are too complex
or ambiguous for us to understand in their entirety. To understand and make sense of
the world we need to simplify it and draw a conceptual line around the bits we are
interested in and, within that line, what we wish to examine. To do this we
consciously and subconsciously use metaphors and analogies to help focus our
thoughts and understanding. This use of metaphor implies “a ity (f /hittkitig and a
May of seering that pervade how we understand our world generally”” and can
provide interesting ways of ‘reading’ organisations as part of an interpretative.
epistemology. 2  Bolandj$ argues that mataphors are not just cobouful ways of
expressing ourselves but underlie the ways in which we can think and act, and thus we
“cannot not use metaphors.”

Drawing insights from a variety of disciplines including organisation behaviour,
sociology, cybernetics, management theory, and political science. Morgani** considers
a wide range of different approaches to the study of organisations. His eight images
view organisations as machines. organisms, brains, cultures, political systems, psychic
prisons. flux and transformation, and instruments of domination.

Morgan considers that in talking about culture we are really talking about the process
of reality construction that allows people to see and understand particular events,
actions and utterances in distinctive ways. This has echoes of Weick'sy concept of
‘enactment’ which describes the subjective way in which we draw meaning from
previoudly lived experiences and thus determine our attitudes to ongoing activity. We
suggest that one reason for the perceived culture gap is that the IT organisation and
the business subscribe to different metaphors, Each has a different Wedatttgohotittitis.
Perhaps the IT organisation treats the rest of the organisation like a machine to be



manipulated in a Smilar way to how they view the other machine which  they work
with, i.e. the computer.  Expected outcomes are related to seen to be predictable.
The business, on the other hand, subscribed to a different metaphor, perhaps more to
do with flux, and therefore expect the IT depanment to be as adaptable and
accommodating as possible.

A framework for understanding

Until both sdes recognise that there their is a problem the gap is likely to remain.
When one spesks about culture, much of the discusson as invariably at a level of
abstraction which makes it diBicultt to articulate any response.  The cultural web
framework developed by Gerry Johnson¢ has proved valuable in understanding the
cultural aspects of busness performance. Devised to assess the inter-related
components of awhole organisation’s cultura attributes in the context of its business
environment, it is also a powerful tool to enable the business and the IT organisation
articulate and understand the cultural gap that exists between them.

The web is based on the premise that while individuals may hold  different sets of
beliefs, there is at some level a core st of values, beliefs and assumptions commonly
held throughout the organisation which Johnson refers to as the  pewadigzapt. The
paradigm governs and influences an organisation’s view of itself and its environment.
We suggest that the business and IT organisation subscribe to  two different
paradigms. Through their respective paradigms each creates a relatively
homogeneous approach to the interpretation of the complexity that the organisation
faces. Since it evolves through time and is reinforced by history, it provides a
repertoire of actions, and responses to the interpretations of signas. which are
experienced by members and seen by them as demonstrably relevant.

The paradigm is hedged about and protected by a web of “cultura artefacts’,
composed of three “hard” and three “soft” components through which the
organisation promulgates, deliberately or unintentionaly, its core beliefs. Power and
organisational structures and the control systems reflect how the organisationally
should work and can be defined and described in rational, objective terms. The other
three - symbols, stories and myths, rituals and routines - are less rational and reflect
what people inside and outside the organisation actually see and often remember most
about the way the organisation conducts itself This web is illustrated in figure 4 and
below we briefly describe each of these artefacts.
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Figure 4 The cultura web.
Source: G. Johnson. Managing strategic change - strategy. culture and action. vagzﬂdm Prnnnvng.
Vol. 25. No. 1. Pp. 28-36. 1992.

Stories ind niyths

In every organisation there are stories, some true, others either variations of the truth
or smply myths. Examples are the big IT fallures, the products that flopped, the
legendary leaders and mavericks.  In particular, new employees hear stories about
those who broke the cultural norms and the consequences of their actions. Most have
evolved over the years and have become part of the organisation’s folklore.

Symbols

All organisations has it's symbols, although they are often so much ingrained in  day-
to-day life that they may not be recognised. The dress code, job titles, executive
parking spaces, the MD’s Rolls Royce are al symbols. At one particular insurance
company there were 5 different categories of restaurants and as one progressed up the
management hierarchy the quality of both food and dining room surroundings
improved, considerably.  Symbols also include company specific language which
reinforces entrenched attitudes, like addressing directors as ‘Sir’.



Rituals atid rowttitits

Rituas are those aspects of organisationa life which hold a specia significance and
may include the monthly board meeting, the annual company barbecue, or the need
for partners in some consultancies to sign off anything that goesto aclient. ~ In many
instances they serve no purpose other than being a part of a ritual which may at one
time have had relevance. Robey and Markus?” argue that elements of the system
design process can be interpreted as rituals which enable actors to remain overtly
rational whiie negotiating to achieve private interests.

Control systems

Organisations have particular control systems to monitor and encourage performance.
Pay and reward systems. budgetary control systems and the management hierarchy
are dl examples of such systems and serve to highlight what is valued by the
organisation. The historical relationship between IT and the finance department has
produced amost a double set of controlsfor IT and finanetgh! management.

Organisatiiainad swbedriney

Organisations do have formal structures which do have an impact on behaviour.
Functions, departments, @eographically based business units, product-based business
units, flat management hierarchies, large bureaucratic hierarchies, are al examples of
how the structure of an organisation can impact the paradigm.  The position of the IT
organisation in the organisationa structure and the structure of the IT organisation
-itself are often designed to manage I T not support the business.

Power structures

Power is concerned with where influence resides, particularly where it can reduce
uncertainty. Because the power dtructures tend to reinforce the paradigm they are
often targets for change. This is particularly different given that those who may be
required to change often hold the power.

Changing culture

In attempting to change their culture many organisations manipulate the “hard”
elements of the web, i.e, the power structures, the control systems and the
organisational structures, neglecting to address the more intangible elements. Indeed,
by treating the problem as an centralisation or decentralisation issue or in-considering
the outsourcing route, this is exactly the scenario. All elements of the web must be
examined and acted on if cultural change is to take place and this change trandated
into tangible actions and results.
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For example, Mongam®* argues that managers can influence the evolution of culture b
being aware of the symbolic consequences of their actions and by attempting to foster
desired vdues In one particular engineering company the IT department’” was viewed
as a support service to the business and was looked upon as the “ mover .of boxes’.
When anew IT director was appointed he immediately outsourced this “ movement of
boxes’ to give a clear message to the rest of the organisation that the IT department
was involved in more value-added work. This symbolic gesture sent a powerful
message to the rest of the organisation and had the immediate effect of changing the
perception which the business held of the department.

Cultural audits

The web can be used as a powerful tool in order to conduct an audit of the culture of
an organisation. It can highlight both the hard and  softer influences on the corporate
culture. An example of using the technique to describe the views a business had of its
IT department, obtained from a*customer survey” isgiveninfigure 5.

Clearly the business did not think highly of itsIT department.  In fact the management
of the IT department had been working hard restructuring the IT organisation,
improving the control of activities and getting line managers involved in decision
making about IT. However, the symbols, stories and rituals as perceived from the
“customers’ had changed little over time - the management was unaware of these and
the impact that had on its ability to work effectively inthebusiness.  Thisis partly to
be expected given that IT managers are generaly logicd, rationa thinkers and they
therefore focus on the more rational elements of theweb.  Even when these are made
more effective, the other components will colour both internal and external
perceptions of the finetiam, based on past performance. Unless conscious efforts are
made to change these elements of the web to make them consistent with the intended
paradigm the organisation will not be more successfill. This takes time and in the
process it is necessary to “unmake’ history, eradicate old perceptions as well as create
the required future. Traditionally IT management have not focused their attention on
these softer aspects of their relationship with the business, resulting in the IT
department’ s contribution being less valuable and less valued than it could and should
have been.

Summary, conclusions, and issues for further research

The push towards a new | T/business relationship has dready been driven by the pace
of technological change.  The mainframe computer ensured that a central 1T
organisation existed. The PC revolution of the 1980s brought computing power to
the desks of users. The organisation structure of the information centre rose to
support end user computing. The rise of loca area networks (LANS).adblbed a new
dimenson. Standalone PCs could now be connected together and sophigticated
applications developed in a multi-user environment. Distributed databases and more
pomeafidl hardware and software have taxed the ability of the ‘centralised IT
organisation to service the needs of users.
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Therefore, in one dimension, technological developments are demanding a  new
relationship. With the rapid pace of technological advancement it is important that
the organisations capability to maintain its knowledge of technological developments
should not diminish. This very objective sows the seeds of a separate function
performing this task, i.e., the paradox is complete - technology push is reinforcing the
traditiona 1T/business divide. In many ways this has led to posing the question of
whether the traditiona organisation structure, with a separate I'T function. is actualy
perpetuating the gap. The debate between centralisation and decentralisation of IT in
the literature is indicative of this.  Yet the kernel of this debate concerns the control of
resources rather than managing a relationship.

To “improve’ the service which the businessis  getting for the IT organisation, many
have ingtituted Service Level Agreements (SLAs). Yet the very presence of such
documents is a clear sign that there is distrust and it can become a mechanism for
“dgructured blame”  Such contractual obligations which may be viewed as a subgtitute
for a harmonious relationship but end up being a barrier

The outsourcing option has further added to the confusion While outsourcing may
originaly have been seen as alow cost route to allowing an organisation concentrate
on it's core competencies and let others whose competencies reside in the
management and development of IT systems take care of them, the redlity has been
somewhat different. Without wishing to enter this debate, what it has done is raised
the question of the long term consequences of short term decisions which are based
on higtorica problems.

In figure 6 we summarise the choices which organisations make in regard to the
relationship which can exist between the IT organisation and the business. At best,
most only consider three, depending on how the business views IT. Perhaps due to
the poor record of IT in delivering business benefit, many organisations see the IT
organisation as adding cost, and therefore increasingly opt for the outsourcing route
and a contractua relationship stipulating expected service levels. As we have argued
earlier, this can be a painless exercise as the IT organisation is often “culturally
outsourced” anyway. Even where IT is viewed as adding value, it is often deemed
necessary to have some sort of organisationa relationshipinplace.  In most instances,
however, the focus concerns the control of resources rather than managing the
relationship with the debate progressn, {t little beyond issues relating to centralisation
versus decentralisation



“Weecannot
PARTNERSH'P succeed
without the
IT department”

A

Intimate
relationship

\

Based on
what we wan?
to do, what typ
of relationship @
we want?

NSRRI G yorgonssaiong

sglontractual 'OUTSOURCINGI
o relationship

“IT organisation

“IT organisation

adds value” adds
(unnesessasyjry)
Firvamcidia | cost”
reimivosrep i p
SHAKE IT
ALL ABOUT
SOURCING

“Don’'t know whether IT organisation
adds value or cosb makita
profit centre to prove value
exceeds cost”

Figure 6 Sourcing in a mixed economy.

It is interesting to note the lag which exists between the strategic management of IT
and business strategic management. In the early 198Bs IT strategy and process
reflected business strategy of the 197s i.e., formal planning. The focus in the late
1980s was on treating IT investments as products and managing accordingly. Many
organisation use the application’s portfolio, referred to earlier, to manage their
investment in IT. This portfolio, awhich hasit’s origins in the product-market domain,
treats applications as products which make' different contributions to delivering the
business strategy. The late 1980s saw business strategic thinking move through the
cultural loop resultirti in strong appreciation of the role of culture in both strategy
formulation and implementation.

In the 1990s business strategic thinking has moved to competency based strategies,
emphasising the “behavioural aspect” of strategy. Aswe move towards the end of the
1990s will the notion of competencies come to dominate how IT is managed? Many
organisations have already outsourced- this competency and even if they haven't,
because of the culture gap, these competencies are not recognised or exploited.
There is a clear need for more focused research on the particular issues that create
and reinforce the culture gap.

Because of the culture gap and the opportunity to outsource IT more and more
companies are choosinf divorce rather than reconciliation which, if our logic above
follows, will make the organisation incompetent in the future. Organisations must
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however attempt to understand the gap before there can be any reconciliation U ike /
Liz Taylor, there may be no second chances!

References

wh

9

James |. Cash and Ben R. Konsynski, “IS redraws competitive boundaries,”
Hetrodard Brisiresy Raaiew, March-April, 1985; Michael Earl, “Information
systems strategy formulation”, In Richard J. Boland and Rudy A. Hirschheim,
eds., Critical Issiies i finfiwnicitiott Sywentzy Resenath, John Wiley & Sons Ltd.,,
Chichedter, pp. 15 7- 178. Michael E. Porter and Victor E. Miller. “How
information gives you a competitive advantage,” Heirveird Btisiviess Review, July-
August, 1985, pp. [149-160). John Rockart and Michael Scott Morton,
“Implications of changes in information technology for corporate Srategy,”
Inreffacees, VVol. 13, No. 1. 1984, pp. 84-95.

B. Ivesand G.P Learmonth, “The information system as a competitive wespon”,
Contnitirticatioeuss Of 1w ACM, Vol. 27. No. 12. 1984, pp. 1 193- 120 | ; Thomas
W. Mdone, Joanne Yates, and Robert I. Benjamin, “Electronic Markets and
Electronic Hierarchies” (“onmtimicarioms 6f the AC'M, Vol. 30. No. 6, 1987, pp
484-497; H. Russl Johnston and Michad R. Vitale. “Creating Competitive
Advantage With Interorganisationa Information Systems,” MIS Qttarken)y, June,
1988, pp. 153-165. E. Warren McFarllam, “Information technology changes the
way you compete,” Hamward Biisittess Review. May-June, 1994.

We are using the words /7. orgamiiserion |0osely to refer to the body of
individuals providinit IT resources and services to the business. Included are IT
departments, DP departments, MIS departments, IS organisation or any other
grouping providing such services.

Price Waterhouse, hifotmmeiert Teciintology Review 1993 94, Price Waterhouse,
London, 1993.

Kit Grindley, £V itt the Bomirdb-oomb., Pitmaem Publishing, London, 199 1.

Gerry Johnson, “ Managing strategic change - strategy, culture and action,” Lorlg
Rage Plbwwisg, VOI. 25, No. 1, pp 28-36, 1992; Andrew Pettigrew, The
Awakeltiug Giidttlr: (“olifitttils md (hontge 11 Intperial (Ykenticet! Tichistries,
Bas| Blackwell, New York, 1985.

Mary C. Lacity and Rudy Hirschheim, “The Information Systems Outsourcing
Bandwagon,” Sontt Midrridigemwdrr Rewtanic, Fall. 1993, pp. 73-86; W.G. Hewett,
“If outsourcing IT isthe answer - what is the question?', in  Pracerittggs Of the
IFIP TC8 Cotnfiatwice on Biisitiess Precesys Reengivenitbg. IStvrmadion Ssiems
Oppavtmitirées amtd € hatlleriges, Gold Coast Queendand, Australia, May 8- 1 1th,
1994, pp. 3 19-328; “ New wrinklesin IS outsourcing,” /S Am&:xy, Vo. 3 1, No.
9, 1993.

Linda Smircich has pointed out that the concept of culture has been borrowed
from anthropology where there is no concensus on its meaning,_ See Linda
Smircich, “Concepts of culture and organisationa anayss,” Adntittisrmative
Science Qttenwent{¥, Vol. 28. No. 3, 1983, pp. 339-358.

Anthony G. Athos, 7The Art of Jopouless Metmgeotestrsi, Smon and Schudter,
1981.

IO William Ouchi, 7heetys Z, Addison-Wedey, Reading Mass,, 198 1.



11

12
13

14

15
16
17

18

19

20

21

22
23

24

25

26

27
28

29

30

Tom Peters and Robert H. W atfiti8eanch of Focdierese, H arpe& Rowy,

New York, 1982.

Linda Smircidp, cib.

JohnP, Ka&téerand James L. Heskéwn'yorarre Clthtw attd Perffantattece, The

Free Press, New York, 1992.

Enid Mumfdard; The design of large knowledge-based expert systems: the
example of Digital Equipment’ prajpett" Jovtwial 6f Fi@dmetiioit Sywems,

Vol.5, 1991, pp. 75-88.

Finattcial Times, October, 1993.

Time, 24 July, 1989.

Reported in Lynda RadoseéviEghsive actioConmptuntsrorid, October 4th.

1993, pp. 83-84.

E. Young, “On the naming of the rose: interests and multiple meaning as
elements of organisational culOrgaitisatnety Sttidies, Vol. 10, N@Q, pp.

187-206.

“Change management and information JyStAntalvzer, Vol 28. No. 8,

1990.

See, for example, Stanley CMattagitty Ceaotporene €tilfttrce, B allinger,
Cambridge, Mass, 1984; Andrew M. PeTheyAwakeviitlg Civewi.
Caniimiity and Chualige itr Yniprérial Chemical Frdficswies, B asil Blackwell, New

Y ork, 1985; and Geert HofCature 'ss Conseqitences, Sage, Beverly Hills,
California, 1980.

Ralph H. Kilmann. M ary J. Sexton and RbysSepan understanding and
changing culturCafonttia Martageetdrr Review, Vol. XXV 1Il, No. 2. 1986, pp.
87-94.

op cir.

John W ard, FGritfiththand Paul W hitm Sharegic Platwiitrifern Fefivmedliost:

Sabems, John Wile8r Sons, Chichester, 1990; CWiseemmarSwargy and
Compitrersy, Free Press1985; Robert D. Galliers and Elizbeth K. Somogyi,
“From Data Processing to StrdmftpmadatiorSystems a Historical
Perspective,in Robert D. Galliadl Elizbeth Somodlilrards Straregic
Inforvalioir SysskrimsAbacus Press, 1987, pp. 5-25.

Robert W. Zmud. “Design alternatives for organising systerMISictivities,”
Quarterlly;, June, 1984.

A. La Belle and HNywee W hither the IT organisaShaert? Mattagemens

Review, Summer 1987.

Peter G. W. Keen, “Rebuilding the human resources of information systems”, I
M ichael Earl, editljiwntariclt Mattagemett/. /The Swalaggic DimetiSiobn,
Clarendon Press, 1988.

“Organising for 199985V ol. 24, Nb.

R. Hirschheim, M .J. Earl, D. Feeny, Lodie#tt.” An exploration into
management of the IS function: key issues and an evol Proceedirgs:|,”

gf the Joittrr Mrrertartiower! Swppsitem ott IS, M arch, 1988. ~

Robert D. Galliers and Anthony R. SuthIlnféonaa@osystems
management and strategy formultfiéostages of growth model revisited,”
Jowwvial ef Mfiwnaticn: Syswems, Voll, Nol, 1991

M ichael EarMetttagemettyr Sfravegiies fon Rerformarioty Technology, Premicee-

Hall HamekHempstead, 1989.



31

32
33

34

35

36

37

38

39

40

41

42

43

44
45

46
47
48
49

50

51
52

53

54

Richard Nolar"Meaaggith,the advanced stages of computer technokeyy
research issues,”in F. W arrerMdFathan,editor, The hifanaracitr Sivients
Research Chailtes8ge, Harvard Business School, Boston, 1984%%5-214

R. T.Pasguaibeand A.GAthes.The Art Of lapamase Mimwoagentwai. op. Cit

D.F. Feeney, M.J. Earl and B. EdwaConiplex Olgamissaions aud lhe
Frjformation Systerns Faecoorn: A Fkseanchh Sirhs Oxford Institute of
Information M anagement Research and Discussion Pap87/7,0®@mpleton
College, Oxford, 1987.

JohnDeardken,“ The withering away of the IS organisatbwmari Mauvagenwnt
Review, 1987, pp. 87-91L.

N. Venkatraman and L. Loh, “shiftimyglogic of the IS organisation: from
technical portfolio to relationship portfollk@wmmmrtam Stratog:: Thg
Executive Jowuwal/, W inter.

J. Moad, “Welcome to the Virtuaoganisaiomn, " DowwmtsrimH. February 1,
1994, pp32-35.

E.M. von Simon!The ‘centrally decentralised’ |S organisatHaryard
Brsiimess Reavienr July-August, 1990

Hedberg773

Wardet al.. of9 cit.; John Ward.” Information management and organisational
strategy,” in David Faulkner and Gerry Johnson, ediMatoygamtry
Challenges Of the | ¥¥@s, Kogan Page, London, 1992.

Michael Earl, “Experiences in strategic information systems plaiitng.”
Guartertly, Vol. 17, No, 1, 1996p. 1-24.

G.L. Parsons; Fitting information systems technology to the corporate needs:
the linking strategyHasvard Bisigmws School 7 baching Neigy (9- 183-176), June
1983.

Ward, 1992 civ.

A.D. Cresaerz) .“ The dark side of strategic 1S implementatlv@onwatican
Srategy: The Exwecntine.y Jormwoal,, Fall, 1988.

W ardet al., op cit.

Thomas Fitzgerald, “Can Change in Organisational Culture Really Be M anaged?”
Organisaiinid/ Dyyientic:s, Autumn, 1988, ps- 15.

Smircichof cit.

C. Geertz, The Intkeppeeatioon Of Culiuies, Basic Books, New York, 1973.

Price W aterhousog civ.

Michael J. Earl, “Putting IT in its palce. a polemic for the nilormwal"Of
Fiformeaniow Kechmiaigys;, Vol. 7,1992, pp 100- L08.

R. Hirschheim. H.K. Klein and M. Newfrahprmation Systems devel opment
as social action: theoretical perspectives and pracOMIEIGA Inmenbatiemeal/
Jolrnal 6f Magyevwidr Sciemv, Vol. 19, No. 6. 1991, pp. 587-608.

Gareth M orgaimeges Of Organisatiols, Sage, Beverly Hillp,12.

Geof f Walkstaam frivpnetting  Infovmeaian: Systems in Osgarrisatiouss, John Wiley

& Sons, Chichester.

Richard J. Boland, “Beyond the objectivist and subjeleanimgto read
accounting as textAcconnitivg, Orgawiisationy and Society, Vol. 14, No5i®,
pp. 591-604, 1989.

M organgp civ.



55 Karl E. Weick, The Socrl Psydiigtogs w Orgamsinbg, Addision-Wessley.
Reading, Massachusetts, 1969..

56 Gerry Johnson, “ Managing strategic change - strategy, culture and action,” Long
Range Planning, Vol. 25, No. 1, pp. 28-36, 1992. More detail can be found in
Gerry Johnson and Kevan Scholes, Exploring Corporate Strategre: Text aral
Cases, Prentice-Hall, 1993.

57 Daniel Robey and M. Lynn Markus. “ Rituds in information systems design,” MIS
Quarterily, VVol. 8, No. 1. 1984, pp. 51 5.

58 Morgan, 1986, ap. cii.



CRANFIELD SCHOOL OF MANAGEMENT
WORKING PAPER SERIES
List No 6, 1992

SWP1/92 M ike Sweeney
“How to Perform Simultaneous Process
Engineering”

SWP2/92 Paul Bums
“The Management of General Practice”

SWP 3/92 Paul Bums
“Management in General Practice: A Selection
of Articles’

SWP4192 Simon Knox& David Walker
“Consumer Involvement with Grocery Brands”

SWP5/92 DeborahHemmnand Adrian Payne
“Internal Marketing: Myth versus Reality?’

SWP6/92 Leslie de Chematony and Simon Knox
“Brand Price Recall and the Implications for
Pricing Research”

SWP7192 Shai Vyakarnam
“Social Responsibility in the UK Top 100
Companies’

SWP8192 Susan Baker, Dr Simon Knox and Dr Leslie
de Chematony
“Product Attributes and Personal Values. A
Review of Means-End Theory and Consumer
Behaviour”

SWP9/92 Mark Jenkins
“Making Sense of Markets: A Proposed
Research Agenda”

SWP10/92 Michael T Sweeney and |eOtam
“Information Technology for Management
Education: The Benefits and Barriers”

SWP 11/92 Keith E Thompson (Silsoe College)
“International Competitiveness and British
Industry post-1992. With Special Reference to
the Food Industry”

SWP12/92 K eith Thompson (Silsoe College)
“The Response of British Supermarket
Companies to the Internationalisation of the
Retail Grocery Industry”

SWP13192 Richard Kay

“The Metaphors of thValwiitayyNoarPRfif i t
Sector Organising”

SWP14/92 Robert Brown and Philip Poh
“Aniko Jewellers Private LimitecCase Study
and Teaching Notes”

SWP15/92 Mark Jenkins and Gerry Johnson
“Representing Managerial Cognition: The Case
for an Integrated Approach”

SWP16/92 Paul Bums
“Training across Europe: A Survey Small
and Medium-Sized Companiesin Five
European Countries”

SWP17192 Chris Brewster and Henrik Holt Larsen
“Human Resource Management in Europe
Evidence from Ten Countries’

SWP 18/92 Lawrence Cummings
“Customer Demand for ‘Total Logistics
Management- Myth orReality?

SWPI19/92 Ariane Hegewisch and Irene Bruegel
“Flexibilisation and Part-time Work in Europe”

SWP20192 Kevin Daniels and Andrew Guppy
“Control, Information Seeking Preference,
Occupational Stressorsand Psychological
Well-being”

SWP21/92 Kevin Daniels and Andrew Guppy
“ Stress and Well-Being in British University
Seaf™

SWP22/92 Colin Armistead and Graham Clark
“The Value Chain in Service Operations
Strategy”

SWP23192 David Parker
“Nationalisation, Privatisation, and Agency
Status within Government: Testing for the
Importance of Ownership”

SWP24/92 John Ward
“ Assessing and Managing the Risks of IS/IT
Investments’

SWP25192 Robert Brown
“ Stapleford Park: Case Study and Teaching
Notes”

SWP26/92 Paul Bums& Jean Harrison
“Management in General Practie@”

SWP27/92 Paul Burns& Jean Harrison
Management in General Practice3”



SWP28/92 Kevin Daniels, Leslie de Chematony&
Gerry Johnson
“Theoretical and Methodological Issues
concerning Managers Mental Model s of
Competitive Industry Structures’

SWP29/92 Malcolm Harper and Alison Rieple
“ Ex-Offenders and Enterprise’

SWP 30/92 Colin Armistead and Graham Clark
“ ServiceQuallity: The Role of Capacity
Management”

SWP 31/92 Kevin Danielsand Andrew Guppy
“ Stress, Social Support and Psychological
Well-Being in British Chartered Accountants’

SWP32/92 Kevin Daniels and Andrew Guppy
“TheDimensionality and Well-Being
Correlates of Work Locus of Control”

SWP33/92 David Ballantyne, Martin Christopher,
Adrian Payne and Moira Clark
“The Changing Face of Service Quality
Management”

SWP 34/92 Chris Brewster
“Choosing to Adjust: UK and Swedish
Expatriatesin Sweden and the UK”

SWP35/92 Robert Brown, with Peter Cook et al
“ Goldsmiths Fine Foods- Case Study and
Teaching Notes’

SWP36192 Mike Sweeney
“ Strategic Manufacturing Management:
Restructuring Wasteful Production to World
Class’

SWP37192 Andy Bailey & Gerry Johnson
“ An Integrated Exploration of Strategic
Decision-Making”

SWP 38/92 Chris Brewster
“ European Human Resource Management:
Reflection of, or Challenge to, the American
Concept”

SWP39/92 Ute Hanel, Kurt Volker, Ariane Hegewisch
& Chris Brewster
“Personnel Management in East Germany”

SWP40/92 L awrence Cummings
“Logistics goes Global - The Role of Providers
and Users’

SWP 4 1/9 1 Roger Seaton & Martin Cordey-Hayes
“Interactive Models of Industrial Technology
Transfer: A Process Approach”

SWP 42192 Susan Segal-Horn
“TheLogic of International Growth for Service
Firms’

SWP 43192 Mike Sweeney
“ Benchmarking for Strategic Manufacturing
Management”

SWP 44/82 Paul Burns
“ Financing SMEs in Europe: A Five Country
Study”

SWP 45/82 Robert Brown
“The Graduate Enterprise Programme- Has it
been Worthwhile?’

CRANFIELD WORKENG PAPERS
List No 7, 1993

SWP 1/93 John Mapes
“The Effect of Limited Production Capacity on
Safety Stock Requirements for Periodic Review
Inventory Systems’

SWP 2193 Shai Vyakamam& Alison Rieple
“Corporate Entrepreneurship: A Review”

SWP3/93 Cliff Bowman& David Faulkner
“Pushing on a String: Uncertain Outcomes
from Intended Competitive Strategies’

SWP 4193 Susan Baker & Mark Jenkins
“The Role of Valuesin the Design and
Conduct of Management Research:
Perspectives on Managerial and Consumer
Cognition”

SWP5/93 Kevin Daniels, Leslie de Chematony&
Gerry Johnson
“Vdidating a Method for Mapping Managers
Mental Modelsof Competitive Industry
Structures’

SWP6/93 Kevin Daniels & Andrew Guppy
“ QOccupational Stress, Social Support, Job
Control and Psychol ogical Well-Being”

SWP7/93 Colin Fletcher, Ruth Higginbotham and Peter
Norris
“The Inter-Relationships of Managers Work
Time and Persona Time"

SWP 8/93 Mike Sweeney
“ A Framework for the Strategic Management
of both Service and Manufacturing Operations’

SWP 9/93 Colin Armistead and Graham Clark



“The ‘Coping’ Capacity Management Strategy
in Services and thinflwereson Quality
Performance”

SWP10193 ArianeHegewisdh
“Equal Opportunities Policies and
Developmentsin Human Resource
Management: A Comparative European
Analysis’

SWP 11/93 PaslaStan| ey
“Service to the Courts: The Offender’s
Perspective”

SWPI12193 Mark Jenkins
“Thinking about Growth: A Cognitive
Mapping Approach to Understanding Small
Business Development”

SWP13193 Mike Clarke
“Metro-Freight: The Automation of Freight
Transportation”

SWP14193 John Hailey
“Growing Competitiveness of Corporations
from the Developing World: Evidence from the
South”

SWP15193 Noeleen Doherty, Shaun Tyson and Claire
Viney
“A Positive Policy? Corporate Perspectives on
Redundancy and Outplacement”

SWP16193 Shailendra Vyakamam
“Business Plans or Plans for Business”

SWP17/93 Mark Jenkins, Eric le Ce& Thomas Cole
“Defining the Market: An Exploration of
Marketing Managers Cognitive Frameworks”

SWP18193 John Hailey
“Localisation and Expatriation: The
Continuing Role of Expatriatesin Developing
Countries’

SWP19193 Kevin Daniel & Andrew Guppy
“Reversing the Occupational Stress Process:
Some Consequences of Employee
Psychological Well-Being”

SWP20193 Paul Bums, Andrew Myers and Andy
Bailey
“Cultural Stereotypes and Barriers to the
Single Market”

SWP21193 Terry Lockhart and Andrew Myers
“The Social Charter: Implications for
Personnel Managers’

SWP 22193 Kevin Daniels, Gerry Johnson & Leslie de
Chematony
“Differences in Cognitive Models of Buyers
and Sellers’

SWP23193 Peter Boey& Richard Saw
“Evaluation of Automated Warehousing
Policies: Total Systems Approach”

SWP24/93 John Hailey
“Training for Entrepreneurs: International
Perspectives on the Design of Enterprise
Development Programmes’

SWP25193 Tim Denisor Simon Knox
“Pocketing the Change froLoya Shoppers:
The Double Indemnity Effect”

SWP26193 Simon Knox
“Consumers and Grocery Brands: Searching
for Attitudes Behaviour Correspondence at
the Category Level”

SWP27193 Simon Knox
“Processing I deasfor Innovation: The Benefits
of a Market-Facing Approach”

SWP28193 JoeNellis
“The Changing Structure and Role of Building
Societiesinthe UK Financial Services Sector”

SWP29193 Kevin Daniels, Gerry Johnsc& Leslie de
Chematony
“Similarity or Understanding: Differencesin
the Cognitive Models of Buyersand Sellers. A
Paper outlining Issuesin Mapping and
Homogeneity”

SWP30193 Habte Selassie & Roy Hill
“The Joint Venture Formation Environment in
a Sub-Saharan African Country: A Case Study
of Government Policy and Host Partner
Capability”

SWP 31/93 Colin Armistead, Graham Clark and Paula
Stanley
“Managing Service Recovery”

SWP32193 Mike Sweeney
“The Strategic Management of I nternational
Manufacturing and Sourcing”

SWP33193 Julia Newton
“An Integrated Perspective on Strategic
Change”

SWP 34193 Robert Brown
“The Graduate Enterprise Programme;
Attempting to Measure the Effectiveness of
Small Business Training”



CRANFIELD WORKING PAPERS
List No 8, 1994

SWP 1/94 Keith Goffin
“Repertory Grids in Market Research: An
Example

SWP 219 Mark Jenkins
“ A Methodology for Creating and Comparing
Strategic ‘ Causal Maps’

SWP3194 Simon Knox
“ Reengineering the Brand”

SWP 4/94 Robert Brown
Encouraging Rura Enterprisein Great Britain
- Britain's “ Venturecash” Competition

SWP5194 Andy Bytheway, Bernard Dye& Ashley
Braganza
“ Beyond the Value Chain: A New Framework
for Business Modelling”

SWP 6/94 Joseph Nellis
“Challenges and Prospects for the European
Financial ServicesIndustry”

SWP7/94 Keith Thompson, Panagiotis Alekos&
NikolaosHa4itiis
“Reasoned Action Theory applied to the
Prediction of Olive Oil Usage”

SWP8/94 Sanjoy Mukherjee& Ashley Braganza
“Core Process Redesign in the Public Sector”

SWP 9/94 Mike Sweeney
“A Methodology for the Strategic Management
of International Manufacturing and Sourcing”

SWP16/94 Ariane Hegewisch & Henrik Holt Larsen
“ European Developments in Public Sector
Human Resource Management”

SWP 11/94 Vel erie Bence
“ Telepoint: Lessons in High Technology
Product Marketing”

SWE 12/94 Andy Bytheway
“ Seeking Business|mprovement: A Systematic
Approach”

SWP 13194 Chris Edwards& Ashley Braganza
“ Classifying and Planning BPR Initiatives: The
BPR Web”

SWP14/94 Mark Jenkins & Malcolm McDonald
“ Defining and Segmenting Markets:
Archetypesand Research Agendas’

SWP 15/94 Chris Edwards& Joe Peppard
“Forging aLink between Business Strategy and
BusinessRe-engineering”

SWP16/94 Andrew Myers, Andrew Kakabadse, Colin
Gordon & Siobhan Aldersam
“ Effectiveness of French Management:
Analysisof the Behaviour, Attitudes and
Business Impact of Top Managers’

SWP17/94 Mal colm Harper
Micro-Credit- The Benign Paradox

CRANFIELD WORKING PAPERS
List No 9,185

SWP1/95 Andy Bytheway
“Information in the Supply Chain: Measuring
Supply Chain Performance”

SWP2/95 John Ward & Joe Peppard
“ Reconciling the | T/Business Rel ationship: A
Troubled Marriage in Need of Guidance”



