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ABSTRACT

The senior management of many organisations are continually
disappointed with the benefits and value which they perceive they are
getting from their investments in IT. This frustration with IT, and in
particular with the IT function, has seen many organisations choose to
rid themselves of the ‘problem’ altogether by outsourcing IT activities to
a third party. The fact that there is a separate organisational unit
responsible for IT activities has led to the emergence of gap between this
so call IT organisation and the rest of the business. Culture is often
used to explain the gap as if this somehow justifies an organisations
inability to effectively leverage IT. However, the premise underlying
this paper is that culture is an excuse for rather than a cause of
ineffective application of IT for business benefits and value. The clear
message from this paper is that achieving high performance from IT is
not about the IT function’s ability to build, maintain and deliver
systems, but is an organisational wide activity. A framework, firmly
grounded in the research literature, is developed and operationalised.
The findings of an exploratory survey are presented and research and
practitioner implications developed.
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‘Mind the Gap’': Diagnosing the Relationship
Between the IT Organisation and the Rest of the
Business

In a previous paper (Ward and Peppard, 1996) we explored the relationship between
the IT organisation and the rest of the business. Building on the concept of culture,
we illustrated how the ‘gap’ could be explained by the cultural differences which exist
between these two groupings. Indeed, we argued that many IT organisations are
“culturally outsourced” long before a decision is actually made to cut the connection
and get rid of the problem with IT by outsourcing some or all IT activity to a third
party. However emerging research results are highlighting the folly of short term total
outsourcing decisions which are based on an historical and little understood problem
(Earl, 1996; Lacity et al., 1996; Venkatraman, 1997). While clearly there is a culture
gap, in this paper we argue that if organisations are to attempt to bridge this gap it is
imperative to progress beyond describing it as such and seek a better understanding of
why it exists, its dimensions and components and ultimately how it might be reduced
or eliminated.

One of the problems with attaching the culture label is that it then becomes a fair
accompli, almost an acceptance of the situation. The ‘culture gap’ becomes a
convenient label with which to attach to a situation which is clearly causing a problem
but which organisations are either unable or unwilling to address. In using the culture
argument there is an implicit assumption that cultural differences manifest themselves
in behavioural differences. This assumption is not necessarily true. We strongly
suggest that the culture argument is often an excuse for, rather than a cause of,
ineffective working relationships. In essence, culture is a symptom rather than the
cause of an ineffective relationship between the IT organisation and the rest of the
business and the consequential failure of organisations to exploit and leverage IT for
business benefits and value creation. In this paper we delve beyond the facade of
culture and explore in greater depth the problems which exist in relation to IT in
organisations.

The paper begins by examining some of the recent IS research literature which is
grounded in the Resource-Based View (RBV) of the firm to explore the role of IT, and
in particular the IT organisation, in the pursuit of sustainable competitive advantage.

' Anyone who has ever travelled on the London Underground will recognise the ‘Mind the Gap’
announcements warning passengers of the gap between the carriage and the platform. We think that
this phrase is appropriate for the IT/Business gap, as we are constantly being warned about it and like
the gap which exists with the London Underground it has yet to be bridged. Yet some organisations,
like some underground transport networks, for example Munich’s U-Bahn or the Metro in Milan, do not
experience this problem.
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Research which examines the resourcing and structuring of the IT organisation is then
reviewed to provide a backdrop to our research. A framework for diagnosing and
describing the gap is then presented and developed. We then describe how we
operationalised this framework and conducted an exploratory study to diagnose and
describe the gap in three organisations. The study results are then presented, the
implications of these results examined and future research directions outlined.

IT and sustainable competitive advantage

Throughout the 1980’s there was a plethora of articles and papers purporting to link IT
and competitive advantage (Ives and Learmonth, 1984; Johnston and Vitale, 1988;
McFarlan, 1984). These papers drew on implementations of IT to illustrate how
incumbent companies were achieving significant advantage in the market place.
Baxter Healthcare’s ASAP, Thompson’s TOP, Merrill Lynch’s Cash Management
Account, Otis Elevator’s Otisline and American Airlines SABRE system became
household names in the folklore of competitive advantage and many organisations
sought to emulate them by developing so called “strategic information systems”.
However, recent studies have cast a shadow over these successes (Dvorak et al., 1997;
Kettinger et al., 1994; Powel and Dent-Micaleff, 1997). It is not that the advantage
was not real, but the source of the advantage was misinterpreted.

A study by Kettinger et al. (1994) evaluated longitudinal changes in performance
measures of 30 firms that had been cited as “classic” cases of strategic use of IT, some
of which have been referred to in the preceding paragraph. Their analysis indicated
that a healthy scepticism concerning the competitive advantage payoffs of IT is in
order. They asserted that managers must more than simply assess the uniqueness or
availability of emerging technological innovations in developing strategic IT plans.
They concluded that the attainment of sustained IT based competitive advantage may
be more a process of building organisational infrastructure in order to enable
innovative action strategies as opposed to “being first on the scene”, the so called
‘first mover strategy’ in the strategic management literature.

More recently, Powel and Dent-Micaleff (1997) investigated the linkages between IT
and firm performance in the retail industry. Again they poured cold water on the IT
and competitive advantage debate, asserting that IT alone is not enough. From their
study they concluded that some firms have gained advantage by using IT to leverage
intangibles, complementary human and business resources, such as organisational
flexibility, strategic planning-IT integration, and supplier relationships.

In a conceptual examination of the ability of IT to generate sustained competitive
advantage for firms, Mata et al. (1995) examined the IT and competitive advantage
argument under the headings of customer switching costs, access to capital,
proprietary technology, technical IT skills and managerial IT skills. They concluded
that only IT management skills are likely to be a source of sustained competitive
advantage, a position referred to by Keen (1993) as the “management difference”.
They described these skills as the ability of IT managers to understand and appreciate
business needs; their ability to work with functional managers; ability to co-ordinate
IT activities in ways that support other functional managers; and ability to anticipate
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future needs. They advised that in the search for IT-based sources of sustainable
competitive advantage, organisations must focus less on IT, per se, and more on the
process of organising and managing IT within a firm. Further support for this position
is provided by Dvorak et al. (1997) who note that what distinguishes organisations
with high performance IT is not technical wizardry but the way they handle their IT
activities.

It is this latter theme which has been taken up by a number of scholars and in the
following section we examine some of the research in this area.

IT resourcing, structures and relationship management

The centralised IT organisation is a legacy of technology of technology where the sole
function was to ensure that the large mainframe actually worked. As technology has
assumed increasing importance in organisations, the debate about how best to organise
and manage IT activities has swung between centralisation and decentralisation.
Decisions have generally be motivated by three main drivers. In some organisations it
has been driven by technical concerns, with new technologies like client-server
systems supporting a more decentralised structure. In others, the proliferation of
inexpensive hardware and software has seen the emergence of ‘end user computing’
with individual departments taking on responsibility for meeting their own computing
needs. Thirdly, in some, the motivation has been more politically oriented with
debates centred around the control of resources rather than any particular
organisational strategy.

Both centralised and decentralised decision making structures have advantages as well
as their disadvantages and recent calls have sought to capitalise on the advantages of
both avoiding some of the associated drawbacks. Von Simson (1990) has proposed
the notion of the “centrally decentralised” IT organisation while more recently
Hodgkinson (1996) has suggested a federal structure. While appealing, at present this
federal concept is more of a theoretical construction than having direct practical
applicability. One of the central reasons for this is that the delivery of benefits and
value from IT is not the sole preserve of the IT organisation. Whereas in the past the
function of the IT organisation was to run the organisation’s computing systems, today
with IT now playing a central role in the competitive strategies of organisations,
business management have a critical role to play (Boynton et al., 1992; Dutta, 1996;
Earl, 1989; Ward and Griffiths, 1996) and the traditional roles adopted by IT
specialists must be re-appraised (Bashein and Markus, 1997; Ross et al., 1996).

Ross et al. (1996) contend that to apply IT to enhance competitiveness lies in the
development of an effective IT capability: the ability to control IT-related costs,
deliver systems when needed, and effect business objectives through IT
implementation. Their research suggests that this capability derives from careful
management of three key IT assets: a highly competent IT human resource, a reusable
technology base, and a strong partnering relationship between IT and business
management.
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The notion of managing IT resources as a value centre has been proposed by
Venkatraman (1997). He suggests that there are four independent sources of value
from IT resources and each requires different management approaches and priorities.
In a somewhat similar vein, Lacity et al. (1996) present a framework for considering
IT sourcing decisions based around purchasing strategy (purchasing a resource or a
result) and purchasing style (relationship or transaction). This work builds on
Venkatraman and Loh’s (1994) contention that with the growing array of IT supply
options organisations are increasingly moving from managing a technical portfolio to
managing a relationship portfolio. The challenge, of course, is to optimise the
construction of this portfolio and manage its contents.

The message from these studies is that as IT assumes an increasingly central role in
the strategies of companies, how they organise for IT becomes crucial. The task is not
just the provision of IT and IT services to the business, but to ensure that the benefit
and value of any investments are leveraged This demands moving beyond the narrow
centralisation-decentralisation debate. Addressing the IT organisation in isolation is
limited in what it can achieve. While only the business can unlock value from IT, the
IT organisation does have a crucial role to play. In most organisations there is clearly
a ‘gap’ but attaching the culture label is a convenient approach but one which may
obscure issues that can in reality be addressed. In the following section we present a
framework which we have developed which can aid in diagnosing and describing the
gap in greater detail.

A framework for diagnosing the gap

Through synthesising a diverse literature in the IS field we have developed an initial
framework to characterise the gap which is of relevance to this question. This
framework is based around four dimensions. These dimensions are leadership,
structures and processes, service delivery and value and beliefs (see figure 1).

Leadership is concerned not just the leadership of the IT organisation but also the
leadership which the chief executive officer (CEO) exhibits vis-a-vis IT. For
example, is the CEO supportive of IT initiatives? Structures and processes are
concerned with how the organisation organises for IT, including IS/IT strategy
development, delivery of IT benefits, structures for service delivery, mechanisms for
business and IT organisation to come together, etc. Service delivery recognises that
the provision of some IT services will be based around a customer-supplier
relationship. This might entail meeting predefined or expected criteria and service
levels, some of which may be enshrined in formal service level agreements. The
values and beliefs of organisational members have a tremendous impact on many
dimension of IT in organisations, including how it is managed and how the business
For example, if business managers do not believe that IT is strategic this is likely to
defines how they manage and deal with IT and associated issues.
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Figure 1 A research framework for Diagnosing the gap.
Leadership

In the IS literature, there are two main streams of research regarding leadership. The
first are studies which examine the characteristics and role of the IT director or Chief
Information Officer (CIO) (Applegate and Elam, 1992; Earl and Feeney, 1994;
Grindley, 1991; Stephens et al. 1992). Earl and Feeney (1994) conclude that the IT
director’s ability to add value is the biggest single factor in determining whether the
organisation views IT as an asset or a liability.

Successful IT directors are seen to contribute beyond their functional responsibility
(Feeney et al., 1992), although there is often little agreement as to what actually their
role and function is in an organisation (Price Waterhouse, 1993). IT directors too
often see their role as custodians of the organisation’s technology. However, with the
increasing range of IT supply options now available, Venkatraman and Loh (1994)
contend that the role of the IT director has shifted from managing a technical portfolio
to managing a relationship portfolio.

Applegate and Elam (1992) surmised that that ideal candidate for the senior IS
position in a company is apparently an individual who has a combination of business,
technology and leadership skills. Their research suggested that new appointed IS
executives are just as likely to come from outside as inside the organisation and to
have business experience outside the IT function. The ability of the IT director to
build relationships with both business managers, vendors and suppliers is seen as a
crucial attribute (Mata et al., 1995; Ross et al., 1996; Venkatraman, 1997).

A second area of research relates to the role of the CEO in relation to IT. Of particular
interest is the relationship between the CEO and IT director, specifically whether or
not the CEO is supportive of the IT director and IT initiatives (Feeney et al., 1992).
Central are the beliefs which the CEO has about IT and its importance to the business.
This is an issue which is covered in the dimension of values and beliefs.

Korac Kakabadse (1997; Korac Kakabadse and Kouzmin, 1996;) has looked
extensively at the performance of top teams and two dimensions which she has
identified which are of relevance to the leadership debate is the extent to which IT
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directors feel part of the top management team and the overall coherence among the
top team (Korac Kakabadse, 1996). In many organisations the IT director is not part
of the ‘inner sanctum’, very often reporting to the finance department. The extent of
the involvement of the IT director in the business strategy formulation process can
give a good indication of where IT is positioned in the organisation (Enns and Huff,
1997).

Structures and processes

Structures and processes are the mechanisms through which organisational activity
takes place. Inadequate or inappropriate structures and processes can severely
impinge on the success of IT in an organisation (Blanton et al., 1992). Traditionally
structures in relation to IT have been devised around the concept of technology
delivery with a reactive IT organisation developing products (i.e. applications) in
response to business requests or at worse to what it suspects the business requires.

To facilitate IT/business integration, appropriate structures and processes are
necessary (Venkatraman, 1997). Brown and Magill (1994) have gone some way in
developing a model of antecedents in alignment of the IS function with the enterprise.
Yet this exclusive focus on structural dimensions ignores the importance for total
organisational involvement in IS/IT. Von Simson (1990) subscribes to an IS design
with IS roles played by both a central IS organisation and the business units, but here a
“centrally decentralised” IS organisation, with strong dotted-line reporting
relationships is prescribed.

In addition to structural issues, there are also processual mechanisms such as the
involvement of business management in IS/IT strategy formulation (Ward and
Griffiths, 1996; Earl, 1989; Dutta, 1996; Rockart and associates, 1995) which can
impact the overall ownership of that strategy (Bowman and Kakabadse, 1997);
alignment of the IS/IT strategy with business objectives (Venkatraman, 1991;
Hendersoh and Venkatraman, 1993; Ward and Griffiths, 1996); and responsibility for
delivering business benefits (Farbey et al., 1993; Ward et al., 1996).

Service delivery

Over the last decade, the marketing and quality literature have devoted reams to the
issue of service quality and delivery. Within the quality movement there are the
notions of the ‘internal customer’ and °‘service level agreements’ which are often
devised to set parameters around the expected relationship. The development of IT
oursouring has also seen the development of legally enforceable service level
agreements specifying the level of service which the client can expect from the

vendor. Marketing has its own sub-discipline of ‘service marketing’.

Recently there has been some interest in applying the concept of service management
to IT (Pitt et al., 1995; van Dyke et al., 1997, Whyte et al., 1997). This is to be
expected in that some of what is now provided by the IT organisation can be
characterised as a customer-supplier exchange. What this indicates is that the
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traditional role of the IT organisation as the developer and maintainer of IT systems
has been usurped by a variety of factors and its function now includes a significant
service component. IS research has tended to focus on products rather than service
and only recently has this service aspect been addressed.

What can be difficult for IS specialists to appreciate is that service quality is customer
defined and is assessed based on perceptions (Clutterbuck et al., 1993). It is founded
on a comparison between what the customer feels should be offered and what is
actually provided (Parsuraman et al., 1988). To this end, customer is the ultimate
arbiter of quality.

There have been debates in the IS literature as to the applicability of instruments such
as SERVQUAL (Parsuraman et al., 1988) and SERVPERF (Cronin and Taylor, 1992)
from the service marketing and service quality literature to IS (Kettinger and Lee,
1997; Pitt et al., 1997, Pitt et al., 1995; van Dyke et al., 1997). While Pitt et al.
(1995) conclude that SERVQUAL is an appropriate instrument for IS service quality,
van Dyke et al. (1997) have raised a number of methodological issues, although these
have been addressed in a reply to their paper (Pitt et al., 1997).

Despite these debates, there is general agreement that there are four dimensions to
service quality in relation to the provision of IS/IT services:

® Reliability: the ability of the IT organisation to perform the promised service
dependably and accurately

® Responsiveness. the willingness of the IT organisation to help customers and
provide prompt service

e Assurance: the knowledge and competence of IT specialists and their ability to
inspire trust and confidence

¢ Empathy: the caring, courtesy and individualised attention the IT organisation gives
to the customer.

It is important to note that service quality is not assessing user satisfaction with
applications or systems, but the service provided by the IT organisation. This raises
the question of roles as our preliminary research has suggested that at this level there
can be significant disagreement with little convergence as to what the role and
function of the IT organisation actually is.

Values and beliefs

The final dimension to the framework is concerned with the values and beliefs of
organisational incumbents. Values and beliefs can significantly shape how attitudes
and hence behaviour and practices. These beliefs are shaped throughout ones career
based on the experiences which one has with IT. Previous experience both with IT
and within the industry of the organisation is likely to also have a major influence.

Values and beliefs are a powerful force and should not be underestimated. For
example, if business managers do not believe that IT is strategic this will reflect in
how they manage and deal with IT and IT issues (Venkatraman, 1997). As well as the -



Mind the gap

baggage which employees bring with them from previous experience, their behaviour
can also be shaped by myths, stories, rituals and routines which exist within the
organisation (Johnson, 1992). Bashein and Markus (1997) have introduce the concept
of credibility in relation to IT specialists. They contend that expertise does not inspire
trust and credibility concluding the successful IT specialists work on their
trustworthiness while at the same time build good relationships with clients.

These four dimensions are interdependent and cannot be looked upon in isolation
(each is necessary but not sufficient). For example, inadequate structures and
processes can impinge on the effective delivery of IT services even if there are
congruent values and beliefs between the IT organisation and the rest of the business.
This research is also seeking to establish the relationship between the these four
dimensions in order to better understand the interaction between them.

The gap survey

The objective of our research was to use the framework as the lens with which to
examine both the business and IT organisation in relation to all aspects of IT
deployment and use in an organisation. The framework is used as a mechanism to
diagnose and describe the ‘gap’ and following on from this to surface an agenda for
dialogue and debate with an organisation

Instruments have been developed for user satisfaction surveys (Doll and Torkzadeh,
1988; Davis, 1989) but these seek to establish the satisfaction which uses have with
applications developed by the IT organisation and to determine the factors of success.
There are also IT service quality survey instruments (Kettinger and Lee, 1997; Pitt et
al., 1997; Pitt et al., 1995; van Dyke et al., 1997) accessing the extent to which the IT
organisation is delivering a quality service. As outlined above, service delivery is just
one aspect of the framework illustrated above.

In this regard we operationalised the framework in order to collect data and
information relating to the dimensions, paying due regard to prior research. Items for
inclusion on the data collection instruments were determined from the literature.
Appendix A contains the list of items, categorised under the dimensions of the
framework. It was not the objective to derive an individual metric for each of the four
dimensions but to use the data collection instruments to provide data to construct as
rich a picture as possible of the situation which exists. A mixture of questionnaires
and interviews were used providing both qualitative and qualitative data (Gable, 1994;
Kaplan and Duchon, 1988).

We also wished to address the fact even within the business there can also be gaps
between organisational levels, for example there can be a gap between the CEO and
the front-line staff (the actual business users), a situation which has been confirmed by
Whyte et al. (1997). Therefore, rather than simply surveying a sample of personnel
from ‘the business’ side and personnel from the IT organisation, we also wished to
discriminate between the various ‘levels’ in each group. We believe that this is
necessary as different levels in the organisations may have different views and
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perceptions on questions related to the gap. This occurs for a number of reasons,
including the position of the incumbent and role of IT in their day-to-day activities.

In this regard, we identified 6 distinct stakeholder groupings: CEOQ, senior business
management, and users/ front-line staff on the business side and IT director, senior IT
managers and development, analysts, development staff, other support and helpdesk
staff. Business management could also be users, but we believe that it is necessary to
include the business user category to include front-line staff. For this exploratory
study, we decided to restrict the survey to CEO (or equivalent), business management,
IT director and IT management. This was done for a number of reasons, including the
complexity of organisation involvement; the risk of the research, particularly for the
participating organisations. Figure 2 illustrates the structure of the survey instrument
regarding key stakeholders.

Business T

“management | " management

U UAnatysts,
development staff,
helpdesk staff, st

Figure 2 Structure of survey instrument: key stakeholders.

Different versions of the survey instruments were developed, each focusing on a
particular stakeholder group. Questions were essentially similar but were phrased to
recognise the peculiarities and sensitivities of incumbents’ positions.

The questionnaires addressed the four dimensions of the framework plus some
additional supplemental and additional questions:

background personal information

personal preferences (beliefs and values)

views on IT in general

views on how IT managed in respective organisation

questions relating to role and function of IT organisation, role of IT director,
relationship between CEO and IT director

The questionnaire was a mixture of statements to be ranked on 5-point Likert scales
(for example, a scale ranging from strongly disagree to strongly agree) and open-
ended questions. While the information to be collected from the four different groups
was similar, the structure of the questionnaires were different to reflect the role,
responsibility and position of the respondents. Appendix B contains a sample
questionnaire. The questionnaires were piloted by a structured walk-through, with
respondents talking through their understanding of the questions posed and illustrating
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how they would respond to the questions. Any inconsistencies or ambiguities were
subsequently addressed.

Interviews were also conducted in the survey organisations in order to gather further
information, particularly contextual information, and also to elaborate on themes
arising from the analysis of questionnaires. These interviews were conducted after the
questionnaires had been administered.

The survey organisations

The research was undertaken in three organisations and given the sensitive nature of
the topic under study the confidentiality of the three organisations was assured.
Questionnaires were first administered in each of the three organisations to the CEO
(or equivalent), business management, the IT director and IT management. The
completed questionnaires were sent directly by the respondents to the authors and all
were anonymously answered. Once the questionnaires had been analysed interviews
were conducted with key informants in order to determine contextual information and
also to elaborate on some of the themes emerging from the analysis of the
questionnaires..

The first company, to be known as Distribution, is a distributor of magazines and
newspapers and employs 4,000 staff. The IT unit employs 90 people and is divided
into three main areas: the planning area, responsible for the medium and long-term
planning of IS/IT; the development area, where traditional software development takes
place; support area, housing the LAN team, PC team and the help desk. The second
company, to be known as Manufacturing, is one of the world’s leading providers of
communications equipment, semiconductors, and advanced electronic systems and
services. It employs more than 2,000 staff, with 110 working directly in the IT
organisation. The third company, operates in the financial services industry and is to
be known as Finance. It is a leading global independent reinsurance intermediary, with
representative offices throughout the world. 28 staff work directly in the IT
organisation.

Analysis and interpretation of the data

The data collection instruments elicited both quantitative and qualitative responses.
The analysis of this data is ground in the interpretative tradition (Burrell and Morgan,
1979) with the objective of our analysis understanding rather than prediction. We
recognised that with the interpretative approach the researcher can never assume a
value-neutral stance and is always implicated in the phenomena being studied
(Orlikowski and Baroudi, 1991). In reality what we are presenting are interpretations
of interpretations. Van Maanen (1979) refers to interviewee’s constructions as ‘first-
order data’ and the construction of the researcher as ‘second order concepts’. Geertz
(1973) wryly noted that ‘[w]hat we call our data are really our own constructions of
other people’s constructions of what they and their compatriots are up to’ (p. 9). We
acknowledge that prior assumptions, beliefs values and interests always intervene to
shape studies. However, we have tried to minimise such occurrence by utilising a
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variety of data analysis techniques. We also present data in summary tables in order
to enable the reader to judge the validity of our interpretations.

Individual organisation assessment

The first stage of the data analysis was to examine each organisation in isolation and
attempt to diagnose and describe the gap between the IT organisation and the rest of
the business. Table 1 presents some summary comparisons of the data from the three
organisations.

Is the IT organisation delivering value to the business?

D
CEO 3.0 3.5 50
Business management 2.7 3.5 4.5
IT director 5.0 3.0 4.0
IT management 4.0 4.2 4.0

1 =notatall; S =to alarge extent
Service provided by IT organisation

CEO 3.0 3.5 5.0

Business management 2.4 3.3 3.7

1 = very poor; 5 =excellent

Performance of IT organisation (versus competition)

D b
CEO 2.0 3.0 3.0
Business management 1.8 2.0 3.0
IT management 2.8 2.0 3.0

1 = worse; 2 = same; 3 = better
Assessment of the systems and applications developed by the IT organisation

CEO 4.0 2.0 5.0

Business management 29 2.8 4.2

1 = very poor; 3 = satisfactory; 5 = excellent
Relationship between IT organisation and the business

CEO 3.0° 2.5 5.0
Business management 3.1 3.0 3.7
IT director 2.0 3.0 4.0
IT management 3.0 3.5 4.0

1 = adversarial; 5 = harmonious
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Reputation of the IT organisation

D
CEO 2.0° 2.0 5.0
Business management 1.7 2.3 3.7
1 = very poor; 5 = excellent
CEO support of IT initiatives

D 0
IT director 3.0 3.0 5.0
IT management 2.9 4.0 4.5

1 = not at all supportive; 5 = very supportive

CEO support of the IT director

Distribution
[ IT director | 4.0
1 = not at all supportive; 5 = very supportive

Manufacturing Financial

Service delivery: Distribution

CEO 2.7 3.0 3.0 4.0
Business management 2.1 3.0 34 34
IT director 2.3 4.0 na na
IT management 2.4 3.3 na na

Service delivery: Manufacturing

CEO 2.3 33 3.2 2.5
Business management 2.9 2.6 3.5 3.0
IT director 2.7 3.0 na na
IT management 2.9 3.7 na na

Service delivery: Financial

CEO 4.0 4.7 5.0 5.0
Business management 29 3.3 3.7 34
IT director 2.0 3.0 na na
IT management 2.9 3.5 na na

"Data for the CEO from Distribution was provided by his Executive Assistant. The extent to which this
reflects the views of the CEO is unclear.
Note: Scores are mean values.

Table 1 Summary comparisons between three survey organisations.
Distribution: the “disconnected” IT organisation

The overall assessment from analysing the questionnaires and interview data is that
the IT organisation at Distribution is disconnected from the rest of the business. It is
widely recognised and agreed among both business and IT management that IT offers
tremendous opportunities but that the organisation is not good at capitalising on these.
Furthermore, the role and function of the IT unit within the organisation is not clearly
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shared between business management and IT management. The analysis suggest that
the issues which need consideration include:

e business leadership
e structures and processes
e business management commitment and involvement

Summarising the overall results, the analysis suggests that ‘the business’ does not
truly appreciate IT (2.0)* and gives little strategic guidance to the IT organisation
(2.4). There us low understanding of IT among business managers (2.8) and low
awareness of IT opportunities (2.6). The IT organisation scores high on empathy and
assurance (1.e. ‘nice guys’) but not on responsiveness or reliability. It was revealing
that the CEO did not personally complete the questionnaire and that both the IT
director and IT management see the CEO as being less than supportive of IT
initiatives.

On a more positive note, business managers believe that they should be more involved
in IT decisions (4.9); that IT requirements should not be specified by IT (1.57); and
that projects should not be managed by IT (2.29). Most see IT as an integral part of
their job (3.4 but high standard deviation), that IT is central to the core business
activities (4.7) and that IT offers potential but that the organisation is not good at
exploiting these opportunities (4.3).

Manufacturing: the “unloved” IT organisation

The overall assessment from analysing the questionnaires and interviews from
Manufacturing is that the IT organisation feels undervalued and that it is not getting
either business commitment or involvement. The IT organisation is treated as a
support function and service provider and not seen as central to the business. The
business feels that the IT organisation can solve their problems without them
providing any input as to what those problems actually are. The result is that the IT
organisation is developing systems which it believes the business requires and
suffering the consequences and the resulting poor reputation. The analysis indicates
that the issues which need consideration are

e service delivery

e working relationships

e structures and processes, particularly mechanisms to enable the business to
articulate information requirements

e business management commitment and involvement

Summarising the overall results, the analysis indicates that business management are
not giving strategic guidance (1.6) and there is a low level of business management
commitment (2.7). IT management contend that the business in general has low
awareness of IT and IT issues (2.3); business managers are somewhat neutral on
whether IT is a strategic resource (3.25) and disagree that IT is a driver of future

% Figures in brackets refer to average on five-point Likert scale.
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competitiveness (2.7). Business management feel somewhat uneasy dealing with IT
(2.5 but high standard deviation); agree that they need to increase their knowledge of
IT (4.3) and recognise that they are not proactive in relation to IT (2.5) but neutral on
whether it is the responsibility of the IT organisation to specify IT requirements (3.0
but high standard deviation indicating disagreement within the management ranks).

Financial: the “high achieving” IT organisation

Financial stood out from the other two survey sites in that business management are
more satisfied with the performance of the IT organisation than the IT organisation is
of its own performance. A quick glance down the appropriate columns of table 1
clearly illustrates this. The IT organisation sees itself as a true “value-adder”; a
partner in the business a view which is also shared by the business.

The analysis suggested that the following need consideration

e process to maximise benefits delivery
e possible complacency among business managers vis-a-vis IT organisation

The IT organisation has an high reputation among business management (4.4) and
one that delivers what it promises (1.67, negative scale). IT management feel that the
business truly appreciates IT (3.5), that senior managers are committed (3.5) but lack
somewhat in the provision of strategic guidance (2.5). IT management have long
experience of industry and all IT staff know the mission statement.

Business management feel that the are grasping all IT opportunities (1.5, negative
scale), although IT organisation is not convinced in this matter (3.0), and that delivery
of benefits is their responsibility (2.2, negative scale). However at present, not all IT
projects are led by business managers (2.5). When business managers were asked to
comment on how the service provided by the IT organisation could be improved, a
number responded that it was already satisfactory and had no recommendations to
make.

Cross case analysis

In this section we analyse the data across the three organisations for evidence which
suggests why there are differences in the performance and contribution of the three IT
organisations. We first examine the three study organisations under three of the four
dimensions of the framework. Analysis under the dimension of service delivery is
omitted as, given the nature of expectations and perceptions, it was deemed more
appropriate to perform within a single case with a number of data points collected
over a period of time.

We then explore other themes to emerge from the analysis of the data. Note that,
rather than presenting an exhaustive description, themes appropriate and interesting to
the objective of this paper are detailed. It is also worth noting that one of the
unexpected situations from this research was an IT organisation which received high
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praise from business management! This has provided us with a benchmark with
which to compare the other two organisations against.

Leadership

Interestingly, all three IT directors were seen as exhibiting leadership qualities by both
their IT management team and business managers. All three were highly competent
and accomplished managers, and indeed their willingness to use this research as a
mechanism to improve both the performance of the IT organisation and also the
contribution of IT is illustrative of this. All had a deep understanding of both the
business and industry having spent most, if not all, of their careers working in the
industry. However, it is worth noting that the IT director at Distribution was the only
non-IT “technical” specialist, had been recently appointed to job and it was felt that at
this stage of his appointment his lack of technological competencies severely
undermined his “credibility” among the ranks of IT management.

On examining the leadership support exhibited by the CEO in relation to IT and the IT
director a somewhat different picture emerges The non-response of the CEO of
Distribution has already been noted and was seen by both business management and
IT management as indicative of his view on IT and related matters. Indeed, at the
monthly board meeting the current Warehouse project has been the last item on the
agenda and due to lack of time it is usually carried over to the subsequent meeting.
“This system is underlying the core operations of the business!” The CEO is
supportive of the IT director in the sense that he lets him get on with the business of
running IT the IT organisation and does not wish to get involved in IT matters it’s
“just not his job”.

At Manufacturing, the CEO is generally seen as supportive of both the IT director and
IT initiatives, however this support is not translated into active involvement with IT
matters. The CEO and IT director meet regularly to discuss IT, meetings which are
viewed very positively by the IT director. This vision and commitment, however, is
not communicated by him to the business management team.

The support of the CEO at Financial is very visible. Both the CEO and IT director
have attended IT conferences and courses together and on a recent presentation to a
Canadian client, the CEO brought along the business applications manager to
demonstrate the organisation’s recently completed Extranet.

Structures and processes

If we look at the reporting structure of the three companies, we see that only in
Financial is the IT director is a member of the executive board. Indeed, his title is
Director of IT and Operations, reflects the close link between IT and the nature of the
business. He is also a member of the “inner sanctum” and is directly involved in the
business strategy formulation process. However, the company has no formal IS
strategy but “IS strategy pillars” which give guidance to the overall direction of IT
spend but “do not constrain opportunities”.
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Table 3 summarises selected aspects of structure and processes. One of the interesting
features in comparing the three organisations was the ad hoc nature of the co-
ordination mechanisms at Distribution and Manufacturing. While all three had formal
strategic IS/IT planning processes and prescribed project management methodologies,
the nature of mechanisms such as steering committees, IT policy committees, etc. was
different.

Selected aspects of Distribution Manufacturing Financial

structures and processes

Location of IT budget IT department IT department Business

Policies and procedures? None Some technical policies Technical policies

Co-ordinating Business systems ad hoc and informal IS policy committee

mechanisms managers for each committees AN IT staff are

business area Project-based “relationship builders”

committees for specific No Technical IT staff
projects

Service level None For major business None

agreements? systems and desktop

Table 2 Summary of selected aspects of structure and processes.

Given that all technical aspects of IT was outsourced at Financial, the IT unit could
not concern itself with delivery of the technology and had to focus on “information”
and “relationships”. The IT organisations exists to help the business and there has
been an active attempt to create a culture of “we help you to help yourselves”. Hence
there are no service level agreements. There are, however, service level agreements at
Manufacturing for major business systems and for the desktop.

At manufacturing there were irregular “informal” meetings between the CEO and the
IT director where both decisions on how IT would support the business and budgetary
spend was determined. As already mentioned, this ‘vision’ was not communicated to
senior business management.

At Distribution, each of the business areas had a “business systems manager” whose
role is to act as the interface between the business and IT function. These managers
work with the business areas in help them articulate their IS requirements. However,
at the time of data collection most resources were devoted to the Warehouse project as
well as Year 2000 and EMU projects. One Business Systems Manager referred to his
role as that of a “referee” rather than someone who is actively trying to “build
bridges”.

The IT organisation at Distribution has its own budget with the IT director having
complete discretion on spending. While this had also been the situation at
Manufacturing, this had recently changed with the budget for IT spend now being part
of the business budget. At Financial, there is an IT budget but because it is managed
by both the business and IT, it can be topped up during the budgeting year.

While the research did not delve into the detail design of processes, it is worth noting
that only at Financial did both business managers and IT managers reveal an
understanding of the organisation’s business processes. At Manufacturing there is
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poor understanding of business processes and a general acceptance that these
processes are a poor fit to current business needs; yet no one was prepared to do
anything about this situation. At the time of data collection Distribution has just
initiated a business process re-engineering project.

Values and beliefs

If we contrast the values and beliefs of the three organisations we can begin to see
some interesting differences across these three organisations. Table 3 summarises the
mean scores for the values and beliefs of the three organisations.

Beliefs about whether or not IT is an expense to be managed also surfaced some
interesting observations. There is disagreement across the cases as to whether or not
IT is an expense to be managed. Surprisingly, at Financial, there is strong agreement
that IT is an expense to be managed, however, this represents the predominant view
that the technology is an enabler of the strategy and processes of the organisation.
Both management camps are adamant that the management of IT is something which
the organisation will never relinquish. It should also be remembered that all IT
requirements are outsourced.

At Manufacturing, the IT organisation was very much seen as peripheral to the
business. Business management would rather adopt a hands off approach to IT and
believe that IT projects should be managed by IT specialists. One business manager
commented that the IT organisation should be “more proactive in IT projects. IT
should drive all IT projects...[and] not put responsibility on area owners.”

Dimensions of values and beliefs Distribution Manufacturing Financial
BM IT BM IT 1T

IT is an integral part of job 343

Uneasy dealing with IT 1.71

Need to increase knowledge of IT 2.86

Prefer to let IT deal with IT issues 3.43

IT presents a level of complexity 2.29

Working with most up-to-date IT 3.80 3.67 4.00
Unease with soft side of IT implementation 2.60 1.67 1 2.00
Need to increase knowledge of business 3.40 3.67 : 13.00
Difficulty with users who are not IT literate 2.20 1.50 2.00
IT an expense to be managed 3.43" 1.40™ 3.75 333 3.00"" 450"
IT is best outsourced 3.29 140" | 1.75 2.00 3.17 4.00
Business management should be involved in IT 4.86 3.80 4.25 4.17 4.50 4.00
IT is a strategic resource 4.00 4.40 4.00 3.17 3.00 4.00

IT investment should be driven by IT advances | 2.14 3.40 325" | 283" |350 3.00
IT projects should be managed by IT specialists 2.29 2.80 3.00 3.00 2.50 2.50

L4

Delivery of benefits IT’s responsibility 1.43 2.807 | 225 2.00 1.83 1.50
IT organisation should specify IT requirements 1.57" | 3.60 | 3.00 2.00 1,67 2.50
IT should be aligned with business 5.00 4.60 4.75 4.83 4.50 4.50
Business management should understand IT 4.00 4.20 4.25 3.83 4.67 4.50

Mean scores based on 5 point Likert scales; 1 = strongly disagree, 5 = strongly agree
“*Significant at p =.005

Table 3 Values and beliefs for business management and IT management.

There was somewhat uniformity in the belief among IT management across all three
organisations of their need to increase their knowledge of the business. On the
dimension relating to the need to increase knowledge of IT we find that only the
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business management at Distribution tend to disagree (2.86). While and business
management at both Manufacturing and Financial both feel that they need to increase
their knowledge of IT, on deeper examination this is for two different reasons. At
Manufacturing business management felt that they didn’t know enough, even at a
basic level. At Financial there was a significant understanding of IT but business
management felt that they required even more both to keep abreast with the latest
developments and also if they were to make a contribution to the application of IT in
the organisation.

In relation to the outsourcing of IT the scores reflect current practices and experiences
in the three organisations. At distribution there is a significant difference between the
views of business management and IT management. This is undoubtedly a reflection
of recent experiences which this organisation has had with a large IT project which at
the time of data collection was in danger of floundering, while at the same time the
considerable success had been experienced in outsourcing the network and allied
services. At Financial it reflects current practice where there is total outsourcing on
the hardware and software side.

Role and function of the IT organisation

Both business management and IT management in the three organisations were asked
to outline what they saw as being the role and function of their respective IT
organisation. The underlying premise for this questions is that beliefs about the role
and function of the IT organisation defines expectations. If both business and IT
management do not agree on this aspect then is may be a reason for the dissatisfaction
with the performance and contribution of the IT organisation. Both are working from
different agendas. Table 4 summarises the responses from business management
across the three case sites.?

The overall view of business management in Manufacturing is that the IT organisation
is a service provider, supporting the business. This is probably a reflection in the fact
that they don’t see IT as a driver of future competitive advantage or as being strategic.
The predominant responses of business management themselves would seem to mirror
this view, and words like ‘to assist as requested’, ‘to provide expertise’, ‘to deliver
cost effective solutions’ and ‘to advise on new technology’ would seem to capture
this mentality.

3 Note that in the tables that follow some of the text is in categories while others are actual quotes from
interviews or questionnaires where they succinctly capture a category.
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Distribution

Manufacturing

Financial

to provide tools to enable
enhanced processes

provide systems meeting
business needs

- “support delivery of business
objectives and strategic
imperatives”

- “to keep the business running”
to ensure that “IT solutions are

appropriately delivered to

e service provider
- assisting as requested
- centre of expertise for all IT
- “to provide the technical
skills ... to improve processes”
- “basic provider of systems to
support the business processes”
¢ help achieve competitive
advantage for the business

* to support the business and
operations of the company and
customers
- to work in tandem with the

business users to achieve common

goals

e to investigate and evaluate
advances in technology

e to encourage and lead business

managers to take advantage of IT

quality, timescales and cost e service delivery
e “to provide vision of IT - seamless service to our customers
direction” - to provide IT solutions for the
business and customers
- to “provide the best possible IT
that our budget can reasonably
support”

*_to give us a competitive edge

Table 4 Role and function of IT organisation: summary of business management
responses.

Contrast this with the tone of the responses at Financial. Business management see a
much more proactive role for the IT organisation. Responses like “investigate and
evaluate advances in technology” and “to encourage and lead business managers to
take advantage of IT” capture the fact that business management expect IT leadership
from the IT organisation. As has been previously mentioned, this happens in an
environment where IT is outsourced. Distribution is somewhere in the middle ground,
with the tone of responses spread between a reactive role, i.e. “define systems which
meet defined business needs” to a small few who see a more proactive role, i.e., “to
provide a vision of IT direction”. This is reflected in the IT director’s continual battle
with the business to get business management involvement and commitment. There is
not unanimous agreement that IT is important, in fact most see it as a hindrance.

Table 5 summarises IT management’s responses of the same question. Again the tone
of the responses across the three organisations is different. What is interesting from
these responses is that in general the three IT organisations see themselves as having a
more proactive role in the activities and strategies of the business than do the
responses from business managers. This is then reflected the frustration which is felt
by IT management in their dealings with business management particularly in gaining
their commitment and involvement. This may be a reflection of the fact that some IT
specialists realise that IT in central to business today and that they need to take the
lead. However, many in Distribution and Manufacturing still project a traditional role
focusing on developing and maintaining applications. Equally, business managers are
afraid of taking on too much responsibility for IT, perhaps due to previous failures.
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Distribution Manufacturing Financial
e “develop effective and useable e to deliver cost effective ® to assist in streamlining business
business solutions” solutions processes via IT

¢ “develop new programmes” * “to provide business partners to | e provide competitive edge through
- “support an maintenance of the core business functions” strategic developments
programmes” . e to improve - underpinning/enhancing strategic
- “continually seek performance/business business goals
improvements in hardware and processes/profitability managing suppliers
software” e to mentor users in technology deliver effective business systems

L]
* to exploit business opportunities | e to provide high levels of ® customer support
e “cutting cost” support e “user training and awareness
¢ improver of “customer service” e to provide expertise through business/IT alignment”
¢ “add value in all interactions ¢ to advise on new technology ¢ introduction and leadership [of]
with the business new IT/IS developments
- “working with the business to ¢ maximising operational efficiencies

achieve business strategy”
¢ “development of quality systems
to agreed timescales”

Table S Function and role of IT organisation: summary of IT management responses.

When we compare the IT and business management responses within each of the three
organisations the consistency in the tone and content of those from Financial is
evident. There is a strong element of congruence between what business management
and IT management see as being the role and function of the IT organisation.

Criteria used to assess the performance of IT organisation

The survey also sought to compare the criteria which IT management perceive that are
used by the business in assessing their performance with the actual criteria used by
business management. Table 5 illustrates the contrasting responses of the three
organisations.

Distribution

Manufacturing

Financial

o delivery to deadlines

e meeting development
specifications
- including quality
- fit for purpose

¢ “number of faults received when
live”

¢ “ability to respond to ad hoc
developments/fault fixing”

¢ “delivering quality systems to the
business”

¢ “developments meet business
requirements”

e availability of systems

e response to problems

¢ if they help me

“their ability to help and assist
my problems”

“do they support me in reacting
my goals”

“good applications which find
general take up”.

e “that the IT team keep up to date
on new systems available”
¢ “confidence and contentment of
team members”
“the feedback from my team, who
are the users”
“feedback of external customers”
e Service delivery
“delivering applications on time”
“quality of the delivery”
“lack of downtime of PC or other
systems”

Table 6 Criteria used to judge the success of the IT organisation: summary of business
management responses.

The tone of the responses from both Distribution and Manufacturing are reactive,
confirming the view that the IT organisation is viewed by business management as a
support centre focused on delivering technology. The expectation is that the IT unit
will respond or support the business, and this is the criteria against which
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performance is judged. It is perhaps also worth noting the responses which refer to
‘my problems’ and ‘my goals’ at Manufacturing is a reflection of the culture of the
organisation. One manager referred to the culture as a “results driven” one. Technical
criteria also dominate the responses, for example, delivery to deadlines, number of
faults.

Contrast this with the responses from Financial. Here, business management are
looking to the IT organisation for leadership, particularly in exploiting IS/IT
opportunities. Note also the ‘softer’ less technical criteria which dominate the
responses: “confidence and contentment of team members”, “the feedback from my

team, who are the users”, and “feedback of external customers”.

Table 7 summarises the responses of IT management to the same question, i.e. the
criteria which they perceive that business management use to assess the success of the
IT unit.

Distribution Manufacturing Financial
¢ “delivery of projects to e delivery of applications ¢ speed of performance
timescales” - time, cost, quality o effectiveness of solutions

e “speed of delivery”
e “speed of support”
- “fault resolution response”
e “number of faults”
o “fit for purpose systems”’

speed of response to user
queries/operational issues
system response times
provide support infrastructure

e level of support

e ability to develop quality software
on time

e ability to understand business
requirements

¢ “making their jobs easier!”

Table 7 Criteria used by business management to judge the success of the IT
organisation: summary of IT management responses.

IT management at Manufacturing sees themselves being judged on technical issues,
such and system response time and meeting project management criteria (time, cost
and quality of applications developed). There is a similar thrust at Distribution.
Again, contrast this with responses from Financial where the criteria are more
business focused, for example, “ability to understand business requirements”,
“effectiveness of solutions”, and “speed of performance”.

What is interesting here is the contrast between the criteria used by both business
management and IT management in assessing performance. In Distribution and
Manufacturing the measures being used are different and this might explain both
behaviour and differing expectations. For example, business management don’t
expect to be actively involved in IT projects and don’t believe that the delivery of
benefits is their responsibility.

Issues and concerns which IT management have with the management of the business

IT management were asked to outline and elaborate on the top three issues which they
have with the business. At Distribution and Manufacturing IT management repeatedly
noted the allocation and “commitment of resources” (finance, people and time),
“unclear project goals”, the inability of users to specify requirements and changing
specification after working has begun. This is capped with “unrealistic expectations
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of IT”. At Financial, however, the issues and concerns of IT management were more
fundamental and of a macro nature. They were critical of “data quality in certain areas
of the business” and castigated business managers for “spending unnecessarily on key
operational software”. Interestingly, there was also a feeling that the business was not
sufficiently aware of “changing business practice” and that they were not aware of and
didn’t appreciate the “importance of current technologies” particularly the likely
impact on the business.

Conclusions and further research directions

In this paper we have attempted to progress beyond merely using the label “culture
gap” in describing the gap which exists between the IT organisation and the rest of the
business and explore in detail its nature and context. We have taken the view that
culture is a convenient description of the symptoms but not an explicit cause of the
gap. From a substantial review of the research literature an initial framework to aid in
diagnosing and describing the gap has been developed. We have operationalised this
framework, constructing research instruments which we administered in three
organisations. Both quantitative and qualitative data were collected from a mixture of
questionnaires and interviews.

Our analysis of the data from the organisations has enabled us to begin to develop a
typology of IT organisations based around the relationship which it has with the
business derived from understand both business and IT management viewpoints. We
have characterised these as the “disconnected”, “unloved” and “high achieving” IT
organisations. Our study was obviously limited to three organisations but it is likely
that with a larger sample a more complete typology could be developed.

Each organisation agreed the characterisation and valued the detailed analysis and
diagnosis for the apparent existence of a ‘gap’ between the business and IT
organisation. Indeed, the three organisations took a significant risk in taking part in
such exploratory research. While the results were not what Distribution and
Manufacturing had hoped for, both have used the analysis from the research to
construct an agenda to bring together both the business and IT organisation as a first
step toward bridging the gap. Financial has recently acquired an organisation with an
extremely poor IT record and is using the framework and results of the survey to guide
in the integration of the IT units of both organisations. We would also hope to
reassess these organisations at a future date to understand the effects of actions taken.

In analysing the data it was apparent that while the framework was robust in the sense
that it did help in diagnosing the nature of the gap it was incomplete. Significantly,
there was a clear gap in the lower performing IT organisations in relation to views of
the role and function of the IT organisation. The tone of the responses were also
interesting. The IT management of the low performing organisations emphasised
technical matters, focus on both the provision of a service and the delivery of
technology. Within Financial, however, IT management saw their role as being
proactive and not just to support the business but to actively drive strategy in relation
to IT. The IT director and senior IT management are involved in the business strategy
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process and all IT management know the mission statement, which was not the case
with the other two organisations.

The disparity of views, not only between the business and IT management but also
among the IT management team itself, suggests that this is an area which should be
made explicit in the framework. Mis-alignment at this level translates into neither
business management nor IT management agreeing as to what exactly is the role of the
of the IT organisation; “both are singing off different hymn sheets”. Figure 3
illustrates the revised framework for identifying the issues to be managed in relation
to the I'T/business gap.

Structures

and Leadership
Processes v

Values and Ser:vice
Beliefs Delivery

Figure 3 A framework for managing the relationship between the IT organisation and
the rest of the business.

One of the startling differences between the three research sites is the existence of
what Davenport (1997) has referred to as an “information ecology” in Financial.
Business management focus not so much on the technology but on information and
the management of information. Information is seen as central to the competitiveness
of the organisation. Indeed, at Financial all IT activities are outsourced, with the IT
specialists managing a portfolio of relationships as defined by Venkatraman and Loh
(1994). A recent recruit to the IT unit of Financial commented that the organisation
focuses on the “value-added nature of information”. Business management recognise
the opportunities which technology offers in relation to managing this information and
expect the IT organisation to evaluate new technologies with this in mind.

More traditional research tends to focus on only one of the five dimensions of our
framework. We have attempted to provide a more holistic perspective. For example,
the is research exploring the role of the IT director (Earl and Feeney, 1994) and we
have attempted to integrate this within the our overall framework. Further, surveys,
particularly in the area of service delivery treat the “customer” as a single
homogeneous group. We believe that such approaches are inadequate since they do
not recognise the complex, multi-layered nature of the IT/business relationship nor do
they discriminate amongst the different groupings of business and IT people involved
and interacting in the relationship.
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An obvious limitation of our research to date is that although we identify 6
stakeholder groupings, we have only investigated 4 of these. The next stage is to
refine the data collection instruments and develop an effective sampling process to
enable all stakeholder groups to be incorporated coherently. Following that, we will
carry out further surveys in a range of organisations in an attempt to develop the
typologies and provide comparative assessment, “relationship benchmarks”, which
organisations can use to take action to address gaps and ultimately improve the value
they derive from IT.

Many organisations are attempting to transform their IT organisations and create a
high performance IT unit. However, we believe that this is addressing the wrong
question. This question is how can high performance be derived from IT. This is a
fundamentally different question and provides a different way of looking at the issues
and consequently a different answer.

Each of the five dimensions of the framework are necessary but certainly not
sufficient. For example, the IT director at Manufacturing is highly regarded and
respected and provides leadership to the IT unit. He has assembled a strong IT unit
which is highly skilled and technically very competent, yet the IT organisation has a
poor reputation and is not seen as delivering value. This irony cannot also be lost on
Distribution, where, despite a similarly skilled and competent division, there is a
similar manifestation.

The exploitation of IT for business benefits and value is not just about the optimum
configuration of activities in the IT organisation. Rather, it is an organisational wide
issue requiring an organisational wide response. Responsibility for IT success cannot
be delegated to the IT organisation. Our framework captures the critical dimensions
which should be addressed to maximise the value-added contribution of IT in an
organisation.
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Appendix A

This appendix lists out the questionnaire and interview items together with the
relevant literature references and sources. These items are grouped under the four
dimensions of the framework outlined in the paper. It also highlights the
organisational groupings from whom information and data in relation to the items was
elicited from.

Note:

CEO = CEO or equivalent
BM = business management
ITD =IT director

ITM = IT management

Leadership

Questionnaire and interview Literature reference Elicited from
items CEO BM ITD ITM
Involvement of business Dutta, 1996; Earl, 1989; HBR, 1995; Ward * I I
management in IS/IT strategy and Griffiths, 1996

process

Involvement of IT management in  Enns and Huff, 1997 S L L
the business strategy formulation

process

Ownership of IS/IT strategy Bowman and Kakabadse, 1997

Responsibility for delivering Farbey et al., 191993; Ward et al., 1996; R B
benefits and value from IT

Peer acceptance of IT director Stephens at al., 1992; Feeney et al., 1993 *

IT director as part of senior Stephens et al., 1992; Feeney et al., 1993; *

management team Earl, 1996

Leadership creating a learning Agarwal et al., 1997 * *

culture in IT organisation
Support from CEO of IT director ~ Earl and Feeney, 1994

Support from CEO of IT Earl and Feeney, 1994

initiatives

Experience in senior management Korac Kakabadse, 1997 * *

positions

Role of IT director Stephens et al., 1992; Venkatraman and Loh, | * *
1994

CEO attitude towards IT Feeney et al., 1993 i I

Business perspective, experience  Applegate and Elam, 1992 *

of IT director

Support and commitment of Ward and Griffiths, 1996 ¥ | *

business management
% of career in an IT related job Applegate and Elam, 1992, ¥l x | x| *
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Structures and processes

Elicited from
CEO BM ITD ITM

Literature reference

Questionnaire and interview
items
Responsibility for delivering
benefits and value from IT

Farbey et al., 1993; Ward et al., 1996;

Role of IT organisation Ward and Peppard, 1996; Hodgkinson, 1996; | * | * | * | *
Feeney and Willcocks, 1997

Relationship between IT Rockart et al., 1996; Ross et al., 1996; * L L
organisation and the rest of the Venkatraman, 1997; Venkatraman and Loh,
business 1994; Ward and Peppard, 1996
Control structures between IT and Hodgkinson, 1996; Von Simson, 1990 *
the business
Integrating mechanisms Blanton et al., 1992 Ll I I
(committees, meetings, liaison
personnel)
Governance structures Venkatraman, 1997 * *
Configuration of IT organisation =~ Hodgkinson, 1996; Earl et al., 1996 *
Reporting of IT director Applegate and Elam, 1992 *

*

Allocation of IT responsibilities Boynton et al., 1992
among business and IT

management

Diffusing IT throughout the Boynton et al, 1992 i L L
organisation

Scanning technology Boynton et al., 1992

Delivery and implementation of Rockart and Hofman, 1992; Rockart et al.,

new systems 1996

Service delivery

Questionnaire and interview Literature reference Elicited from
items CEO BM ITD ITM
Responsibility for delivering Farbey et al., 1993; Ward et al., 1996; L I I
benefits and value from IT
Credibility of IT specialists Bashein and Markus, 1997
Role of IT organisation Venkatraman and Loh, 1994; Ward and * * * | *
Peppard, 1996
Relationship between IT Earl et al., 1996, Grindley, 1991; Ross et al., * ¥ L x| ox
organisation and the rest of the 1996; Schein, 1992; Venkatraman, 1997;
business Venkatraman and Loh, 1994; Ward and
Peppard, 1996
Delivery of service quality Kettinger and Lee, 1997; van Dyke et al., L L L

1997; Whyte et al., 1997, Zeithamal et al.,
1990; Grover et al., 1996

Existence of service level Lacity et al., 1996 Gl T A

agreements

Reliability Kettinger and Lee, 1997; Pitt et al., 1995; N L B B
van Dyke et al., 1997; Zeithamal et al., 1990

Responsiveness Kettinger and Lee, 1997, Pitt et al., 1995, * * * | o*
van Dyke et al., 1997; Zeithamal et al., 1990

Assurance Kettinger and Lee, 1997, Pitt et al., 1995; * *
van Dyke et al., 1997; Zeithamal et al., 1990

Empathy Kettinger and Lee, 1997, Pitt et al., 1995; L

van Dyke et al., 1997; Zeithamal et al., 1990
Managing outsourcing vendors Lacity and Hirschheim, 1995; Lacity et al., i I I




1996; McFarlan et al., 1995 | |

Values and beliefs

[Business] attitude towards IT Grindley, 1992, 1995 * *
Responsibility for delivering Farbey et al., 1993; Ward et al., 1996; L LT I B
benefits and value from IT

Role of IT organisation Ward and Peppard, 1996 o
Contribution of IT organisation i B
Strategic importance of IT S D A
Business perspective Applegate and Elam, 1992 ol Il I
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Appendix B

Questionnaire instrument for business management

Organisation number

The IT/Business Gap Survey

This survey is being administered by the Information Systems Research Centre at the
Cranfield School of Management in order to examine different perceptions of the
importance and contribution of information technology (IT) to the goals and
objectives of the business; to determine your view on the role and function of the IT
unit; and to capture your assessment of the service provided by the IT unit. The IT
unit refers to the group of people within your company who provide IT resources and -
services. This group has different titles, depending on the company, and would
include IT Departments, IS Services, DP Departments, MIS Departments, etc. The
‘Business’ refers to all other functional areas such as Sales, Marketing,
Administration, Finance, Production, Logistics.

Please answer as honestly as possible. All responses will be treated in the
strictest of confidence and will only be used in aggregate form.
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1. Background information

1.1  Brief description of your role/position

1.2  'Whom do you report to?

1.3  What is your age? 1.4  Educational/professional
qualifications
Less than 25 [1] A Level [1]
26-35 [1] HND [1
36-45 [1] BA, BSc [1]
46-55 [1] MA, MSc []
56-65 [1] MBA []
Over 65 [] PhD []
Professional qualification(s) [ ]
(please specify)
1.5  Wheredoyou work? e
Corporate headquarters [1]
Divisional headquarters []
Subsidiary company [] 1.6  Number of years with this
organisation?
Other []
(please specify) Under 1 year [1]
............................................................... 1-3 years [1
4-6 years []
7-10 years []
1.7  Number of years in your present job over 10 years [1
Under 1 year (] 1.8 How long have you been working in
the
1-3 years [1] industry of this organisation?
3-6 years [1]
6-10 years {1 Under 1 year []
over 10 years [] 1-2 years [1]
3-4 years []
over 5 years [1]

1.9 Have you ever worked in an IT role or for the IT function? Yes[ ] No[ ]
If yes,
For how long? years months

What was your role/poSition? .......cccccevceririeriniteienienerisreeesteste e et nre et e sresresnaesans

1.10 How would you describe your understanding of information technology (IT) and IT

issues?
Little or no Cursory Deep understanding
understanding of IT knowledge of IT

1 2 3 4 5

1.11 Is there an IS/IT strategy? Yes[ ] No[ ] Notsure[ ]
If yes, were you involved in its development? Yes[ ] No[ ]
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This question is attempting to determine your personal preferences in relation to your job.
Please rate the statements, i.e. indicate the extent to which you agree/disagree, based on
these preferences. There are no right or wrong answers - all we are interested in is a
number that truly reflects you feelings.

Strongly Strongly
disagree agree
I consider managing IS/IT as an integral part
of my job 1 2 3 4 5
I 'am uneasy dealing with IT and IT related
matters 1 2 3 4 5
I need to increase my knowledge and
understanding of IT 1 2 3 4 5
I prefer to let the IT professionals and those
working in the IT unit deal with IT issues 1 2 3 4 5
In my job, IT presents me with a level of
complexity which I could do without 1 2 3 4 5

This question attempts to determine your views in relation to information technology (IT)
in general. Please rate the statements, by circulating the appropriate number, based on
your experience as a user of information technology and of IT services and of your belief
as to the importance or otherwise of IT. Your views will have been formed over your
career and will not necessarily be based entirely on your experience in this organisation.
There are no right or wrong answers - all we are interested in is a number that truly
reflects you feelings regarding information technology.

Strongly Strongly
disagree agree

IT is an expense to be managed 1 2 3 4 5

IT services are best provided by an outside
provider (i.e. outsourced) 1 2 3 4 5

Business management should be involved
in decisions regarding IT 1 2 3 4 5
IT is a strategic resource to be , : :
leveraged 1 2 3 4 5

IT investment should be driven by technological
developments and advances 1 2 3 4 5

AILIT projects should be managed
: by IT staff a1 2 3 4. 5

The delivery of business benefits from IT is the
responsibility of the IT unit 1 2 3 4 5

It is the responsibility of the IT unit to specify
the organisation’s IT requirements 1 2 3 4 5

It is important for IT investment to be aligned
with business objectives 1 2 3 4 5

It is important for-all business managers to have
some understanding and knowledge of IT 1 2 3 4 5

This question attempts to capture your views on IT and how it is applied and managed in
this company. Please rate the following statements, by circling the appropriate number,
based on your experience working specifically in this organisation.

Strongly Strongly
disagree agree
IT is central to our business and we cannot
succeed without it 1 2 3 4 5
Our organisation treats IT-as an expense
to be managed 1 2 3 4 5

The IT unit promises much but
rarely delivers 1 2 3 4 5



Mind the gap

Strongly Strongly
disagree agree
The business is proactive in specifying
IT requirements 1 2 3 4 5
IT is a fundamental driver of
future business activity 1 2 3 4 5
IT offers great potential in our industry but we are
not very good at exploiting such opportunities 1 2 3 4 5
Our organisation views IT as a strategic
resource 1 2 3 4 5
AlLIT projects are led by business .
managers 1 2 3 4 5
The delivery of business benefits from IT is the
responsibility of IT management 1 2 3 4 5
There is:an explicit-‘benefits delivery’ process
ensuring benefits from IT investments are achieved 1 2 3 4 5
5. What do you see as being the role and function of the IT unit in your company?
6. To what extent do you feel the IT unit is delivering value to the business?
Not at all To a large extent
1 2 3 4 5

Can you elaborate on this view, for example is your assessment based on metrics or of a more
subjective nature?

7. The question is attempting to capture your perceptions in relation to the service provided
by the IT organisation. Please rate the following statements, by circling the appropriate
number, to indicate the extent to which you agree or disagree with each statement.

Strongly Strongly
disagree agree
When our IT unit promises to
do something by a certain time, it does so 1 2 3 4 5
Our IT unit performs the required
service right the first time 1 2 3 4 5
Our IT unit provides its
services at the time it promises to do so 1 2 3 4 5
Employees in our IT unit give
you prompt service - 1 2 3 4 5

Employees in our IT unit are
always willing to help you 1 2 3 4 5
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Strongly Strongly
disagree agree
Employees in our IT unit are
never too busy to respond to your requests 1 2 3 4 5
The behaviour of employees in our IT
unit instils confidence in you 1 2 3 4 5
Employees in our IT unit are
consistently courteous with you 1 2 3 4 5
Employees in our IT unit have the
knowledge to answer your questions 1 2 3 4 5
Our IT unit gives you
individual attention 1 2 3 4 5
Our IT unit has employees who explain
IT issues in a language which I understand 1 2 3 4 5
Our IT unit understands business
priorities and issues 1 2 3 4 5
8. How would you rate the overall service provided by the IT unit?
Very poor Satisfactory Excellent
1 2 3 4 5

9. How would you rate the systems and applications developed by the IT unit?

Very poor Satisfactory Excellent
1 2 3 4 5

10. What criteria do you use to judge the success or otherwise of the IT unit?

11. How would you describe the reputation of the IT unit in this company?

Very poor Excellent
1 2 3 4 5

12. How would you describe the relationship between the IT unit and the business?

Adversarial Harmonious

1 2 3 4 5

13. Compared to other companies in your industry, how do you rate the performance of your
IT unit?

Worse Similar Better Not sure

1 2 3 4
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14. How do you feel the service could be improved?

15.  Are there any other comments which you would like to make in relation to any of the
issues raised in this questionnaire?

Thank you for your assistance.
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Transportation"

SWP 14/93 John Hailey
"Growing Competitiveness of Corporations
from the Developing World: Evidence from the
South"

SWP 15/93 Noeleen Doherty, Shaun Tyson & Claire
Viney
" A Positive Policy? Corporate Perspectives on
Redundancy and Outplacement"

SWP 16/93 Shai Vyakarnam
"Business Plans or Plans for Business"

SWP 17/93 Mark Jenkins, Eric le Cerf & Thomas Cole
"Defining the Market: An Exploration of
Marketing Managers' Cognitive Frameworks"

SWP 18/93 John Hailey
"Localisation and Expatriation: The
Continuing Role of Expatriates in Developing
Countries"

SWP 19/93 Kevin Daniels & Andrew Guppy
"Reversing the Occupational Stress Process:
Some Consequences of Employee
Psychological Well-Being"

SWP 20/93 Paul Burns, Andrew Myers & Andy Bailey
"Cultural Stereotypes and Barriers to the
Single Market"

SWP 21/93 Terry Lockhart & Andrew Myers
“The Social Charter: Implications for
Personnel Managers"

SWP 22/93 Kevin Daniels, Gerry Johnson & Leslie de
Chernatony
"Differences in Cognitive Models of Buyers
and Sellers"

SWP 23/93 Peter Boey & Richard Saw
"Evaluation of Automated Warchousing
Policies: Total Systems Approach"

SWP 24/93 John Hailey
"Training for Entrepreneurs: International
Perspectives on the Design of Enterprise
Development Programmes"

SWP 25/93 Tim Denison & Simon Knox
"Pocketing the Change from Loyal Shoppers:
The Double Indemnity Effect"

SWP 26/93 Simon Knox
"Consumers and Grocery Brands: Searching
for Attitudes - Behaviour Correspondence at
the Category Level"

SWP 27/93 Simon Knox
"Processing Ideas for Innovation: The Benefits
of a Market-Facing Approach"

SWP 28/93 Joe Nellis
"The Changing Structure and Role of Building
Societies in the UK Financial Services Sector"

SWP 29/93 Kevin Daniels, Gerry Johnson & Leslie de
Chernatony
"Similarity or Understanding: Differences in
the Cognitive Models of Buyers and Sellers. A
Paper outlining Issues in Mapping and
Homogeneity"

SWP 30/93 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"

SWP 32/93 Mike Sweeney
"The Strategic Management of International
Manufacturing and Sourcing"

SWP 33/93 Julia Newton
"An Integrated Perspective on Strategic
Change"

SWP 34/93 Robert Brown
"The Graduate Enterprise Programme:
Attempting to Measure the Effectiveness of



CRANFIELD WORKING PAPERS
List No 8, 1994

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

SWP 2/94 Mark Jenkins
"A Methodology for Creating and Comparing
Strategic Causal Maps"

SWP 3/94 Simon Knox
"Re-engineering the Brand"

SWP 4/94 Robert Brown
Encouraging Rural Enterprise in Great Britain
- Britain's "Venturecash" Competition

SWP 5/94 Andy Bytheway, Bernard Dyer & Ashley
Braganza
"Beyond the Value Chain: A New Framework
for Business Modelling"

SWP 6/94 Joe Nellis
"Challenges and Prospects for the European
Financial Services Industry"

SWP 7/94 Keith Thompson, Panagiotis Alekos &
Nikolaos Haziris
"Reasoned Action Theory applied to the
Prediction of Olive Oil Usage"

SWP 8/94 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"

SWP 10/94 Ariane Hegewisch & Henrik Holt Larsen
"European Developments in Public Sector
Human Resource Management"

SWP 11/94 Valerie Bence
"Telepoint: Lessons in High Technology
Product Marketing"

SWP 12/94 Andy Bytheway
“Seeking Business Improvement: A Systematic
Approach”

SWP 13/94 Chris Edwards & Ashley Braganza
*Classifying and Planning BPR Initiatives: The
BPR Web"

SWP 14/94 Mark Jenkins & Malcolm McDonald
“Defining and Segmenting Markets:
Archetypes and Research Agendas”

SWP 15/94 Chris Edwards & Joe Peppard
“Forging a Link between Business Strategy and
Business Re-engineering”

SWP 16/94 Andrew Myers, Andrew Kakabadse, Colin
Gordon & Siobhan Alderson
“Effectiveness of French Management:
Analysis of the Behaviour, Attitudes and
Business Impact of Top Managers”

SWP 17/94 Malcolm Harper
Micro-Credit - The Benign Paradox

CRANFIELD WORKING PAPERS
List No 9, 1995

SWP 1/95 Andy Bytheway
“Information in the Supply Chain: Measuring
Supply Chain Performance”

SWP 3/95 Kevin Daniels, Gerry Johnson, & Leslie de
Chernatony
“Collective Frames of Reference, Recognition,
and Managers’ Mental Models of Competition:
A Test of Two Industries”

SWP 4/95 Alison Rieple
“Staffing as a Lever of Strategic Change - The
Influence of Managerial Experience, Behaviour
and Values”

SWP 5/95 Grafton Whyte & Andy Bytheway
“Factors Affecting Information Systems
Success”

SWP 6/95 Andy Bailey & Gerry Johnson
“The Processes of Strategy Development”

SWP 7/95 Valerie Bence
“The Changing Market for Distribution:
Implications for Exel Logistics”

SWP 8/95 Valerie Bence
“The Evolution of a Distribution Brand: The
Case of Exel Logistics”

SWP 9/95 Andy Bytheway
“A Review of EDI Research”

SWP 10/95 Andy Bytheway
“A Review of Current Logistics Practice”

SWP 11/95 Joe Peppard
“Broadening Visions of BPR: The Imperative



SWP 12/95 Simon Knox & David Walker
“Empirical Developments in the Measurement
of Involvement, Brand Loyalty and their
Structural Relationships in Grocery Markets”

SWP 13/95 Ashley Braganza & Andrew Myers
“Issues and Dilemmas Facing Public and
Private Sector Organisations in the Effective
Implementation of BPR”

SWP 14/95 John Mapes
“Compatibility and Trade-Off Between
Performance: An Alternative View”

SWP 15/95 Mike Sweeney & Marek Szwejczewski
“Manufacturing Standards of Performance for
Success”

SWP 16/95 Keith Thompson, Nicholas Thompson &
Roy Hill
“The Role of Attitudinal, Normative and
Control Beliefs in Drink Choice Behaviour”

SWP 17/95 Andy Bytheway
“Information Modelling for Management”

SWP 18/95 Mike Sweeney & Marek Szwejczewski
“Manufacturing Strategy and Performance: A
Study of the UK Engineering Industry”

SWP 19/95 Valerie Bence
“St.James’s Hospital and Lucas Engineering
Systems Ltd - A Public/Private Sector
Collaboration in BPR Project A - Elective
Admissions”

SWP 20/95 Valerie Bence
“St.James’s Hospital and Lucas Engineering
Systems Ltd - A Public/Private Sector
Collaboration in BPR Project B - The Re-
Organisation of Purchasing and Supplies”

SWP 21/95 Simon Knox & David Walker
“New Empirical Perspectives on Brand
Loyalty: Implications for Segmentation
Strategy and Equity”

CRANFIELD WORKING PAPERS
List No 10, 1996

SWP 1/96 Andy Bailey & Gerry Johnson
“Patterns of Strategy Development”

SWP 2/96 Simon Knox & David Walker
“Understanding Consumer Decision Making in
Grocery Markets: New Evidence from the
Fishbein Model”

SWP 3/96 Kim James, Michael Jarrett & Donna Lucas
“Psychological Dynamics and Organisational
Learning: from the Dysfunctional Organisation
to the Healthy Organisation”

SWP 4/96 Mike Sweeney & Marek Szwejczewski
“The Search for Generic Manufacturing
Strategies in the UK Engineering Industry”

SWP 5/96 John Baker
“Agility and Flexibility: What’s the
Difference”

SWP 6/96 Stephen Adamson, Noeleen Doherty & Claire
Viney
“30 Years On - What Have We Learned About
Careers?”

SWP 7/96 Keith Goffin, Marek Szwejczewski & Colin
New
“Supplier Base Management; An Empirical
Investigation”

SWP 8/96 Keith Goffin
“Operations Management Teaching on
European MBA Programmes”

SWP 9/96 Janet Price, Ashley Braganza & Oscar Weiss
“The Change Initiative Diamond: A
Framework to Balance Business Process
Redesign with other Change Initiatives”

CRANFIELD WORKING PAPERS
List No 11, 1997

SWP 1/97 Helen Peck
“Towards A Framework of Relationship
Marketing: A Research Methodology”

SWP 2/97 Helen Peck
“Towards A Framework of Relationship
Marketing: An Initial Case Study”

SWP 3/97 Chris Edwards & Joe Peppard
“A Critical Issue in Business Process Re-
Engineering: Focusing the Initiative”

SWP 4/97 Joe Peppard and Don Fitzgerald
“The Transfer of Culturally-Grounded
Management Techniques: The Case of
Business Re-Engineering in Germany”

SWP 5/97 Claire Viney & Shaun Tyson
“Aligning HRM with Service Delivery”

SWP 6/97 Andy Bailey & Gerry Johnson
“Logical or Processual? Defining
Incrementalism”



SWP 7/97 Keith Goffin
“Evaluating Customer Support Requirements
at the Product Design Stage”

SWP 8/97 Keith Goffin, Colin New & Marek
Szwejczewski
“How Innovative are UK Manufacturing
Companies?”

SWP 9/97 Kim James
“Beyond Individual Stress Management
Programmes: Towards an Organisational
System Approach”

SWP 10/97 Mark Hambly & Richard Recves
“The Application of Foresight in UK Research
and Development”

SWP 11/97 Leslie Falkingham & Richard Reeves
“Context Analysis - A Technique For
Analysing Research in a Field, Applied to
Literature on The Management of R&D at the
Section Level”

SWP 12/97 Ali Jawad & Richard Reeves
“Successful Acquisition of IT Systems”

SWR-13/97 Richard-Reeves
“Managing Research-and Development™

SWP 14/97 Leslie Falkingham & Richard Reeves
“The Four Schools of Thought in Research and
Development Management and the
Relationship of the Literature to Practitioners’
Needs”

SWP 15/97 Val Singh
“A Qualitative Study of the Relationship
between Gender and Managerial Perceptions of
Engineers’ Commitment: Cases from the UK
and Sweden”

SWP 16/97 John Fielding
“Dividend Yields, Business Optimism and the
Predictability of Long Horizon Returns in the
UK”

SWP 17/97 Brenda Porter
“Audit Committees in Private and Public
Sector Corporates in New Zealand: An
Empirical Investigation”

SWP 18/97 Brenda Porter
“Securing Quality Audit(or)s: Attempts at
Finding a Solution in the United States, United
Kingdom, Canada and New Zealand”

SWP 19/97 Kim James & Michael Jarrett
“Group Regression and Team Development:
Imnlicatione< for the Ton Team Conenltant”

CRANFIELD WORKING PAPERS
List No 12, 1998

SWP 1/98 Zhang Lihong & Keith Goffin
“Joint Venture Manufacturing in China - Key
Opportunities for Operations Management
Research”

SWP 2/98 Francis Buttle
“I Heard it Through the Grapevine: Issues in
Referral Marketing”

SWP 3/98 Helen Peck
“The Development and Implementation of Co-
Managed Inventory Agreements in the UK
Brewing Industry”

SWP 4/98 Val Singh
“Gender and Managerial Meanings of
Commitment in High Tech Engineering in the
UK and Sweden”

SWP 5/98 Joe Peppard
“IT in Organisations: A Framework for
Analysis”

SWP 6/98 Kusum Sahdev & Susan Vinnicombe
“Downsizing and Survivor Syndrome: A Study
of HR’s Perception of Survivors’ Responses”

SWP 7/98 Mark Jenkins & Steven Floyd
“Spinning your Wheels or Winning the Race:
Knowledge, Resources and Advantage in
Formula One Racing”

SWP 8/98 Francis Buttle & A.Adlaigan
“Customer Attachment: A Conceptual Model
of Customer-Organisation Linkage”

SWP 9/98 Joe Peppard
“IS/IT Management in the Global Enterprise:
A Framework for Strategic Alignment”

SWP 10/98 Keith Goffin & Colin New
“Customer Support and Product Innovation:
Three Exploratory Case Studies”

SWP 11/98 Joe Peppard & Patrick Butler
“Consumer Purchasing on the Internet:
Processes and Prospects”

SWP 12/98 Haider Ali & Sue Birley
“The Role of Trust in the Marketing Activities
of Entrepreneurs Establishing New Ventures”

SWP 13/98 Joe Peppard & John Ward
“‘Mind the Gap’: Diagnosing the Relationship
between the IT Organisation and the Rest of
the Business™:



