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Summary

A longitudinal review of the top information and communication teclmology (ICT) 

management issues had shown strategic alignment to be a key concern. The issue o f strategic 

alignment has persisted as a critical ICT management challenge for thirty years now (Caffrey 

and McDonagh, 2009; Luftman and Ben-Zvi, 2011). Collective insights into the construct 

revealed that only 15% of organisations are considered to be highly aligned in terms o f top 

perfonning by way of generating real business value based on a tight alignment o f business and 

ICT strategies (Shpilberg et al., 2007). For the remaining 85%, they are looking for solutions in 

all the wrong places (Booth and Philip, 2005; D ’Souza and Mukherjee, 2004). Subsequently, 

management dissatisfaction and concern persists (Ciborra, 1997, Luftman and Derksen, 2012; 

Luftman et al., 2006).

The inherent challenges in aligning business and ICT strategies can be described as multi

faceted, complex and elusive. The challenge is no less prevalent for public service 

organisations as it is for organisations in the private sector (Breyne et al., 2005). Strategic 

choices about matching organisational resources such as ICT investments with core business 

priorities are affected by process-related considerations such as the involvement of 

organisational management (Henderson and Venkatraman, 1993). A failure to link business and 

ICT strategies effectively well can result from human-centred behavioural issues (Doherty and 

King, 2001) in the form of the social dimension (Reich and Benbasat, 1996; Campbell et al., 

2005). Yet little empirical evidence about the nature o f middle managerial roles in the process 

of aligning business and ICT strategies has led to a distinct lack o f knowledge concerning this 

important human dimension (Booth and Philip, 2005; Chan and Reich, 2007a).

An identifiable research gap highlighted that no previous study had inquired into the roles of 

ICT middle managers when aligning business and ICT strategies. Furthermore, inquiry into the 

contextual setting o f public service organisations was also found to be an under-represented 

area. Moreover, strategic alignment empirical inquiry lacked a distinct process-orientation. The 

level o f ICT middle management was considered o f great interest because it addressed an 

important social dimension in terms of seeking to discover new insights into key actors in the 

process o f strategic alignment. Notwithstanding the lack o f empirical inquiry into this 

important management level in relation to strategic alignment, it had been shown rather 

comprehensively that middle managers play an important role in strategy-making (Bower, 

1970; Burgelman, 1983a; Floyd and Wooldridge, 1992; Thakur, 1998; Vila and Canales, 2008) 

and were found to make crucial strategic contributions aligned with the organisational purpose. 

Hence, by way of an exploratory study focused on the themes of ICT middle managers, public



service organisations, and strategy process, tiie study inquired into the roles of ICT middle 

managers when aligning business and ICT strategies in public service organisations.

The methodological design chosen was that of a case-based process-oriented approach to 

inquiry. Following a review of potentially suitable public service case candidates, the study was 

situated within the context of the Irish health system. The contextual boundary extended to 

those public service organisations that constitute the Irish health system. A longitudinal study 

of ICT strategy-making episodes undertaken between 1999 and 2010 was the focus o f interest 

upon which to collect and analyse data to discover new insights into the roles o f ICT middle 

managers when aligning business and ICT strategies in public service organisations.

The main source o f primary data was collected through interviews. This was aligned with the 

interpretive belief that to fully understand the worldly settings within which ICT middle 

managers are engaged then it is necessary to gather and analyse data based on their point of 

view and experience. A semi-structured open-ended style to interviewing was adopted. 

Additional input sources included a wide range o f secondary data that referred specifically to 

either the episodes of ICT strategy-making or the bounded setting under review. A single case 

design was chosen to support the theory building nature o f the research (Benbasat et al., 1987). 

Each episode of ICT strategy-making constituted a ‘sub-element’ (Simons, 2009) within the 

singular case structure. The research embellished a process-orientation that traced the sequence 

of events by way o f exploring the actions and interactions as told by the research infomiants in 

relation to each episode of ICT strategy-making. The informants were largely made up of ICT 

and business managers at the middle and senior level. All informants held first-hand insights 

into at least one o f the five ICT strategy-making episodes.

The case study report was presented with the aid o f narrative strategy (Langley, 1999; Pentland, 

1999). Process analysis led to the discovery of meta-level themes from which preliminary 

patterns were discovered (Pettigrew, 1990). This led to a set o f dominant analytical themes 

which in turn uncovered sequential patterns from which six distinct ICT middle manager role 

types were observed. Deeper analytical insights provided rich descriptions for each role by way 

of conceptual iteration between the data and extant literature. The final output was the 

development of a theoretical framework. The framework described six distinct roles for ICT 

middle managers when aligning business and ICT strategies in public service organisations. 

The diverse set of ICT middle manager roles in strategic alignment comprise of the Initiator, 

Orchestrator, Planner, Technologist, Broker, and Executor. The findings revealed that ICT 

middle managers in public service organisations are critical actors in the process o f aligning 

business and ICT strategies and have important strategic contributions to make.
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Chapter 1

Introduction

''You cannot teach a man anything, you can only help him fin d  it within himself."

Galileo Galilei (1564-1642)

Italian physicist, mathematician, astronomer, and philosopher who played a major role in the

Scientific Revolution.

1.1 Introduction
A longitudinal study o f the key issues for the field of information and communication 

technology (TCT) management had identified that strategic alignment was among the top 

management concerns (Caffrey and McDonagh, 2009). More recently it was reported that the 

'‘’alignment o f  IT  [Information Technology] and business continues to be elusive, and in all 

geographies it ranks in the top ten management concerns; ranking in both the U.S. [United 

States] and Europe'" (Luftman and Derksen, 2012: 5). For thirty years now, practitioners and 

academics have attempted to answer the question about how to efficaciously align the strategic 

development of ICT with the overall organisational vision, purpose and aims. According to 

Avgerou (2000), strategic alignment is concerned with the formation of strategy regarding ICT 

and aligning ICT development with business goals and objectives. The strategic alignment 

construct emerged from the fact that many organisations discovered they were developing ICT 

systems that did not support their business strategies (Smaczny, 2001). The development of 

ICT systems was often prioritised based on technical imperatives rather than what was best 

suited and more appropriate vis-a-vis business goals. Consequently, the lack of return on ICT 

investments resulted in senior management frustration and tension.

The challenges in aligning business and ICT strategies are common to both private sector and 

public service organisations (Breyne et al., 2005’). Despite the importance o f strategic 

alignment, management dissatisfaction and concern persists (Ciborra, 1997; Luftman et al., 

2006; Tallon, 2003). A major process issue, such as the involvement of organisational 

management, will affect the quality of any strategic choice (Henderson and Venkatraman, 

1993). Matching a strategic fit between business strategy and ICT strategy poses the most 

difficulty and yet least is known in that researchers have insufficiently investigated the process 

o f alignment (Chan and Reich, 2007a). Strategic alignment is a dynamic process o f continuous 

adaptation and change to better integrate ICT planning and business planning processes

' Co-authored study by Pieter Breyne, Principal Advisor at PriceW aterhouseCoopers, Bjom Cumps, Doctoral Candidate at 

University o f Leuven and Professor Stijn Viaene at University o f  Leuven and at Vierick Leuven Gent Management School

1



(Henderson and Venkatraman, 1993). The underlying assumption contends that organisational 

performance is an outcome o f management’s ability to locate a strategic fit between the internal 

and external domain supported by the design o f structures and processes to execute an effective 

alignment between business and ICT strategies (Chan et al., 1997; Chan et al., 2006; Cragg et 

al., 2002; Powell, 1992; Sabherwal and Chan, 2001).

Chapter 1 is organised to present the motivation for this research along with the aims of the 

study in Section 1.2. This section lays out the reasons for why the study was considered 

important along with the intended aims in terms of achieving the desirable outcomes. The key 

terms and definitions outlined are based on the essential elements of the research question and 

these are presented in Section 1.3. An overview of the thesis structure is presented in Section 

1.4 that draws into sharp focus the unique knowledge contributions made by each chapter in 

answering the research question. The essential features of the methodological choices are set 

out in Section 1.5. The boundaries of the study are framed in Section 1.6. The theoretical and 

practical contributions to the field of ICT management are presented in Section 1.7 and some 

final comments about the chapter are made in Scction 1.8.

1.2 Research Motivation and Aims

The personal motivation to undertake this study was to explore in much greater depth a critical 

ICT management issue of practical significance. The persistent nature of the management 

challenge in aligning business and ICT strategies for organisations has proven to be a key 

concern for thirty years (Caffrey and McDonagh, 2009). More recently, key issue studies 

continuously alert us to the challenge faced by management to effectively master strategic 

alignment (Luftman and Ben-Zvi, 2010a: 2010b: 2011; Luftman and Derksen, 2012; Luftman 

et al., 2009).

The extant literature on the theme of strategic alignment points to some of the following 

reasons to explain the nature of the organisational challenge. Much of the strategic alignment 

research hitherto concerning theoretical frameworks suggests different models, however, they 

do comprise o f some common underlying assumptions which are: contemporary organisations 

have mechanistic underpinnings (Bergquist, 1993; Ciborra, 1993; Datta, 1998); and 

contemporary management adopts structured direction setting approaches to develop business 

plans to achieve strategic aims (Ciborra, 1993; Keen, 1991; Mintzberg et al., 1998; Scott- 

Morton, 1991). The nature o f organisational practice for contemporary organisations has 

changed given the turbulent external conditions that impact on performance (Bergquist, 1993; 

Clegg, 1990). Consequently, the mechanistic conditions that had long served the style of 

organisational practice no longer support organisations to overcome fast-changing 

environmental circumstances (Datta, 1998). The methodological approach that embraced 

mechanistic thinking is criticised by Galliers (1991) who described it as more procedurally

2



based rather than thinking strategically from an organisational point of view (Hatten and 

Hatten, 1997). A lack of interconnectedness between ICT investments and the organisation’s 

strategy is provided by Powell (1993) as a major reason for the lack of alignment between ICT 

and business strategies. Powell contends that "‘‘mere Up set~vice is paid to the strategic nature o f 

IT" (1993: 320). Furthermore, investment in ICT circumvents established organisational policy 

on the basis of using strategy to justify tactical ICT development (Powell, 1993). Three 

fundamental constraints to effectively align business and ICT strategies are posited by D’Souza 

and Mukheijee (2004): (i) swift organisational change can destabilise and place stress on 

organisational systems; (ii) infiasion of new ICT alters the organisational core processes and 

capabilities, changes the way customer-value is created and can also alter the established chain 

of command; and (iii) senior management find it difficult to adjust mental models of their 

internal representation of the external environment. Accordingly, critical to the alignment 

process is the requirement that “management must be willing to make painful but essential 

structural changes to both the business architecture and the corresponding IT architecture'' 

(D’Souza and Mukherjee, 2004: 30). According to Booth and Philip (2005), ICT management 

research has placed too much emphasis on normative approaches to strategic ICT development 

which result in less flexible and incongruent alignment approaches. Numerous proprietary 

alignment planning methodologies are open to criticism and can be described as symbiotic of 

an immature and partly disorganised scholarly community (Lehmann, 1993; Tukana and 

Weber, 1996). Reich and Benbasat (1996) criticised the lack of substantive evidence to explain 

how companies set about the task of aligning business and ICT strategies. The lack of trust 

between ICT and business structures (MacMillan, 1997) has led to a cultural gap between ICT 

and business groups. This has created difficulties in communication and mutual understanding 

(Ward and Peppard, 2002). Finally, failure to locate a linkage between business and ICT 

strategies can result from human-centred behavioural or political issues resulting in project 

abandonment or ICT failure (Doherty and King, 2001; Ewusi-Mensah and Przasnyski, 1991).

In relation to the human dimension, a feature of the middle manager role in strategy-making is 

considered to be that of strategic contributor (Bower, 1970; Burgelman, 1983a; Huy, 2001; 

Kanter, 1982; Nonaka, 1988; Floyd and Wooldridge, 1992). Middle managers consider the 

contextual relevance of key issues (Bower, 1970), generate new ideas (Kanter, 1982: 1987; 

Nonaka, 1988), influence and aUer the strategic direction (Wooldridge and Floyd, 1990), 

determine the allocation of organisational resources (Burgelman, 1983a; Floyd and 

Wooldridge, 1997), shape strategic outcomes by influencing the implementation process 

(Mintzberg and Waters, 1985) and, by doing so, mediate between boundaries (Wooldridge et 

al., 2008) to champion radical change imperatives (Huy, 2001; Spreitzer et a i, 1999) tlirough 

collaborative efforts (Thompson et al., 2008) by acting as the organisational ‘linking pin’ 

(Likert, 1961).
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Notwithstanding the importance of the diverse middle manager roles in strategy-making, little 

empirical evidence has been gathered about the nature o f the roles in strategic alignment. This 

leads to a distinct lack of knowledge concerning the important human dimension (Booth and 

Philip, 2005). This is evident by the lack o f substantive detail relating to the linkage between 

the people responsible for strategic alignment (Lederer and Mendelow, 1989; Reich and 

Benbasat, 1996). In addressing the human aspect of organisational linkage to effect strategic 

alignment, the study focused on the human dimension of ICT middle managers to determine 

the activities enacted and the degree of interaction between ICT and business constituencies 

(Baets, 1996).

The study identified a number of research gaps upon which the research question was framed. 

First, no studies had explored the roles o f ICT middle managers in strategic alignment. Second, 

only 5% of the reviewed strategic alignment literature specifically examined the concept in 

public service organisations. Third, scholars have called for more empirical research to 

consider the investigation of strategic alignment from a processual point o f view (Chan and 

Reich, 2007a; Galliers, 2001). Such an approach would offer greater insight into the dynamic 

features and ongoing nature of strategic alignment.

For the reasons noted above, the research question was clearly framed to explore: “ / / o m ' do ICT  

middle managers engage in the alignment o f  business and IC T strategies in public service 

organisations?''’

The specific aims of the research study are as follows:

i. To explore the strategic alignment construct vis-a-vis ICT strategy-making grounded in 

organisational life;

ii. To conduct a longitudinal study of ICT strategy-making episodes that were focused on 

aligning business and ICT strategies in a public service context;

iii. To narrate a process-oriented account of the ICT strategy-making episodes;

iv. To analyse the collectible data to seek out patterns to aid the development o f a theory;

V. To develop a theoretical framework to describe the roles of ICT middle managers in

strategic alignment; and 

vi. To make a meaningful contribution to the field of ICT management by way of a

substantive theory.
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1.3 Key Terms and Definitions

This section highlights the key terms used and referred to throughout the thesis and offers a 

definitional meaning for each.

1.3.1 ICT

The term ICT is regarded as a main area and theme, possibly even a foundation area for the 

field of information systems (IS) (Mansell et al., 2009). It became popular at the end of the 

1990s, and for many, was used to replace the term IT. The term ICT ‘'''represents the networking 

infrastructure o f  IT  as being offundamental and integral significance. It is IC T that automates 

and leverages information fo r  knowledge work, customer satisfaction and business 

performance'’’ (Bacon and Fitzgerald, 2001; 55). The terms ICT and IT are often used 

interchangeably and tend to refer to the same domain, although technically the ‘C’ in ICT 

reflects a wider scope than IT, as it incorporates communication technology as well as 

information technology. This point is aptly captured by Bacon and Fitzgerald when they note 

that ‘'"tveryi term and acronym used to describe the fie ld  includes "information M IS 

[Management Infomiation Systems], IM  [Information Management], IRM  [Information 

Resources Management], IS, IT, 7 5 /7  [Technology Base Investment Strategy], 5 /7M  [Business 

and Infomiation Technology Management], ICT and 1ST [Information Systems and 

Technology]” (2001: 55). What all these terms have in common is information and this is a 

critical element of the strategic alignment construct, especially since "'the dynamic nature o f  the 

competitive, collaborative, and regidatory environments in which organisations conduct their 

business, dictates that constant and careful attention should be paid to the ever-changing 

nature o f  information need" (Galliers, 2009: 228).

1.3.2 Strategy

Many different perspectives exist about the fundamental meaning of strategy. Arguably, a 

common definition of strategy is elusive (De Wit and Meyer, 2005). What most practitioners 

and academics will agree on is that strategy is concerned with setting the long-term direction 

toward improve organisational performance. Strategy is focused on: matching resources with 

market opportunities; setting goals to stretch the organisation; grabbing opportunities and 

coping with blows as they arise; searching for new ideas; detailing forecasts o f economies and 

markets; diversifying; locating niches and defence from competitors; focusing on cost and 

efficiency; differentiating products and services; erecting barriers to entry; proceeding by trial 

and error and muddling through (logical instrumentalism); expanding organisational skill base; 

rapid product development -  first-to-market; high-quality engineering; technological 

innovation and service; and locating new markets to penetrate and exploit (Mintzberg et al., 

2008).
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Strategy is a vague concept for which there are many interpretations; this is mainly because 

strategy is based on distinctive organisational capabilities. Mintzberg (1987) used the five Ps to 

describe the meaning of strategy. First, strategy as a plan is an intended course o f action. 

Second, strategy as a ploy is a specific manoeuvre. Third, strategy as a pattern is something that 

is realised, intentional or not. Fourth, strategy as a position is its contextual location. Fifth, 

strategy as perspective concerns the internal organisational make-up and configuration to deal 

with its perception o f the world. The basis for much o f Mintzberg’s strategy research was 

influenced by Herbert Simon who thought of strategy as: “ 77je series o f ... decisions which 

determines behaviour over some stretch o f  time may be called a strategy" (Simon, 1957; 67). 

The notion o f consistency in behaviour over time suggests that strategy is a pattern of action. 

Actions can be revealed by the processes from which they develop, resulting in a realised 

strategy traceable by a pattern in a stream of decisions (Mintzberg, 2007) insofar as a decision 

translates to a commitment to act, or not.

The definition o f strategy employed for the purpose of this research study is: “strategy is a 

pattern -  specifically, a pattern in a stream o f  actions ... strategy is consistency in behaviour, 

whether or not intended'" (Mintzberg et a i, 2008: 11). Essentially, strategy can form as well as 

be fonnulated resulting from human actions, therefore not necessarily conscious and 

purposeful. A good deal of strategy research heretofore has focused intensively on the 

formulation of strategy, i.e. prescriptive. In contrast, the forming of strategy vis-a-vis 

descriptive explanation is less well known.

1.3.3 ICT Strategy

ICT strategy is defined as “the organisational perspective on the involvement in, deployment, 

use, and management o f  information systems” (Chen et al., 2010: 237). This definition takes 

into account whether the organisation has an ICT strategy (formal / intentional / plan) or not, 

because it has been shown that many organisations do use ICT and therefore, make decisions 

regarding ICT. According to Slater (2002), 39% of U.S. organisations do not have a formal ICT 

strategy. In keeping with Earl’s (1989) work, this view of ICT strategy is consistent insofar as 

the ICT strategy should both support and challenge organisational strategy. Essentially, the ICT 

strategy should reflect the view of organisational management on the strategic role of ICT 

(Armstrong and Sambamurthy 1999; Earl, 1989; Galliers, 2004; McLean and Soden, 1977).

1.3.4 Strategic Alignment

The basis of the strategic alignment concept is determined by the difference between having an 

ICT strategy and having an ICT strategy that generates real business value. In the context of 

ICT management, the particular meaning attached to strategic alignment by the Massachusetts 

Institute of Technology (MIT) is based on “the premise that the inability o f  organisations to 

realise value from IS  /  IT  investments is, in part, due to lack o f  alignment between business and
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IS / I T  strategies'' (Ward and Peppard, 2002: 44). Both scholarly and practitioner literature is 

often vague in terms of adequately defining the concept (Maes et aL, 2000). In over one million 

Google search hits, a definition is seldom forthcoming (Silvius, 2009a). Nevertheless, strategic 

alignment has been conceptualised at a scholarly level in various ways (Chan and Reich, 

2007a). Some attempts to meaningfully define strategic alignment include: creating a strategic 

fit between “four fundamental domains o f  strategic choice: business strategy, information 

technology strategy, organizational infrastructure and processes, and information technology 

infrastructure and processes — each with its own underlying dimensions" (Henderson and 

Venkatraman, 1993: 4); “the degi'ee to which the IT  mission, objectives, and plans support and 

are supported by the business mission, objectives, and plans" (Reich and Benbasat, 1996: 56); 

“applying IT  in an appropriate and timely way and in harmony with business strategies, goals, 

and needs" (Luftman and Brier, 1999: 109); “the deg-ee to which the IT  application portfolio 

converges with business strategies such as reducing cost and increasing revenue" (Oh and 

Pinsonneault, 2007: 244); and “alignment is the business and IT  working together to reach a 

common goal" (Campbell et a l,  2005: 662). This last definition conformed partially to the 

notion o f strategic alignment that is more generally understood to mean “congruence, match, 

agreement, or similarity between two conceptually distinct constructs" (Edwards, 1994: 51). In 

this sense, the conceptualisation o f fit as posited by Nadler and Tushman is described to be “the 

degree to which the needs, demands, goals, objectives, and/or structure o f  one component are 

consistent with the needs, demands, goals, objectives, and/or structure o f  another component" 

(1980: 40). Therefore, the definition of strategic alignment in this study is rooted in Nadler and 

Tushman’s work and sought to distil the essential themes from earlier definitions of the 

construct. Strategic alignment is defined as:

the extent to which the ICT strategy is consistent with the organisational strategy 

by way o f  supporting major business priorities and advancing the long term 

organisational direction based on the various business and ICT management levels 

working congruently to generate real business value.

1.3.5 Middle Management

Middle management is the level of organisational management below senior management and 

above junior management levels. Middle management is defined as "a level o f  management in 

an organisation or business consisting o f  senior supervisory sta ff in charge o f  the detailed 

running o f  an organisation or business and reporting to top management" (Willcocks and 

Griffiths, 2010: 177). The role of the middle manager is positioned at this level.

1.3.6 Senior Management

Senior management is the top-level of organisational management and sometimes referred to as 

the upper echelons of organisational structure (Hambrick and Mason, 1984). Senior
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management is defined as ^"the aggregate informational and decisional entity through which 

the organisation operates and which forms the inner circle o f  executives who collectively 

formulate, articulate, and execute the strategic and tactical moves o f  the organisation'’’ 

(Klenke, 2003: 1024). Scholars often refer to senior management as top management or the top 

management team.

1.3.7 Public Service Organisation

The word public  stems from the Latin word for ‘people’ and relates to the people o f a 

community, nation, or state (Guralnick, 1980). The distinction between public and private 

centres on three major factors (Benn and Gaus, 1983): (i) interests affected (whether benefits or 

losses are communal or restricted to individuals); (ii) access to facilities, resources, or 

information; and (iii) agency (whether a person or organisation acts as an individual or for the 

community as a whole). Rainey (2009) uses the agency factor o f ownership to differentiate 

between public and private. ^"Public organisations are governmental organisations and private 

organisations are nongovernmental, usually business firm s” (Rainey, 2009: 74). Market forces 

are known to detennine the goals of private organisations while those in public serv'ice 

organisations are influenced largely by factors such as political (timing), i.e. elections, 

regulations, and a mandate for delivery o f services (Self, 1977). Organisational structures are 

usually more rigid by comparison to the private sector; red tape (public) versus flexibility 

(private) (Silva and Hirschheim, 2007). Rainey (2009) highlights a number of structural 

features to discriminate public service organisations from commercial organisations. The 

structure of public service organisations usually tend towards higher internal complexity, 

centralisation and formalisation supported by stable hierarchies with centralised and formalised 

rules. The role o f strategic ICT will tend to support the attainment o f political and public 

service goals and will have to be deployed in relatively rigid organisational structures (Caudle 

et al., 1991; Dufner et al., 2003; Silva and Hirschheim, 2007). According to Nye (1999), the 

bureaucratic attributes and political contexts of public service organisations will impede and 

reduce the pace of ICT development. Finally, the term ‘public service’ can also relate to ‘public 

sector’ or ‘public administration’ as the terms are often used interchangeably (e.g. public 

administration is common to the U.S. whereas public sector is better known in the U.K.).

1.4 Thesis Structure

This section describes the thesis structure which consists o f eight chapters. Each chapter is 

supported, when appropriate, with appendices, lists o f abbreviations, tables and figures, and a 

bibliography. The structure was organised to present a coherent approach to the investigation. 

The thesis is logically ordered to provide the reader with a clear understanding about how the 

choices and conclusions accruing from the research study were made. A broad outline of the 

thesis, ordered by chapter sequence, is presented next in Figure 1 overleaf
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Chapter 1 provides the background to the research study, the research question and supporting 

rationale, and the theoretical and practical contribution to emerge from the study, along with 

additional information to help guide the reader to the precise nature of the investigation.

Chapter 2 reviewed the scholarly literature set on strategic alignment. The chapter succinctly 

set out the reasons why strategic alignment is a persistent challenge. Perspectives on the nature 

of strategic alignment are presented. By adopting the strategy management framework of 

process, content and context, relevant themes are organised and presented according to these 

three strategy dimensions. This provided a comprehensive illustration of the strategic alignment 

complexities. The perspectives provided are based on insights gleaned from academic and 

practitioner literature concerning the strategic alignment construct. It was considered necessary 

to include practitioner literature as part o f the review for three reasons. First, ICT research is 

criticised from a practitioner perspective because of its inability to solve day-to-day problems 

as a result of its limited focus (Saunders, 1998). Second, Senn (1998: 23) contends that the 

academic ICT community follows “slowly and that often the work is not relevant, reachable or 

readable.'' Third, relevant research is critical to the long-term survival and success o f the ICT 

field (Benbasat and Zmud, 1999; Davenport and Markus, 1999). Hence, a good review must 

consider both the scholarly perspectives based on rigour and the professional guidelines to 

emerge from practice. An agenda for further inquiry offered insight into a range o f possible 

exploratory themes distilled from the review. Finally, opportunities for further inquiry were 

identified that led to the development of the research question.

Chapter 3 reviewed the scholarly literature on the roles o f middle managers in organisations 

and strategy-making. The chapter outlined the evolutional nature of the role in organisational 

practice and the key activities enacted are set out. To succinctly capture the roles o f middle 

managers in strategy-making, six distinct themes were distilled to categorise and present the 

strategic role activities. Perspectives on the roles in strategy-making in public service 

organisations are presented. An agenda for further inquiry based on findings from the review 

offers a range o f insights to consider as part of the study.

Chapter 4 marked out the various philosophical, paradigmatic, and methodological choices 

available to the field of ICT management research. The research paradigm to underpin this 

study is based on a relativist ontological belief and an interpretive epistemological 

understanding. Perspectives on the paradigmatic traditions in ICT management research and 

strategic alignment research are presented. The methodological framework that underpinned 

the research is explained. The study adopted a case-based approach to process-oriented inquiry. 

Key features o f the case method and process research in support of strategy-related inquiry are 

outlined.
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Chapter 5 described the approach in practice by detailing the application of a case-based 

process-oriented study. The practical aspects in conducting the study are outlined. The main 

elements that related to the study of ICT strategy-making episodes in context and aspects of the 

data collection and analysis process are described. The structure of the case report was 

organised to reveal the key events and process activities behind each episode of ICT strategy- 

making. Implicitly embedded are the unique aspects of the theoretical presentation to follow.

Chapter 6 presented the case study report. The report presented an overview of the historic and 

contextual events as they related to the Irish health system. Therein, a high-level account 

provided insight into the development of ICT over time. An overview of the governmental 

policy position in relation to the development o f ICT in support of healthcare services is 

presented. The second part o f the case study narrative that is made up o f five episodes o f ICT 

strategy-making is detailed. Each episode highlights a major undertaking by public service 

organisations in aligning business and ICT strategies. Each episode is described using 

processual features to illuminate the actions and interactions to convey a rich story.

Chapter 7 described the transition from narrating the case report to undertaking theoretical 

development. The process-oriented analysis resulted in a typology that described the diverse 

roles o f ICT middle managers in strategic aligrmient in public service organisations. The 

typology outlined six distinct roles, differentiated on the basis o f clearly defined attributes. The 

attributes were inductively and deductively derived through iterative analysis. Each role is 

described by way o f a unique value assigned to each attribute. Role activities are presented 

along with evidence linking each role to the case. Also, an exemplar for each role as revealed 

by the case data is provided. The sequence of role patterns identified from the analysis is 

described. Links with extant literature are compared.

Chapter 8, the concluding chapter, summarised the research findings and implications for 

theory and practice. Also, the chapter outlined opportunities for future-related research based 

on this study’s findings.

1.5 Research Methodology

The methodological choices were considered on the basis of the research question rather than 

espousing any particular preconceived preference about how to conduct the study (Bonama, 

1985; Cussen, 2010). An interpretive stance was taken to build a deep and meaningful 

understanding o f the roles o f ICT middle managers in strategic alignment set in context by 

examining the complexity of views shared (Creswell, 2007). The study employed a case-based 

approach to process-oriented inquiry.

The case method is a popular approach to inquiry into the strategy domain (Sminia, 2009). 

Exploratory study o f the strategic alignment construct has often selected the case method to
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inquire into the social and contextual aspects of organisational life (Brown and Magill, 1994; 

Campbell, 2007, Chen et a l ,  2008; De Haes and Van Grembergen, 2009; Reich and Kaarst- 

Brown, 2003; Silva and Hirschheim, 2007). Several scholars contend that strategic alignment is 

a process o f continuous activities rather than an end-state outcome (Galliers and Baets, 1998; 

Niederman et al., 1991; Parker et al., 1988; Silvius, 2009b). This perspective can be summed 

up insofar as ‘‘‘'the endless, quicksilver shifting o f  business strategies and technology makes 

aligning them as difficult as surveying sand dunes in the Sahara'' (Luftman, 2003: 3). 

Accordingly, a process-oriented approach was embraced to explore the roles of ICT middle 

managers in aligning business and ICT strategies in public service organisations.

By selecting case-based qualitative methods, the study explored the longitudinal sequence of 

events pertaining to a series of ICT strategy-making episodes (Orlikowski and Baroudi, 1991). 

The legacies of past events help to prepare for future ones (Pettigrew, 1990). A longitudinal 

comparative case series of ICT strategy-making episodes is the method by which the narrative 

was structured. The aim of process-oriented research is to develop a rich case study with a 

strong historical component by which to identify antecedent conditions that will help to 

generate greater meaning and understanding (Pettigrew, 1997). Strategic alignment is described 

as complex, non-linear and non-rational, made up of meandering processes that are not fixed in 

state. By exploring a longitudinal case-based situation, the dynamic nature of strategic 

alignment is revealed and thus, greater opportunities were available to capture how context and 

change unfolded over time (Benbasat et al., 1987).

Process research seeks out understanding for context and action where the meaning of 

historical action is made retrospective by holding relevance in the current time (Pettigrew, 

1990). The contextual setting chosen to conduct the study was that of the Irish health system. 

The research explored five episodes of ICT strategy-making staged over a twelve year time 

horizon (i.e. 1999-2010). A single case design was selected and each episode was classified as 

a sub-element o f the singular approach (Simons, 2009). The two main sources of data were 

document analysis and open-ended interviews. A total of twenty seven interviews were 

conducted, mostly involving business, clinical, and ICT middle managers and senior managers. 

The case narrative was developed based on an analytical chronology o f events. Sequential 

pattern analysis was the method used to identify repeatable actions and interactions (Kaplan, 

1964) to describe the roles of ICT middle managers in aligning business and ICT strategies in 

public service organisations.

1.6 Boundaries of Study

The boundary lines for this study are as follows. First, the research is limited to identifying the 

roles of ICT middle managers in strategic alignment based on five episodes o f ICT strategy- 

making located within the Irish health system. Each episode represented a significant
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occurrence of the issue under study. Second, strategic alignment is analysed through a process 

lens to explore the particular dimension of strategy process. The emphasis was on investigating 

the deliberate strategy perspective and focused on intended strategy. Third, the research 

focused entirely on the five ICT strategy-making episodes to collect and analyse data pertinent 

to the roles of ICT middle managers in strategic alignment but, given that context is an 

important element o f process inquiry, some additional data was collected to provide an 

historical account o f relevant contextual factors. Fourth, the study explored the roles o f ICT 

middle managers in the Irish health system. The system is comprised of many public service 

organisations. For example, the system interconnects with other Government departments 

besides the Department o f Health and Children e.g. Department of Finance, Department of 

Social Protection. The system extended to a wide range o f public service organisations such as 

universities. An Garda Siochana (i.e. Irish Police Authority) etc. Therefore, findings were 

restricted to the contextual meaning o f the Irish public service. Fifth, the view that strategic 

alignment is not an end state but a continuous process implied that the ultimate outcome for 

some of the episodes o f ICT strategy-making explored may yet have some way to go vis-a-vis 

work-in-progress and eventual outcomes, before ever reaching a conclusive end. Sixth, all 

interviewees were of middle or senior management status. Organisational members below the 

level of middle management were not interviewed but would make important contributions to 

the strategy process. Seventh, the tenn ‘ICT middle manager’ refeiTed to managers positioned 

at the middle management level in the context of the Irish health system. This included middle 

managers positioned within the ICT organisation along with middle managers who held a 

strong interest in the role of ICT and information. Finally, the strategy process for each episode 

was analysed using collectible data that was made available in the form of archived documents 

and interviews.

1.7 Theoretical and Practical Contribution

This study contributed to theory development within the field o f ICT management in the 

following ways.

First, the study developed a theoretical framework that described the roles of ICT middle 

managers when aligning business and ICT strategies in public service organisations. In terms of 

the management role, Bacon and Fitzgerald (2001: 47) contend that “there appear to be few  

who have an integrated systemic understanding o f  1ST; how it can be invested in, developed, 

used and effectively exploited in aligning with business aims.’’'' The typology provided an 

integrative perspective on the nature o f role enactment for ICT middle managers.

Second, “the process view o f  alignment has been under-represented in research to date’’' (Chan 

and Reich, 2007a: 310). By embedding a process-orientation into the study, this helped to shed 

light on the processual nature of strategic alignment. The process-oriented approach captured
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the temporal dimension attached to strategic alignment by illustrating the sequence of events to 

reveal subtle nuances that unfolded over time. Hitherto, the temporal dimension had received 

little investigative attention (Chan and Reich, 2007a).

Third, strategic management theory encompasses the alignment of organisational mission, 

purpose, strategies and operations supported by initiatives such as the ICT programme 

portfolio, while also taking into account the interests o f stakeholders who are the recipients of 

organisational attention, resources, and outputs, or who are impacted on by that output (Bryson, 

2004; Bryson et al., 2010; Poister and Streib, 1999). The study made explicit certain findings 

associated with the alignment of business and ICT strategies in a public service context. This 

was considered important because ^'strategic management must reflect this reality as ICTs will 

affect strategic management in terms o f  its focus, content, visioning, and implementation'" 

(Bryson et al., 2010: 510).

Fourth, strategic outcomes are heavily influenced by what happens in the middle of 

organisations (Dopson, 1996; Dopson and Fitzgerald, 2006; Dopson and Stewart, 1990: 1993; 

Floyd and Wooldridge, 1992: 1994: 1997: 2000). By focusing on the middle level of the ICT 

structure, this provided insight into the nature o f the strategic contributions made by ICT 

middle managers when aligning business and ICT strategies.

Finally, the theoretical contribution intended to narrow the gap between research and practice 

insofar as the issue o f strategic alignment in public service organisations is concerned. “The 

gap between research and practice is one that urgently needs to be addressed, as evidenced by 

problem areas within existing research" (Booth and Philip, 2005: 400). By investigating a 

persistent ICT management concern in a real-life organisational setting (Saunders, 1998; Senn, 

1998), the potential to provide guidelines for practice to create greater awareness for the 

strategic roles o f ICT middle managers has the capacity to make a meaningful difference, 

however small.

1.8 Conclusion
The research study is focused on the longstanding critical ICT management issue of strategic 

alignment following a longitudinal review of ICT management concerns. The research question 

about: “Flow do ICT middle managers engage in the alignment o f  business and IC T  strategies 

in public service organisations?" was constructed based on a number o f identifiable gaps. 

These centred on the fact that management dissatisfaction persists, that process is an under

represented form of inquiry into the construct despite how management behaviour will affect 

any strategic choice, and that the challenge of strategic aligrmient is equally as relevant and 

important to public service organisations.

This chapter provided a high-level outline for the basis of the research study. The research 

motivation and aims provided a clear understanding about the key drivers underlying this work.
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To facilitate the reading of what followed in this and subsequent chapters, some relevant key 

terms and definitions were presented. The thesis structure provided a high-level overview of 

each chapter organised around three broad themes: (i) literature; (ii) research strategy; and (iii) 

evidence and theory. An overview of the research methodology outlined the important strands 

o f the investigative approach. A number o f study limitations were made known to clarify the 

boundary lines surrounding the research. The proposed theoretical contribution to the field of 

ICT management was presented. Building on these foundations, the next chapter turned to a 

literature review of the strategic alignment construct.
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Chapter 2

Strategic Alignment

“Men are wise in proportion, not to their experience, but to their capacity fo r  experience.""

George Bernard Shaw (1856-1950)

Irish Playwright awarded Nobel Prize for Literature; co-Founder of the London School of

Economics.

2.1 Introduction
The strategic alignment construct emerged as organisations sought to develop ICT in support of 

the strategic agenda. During the 1970s, the requirement to locate a ‘fit’ between ICT 

development and an organisation’s strategy led to the creation of proprietary ICT planning 

methodologies by management consulting houses such as Coopers & Lybrand and Andersen 

Consulting (Lederer and Gardiner, 1992), and Business Systems Planning (BSP) by 

International Business Machines (IBM) (IBM, 1981), as well as a range o f modelling 

techniques such as: Information Engineering (Martin, 1982: 1989), Enterprise-wide

Information Management (Parker and Benson, 1989), and Total Information Systems 

Management (Osterle et al., 1993). This form of mechanistic planning paved the way for the 

strategic alignment construct to emerge in rigid fashion based on the analysis of structured data 

schemes. These types of traditional planning methods lacked the involvement o f organisational 

users (e.g. lines of business) and consequently failed to deliver practical ICT solutions. 

Subsequently, the issue o f strategic alignment persisted. Recognition for the strategic alignment 

challenge grew and this led to the development o f more modem planning approaches (Silvius, 

2007). The models to emerge from the 1990s onward in an attempt to bridge the alignment gap 

were less formal in procedure but more practical. Chan and Reich (2007b) list over 150 articles 

that revealed more practical elements which comprise of the following features: focus on 

business strategy; pragmatic vs. methodological plarming approaches; project prioritisation; 

greater business involvement in ICT development; and improved planning o f ICT infrastructure 

and capabilities.

The level of interconnectedness in the form of strategic business and ICT alignment is

considered a key success factor that can be found in high performing organisations (Silvius,

2009a). Strategic aligrmient is concerned with locating a congruent match with how ICT is

planned and organised in support of business strategies. An increase in the organisational level

of strategic alignment can result in reduced costs, improved sales, and higher customer

satisfaction (Tallon, 2003) and has changed the way organisations plan their business
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processes, communicate with stakeholders and deliver products and services (Batenburg, 

2007). Nevertheless, the strategic alignment construct remains a key area for concern especially 

since it is a ‘moving target’ in the sense o f being continuous and dynamic; a journey, not an 

event (Weill and Broadbent, 1998). Strategic aligrmient can be described as a ‘process’ that 

involves a range of activities planned towards a desired end (Galliers and Baets, 1998; 

Niederman et al., 1991; Parker et al., 1988). Indeed, Luftman and Kempaiah (2007) contend 

that strategic alignment is a measurable state o f maturity levels. Strategic alignment can be 

described as a multidimensional construct consisting o f processes, structures, capabilities and 

relationships (Keen, 1991). Strategic alignment is regarded as a two-way street, whereby the 

ICT structure and the business structures enact mutually influential activities (Henderson and 

Venkatraman, 1993). The role of organisational ICT is contingent on a process of ICT 

adoption, ranging from conservative to innovative (Breyne et al., 2005; Galliers, 1993) in 

support of the strategic orientation.

This chapter presents a comprehensive review of the dynamic multidimensional nature of 

strategic alignment. The persistent issue of strategic alignment as a key ICT management 

concern is explained in more detail next in Section 2.2. An overview of the multidimensional 

nature o f strategic alignment is presented in Section 2.3. In Section 2.4, a strategic management 

approach to describe the construct by way of using the process, content, and context framework 

is presented. An agenda for further inquir>' is outlined in Section 2.5. Concluding remarks are 

made in Section 2.6.

2.2 Critical Issues in ICT Management

To gain an understanding of the critical challenges surrounding the field of ICT management, a 

longitudinal study was carried out. The study reviewed a series of ICT management key issue 

reports sparming a period of thirty years (i.e. 1982-2011). The study revealed the issue of 

strategic planning as the top concern and strategic alignment as the second most pressing topic 

among ICT management interests (Caffrey and McDonagh, 2009). The study findings 

highlighted the top ten longitudinal key issues for ICT management and these are presented in 

Appendix 1.

Furthermore, in 2008, strategic alignment was reported to be the top ICT management issue 

(Luftman et al., 2009). In 2009, it was the second most important management concern 

(Luftman and Ben-Zvi, 2010a) and in 2010, among the top three critical issues (Luftman and 

Ben-Zvi, 2010b). Moreover, strategic alignment was reported to be the top ICT management 

issue in the U.S. (Luftman and Ben-Zvi, 2011) and Europe (Luftman and Derksen, 2012) in 

2011. For three decades now, strategic alignment has proven to be a "'long-standing pervasive 

conundrum'’'’ (Luftman and Ben-Zvi, 2010b: 265).
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A number o f reasons are known to explain why strategic alignment persistently challenges 

organisations and management. These include: management tend to look for a single silver 

bullet that does not exist, strategic alignment is based-on how business and ICT are aligned 

with each other and not how ICT is aligned with the business, organisations must go beyond a 

focus on ICT infrastructure, and ICT management are simply overcome by the very meaning 

and nature of the alignment conundrum (Luftman et a i ,  2009); lack o f clarity about corporate 

goals and direction, lack of senior management support for ICT, lack o f support from business 

units for corporate-wide ICT initiatives, business units competing for ICT resources rather than 

sharing, and lack o f understanding in business units o f the organisation’s ICT environment 

(Luftman and Kempaiah, 2008); ICT fails to meet its commitments, ICT management lacks 

leadership, ICT does not prioritise well, ICT does not understand the business environment, 

ICT and business lack close relationships, poor communication with business community, 

resistance from senior management, and antiquated business processes in business units 

(Luftman and Brier, 1999); ineffective governance between business and ICT (Luftman and 

Ben-Zvi, 2010b); and negative influence from leadership at headquarters level, inadequate 

commitment in business budgets to ICT investments, inadequate commitment o f business staff 

to support ICT investments, business units poorly prioritise ICT needs, failure to link individual 

business unit plans to strategy, and lack of clear ownership of ICT-business alignment (Chan 

and Reich, 2007a; Luftman and Kempaiah, 2007).

On closer inspection, the above reasons that make strategic alignment somewhat pervasive and 

challenging can be grouped into six broad themes. These include: (i) failure to co-create; (ii) 

lack o f interdependent view; (iii) lack o f strategic planning (i.e. visioning and prioritising); (iv) 

underperforming role of senior management; (v) failure to position ICT as a business 

investment; and (vi) inadequate ICT management capability. The multiple reasons described 

above are categorised against this interpretation o f meta-level themes and presented in 

Appendix 2.

The review o f the strategic alignment construct undertook a five-dimensional approach in terms 

of the literature selected to prepare the review. First, a sample o f empirical ICT management 

articles was selected. Second, the topical theme of strategic aligrmient enjoys good coverage 

from various Organisation and Management studies (Harvard Business Review, California 

Management Review etc.) and relevant articles were reviewed under this code. Third, in 

keeping with the need to consider practical relevance as shared by ICT practitioners^, the view 

was taken that sound practitioner advice embedded with factual evidence will stand the study in 

good order. Fourth, additional insights were collected from sources such as the Center for

 ̂ ICT practitioners refers to professional and highly reputable ICT management consulting organisations such as the Gartner 

Group, McKinsey, PriceW aterhouseCoopers etc., that offer professional guidelines and advice based on robust findings made from 

engaging with practice.
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Information Systems Research (CISR), and the Center for Digital Business, both located at the 

MIT Sloan School o f M anagement. Finally, central to the review were high-level conceptual 

articles contributed by well-established ICT management scholars.

2.3 Nature of Strategic Alignment

2.3.1 Evolutional Perspective

Three major systems perspectives are generally viewed to explain the nature o f  organisations: 

(i) the rational systems perspective; (ii) the natural systems perspective; and (iii) the open 

systems perspective (Pollalis, 2003). Although the perspectives emphasise different aspects of 

organisations, they also have three common features (Scott, 1992). First, organisations are 

systems o f  roles and processes; second, organisations aim to achieve common goals; and third, 

organisations have some kind o f  underlying logical structure to support activities. The internal 

organisational elements were o f  particular interest to Chandler (1962) who especially focused 

on the strategy-structure relationship and concluded that ‘strategy drives structure.’ Chandler 

highlighted that there must be a fit between strategy and structure so that organisational change 

can be managed effectively. Four internal organisational elements were identified by Leavitt 

(1965) who em phasised the important relationship between all four. The elements consist of: 

(i) strategy; (ii) structure; (iii) systems; and (iv) individuals. According to Leavitt, organisations 

are a ‘dynamic equilibrium ’ between all four elements and each must be considered in 

coordination with the other three. Neither element is more dominant than the other given that 

effectiveness is determined by how each affects, and is affected by, the others. In studying 

organisational anatomy, A ckoff (1971) described organisations as purposeful systems 

consisting o f elements with a common purpose. Behaviour is deeply embedded in all functions 

and subsystems, fim ctinnally distinct subsets can respond to each other's behcn’ioiir 

through observation or communication'’̂  (Ackoff, 1999: 550) and hence, the need to orientate 

study to incorporate the linkage between strategy, structure and systems. By the 1980s 

significant advances in ICT were having a profound impact on organisational performance and 

researchers set about to investigate the effects o f  ICT-enabled change.

The M IT Sloan School o f M anagem ent undertook a m ajor seven year research initiative led by 

a group o f ICT researchers to identify the key organisational elements associated with the 

development o f  ICT (Benjamin and Scott-Morton, 1988). The research initiative commenced in 

1984, the findings were revealed seven years later and became better known as ‘M anagement 

in the 1990s’ (M IT90s) (Scott M orton, 1991). The study highlighted the importance o f an 

alignment between organisational strategy, ICT strategy, organisational infrastructure, and ICT 

infrastructure. It was shown that an aligmnent between these four components was essential to 

the success o f  m odem  organisations. The conceptual model underpinning the study had 

identified five com ponents o f  organisational functionality that must be kept in check while
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undertaking major change initiatives: (i) strategy; (ii) structure; (iii) ICT; (iv) management 

processes; and (v) individuals and roles (Rockart and Scott-Morton, 1984). The MIT90s study 

had shown that strategy and ICT are essentially the change stimuli whereas structure, 

management processes, and individuals and roles formed the totality of organisational 

structure. Essentially, the study highlighted the high-level o f interdependence between 

organisational elements when effecting ICT-enabled change. “77 is a key enable?- o f  strategic 

direction and that an important problem is to find  the link between strategic ideas and the 

application o f  IT" (Scott Morton, 1991: 91). From this point on, scholarly interest in strategic 

ICT practice and the role of ICT in support of organisational performance advanced in a 

direction that would seek to gain a more detailed, holistic and integrated understanding o f the 

strategic alignment construct.

2.3.2 Purpose of Strategic Alignment

The contributory effect of ICT to organisational performance is an area where the concept of 

strategic fit is particularly relevant. Researchers among the fields of organisation and 

management, and ICT management have sought to explore the relationships between 

organisational environment, strategy, structure and ICT performance (Bayo-Moriones and 

Lera-Lopez, 2007; Bergeron et al., 2001; Spanos et al., 2002; Versteeg and Bouwman, 2006). 

The concept o f fit vis-a-vis ICT impact on organisational performance has been described as 

contingent on organisational environmental uncertainty, strategic orientation or structural 

sophistication (Chan and Fluff, 1993; Raymond et al., 1999).

For organisations competing to survive and succeed in more dynamic, unstable and competitive 

environments, more extensive development o f ICT can support and sustain this endeavour 

(Lederer and Mendelow, 1990; Pfeffer and Leblebici, 1977). Organisations have been shown to 

strengthen their ICT resource base to overcome competitive pressures, such as the bargaining 

power o f suppliers and buyers (Bakos and Brynjolfsson, 1993; Glazer, 1991). The development 

o f ICT has been shown to help organisations adapt to markets posing risky environments by 

way of adapting to external changes (Chague, 1996). The development o f ICT capabilities was 

found to be continuous and wide-ranging to cope with increased envirormiental instability 

(Huber, 1984).

The moderating view o f fit has been the most dominant perspective insofar as ‘7C 7  enables 

business strategies and allows firm s to adopt a stronger competitive posture"' (Bergeron et al., 

2001: 129). The performance effects o f adopting a strategic approach to managing ICT can be 

applicable to small- and medium-size organisations (SME) and large corporate entities. For 

example, significant ICT investments made by large organisations to connect with the value- 

chain are not so easily replicated by smaller organisations, thus potentially reducing 

performance (Bergeron and Raymond, 1995). Organisational structure is considered to act as
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the foundation for strategic choices (EttHe et al., 1984). In this sense, ICT facilitates the 

exchange and distribution o f information throughout the organisation which can aid the 

decentralisation o f control and delegation of decision authority (Currie, 1966; Tavakolian, 

1989). An organisational structure made up o f complex goals, functions and relationships by 

way of a high degree of formal and specialised tasks supported by elaborate coordination, 

control, and communication activities can be better enabled by the development of highly- 

aligned ICT initiatives (Leifer, 1988).

The development o f ICT has led to the creation of many new business ventures and 

transformed the competitive landscape for others. ^^Applications o f  IT  have allowed firm s to 

gain operational efficiency, create strategic value by providing new and better sei-vices, 

achieve tighter coordination and cooperation with their partners, and even rearrange the value 

processes within their industries'' (Wang and Tai, 2003: 287). Subsequently, ICT is virtually 

embedded across all business activities in every industry and sector, and is broader in scope and 

more effective than ever before. According to Huang and Hu (2007), high levels of strategic 

alignment result in the provision o f ICT systems and services deemed essential in support of 

organisational goals and objectives, business operations, and individual user needs. In 

determining organisational requirements, Cragg et al. (2002) contend that the development of 

ICT plans based on organisational strategy supports organisational management to anticipate 

the business needs o f the future.

According to the views shared in a study of more than 200 Chief Executive Officers (CEO), 

ICT contributes significantly to revenue generation leading to more external examination of 

ICT capabilities (Raskino, 2011). However, the study highlighted two areas of concern. First, 

planned strategic ICT investments are more focused on partly depleted value propositions of 

older ICT and not geared towards new capabilities to drive innovation and growth. Second, the 

CEO perception of Chief Information Officers (CIO) reflected on role weakness in the form of 

‘stale caricature.’ Arguably, from a CEO perspective, some CIOs are ill-equipped to act 

strategically.

2.3.3 Perspectives on Strategic Alignment

The central tenet of strategic alignment is the notion o f fit. Strategic fit is the degree of linkage 

between the organisation’s competitive priorities, delivery system, and infrastructure (Hill and 

Brown, 2007; Nadler and Tushman, 1980). Strategic fit is two dimensional: internal and 

external (Henderson and Venkatraman, 1993; Miller, 1992; Ruffini et al., 2000). A 

comprehensive organisational strategy requires a high degree of linkage with the external 

environment and must also be communicated and understood throughout the organisation 

(Boyer and McDermott, 1999; Venkatraman, 1989b). The strategic alignment construct is 

based on these two fundamental assumptions (Henderson and Venkatraman, 1993). First,
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organisational performance is an outcome of management ability to locate a suitable balance or 

fit between its position in the marketplace and an appropriate structure to support execution. 

Second, the concept of strategic fit is inherently dynamic. It is an ongoing process of adaptation 

and change requiring continuous review and occasional renewal. Strategic fit is focused on 

locating a balance between the internal and external domain vis-a-vis integration of business 

strategy and ICT strategy to reflect the competitive landscape. This is supported by the 

functional integration of organisational units and the ICT structure. The primary aim of 

strategic alignment is to create and develop an organisational structure and set of business 

processes that reflect the degree of interdependence between organisational strategy and ICT 

capability (Norden, 1993). Therefore, strategic alignment can be described as a process of 

adaptation and change to continuously locate a strategic fit as part of an evolutionary process 

whereby ultimately, only the best performing organisations survive (Drazin and Van de Ven, 

1985).

Strategic alignment can be viewed from two perspectives: (i) mechanistic; and (ii) organic. The 

mechanistic perspective considers strategic alignment as being based on disciplinary theories, 

design models, and planned activities. The organic perspective is an approach that is inspired 

by new ideas in natural and social science and discerns a more complex view by recognising 

the interdisciplinary nature of strategy (Faijoun, 2002). Based on their review of past strategic 

alignment research, Chan and Reich (2007a) contend that it is highly mechanistic and fails to 

capture the behaviour of real organisational life. Consequently, research heretofore has failed to 

provide insight into many of the practical issues facing organisational practitioners. 

Furthermore, strategic alignment is not a desirable end state given that organisational change 

and transformation is continuous and necessary. Moreover, there is a responsibility for ICT 

management to challenge organisational strategy and not always follow it per se. 

Responsibility for strategic alignment must be congruently shared between organisational units 

and the ICT structure insofar as it forms part of the organisation’s comprehensive strategic 

agenda (Chan and Reich, 2007a).

The very meaning of the strategic alignment construct is ambiguous. Its definition from past 

research is often vague and can be interpreted in contradictory ways. For example, the temporal 

nature of strategic alignment is arguable in the sense o f whether it’s a final or temporary 

outcome. On the one hand, Broadbent and Weill (1993) and Chan et al. (1997) argue 

favourably towards the notion of an end-state. On the other-hand, Bum (1997) posited that 

strategic alignment is a process, based on a series o f activities whereby “alignment is not a one

time activity but a constant balancing act between a lead or lag strategy^' (Bum, 1997: 85). But 

this point o f view has received only sporadic attention among the scholarly community. 

Furthermore, many authors perceive strategic alignment as the degree o f fit at the strategic or 

competitive positioning level (e.g. Chan et al., 1997). Whereas Henderson and Thomas make
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explicit that strategic alignment “means much more than the linking o f  information technology 

and business strategy . . . fitting  the technology, structure, processes, and skills to match this 

integration is critical fo r  success^' (1992: 72). This implies that strategic alignment requires a 

multi-level focus that accounts for the functional, business and corporate level. This is a 

fundamental tenet o f strategy but too often authors have focused on the corporate level only 

and consequently, only scratched the surface when attempting to inquire deeper into the 

construct. Moreover, a good deal of published material concerning the practice of alignment 

can be described as vague and prescriptive and takes a narrow view of the challenges and 

complexities embedded in the practice of alignment. In addition, contextual relevancy has all 

too often been disregarded from the study o f strategic alignment despite that ‘there is no one 

design fits all contexts’ in alignment (Brown and Magill, 1998; Ciborra, 1997). Finally, 

individuals and roles are responsible for the practice o f alignment. Yet, the role of human 

actors has been insufficiently acknowledged among strategic alignment scholars (Maes et al., 

2000). Two exceptions to this o f course being the work by Campbell et al. (2005) and Reich 

and Benbasat (1996) based on exploring the social dimension of strategic alignment. 

Nevertheless, many scholarly adherents of strategic alignment tend to assume, organisational 

managers are in full control and alignment is in no way dependent on emergent management 

insights despite knowing that “new strategies largely emerge over time, as managers 

proactively piece together a viable course o f  action or reactively adapt to unfolding 

circumstances''" (De Wit and Meyer, 2002: 154).

2.3.4 Strategic Alignment Models

Among the earliest ICT management scholars to recognise the significance of integrating 

business planning and ICT planning was King (1978) who crafted the Strategy Set 

Transformation to integrate business strategy with ICT strategy. The methodology was later 

adopted by IBM as the basis for its BSP Methodology (IBM, 1981). The MIT90s framework 

focused on the best way for organisations to maximise value from ICT investments. The 

framework introduced by MacDonald (1991) focused on the inter-relationships and recognised 

the need to consider customers, suppliers and market behaviour. The model developed by Baets 

(1992) placed strong emphasis on the external environment and addressed aspects of the human 

dimension in leading organisational change in the context of growing globalised affairs. The 

Strategic Alignment Model (SAM) introduced by Henderson and Venkatraman (1993) is 

undoubtedly the most widely recognised and referenced model among scholars. The SAM 

illustrates the importance of strategic fit and functional integration. It is not without its critics 

however, none less than Ciborra (1997) who criticised the SAM for lack of consideration 

towards strategy execution and described it as an ‘unrealistic abstraction’ in that ICT is 

considered to be neutral and docile. The model by Maes et al. (2000) contends that strategic 

alignment is both a management and design concern and that information sharing and
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architectural design play a pivotal role in a process o f continuous adjustment. The Strategic 

Alignment Maturity Model (SAMM) developed by Luftman (2000) focuses on six core 

domains, namely: (i) communications; (ii) value; (iii) governance; (iv) partnership; (v) scope; 

and (vi) architecture and skills. Each domain is explained by Luftman (2000) using a set of 

recommended activities, thirty nine in all.

In practice, two ICT governance frameworks claim to enable strategic alignment. first. 

Controlled Objectives for Information and related-Technologies (CobiT) is a framework aimed 

towards ICT governance and control. Strategic alignment is one o f five core framework 

domains. The framework was developed by the Information Technology Governance Institute 

(ITGl). According to ITGI (2008: 5), the ""business orientation o f  CobiT consists o f  linking 

business goals to IS  goals, providing metrics and maturity models to measure their 

achievement, and identifying the associated responsibilities o f  business and IS  process 

owners.’’’’ The second framework is the result of work initiated by the United Kingdom (U.K.) 

Office of Government Commerce (UKOGC) in response to the “growing significance o f  best 

practices to the IS  industry and the need fo r  senior business and IS  executives to better 

imderstand the value o f  IS  best practices and how they implement them’’' (UKOGC, 2008: 5). 

The framework forms part of the Information Technology Infrastructure Library (ITIL). ITIL is 

described as a best practice management tool that ""established the integration o f  business 

strategy with IS service strategy'’’ (UKOGC, 2008: 2). While both frameworks are frequently 

noted in practice, only slight reference is made to either among the strategic alignment 

scholarly literature.

More recent models include the Intentional Strategic Alignment (Install) method (Thevenet and 

Saiinesi, 2007: 203) that ""reuses organisation documents as a basis to formalise strategic 

alignment.^’’ A sustainability model is proposed by Baker and Jones (2008). This model 

integrates process perspectives and the need for dynamic organisational capabilities. Two 

strategic alignment assessment methods are offered by Prado (2009). The first is an enterprise- 

wide approach based on the SAMM with added enhancements to address the elements o f 

measurability, traceability, and involvement. The second is the Alignment Meta-model 

Assessment Method (AMAM) that aims to support the identification o f relevant enterprise 

architecture. The ‘Unified’ model presented by Chevez (2010) argues for a unified approach to 

reach a common understanding. The model design is based on the SAM, SAMM, Information 

System Strategic Alignment Model (Chan and Huff, 1993), along with two assessment 

instruments: (i) Strategic Orientation o f Business Enterprise (Venkatraman, 1989a); and (ii) 

Strategic Orientation o f Information Systems (Hale and Cragg, 1996). Essentially, the ‘Unified’ 

model ""contributes to a better understanding o f  the nature and key aspects o f  strategic 

alignment'' (Chevez, 2010: 47). Finally, the Innovation Value Institute (IVl) ""researches and 

develops unifying frameworks and road-maps fo r  IT  and Business executives to create more
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value from IT  and better deliver IT  enabled innovation whilst validating that these 

frameworks/tools have a broad applicability across differing industries and context'" (IVI, 

2012: 1). The current focus o f the IVI is the development o f the ICT Capability Maturity 

framework (IT-CMF). The aim o f the IT-CMF is to advance tools, methodologies and practices 

to drive ICT-enabled innovation towards greater business value.

The work heretofore can be described as prescriptive and narrow. It fails to capture the full 

richness of organisational complexities. If good strategy-making concerns process, content and 

context (De Wit and Meyer, 2002; 2005), then it is the aligrmient o f these dimensions across 

extensive boundaries involving multiple levels that is important. Broadly, the prescriptive 

nature o f models as ‘rules o f thumb’ help to predict and make assumptions however, the 

challenge remains in that “the future can be predicted only by extrapolating from the past, yet it 

is fa irly certain that the future will be different from  the past” (Makridakis, 1990: 66).

2.3.5 Measurement Outcomes

As determined by Luftman and Brier (1999), business strategy and ICT strategy in the majority 

of large scale organisations is poorly aligned as per the views of senior management who 

represented some 500 global organisations across 15 industries. Breyne et al. (2005) contend 

that only 10% of organisations are highly aligned (i.e. rate strategic alignment level above 

75%) based on their study o f 641 major European organisations. An assessment o f strategic 

alignment maturity levels was carried out by Luftman and Kempaiah (2007) by examining the 

views of 1,527 senior business and ICT managers across 197 global corporations. The findings 

revealed that the average alignment score was 3.04 based on a scale of 1 (lowest) to 5 (highest). 

Only 20.3% of corporations reported a maturity level of 4 and 2.54% reported to be at level 5.

The findings made by Shpilberg et al. (2007) based on the views as revealed by 500 senior 

business and ICT managers showed that only 18% of these senior managers considered ICT 

investments to be effectively aligned with organisational strategy. Furthermore, only 15% 

considered the level o f ICT capability appropriately matched to deliver ICT projects on-time, 

w'ithin budgeted cost, and operating to the specified functionality. The level of strategic 

alignment efficacy was classified by four performance perspectives: (i) maintenance zone -  

74%; (ii) aligrmient trap -  11%; (iii) well-oiled ICT -  8%; and (iv) ICT-enabled growth -  7%. 

In those organisations where strategic alignment was found to support ICT-enabled growth, 

three-year sales growth exceeded the average industry level by 35% and costs were 6% below 

average. The main reason for why most organisations (85%) are neither highly aligned nor 

highly effective is that core and support fiinctions unilaterally develop ICT with complete 

disregard for the ‘bigger picture’, resulting in an overlap of ICT systems. This unnecessarily 

creates substantial layers o f complexity that serve and support a short-term purpose but 

gradually work against long-term strategic direction and negate the greater opportunity for
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creating real business value (Shpilberg et al., 2007). Essentially, even though there have been 

some notable improvements in strategic alignment effectiveness vis-a-vis improved 

organisational performance; significant challenges remain (Luftman and Kempaiah, 2008).

2.3.6 Contextual Nature of Inquiry

The review o f the strategic alignment research literature had shown that empirical research is 

dominated by inquiry into private sector organisations. A total of 125 (c. 90%) studies 

examined strategic alignment in the private sector context. Only seven (c. 5%) studies 

investigated the concept in a public service context. The remaining seven (c. 5%) inquired into 

private and public organisations simultaneously, see Table 1.

Table 1: Strategic Alignment Research by Sector

Sector Article Count Percentile

Private 125 90%

Public 7 5%

Private & Public 7 5%

Total 139 100%

2.3.5.1 Private Sector
A large number o f studies had inquired into the private sector by using surveys and statistical 

techniques to analyse strategic alignment variables. These types of studies mostly targeted 

multiple large corporations by selecting the sample frame from corporate directories and 

indexes such as: Fortune 500; Dun and Bradstreet Million Dollar Directory; or Society for 

Information Management (e.g. Chen, 2010; Luftman and Brier, 1999; Luftman et al., 1995). A 

high number o f studies used similar techniques and surveyed a cross-sectional range of 

organisations simultaneously, i.e. large corporates, Multi-National Corporations (MNC), and 

SMEs (e.g. Mirani and Lederer, 1998; Schwarz et al., 2010; Sledgianowski, 2009; 

Sledgianowski et al., 2006; Teo and Ang, 1999). In contrast, some studies performed case 

research set in a cross-sectional context, e.g. small banks and national retailers (Van Der Zee 

and De Jong, 1999). Somewhat ironically, given the economic flux espoused by this particular 

industry these past five years, banking and finance is the context in which the greatest number 

o f industry-specific studies were carried out (e.g. Avison et al., 2004; Baets, 1996; Coughlan et 

al., 2005), followed by the insurance industry (e.g. Bassellier and Benbasat, 2004; Reich and 

Benbasat, 1996; Reich and Kaarst-Brown, 2003). Finally, some studies focused on multiple 

large organisations in a single industry, e.g. 52 large technology organisations (Tavakolian, 

1989) or a single organisation/industry, e.g. aerospace (Smith and Rogers, 2004).
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2.3.5.2 Public Service

The review highlighted seven studies that specifically investigated strategic alignment in a 

public service context. Two studies examined strategic alignment concerning e-govemment 

initiatives (Fedorowicz et al., 2009; Hsu et al., 2006), and three investigated within healthcare 

settings (Bush et al., 2009; Sauer et al., 1997; Wijnhoven et al., 2006). A single study explored 

the academic environment (Sabherwal and Kirs, 1994), and a further study focused on the area 

o f defence (Hartung et al., 2000). The breakdown is provided in Table 2 below.

Table 2: Strategic Alignment Research in Public Service

Public Service Article Count

Multiple Government Agencies 1

Federal Agency 1

Healthcare 3

Academic 1

Defence 1

Total 7

The distinction between private and public organisations in the context of strategic alignment 

research was described as the constrained generalisability of findings, especially since public 

service organisations differ from private in that they are usually dependent on government and 

private donors for financial support (Sabherwal and Kirs, 1994). In recent years, government 

and federal agencies have made significant investments in IT  applications aimed at reducing 

costs and improving operational effectiveness while exchanging information across 

organisational boundaries, functional areas, or jurisdictions’’̂  (Fedorowicz et al., 2009: 53).

Particular attributes relevant to the public service context showed that there is a strong need to

fully understand the motivational reasons behind all stakeholder interests (Fedorowicz et al.,

2009). Commonality o f interest supported by strong inter-organisational working relationships

proved essential (Hsu et al., 2006). Business management must lead on setting the

organisational conditions under which strategic ICT initiatives are to be developed (Sauer et

al., 1997). Successful outcomes are contingent on senior management intervention given that

organisational structures provide too much room for free action (Wijnhoven et al., 2006). A

high degree o f socialisation is needed but difficult to achieve when managerial groups are

widely dispersed. When inadequate levels o f socialisation become the norm, this can result in

‘‘‘early disinvestments in the future’̂  (Wijnhoven et al., 2006: 24). Three enabling characteristics

were identified by Bush et al. (2009) within a healthcare context: (i) top management

involvement; (ii) ICT value awareness; and (iii) an organisational culture o f learning. Major

challenges were found to comprise of: resistance to change; lack o f management support; lack

of ICT understanding; lack o f resources; and organisational complexity. Immature business
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planning processes were also found to be an impeding factor on performance levels when 

aligning business and ICT strategies in this context (Hartung et al., 2000).

Some additional insights based on seven empirical studies that chose a combined private and 

public investigative approach revealed that in a public context, change is often viewed with 

suspicion (Bum, 1996). The transition to ICT-dependency mode requires "significant culture 

change which takes time to develop both from an IS  and business perspective’’’’ (Bum, 1996: 8). 

In their study o f two Chilean universities and a public hospital, Silva et al. (2007) discovered 

that the perception of strategic alignment is one where the organisation and ICT structure ‘walk 

hand-in-hand’ but it was also found that strategic expectations merely extend to providing ICT 

services as needed. In a similar vein, “the IT  department was perceived as a support 

department, its primary function being to implement the chosen applications at the lowest 

possible cost'’’ (Tarafdar and Qrunfleh, 2009: 341). Furthermore, it was noted by Silva et al. 

(2007) that conservatism and the age of several key managers can be the reason for a lack of 

awareness around the potential for ICT to realise greater business retums. Moreover, 

bureaucracy is prevalent insofar as it was found that decision-making is confined to the most 

senior levels o f management, thus limiting the innovative potential to exploit ICT favourably.

2,4 Strategy Dimensions and Alignment

The dimensions of strategy and alignment are explained by using the strategic framework o f 

process, content and context (Ketchen et al., 1996; Pettigrew and Whipp, 1991: 1993). These 

three dimensions of strategy are “recognised in every real-life strategic problem situation” (De 

Wit and Meyer, 2002: 5) and therefore suited to illustrate the persistent challenge in aligning 

business and ICT strategies. The dimensions are not separate components but are highly 

distinguishable. The framework illustrates how all three strategy dimensions and alignment 

interact (Pettigrew and Whipp, 1991). The manner in which the strategy process is conducted 

will have a direct impact on the type of strategic content that unfolds. Furthermore, what 

unfolds by way of content will influence how the process is carried out at future points in time. 

Both process and content are context dependent, shaped largely by the situational 

circumstances of the inner and outer environment. Context is an important moderator between 

the strategy process and content constmcts (Ketchen et al., 1996).

2.4.1 Strategy Process and Alignment

The maimer in which strategies emerge and develop is referred to as the strategy process. 

Strategy process considers the “how, who and when o f  strategy” (De Wit and Meyer, 2002: 5). 

Process is concemed with how strategy is, and should be, developed, formulated, implemented 

and changed; the identity o f the people involved; and when relevant process activities take 

place. The strategy process centres on three high-level activities: (i) strategic thinking;
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(ii) strategy formation; and (iii) strategic change. Four enabUng conditions are necessary to 

carry out an effective strategy process in support of the high-level activities: (i) identifying; (ii) 

diagnosing; (iii) conceiving; and (iv) realising (De Wit and Meyer, 2005), and these are 

explained next under the strategic activities that address the ‘how’ o f strategy. Also, the 

influence of strategic roles (i.e. who) and the timelines (i.e. when) as they relate to the 

aligrmient of business and ICT strategies is presented as part of the process perspective.

2.4.1.1 Strategic Activities

Strategic alignment is concerned with organisations finding ways to enable ICT to solve 

strategic problems. This in itself presents organisational challenges insofar as it involves many 

people at various organisational levels with ^^different experiences, perspectives, personalities, 

interests and values" (De Wit and Meyer, 2005: 50). A central component o f strategic 

alignment is the organisational ability to build and sustain partnerships (Henderson, 1990). This 

form of partnership arrangement takes the shape of taskforces, multi-tiered and cross-functional 

teams, and collaborative planning networks. According to Henderson and Sifonis (1988), 

organisational learning is a central facet o f strategic alignment in that it facilitates knowledge 

exchange. This is stipulated further in that “active involvement in firm-wide strategy formation 

processes, which enhanced knowledge o f  the content o f  strategic directions, built relationships, 

and increased the dialogue between different business and functional managers" (Broadbent 

and Weill, 1993: 176). This style of active involvement illustrates what is described as the 

social and intellectual dimensions o f strategic alignment. An implicit feature of these two 

dimensions is the fundamental tenet of linkage (Reich and Benbasat, 1996). Linkage was 

shown to require the involvement o f multiple organisational sources of knowledge and 

expertise to build an integrated understanding of the internal and external complexities. This 

resulted in greater recognition for ‘'"the need to gain cooperation among experts" (Henderson 

and Sifonis, 1988: 190) to develop an integrated vision for the role of ICT in support o f the 

organisational mission. Furthermore, Broadbent and Weill (1993) contend that a strategy- 

enabling information-based advantage is contingent on the organisation’s ability to implement 

enterprise-wide strategy-formation processes with supportive structures and accountabilities 

requiring consistent and superior management practices. It is the linkage between the social and 

intellectual dimensions that fonns the basis on which to balance the elements o f strategic 

alignment (Reich and Benbasat, 1996). Therefore, linking the social and intellectual dimensions 

in an organisational context as it relates to the alignment of business and ICT strategies 

necessitates getting people to exhibit strategic behaviour that facilitates the exchange of 

information and ideas, decision-making procedures, communication channels, the allocation of 

resources and the coordination of organisational action (De Wit and Meyer, 2005). The strategy 

process activities that encourage and facilitate a linkage between the social and intellectual
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dimensions are explained next under the headings of; issue identification; issue diagnosis; 

option conception and selection; and realisation activities.

Issue Identification

Strategic issue identification relates to activities that provide a better understanding o f the 

organisational problems. The purpose o f which is to identify what constitutes an important 

opportunity or threat that must be addressed so that an organisation’s purpose is maintained. 

The social dimension aims to unlock business and ICT intellect to identify the key issues 

whereby “business and IT  executives within an organization understand and are committed to 

the business and IT  mission, objectives and plans'' (Reich and Benbasat, 2000: 82). The 

strategy process centres on the problems and issues that matter most (Shpilberg et aL, 2007). 

Such an approach recognises a tight link between business priorities and ICT development 

aligned to improving business performance outcomes. Alignment is dependent on an awareness 

of the underlying organisational issues and these must be well known and understood. 

Interaction between the various strands o f business strategy and the connection to ICT strategy 

is critical. Business managers must have strong knowledge o f the organisational and industry' 

issues that will impact on future direction. The connection must be made clear as part of the 

ICT strategy (Baets, 1996).

Only a small number of organisations illustrate high levels of full integration based on an 

understanding o f the core issues and an enabling condition is the business competence of ICT 

managers (Teo and King, 1997). Greater understanding of the issues is helped when “strong IT  

people" (Reich and Kaarst-Brown, 2003: 106) transition into business units and subsequently a 

knowledge spiral begins. ICT expertise and knowledge is shared with business professionals, 

building up greater confidence to implement and execute on strategic ICT imperatives resulting 

in the delivery of even the most challenging ICT projects. The nature of work for ICT 

professionals is evolving; “interaction with people from other functional areas is now part o f  

their work" (Bassellier and Benbasat, 2004: 691). Three key non-ICT skills necessary to 

complement the ICT managerial role were identified by Bassellier and Benbasat (2004) and 

these are: (i) general knowledge of the business domain; (ii) interpersonal domain; and 

(iii) management domain. Strategic alignment is highly contingent on the ability o f ICT 

managers to act cooperatively with business and functional managers, particularly with regard 

to issue awareness (Bassellier and Benbasat, 2004). Cooperative behaviour in terms o f dealing 

with issues results in the creation of goodwill leading to higher levels of social capital 

interaction for future strategy events (Nahapiet and Ghoshal, 1998).
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Issue Diagnosis

Most strategic issues are not simple and straight forward. To come to terms with an issue, 

managers must fully understand its structure and underlying causes to learn about what is really 

going on (De Wit and Meyer, 2005). To effectively align business and ICT strategies then 

building greater understanding is crucial so to fully comprehend how business and ICT 

interrelate. By fostering the social dimension among "'users, functional managers, corporate 

managers, and outside parties" (Reich and Kaarst-Brown, 2003: 92), this enables greater 

understanding through the combination of competence and the commitment to apply one’s 

abilities (Ulrich, 1998). The diagnostic activity centres on ‘''the knowledge and knowledge 

capability o f  a social collectivity, such as an organisation" (Reich and Kaarst-Brown 2003: 93) 

to act purposefully. This is contingent on ICT managers having a good understanding of 

organisational processes, procedures and technologies (Segars and Grover, 1998). The 

diagnostic activity requires ICT managers to develop sufficient levels o f shared cognition with 

business managers based on assumptions, knowledge and expectations. ^'Congruent 

technological fram es positively influences the development and use o f  technology" (Tan and 

Gallupe, 2006: 230) and is only made possible when there is an alignment o f core beliefs and 

assumptions about the underlying issues.

Option Conception and Selection

Following the identification and diagnosis of strategic issues, business and ICT managers must 

work together to develop ICT solutions to solve the problems and advance the strategic agenda. 

The ICT solutions must be strongly aligned to both the issues and the organisational mission. 

This entails the conceiving o f ideas that contribute to determining the course of action to be 

pursued (De Wit and Meyer, 2005).

Organisations face challenges in the form of complex problems and threats, and the purpose of 

strategic alignment is to identify appropriate ICT-based solutions that require logical and 

generative thinking to formulate strategic options. The activity requires organisational 

managers to question assumptions, challenge ideas, rally support for strategic agenda items, 

encourage learning, champion new initiatives, steer change and build political support (De Wit 

and Meyer, 2002: 2005).

Knowledge sharing is a key feature of the activity that helps to reduce knowledge gaps leading 

to improved outcomes (Ghosh and Scott, 2009). Knowledge sharing is supported by a series of 

activities that include bonding, linking, and bridging among organisational members. These 

types o f socially-based activities help to identify issues, conceive options and select appropriate 

solutions. According to Peak et al., strategic alignment “w intended to aid in making the best 

possible use o f  IT  resources in meeting the corporation’s business objectives" (2005: 619). To 

effectively conceive options in this way it is dependent on four enabling conditions: (i) identify
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the information needs of each business unit; (ii) assess and visuahse; (iii) detect gaps between 

the business and its information; and (iv) identify ICT solution strategies, projects, and systems 

to support priorities (Peak et al., 2005). The generation o f options can be conceived by ensuring 

that ICT planning processes are linked to business planning processes to exploit strategic 

opportunities for the development o f ICT (Tarafdar and Qrunfleh, 2009). This requires a 

number of focused efforts such as: regular meetings among Corporate-level (C-level) officers; 

scanning emerging ICTs for new product and market opportunities; building informal 

relationships between CIO and all other C-level officers; and conceptualising and 

communicating the value of ICT to C-level officers. It was discovered that these activities 

support the generation and selection of options insofar as the activities are

broadly aimed towards identifying and resolving tactical issues in aligtiingproject 

selection and prioritisation decisions, facilitating IT  business communication and 

collaboration, linking specific process-level requirements with technology 

capabilities, and matching IT  and business responsibility and authority structures

(Tarafdar and Qrunfleh, 2009: 342).

The selection of options must be factually-based using rigorous analysis (Davenport, 2006). 

The aim of such rigorous analysis is to reach fact-driven conclusions about the selection of ICT 

solutions. Davenport (2006) contends that organisations with strong analytic capabilities can 

drive the alignment o f business and ICT strategies in two distinct ways. First, factually-based 

decision-making leads to improvements in the selection of ICTs. Second, this form o f rigorous 

analysis creates an internal core capability that will support future decision-making concerning 

choices about the alignment o f business and ICT strategies. The selection of ICT investments 

must be matched to the strategic ICT orientation aligned with the business goals and objectives 

(Reich and Benbasat, 1996). It is succinctly defined by Shpilberg et al. (2007: 52) with the 

claim that “IT  spending must be matched to the company’s growth strategy^  However, the 

authors also emphasise that the selection o f ICT investments must also focus on building 

capability, and avoiding the labyrinth o f ICT complexity by embedding simplicity. The 

selection of ICT initiatives must be made with end-to-end accountability made evident by way 

of shared ownership between business and ICT management to realise the strategic ICT value.

Realisation Activities

Realisation o f activities relates to the intended actions necessary to implement the ICT 

solutions. Realising relates to the practical actions performed by the organisation (De Wit and 

Meyer, 2005). This refers to all ‘hands-on’ activities to execute the strategy.

Implementation o f strategic ICT is problematic because o f the ""difficulty in securing top 

management commitment fo r  implementing the plan and the need fo r  substantial further
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analysis to ca n y  out the plan"' (Lederer and Sethi, 1988: 445). Despite organisations being able 

to appropriately identify strategic ICT solutions to support organisational priorities, 

implementation was found to hinder the process because organisations lack senior management 

support and suitable control mechanisms. It was discovered by Newkirk et al. (2003) that too 

little implementation planning produces problems given the insufficient levels o f detail. 

Conversely, too much implementation planning can complicate, delay, or otherwise impede 

implementation. Overall, "'the data strongly supported the simplistic view that more SISP 

[Strategic Information Systems Planning] is better'' (Newkirk et al., 2003: 221) in that there is 

a strong correlation between the degree of comprehensiveness and realised ICT-enabled 

success. Comprehensive attention to planning the implementation must consider the tasks of 

defining the change management approach, defining the action plan, evaluating it, and defining 

the follow-up and control procedures. Wang and Tai (2003) discovered that most intended 

strategies are not fully implemented due to execution difficulties encountered at the 

implementation phase and, consequently, only a small number of planned ICT strategies are 

ever realised.

The study of linkage between ICT capabilities and realised strategy has empirically proven that 

the dynamic capabilities o f ICT resource integration, reconfiguration, acquisition and 

elimination are fundamentally linked (Chen et al., 2008). It was shown that the lack of strategic 

alignment impedes the development of critical ICT competencies required to implement ICT 

strategy effectively. To translate intended strategy into a realised outcome requires ‘'"dynamic 

capabilities, emerging through learning, integration and transformation processes'' (Chen et 

al., 2008: 376/77). Therefore, strategic alignment is contingent upon dynamic capabilities that 

can continuously adapt to changing circumstances. Ultimately, strategic alignment at the 

operational or tactical level is ""required fo r  ensuring that planned applications are successfully 

implemented, maintained and used, that applications and systems irrelevant to the business 

plan are not implemented, and that implemented IT  delivers envisaged business benefits" 

(Tarafdar and Qrunfleh, 2009: 338).

The patterns o f flexibility, self-organising, and learning were identified by Orlikowski (1996) 

as key features of major strategic ICT change. The process of change was found to be a situated 

practice of organisational members learning to improvise, innovate, and adjust over time. 

Business success supported by ICT-enabled transformation is greatly dependent on the 

complementary organisational investments made in addition to ICT investments. “Companies 

also need innovation in organizational practices to reap the promised boost in productivity 

growth" (Br>'njolfsson, 2005: 1). Brynjolfsson’s study of large corporate organisations 

identified that strategic alignment effectiveness is a result of transforming business practices 

and making investments in organisational capital to create the synergies for effective ICT- 

enablement. ICT is the catalyst towards building a fully enabled ICT environment, but
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developing organisational capital is the core activity necessary to make it happen- the ‘hidden 

bulk of the iceberg’ (Brynjolfsson, 2005). O f the 1,167 large organisations examined across 41 

industries, only 20% were found to apply and execute supportive transformational activities. 

The struggle for many organisations is to overcome the challenge o f interdependencies among 

organisational practices, pain of change, steep ICT investment cost-price-performance curve, 

and differences among industries (Brynjolfsson, 2005).

The implementation activity really begins when ICT management aim to fully integrate ICT- 

based solutions with business planning processes. From this point on, all ICT planning should 

be performed with a view to implementing plans successfully. Implementation of ICT plans 

begins with the early stages of feasibility analysis, portfolio analysis, project planning; resource 

assessment and gap analysis (Kitzis and Gerrard, 2008). The feasibility analysis stage should 

identify the relevant ICT projects and investment requirements to fill the identified gaps. The 

programme of ICT projects and investment is plotted in the form of a migration plan that 

clearly articulates and outlines the major deliverables and dependencies for each project. This 

should provide a comprehensive overview of what needs to happen. ‘'"This component o f  the 

planning process ensures that the business plan has a fu lly  integrated IT  operating plan as part 

o f  the enterprise’s long-term strategy" (Kitzis and Gerrard, 2008: 16). Key components of the 

migration plan include: project plans and budgets; dependencies between initiatives and critical 

path of execution; operating model updates; and change management programmes. It is 

recommended to develop an annual ICT operating plan so that necessary changes to the 

strategy can be made, for example: changes or updates to business goals or operating 

principles; changes to operating details and budgets; project prioritisation and strategy portfolio 

overview; and key performance metrics (Kitzis and Gerrard, 2008). This provides ICT 

management with the opportunity to regularly review sourcing options; resource mix; 

organisational changes; and funding recommendations, all in support o f strategy execution.

In conclusion, strategic activities that lead to higher levels o f strategic aligrmient are seldom 

fully enacted and thus, implementation success is low (Wang and Tai, 2003). Difficulties and 

challenges are often experienced at the implementation stage. Comprehensive attention must be 

given to the change management aspects that stem from the integration o f business and ICT 

strategies. Arguably, high levels of strategic alignment are contingent upon an organisation’s 

capacity and capability to lead on ICT transformational activities across multiple organisational 

boundaries to effectively manage the changing nature o f business practices vis-a-vis ICT- 

enabled synergies.
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2.4.1.2 Strategic Roles

Different organisational levels can influence the strategic alignment process. “7/ is not sufficient 

to develop aligned strategies at the executive /eve/” (Campbell et al., 2005: 662) for two 

reasons. First, alignment at one level o f  an organisation does not ensure alignment at other 

levels (Allen and Wilson, 2003; Davies, 1993; Nordstrom and Soderstrom, 2003). Second, 

m uhiple organisational levels often have a responsible contribution to make at the 

im plementation stage o f  the process (Campbell et al., 2005). The descriptive table o f 

organisational members that can influence the process is presented in Appendix 3. The distinct 

ways in which members can impact on the process highlighted the different levels o f influence 

attached to each level. The strategic roles o f  business managers, ICT managers, senior ICT 

managers or CIO, senior managers, and the executive board o f directors revealed the unique 

influence that each can have on effecting strategic alignment.

Business Managers

It is posited by Ross and Weill that avoid disasters, senior managers need to assign 

business executives to take responsibility fo r  realizing the business benefits o f  an IT  initiative" 

(2002: 91). Business managers must have access to organisational resources and be afforded 

the time necessary to oversee the development and implementation o f m ajor ICT initiatives. A 

sustained and committed approach is required by business managers to focus on development 

and im plementation to ensure the potential for enterprise-wide benefits is realised. The process 

requires business managers to regularly communicate with the ICT structure, organise training 

for users, and develop key metrics to ensure performance outcomes are assessed against 

success criteria. “There is no longer any reason why nontechnical executives should allow  

themselves to be befuddled by IT  discussion or bedazzled by three-letter acronyms" (Feld and 

Stoddard, 2004: 74). Business managers encourage users to participate in the development o f 

ICT initiatives. Unless an ICT initiative is exploited by way o f enlisting full user participation, 

the real business value is limited. ‘’̂ Unless managers take responsibility fo r  the success -  and 

fa ilu re  -  o f  IT  systems, they will end up with systems that, while perhaps technically elegant, 

will have no impact on the business" (Ross and Weill, 2002: 91). Business managers must be 

held accountable to execute high alignment levels between ICT-enablement, organisational 

ambition, and realised business value.

ICT Managers

The consequence for ICT managers who fail to engage with lines o f business is that the ICT 

structure becomes only an afterthought for the rest o f the organisation, given that it was not 

party' to creating or may not even understand the ICT solutions it develops. “IT  organizations 

concerned exclusively with service deliveiy will almost certainly be disengaged from  the 

business and its problem s"  (M eehan et al., 2011: 7). In contrast, ICT managers engaged with
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lines o f business help to create ICT solutions from an enterprise-wide perspective, aligned to 

the organisation’s strategic agenda. This requires ICT managers to disregard organisational 

boundaries at times so to enthuse the business engaged mind-set further. By doing so, this 

supports the alignment o f ICT with the business aims/issues by establishing the competencies, 

capabilities, and tools necessary to execute ICT-enabled change leading to higher 

organisational performance. This form of engagement requires collaboration between business 

and technical architects who understand the language of business process and architecture 

(Meehan et al., 2011).

Senior ICT Manager

Pyburn’s (1983) study highlighted that ICT effectiveness in support o f critical business needs 

was more apparent when there are fewer levels between the senior ICT manager (i.e. CIO) and 

senior management team. In this sense, the CIO must be granted the authority of seniority to 

participate as a real general management peer if intent on managing “the dynamics o f  a 

changing business and a changing technology" (Pybum, 1983: 10). In tenns of role influence 

on the strategic alignment process, a number of characteristics were identified by Preston and 

Karahanna (2009b) that correlate positively with performance and these include: CIO reports 

directly to the CEO; CIO is a formal member o f senior management team; CIO organises 

senior management training on the capabilities of ICT; CIO sets realistic expectations with 

respect to the role of organisational ICT; CIO uses a shared language with senior management 

to forge a common understanding; and shared CIO and senior management understanding for 

the role of ICT is essential. "''Shared understanding between the CIO and TMT is a significant 

antecedent o f  IS  strategic alignment’' (Preston and Karahanna, 2009b: 159). The essence of 

shared language is partly manifested in the level of CIO’s business knowledge. The strategy- 

structure paradigm revealed that ""the CIO reporting structure must, therefore, be designed to 

align with the f ir m ’s strategic positioning, independent o f  whether IT  plays a key strategic role 

in the firm '' (Banker et al., 2011: 487). According to Banker et al. (2011), the relationship 

between an organisation’s strategic position and its CIO reporting structure can positively 

impact on strategic alignment. The findings revealed that when an organisation’s competitive 

position is based on product differentiation, the most effective reporting structure is between 

the CIO and CEO. A competitive focus on cost leadership is best supported when the CIO 

reports directly to the Chief Financial Officer (CFO).

Senior Managers

The role of senior managers was described as one of expectancy rather than participatory 

(Pybum, 1983). A decade later, Earl (1993) argued that the most important enabling condition 

to effectively align business and ICT strategies is top management involvement and support. 

According to Broadbent and Weill (1993: 176) ""extensive and on-going senior management 

responsibility fo r  long-term IS  developments" (Broadbent and Weill, 1993: 176) is essential.
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“Senior managers need to ensure that IT  spending and initiatives are aligned with arid further 

the company’s strategy and goals’’’’ (Ross and Weill, 2002: 91). According to Gartner research, 

the average organisation squanders away 20% of its corporate ICT capital budget on 

expenditure that fails to realise its objective. This puts the annual cost o f global ICT mal- 

investment at approximately US$500B^ (Feld and Stoddard, 2004). Such waste “is a direct 

result o f  the fac t that IT  has so fa r  operated without the constructive involvement o f  the senior 

management team’" (Feld and Stoddard, 2004: 74). Strategic alignment requires a common 

understanding, however a complaint frequently heard from senior management is that too often 

the performance returns on the high cost of ICT investment are substantially below expectation 

(Ross and Weill, 2002). Meanwhile, the same senior managers observe a continuous rise in 

seemingly necessary ICT capabilities and expenditure. The underlying theme being that many 

organisations “are not generating the value from  IT  investments that they could be'' (Ross and 

Weill, 2002; 85). The distinguishing factor for organisations that demonstrate highly positive 

returns on ICT investment have shown that “senior managers take a leadership role in a 

handful o f  key IT  decisions'' (Ross and Weill, 2002: 85). In contrast, senior management 

abdication of executive responsibility for ICT investment decisions usually results in disaster 

vis-a-vis wasted investment and missed opportunities. It is not the responsibility of the ICT 

structure to make major decisions about significant ICT investments because the ICT structure 

cannot fully detemiine the impact such decisions will have on the organisation’s long-term 

strategy. According to Johnson and Lederer, “mutual understanding betM’een an organisation's 

CEO and CIO about the role o f  IT  lead to IT  strategic alignment" (2010: 145). While a great 

deal more than mutual understanding is required, senior management involvement and support 

results in greater commitment to the strategic role of ICT.

Executive Board of Directors

According to Bloch et al. (2012), as ICT becomes increasingly important to corporate strategy, 

the executive board has a crucial role to play in the capacity of trusted advisor. For most 

organisations, the executive board of directors remain in the dark about strategic ICT matters 

(Nolan and McFarlan, 2005). Few understand the full extent o f organisational dependency on 

ICT and how ICT shapes organisational strategy despite corporate information assets 

accounting for up to 50% of capital spending. A small number of organisations have proven to 

be the exception. These have established rigorous ICT governance committees by creating 

board-level representation that is considered on par with audit, compensation and governance 

committees. “The question is no longer whether the board should be involved in IT  decisions; 

the question is, how?" (Nolan and McFarlan, 2005: 98). Due to the fast paced nature o f ICT 

development, it is becoming increasingly important for some form of board-level oversight 

governing the alignment o f business and ICT strategies.

■’ In econom ic term s, the abbreviation  o f ‘B ’ denotes B illion
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2.4.1.3 Strategy Timeline

Strategic alignment requires a plan that keeps the entire ICT structure focused on the 

organisation’s overarching goals and objectives covering a multi-year time horizon. Such an 

approach guides near-term ICT investments towards cost reduction, supported by a detailed 

plan for long-term ICT rejuvenation and value creation (Feld and Stoddard, 2004). To generate 

real value from ICT investments, this requires a long-term disciplined view. This type of 

strategic view should not be swayed or softened by the constant release o f new ICTs dressed 

with ‘silver bullet’ propositions since ‘̂'studies o f  corporate IT  spending consistently show that 

greater expenditures rarely translate into superior financial results. In fact, the opposite is 

true^' (Carr, 2003: 49).

The alignment o f business and ICT strategies is a ‘'^competence that often differentiates 

companies that can stay the distance and others that fa ll by the wayside'' (Kitzis and Gerrard, 

2008: 6). The process may adopt a three-, five-, or even ten-year time horizon by setting out the 

overall organisational direction for the long-term and identifying the specific strategic ICT 

priorities to support transformation. The challenge for many organisations is to effectively link 

strategic goals with tactical execution and expected benefits. The strategy process should 

evolve from the alignment of goals to the alignment of results. However, “ /o believe that the 

end-state view we create today will be identical to the one we deliver three to five  years hence'' 

(Kitzis and Gerrard, 2008: 7) would be foolish and naiVe. The process will be modified over 

time, adapting to account for subtle environmental changes, business intelligence, sensor-and- 

respond behaviours, and totally unpredictable events. The refinement process can be a 

quarterly, bi-annual, or annual event that reviews each specific strategic component, adjusts 

content based on changing circumstances and then acted on by way o f implementing strategic 

ICT plans. The notion o f strategic alignment as a static end-state should be replaced with a 

dynamic view that involves continuous update and refinement that refreshes and realigns 

against changing tactical and strategic imperatives (Chen and Reich, 2007a). The strategic 

time-horizon should be relevant to the individual organisation. Mature organisations typically 

adopt a three-to-five year time horizon that reflects the lifecycle o f planned investments.

2.4.2 Strategy Content and Alignment

A good strategy enables the organisation to respond to, predict, or dictate the internal and 

external environmental forces and subsequently, when executed, is considered to be high 

performing. Therefore, the organisational expectation becomes such that strategy content is a 

“key determinant o f  its performance [and] is a cornerstone o f  the strategic management 

literature" (Ketchen et al., 1996: 234). There are two opposing views on how to develop 

relevant and appropriate strategy content. The views usually endorse either an outside-in; or an 

inside-out perspective (De Wit and Meyer, 2002). The outside-in perspective is based on 

developing content that is derived from external environmental conditions. It can be described
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as extemally-orientated and market-driven (Day, 1990; Webster, 1994). Insights to external 

factors are collected from customers, suppliers, competitors and political influences. The 

inside-out perspective develops strategy content by focusing on the organisation’s strengths and 

capabilities. The aim is to create distinguished competencies or to acquire exclusive assets, 

thereby acquiring strengths that are difficult for others to imitate. Identifying which company 

resources have to be further developed and applying them to various environmental 

opportunities is what strategy is all about" (De Wit and Meyer, 2002: 332). In terms of the 

alignment of business and ICT strategies, at a minimum, good strategy content must consider 

the following: ICT plans; ICT priorities; ICT architecture; service delivery models; ICT 

capabilities; governance mechanisms; data standards; ICT investment and evaluation; and risk 

management (Kitzis and Gerrard, 2008; Ross and Weill, 2002; Shpilberg et al., 2007). A more 

detailed review of relevant strategy content considerations follows next.

2.4.2.1 Strategic IC T Plans

Chan and Reich contend that "^strategic alignment refers to the degree to which the business 

strategy and plans, and the IT  strategy and plans, complement each other"'' (2011: 349). Such 

plans should emanate from the strategy process where knowledge is exchanged, options are 

considered and decisions are made about strategic choices based on business issues and 

priorities. Strategic plans provide insight into the high-quality set of interrelated business and 

ICT plans. Numerous authors concur that the lack o f formal documented strategic plans makes 

it difficult for strategic alignment to occur (Lederer and Mendelow, 1986; Vitale et al., 1986; 

Wang and Tai, 2003). However, based on a review of hundreds of planning documents, ""many 

strategic plans are nothing more than a compilation o f  projects aggregated fo r  the upcoming 

year’’’ (Kitzis and Gerrard, 2008: 7). The weakest link was found to be the lack of alignment 

between specific business objectives and supporting ICT initiatives. The problem for most ICT 

structures is the approach from the bottom-up, attempting to identify ICT projects by asking 

business what projects are needed- a highly short-term aspiration. Strategic alignment goes 

beyond the implementation o f better ICT system s- “it involves changing business processes 

and creating an enterprise-wide m indset"  (Fonstad and Robertson, 2005: Ic). In contrast, the 

ICT structure should conduct a top-down approach that adopts an integral view of the 

organisation and makes clear the relationship between business goals, proposed ICT 

investments, and addresses the performance capability gaps to execute on the plan (Kitzis and 

Gerrard, 2008). ICT plarming processes must be fully integrated with business planning 

processes. The overall planning process to enable effective strategic alignment should focus on 

three critical elements: (i) what are the business priorities; (ii) how will ICT contribute to the 

business priorities; and (iii) how will ICT execute with the various business lines and functional 

structures.
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Strategic ICT planning must look beyond the uniqueness of emerging ICT innovations. It was 

identified by Kettinger et al. (1994) that existing organisational resources as well as those of 

competitors must be considered as part o f strategic alignment. Therefore, it is argued that 

strategic alignment effectiveness is an outcome created over time as many of the capabilities 

are essentially slow to develop. Sustainability is a process o f building organisational 

capabilities. “High performing organisations combine a highly strategic orientation with a 

highly strategic IT  management'^ (Bergeron et al., 2001: 137/138). Strategic ICT planning is 

comprised of 66 ICT management issues potentially critical to business performance that can 

be classified and grouped along four main dimensions: (i) ICT planning and control; (ii) ICT 

acquisition and implementation; (iii) strategic use o f ICT; and (iv) ICT environmental scanning 

(Bergeron et al., 2001).

Strategic alignment activities must account for business goals, business-enabling ICT, business 

strategy, and the overall strategic agenda. The approach should integrate customer, competitive 

and market information along with assessing the organisation’s key competencies and reflect 

these in the strategic ICT agenda (Kitzis and Gerrard, 2008). The ICT strategy must be 

sufficiently resourced to overcome what Prahalad and Krishnan (2002) argue to be major 

constraining factors for many organisations: ICT governance; senior management approach to 

making ICT investments; and the lack of business management involvement in setting the 

strategic ICT agenda. The authors contend these issues will continue to challenge many 

organisations.

2.4.2.2 Strategic ICT Priorities

Strategic alignment in high-performing organisations is based on prioritising ICT solutions 

matched with business objectives and strategic priorities (Shpilberg et al., 2007). But it is not 

uncommon for medium-to-large sized organisations to have a few hundred IC l' projects in 

development. However, the level o f importance between such projects can be significant. One 

such determinant is the level of impact an ICT project will have on an organisation’s 

performance by way of providing real value in contrast to projects providing only minor 

benefits. These are real business issues and arguably not the type of issues best determined by 

ICT managers. It must be the responsibility of business leaders and senior managers to select 

ICT projects aligned to strategic priorities (Feld and Stoddard, 2004). Furthermore, it must be 

manageable, overstating the number of important initiatives will result in delays and backlogs 

and consequently undermine efforts made by the ICT structure to develop and implement 

priority projects. However, “an eternal dilemma fo r  IT  departments is how to achieve 

company-wide strategies while simultaneously responding to urgent requests from  business 

units to implement dozens or even hundreds o f  solutions fo r  local projects’’̂  (Fonstad and 

Robertson, 2006: 2). The organisation’s ICT requirements must be prioritised according to the
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needs o f the business and the current and intended capabihty o f the ICT organisation and its 

personnel (Mahoney and Roberts, 2008).

2.4.23 ICT Architecture

ICT architecture defines the level o f organisational integration and standardisation and 

"'provides the organizing logic fo r  business processes and information technology^' (Ross and 

Weill, 2005: 2b). A simplified, integrative approach to specifying an organisational ICT 

platform is advocated by Feld and Stoddard (2004). Such an approach should aim to remove 

vertically-orientated data silos that serve only individual needs that make it impossible to 

develop an integrative enterprise. A unified approach that aligns and orientates organisational 

ICT requirements horizontally, designed to service the organisation as a whole by way of 

cleaning up all data silos and replacing fragmented units is essential to realising improved 

performance. The consequence of complexity is what many organisations are faced with today, 

operating hundreds of individual hardware and software systems with little or no interface, 

minimal heterogeneity and costs running rampant. Project teams are isolated and capabilities 

are thinly spread, with consultants and suppliers mantling the latest wave of ICT. ""Most IT  

organizations are amazingly complex and have individual initiatives that are like independent 

countries, each with its own business applications, technologies, cidture, data definitions, and 

orientation'' (Feld and Stoddard, 2004: 76). The underlying aim must be simplicity; simplify 

ICT systems and align ICT with an organisation’s overarching goals and objectives. It was 

shown by Plazaola et al. (2008) that strategic alignment levels can improve with the 

development of the enterprise architecture meta-model. This requires a systematic approach to 

continuously assess and reflect organisational changes that can impact on future levels of 

strategic business and ICT fusion.

2.4.2.4 ICT Service Delivery

The level o f system functionality is an aspect of strategic alignment in which business and 

senior management can play a lead role when decisions have to be made about system 

reliability, responsiveness, and data accessibility because these system characteristics come at a 

cost (Feld and Stoddard, 2004). For some organisations (aviation, financial, healthcare etc.), 

such decisions can be self-evident in that no level of service or functionality can be spared, 

however this is not the case for every organisation. Decisions concerning system downtime or 

levels o f system responsiveness can have a major impact on the cost o f investment. Making 

decisions about such characteristics can be the difference between making an ICT investment 

prohibitive or affordable (Feld and Stoddard, 2004).

2.4.2.5 ICT Capabilities

Organisations that combine ICT-related resources to create a unique ICT capability were 

proven to yield superior performance against a matched set of organisations (Bharadwaj, 2000).
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There is evidence to suggest that “/ r  capability does indeed have a sustained impact on firm  

performance” (Santhanam and Hartono, 2003: 149). Under the resource-based view (Barney, 

1991), organisations can develop ICT capability to create and sustain advantages from ICT 

investments (Duliba et al., 2001). In two significant ways, Santhanam and Hartono (2003) 

found support for the resource-based view in developing ICT capability: (i) the average profit 

ratios of organisations that have superior ICT capability are higher than the average profit ratios 

of all other organisations in the industry; and (ii) the average cost ratio of organisations that 

have superior IT capability are lower than the average cost ratios o f all other organisations in 

the industry. 55% of the ICT budget makes up investment in the fusion of ICT, business 

processes and human resources which provides the ICT infrastructural capability. ‘̂‘Enterprises 

building appropriate infrastructures have faster times to market, higher growth rates, and more 

sales from  new products'' (Weill et al., 2002: 58). In essence, strategic alignment should be 

concerned with making ICT capability investments in the present that will support the 

organisational strategies of tomorrow.

An approach to centralising and standardising ICT capabilities can leverage strategic benefits 

by way of making available ICT expertise enterprise-wide, negotiating large cost effective 

contracts, and facilitating common practice o f global business processes (Feld and Stoddard, 

2004). A standardised approach to develop ICT capabilities, while often the most cost effective 

approach by way of capitalising on business synergies, can also mitigate autonomy at the level 

of strategic business unit to adapt local capabilities in preference of specialist or client 

requirements. Senior management should play a lead role in decisions about such crucial trade

offs. Furthermore, it requires continuous assessment, weighing up and balancing choices about 

corporate standards, ICT infrastructure, and data standards (data definitions, data interface, data 

views etc.) can impact greatly on flexibility, complexity, responsiveness and cost (Feld and 

Stoddard, 2004).

2.4.2.6 Governance Mechanisms

ICT governance is comprised of the organisational structures and processes that ensure an 

organisation’s ICT will maintain and extend the organisational strategy and business objectives 

(ITGI, 2003; Van Grembergen et al., 2004). “/ r  governance specifies accountabilities fo r  IT- 

related business outcomes and helps companies align their IT  investments with their business 

priorities'" (Weill and Ross, 2005: 1). The level of strategic alignment effectiveness is higher 

when organisations apply a mix o f mature ICT governance practices (De Haes and Van 

Grembergen, 2009). Based on empirical findings, De Haes and Van Grembergen (2009) 

identified ten important ICT governance practices. These include: (i) established ICT steering 

committee; (ii) CIO membership of steering committee; (iii) portfolio management; (iv) ICT 

budget control and reporting; (v) ICT strategy committee at board level; (vi) ICT leadership; 

(vii) strategic information systems planning; (viii) ICT project steering committee; (ix) CIO
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reports to CEO; and (x) project management methodologies. Good governance practice is 

enabled by embedding a culture that promotes relational mechanisms and baseline practices 

towards effective day-to-day operations.

It was discovered by Ross and Weill (2005) that organisations with a centralised approach to 

ICT governance were top performing in terms of profit and those with a decentralised approach 

were top performers by way of innovation and growth. Organisations with a hybrid approach 

seek to mediate between the demand for higher profit, growth and innovation. Even though the 

findings conclude that no simple formula exists for implementing ICT governance to strengthen 

control, “thoughtful governance design can help firm s deliver on their strategic objectives'"’ 

(Weill and Ross, 2005: 2).

2.4.2.7 Data Standards

Organisations now have the capability to collect data from multiple sources (Enterprise 

Resource Planning, Customer Relationship Management, Point o f Sale etc.). For the most part, 

no transaction or exchange takes place without leaving a mark for the record. For organisations 

to make sense o f the mass data collected and stored: “companies must present it in standard 

formats, integrate it, store it in a data warehouse, and make it easily accessible to anyone and 

eveiyone" (Davenport, 2006: 106). The tenn ‘business intelligence’ (BI) is often associated 

with competitive analytics. BI tools enable organisations to extract, transform and load data for 

analysis and then report in logical sense-making formats. On this basis alone, organisations are 

becoming aggressive analytical competitors. A good deal of ICT resources are dedicated to 

develop quantitative processes such as: refining ICT systems that produce transaction data; 

develop standardised data definitions for all major processes; making data available in 

warehouses; reviewing, selecting, and implementing analytical software; and constructing the 

hardware and communications environments essential to facilitate an enterprise-wide BI and 

data analytics capability (Davenport, 2006). Organisations should move cautiously to develop 

data standards as any sudden shift could be disruptive (Ross and Weill, 2002).

2.4.2.8 Investment and Evaluation

The ICT investment portfolio posited by Weill and Broadbent (1998) provides a categorisation 

mechanism to classify ICT investments by way of infrastructural; transactional; informational; 

and strategic. Organisational benefits can be categorised and assessed on the basis o f their 

contribution to each portfolio element (Mirani and Lederer, 1998). Organisations identified as 

being highly aligned were found to invest most in infrastructural systems but less overall than 

those found to be lowly aligned (Breyne et al., 2005). Furthermore, highly aligned 

organisations invest more in informational and strategic ICT compared to organisations that 

exhibited lower levels o f strategic alignment.
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Strategic benefits can be classified to consider competitive advantage, congruence and 

customer relations. Informational benefits lead to improvements in the areas of accessibility, 

quality and flexibility. Transactional benefits consider the dimensions o f communications 

efficiency, systems development efficiency and business efficiency. It was shown ""there is a 

synergistic coupling between strategic alignment and IT  investment with firm  performance'' 

(Byrd et al., 2006: 308). Accordingly, the real value from strategic alignment is in leveraging 

the organisation’s ICT investment vis-a-vis increased revenues and profits without making 

additional ICT investments. Rather, the emphasis is placed on raising the level of strategic 

alignment until it becomes necessary to invest in additional ICT resources. Strategic alignment 

moderates between ICT investment and organisational performance to leverage real benefits.

The evaluation of ICT investments is more complex than merely determining the benefits 

through use o f traditional accountancy frameworks, though they help. “It is the intangible and 

nonfinancial benefits, together with indirect project costs that complicate the justification 

process'" (Irani, 2002: 11). The magnitude of socio-teclino variables cannot always be 

quantified in financial terms. Based on empirical findings, Irani (2002) proposed that any cost 

and benefit analysis must consider the strategic, tactical, and operational benefits assessed 

against a range of financial and intangible cost and benefit factors. However, empirical analysis 

corroborates that a robust business case can impact positively on the level of alignment and 

organisations with the highest levels o f alignment apply the following range of analytical 

techniques: cost-benefit analysis; return on investment; total cost ownership; economic value 

add; net present value; real options analysis; balanced scorecard; and activity based costing 

(Breyne et al., 2005). Furthermore, strategic alignment impacts are temporally bound in that 

positive effects in one year do not necessarily translate into fixture years (Schwarz et al., 2010).

2.4.2.9 Risk Management

When ICT is deployed for strategic purpose, the operational risks become plentiful. Some 

known risks include technical glitches, obsolescence, service outages, unreliable vendors or 

partners, security breaches, even terrorism (Carr, 2003). The scale o f risk has risen as more 

organisations transition from operating tightly controlled, proprietary ICTs to running shared 

and distributed ICT systems that pose the potential for greater threat vis-a-vis disrupting or 

paralysing an organisation’s ability to function effectively. Nevertheless, ""few companies have 

done a thorough jo b  o f  identifying and tempering their vulnerabilities'’’ (Carr, 2003: 48). 

Strategic alignment aims to identify and exploit opportunities for ICT to generate real value for 

organisations but the process must also consider potential vulnerabilities. Alongside exploiting 

strategic opportunities for ICT; the potential for threats to existing strategic advantage and 

those in the future vis-a-vis ICT enablement must be assessed and safeguarded against.
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The issue o f ICT security and privacy is an important consideration in determining the level o f 

protection needed against interruption or theft. Comprehensive security measures can be costly 

and onerous and for some organisations, this is a much greater issue than for others. 

‘‘‘'Unfortunately, the risk management methods used in most enterprises are unable to cope with 

the complexity o f  IT  risks, leaving the enterprise vulnerable to costly IT  ‘surprises'"' 

(Westerman, 2005: ID). By making risk a core management consideration will help to ""make 

better decisions about how they balance the needs fo r  strategic change and operational 

resilience'" (Westerman, 2009: 109).

2.4.3 Strategy Context and Alignment

It is considered appropriately wise for strategists to adapt the strategy process and strategy 

content to the situational context in which strategy is being framed (De Wit and Meyer, 2002). 

Two prevalent perspectives on the power of strategy context are known: (i) determinist; and 

(ii) voluntarist. The detenninist holds the view that choice-making is limited and that process 

and content are subsequent features of contextual conditions out of the strategist’s control. The 

voluntarist perspective posits that strategists have a much greater hand in setting their own 

direction, that strategists can influence and change contextual circumstances. Strategic 

alignment can be disrupted by contextual factors such as political in the form of regulatory 

changes, business vis-a-vis market conditions or supply chains, or social factors such as 

consumption habits or security issues etcetera. Alignnient of the strategy process and strategy 

content must constantly adapt to changing situational circumstances. The strategic alignment 

themes of: strategic foci and organisational performance, strategic fit, and e-govemnient are 

presented next from a contextual perspective.

2.4.3.1 Strategic Foci and Organisational Performance

The theme of ‘information for knowledge work, customer satisfaction and business 

performance’ is ""the big idea fo r  the field"  (Bacon and Fitzgerald, 2001: 55). It is the 

underlying theme around which all other ICT themes revolve. In the context of strategic 

alignment, the ultimate purpose is to exploit ICT towards enabling ‘the big idea.’ Effective 

strategic alignment enables leveraging ""unique business competencies, merge companies, 

restructure industries, and facilitate global competition" (Chan et al., 1997: 125) by way of 

identifying opportunities that can lead to the realisation of greater ICT-enabled business value.

A measurement instrument developed by Chan et al. (1997) was used to assess the 

organisational strategic ICT orientation by gauging four core components: (i) realised business 

strategy; (ii) business performance; (iii) ICT effectiveness; and (iv) realised ICT strategy. The 

findings indicated that organisations with ""high IS  strategic alignment are better performing 

companies'" (Chan et al., 1997: 142) but no single best way was identified. It was discovered 

that ""IS support fo r  analysis was linked least to IS  fo r  performance; IS  support fo r  action and
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IS support fo r  anticipation were associated with more valuable IS  contributions to 

organisational effectiveness'" (Chan et al., 1997: 142). The authors contend that congruence 

among the various dimensions o f strategic alignment is essential, especially for organisations 

located in information-intensive industries (e.g. healthcare).

A number o f studies have investigated the impact o f strategic alignment on organisational 

performance by assessing the level o f fit against two well established business strategy 

typologies: Market Leadership Strategy (Miles and Snow, 1978), classified by prospector, 

analyser, defender and reactor (Croteau and Bergeron, 2001; Gupta et al., 1991 \ Sabherwal and 

Chan, 2001); and the Value Discipline Model (Treacy and Wiersema, 1995) based on 

operational excellence, customer intimacy, and product leadership (Breyne et al., 2005; Oh and 

Pinsonneault, 2007; Silvius, 2010; Tallon, 2007-8). The Value Discipline typology parallels 

closely with Porter’s (1985) competitive strategy analysis technique.

Strategic alignment assessments o f fit with the market leadership strategy model (Miles and 

Snow, 1978) found that organisations classified by prospector types were shown to improve 

organisational performance through the effective deployment of ICT initiatives that support 

responsiveness to market changes and innovation (Croteau and Bergeron, 2001). The major 

challenge for prospector organisations is to integrate fully because of the high number and 

diverse nature o f ICT applications (Gupta et al., 1997). Organisations classified as analyser 

types also proved to be effective users of ICT. Strategic alignment focused on the deployment 

of ICT to minimise risk and maximise growth through the introduction o f competitive services 

and products, but unlike the prospector, analyser profiles are seldom first to market (Sabherwal 

and Chan, 2001). Essentially, analyser organisations aim to minimise the risk associated with 

new ICT while maximising the opportunhy for profit (Gupta et al., 1997). Organisations 

classified by defender were found to focus on operational efficiency, stability and economies of 

scale. This form o f strategic positioning showed a low correlation between strategic alignment 

and organisational performance given that defender organisations seldom perform external 

searches for new products and services, and prefer to make few radical adjustments to 

structures and processes (Sabherwal and Chan, 2001). Defender organisations are able to drive 

operational efficiency “by developing a single core technology that is highly cost efficient and 

by intensive planning orientated toward cost and other efficiency issues^' (Gupta et al., 1997: 

407). Finally, organisations o f the reactor type were found to have a weak or negative 

correlation with strategic alignment. In fact, no form of strategic orientation was evident among 

such organisations (Croteau and Bergeron, 2001). In effect, reactor type organisations do not 

use ICT strategically and have little or no experience in the practice o f strategic management 

(Gupta, etal., 1997).
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As determined by Breyne et al. '^most organisations invest in projects that keep the 

organisation running"" (2005: 20). The study analysis had shown that highly aligned 

organisations focused their ICT investments on strategic priorities that impact positively on 

current or future competitive position. Lowly aligned organisations make ICT project 

investments that maintain organisational operations by pursuing legally- or board-mandated 

investments. The findings revealed that the majority o f 641 participant organisations from 

seven European countries adopt a strategic aligrmient orientation to support a contextual 

backdrop where ‘‘‘'more than ha lf the participant companies (54%) have a business strategy 

defined as ‘customer intimacy'"' (Breyne et al., 2005; 11). Organisations that focus on the 

customer were found to pursue an ‘essential’ ICT strategy (45%). In this sense, strategic 

alignment is geared towards the customer and ICT development is concentrated on customer 

service, flexibility, and responsiveness. Organisations focused on managing cost (27%) vis-a- 

vis low price strategy based on process optimisation were found to take a conservative (40%) 

approach to ICT development. The remaining 19% of organisations pursued a product- 

leadership strategy supported by an ‘innovative’ approach (15%) to ICT development. In this 

sense, strategic alignment orientates a focus on high-quality, innovative products and services, 

and a fast time-to-market whereby performance effects were found to be at the ^^cutting-edge o f  

innovation and uses IC T as a competitive weapon" (Breyne et al., 2005; 15).

The research by Tallon (2007-8) advanced further understanding o f the value discipline for 

strategic foci by examining the effects of strategic alignment on organisational performance 

where it was shown that ^"alignment is critical to firm  performance but these effects are 

ultimately reflective o f  the locus o f  alignment” (Tallon, 2007-8; 253). Essentially, the author 

argues that strategic aligrmient cannot have the same meaning to all organisations insofar as 

differences exist in terms o f strategic foci. It was proven that organisations tightly aligned to 

critical processes in support o f the strategic focus realise higher ICT business value. Weak 

alignment may be observed for peripheral processes not deemed critical but this does not 

impede the organisation’s ability to realise high ICT business value. Overall, Tallon’s findings 

revealed that

alignment is strongly associated with IT  business value across the entire value 

chain but, more importantly, the primary locus o f  IT  business value (the point in 

the value chain where IT  impacts are highest) is that process or processes that are 

seen as essential to the successful execution o f  each business strategy

(Tallon, 2007-8: 253).

This form of inquiry contrasts significantly with past strategic alignment research in that it went 

beyond the traditional organisation-level to focus specifically on the process-level. The findings 

revealed that all organisations want tight strategic alignment but not necessarily the same
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profile of strategic alignment as determined by the distinction between critical and peripheral 

process-level value chain activities. The study results indicate that strategic alignment is a key 

form of differentiation among customer-intimate and product-leadership organisations. 

Significant competence was observed in managing supplier relations, production, and 

operations to better improve the effects from ICT-enabled mass customisation or innovation. 

Organisations seen to differentiate based solely on low cost by way of operational excellence 

grounded in efficiency and standardisation fail to realise any great ICT business value. Since 

operationally-excellent organisations typically do not invest significantly in value chain areas 

such as product and service enhancement, sales and marketing or customer relations but instead 

focus on supplier relations or operations as the path to differentiation, the challenge is in that 

customer-intimate and product-leadership organisations can steer the strategic ICT orientation 

towards lowering costs and driving operational efficiencies too. Therefore, tight strategic 

alignment made by operationally-efficient organisations is perhaps done with the aim of 

survival rather than that o f strategic differentiation and may explain why strategic alignment is 

a universal source of generating ICT business value for all organisations (Tallon, 2007-8).

The findings made by Silvius (2010) revealed a distinction between inward- and outward- 

looking ICT strategy perspectives. It was discovered that an inward-looking approach to 

strategic alignment perceived ICT as an enabler for business processes providing mainly an 

internal impact in driving efficiency gains. In contrast, an outward approach viewed ICT as the 

stimulus for business innovation by way o f differentiating with the competitive landscape to 

source a key marketplace advantage. It was discovered that ‘'"the company with the innovative 

IT  strategy scored a distinctly higher alignment capability than the company with the essential 

IT  strategy'" (Silvius, 2010: 130). The author contends that a more progressive ICT strategy is 

best suited to realise higher strategic alignment. In somewhat contrasting terms, empirical 

findings made by Oh and Pinsonneault (2007) indicate that strategic alignment orientated 

towards a cost reduction strategy generates more immediate benefit. Conversely, organisations 

focused on strategic alignment with an orientation towards revenue growth find it more 

difficult to execute and extract gains. The implication for aligning ICT with growth-oriented 

strategies is to ensure comprehensive planning toward strategy execution.

2.4.3.2 Strategic Fit

The notion that there is no single best way to manage an organisation towards delivering high 

performance was posited by Burns and Stalker (1961). Essentially, no "‘'strategy is universally 

superior, irrespective o f  the environment or organisational context'' (Venkatraman, 1989b: 

424). This belief endorses the concept of the contingency theory which shares the ‘‘‘'underlying 

premise that context and structure must somehow f i t  together i f  the organisation is to perform  

w e ir  (Drazin and Van de Ven, 1985: 514). According to Porter (1980: 1985), organisational 

performance vis-a-vis- competitive advantage is a function of its ability to organise, perform,
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and coordinate discrete activities to build greater customer value. Accordingly, the 

organisation’s value-chain “w an interdependent system or network o f  activities connected by 

linkages" (Porter, 1990: 41). Strategic alignment can be described as making choices about 

linkages insofar as “strategic f i t  recognises the need to make choices that both position the firm  

in an external marketplace as well as decide how to best structure internal arrangements o f  the 

firm  to execute this market positioning strategy’’’’ (Henderson and Venkatraman, 1991: 72/73). 

Strategic fit is not a singular event but a continuing process that concerns all aspects of 

organisational structure and management processes (Bartlett and Ghoshal, 1998). This requires 

consistent and reinforcing practice in order to maintain competitiveness, develop flexibility, 

facilitate learning, legitimise diversity, manage complexity, and build commitment (Rondinelli 

et a i ,  2001). The concept o f strategic fit is concerned with the validation of issues among 

business scope, distinctive competencies, and business governance. Functional integration 

focuses on consistent endorsement and reinforcement o f management functions and actions.

Even though many organisations respond quickly to changing external conditions, the outcome 

can result in misalignment, leading to a potentially damaging performance unless the 

challenges are tackled with a strategic response. It is noted that “problems usually arise 

because the responses are not and cannot be integrated into a coherent strategy'" (Fuchs et al., 

2000: 118). This is a consequence o f organisational neglect to consider the degree of strategic 

fit between the long-term direction, product market focus, and execution capabilities. It was 

shown that successful organisations “had a more comprehensive strategy — one based on all o f  

the elements necessary fo r  success. They also had the ability to align all o f  those elements so 

that they worked together in support o f  core strategy^' (Fuchs et al., 2000: 121). From a 

strategic aligrmient point of view, the notion of fit can refer to a number of areas including: the 

degree to which business strategy is shared and supported by the ICT strategy (Reich and 

Benbasat, 1996); the degree of fit among business strategy, ICT strategy, business 

infrastructure, and ICT infrastructure (Henderson and Venkatraman, 1993); harmony between 

ICT and an organisation’s goals and activities (McKeen and Smith, 2003); application o f 

appropriate ICT in a timely manner and in a such a way that is congruent with the business 

strategy, goals and needs (Luftman and Brier, 1999); management of ICT mirrors management 

o f the business (Sauer and Yetton, 1997); degree of coherence between realised business 

strategy and realised ICT strategy (Chan and Huff, 1992); and the business and ICT working 

together to reach a common goal (Campbell et al., 2005). While their meaning might be clear, 

how exactly the notion of fit leads to higher strategic alignment remains ambiguous (Chan and 

Reich, 2007a). Nevertheless, what is made explicit is that strategic alignment effectiveness is 

dependent on organisational members working congruently and focused on all of the essential 

elements to realise the organisational mission.
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2.4.3.3 E-Government

As more governments around the world increasingly embrace new opportunities to digitalise 

and automate organisational processes, recognition is growing for the need to strategically align 

innovative e-govemment services with the needs and priorities o f citizens, constituencies, and 

various government agencies (Dawes and Prefontaine, 2003). However, the benefits realised 

from ICT investments to support e-govemment initiatives have been ambiguous and frequently 

questioned (Ault and Gleason, 2003). Crittenden et al. (2004) contend that government 

organisations will continue to struggle with the level and style of management action necessary 

to produce the desired outcomes. Consequently, ""the business-technology aligtmient in effect 

represents a critical challenge to managers/administrators in both public and private 

organisations'' (Hsu et al., 2006: 1091).

A number o f findings were discovered by Hsu et al. (2006) from studying e-govemment 

initiatives by comparing the level of strategic alignment across some 3,319 government 

agencies in Taiwan. Organisational performance vis-a-vis strategic alignment was found to be 

effective through outsourcing arrangements which facilitated greater efficiency and knowledge 

exchange. Furthermore, outsourcing arrangements supported higher alignment between local 

agency mission and national government policy. Moreover, outsourcing enabled greater 

implementation flexibility to adjust and adapt to changing circumstances. Govemment entities 

favouring a strong strategic business orientation were found to have more resources available to 

expend on strategic alignment and often, outsourcing was a favoured arrangement in support of 

developing strategic ICT priorities. Overall, govemment agencies in favour of outsourcing ICT 

development were found to be more effective. In contrast, govemment agencies that pursued a 

strategy of self-development or adoption were found to perform least effectively well (Hsu et 

al., 2006). Given the fast pace of increase in govemment-to-govemment (G2G) and 

govemment-to-business (G2B) initiatives, greater understanding is required to address the 

various political, technical, operational and economic motivations of constituents (Gil-Garcia 

and Pardo, 2005). Furthermore, sponsors of G2G and G2B systems need to establish new 

governance and communication mechanisms to support complex collaborative efforts 

(Fedorowicz et al., 2009).

2.5 Agenda for Further Inquiry

This section elicited a set o f potential themes upon which to frame further inquiry into the 

strategic alignment construct based on the identification of research gaps observed from the 

literature review. A high-level outline of the potential opportunities for further research is 

presented next.

First, it is widely accepted that the process to align business and ICT strategies requires the 

involvement and participation of multiple organisational sources. A study focused on further
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inquiry into the various organisational levels would yield insight into the nature of practice as 

enacted by practitioners as part o f the process so to better understand the synergistic effects of 

various organisational groups. Second, the process of knowledge sharing helps to stimulate 

intellectual and social capital. Activities such as bonding, linking and bridging support its 

development. Greater insight into the underlying generative mechanisms that enable such 

activities would be helpful to identify how organisations practice building trust among 

practitioners and the tools and techniques that aid knowledge sharing. Third, one of the ongoing 

challenges facing organisations in aligning business and ICT strategies is to distinguish 

between tactical vs. strategic, and short-term vs. long-term ICT development. For example, ICT 

managers in many organisations are responsible for ICT portfolios potentially comprising 

hundreds o f projects. It would be insightful to learn how organisations set about to distinguish 

the nature o f truly strategic ICT development over the pressing demands for day-to-day support 

and development. Fourth, building an enterprise-wide mind-set requires the engagement of 

multiple stakeholders. It would be helpful to understand how relevant stakeholders are 

identified and how such a process is governed so to ensure the right people are involved and 

fully engaged. Fifth, strategic alignment is essentially focused on the development of ICT 

solutions in line with business priorities in support o f the organisational mission and is 

therefore concerned with improving organisational performance and outcomes. It is contested 

that many ICT management groups are not outcome focused but business management teams 

are. Therefore, learning about how effective ICT management teams build a results-orientated 

ethos among ICT structural members would generate strong interest. Sixth, shared ownership 

and accountability were shown to be characteristics of high alignment. Learning about how 

business and ICT management teams work together in high performing organisations where 

alignment o f business and ICT is tightly linked would provide more understanding about the 

measures to create end-to-end accountability. Seventh, strategic alignment requires the ability 

to visualise and see into the future. It would be informative to know what form of visualisation 

techniques are used by ICT and business managers as part of the aligimient process. Such a 

study could consider the strategic thought process vis-a-vis cognitive thinking among multiple 

sources. Eight, linkage is a fundamental tenet of the strategic alignment construct. Greater 

understanding about how ICT and business managers map the development of strategic ICT 

capabilities aligned to critical business processes to determine the necessary distinguished 

competencies could be of immense value. Ninth, the implementation activity was shown to 

require comprehensive planning and action to realise the aims and objectives. It was found that 

organisations often fail to deliver at the implementation stage. With this in mind, gaining 

insight into the various organisational practices that support effective business change and 

transformation vis-a-vis ICT would highlight the important aspects for consideration in 

managing the development and implementation o f integrated strategies. Tenth, in terms of 

developing ICT solutions to support and enable long-term business viability vis-a-vis the

51



allocation o f scare resources, insight into a long-term strategic alignment process would reveal 

the complex decision-making choices about trade-offs over ICT investment towards 

sustainability and performance. The penultimate theme pertains to the alignment of multi-level 

business and ICT strategies at the business, fiinctional and corporate level. Given that strategy 

drives structure and ICT is the stimulating force for change, it would be informative to learn 

about how strategic intent is coordinated and integrated across multiple boundaries, structures, 

levels and processes. Finally, a study focused on the process to align business and ICT 

strategies and the roles enacted by ICT middle managers in public service organisations could 

potentially provide new insights into the construct given that no such study has before 

investigated this opportunity. Therefore, this particular research opportunity is elaborated on 

further in more detail.

90% of the empirical research into the strategic alignment construct has focused specifically on 

investigating private sector organisations. Many of these were large corporates across a range 

of industries. Although a small number of studies (5%) had conducted inquiry specifically into 

public service organisations, there is scope here to make a contribution that hitherto, has largely 

gone unnoticed by comparison to private sector research.

The components identified by Rockart and Scott-Morton (1984) which consist o f strategy, 

structure, ICT, management processes, and individuals and roles were each shown to play an 

important part in realising high levels o f alignment. In terms o f individuals and roles, much of 

the research to date has been mostly concerned with the role of senior management. 

Furthermore, a good deal of research has indicated that there is an important role for ICT and 

business managers to enable an effective alignment of business and ICT strategies, but no study 

has focused specifically on exploring the roles of ICT middle managers.

A good deal o f empirical research has studied the construct from the viewpoint that strategic 

alignment is linear, rational and measurable by way of analysing it as an end-state outcome. 

Some scholars have contested this viewpoint, describing it as overly objective and mechanistic 

as fails to capture the messy nature o f strategic alignment (Chan and Reich, 2007a; Ciborra, 

1997). Such analysis o f ICT-enablement is described as viewing ICT as a docile enabler and 

lacked consideration for the socio-technical aspects (Ciborra, 1997). Chan and Reich (2007a) 

called for more inquiry into the construct from a process-oriented perspective. Therefore, to 

account for the strategic behaviour o f ICT middle managers, a process approach would 

elaborate on the various strategic activities at this level.

Based on the above, the study explored the roles of ICT middle managers in aligning business 

and ICT strategies in public service organisations. The approach considered the call for more 

process-orientated research that could provide insight into the social aspects by way o f role 

enactment. Correspondingly, based on the research gap identified, the research question is
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designed to investigate: "’How do IC T middle managers engage in the alignment o f  business 

and IC T  strategies in public service organisations?^'

2.6 Conclusion

From the early 1980s on and as the development of ICT quickened pace, organisations sought 

to develop the ICT capability for strategic gain. This gave rise to the strategic alignment 

construct whereby organisations set out to match strategic ICT development with core business 

priorities. The challenge in aligning business and ICT strategies had proven to be a complex 

issue for most organisations and has persisted as a critical ICT management concern ever since, 

running on three decades now. A number o f reasons were presented that described the different 

organisation and management challenges that were found to impede the alignment of business 

and ICT strategies.

It was shown that the components o f strategy, structure, ICT, management processes, and 

individuals and roles must be congruent insofar as there is a logical fit between these elements 

in support o f an organisation’s core mission. In an attempt to facilitate and better enable 

congruency among these components; many prescriptive model designs emerged with the aim 

to guide higher levels o f business and ICT strategic alignment. For those organisations that 

have succeeded in aligning business and ICT strategies, realised benefits have come in the form 

of higher revenues, lower costs, enhanced competitive position, locked-in customers and 

suppliers, and new innovations vis-a-vis products and services. Nevertheless, despite thirty 

years o f scholarly inquiry into the strategic alignment conundrum, no more than 15% of 

organisations claim to be highly aligned by way o f generating real business value (Shpilberg et 

al., 2007). Those organisations that struggle to align business and ICT strategies (85%) find 

themselves either within the maintenance zone or alignment trap (Shpilberg et al., 2007) faced 

with many practical challenges insofar as they are looking for solutions in all the wrong places 

(D’Souza and Mukheijee, 2004).

An overview of the construct was presented by using the strategy management framework of 

process, content, and context. This particular framework is suited to address real-life 

organisational strategic problems and given that the alignment o f business and ICT strategies 

has persisted as an issue for thirty years, the framework draws out many of the inherent 

challenges. The process dimension helped to shed light on the strategic activities, roles and 

timelines in aligning business and ICT strategies. The content dimension described the core 

elements deemed essential as part of an effective alignment process. The context dimension 

dealt with the features of strategic foci and organisational perfomiance, strategic fit, and e- 

govemment. The framework provided a holistic overview of the core features of the strategic 

alignment construct as they relate to the ‘how, who, when, what, where and why’ in aligning 

business and ICT strategies.
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The chapter set out an agenda for further inquiry into the strategic alignment construct by 

offering a series of sustainable initiatives considered worthy of an investigative pursuit. The 

initiatives were noted based on identifiable gaps detected from the review o f scholarly 

literature. An identifiable gap in the literature led to the framing of the particular research 

question for this study that inquired into: “//ow  do IC T middle managers engage in the 

alignment o f  business and IC T strategies in public service organisations?” The next chapter 

reviewed the roles o f middle managers in organisations with a particular focus on strategy- 

making to glean insight into the potential contributions made by ICT middle managers when 

aligning business and ICT strategies.
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Chapter 3

Roles of Middle Managers in Organisations and Strategy-making
"'History may be divided into three movements: what moves rapidly, what moves slowly and what

appears not to move at all.'"

Femand Braudel (1902-1985)

Foremost French Historian, leader of the Annales School and precursor to World Systems

Theory.

3.1 Introduction
It was highlighted in Chapter 2 that the roles of ICT middle managers in strategic aligimient had 

received little attention by way of scholarly research. Insofar as traditional types of ICT planning 

lacked the involvement o f organisational users and that structures, processes, capabilities and 

relationships are central to attaining high levels o f interconnectedness, this chapter sought to 

leam about the roles of middle managers in organisations and strategy-making. The purpose of 

which was to identify the strategic contributory potential for ICT middle managers and to shed 

light on the related forms of strategic role enactment. The chapter is organised around the 

relevant aspects o f middle managerial work in organisational practice and strategy-making. The 

focus o f the research question was to explore: “How do IC T middle managers engage in the 

alignment o f  business and ICT strategies in public sei-vice organisations?'' The question was 

specifically interested in the roles of ICT middle managers in ICT strategy-making in public 

service organisations. Therefore, the chapter reviewed perspectives from both private sector and 

public service contexts.

The chapter is set out so as to yield a gradual understanding for the meaning and role o f middle 

manager. A review of definitions for middle manager is covered in Section 3.2 and an 

operational definition was chosen. In Section 3.3, an evolutional perspective on the roles of 

middle managers in organisational practice is presented. This section also reviewed the nature of 

middle managerial work and addressed perspectives around the social, economic and political 

implications. The roles in organisational practice are presented in Section 3.4. The strategic 

significance o f middle manager roles is made clear in Section 3.5 against the backdrop of six 

core themes. The themes were identified by distilling scholarly findings so to describe the roles 

o f middle managers in strategy-making and consist of: co-creator; intrapreneur; champion; 

collaborator; change-agent; and implementer. Key observations about the roles o f middle 

managers in strategy-making are presented in Section 3.6 which shaped the features of an agenda 

for further inquiry. The chapter concluded with final comments in Section 3.7.
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3.2 Definition of Middle Manager

Popular expressions of the tenn ‘middle manager’ can have immensely broad meaning 

(Mintzberg, 2009; Stewart, 1976). The term can pertain to an agglomeration o f managers besides 

the most senior and junior managers -  such as specialists, professionals, and experts- but often 

such people manage no-one other than themselves. Traditionally, middle managers have been 

defined as “a level o f  management in an organisation or business consisting o f  senior 

supervisory sta ff in charge o f  the detailed running o f  an organisation or business and reporting 

to top management" (Willcocks and Griffiths, 2010: 177).

There is also margin to distinguish the term from a practical research orientation to that o f the 

more scholarly tradition. For example, Osterman (2008) chose to develop an operational 

definition by restricting his research study to only include participants who managed a team of 

people or who managed a set of team leaders. All were salaried, held a University degree and, 

more often than not, were on some form of management development programme. From a 

scholarly perspective, middle managers “occupy positions between the strategic apex and the 

operating core o f  an organisation" (Mintzberg, 1989: 98/99). Focus is further shaipened by 

defining who not to include insofar as middle management ''‘'rules out top-level management and 

first-line supervisors" (Dutton and Ashford, 1993: 398). Further expansion on middle 

managements’ position within the organisational hierarchy shows that consideration could be 

given to mean "‘'any manager two levels or more below the CEO and one level above line 

managers" (Huy, 2001: 73). Middle managers, according to Rainey (2009), are described as 

holding positions below corporate vice presidents or major division and department heads. “/« 

government, this would include those below assistant secretaries or major bureau heads, such as 

managers in GS13 — 15 positions in the [U.S.] federal government" (Rainey, 2009: 177). 

Moreover, Mintzberg restricts the term to include ‘'^people who both report to manager(s) and 

have other managers reporting to them" (2009: 111).

The operational definition of middle manager applied in this study was taken from Huy (2001), 

Mintzberg (2009), and Osterman (2008). Middle manager referred to "any manager two levels or 

more below the CEO, above the level o f  junior manager, reports to manager(s) and has other 

manager(s) or team-leaders reporting to them.’’ In an Irish public service context, the role of 

Secretary General holds the most senior management position. Arguably then, any management 

role below that of the Assistant Secretary level (Rainey, 2009) qualifies within the parameters of 

the operational definition. However, within the public service there are multiple CEO positions. 

At the organisational level within the Irish health system, CEO is the most senior management 

position and holds executive authority to lead and direct organisational activity, aided by a level 

of senior management with executive responsibility for functional and business interests and who 

report directly to the CEO. It is those management position(s) below this senior management 

level for which the operational definition holds interest (i.e. not report directly to the CEO).
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3.3 Evolutional Overview of Middle Management

3.3.1 The Evolving Role of the Middle Manager

This section provided an evolutionary perspective on the role of middle manager in 

organisations. It outlined four key transitional periods that transcended time from the begirming 

of the twentieth century up to the present day. Each period described a fundamental change to the 

nature o f the role.

In the early part o f the twentieth century, technological advancements enabled low cost 

production of goods. For organisations to capitalise on this opportunity, it was necessary to set up 

marketing, sales and distribution systems to capture market share and process high volume, 

essentially a strategy based on economic scale. To develop this type of organisational system 

required management but, according to Chandler (1977), the management role was further 

extended to coordinate the marketing, production and distribution functions o f expanding 

organisations. The middle manager ‘‘"was the key actor that facilitated the remarkable growth and 

efficiency o f  the American economy^ (Osterman, 2008: 18).

The second stage can be traced to the creation of the modem corporation. This type of 

corporation came about with the rise of the multidivisional organisation. The organisation was 

focused on multiple product lines under one group of senior managers. The senior management 

role was concerned with planning and resource allocation and to execute on such plans required a 

central management function (Osterman, 2008). Middle managers emerged as the source of 

growth and efficiency in the multidivisional organisation. Chandler described organisations such 

as General Motors and American Tobacco during the 1920/30s era of American enterprise and 

claimed that managers both in the centre of the organisation and in divisional units provided the 

stimulus for economic efficiency. The middle manager role and purpose was described as 

“ ‘Project program managers, ’ 'market program managers, ’ ‘interface managers, ’ and 

‘scheduling managers ’ [which] all helped to facilitate flows o f  material, funds, and ideas through 

the enterprise" (Chandler, 1977: 463). From Chandler’s point o f view, middle managers were the 

heroes that facilitated organisational growth and efficiency in that tasks o f  middle

management were entirely new. Middle managers had to pioneer in the ways o f  modern 

administrative coordination’’̂ (Chandler, 1977: 411).

In contrast to Chandler’s version of the middle manager as Miero’, an alternative perspective 

emerged around the mid-1980s. This third stage of management evolution portrayed middle 

managers as dysfunctional layers o f bureaucrats. Management capitalism had paved the way for 

top-heavy management structures that were overly compensated based on perverse incentive 

structures and focused on empire building. To encapsulate this view, Tom Peters stated I  a 

middle management basher? Yes. Are most o f  the people who attend my seminars middle

managers? Yes. Why do they come? Beats me"’’ (cited in Kunda and Ailon-Souday, 2005: 204).
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The state o f middle management in organisations was described by Peter Drucker as ‘̂'overstaffed 

to the point o f  obesity" (cited in Gordon, 1996: 50/51) and seen as wasteful overhead. This view 

was supported by Hammer and Champy who declared that “frontline managers embrace 

incrementalism because they can act i?jcrementally without exceeding the range o f  their vision’’’’ 

(1993: 78). This stream of negativity towards middle managers led to an era of organisational 

restructuring resulting in mass layoffs at the middle management level. The business 

reengineering movement, as espoused by Hammer and Champy (1993), became very popular and 

“widely used to justify the elimination o f  middle management positions’’’’ (Osterman, 2008: 29).

Following the era of downsizing vis-a-vis the delayering o f top-heavy bureaucratic management 

structures, the fourth stage emerged at the beginning o f this century. Organisations introduced 

game-changing rules that transformed the organisational landscape for middle managers, such as: 

dismissal of poor performers; compensation transformation (pay for performance); streamlining 

of structures and operations; greater cooperation; nimble decision-making; systems for 

identifying high performing managers and structuring leadership groups; lower job security; 

changed nature of work based on shifting patterns of success; reconfigxiration of careers; 

perpetual change at the middle managerial level; and trust-responsibility relationship between 

organisation and manager (Osterman, 2008), meaning “everyone has some skin in the game’’' 

(Palmisano, 2007: 67).

The nature of middle management work which had lasted for more than fifty years (1920/30s- 

1980s) changed significantly in response to a world of less stability, more uncertainty and greater 

risk. Middle managers today perform and compete in a transnational business environment that is 

concerned with finding the right skills mix based at the right cost and performing the work where 

it is done best. In contrast to the social science literature that views middle managers as ‘victims 

and pawns’, others “believe that the new organisational architecture fundamentally changed the 

nature o f  middle management fo r  the better’’’’ (Osterman, 2008: 39). In terms o f changing for the 

better, Osterman contends that organisations today offer middle managers greater opportunity for 

career development and growth, more responsibility for career ownership, access and freedom to 

express creativity, and openings to discover new boundary-less roles not permitted heretofore.

3.3.2 Work Perspective

As the role o f middle manager evolved over the last century, so too have perspectives on the 

nature of middle management work. During the 1950s, Mills described middle managers as “the 

cog and the beltline o f  the bureaucratic machinery i ts e lf ... and such power as you wield is a 

borrowed thing. Yours is the subordinate’s mark, yours is the canned talk ... you are the servant 

o f  decision, the assistant authority'’’ (1956: 80). This description distinguishes between senior and 

middle managers. Middle managers assume their authority and direction from senior managers 

and hold responsibility for guiding and overseeing the actions of organisational members. The
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description infers that such authority is only tem porary and there is little room for deviation from 

senior m anagement decision-making and direction. M ills went on to claim that the middle 

manager is “alM>ays som ebody’s m an’’’ (1956; 107) and this was made more clear by W hyte who 

held the view that middle managers “are not the workers, nor are they the white-collar people in 

the usual, clear sense o f  the word. These people not only work fo r  the organization. The ones I  

am talking about belong to it as well. They ... have left home, spiritually as well as physically, to 

take vows o f  organizational life'" (1956: 3). This perspective illustrates that middle managers had 

in fact become part o f  the organisational fabric.

The era o f downsizing, delayering and restructuring that took o ff in the m id-1980s changed the 

nature o f  the relationship between middle m anager and the organisation. Some organisations with 

as m any as seventeen layers o f  hierarchy (Osterman, 2008) deemed it necessary to delayer and 

restructure, this left a lasting impact on the faith o f the m iddle manager vis-a-vis insecurity and 

layoffs. “Job apprehension has intruded everywhere, diluting self-worth, splintering fam ilies, 

fragm enting  communities, altering the chemistry o f  workplaces, roiling political agendas, and 

rubbing salt on the very soul o f  the country" (Uchitelle and Kleinfeld, 1996:3). This led to the 

corrosion o f  m iddle management character even though they were described “as the motor o f  the 

organizational machine, or the heart, brain, and other vital organs o f  the organizational body, 

whose jo b  it is to keep all the other parts go ing’" (Martin, 1983: 30).

M iddle managers are responsible for achieving the organisation’s core aims and objectives by 

‘greasing’ the organisational wheels and making it function (Osterman, 2008). Several key 

themes associated with ‘greasing’ organisational wheels were identified. These include: 

responsibility for internal and external team  management; acting as the transm ission belt between 

the top and bottom  organisational levels; and making day-to-day choices and trade-offs that 

escape senior m anagement attention and are critical to organisational performance. Osterm an’s 

sense o f the middle m anager can be com pared with M intzberg’s view o f  the ‘Queen B ee.’ The 

‘Queen B ee’ holds the system together in being ‘the spirit o f  the hive’ -  “not the managers on 

top but those in the centre’’" (M intzberg et al., 2010: 61). Accordingly, m iddle managers are 

central to attaining this level o f organisational sophistication through the application of 

managerial experience (craft), insight (art), and analysis (science) (Mintzberg, 2004).

3.3.3 Social, Economic and Political Implications

Over the last two decades, a shift in the relationship between m iddle and senior managers has 

come about. This is attributable to a change in present corporate attitudes. On a social level, 

managers feel less certain about their relationship w'ith senior management and consequently, 

“loyalty has taken a big hit’’" (Osterman, 2008: 126). This is mainly in response to managers 

feeling that their jobs today are at greater risk, much more so than 20 or 30 years ago. M anagers 

are more cautious o f their employers and treat them with a degree o f scepticism. W hile managers
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do not feel alienated by their employer or show anger against them, their sense of commitment, 

enthusiasm and loyahy to the organisation is conditional. Where middle managers could once be 

described as ‘organisational men and women’, today virtually ""no-one is o f  the corporation’’’’ 

(Osterman, 2008: 127). The risk of losing their managerial position has created higher 

psychological separateness between the middle and senior levels.

Beyond the economical challenge o f market forces that gives rise to insecurity o f job tenure, 

there is also an issue about trust. Middle managers hold a strong sense of inequality between 

themselves and senior management. The perception held by many middle managers is that senior 

management are concerned with ‘feathering their nest’ at the expense of the rest o f the 

organisation (Osterman, 2008). Such an imbalance generates a shared perception among middle 

managers that senior management is self-dealing.

At a political level, what makes the relationship more tenuous with senior management is the 

lack of opportunity for middle managers to progress their career in joining the senior ranks. 

Middle managers are finding the path to career advancement more difficult and problematic. 

Jackell (1988) speaks o f the political dynamic that enabled rising stars to senior ranks to take 

with them their partisans from the middle. This no longer seems to hold true, extending the 

vacuum between the middle and senior levels and making it more difficult for middle managers 

to identify with. More organisations are hiring externally to fill senior management positions; the 

conveyor belt approach to develop middle managers so they travel to the top no longer seems as 

evidently entrenched in corporate behaviour. The once familiar sense of identity that instilled an 

element o f class solidarity between the middle and senior levels has been removed. Middle 

managers are no longer cut from the same cloth in that there is “«o loyalty, only a pure cost-to- 

benefit calculus’’' (Osterman, 2008:14).

3.4 Roles in Practice

Arguably, middle managers are responsible for monitoring on behalf of, and reporting to, senior 

managers (Lassen et a i, 2009). But as organisations seek to become more flexible and agile, 

more responsive to the environmental complexities and marketplace challenges, they are seeking 

to adopt more dynamic ways to organise (Floyd and Wooldridge, 2000). Subsequently, the role 

of middle manager has grown in importance by responding with more creative, responsive, and 

innovative ways to tackle the growing competitive and environmental challenges (Pettigrew et 

al., 2003). Senior management are tasked with responsibility for providing an organisational 

setting that enables all employees to collaborate, innovate and excel in their roles (Hamel, 2009). 

Thus, it can be argued that it has now become the responsibility o f middle management to 

balance the ideas, initiatives and activities emerging from the organisational resources and talent 

made available.
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3.4.1 Roles in Organisational Practice

Middle managers are described as ‘craft workers’ in that they are strongly dedicated and 

committed to the actual work itself (Osterman, 2008). The middle manager faces new tasks and 

challenges on a daily basis that constantly present new problems to solve. The essence o f craft 

work is o f a higher order. Middle managers must hold a comprehensive understanding o f the 

principles guiding their discipline so to adapt and overcome whatever obstacles or challenges 

may cross their path.

In the course of day-to-day practice, a number of core themes describe the daily activities of 

routine work. These include: team management, communication conduit, day-to-day choice- 

making (Osterman, 2008). Additional activities include: boundary management (Mintzberg, 

2009) and organisational learning (Costanzo and Tzoumpa, 2008). A high-level description of 

these activities is presented next.

Team Management

The extent o f middle management involvement with teams has two sides: (i) managing internal 

processes to ensure effective functioning o f teams; and (ii) acting ambassadorial to other teams 

(Osterman, 2008). Activities to manage internal processes include: skill assessment, member 

selection, priority setting; and problem-solving. Behaving ambassadorial is more to do with the 

rising level o f inner and outer integration and subsequently, boundaries are becoming more 

unclear (e.g. customer involvement in product development). In meeting the challenges of 

organisational and technological complexity and heightening customer demands, the middle 

manager practices team management by mediating between teams to facilitate and overcome 

multiple dimensions o f irmer and outer complexity.

Communication Conduit

Middle managers are the conduit tlirough which information flows from the top to bottom (and 

vice versa) in an organisation. "'The manager does not leave the telephone, the meeting, or the e- 

mail to get back to work - these contacts are the work"' (Mintzberg, 2009: 26). The range of 

issues that middle managers have to contend with has broadened. They fmd themselves dealing 

with people and issues coming from many directions. Managing in the middle means being 

available to all organisational parts and, in some cases, this means at any time of the day or night. 

The middle manager can fmd themselves inundated with information, ‘like rain pouring in’, but it 

is at this level that information passes to address issues, communicate decisions and make 

recommendations (Mintzberg, 2009).

Choices and Trade-offs

Organisational delayering and restructuring has resulted in fewer managerial levels. 

Subsequently, senior management responsibility for core activities such as agenda setting and 

shaping organisational direction (Kotter, 1982) has been partly divested to middle managers.
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Middle managers "'’make resource-allocation decisions that are central and strategic, though they 

do so at a lower level with much less visibility’’'’ (Osterman, 2008: 71). Middle managers today 

find themselves making decisions spanning different interests meaning they decide about trade

offs. Key decisions about what is important along with the central issues form the basis for 

deciding about trade-offs that centre on quality, timeliness, and complexity. In contrast with older 

general management literature, parallels can be found between general management activities 

then and middle management activities today (Osterman, 2008). Arguably, middle managers are 

the key ingredient holding organisations together, referred to by Chandler as ‘the glue’ that keeps 

it together.

Boundary Management

Boundary management is the work of interacting with other parts of the organisation. The 

challenge for middle managers is that it so often requires significant and subtle relationship skills 

to engage effectively. Middle managers find themselves communicating and interacting with 

others outside their group or specialist area. The work of an effective middle manager can 

sometimes mean managing on the edges -  ""the boundaries between the unit and its context -  is a 

tricky business: eveiy unit has to be protected, responsive, and aggressive, depending on the 

circumstances" (Mintzberg, 2009; 80). Managers control a boundary or interface (Sayles, 1979). 

Middle managers who engage in boundary management activities show wider organisational 

membership networks (Carroll and Teo, 1996) that can be described as exchange relationships 

(Homans, 1958) or as reciprocating relationships (Kaplan, 1984). Mintzberg describes middle 

managers as ""external linkers as much as they are internal leaders'' (2009: 73). The work of 

boundary management includes practices such as networking, representing, conveying and 

convincing, transmitting, and buffering, to link together the web of managerial relationships both 

inside and outside o f the organisation (Mintzberg, 2009).

Organisational Learning

Middle managers play one of two roles in the transfer of knowledge (Asllani and Luthans, 2003). 

The explicit knowledge manager is engaged in processes that facilitate the generation, 

codification and transfer of knowledge while the tacit knowledge manager provides the relevant 

forums for knowledge experts to interact whereby tacit management knowledge becomes a 

feature o f internalisation and socialisation (Constanzo and Tzoumpa, 2008; Nonaka, 1994). 

Further, it is proposed by Nonaka and Takeuchi that ""knowledge is created by middle managers 

at the intersection o f  the vertical and horizontal flow s o f  information within the company'” (1995: 

125). Moreover, middle managers ""should be able to identify the knowledge gaps and 

communication problems and bridge them’' (Costanzo and Tzoumpa, 2008: 155).

The role of middle manager to facilitate organisational learning through knowledge transfer can 

be practiced in multiple ways. Extracting tacit knowledge can be performed by coordinating and
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managing people through networking activities (Schaafsma, 1997; Gold et al., 2001). Middle 

managers practice knowledge-seeking behaviour when using personal networks to collect tacit 

and explicit knowledge when looking for insights, opinion and understanding (Davenport and 

Prusak, 1998). Therefore, the middle manager is central to the process of knowledge transfer by 

way of creating and providing new learning opportunities for the organisation (Constanzo and 

Tzoumpa, 2008).

3.4.2 Roles in Public Service Practice

The traditional role of middle manager in public service was to ‘‘‘̂ ensure that rules and 

appropriate procedures are followed'’' (Kelly et al., 2002: 10). However, a sizeable shift in 

bureaucratic thinking during the past two decades has seen public service organisations attempt 

to become more flexible and adaptable under recent concepts such as ‘new public management’ 

and ‘public value management.’ The aim of such concepts is to provide greater levels of 

economic efficiency, combined with a more responsive focus to meet the growing demands of 

public service user needs (Gobel, 2007). This paradigmatic shift in the management o f public 

service organisations has resulted in significant change for the role of middle manager. The 

modem role of middle manager can be described as to ‘'"help define and meet agreed performance 

targets and deliver objectives'” (Kelly et al., 2002: 10). Furthermore, under the concept of public 

value management, middle managers have an even greater role to play, one where the manager’s 

remit is now to “play an active role in steering networks o f deliberation and delivery and 

maintain the overall capacity o f  the system” (Kelly et al., 2002: 10).

In contrast to the role of middle manager in private organisations, there are mixed views about 

the role of the public middle manager. On the one hand, several attempts have been made to 

solicit differences between public managers from their private sector counterparts, both were 

found to be similar in profile (Schartau, 1993). The similarities appear to be growing more alike 

because both private and public organisations are under increasing pressure to reduce costs and 

increase productivity efficiencies (Schartau, 1993). On the other hand, Holmberg and Henning 

(2003) argue that private sector managers are required to take greater risks and practice with 

higher levels o f flexibility compared to public service managers. Furthermore, the authors 

contend that public service employees show higher levels o f dissatisfaction with their managers 

compared to the private sector. Schartau posits that public service organisations are more 

hierarchical in structure and the decision-making process is more cumbersome by comparison to 

private organisations. This results in higher levels o f administrative activity for public service 

managers by way of information overload, consumed with sense-making efforts to digest vast 

quantities o f information. Moreover, notwithstanding the fact that public service organisations 

are often found to be highly heterogeneous, middle managers were found to spend a great deal of 

time and effort ensuring that rules and instructions are adhered to and followed.
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A key difference between private and public organisations is shown to be that private 

organisations have clear goals to pursue whereas public organisations must consider the 

numerous needs of society (Holmberg and Henning, 2003). For this reason, along with the major 

challenges faced by public service organisations especially in the past two decades, middle 

managers are increasingly facing role conflict. Accordingly, Currie and Procter (2005) have 

called for greater development of public service middle managers. Furthermore, in an effort to 

address the lack o f scholarly attention afforded to what middle managers actually practice in 

local government and public service organisations, and drawing from their collective wealth of 

80 years o f public service management experience in the form of current and former middle 

managers, Morgan et al. (1996) argue that the work o f middle management is generic to the 

success of all government and public service organisations. The authors enumerate four core 

activities considered critical to the role of public service middle m anager- “interpret and 

represent their work unit’s interest; lend or secure assistance; develop organisational 

relationships; and leverage o ther’s time" (Morgan et al., 1996: 360). At first glance, this set of 

core activities might appear to resemble the role of private sector middle managers and to a large 

extent they do, but with some distinct differences.

Good Service

In contrast to the private sector, measuring the efficiency or effectiveness o f service or ‘good’ 

service is not currency denominated. Middle managers o f the public service play a role in 

negotiating and defining the nature and meaning o f ‘good’ service (Morgan et al., 1996). In this 

sense, the challenge facing middle managers is that public service often lacks objective criteria 

by which to define quality of service. Internally, there exists ambiguity between the senior and 

lower levels o f organisational hierarchy on the meaning and interpretation of ‘good’ service 

(Morgan et al., 1996). Furthermore, the public customer and service provider may define the 

essence o f ‘good’ service very differently. Often it is the middle manager’s responsibility to 

intervene, clearly articulating and communicating the nature and meaning o f ‘good’ service both 

internally to organisational employees and externally to public customers and government 

constituencies. In defining ‘good’ service, the middle manager’s role is in facilitating inter- 

organisational service standards and reading the community culture (Morgan et al., 1996).

Accountability

It is argued that “one o f  the chief differences between middle management in the public and 

private sectors is the role the form er play in dealing with a variety o f  accountability problems'" 

(Morgan et al., 1996: 363). The key differences in this regard between the role o f private and 

public middle manager stem fi'om differing systems of governance. The authors point to 

differences such as: making sense of multiple sources o f authority; acquiring the legitimate 

authority to act; accountability in the management o f inter-organisational boundaries; 

accountability in the management o f inter-jurisdictional boundaries; accountability for
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representing the organisation to constituency groups’ in balancing the trade-off between equaUty 

and efficiency; and accountability in balancing community needs. Thus, it is contended that 

public service middle managers play a crucial and decisive role in legitimising the work o f public 

authority.

Expanded Role Requirements

The most difficult challenge facing middle managers in public service is to increase efficiency 

and rationalise services through economic control mechanisms, adding more responsibility 

(Bergin, 2009). The capacity o f middle managers to change is regularly tested through frequent 

reorganisation (Bergin and Ronnestad, 2005). Middle managers were found to work under 

considerable pressure (Bums, 2007), having to satisfy the expectations of multiple stakeholders 

and consequently, role requirements have been enlarged. This situates middle managers in a role 

tasked with multiple obligations. The role o f middle manager in public service was found to 

change over time as it went from managing and steering others to managing oneself (Harding, 

2003). This was linked to educational development, management experience, and specialist 

competencies that evolve over time. Bergin (2009) asserts that management practice in public 

service requires the need for managers to reflect strongly, hold a high sense of self-awareness and 

evaluation, and to be greatly assertive and authoritative.

3.5 Roles in Strategy-making

One o f the earliest associations between the research literature and middle management 

involvement in strategy-making was made by Bower (1970). Up until this point, the conceptual 

belief was that senior managers were wholly responsible for decision-making on matters of 

strategic interest and that middle managers pursued a course of action aligned to senior 

management decisions and can be described as a top-down analytical process (Ansoff, 1965; 

Andrews, 1971; Chandler, 1962; Child, 1972; Porter, 1980; Hambrick and Mason, 1984). This 

model o f strategy-making is known as the ‘choice perspective’ with its intellectual roots 

embedded in economics and organisational theory (Wooldridge et a i,  2008). Under the top-down 

model, the process o f senior management decision making is concerned with central questions 

about how to formulate and implement strategic decisions that will lead to improvements in 

organisational performance. The role of middle manager under the choice perspective is limited 

to providing some level of input to the formulation process but for the most part, the primary role 

is to do with strategy execution (Floyd and Wooldridge, 2000).

Some 40 years ago now. Bower noted that middle managers “are the only men in the 

organisation who are in a position to judge whether issues are being considered in the proper 

contexf' (1970: 297/8). The role became more evident when Mintzberg (1978) introduced the 

framework o f ‘realised strategy.’ Mintzberg argued that drawing a distinct separation between 

strategy formulation and implementation neglects the true nature of strategy-making and that by
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doing so, creates a false impression on the degree of separateness between senior managers 

(decision-making) and middle managers (action). The concept o f realised strategy contends that 

the resultant outcome from strategy-making is, for all intents and purposes, a by-product of 

emergent middle management influence and deliberate senior management decisions (Mintzberg 

and Waters, 1985). Middle managers are considered key actors in the generation, mobilisation 

and application of organisational resources (Burgelman, 1983a; Kanter, 1982). Kanter states that 

'’'’middle managers have their fingers on the pulse o f  operation, they can also conceive, suggest 

and set in motion new ideas that [senior] managers may not have thought o f ' (1982: 96). This 

concept of strategy-making is seen as a ‘social learning’ process involving multiple actors with 

middle managers mediating between organisational boundaries in response to a continuously 

changing environment (Wooldridge et a i ,  2008).

Recognition o f the expanded role enacted by middle managers in strategy-making (Bower, 1970; 

Mintzberg, 1973: 1978) paved the way for future scholarly work. Beginning in the early part of 

the 1980s, scholars set about exploring the nature of middle management activity in strategy- 

making, specifically about how organisations involve middle managers in the process; how 

middle managers influence the process; and the particular roles they play.

3.5.1 Role Types

A review of the empirical studies on the roles of middle managers in strategy-making highlighted 

a number of role configurations. Four strategic roles were identified by Floyd and Wooldridge 

(1992) to explain the nature of middle management behaviour, these are: (i) championing 

alternatives; (ii) synthesising information; (iii) facilitating adaptability; and (iv) implementing 

deliberate strategy. Middle managers were described by Huy (2001) as radical change agents by 

practicing the roles of: entrepreneur; communicator; therapist; and tightrope artist. A set o f five 

leadership roles were identified by Thompson et al. (2008) that described the strategic role types 

as: (i) follower; (ii) champion; (iii) collaborator; (iv) listener; and (v) director.

By synthesising insights from the empirically-derived strategic roles shown above, it was 

possible to distil from the literature on strategy-making, a set o f tentative roles that capture what 

middle managers do in relation to strategizing. The tentative roles are general categories derived 

to present and describe the core activities practiced by middle managers in strategy-making and 

these consist of:

• Co-creator

• Intrapreneur

• Champion

• Collaborator

• Change-agent

• Implementer
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Each category can be described as mutually exclusive. The Co-creator is concerned with the 

involvement of middle management and senior management to generate relevant strategy 

content. The Intrapreneur fulfils the role by way of generating new ideas that can lead to new 

business areas. The Champion is focused on selling issues and influencing strategic direction, 

along with promoting and gaining support for particular organisational units. The Collaborator 

aims to rally support throughout the organisation to understand issues and promote ideas. The 

Change-agent is focused on providing support and guidance to facilitate some level of business 

transformation. The Implementer is largely concerned with the execution of strategic plans by 

way o f aligning organisational action with the planned direction. For the purpose of the literature 

review, the categories helped to shed light on middle manager roles in strategizing based on 

findings drawn from the extant literature and each role is described more fully next.

3.5.1.1 Co-creation

Strategy-making is a powerful tool in the hands of middle and senior management. ""Active 

participation in the process can contribute to middle managers ’ awareness o f  key principles, 

issues and goals" (Vila and Canales, 2008: 273). The study by Vila and Canales showed that 

over time, strategy-making is a process of co-creation between middle and senior management 

towards building relevance and commitment to the process. The change in strategic approach 

from the time when middle managers’ only contribution to strategy-making was to appease 

‘wishful thinking’ on the part o f the executive board, to that o f a new direction involving the 

extensive participation o f middle managers, leading to a ""sense o f  ownership, commitment and 

professional business culture among the f ir m ’s managers" (Vila and Canales, 2008: 278). From a 

senior management perspective, strategy-making is only relevant when it is co-created with the 

active and committed participation of middle managers. ""Great businesses depend on the talents 

o f  thousands ofpeople, not ju st one" (Mintzberg et al., 2010: 45).

Vila and Canales (2008) investigated a number of organisational strategic events that spanned 

nine years. Insight from the study provided a series of steps enacted by middle and senior 

managers. These can be viewed as a process o f co-creation involving the participation of middle 

and senior management levels.

a. Middle and senior managers work jointly to translate strategic priorities into

commitments made up o f strategic objectives outlining relevant actions and

commitments, resulting in middle management-ownership of strategic initiatives;

b. Senior management place great emphasis on the need for shared thinking about strategy.

Senior management focus on setting direction, creating flexibility and providing

contextual meaning. In turn, middle managers understand critical issues and by building 

a strong sense of shared thinking, middle managers help to generate core agreements. 

The extent o f middle management awareness and understanding of strategic aims also
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helps to guide action during implementation, especially when necessary to adapt to 

changing external circumstances;

c. Building a shared framework based on priorities and goals will aid common 

understanding between middle and senior managers. ^'What is internalised in the heads 

o f  people is more important that what ends up on paper’’’’ (Vila and Canales, 2008: 286), 

i.e. a shared framework o f understanding about the ideal of a future state;

d. The approach to strategy-making must be kept flexible and not overly focused on rigid 

plans and budgets. Strategic emphasis is captured by focusing on priorities and goals 

rather than strict plans. “The time invested in mulling over and contrasting alternatives 

not only produces better objectives and projects but also makes participants internalise 

the agreements reached’’’ (Vila and Canales, 2008: 286);

e. hivolving middle management participation in strategy-making can be viewed as a 

‘means-to-an-end.’ It enables middle managers to internalise the unique role each plays 

and to build their commitment towards and during execution; and

f  Middle management experience grows after a number of strategy-making efforts which 

fosters greater skill and knowledge in dealing with strategy-making. As middle 

management experience grows from continuous engagement, greater responsibility 

should be afforded so they can handle changing contextual conditions.

These empirical findings resemble what scholars, such as Mintzberg, Pascale, and Ghoshal 

contend about strategy-making. Strategy-making is a process of co-creation shared by middle and 

senior managers with the rest of the organisation. Middle managers are part of a larger social 

system and “their network positions and relationships with others influence their actions and, 

consequently, their strategic goals'" (Shi et al., 2009: 1453). Co-creation is based on the 

exchange and sharing o f knowledge, building consensus about core priorities, forming 

agreements to action, remaining mindful of changing conditions and maintaining flexibility at all 

times.

Adopting the view that strategy-making is a process o f co-creational efforts largely shaped by 

middle and senior managers; Thakur (1998) inquired into this further by exploring the behaviour- 

framing attributes (Ghoshal and Bartlett, 1994) that contribute to the convergence o f choices and 

actions o f individual managers. In order of importance, middle managers ranked discipline, then 

stretch, followed by support and lastly, thrust, as the set o f behaviours underlying their role in 

strategy-making. From the empirical evidence gathered, Thakur developed a framework for the 

role of middle manager in strategy-making based largely on a platform o f co-creational efforts 

led jointly by middle and senior managers. The key aspects are as follows:

a. Thrust is to challenge the dominant logic in the way that managers are conditioned to 

think and act on organisational decisions;

68



b. Challenge and change logic by instituting a forum for discussion providing middle 

managers with the opportunity to reflexively monitor on-going strategic events;

c. At the heart of strategy-making, the attributes of discipline, stretch, trust and support are 

all interrelated and must be present; and

d. An organisation’s core can only be strengthened when the psychological attributes of 

senior management are reciprocated by middle management towards discovering new 

ways of resource-creation and allocation.

The overall effect, according to Thakur, results in greater return on investments and rising market 

share for the organisation. Although it is accepted that organisations must be selective in 

democratising the strategy-making process, senior management should realise that co-creation is 

a process of engagement based on involvement and that middle managers have a major role to 

play. By reducing or even removing some or all o f the hierarchical constraints between middle 

and senior management in the form of cutting administrative hurdles, promoting flexible task 

designs and str-engthening lower level leaders’ em pow erm enf (Bruch and Walter, 2007: 722), 

middle managers may well be positioned to better exploit opportunities to demonstrate 

transformational leadership by way of charismatic and visionary action (Spreitzer et al., 1999).

3.5.1.2 Intrapreneurship

In an organisational context where middle managers are encouraged to support and develop 

diverse entrepreneurial activities, middle managers thereby assume responsibility for setting the 

strategic context (Burgelman, 1983b). Burgelman argued that the role of senior management in 

strategy-making is that of strategic recognition by ensuring that strategic activities are aligned to 

the strategic vision, i.e. determine the overall level o f entrepreneurial activity. The role of middle 

manager is to support the development o f strategic activities by '’"combining these with various 

capabilities dispersed in the f ir m ’s operating system, and by conceptualising strategies fo r  new 

areas o f  business" (Burgelman, 1983c: 1349). Burgelman suggests that strategic choices about 

the organisational approach to corporate intrapreneurship should be governed by a process of 

experimentation and selection" (1983c: 1360). The organisation’s capacity to undertake such a 

process is determined by the availability of middle managers who can conceptualise strategies for 

new business areas based on the results emerging from the autonomous strategic activities at the 

operational level. Middle management strategic agency is enabled when senior management 

show legitimacy for middle management efforts to experiment and develop autonomous business 

practices (Mantere, 2008). This warrants the enabling condition of trust and for senior managers 

to harbour trust in middle management, new opportunities aligned to changing environmental 

conditions can be identified and developed.

The role o f middle managers in strategy-making is such that it “resolves the contradiction 

between the visionary but abstract concepts o f  top management and the experience grounded
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concepts originating on the shop floor by assigning a more central role to middle managers'" 

(Nonaka, 1988: 9) and is referred to as ‘middle-up-down’ management. Middle managers focus 

on challenging all known product design paradigms, thus middle managers practise a critical role 

in the ^''process o f  abandoning the old and generating the new'" (Nonaka, 1988: 12). It was shown 

in the study of Honda that senior management grew increasingly aware o f the important role for 

middle managers in strategy-making. The relevance and meaning for middle management 

involvement was based on their ability to provide the context for integrating new ideas and 

concepts into the wider organisation. Middle managers create concepts and ideas about how to 

"’solve and transcend the contradictions arising from  the gaps between what exists at the moment 

and what [senior] management hopes to create'" (Nonaka, 1988: 9).

Middle management’s influence on strategy vis-a-vis intrapreneurship is considered in two parts. 

First, selectively align organisational capabilities with the external environment. Second, such 

aligrmient requires middle managers to be exposed to the demands o f the external constituents, 

and thereby in a position to recognise opportunities by way of divergent initiatives for the 

organisation to adopt and make part of the strategic direction (Floyd and Wooldridge, 1997). 

From the study o f Intel’s exit strategy out of the dynamic rapid access memory business, it was 

shown that in complex and dynamic environments, the “actions o f  middle-level managers that 

diverge from  official corporate strategy may signal important changes in external environment 

5e/ec//o7?” (Burgelman, 1994: 49).

Middle managements’ close proximity to frontline business (operations, employees, customers, 

etc.) enables them to have a strong sense of the problems and issues facing the organisation. 

However, sufficient distance is maintained from the frontline allowing middle managers to sense 

the big picture. This "’allows them to see new possibilities, both fo r  solving problems and fo r  

encouraging growth'" (Huy, 2001: 73). The study of middle and senior managers by Huy (2001) 

identified a number of middle management characteristics as distinct from senior management, 

such as functional area o f expertise, work experience, geography, gender, and ethnic background. 

Such diversity helps to provide a ‘fertile ground’ that gives rise to the inspiration o f new ideas 

leading to growth.

3.5.1.3 Champion

Championing occurs when middle managers attempt to influence the decisions o f senior 

managers and is described as being vital to organisational success. Middle “managers champion 

the needs o f  their unit, lobby fo r  its causes, promote its products, advocate on behalf o f  its values 

-  and just plain peddle influence fo r  it" (Mintzberg, 2009: 78). Middle managers act as the 

communication link for providing information to senior management along with transforming 

senior management views on strategic vision into new directions (Huy, 2001). Only middle 

managers have a complete sense o f the daily business and work realities while simultaneously
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m aintaining a strong grasp o f the big picture, the organisational vision (Floyd and W ooldridge, 

2000). At a time when management consultants (Bales, 1977; Gluck et al., 1980) and academics 

(Haspeslaugh, 1982) were encouraging organisations to recentralise the strategy-making process 

to the corporate centre, Bourgeois and Brodwin (1984) argued that this was a mistake and instead 

chose to advocate an approach to strategy-making that would encourage m iddle managers to 

come forward as champions o f new strategies. The fundamental tenet underlying the crescive 

approach is that o f  trust by way o f the CEO entrusting organisational resources to middle 

managers on the assumption that middle managers know and understand the strategic, 

operational and situational issues facing the organisation. Therefore, ' ' i f  he [CEO] is to exploit the 

fa c t  that they [middle managers] can see strategic opportunities which he cannot, he must allow  

them discretion in the commitment o f  resources'" (Bourgeois and Brodwin, 1984: 257). Such an 

approach places great emphasis on commitment and trust for getting things done and making new 

discoveries. Bourgeois and Brodwin contend that a next best strategy championed by someone 

capable and determined (middle manager) might well supersede an optimum strategy supported 

with only lukewarm feeling.

Involving middle managers in strategy-making serves to improve the quality o f  decisions; initiate 

and assess alternative courses o f action; and question strategic decisions made by senior 

managem ent (W ooldridge and Floyd, 1990). Empirical results found that both CEOs and middle 

managers believe in the need for middle managers to be involved in the strategy-making process. 

Middle managers felt that they are best positioned at the centre o f the organisation to "'propose, 

initiate and evaluate alternative courses o f  action'" (W ooldridge and Floyd, 1990: 238), as 

opposed to simply adopting the grand vision as developed by senior management. There is 

continuous discourse between vision and reality and m iddle managers need to develop business 

concepts and sound working practices that can be proven “ to solve the contradiction generated  

by naive romanticism and hard realism’’’’ (Nonaka, 1988: 18). The strategic role o f ‘cham pioning’ 

centres on influencing senior managers to alter their sense o f  strategic direction by providing new 

alternatives. The role is defined as "the persistent and persuasive communication o f  strategic 

options to upper management” (Floyd and W ooldridge, 1992: 155). M iddle managers collect and 

present information to key stakeholders and recommend strategic viable options for the 

organisation. M iddle managers can provide a wide range o f  alternatives (M antere, 2008) and 

senior management ‘refereeing’ (Bourgeois and Brodwin, 1984) is an important role that can 

impact on m iddle management agency towards promoting new alternatives.

Strategic championing vis-a-vis issue selling is a process by which middle m anagers "attempt to 

influence the identification phase o f  organisational decision m aking’" (Dutton and Ashford, 1993: 

399). The identification phase consists o f  issue identification and issue diagnosis and these were 

presented earlier in Chapter 2. The advantages o f  involving middle managers in the issue 

identification process include: informing senior management o f  the viewpoints o f those who are
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closer to the day-to-day operations; ensuring middle management are aligned and committed to 

the strategic direction by encouraging their contribution on important issues; and making it 

possible to expedite issues quickly by making them part o f the senior management agenda. 

Middle management championing behaviour can influence the organisational agenda by 

determining ‘what, when and how’ issues claim senior management attention (Hart, 1992).

It was shown by Thakur (1998) that each strategic event warrants distinct inputs championed by 

middle managers. Strategic input should be made by middle managers responsible for managing 

specific functional areas of the business. Middle managers have a role to play early on in the 

strategy process and their involvement should be based on demonstrable functional expertise and 

sound industry knowledge. Senior management responsibility is contained to monitoring the 

degree o f linkage between functional, business and corporate strategy (Thakur, 1998).

3.5.1.4 Collaboration

Collaboration is described as the intent to seek understanding and influence actions among peers. 

The ability of middle managers to collaborate so to ""build relationships, identify problems and 

shared interests, and provide each other with support and resources is vital to organisational 

success" (Thompson et al., 2008: 66/7). The process o f strategy-making involves two stages:

(i) conceptual stage; and (ii) implementation stage. Effective collaboration during both stages is 

critical to success. Middle managers are well situated to organise collaborative efforts that reach 

the organisation throughout. It was shown from Huy’s study that "‘'middle managers can spread 

the word and get people on board because they usually have the best social networks" (2001: 

76). Middle managers listen and collaborate with employees to gain a better understanding of 

issues and ideas. Middle managers are the ‘linking pin’ (Likert, 1961) between the top and 

bottom of organisational levels in that “’'’effective leadership communications is not a one-way 

stream o f  messages from top-to-bottom; messages must flow  uphill too. It is critical fo r  the leader 

to facilitate two-way communication, specifically allowing feedback in the form  o f  ideas, 

suggestions, and even dissent" (Baldoni, 2005: 2). This form of communication leads to the 

creation of trust between middle managers and employees (Thompson et al., 2008). The senior 

management o f Honda recognised the need for a high degree of information sharing as part of the 

strategy-making process and it was the role of middle managers to enact extensive collaboration 

across organisational levels. Effectively, middle managers are the ‘linking pin’ in orchestrating 

strategy-making efforts.

The findings by Ocasio and Joseph in their study of strategy-making at GE from 1940 to 2005 

revealed that ""the tight coupling o f  information and communication flow s across governance 

channels is critical to the overall integration and effectiveness o f  the strategic planning system" 

(Ocasio and Joseph, 2008: 248). The history of strategic planning at GE illustrates the process of 

strategy-making as a shared responsibility between middle and senior management. ""Decision

72



making channels that integrate participants from different organisational levels are 

consequential to achieving collective engagement in strategic planning activities'’’ (Ocasio and 

Joseph, 2008: 268). During G E’s history o f  strategic planning, the process o f  strategy-making 

always involved middle managers, no m atter how influential the central strategic planning 

function was during different periods o f the organisation’s history.

3.5.1.5 Change

The role o f  ‘facilitating adaptability’ (Floyd and W ooldridge, 1992) showed that middle 

m anagem ent behaviour can contribute to greater organisational flexibility in the form o f less 

formality, encouraging new approaches or reacting differently to changing situational 

circum stances, even sometimes in an unofficial capacity and unbeknownst to senior 

management. The role is defined as ‘'fo stering flexib le  organisational arrangements" (Floyd and 

W ooldridge, 1992: 155) leading towards a new or different outcome. The role practiced by 

middle managers in strategic change can be characterised as ""change intermediaries fu lfilling  

fo u r  inter-related roles during change implementation: undertaking personal change; helping 

others through change; implementing necessary changes in their departments; and keeping the 

business going"  (Balogun, 2003: 70). Balogun found that it is how middle managers interpret the 

change underw ay that will impact on their own personal change and that this is the key task for 

m iddle m anagers since this will inform many interrelated roles. M iddle m anagers’ understanding 

o f the m eaning o f change will impact on how to manage the change process, thus influencing the 

nature o f change adopted by teams, the business changes to be made, and the decisions made 

about how to keep the business operational during periods o f  radical change.

It was discovered by Huy that middle managers ""make valuable contributions to the realisation 

o f  radical change, contributions that go largely unrecognised by senior executives" (2001: 73). 

During times o f radical change it is not uncommon to find employee morale deflated and 

emotions running high which can in turn set-off anxiety and, i f  untreated can degenerate into 

depression and paralysis o f  any m ajor change initiative at an individual, team, group, or 

functional level. However, middle managers can ""do a host o f  things to create a psychologically 

safe work environment" (Huy, 2001: 77). They also ensure any personal sense o f dissatisfaction 

with senior management does not reach below their own level to that o f  their subordinates. In 

essence, middle managers ""shoulder substaiitial additional burdens during a period  o f  profound  

change" (Huy, 2001: 78). M iddle managers take responsibility for managing the chaotic nature 

o f  change processes and aim to maintain a tolerable level for teams, groups, and functions to 

continue perform ing effectively.
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3.5.1.6 Implementation

Wooldridge and Floyd (1990) identified that senior management visionary content and translated 

strategic aims are often met with middle management approval however, middle management 

concern centred on how to translate the intended strategic aims into tangible deliverables. 

Subsequently, Floyd and Wooldridge identified the role o f ‘implementing deliberate strategy.’ 

The role takes account o f implementing senior management plans by controlling organisational 

performance to deliver against expectations and is defined as ^'managerial interventions that 

align organisational action with strategic intentions’’’’ (Floyd and Wooldridge, 1992: 155). The 

empirical evidence had shown that the degree of middle manager involvement in deliberate 

strategy implementation was significantly higher than any other aspect o f the strategy-making 

process. This view was corroborated by Thakur who discovered that for senior managers the 

""most pressing problem was to implement the f ir m ’s strategic direction, and without the 

assistance from  their middle managers, implementation remained a persistent problem'" (1998: 

733). In Thakur’s study, senior managers viewed strategy-making as a process o f identification, 

formulation, implementation and evaluation, and middle managers were for the most part 

considered to be exclusively responsible for implementation. However, a consequence o f too 

much change is chaos. Therefore, ""middle managers allot considerable energy to finding the 

right balance" (Huy, 2001: 78). There is no ideal sense o f balance to determine those middle 

managers who will perform best at maintaining business continuity and simultaneously executing 

on strategy as some managers thrive on uncertainty while others favour continuity more. 

Essentially, middle managers can be described as ""problem solvers and they find relie f in 

figuring out how to make the whole messy thing work’' (Huy, 2001: 78). Middle managers 

motivate and inspire the troops (Hart, 1992), guiding employee participation and commitment 

towards the execution o f organisational goals. Organisational capabilities are directly aligned to 

strategic aims under the direction and influence of middle managers (Thompson et al., 2008).

Involving middle managers in all stages of the strategy-making process also lends considerable 

support to strategy execution. Vila and Canales (2008) highlighted the theme o f strategy-making 

relevancy when it comes to implementation, hivolvement in the fullness o f strategy-making helps 

middle managers to prepare themselves by way of altering their cognitive response in preparation 

for the necessary adaptations that will emerge at the implementation stage. ""Only when middle 

managers are able to confront their expectations over strategic issues with higher-level 

managers will they be able to change their mental schemes" (Vila and Canales, 2008: 275/6).

Four senior management agency enabling conditions to strengthen middle management agency at 

the execution stage were identified by Mantere (2008). The agency enabling conditions are:

a. Top-down objectives build continuity in work by narrating the thought process leading to 

organisational priorities;
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b. Top-down objectives are contextualised which help to guide middle management 

practice o f their day-to-day activities and decision-making about current issues;

c. Sufficient allocation o f resources to execute and deliver on top-down objectives; and

d. Senior managers show respect to m iddle managers.

M antere’s work had empirically proven that the implementation o f strategic priorities was subject 

to senior management role expectations enabling middle management agency. In order for 

middle managers to ‘walk the talk’, such top-down empowerment conditions were found 

essential to support middle managers to solve problem s and cope practically with implementation 

issues as they emerge. M antere observed that respect is bi-directional. M iddle managers respect 

the senior management agenda while senior managers simultaneously bow to the competency 

and knowledge o f  middle managers who take responsibility for making it happen.

Strategy execution can involve a high num ber o f  programme implementations at any given time. 

The role o f  the m iddle manager is to ensure that projects underway contribute to organisational 

performance. Programme management o f  executable strategic projects requires middle managers 

to identify "^bad projects, participate in a steering group and perform  administrative tasks, and 

aim for efficiency improvement through handling o f  issues, coaching o f  project managers and 

general improvement o f  organisational processes'” (Blomquist and Muller, 2006; 62). Middle 

managers should apply the practices o f high performing organisations and make these relevant to 

their own organisation’s environmental complexities. Such practices should include:

• Appropriate business planning;

• Project prioritisation;

•  Projects selected based on strategic importance;

•  Com municate level o f  project importance;

•  Apply suitable tools and techniques to collect and redistribute project information;

• Use similar reporting metrics for all projects; and

• Engage in face-to-face meetings for all decision-making.

W here good organisational practices are established, it was found that m iddle managers have a 

personal involvement in handling project issues, lead steering group meetings, identify poor 

perform ing projects, and constantly review progress (Blomquist and Muller, 2006).

3.5.2 Perspectives on Role Effectiveness

This section presents a range o f insights into the level o f  middle m anager effectiveness in 

strategy-making based on evidence gathered directly from the perspective o f  both senior and 

middle managers and highlights some contrasting beliefs.
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The thinking behind Honda’s senior management team to involve middle managers in strategy- 

making was that middle managers will design automobiles for their generation, leaving behind 

the organisation’s aging status. The senior management team took the view that '"human beings 

display their greatest creativity under pressure'' (Nonaka, 1988: 10). Senior management forced 

middle managers forward to participate creatively in strategy-making, although they maintained a 

loose power hold over the degree of their involvement. O f the twenty organisations examined by 

Wooldridge and Floyd (1990), senior managers attested to the meaningful strategic contributions 

made by middle managers in the form o f providing good solutions to well-defined problems.

The views of 56 senior managers on the behaviour of middle managers in strategy-making were 

collected by Thakur (1998). The following presuppositions were noted:

• Middle managers make repeated attempts to redefine functional, business and corporate 

strategies;

• Present tactical issues as strategic concerns;

• Use policies, not strategies, as refuge for missing deadlines and targets;

• Attempt to resuscitate rejected funding proposals; and

• Request additional resources to perform day-to-day tasks.

These findings indicated that senior managers are of the view that middle managers continuously 

use the strategy arena to advance their own territorial aims and ambitions. The fact that the 

middle manager mind-set concentrates on tactical rather than strategic aspects of organisational 

interest infers that not all middle managers possess strategic capability by way o f thought and 

understanding. Rather than influence organisational practice vis-a-vis policy, by way of 

advancing strategy to consider and reflect future practice, the middle manager mind-set tends to 

be consumed with how things are practiced today and not about how things could be done 

differently in the future. The continuous attempts made by middle managers to revamp funding 

proposals and to secure additional resources for day-to-day business along with missing targets 

also implies that middle managers are consumed with the daily activities. The notion o f long term 

planning to advance the organisational direction is considered far-fetched or not taken seriously. 

This is hardly surprising though given the much faster pace of the world today. Intel’s Andy 

Grove asserted that managers need “to develop a higher tolerance fo r  disorder'" and stay focused 

on running “a well-oiled factory'' and ail the while be "'mentally and emotionally ready fo r  

turbulence" and equipped to "'rein in chaos" (1995: 229). Overall, Thakur’s findings illustrate 

Mintzberg’s earlier point concerning the level o f psychological distance between middle and 

senior managers. The degree o f alignment between senior management decision-making and 

middle management action can at times appear to be wide apart. Consequently the alignment 

process is deemed to be intensely political on an ongoing basis. This seems particularly true in
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relation to decision-making about the allocation of scarce resources for both tactical and strategic 

purpose.

Certain qualities were uncovered by Nonaka (1988) that contribute to greater middle manager 

effectiveness in strategy-making. Middle management teams were found to perform well when 

team members held heterogeneous backgrounds, practiced in different functional areas, and 

portrayed different management styles. But importantly, all managers held one thing in common; 

enthusiasm for the work they practiced. Middle managers expressed a strong desire for strategic 

direction from senior management (Wooldridge and Floyd, 1990) and it was found that the 

number o f years working with senior management is often the best predictor of successful 

interactions and in dealing with risky situations (Schilit, 1987).

Middle managers were in agreement that competitive features such as cost, speed and quality 

must be synchronised, and voiced that integration was often more progressive when senior 

management exhibited the following features: younger than the current average age; willing to 

learn from, and interpret for others, the dynamics o f the competitive environment and 

product/market mix; unafraid to reveal any mental biases; and had held a short tenure of senior 

responsibility (Thakur, 1998). It was discovered by Huy (2001) that senior managers held on 

average four years of service compared to eight years for middle managers, thereby the latter 

better positioned by way of more extensive organisational networks.

Middle managers’ involvement in strategy-making is multi-directional in that they influence the 

process through their networks located up and down organisational levels. The level of middle 

manager commitment to strategy-making was found to correspond with the level of involvement 

in the process. Lower involvement corresponds with a lower commitment to strategy-making 

(Wooldridge and Floyd, 1990). However, involvement alone does not build commitment. Middle 

managers treat strategic decisions with a degree o f scepticism given the degree o f long term 

embeddedness. Strategic consensus by way of understanding and agreement does not necessarily 

translate to improved organisational performance. Building middle management commitment to 

support and overcome organisational uncertainty and resistance to strategic change is essential to 

making improvements vis-a-vis strategy execution. Middle managers adopt organisationally 

relevant approaches aligned to strategic intent, best determined by middle managers’ knowledge 

of employee mind-sets and the reporting relationships that prevail. Middle managers balance the 

conflicting tensions o f political and corporate interests (Raman, 2009).

The level of middle management influence on upper echelon decision-making about strategic 

choices was found to be more prevalent in low risk/return decisions and less so concerning high 

risk/return alternatives (Schilit, 1987). Upward influence was also found to be more eminent 

when addressing issues at the execution phase based on rational evidence. Successful upward 

influence is attributable to internal organisational conditions whereas failed attempts to influence
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senior management are often associated with the changing nature of the external environment. 

Organisations where middle managers practiced more routine and uniformed levels of downward 

influence with varied and changing patterns of upward influence were found to enjoy 

significantly higher levels o f organisational perfonnance (Floyd and Wooldridge, 1997). In 

contrast, organisations where middle managers practiced more uniformed and rigid approaches to 

upward influence report lower levels o f performance. Floyd and Wooldridge concluded that 

middle management influence on strategic choices follows a pattern of ‘ebbs and flows’ and 

often determined by the need to renew and develop organisational capacity and capability.

Middle managers in '''boundary spanning functions and managers with other organisational 

experience are more prone to provide new-to-the company strategic alternatives'’’ (Raman, 2009: 

72). It was determined by Floyd and Wooldridge (1997) that middle managers in boundary 

spanning roles exert greater upward and downward influence on strategic choices in contrast to 

middle managers confined to limited boundary spanning roles. It was also found that the length 

of middle management job tenure can positively influence downward. It was determined by 

Floyd and Wooldridge (1997) that 25% of middle managers practiced boundary spanning roles 

and though not generalisable, it infers that only a fractional element o f organisational middle 

managers are suitably positioned to influence strategic policy-making.

Scholars have noted contrasting viewpoints on the role o f the middle manager. One such view 

contends that middle managers are ""costly, resistant to change, a block to communication both 

upwards and downwards. They consistently underperform; they spend their time openly 

politicking rather than in constructive problem solving. They are reactionaiy, undertrained, and 

regularly fa il to act as entrepreneurs’’’’ (Scarborough and Burrell, 1996: 178). In contrast, 

Balogun argued that organisations continue to conceive middle management in purely 

operational terms, then they may fa il to draw on the strategic potential o f  the middle’’’’ (2003: 71). 

Furthermore, if  senior management do not involve middle managers to be part of the 

organisational strategic activities then they will fail to act responsively and become paralysed 

instead (Spreitzer and Quirm, 1996; Westley, 1990). Moreover, the recent attention given to 

flattening organisational hierarchies by changing middle manager roles and reducing numbers 

may well in fact make organisational dependency on middle managers even more crucial to 

survival (Newell and Dopson, 1996).

Senior management must heighten their awareness about the importance o f involving middle 

managers in strategy-making by way of providing them with opportunities to reflex and 

contribute to strategic events (Thakur, 1998). According to Thakur, senior management “must 

acknowledge that the role o f  a middle manager has unalterably changed from  a technocrat to a 

knowledge-based individual who is asked to do more with less’’’’ (1998: 739). It is those senior 

managers who recognise, respect and deal fairly with influential middle managers that will build
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strong and trusted alliances in support o f major strategic initiatives (Huy, 2001). Such an 

approach "^requires a top management style with an open mentality, true respect fo r  individuals 

and a willingness to invest in people’'" (Vila and Canales, 2008: 286). Organisations do not make 

strategy, people do (Kim and Mauborgne, 1998; Lovendahl and Revang, 1998), and ^''enabled 

agency in the fulfilment o f  their strategic roles enables better utilisation o f  middle managers as a 

crucial strategic resource” (Mantere, 2008: 312). Responsibility sits with senior management to 

recognise the potential of middle managers and to encourage greater role involvement in 

organisational strategy-making and not to find themselves in a situation whereby ""people who 

barely know M’h a t’s going on get rid o f  those who do''" (Mintzberg et al., 2010: 60).

3.5.3 Roles in Public Service Strategy-making

Despite the growing evidence for an enhanced role for middle managers in strategy-making, the 

management literature on public service has, for the most part, not paid heed in adding its support 

for an enlarged strategic role (Currie, 2000). Currie contends that ""middle managers can have an 

advanced role which has important implications fo r  policy-makers since potentially, middle 

managers add value" (2000: 21) and yet, it does not appear to happen.

It was determined by McGurk’s (2009) study findings that public service organisations place 

strong emphasis on agenda-setting and introducing change initiatives from the top-down rather 

than by placing any kind of special emphasis on a co-creational approach to involve middle 

managers in developing the wider agenda. McGurk points out that ""there was no evidence o f  

middle managers learning collectively to solve problems" (2009: 474) which goes to support the 

view endorsed by Lawler (2008) that ‘individualised leadership’ is the norm for many public 

service organisations.

Middle managers o f private sector organisations were found to demonstrate higher levels o f low 

and high risk influence on strategic choices when compared to middle managers of public service 

organisations (Schilit, 1987). Public service middle managers attributed 53% of failing efforts to 

organisational constraints compared to 31% of private managers. This confirmed Schilit’s 

hypothesis that upward influence is more prevalent in the private sector when compared to public 

service organisations.

In the context of management development for public service middle managers. Day (2000) 

asserts that public service organisations need to adopt a training orientation that supports middle 

management in the ""application o f  proven solutions to known problems" (2000: 584). Day 

described this form of management development as being steered towards strengthening 

collaboradve efforts between middle managers focused on “building capacity in anticipation o f  

unforeseen challenges" (Day, 2000: 582).
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Fronda and Moriceau (2008) highlighted the role of middle managers in stymieing a change 

initiative based on a study situated in the French public service. The strategic agenda was led 

from the top down and consequently, middle managers felt the proposed change initiatives were 

being imposed on them after having little or no involvement in developing the agenda. Further, 

the style of senior management communication with middle managers was found to be 

troublesome. It was discovered that communication between senior and middle management is 

challenged when both groups base their justification using contradictory frames o f reference 

(Bohanski and Thevenot, 2006). The unfolding events highlighted a number o f constraining 

issues which prevented middle managers from effectively dealing with the proposed change 

initiative: absence of sufficient management resources to support the needs o f operational 

management; lack of skills and training for operational management; organisational complexity 

and its bureaucratic history; and hierarchical weakness and lack of influence by middle 

managers. The study pointed to some fundamental reasons that contributed to the failure o f the 

change initiative. First, the level of mental and social distance between middle and senior 

managers was too great, holding back the diffusion of organisational innovation. Second, the rate 

o f change was too fast, causing organisational and individual chaos. Third, the level of 

motivation felt by middle managers was too low to drive and promote the major change initiative 

forward. Finally, attempts by middle managers to understand the underlying logic for the change 

initiative created a "‘‘culture shock'" (Fronda and Moriceau, 2008: 602) among managers and the 

organisation entirely. Middle managers can ""modify the implementation o f  deliberate strategy" 

(Currie, 2000: 21) by contesting strategy content as proposed by senior managers. It was 

empirically proven by Currie that elements o f deliberate strategy were not executed when middle 

managers considered the strategic plans as being unsuitable and insensitive to the organisational 

context.

Middle managers face conflict by virtue of their position between lower and senior organisational 

levels. This balancing act is made more profound given the different dimensions and expectations 

from their newly assigned status as public value manager. The challenge therein for public 

service middle managers is illustrated by a senior manager who contends that ""public value is not 

only about good intentions, but also about smart execution and this is the problem" (Meynhardt 

and Metalmann, 2009: 287). Senior management behave with a highly cautious approach towards 

encouraging or empowering the creative side o f middle managers.

When ""given a supportive organisational context, middle managers can undertake the necessary 

role transition to make a greater strategic contribution’’̂  (Currie and Procter, 2005: 1330). Under 

the new public management model to improve efficiency, curtail expenditure, and reduce 

bureaucracy and dependency on expert power (Pollitt and Bouckaert, 2000; Farrel and Morris, 

2003), some public service organisations have looked to the private sector for insight on 

appropriate models and practices (Haveri, 2006). Private sector models illustrate features such as
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innovation, creativity, and competency. In corporate envirormients, managers are known to 

demonstrate a spirit of entrepreneurship, be highly driven, motivated and responsible (Exworthy 

and Halford, 1999). In accordance with the new public management model, ''"the ideal manager 

type is one who visions, leads via ideas and example, and strives toward a goal'' (Viitanen and 

Konu, 2009: 109). Arguably, the traditional control approach over middle managers no longer 

prevails in public service and has been replaced by an approach that is both human and client- 

centred (Clarke and Newman, 2000).

A number of middle manager role antecedents to mediate over ‘dissensus’ were discovered by 

Currie and Procter (2005) from a study o f UK organisations. Such activities included: 

management development; utilisation o f middle manager expertise; power and influence, 

laterally and hierarchically; and the extent to which middle managers can make a valued 

contribution to the process. Consensus was reached between middle and senior managers by 

working together on particular projects and therefore, key stakeholder expectations converged. 

Further, senior management set clear parameters for middle manager strategic contributions by 

ensuring they were focused on saving money and improving service utilisation and performance. 

This type of approach aligned the middle manager role with government policy (i.e. new public 

management).

3.6 Agenda for Further Inquiry

The purpose of Chapter 3 was to build insight into the roles o f middle managers in organisations 

and strategy-making so to inform the research question about the potential contributions made by 

ICT middle managers in aligning business and ICT strategies in public service organisations. 

Having now reviewed the scholarly literature on the roles of middle managers in organisations 

and strategy-making, the research is more persuaded than ever about the merits for pursuing this 

particular investigation for the following reasons.

Strategic management is primarily concerned with relating an organisation’s activities to the 

environment so to effectively deliver on its long term goals and objectives (De Wit and Meyer, 

2005). Strategy-making is therefore concerned with the alignment o f strategies at multiple 

hierarchical levels (Mintzberg et al., 1998). Hence, the alignment o f business and ICT strategies 

is a multi-level process concerned with the degree o f interconnectedness at the functional, 

business, corporate and network level. Given this multi-level dynamic to strategizing, then it is 

hardly surprising to learn that great businesses are dependent on the talents o f many 

organisational members (Mintzberg et al., 2010). In relation to the role of ICT middle managers 

in aligning business and ICT strategies, this raises an interest about the level at which ICT middle 

managers contribute to the process. It is posited by Vila and Canales (2008) that middle and 

senior managers work jointly to translate strategic priorities into commitments whereby middle 

managers take ownership for executing on strategic initiatives. This implies that middle
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managers have a role to play at the functional, business and corporate levels o f strategy-making 

insofar as middle manager involvement relates to the identification of issues, development of 

solutions and coordination of resources to execute on business and corporate level strategies. 

According to Osterman (2008), the middle management impact on strategy is made at a lower 

level. The nature o f the strategic contribution made by middle managers is based on functional 

expertise (Huy, 2001). Middle managers with functional responsibihty and sound industry 

knowledge contribute to the process early on and at a later stage by way of execution (Thakur, 

1998). Therefore, it is strongly inferred that the development and execution o f functional strategy 

is the responsibility o f middle managers and in this sense, ICT middle managers have a central 

role to play at the functional level.

Middle managers were shown to have greater access and freedom to express creativity and are 

provided with more opportunities to enact boundary-less roles (Osterman, 2008). This is 

supportive of the ‘social learning’ mode. Middle managers mediate between boundaries in 

response to changing environmental conditions (Wooldridge et al., 2008) vis-a-vis wider 

organisational networks (Carroll and Teo, 1996). Mintzberg (2009) describes this like ‘rain 

pouring in’ as middle managers translate new infonnation to address issues, communicate 

decisions and make recommendations. Under the ‘social learning’ mode, middle managers have a 

much greater sense of ownership and commitment to the process that grows over time in 

response to continuous and expanded involvement (Vila and Canales, 2008). Conversely, in a 

public service context, there is little evidence to support the same level o f middle manager 

involvement in strategy-making and consequently, the level of impact is marginal by comparison 

(Currie, 2000; McGurk, 2009; Meynhardt and Metalmann, 2009, Schilit, 1987). The ‘middle-top- 

down’ approach (Huy, 2001) is compared to a ‘top-down’ approach (Ansoff, 1965; Chandler, 

1962) in public service. In fact, public service middle managers were shown to stymie strategy- 

making under this style of approach if  they considered any such change directed from the top as 

being unsuitable to the contextual realities (Currie, 2000; Fronda and Moriceau, 2008) in what 

can potentially be described as a ‘top-down-sideways’ approach. Hence, it can be argued that 

within a public service context, the ‘choice perspective’ o f strategy-making still prevails and 

consequently, middle manager influence on the process is greatly reduced as a direct result of 

senior management inhibition. This implies that the level of upward influence that ICT middle 

managers have in aligning business and ICT strategies concerning business, corporate and 

network strategizing is low and their involvement is potentially limited to strategy execution only 

at the functional level.

The range of psychological proximity between middle and senior management is a key feature of 

strategy-making. Only when the psychological attributes o f senior management are reciprocated 

by middle managers can an organisation’s core be strengthened (Thakur, 1998). This implies that 

effective strategy-making is highly contingent on the condition o f the relational dimension
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between middle and senior managers, and that psychological separateness between m iddle and 

senior managers in public service organisations is a lot higher compared to the private sector. The 

relational dim ension consists o f psychological attributes such as: awareness, influence and power 

(Bergin, 2009); mediation (W ooldridge et al., 2008); expectations and trust (Baldoni, 2005; 

Thakur, 1998; Thompson et al., 2008); accountability, legitimacy and authority (Mantere, 2008; 

M organ et al., 1996); commitment and understanding (Floyd and W ooldridge, 1997; V ila and 

Canales, 2008); flexibility and empowerment (Bruch and Walter, 2007); and inspiration (Huy, 

2001). This implies that under the ‘choice perspective’ o f  strategy-making, psychological 

separateness is higher by comparison to the ‘social learning’ philosophy and consequently, 

middle m anager strategic agency is greatly constrained in public service as a result o f high 

psychological distance. Furthermore, given that ICT middle m anagers can be described as a 

‘professional discipline’ (Thakur, 1998), the corporate interests o f  senior management can be 

found to be distinctly different from the interests o f  a professional middle management group 

such as ICT.

ICT enables large-scale transformation and akin to the sentiments expressed by Chandler, middle 

managers are the much needed stimulus to effectively create and deliver any ICT-change driven 

agenda. In this sense, even though strategy shapes structure, it is contingent on the flision o f  both 

ICT and m iddle m anagement stimuli. The role o f senior management is to m onitor the linkage 

between functional, business and corporate strategy (Thakur, 1998) and arguably, ICT m iddle 

managers are largely responsible for aligning business and ICT strategies at the functional and 

business level with little involvement from senior management. The extent to which ICT middle 

managers are encouraged to challenge public service tradition or to tlmist the underlying 

dominant logic in favour o f  strategic ICT option generation and selection towards new public 

managem^ent at an enterprise level will highlight the potential for its significance.

3.7 Conclusion

In Chapter 2 it was shown that the roles o f ICT middle managers in strategic alignment had gone 

unexplored. In continuation with this theme, the purpose o f Chapter 3 was to serve as a stepping 

stone to further enlighten the research question. The chapter reviewed middle m anager 

definitions from which the operational definition was developed. In this study, middle manager 

referred to ‘any m anager two levels or more below the CEO, above the level o f jun ior manager, 

reports to m anager(s) and has other manager(s) or team-leaders reporting to them .’

The review provided insight into the origins o f  the role dating back to the early twentieth century 

that facilitated the growth o f corporate America. As organisations introduced multidivisional 

lines, the role o f m iddle m anager expanded to facilitate the flow o f  materials, funds, and ideas. 

By the mid-1980s, the middle manager ‘hero’ had evolved to become the organisational ‘villain.’ 

This led to an era o f organisational restructuring and hierarchical delayering focused on
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removing layers from the middle. At the turn of this century, organisations recognised that 

middle managers made a valid contribution to strategy-making which led to the streamlining of 

structures, processes, leadership and the nature o f managerial work. But, as a consequence of 

changing environmental and competitive conditions, middle managers are perceived today as 

being less loyal and live with greater job insecurity than ever before. Nevertheless, they thrive in 

their respective areas of specialisation and profession.

Middle managers were found to practice a number of roles by way o f organisational routines that 

included: managing team members; being the communication conduit between levels; making 

choices and trade-offs; spanning organisational boundaries; facilitating the transfer o f knowledge 

through organisational learning; and all the while, carrying out these roles with high levels of 

uncertainty and stress. A great deal o f similarity is found between the roles o f middle managers 

in private and public sector organisations. Nevertheless, lines can be drawn on the issues of 

‘good’ sei'vice, governance accountability and expanded role requirements.

The dominant form o f strategy-making up until the early part of the 1970s was the ‘choice 

perspective’, led by senior management from the top-down. From the 1970s onwards, 

organisations began to involve middle managers in strategy-making under the ‘social learning’ 

mode. Middle managers were seen as the ‘linking pin’ (Likert, 1961) between the top and bottom 

of organisational levels. In linking levels together, middle managers became recognised for 

generating new ideas, mobilising resources, and moving between boundaries to influence the 

process. Six core categories were used to describe the roles o f middle managers in strategy- 

making and these were: (i) Co-creator; (ii) Intrapreneur; (iii) Champion; (iv) Collaborator; (v) 

Change-agent; and (vi) Implementer. Each category related to key activities enacted by middle 

managers in strategy-making. Further insights into the roles o f middle managers in strategy- 

making in public service were presented. An agenda for further inquiry spelled out key areas of 

interest to explore in relation to the roles o f ICT middle managers in aligning business and ICT 

strategies. Next, Chapter 4 reviewed the various philosophical perspectives and related research 

methods towards developing a suitable methodology to execute an exploratory study to inquire 

into the roles o f ICT middle managers in aligning business and ICT strategies.
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Chapter 4

Case-based Approach to Process-oriented Inquiry
’’‘'Personality is only ripe when man has made the truth his o w n ”

Soren Kierkegaard (1813-1855)

Prolific Danish Philosopher, Theologian, and Psychologist.

4.1 Introduction
The preceding two chapters reviewed the scholarly literature on the strategic alignment 

construct (Chapter 2), and the roles of middle managers in organisations and strategy-making 

(Chapter 3). The strategic alignment literature highlighted that managers have an important role 

to play in the process of aligning business and ICT strategies. In this sense, most empirical 

research heretofore had focused on the senior management level. Notwithstanding the under

represented nature of empirical inquiry into the roles of ICT middle managers in strategic 

alignment, the literature review on the roles middle managers in organisations and strategy- 

making had shown that middle managers have important strategic contributions to make. 

Therefore, the aim o f Chapter 4 is to review the various forms o f scholarly approaches aligned 

to the field of ICT management that will support and enable exploratory inquiry into: ""How do 

ICT middle managers engage in the alignment o f  business and ICT strategies in public service 

organisations?''" The key dimensions of the various methodological approaches to undertake 

rigorous empirical research are discussed so as to gradually erect the research ‘scaffolding’ 

(Crotty, 1998) that will facilitate such a study.

The chapter started with a review of the main considerations that underpin empirical research in 

Section 4.2 by providing insight into the philosophical, theoretical, paradigmatic and 

methodological dimensions that shape ICT management research. Each paradigmatic 

perspective contains its own set o f unique features and these are discussed in Section 4.3. 

Discovery by way of what went before is fundamental to scholarly research. A review of extant 

approaches to ICT management research along with findings as they relate to scholarly inquiry 

into the strategic alignment construct is presented in Section 4.4.

Following the review of ontological and epistemological traditions in ICT management

research, matched by corresponding paradigmatic points of view, the study decided on an

interpretive position to progress to the next stage of inquiry, and Section 4.5 set out the choice

of research method. The justification for a case-based process-oriented methodology is further

expanded on in Section 4.6. This section revealed the main features embedded in the research

design. The chapter concludes with final remarks in Section 4.7.
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4.2 Philosophical Assumptions

Research is an organised and systematic way o f finding answers to questions. Research as 

defined by Summers (1995: 1205) is ‘'^the studious study o f  a subject, that is intended to 

discover new facts or test new ideas; the activity o f  finding information about something that 

one is interested in or needs to know about.'" Research methods offer a collection o f multiple 

techniques to investigate phenomena, acquire new knowledge, or correct and integrate previous 

knowledge. Investigation of phenomena is based on ‘‘‘'collecting observable, empirical and 

measurable data subject to specific principles o f  reasoning” (Newton, 1687 translated by 

Cohen and Whiteman, 1999: 795).

The philosophical beliefs and assumptions made by the researcher helped to organise and 

underpin the theoretical and methodological elements that formed the framework to guide the 

research endeavour. Crotty (1998) referred to this as the ‘scaffolding’ to explore the world of 

research. Researchers select from various theoretical paradigms to structure and guide their 

work. Scholarly literature on approaches to ICT research is far from coherent. Methods are so 

often presented in maze-like fashion rather than set-out in a clear, orderly and sequential 

manner (Cunningham, 2007). The underpinning philosophies can be characterised as broad and 

contentious and sometimes even controversial by way of presenting choices into mutually 

exclusive subclasses that make the linkage of methodologies and methods with the theoretical 

elements unclear and sometimes even puzzling (Crotty, 1998). Nevertheless, such beliefs and 

assumptions are how researchers underpin their efforts to develop a pathway to progress 

scholarly activities along.

While there is much diversity and sometimes even contradictory views amongst the ICT 

community concerning the nature of philosophical assumptions, it is acknowledged that at the 

centre of any research paradigm are the philosophical concepts of ontology and epistemology 

(Cuba and Lincoln, 1994). The philosophical debate is extended to include assumptions about 

ontology, epistemology, methodology and the nature o f human beings (Burrell and Morgan, 

1979; Flood and Carson, 1993). This set of core assumptions is expanded on by Creswell 

(2007) who argued that core philosophical beliefs should include the need to make choices 

about axiology and rhetorical assum.ptions. Collectively, these perspectives form the broad base 

of philosophical assumptions relevant to empirical inquiry and these are discussed next.

4.2.1 Ontology

Ontology is concerned with the nature o f reality and the individual who observes it. Theories 

concerning reality are how we make sense of the world. Ontology embraces the idea that 

multiple realities exist (Creswell, 2007). Ontology relates to the nature of reality and what is 

assumed to exist (livari et al., 1998). Ontology questions whether the reality to be investigated 

exists external to the world o f the individual or is a product o f the individual’s consciousness



(Burrell and Morgan, 1979). Two views of ontology are described by Guba and Lincoln (1994), 

namely: (i) realism; and (ii) relativism. Realism suggests that social reality is assumed to exist 

driven by immutable natural laws and mechanisms; it is given as being ‘out there’ and thus, of 

an objective nature. A realist perceives the world as being out there, not something that is 

created or shaped through human endeavour. Three basic beliefs o f realism are illustrated by 

Denzin and Lincoln (2005): (i) naive realism - reality is real but apprehensible; (ii) critical 

realism -  reality is real but only imperfectly and probabilistically apprehensible; and 

(iii) historical realism -  virtual reality exists shaped by social, political, cultural, economic, 

ethnic, and gender values shaped over time. Relativism suggests that social reality consists of 

multiple, intangible mental constructions, socially- and experientially-based. The relativist view 

considers reality to be a product of individual consciousness; a product o f one’s own cognitive 

sense, orientating its ontological belief on constructed and co-constructed local and specific 

realities. The relativist views the world as being made up of names, concepts and labels and 

these artificial creations serve to navigate the external reality.

4.2.2 Epistemology

Epistemology deals with the nature or scope of knowledge and primarily addresses questions 

such as what is knowledge; how is knowledge acquired; and what do people know? 

Epistemology is concerned with whether knowledge can be identified objectively with 

precision and certitude or whether it is fashioned by the human consciousness. Three common 

perspectives on epistemology are described by Crotty (1998): (i) objectivism, (ii) subjectivism, 

and (iii) constructivism. Objectivism holds the view that knowledge exists as meaningful 

entities independently o f consciousness and experience and that careful research can attain that 

objective truth. Subjectivism suggests that knowledge within the social world depends solely 

on an individual’s conscious awareness of it. Constructivism considers social knowledge and 

meaning as being interpreted by individuals based on their frame of reference capturing their 

perceptions, experiences and understandings o f the social world they inhabit.

The epistemological debate amongst researchers centres on two extremes, that of positivism 

and anti-positivism. Positivism views knowledge as hard and tangible and is concerned with the 

search for causal relationships embedded within worldly constitutional elements (Burrell and 

Morgan, 1979), whereas anti-positivism in contrast views knowledge as soft and subjective and 

aims to seek out underlying regularities in a world of social action, hi seeking out regularities, 

the researcher attempts to reduce the “distance’' or '"objective separateness'” between the 

researcher and research participants (Guba and Lincoln, 1988: 94). The closer researchers can 

get to their informants, the better informed the researcher becomes based on discovering what 

they know "‘‘from  firsthand information"’’ (Creswell, 2007: 18).
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4.2.3 Human Nature

The ontological and epistemological assumptions we make influence our view of human 

nature. The philosophical assumption of human nature is concerned with the relationship 

between human beings and their environment (Burrell and Morgan, 1979). From a 

philosophical perspective in the context of social science research, all research must be 

established upon this assumption since human life is the “subject and object o f  enquiry'' 

(Burrell and Morgan, 1979: 2). The concept of human nature is that as humans, we tend to have 

inherent distinguishing features such as ways of thinking, feeling and acting and these features 

can be orientated towards a more subjectivist stance from an objective one. The subjective 

perspective considers humans as transcendental beings, able to create their own realities by 

guiding their actions in a social context that gives them greater meaning. The objective 

viewpoint perceives humans as a product o f their environment, shaped by the external realities 

to which they are exposed and merely exist within this environment by way o f infonnation 

processors and adaptive agents (Morgan and Smircich, 1980). The implications of the humanist 

view is concerned with how fixed is human nature and can standards or norms be determined to 

judge how best to act, think and feel in different contexts. The humanist view is categorised by 

two extremes: (i) determinism; and (ii) voluntarism, and sometimes referred to as free will. 

Determinism regards human kind as mechanistic, the resultant outcome from an external 

reality. This view sees human beings and their experiences as products of the environment, 

conditioned by the external situation and circumstances. This implies human choices are 

wholly caused by internal and external forces. Voluntarism perceives humans as having free 

will to make choices and thus, having a more creative role to play. In this regard, by virtue of a 

more voluntary human nature, they create their own environment by having the ability to make 

genuinely free choices without any form of constraint. The philosophy o f human agency differs 

slightly from that o f voluntarism in that agency considers the capacity of humans to make their 

own choices and recognises the influential effects o f structural factors (social standing, religion, 

gender, ethnicity, subculture, etc.) on independent action.

4.2.4 Methodology

We can see from the above how the choices we make about ontology, epistemology and human 

nature can influence the research approach and this is no more apparent than when it comes to 

making selections about methodology. Methodology is concerned with efforts to explore and 

gain insight into elements of the world and according to Chen and Hirschheim (2004: 201), 

""methodology is an influencing category on the philosophical view’’’ o f ICT research. 

Nevertheless, methodology “lacks the precision o f  a method or technique but is a firm er guide 

to action than a philosophy’’’ (Checkland, 1982: 162).

Methodology is made distinct by a number o f key features, namely: empirical vs. non- 

empirical; qualitative vs. quantitative; cross-sectional vs. longitudinal; and the comparison of



five research designs: (i) survey; (ii) laboratory experiment; (iii) field investigation; (iv) case 

study; and (v) action research. Survey and laboratory experiments are classified as quantitative 

m ethods while field investigation, case study and action research are considered as qualitative 

research approaches (Chen and Hirschheim, 2004). M ethodological fit as defined by 

Edmondson and M cM anus (2007: 1155) is the “internal consistency am ong elements o f  a 

research project.'' They posit that to advance management theory, more researchers and 

scholars are engaging in field research that is dependent on the collection and analysis of 

original data in living organisations. This type o f research adopts an inductive logic to study the 

topic within its context (Creswell, 2007). Researchers are concerned with contextual details far 

more than the capacity to generalise.

4.2.5 Axiology

Not traditionally associated with part o f the basic beliefs for making philosophical assumptions 

in ICT research however, Denzin and Lincoln (2005: 197) assert that “axiology should be 

grouped with basic b e lie fs^  The inclusion o f  values is seen as a m ajor distinction between 

positivist modes o f inquiry and interpretive modes. Interpretive researchers should make 

explicit the values they bring to their study. This involves reporting on the nature o f their 

values and biases during the research, “as well as the value-laden nature o f  information 

gathered from  the fie ld '' (Creswell, 2007: 18). The researcher’s report o f study should not only 

make apparent their presence in the text, but the stories should also represent an interpretation 

and presentation o f the author as well as the subject under study (Creswell, 2007; Denzin, 

1989).

4.2.6 Rhetoric

Under the rhetorical assumption, the style o f  research becomes personal to the researcher. 

Research is crafted using a language that is personal, literary, and based on definitions that 

evolve during the study (Creswell, 2007). Quantitative terms such as ‘internal validity’, 

‘external validity’, ‘generalisability’ and ‘objectivity’ are replaced with terms such as 

‘credibility’, ‘transferability’, ‘dependability’ and ‘confirm ability’ (Lincoln and Guba, 1985). 

W ords such as “understanding, discover, and meaning fo rm  the emerging qualitative terms" 

(Creswell, 2007: 18/19) and are considered important rhetorical markers. Studies tell stories 

that encapsulate a beginning, middle, and end, sometimes organised chronologically using 

narrative structure (Clandinin and Connelly, 2000).

4.3 Paradigmatic Perspectives

The philosophical assumptions made by the researcher will reflect the choice o f theoretical 

paradigm  taken to advance the study. A theoretical paradigm is the identification o f the 

underlying basis that is used to guide a scientific research project. According to Bogdan and 

Biklen (1982: 30), it is “a loose collection o f  logically held-together assumptions, concepts,
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and propositions that orientates thinking and research.” Paradigm can be defined as the “basic 

belief system or world view that guides the investigator’’’’ (Guba and Lincoln, 1994: 105). 

Essentially, questions and choices about research methods are secondary to choices about 

paradigm. Burrell and Morgan (1979) posit that a single research project is best suited by 

adopting only one research paradigm to gain the best results. From a theoretical perspective, 

ICT research can be classified using three distinct categories based on the underlying 

philosophical elements, namely: (i) positivism; (ii) interpretivist; and (iii) criticalist 

(Orlikowski and Baroudi, 1991). Making a choice about preferred theoretical paradigm or 

worldview will further sharpen the methodological approach to inquiry, and these are discussed 

in more detail next.

4.3.1 Positivist Paradigm

Positivist research generally attempts to test theory in an effort to increase the predictive 

understanding of phenomena. Burrell and Morgan (1979: 5) describe positivism as an “attempt 

to characterise epistemologies which seek to explain events in the social world by identifying 

occurrences and causal relationships between its constituent elements." Positivism is described 

by Archer (1988) as the chosen view when facts and values are made distinct and scientific 

knowledge consists only of facts. Under this paradigm, research most often adopts quantitative 

elements such as internal and external validity, reliability, generalisability and objectivity. 

Human behaviour and action is taken as being determined by external forces and not a product 

of human conscience.

According to Orlikowski and Baroudi (1991), ICT research can be classified as positivist if 

evidence of formal propositions, quantifiable measures of variables, hypothesis testing and the 

drawing of inferences about a phenomenon from a representative sample to a stated population 

exist. Positivists attempt to develop knowledge of a reality that exists beyond the human mind. 

From a positivist viewpoint, human experience of the world describes an objective, 

independent reality which provides the foundation for human knowledge.

The paper on rigour and relevance by Benbasat and Zmud (1999: 3) states that the views 

expressed are those of “two North American IS academics who have mainly espoused a 

positivist research tradition " and thereby adopt a natural scientific approach to ICT research 

and thus, pursue the goal of truth using formal propositions. In the social sciences, positivism 

refers to the belief that social science research should emulate how research is done in the 

natural sciences (Lee, 1999). Lee comments on the relevance of Benbasat and Zmud’s 

positivist and instrumentalist approach to making ICT research relevant and concluded that this 

approach reflects a single view and further, that it is important to realise the prescribed 

guidelines are only one way of performing relevant research. Positivist research is best 

illustrated when the following elements are present: (i) hypothesis models or causal
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relationships among constructs; (ii) application o f quantitative methods to test theory or 

hypothesis; and (iii) researcher objective value-free interpretation (Chen and Hirschheim, 

2004).

4.3.2 Interpretive Paradigm

Positivism  can be compared against two alternative positions. The first, ‘non-positivism ’, 

which holds the view that facts and values are intertwined and hard to separate, and both are 

tenets o f  scientific knowledge. The second, ‘norm ativism ’, that suggests "’’scientific knowledge 

is ideological and inevitably conducive to particular sets o f  social ends'' (Archer, 1988: 265). 

E ither o f  these two perspectives is suitable for use by an interpretive ICT researcher (Walsham, 

1995a). Interpretive research assumes that knowledge o f  reality is created only through social 

constructions such as “language, consciousness, culture, history, experience, shared meanings, 

documents, tools, and other artefacts" (Klein and Meyers, 1999: 69). The interpretivist 

researcher seeks to understand the world in which they live and work. Interpretive research 

does not predefine dependent and independent variables, but focuses on the full complexity o f 

hum an sense-making as the situation emerges (Kaplan and Maxwell, 1994). For interpretivists, 

making sense o f  the world conies in recognising the activities that occur within the framework 

o f  the world in which they live (W eber, 2004). According to W alsham (1995a), interpretative 

research has emerged as an important strand in ICT research. The interpretive approach can aid 

researchers to build a deeper understanding o f  human thought and action in social and 

organisational contexts by examining the “complexity o f  views rather than narrow the meaning  

into a fe w  categories or ideas'" (Creswell, 2007: 20).

The interpretive view o f anti-positivism was described by Burrell and M organ (1979: 5) as one 

where the ‘‘''interpretive perspective sees the social world as relativistic and can only be 

understood from  the po in t o f  view o f  the individuals and their activities which are to be 

studied." Features o f  interpretive research most often include: (i) evidence from a non- 

determ inistic perspective; (ii) researchers engage and/or participate in the social and cultural 

situation o f  the study setting; and (iii) analysis based on social participant views and opinions 

(Chen and Hirschheim, 2004). M eaning derived from informant views and opinions is 

considered subjective, negotiated socially and historically, formed through interaction with 

others by inquiring into the historical and cultural norms that prevail in individual lives 

(Creswell, 2007). Rather than using theoretical frameworks to guide the investigation, the study 

aims to “generate or inductively develop a theory or pattern o f  meaning"  (Creswell, 2007: 21). 

Interpretive research often seeks to leam  about the processes o f  interaction among individuals 

in specific contexts o f  working life. Such learning provides insight into understanding the 

historical and cultural settings o f specific contexts in which individuals work. In W eber’s 

(2004) personal rhetoric comparing positivist and interpretivist views on ICT research, the 

main differences and distinctions are characterised based on the m eta-theoretical assumptions

91



shown in Appendix 4. Weber concludes that both approaches hold different strengths and 

weaknesses and provide us with different types of knowledge about the phenomena under 

focus. The emphasis therefore must be on developing a deep understanding of the different 

strengths and weaknesses when developing a research design. Further, a deeper understanding 

o f the different types of knowledge obtainable when selecting methods is essential to the design 

process.

Planning, setting up and carrying out investigative fieldwork is considered the fundamental 

basis o f any interpretive study (Walsham, 2006). In carrying out fieldwork, the researcher can 

adopt either a neutral or participative approach to inquiry, classified by Walsham (2006) as 

being either an ‘outside researcher’ or ‘inside researcher.’ Distinction can be drawn based on 

the degree o f involvement made by the researcher when conducting the study. Despite varying 

degrees of involvement under the two approaches, both are biased by “ot/r background, 

knowledge and prejudices to see things in certain ways and not others" (Walsham, 2006: 321).

4.3.3 Critical Paradigm

Perspectives on critical theory are concerned with empowering human individuals to overcome 

the constraints imposed on them by race, class, and gender (Fay, 1987). The central themes of 

interest to a critical researcher might include “//;e scientific study o f  social institutions and their 

transformations through interpreting the meanings o f  social life; the historical problems o f  

domination, alienation, and social struggles and a critique o f  society and the envisioning o f  

new possibilities’’' (Creswell, 2007: 27). It is incumbent upon critical researchers to recognise 

their own power, engage in dialogues, and select theory to interpret or highlight social action 

(Madison, 2005).

During the last 20 years, ICT studies with an embedded critical belief have increased 

(Richardson and Robinson, 2007). There are now a number o f contemporary empirically- 

grounded ICT studies that take on a critical perspective (e.g. Kvasny and Keil, 2006; 

Richardson and Howcroft, 2006; Taipa, 2004). Critical research accepts that social reality is 

long established and that it is produced and reproduced by individuals. Critical researchers 

recognise that the ability for people to change their social and economic reality rests upon the 

ability to influence and force change in the underlying social, cultural and poHtical forces that 

prevail in society. The critical researcher attempts to evaluate and transform the social reality 

under inquiry (Avison et al., 2008). Critical researchers believe they can help to change 

oppressive situations by critiquing existing social systems and identifying the constraining 

influences that oppress social actors in a given setting (Avison et al., 2008; Orlikowski and 

Baroudi, 1991).

According to theorists of the Frankfurt School, critical theory can be distinguished from 

traditional theory in that it supports emancipative efforts “to liberate human beings from  the
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circumstances that enslave them'' (Horkheimer, 1982: 244). Critical theory is only satisfied 

when three criteria are simultaneously apparent: (i) it must be explanatory; (ii) normative; and 

(iii) practical. It must describe what is wrong with the current social reality, identify the key 

actors to engage who can bring about change to this reality, and provide clear norms for 

criticism with practical goals to enable change and transformation (Bohman, 2005). Often, this 

form of research is influenced and judged based on the merit o f emancipatory opportunity.

Critical research seeks to be emancipative in that it aims to enhance opportunities for realising 

human potential through the elimination of unwarranted alienation and domination of 

restrictive conditions (Alvesson and Willmott, 1992; Hirschheim and Klein, 1994; Klein and 

Myers, 1999). Critical researchers typically aim to critique and transform social, political, 

economic, and ethnic and gender values. Such investigations normally entail long-term 

historical and action-oriented approaches that examine organisational structures and processes. 

Critical theory accepts that there exist multiple social realities and such realities are constructed 

by the research participants. Therefore, the nature o f truth can only be known within the realms 

of the social group’s constructed reality (Easton, 1982). Research with a critical dimension 

usually entails a high degree of involvement for the researcher and participants. The researcher 

is often considered by participants as possessing the well-aimed intent o f making a valid 

contribution and, as Baskerville and Myers (2004) contend, a suitable approach for the ICT 

field to conduct studies of practical relevance.

4.4 Paradigmatic Approaches in ICT Research

The ICT discipline is concerned with the processes by which related technologies are 

introduced into organisations and of the forces that shape its use (Klein and Meyers, 2008; 

Mason et al., 1997). The field draws on the research traditions offered by different and ‘more 

mature’ disciplines such as psychology, economics, sociology, mathematics, semiotics and 

linguistics for the source o f many of its theories (Klein and Hirscliheim, 2008; Mason et al., 

1997; Mingers, 2001; Vessey et al., 2002). This situates the ICT field alongside the field of 

organisation and management studies, by featuring a plurality of research paradigms, each 

consisting o f particular research methods. A diverse range o f multiple paradigms within the 

ICT discipline is positive for the field in that diversity offers more opportunity in the form of 

knowledge traditions upon which to base research and theory (Robey, 1996).

4.4.1 Paradigmatic Traditions in ICT Research

It is helpful to have a good sense for the profile o f ICT studies as published by major ICT 

journal outlets and the associated methodological traditions. ICT research can be classified as 

either empirical or non-empirical. Empirical research draws upon observations and data to 

provide concrete evidence to develop and test theories, while non-empirical research helps to 

develop conceptual ideas. From three comprehensive reviews of published ICT articles over the
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last 30 years, it was found that approximately 61.5%'' o f all ICT research can be classified as 

empirical work; see Table 3.

Table 3: Profile of ICT Research

Review

period

ICT

research

articles

Non-

empirical
Empirical Source Reference

1985-

1996
2,098 39% 61%

8 major ICT journal 

publications & ICIS 

proceedings

Farhoomand and 

Drury (1999)

1993-

2000
902 34% 66%

6 major ICT 

publication journals
Mingers (2003)

1991-

2001
1,893 40% 60%

8 major ICT 

publication j oumals

Chen and 

Hirschheim 

(2004)

1991-

2008
275 - -

Information Systems 

Journal articles

Avison et al. 

(2008)^

A research methodology to acquire empirical evidence is a strategy o f inquiry transitioning 

from the philosophical perspective to research design and data collection. The choice of 

methodology influences the way in which data is collected and analysed. Attributable to each 

methodology are different skills, assumptions and practices (Myers and Avison, 2002). ICT 

research can be seen as a rich tapestry o f diverse research methods, paradigms and approaches 

(Becker and Niehaves, 2007; Benbasat and Weber, 1996; Wade and Hulland, 2004). The 

following methods are considered appropriate to carry out ICT research: conceptual study; 

mathematical modelling; laboratory experiment; field experiment; surveys; case studies; 

phenomenological research; anti-positivist methods; hermeneutics; and action research (Avison 

and Fitzgerald, 1991).

The philosophical assumptions made by the researcher largely influence the relationship 

between data gathering methods and the investigative approach to explore research phenomena. 

In a positivist context, data collection methods often involve no direct contact between the 

researcher and social actors o f interest. By contrast, researchers informed by the interpretive 

and critical paradigms select methods that often involve more intensive and extended forms o f 

engagement between the researcher and the subject of interest. This is illustrated in 

Appendix 5, in which a range of data collection methods are positioned on a continuum

3,011 empirical studies from a total o f  4,893 research articles.

 ̂Study classified interpretative articles (195) by empirical (41.5%) and non-empirical (58.5%) but did not distinguish for positivist 

articles (80) similarly.
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displaying the distance between researcher and subject in the quest to collect appropriate and 

useful data..

Mingers (2003) determined that during the period 1993-2000, 18% of research papers in well- 

known ICT journal publications were of an interpretative nature. Further, Richardson and 

Robinson (2007) claim that while the majority of published empirical work on ICT research is 

still o f a positivist nature, interpretive studies have risen 30% since Oriikowski and Baroudi’s 

study in 1991. Moreover, Chen and Hirschheim (2004) showed that 19% of ICT research 

during the period 1991 -2001 carried an interpretive focus and contend that positivist research 

maintains a dominant stranglehold on ICT research despite a slight increase in interpretive 

studies during the period 1991-2001; a summary of the data is shown in Table 4.

Table 4: Periodic View of Positivist and Interpretive Classifications in ICT Research

Review

period

Empirical

studies
Positivist Interpretive Reference

1983-1988 155 96.8% 3.2%
Oriikowski and Baroudi 

(1991)

1993-1996 197 81% 19%
Nandhakumar and Jones 

(1997)

1993-2000 595 75% 18% Mingers (2003)

1991-2001 1131 81% 19% Chen and Hirschheim (2004)

1991-2008 - 29.1% 70.9% Avison et al. (2008)^

The rise in interpretative studies can be made attributable to greater awareness about ICT 

research being a social construct where knowledge o f reality includes the domain of human 

actors. Recognition of the social issues related to ICT is receiving wider acceptance amongst 

the researcher community who in turn have placed ‘'''greater emphasis on empirical research 

focusing on human interpretations and meaning'^ (Walsham, 1995b: 74). ICT research requires 

a broadened scope of study given the added complexity of a three dimensional relationship 

between ICT, people, and organisations (Galliers and Land, 1987).

A further point of interest concerning the cross-continental variance between USA and Europe 

showed that 65% of all research contributions stem from the USA of which 58% were o f a 

positivist nature and 7% interpretive. The European breakdown (i.e. 35% of studies) was 

classified by 23% positivist and 12% interpretive (Chen and Hirschheim, 2004). Furthermore, 

Myers and Liu (2009) found from an analysis of paradigmatic perspectives of leading ICT

^ D ata re la tes  to In fonnation  System s Journal (ISJ) pub lications only. T he  ISJ encourages in terpretive  artic les to prom ote  this 

research  parad igm  in the  sense  that the ISJ regards its e lf  as the hom e for in terpretive  IC T research. T he  study did  not distinguish  

betw een  em pirical and  non-em pirica l for all s tudies bu t o f  the  195 in terpretive  artic les, 81 (41 .5% ) w ere c lassified  as em pirical.
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research that 76% is positivist, 23% is interpretive, and 1% is critical and that ICT research 

prescribes to the positivist tradition more so than the interpretivist in both the USA and Europe. 

Moreover, Myers and Liu (2009) distilled some key facts with some similarity to the findings 

made by Chen and Hirschheim a few years earlier in that 65% of leading ICT research 

originates in the USA. The data displayed in Table 5 below is based on an assessment o f 1,329 

articles published over a ten year period from 1998 to 2007. The articles were published by the 

top six ICT journals as deemed by the Association o f Information Systems (AIS) to be the 

leading ‘basket’’ of ICT journals (Myers and Liu, 2009). O f interest is that 50% of European 

ICT research published in the top two European journals embedded the case study approach to 

investigation.

Table 5: Methodological Classification of Leading ICT Research Articles (1998-2007)

Methodological

Classification

Geographical Region

U.S. Journals European Journals

Survey 52% 29%

Lab Experiment 24% 8%

Case Study 19% 50%

Action Research 3% 12%

Field Experiment 2% 1%

Total 100% 100%

Source: Compiled fiom  Myers and Liu (2009)

The ‘variables-centred’ positivist paradigm is labelled the traditionalist approach in ICT 

research however, not without its implications. Ramiller and Pentland (2009: 474) contend that 

this approach should "^constitute a major platform from which our community can speak to 

issues o f  managerial interest." However, the ‘variables-centred’ paradigm appears to distance 

researchers more from organisational actors, such as managers. With contempt, Ramiller and 

Pentland (2009) scorn over the lack o f consideration and inclusion of management actors and 

action in ICT research under the positivist paradigm which serves only to create an even greater 

divide between scholarly research and practice. Scholarly advocates of the interpretive or 

critical paradigms argue for greater recognition o f both approaches, claiming that under either 

approach full consideration should be given to organisational actors, their actions and means o f 

acting, thus gaining currency with the practitioner community by way o f making relevant 

contributions to both the scholarly and practitioner ICT management domain.

7
The basket o f six leading ICT journals is comprised of: M anagement Information Systems Quarterly; Information Systems 

Research; Journal o f  the AIS; Journal o f  M anagement Information Systems; European Journal o f  Information Systems; and 

InfonTiation Systems Journal.
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4.4.2 Paradigmatic Traditions in Strategic Alignment Research

For the most part, research on strategic alignment is dominated by two paradigmatic 

perspectives: (i) positivist; and (ii) interpretive. Past studies take either a positivist, interpretive 

or critical stance. Since 1983, no fewer than 139 empirical studies have focused on yielding 

insight into the strategic alignment construct and a summary is provided in Table 6 below. In 

similar fashion to Avison et al. (2008: 11), "‘'the analysis had to be som ewhat interpretative” in 

that some authors did not clearly set out the methodological approach.

Table 6: Paradigmatic Approaches to Empirical Research on Strategic Alignment

Paradigm

Geographical Region

Total
USA Canada

USA & 

Canada^
Europe

Rest o f  

worlcf

International /  

Globat'^

Positivist 43 8 4 11 11 2 79

Interpretive 24 4 2 11 14 4 59

Critical 1 1

Total 67 12 6 23 25 6 139

Whilst the positivist tradition prevails as the main paradigmatic approach for ICT research 

generally, it does not dominate with the same level of prevalent appeal in studies of strategic 

alignment. In fact, Jolmson and Lederer make the argument for choosing a positivist approach 

because ‘V/je study o f  alignment is well enough advanced that a qualitative approach was 

deem ed unnecessaiy, because others had already done this'' (2010: 140). Positivist studies 

account for approximately 57% of strategic alignment empirical research based on the sample 

frame selected for review and this is presented in Appendix 6. Most positivist studies centre on 

a research design that uses survey techniques to test hypotheses using closed-ended questions. 

A questionnaire is designed, piloted, administered and the results analysed. In many studies, 

factors are used to explore the alignment of business and ICT strategies often by way of 

clustering. Some studies identify specific constructs to be examined and then operationalised 

using relevant measures from prior research which are often derived from the SAM (Henderson 

and Venkatraman, 1993) or SAMM (Luftman, 2000). Much of the research centred on 

covariance among independent and dependent variables. The variables of business strategy, 

ICT strategy, ICT structure and organisational structure are commonly chosen to determine the 

correlation with organisational performance and industry or sector. Some studies use statistical 

analysis techniques to determine if  there exists any significance or correlation between the 

organisations and industries surveyed and their respective alignment perspectives.

* Relates to research that was undertaken with organisations located in both countries for single study purpose.

’ Extends to research mostly perfonned in the Asia Pacific and L^tin American regions.

Category refers to research that took on a global investigative perspective by conducting inquiry into organisations in at least two 

regions located around the world.

97



The interpretive paradigm accounts for 42% of empirical research. There is no apparent reason 

for the greater level of interpretive strategic alignment studies compared to ICT management 

studies more generally. A longitudinal breakdown is provided below in Table 7.

Table 7: Longitudinal View of Paradigmatic Approaches

Period Positivism Interpretive Critical Total

2010-Present 8 4 12

2000-2009 42 37 79

1990-1999 25 16 1 42

1980-1989 4 2 6

Total 79 59 1 139

The case method is the dominant feature o f the interpretive approach with 57 studies choosing 

this design. The case study method is so often selected because it provides researchers with the 

opportunity to examine the phenomena and to explore social and contextual aspects and issues. 

Some stated reasons for adopting an interpretive paradigm to study strategic alignment include: 

alignment of business and ICT strategies in some domains is at an early stage of investigation 

(De Haes and Van Grembergen, 2009); little or no theoretical models or frameworks are 

available (Brown and Magill, 1994); exploratory research is more suitable as a mode of 

discovery than hypotheses testing (Campbell, 2007); to gain an understanding of the creation 

and development of ICT (Chen et al., 2008); to understand the thinking behind m*ajor decisions 

(Reich and Benbasat, 2000); to explore the interactions within the process of aligning business 

and ICT strategies (Silva and Hirschheim, 2007); to investigate interdisciplinary issues (Reich 

and Kaarst-Brown, 2003); to focus on events associated with changes in the alignment process 

(Tarafdar and Qrunfleh, 2009); to obtain rich data from complex contextual settings (Avison et 

al., 2004); and to gain insight into the human factors affecting alignment in practice (Bush et 

al., 2009).

Most studies adopt an exploratory approach using interviews as the primary source of data

collection. Interviews are mostly semi-structured or unstructured and often open-ended, thus

allowing information and interpretation to flow both ways. Other methods o f data collection as

outlined in past studies include: internal documents and records; workshops; coordination

meetings; informal conversations; on-site observations; focus groups; and projective methods.

O f the 57 studies using the case method, 28 chose a single case and 29 selected a multiple case

design. Reasons offered for selecting a multiple case design include: provision of sufficient

data to enable theoretical saturation (Denford and Chan, 2009); to investigate occurrence of

phenomena in multiple settings for rich insight (Tarafdar and Qrunfleh, 2009); and to achieve

variety in subject response and, thus broader relevance (Bush et al., 2009). A single interpretive

study wholly adopted the grounded theory methodology to investigate the construct. Another
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took a grounded theory approach with the study set in a case-based design to develop key 

concepts by iterating between theory and case findings and then testing those concepts using 

the survey method (Fonstad and Subramani, 2009). The study by Campbell (2007) followed a 

grounded theory methodology informed by a constructivist epistemology. However, contrary to 

normal practitioner advice on methodological guidelines, a literature review was completed in 

advance o f issue identification and data collection to meet strict doctoral guidelines. All other 

aspects o f the study complied with grounded theory rules (Glaser, 1978). The study focused on 

allowing participants to investigate issues of importance to themselves; thus providing insight 

to the dynamic processes of strategic alignment. The work by Kaarst-Brown and Robey (1999) 

selected an ethnographic case-based approach to explore the effects of organisational culture on 

ICT management and developed their findings from the ground up.

The sole approach of a critical theorist was taken by Simonsen (1999). The study enlisted an 

action-based method to conduct the study under the guise o f a design role. The design element 

o f the study coordinated with key organisational stakeholders. The design element lasted 260 

hours over a three month period. Along with coordinating activities, data was collected using 

document records and interviews. Findings were instrumental in shifting the focus away from 

the need for specific system requirements to focus on overall business needs in terms of system 

support requirements.

Overall, there does not appear to be a broad bias in tenns of how research into the phenomena 

o f strategic alignment is conducted. The most obvious fact is that the North American region 

(USA and Canada) is responsible for 62% of all strategic alignment research. The field is 

dominated by both the positivist and interpretive tradition. The next major insight is that unlike 

most ICT research, interpretive studies form an integral part o f the field. While some scholars 

might argue that the epistemological view of positivism dominates strategic alignment research 

where scholars view it as a fixed-dynamic that is non-continuous and fails to recognise the 

influence of human interaction and complex social structures and treats the theme as a ^'static 

end-state rather than a moving target" (Avison et al., 2004: 229), the findings from this 

analysis o f methodological approaches differs. There is greater awareness amongst the 

researcher community of the need to consider human interaction, event sequence, complex 

organisational processes, structures, and contexts when it comes to aligning business and ICT 

strategies. It may also suggest that there is greater recognition of the need to make relevant 

contributions to industry by way of engaging directly with key practitioners and enlisting their 

support to provide richer insight into the phenomena, yet the issue prevails as a key 

management concern. Essentially, even though the positivist tradition can engage high levels of 

corporate participation vis-a-vis large scale surveys, there is also strong recognition of the need 

to reduce distance by way of engaging more closely with practitioner actors to learn more about
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the ‘how, who, when (process), what (content), why and where (context)’ questions as they 

relate to and impact on the alignment of business and ICT strategies.

4.4.3 Qualitative and Quantitative Methods in ICT Research

Mertens (1998) describes qualitative research as a naturalistic interpretive science with a multi

method focus. Qualitative methods include case studies, interviews, observation, action 

research, grounded theory and textual analysis. These data sources provide insight into cultural 

aspects, organisational practices and human interpretations and meaning (De Villiers, 2005). 

Qualitative and quantitative methods are not mutually exclusive. Qualitative research can form 

the basis for quantitative studies when the empirical results stemming from qualitative analysis 

provide the basis for quantitative testing. For illustrative purposes, qualitative and quantitative 

research methods mapped against the positivist and interpretive traditions is shown below in 

Figure 2.

Figure 2: Qualitative and Quantitative Research Methods

Quantitative

Qualitative

Positivist Interpretivist

Source: Adopted from De Villiers (2005)

The battle between qualitative and quantitative ICT research is over (Markus, 1997) and future 

emphasis must be on making a worthwhile contribution regardless of the approach taken. 

Furthermore, Becker and Niehaves argue that there is a lack of systematic epistemological 

analysis in ICT research methods and call for a ""systematic epistemological framework to 

ensure that concepts such as validity, reliability, quality and rigour o f  research are clearly 

understood’’’ (2007: 199). Based on the findings by Myers and Liu (2009), leading ICT research
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as published by the top six journals from 1998 to 2007 can also be classified as shown in Table 

8 below which provides a cross-continental view o f  qualitative and quantitative ICT research.

Table 8: Cross-continental Comparison of ICT Research Methods (1998-2007)

Method U.S. Europe Total

Qualitative 15% 21% 36%

Quantitative 47% 11% 58%

M ixed-methods 4% 2% 6%

Total 66% 34% 100%

Source: Compiled from M yles and Liu (2009)

4.5 Choice of Research Method

To gain credible insight into the actions and interactions o f  ICT middle managers required an 

approach that facilitated the collection o f data within its natural setting where ^'participants 

experience the issue or problem  under study"" (Creswell, 2007: 37). By adopting from the 

interpretative paradigm atic tradition, this helped to reveal the complex actions and interactions 

as enacted by middle managers to provide an inteipretative account o f what was seen and heard 

based on participant perspectives o f past strategic events. By exploring the social and historical 

context, understanding about how the present situation came about was shared (Klein and 

M eyers, 1999). The lack o f theory and strong insights from prior research formed a plausible 

basis upon which to carry out the exploratory, theory-development study o f  an interpretive 

nature. Construction o f a theory for the roles o f ICT middle managers in aligning business and 

ICT strategies '̂’provides the best comprehensive, coherent and simplest model fo r  linking  

diverse and related facts in a useful and pragm atic way. It is a way o f  revealing the obvious, 

the implicit, the unrecognised and the unknown" (Morse, 1994: 25). A coherent model vis-a-vis 

theoretical framework (Bernard, 1998) generated insight into the roles o f ICT m iddle managers 

when aligning business and ICT strategies in a public service context.

The research m ethod embedded a strong process-orientation so as to ‘̂'describe life as it unfolds 

in its itatural setting with intimate first-hand  obsei~vations fro m  a particular su b jec t’s fram e o f  

reference'' (Van de Ven and Poole, 2002: 869). The interpretive paradigm connected the 

researcher with a range o f  traditional ICT research methods and this study adopted a case-based 

process-oriented design. Key features o f the research methodology endorsed a commitment to: 

spend extensive time in the field; engage in complex, time-consuming data analysis; write long 

passages o f  narrative to substantiate claims; and participate in social science research that does 

not have firm guidelines but is constantly evolving (Creswell, 2007).
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4.6 Justification for the Methodological Approach

The epistemological view of interpretivism was adopted to investigate the world of ICT middle 

managers supported by the methodological choice of a case-based process-oriented method to 

conduct the study. The main features o f both the case study method and process research are set 

out below.

4.6.1 Case-based Approach to Inquiry
The purpose of a case study is to collect, present and analyse data fairly and bring the case 

study to closure by writing a compelling report. Key features of the case study method are as 

follows: (i) the method contributes to knowledge of individual, group, organisational, social, 

political and related phenomena (Yin, 2009); (ii) the method has a history o f application in 

fields such as psychology, sociology, political science, anthropology, social work, business, 

education, nursing and community plarming (Yin, 2009); (iii) case study research provides the 

opportunity to gain rich insights into the complex human, social and organisational aspects of 

ICT (Walsham, 1995b); (iv) the method can be described as interpretative since it aims to 

acquire knowledge through sense-making o f complex social constructions such as behaviour 

and language (Walsham, 1995b); (v) case study research is the most common qualitative 

method used in ICT studies (Alavi and Carlson, 1992; Orlikowski and Baroudi, 1991); (vi) the 

case method is regarded as a useful technique in the exploratory stage of a research study and 

well suited to investigating new research themes or themes where existing theory seems 

inadequate (Eisenhardt, 1989; Rowley, 2002); (vii) case study research is widely accepted by 

the world of practice (Kaplan and Maxwell, 2005); and (viii) it offers the opportunity to capture 

practitioner knowledge (Benbasat et al., 1987).

4.6.1.1 Definition and Description o f  Case Study

A case study can be defined as a ^^description, directly obtained, o f  a management situation 

based on intennew, archival, naturalistic observation, and other data constructed to be 

sensitive to the context in which management behaviour takes place and to its temporal 

restraints'"^ (Bonama, 1985; 204). Case study, as defined by Yin (1994: 13), is a method of 

"‘'empirical inquiry that investigates a contemporary phenomenon within its real-life context, 

especially when the boundaries between phenomenon and context are not clearly evident.’’’’ The 

single case approach to inquiry is emphasised by Stake (1995: xi) in that a "'case study is the 

study o f  the particularity and complexity o f  a single case, coming to understand its activity 

within important circumstances^ From an interpretive viewpoint, Walsham (1995b) insists that 

case study research is the most appropriate method for conducting an empirical ICT study. 

According to Denzin and Lincoln (1994), case study research can be classified as a qualitative 

method, the purpose of which is to understand and interpret phenomena in terms of the 

subjective meanings humans give to them. According to Benbasat et al. (1987), case-based 

inquiry should illustrate the following characteristics:

102



• Phenomenon is examined in its natural setting;

• Data are collected by multiple means;

• One or few entities are examined;

• The complexity o f the unit is studied intensively;

• Case studies are more suited for the exploration, classification and hypothesis

development stages o f the knowledge building process;

• No experimental control or manipulation is involved;

• The researcher may not specify the set of independent and dependent variables in 

advance;

• Resultant findings are heavily dependent on the integrative power of the researcher;

• Changes in site selection and data collection methods could take place as the researcher

develops new hypotheses;

• Case study research is useful to study ‘why’ and ‘how’ questions because these deal

with operational links that can be traced over time rather than frequency; and

• The focus is on contemporary events.

4.6.1.2 Case-based Inquiry and Strategy Process Research

The case study method is a common feature of strategy process research (e.g. Bower, 1970; 

Burgelman, 1983a: 1983b: 1983c; Grinyer and Spender, 1979; Minings and Greenwood, 1988; 

Johnson, 1987; Lewis, 1988; Pettigrew, 1985; Quinn, 1980; Sminia, 1994; Stein, 1993; Whipp 

and Clark, 1986). The case study method guides the researcher to develop an account 

describing how and why organisations reach a particular strategy. As part of a processual 

methodology, there is a strong prevalence for the qualitative case study approach when 

inquiring into issues o f a strategic nature, e.g. Henry Mintzberg on ‘Tracking Strategy’, 

Andrew Pettigrew’s work on ‘Contextualism’, and Andrew Van de Yen’s well-known 

Minnesota Innovation Research Programme (MIRP) (Sminia, 2009). Case study narrative 

should be as descriptive as possible to capture what is really going on within the object of study 

(Mintzberg, 1979b). A process methodology typically adopts a longitudinal style of inquiry, 

most often set in a case-based design, drawing on multiple qualitative methods to collect and 

analyse data, to describe by way of a story what is actually going on with the strategic issue of 

study. It is the case narrative in one abstract form or another that describes the issue of interest 

(Sminia, 2009).

4.6.1.3 Strengths and Limitations o f  Case-based Research

Case study research provides an opportunity to consider content and context simultaneously in 

process studies (Pettigrew, 1992) through the development o f textual narrative in which the 

reader can impose his or her own interpretation (Remenyi et al., 2002). The application of case 

study research is considered appropriate to ICT studies where research so often is found to be
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playing ‘catch-up’ with the practising community (Dube and Pare, 2003). Case study research 

comes with its own set of distinct challenges. Darke et al. (1998) assert that case study research 

carries the risk o f subjective bias, is difficult to analyse and generates large volumes of data, 

and Pettigrew refers to this as ‘data asphyxiation.’ During the data collection phase, the 

researcher can be excluded from gaining access to sensitive data which might well be 

accessible to someone in closer proximity such as the participative observer (Walsham, 1995b). 

Theory development can be overly complex or narrow and idiosyncratic (Eisenhardt, 1989) 

with the inherent risk o f theoretical pre-suppositions (Otley and Berry, 1994). Case study 

findings are not necessarily generalisable in a broader context and can be expensive to conduct 

(MacNealy, 1997). Finally, the risk of researcher bias is ever present during the process 

(Simons, 2009). An overview of the strengths and limitations of the case study method is 

presented in Appendix 7.

4.6.1.4 Case Method Procedures

An initial step when using the case study method is to develop a case study protocol (Yin, 

1994). The protocol consists of the instrument, procedures and general loiles to be followed in 

applying the case study method. The protocol should include an overview of the case study 

project, field procedures, case study questions, and a guide for the case study report. Walsham 

argues that “the setting up and carjying out o f  fieldwork is the fundamental basis o f  any 

interpretative study" (2006; 321). He points out the importance of gaining and maintaining 

access to the case organisation(s) and highlights the need for strong social skills. Interviews are 

the most common method in case research for accessing the interpretations o f social 

participants in the field. Interviews should be supplemented by additional forms of field data 

study such as press, media, and sector- or organisation-specific publications (Walsham, 2006). 

The final data source can include quantitative data from surveys or other sources as part of data 

source input portfolio. A roadmap for building theories using the case method was developed 

by Eisenhardt (1989). The roadmap incorporates features o f qualitative research developed by 

Miles and Huberman (1984), the design o f case study research by Yin (1981: 1984) and the 

grounded theory development method by Glaser and Strauss (1967); this is shown in 

Appendix 8.

4.6.2 Process-oriented Research

As Miller and Friesen (1982: 1020) stated, ‘‘‘‘strategy can best be understood by tracking it over 

time; by looking at behaviour rather than condition; by studying what happens in response to 

w hat.’’’’ Process-oriented research is ideally situated to investigate issues of a strategic nature 

because such issues are described as being made up o f meandering processes not uniformly 

shaped (Sminia, 2009). The primary aim o f process inquiry is to ‘̂‘provide a better 

understanding o f  how and why the 'pieces o f  the puzzle ’ interact and work together to produce 

a participation decision'^ (Rowlands, 2005: 86). Process research includes the study of linkages
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between changes in the business environment, business strategy and structure, and human 

resource policies and practices in organisations (Pettigrew, 1990). A contextualist approach 

considers both the inner environment (structure, culture and political) and external envirormient 

(economic, social, political, and sector). Contextualism is described by Pettigrew (1990) as the 

theory o f method underlying process inquiry. The meta-theoretical framework o f root metaphor 

(Pepper, 1942) offers the worldview of contextualism to enable understanding by focusing on 

actions and events that occur interactively while set in context. Contextual research seeks out 

understanding by exploring historic events set in context where the meaning o f interactions is 

made retrospective but having relevance to the active present. The root of the contextualist 

worldview is embedded in the philosophy of pragmatic truth, the purpose of which is to serve 

practical human needs (Fanibrough and Comerford, 2006). The contextualist method 

underpinned this study since investigation of historic events was an attempt to make past 

experience come alive once again (Pepper, 1942).

4.6.2.1 Definition and Description o f  Process Research

Researchers with an interest in process theory and dynamic phenomena hold the philosophical 

belief that to truly understand how and why events occur over time, it is necessary to 

investigate them directly (Mintzberg, 1979b). The definition of process is a ^"sequence o f  

individual and collective events, actions, and activities unfolding over time in context"' 

(Pettigrew, 1997; 338). In order to capture this type of data, researchers must immerse 

themselves deeply into the processes, collect fine-grained qualitative data and attempt to extract 

theory that is accurate, parsimonious, general, and useful by working from the ground up 

(Bower, 1997; Langley, 1999; Pettigrew, 1992; Van de Ven, 1992).

Events are at the centre of any process explanation (Peterson, 1998). Langley characterises 

process research as a ^'sequence o f  events that often involve multiple levels and units o f  analysis 

that tend to be eclectic in nature drawing in phenomena such as thoughts, feelings, and 

interpretations" (1999: 62). The underlying premise in support of process thinking is that social 

reality is not a steady state but a dynamic and continuous process. Pettigrew describes this as ‘a 

process of becoming’ in that human behaviour occurs rather than exists. Hence, ‘to catch reality 

in flight’ (Pettigrew, 1997) is the underlying aim of process research.

4.6.2.3 Method o f  Process Research

There are descriptions of process research that involve both inductive and deductive analysis 

designs. Good process research involves continuous interplay between inductive and deductive 

analysis (Pettigrew, 1997) and the main features of interplay are shown in Appendix 9. 

Pettigrew recommends a set of application guidelines for conducting a process study. The 

guidelines, based on past process research into organisational processes and performance 

(Ferlie et al., 1996; Pettigrew, 1973: 1979: 1985: 1997; Pettigrew and McNulty, 1995;
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Pettigrew and Whipp, 1991; Pettigrew et al., 1992) can be distinguished by process research 

inputs.

Process research inputs consider the practical issues that relate to ethics and contracting, 

purpose, themes, research questions, time and data types (Pettigrew, 1997). Process research 

can be viewed as cycles of deduction and induction. Deductive drivers o f research consider 

foresight about the main purposes, themes and questions based on an assessment o f existing 

theory. Articulated research themes and questions will keep the researcher focused throughout 

the interactive cycles of deduction and induction. The deductive cycle leads to the process of 

inductive reasoning and pattern recognition. Pettigrew (1997) recommends that the cycle of 

deductive and inductive reasoning should include:

• Core question of the study;

• Related themes and questions ;

• Preliminary data collection;

• Early pattern recognition;

• Early writing;

• Disconfirmation and verification;

• Elaborated themes and questions;

• Further data collection;

• Additional pattern recognition across more case examples;

• Comparative analysis; and

• More refined study vocabulary and research questions.

A key factor in representing sequential patterns requires a high-level o f conceptual ability, 

capacity to inductively recognise patterns in data, skill and perspective in the data collection 

process, and writing skill to effectively display findings. Alongside making decisions about 

research themes, questions, and data generation choices, choices must also be made concerning 

the primary units of analysis, how context is to be defined and operationalised and the study 

timeframe.

Presenting the findings from process research can be done in a variety o f forms, delivered at 

different points in the process and aimed at different audiences by using a range of presentation

styles. Four forms o f case-based presentation are suitable for process studies, namely: (i) the

case as analytical chronology; (ii) the diagnostic case; (iii) interpretative case and meta-level 

analysis; and (iv) writing across a number o f cases (Pettigrew, 1990). Organising the data early 

on begins with writing up the case history followed by the intellectual process o f pattern 

recognition. The analytical chronology guides the researcher toward theory presentation,
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developing and stating preliminary patterns, establishing sequences across levels of analysis 

and identification of the dominant analytical themes embedded in the interview data.

4.6.2A Analysis o f Process Research

Researchers can adopt from a range of strategies to inquire into the issue of interest. These 

strategies can be grounded in theory or data (Van de Ven and Poole, 2002). A theory driven 

deductive approach is the most common form of inquiry into process research, however, 

induction and retroduction are both suitably appropriate too (Van de Ven and Poole, 2002). An 

iterative approach moving between deductive and inductive action, theory and data, is 

recommended bv Pettigrew (1997). An inductive approach is grounded in the collected data on 

the issue o f interest that results in determining a probability of the likelihood of a repeat in the 

future. Retroduction refers to the conclusions drawn based on a theory or substantive 

hypothesis to explain previously observed patterns (Peirce, 1955). In this sense, retroduction 

more accurately describes the approach to inquiry than induction (Van de Ven and Poole, 

2002). Retroduction generates theory that stimulates future deductive research. A retroductive 

approach usually entails observing processes on the issue of interest over time, at points of 

stability and change in a few organisational entities, sorting data into meaningful categories, 

developing propositions and corroborating them with either a different organisational sample or 

on the same sample at a different point in time.

Common to all forms o f process analysis (i.e. deductive, inductive or retroductive), primary 

data must be assigned to a set of categories or concepts. Under a retroductive approach, initial 

categories are viewed only in terms of ‘sensitising constructs’ for conducting exploratory' 

research. As the data coding process progresses, categories become clear through observation 

o f the field data. Eventually, after coding all data, the categories become grounded in data. Van 

de Ven and Poole (2002) describe this as an iterative process o f conceptualisation, observation 

and reformulation. In practice, a retroductive approach frequentlv combines inductive and 

deductive strategies (Poole et al.. 2000).

The challenge o f sense-making is defined by Langley (1999: 694) as '"moving from  a shapeless 

data spaghetti toward some kind o f  theoretical understanding that does not betray the richness, 

dynamism, and complexity o f  the data but that is understandable and potentially useful to 

others."' Langley argues that different strategies for sense-making are neither better nor worse 

but can have varying levels of strength and weakness. To overcome the dynamic, multi-level, 

and boundary-less nature of process data, Langley presented seven sense-making strategies that 

can be used as generic approaches to structure process data by focusing on an anchor point. 

Such an anchor point helps to determine which elements of the data are important and which 

require less attention. The sense-making strategies as presented in Appendix 10 illustrate how 

each strategy tends to favour different forms of process understanding.
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4.6.2.5 Process Theory as Narrative

Narrative has come to be viewed as a basic human strategy for coming to terms with time, 

process and change -  a strategy that contrasts with, but not inferior to, ‘scientific’ modes of 

explanation (Herman et al., 2012). Storytelling with narrative falls within the scope o f many 

social-scientific and humanistic disciplines in which stories can be viewed as supporting a 

range o f cognitive and communicative activities. Narrative is often used to convey the rich 

contextual features that can bound a series of events (Pentland and Feldman, 2007) and provide 

an account of what happened to particular people, in particular situations, and offering up 

specific outcomes (Herman et al., 2012). Narrative is used to emphasise a set of actions or 

events that embodies unity o f purpose (Abbott. 1992; Abell. 2004). Narrative is critical to 

organisational sense-making and an essential characteristic of strategy-making (Fenton and 

Langley, 2011). This is made explicit “/« the accounts people give o f  their work as strategy 

practitioners, and in the artefacts produced by strategizing activity'" (Fenton and Langley, 

2011: 1171). The study gathered accounts from middle and senior managers involved in 

aligning business and ICT strategies in a public service context. The organisational stories as 

told by the study’s informants brought together sequential elements of the strategy process 

from the past into the present (Brown, 1990).

Narrative theory presents an account by way of a story in the form of an abstract conceptual 

model; generates the mechanisms at work" (Van de Ven and Poole, 2002: 885) and at a 

minimum the story must present a description o f the sequence o f events. A good narrative 

theory, however, includes a lot more than just event progression. According to Pentland (1999: 

712/3), a comprehensive process narrative theory should include the following five features:

i. Sequence in time: Narrative should include a clear beginning, middle and end. 

Chronology is a central organising device. The events or actions referred to in a 

narrative are understood to happen in a sequence.

ii. Focal actor or actors: Narratives are always about someone or something. There is a 

protagonist and, frequently, an antagonist as well. The character may not be developed 

or even identified by name, but, along with sequence, they provide a thread that ties the 

events in a narrative together.

iii. Identifiable narrative voice: A narrative is something that is told, so there should 

always be an identifiable voice doing the narrating. That voice reflects a specific point 

o f view.

iv. “Canonical” or evaluative frame o f  reference: Narratives carry meaning and cultural 

value because they encode, implicitly or explicitly, standards against which the actions 

of characters can be judged. But even without any explicit moral, narratives embody a 

sense o f what is right and wrong, appropriate or inappropriate, and so on.
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V. "Other indicators o f  content or context'. Narrative texts typically contain more than just 

the bare events. In particular, they contain a variety of textual devices that are used to 

indicate time, place, attributes of the characters, context attributes and so on. These 

indicators do not advance the plot, but provide infomiation that may be essential to the 

interpretation of the events.

4.6.2.6 Narrative Qualities

The relationship o f narrative properties to organisational studies is shown in Table 9 below. 

Not all properties are equally relevant to every study however; too much emphasis on any 

single property may unnecessarily discard attention to others. Furthermore, extending 

properties to convey a good narrative may well increase accuracy by way o f sacrificing 

simplicity and generality.

Table 9: Relationship of Narrative Properties to Organisation Theory

Narrative property Indicator for

Sequence Patterns of events

Focal actor(s) Role, social network and demographics

Voice Point of view, social relationships and power

Moral context Cultural values and assumptions

Other indicators Other aspects of context

Source: Adopted from Pentland (1999)

The use of narrative in this study involved the construction of strategic ICT episodes to provide 

a descriptive account from the original real-world data (Langley, 1999). This perspective 

embedded rich contextualist features (Pettigrew, 1990) along with a chronology o f strategy- 

making episodes for subsequent analysis (Eisenhardt, 1989).

4.6.3 Advancing the Research M ethodology

The choice o f a case-based process-oriented methodology generated a number of further design 

choices and these are introduced next.

The '"bounded system" (Simons, 2009: 29) chosen for the case was the Irish health system. This 

choice o f ‘bounded system’ fitted well with the contextual setting o f the Irish public service. 

The unit o f analysis was TCT middle manager’; the study focused on the roles of ICT middle 

managers in aligning business and ICT strategies in public service organisations. A single-case 

design was chosen to support the theory building nature o f the research (Benbasat et al., 1987). 

The overall design was that o f a single case set in the Irish public service however, it was 

highly plausible for the single case to contain multiple sub-elements (Simons, 2009). Each sub

element explored a particularity of the issue of interest within the ‘bounded system’ and was 

written up as part of the overall singular case structure. Primary data was collected through
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interviews. Most often, unstructured interviews are associated with quahtative studies whereas 

those that are structured are more appropriate to quantitative studies (Myers and Newman, 

2006). A semi-structured open-ended approach to interview questioning was followed, 

therefore questions were not provided to research informants in advance. The focus was on the 

collection of processual data pertinent to the strategic ICT episodes of interest, which 

“co7?5/5/[ed] largely o f  stories about what happened and who did what when — that is events, 

activities, and choices ordered over time'" (Langley, 1999; 692). Effective representation of 

process data depends heavily on the ‘‘"integrative powers o f  the researcher' (Benbasat et a i,  

1987: 374) and calls for a high-level of conceptual ability (Pettigrew, 1997). Data analysis was 

undertaken at the individual (i.e. sub-element) level initially, followed by sub-element 

comparison to identify patterns of similarity and differences between the various case elements. 

Narrative was the chosen option for case level analysis given its particular suitability to the 

research aim. A rich narrative (Van de Ven and Poole, 2002) required the ‘'"construction o f  a 

detailed story from  raw data'" (Langley, 1999: 695). Case level analysis began with writing up 

the case history in chronological form by way of a comprehensive and detailed narrative for 

each of the case elements explored (Pettigrew, 1997). The approach aided the discovery of 

meta-level themes, preliminary patterns and dominant analytical themes within the case report 

and interview data sets (Pettigrew, 1997). Coding techniques to categorise the data were 

undertaken given the suitability to research the theme of strategy-making (Barnes, 2001). The 

process of coding required the segmentation of data into units and ""rearranging them into 

categories that facilitate insight, comparison, and the development o f  theoiy'' (Kaplan and 

Maxwell, 2005: 42). The exploratory quest sought out holistic patterns in relation to the roles of 

ICT middle managers within the longitudinal case since this was regarded as a main feature of 

strategy process research (Pettigrew, 1997).

4.7 Conclusion

In Chapter 4, the important elements to consider when designing a research methodology were 

presented. These elements provided the ‘scaffolding’ to support an empirical investigation that 

explored the research question and related themes. Choices about the various philosophical 

elements were made based on the researcher’s own beliefs and these helped to form the 

methodological components that structured the study. It was assumed that human behaviour 

can only be understood in terms of contextual and historical significance. Therefore, the 

ontological position of relativist was the chosen philosophical belief. To answer the research 

question by way of generating new knowledge, an interpretive position so to analyse the roles 

of ICT middle managers in strategic alignment based on an analysis of their own prior 

experience and understanding was the embedded belief. A subjectivist orientation towards 

humanist nature guided the assumption that belief is based on individual experience and
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consciousness and that individual conduct is voluntary and a matter o f the individual’s own free 

will.

An interpretative stance was taken so as to make sense o f the roles of ICT middle managers 

when aligning business and ICT strategies in the world of public service organisations. This 

involved entering the field to seek out evidence by way o f gaining direct access to collect and 

analyse the thoughts, feelings and beliefs based on the experiences of research informants. 

Execution of the field study required an investigative approach that provided reasonable close 

access to public service ICT middle managers to obtain rich data concerning ICT middle 

manager interpretations about the actions and interactions enacted within a series of ICT 

strategy-making episodes. The case study method was a well-suited research tecluiique because 

the study explored an issue where existing theory is inadequate and little is known.

Central to the study o f any strategic issue is the component of time. A process-oriented 

approach focused on exploring episodes of ICT strategy-making by investigating them directly 

and this revealed the extent o f ICT middle manager actions and interactions by following the 

sequence of events that unfolded over time. A processual approach accounted for contextual 

issues such as historical meaning that made retrospective events relevant today. Process 

research has a long-standing tradition in support of strategy research because it is concerned 

with the sequence of developmental events such as strategic ICT. By having inquired into 

particular episodes of ICT strategy-making, it was discovered how developmental actions and 

interactions occurred. Narrative was the chosen strategy to tell the story that accounted for 

time, people and episodes of ICT strategy-making within the public service context.

Finally, the next chapter set out in detail the practical aspects of the methodological approach. 

The techniques adopted to carry out a case-based process-oriented research study are described. 

Further details about the data collection and data analysis methods employed are explained 

along with contextual details of the public service setting within which the study was executed.
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Chapter 5

Research Method in Practice

“What we call our data are really our own constructions o f  other peop le’s constructions o f  

what they and their compatriots are up to."

Clifford James Geertz (1926-2006)

Highly influential American Anthropologist.

5.1 Introduction
A review of the strategic alignment literature in Chapter 2 established the basis upon which to 

inquire into the roles of ICT middle managers given that no previous theory or construct had 

been developed. A review of the literature on the roles o f middle managers in organisations and 

strategy-making, both private sector and public service, presented in Chapter 3, revealed a 

number o f potential strategic contributions made at the middle management level. The previous 

chapter outlined the various philosophical and theoretical elements for consideration when 

developing a research design to conduct a study o f interest to the ICT management domain.

This chapter described how the empirical investigation for the study unfolded in terms of the 

application o f a case-based process-orientated research design. The chapter outlines the steps 

involved for each stage of the approach in practice, from deciding on an appropriate 

methodology to the methods chosen for data collection and data analysis. The following 

sections deal with the application of the methodology in practice that aimed to generate a 

substantive interest about: "’How do IC T middle managers engage in the alignment o f  business 

and IC T  strategies in public set^vice organisations?" Essentially, an inquiry into complex social 

events situated within the field of ICT management.

In the next section, the steps taken to getting started are elaborated on further. This section 

presents an overview of the research design, case selection, development o f the case protocol 

and conducting the pilot case. Once the case had been selected, structuring the investigation 

followed and this is outlined in Section 5.3 which included a profile of the informants along 

with an over\dew of the timelines involved in carrying out the study. The approach to data 

collection and data analysis is discussed in Section 5.4 and 5.5 respectively. Emanating from 

the data analysis was the construction of a theoretical framework and the approach to this is 

explained in Section 5.6. Finally, conclusions drawn from the approach in practice are provided 

in Section 5.7.
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5.2 Prelim inary Deliberations

In parallel with making choices about theoretical considerations, a range o f  other choices were 

made. Amongst these included defining the research question, determining how context is to be 

defined, and setting out a suitably appropriate protocol to guide the investigation. The approach 

to getting started and dealing with each o f  these points follows next.

5.2.1 Getting Started

Getting started required an initial definition o f the research question that set out a well-defined 

focus for the study (Eisenhardt, 1989; M intzberg, 1979a). Following the review o f  scholarly 

literature on strategic aligrmient, gaps became evident in terms o f the roles enacted by ICT 

m iddle managers when aligning business and ICT strategies, the nature o f strategic alignment 

in public service organisations, along with process perspectives about the strategic aligrmient 

construct. To encapsulate these observations around middle managers, public service and 

process, the research question was framed to investigate: “How do IC T  middle managers 

engage in the alignment o f  business and IC T  strategies in public service organisations?'^ The 

main aim o f  this study was to develop a theory about the roles o f ICT middle managers in 

aligning business and ICT strategies in public service organisations and therefore, the nature o f 

the thesis is exploratory.

5.2.2 Research Design

The ontological view taken was that truth exists in an historical context and is not taken as 

absolute because it m ay differ between individuals, cultures and societies and therefore, criteria 

for judgem ent are relative. The epistemological belief centred on capturing the experiences and 

understandings o f the social world in which the actors o f  interest worked. Therefore, from a 

m ethodological perspective, to capture the actions and interactions o f  ICT middle managers in 

context, it made relative sense to adopt an approach that sought to collect and analyse data 

residing in organisational life in order to identify logic through inductive reasoning o f 

contextual data (Creswell, 2007). The study endorsed an interpretive position that assumed 

knowledge o f  reality can only be discovered through social construction (Klein and Myers, 

1999).

5.2.3 Selection of Contextual Setting

Up to this point, the study had determined that the focus will centre on an investigation set in 

the Irish public service. Potential case candidates would need to have had a history o f aligning 

business and ICT strategies so that the process could be viewed from a longitudinal 

perspective. The selection process started out by considering all public service organisations 

and identifying those organisations considered to be ICT strategically dependent entities (i.e. 

inform ation intensive). This resulted in a short list o f five main Government Departments from 

which to consider, namely:
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• Department of Transport;

• Department o f Finance;

• Departm.ent o f Trade, Enterprise and Employment;

• Department o f Health and Children;

• Department o f Energy and Resources.

Within each department, multiple organisations and agencies are collectively responsible for 

providing the respective public service function (e.g. Transport, Healthcare). Therefore, the 

next stage o f the selection process underwent an historical assessment o f secondary data to 

identify those organisations and departments with an established history o f ICT strategy- 

making events. Relevant data was located mostly through electronic library sources and the 

Government Publications Office. The review highlighted the Department of Health and 

Children as having a rich history of strategic ICT episodes suitable for exploratory 

investigation. Once the decision to investigate this particular context was made, a more 

extensive review of secondary data was performed to identify particular episodes o f ICT 

strategy-making that would form the basis for ftirther inquiry by way of eliciting relevant data 

about the roles of ICT middle managers in strategic alignment (see Appendix 11).

Under the auspices of the Department o f Health and Children, there are many constituent 

organisations responsible for the delivery of healthcare. These organisations formed the 

‘bounded system’ for the case design. A summary of the reasons for selecting the Department 

of Health and Children as the case candidate are as follows;

i. A review of the historical data identified a number o f strategic ICT episodes that could

be traced over time;

ii. There was substantially more archived data accessibly available to scrutinise relating to

strategic ICT episodes pertaining to the Department of Health and Children. This

helped to make a more informed judgement by way o f knowingly trace such episodes

critical to the research approach;

iii. The review o f historical data pertaining to episodes o f ICT strategy-making within the

Department of Health and Children provided the researcher with a much greater sense 

o f awareness about the chosen context chosen;

iv. The strategic role of ICT in the Irish health system seemed of great importance; and

V. The Department of Health and Children is fundamentally responsible for the

governance o f the Irish health system. However, in the context o f delivering healthcare, 

this involved many organisational constituencies and thus, provided the opportunity to 

gather data from multiple constitutional sources. Notwithstanding the researcher’s 

complete lack o f contextual relationships or contacts, overcoming this obstacle was 

considered more o f an incentive than an issue.
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5.2.4 Time Series

A combination o f historical and longitudinal time series inquiry was undertaken to conduct the 

research (Pettigrew, 1997). From an historical perspective, retrospective data was collected to 

provide a high-level historical account of the Irish health system; the development of policies 

and recommendations for the role of ICT therein; and an evolutional perspective on ICT 

development. The longitudinal emphasis was focused on collecting data related to five 

particular episodes of ICT strategy-making that spanned some twelve years, ranging from 1999 

to 2010. The HSE (2008) episode commenced in 2007, the first draft o f strategy was available 

in 2008 and events continued through 2010 and remain active and ongoing in the present day 

(i.e. 2013).

5.2.5 Episode Selection

The review of archived data highlighted five episodes of ICT strategy-making. Each strategy 

episode was investigated through a process lens to trace the unfolding sequence o f events and 

activities embedded within. The five distinct episodes arranged by order o f case report 

presentation are:

• Health Boards Executive (HeBE) ICT Strategy (2004)

• Health Service Executive (HSE) ICT Strategy (2008)

• Dublin Academic Teaching Hospitals (DATHs) ICT Convergence Strategy (2003)

• National Health Information Strategy (NHIS) (2004)

• Primary, Community and Continuing Care (PCCC) ICT Strategy & Action Plan (2005)

5.2.6 Case Protocol

A case study protocol was developed to guide the investigation. The purpose of the case 

protocol was to serve as an instrument that would keep the researcher focused during data 

collection by way o f general rules, procedures and information (Yin, 2003). The case protocol 

also served to keep the researcher ever mindfiil o f potential problems, risks and issues that 

could arise during the course of data collection. The case protocol was designed around the 

following features described by Yin (2009) as components for a practical set o f guidelines and 

supported by the case method recommendations posited by Brereton and Kitchenham (2007), 

Eisenhardt (1989), Stake (1995), and Yin (2003). This is presented in Appendix 12:

• Overview of the study (research aims);

• Field procedures (credentials and access to sites);

• Interview questions guiding the collection of primary data (questions that the 

researcher must keep in mind during data collection); and

• Guidelines for the case report (outline, narrative format etc.).
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The protocol is considered an important instrument in case-based process-oriented ICT 

research, however; it is difficult to accurately reflect the full level of detail required at the 

beginning o f a research project. Development of the protocol instrument commenced during the 

study design by adopting insights from the research question and related themes.

5.2.7 Engaging with the Irish Health System

Making known the purpose and relevance of the study to organisational informants is central to 

gaining their assistance by way o f securing support for access to informational sources that can 

shed light on strategic events relevant to the research question (Van de Ven and Poole, 2002; 

Walsham, 2006). The first step to engage with suitably placed ICT managers was to determine 

the precise identity of potential management informants. This took the form o f tracing potential 

informants through each strategy episode using archival data, identifying their role in the 

respective episode and locating their current whereabouts within the health system. This was 

done using current or last available organisational charts, making telephone calls to the 

organisation specifically inquiring after the individual or attempting to communicate directly 

with the individual by way of written communication, mostly by way o f c-mail.

The approach to engage with the health system began with a focus on the earliest episode of 

strategic ICT i.e. DATHs ICT Convergence Strategy (2003). The plan was to progress the 

investigation onwards from this point in chronological order, investigating each episode from a 

singular perspective to gain insight into its unique, individualistic and distinct form.

5.2.8 Pilot Study

The DATHs ICT Convergence Strategy (2003) episode was selected to conduct the pilot study. 

The reason for selecting DATHs was that it represented a rather challenging episode to explore. 

The episode was marked in 2003 but development began a couple of years earlier, making it 

the earliest reported episode of the longitudinal time series. Establishing contact with 

management informants was considered a challenge given that the DATHs structure no longer 

existed at the time of investigation and that some of the strategic participants associated with 

the episode no longer worked in the health system. Therefore, it was anticipated that this 

episode would face most data collection issues. Hence, choosing the DATHs ICT Convergence 

Strategy (2003) to conduct a pilot study seemed logical and appropriate.

Conducting the pilot study made apparent a number of important insights:

i. Informants largely assumed there was a much greater level of knowledge held by the

researcher concerning historical events as they related to the Irish health system whole, 

mostly in relation to contextual events, both in terms of historical events and the nature 

o f business and clinical ICT within the heahh system;
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ii. The need to confer absolute assurance o f anonymity and confidentiality was a sensitive 

priority for informants;

iii. Informants were vastly knowledgeable on system-wide matters about ICT policy and 

strategic events. On occasion, maintaining the informant’s focus only on topics of 

interest relevant to the episode was essential. Recapturing the informant’s experience 

especially when the discussion veered in a different direction, which happened 

frequently, was critical;

iv. It was discovered that some informants had knowledge of more than one episode and 

could make contributions to other episodes that were of interest to the study; and

V. Informants had extensive relationship networks across the system and by gaining their 

trust and respect; they could facilitate further introductions enabling greater access to 

additional management informants.

To address the above observations, the following adjustments were made:

a. A more in-depth review of secondary data was undertaken to gain a greater 

understanding o f the Irish health system context and role of ICT therein;

b. The message of anonymity and confidentiality was underscored both in writing and 

verbally before meeting with informants and again at the beginning of each and every 

interview;

c. The researcher was ever mindful that in order to maintain the informant’s focus only on 

topics o f interest, it was frequently necessary to intervene and recapture informant 

focus when the discussion moved to non-related themes and issues;

d. In situations where an informant held knowledge of more than one episode, and with 

the informant’s approval, data collection in relation to additional episodes of interest 

was dealt with separately and if  necessary, a further meeting was scheduled; and

e. At the conclusion of every meeting, names and contact details were requested for at 

least two additional informants related to the episode. In some instances, the informant 

was kindly asked to extend assistance by way of making brief introductions in the form 

of short e-mail communiques or a telephone call to introduce the researcher to potential 

management informants who could be met with later on in the data collection process.

The pilot study consisted of two interviews which took place in April and May 2009. The pilot 

study focused on the collection and review of documents and reports, to interviews and writing 

the pilot case episode report. To extend the pilot study into an original case element forming 

part o f the overall case design; additional documents were collected and a third interview was 

carried out in September 2009, comparable to earlier PhD studies (Boyer, 2007; Cussen, 2010; 

Koulikoff-Souviron, 2002). All reporting and analysis work concerning the pilot study was 

disregarded and not used in the full case version in view of the additional data collected.
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Overall, the pilot study was helpful in guiding the future direction of the study and provided 

helpful insights into gaining access. Even though Yin (2009) contends that a pilot study is most 

often conducted for reasons o f convenience, access and geographic proximity, the primary 

purpose o f this pilot study was to address the issue of complexity early on.

A point not revealed by the pilot study but which emerged much later on in the investigative 

process was that in at least one situation, a process of security clearance was undertaken by a 

particular healthcare constituent. This involved the researcher being screened for security 

clearance by An Garda Siochana before the informant would consent to meet. This constituent 

held a particular interest in healthcare intelligence.

5.3 Structuring the Case

Each of the five episodes of ICT strategy-making was classified as a sub-element in a single 

case design. Notwithstanding the single case design approach, the researcher followed a 

process o f replication for each sub-element rather than sampling logic (Tellis, 1997). Such an 

approach endorsed the results through replication of pattern matching which leads to greater 

confidence in the robustness o f findings.

The decision to select the DATHs ICT Convergence Strategy (2003) episode as the pilot study 

allowed for a largely serial approach to the investigation from the beginning. Such an approach 

facilitated reflection on each of the individual episodes before moving onto the next and is 

regarded by Eisenhardt (1989) as one of the advantages to adopting an inductive approach to 

case study research. The pilot study reinforced the appropriateness of the overall approach 

whereby each episode constituted a sub-element o f the ‘bounded system’ (Simons, 2009). The 

‘bounded system’ consisted o f all public service organisations that participated in any o f the 

five strategy episodes.

The nature of the research relationship between researcher and informants was described as 

voluntary. The emphasis was on informants making voluntary contributions based on free will 

albeit informants were encouraged to engage in the study by way o f sharing their experiences- 

their realities o f the episode. This type o f approach indicated to informants that there was an 

em.phasis on researching with them, not in any collaborative sense, but akin to exploring an 

issue o f interest together, and not merely collecting data on or about them (Simons, 2009). This 

tradition o f conducting research involved a level of engagement with informants to capture 

their perspectives and views, clarifying meaning and instilling clear interpretations with them. 

The role o f the researcher was that of an interpreter of events, seeking to engage interviewees 

through deep listening and dialogue.

Even though each episode was handled in serial fashion, there was some overlapping of 

timelines in handling o f individual episodes to facilitate the efficient use of time and to take
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advantage of access opportunities that became suddenly available. The data collection timeline 

for each episode is shown overleaf in Table 10.

Table 10: Data Collection Timeline

Episode 2009 2010 2011 2012

DATHs Apr -  Sep

HeBE Oct -  Dec

NHIS Nov -  Dec Jan -  Feb

PCCC Feb -  Jun

HSE Jun -  Oct Jun -  Aug Apr -  Jun ''

5.4 Collection of Evidence
The preference for data collection was to organise interviews to gather primary data and for 

document analysis to provide secondary sources by way of confirmation. An account o f each is 

presented next.

5.4.1 Prim ary Data

Interviews are considered to be a primary data source for interpretive research and an essential 

source of case study infonnation (Yin, 2009). The interview structure adopted an in-depth 

approach, also known as semi-structured or open-ended. This form of interview structure 

provided insight into what was on the interviewee’s mind (Patton, 1980) by way o f gaining 

their perspective on the episode of interest. This provided the opportunity to listen and engage 

with the interviewee and to identify and explore issues uncovered during the interview 

(Simons, 2009). Semi-structured questions were used early on to initiate the interview from 

which themes would emerge for exploration. During the course of mterviewing, there were 

times when it was appropriate to probe more deeply into themes of high relevance. Given the 

longitudinal nature o f the study, interviews provided insight about the unfolding o f strategic 

events that could not otherwise have been uncovered in an observatory manner.

At the beginning o f each interview, the researcher attempted to make interviewees feel 

comfortable by way of creating a ‘contemporary context’ (Simons, 2009) using subtle 

‘icebreakers’ to put them at ease. Following such subtleties, establishing a good rapport was 

supported by offering a brief background and history of the researcher’s work experience and 

academic credentials. Next, by explaining the background to the research study along with its 

purpose, aims, procedures and relative style of opermess, this helped to make the interviewee 

feel comfortable to talk about the strategic ICT episode of interest. A good deal of emphasis 

was placed on the processual nature of the study to ensure interviewees clearly understood. By

"  Primary data collected in 2011 & 2012 in relation to the HSE ICT Strategy concerned events up to and including 2010 only. 

Secondary data only related to events post-2010 but the case episode as reported did not narrate on events post-2010.
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explaining that the study was most interested in learning about the participatory actors, actions 

and interactions that unfolded over time in sequence, interviewees understood the story-telling 

approach. The interview agenda set out to uncover the ‘how, who, when, what, where and why’ 

for each of the strategic episodes in the form of open and engaging dialogue.

The interview approach in engaging with candidates set out to trace the key events for each 

strategy episode, hi doing so, interviewees were asked to set out the process by which the 

strategy unfolded. A strong emphasis was placed by the interviewer on the process dimension 

of the research approach to help the interviewee understand the nature of inquiry. The aim was 

to collect data about the events that unfolded in each strategy episode from beginning to end.

Interview questions were kept short and simple to avoid complicated preambles or questions 

with possible multiple meanings. Often the use of prompts was needed to clarify a point or to 

confirm certain details. As the length of interview time passed, and when necessary, questions 

became more sharply focused. The conversational nature of interviews made the process very 

interpersonal through maintaining eye contact and the use of body language. For example, one 

interviewee demonstrated the nature of process by illustrating the multiple layers of an onion to 

reveal the high degree of embedded complexity. Interview meetings for the most part were 

treated as an opportunity for interpersonal dialogue on a specific topic of interest and usually 

followed a responsive and engaging style between interviewer and interviewee. A schedule of 

interview informants is shown in Table 11 which provided a breakdown of the informant 

profile/management group, strategy episode and number of interviews per episode. The 

duration of interview time ranged from 75 minutes to 210 minutes. The average duration time 

was 105 minutes per interview.

Table 11: Case Study Informants'^

Management Group
Strategy Episode

DATHs HeBE NHIS PCCC HSE Total

Senior Business Manager 1 1

Senior ICT Manager 1 1 2

Middle Business Manager 1 3 4

Middle ICT Manager 2 2 2 2 5 13

Middle Clinical Manager 1 1 2

Senior ICT Advisor 1 1 2

ICT Management Consultant 1 1 1 3

Total 3 4 5 3 12 27

12
A total o f 22 interview participants however, 5 interviewees (3 x middle ICT managers, 1 x middle Clinical manager, and 1 x 

senior ICT manager) were suitably informed to contribute on 2 strategic ICT episodes each.
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For all interviews, permission was requested to digitally audio record the meeting. This was 

positioned with informants early on at the interview scheduling stage so not to present any 

unnecessary concern for the informant when meeting face-to-face. Permission was sought again 

in person at the beginning o f each meeting. Permission was granted to record all interviews 

with a single exception. Refusal was explained on the basis that some issues for discussion 

were o f a sensitive nature and considered too delicate to go on record. All but one interview 

took place in the form of a face-to-face meeting. The exception was conducted by telephone 

mainly due to time constraints and availability facing the interviewee. During another of the 

interviews, the meeting took on somewhat o f a group emphasis; one informant was placed face- 

to-face while the second member participated by way o f telephone conference call; listening 

and contributing for the full duration of the interview (110-minutes). In another interview, 

albeit permission to audio-record was granted and accepted for the most-part, the informant 

requested a temporary suspension of audio recording to elaborate further on perceived matters 

of a confidential and sensitive nature in what was described as “wouldyou like the official stoiy 

or the truth behind the facts?” Note-taking was a prominent feature in all interviews, especially 

more so in the two instances involving telephone and the meeting where audio-recording did 

not feature for part o f the interview. Field notes were written-up immediately after every 

meeting to capture the key points, to highlight findings which required further follow-up and to 

remark on insights from the field experience for personal reflection. Audio-recordings were 

transcribed within five days o f each interview. This meant the transcript was available to 

interpret meaning soon after each meeting along with the aim to ensure completeness and 

accuracy throughout the data collection process.

At the end of each o f each interview, the researcher expressed gratitude to the informant for 

sharing their time, openness, and honesty in support o f the research effort. The researcher 

gained pemiission to make contact again at some future point if  further clarification or greater 

understanding on any aspect o f the data gathered was required. Further, a commitment was 

made by the researcher to follow-up in writing as part of the process. Every informant was 

contacted again soon after the interview, usually within three to five days. Along with a further 

expression o f gratitude, the purpose of the follow-up note was to share with the informant a 

cognitive map that illustrated an interpretation of the key events distilled from the interview 

data. Each cognitive map outlined the main themes and points as offered by the informant so as 

to understand their story accurately. It reflected the particular domain o f interest through a 

collection o f thematic nodes identified from the data (Miles and Huberman, 1994). Samples of 

the cognitive mapping activity are provided in Appendix 13 and Appendix 14.
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5.4.2 Secondary Data

The main source of secondary data when applying the case method can be found in document 

analysis of archival records and historical reports. Document analysis was used to illustrate 

context and contribute to an analysis o f issues. Document analysis commenced before the 

collection o f primary data mainly to assist with gaining an in-depth understanding o f the kish 

health context and a longitudinal perspective on related episodes of ICT strategy-making. The 

data sources for document analysis, listed in the bibliography, generally consisted of:

• Academic journals;

• Practitioner reports;

• Annual reports;

• Corporate strategy reports and publications;

• Strategy statements;

• ICT strategy reports;

• ICT strategy presentations;

• Executive board reports and presentations;

• Management consultant audit and recommendation reports;

• Minutes of meetings;

• Government policy documents;

• Public service administrative publications;

• E-mail correspondence;

• Newspaper articles;

• Web media reports;

• Presentation documents; and

• Budgeting reports.

Early on in the investigation, document sources were mostly of an official nature; official 

publications made available either electronically or through the Government Publications 

Office. During the course of fieldwork, participants occasionally offered or agreed to make 

available confidential information such as internal documents, reports and presentations, data 

relevant to the study. Document analysis enabled the triangulation of information supported by 

primary data that helped to develop a more holistic view of events (Jick, 1979).

The process o f document analysis continued post-collection of primary data to corroborate and 

augment evidence from other information sources and to aid the development of the case 

narrative. Document analysis also helped to verify informant claims post-interview, i.e. not 

created as a result o f the case study but helped to verify details of events, settings, people and 

timelines (Yin, 2009). In some instances, the documentary evidence provided inferences that
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became worthy of further investigation. Such inferences were not treated as definitive findings 

but offered clues towards gaining further insight during the fieldwork.

5.4.3 Ethical Issues and Tensions

The ICT management literature offered limited guidance on ethical issues in the conduct of 

interpretive research so adopting from the social science field (Diener and Crandall, 1978), this 

study considered the four main areas o f concern: harm to informants; lack of informed consent; 

invasion o f privacy; and deception.

Underpinning the research and collection o f evidence was a strict sense o f moral principle and 

an obligation to always respect the individual and organisational confidentiality and privacy 

agreements. All individuals were offered complete anonymity and confidentiality. More 

specifically, individuals have not been identified by name. The agreement between the 

researcher and the researched was to ensure there will not be a betrayal of trust, either verbally 

or in writing, causing unnecessary pain or hurt to any individual (Walsham, 2006). Throughout 

the research process, all informants were treated with respect and integrity so as not to feel at 

risk or disempowered in any way.

To maintain the assurance of anonymity and confidentiality, the case report in Chapter 6 makes 

no reference to the specific identity of informant quotations. A number of informant quotations 

were selected and embedded into different parts of the chapter. The purpose of which was to 

emphasise a point being made to build in a higher level of integrity into the overall case report. 

“/« addition to encoding text with the language o f  qualitative research, authors bring in the 

voice o f  the participants in the study'' (Creswell, 2007: 182). The quotes are easy to read as 

they stand out from the text and take up little space overall. The purpose of which is to signify 

perspectives to support a theme. It was the aim of the researcher to protect the anonymity o f the 

research informants. Aliases in alphabetical form (e.g. Manager A, Manager B, Manager C 

etc.) were assigned to identify quotations given that all informants held management positions. 

Further, Appendices 20-25, provide support for the findings made in Chapter 7. This series of 

Appendices also presents infonnant quotations noted from the research study. Quotes were 

selected in the form of ‘data samples’ to ensure safeguarding of informant identity and position.

5.5 Data Analysis

Narrative strategy was the chosen method by which to analyse the series of strategy episodes. 

One o f the main reasons for selecting narrative strategy was that '^almost all process research 

involves recourse to this strategy" (Langley, 1999: 695). Essentially, the development o f an 

analytical chronology in the form of a narrative story early on in the process helped to get on 

top of the data. However, the final narrative presentation in this thesis does not present the 

strategy episodes in chronological form for reasons o f comprehension.

123



5.5.1 Case Narrative

The case narrative report presented in Chapter 6 is organised in two parts.

First, a high-level overview provided an historical account covering three important areas of 

the case: (i) Irish Health System; (ii) Policy Statements on the Role o f ICT; and (iii) 

Evolutional Perspective on ICT Development. Providing an historical account as part o f the 

case report was considered an important element because it helped to provide descriptions of 

events by taking a retrospective view of the past. This is adequately explained by Pettigrew in 

that “the past is alive in the present and may shape the emerging future'’'’ (1997: 341).

Second, an individual account of the five ICT strategy-making episodes is presented. The 

accounts were structured differently. Two accounts reported specifically on the key events and 

process activities only as they related to the roles of ICT middle managers for the episodes of 

the HeBE ICT Strategy (2004), and the HSE ICT Strategy (2008), respectively. The purpose of 

which was to provide better insight into the fullness of the strategic ICT events and ICT middle 

manager activities for each of the episodes. The headings selected to describe each episode are 

an attempt to capture the essence o f the key events related to the strategy process. The HeBE 

ICT Strategy (2004) episode is presented with the aid o f six key event headings. The HSE ICT 

Strategy (2008) episode is presented with the help of eight key event headings. The events are 

sequentially ordered however, some events occurred simultaneously. The headings selected to 

describe the key events are set out as follows:

Starting Out: This event described the beginning o f the episode and pointed to initial activities 

enacted to get the event underway.

Assessment o f  Healthcare ICT Environment'. This event described the activities that were 

enacted to gather a sense o f the current state of the healthcare ICT environment.

Eneasins with the Irish Health System: This event highlighted stakeholder engagement 

activities that were enacted by ICT middle managers during the process.

Distillins Priorities: This event accounted for the activities enacted by ICT middle managers to 

categorise the major issues and themes into the high-level priorities that required further 

attention in terms of strategic ICT development.

Planning: Considerations: This event pointed to some of the key considerations given attention 

during the process.

Craftins Technological Solutions: This event described many of the technical aspects 

considered as part of the process and the activities enacted by ICT middle managers around 

these.
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B uild ins Support: This event described activities enacted by ICT middle managers to gain 

support and commitment, usually at a senior management level, for the ICT strategy.

Im plem entins S tra tesv: This event dealt with the executional activities enacted as part o f the 

strategy process.

The remaining three ICT strategy episodes also reported on the key events and ICT middle 

m anager activities as they related to the strategy process for each o f  the specific episodes. The 

key events mirrored those highlighted above. However, the report for each o f the three episodes 

(i.e. DATHs ICT Convergence Strategy (2003); NHIS (2004); and PCCC ICT Strategy & 

Action Plan (2005)) also included some relevant features to provide additional insight into the 

strategy episodes such as the underlying aspirations o f the strategy, participants involved, and a 

high-level sense o f activities and outcomes. These were presented early on in each account and 

com prised o f the following headings:

Origin: The feature o f origin was used to describe the underlying motivation for each episode. 

It related to the beginning o f the episode’s existence.

Vision and Purpose: The feature o f vision and purpose underscored the long-term view held by 

the management participants that were driving the strategy episode. It described the ‘big 

p icture’ by way o f  what was hoped to be achieved.

Aim s and Objectives: This feature provided insight into the clearly defined targets for the 

episode.

Strategic Thinking: This feature underscored the nature o f  the unique ICT opportunity being 

pursued as part o f  the strategy episode.

Participants: This feature made reference to the main actors by way o f  participants who played 

a role in the strategy episode.

A ctivities: This feature described at a very high-level some o f the tasks and actions performed 

as part o f  the process.

Outcomes: This feature gave insight into some o f the resultant outcomes from the process at a 

very high-level only.

In addition to the above features used to report on tliree o f the strategy episodes only, each 

episode was narrated with a description o f  the key events. The DATHs ICT Convergence 

Strategy (2003) episode comprised o f four events; NHIS (2004) comprised o f seven events; and 

PCCC ICT Strategy & Action plan (2005) com prised o f eight events.
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It should also be noted that the title given to each ICT strategy episode was the official name 

attached to the episode and the corresponding year relates to either the year o f publication or 

when the strategy was first published. For some episodes, the strategy was never formally 

published.

5.5.2 Pattern A nalysis

The purpose o f the narrative account in Chapter 6 was to provide a story that laid out the 

foundations for a theory o f process. Among the contextual indicators of narrative, sequence and 

time stand out. Thus, narrative provides a role in the description and development o f process 

theories (Pentland, 1999). Good description of process requires sequential patterns. However, 

identification o f patterns alone is insufficient to provide a good process theory, it is essential to 

go beyond pattern recognition to discover the underlying ‘generative mechanisms’ behind the 

process (Abbott, 1992). The approach taken to develop the theoretical framework is presented 

in Appendix 15. The analysis of the case narrative led to the identification of meta-level themes 

(Pettigrew, 1990). Samples o f the meta-level themes were presented in Appendix 16 and 

Appendix 17. Further analysis of the meta-level themes identified a set o f preliminaiy patterns 

and a sample is shown in Table 12 below.

Table 12: Sample of Preliminary Patterns

Prelim inary Patterns

Engagement
Problem

Identification

Technical

Requirements

Collaborate on 

Technical Complexities
ICT Capacity

Business

Case

Reduce

Complexity
Terms o f  Reference

Align Communities o f  

Interest
Unified State

ICT

Investment

High-level

Integration

Roles and 

Responsibilities

Rigorous Methodologies 

and Assessment

Visualise Future 

State

Strategy

Process
Visibility ICT Capabilities Change Management ICT-enablement

Issue

Diagnosis

Plan for the 

Future
Strategy Execution Generate Value

Realistic and fact- 

based Aims

The preliminary patterns were induced from the case narrative and then compared with the 

interview data. This led to the identification of dominant analytical themes and a sample is 

provided overleaf in Table 13. By comparing the dominant analytical themes with the interview 

data, categories were derived for the roles o f ICT middle managers. Thereafter, locating 

patterns among the subcategories (see Appendix 18 for sample) by iteratively moving between 

data and literature, sequences of ICT middle manager actions were assembled to correspond 

with the role types. By bringing together patterns of parsimonious meaning, it was possible to 

identify themes leading towards a more conceptual structure (Miles and Huberman, 1994).
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Table 13: Sample of Dominant Analytical Themes

D om inant A nalytical Themes

Initiate strategy process -  we can 

do this am ong ourselves

Select from  international initiatives 

that are proven

Establish governance m echanism s -  

w e need statutory powers to do this 

right

Shape the scene to know  who must 

be  involved and get them  there

V alidate with expert groups -  

involve the experts

G enerate value -  every priority  m ust 

defend itself, stand up on paper and in 

practice

Stakeholder analysis and identify 

those w ho can have the greatest 

impact

Regulatory assessm ent — be m indful 

o f  w h a fs  com ing down the line

ICT investm ents -  m aking them  pay is 

the hard part

S ituational analysis after decades 

o f  heterogeneous developm ent

S teer for guidance — look for 

internal and external support 

m echanism s

The resource base m ust be increased, 

investm ent in ICT in health is 

m ediocre at best

D etennine business direction with 

the business, not w ithout it

Plan im plem entation — break it 

down, keep it sim ple, m ake it 

realistic

Focus on building ICT capabilities

Set direction after com prehensive 

involvem ent

A uthor strategy content -  maintain 

high-level focus

M ust overcom e the engagem ent 

challenge

Engage the business as partners 

with shared interests

Present strategic direction with the 

business, not against it

Build greater aw areness to im prove 

visibility

W eigh priorities even if  it means 

m aking enem ies

Recom m end strategic choices 

together with functional and 

business levels

The process m ust account for risk 

elem ents / m anagem ent

Rank priority  developm ent by top 5 

o r 6 over 3-5 year tim e horizon

Procure resources by m aking sound 

and logical business case / 

argum ents

Alw ays w atching for legal 

considerations

Build consensus and align with the 

business areas to foster greater 

support

Execute on developm ent aims, m ost 

difficult part

Aim to develop state o f  the art by way 

o f  fusing integration

Focus on greater transparency but 

that goes against tradition

R ealise benefits is the hardest piece 

o f  the jig saw  to see out
O ur ro le is to build  awareness

5.5.3 Role-ordered Displays

The purpose for using role-ordered displays was to apply a process of structuration to aid 

theoretical development by overcoming the blurred boundary between description and 

explanation. Descriptions of the strategy episodes are shown using narrative but:

the report is retrodictive rather than predictive, a retrospective gathering o f  events 

into an account that makes the ending reasonable and believable, more than a 

mere chronicling. It configures the events in such a way that their part in the whole 

stoiy becomes clear
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In using role order display as the technique to offer rich description, the aim was to account for 

the roles o f ICT middle managers in aligning business and ICT strategies based on the episodes 

of ICT strategy-making so that their part in the whole story became clear. Role-ordered display 

arranged the data by distinct role types (i.e. ICT middle managers) in formal settings (i.e. 

strategic alignment in public service). This provided a description about the ""complex 

expectations a?td behaviours that make up what you do, and should do, as a certain type o f  

actor in a setting” (Miles and Huberman, 1994: 122). Conceptual and theoretical ideas were 

inductively and deductively derived from the case narrative, interview scripts and scholarly 

literature to develop a theoretical role-ordered framework to present sequential patterns of 

action that described the roles of ICT middle managers in aligning business and ICT strategies 

in public service organisations.

5.6 Theoretical Development

The first attempt to develop a conceptual framework comprised of ten middle manager roles 

described using six distinct attributes. However, while the framework illustrated the complexity 

of the subject, it required further reduction and simplification through framework development 

and pattern recognition (Pettigrew, 1990). After a number o f role-display iterations in an effort 

to reduce data, complexity, and simplify the overall theoretical description, the final display 

consisted of a theoretical framework comprised of six distinct roles that were described using 

nine defined attributes. The theoretical framework is presented in Chapter 7. The iterative 

process of pattern recognition led to the identification of the following ICT middle manager 

roles:

• Initiator

• Orchestrator

• Planner

• Technologist

• Broker

• Executor

Role behaviour was described using a set of nine attributes discovered through a process of 

iterative analysis. The nine attributes identified to describe the above six ICT middle manager 

roles are:

i. Focus

ii. Viewpoint

iii. Context

iv. Process mechanism

V. Social dimension
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vi. Management cognition

vii. Personal force

viii. Decision stimuli

ix. Boundary span

5.7 Conclusion

In Chapter 5, the application o f the research method was presented. Drawing on an interpretive 

approach to inquiry, the study adopted a case-based process-oriented design to investigate the 

roles o f ICT middle managers in aligning business and ICT strategies in public service 

organisations. The preliminary deliberations in structuring the research design were discussed. 

The Irish health system was the chosen public service context to advance the study. Both an 

historical and longitudinal perspective was taken to explore contextual features and specific 

episodes o f ICT strategy-making within the case. The case presented an account of five 

episodes o f ICT strategy-making. Case method features such as case protocol and pilot study 

were used to complement the integrity o f the research approach.

The source of primary data was semi-structured open-ended interviews. This was aided by 

documentary evidence. Process analysis was undertaken using narrative strategy to present a 

story that revealed the sequence of events over time. The narrative was structured by 

embedding process-oriented features in the form of key events. Process analysis sought out 

meta-level themes which led to the identification of preliminary patterns and dominant 

analytical themes. Constant iteration between the data and scholarly literature vis-a-vis 

inductive and deductive analysis enabled the emergence of a role-ordered theoretical 

framework to become clear.

The framework comprised o f six distinct roles described using nine defined attributes to 

describe the roles of ICT middle managers in strategic alignment in public service 

organisations. Each role was assigned with a distinguishable value that corresponded with the 

broader set of attributes. The case study report is presented next in Chapter 6 while the 

theoretical framework follows thereafter in Chapter 7.
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Chapter 6

Case Study Report
“To plan and giiide wisely, we have also to pay our respects to the past.''

Richard Morris Titmuss (1907-1973)

British Social Research Pioneer and Founding Chair of Social Policy, London School

of Economics.

6.1 Introduction
The purpose o f this research study was to explore the roles o f ICT middle managers in aligning 

business and ICT strategies in public service organisations. The previous chapters had shown 

this to be an under-represented area in the field of ICT management. It was shown that 

academic inquiry into the strategic alignment construct had yet to acknowledge the roles o f ICT 

middle managers in aligning business and ICT strategies despite a good deal of reference 

contending the importance of managerial action.

A case-based approach was shown in Chapter 4 to be an appropriate research method to 

explore the strategic alignment construct. Furthermore, case study research was also shown to 

be a well proven method to investigate strategy and related issues. The case-based approach 

was supported by an embedded process-orientation. Process research is well-suited to 

investigate managerial action and this fitted well with the research question. The embedded 

process-orientation accounted for context and history in that past action can be reflected in 

present day activity. The method attended to the contextual element by embedding an historical 

account to the report. Application of the method in practice was presented in Chapter 5 and this 

revealed the key features o f the case-based process-oriented account to follow.

In chapter 6, the book of evidence is presented in the form o f a case narrative report. An 

overview of the backdrop to the case report is presented next in Section 6.2. The historical 

context in Section 6.3 provided an overview of three key elements related to the Irish health 

system. These comprised of: (i) Irish Health System; (ii) Policy Statements on the Role o f ICT; 

and (iii) An Evolutional Perspective on ICT Development. In Section 6.4, five episodes of ICT 

strategy-making are presented and organised as follows: HeBE ICT Strategy (2004); HSE ICT 

Strategy (2008); DATHs ICT Convergence Strategy (2003); NHIS (2004); and PCCC ICT 

Strategy & Action Plan (2005). Each episode formed a sub-element o f the singular case design 

and for each; an account of the sequence of events and unfolding activities as they related to 

ICT middle managers is presented. Finally, in Section 6.5, the chapter ends with concluding 

comments.
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6.2 Backdrop to Case Report
The study inquired into how ICT middle managers engage in aligning business and ICT 

strategies in public service organisations. By situating the study to inquire into episodes of ICT 

strategy-making over a longitudinal period of twelve years (1999-2010), it was possible to 

glean from case-based evidence the key events and process activities attributable to ICT middle 

managers. The investigation explored five episodes of ICT strategy-making through the lens of 

process inquiry. The study inquired into each strategy episode by tracing the sequence of events 

over time through which the actions of ICT middle managers became identifiable.

The concept o f strategy is taken to mean a pattern in a stream o f action that unfolds over time. 

This was a decisive factor in selecting a longitudinal approach to inquiry. While the case deals 

with five explicit ICT strategy episodes, it was the unfolding action over time from these 

collective episodes that illuminated the contextual essence of strategy. It is acknowledged that 

such an approach provided only broad insight into the strategy construct. But given the lack of 

opportunity to delve deeper into an active real-time strategy episode, the next best approach 

was to explore the construct through that which had gone before.

The context of study was the Irish health system. The Irish health system is a complex multi- 

organisational environment where structures, management arrangements, and accountabilities 

frequently change over time. During the timeline of 1999-2010 in which the episodes of ICT 

strategy-making unfolded, frequent structural changes to the system took place. Each strategy 

episode was also found to have structural ties predating the longitudinal timeline of interest. 

Therefore, to position the study in its rightful context and to help provide a better understanding 

o f the ICT strategy-making episodes, an historical component is presented early on within the 

case that deals with some of the structural, ICT policy, and ICT organisational events at a high- 

level only that contributed to the formation o f the contextual fabric.

Two case episodes (i.e. HeBE ICT Strategy (2004); and HSE ICT Strategy (2008)) provide a 

full account of the key events and process activities as they related to the roles of ICT middle 

managers. The remaining three episodes (i.e. DATHs ICT Convergence Strategy (2003); NHIS 

(2004); and PCCC ICT Strategy & Action Plan (2005)) present an overview of the underlying 

strategic aspirations being sought along with the key events and process activities relative to 

ICT middle managers. Each episode makes reference to the different organisations involved. 

Often stakeholders with an active interest were described in the form of groups, teams, and 

committees etc. The members were mostly middle and senior managers with business, ICT or 

clinical backgrounds. Within each group or team there was often a strong ICT representation at 

the middle management level and often this included senior management and expert ICT 

involvement too. Given the complexity and fluctuating design that came with the multi- 

organisational structures that made up the Irish health system, along with the multi-pronged
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response to the Health Strategy (2001) (DoHC, 2001), the demarcation of management 

arrangements and accountabilities can at times appear somewhat opaque.

6.3 Historical Context

6.3.1 Introduction

The interchange between human agency and contexts takes place over time and is cumulative 

(Pettigrew, 1997). The legacy of preceding events heavily influences the shape o f the future by 

way of what, why, and how events occur and the resultant outcomes from them. Therefore, 

time and history are central features of process inquiry. By failing to pay due homage to the 

past, we forego the historical method in strategic analysis along with the opportunity to identify 

possible antecedent conditions that can provide explanations by way of longitudinal series 

analysis (Pettigrew, 1997). The aim o f process analysis is to produce a case study, not a case 

history, although integral to the case report is an historical component that provided a 

foundation for the overall case structure. Presenting an historical overview of the Irish health 

system, policy statements concerning ICT’s role therein, and an evolutional perspective on ICT 

development within the health system was necessary so to gain an appreciation for the 

embedded contextual complexities.

6.3.2 Irish Health System

6.3.2.1 Introduction
This section reflected on developments over the last 40/50 years that influenced the structural 

shape o f the Irish health system. Insights are presented at a very high-level only. The historical 

overview shined light on some o f the milestone events that led to the continuous development 

of the health system.

6.3.2.2 Becoming a Priority
In May 1994, the Minister for Health launched the strategy ‘Shaping a Healthier Future’’ 

(Department o f Health, 1994). Essentially, it was a four year action plan to provide a clear 

sense of direction in terms of the underlying principles and proposed reorientation o f how 

services were to be planned and delivered. But by the latter part o f the century, the health 

system in its entirety had become burdensome and overly complex. There was extreme 

fragmentation at the level o f service delivery, dissatisfaction at the political level and 

frustration over funding of developmental initiatives. Up to this point, investments were made 

mostly to develop and support the hospital infrastructure but it was felt that hospitals should no 

longer underpin the health system network. The sense at the time was that the system should 

become more focused on the ‘people receiving the service’ rather than the location in which the 

service was provided. It is claimed that "'some monstrosity units were built, consuming the vast 

bulk o f  any available funding and as a result services such as mental health out in the

132



community were no longer part o f  the strategic thought process'’’ (Manager G). This changed 

though in 2000 when under a coalition government and led by the Minister for Health, 

government policy pursued an agenda to develop an all-encompassing health strategy, arguably 

the first o f its kind in the history of the Irish health system.

Publication of the Health Strategy (2001) by the Department of Health and Children (DoHC) 

(DoHC, 2001) revealed a change in direction. Clear and visible emphasis was placed on the 

development of primary care, loosely defined as an area within the system outside o f the 

hospital network that would provide point-of-care services in the community. For example, “ // 

would have mental health elements, surgical elements, medical elements, pharmacy elements, 

principally it would have diagnostic elements and within that the general practitioner would 

become part o f  the primary care team ’’’’ (Manager G). Essentially, primary care services in the 

community would consist of a multi-disciplinary team of health professionals who would 

coordinate the delivery o f all healthcare services.

6.3.2.3 System Structure
The Irish health system was marked by two significant events which impacted greatly on 

organisational structures leading to the creation o f the system. In 1970, the delivery o f health 

services was transferred out from local authority responsibility and formally established with 

no fewer than eight regional health board structures reporting directly to the Department of 

Health. Broadly speaking, the organisational structures in place for each of the eight boards 

were similar, each with three programme areas: (i) general and acute hospital services; 

(ii) special or psychiatric hospitals; and (iii) community care. Governance of the health boards 

was managed by local authority councillors, senior medical professionals and representatives 

nominated by the Minister for Health. These comprised of ‘'^county and city councillors 

appointed by county and city councils, and elected health professionals such as doctors, nurses, 

dentists and pharmacists along with Ministerial nominees'" (Manager M).

In 1999, the Eastern Regional Health Authority (ERHA) was established on foot of legislation 

that replaced the former Eastern Health Board. The ERHA held overall regional authority and 

comprised of three area health boards (Northern, South-western and East coast), resulting in a 

total of eleven health board structures responsible for delivering healthcare services to the 

population of Ireland. Since 1970, alongside the health board structures, it is estimated that up 

to '’forty semi-state agencies concerned with health had emerged, with specialised functions 

ranging from advice to regulation and research to health promotion'' (Harvey, 2007: 5).

The Health Boards Executive (HeBE) was established in 2001 and came into formal existence 

in February 2002. The purpose behind HeBE was to provide a platform through which the 

health boards and the ERHA could work together on an agenda to develop and modernise the 

delivery o f healthcare. HeBE was neither a health board nor health agency per se, it was an
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organisation that promoted collaborative working to enable and in some cases lead 

collaborative efforts to progress the exchange of ideas, knowledge and practices between health 

boards. The HeBE board was made-up of the eleven CEOs of the health boards and ERHA. 

HeBE’s role was intended to be mostly of a strategic nature, guided by the Health Strategy 

(2001) (DoHC, 2001) with the following underlying principles: People Centred, Quality, 

Equality and Accountability, along with an increased emphasis on pursuing the concept of 

‘Value-For-Money’ (VFM).

Then, in a 2003 review of the structures and functions of the Irish health system, Prospectus’̂  

proposed that (Prospectus, 2003):

• All eleven health boards be abolished and replaced with a single unitary structure under 

a national health service organisation, the Health Service Executive (HSE).

• The Department of Health, now known as the Department of Health and Children, to 

assume responsibility for setting policy and direction and the HSE to have 

responsibility for executing and delivering on policy.

• To abolish the 43 semi state heahh agencies and for those that remain to come under 

the remit of the DoHC.

• Remove the system of local accountability and appoint the Minister for Health and 

Children to be responsible for the provision of health services.

The reorganisation aimed to unify the health system by making it more efficient and effective 

by streamlining the provision of services. Some might add that it was also an attempt to make 

the organisation ^Hess vulnerable to local and parochial pressures'" (Harvey, 2007: 5). This 

structural change to the system resulted in a transition from the local and autonomous group of 

health board organisations to a national, command-led and technocratic structure. The HSE 

came into formal existence on 1̂ ‘ January 2005 with the approval of the Health Act (2004).

6.3.2.4 Overview o f Health Service Executive
The creation of the single HSE organisation was considered the '"largest programme o f change 

ever undertaken'’’ (HSE, 2007a: 3) in the history of the Irish public service. The primary goal 

aimed to provide consistent health services on a national level. The HSE is the single biggest 

employer in Ireland, employing some 65,000 staff directly, a further 35,000 are employed by 

voluntary hospitals and bodies funded by the HSE’'* (HSE, 2007a). The HSE absorbs the single 

largest element of the Irish Government budget which had been increasing rapidly from €3.7B 

in 1997 to €13B in 2006 (HSE, 2007a).

Prospectus Strategy Consulting was appointed by the Irish Government in 2001 to make recommendations to ensure clear lines 

o f  accountability between each part o f  the health system, remove overlaps or duplication between organisations, and align the 

structure as a whole

Total number o f  fijll-time equivalent (FTE) employees recently quoted by Department o f Finance put the figure at 110,000
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The design o f the HSE structure was based on positioning patients and clients first at “the 

centre o f  the organisation’’" (HSE, 2007a: 7). Healthcare and Personal Social Services were 

divided into three service delivery units (HSE, 2007a):

• Population Health promotes and protects the health of the entire population.

• Primary, Community and Continuing Care (PCCC) delivers health and personal social 

services in the community and other settings.

• National Hospitals Office (NHO) provides acute hospital and ambulance services 

throughout the country.

The services provided by the HSE ranged from public health nurses treating older patients in 

the community to caring for children with challenging behaviour; from educating people on 

living healthier lives to performing highly complex surgery; from planning for major 

emergencies to controlling the spread o f infectious diseases (HSE, 2006). It was the aim of the 

HSE from 2007 to 2010 to develop programmes that make it easier “fo r  people to access 

quality services and easier fo r  the HSE to deliver these services" (HSE, 2006: 3). To achieve 

this aim, the HSE planned to simplify the existing business and therein gain greater visibility to 

the delivery o f current services. At an operational level, the biggest issue challenging the 

system was the speed with which dependence on the hospital network could be reduced and the 

delivery o f services transferred to the community care network. The emphasis will be on 

developing, building and growing capacity in the area o f PCCC. To manage this strategic 

challenge, the focus “must be changed by building a fidly integrated and responsive local 

health service’" (HSE, 2006: 3).

6.3.2.5 Conclusion
Up to 1970, responsibility for the delivery of health services rested with established health 

authorities in the cities of Dublin, Cork, Limerick and Waterford and by county councils 

elsewhere in the country. In 1970, a number of local health board authority structures were set

up to assume responsibility for providing healthcare. In 2001, HeBE was established to 

promote greater sharing and collaboration between the various health boards. In 2005, the HSE 

was established and this single entity assumed responsibility for the delivery o f heahh services 

while overall responsibility for health policy remained with the DoHC. The newly formed HSE 

espoused for greater integration across structures as the means by which the provision of 

healthcare can improve.

6.3.3 Policy Statements on Role of ICT

6.3.3.1 Introduction
The Irish health system is made up of many different organisational constituencies and

governed by the DoHC. During the course of 2000-2010, a number of policy decisions and

management recommendations were made concerning the role of ICT in support of health
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services. To put these into context, this section aimed to provide the reader with an 

understanding o f the views held for the role of ICT in health at a political, system and 

organisational level.

6.3.3.2 ICT Policy and Findings
A number of reviews and audits o f the health system pointed to recommendations for change to 

existing structures and processes. Along with major structural change recommendations, a 

number o f notable observations and recommendations were made with regard to the role o f ICT 

in support of service-delivery throughout the system. Some of the noteworthy observations and 

recommendations made over the course o f 2000-2010 are presented in Appendix 19.

A number o f the recommendations emphasised an important role for ICT in developing an 

efficient, effective and total quality system o f care. A key observation made going back to 2001 

and consistently raised in subsequent reports highlighted the systematic under-investment in 

ICT. Specifically, in 2001 the VFM report (Deloitte and Touche, 2001) pointed out that the 

level of funding allocated for ICT development (€25.5M'^) in the National Development Plan 

(NDP) (2000-2006) (Department of Finance, 2000) was insufficient and that the required 

investment was likely to be a multiple o f the NDP figure stated. Under the Health Strategy 

(2001) (DoHC, 2001), the national goal (#4) for high performance listed the following high- 

level ICT actions: NHIS will be implemented; sustained programme of investment in the 

development of national health ICT; ICT will be fully exploited in service delivery; 

information-sharing systems and electronic patient records will be implemented; nationally- 

secure communications infrastructure will be developed for the health system; and ICT 

development to feature in future strategic planning.

The Health Strategy (2001) (DoHC, 2001) noted that the development o f a national health 

information strategy is vital to the agenda for change and ‘'''developing current and future  

managers to support the modernisation agenda and meet the objectives fo r  improvement set out 

in the strategy will be vitaF  (DoHC, 2001: 113).

The Primary Care Strategy (2001) (DoHC, 2002) highlighted ICT as being central to Primary 

Care service delivery and relied upon electronic communication and record systems to connect 

and inform all local health professionals, including the wider network. Following an audit of 

existing ICT systems, the Brennan Commission (Government of Ireland, 2003) reported that 

the core issue around ICT development as being the consequence o f inadequate investment and 

a failure to develop management capabilities. The report concluded that there was significant 

scope to improve and increase the levels of effectiveness in the health system however 

^'resources and skills in change management will be needed" (Government o f Ireland, 2003: 

10). The Prospectus audit of structures and functions supported these claims in stating that it

In econom ic term s, the  abbrevia tion  o f ‘M ’ denotes M illion
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‘'"has been well established that significant development o f  IC T  is required i f  the health system  

is to reach the perform ance standards expected" (Prospectus, 2003: 148). Prospectus 

recommended a m ajor increase in ICT capital investment o f  between 2-4% o f  annual revenue, 

i.e. annual investment o f  ei60M -€320M  (Prospectus, 2003). The HSE Transformation 

Programme (2007-2010) (HSE, 2006) included a number o f  m ajor ICT initiatives to realise the 

vision o f a revitalised health system. The HSE Corporate Plan (2008-2011) also highlighted a 

number o f initiatives including the implementation o f an “IC T  strategy to support the 

transformation o f  health services'’’ (HSE, 2008a: 29). The DoHC Statement o f  Strategy (2008- 

2010) acknowledged that given the fast pace o f  technological innovations in areas such as 

pharmaceuticals, genomics, tissue engineering, imaging technology and ICT, the ‘system ’ will 

require ‘‘‘'strategic developments in order to keep pace’’' (DoHC, 2008: 11), therefore the 

‘system ’ must be equipped to make effective use o f  the integral data it generates to support the 

''assessment o f  needs, service planning and evaluation o f  set'vices” (DoHC, 2008: 11).

6.3.3.3 Conclusion
It was shown that the policy position on the role o f  ICT was highly favourable. W hile the 

reports examined identified m any opportunities for ICT development, these were equally 

matched by well-intended expectations and ambitions. The political perspective o f  the DoHC, 

combined with the enterprise ambition o f  the HSE, spelled out m ajor opportunities to exploit 

ICT favourably so to better enable the provision o f  healthcare.

6.3.4 Evolutional Perspective on ICT Development

6.3.4.1 Introduction
This section presented a high-level overview that traced back to the begirming o f ICT 

development and provided an historical account that described how the role o f ICT evolved in 

support o f  healthcare services. It provided insight into how the concept o f  ICT strategy-making 

emerged and outlined some o f  the m ajor challenges that impacted on the development o f ICT 

within the heahh system.

6.3.4.2 Origins o f  ICT
One o f the earliest assessm ents to identify opportunities for the deployment o f  ICT happened in

the North West region health board. In the mid-1970s Arthur Anderson, the then professional

m anagement consulting organisation, perform ed an audit o f the North W est health region to

identify how ICT could enable improvements in the delivery o f healthcare services. The work

perform ed was considered 'fa rsigh ted  and ve iy  good on the information strategy p iece and

well ahead o f  its time in terms o f  technological capability with regard to portability and speed,

but affordability too'" (M anager M) but was an unrealistic proposition at the time. The

recommendations from this audit conveyed a noteworthy ‘building block’ approach to the

development o f  ICT in the region and the concepts developed back then, some 35 years ago

now, considered the possibility o f  public health nurses using handheld devices. The conclusions
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recommended an approach to develop ICT from a “service perspective and from  the ground 

up'' (Manager M). Many of the proposals centred on the informational needs to develop the 

community service aspects o f health.

63.4.3 Broad Spectrum o f Views
More generally, during the 1970s and 1980s, ICT investments made by all heaUh boards 

focused mainly on financial systems to support activities such as payroll and general ledger 

accounting. Nevertheless, the environment for ICT development can be described as “patchy 

and fragmented, certainly not coordinated and coupled with a lot o f  silly competition and 

rivalry going on'" (Manager G) between the various health board constituencies. During the 

1980s the Department o f Health for the first time considered channelling investment towards 

patient-centred ICT, suitably appropriate with the advent of the personal computer and the 

possibility to process and distribute data widely to support point-of-care services. By the mid- 

1980s, a decision was taken to acquire and implement a national ICT system'^. The decision 

received mixed views. The acquisition and implementation of the system gave rise to what was 

described as “at best, a significant controversy, at worst, total polarity, polarisation between 

those who favoured the chosen solution and those who fe lt they were better informed" 

(Manager G) to make decisions about ICT development. In 1984 McAuto Systems was 

appointed to provide ICT management services by the Department of Health. Later that decade. 

Shared Medical Systems was also appointed to provide ICT management services. This 

decision can be described as politically motivated and gave rise to a series of “disturbing, 

expensive and manipulated" (Manager M) circumstances. The dispute continued for a number 

of years and it could be argued that as a direct consequence a good number of opportunities 

were lost during an era o f friction and debate arising from the above. The following statement 

illustrated the degree of separation in the context of system rivalry- “be under no illusion, we 

were very competitive, eight health boards competing fo r  funding, and none o f  the other seven 

had a clue what they were doing and still don ’t, the management team today is still a 

conspiracy against competence" (Manager Q).

By the end of the process little was achieved, certainly by comparison to the original intention. 

Towards the latter part o f the 1980s the Department o f Health commissioned management 

consultants, PriceWaterhouseCoopers (PWC), to advise on how best to develop ICT for the 

health boards. This approach yielded little and nothing substantial ever emerged from the work 

is one point o f view. Another contends that the PWC advisors introduced a new wave of 

thinking that considered ICT development in the context of: focus on the business drivers and 

business issues; consult with staff; engage with clinicians; exploit cutting edge technologies;

''’Health is an infomiation-intensive business, with data on an enonnous scale, gathered by way o f  hospitals, clinics, laboratories 

and primary care surgeries. The term ICT system describes the use o f  information and communication technologies in helping to 

provide medical information and services in health. (Baldwin et al., 2002) It also encompasses a wider scope to include the 

provision and management o f  enterprise information and services within the health system.
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future-proof investments; and consider patient-centric systems in the context o f a single system 

with regional databases and ancillary systems flowing over. So, in as early as 1991/1992 at 

least one regional health board was thinking about ICT development from a strategic 

perspective. Furthermore, in the early 1990s, a conjoint effort between the Department of 

Health and the various health boards involved the appointment of CHL Software Services to 

develop cost effective system solutions to support healthcare services. This was an example of 

an Irish software services company developing solutions to solve Irish healthcare service 

problems and this proved to be highly effective. Further evidence of conjoint working between 

the various health boards can be traced back to the early part o f the 1990s. A multi-health board 

initiative promoted the development of financial and patient area ICT systems e.g. general 

ledger system. This proved to be an effective approach and illustrated that conjoint practice 

over twenty years ago led to successful outcomes.

6.3.4.4 Moment o f  Inspiration
The development o f ICT during the 1990s took the fomi o f a ‘pendulum swing’ swaying from a 

command and control approach led by the Department of Health where one solution fits all to 

an environment where individual health boards operated in a “/ree for all type fashion'’’ 

(Manager M). Nevertheless, it led to an important development in that each health board was 

instructed to develop an ICT strategy. Not only was this noted as the first point in time that the 

Department of Health considered taking a strategic approach to ICT development but the 

period is marked as most probably “the first engagement o f  the healthcare system with strategy 

and with the formulation o f  strategy and it happened in the IC T area, the vehicle by which 

strategic thinking began to be formulated’’’’ (Manager G). Each health board was required to 

think o f its business from a strategic perspective but they did not necessarily consider a national 

strategic landscape for ICT development under this approach. Each region developed an ICT 

strategy but these were not necessarily congruent from a ‘system’ perspective. Subsequently, 

with eight ICT strategies now driving ICT development, this could result in only one thing, 

fragmentation and separation; “from  strategic fragmentation resulting in tactical 

fragmentation, at the level o f  process and service deliveiy and therefore, statutory services 

being delivered differently depending on which health board was involved'"' (Manager G).

6.3.4.5 Coming Together
Despite the high-levels o f fragmentation that had emerged and the competitive spirit that 

evolved between the various health board structures, it was viewed by some that ‘things had 

gone too far.’ By the mid-to-late 1990s, some considered the process of independent decision

making at local health board level had become no more than a self-serving voyage. This 

resulted in some business and ICT managers seeking a common approach to ICT development 

to streamline services at national level. However, the funding was not structured to support a 

cooperative approach; it was set up directly at individual health board level. In retrospect, this
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is considered ""unfortunate because those who were genuinely trying to forge a common 

approach to common problems and really didn't get the required support and consequently 

found themselves competing fo r  very limited funding with those in the health boards insistent 

on doing their own thing” (Manager G).

The efforts made by some to engage in a national ICT development agenda did not, however, 

go entirely unnoticed and there were some ‘notable outcomes’ that succeeded in overcoming 

the ‘single health board agency view’. In the early 1990s, the health boards came together in a 

collective sense to develop and procure a financial management system. The most notable 

effort was launched in 1996, ""born out o f  the need by one health board to replace its payroll 

systems which were about to fa ll over, a decision was taken by the CEOs o f  the health boards" 

(Manager M) to come together and the outcome from that decision resulted in an ICT 

development project which became better known as Persoimel Payroll and Related Systems 

(PFARS).

6.3.4.6 Y2K Review
The latter part of the 1990s was concerned mostly with two key events: (i) the development of 

PPARS; and (ii) the comprehensive review of almost 1,000 individual business system 

applications in preparation for the Year 2000 (Y2K) roll-over. The earlier ICT systems 

implemented by the health boards prior to 1996, such as McAuto (first major ICT data 

processing system). Shared Medical Systems, Ferranti Computer Systems and Gerber Alley 

Healthcare Information Systems were imported to Ireland and in many ways can be best 

described as ‘not fit for purpose.’ The main reason being that these systems were designed to 

support a health system based largely on billing the patient or insurance company directly for 

services delivered, e.g. U.S. system, with very different dynamics to that o f the Irish health 

system. The business system application review had to determine whether or not the systems at 

an individual level should be replaced, retired or upgraded and this process entailed significant 

effort on the part o f the ICT resource. The transition into the 2T ’ Century went smoothly and 

overall it was felt that the entire Y2K event gave rise to no material problems. An alternative 

perspective might contend that Y2K was a ""bottle o f  smoke, much ado about nothing, but we ’II 

never know’’" (Manager G).

6.3.4.7  PPARS Experience
The aim of PPARS was to ""streamline and modernise personnel and payroll practices and 

systems throughout the health sector’̂  (DoHC, 2005: 1). Further, ""the intention o f  PPARS was 

not simply to computeiHse personnel records or to replace existing payroll systems. Its primary 

goal to enable the transformation o f  human resource in the health sector"' (Government of 

Ireland, 2005: I). Human resource (HR) modernisation, enabled by the effective exploitation of 

ICT, provided the potential to transform core elements o f the health system (McDonagh, 2006). 

This was consistent with the public service modernisation agenda as set out in the Strategic
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M anagement Initiative in 1994 (Government o f  Ireland, 1994), and D elivering Better 

Government in 1996 (Government o f Ireland, 1996). By 2002, the PPARS project was being 

directed by the HeBE work program me and led by a national project team. The project was 

described as a “large and complex initiative and is the f ir s t national IC T  related development 

incorporating the entire health sector, supporting the human resource management 

requirements for a s ta ff o f  almost 100,000 employees"’’ (DoHC, 2004b: 1).

The PPARS experience revealed a story o f great magnitude. “It is a story o f  incredible human 

endeavour committed to transforming a complex system o f  highly autonomous health service 

organisations through the effective deployment o f  modern IC T  system s"  (M cDonagh, 2006: ii). 

PPARS exhibited unswerving human effort and commitment to transform autonomous health 

service organisations even though these organisations were shown to have had little appetite for 

change. PPARS also revealed deeply embedded impediments to ICT-enabled transformation 

that surfaced within the system o f  health service organisations (M cDonagh, 2006). 

Notwithstanding the tremendous human dedication that attempted to lead and deliver major 

ICT-enabled transformation, it was found that the system o f health service organisations “had 

limited appreciation for what it takes to shape and deliver transformational change" 

(McDonagh, 2006: iii).

The cost o f implementing PPARS as initially scoped was projected to be IR£9M. At that time, 

the need to identify the change m anagement and related costs were highlighted, but estimates 

o f  these were not included as part o f  the original cost projection. The actual cost incurred up to 

the time when deployment was halted in October 2005 was estimated to be at €165M . The 

initial plan was to deploy PPARS in five health board regions and St James Hospital, Dublin. 

The original intentions for deployment were largely executed and delivered against the scoped 

health board regions and hospital. The scope o f deployment was later extended in 2002 to 

include all health board regions and at this point the management consultancy provider, 

Deloitte and Touche, was appointed to ‘assist with the project im plem entation.’ The 

im plementation plan was based on piloting the deployment o f  PPARS in two health service 

locations. However, before fully completing the pilot implementation at both sites and buoyed 

by the urgency stemming from the DoHC to expedite system-wide deployment, implementation 

was extended to additional locations, thus overstretching resources.

By the time the project was halted, it was claimed that “while there have been teething 

problems, as is inevitable, the system is now operational and paying  over 32,000 staff, together 

with 4 ,000pensioners and has the further ability to pay around 70,000 s t a f f  (DoHC, 2005: 1). 

The m ajor challenges had little to do with the technical complexity o f  introducing a m ajor ICT 

system; these were well understood by the national ICT project management team. Rather, it 

was found that “the complexity and variability o f  organisational rules and their implementation
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within the health system was not appreciated and, more than most other issues gave rise to 

massive and significant implementation challenges"' (Manager G). However, in those 

organisations where PPARS was successfully implemented, significant harmonisation of 

payment processes was achieved.

One of the complexities in delivering health service is that it must provide services 24/7 and is 

therefore heavily reliant on health staff to deliver services. Over a great number of years, this 

led to the introduction of a plethora of employee pay rates and allowances. This presented the 

PPARS project with one of its greatest challenges, to accommodate a wide range o f varying 

pay scales. It is important to take into account the political view of public services at the time. 

Ireland was experiencing a buoyant economy, and government policy favoured decisions that 

would not ire public service industrial relations. Nevertheless, "^seven years after the 

introduction o f  the HSE and in the fina l year o f  the Croke Park Agreement there is still a 

plethora o f  rates and allowances in the healthcare area"^^ (Manager M). In retrospect, business 

arrangements should be reengineered to streamline and harmonise all structural processes 

rather than attempting to impose decades of variance onto a new ICT system.

The project that began in 1996 mooted by the well-intended aims of the ICT management team 

to adopt a collaborative approach to ICT systems development resulted in a project that 

tarnished credibility in the health system’s ICT structure. It was noted that “capability and 

capacity building are cornerstones o f  success. I f  no assessment was made o f  the capability and 

capacity o f  leaders to deliver on the change agenda associated with PPARS, there was always 

a distinct possibility that the health system was making a commitment to change that it was 

incapable o f  delivering"' (McDonagh, 2006: 14).

Based on the perceived success of PPARS, another major ICT project was introduced sometime 

in 2002/3. This project was known as the Financial Information Systems Project (FISP); a 

financial and budgeting management system. Although FISP was still at an early stage of 

development and was understood to be on time and on budget, already at an estimated €30M in 

development costs, the project was halted. It is questionable as to the real progress that was 

being made concerning the development of FISP as it emerged that “the form er chief executive 

o f  St James's Hospital, John O'Brien, who is now one o f  HSE chief executive Professor 

Brendan Drumm's top advisors, described the system in a letter to the HSE in June as a 

‘disaster"" (Radio Telefis Eireann, 2005: 1). Given that Deloitte and Touche were managing 

the development and implementation work, it was felt this too would result in substantial cost 

overruns.

The Croke Park Agreement is a Public Service agreement covering the period 2010-2014 and is a commitment by public servants 

and their managers to work together to change the way in which the Public Service does its business so that its cost and the number 

o f  people working in the Public Service can fall significantly while continuing to meet the need for services.
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6.3.4.8 Lessons Learned
The PPARS experience provided immense insight into the development and implementation of 

large-scale ICT systems, not only in the public service arena as many of the lessons can be 

equally applied to the private sector too. A summary o f the findings pointed to the following’*:

• A number o f classic mistakes common to large-scale ICT deployments were made in 

regard to the definition of the project and the tasks required for its implementation, the 

lines of management authority and contracting strategy.

• Health service management did not have the internal capability to manage this complex 

project without an over-reliance on external consultancy resources.

• Public procurement processes were not adhered to in all cases for the awarding of 

contracts.

• It is fully necessary to identify the totality of spend on ICT and on major projects.

• A need to put far stronger governance arrangements in place to deal with ICT 

expenditure.

• Manage out the over-emphasis on the technological dimension by paying substantial 

attention to the human dimensions associated with planned change and consider 

organisational transfonnation from a ‘people point o f view’.

• Manage out the fad to bring in advisers and consultants so that resources do not get 

swallowed up without any guarantees that the project will be a success.

• Rule of thumb: any major ICT expenditure should be allocated so that 25% relates to 

the cost o f ICT only, and 75% on managing the organisational change dynamics, i.e. 

the human dimension associated with ICT-enabled change and transformation.

• The attitude of public service unions to ‘new technology’ has always been to resist it 

and to extract a price in favour of supporting it. In the context of shaping major public 

service transformation, this is considered an important element which must always be 

taken into account before attempting to develop any major ICT initiative.

Notwithstanding the above, multiple views contend that any attempt to ‘bend’ an ICT system to 

accommodate the vagaries of Irish history is nigh impossible. However, the story is much more 

complex. PPARS was in effect an attempt to undertake large-scale change enabled by ICT 

across a system of complex organisations, organisations with a history rich in autonomous 

action and leadership. Following a comprehensive assessment of the PPARS event, a case is 

presented for a “story o f  significant proportions'' (McDonagh, 2006: 2) in which the powerful 

impediments to change were all too well embedded in the system of health organisations. The 

outcome from PPARS was consequential in that '"the system had limited appreciation fo r  what

Based on audit findings by Comptroller and Auditor General (Government o f  Ireland, 2005); Statement by Minister Harney on 

audit findings (DoHC, 2005); and Health Service Modernisation & Reform report by Dr. J. McDonagh (McDonagh, 2006); along 

with contributions provided by senior health management experts.
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it takes to shape and deliver transformational change’̂ (McDonagh, 2006: 3). The report points 

to a lack of strategic capability by way of organisational capacity and leadership capability to 

undertake large-scale ICT-enabled change in an integrative marmer. Future endeavours to 

undertake such ambitious programmes of technological and organisational change will demand 

“strong leadership that inspires effective change across the entire health system’’" and that 

“building the leadership capability and organisational capacity are cornerstones fo r future 

success" (McDonagh, 2006: 3).

6.3.4.9 Conclusion
The purpose of the above section was to provide the reader with a high-level overview on the 

evolution of ICT developments in the Irish health system. It was shown that one of the earliest 

attempts of ICT strategy-making was undertaken in the mid-1970s by a local health board 

structure. During the period of the 1970 and ’80s, ICT investment was directed mostly towards 

business applications such as payroll and financial accounting. The first major ICT system 

implementation was undertaken in the latter part of the 1980s. To this day, there are mixed 

reviews concerning the effectiveness of that implementation. The difference of opinion 

between ICT members in the various health boards was such that a collaborative approach to 

ICT development was made even more challenging and consequently a management 

consultancy was tasked with developing strategy focused on a system-wide approach. By 

1991/92, the work by the management consultancy led to a new era of strategic thinking 

regarding ICT development, albeit not shared by all. Responsibility for ICT development 

during the 1990s swayed between the Department of Health and the local health boards. By the 

mid-1990s, each health board was instructed by the Department of Health to undertake 

strategy-making processes to develop an ICT strategy for their local health board constituency. 

Notwithstanding that the approach to ICT development was not considered from a system-wide 

context, it was regarded as perhaps the first time that strategy-making of any kind was 

undertaken by the health system. By the early part of this century, all health board authorities 

had in place an ICT strategy that addressed the business and clinical priorities for their local 

area. The first significant attempt to undertake a collaborative approach to ICT development 

emerged in the 1990s. Based on the local requirements of a single health authority to develop a 

payroll system, it was decided to put into effect a system-wide approach to develop an ICT 

solution. This gave rise to the PPARS initiative, a large-scale ICT development and 

implementation programme. The latter part of the last century was concerned with the Y2K 

event. The next five years focused mostly on the development and implementation of PPARS 

which ceased in 2005 after it transpired that the programme experienced many of the 

challenges and pitfalls associated with the exploitation of large-scale ICT initiafives.
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6.4 Episodes of ICT Strategy-making

6.4.1 Introduction

The case study explored five episodes of ICT strategy-making situated within the Irish health 

system. The case episodes presented a longitudinal view o f ICT strategy dated from 1999 when 

the earliest traces of strategic thought were found to be connected to one episode and 

continuing onto 2010, even while some of the strategic ICT episodes remain active and 

ongoing today in 2013. Collectively, the case episodes present a broad view of ICT 

strategizing. The aim of each episode was to align future ICT investments with the priorities of 

the Irish heahh system to realise benefits resuUing in greater efficiency, effectiveness and better 

quality o f healthcare overall. In order o f presentation, the five episodes of ICT strategy-making 

where each constituted a sub-element o f the singular case design are as follows:

• Health Boards Executive (HeBE) ICT Strategy (2004);

• Health Service Executive (HSE) ICT Strategy (2008);

• Dublin Academic Teaching Hospitals (DATHs) ICT Convergence Strategy (2003);

• National Health Information Strategy (NHIS) (2004); and

• Primary, Community and Continuing Care (PCCC) ICT Strategy & Action Plan (2005)

The purpose of the study was to explore how ICT middle managers engage in aligning business 

and ICT strategies in public service organisations. Each case episode report contributed to the 

book of evidence that described the key events and process activities related to the roles of ICT 

middle managers. The first and second case episode reports (i.e. HeBE ICT Strategy (2004); 

and HSE ICT Strategy (2008), respectively) provide comprehensive insight into the specific 

key events and process activities as discovered to be enacted by ICT middle managers. The 

remaining three case episode reports present an overview of some key features relevant to the 

strategy episode along with additional evidence to describe the roles of ICT middle managers in 

aligning business and ICT strategies by way of the key events and process activities pertinent to 

each.

6.4.2 HeBE ICT Strategy (2004)

6.4.2.1 Starting Out

Pursuant to the formation of the HeBE in 2002, an ICT Steering Committee was formed made 

up o f thirteen members. The members were selected from across the different health system 

organisations and the committee was composed of middle and senior ICT managers, two 

Assistant CEOs to heahh boards, a hospital CEO, HeBE CEO, ICT project manager, and a 

management representative from the DoHC Finance Unit (HeBE, 2004a). The ICT Steering 

Committee recommended the development of an ICT strategy focused on maximising the full 

potential o f ICT to improve the quality o f healthcare services in Ireland. To initiate the strategy
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process, an ICT Project Team was formed. The Project Team was composed o f ICT middle and 

senior managers selected from the different health board and hospital organisations and an 

Assistant Principal located within the DoHC. The Project Team comprised of ten members in 

all (HeBE, 2004a). The Steering Committee agreed to develop the strategy in-house as opposed 

to bringing in management consultants to lead the process. An ICT middle manager organised 

the Project Team that comprised mostly of ICT middle managers into a number of distinct sub 

groups. The sub groups were focused on particular key principles required to underpin a 

national ICT strategy and these included ICT applications, ICT operations, ICT infrastructure, 

ICT architecture, standardisation, integration, national approaches, investment, technology, 

people and governance. In addition, some sub groups represented the interests of a particular 

healthcare area (i.e. hospitals, community care). The principle tenet underlying the strategy 

process was to identify business priorities and opportunities and to align these with strategic 

ICT investments that would radically change and improve the business of healthcare in Ireland 

by way of delivering services more effectively and efficiently and to a higher standard.

6.4.2.2 Distilling Priorities

The regional health boards first set about to develop ICT strategies in 1997/98. A second 

tranche of ICT strategy development was performed thereafter which renewed the regional ICT 

strategies by making the content relevant up to 2003/2004. To garnish a sense of the principal 

ICT issues across the entire health system, each regional ICT strategy was reviewed as part of 

the process to distil the key regional technological priorities.

After eliciting the key ICT priorities based on previously developed ICT strategies at the 

regional health board level, the next stage involved the review of all corporate and business 

reports to identify the major business themes. All known documentation such as corporate 

reports and statements, business strategies, and regional service plans were selected to elicit the 

business priorities from each.

The next stage involved a review of the international healthcare arena in terms o f identifying 

developments in relation to ICT innovation, healthcare business developments and emerging 

legislative trends. The business models o f four countries in particular had shown to be 

relatively similar to that of Ireland and these held most interest in terms of identifying emerging 

technological, business and legislative initiatives i.e. Australia, Canada, New Zealand and U.K.

Once the business priorities were determined from all o f the above, a higher set of business and 

ICT themes were formed based on the findings from the review of national and international 

data.
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6.4.2.3 Engaging with the Irish Health System

The review of existing data that provided the high-level business and ICT themes enabled the 

ICT middle managers to engage with the healthcare community directly. The aim of engaging 

with business and functional managers was to validate relevancy for the business themes in an 

Irish healthcare context. The aim also intended to identify any important strategic business 

issues that were either overlooked or missed from the earlier review of data but potentially 

critical issues for the Irish health system.

On the basis that the business of healthcare internationally at the time was beginning to 

undergo radical transformation, ICT middle managers who were both members of the ICT 

Steering Committee and the Project Team were tasked by the Director '‘to lead the business in 

an ICT-enabled world" (Manager F). This form o f direction shaped the business engagement 

process in tenns of the style of interaction between the ICT managers and business community. 

Rather than inviting the business community to contribute ideas about the current and future 

business issues of healthcare, the ICT managers positioned the major themes among the 

business community insofar as “this is what we know you want to do, now this is how you could 

do it in an ICT-enabled world' (Manager F). The ICT managers involved in the engagement 

process illustrated to the business community the strong potential for ICT to play a major role 

in transfonning the business of healthcare. Presentations were made to demonstrate future 

possibilities to radically change and improve health ser\ice delivery with the support of ICT. 

One such example centred on the development of an Electronic Patient Record that would 

comprise o f local, regional and national data views, a resource capability that is considered to 

have great potential to improve the quality, efficiency and effectiveness of health service 

delivery.

Though the process of engagement with the business community was meaningful and well- 

intended, it is not without some regret. ICT managers who were involved in the process would 

today posit the view that a more meaningful engagement process would have gauged the 

business in an altogether different sense. An approach that sought to build consensus with the 

business community about the business priorities, future direction of healthcare in Ireland and 

new ideas for development therein would have instilled a greater sense o f enthusiasm and 

cooperation to develop the ICT strategy conjointly. Such an approach would encourage the 

effective use of workshops to problem solve and generate new ideas with the business 

community actively engaged in highlighting the problems, issues and priorities before an ICT 

solution or initiative was proposed. Essentially, empower the business to take ownership of the 

ICT strategy vis-a-vis selecting ICT development initiatives. This is important for three 

reasons. First, the ICT strategy must comprise o f technological solutions to address what the 

business considers high priority. Second, realisation o f the technological initiatives at the 

execution stage is strongly contingent on the full cooperation and support of the business.
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Third, it becomes the responsibility o f the business to maximise the benefits that can be gained 

by way of ICT-enablement. Essentially, fomiing formidable partnerships between business and 

ICT is central to realising the benefits made possible by way of an ICT-enabled environment.

Even though the ICT managers strongly contended from early on of the important need to 

engage directly with the different business sectors (i.e. primary, secondary, and tertiary) as part 

of a comprehensive strategy process insofar as ICT should be seen as a means to an end, this 

did not happen. The reason for this was that senior management sensed it would resuh in a 

protracted series of consultations that served no useful purpose. This judgement was based on 

the fact that the businesses of the entire health system had recently undergone a series of 

strategizing activities e.g. Health Strategy (2001) (DoHC, 2001) and Primary Care Strategy 

(2001) (DoHC, 2002). Furthermore, high levels of uncertainty and confusion prevailed across 

the entire health system when it became known in 2003 that the regional health boards were to 

be centralised under the single HSE entity. Clarity from senior management about future health 

structure plans was not so forthcoming. Nevertheless, the strategy process in terms o f the 

planned ICT developments as denoted by the strategy content did account for a transition to a 

more centralised structure based on the recommendations made known by the Prospectus 

(2003) report along with all available information, albeit rather limited at the time. Overall, the 

lack of a comprehensive engagement process involving the business community left the ICT 

managers feeling exposed due to a lack of practical input. However, assurances were provided 

by the most senior management members o f the ICT Steering Committee that they would 

actively promote and secure buy-in from all business and functional areas within the system to 

support the ICT strategy. The reality being that even though the Steering Committee comprised 

of two CEO representatives among other senior figureheads, even at the most senior levels of 

management there was great uncertainty about the future direction of the Irish health system. 

This couldn’t possibly bode well in support o f a comprehensive strategic ICT agenda.

6.4.2.4 Crafting Technological Solutions

The process focused strongly on articulating a long-term road map to provide the strategic 

framework for the exploitation of ICT in enabling the delivery of healthcare in Ireland. The 

emphasis throughout was on crafting an ICT framework that transitioned away from individual 

systems and individual services across regional health boards into becoming an integrated 

client service for the entire system. The strategic framework aimed to deliver a highly 

integrated system based on proven ICT architectural and infrastructural solutions. This would 

strategically position ICT as less o f a support function by embedding greater importance on 

integrative ICT development. Each health board organisation had acted autonomously with 

minimum ICT heterogeneity across the different regional structures. Hitherto, one o f the 

challenges for the health system was the lack o f mandatory powers for health boards to comply 

and adopt an ‘enterprise approach’ in terms o f strategic ICT development. The strategy process
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aimed to develop ICT solutions that would achieve a much higher degree o f commonality and 

cohesiveness leading to greater uniformity and quality of healthcare service provision. One of 

the key process activities as part of this involved a complete review of legacy ICT systems. 

This activity focused on the assessment o f all existing ICT and determining what, if  any, ICT 

systems would form part of a wider migration programme.

In terms o f commonality and cohesiveness, the concept of ICT integration formed a major part 

o f the strategic thought process. Linking the various sources o f data to generate information 

that could in turn provide knowledge was o f paramount importance. A key priority in this sense 

centred on the development o f an electronic healthcare record. For example, an information 

intensive hospital potentially held up to fifteen different unique patient identifiers running on 

different ICT systems and operated by a range of providers with no integrative mechanism by 

which to consolidate the data to provide a more integral view of patient history. Integrating the 

many different views would provide a more rounded set of patient information records and 

history.

The challenge of developing an integrative ICT systems environment was also compounded by 

the existence of multiple boundaries that spanned the Irish health system which had led to 

extreme ICT fragmentation in many areas. The flow of data between boundaries is highly 

fragmented for example concerning the results of blood tests and the availability of this 

information between different healthcare providers; personal patient data relating to potentially 

harmful allergies; and patient diagnosis and treatment history etc. Greater ICT integration held 

the potential to provide wider access to better information resulting in more accurate and 

reasonable diagnosis and treatment.

The ICT middle managers consulted with up to eighty organisations that were recognised 

especially for their expertise in the area of healthcare ICT. Planning of the various 

technological initiatives involved comprehensive dialogue and validation with the external 

experts. The purpose of this was to ensure that all thinking was evidence based. A library of 

required knowledge was designed that was capable of being "'understood, validated, accepted 

or rejected" (Manager G) so to support the decision-making process. The information collected 

was based on the individual actions as stated in the Health Strategy (2001) (DoHC, 2001), 

identifying the implications of these actions at the level of ICT and obtaining the best evidence 

available globally about “What has been done elsewhere? What has been tried? What has 

failed?'' (Manager G). Information was gleaned from a number o f contributory sources such as 

the National Health Service (NHS) U.K. and the National Programme for IT (NPfIT), Gartner 

Group, Leapfrog Group and the U.S. Information Management Society. The implementation of 

the Health Information Personal Privacy Architecture in the U.S. was also a key information 

source which provided insights into new developments and subsequent outcomes.
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The ICT managers sought expert input about the themes, ideas and plans emerging from the 

strategy whereby “we built in a significant amount o f  time to have our strategy validated and 

we embarked on a very earnest job  o f  keeping ourselves very open'' (Manager G) to new ideas. 

Many of the participating organisations were service providers to the healthcare sector and had 

access to global health resources, healthcare ICT developments and global personal health 

monitoring initiatives. The ICT managers were plugged into that and the experts responded 

with 15, 20, 30-page detailed responses, well thought out criticisms. The aim of the exercise 

was to challenge and validate the strategic technological choices based upon expert evidence.

6.4.2.5 Building Support

The business o f healthcare is deemed to be an information intensive sector. Therefore, an 

overarching strategic ICT framework would require significant investment in ICT for it to 

realise the potential business benefits resulting from a fully enabled ICT operating 

environment. As part of the process, a funding proposition was developed that guided the ICT 

investment cost at between 2.5% and 5% of the annual public healthcare revenue budget. The 

proposed investment cost was based on industry metrics sourced from ICT advisory consultants 

such as Accenture and Deloitte and Touche.

The issue of funding was regarded as a key element o f the strategy process. The strategic 

timeline took a long term view o f ICT development that spanned a ten year horizon upon which 

to develop and execute the strategic aims. In building senior management support for the ICT 

strategy, one o f the major challenges that encumbered the process insofar as ICT investment 

was deemed essential to succeed, was that senior management were found to be reluctant to 

support development initiatives requiring substantial capital expenditure. Reasons for this 

pointed to the lack of available funding, political dead-hand in strategic thinking, bureaucratic 

decision-making processes, and the lack of conjoint work practices and shared understanding.

It was discovered that one of the key challenges in building senior management support for ICT 

investment was around the essential nature o f ICT-related costs. ICT development costs for any 

single project can range from €75K to €20-€40M. Initiatives with a cost above €75K require a 

business case and the size and complexity o f the business case is contingent on the size and 

complexity of the ICT project. However, for a project with technological costs estimated at 

€75K only for example can also have enormous business change costs that are critical to 

delivering the ICT project in fiill. Essentially, ICT projects required a business case that 

considered both the technological and business change costs and the business change costs can 

potentially be a high multiple of the technological costs. The strategy process had to account 

for both technological and business change projections. Further, it had to demonstrate the real 

benefits to be accrued from making substantial ICT investments. Overall, the process aimed to 

bring about a more mature approach to decision-making in relation to ICT investments.
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A value proposition was developed and presented to both CEO members o f the ICT Steering 

Committee. The proposition accounted for ICT investment and project-related costs and 

justified based on the expected benefits. The aim was to build enthusiasm and commitment for 

the strategy at senior levels o f management and both CEOs gave their full support. The ICT 

managers presented the strategy at various conferences attended by senior health system 

managers and political leaders. Various features o f the strategy were made available on intranet 

websites to build awareness, generate interest and gather support. The process to establish 

support system-wide centred on a multi-layer approach once senior management had 

committed to the strategy. This involved the promotion of a comprehensive ICT action plan 

stemming from the strategic aims and goals for the various business constituencies. The 

purpose was to stimulate buy-in from the health system at all levels and in all areas whereby 

the various business and service providers would be involved in the development and delivery 

o f multi-annual ICT plans giving rise to a continuous feedback loop in aligning business 

priorities with ICT investment. One of the key aims in terms o f fulfilling on the strategic aims 

was to harness the system-wide gaps between knowledge and capability. A significant amount 

of knowledge and capability existed across the system but hitherto, little effort was made to 

harness and nurture this in a collective sense. The strategy aspired to bridge such gaps directed 

towards logical progression in terms o f building an ICT-enabled system based on collaborative 

working relationships with employees, professionals, managers, suppliers, experts and support 

groups.

The ICT managers involved in the process recognised that securing CEO support for the 

strategy was a critical factor, especially in situations when success was not guaranteed as can 

be the case with the development and implementation of ICT. “The organisation must see more 

than lip set-vice from the very top" (Manager G). There was a strong element of predisposition 

concerning ICT strategy, particularly in organisations with strong bureaucratic underpinnings 

such as the public service- organisational members were predisposed to following the direction 

as set out by the CEO, strongly influenced by such authority and power and securing this 

support was a critical process activity.

6.4.2.6 Implementing Strategy

Effective strategy-making is contingent on strategy formulation and strategy execution. 

Heretofore, the health system had proven to be effective in formulating strategy but less so in 

the discipline of delivering on strategy. A reason for this was that strategy execution required a 

high degree of assigned accountability. Rigorous planning o f strategy implementation assigns 

specific actions that clearly designates "'accountability, tasks, measurement and performance 

indicators, and performance outcomes'^ (Manager G) based on a vision shared by key 

stakeholders committed to supporting the strategy through inevitable turbulence along the way. 

Traditionally, the need for political compromise overshadowed the process. Strategy by way of
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implementing major initiatives and deemed to be an article of faith are compromised by the 

need for political flexibility.

The ICT middle manager who took charge o f setting out the implementation plan recognised 

the impediments to good strategy execution within the health system. In planning the 

implementation of ICT strategy, it is very much contingent on the type of change brought about 

by each initiative. From a functional perspective, different approaches were considered and 

designed based on the functional recipient. Technological initiatives in support o f clinical 

practice were designed differently to those in support of administrative business. But for all 

implementations, a good deal of time and effort focused on building an understanding with the 

functional recipient about the type o f change and support required to fully enable an ICT 

implementation that would result in improved service or greater efficiency.

For certain ICT implementations, the business or functional recipient took on a leadership role 

to deliver the strategy initiative. But when an ICT implementation crossed multiple boundaries, 

the planning emphasis had to account for each of the individual elements. An example of this 

was the PCCC medical card project where a small element of the implementation involved 

hospitals but it mostly related to the area o f community care. The benefits to the business of 

community care were more evident than to the hospitals therefore, execution at the hospital 

level required careful planning to ensure full integration between the various boundaries 

crossed.

Planning the implementation also entailed consideration of the various levers that could be used 

to gain support at the execution stage. In some instances this required planning to seek 

compliance by way o f obtaining mandatory support through the use o f legal or regulatory 

influence. The emphasis was however always on the formation of working partnerships 

between the ICT management group and the different business and functional areas, albeit a 

very challenging aspiration at times. An important feature o f the implementation process in 

formalising partnership arrangements is the final validation stage with business and functional 

groups. Once the issues and priorities are fully understood and aligned with technological 

solutions that will generate value, traditionally business and functional areas tend to sit back 

and expect the ICT management group to execute on those strategic aims. The final validation 

process involved having each business sign up to each strategic initiative by way of agreeing to 

both the planned ICT project along with agreeing to support the implementation in full. The 

emphasis was placed on overcoming a key priority by way of ICT-enablement with the ftill 

business or functional support and involvement during execution. Each business or functional 

area was assigned with an ICT lead manager to realise the strategic aim insofar as it was to 

become a collaborative effort between both to execute and deliver.
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The ICT action plan was designed against three core programmes of work to coordinate 

activity. These were: Foundation Programmes; Development Programmes; and Operational 

Programmes. Foundation programmes comprised of the Strategic Enablers, Policies and 

Standards, Infrastructure Development, and Governance and Structures. Development 

programmes comprised of Care Delivery Supports, Enterprise Resource Plarming, and Business 

Intelligence. Operational programmes comprised of ICT Operations, eGovemment, and 

Research and Monitoring (HeBE, 2004a; 2004b). Actions were defined at the level of major 

programmes of work and projects. Each programme comprised o f a portfolio o f interlinked ICT 

projects with an assignable number of high-level actions. A programme management office 

was to assume responsibility to ensure individual projects were planned and executed. In the 

context o f individual projects, the iSoft Patient Management System was described as a major 

initiative realised by the ICT strategy and described as the ""heel o f  the ICTfootprint'" (Manager 

M) in the Irish health system. The review and analysis o f the current ICT environment earlier in 

the process had shown iSoft to be an effective technological solution providing patient 

administration support in the South East region. It was decided to adopt an enterprise approach 

to implement iSoft in all health board regions. A good deal of time and effort during 2004-6 

went into designing the specifications to ensure robustness and suitability from an enterprise 

perspective along with a series of review audits given that it crossed over the transition period 

from health boards to the HSE. Implementation was carried out into 2006-8 and more recently 

iSoft 2 was implemented and currently provides critical patient management services for the 

health system. Emerging from the iSoft solution was the Laboratory ICT system for the 

management o f blood tracking. Technological specifications were developed in 2008 and the 

proposed system underwent a peer review process in 2009/10. National ICT projects by their 

very nature have proven to take longer to develop and deliver compared to local (e.g. single 

hospital) or regional (e.g. DATHs) projects. Development to delivery can require up to 3-5 

years and the size of investment is usually significant. From this point o f view, ICT strategy 

that started out in 2002 continues to be developed and implemented in 2013.

6.4.2.7 Conclusion

The process to develop the HeBE ICT strategy commenced in 2002. The intended aim was to 

develop a strategic ICT framework that would align future investments in ICT with the 

priorities and direction of the Irish health system. ICT middle managers were engaged in the 

process from the very beginning by taking responsibility to review the key priorities across the 

many different business and clinical areas that make up the health system. Additional insights 

were gathered about developments underway in the broader international healthcare arena.

The next stage involved ICT middle managers engaging with the business and ftinctional areas 

of the health system to validate key findings made from the earlier review and analysis of 

national and international data sets. The process to engage took the form o f presentations and

153



consultations to disseminate and review the business priorities against the proposed strategic 

ICT plans so to align future investments accordingly. The development of technological 

solutions was done so from a ‘system’ or enterprise perspective as opposed to the traditional 

formulation approach that considered the interests o f individual health boards only. The 

emphasis placed by ICT middle managers in this sense was on the need for the ‘system’ to 

become an integrated provider of ICT solutions that would improve the quality o f service 

across all health boards. By focusing on the themes of cohesion, commonality and uniformity, 

technological solutions were assessed and selected based on the capacity to provide greater 

integrative access and control o f information.

A value proposition to justify the strategic investments necessary for the health system to 

become an ICT-enabled environment was developed as part of the process. The activities to 

gain senior management support and commitment for both the strategy and sizeable ICT 

investment to secure its development were enacted by ICT middle managers. The 

implementation o f ICT initiatives aligned to the strategy were categorised at a high-level 

around three core programmes. Each programme comprised of a number of planned activities 

to support the implementation of the multiple ICT initiatives and supportive actions. One of the 

first ICT initiatives to be implemented from the strategy was iSoft which was executed in 2006- 

8. Many aspects of the ICT strategy continue as a work-in-progress in 2013. The process 

revealed that ICT middle managers play important roles in ICT strategy-making and that ICT 

strategy-making can pertain to both intended and emergent forms of strategic development as 

renewable efforts continue long into the future. The key events denoted by the process 

highlighted activities in the areas of: starting out; distilling priorities; stakeholder engagement; 

crafting technological solutions; building support; and implementation.

6.4.3 HSE ICT Strategy (2008)

6.4.3.1 Starting Out

All HSE ICT-related investment required capital expenditure approval from the Department of 

Finance and consequently, the pipeline of ICT projects was growing at an increasing rate. The 

most pressing concern for the Department o f Finance was an evident lack o f strategic direction 

concerning the growing number of ICT projects. The pipeline of ICT projects was rising fast 

but the lack o f an overarching strategic framework to show an aligimient between the proposed 

ICT investments and business priorities was the primary reason for the delay in sanctioning 

approval.

A new Head o f ICT was appointed in November 2006. In December 2006, a new ICT Steering 

Group was established within the HSE. The key purpose/role o f this group was as follows: “7b 

oversee planning of, promote and prioritise HSE investment in ICT and control its 

implementation and deployment throughout the organisation via the IC T Directorate in a
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manner which assures related projects/processes are delivered as designed within agreed 

budgetary and timeframe parameters and that benefits (including transformation and business 

improvements) identified fo r  such projects/processes are fully realised'' (Government of 

Ireland, 2008: 3). The ICT Steering Group was chaired by the National Director, NHO, and 

was effectively a sub-committee of the senior management team with some additional external 

expertise. Subsequently in September 2007, the ICT Steering Group acknowledged the need to 

develop an ICT strategy that brought together all of the current planned investments into a 

more coherent framework that set out the long term direction for the role o f ICT in the HSE. 

The Head o f ICT assumed responsibility to oversee development o f the strategy. A Strategy 

Project Team was appointed by the Head of ICT to undertake all process related activities. The 

Project Team reported to the Head of ICT and the team comprised of four individuals- an 

external ICT management consultant and three HSE ICT middle managers with different 

healthcare ICT backgrounds and experience (i.e. Hospital, Health Board and Public 

Service/Corporate). Alongside the ICT Steering Group and Strategy Project Team, an Expert 

Group was formed that comprised of three high-level ICT experts- Mr. Sean Connolly, 

formerly Head of ICT within Department o f Revenue; Dr. John Glaser, CIO Partners 

Healthcare and also a member of the ICT Steering Group; and Ms. Susan Hyatt, independent 

consultant and fonnerly in a senior management role with Infoway Canada (HSE, 2008c). The 

Expert Group held two roles. First, to help guide and monitor the content and shape of the 

strategy as it is developed. Second, to provide specific advice and expertise on healthcare ICT 

related matters.

The Strategy Project Team set itself a number of high-level activities that it needed to carry out. 

These included initiate the strategy process, assess current ICT environment, confirm the 

business direction, review healthcare ICT developments globally so to gain a sense for the 

potential future state o f health, ascertain priorities, and develop the implementation plan. 

Strategic activities commenced in 2007, the first draft of strategy was made available in 2008 

and related events continued through 2010 and are ongoing in the present time (i.e. 2013).

6.4.3.2 Assessment o f  Healthcare ICT Environment

The Project Team undertook this activity by reviewing past ICT strategy plans and assessment 

reports to gain insight into the current state o f the ICT environment across the health system. 

The analysis also provided insights into what was happening elsewhere in the world in relation 

to healthcare ICT developments. The IBM (2006) audit report provided detail about the current 

ICT infrastructure in terms o f server rooms, applications, hardware etc. The review and 

recommendation audit carried out by Astron Consulting in 2006 also contributed to generating 

a greater understanding about the current state in terms o f ICT structure and capabilities. Past 

ICT strategies such as DATHs ICT Convergence Strategy (2003) and HeBE ICT Strategy 

(2004) provided good detail about the potential for a future ICT-enabled health environment. A
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number o f international reviews based on healthcare operating models in Australia, Canada, 

Denmark and Sweden were considered in terms of identifying future potential models for 

healthcare provision in Ireland. Both the Canadian and Danish models were considered 

informative and helpful in this regard. The Project Team carried out further analysis of the 

national and international environments using the SWOT (Ansoff, 1987) and PESTEL 

(Aguilar, 1967) techniques.

Mixed views were held by the healthcare community about the effectiveness of ICT and the 

benefits it had delivered to improving the quality of care delivery. On the one hand, some 

community members shared the view that they were not convinced ICT could deliver, not in 

terms of the enabling capability that ICT can offer but in terms o f the ICT organisation 

delivering systems that are needed to address perceived pressure points. On the other hand, a 

characteristic o f good ICT systems is that they disappear into the woodwork and are used 

effectively in everyday practice. The fact of the matter was that in many areas of healthcare, 

excellent ICT systems had been developed and implemented and were delivering good results 

such as the GP messaging service.

6.3.3.3 Engaging with the Irish Health System

The Project Team embraced the perspective from early on that the business of healthcare is 

highly complex. For example, during the process the project team met with a number of 

healthcare consultants (e.g. clinicians, surgeons and nephrologists), anaesthetists and 

emergency medical practitioners. Healthcare as it relates to developing an ICT strategy is 

complicated because: (i) it is difficult for medical professionals to look outside of their own 

area of expertise in terms o f developing integrative ICT systems; (ii) CEOs of major healthcare 

constituencies (e.g. hospital) have little influence over the role o f consultants insofar as 

consultants diagnose and treat patients, not the CEO; (iii) consultants have vast demands on 

their time, timespan is limited to a few minutes only in dealing with a situation; and (iv) within 

the community of care, services are provided by professionals (e.g. GP) that practice at a local 

level and are widely dispersed and often operate autonomously. An additional challenge for the 

Project Team was found to be that many of the medical professionals had in the past 

contributed to preceding ICT strategies but saw little from those efforts in terms o f apparent 

progress on ICT development. This to some extent had made them suspiciously cooperative.

To overcome some o f these challenges the Project Team organised and coordinated with a 

health Reference Group. The Reference Group o f health professionals were then organised to 

engage, consult and advise the team of ICT middle managers on critical issues and priorities 

based on sound knowledge and proven expertise. The Reference Group was comprised of 

doctors, nurses and specialists that represented business interests in the following areas: 

medical specialities; mental healthcare; elderly care; primary care; disability treatment; chronic
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illness; dental treatment; vaccine-preventable illness; screening programmes; disease registries; 

and general practice. The Reference Group members collaborated with the ICT managers on 

the key issues pertinent to the above health-related services.

By engaging with the different business areas within health, the ICT managers were able to 

better understand the processes operated by each area. The ICT managers also aided the 

business participants to comprehend and understand the potential impact ICT could have on the 

various processes. The emphasis placed by the middle managers reflected on the potential for 

ICT to transform processes or conversely, process change to take advantage o f ICT-enablement 

that could result in the delivery o f improved services. The purpose of this was to help overcome 

what is perceived as a fundamental lack o f understanding by business areas for the possible 

implications and potential impacts from ICT-enablement vis-a-vis reshaping business and 

operational processes. Subsequently, greater understanding about process led business 

participants to consider how best to design services that would result in doing things differently 

so to generate greater cost efficiency and service effectiveness. The team of ICT managers 

worked hard so to enthuse practitioner engagement insofar as the real potential by way of ICT - 

enablement resides in the automation of process thus creating greater access to relevant and 

credible information.

The team of ICT managers facilitated the broadening o f ICT user involvement and this was 

considered critical to the strategy process for four reasons: (i) raise awareness for the potential 

of ICT among users and particularly, ICT’s future role in healthcare; (ii) help to define 

requirements for new facilities and services; (iii) help ICT users to maximise benefits from 

their facilities and business areas; and (iv) teach ICT skills to healthcare staff directly involved 

in ICT projects. The ICT managers viewed ongoing engagement as a prerequisite to an 

effective ICT strategy process.

6.4.3.4 Distilling Priorities

The HSE (2007-2010) Transformation Programme (HSE, 2006) was the primary device 

selected by the Project Team to determine the major business priorities for healthcare in 

Ireland. The underlying transformational priority as identified for the health system centred on 

the need to transition away from the traditional dependency on the use o f the acute sector (i.e. 

hospitals) to a new environment where the emphasis will be on treating the patient throughout 

the journey with greater care provided in the community, for example- at the level of GP or in 

the home. More effective treatment o f chronic illness was identified as a priority matter as it 

fast becomes a growing global healthcare issue consuming high levels o f investment and 

clinical effort to treat. For example, in Ireland alone there are c. 400,000 diabetic patients.

A good deal o f effort was directed by the ICT managers to prioritise ICT projects aligned to the 

business priorities. The challenge wasn’t in determining actual priorities but in distilling which
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are more important over others. By the time the first draft of an ICT strategy became available 

in early 2008, it contained a high-level set o f seventeen distinct ICT project priorities from a 

total of one hundred and fifty projects. The ICT Steering Group and Expert Group expected 

fewer priorities as in five or ten only. The obvious challenge for the middle managers was to 

prioritise one key issue over another e.g. cancer patients vs. heart patients. Ultimately, it was 

not the responsibility of ICT managers to make such judgement calls but rather a decision for 

senior management to determine the most important priorities for a unitary health organisation. 

Essentially, ICT managers set the scene in terms of setting priority ICT projects but were 

challenged to rank the importance of some issues over others and greater senior management 

involvement was needed to determine overriding priority levels.

Developing a high-level set of strategic priorities was considered a key activity by the project 

team of ICT managers mainly because it was impossible to do everything. The aim was to 

identify the top five ICT projects that could be agreed on between the Project Team, ICT 

Steering Group and Expert Group. Resources were tight and the involvement of external 

management consultants to assist with execution was not considered a realistically feasible 

option. The top strategic priorities had to be executable by the current ICT organisation. The 

ICT managers felt that they could deliver on the top five priorities only. Thereafter, only then 

would the ICT organisation be in a position to consider the next set of five and so on. From this 

point of view there “was some chance o f  delivering and getting a return on investment that 

resulted in better healthcare delivery’’'’ (Manager L). The ICT managers set about to broaden 

senior management understanding insofar as technology doesn’t do it by itself, it’s the 

investment in people and process and ftirther enabled by ICT that leads to harnessing 

improvements in the quality of healthcare.

The ICT managers held the strong belief that to realise potential benefits would require a focus 

that concentrated on executing a small number o f priority ICT projects at any given time. By 

centralising applications and making them accessible to the entire system would improve the 

information flow and create communities o f interest throughout. But this could only be 

achieved by implementing systems and applications one at a time, making the effects 

cumulative over time, through capability and capacity improvements, transitioning away from 

an information environment built on islands o f silos to one more centrally managed. Effective 

implementation o f good ICT systems will invariably deliver results that improve the quality of 

healthcare, a healthcare population, in essence, the mission of the HSE.

6.4.3.5 Planning Considerations

The science of health ICT is highly progressive and changing fast. New technologies are 

emerging quickly. Personal aw'areness is rising too with the introduction o f internet-based 

personal health record applications such as Google Health and Health Microsoft. The potential
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to provide home-based healthcare has rapidly increased with the introduction of sensor 

technologies. Pioneering technological innovations in the areas o f genomics, smart drugs and 

health robotics are transforming the heahh technological landscape. While many o f the new 

irmovations and technologies are vastly more expensive, the potential to provide higher levels 

o f healthcare treatment have improved. The ICT strategy from a technological perspective 

considered new wave health technologies and related investment, implementation and support 

implications. The ICT strategy reflected these developments but given the fast pace of health- 

related technological change, the ICT managers engendered a good deal of flexibility in the 

process to consider new technological advancements but remained faithftil to basic technical 

fundamentals in terms of the ICT systems envirormient, technical infrastructure, information 

architecture, data standardisation and interoperability.

A key element o f the strategy planned for the redesign of the ICT organisation. This generally 

considered the capacity and capability resource requirements for the necessary technical skill- 

sets to execute the strategy. The role of ICT contractors and suppliers was also considered in 

this regard in terms of the supporting role they would play. It had to be decided and agreed 

upon where and how external resources would be used to support strategy execution. A key 

challenge in this sense for the existing ICT organisation was the small percentage o f ICT staff 

(c. 0.5/0.6%) in terms of total health system headcount. A good level of this resource was 

focused purely on providing helpdesk solutions and support to the wider system. The ICT 

managers concluded that the current level o f technical capacity and capability within Ireland 

was deficiently below that required to effectively support healthcare ICT. In specific relation to 

staffing; it was planned for ICT staffing levels to be strengthened by adding greater internal 

capacity in the following areas: Business, systems and process analysis; Development of 

business cases for new initiatives; and Management of external resources.

6.43.6 Crafting Technological Solutions

ICT systems throughout the Irish health system are highly fragmented and many silos exist. For 

example, the environmental analysis estimated that there were up to eight different ICT systems 

used for medical card applications; thirty five different systems for immunisation o f children; 

and eight different email directories with little or no joined-up connection or linkage between 

them. Furthermore, expert care groups are responsible for providing treatment to the elderly, or 

to people with illnesses such as chronic disease or mental heahh. The extent o f care provided 

cuts across both primary and acute care sectors yet the ICT systems between both are widely 

fragmented. The strategy considered a wider design for all ICT systems which facilitated the 

knitting together of systems in the form o f a services oriented architecture model, a highly 

complex and technical approach to joining together the extensive number of ICT systems and 

applications across the system. An example in this regard would concern ICT systems deployed 

in emergency departments, critical to the work carried out, but not all hospitals would operate
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using the same systems. Also, in the context of patient medical charts, there are vast printouts 

that originate from various ICT systems, '"coming from  systems all over the place, they are 

massive and growing'^ (Manager K) but with minimal or no interface whatsoever. The 

electronic information outputs originate from ICT systems located in cardiology, radiology, 

laboratory, theatre etc. and the challenge from the perspective of the ICT managers was to 

design the architecture and build the infrastructure to create high levels o f technological 

interface.

The full range o f applications to support the business of healthcare into the future was based on 

an architectural design o f core categories which consisted of: Patient / Client (National Client 

Index); Integrated Care (GP Messaging, Chronic Care, and Elderly Care); Primary (GP, 

Primary Care Teams, Clinical Management, Pre-hospital, and Emergency Care); Diagnostic 

(Imaging and Labs); Acute Hospital (Patient Administration System, Clinical Research 

Resources, Clinical Management, Clinical Systems, Dental Systems, E-prescribing, Blood 

Tracking, Maternity); Community and Continuing Care (Children, Schemes, Long Term Care, 

Immunisation, Mental Health, Disabilities); Performance Management; and Business Support 

(HSE, 2008c). The underlying aim was to provide a mix o f applications that would offer 

specific support to diverse functions within the overall business of heahhcare. All applications 

would operate within the common information systems architectural framework and use a set 

of common services. The common service applications would provide an integrated view 

across the healthcare spectrum. Design o f the common service applications was an integral part 

of the process.

The technical considerations made by the ICT managers took into account the infrastructural 

approach necessary for managing ICT systems. The strategy aimed to rationalise the technical 

infrastructure such as server rooms, data centres, shared services and ICT applications given 

the disintegrative nature of such that had arisen from many years of autonomous action by the 

regional health boards. The ICT managers recognised the opportunity to eliminate duplication 

and replication of infrastructure across the entire health system. By streamlining the 

infrastructure, greater efficiencies and improved services would become possible. The strategy 

made a strong commitment to establishing data standards whereby the same thing is not being 

replicated in completely different ways given the widespread existence of silo structures. 

However, while data standards are recognised and established as good practice, it was also 

necessary to consider an element of diversity. For example, each hospital will entail some 

degree of uniqueness in terms o f information requirements; there is no single standardised data 

approach for any hospital anywhere in the world. Hence, the ICT managers considered and 

planned for degrees of variation. Only by way of engagement with clinicians, expert reference 

groups, and GPs etc., could the full level of diversity be understood. Development and 

maintenance o f standards were proposed under the following headings: Information; Coding
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and Interoperability; Security; and ICT Technical. Identifiers were to be established for key 

entities and data definitions developed and maintained. In addition, ICT technical standards 

were to be developed and applied in areas such as: Network access; Network hardware; 

Firewalls; Server configuration; Server hardware; Data storage; Desktop image; AV client; File 

encryption; Network perimeter and interior security; and Monitoring and Auditing (HSE, 

2008c).

6.4.3.7 Building Support

The HSE directly employs c. 110,000 full time employees. The ICT organisation makes up c. 

400 employees (HSE, 2009). In addition to the HSE, the wider health system that consists of 

voluntary health agencies, large hospitals funded by the HSE, private hospitals, and general 

practice etc., the total health system relies on c. 130,000 full time employees. The total number 

o f dedicated ICT staff supporting the system is c. 600 people (HSE, 2009). Given the 

information mtensive nature o f the healthcare business, and compared to other information 

intensive industries, the level of dedicated ICT resources to provide ICT services was described 

as considerably under resourced. This important issue was reaffirmed by a member o f the 

strategy Expert Group based on international experience in strategic healthcare ICT. 

Benchmarked against the current levels of healthcare ICT resource globally, it was contended 

that it is necessary to “quadruple" (Manager J) the ICT capital expenditure budget and also the 

number of ICT employees if the health system planned to treat strategic ICT seriously.

On that basis, the ICT managers sought in different ways to build support with senior 

management for the ICT strategy. One ICT manager made an effort with senior management to 

further their understanding about the nature of ICT and its enabling effects on the quality of 

healthcare. This was done by presenting to senior management that information is at the heart 

o f business operations and the emphasis must always be placed on the design o f business 

services, in effect, how best to run the business, the information needed to do that, the 

processes embedded to deliver effectively and ultimately, development of ICT to bring it all 

together, and not the other way around as was suggested to be the generally held belief. 

Essentially, by building a greater sense of how to deliver healthcare services in an efficient and 

effective manner that improves the quality of treatment provided; only then can understanding 

about how to leverage ICT investments to realise the vision become possible.

Multiple presentations were made to the senior management team and board of directors. The 

view held by this ICT manager was that strategic ICT must have the support of government 

officials, policy-makers and the key decision-makers among all stake-holders within the system 

o f health. The presentations focused on making five key points so to generate greater 

understanding among senior management that would lead to gaining their support and 

commitment for the ICT strategy. First, based on international benchmarking, a credible
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healthcare ICT strategy required significant resourcing in the area of 3 -  4% of total healthcare 

annual budget in contrast to the current investment level of less than 1%. Second, an ICT 

strategy required building technical competencies in people that will lead to higher levels of 

health informatics capabilities. Support for this was provided based on developments underway 

within the healthcare arena in the U.K and U.S. Third, the nature of ICT investments are muUi- 

dimensional insofar as only a proportion o f the cost is related to ICT and quite often the best 

part of ICT-related investment costs relate to the cost of change. The cost of managing the 

business change effects as part o f major ICT initiatives were expressed as potentially ranging 

from 4:1 to as high as 10:1, i.e. cost of change versus cost of ICT. Fourth, the emphasis must 

transition away from becoming an ICT-enabled organisation to a situation where ICT is taken 

seriously by senior management insofar as a strategically orientated ICT focus will deliver 

improvements to the quality o f healthcare but this could only be achieved over time by making 

significant investments in people, skills and capacity. Fifth, it was posited that most often in 

governments view, capital expenditure investments should result in cost savings. But in relation 

to making ICT investments this is not necessarily the case. ICT investments lead to the 

development o f new capabilities and capacity which in effect have the potential to drive 

efficiency and effectiveness by way of managing greater volume of patients, dealing with 

patients more expeditiously and generally providing higher levels of care.

The project team believed strongly that full senior management support was critical to strategy 

execution. But to gain senior management support would require a significant departure from 

the current views held about ICT that could only be brought about by generating greater 

understanding for the strategic orientation and role of ICT in healthcare.

6.4.3.8 Implementing Strategy

The team of ICT managers identified a total o f one hundred and fifty ICT projects for 

implementation and these formed the key elements o f the ICT strategy. A total of seventeen 

ICT projects were classified as strategic priorities. The strategic priorities were mostly major 

initiatives that spanned multiple boundaries e.g. National Blood Tracking System in all 

hospitals; Clinical Laboratory Information Management System in four areas (North East, 

Midlands, St. James’s and Mater); and National Integrated Medical Imaging System (NIMIS) 

in thirty five hospitals.

Implementation o f the ICT strategy was expected to take place over a long period o f time. For 

the period 2008-2011 (i.e. 3.5 years), the ICT managers developed a high-level implementation 

plan. The high-level plan was based on the development of core work streams. The core 

streams focused on: (i) Implement strategic national business initiatives/priorities; (ii) Support 

regional/local initiatives; (iii) Develop information framework for the electronic health record; 

(iv) Improve ICT infrastructure; and (v) Strengthen ICT capacity (HSE, 2008c). The priority
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for ICT managers for the duration of the strategy was to advance the key priorities. In this 

regard, ICT managers focused on the development of business cases; funding requirements, 

task planning and execution resource requirements. The strategy was to be delivered largely by 

a series o f major projects. Each major project addressed a key priority. To maximise on 

execution effectiveness, a robust project management framework was the mechanism by which 

to do this and in almost all cases would entail a high degree of business change as part of the 

project lifecycle. A formal risk management process was to be put in place for the ICT strategy. 

The approach to mitigate risk was based on the rigorous adoption of the project management 

framework which placed a strong emphasis on realising the business benefits for every project 

implementation. One o f the challenges heretofore had been the realisation o f business benefits 

accruable from ICT systems. By placing greater emphasis on the process changes required in 

order to realise the benefits was considered a critical aspect of the execution process. This 

required a high degree o f shared ownership between the ICT managers and business leaders to 

effect such change. Accordingly, the need to build strong cooperative arrangements with 

multiple business levels with the support o f business and functional leaders was considered 

critical to good execution.

Execution of the ICT strategy would become dependent on a mixed sourcing strategy 

comprised o f internal and external staff and expertise. ICT managers identified the sourcing 

requirements and determined the levels of internal and external support needed to execute on 

individual projects. Highly technical projects such as NIMIS would be very reliant on the 

expertise o f external suppliers. In addition to the technical dimension of resource planning, 

capacity in the area of project planning, project quality assurance or specialist support provided 

to ICT managers was expected to be a key feature of the implementation process. For each 

major project it was anticipated that ICT managers would also ensure the transfer of external 

specialist skills and knowledge to internal ICT staff which would in effect raise the level of 

internal ICT capabilities by way of spill-over effects. Furthermore, it was anticipated that 

internal ICT staff would transition out of support and maintenance roles into areas of ICT 

design and implementation thus raising capability levels higher again. An incremental approach 

over a long duration o f time was the intended approach by which to build internal ICT 

capability and capacity vis-a-vis effective execution of strategic ICT projects.

Given the expected funding challenges to resource the ICT strategy, the ICT managers held a 

strong internal awareness that when it comes to executing on the ICT projects, a good deal of 

flexibility will be essential throughout the process. Progress was deemed to be an incremental 

process attainable only by executing and delivering on one project at a time during which there 

was expected to be funding, resourcing and time constraints- “//"your execution is going well, 

it's an ambush’’' (Manager L) because it seldom goes according to plan. The ICT managers 

were collective in thought insofar as that only through sheer perseverance and determination on
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their part, some elements of the ICT strategy would get acted on. This point of view asserted 

that incremental change over time is essential to building awareness and capability insofar as 

that only when benefits from ICT-enablement are realised, will more healthcare professionals 

and specialists show greater interest in the role of ICT leading to greater cooperation and 

support for strategic ICT . The ICT managers were shown to be pragmatic and realistic when it 

comes to strategy execution in that progress is relative to the degree of senior management 

support in terms o f making sufficient levels of investment funding available to resource the ICT 

strategy and the time required to build capacity and leverage capability to execute and deliver 

on the high number o f ICT projects.

6.43.9 Conclusion

The need for an all-encompassing ICT strategy to align ICT investments with the business 

priorities of the entire health system was acknowledged by the HSE ICT Steering Group and 

the Department o f Finance. In 2007, a Project Team made up o f mostly ICT middle managers 

initiated the process to develop the strategy. The Project Team undertook a number o f process 

activities to review and assess the state of current healthcare ICT both nationally and 

internationally. Within Ireland, this included an assessment of the current ICT environment to 

gain a sense for the opportunities and challenges to exploit ICT-enablement. Internationally, 

reviews o f strategic ICT developments in countries that operate healthcare models with some 

degree o f similarity to Ireland were explored. The project team o f ICT managers also engaged 

closely with a Reference Group of healthcare professionals to learn and understand more about 

the pressure points faced by these business areas. Further, the engagement process also served 

to generate greater understanding among healthcare professionals o f the enabling possibilities 

to transform traditional ways o f doing things vis-a-vis process improvements that offer the 

potential to improve services.

The next process activity sought to distil key business priorities and to match ICT development 

initiatives aligned to the most pressing concerns. This very much centred on the major business 

driver which was to transition away from traditional hospital services in order to become a 

more community-orientated healthcare provider. A total o f seventeen ICT project priorities 

were identified from the strategy portfolio of one hundred and fifty projects. It was widely 

accepted by all strategic participants that it was not realistically possible to undertake seventeen 

priority projects simultaneously given the lack o f capacity, capability and investment capital to 

do so. Subsequently, this placed a strong onus on senior management in conjunction with the 

ICT Steering Group and Project Team to selectively rank priorities for development and 

execution. From a planning perspective, new wave technological innovations were assessed 

based on the degree of appropriateness and fit aligned with key priorities. Additional planning 

activities focused on restructuring the ICT organisation in order to effectively acquire the 

essential skills and capabilities needed to execute the strategic projects.
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Technological solutions were assessed and selected based on suitability to build greater 

integrative capacity for the unitary health system. The focus in this sense was to eradicate silo 

structures that were built up over the years along by reducing complexity that had arisen from 

high levels o f fragmentation between the different business areas and health sectors. In 

different ways, the ICT managers sought to build management support for the ICT strategy. It 

had been explicitly pointed out to senior management that the ICT organisation was 

significantly under-resourced to execute a comprehensive ICT strategy. A good deal of effort 

centred on building greater understanding in senior management about the strategic nature of 

healthcare ICT and the underlying potential it held to transform services and to increase health 

system efficiencies.

Implementation o f the strategy was expected to happen over a long duration of time. The first 

phase o f implementation was scheduled over a three and half year period (2008-2011). A high- 

level implementation plan mapped out the key activities and tasks related to each of the priority 

projects. A good deal of effort went into organising plans about how to fund the projects and 

resource each project with the necessary technical and business competencies to execute 

effectively. The ICT managers strongly endorsed an incremental approach to delivering the 

strategy by way of implementing one project at a time and subsequently acquire greater in- 

house competency, capability and capacity vis-a-vis spill-over effects. This would support the 

strategic will to forge ahead with the next project once the projected benefits were realised 

from preceding efforts.

6.4.4 DATHs ICT Convergence Strategy (2003)

6.4.4.1 Origin
The DATHs comprised of the five major Irish academic tertiary referral hospitals. The DATHs 

group of hospitals provided secondary care to the community of the greater Dublin area and 

tertiary care services to whole of the country. The primary motivation behind the ICT strategy 

was a response to the Health Strategy (2001) (DoHC, 2001) and the VFM audit (Deloitte and 

Touche, 2001). The VFM audit had identified widespread opportunities across the system to 

reduce the large administrative cost.

6.4.4.2 Vision and Purpose
The DATHs Management Technology Officers'^ (MTO) held the view that to realise the full 

value and benefits from ICT required the unification of ICT functions in the following context: 

gradual evolution to a single integrated ICT delivery system; and convergence of ICT across 

the DATHs group (DATHs, 2006a). The vision o f an integrated ICT service delivery system

Management Technology Officer is a technology management role in an organisation responsible for managing the technological 

needs. In the context o f  the wider Irish health system, classified as suitably positioned at the middle management level.

165



across DATHs would deliver valuable benefits by way of converging healthcare service 

delivery systems in the Dublin hospitals.

6.4.4.S Aims and Objectives
The key aim of the DATHs ICT convergence strategy was to identify opportunities whereby 

the five hospitals would collaborate and work together in the area of ICT to deliver measurable 

benefits in the context of VFM: ‘‘"efficiency; effectiveness; and quality'" (DATHs, 2006a: 3).

The key objective of the strategy was to add value in terms o f improved service delivery vis-a- 

vis ICT for patients, staff and the individual organisations by way of a comprehensive 

collaborative effort made by the DATHs group of hospitals. A collaborative effort in the form 

of working together would provide for a single integrated ICT delivery service along with a 

systems approach to managing ICT while fully recognising and respecting the unique values 

and independence of each organisation. By taking advantage o f the opportunities to converge 

ICT within DATHs, the following benefits were expected in the form o f outcomes: 

""convergence and standardisation o f  systems and technologies; more effective utilisation o f  

resources including funding; and improvements in service development and delivery across 

o a t h s '" (DATHs, 2006a: 7).

6.4.4.4 Strategic Thinking
A comprehensive audit o f the Irish health system found that;

The Irish health system currently lacks any formal, broadly based VFM framework  

supported by management processes, consistently applied. The absence o f  

adequate, comparable information systems also militates against ongoing 

monitoring and assessment o f  efficiency and effectiveness o f  how services are 

provided

(Deloitte and Touche, 2001: 7).

It was recognised that the Irish health system comprised o f “inadequate and poorly integrated 

information systems to support the measurement o f  inputs and outcomes on a quantitative or 

qualitative basis" (DoHC, 2001: 50), and that the system’s ability to identify health needs or to 

evaluate equity, efficiency, effectiveness and the overall quality of heahh service will rely on 

having well-integrated and reliable ICT systems (DoHC, 2001). Therefore, the health element 

o f the NDP (2000-2006) allowed for significant capital investment in developing the 

infrastructure of the health system including a commitment to ICT funding (DoHC, 2001). It 

was recommended that the ‘concept o f shared services’ be pursued as part o f the VFM audit 

(Deloitte and Touche, 2001) and this, coupled with the need for much greater integration of 

ICT systems, led to the development of the DATHs ICT Convergence Strategy (2003).
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6.4.4.5 Participants
The DATHs MTOs met regularly in a relatively informal capacity. The purpose of meeting was 

to exchange information of common interest such as health policy directed by the DoHC^ 

funding, technology and disaster recovery. It became obvious to the MTOs there was an 

opportunity to converge independent ICT functions and services. A formal proposal was 

developed by the MTOs that recommended a statutory body^° to be established in order to 

oversee the convergence of ICT across DATHs. In 2003, the group was formally approved by 

the DATHs governing body of CEOs. Soon after, the Mater Hospital MTO assumed the role of 

Project Manager to initiate the process for the DATHs ICT Convergence Strategy. The 

MTO/project manager then organised a Project Team that consisted of members with diverse 

health and business backgrounds.

6.4.4.6 A ctivities
Under the terms of reference agreed for the development of the DATHs ICT Convergence 

Strategy, the following activities were planned (DATHs, 2006b):

i. Review o f the ICT and systems environments, programmes and policies at strategic 

and systems delivery level.

ii. Examine, review and assess joint ICT service delivery models within comparable 

healthcare systems, taking into account the emerging national and regional 

infrastructural and administrative developments and recommending potential 

extensions and provisions that may be relevant and applicable to DATHs.

iii. Pursuant to the recommendation of an integrated single ICT service delivery model for 

DATHs:

a. Specify and elucidate costs/benefits and advantages applicable to chosen 

model;

b. Outline organisational and top-level executive structures to apply for a 

centralised ICT services delivery model;

c. Outline how the utilisation o f specialised human resources can be maximised, 

more efficiently motivated, retained and deployed;

d. Devise mechanisms and processes to ensure that ICT capital and revenue 

budgets are optimally utilised to maximise benefit to the participating 

organisations;

e. Specify how supplier relationship can be maximised fiscally and effectively.

iv. Develop strategic and delivery proposals for medium term convergence of DATHs ICT 

systems including provision for prioritised group replacement and enhancement of 

existing arrangements covering the full range of ICT modalities;

V. Devise high-level work plan to accomplish ICT convergence strategy.

20
A statutory body can only be established by Government Minister or fonnal member o f  Government.
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As part of the process, an exercise was performed to determine the necessary ingredients to 

converge ICT arrangements across muhiple boundaries. This helped to identify the key success 

factors, organisational characteristics and the main activities involved in delivering an 

integrated ICT service delivery system. Up to 30 health organisations mostly located in the 

U.S., Canada, U.K., Australia and New Zealand were assessed. These were typically 

organisations that had previously undertaken a similar effort to develop and implement an 

integrated ICT structure and delivery system by way of convergence across multiple 

independent ICT functions. The analysis has identified four specific models o f interest.

The next stage o f the process involved the development of a rigorous scoring methodology to 

assess which of the four models was considered to be the most effective. Following the 

analysis, a recommendation was made to the DATHs Executive CEO group and board 

members. The recommendation outlined a strategy to converge the five independent ICT 

functions. The strategy presented the concept of an ‘internal outsourcing organisation’ and 

described the proposed transition to a unified ICT organisation. The strategy identified thirty 

ways to generate business value by way of convergence among the independent ICT ftinctions.

6.4.4.7 Outcomes
Some progress was made by way of small project deliverables in terms o f reaching common 

agreement on ICT policy in areas such as ICT security protocols across the DATHs. The most 

significant work enabled by the DATHs ICT Convergence Strategy (2003) was the 

development o f a specification for a standards-based electronic health record for the acute 

hospital sector.

The DATHs ICT Convergence Strategy continued up to 2007 albeit with minimal resource and 

succeeded in making some progress in areas such as clinical mapping, standards-based 

electronic health records, process improvements and building internal relationships across the 

independent ICT functions.

6.4.4.8 Key Events 

Startine Out

The DATHs group of MTOs met informally on a frequent basis to discuss healthcare ICT 

policy and issues. The group recognised an opportunity to converge independent hospital ICT 

functions so to potentially yield greater benefits. The group developed a formal proposal that 

outlined the rationale for developing an ICT strategy to converge the ICT function across 

hospitals. The MTOs sought approval to initiate the strategy and presented the proposal to the 

group o f hospital CEOs. The DATHs CEOs approved the proposal and supported the MTOs to 

proceed with efforts to develop an ICT strategy focused on integration and convergence. The 

MTOs then set about to form a Project Team and the Mater hospital MTO assumed the role of 

Project Manager. The MTO with the help of the Project Team visualised a future state for the
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role of ICT in facilitating and better enabling healthcare delivery for the five hospitals. The 

Project Team worked closely with the hospital MTOs to set out the aims and objectives o f the 

strategy and these were set out rather succinctly.

Assessment of Healthcare ICT Environment

The MTO undertook a review of the internal ICT environment for all five hospitals. The 

assessment analysed the ICT systems environment, ICT infrastructure, along with a review of 

the programmes and policies in support of ICTs role at tactical and strategic levels. The review 

also examined emerging ICT initiatives underway within the Irish health system to determine 

practicality, suitability and relevance for considered extension to the DATHs.

The next assessment phase examined thirty comparable healthcare systems in international 

countries to review the type of structures and systems for an integrated ICT service delivery 

function. A rigorous scoring methodology was developed and used to assess the various models 

in place elsewhere internationally. The methodology was designed around high-level priorities 

that characterised the aims and objectives of the strategy process. This resulted in the 

identification of four potentially suitable integrated ICT systems. Following deeper analysis of 

the four models between the project team and MTOs, a selection was made about the most 

suitable system for operating an integrated ICT delivery model in the DATHs. Based on this, 

up to thirty potential collaborative projects were identified to drive greater business value.

Building Support

A fonnal recommendation was made to the DATHs CEOs for a single integrated ICT service 

delivery system and for the convergence of all five independent ICT functions into a more 

unified structure. This was presented by the MTO to the DATHs CEOs. The recommendation 

was made based on a full cost / benefit analysis which outlined the key advantages to be gained 

from transitioning to an integrated ICT service delivery system that would potentially provide 

higher levels of unified work activities. Thirty high-level benefits were identified by which to 

generate greater business value. The CEOs approved the recommendation and provided their 

full support for the MTO and Project Team to proceed with the strategy to develop and 

implement a unified ICT structure and integrated ICT delivery system for all five hospitals.

The concept of an ‘internal outsourcing organisation’ was developed to promote and build 

support for the integration of ICT services. The essence o f the concept centred on the optimal 

utilisation o f ICT resources to generate greater benefits for the DATHs. Essentially, the 

participating hospitals were going to fund ICT services so it was critical to gain their support. 

The top challenge will nearly always centre on building awareness and understanding among 

the political and executive management groups that ICT strategies have to be resourced 

sufficiently and "'gaining the political support to overcome this challenge is the most 

fundamental element in delivering on any IC T strategy in healthcare’’̂ (Manager A). This was
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handled effectively well by developing mechanisms to ensure capital and revenue budgets 

would prove to realise greater benefits than before.

The MTO and Project Team did encounter a number of difficulties from the collaborative 

efforts to build support and these were stipulated at a high-level to include: independent 

organisations sought to maintain their unique position, individual status, and interrelationships 

of the participating organisations; independent organisations sought to protect their 

relationships with regional and national agencies; communication lines between hospitals were 

poor or non-existent in places; notion of competitive rivalry for resources; differences in 

management style and culture; and geographical and strategic disparity (DATHs, 2006b). Such 

challenges that the MTO and Project Team had to continually work at to overcome this form of 

resistance during the process to build support.

One mechanism employed to do this was the development and deployment of a project 

management tool -  dotproject.net. The aim of which was to provide all stakeholders with a full 

view of ongoing projects, current status, reporting features etc. The tool was rebranded to 

DEWS - DATHs Electronic Workspace. The tool included facilities such as interactive forums 

for stakeholders to contribute on various aspects of the process.

Implementing Strategy

Implementation commenced once the MTO set about selecting, structuring and managing the 

Project Team responsible to develop and implement the strategy. The Project Team was 

assigned with various tasks and activities that formed key parts o f the strategy process.

The MTO set about making plans for the implementation o f a unified ICT function and 

integrated ICT delivery model. The high-level management structures for a centralised ICT 

function were developed. The convergence o f all five hospital ICT functions and staff required 

a good deal o f consideration for the Human Resource aspects in order to centralise all five areas 

into one. Plans were developed for the retention, development, motivation, and redeployment 

where necessary of all ICT employees to the newly proposed organisation. The integrated ICT 

service delivery model would require higher levels of technical competency in some areas. 

Such specialist skills were identified and plans were drawn up to maximise greater efficiency 

and effectiveness from the newly planned integrated system. A lot o f planning went into the 

roles to be played by supplier organisations. The unified structure was expected to create 

greater scope to leverage value from suppliers by way of consolidating suppliers servicing five 

hospitals into supplying only one centrally unified structure. The procurement aspects were 

reviewed to maximise fiscal returns vis-a-vis volume purchasing, economies of scale etc.

The challenge in delivering strategic ICT in health is that it is ''governed by so many other 

factors outside o f  the IC T structures con tror  (Manager A) and subsequently the time horizon is
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always moving. Execution o f the strategy was planned over a medium term time frame i.e. 1 -3 

years. The plans outlined the key priorities necessary to facilitate the unification of all ICT 

activities. This mostly related to elements of ICT infrastructure and architecture that required 

replacement or upgrade. A high-level work plan was developed to accomplish the ICT 

convergence strategy in full. This defined the specific tasks and work components to enable 

development and implementation o f convergence projects and integrated delivery services 

together with resource requirements, outcomes, deliverables and timescales. Despite strong 

Industrial Relations opposition to the ICT strategy and a substantial curtailment to major 

projects planned with the establishment of the HSE, a number of projects were developed 

through sheer perseverance and determination on the part of the MTO along with the support 

and efforts of the Project Team. An example would include mapping clinical processes with the 

development o f a specification for an integrated electronic patient record system for the acute 

academic setting within DATHs. The initiative formed a collaborative effort led by the MTO 

between DATHs, Centre for Innovation, Organisation and Technology at University College 

Dublin, and European Research Centre in Information Systems located in Germany (DATHs, 

2006b).

6.4.4.9 Conclusion

The strategy episode came about in response to the Deloitte and Touche (2001) 

recommendation to consolidate ICT development. This was supported by a commitment to ICT 

investment funding as per the Health Strategy (2001) (DoHC, 2001). The five hospitals sought 

to develop an ICT strategy to converge independent ICT systems and functions. The main 

participants comprised of three groups; senior management body of DATHs CEOs; middle 

management group o f DATHs MTOs; and DATHs ICT Project Team. A number of activities 

were performed to assess the current state of the ICT environment. This led to the development 

o f a strategy proposal for the convergence of ICT systems for all five hospitals along with a 

high-level implementation plan to deliver on the strategic aims. The strategy proposal to 

converge ICT systems met with Industrial Relations resistance from the various hospitals 

involved. Concern centred on the impact this may have on other organisational units and 

functions. The DATHs ICT Convergence Strategy continued up to 2007 but with minimal 

resources after 2005. Accomplishments from the DATHs ICT Convergence Strategy were 

mostly in the area o f ICT policy, electronic standards, and clinical mapping.

For this particular strategy episode, middle manager activities were found to span four key 

events: starting out; assessment o f the ICT healthcare environment; building support; and 

implementation. It was shown that at the middle management level, the initiative to converge 

ICT across five hospitals came from here. The middle manager was instrumental in visualising 

a future state for ICT in support of healthcare delivery. Assessment of the healthcare 

environment was undertaken within DATHs and carried out by middle managers. The
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international assessment of ICT service delivery models was largely undertaken by the middle 

manager along with Project Team members. The selection process involved all hospital middle 

managers. Building support for the strategy was enacted by way o f making recommendations to 

senior management to gain their support to sanction the process to move ahead with plans to 

enable greater strategic ICT integration. Implementation was ongoing over a number o f years 

with the middle manager leading the various initiatives that were acted on.

6.4.5 NHIS (2004)

6.4.5.1 Origin
By enabling the power of ICT, health information could potentially be made relevant and 

accessible to all who need it; i.e. public, patients, health professionals, researchers, managers, 

and policy-makers. The policy context for the development of the NHIS strategy was set out in 

the Health Strategy (2001) whereby:

It is vital that the development o f  a health information system is integrated into the 

agenda fo r  change as identified in the health strategy. Information plays a central 

role in supporting strategic goals and in underpinning the principles o f  the health 

strategy

(DoHC, 2001: 115).

It was acknowledged that a ‘gap-in-plan’ existed to efficiently collect information for purposes 

such as management reporting but more importantly on issues such as epidemiology, health 

service monitoring and health surveillance. None of this was new in terms o f global thinking but 

certainly new in the evolution o f thinking within the Irish health system. The impetus came 

from the office of the Chief Medical Officer (CMO) and the Statistics unit of Public health. The 

reality was that information rested in silos and in many cases ICT systems were implemented 

simply because particular individuals had a special interest in the area. There was a need for 

standards, data definitions and information governance arrangements, and the NHIS was 

developed to charter the future direction in this way.

6.4.5.2 Vision and Purpose
The vision o f the NHIS was to create an environment whereby all heahh information would be 

considered trustworthy and used as an invaluable resource by the multiple user groups across 

the stakeholder community who would become empowered to make informed choices with the 

purpose to promote, protect, restore and maintain the health of individuals and of the 

population as a whole (DoHC, 2004a). Essentially, by enabling such a reality, it would touch 

on the lives of all health staff, patients and families by realising a greater quality of healthcare. 

Furthermore, the implementation of the NHIS was “identified as key in supporting the 

attainment o f  the Health Strategy's national goal o f  high performance’’'’ (DoHC, 2001: 114).
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6.4.5.3 Aims and Objectives
The primary aim of the NHIS was to identify and recommend the necessary actions to address 

and rectify all acknowledged deficiencies in health information. It would also develop the 

frameworks necessary to ensure the optimal development and utilisation of health information 

across the system. The objectives o f the strategy (DoHC, 2004a) set out to:

•  Support the implementation of the Health Strategy (2001) and the Health Service 

Reform Programme (2003);

• Establish a legislative and information governance framework for safeguarding the 

confidentiality and privacy o f heahh information while optimising its use; and

• Adopt an integrated, national approach to the development and expansion o f 

information sources and systems to best meet the strategic health information needs.

A member o f the NHIS Steering Group summed it up by saying:

/  want ICT and heahh information to support people who aren't well and one o f  

those key drivers is IC T so my view is vety simple, I  want ICT and health 

information to support people by providing care to our clients and patients, no 

more than that, very simple

(Manager D).

6.4.5.4 Strategic Thinking
When work on the NHIS first began back in 1999, first and foremost in the minds of some, it 

was to address the issue of eight independent health boards, DATHs and a multitude of other 

health service providers operating in a country as small as Ireland and all fiinded by the 

Department o f Health. The health environment at that time was ‘'^totally disjointed in terms o f  

health information, IC T  and systems strategy'' (Manager C). Each health board had developed 

its own ICT strategy and identified its own set of health information priorities. It was 

highlighted that the system could no longer function effectively as eight separate health entities 

operating with parallel, but independent, ICT strategies (DoHC, 2004a). The investment cost in 

ICT and health dependence on ICT was too great not to have a coordinated national approach 

in developing a health information strategy.

6.4.5.5 Participants
A multi-disciplinary group of health experts was formed in 1999 to consult on the future of 

health information in Ireland. The group comprised of members from the CMO’s office, DoHC 

Statistics Unit, DoHC Information Section, Health Intelligence Unit, Health Informatics, main 

service provision units of health boards and acute hospital representatives. Essentially, the 

group was made up mostly of middle and senior managers, an Assistant Secretary, Directors, 

CEOs, Deputy Chief Medical Officer, Principal Officers, and Assistant Principal Officers, ICT
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managers, information managers, researchers, heahh medicine specialists, statisticians and 

health inspectors (DoHC, 2004a). The Steering Group comprised of twenty three members in 

total. Essentially, all members of the Steering Group held a good track record in either health 

information or ICT and this core group o f health and information experts became the Steering 

Group for the NHIS and chaired by an Assistant Secretary. A Project Team was established by 

the Steering Group and this was composed o f nine members. There was a degree of cross-over 

insofar as some members of the Project Team were also members of the Steering Group. The 

Project Team held strong backgrounds and experience in matters related to health information 

and was chaired by a Statistician manager located in the DoHC. The Project Team was also 

supported by middle managers in the Information Management Unit of the DoHC.

6.4.5.6 A ctivities
Over an eighteen month period (1999-2001), the Project Team and supporting information 

managers identified all of the major stakeholders in the various health constituencies 

throughout Ireland. The team met with these stakeholders and collectively identified the key 

elements to be addressed in developing the strategy, therein gaining visibility to the health 

information needs o f the system as a whole and later described as the ‘brains thrust’ behind the 

NHIS.

The Project Team set-up sub-groups; with both Steering Group and Project Team members and 

information managers taking responsibility to focus on a specific area o f interest and relevance 

to the strategy process. For example, one member assumed responsibility for the sub-group 

whose task it was to produce the strategy itself and this work began by plotting out the 

principles and objectives of the strategy. Other sub-groups took responsibility for identifying 

gaps in information throughout the system; data protection; unique health identification (UHI) 

index; and ICT. Each sub-group reported its findings to the committee and in turn translated the 

opportunities identified into priorities and actions as set-out in the strategy, a total o f 27 high- 

level actions.

Middle managers were involved in carrying out tasks to advise on the status of ICT systems in 

all areas o f the health system (health boards, DATHs, voluntary etc.). Additionally, part o f this 

work included the task to identify the type o f data needed for performance monitoring and 

performance control; to provide credible information from a departmental perspective. This 

was an attempt to put structure on the data definitions and data dictionaries needed to develop 

ICT systems capable o f providing credible evidence.

Alongside the stakeholder consultations being held in Ireland, the Project Team tapped into the 

‘international thinking’ on health information. Following a series of national and international 

consultations with the multiple stakeholder groups to identify the strategic priorities for the 

NHIS, the Project Team set about drafting the final strategy report at the end of 2001.
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6.4.5.7 Outcomes
Many o f the NHIS actions and recommendations were based on the earlier health board 

structures before the establishment of the HSE. The report was published in 2004 and on P ’ 

January 2005, the HSE was established to replace the independent health board structures. 

Much of the discussion and recommendations outlined in the NHIS while not totally obsolete 

did relate mostly to an entirely different structural system.

The historical ICT approach to health information systems development was described as very 

narrow, driven from a technical dimension rather than taking into account the requirements and 

needs o f the health professional. To some extent, it is considered that the NHIS was effective in 

creating a broader perspective in terms of defining the information that is required by the 

doctor or nurse to actually assist in delivering better care.

A key priority identified in the NHIS (DoHC, 2004a) was to enable the collection of data to 

provide greater information about the health population of Ireland. From 2005-2009, Health 

Atlas Ireland was developed: an ICT system built on an open source platform with open source 

geo-coding systems and fully web-enabled, allowing access to data from desktop or laptop. The 

concept behind the system development was inspired by the findings of John Snow (1840) in 

London when maps were used to mark where people had died and made the link between water 

source and cholera in a specific part of London. Today, based on the same principle, the HSE 

can perform very complex analyses of its own information for the first time on trends and 

patterns on a wide range of health infonnation issues.

One area of progress involved the Health Intelligence Unit. This unit performed a ‘root-and- 

branch’ review of the NHIS in 2005 to identify what elements of the strategy were aligned with 

the unit’s objectives. There have been subsequent pieces of work in an attempt to “translate the 

strategy into actions and implementation plans and that is still on-going'' (Manager D).

The NHIS proposed the legitimisation of an organisation to act as the authority on health 

information by being granted statutory powers thereby assuming responsibility for the 

development o f heahh information. The Health Information and Quality Authority (HIQA) was 

established in 2006 and performs an advisory role in the area of health information standards, 

reporting to the DoHC.

In early 2008, the Health Information Inter-agency Group (HIIAG) was established which 

effectively brought together members o f the HSE, HIQA and DoHC (HSE, 2008d). The group 

provides a forum to bring together the three organisations to collaborate on matters relating to 

health information and health informatics and to avoid the possibility o f any future divergence 

in direction between the three organisations. The HIIAG in 2009/2010 carried out a full 

assessment of the individual actions set out in the NHIS (2004) in a bid to progress many of the
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outstanding items (HSE, 2008d). In some areas, progress had been reported however, the 

HIIAG held no statutory powers and therefore found it difficult to impose action in places.

6.4.5.8 Key Events 

Starting Out

Information is a critical component to improving the quality o f healthcare. Middle managers 

with a particular interest in information or ICT had for a long time observed an information 

deficit in many areas of the health system. This extended to both primary (clinical) and 

secondary (administration) services. Middle managers with a particular interest in the effective 

use of information to derive best evidence in support o f decision-making provided the genesis 

for the development of the strategy. Middle and senior managers internalised a vision of a 

future healthcare system supported by greater access, analysis and integration of information. A 

Project Team was formed with business, clinical and information middle managers involved. 

The managers brainstormed about the key themes and business areas that were relevant to an 

all-encompassing strategy. Sub-groups were formed for the main clinical and administrative 

units with many middle managers assuming responsibility to oversee the strategic theme that 

concerned each sub-group’s particular interest. For example, one manager led the sub-group 

which plotted the key aims and objectives for the strategy itself, what activities were necessary 

as part o f the process and the relevant tasks to be undertaken for each and then set out the 

communication and governance guidelines for all other sub-groups to follow throughout the 

strategy process.

Assessment of Healthcare ICT Environment

An analysis o f the informational needs for clinical and administrative areas was determined by 

way of multiple situational assessment audits. The purpose being was to identify informational 

gaps and deficiencies among the various data sources. Assessments were carried out in both the 

primary and acute sectors e.g. GPs and hospitals.

Engaging with the Irish Health System

A range of events were organised by the middle managers leading the strategy process with the 

principle health organisations- daily users and daily providers of health services, essentially all 

relevant stakeholders including professionals of national and international interests e.g. Institute 

of Public Health, Central Statistics Office, World Health Organisation, and European 

Commission. A comprehensive approach to ensure the involvement of all relevant health 

stakeholders was deemed essential to the strategy process in that it would be highly effective. It 

was something that the managers had to keep working at in a persistent manner. The aim was to 

build good contacts with the data providers, demonstrate the potential for improved 

performance across all health areas insofar as the data providers would subsequently become 

key providers and recipients of the resultant information. Good working relationships were
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described as key to making this happen and these need to be maintained as part of the process 

across all communities o f interest because ultimately, everybody wants the same thing and this 

could only be achieved by working together conjointly, not in a threatened capacity but 

importantly, as part o f a proactive and constructive process. The engagement process staged by 

the Project Team and information managers sought to create a culture whereby information is 

valued, understood and used effectively by all clinical and administrative areas.

Distilling Priorities

The process to determine key priorities centred on the business or rather, the main 

informational needs to support the clinical and administrative areas of business. In the past it 

was described as the ‘tail wagging the dog’ whereby ICT systems were developed without any 

consideration for the full spectrum of potential users and the benefits derived thereof, hi terms 

o f developing priorities, the approach considered the all too common phrase within healthcare 

whereby ‘the urgent always takes precedence over the important.’ By paying greater attention 

to the root causes that drive urgent issues, this helped to gauge a sense o f priority issues in 

terms o f focusing on improved service delivery. The basic tent of the approach was that 

analysis of the reasons that lead to or create urgent requirements provide good insight into the 

real issues at the heart of service delivery and provide a good basis upon which to focus 

strategic efforts over the long term whereby the solution impacts on both the quality of service 

which results in greater patient care. To do this effectively well, priorities were derived from a 

review of the informational needs of the key stakeholders which included: information for the 

public about health and health services to empower them to make health-related decisions; 

information to assist health professionals in clinical decision making and to provide quality 

care; information to support the plarming, monitoring and evaluation o f health services; 

information to support the development and implementation of policies; infomiation to support 

health research; and information on health status and health determinants (DoHC, 2004a).

Additionally, the Health Strategy (2001) (DoHC, 2001) highlighted the information deficit 

within the health system and outlined a broad range o f health information functions to be 

undertaken and these were helpful also in distilling the priority issues that had to be addressed 

as part of the process.

Crafting Technological Solutions

A key aim of the strategy was to overcome the long standing issue of widespread silo structures 

across the health system. A plethora o f information islands existed throughout. To address this 

particular concern, a great deal of emphasis was placed on developing the governance 

structures to facilitate high levels of information integration. The main areas o f interest to deal 

with this centred on the development of privacy and data protection issues, UHI index, data 

standards, information governance rules, and development of electronic healthcare records. For
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example, statistical and indicator data sets were developed against standard international data 

definitions to eliminate unnecessary duplication of resource and effort. Healthcare quality 

indicators beyond the traditional measures used such as output, birth and mortality rates (e.g. 

cancer survival rates) as indicated by the Organisation for Economic Co-operation and 

Development became high-level measures along with corporate performance indicators. The 

emphasis was placed on the development of broader data sets that would provide more accurate 

information about items such as hospital performance, community care indicators, corporate 

performance frameworks to support the aims of better healthcare by way of improved quality of 

health services and greater VFM. Another example referred to the review o f the MESCO 

classification system used in Scandinavian countries. A comprehensive albeit complex process 

for disease classification but one that is highly effective.

Building Support

Support for the strategy at senior management levels was strong from early on in the process. 

The Health Strategy (2001) (DoHC, 2001) had outlined a strong policy context for the NHIS. 

Much of the impetus originally came from the middle management level in the preceding years 

to the Health Strategy (2001) (DoHC, 2001) but had amassed strong support from the Office of 

the CMO along with the Secretary General responsible for governing Health affairs and many 

other senior managers from across the health system. The role of middle managers throughout 

was in maintaining this level of support and keeping the interest of senior management in 

addition to providing new ideas, delivering presentations, making recommendations and giving 

updates about the strategy process itself

Implementing Strategy

Middle managers played a key role in identifying the essential requirements that had to be met 

to implement the strategy. These comprised of; development o f infrastructure; identification of 

the required specialist and trained skills essential to execute the strategy; formulation of a clear 

information governance framework to enable appropriate information exchange; and projected 

capital expenditure supported by the anticipated business benefits to be realised by way of 

efficiency, effectiveness and economy.

In planning the execution, the Project Team of middle managers developed a phased approach 

upon which to deliver the strategy. The first phase (years 1 -2) focused on the plaiming activities 

necessary to establish the essential infrastructures and processes at national and regional level. 

The second phase (years 3-5) deah with the ongoing development o f the ICT infrastructure. 

Most emphasis was placed on planning the activities for the deployment o f inirastructure and 

processes to support the unique client index. The third phase (year 6 onwards) was concerned 

with activities related to the ongoing deployment of the electronic healthcare record. Many of 

the strategy initiatives were interdependent and managers considered the impact of potential
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developments both within and outside the health system. Effectively, the key priorities were 

translated into a high-level action plan. The plan comprised o f 27 high-level actions and each 

was assigned with a high-level priority which included: Information Role o f HIQA; 

Information and the Service Planning Process; Health Information Portal; Electronic Healthcare 

Record; Unique Identification; Information Governance and Legislation; ICT; and 

Implementation and Monitoring (DoHC, 2004a). Each action was assigned with responsibility, 

required deliverable, and timeline.

Implementation o f the strategy had proven to be an ongoing activity over many years. Some 

notable accomplishments included the legitimisation of HIQA to support the implementation of 

the high-level actions set out in the strategy. This resulted in the formation of the Health 

Information Inter-Agency Group which continually reviews and modifies many key aspects of 

the strategy as part o f the continued implementation. A collaborative effort between the DoHC 

and HSE known as the Joint Performance Group was formed to ensure priorities set out in the 

strategy are continuously worked on and efforts in this sense are aligned between the two 

entities. The Health Atlas ICT system developed and implemented by the Health Intelligence 

Unit succeeded in establishing continued health surveillance activities. Since publication of the 

strategy in 2004 and the subsequent establishment of the HSE, middle manager activities have 

continued ever since in translating the strategy by way of assigning roles, responsibilities and 

activities so that the action and implementation plans remain relevant and aligned with the 

structural changes that were introduced with the establishment o f the HSE.

6.4.5.9 Conclusion
The policy context to develop the NHIS was set out in the Health Strategy (2001) (DoHC, 

2001), albeit work on the strategy had started in as early as 1999 with middle managers making 

the case for a more integrated approach to information development and management in 

support of all health-related matters. This led to creating awareness and gaining wider 

acknowledgement insofar as the quality of health information to support the delivery o f health 

services was exceptionally poor and something needed to be done. The aim of the strategy was 

to identify weaknesses in health information and to develop the necessary strategic actions to 

improve information quality to enable more effective decision-making that would result in 

greater levels of healthcare quality. A Steering Group was formed to advise and guide the 

process. A Project Team made up mostly of business, clinical and information managers 

assumed responsibility for heading up different sub-groups, tasked to assess and develop action 

plans for specific elements of health information (data protection, UHI index, ICT etc.). This 

involved a series of stakeholder engagements to gain greater visibility into the major issues 

which resulted in the identification of high-level actions that formed the basis of the strategy.

Middle managers with a particular interest in information or ICT played pivotal roles

throughout the strategy process. A number o f key events highlighted the different strategic
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activities that middle managers enacted. Middle managers were shown to be involved from 

early on in the process and in this episode they had sown the seeds to address the issues 

concerning a widespread information deficit. Activities such as situational gap analysis of the 

healthcare ICT environment pointed to deficiencies among the various data sources. Middle 

managers were found to be well situated to engage with various stakeholder groups. This was 

evident by the need for them to build and maintain good working relationships that supported 

the strategy process. Multiple engagement events were organised and facilitated by middle 

managers. Such events drew on the interests of both national and international health-related 

communities. In terms of deciding about what really needed to happen by way of tackling 

strategic issues, middle managers were shown to have intuitive ability to distil priorities. 

Activities to support the selection of strategic priorities included a review of policy and 

corporate contextual reports, learning about the pressure points affecting the clinical and 

administrative business areas and continued liaison with senior management. The priority 

distillation process resulted in the selection of 27 high-level actions.

A key aim of the strategy was to develop governance structures that would tightly weave 

together all data sources to create an integrative health system based on high quality 

information. Middle managers dealt with this aspect rather comprehensively by way of 

addressing the critical aspect o f information governance structures. Though senior management 

and political support for the strategy was strong, middle managers liaised continuously with the 

upper echelons in different ways. The final event of implementation had shown that middle 

managers enacted a range of activities from developing execution plans to assigning roles, 

responsibilities and expected deliverables. This particular strategic ICT episode had shown that 

strategy is an ongoing process that required constant review and refreshment to adapt to the 

changing environmental conditions. Such activities were shown to be carried out by middle 

managers (e.g. HIIAG) in a determined effort to constantly realign activities to deliver on 

matters of strategic importance.

6.4.6 PCCC ICT Strategy & Action Plan (2005)

6.4.6.1 Origin
Following publication o f the Primary Care Strategy (2001) (DoHC, 2002), the DoHC sought to 

address the needs of the multi-disciplinary network of PCCC teams and services. The Primary 

Care Strategy (2001) highlighted that ICT would underpin the implementation at a national 

level and in doing so would integrate delivery structures and primary care teams around the 

country. While there had already been some success in the development of ICT solutions to 

support the existing PCCC business model, mostly in the area o f GPs, the national landscape of 

delivery structures for PCCC teams and services remained highly fragmented.
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6.4.6.2 Vision and Purpose
The vision set out in the PCCC ICT strategy embodied similar sentiments to that o f the HeBE 

ICT strategy where the development of ICT could potentially deliver ‘‘̂ high value through a 

national, integrated, standards based ICT framework, enabling a world-class, integrated, 

people-centric health system in Ireland'' (Tribal Secta, 2005: 10). To achieve the vision of a 

person-centric service delivery model, major changes in working practices and business 

processes along with the effective deployment o f ICT across the system were needed. In this 

regard, it was necessary for the PCCC ICT strategy to focus on and be led by the needs of those 

who used the system and the needs of the employees who worked within it.

6.4.63 Aims and Objectives
The primary aim o f the PCCC ICT strategy was to enable and facilitate health service reform to 

develop and support an integrated PCCC service delivery model. By investing in ICT to 

achieve this aim, it was greatly anticipated that a number of service benefits could be realised. 

An ICT-enabled PCCC service environment had the objective to provide access to better 

quality infonnation that would lead to improved quality of care.

6.4.6.4 Strategic Thinking

Prior to the HSE’s creation, delivery o f primary and community care sei"vices w’as the 

responsibility of the individual heaUh boards and the ERHA. Historically, this area of the 

system struggled to attract the level of focus and attention that was received by the acute sector. 

Moreover, the development of clinical ICT systems fared poorly when compared to the 

development o f corporate ICT systems. To redress this imbalance, the PCCC ICT strategy was 

essentially an attempt “?o look at howprim aiy and community care services could be delivered 

more effectively with ICT su p p o rt  (Manager H).

6.4.6.5 Participan ts
In mid-2004 the DoHC, in conjunction with the CEOs of the health boards, the ERHA and the 

Irish College of General Practitioners (ICGP), formed an ICT Working Group to assess and 

review the current and fliture ICT requirements for PCCC and to provide recommendations on 

the best way forward. The group recommended beginning with the development o f an ICT 

strategy to better enable PCCC service delivery. The project was led by the Director of ICT^' 

and supported by the business leaders of PCCC in the form of a Project Steering Group (PSG). 

The PSG was represented by members drawn from the national Primary Care Task Force, 

health boards, and the ICGP. The group was chaired by the Director of ICT and had thirteen 

members in all who were responsible for the overall direction o f the strategy. A Project 

Assurance Group (PAG) provided input into much of the developmental work. The PAG also

2 1
Each health board had an appointed management role for the position o f  Director o f  ICT. With the establishment o f the HSE in 

January 2005, the Director o f  ICT role at the health board level subsequently became Assistant Director o f ICT at the HSE level, 

reporting to the HSE Acting National Director o f  ICT.
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ensured that quality assurance was maintained throughout the process. The PAG was chaired 

by an ICT middle manager from the North West region of the HSE and was made up of ten 

members from the HSE, ICGP and Primary Care Task Force (Tribal Secta, 2005). A 

management consulting organisation, Tribal Secta, was selected to advise and help guide the 

strategy process. An ICT middle manager with a strong technological background in health 

informatics was made responsible for the day-to-day process activities and became accountable 

to the PSG. A local liaison group made up o f selected members from the HSE served as an 

important link between the strategy process and local healthcare staff Middle managers and 

specialist project managers from other key projects, including ICT projects, primary care 

implementation projects etc., were instrumental throughout the enactment o f all process 

activities. A wide range o f local healthcare staff, 350+ individuals, participated in the process.

6.4.6.6 Activities
A four-stage approach was adopted to develop the ICT strategy. Each stage was measured 

against key deliverables and had clearly defined activities. The aim of the initial stage was to 

produce a Project Initiation Document (PID). This entailed meetings between the PSG, 

leadership groups and middle managers responsible for healthcare delivery. The PID included 

the scope of the project, timelines, and terms of reference, access, availability and project 

sponsors.

The next stage focused on identifying essential ICT requirements to enable a positive transition 

from the “current environment to a better arrangement'^ (Manager H). This involved meeting 

with ICT managers who advised on the state o f ICT infrastructure and architecture, pointed to 

specific areas for improvement, and made recommendations on ways to integrate PCCC ICT 

with ongoing system-wide ICT initiatives. This revolved around meeting with ICT staff at a 

local level, local PCCC stakeholders, and vendors too. Soon after engagement with the local 

PCCC stakeholders, it quickly became clear that an important element of the process was to 

identify concrete actions that were realistically attainable that could ""support service delivery 

enabled by effective IC T systems" (Manager H).

A review of the ICT landscape came next. The HeBE ICT Strategy (2004) informed a good 

deal o f the PCCC ICT Strategy & Action Plan. It was generally felt and accepted that the 

system had under-invested in ICT, however it was assumed that the national ICT initiatives to 

integrate and develop ICT across the health system would soon follow with the implementation 

o f the HeBE ICT Strategy. This stage also included a review of current international ICT 

developments.

The final stage resulted in the development of the PCCC ICT Strategy & Action plan (2005). A 

building block approach to implement the strategy was mapped out to realise the vision of a 

single integrated system across PCCC and the acute sector.
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6.4.6.7 Outcomes
The final strategy was approved by the PSG and then presented to the DoHC Management 

Advisory Council (MAC) in August 2005. The DoHC MAC opted not to publish the strategy. 

It was around this time too that the PPARS experience began to circulate in the public domain. 

Up to 2010, the strategic recommendations continued to inform the ICT developmental work in 

the area of PCCC. One of the recommendations supported the development of the UHI index 

and elements of this got underway.

6.4.6.8 Key Events 

Starting Out

The key drivers that supported the development o f the PCCC ICT strategy included: to deliver 

on the Health Strategy (2001) (DoHC, 2001) and Primary Care Strategy (2001) (DoHC, 2002); 

to meet the needs o f the Health Service Reform Programme (2003) (DoHC, 2003); to address 

the issues of ICT fragmentation within PCCC; and to provide clarity in a mixed provider 

economy (Tribal Secta, 2005). The need to address the issue of ICT fragmentation was of 

particular importance because of the high number o f ICT-enabled business applications (i.e. 

150+) were widely dispersed with little or no integration. Also, heretofore, there was limited 

focus only on information management within the PCCC sector. In addition, ICT investments 

were made out of tactical necessity rather than as part of any well thought out long term plan.

Planning Considerations

The Director o f ICT initiated the strategy process by engaging with the strategy advisors, the 

PSG, and the PAG. Between these groups, they set out a four-stage approach to develop the 

strategy. The first stage entailed high-level stakeholder meetings with senior management of 

the various business and clinical services. This enabled the development o f a strategic 

discussion paper to support the second stage which involved engaging with healthcare staff 

directly. Four strategic workshops were held around the country and attended by over 350 

healthcare employees. The workshops aided the generation o f potential priorities and key 

themes for further examination before forming part of the ICT strategy.

At the end of the second stage, an ICT middle manager was appointed to manage the strategy 

process and to work conjointly with the ICT strategy advisors in executing the third and fourth 

stages o f the strategy process and these were referred to as current system mapping, and 

strategy development, respectively. The ICT middle manager undertook responsibility for 

planning, organising, coordinating, integrating, and controlling process activities with the 

different strategy participants.

Assessment of Healthcare ICT Environment

The ICT middle manager became instrumental in the process from this point on and was 

heavily anchored in all remaining activities. The third stage was concerned with an assessment
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of the heahhcare ICT environment both nationally and internationally. The type o f activities 

included liaising with relationship networks, coordinating teleconferences, scanning corporate 

reports and health ICT portals, engaging with specialist ICT advisors and providers o f ICT 

services, meeting with health and ICT experts in the UK, designing and analysing GP 

questionnaires, review meetings with PCCC and ICT service and functional management and 

staff, and a good deal of research concerning the technical healthcare complexities attached to 

PCCC service models. All o f the data collected had to be verified and compiled into logical and 

sense-making formats and reports.

The review o f the national ICT landscape in PCCC revealed that ICT had received a lower 

level of investment than what was needed to properly support healthcare delivery. The analysis 

found that there was broad coverage of ICT systems that largely provided administrative 

support to the hospital network. The fragmented nature of the PCCC service model was 

mirrored by the state of ICT. Typically, ICT initiatives in the past were developed by individual 

professionals or organisations that invested directly in developing their own solutions or 

processes that potentially led to direct benefits but failed to consider implications for the wider 

health system. The ICT infrastructure within PCCC comprised mostly of ‘legacy’ and ‘in- 

house’ applications that supported specific services and functions but did little to support the 

broader provision of care to the individual patient. One area recognised as progressive in 

relation to ICT systems applied to GP computing which had a reasonably high degree of 

coverage for the use of patient management systems.

The international review examined the ICT landscape in multiple international countries and 

regions including Australia, Canada, Israel, Malaysia, Netherlands, New Zealand, Scandinavia, 

Scotland, Singapore, Slovenia, U.K. and U.S. Extensive focus was given to the ICT models in 

both England and New Zealand since both exemplified parallels with the Irish PCCC services 

model and this provided some key insights into the type of ICT systems used to support 

services. For example, in New Zealand it was discovered that 95% of GPs used a Practice 

Management ICT system, that a UHI index was in place nationally since 1993 supported by a 

national medical warning system and national practitioner health index (HSE, 2005b). Under 

the U.K. NPfIT, it was found that the NHS had established large management contracts with 

companies that integrate ICT systems with an approximate value of GBP £3B each. Each 

region in England, of which there were five designated per the NHS, had preferred GP ICT 

providers and ICT funding was partly based on a Quality and Outcomes framework. The 

review and assessment o f the international healthcare ICT arena indicated the following: (i) 

need for government focus and leadership; (ii) need for funding; (iii) general transition to local 

and PCCC based care services; (iv) patient centred care must be underpinned by ICT; (v) 

National client index based on a unique identifier was a core requirement; and (vi) agreed 

standards must be driven strongly across all PCCC services (HSE, 2005b). Essentially, the
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greatest observation made from the review highlighted that an effective ICT strategy would be 

highly contingent upon the reengineering of business processes for all of PCCC and that greater 

awareness, recognition, and readiness to change from within the sector must form part of the 

strategy process.

Engaging with the Irish Health System

The initial engagement activities entailed meetings with senior management o f business and 

clinical functions and units. The purpose of which was to create an understanding at this level 

about the intent to develop an ICT strategy in support o f PCCC and to gain senior management 

support for the process. The next series of engagement activities involved the orchestration of 

four major workshops organised around the country and attended by hundreds of healthcare 

employees, mostly by those who worked within either the PCCC or ICT services area. This was 

followed by the ICT environmental analysis which entailed a lot of meetings between PCCC 

and ICT middle managers, project managers, PCCC and ICT specialists to gain a better 

understanding o f and awareness for the current state of ICT and related issues and problems.

To build a much deeper understanding about the key themes and priorities faced by the PCCC 

services areas, the ICT manager who led the strategy process hereon held multiple meetings, 

workshops and forums. The purpose of which were to take the themes generated from the 

national workshops earlier on and to flesh through the issues and challenges which directly 

impacted the PCCC and ICT professionals- ‘'^started to take those themes and categorise the 

issues, worked through these with particular stakeholder groups, organised and coordinated 

workshops with the professionals concerned and this inclufied prim aiy care teams and the 

development offices associated with PCCC, brought together people from community care 

management and this included service providers, held workshops with IT  s ta ff that supported 

primary care or commimity care and had multiple sessions with service and specialist vendors^' 

(Manager H). The process further aided the identification of key themes and issues that would 

later form part o f the strategic initiatives.

Distilling Priorities

After working through the various themes, the fourth stage of the strategy process involved the 

active engagement with a wide range of stakeholders to evaluate and select priorities. 

Fundamentally, the priorities chosen had to link with the strategic ICT vision for an ICT- 

enabled PCCC that would realise the following benefits: support the person centred model of 

care; improved efficiency and risk minimisation; speedier delivery o f care; improved 

monitoring of care; equality of care; improved co-ordination and integration o f care; better use 

o f individual and professional time; reduction in the number o f hospital admissions and delayed 

discharges; improved outcomes and patient satisfaction; and improved population health 

(Tribal Secta, 2005).
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Given the potential of high-level benefits by way o f ICT-enablenient outlined above, ICT 

managers and clinical professionals worked together to identify ways and areas in which to 

exploit ICT in support of the vision for an ICT-enabled PCCC environment. The activity to 

distil priorities focused on the following areas to reach consensus about how ICT could 

potentially impact on the quality o f PCCC services and these included: 

prevention/monitoring/promoting; individual identification and history; treatment and referral 

pathway; scheduling and ordering; results reporting; information for the public; and 

management information (HSE, 2005b).

By working through these various areas, a series o f ICT strategy ‘building blocks’ were 

identified that had the potential to exploit ICT and improve the quality o f PCCC services. The 

building blocks comprised of: investing in the ICT infrastructure across PCCC; providing 

training for PCCC staff in the use of ICT; agreement o f a set of standards and policies on a 

national basis; development o f a PCCC ICT systems architecture; development of unique 

person identifier, national health client index and client identity service; implementation o f an 

electronic health record; further development of coordinated working between PCCC and the 

hospital sector; further development o f ‘best of breed’ PCCC systems; and the development 

and implementation of an integrated PCCC electronic patient record to support integrated care 

(Tribal Secta, 2005).

Crafting Technological Solutions

With the building blocks in place for an ICT strategy that had the potential to create a PCCC 

ICT-enabled environment, the next activity focused on the selection of technological solutions 

to bring about such a reality. This activity involved a good deal of interaction with the ICT 

functional management group who were also working on the HeBE ICT Strategy at the time. 

Given that a key objective was to overcome the issue o f widespread fragmentation of the PCCC 

environment, it was important to leam about and coordinate technical imperatives for both the 

health system in its entirety and PCCC to ensure integrative measures were balanced at all 

times. Comprehensive analysis of the technical specifications attached to PCCC ICT 

infrastructure and architecture was made. Decisions about technological solutions were vetted 

with ICT experts and vendor specialists. A long term view was taken to plan for the 

consolidation of silo structures and to build a fully integrative ICT environment.

In consideration of the building blocks above and the need to create a cohesive ICT-enabled 

PCCC environment that would integrate with the health system in its entirety, the building 

blocks were categorised into identifiable high-level work streams. These comprised o f  ICT 

development projects; PCCC ICT infrastructure; information sharing and interfacing; education 

and training; information governance; and standards.
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With six core work streams aligned to the ICT building blocks matched to the PCCC priorities, 

specific consideration was given to the technical components to enable each stream. This 

resulted in a work package of eighteen core ICT projects. The projects that made up the work 

package included: definition and maintenance o f overall PCCC systems architecture; unique 

patient identifier; health client index and client identity service; electronic health record; PCCC 

electronic patient record; detailed assessment of service requirements; management 

information; PCCC ICT infrastructure; information sharing and interfacing between PCCC and 

hospitals; overall training approach; core computer skills training; health informatics training; 

information security and access; patient consent; clinical coding; messaging; minimum 

datasets; and data quality (HSE, 2005b).

The work underway as part of the HeBE strategy and some wider health-related ICT initiatives 

led to the identification of a number of parallel technological developments that required 

greater co-ordination to plan the integration of such into the PCCC ICT strategy and to ensure 

that all ICT managers involved were aware and had planned to synchronise activities. The 

PCCC ICT projects that required strong alignment with the wider health system included: 

Integrated Patient Management System in the acute sector; Laboratory and Radiology 

replacement; National Client Index Project for Schemes and the National Schemes 

Modernisation Project; National Health Client Identity Service, linked to the wider work on 

Public Services Identity services and the Reach initiatives; Immunisation; Child Care; 

Heartwatch; Screening Services; Health Portal; GP Messaging; and Personal Child Health 

Records (Tribal Secta, 2005). Other projects identified that required some level of alignment 

but not to the same degree included: PPARS; FISP; Computerised Infectious Disease Reporting 

system; and Pharmacy messaging.

The ICT manager had to determine the suitability and fit of legacy ICT systems under the new 

strategy, and whether such systems had a role to play. Similar consideration had also to be 

given to existing ICT projects that were underway before the process was initiated. The 

decisions reached about legacy systems and existing projects were determined largely by the 

extent to which the system was aligned with the PCCC ICT strategy and the underlying PCCC 

systems architecture. For current projects already underway, the projected benefits in the short 

term had to be considered and weighed up along with the level of fit with the emerging 

strategic architecture for PCCC ICT.

To embed higher levels o f integrative ICT capacity and capability, a hierarchical approach was 

designed that would lead to gradual increments in integrative fusion. Ranked by low to high 

integrative status, the planned level of ICT integration was intended to move from stand-alone 

propriety systems, to standards based interoperability, onto electronic health record providing 

access to summary level information, followed by a single integrated solution across some or
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all of PCCC, and finally progressing to a single integrated solution across the entire health 

system.

Building Support

Support for the PCCC ICT Strategy was popular among senior management within the DoHC, 

HSE and PCCC during the strategy process in 2004/5. Following a number of strategy 

presentations made to the PSG to whom the ICT manager was accountable, the strategy was 

approved in June 2005 by the HSE following a series o f recommended revisions. A PCCC 

Lead Assistant Director was appointed to oversee the execution o f the strategy. A PCCC ICT 

Council was planned to be put in place during the second half o f 2005. The strategy was 

formally presented to the DoHC Management Advisory Council in August 2005.

Making some quick wins that translated into delivering early benefits was seen as helpful in 

moving the strategic PCCC ICT agenda along. A total o f thirteen areas where it was considered 

possible to make such early gains were identified to help build strategic support and 

momentum. This approach was felt necessary to rally greater support among senior 

management but also to maintain PCCC employee motivation when the strategy moved into 

execution mode.

Implementing Strategy

During the course of the strategy process, a number of implementation principles had formed 

that were taken into account in terms o f the potential to impact execution. The following points 

were brought to the fore in terms of the need to ensure each was addressed if implementation 

was to be effective and these included (Tribal Secta, 2005): the need to ensure that service 

development and change, and the ICT that is implemented to support change, is focused upon 

the needs o f service users; a need to clearly articulate the benefits of change and that the human 

resource implications associated are given at least equal attention to the technical imperatives; 

solutions need to be flexible to support local and professional circumstances; matching o f ICT 

systems across wider public services is essential to ensure effective communication and inter

linkage for a common purpose; ascertain how new structures will support different models of 

care; in consideration of the potential for change to the status quo, it will be necessary to 

determine the impact o f organisational and professional cultural issues that could stymie the 

implementation vis-a-vis resistance to change; the lack o f adequate fiinding resources could 

become a major impediment to the implementation; training professionals in new ways of 

working will be critical to success; clear and transparent agreements and processes must be 

reached on the sharing o f information; and clinical process standardisation and data 

standardisation are likely challenges throughout implementation.

An action plan for the PCCC ICT strategy was developed. The action plan spanned a three year 

time trajectory. The plan was based on a three phased approach to manage the implementation.
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The approach aimed to realise gradual levels o f ICT integration aligned with rising levels of 

integration of care. The first phase focused on the adoption o f standards, and the 

implementation of a unique person identifier, a health client index, and an electronic heahh 

record containing summary level clinical information. The second phase was centred on a 

transition to a more integrated approach for PCCC that would provide more effective ICT 

support as models of care delivery became more integrated. The third phase was planned to 

take effect outside o f the three year implementation plan and focused on a single integrated 

system across PCCC and the hospital sector. The action plan distinguished between activities 

for each o f the three phases. Each ICT project, classified by work stream, was mapped out as 

part of a comprehensive action plan. Each project was outlined using the following 

designations and activities: strategy work stream; project/work package; overall assessment of 

priority; indicative scale o f investment and resources required; dependencies; specific actions; 

desired outcomes (linked to overall work package objectives and benefits); responsibility; and 

phasing/timescale.

It was considered essential that effective governance and management arrangements were 

embedded to govern the process. The purpose o f which was to ensure that PCCC services and 

planned ICT projects were aligned and managed as a cohesive whole with the unitary health 

system. Given the wide ranging nature o f the stakeholders that needed to be involved, effective 

programme management arrangements at local and national level were deemed essential. The 

structured framework o f Managing Successful Programmes (MSP) was selected as the 

methodology to co-ordinate, communicate, align, manage, and control the complex set of 

implementation activities. The MSP methodology was geared towards delivering outcomes and 

realising benefits. The complex multi-organisational structure of the health system required an 

approach to ensure the engagement of stakeholders at an appropriate level along with the 

effective management o f interdependencies between PCCC, HSE, DoHC and HIQA. The 

programme management framework to control the PCCC ICT strategy was based on the MSP 

methodology and the approach planned to establish and involve: national programme board; 

programme management office; programme manager for the PCCC ICT strategy; mechanisms 

for co-ordination with the HeBE strategic ICT framework, other strategic programmes/projects, 

and wider governance structures across the HSE, DoHC, and HIQA; local PCCC service 

execution arrangements; national and local project structures; and effective programme and 

project assurance mechanisms (Tribal Secta, 2005).

The benefits management approach focused on the tight alignment of process, people and ICT 

to ensure benefits would be fully realised vis-a-vis continuous evaluation and review of desired 

outcomes and benefits delivery. A risk register was developed that highlighted the likely impact 

and the probability of the risk occurring together with the recommended management action. 

The risk register classified risk type against four core categories, these were: organisation and
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management; ICT as an enabler for wider PCCC service improvement; financial; and technical 

and architecture.

6.4.6.9 Conclusion
The policy context underpirming the PCCC ICT Strategy & Action Plan (2005) was the 

Primary Care Strategy (2001) (DoHC, 2002) policy report supported by the Health Strategy 

(2001) (DoHC, 2001). In the context of PCCC, future health development was to focus on 

primary care services delivered in the community. It was recognised that delivery o f the 

Primary Care (2001) strategy was highly dependent on an alignment between PCCC priorities 

and ICT-enablement. In effect, the vision was to develop and implement a nationally integrated 

ICT framework that would fully enable all PCCC services.

Participants in the strategy process included representatives of the DoHC, HSE, PCCC, ICGP, 

and Tribal Secta. The participants comprised of ICT middle managers, senior managers, 

clinical and business professionals, PCCC service specialists, ICT and PCCC project managers, 

and local health staff located around the country. The participants were organised into three 

main groups, a local liaison group, PSG, and PAG. The PSG was responsible for overseeing the 

direction of the strategy. An ICT middle manager was appointed with responsibility to manage 

the day to day process activities and made accountable to the PSG. The ICT manager worked 

alongside Tribal Secta and was largely responsible for coordinating and integrating activities 

between all o f the different participant groups and representatives across a wide spectrum of 

business and clinical interests.

A four-stage approach was adopted to develop the strategy and throughout, ICT middle 

managers were instrumental to the enactment of process activities. The key events that 

illustrated such activities included: starting out; planning considerations; assessment of 

heahhcare ICT environment; engaging with the Irish health system; distilling priorities; crafting 

technological solutions; building support; and implementation.

6.5 Conclusion
Andrew Pettigrew contends that learning from the past will impact on the present and help to 

prepare for the future. The case study report presented in Chapter 6 provided a longitudinal 

account of five episodes of ICT strategy-making in the Irish health system. The narrative was 

constructed based on an analysis o f the data collected from experienced informants with first

hand knowledge relating to the episodes. The study sought to discover the roles of ICT middle 

managers in aligning business and ICT strategies in public service organisations. Therefore, the 

narrative enabled deeper analysis of the underlying themes to explore the roles o f ICT middle 

managers.

The first part o f the narrative provided the backdrop to the study itself. This was followed by 

the presentation of an historical overview o f the Irish health system that described contextual

190



features of the system, insight into the policies and recommendations that aimed to shape the 

role of ICT and an evolutional perspective on ICT development. Collectively, all three accounts 

provided a high-level contextual view on the development o f both the Irish health system and 

the role o f ICT within it.

The next section o f the narrative told the story of five distinct episodes of ICT strategy-making 

undertaken by the Irish health system at different points in time beginning in 1999 and 

continuing through 2010. Each episode was presented using narrative features to reveal the 

sequence of events as they unfolded over time in context. This enabled a full description of the 

identifiable process activities as enacted by ICT middle managers for each strategy episode 

Each episode represented a sub-element o f the single case design. Each of the five ICT 

strategy-making episodes, namely: HeBE ICT Strategy (2004); HSE ICT Strategy (2008); 

DATHs ICT Convergence Strategy (2003); NHIS (2004); and PCCC ICT Strategy & Action 

Plan (2005), represented a major attempt in aligning business and ICT strategies in public 

service organisations. In this case, the public service context was bounded by the multi- 

organisational structures that made up the Irish health system. Each episode presented an 

interpretation of the interviewees experience based on their own individual consciousness of 

the events and activities as enacted by the strategy participants and verified with the help of 

secondary data sources.

In order to gain a better understanding for the roles of ICT middle managers in aligning 

business and ICT strategies in public service organisations, the next chapter attended to the 

development o f a theoretical framework.
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Chapter 7

Theory Development
‘"We shall not cease fro m  exploration. A nd the end o f  all our exploring will be to arrive where 

we started and know the place fo r  the fir s t time. ”

Thomas Steams EUot (1888-1965)

American-bom English poet, playwright and critic, awarded the Nobel Prize in Literature.

7.1 Introduction

The previous chapter told the story of five ICT strategy-making episodes that happened within 

the Irish public service. The sequence of events as they unfolded was presented. The case 

report provided the foundations upon which a theory was developed for the roles of ICT middle 

managers when aligning business and ICT strategies in public service organisations.

This chapter began with a review of the focus of inquiry in Section 7.2. This described the key 

features of the study and revisited the foundations upon which the investigation was 

established. In Section 7.3, the transition from case data presentation to the next stage of 

process analysis is presented. A contextual approach was adopted as the theory o f method 

underpinning the study to capture an image for the distinct roles of ICT middle managers in 

public service organisations set in space and time. It was from this epistemological belief that 

the data underwent analysis to develop a theoretical framework to account for the roles o f ICT 

middle managers in aligning business and ICT strategies.

The emergence of the theoretical framework is presented in Section 7.4. The typology is based 

on the concept of role types, detecting patterns of behaviour that described the conduct of ICT 

middle managers in strategic aligmnent. The roles are based on the concept of ‘ideal types’ 

(Weber, 1949) whereby each role represents the unique and explicit character of ICT middle 

managers in strategic alignment. Each role type is described using a set of nine attributes 

observed from the data analysis. The attributes highlight the prevalent characteristics that were 

discovered to be unique to each role. The diverse set o f six ICT middle manager roles is 

described in Section 7.5. A full description o f each role type is presented along with an outline 

of the dominant activities. The nexus between case data and role types revealed the evident 

linkage and these are described. To situate each role within the contextual setting, fiirther 

support is provided in the form of a role exemplar drawn from the case data. The sequence of 

patterns identified among the roles is discussed in Section 7.6. In Section 7.7, links with the 

extant literature are compared. Key features of the study are reviewed in Section 7.8, followed 

by concluding remarks in Section 7.9.
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7.2 Focus of Inquiry

The study took its lead from the research question to explore: ""How do IC T middle managers 

engage in the alignment o f  business and IC T strategies in public service organisations?''’ The 

research question was formed following a comprehensive review of the strategic alignment 

scholarly literature when it was discovered that no such study had to-date been carried out, i.e. 

an exploration of the roles o f ICT middle managers. Furthermore, o f the empirical studies 

examined, only a small number had explored strategic aligrmient within a public service 

context. In contrast, scholarly inquiry into the strategic alignment construct is dominated by 

studies of large-scale private sector organisations. Moreover, the majority o f studies featured a 

quantitative approach to inquiry vis-a-vis statistical analysis of survey data. In contrast, this 

study chose to inquire into the ‘how, who, when, what, why, and where’ aspects related to 

strategic alignment as enacted in real-life organisational settings and therefore, a more suitable 

approach was to inquire into the roles of ICT middle managers engaged in the process of 

strategic aligrmient.

The methodological approach was designed to favour a process-oriented study. By embedding 

process as the theoretical lens by which to study the roles of ICT middle managers in aligning 

business and ICT strategies, a number of relevant features could be examined. First, time is a 

cornerstone feature of process; this provided a longitudinal perspective on strategic aligrmient 

and the roles of ICT middle managers therein. Second, process embraces context, this gives 

insight into the iimer and outer environmental conditions that impact events. Third, sequence 

follows the trail of events and illuminates how these unfold over time. Fourth, process takes 

account of roles and focal actors; this enabled the study to focus on a specified actor 

population, i.e. ICT middle managers. Fifth, activities are central to process and by exploring 

the roles o f ICT middle managers, the study uncovered the various activities performed by the 

specified population. Finally, process theory can be developed through narrative, an approach 

to tell the story based on the sequence o f events as they unfold over time by describing the 

sequence of actions and interactions throughout.

The choice of setting framed the boundary. The context o f interest was the Irish public service. 

The setting o f choice was based on a system of public service organisations. Thus, it was 

deemed suitably appropriate to draw on the case method to clearly define the bounded system. 

By selecting the case method to advance a process-oriented study, certain elements of case 

design supported the approach. The boundary was clearly established as public service 

organisations engaged in the business of health and case tools such as a data collection protocol 

and pilot study featured. A single case approach captured the temporal contextual features. 

Pattern analysis was selected to make sense of the data by switching interchangeably between 

that which is known and comparing with the observable patterns uncovered from the ground 

up.
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7.3 Transition from Case Data to Theory Development

The method perceived the worldly context in terms o f complexity, instability and uniqueness. 

By deep immersion into the contextual setting o f Irish public service organisations, the study 

aimed to uncover the distinctive roles o f ICT middle managers by studying multiple episodes of 

ICT strategy-making. After writing the case report as presented in Chapter 6, the next stage 

turned to the process o f intellectual pattern recognition. The transitional steps taken from telling 

the story in Chapter 6 to theoretical development in this chapter were presented in Chapter 5. 

The case report told the story about five distinct episodes o f ICT strategy-making within public 

service organisations carried out over a prolonged period. The narrative was constructed to 

present an account of the researcher’s interpretation of reality based on the data gathered. The 

narrative revealed the range of actors that participated in ICT strategy-making who operate 

with a range o f interests and perceptions (Pettigrew, 1990). By distilling the evidence as 

presented in the case report by way of meta-level themes, it was possible to identify 

preliminary patterns that were taken to yield deeper insights from the interview data. By 

distilling the underlying logics in the form o f dominant theme analysis, this led to the 

identification of ICT middle manager role categories. To develop greater insight into ICT 

middle manager actions it was necessary to follow the themes through an iterative process 

involving the case accounts, interview data and the extant literature. Or as Pettigrew put it, 

"'does one stop peeling the layers from the onion only when the vapours inhibit all further 

sight?" (1990: 272). The process supported Pettigrew’s view in that ""interpretative theoretical 

cases move the analysis and writing beyond the analytical chronologies'' (1990: 280). This 

required a more explicit need to interpret the narrative but to also link emerging conceptual 

themes inductively derived to stronger analytical themes within the data set. The narrative 

provided a meta-level analytical framework comprised of themes that described the roles of 

ICT middle managers in the alignment o f business and ICT strategies but theoretical 

elaboration was only possible by linking the themes with the interview data and extant 

literature to build greater richness.

7.4 Presentation of Theoretical Framework 

7.4.1 Concept of Role
The concept o f role is embedded in social life and is concerned with distinct patterns of

behaviour. A role can be described as “a cluster o f  social cues that guise and direct an

individual’s behaviour in a given setting’' (Solomon et a l, 1985: 102). A role relates to the

conduct associated with certain socially defined positions rather than that o f the specific

individuals who hold these positions. The study of roles relates to the degree with which a

particular part is played out as determined by the interactions o f fellow actors and observers

(Solomon et al., 1985). Role theory explains that individuals have positions within society and

hold expectations for their own behaviour and the behaviour of others (Biddle, 1986). Role
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theory provides researchers with the opportunity to integrate key interests in social science 

research. The underlying tenet of role theory posits that “human beings behave in ways that are 

different and predictable depending on their respective social identities and the situation’’’’ 

(Biddle, 1986: 68). Role theory is concerned with a number o f concepts to explain social 

behaviour. These include: patterns that characterise social behaviour; parts or identities enacted 

by social participants; and expectations for behaviour as enacted by performers and understood 

by all.

The term role can refer to characteristic behaviours (Biddle, 1979; Burt, 1982), social parts to 

be enacted (Winship and Mandel, 1983), or scripts for social conduct (Bates and Harvey, 1975; 

Zurcher, 1983). According to Biddle (1986), role theory encompasses three basic tenets: 

(i) role; (ii) social position; and (iii) expectation. There are various views on the definitional 

nature o f role such as “a particular set o f  norms that is organised about a function'' (Bates and 

Harvey, 1975; 106). Also, ‘‘̂ behaviour referring to normative expectations associated with a 

position in a social system" (Allen and van de Vliert, 1984: 3) or, as described by Turner, a 

“comprehensive pattern fo r  behaviour and attitude" (1979: 124). Notwithstanding some of the 

implicit conceptual differences, they are very similar from a philosophical perspective. The 

concept of expectation is immersed in role theory. Expectation is the underlying generative 

mechanism that results in characteristic role behaviour. Expectations are understood through 

experience and individuals understand and are aware of the expectations they hold. This 

implies that role theory “presumes a thoughtful, socially aware human actor” (Biddle, 1986: 

69).

Biddle (1986) discriminates between five perspectives of role theory: (i) functional (Linton, 

1936; Parsons, 1951; Parsons and Shils, 1951); (ii) symbolic interactionist (Mead, 1934); 

(iii) structural (Levy, 1952; Nadel, 1957); (iv) organisational (Gross et a i,  1958; Kahn et a i, 

1964); and (v) cognitive (Kelly, 1955; Mead, 1934; Moreno, 1934; Piaget, 1926; Rotter, 1954; 

Sherif, 1936). Functional role theory is concerned with the behavioural characteristics of 

individuals who occupy social positions within a stable social structure. Interest in symbolic 

interactionist role theory relates to the norms, attitudes, contextual conditions, negotiation, and 

the changing status o f the situation as interpreted by the individuals. Structural role theory 

centres its attention on social structures in the form of stable organisations or sets of people in 

social positions who share characteristically-similar behaviours that are directed towards others 

within the same structure. The focus of organisational role theory centres on formal 

organisations. In this sense, social structures are pre-planned, task-orientated and hierarchical. 

Roles can be classified as identifiable social positions generated by normative expectations, but 

the norm can be representative of both official demands and the pressures o f informal groups. 

Cognitive role theory is interested in the relationships between role expectation and behaviour.
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It is focused on the factors that influence expectations, along with techniques for assessing 

expectations and the impact of expectations on social behaviour.

The interactional emphasis employed in this study vis-a-vis process-orientation aims to 

highlight the behavioural phenomenon that exerts a major impact upon outcomes. This is 

similar in approach to Lutz and Kakkar (1976) who recognised the importance o f the 

psychological condition and adopted a process-orientation to learn about behaviour. Given that 

effective strategic alignment can be described as a form of social exchange then it is posited 

that the interactions among participants are carried out with the aim to maximise potential 

outcomes favourably vis-a-vis improved performance. Therefore, the study aims to explore the 

behaviour o f ICT middle managers to determine the sequence of actions and interactions that 

contribute to the eventual outcome. On the basis that it is expected for ICT middle managers to 

act with purposeful intent in aligning business and ICT strategies and the outcome is contingent 

upon coordinated actions among this group, then exploring the mutual coordination of 

appropriate behaviour among ICT middle managers will be helpful. The social dimension is a 

major feature o f strategic aligmnent and much of social behaviour consists of joint activity, a 

major task for interacting ICT middle managers is the coordination of appropriate behaviour 

vis-a-vis the other person (Thibaut and Kelley, 1959) to realise performance benefits. Hence, 

ICT middle managers hold a learned set o f behaviours that are conducive to the situation in 

terms of increasing the probability o f goal attainment. Such socially based interactions made it 

amenable to perform a role theoretical analysis o f the process in aligning business and ICT 

strategies to explore the various role types associated with ICT middle managers.

7.4.2 Concept of Ideal Types

One of the real challenges in performing any form of organisational analysis ''was, and still is, 

how to convince the influential that we are addressing a vitally important explanandum — from  

their point o f  view” (Burrell, 1996: 643). Weber’s intellectual remains are but one mode by 

which to do this. ‘''All knowledge o f  cultural reality, as may be seen, is always knowledge from  

particular points o f  view'" (Weber, 1949: 81). The theoretical framework presented in this 

chapter is largely based upon Weber’s concept o f ‘Ideal Types.’ Ideal types are constructions of 

a socio-historical nature which seek to portray pure conditions abstracted from the empirical 

data. In this sense, the theoretical framework of ideal role types can be understood as ideal 

limits in terms of providing pragmatic truth. The theoretical framework presented on the roles 

of ICT middle managers in the alignment of business and ICT strategies is an interpretive 

account based on the points o f view o f the contributing informants. The ideal set of ICT middle 

manager role types is taken to represent aspects o f the real world within public service 

organisations. The concept o f ideal types can be seen as a heuristic means rather than an end 

towards sociological explanation. The set of ideal roles is based on logical consistency and 

conceptual precision. The underlying purpose in presenting an ideal set of ICT middle manager

196



roles is that “the goal o f  typical concept-construction is always to make clearly explicit not the 

class or average character but rather the unique individual character o f  cultural phenomena'" 

(Weinert, 1996: 76). In this study, that is to reflect the particular peculiarities o f ICT middle 

managers in public service organisations. The set of ideal ICT middle manager roles represent 

the essence of reality within the underlying structure and can be classified as a reconstruction 

o f the strategic alignment developmental sequences based on past events. “Only through ideal- 

typical concept-construction do the viewpoints o f  with which we are concerned in individual 

cases become explicit" (Weinert, 1996: 80/81). Constructing a set of ideal ICT middle manager 

role types allows their comparison with empirical reality. “An ideal type is a conceptual 

construct which is neither historical reality nor even the true reality. It is a purely ideal 

limiting concept with which reality is compared’̂  (Weinert, 1996: 93). The theoretical 

framework that emerged from the analysis described the roles of ICT middle managers from an 

interpretive viewpoint for comparison with reality.

7.4.3 Emergence of Ideal Role Types

An ideal set of ICT middle manager role types emerged from the data analysis. The process 

analysis approach was explained in Chapter 5. The role types emerged through inductive 

analysis of the identifiable ICT middle manager actions and interactions observed across five 

episodes of ICT strategy-making. Through an iterative process o f role-display based on pattern 

recognition to reduce complexity, a theoretical framework consisting of six ICT middle 

manager roles was developed.

The six ICT middle manager role types associated with the alignment o f business and ICT 

strategies in public service organisations are;

• Initiator

• Orchestrator

• Planner

• Technologist

• Broker

• Executor

The theoretical framework to describe the roles o f ICT middle managers in aligning business 

and ICT strategies in public service organisations is presented overleaf in Table 14.
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Table 14: The Diverse Roles of ICT Middle Managers in Strategic Alignment

A ttributes
Roles

Initiator Orchestrator Planner Technoloeist Broker Executor

Focus Ideas Inclusiveness Priorities Technology Resources Implementation

Viewpoint Visualise Participation Collaboration Integration Champion Fulfilment

Context Define Support Advance Identify Promote Realise

Process
Mechanism

Fonnation Engagement Governance Architecture Relationships Direction

Social
Dimension

Communication Involvement Deliberation Dialogue Influence Teamwork

Management
Cognition

Understanding Commonality Assumptions Alignment Expectations Coordination

Personal Force Inspiration Attraction Genius Awareness Conviction Persistence

Decision
Stimuli

Socialisation Combination Internalisation Technical Extemalisation Agreement

Boundary Span Functional Ecosystem Internal / External 1 ntcrdependencies Executive Multidirectional

D om inant
Activities

Idea generation to 
externalise potential for 
ICT-enablement

Translate ideas into Vision 
for the future

Set out strategy fonnation 
process

Outline scope of 
stakeholder involvement

Develop processes for 
active involvement

Promote purpose and 
reasons for fully 
inclusive process

Priority identification 
and selection

Collaborate with 
stakeholders to build 
consensus

Identify capability and 
capacity requirements

Focus on strategic fit of 
potential technological 
solutions

Eliminate fragmentation and 
silo structures vis-a-vis 
integration

Focus on architectural design 
to build capacity

Champion strategic ICT 
initiatives among executive 
ranks

Promote potential benefits 
o f wholly enabled-ICT 
environment

Establish realistic 
expectations to secure 
funding commitments

Plan implementation programme 
of activities

Translate intent into executable 
action vis-a-vis ICT-enabled 
transfonnation

Realise on the strategic ICT aims, 
deliver expected outcomes and 
full range of benefits
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7.4.4 Role Attributes

The theoretical framework differentiates the roles by way o f nine distinct attributes. The 

attributes and associated values were derived through an iterative process o f inductive and 

deductive analysis. The attributes were identified as being central features to describe the roles 

o f ICT middle managers. While roles are differentiated on the basis of these attributes, it is the 

values assigned to these attributes that determine a particular role configuration. The theoretical 

framework contends that as ICT middle managers perform their role in the process to align 

business and ICT strategies, collectively these roles provide the integrated whole for an 

effective strategy-making episode. The role attributes identified are: focus; viewpoint; context', 

process mechanism', social dimension', management cognition', personal force', decision stimuli', 

and boundary span.

7.4.4.1 Focus

The attribute o f focus was located in all role types as the central point o f attention, the hub of 

concentration from which all future activities are determined and performed. Focus provided 

ICT middle managers with a central point of attention which allowed them to see clearly with 

more meaningful purpose. Through focus, middle managers were able to define goals and set 

about achieving them. From the data analysis, the focus for each role became very apparent and 

offered a higher order mechanism to illustrate how the different roles set about to perform 

activities. Collectively, role foci converge to provide a holistic overview of key interests.

7.4.4.2 Viewpoint

The attribute of viewpoint is the position from which ICT middle managers observed the 

process in aligning business and ICT strategies. Middle managers had shown they hold 

different mental positions from which they considered and reflected on in terms of the 

underlying activity that is central to shaping the process. At an individual level, viewpoint is 

what the manager considered an essential activity to enacting strategic alignment. The attribute 

may in some ways reflect a personal strength at the individual level by way o f what is 

perceived by the manager to be a crucial element o f the process and could also be an area of 

expertise. Each viewpoint represented a critical element o f the process and collectively 

provided a comprehensive picture o f the multiple viewpoints held by ICT middle managers in 

aligning business and ICT strategies.

7.4.4.3 Context

The attribute o f context described the circumstances for how ICT middle managers see the role 

in terms of its purpose and form in contributing to the wider environment. ICT middle 

managers must act in a consistent mode over a long duration to develop sufficient context 

(Reich and Benbasat, 2000) so to gain a better understanding o f organisational business and 

process (Earl, 1993). The data analysis found that middle manager actions represent different
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contextual perspectives about their role in support of the wider setting. In this regard, a range of 

middle manager activities set the context for the enabling role of ICT. In tackling the business 

issues, middle manager activities emerged that contribute to shaping the ICT structure as part 

o f the overall context. The precise nature o f the middle manager role in shaping the ICT 

landscape can be described by a range o f attributes that, when amalgamated, reflect the 

contribution made by ICT middle managers in support of the contextual setting. Middle 

managers must account for the organisational context within which they operate (Bassellier and 

Benbasat, 2004).

7.4.4.4 Process Mechanism

A number o f mechanisms are embraced by ICT middle managers in aligning business and ICT 

strategies as made evident from the analysis. These mechanisms interact together with the aim 

of achieving a higher level of strategic alignment. According to Earl (1993), embedding 

process to harness knowledge, expertise and skills is central to aligning business and ICT 

strategies. A unique mechanism value is assigned to each role that illustrates the generative 

feature relating to the process in aligning business and ICT strategies.

7.4.4.5 Social Dimension

ICT middle manager strategic behaviour was observed through various socialisation attributes 

enacted during the strategy episodes. ICT middle managers were found to place a unique 

emphasis on different styles of socialisation and it is through the identification o f certain styles 

that each role is assigned with an attribute. According to Hirschheim and Sabherwal (2001), 

knowledge integration stems from both technical and social approaches between organisational 

domains. The social act represents the behaviour patterns of middle managers associated with 

an approach to effectively align business and ICT strategies in a system-wide context.

7.4.4.6 Management Cognition

Analysis of the case data provided insight into the cognitive behaviour o f ICT middle 

managers. It was discovered by Tan and Gallupe (2006: 223) that “a higher level o f  cognitive 

commonality is positively related to a higher level o f  business-IS alignment.^' The attribute of 

management cognition described the mental process of acquiring knowledge or understanding 

through thought, experience and expression. The configuration o f cognitive behaviours 

highlighted the different styles as expressed by middle managers during the alignment process. 

ICT middle managers showed that the over-riding goal o f seeking a common set of core beliefs 

is a central element in the process and cognition was acclimatised accordingly.

7.4.4.7 Personal Force

Personal force described the self-generated energy that helped to produce results that contribute 

to performance. It is considered to be a unique individual feature such as a personal strength, 

quality or character. It was found that ICT managers are expected to apply ""personal force"

200



(Johnston and Carrico, 1988: 43) particularly in relation to the execution of ICT strategy. The 

dynamic o f personal force was shown to be a critical behaviour enacted by ICT middle 

managers during the aligrmient process. The attribute o f personal force was shown to be 

effective in helping to overcome obstacles and challenges at different stages of the strategy 

process.

7.4.4.8 Decision Stimuli

Decision-making is one of the defining characteristics o f the ICT middle manager roles. 

Choosing between alternative courses of action tlirough a process of thinking, evaluation, or 

consideration to form a judgement is a major component of strategy-making. ICT middle 

managers took ownership of strategic initiatives by working conjointly with business and senior 

managers to reach decisions about relevant actions and commitments (Vila and Canales, 2008). 

The attribute of decision stimuli is the condition considered most important to incite 

stimulation in reaching a decision. By adopting decision-making attributes previously identified 

by Hirschheim and Sabherwal (2001) along with recognition o f some new ones, a unique 

attribute pertaining to each role was identified. These represent the single condition for each 

role at the forefront of the manager’s mind when forming a judgement.

7.4.4.9 Boundary Span

The analysis found that some ICT middle managers performed a boundary spanning role 

because it was necessary to interact with many of the public service constituencies as part of a 

comprehensive engagement process (Carrol and Teo, 1996; Floyd and Wooldridge, 1997; 

Homans, 1958; Mintzberg, 2009; Raman, 2009; Sayles, 1979). Not all middle managers 

performed boundary activities however; it was possible to highlight the particular location and 

nature o f boundary spanning activity for each.

7.5 The Framework

This section individualised each role and provided descriptive comments based on evidence 

provided from the analysis. The six roles offer a richer description of the activities enacted by 

ICT middle managers as part of the strategy-making process in aligning business and ICT 

strategies in public service organisations. Each role is described in full. The role activities for 

each are also presented. An account to describe the nexus between the case and each role along 

with a role exemplar to illustrate where the role was played out within an episode of ICT 

strategy is also provided.
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7.5.1 The Initiator

7.5.1.1 Role Description

The role o f Initiator is focused on providing new ideas and introducing new concepts that can 

be adopted in a wider organisational setting, i.e. the ‘system’. New ideas emerge from a process 

of idea generation that result in providing general agreement on the core issues and 

opportunities. The Initiator can visualise an environment that is formed with the underlying 

bedrock being that o f ICT enablement vis-a-vis high levels of embedded technological 

capability driving the quality of public service. The contextual backdrop for which new ideas 

emerge and extended by way of a visualised future is defined by the Initiator. Definition of the 

contextual setting makes clear all boundary aspects connected to a new future state. Formation 

o f the strategy process is headed by the Initiator through identification o f the principle activities 

to be performed. Based on the Initiator’s credible knowledge and experience, foiTnation is 

purposely designed to elucidate a limited number of key ICT themes aligned to major 

organisational themes by way of discriminate selection between alternatives. The social 

dimension is guided by direct and frequent communication by way of having open and clear 

channels to generate and filter ideas from within the ICT structure. Management cognition is 

attuned to attain a shared and mutual understanding that converges on agreement about the 

current and future state of the ICT environment. The personal force o f inspiration aims to 

unleash an energetic and committed effort onto the ICT middle management group to lead on 

the various elements of the strategy process towards fiilly exploiting the ICT capability that will 

positively impact all stakeholders. Knowledge integration forms the basis for decision-making 

and this transcends the ICT domain through a social approach. The Initiator practices within the 

confines o f the ICT domain with limited boundary spanning activity. Infiuence in setting 

strategic direction is maintained at the functional level.

7.5.1.2 Role Activities

Around the focus o f ideas, the Initiator aims to shift the mind-set o f the ICT middle 

management group by enthusing lateral thinking ‘outside the box’ towards new possibilities 

and opportunities to extend the level o f ICT enablement across public service. Based on the 

generation of new ideas, the Initiator visualises a new state, one that centres positively on 

future ICT developments to transform the current system to a system that is technologically 

integrated. The strategic context must be set out, showing the guiding assumptions and 

parameters upon which to base the strategic ICT agenda. This entails setting the key criteria 

made up of the different variables that guide decision-making around the strategic event. 

Strategy formation is a comprehensive and collective effort made by the middle management 

group. The Initiator embeds the key elements o f the formation process by organising the ICT 

middle management group into roles and responsibilities, and instils a sense of strong
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coherence amongst the management actors. Ensuring effective communication processes are 

embedded in the process enshrines clear and transparent sharing o f information. The Initiator 

designs communicative structures and processes to ensure the effective collection and 

dissemination of information between individuals and groups. The underlying tenet of an 

effective process in aligning business and ICT strategies is to establish mutual understanding 

among all participants.

The Initiator discerns and shares from credible experience the conceptual features of an ICT- 

enabled transformation of the system, or at least for the relevant constituencies and participants 

concerned. Such an approach based on rational thought sets an expectation that is clearly 

understood and agreed; illustrates at least one common, shared perspective on the state of a new 

reality; sets the goalpost at which to aim; and the cognitive sense o f direction that can be shared 

and understood amongst the management participants. A comprehensive strategy process 

requires an energetic effort made by the middle management group shaped by enthusiasm and 

focus. The Initiator seeks to inspire management members into action. Such action stimulates 

collective participation towards the strategic aim aligned to the various communities of interest. 

The Initiator recognises that a comprehensive strategic effort involving the sizeable system of 

multiple constituencies requires high levels of socialisation vis-a-vis member engagement. The 

purpose and expected outcomes from such activities are agreed with management members. A 

sense of rational engagement is instilled into the ICT management community, agreements are 

made around the levels with which to interact and, more specifically, the key constituents 

needed to participate in the process. The Initiator practices at the level of middle management 

within the confines o f the ICT domain. Emphasis on role enactment is largely placed on 

steering the ICT middle management group into effect. Appendix 20 provides insight into the 

key activities that correspond with the role attributes, along with supporting evidence in the 

form of data samples.

7.5.1.3 Case Nexus to Role

Evidence for the role of Initiator can be found among the HeBE ICT Strategy (2004), HSE ICT 

Strategy (2008), DATHs ICT Convergence Strategy (2003), and NHIS (2004) episodes. The 

key event that corresponds with this role was that of "Starting Out.' In the case of the HeBE 

ICT Strategy (2004) and HSE ICT Strategy (2008) episodes, the need for an ICT strategy was 

made apparent by senior management and the ICT Steering Committee and ICT Steering 

Group, respectively. In both episodes, a Project Team was appointed to initiate the strategy 

process. Both Project Teams comprised mostly o f ICT middle managers. In the HeBE ICT 

Strategy (2004) episode, it was an ICT middle manager that selected the team members who 

then set about to determine the type of activities that were enacted as part o f the process. The 

team of ICT middle managers were then organised into relevant sub-groups to deal with the 

major themes tied to the ICT strategy based on the visualisation of a fully ICT-enabled
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healthcare system. In the HSE ICT Strategy (2008) episode, selection and appointment o f the 

Project Team was made by the Head of ICT. Three of the four team members were ICT middle 

managers. The Project Team then set about determining the type of activities that needed to be 

carried out as part o f the process after having considered the potential for a future healthcare 

system that realised the ambition of becoming an ICT-enabled services provider. In the DATHs 

(2003) episode, the MTOs had been meeting informally and from these meetings a vision for a 

future ICT-enabled healthcare environment emerged. The NHIS (2004) episode revealed that 

middle managers with a strong ICT or health information background had visualised a 

healthcare system for Ireland that made much better use of information in support o f both 

clinical, administrative, and management services. Between 1999 and 2001, the middle 

managers focused on making the opportunity a reality by generating new ideas to support such 

a vision and by gathering support for the formal creation o f a strategy. Middle managers were 

also members o f the Project Team that initiated the strategy process once formal approval had 

been obtained.

7.5.1.4 Role Exemplar
A representation of this role being enacted was evident in the DATHs ICT Convergence 

Strategy (2003) episode. The MTOs focused on generating new ideas relating to how all five 

hospitals could develop an ICT strategy focused on service level improvements. The MTOs 

envisaged a new form of ICT environment that was focused on delivering higher levels of 

service made possible by way of ICT-enablement. The emphasis was on understanding the 

critical business issues common to all five hospitals and identifying ICT solutions to improve 

service delivery. Early on in the process the MTOs recognised that there were many 

opportunities to improve service delivery for all five hospitals. This came about through an 

informal meeting network established by the MTOs where new ideas and initiatives were 

openly exchanged among the group. The MTO group voluntarily took the initiative to visualise 

together how an ICT-enabled environment would impact on service delivery in all five 

hospitals based on areas of common interest. By working together, a collective understanding 

was reached about the conceptual nature o f an ICT-enabled hospital environment. The ICT 

middle manager leading the strategy coordinated with the MTOs on strategy formation. Each 

MTO organised engagement activities for their respective hospital. The ICT middle manager 

operated at the functional level of ICT. The middle manager liaised and coordinated tasks and 

activities with the group o f hospital MTOs.

7.5.2 The Orchestrator

7.5.2.1 Role Description

The Orchestrator’s focus is consumed largely with the concept of  inclusivitv. Only by including

members of the functional and business areas can the ICT organisation learn about the different

issues facing the system that impede the delivery o f services. This requires the participation of
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functional and business areas. Participation provides a forum for management to contribute to 

the strategy development process vis-a-vis sharing of knowledge and experience about the 

various issues that stymie services. From a contextual perspective, the role aims to support 

public services by providing the opportunity for system members to contribute to the strategic 

ICT direction.

The role places sizeable emphasis on a process of engagement to ensure overall integration is 

made possible by the tight coupling of information streams and communication channels 

emerging from all system levels. Full system involvement is regarded as the social act by w'hich 

participation and support for strategic agenda setting is formed. System member involvement 

not only rallies support for the development of transformative initiatives but also helps to break 

down elements of resistance. The aim is to involve as many functional and business members 

in a position to make distinct strategic inputs into the process that touch on all critical elements 

of the system. By facilitating a comprehensive engagement process for members to become 

involved and to participate, it becomes possible to identify the important issues as shared by 

participants. This serves to form some degree of commonalitv between participants and builds 

greater cognitive awareness about the future direction in terms of setting ICT goals and 

priorities. The force of attraction is an important characteristic that facilitates engagement since 

the role inspires belief about the future. Decisions are taken based on the combination o f ICT, 

functional, and business knowledge that offers the greatest level of system congruency. The 

Orchestrator mediates between system levels, facilitating creative input from all constituencies 

to develop strategic options, thus spanning all boundaries o f the ecosvstem.

7.5.2.2 Role Activities

The role identifies all stakeholders that are relevant to any comprehensive attempt in aligning 

business and ICT strategies. It views the system as a whole, the sum of its parts, made up o f the 

multiple organisations that constitute the ‘system’. By identifying each o f the relevant 

organisations and functional and business areas therein, the aim is to include these in 

contributing to the strategy process. A stakeholder analysis is performed, followed by 

stakeholder tours to leam about the business issues and by taking the first step towards 

supporting stakeholders in making ICT-enabled improvements to the relevant areas. The 

process of generating active involvement requires a comprehensive effort to schedule, arrange 

and stage such events (open-discussions, meetings, forums, workshops, seminars etc.). 

Essential to the process is developing and building relationships with the various business areas 

so as to actively gain their support for the process and to encourage active participation.

The role focuses on gaining support from the bottom/up and top/down. The Orchestrator 

realises that much of the knowledge can be held at the lower organisational level and is intent 

on tapping into this level for its recognisable contribution to the process. The role is committed
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to rallying support from across the system. One of the greater challenges to overcome is 

rallying professional support, mainly due to the urgent and substantive demands placed on 

professional tim.e and resources. Nevertheless, though critical to the process, it is a major 

obstacle to overcome. The role places strong emphasis on building awareness right throughout 

the system about the importance o f a comprehensive engagement process. To fully understand 

the issues at all levels and in all areas, it is necessary to arouse interest in the process and to 

gain flail support.

The onus is on capturing the knowledge from within the system, encouraging system members 

to become involved and participate. This is a process o f direct engagement to fully learn and 

understand about the challenges and issues. A common theme raised was resistance to ICT-led 

change because of a lack o f community involvement from early on. The role aims to build 

consensus among system members on the future direction. This can only be attained by 

reaching a collective philosophy about the issues and in some cases, the very understanding of 

major initiatives (e.g. EHR). Only by bringing system members together can common 

agreement be reached. The role aims to ensure the system moves in the same direction and not 

travel in multiple different directions. A key activity is to ensure all issues are raised and made 

known, and that the subsequent solutions are aligned to those same issues, all the while 

ensuring that collective decision-making determines the most appropriate way forward. This 

calls for a common single approach to the process. The Orchestrator role is one of the most 

active by way of spanning system boundaries, access and movement between all areas is 

required. Appendix 21 provides insight into the key activities that correspond with the role 

attributes, along with supporting evidence in the form o f data samples.

7.5.2.3 Case Nexus to Role
The role of Orchestrator was strongly evident in the strategy episodes of HSE ICT Strategy 

(2008), NHIS (2004), and PCCC ICT Strategy & Action Plan (2005). hi relation to the HeBE 

ICT Strategy (2004), there was also good evidence for the role but for this particular episode, 

the ICT middle managers would contend there was scope for a more enlarged role, greater than 

that which was enacted. The key event o f ^Engaging with the Irish Health System’’ provided 

insight into the nature of the role. The HSE ICT Strategy (2008) episode gave insight into how 

the Project Team o f ICT middle managers engaged closely with a sizeable Reference Team 

made up of healthcare specialists and professionals. The ICT managers organised a series of 

engagement sessions with the aim to raise their own level of awareness about the issues that 

challenged the many different clinical and administrative areas of the system. The activities 

centred on raising the level o f involvement among the healthcare community. By doing so, the 

ICT managers sought to raise the level of mutual interest insofar as an ICT strategy focused on 

critical issues had the potential to make a real difference to the quality of healthcare provision. 

The NHIS (2004) episode showed just how important the middle managers considered the
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orchestration of engagement was to build the level of healthcare community involvement in the 

process. The emphasis focused on a two-way approach between the managers and the 

community. The message broadcast by the middle managers was that more reliable and 

credible information would ultimately help users to raise the game and in effect, the quality of 

healthcare would improve with it. Orchestration activities spanned the entire health system, 

both domestically and internationally. Orchestration activities were very apparent as part o f the 

PCCC ICT Strategy & Action Plan (2005) episode. Early on in the process, engagement with 

the local liaison group was one such example. Further on in the process, the key to setting an 

ICT agenda was found to reside in the ability o f the ICT manager to work through the issues 

with system wide stakeholders.

7.5.2.4 Role Exemplar

An example of the role o f Orchestrator was evident in the HSE ICT Strategy (2008) episode. 

This was exemplified by the need for the inclusiveness o f major stakeholders to act as 

participants in the strategy process. The Orchestrator was focused on the health providers and 

in getting to know their business. Early on in the event, a Reference Team made up o f different 

health disciplinarians was brought together. The Orchestrator did this effectively well by 

identifying the key areas of service and by building relationships with key professionals in each 

area. The Orchestrator understood that the engagement of health professionals in ICT strategy- 

making was a significant challenge but without it, the major themes and complex issues 

experienced by health professionals in the delivery of services would go unknown. 

Furthermore, any strategy process that excludes the open involvement of participants would not 

reveal the challenges faced and potentially doomed to fail, as was the perspective held by the 

Orchestrator. The Orchestrator looked beyond the immediate health environment and 

considered the system network o f constituencies as a whole. From this perspective, system- 

wide stakeholder involvement was essential and gaining access to, and building relationships 

with, multiple stakeholder experts was critical to generating relevant strategy content.

The Orchestrator facilitated multiple themed events based on the individual contributions made 

by health experts. The aim was to identify parallel issues shared among the various 

constituencies and to work with the health system at large to put these issues in perspective. 

This was done by identifying common themes and issues that were widespread across the 

system. A formidable trait of the Orchestrator was the ability to build relationships that led to 

constructive collaborative working exchanges. The role, as practiced within the HSE ICT 

Strategy (2008), had shown the role-holder to be passionate about improving the quality of 

healthcare and highly capable of influencing health professionals to come together and 

contribute. By building a network o f formidable alliances, the Orchestrator was able to 

constructively work through the issues to define an agreed set of themes that required ftirther 

strategic analyses. The Orchestrator was able to develop and build a real sense of issue
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ownership among the different constituencies and stakeholders. The role was shown to span 

boundaries across all areas of the health system.

7.5.3 The Planner

7.5.3.1 Role Description

The role of Planner is focused on reviewing, selecting and prioritising strategic ICT initiatives. 

Issues are assessed and priorities determined based on critical importance and recognition as 

core organisational imperatives. Emphasis is on reducing the number of issues in order to 

capture high-status system priorities that can impact greatly on public service delivery by way 

o f ICT-enablement to exploit the issue and provide system-wide benefits to service. The 

process o f determining what issues are given priority status is conducted in the form of 

collaboration between ICT, functional, and business management members. From the Planner’s 

point o f view, collaboration between management members is a prerequisite to reaching 

agreement on the strategic ICT priorities selected for development. The contextual perspective, 

as it relates to the system, is concerned with advancing those priorities through a multi

disciplinary approach that aims to improve the quality of process through the application of 

accepted practice. The approach adopts an incremental view of ICT development by advancing 

major initiatives in moderate stages.

Governance is the mechanism by which the process is managed. Accountability and oversight 

on the selection and agreement of priorities is controlled and monitored with decisions taken in 

a collaborative setting between ICT, functional and business management. The governance 

process aims to support decisions about the selection o f priorities, planning of development, 

allocation of resources, and budgetary expenditure in an efficient and effective manner. This 

process also facilitates deliberation, the dimension by which social engagement is expected to 

give considerable thought and debate to all sides o f the issues concerned, before finalising 

agreement on priorities. The deliberate process to decide on priorities will also take into 

account the available resources, capabilities and pressing service needs.

The Planner acts in a consistent mode by continuously deliberating towards a shared set of 

strategic priorities. Careful consideration is given to all issues raised and intentional decisions 

are taken about critical items. The process of deliberation is guided by the extent to which ICT, 

functional and business managers share the same or similar cognition on the assumptions made 

over strategic items. The Planner must make known all available evidence on issues along with 

simulating different outcomes for the chosen priorities. Realistic and candid views on possible 

outcomes and different scenarios are exchanged, the objective being to maintain an ever 

cautious approach to the selection and identification process. The Planner exhibits an innate 

analytical capability, genius-like, that logically validates the importance of business issues and 

is capable of reasoning in a concise and logical maimer about the choices made over strategic
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issues. The Planner considers management attitudes during the process and is constantly 

internalising new knowledge shared, thus taking a holistic approach when considering business 

priorities and future developments. The Planner operates with great flexibility, spanning 

boundaries at macro and micro levels. The role is exposed to internal and external 

environmental considerations and accessibility to different levels across multiple boundaries is 

maintained.

7.5.3.2 Role Activities

The main role activity is to isolate the major system priorities from the catalogue o f issues 

identified by management participants. Assigning priority level by order o f importance 

becomes the outstanding challenge. The various stakeholder groups must reach a harmonious 

view on priorities and participate in the goal setting task for each priority. This process includes 

agreeing on the goals and action plans for priorities along with assigning role responsibilities 

for the management participants involved. The process of identifying priorities is made 

possible only through a recursive exchange o f knowledge on issues through collaboration. The 

ICT, functional and business management professionals collaborate in the form of a joint 

intellectual effort, organised in a timely manner, which offers up detailed information that 

forms the basis for reaching conclusions on priorities which in effect is led by the Orchestrator.

Given the end-to-end complexities of the system by way of considering multiple stakeholder 

interests as part of the process, the context for ICT development views it as a gradual process 

that penetrates deeper over time. This is exacted by embedding strong foundations to the 

strategy process by adopting modem day business practices immersed in all aspects of ICT- 

enabled transformation that deal with elements such as the allocation o f scarce resources, 

management competencies, skill capacity, project accountability and system support. The 

fundamental purpose is to advance the system towards greater ICT capability and thus improve 

the overall quality o f public service delivery.

The planning process is governed using various, albeit highly relevant and applicable, 

methodologies and mechanisms (issue scoring methodology; priority rating methodology; 

information library database o f global healthcare ICT initiatives etc.) by which to maintain 

oversight of collaborative development. A careful approach is enacted to consider all aspects of 

the key issues and a process of collaborative deliberation determines what key issues become 

business priorities for development. Once priorities are defined, all possible ICT development 

initiatives are considered. As part of the ICT development effort, the planner must also outline 

constitutional expectations and responsibilities, such as development responsibilities, core 

objectives, timelines, actionable goals aligned to strategic priorities, etc. Ever present in the 

Planner’s cognitive capacity is the knowledge that planned outcomes and realised outcomes can 

yield comparatively different results. Therefore, little is assumed and the approach remains ever
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cautious about any assumptions made. A critical undertaking is made by the Planner to estimate 

around core areas essential to effective ICT development such as capacity (headcount capacity; 

skills capacity; ICT capacity, etc.). Further, the Planner critically assesses service partner 

capabilities (i.e. external ICT service providers). The Planner is careful not to over-commit 

without having substantial evidence that all capacity requirements are fully resourced. The 

Planner goes far beyond seeing only the final outcome, implicit in the role is the skill, 

knowledge and experience required to identify specific actions to deliver on key elements of 

the ICT programme and outline a congruent approach to realising the big picture. This requires 

a deep and intrinsic understanding o f organisational process at all levels.

The Planner must reflect process by way of transformational change induced by ICT- 

enablement at functional and business levels, an ability requiring deep analytical skills. 

Knowing the various functional and business areas, departments, and organisations along with 

a good sense o f the management and professional teams therein is important to enacting the 

role effectively. Understanding system behaviour helps to internalise the beliefs and attitudes 

that could either support or stymie the process. It is imperative to customise an approach that 

takes account o f such behaviour and how this could potentially impact on the process. From a 

boundary spanning perspective, the role adopts a national lens to view ICT development and 

considers all internal and external influences that impact on the system environment. Appendix 

22 provides insight into key activities corresponding with the role attributes, along with 

supporting evidence in the form of data samples.

7.5.3.3 Case Nexus to Role
The role o f Planner was made apparent by the HSE ICT Strategy (2008); NHIS (2004) and 

PCCC ICT Strategy & Action Plan (2005) episodes. The key event associated with the role was 

that o f ‘‘Distilling Priorities' The HSE ICT Strategy (2008) episode demonstrated how the 

Project Team of ICT middle managers distilled seventeen priority ICT projects from a total of 

one hundred and fifty projects. This entailed a good deal o f collaboration with the healthcare 

community to assess, determine and agree those projects given priority status that could make a 

meaningful contribution to improving the quality of healthcare. While seventeen priorities were 

identified by the ICT managers, the greater challenge lay in reducing the number fiirther to only 

five or ten projects upon which to focus their efforts. An e illustration of the role was found 

within the PCCC ICT Strategy & Action Plan (2005) episode. During the engagement early on 

with the local liaison group, a great number o f themes and key issues were identified. These 

were added to throughout the series o f national workshops by which time the ICT middle 

manager responsible for managing the day to day process had to craft a plan to distil the key 

themes and issues into priorities. By working closely with the PCCC community of specialists, 

professionals, and clinicians along with different members o f the broader health system, the 

issues and themes were prioritised into a set of eighteen core ICT projects. The activity
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depended on close collaboration, governance principles, and a very deliberate focus to identify 

and translate those issues into priority ICT projects that could realise benefits for the PCCC 

sector. The NHIS (2004) in similar form revealed how a high-level action plan that comprised 

of 27 core actions were elicited from the collaborative activities between ICT managers and the 

healthcare community. The core actions in support of the strategy were then mapped out as part 

of a high-level plan that designated responsibility, desired outcomes, timelines etc.

7.5.3.4 Role Exemplar
The role of Planner was typified by the enactment of various activities performed by the ICT 

middle manager associated with the PCCC ICT Strategy & Action Plan (2005) episode. 

Following engagement with multiple stakeholders, pressing business issues were assigned a 

priority status to denote their level o f importance. Essentially, the ICT strategy content was 

aligned with the PCCC health sei"vice delivery priorities. From the manager’s viewpoint, this 

could only be attained thj'ough a com.prehensive collaborative process involving multiple 

health- related stakeholders and using assessment-based methods to determine core priorities.

The manager understood the contextual complexities attached to major ICT-enablement and 

this required a deep and thorough understanding o f the level of reorganisation to transition from 

the existing PCCC service delivery environment to one featuring a high degree of ICT-enabled 

service delivery solutions. The ICT manager illustrated the importance o f having a strong 

understanding of the various health service delivery environments and being able to translate 

business priorities into realistic ICT solutions that reflected a high degree of strategic health 

business and ICT knowledge, i.e. end-to-end understanding of the work environment. By 

capturing a deep sense of the PCCC service delivery business in terms of the activities 

performed and the people involved, the manager was able to internalise the level o f complexity 

as part o f proposing strategic ICT solutions in such a way that built support among the PCCC 

stakeholders and the identification of solutions that supported the PCCC aims. The manager’s 

role bordered the entire nation, interacting with stakeholders of the PCCC business and also the 

ICT structure.

7.5.4 The Technologist 

7.5.4.1 Role Description

The Technologist’s focus is on identifying information and communication technologies that fit 

best with the core priorities as set out from the planning process. The Technologist is concerned 

with the ‘big picture’ as it relates to ICT development matched against system priorities and 

core business drivers. From this viewpoint, the Technologist places great emphasis on ICT 

integration. Integration is viewed from the perspective o f strategic fit which considers the intra- 

and inter-system dependencies. In determining strategic fit by way of ICT integration, the 

Technologist takes account of system architecture, system infrastructure and business
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applications. From a contextual perspective, the role aims to identify comprehensive yet cost 

effective ICT solutions appropriate to meet complex public service data requirements at 

functional and business levels. A disciplined approach is enacted, one which endorses 

information architecture at system level as the process mechanism to determine those 

technologies the system should opt for. Information architecture is assessed by way of its 

suitability to support and mesh with the relationships and intersections between the 

multifunctional business processes.

Broad-based dialogue serves as the social dimension by which the Technologist seeks to 

intertwine the development of strategic ICT priorities with core business processes. Dialogue 

occurs at multiple stakeholder levels: system users; ICT specialists; service professionals; ICT 

management group; consuhant advisors; technical experts; and supplier groups. Business 

process and technical aspects of prospective ICT solutions dominate these discussions. The role 

comes with a strong cognitive bias that generates a holistic sense of system alignment that 

considers all information points as part of a single knowledge centre. The personal force 

underlying the Technologist’s behaviour is awareness. Awareness is ever central to role 

behaviour as it pertains to the concept of configuration management. The Technologist makes 

decisions based on an awareness of the technical dimensions of the entire collection of system 

ICT capabilities and the potential consequence o f technical misfit, as changes made to one ICT 

system might impact on the overall system configuration of ICT applications. In-depth 

awareness o f the system configuration of ICT applications and their enabling capabilities 

allows the Technologist to make informed choices about new teclmologies or changes to 

existing ones. The Technologist is aware that technical dimensions of ICT unfold and connect 

within a mutually dependent system of overlapping interests. The role spans across all 

boundaries that feature as part of an interdependent system, all elements as they relate to the 

strategic fit of ICT priorities.

7.5.4.2 Role Activities

The Technologist is focused on developing technological solutions to meet the information 

requirements for each distinctive functional and business area. The development of 

technological solutions involves the application of knowledge and experience o f technological 

tools, techniques, systems and methodologies with the purpose o f designing and implementing 

specified ICT solutions aligned to the functional and business priorities identified from the 

strategy process. The role features two main sets o f activity. First, the development of suitable 

ICT solutions aligned with priorities. Second, to penetrate the system by linking concepts with 

solutions that provide deeply embedded integrity based on ICT integration. On the one hand, 

developing a single ICT solution to address a single functional or organisational requirement is 

standard in approach. On the other hand, developing a solution that spans any multiple of units, 

functions and organisations, and highly dependent on external support, requires a much higher
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degree o f integrative capability. Failure to embed integrative connections results in a 

manifestation of fragmented solutions. An integrative approach requires identification and 

development o f effective ICT solutions that meet the data requirements at each system level 

across multiple business areas.

The emphasis must stay grounded in reality in terms of what is genuinely achievable. 

Information architecture is the mechanism by which to approach the point o f integration along 

with growing ICT capacity at system level. Information architecture is designed with the view 

of developing and expanding ICT interoperability, connecting infrastructure and applications 

architecturally from the top down, but also based on operational and service process. This 

essentially is the core activity to determine the overall integrative status. ICT development 

embraces process; understanding process requires comprehensive dialogue with the user teams 

and groups. Users must be involved in the development cycle; discussion between technical 

experts and user groups must have unambiguous meaning. Development takes shape in the 

form of co-creation at the technical, fiinctional or operational level where process is learned, 

ideas are exchanged, and issues and challenges are worked through together, a developmental 

stage overseen as part of the role.

The alignment of technological solutions to meet functional and business priorities is the 

cognitive element that underscores awareness in role behaviour. The development of new 

solutions must be aligned to certain fundamentals that embrace a system-level perspective 

around development. Such fundamentals include an alignment between: ICT systems 

environment (e.g. fragmented or tightly integrated); information architecture; technical 

infrastructure; flexibility; standardisation; and interoperability. The ultimate measure for the 

Technologist on the effectiveness o f an ICT solution is to measure and assess the degree of 

system alignment towards a fully configured and integrative management knowledge centre 

that transcends all data requirements for the system as a whole. The role spans multiple 

boundaries mostly at mid-level and down. Additionally, a substantial external element is tied to 

the role that reflects dealings with external service and expert support providers. Contextually 

speaking, the boundary nature o f the role is detennined by the set o f system interdependencies 

tied to the process o f developing ICT solutions to facilitate and support the delivery of public 

services. Appendix 23 provides insight into key activities corresponding with the role attributes 

along with supporting evidence in the form of data samples.

7.5.4.3 Case Nexus to Role
The role of Technologist was strongly evident in the strategy episodes of HeBE ICT Strategy

(2004), HSE ICT Strategy (2008), NHIS (2004) and PCCC ICT Strategy & Action Plan (2005).

The key event to highlight this role was that o f "Crafting Technological Solutions' It was

shown by the HeBE ICT Strategy (2004) episode that the emphasis was around developing a

long term roadmap to enable technological integration over time. The review o f legacy systems
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and systems already under development was an essential process activity. High levels of 

dialogue between ICT managers and external experts were the mechanism by which to verify 

or dismiss the suitability of potential solutions. Also, considerable effort was placed on 

assessing and understanding the technical dimensions of key technological initiatives underway 

internationally. The HSE ICT Strategy (2008) episode gave insight into how the ICT managers 

were primarily concerned with the design o f an architectural model to enable the integration of 

a highly fragmented ICT environment along with eliminating the dependence on islands of silo 

structures across the system. The PCCC ICT Strategy & Action Plan (2005) episode provided 

insight into some of the different technical considerations that supported plarming o f the 

strategic technological ‘building blocks.’ These included architecture, infrastructure, interface, 

interoperability, standards, security and health informatics. The NHIS (2004) episode added 

key considerations such as governance structures, data sets, and information integration to the 

technological dimension.

7.5.4.4 Role Exemplar

The role o f Teclinologist was exhibited throughout the HeBE ICT Strategy (2004) episode. A 

highly technical focus was adopted throughout the strategy process. A great deal of emphasis 

was placed on identifying ICT solutions relevant to the health environment. The view 

considered an approach to develop ICT systems, applications, services and processes from an 

integral perspective. The Technologist was aware of the disparate nature of current ICT insofar 

as fragmented ICT resulted in silo affects right across the system network. The Technologist 

exerted great effort to identify proven and tested ICT systems that had been successfully 

developed and implemented in other major health networks around the world. A good deal of 

validation of potential ICT solutions was undertaken with a wide range of third parties, i.e. 

health ICT suppliers, external health networks and health ICT professionals. The aim was to 

identify realistic ICT solutions grounded in the reality o f everyday service delivery issues. A 

system-wide approach formed the basis for strategic thought with regard to enterprise 

architecture. Linking together the system architecturally was known to be the fundamental 

challenge and a lot of effort went into dealing with this critical aspect.

The Technologist was shown to have a good deal of end-to-end knowledge o f both technical 

and business fundamentals. The Technologist exhibited a high degree of awareness in terms of 

understanding the complex nature o f health business issues. The Technologist considered 

multiple outcome scenarios by way of anticipating potential impacts on the delivery o f health 

services. The role-holder was found to revel in the level o f technical detail. The role was guided 

by core technical principles and standards based on high-levels o f technical knowledge and 

understanding acquired through a great deal o f experience and education. The role spanned 

multiple boundaries internally and externally. The boundary spanning activity was guided by 

the degree o f interdependencies. In some instances, health ICT systems need to integrate with
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other governmental and public service systems and this formed part o f the essential boundary 

spanning activity. Essentially, the role converged with the technical world of heahh ICT, 

intertwined with the complexities of the local health business environment and many 

interdependent public service communities.

7.5.5 The Broker

7.5.5.1 Role Description

The Broker is primarily focused on the acquisition o f resources and directs most emphasis in 

rallying support among senior management and executive board members in favour of the 

strategic ICT imperatives that form part of the wider strategic agenda. The Broker perceives the 

role to be one that exemplifies champion behaviour. From this viewpoint, the Broker attempts 

to influence senior management behaviour by advocating or swaying their support favourably 

towards the allocation of resources to fund strategic ICT priorities. The contextual backdrop to 

the role seeks to promote the strategic ICT opportunities identified and positions these as being 

vital priorities aligned to the system-wide vision set out as part o f the executive agenda. Based 

on already having established relationships with the senior management group, the broker 

attempts to influence this group to support the strategic priorities.

The Broker makes influential efforts supported by rational evidence to provide a highly 

supportive case for exploiting the ICT opportunities. Further, multiple reasons are provided to 

senior management explaining why their support and commitment is considered an essential 

element to the strategy process. The level at which the broker understands the system-wide 

agenda as purported by senior management, and the level at which senior management 

understand the integral importance of ICT in the broader context as part of the system wide 

agenda, is the social dimension upon which the Broker seeks to build commitment in support of 

the ICT priorities pressed upon. The Broker motivates senior management to lend their 

unwavering commitment based on credible evidence, aided with high levels o f emotional 

intelligence throughout.

The Broker’s cognitive behaviour is set against the expectation levels raised in senior 

management thinking. The Broker sets senior management expectation levels against the 

potential contributions made possible by exploiting the ICT opportunities being espoused. 

Conviction is the distinguishing character of personal force that gives credibility to the 

Broker’s actions to gain senior management support. Such conviction is made possible with a 

strong and credible track record of strategic understanding and accomplishment. The Broker 

exudes knowledge and experience with the conviction o f certainty directed towards the upper 

echelon ranks o f senior management to stimulate their views more favourably towards strategic 

ICT development. Such extemalisation of certainty on the part of the broker arouses a strong 

sense of confidence in senior management about the proposals under consideration. It is this act
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of extemalisation on the part of the Broker that engages the interest of senior management at 

the highest executive ranks of the system, the boundary most frequented.

7.5.5.2 Role Activities

The Broker’s main aim is to secure support from senior management vis-a-vis allocation of 

financial resources to invest in the development of ICT solutions that will succeed in dealing 

with the functional and business priority issues identified. Without adequate support by way of 

financial investment in support of strategic ICT development, little more can be done to 

progress strategic efforts along. Gaining senior management support is the primary aim of the 

Broker’s role. Reaching agreement with senior management is reflected in its commitment to 

support ICT strategy by way of providing: financial resources at 3-5% of revenue for 

investment in ICT skills resource, ICT capability and ICT capacity (architecture, infrastructure 

etc.); realistic timelines; agreeable deliverables; and an unwavering commitment to act in 

support o f the strategy made visible to all system constituencies and management groups.

The Broker acts as champion of the strategy proposal to senior management and the executive 

board. In championing the proposals, the Broker delivers presentations, makes 

recommendations and agrees to review as deemed appropriate by the senior management 

group. It is part o f the Broker’s remit to promote the importance of ICT by illustrating the 

benefits that can be made possible from exploiting ICT. In so doing, the Broker needs to 

educate senior management understanding on potential enablement along with raising general 

awareness at the executive level.

Over time, the Broker fosters strong and positive relationships with senior management group 

members which stand the role in good light. The Broker enthuses in order to establish credible 

coimections with the various principal political actors who hold responsibility for setting the 

strategic agenda. It is the act of influential behaviour that the Broker uses to steer political 

support for the ICT strategy. This type o f influential behaviour involves raising senior 

management awareness about ICT; broadening their understanding for its potential; building 

their trust so as to commit resources to invest in it; and gaining their commitment to stand 

behind and support the development o f strategic ICT plans to deliver on the promise of 

providing the highest standards o f public service.

Setting expectation levels among senior management members is an important aspect o f the 

role. Expectations must be set to reach a level of understanding where investment in ICT- 

enablement is not necessarily tied to monetary savings or reductions in operating cost. 

Essentially, by exploiting ICT, particularly in a public service environment, the benefit is in 

raising ICT capacity and capability. This results in higher levels of service delivery by way of 

improved information flows leading to better service. Further, the timeline in forming and 

implementing an ICT strategy can be quite extensive; expectations must be set accordingly,
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though milestone measures are consistent with performance appraisal. The Broker’s role 

challenges and thrusts the status quo but breeds confidence in others about the potential to 

transform, make things happen and accomplish satisfactory results. The Broker encourages 

senior management to act beyond the sanctioning of financial resources; they must also get 

behind the strategy in every sense by showing their active support. The role operates at the 

level which situates political and enterprising senior management and board members, and is 

adept in spanning the executive ranks of the system. Appendix 24 provides insight into the key 

activities corresponding with the role attributes, along with supporting evidence in the form of 

data samples.

7.5.5.3 Case Nexus to Role
The role of Broker was captured by the key event of ‘Building Support.'’ The role was made 

most evident by the HeBE ICT Strategy (2004) and HSE ICT Strategy (2008) episodes. Both 

episodes provided insight into the activities of ICT middle managers in relation to attempting to 

gain support for the funding requirements attached to an ICT strategic framework 

encompassing all o f the health system. In both episodes it was necessary to build greater 

awareness among senior management for the potential to harness ICT-enablement. This was 

carried out with the development of comprehensive funding propositions, business cases, 

presentations to senior management about the nature o f ICT investments, setting expectations 

for the type o f benefits that could potentially be realised, and educating senior management 

about the very nature o f ICT-enablement, that is the intertwinement of people, process and ICT, 

and all formed part o f the various activities enacted to gain and win senior management 

support. The HeBE ICT Strategy (2004) episode revealed that the ICT Steering Committee 

supported the strategy in full and this included winning the minds of two CEOs who were key 

committee members. The HSE ICT Strategy (2008) episode gave insight into the role of ICT 

middle managers in terms of the necessary need to win over senior management support when 

it was viewed that without it, even an incremental approach towards ICT-enablement would 

struggle. Essentially, both episodes highlighted the strong need for ICT managers to raise 

awareness and understanding among senior management about the enabling possibilities 

embedded in a strategic ICT framework but also the essential need to fund ICT investment in 

order to make it happen. A good deal of emphasis was placed on the need to establish support 

for the critical elements attached to capacity and capability building.

7.5.5.4 Role Exemplar

As part of the HSE ICT Strategy (2008) episode, the focus of the Broker was to acquire the 

financial means to support strategic ICT development. The Broker understood that the strategy 

was meaningless unless financial resources were made available and secured. The Broker 

sought to champion the strategy proposition among HSE senior management and the executive 

board. The development of ICT towards delivering better healthcare service was promoted. The
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Broker attempted to infuse senior management and the executive board about the potential for 

improved outcomes resulting from greater investment in ICT by way of generating greater 

efficiencies and improvements to the quality and safety of service delivery. The Broker was 

vastly experienced following many years working within the health ICT environment. Over this 

time, the Broker had established relationships with many o f the senior figureheads o f the 

various constitutional organisations that make up the health system. The Broker demonstrated 

high political awareness in terms o f gaining access to senior management and the board. The 

Broker raised greater interest and awareness about the potential of ICT. The emphasis was 

positioned on the essential need to resource the strategy with a sizeable increase in ICT 

investment funding. The Broker understood this to be the greatest challenge and without senior 

management support, opportunities for strategic advancement would diminish. The Broker set 

expectations among senior management by carefully presenting the potential benefits that 

would arise from increased investment. On the one hand, resource requirements were outlined 

while on the other hand, this was matched by denoting what could be accomplished by way of 

greater ICT-enablement. The Broker presented a value proposition favouring the need to 

advance the strategic ICT agenda. The boundary spanning nature of the role required the 

Broker to move between various political and organisational boundaries at the executive level.

7.5.6 The Executor

7.5.6.1 Role Description

The Executor role is wholly focused on the implementation of the strategic ICT programme of 

priority solutions. The Executor intervenes by way of leading organisational action that is 

focused on the implementation o f the deliberate ICT strategy. From the Executor’s viewpoint, 

fulfilment by way of delivering on the programme of strategic ICT initiatives vis-a-vis 

improved performance in a meaningful way is the uhimate aim. The role aligns contextual 

relevance to being responsible for the realisation of the full set of benefits attached to the 

proposed case for ICT-enablement. The process mechanism underlying the role is that of 

direction. This form o f direction aims to influence, motivate, and inspire strategic participant 

behaviour towards active commitment and accomplishment o f aims.

Senior management empower the Executor to lead on the implementation of strategic ICT 

priorities. The Executor translates this responsibility by way of empowering fiinctional and 

business experts to perform activities aligned to the strategic aims. The role places strong 

emphasis on directing a teamwork approach and implementation is managed through the efforts 

o f multi-disciplinary employees with backgrounds in ICT, business and specialist professionals, 

and functional and business leaders; the social dimension which underpins the implementation 

process. Management cognition centres on the coordination o f teamwork activities organised 

through various taskforce initiatives, forums, workshops, meetings and discussion groups
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which provide insight into emerging issues that unfold during the process. The role must 

coordinate teamwork activities between plaimed and emergent or unexpected events.

The personal force of persistence underscores the Executor’s determined will to overcome 

obstacles as they unfold during the process. Mutual agreement between implementation 

participants is the stimuli by which the Executor bases key decisions. Reaching consensus on 

key elements and core issues between managers, professionals and specialists helps to ensure 

that participants row in the same direction, and this remains an ever constant and challenging 

ambition for the Executor. Congruent agreement among participants ensures high levels of 

harmony and certainty towards the effective implementation of strategic aims. The Executor 

functions between system levels, operating often in a multi-directional pattern, spanning 

boundaries across the system environment.

7.S.6.2 Role Activities

The key activity for the Executor role is to plan the implementation of ICT priorities as a 

programme of activity. Plans are developed to consider the various activities that are aligned to 

implementation. Implementation is organised with deliberate intent based on the strategic aims 

and nature o f the ICT initiative. The Executor remains ever mindful of the need to make 

prioritisation decisions, deal with unanticipated outcomes during the process, and assumes 

responsibility for managing the cumulative effect from such to ensure endeavours stay loyal to 

the achievement of key aims. The role oversees the challenge of translating the intent into 

action that results in making meaningful change. In effect, this translates to being responsible 

for bringing about an ICT-enabled transformation that fulfils on the promise of the strategic 

aims.

Fulfilment of the strategic aims includes realising the stated benefits that can often go beyond 

the implementation of the ICT programme. Realising the full set of benefits requires enduring 

persistence and relentless focus on achieving all stated benefits. The role regards a successful 

and complete implementation to include delivery o f the ICT system, but also delivering on 

expected outcomes that may relate to benefits by way of cost savings, increased revenues, 

higher output, reduced turnaround times etc. The role charts the path to follow by navigating 

activities from start to end. The Executor assigns roles, responsibilities and accountabilities to 

all implementation participants. Overall however, the Executor is accountable for delivering on 

the strategic aims

The Executor must ensure a high degree o f recipient involvement as part of the process. 

Throughout the process, the Executor guides and manages participant actions and activities. 

Teamwork is an important aspect of the process. The role organises groups and teams to focus 

on specific elements of the programme. A collaborative approach is encouraged where 

individual team members work together on different elements o f the programme. The Executor
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encourages such collaboration. Common goals and aims are set out, aligned to the perceived 

creation of a new state through a process o f direction, persuasion, consensus-building and unity 

of action. The objective is to combine efforts towards this unity of action in pursuit o f the 

agreed goals. Individuals with the prerequisite skills sets and competencies are brought 

together. Team activities are coordinated to ensure a synchronised effort is aligned to the ICT 

programme of work.

During the course of implementation, obstacles and disruptions emerge. The Executor is 

expected to persevere and overcome such challenges and disappointments. The role 

demonstrates a strong sense of determination, obstinately focused on realising the aims until 

they are reached. At various intervals during the process, it is necessary to consult and engage 

with all stakeholder parties to discuss and review the challenges as they arise. Reaching 

collective agreement on appropriate actions is critical to keeping the momentum going. The 

Executor acts relentlessly to maintain a good balance between keeping stakeholders informed 

and overcoming challenges by gaining collective consensus on the next steps to take. The 

Executor fluctuates between system levels, moving constantly across boundaries effortlessly, 

always focused on the end goals and keeping the process moving in that direction. Appendix 25 

provides insight into the key activities corresponding with role attributes along with supporting 

evidence in the form of data samples.

7.5.6.3 Case Nexus to Role
The role of Executor was evident in all case episodes but one and the connection can be found 

with the key event o f ^Implementing Strategy.' The HeBE ICT Strategy (2004) episode had 

shown that the role concentrated on the level o f business change tied to ICT implementation. It 

was highlighted that all ICT initiatives must consider the functional or business recipient and 

the type o f change needed along with different mechanisms available to leverage executional 

support. The role revealed activities such as planning high-level core programmes o f work 

necessary to co-ordinate and integrate all interlinked ICT projects. The realisation o f strategic 

ICT content was shown to be an ongoing process over long periods o f time, even potentially 

ten years or more in some instances. The HSE ICT Strategy (2008) episode highlighted the 

development o f implementation plans to support executional activities with comprehensive 

attention given to the funding, resourcing and timeline requirements. It also revealed the need 

to embed project management methodologies and risk management frameworks and to 

consider all levels o f contingency planning. The episode highlighted the necessary need for the 

role to embed effective governance structures and management arrangements to oversee and 

control all aspects of implementation. The DATHs ICT Convergence Strategy (2003) episode 

had shown that many different variables can influence the implementation process and the 

essential need was to be aware of such factors. The NHIS (2004) episode provided insight into 

phasing executional tasks, activities and projects over time which can take years, not months,
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before the expected benefits are fully realised. The episode also showed the degree to which 

there is an ongoing requirement to adapt, refresh and renew strategic content based on changing 

situational and environmental forces.

7.5.6.4 Role Exemplar

A good example o f the role of Executor was evident for certain strategic components o f the 

NHIS (2004). In the case o f the Health Intelligence Unit, the Executor isolated all high-level 

actions as listed in the strategy that were relevant to the area, and subsequently went about 

developing an executional plan. The actions were prioritised and the number one priority was 

the development and implementation of a Geocoding Information System (GIS). The manager 

was focused on making it happen, to realise the development and implementation o f a 

comprehensive GIS system that would provide much greater health intelligence for the whole 

country.

A lot o f effort went into developing the system, implementing it and then ensuring the 

informational benefit was fully extracted. The project was guided and managed from beginning 

to end by way of working through a programme of actionable deliverables. Throughout the 

implementation process, the Executor worked closely with all team members involved. The 

Executor invested plenty o f time and effort in selecting the team based on the essential 

capabilities needed to execute. From the manager’s perspective, having the right people 

involved was critical. Throughout the process, the manager coordinated and monitored all 

activities. Heightening awareness among stakeholders about the business changes to emerge 

and the benefits to be realised took considerable effort. The Executor endured many obstacles 

before delivering the GIS in full. High levels o f persistence were necessary at times, not least in 

translating a strategic action from the NHIS (2004) into a tangible deliverable. The Executor 

spanned multiple boundaries and worked closely with external sources such as An Garda 

Siochana, Universities, and the Central Statistics Office.

7.6 Sequence of Role Patterns

In all strategy episodes with the exception of the PCCC ICT Strategy & Action Plan (2005), the 

role of Initiator was apparent. The role of Orchestrator was present in all strategy episodes but 

enacted with varying degrees of user involvement. It was found to be an actively strong role 

among the PCCC ICT Strategy & Action Plan (2005) and HSE ICT Strategy (2008) episodes 

where healthcare community involvement was encouraged and strong. The role of Planner was 

arguably absent from the DATHs ICT Convergence Strategy (2003) and HeBE ICT Strategy 

(2004) episodes given that there was an apparent lack of business and clinical input into the 

process for the role to effectively prioritise based on the pressing issues that faced the 

healthcare communities. The Technologist role was strong in all episodes. The role o f Broker 

was also evident in all episodes but enacted with varying degrees o f effectiveness. Finally, the
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Executor role was visible in all episodes other than the PCCC ICT Strategy & Action Plan 

(2005).

In terms o f the sequential order between all six role types, the four roles most evident among 

the strategy episodes were Initiator, Orchestrator, Technologist and Broker. The Initiator and 

Technologist were both dominant throughout most episodes. The Orchestrator and Broker fared 

very differently among the five episodes. The roles of Planner and Executor were apparent in 

three and four of the episodes, respectively. Essentially, strategy episodes commenced through 

role-enactment by the Initiator. The roles of Orchestrator and Technologist were found to be 

largely dominant for the next stages of the process. The role of Planner was relatively fluid and 

found to coincide with orchestration and technical activities. The roles of Broker and Executor, 

respectively, were found to be the final two roles enacted albeit plenty of evidence revealed that 

brokering activities can be just as ongoing and long lasting as those of the Executor.

Essentially, the sequence among role types was found to indicate that the role of Initiator starts 

off the strategy process. The roles o f Orchestrator, Plarmer and Technologist follow and are 

rather fluid in sequential terms. Enactment of the Broker role can both precede and occur 

alongside the Executor. The Executor role however, when present, is the final enactment given 

that it is contingent on successful brokering activities.

Overall, strong initiation and technical traits dominated the strategy episodes. The level and 

style of orchestration and planning activities fared differently in all five episodes with mixed 

results. Brokering and execution activities as part of a comprehensive strategy process were 

found to be somewhat lacking in terms of role type effectiveness.

7.7 Links with Extant Literature

This section reviewed the theoretical framework in the context of the scholarly literature 

presented in Chapter 3 on middle manager roles in strategy-making. A number o f themes 

emerged whereby the earlier empirical research supports the theoretical findings o f this study. 

There are some notable exceptions that contrast with previous findings and these are 

highlighted. The comparison with existing theory is presented next.

7.7.1 Comparative Role Perspectives

The findings speak strongly in favour o f the view that the middle manager role in strategy- 

making is a “process o f  abandoning the old and generating the new’’’ (Nonaka, 1988: 12). 

Nonaka points directly to some specific strategy-making contributions made by middle 

managers that can be traced to the theoretical role types: communication link for providing 

information to senior management -  Broker, transforming senior management views -  Broker, 

managing chaotic nature o f the process -  Initiator / Orchestrator / Planner / Executor, 

maintaining a tolerable level for effective group functionality -  Initiator, and providing context
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for integrating new ideas and concepts into the wider organisation -  Initiator / Orchestrator / 

Planner / Broker. In the context o f strategic alignment, ICT middle managers are the ‘linking 

pin’ (Likert, 1961) between levels, events and individuals. While the framework reaffirms 

everything that Nonaka (1988) discovered about the role of middle managers in strategy- 

making, the framework in this study highlighted some additional findings.

First, Nonaka (1988) highlighted that senior management have strong expectations in terms of 

what they hope to create. But in relation to ICT, this study discovered that senior management 

have little idea about how ICT can impact on the long term agenda. Subsequently, senior 

managers are highly reliant on ICT middle managers to set the overall contextual picture for the 

potential of ICT-enabling possibilities. Second, Nonaka (1988) determined that senior 

management have a strong awareness about the enabling possibilities that can result from 

involving middle managers in strategy-making. This was not found to be the case in relation to 

the study’s findings however, the framework revealed the characteristic of personal force to be 

a key determinant for the roles of ICT middle managers towards making an effective strategic 

contribution. In this regard, the point-in-case refers to the planned structural changes and lack 

o f awareness at the middle management level. Finally, not only were ICT middle managers 

found to be the communication link for providing information to senior management, they are 

the communication link for providing information to all organisational levels on matters o f ICT 

strategy and for being the impetus to deliver higher levels of alignment between business and 

ICT strategies.

The typology of middle manager roles in strategy-making posited by Floyd and Wooldridge 

(1992) is reinforced by the framework from this study. The four roles stipulated by Floyd and 

Wooldridge (1992) comprising of: championing alternatives; synthesising information; 

facilitating adaptability; and implementing deliberate strategy were found to be distinguishable 

features for the roles of ICT middle managers in strategic alignment. These are reflected within 

the framework by the various ICT middle manager roles identified in terms of: persistent and 

persuasive communication of strategic options to senior management (champion ahematives) -  

Broker, interpretation and evaluation of information that affects senior management decision

making (synthesise information) -  Planner / Broker, fostering flexible organisational 

arrangements (facilitate adaptability) -  Orchestrator / Planner / Technologist / Executor, and 

managerial interventions that align action with intention (implement deliberate strategy) -  

Executor. In addition, the typology highlights the role of Initiator whereby the impetus for ICT 

strategy-making can emerge from within the ICT structure at the middle management level. 

Furthermore, in terms o f synthesising information, the Orchestrator and Planner synthesise 

information at the functional and business level to overcome critical organisational issues. 

Moreover, the Technologist is involved in option generation and selection in terms of 

developing suitable ICT solutions. The role is also largely concerned with the degree o f fit
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between option selection and internal conditions to ensure a high-level o f consistency. Finally, 

the Broker not only seeks to persuade senior management about strategic options, the role also 

seeks to gain senior management support along with setting appropriate expectations.

The theoretical framework compares with the four middle manager roles (i.e. Entrepreneur; 

Communicator; Therapist and Tightrope Artist) identified by Huy (2001) in the following 

ways. The role o f Entrepreneur can be compared with the emergent roles o f Initiator, Planner 

and Technologist. The Initiator can see the big picture. The Plaimer seeks out critical issues and 

priorities to resolve key business problems. In this sense, the emphasis is more on problem 

solving and service delivery enhancement rather than encouraging growth per se. The 

Technologist is focused on new possibilities vis-a-vis emerging and proven ICTs. The role of 

Communicator can be compared to both the Plaruier and Executor. The Planner is concerned 

with the conception of change initiatives whereas the Executor is focused on the 

implementation of such initiatives. The role of Therapist can be likened to the role o f Executor. 

The Executor takes heed o f the emotional well-being of all those involved in executing the 

strategic ICT initiatives. While the Broker seeks the commitment of senior management to 

vocally stand behind the initiatives for all to hear and see, the Executor is focused on the day- 

to-day concerns voiced by organisational participants at the execution stage. Indeed, the 

Planner considered the transformational requirements and potential impediments earlier on in 

the process. The role of Tightrope Artist is for the most part reaffirmed by all of the roles 

associated with ICT middle managers in strategic alignment. During the study it was 

discovered that ICT middle managers continuously struggle to find a suitable balance between 

day-to-day running o f the business and the need for strategic activity. Some ICT middle 

managers appeared to relish the challenge more so than others but the evidence supported a 

dual-role for all role types in terms of managing daily routines coupled with strategy work 

albeit the process is highly differentiated from normal daily practices. Indeed, many o f the ICT 

middle managers were found wanting to focus more on strategy-making than managing daily 

routine given the strong need for greater strategic activity but the pressing environmental 

demands prevent this from happening and thus, highlighting the potential implications for 

resourcing a comprehensive ICT strategy-making effort.

7.7.2 Leadership

In comparison with the middle manager leadership roles posited by Thompson et al. (2008), the 

findings show one distinct difference. The role o f ‘follower’ contends that middle managers 

seek out guidance and understanding from senior management on the organisation’s future 

direction. In contrast, this study showed that ICT middle managers assume responsibility for 

setting the long-term agenda in aligning business and ICT strategies. The role is less that of 

‘follower’ and more akin to initiate rather than imitate whereby ICT middle managers lead on 

the process to develop a long-term vision to guide strategic ICT development. With this being
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said o f course, it was clearly evident that in many instances senior management were all too 

aware o f  the need for a com prehensive strategic ICT agenda but what this should entail 

precisely was to be determ ined by the ICT middle managers. O f the remaining four leadership 

styles (i.e. Champion, Collaborator, Listener and Director), evidence showed these to be 

comparable with the identifiable ICT middle manager roles. The role o f  Broker assumed the 

lead position o f  ‘C ham pion’ (Floyd and W ooldridge, 2000) when attempting to influence 

senior managem ent behaviour. The Orchestrator and Planner roles fit the description o f 

‘Collaborator’ in seeking to identify, understand, clarify and prioritise the core issues across 

various system constituencies from peer interaction. However, the engagement process is in 

itself highly com prehensive and requires a dedicated effort, responsibility sits with the Planner 

to elicit and clarify m ajor priorities. The characterisation o f  ‘Listener’ can apply to the 

Technologist in that listening to recommendations about potential technological solutions is a 

key facet o f  the role. The role o f  Executor satisfies the leadership quality o f  ‘Director’ in that 

the role guides and oversees participant action during implementation. It is claimed that the 

ability o f  senior managem ent to demonstrate charismatic leadership and visionary behaviour 

can have the greatest influence on the effectiveness o f  middle manager leadership behaviour 

(Bruch and Walter, 2007). In this case, such charismatic and visionary leadership from senior 

management was not consistently evident. In fact, the evidence showed that successful ICT 

implementations were the result o f  sheer persistence o f effort made by ICT middle managers.

7.7.3 Organisational Learning

ICT m iddle m anager activities can be described as a feature o f  organisational learning 

(Costanzo and Tzoum pa, 2008). The strategy process facilitates learning inside and outside o f 

the ‘system .’ The two forms o f  knowledge transfer as espoused by Asllani and Luthans (2003), 

tacit and explicit, are shown to be enacted by the Orchestrator and Planner. The roles facilitate 

greater organisational learning in that the Orchestrator, in the form o f tacit knowledge manager, 

provides forums in which knowledge experts interact. The Planner pursues more explicit 

knowledge by way o f  codifying information exchanged then translated into core priorities 

which then become core strategic aims.

The study supports the view held by W ooldridge et al. (2008) that strategy making is a ‘social 

learning’ process that involves multiple actors and constituencies fluctuating between 

organisational levels in an attempt to align ICT development with critical business issues. 

Indeed, the framework highlights the numerous boundary spanning efforts, the comprehensive 

degree o f engagement, and the conveyance o f knowledge that leads to a comprehensive 

strategy process. The study contends that ICT middle managers are best positioned to lead on 

the process in aligning business and ICT strategies in public service organisations.

225



7.7.4 Public Service

Middle manager roles in public service (Morgan et al., 1996) are concerned with the main 

elements of: interpreting and representing their work unit’s interests; lending or securing 

assistance; developing organisational relationships; and leveraging other’s time. The 

framework highlights each element as it pertains to the roles of ICT middle managers in 

strategic alignment. The interpretation and representation of the work unit’s interest is reflected 

in how the ICT middle managers initiate, orchestrate and think about, debate and plan the 

allocation and use o f resources in terms o f developing and executing on priority ICT initiatives. 

The Broker, while even though an ICT middle manager, represents the interests of the various 

business and functional units in gaining senior management support for resources to align ICT 

solutions with core organisational issues and priorities. ICT middle managers initiate and play 

out the various roles in the strategy process in such a way to leam and understand more about 

the interests of functional and business units as opposed to progressing, expanding or exerting 

greater control or power for the ICT functional group and can be described as lending 

assistance to organisational units. Under the role of Technologist, assistance is sought from 

interdependent constituencies whereby ICT development and execution is contingent on 

synchronisation with the wider jurisdiction.

The typology underscores the roles o f ICT middle managers as part o f a process in aligning 

business and ICT strategies. The aim of which is to accomplish the development and execution 

of strategic ICT initiatives to support the functional and business areas. This is highly 

contingent on ICT middle managers developing good organisational relationships across the 

different fiinctional and business areas of public service organisations. The Initiator must have 

good working relationships with ICT middle managers so to stimulate the initiation o f the 

process. The Orchestrator is responsible for pulling together the different functional and 

business areas to identify major problems and critical issues needing attention. The Planner 

must also work with functional and business leaders to reach consensus on the issues requiring 

support. This can be a sensitive task insofar as some issues will be prioritised over others. The 

Technologist needs good working relationships with ICT suppliers, ICT knowledge experts, 

along with all of the various technical areas across the public service, especially true in a highly 

interdependent envirormient spanning multiple public service boundaries. The Broker is reliant 

on having strong inter-personal relationships across the executive ranks o f senior management 

and possibly even at the Board level too. The Executor is concerned with getting things done as 

it relates to implementation of the ICT strategy. This relies on good personal relationships up 

and down the organisational ranks. The Executor is fully aware o f the importance in 

establishing and maintaining good relationships sparming multiple boundaries in order to get 

things done. Throughout there is a need to leverage other’s time, especially that of functional, 

business and senior managers.
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From a public service perspective, the study findings support the view that middle managers 

have responsibility to define objectives, meet targets and deliver improved performance (Kelly 

et a i, 2002). Greater levels of economic efficiency are sought by way of reducing cost and 

increasing productivity efficiencies (Gobel, 2007). The theoretical framework supports the 

contention by Kelly et al. (2002; 10) that middle managers ‘'"play an active role in steering 

networks o f  deliberation and delivery and maintain the overall capacity o f  the system.'’' The six 

roles described in effect hold the collective aim to do precisely that; steer networks of 

deliberation in determining major business priorities and deliver on the implementation of 

strategic ICT imperatives. Good outcomes will effectively provide greater overall system 

capacity, resulting in greater efficiencies and system effectiveness.

An inhibitor to effective strategy-making in a public service context is the lack o f involvement 

at middle management level (Currie, 2000). Currie argues that middle managers can have a 

significant impact by way of ahering the intended strategy to reflect contextual realities that are 

otherwise overlooked by senior management when setting the strategic course. The framework 

can help to overcome this particular obstacle. Deliberate strategy that aims to strategically align 

business and ICT priorities is determined by a process of engagement to elicit core issues and 

chart a plan for the future. Senior management involvement is confined to supporting the 

recommendations, sanctioning resources and providing commitment to support the process. 

Currie argues strongly for middle managers to play a much greater role in strategy-making in 

public service and the framework wholly embraced and endorses this point. Currie contends 

that middle managers make the greatest contribution to public service strategy-making in the 

areas of boundary spanning opportunities and centre-periphery relations. The framework 

supports both aspects for the roles of ICT middle managers.

Implicit in each strategy episode was the "'lack [of] resources and support to do useful things, 

such as rewarding excellent subordinates or pursuing promising initiatives'" (Rainey, 2009: 

177). To overcome this constraint, Rainey (2009; Kanter, 1987) argue for senior management 

to bestow more power onto middle managers insofar as the sharing of power expands power 

which would provide ICT middle managers with the capacity to perform more effectively and 

do good work. The framework, in an idealistic sense, supports the view that senior management 

must ''‘'relax rules, increase participation, assign important tasks, and reward innovation'"’ 

(Rainey, 2009: 177) in relation to the strategic roles of ICT middle managers.

The findings verify the description of middle managers as “o/?e who visions, leads via ideas 

and example, and strives toward a goal" (Viitanen and Konu, 2009: 20). The framework 

captures succinctly the essence o f the ‘ideal’ middle manager in aligning business and ICT 

strategies however, goal achievement transpires more from a collective effort led by ICT 

middle managers rather than any individual accomplishment per se.
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Middle management influence on public service strategy-making can be made in two distinct 

ways (Currie and Procter, 2005). First, they promote ideas and sell initiatives, and this 

contribution is made apparent by the framework. Second, they influence deliberate strategy by 

way of amending implementation activities to reflect local and contextual issues. On this point, 

the framework proposed that it is at the level of ICT middle manager that deliberate strategy is 

realised and the implementation reflects the decisions made in a collaborative vis-a-vis 

orchestration, planning and executional activities. According to Pappas and Wooldridge (2007), 

middle managers with boundary spanning responsibilities play a greater role in strategy- 

making. The framework recognised such responsibilities in that each role enacted varying 

levels of boundary spanning activity. However, the significance is not necessarily around the 

degree of boundary spanning responsibility but in how ICT middle managers work as a group 

towards a unifled aim. Some roles are required to span boundaries extensively (e.g. 

Orchestrator) and some less so (e.g. Initiator) but it is the integrative efforts of ICT middle 

managers that will determine the outcome from strategic efforts, not any single role or activity.

7.7.5 Conclusion

A number o f correlations were found between existing theory and the framework presented in 

this chapter. The flndings support an organisational approach in aligning business and ICT 

strategies led by ICT middle managers. In a public service context, the effectiveness of ICT 

middle managers in aligning business and ICT strategies is contingent on four factors. First, the 

organisational approach must involve all key functional and business areas in a comprehensive 

collaborative effort. Second, time and resources must be made available to support ICT middle 

managers to undertake a comprehensive engagement approach. Third, major priorities must be 

established and clearly understood from a unified perspective and ICT development is aligned 

to tackle and overcome the most important of these. Fourth, senior management must bestow 

onto ICT middle managers greater power to progress potential initiatives, otherwise capacity 

will not expand and the potential to generate new opportunities will remain dormant. Overall, 

the findings embedded in the framework contend that the roles o f ICT middle managers in 

strategic aligrunent are significant.

In conclusion, the typology presented some unique and distinct differences by comparison to 

extant middle manager role typologies. First, the typology extends to the roles of ICT middle 

managers and not middle managers more generally. Second, the typology relates to the public 

service arena and not the private sector where most past empirical work has been carried out. 

Third, the typology specifically relates to the process in aligning business and ICT strategies 

and not multiple levels of strategy-making per se. Fourth, the typology presents a functional 

perspective in terms of strategic ICT support for the functional and business level. Fifth, the 

typology endorsed a strong process-orientation that described the attributes and activities 

attached to the various roles. Sixth, the typology highlighted that ICT middle managers work in
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the interests o f functional and business areas to address and tackle core priorities by way of 

providing ICT-enabled solutions. Seventh, the typology highlighted that despite many instances 

o f psychological distance between middle and senior managers, there is a strong emphasis on 

the part o f ICT middle managers to set senior management expectations. Eight, an effective 

process to align business and ICT strategies was shown to be highly contingent on good 

working relationships and a willingness to embrace ICT-enabled transformation activities by 

ICT middle managers and functional, business and senior managers across all areas o f public 

service. Ninth, the development and execution of ICT strategy relies on securing sufficient 

resource to invest in the levels and types of distinct ICT capabilities needed to realise the 

proposed benefits attached to any strategic ICT initiative. Finally, while it is necessary for ICT 

middle managers to develop and maintain good working relationships across multiple 

boundaries, up and down organisational levels, they must also be able to work and function 

effectively well together in the form o f a team or group. It is in this sense that expanded role 

requirements extend to having a leadership role in aligning business and ICT strategies in 

public service organisations.

7.8 Key Features o f  Study

This section offered insight into some of the key features pertaining to the study from which the 

theoretical framework emerged. Any claim to novelty extends only insofar as the key features 

presented are considered from an integrative perspective.

7.8.1 Practical Significance of Strategic Alignment

The decision to focus on the theme o f strategic alignment was determined following a review 

of critical ICT management issues. The review highlighted the theme of strategic alignment as 

a long-term concern for business and ICT managers. Therefore, the research initiative came 

with a strong practice-based orientation.

7.8.2 Nature of Strategic Alignment

A good deal of strategic alignment empirical research has been described as overly 

mechanistic. The view held by the researcher was that strategic alignment is neither linear nor 

rational, but rather a highly complex process contingent on a high number of human-related 

variables involving muhiple organisational actors. By selecting a particular actor group upon 

which to focus, this was deemed an appropriate approach in order to gain new insights into the 

complex nature of the construct.

7.8.3 Focus on the Roles of ICT Middle Managers

The literature review presented in Chapter 2 highlighted that the roles of ICT middle managers 

had gone unexplored in relation to strategic alignment. Notwithstanding the substantive efforts 

o f earlier research that recognised the important roles for business and ICT managers in
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aligning business and ICT strategies, none have specifically singled out the workings o f ICT 

middle managers. This offered the potential to make a unique contribution to the field o f ICT 

management.

7.8.4 Public Service Context

The review o f strategic alignment literature found that scholarly research had focused mostly 

on private sector organisations, mostly o f a corporate nature. By exploring the theme of 

strategic alignment in a public service context, new insights into an under-represented sector 

became possible.

7.8.5 Roles of Middle Manager in Strategy-making

The alignment o f business and ICT strategies was shown to be largely dependent on an 

effective process of ICT strategy-making. Therefore, ICT strategy-making is considered a 

suitable lens by which to inquire into the construct. Furthermore, the roles of middle managers 

in strategy-making have received a good deal of scholarly interest. By reviewing the roles of 

middle managers in strategy-making, this made it possible to glean further insights from fresh 

perspectives into the strategic alignment construct.

7.8.6 Process-orientation

The study embedded a process-orientation by which to investigate the research question. This 

made it possible to capture the unfolding attributes over time in context assignable to the 

behaviour of ICT middle managers. The approach viewed strategic alignment as a sequence of 

interacting events with no mechanistic qualities and did not seek out objective findings but 

instead wholly embraced a more subjective meaning that respects the nature of individual 

social behaviour. This facilitated an exploratory study to focus on the ‘how, who, when, what, 

where and why’ aspects as they related to the research question.

7.8.7 Grounded Perspective

The study was bounded by a system of interdependent organisations. Process analysis was 

conducted which led to the development of the theoretical framework from the ground up 

(Glaser, 1992). Dissecting the data to identify recurring patterns provided the unique roles, 

underlying attributes and supporting activities that shaped the framework. The framework 

presented a typology that described the roles of ICT middle managers in aligning business and 

ICT strategies in public service organisations. The framework is based on collectible data 

concerning five episodes of ICT strategy-making as revealed by informants. This provided a 

rich contextual description developed from the ground up, based on real world events that 

occurred in living organisations.
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7.8.8 Typology Features

The concept o f strategic alignment is taken to mean a discreet and logical event marked by a 

process o f social behaviour to effect long-term direction. The contribution made by ICT middle 

managers is emphasised by the framework’s attributes and expanded on further by showing the 

dominant activities therein. The findings revealed that ICT middle managers are central to the 

attainment of high levels o f strategic alignment. It is at this management level that new thinking 

is inspired, that efforts to converge system-wide knowledge are carried out; that viable plans 

are crafted and drawn up to guide ftiture direction; that consideration is given to the 

convergence of data flows aligned with system constituent requirements for improved decision

making; that ICT’s potential to transform long-standing ways of doing things are sounded; and 

that sufficient resources are procured along with the overall purpose o f then making it happen. 

ICT middle managers have responsibility for expanding ICT capability to enable greater 

automation o f process and thus, fulfilling on the potential to enhance performance vis-a-vis 

greater information accessibility distributed system-wide. The framework is also contingent on 

gaining the full support of senior management by way of expanding middle manager power to 

enact a greater role. It requires the full involvement o f key organisational members to ensure 

core priorities are identified and aligned with ICT development. The bounded system consisted 

of multiple interconnected organisations that make up the Irish health system. The theoretical 

finding provided some insight into the degree of interdependency that can exist amongst public 

service organisations. It also highlights some of the embedded complexity when aligning 

business and ICT strategies by way of extensive boundary spanning requirements and the 

necessary need and essential will to embrace ICT-enabled transformation as part of any 

comprehensive strategic ICT agenda.

7.9 Conclusion

The aim of this chapter was to present the main features o f a theoretical framework that 

described the roles o f ICT middle managers in aligning business and ICT strategies in public 

service organisations. The chapter revisited the focus o f inquiry that was framed around the 

research question. The transition from case data presentation to theory development started 

with the identification of meta-level themes that were distilled to reveal preliminary patterns 

observable within the case data. Further analysis led to the discovery o f dominant analytical 

themes which in turn highlighted a set o f categories relating to the distinct roles of ICT middle 

managers. Greater richness to describe the roles emerged through an iterative approach moving 

between case data, interview scripts and the extant literature.

The concept o f role is based on a set of behavioural attributes influenced by the interactions 

between social actors in the form o f joint activity towards reaching better ends. The typology 

embedded Weber’s concept o f ‘ideal types’ insofar as it is a conceptual construct with which 

reality can be compared. The diverse set o f ICT middle manager roles in strategic alignment
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comprised of six distinct types, namely: Initiator; Orchestrator; Planner; Technologist; Broker; 

and Executor. Each role was differentiated by way of identifiable attributes and role activities.

The roles were described in full. An outline of the role activities for each was presented. The 

nexus between case data and each role was made evident. A role exemplar was provided by 

way of presenting an illustration of where the role was found to play out within one of the case 

episodes. An account of the sequential role patterns made evident from the case data was 

presented. The typology provided a theoretical description and to expand on this further, links 

with extant literature were compared. It was shown that in some instances the typology went 

beyond previous empirical findings and such findings were highlighted. Key features of the 

study were outlined and this highlighted the contextualist perspective insofar as the findings 

represent the sum of its parts. The final chapter which brings the study to a conclusion is next.
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Chapter 8

Conclusion

‘Wow this is not the end. It is not even the beginning o f  the end. But it is, perhaps, the end o f  the

beginning.^’

Winston Churchill (1874—1965)

British Politician, Prime Minister and Statesman, noted historian, orator and writer, and

awarded the Nobel Prize in Literature.

8.1 Introduction
In the previous chapter, a typology described the roles of ICT middle managers in aligning 

business and ICT strategies in public service organisations. A descriptive account of the roles 

and related activities revealed the nature o f strategic contributions that ICT middle managers 

have the potential to make when aligning business and ICT strategies in public service 

organisations. Comparisons of the typology with extant literature were also addressed. In this 

final chapter, the following aspects were reviewed. The relevance of the research study is 

presented in Section 8.2. The study’s main aims w'ere highlighted in the thesis much earlier on 

and the fulfilment o f these is addressed in Section 8.3. The nature of the research contribution 

based on development of the theoretical framework is outlined in Section 8.4. Implications for 

theory and practice are presented in Sections 8.5 and 8.6 respectively. Limitations of the study 

are made explicit in Section 8.7. This study is potentially only a stepping stone towards 

discovery and understanding about the roles o f ICT middle managers in strategic alignment and 

directions for future research are elaborated on in Section 8.8. The thesis came to an end with 

final concluding comments in Section 8.9.

8.2 Relevance of the Research Study
Survey research published in 2012 identified strategic alignment as the top issue for ICT 

management in the U.S. and Europe for the preceding year (Luftman and Derksen, 2012). This 

supported the findings made by Caffrey and McDonagh (2009) in that for three decades now, 

the issue o f strategic alignment has been a persistent concern within the field o f ICT 

management and for organisational management practitioners. A review of the strategic 

alignment scholarly literature revealed that ICT managers play an important role in aligning 

business and ICT strategies (Earl, 1993; Luftman and Brier, 1999; Reich and Benbasat, 1996: 

2000; Rockart et al., 1996; Tallon, 2007-8; Tarafdar and Qrunfieh, 2010). A review o f the 

scholarly literature on the roles of middle managers in strategy-making highlighted that middle 

managers are central to effecfive strategy-making (Bower, 1970; Burgelman, 1983a; Floyd and 

Wooldridge, 1992: 1994: 1997: 2000; Huy, 2001; Kanter 1982: 1987; Nonaka, 1988;
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Wooldridge et al., 2008). However, the role of ICT middle managers in aligning business and 

ICT strategies is addressed in a marginal manner at best. Furthermore, the scholarly literature 

review of the strategic alignment construct revealed that empirical inquiry into public service 

organisations was an under-represented area by comparison to private sector research. Given 

that ICT can have an immense impact on public service strategic management (Bryson et al., 

2010), and that many public service strategic ICT initiatives fail (Sommer, 2002), and that few 

public service organisations are effective in attaining strategic ICT-enabled change (Coursey 

and Norris, 2008), inquiry can be described as lacking. Moreover, a process-oriented approach 

to strategic alignment research is under-represented among scholarly inquiry but had the 

potential to yield rich insights into the construct (Chan and Reich, 2007a; Ciborra, 1993: 1997: 

2000; Galliers, 2001).

For all of the above reasons it should become clear that the research question was both relevant 

and necessary. The research study attended to a void about a highly important ICT management 

issue as continuously reported on by practitioners and acknowledged by scholars for some 

thirty years. The issue is no less important for public service organisations than it is for those in 

the private sector. This set the scene for a potentially rich and meaningful contribution to the 

scholarly world of ICT management.

8.3 Accomplishment of the Purpose and Aims
The purpose o f the research study was to gain insight into the roles of ICT middle managers so 

to develop an understanding about the roles when aligning business and ICT strategies in public 

service organisations. Aligned with this purpose, a number of aims were set out earlier in 

Chapter I and each is considered next.

First, from an interpretive perspective, the strategic aligrmient construct could only be

understood by studying the points o f view o f business and ICT managers. This could only be

achieved by situating the study within the worldly setting of their work so to gain insights into

the organisational life of the individuals and their activities being studied. Therefore, the aim

was to position the study within a real-world context to make sense o f ICT middle manager

thoughts and actions based on experience. This was accomplished by positioning the study to

inquire into a number of ICT strategy-making episodes and to gather the views and opinions of

business and ICT managers who were involved in the episodes. Second, as Miller and Friesen

(1982) proclaimed, the most effective way to study strategy is to trace it over time. The study

of five ICT strategy-making episodes covered a longitudinal period o f twelve years. By

studying the actions and interactions that occurred interactively during this time, understanding

about the roles o f ICT middle managers in aligning business and ICT strategies helped to make

sense of the past that can be used to compare with present reality. Third, the study o f five ICT-

strategy making episodes was presented as part of the case report in Chapter 6. The narrative

provided an account of the key events and activities as enacted by ICT middle managers in
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aligning business and ICT strategies for the five ICT strategy-making episodes. Fourth, the 

narrative was presented in the form of a singular case with multiple sub-elements. This guided 

the analysis toward theory presentation by developing meta-level themes leading to the 

identification of preliminary patterns. The preliminary patterns led to the identification of 

dominant analytical themes in the interview data (Pettigrew, 1990: 1997). Fifth, the 

categorisation of data aligned to the dominant analytical themes meant that the data had 

become ‘grounded’ (Van de Ven and Poole, 2002). Iterative conceptualisation of the 

‘grounded’ data led to the development of a typology. The typology described the roles of ICT 

middle managers in strategic alignment. Finally, the ultimate aim was to make a meaningful 

contribution to the field of ICT management. The typology offers a substantive theory based on 

qualitative research (Glaser and Strauss, 1965). The intent is to publish these findings to the 

wider community of ICT management.

8.4 Research Contribution
The framework presented a diverse set of roles for ICT middle managers in aligning business 

and ICT strategies in public service organisations. The framework holds the potential to 

meaningfully aid the ICT middle management level when aligning business and ICT strategies 

into the future. The contribution is based on providing new insights into the roles as found to be 

enacted by ICT middle managers as part of the process. The framework consisted of six roles. 

Each role is depicted using a set o f nine attributes. The collective set of values highlighted the 

important human dimension attached to the roles of ICT middle managers when aligning 

business and ICT strategies.

The theory revealed that it is at the level o f functional and business strategy that ICT middle 

managers have an expanded role to enact. The typology showed that ICT middle managers 

potentially have the capability to undertake an effective alignment o f business and ICT 

strategies by working conjointly with the flanctional and business areas. Corporate or network 

strategy-making is directed by senior management with the potential for strategic contributions 

to be made by ICT middle managers.

The typology included a set o f dominant role activities. The dominant activities for each role 

represent a high-level perspective o f the necessary actions when aligning business and ICT 

strategies in public service organisations. The collective set of activities highlights the actions 

performed by ICT middle managers when aligning business and ICT strategies at the functional 

or business level in public service organisations.

An effective alignment of business and ICT strategies in public service organisations is highly 

contingent on the capacity and capability of the ICT structure at the middle management level. 

Capacity referred to having sufficient ICT middle management resource available to enact a 

major and continuous focus on the alignment o f business and ICT strategies. Capability
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referred to the various skills, knowledge and experience necessary to enact the roles as depicted 

by the framework. A deficit in either ICT middle manager capacity or capability will 

undermine the process. Both can be described as mutually dependent which in effect implies 

that the effective alignment o f business and ICT strategies in public service organisations is 

contingent on the capacity and capability of ICT middle managers to act purposefully.

The framework implicitly depicted that the ability of ICT middle managers to work conjointly 

when aligning business and ICT strategies is key to the process. A team-based approach 

whereby ICT middle managers work together and being focused on the purpose and aims is 

important to the overall process.

The framework revealed that ICT middle managers can lead on the alignment o f business and 

ICT strategies in public service organisations. Senior management direction is not necessary for 

ICT middle managers when aligning business and ICT strategies. However, senior management 

support vis-a-vis resource allocation and commitment by way o f favouring strategic 

contributions made by ICT middle managers is essential to the process. In this regard, a deficit 

of support or commitment from senior management will translate into a lack o f integrative 

action that works against strategic alignment. A key issue noted among the scholarly literature 

is the high degree o f psychological separateness between middle and senior managers in public 

service organisations. In this sense, the gap has the potential to be reduced considerably with 

senior management giving greater support to the ICT middle management level by way of 

expanding their power and resource base to act more purposefully in relation to matters of 

strategic ICT.

Public service organisations, no less than private sector organisations, are continuously 

challenged by social, cultural, economic, and political influences that ""leave managers 

muddling through, betting, and tinkering" (Chan and Reich, 2007a: 298), especially in relation 

to strategic alignment. In response to overcoming such challenges, Lehmann (1993) proposed a 

‘unified process’ whereby ICT strategy is continual and dependent on learning from ‘below’ 

(Galliers, 2001). The framework potentially supports the concept of a ‘unified process’ for ICT 

middle managers (below senior managers) in aligning business and ICT strategies in public 

service organisations.

The study adopted a process-oriented approach to inquiry. This allowed for the “voices o f  the 

participants'” (Chan and Reich, 2007a: 310) to be heard by revealing the sequence o f events 

based on their own experiences o f them. The study took a longitudinal approach which “is 

needed to enrich’’’ (Chan and Reich, 2007a: 310) knowledge o f the strategic alignment 

construct. The framework presents a diverse set of process-oriented ICT middle manager roles 

that may potentially be beneficial to professional ICT practitioners/managers responsible for 

aligning business and ICT strategies in public service organisations.
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Finally, the presence o f all six roles as part of a process in a concerted effort to align business 

and ICT strategies in public service organisations can potentially lead to better outcomes. The 

need to verify this claim is dealt with later on in Section 8.8.

8.5 Implications for Academic Practice
Notwithstanding the known importance of middle manager roles in strategy-making, a number 

o f findings are implicit to the study. From an organisational perspective, ICT middle managers 

can be described as one of the ‘few’ to have an integrated and systemic understanding of ICT in 

terms o f how it can be developed and effectively aligned to the organisational aims and 

priorities (Bacon and Fitzgerald, 2001). However, the onus is on ICT middle managers to 

initiate an enterprise- or system-wide wide process by working with functional and business 

leaders to leam about the major organisational challenges and priorities that require the 

attention and focus o f the ICT domain. A high degree of interaction between ICT middle 

managers and functional and business leaders is necessary and must be acted on deliberately in 

a consistent mode over a long duration to develop sufficient context to realise strategic benefits 

from ICT investments (Reich and Benbasat, 2000). This is especially true in a public service 

context where the findings have shown functional, business and professional managers face 

extraordinary demands on their time -  ‘the urgent overrides the important.’ This places even 

greater emphasis on the need for ICT middle managers to drive the strategy process towards an 

alignment between critical issues and ICT developmental opportunities. The emphasis is on 

ICT middle managers to identify common values and achieve common aims by way of 

developing higher levels o f shared understanding in support o f organisational aims and 

priorities (Bacon and Fitzgerald, 2001; Reich and Benbasat, 1996; Tan and Gallupe, 2006).

Intrapreneurship is regarded as one of the defining roles o f the middle manager in strategy- 

making (Burgelman, 1983b; Mantere, 2008; Nonaka, 1988). According to Broadbent and Weill 

(1993), half o f all ICT development emerges from an innovative approach and it is contended 

by Roepke et al. (2000) that ICT managers should adopt a greater intrapreneurial style to 

develop ICT. ICT middle managers must always be mindful of the ‘bigger picture.’ On the one 

hand, acting innovatively can provide short-term solutions to immediate problems but on the 

other hand, as the study had shown, this can also lead to a highly-fragmented ICT environment 

that becomes overly complex, requiring a great deal of resources to manage a wide range of 

unique ICT arrangements. ICT middle managers must consistently consider strategic alignment 

from a high-level organisational view that centres on interconnectedness vis-a-vis 

interoperability that reflects an interdependent view for the organisation. Otherwise, 

fragmentation and ‘silo structures’ will prevail providing little by way o f an integrated 

approach and consequently, failing to realise strategic ICT benefits o f any real kind.

High levels o f strategic alignment are dependent on the ability of ICT management to forge

strong working relationships with business counterparts (Feeny and Willeocks, 1998). The
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study findings revealed that this particular challenge is highly prevalent for ICT middle 

managers for a range of reasons which can include: (a) lack of time and resources to allocate a 

high-level of personal focus and attention to the strategy process; (b) a lack o f understanding 

about the importance of engagement with the business constituencies; (c) senior management 

influence and exertion to redirect the ICT strategy process away from the business community; 

(d) a lack of understanding by business management on the importance of an effective 

engagement process; (e) political factors can influence the process and discourage business and 

ICT interaction; (f) a lack o f congruency among the ICT middle management group; and (g) a 

lack of effective ICT leadership to steer an integrative alignment process. Consequently, a lack 

of sufficient knowledge-integration stymies strategic alignment effectiveness.

Strategic alignment was shown to be a process of ongoing activity that required the continuous 

development o f ICT effectiveness vis-a-vis management capabilities and technical 

competencies (Shpilberg et al., 2007). The NHIS (2004) episode continues through 2013 

whereby actions are continuously reassessed and new priorities defined. The case data 

indicated that strategic alignment is far from a rational process and contingent on a whole range 

of diverse variables. In this study, the emphasis was not on strategic alignment per se but rather 

on delivering ICT solutions to overcome / develop organisational priorities. Similarly, major 

elements of the HeBE (2004), PCCC (2005) and HSE (2008) ICT strategies continue as a 

work-in-progress in 2013. Furthermore, a good deal o f content pertaining to the strategic ICT 

episodes has never been acted on and consequently major issues persist. The demands on the 

ICT structure to deliver ICT solutions aligned to functional and business priorities in a highly 

complex public service context made the attainment of strategic alignment more akin to a 

process o f persistent ‘fire-fighting.’ Consequently, failure to realise key aspects of the various 

ICT strategy-making episodes had resulted in similarly low levels o f development in relation to 

management capability and technical competency. Arguably, realisation o f ICT strategy goes 

‘hand-in-hand’ with building and developing management capability and technical 

competency. A misaligrmient o f ICT strategy translates to low levels o f management capability 

and capacity development which implicitly contends that the situation will not improve in 

terms o f advancing strategic ICT into the future.

The process of strategic alignment vis-a-vis developing and implementing ICT initiatives 

matched to organisational priorities was found to be an enduring selfless activity with no 

certainty of a progressive outcome. In many instances, the delivery of major ICT initiatives was 

described as an outcome resulting from ICT middle managers persistently ‘beavering away in 

the background.’ A number o f reasons were provided to explain why this is the case. First, a 

lack of senior management interest or understanding about the potential of ICT meant that 

uncertainty levels were high in terms o f securing support and commitment. Second, within the 

ICT domain, a great deal of rivalry existed among ICT managers and conjoint working was not
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always the accepted way of practice. Third, senior management support the development of 

ICT initiatives that only serve to strengthen their own particular domain or fiefdom. This tied in 

with Osterman’s contention that senior management can be viewed by middle managers as 

‘self-dealing’ and arguably for good reason. Consequently, other important ftinctional and 

business areas o f public service get overlooked. One example described an imbalance in 

relation to the allocation of scare resources whereby political influence supported the 

development o f a particular public service domain over and above all others. Fourth, the 

essence of ‘good service’ is strongly internalised by ICT middle managers. This is not shared 

by all managers at middle and senior levels though. However, it was noted that in relation to 

the upper echelons directing corporate and network strategy, the essence o f ‘good service’ is 

lacking. The selfless activity at the ICT middle management level goes some way to offset the 

imbalance of views on the subject o f ‘good service.’ Fifth, major ICT initiatives can only be 

developed and implemented over a medium- to long-term time horizon. These are complex and 

vastly challenging insofar as major organisational transformation is implicitly embedded in 

such initiatives. The ambition to change anything within the system that would alter the status 

quo is sometimes presumed disingenuous when the lack o f support and determined will to lead 

major ICT-enabled transformation is not clearly visible or evident. Sixth, a lack of strong 

leadership within the ICT domain over the last decade was also a main reason for the high 

levels of middle management uncertainty. Notwithstanding the multi-organisational structures 

pre-establishment o f the HSE, the role of senior ICT manager (CIO) had changed five times in 

as many years. Seventh, ICT middle managers can be described as competent technical 

professionals, passionate about expertise and dedicated to supporting good service, especially 

in the context of public service and most certainly in the sense of delivering healthcare. ICT 

middle managers will act selflessly to improve services if  only making small and incremental 

advances. ICT middle managers realise that only through selfless effort on their part can 

improvements be attained when the ‘system’ fails to embrace ICT. Hence, improvements come 

about through sheer persistence, commitment, and dedication vis-a-vis technical experts loyal 

to their profession. Even so, a ‘jaded’ or ‘washed-out’ element will emerge over time. Finally, 

the continuous changes made to organisational structures and processes accomplished little by 

way of integrative capability. Rather, it led to higher levels o f uncertainty and a continuous 

source o f strategic flux but nevertheless, middle management efforts concerning strategic ICT 

persisted.

In all strategy episodes, a great deal o f political tension and frustration was found to penetrate 

through to the ICT middle management level. For instance, during DATHs ICT Convergence 

Strategy (2003), political tension emerged between the various administrative and laboratory 

structures and the senior management team. The ICT structure grew frustrated as a 

consequence o f the decision not to progress fiirther with the strategy process. The HeBE ICT
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Strategy (2004) episode revealed the lack of consultation on planned structural change to the 

system. The PCCC ICT Strategy & Action Plan (2005) presented a situation whereby a highly 

comprehensive engagement process was undertaken to identify issues, select projects and set 

out an actionable plan for execution. But following presentation of the strategic proposal to the 

DoHC MAC, no further action was taken. In essence, the process amounted to a great deal of 

strategy content formulated by way of a series of consultative engagements with multiple 

business constituencies but the proposed strategic actions were denied in part or in full on the 

basis o f senior management decision-making. The case data revealed a strong internal 

capability to develop ICT strategy content and that external advisory services were unnecessary 

to lead a strategy process. ICT middle managers constructed a comprehensive long-term plan 

for ICT-enablement around key issues and strategic priorities. Despite awareness of the 

political and financial challenges that would prevail, middle management persistence continued 

even though political and economic issues were evident throughout.

The contextual conditions were found to be similar to those of previous scholarly findings in 

relation to public service organisations. Some significant ICT investments were recently made, 

aimed at reducing cost and improving operational effectiveness (i.e. PPARS and FISP). 

However, as the case report revealed, PPARS was only partially implemented before being 

abandoned and FISP was abandoned before implementation was ever attempted. The legacy of 

these events did little to instil confidence about the delivery of future large-scale ICT initiatives 

but, with a renewed focus, the ICT structure set about to rebuild credibility. The ICT strategy 

process revealed the need to fully understand the motivating reasons of all stakeholders 

(Fedorowicz et al., 2009). This was highlighted by the DATHs, NHIS, HeBE and HSE ICT 

strategy episodes. Particularly in the case of the HSE ICT strategy where it was shown that, 

following a comprehensive engagement process to identify issues and select projects, the 

Chairperson o f the ICT Steering Group chose to redirect the strategy process in its entirety. One 

o f the key challenges within a public service context may well be to align the motivational 

interests of the multiple stakeholders involved in the strategy process. Commonality o f interest 

among all stakeholder groups will support strong inter-organisational working relationships 

(Hsu et al., 2006). Such commonality was evidently lacking in the case o f the NHIS and HeBE 

strategy episodes when working apart rather than together in a collective sense was observed in 

places and, consequently, the connection between health information and ICT development and 

implementation became rather skewed.

The role of business leaders is considered essential to identifying and selecting the major ICT 

initiatives for development (Sauer et al., 1997). In the case report, it was shown that ICT 

middle managers absorbed this responsibility and the role o f business leaders was mostly that 

o f an informational nature. The HeBE strategy episode displayed a lack o f internal socialisation 

throughout the process. In this episode, senior managers contended that the functional and
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business areas were already ‘strategized out’ and consequently, did not partake based on 

previous strategic contributions, albeit not ICT related. Such an outcome supports the 

contention made by Wijnhoven et al. (2006) in that inadequate socialisation, particularly in a 

widely dispersed healthcare context, can result in early ICT disinvestments in the future such as 

the case had shown. Furthermore, Wijnhoven et al. (2006) argue that successful outcomes are 

contingent on senior management support and commitment throughout the strategy process and 

this was found to be lacking insofar as translation o f senior management intent into tangible 

action by way of realised results was seldom found to be evident.

The practice of immature strategy-making processes can be described as a key factor that 

impedes ICT development and implementation in public service organisations (Hartung et al., 

2000). Factors such as resistance to change, lack o f ICT understanding, lack of resources and 

organisational complexity all contributed to destabilising the strategy episodes reported on.

8.6 Implications for Practitioners
Linking the findings from this study to the world o f organisational practice is considered useful 

to indicate whether findings are consistent with, or different from, typical practice (Bartunek 

and Rynes, 2010; Duncan, 2009). The scholarly community advocate that strategy research 

should closely reflect the concerns of practitioners by deriving findings that are useful to those 

responsible for strategy practice (Pettigrew and Webb, 1996; Rynes et al., 2001). The aim of 

rigorous ICT management research should be to make it more meaningful to practitioners by 

keeping it clear, concise and simplistic so that practitioners can interpret and understand 

(Benbasat and Zmud, 1999). The framework of ICT middle manager roles presents an activity- 

based view of what ICT middle managers actually do (Whittington, 2003) in the process when 

aligning business and ICT strategies in public service organisations. This is important because 

the activity o f strategy-making in organisations for the people involved that actually strategize 

has become marginalised (Johnson et al., 2007).

The typology provided a roles-based view of strategic alignment vis-a-vis ICT strategy-making 

(Galliers, 2004) as enacted by ICT middle managers in public service organisations. The 

typology could potentially support ICT middle managers in terms of establishing how they can 

individually and collectively contribute to good ICT strategy-making. It makes explicit the 

roles of ICT middle managers in addressing both internal and external contextual factors as part 

o f the strategy process. The typology highlights ICT middle manager roles in ""formulating the 

content o f  any new strategy (which) inevitably entails managing its context and process'’’ 

(Pettigrew, 1987: 657).

In consideration of the various roles highlighted by the framework, the potential to fulfil these 

may well require certain levels o f management development (Currie and Procter, 2005). In the 

absence o f the requisite knowledge, skill and expertise necessary to enact sufficient levels of
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leadership ability (Willcocks and Griffiths, 2010), ICT middle managers may find it difficult to 

contribute effectively to good strategy-making in a public service context.

Hitherto, one o f the challenges for ICT middle managers in aligning business and ICT 

strategies in a public service context has been the issue o f role conflict (Currie and Procter, 

2005). Senior management fail to set clear role expectations for the expected behaviour o f ICT 

middle managers in the strategy process. The framework can provide senior management with 

a clear sense of the roles that middle managers can enact, and thus resolving the role conflict 

issue. Instead o f ICT middle managers left feeling uncertain about the appropriateness and the 

kind of change that is required (Floyd and Lane, 2000), the emphasis is on empowering them to 

determine such levels thereby reducing uncertainty by expanding power to the middle to act 

more strategically. This would require some degree o f flexibility and change on the part of 

senior management thought and action that heretofore persist from the top-down (Currie and 

Procter, 2005).

The framework highlighted the wide ranging and high levels of stakeholder engagement 

necessary as part of a comprehensive strategy process. The role of ICT middle managers was 

shown to lead on the ICT strategy process by way of initiation, and complete by way of 

execution. Throughout, there is a very strong need to develop shared understanding on 

important contextual features that only stakeholder constituents can make known, so to develop 

a congruent sense of the organisational priorities and match with corresponding ICT 

developmental initiatives (Gadiesh and Olivet, 1997). The framework revealed that ICT middle 

managers caimot undertake and deliver on a comprehensive strategy process alone; it’s 

necessary for stakeholder constituents to make sufficient contributions in relation to contextual 

expertise and control. In this sense, the role of ICT middle managers is to steer an 

organisational approach (Earl, 1993), but it is contingent on the full participation and support of 

the various management levels enterprise- or system-wide.

The case data revealed that the ICT structure is under-resourced based on international levels of 

ICT investment. It was also shown that the ICT structure had many times attempted to secure 

greater funding levels to support a comprehensive ICT strategy. This is in contrast to Shpilberg 

et al. who claim that “IT  people are held accountable fo r  outcomes; line managers give IT  the 

resources it needs and then work closely with IT  leaders to exercise jo in t supervision o f  

individual initiatives” (2007: 56). From a practical viewpoint, this could present an opportunity 

for functional and business leaders to become more actively involved in support o f the ICT 

structure by way of demonstrating the organisational need to make available sufficient 

resources to support future ICT development. Furthermore, as Shpilberg et al. (2007) contend, 

it is advisable to manage ICT development on an initiative by initiative basis to ensure each 

project is fully executed. Moreover, only by delivering in full on each and every major ICT
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initiative by realising the planned benefits as set out originally, can an ICT-enabled 

environment become what it is expected to be. The emphasis is on the allocation of scarce 

resources to generate real business value and not a content-laden document positing the 

development o f hundreds of complex ICT projects. Complexity will stifle and stymie strategic 

performance. However, the issues o f fragmentation, capacity and capability must first be 

overcome.

8.7 Limitations of Study
A number of limitations were attached to the study concerning the research question, core 

literature, research strategy, data collection and analysis, and the typology derived from the 

research study and these are described in this section.

The research question was framed to explore: “How do ICT middle managers engage in the 

alignment o f  business and ICT strategies in public sei'vice organisations?" There is an implicit 

assumption therein which suggests that public serv'ice organisations go about the alignment of 

business and ICT strategies as a matter of practice. This was not found to be the case. However, 

it was discovered that most ICT middle managers will claim that business and ICT strategies 

are tightly aligned. Furthermore, the notion of alignment for ICT middle managers is rather 

loose, shapeless, non-specific and fluid in terms of having any kind o f tangible meaning, 

difficult to qualify or quantify in explicit terms. While the study was focused on exploring the 

strategic alignment construct in a practice-based setting, the practitioners themselves struggled 

to understand the precise nature and meaning of an investigation exploring ‘alignment’ but 

were motivated to share their views on specific episodes of ICT strategy-making. Early on in 

the investigation, the researcher had to strongly internalise the essence of strategic alignment 

and its relevance to the study given that the study traced episodes of ICT strategy-making.

It was presumed that the level o f ICT middle management would be easily identifiable. 

However, given that the current National Director of ICT is two levels below that of CEO, 

arguably, this position fell into the category o f middle management. Furthermore, the National 

Director of ICT had many direct reports who held the position of Assistant Director of ICT. 

Even though this management level conformed to the definition of middle manager, the 

managers themselves might strongly argue the point and were more inclined to see themselves 

as part of the senior management level.

The research was carried out across a range of public service organisations and also various 

Government departments. Notwithstanding the point above, it was relatively easy to identify 

those ICT middle managers within public service organisations positioned within the ICT 

domain. But this was not so clear cut when interviewing ICT professionals within Government 

departments. To an extent, the boundaries were blurred in relation to the demarcation of ICT 

middle managers given that those within Government departments were found to practice more
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of an advisory role and could not so easily be identified as belonging to any fomial ICT 

domain. Nevertheless, these managers held positions at the middle management level and are 

key participants in the alignment process with a major role to play.

The core literature around the strategic alignment construct can be described as highly 

objective in terms of positing alignment models based on theoretical abstraction with idealistic 

outcomes. The literature straddles many perspectives on strategic alignment and it can often be 

difficuh to determine what contributions are more relevant than others. A good deal of the 

literature positions strategic aligrmient as something that is directed from the top-down rather 

than reveal the true complexities of day-to-day realities that managers grapple with towards 

realising an alignment between business and ICT strategies. It can be described as being void of 

contextual relevance insofar as top-down and management-led models of alignment are 

presented for a world that is neither rational nor linear in thought and action. A lot of the 

literature loosely refers to the roles of organisational managers without adding substance or 

specificity. Terms such as ‘managers’ are often stated throughout but could refer to junior, 

middle or senior managers across any number of functional or business areas, including the 

ICT domain. The literature is consumed with generalisms in relation to what is necessary for 

organisations to reach higher levels of strategic alignment. On the one hand, strategic alignment 

literature is all encompassing and on the other hand, the emperor has no clothes. 

Notwithstanding the fast-paced changing nature of ICT which in and of itself stifles the 

potential to strategically align with a moving target, is there something else more complex 

going on? For example, in the case of an organisation that struggles to deliver major ICT- 

enabled change, is it a consequence of not following the general principles, themes, methods 

and approaches as set out within the strategic alignment literature set? Or is it a consequence of 

deeply embedded organisational issues meshed with contextual complexity that can be found 

rooted in specialist areas of Organisation and Management Studies? The answer can be found 

between both. Essentially though, the strategic alignment literature is an excellent point upon 

which to embark on a journey that introduces the social and technical complexities attached to 

the field of ICT management, particularly with regard to ICT strategy. But deeper meaning 

must be sought elsewhere if one is to truly understand what the Roman philosopher Virgil 

wisely stated in that “we are not all capable o f everything."" The definition of strategic 

alignment as set out in Chapter 1 places strong emphasis on the need for business and ICT 

middle managers to work congruently, especially vis-a-vis ICT-enablement which implies 

change of a kind in support of the long term organisational direction. But the challenges will 

continue given that ‘̂’there is nothing more difficult to take in hand, more perilous to conduct, 

or more uncertain in its success, than to take the lead in the introduction in a new order o f 

things. Because the innovator has for enemies all those who have done well under the old 

conditions, and lukewarm defenders in those who may do well under the new'" (Machiavelli,
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1513). Under such circumstances, the roles o f innovator and defender must work congruently 

to build alliances with the enemy; in a sense, so too must the strategic alignment literature to 

explain how this can be achieved.

In terms of the research strategy, the epistemological approach was that o f an interpretivist 

whereby social knowledge and meaning is determined based on the research informant’s frame 

of reference that seizes on their experience and understanding o f the social constituency in 

which they exist (Crotty, 1998). As Fedorowicz et al. (2009) point out; stakeholder motivations 

in a political context can strongly impact on the direction of the strategy process. On reflection, 

the motivational interests of research informants had the potential to shape perspectives on the 

strategy episodes reported on too.

A case-based process-oriented approach to inquiry was undertaken to gain close proximity to 

the research informants. This form of research strategy was concerned with getting close to the 

research informants to find out what they know based on first-hand information (Creswell, 

2007). This approach was chosen over that o f the critical tradition because in order to 

investigate a sequence of events it becomes necessary to consider an historic component where 

the meaning of interaction is made retrospective and can have relevance to the active present 

(Pettigrew, 1990). Notwithstanding the rise in critical ICT research (Richardson and Howcroft, 

2006); it does not facilitate the aim o f good process research which is to capture longitudinal 

data to identify patterns of interaction (Kaplan, 1964). Furthermore, critical research entails a 

high degree of researcher involvement that facilitates observable process changes based on 

intervention and change. So rather than seeking out ‘first-hand information’, first-hand 

observations are potentially more relevant to the critical inquirer. Moreover, no opportunity 

presented itself to consider critical research as a realistic and valid approach for this study 

however; potential findings from intervening in a current strategic alignment process may well 

shed an interesting perspective on the challenges and constraints facing ICT middle managers. 

However, the ultimate aim of good process research is to ‘catch reality in flight’ (Pettigrew, 

1997) and to do this effectively well, a critical approach could be better suited to identify what 

occurs rather than what exists. Furthermore, practitioners might find greater relevance in a 

critical approach whereby the researcher is directly involved to bring about a meaningful 

difference.

The study findings are limited to the context of public service organisations with a particular 

emphasis on health. The study does not purport to contribute objective theoretical findings to 

general principles of knowledge but instead aims to make the research more interesting by 

""properly conveying context'’ (Johns, 2001: 31) to fairly describe the public service context 

which means ‘’"readers are free  to make their own interpretations about their impact’’’ (Bartunek
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and Rynes, 2010: 112). The limitation being that multiple interpretations of the account can be 

taken to convey different meaning.

As part of good process research, Pettigrew (1997) contends that there is a need to link analysis 

to context and outcomes. The issue of context has been discussed above. In relation to the 

description of outcomes, the case narrative is linked to outcomes which are reflective of 

participant views supported by qualitative confirmation (Sminia, 2009). The study is concerned 

with the roles of ICT middle managers as evidenced by their actions and interactions within the 

episodes of ICT strategy-making reported on. In this sense, it was shown that the level of 

strategic alignment effectiveness is highly contingent on the role enacted at the ICT middle 

management level. Other factors are described that should help the reader to interpret the 

description of outcomes. Essentially, the feature of outcomes is provided as an additional 

indicator of content and context. A good narrative contains a range of textual devices used as 

indicators that do not necessarily advance the plot, but provide information that may be 

essential to interpret the events (Pentland, 1999). Furthermore, the study found that the nature 

of strategic alignment is ongoing and continuous. In some of the strategy episodes narrated on, 

outcomes continue to be realised in the present, such is the dynamic state of the process in 

aligning business and ICT strategies. Therefore, any judgement on outcomes is only temporal 

at best.

While the theoretical framework aims to offer guidance to professional ICT practitioners on the 

roles of ICT middle managers when aligning business and ICT strategies in public service 

organisations, it must be noted that such guidelines for practice will be developed following 

thesis submission. Hence, from this point of view in terms of the framework potentially 

supporting practice on how to individually and collectively steer the alignment of business and 

ICT strategies, the theoretical framework requires ‘grounding in practice.’

The lack o f research experience for a study o f this magnitude may have imposed its own 

limitations. The lack of knowledge concerning the contextual conditions of public service 

organisations meant that it required a good deal of time to become more conversant with 

context and content. This was overcome by a determined and continued effort to learn more 

about the contextual intricacies. From an organisational practice perspective, past work 

experience helped to make sense of the inner workings of the public service but it took time to 

grasp the distinct differences between corporate and public organisational settings and the 

levels of political influence tied to public service practice.

8.8 Future Research Directions
The study has raised a series of interesting themes that have the potential for further 

exploratory study and these are presented next.
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The typology requires a specific practice orientation by way of ‘grounding’ the theoretical 

framework in the world of practice with the assistance of professional ICT middle management 

practitioners. It is the aim of the researcher to undertake such an orientation with seasoned ICT 

middle managers to establish relevance with this community.

The study presented a set of diverse roles for ICT middle managers in aligning business and 

ICT strategies. It did not to any great extent elaborate on the capabilities needed to enact the 

roles in practice. A future study could focus on the theme o f ICT middle manager capabilities 

necessary to enact high levels of strategic alignment. Such a study would explore capabilities in 

the sense of skills, knowledge and experience to effectively enact each of the roles. Indeed, an 

opportunity exists to explore the sequential relations between ICT middle managers 

themselves.

The concept of psychological separateness between middle and senior managers was a point 

noted in earlier studies and supported by this study. Rainey (2009) contends that senior 

managers must expand power to middle managers to realise greater organisational value vis-a- 

vis strategy-making. This study endorses Rainey’s view insofar as senior managers must aim to 

empower the middle. A future study could inquire into how best to engage senior management 

on the theme of strategic ICT middle manager roles or even middle managers more generally in 

strategy-making. It would be helpful to gain insight into the views of senior management about 

their expectations for the roles o f ICT middle managers in a public service context. 

Furthermore, it would be very interesting to solicit and explore further the views of senior 

managers about ICT strategy-making generally and the nature of the senior management role 

therein, especially as it relates to providing sufficient context for the role o f ICT within the 

public service.

The framework can support ICT middle managers in aligning business and ICT strategies at an 

individual level and also as a collective in the form o f a team-based approach. The study noted 

the importance of instilling a team-based approach at the ICT middle management level when 

aligning business and ICT strategies. Future inquiry could study the development of team- 

based strategy-making focused specifically on the ICT middle management level.

The study highlighted a proven lack of ICT leadership at the senior management level. It would 

be interesting to explore the reasons for this more deeply in order to understand the issues that 

have led to immense turbulence for the role at the senior ICT management level.

Realising organisational value vis-a-vis aligning business and ICT strategies most often denotes 

a high degree of organisational change. The issues associated with major ICT-enabled change 

could be studied to extend knowledge about this important aspect of the strategy process.
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especially with a focus on the roles of ICT middle managers in leading and managing major 

ICT-related change initiatives.

This study revealed the importance of collaborative activities between the ICT domain and the 

various functional and business areas of an organisation. The framework highlighted that ICT 

middle managers play a leading role in initiating and orchestrating such collaborative activity. 

However, a future study could perform research into the nature of such collaboration in terms 

o f key activities towards building trust and expanding networks.

It was posited by Hartung et al. (2000) that public service organisations practice immature 

levels of strategy-making. In part, this study would support such a contention. However, this 

raises an interesting perspective in terms of strategy-making levels. A future study could 

potentially investigate the degrees of maturity for ICT strategy-making in public service 

organisations.

This work can be extended by exploring other public service contexts to elicit differences and 

extend a more rounded theoretical perspective on the role of ICT middle managers in the public 

service more generally. Furthermore, future research could consider other international 

jurisdictions to investigate and identify subtle differences between public service organisations 

based on various geographic locations.

This study is limited insofar as it addresses the roles o f ICT middle managers in aligning 

business and ICT strategies in public service organisations. There is scope to build on this by 

extending the work to focus on the roles of ICT middle managers in the private sector and to 

contextualise the framework accordingly and to compare and contrast key distinctions, if any, 

between both.

A critical epistemology to study the roles of ICT middle managers by way of involvement in an 

active strategic alignment process in either a private or public organisational context has the 

potential to reveal new knowledge o f relevance to theory and practice. Such a study has the 

potential to highlight the social, cultural and political constraints and enablers that influence 

ICT middle management strategic enactment.

The fundamental aim of strategic aligimient is to generate organisational value from ICT 

investments in support of key organisational priorities. It was observed from the study that one 

o f the major challenges for public service organisations is to deliver on the full set o f benefits 

enlisted as part of the strategy process. A future study that focuses on how to effectively 

maximise strategic performance by way o f realising on the full potential for creating 

organisational value based on the astute allocation o f scarce resources could be very 

meaningful from a public service point o f view.
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In conjunction with earlier empirical studies, the study supported a number of previous findings 

from a public service perspective. One of these included the role o f senior management in 

strategic alignment. A future study could investigate this more closely to identify and distil the 

main characteristics o f the role so to provide guidelines that illustrate its importance more 

sharply.

The data collected was bounded by the system of organisations that make up the Irish health 

system. This involved many organisations and government departments. It highlighted that 

strategic alignment effectiveness is contingent on a range of interdependent variables. From a 

muhi-organisational ‘system’ perspective, fiiture research could investigate the range of 

interdependencies critical to effect strategic alignment. Furthermore, it would be insightful to 

elicit the type of governance arrangements in place to support and sustain ICT strategy-making 

within a ‘system’ made up of autonomous yet interdependent organisations.

Further substantive evidence o f interest to practice could relate to exploring the micro elements 

of strategic alignment, i.e. the elements that fonn part of the ‘real work’ tied to the alignment of 

business and ICT strategies. Such an approach could reveal the extent to which the various 

management levels contribute to the strategic alignment process, the practices involved, and the 

challenges faced along with a micro-perspective o f the enabling and impeding features of the 

process. Indeed, inquiring further into the micro practices enacted by ICT middle managers 

based on the roles typology presented would be highly relevant to advancing beyond the 

findings o f this study.

Future studies might care to embrace the contextual conditions of the health sector only. The 

fast paced development o f ICT has the potential to impact significantly on the quality and 

provision of health services. Given the social, political, and economic realities facing this 

particular segment o f public service business, the door is wide open to make significant 

contributions to practicing ICT professionals and management engaged in this area o f work.

Finally, the presence of all six roles shown by the typology can potentially lead to improved 

outcomes in aligning business and ICT strategies in public service organisations. Further 

research is needed to validate this claim. Furthermore, the presence o f various role patterns in 

different contexts should be established. Moreover, the linkages between various patterns, 

different contexts, and strategy based outcomes could be helpful and very informative.

8.9 Conclusion
The research study presented a theoretical framework for the roles of ICT middle managers 

when aligning business and ICT strategies in public service organisations. The typology 

comprised of six distinct roles. The roles were described against a set of defined attributes
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made distinguishable from continuous iteration between that which is known and the 

observable case patterns.

The framework outlined a set of dominant activities made known by the actions of ICT middle 

managers. The activities form key elements of the process when aligning business and ICT 

strategies in the public service. Based on these findings, a theoretical contribution to the field of 

ICT management is proposed. The study revealed that ICT middle managers in public service 

organisations are the ‘linking pin’ (Likert, 1961) when aligning business and ICT strategies.

The findings revealed strategic alignment to be a complex set of ongoing, continuous and 

dynamic forces that require the full participation of the ICT middle management level to 

consistently strive towards raising the level of congruency between organisational priorities and 

ICT development. Effectively, ICT middle managers are key activists in aligning business and 

ICT strategies at the functional and business level. In terms of corporate and network strategy- 

making, ICT middle managers have a strategic contribution to make by way of option 

generation and realisation.

The realisation of strategic alignment was shown to be contingent on a number o f key variables 

that include ICT middle management enactment of purposeful leadership enterprise- and 

system-wide, development of ICT management capabilities and ICT resource capacity, along 

with support from the top-down aided by strong collaborative congruency among key 

functional and business areas requiring the involvement of all management levels. Furthermore, 

the realisation o f adequate ICT management capability and capacity does not come about 

through the lack of strategic activity, rather the opposite is true. Greater ICT middle 

management agency in relation to the aligrmient o f business and ICT strategies will serve to 

build and grow the ICT management capability. In this sense, senior management can support 

the strategy process by way of expanding power so to empower ICT middle managers to 

strategically act with greater authority and leadership.

In conclusion, the study explored a key theme of practical interest to the field o f ICT 

management. Subsequently, through the application of rigorous methods, a typology surfaced 

that described the roles and activities of ICT middle managers when aligning business and ICT 

strategies in public service organisations. It was discovered that ICT middle managers have 

critical roles to enact.
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Appendix 1

Perceived Most Important Key Issues in Information and Communication Technology Management'
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Source: Adapted from Caffrey and McDonagh (2009)

*  Denotes jo in t ranking.

The Key issues are based on a longitudinal period o f 30 years. Many additional issues have become popular in the last decade (Change Management, Globalisation, ICT for Innovation, ICT Costs etc.). 
 ̂Cells with blanks indicate the issue was not reported among top 10 in that particular study.
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Appendix 2

Interpretation of Meta-level Themes based on Literature Findings to Describe Reasons for the 
Persistent Challenge of Strategic Alignment

M eta-level Theme Reasons for Persistent Challenge

Failure to Co-create

Strategic alignment is based-on how business and ICT 
are aligned with each other and not how ICT is aligned 
with the business (Luftman et al., 2009); Lack o f clear 
ownership o f ICT-business alignment (Chan and 
Reich, 2007a; Luftman and Kempaiah, 2007 Luftman 
et al., 1999); ICT management does not understand 
the business environment; ICT and business lack close 
relationships (Luftman and Brier, 1999).

Lack of Interdependent View

Business units lack o f  support for corporate-wide ICT 
initiatives; Business units lack o f understanding for the 
organisation’s ICT environment; Business units 
competing for ICT resources rather than sharing 
(Luftman and Kempaiah, 2008); Antiquated business 
processes in business units (Luftman and Brier, 1999).

Lack of Strategic Planning (Visioning and 
Prioritising)

Failure to link individual business unit plans to 
strategy; Business units poorly prioritise ICT needs 
(Chan and Reich, 2007a; Luftman and Kempaiah, 
2007; Luftman et al., 1999)); Lack of clarity about 
corporate goals and direction (Luftman and Kempaiah, 
2008); Organisations need to go beyond a focus solely 
on ICT infi-astructure (Luftman et al., 2009); ICT does 
not prioritise well (Luftman and Brier, 1999).

Underperforming Role of Senior 
M anagement

Management tend to look for a silver bullet but it does 
not exist (Luftman et al., 2009); Negative influence 
from headquarters’ leadership (Chan and Reich,
2007a; Luftman and Kempaiah, 2007); Lack o f senior 
management support for ICT (Luftman and Kempaiah, 
2008); Resistance from senior management (Luftman 
and Brier, 1999).

Failure to position ICT as a Business 
Investment

Inadequate commitment in business budgets to fimd 
ICT investments; Inadequate commitment o f  business 
staff to support ICT investments (Chan and Reich, 
2007a; Luftman and Kempaiah, 2007).

Inadequate ICT M anagement Capability

Ineffective governance between business and ICT 
(Luftman and Ben-Zvi, 2010b); Poor communication 
with business community (Luftman and Brier, 1999); 
ICT management are overcome by the meaning of 
strategic alignment (Luftman et al., 2009); ICT 
management lacks leadership; ICT fails to meet its 
commitments (Luftman and Brier, 1999).
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Appendix 3

Descriptive Categories of Organisational Members that can Influence Process when Aligning 
Business and ICT Strategies

Organisational
Category Participant Profile

ICT Employees and 
Professionals

Employees (Bemoff and Schadler, 2010); IS  Users (Ghosh and Scott, 2009); IT  People 
(Reich and Kaarst-Brown, 2003); IT  S ta ff  (Feeny and Willcocks, 1998); IT  Staffers 
(Shpilberg et al., 2007); Developers (Ghosh and Scott, 2009); Testers (Ghosh and 
Scott, 2009); IT  Professionals (Tan, 2011); IS  Professionals (Applegate and Elam, 
1992; Tan and Hunter, 2002; Todd et al., 1995)

ICT Management

IT  Executives (Luftman and Brier, 1999; Reich and Benbasat, 2000; Silvius et al., 
2009; Tallon, 2007-8; Tallon and Pinsonneault, 2011; Westerman, 2009); IS  
Executives (Applegate and Elam, 1992; Lederer and Salmela, 1996; Pollalis, 2003; 
Reich and Benbasat, 1996; Tan and Gallupe, 2006); IT  Managers (Rockart et al., 
1996); IS  Managers (Baets, 1996; Earl, 1993; Pybum, 1983; Rockart et al., 1996); 
Executive IT  Managers (Campbell, 2007); IS  Project Managers (Sauer et al., 1997); 
Middle- and Junior-level IT  Managers (Tarafdar and Qrunfleh, 2010^

Business
Management

Managers (Ghosh and Scott, 2009; Gupta et al., 1997; Peak et al., 2005); Business 
Managers (Bassellier et al., 2003; Kearns and Sabherwal, 2006-7); Business 
Professionals (Skok and Tan, 2007; Tan, 2011); Business Executives (Reich and 
Benbasat, 2000; Tallon, 2007-8; Tallon and Pinsonneault, 2011; Westerman, 2009); 
Business Unit Executives (Reich and Benbasat, 1996; Tan and Gallupe, 2006); 
Business Process Managers (Ghosh and Scott, 2009); Line Managers (Earl, 1993; 
Rockart et al., 1996); Functional Managers (Tarafdar and Qrunfleh, 2010); Business- 
ITRelationship Managers (Fonstad and Robertson, 2006); Executives (Cegielski et 
al., 2005); N on-IT Executive (Ross and Weill, 2002)

Senior ICT 
Management

Senior IT  Leadership (Byrd et al., 2006); Senior IS  Executives (Applegate and Elam, 
1992; Doherty and King, 2001); Top IS  Managers (Bush et al., 2009); Corporate IT  
Leaders (Fonstad and Subramani, 2009); IS  Directors (Ghosh and Scott, 2009); CIO 
(Banker et al., 2011; Brynjolfsson, 2005; Byrd et al., 2006; Cegielski et al., 2005; Enns 
and McDonagh, 2012; Feeny et al., 1992; Holland and Skarke, 2008; Johnson and 
Lederer, 2010; Preston and Karaharma, 2005: 2009a: 2009b; Rockart et al., 1996; Silva 
et al., 2007; Singh and Woo, 2009); CTO (Nolan and McFarlan, 2005)

Senior Management

Mid-high Management-level (Coughlan et al., 2005); Executive Management 
(Preston and Karahanna, 2005); Senior Executives (Applegate and Elam, 1992; Kearns 
and Sabherwal, 2006-7); Top Management (Kearns and Sabherwal, 2006-7); Top 
Management Team (Preston and Karahanna, 2009a: 2009b); Senior Managers 
(Pybum, 1983); C-Level Counterparts (Tarafdar and Qrunfleh, 2010); General 
Managers (Earl, 1993; Lederer and Salmela, 1996^; COO (Holland and Skarke, 2008); 
CFO (Banker et al., 2011, Brynjolfsson, 2005; Holland and Skarke, 2008); CEO 
(Aiken and Keller, 2007; Applegate and Elam, 1992; Banker et al., 2011; Brynjolfsson, 
2005; Edwards, 2000; Feeny et al., 1992; Holland and Skarke, 2008; Johnson and 
Lederer, 2010; Nadler and Nadler, 2006; Preston and Karaharma, 2005; Wade, 2004)

Executive Board Board (Bloch et al., 2012); Boards (Nadler and Nadler, 2006); Board o f  Directors 
(Nolan and McFarlan, 2005)
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Appendix 4

Alleged Differences between Positivism and Interpretivism

Metatheoretical 

Assumptions About:
Positivism Interpretivism

Ontology
Person (researcher) and reality are 

separate

Person (researcher) and reality are 

inseparable (life-world)

Epistemology
Objective reality exists beyond the 

human mind

Knowledge o f the world is 

intentionally constituted through a 

person’s lived experience

Research Object

Research object has inherent 

qualities that exist independently of 

the researcher

Research object is interpreted in light 

o f meaning structure of person’s 

(researcher’s) lived experience

Method Statistics, content analysis Hermeneutics, phenomenology, etc.

Theory o f Truth

Correspondence theory o f truth: 

one-to-one mapping between 

research statements and reality

Truth as intentional fulfilment: 

interpretations o f research object 

match lived experience o f object

Validity
Certainty: data truly measures 

reality
Defensible knowledge claims

Reliability
Replicability: research results can be 

reproduced

Interpretative awareness: researchers 

recognise and address implications o f 

their subjectivity

Source: Adopted from Weber (2004)
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Appendix 5

Distance and Engagement between Researclier and Subject with Different Data Gathering 
Methods

Distance Enmsement

• Analysis of Published Data

• Textual Analysis 

• Survey

• Interview (Structured > Semi > Unstructured)

• Passive obser\'ation (incl. lab experiments)

• Action Research

Source: Adapted from Nandhakumar and Jones (1997)
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Appendix 6

Paradigmatic Classification of Strategic Alignment Research

Research
theme

Epiftemology
Research
design

Research
method

Geographical region Sample frame
Industry Reference

Positivist interpretive USA&
Canada Europe Rett of

world Global Private sector Public
sector

CIO influence 
on ICT
innovation and 
alignment

Y Case Interviews Ireland Multiple
Cross-
sectional

Enns&
McOonagh
(2012)

Link between 
strategic agility 
& alignment

Y Survey USA
1600
Corporates

Cross
Sectional

Tallon & 
Pinsonneault 
(2011)

Measurement 
of strategic fit

Y Design Science
Interviews &
Model
analysis

Canada 5 Corporates Electronics
McLaren ef al. 
(2011)

Alignment and
revolutiona^
change

Y Case
Interviews/
Statistical
analysis

China 2 Corporates Undisclosed
Wang et al. 
(2011)

ICT strategy 
development Y Survey

Statistical
factor
analysis

USA
174
organisations

Cross
sectional

Chen et al. 
(2010)

CEO/CIO
understanding

Y Large-scale
guestionnaire

Statistical
analysis

USA
204 corporate 
organisations

Cross
sectional

Johnson & 
Lederer (2010)

Tactical
alignment Y Case Interviews USA 4 Corporates Mixed

Tarafdar & 
Qrunfleh (2010)

Impact of ICT 
enat)led 
processes on 
alignment

Y Survey
Statistical
analysis

Multiple
European
countries

42 medium & 
large
organisations

Cross
sectional

Schwarz ef al. 
(2010)

ERP
alignment

V Email
guestionnaire

Statistical
analysis

10
European
countries

88 corporate 
organisations

Cross
sectional

Vek:u (2010)

Business-ICT
alignment
maturity

V V^idated
guestionnaire

Statistical
analysis

China
22 large 
organisations

Cross
sectional

Chen (2010)

Impact of 
culture on 
alignment

Y Case Interviews Jordan
4 large 
organisations

Various
Al Majali & 
Dahlin (2010)

ICT-business
alignment
analysis

Y Case Interviews USA 3 large 
organisations

Single
organisation

Industrial, 
manufac
turing, 
healthcare, 
& University

Tarafdar & 
Qrunfleh (2009)

BuNding
enterprise
alignment

Y Case

Grounded 
method: 
interviews & 
survey

Global Single MNC
Insurance & 
finance

Fonstad & 
Subramani 
(2009)

Misalignment 
in the 
knowledge 
enterprise

Y Case
Semi-
structured
interviews

Canada eSMEs

Business, 
legal & 
education 
sen/ices

Denford & 
Chan (2009)

Building 
shared vision

Y Validated
guestionnaire

Statistical
analysis

USA
243 large 
organisations

Cross- 
sectional 
but mainly 
health

Preston & 
Karahanna 
(2009b)

Relational
alignn^nt

Y Case Interviews USA
Single large 
organisation Unstated

Ghosh & Scott 
(2009)

Multi
disciplinary 
goal approach 
to alignment

Y Case Interviews USA
Single
business
school

Business
school
(University)

Singh & Woo 
(2009)

Organisational 
awareness of 
alignment

Y
Hypothesis
testing

Statistical
analysis

USA 7 large 
organisations

Various
Sledgianowski
(2009)

Strategy & 
alignment

Y Case
Documents 
& interviews

Netherlands 2SMES Finance Sih/ius (2009b)

Antecedents 
of strategic 
alignment

Y Survey
guestionnaire

Hypothesis
testing

Turkey 169SMES
Cross
sectional

Yayla & Hu 
(2009)

Alignment of 
ICT
capabilities

Y
Sun/ey
guestionnaire

Statistical
analysis

USA

Major supply 
chain vendor & 
238 client 
organisations

Cross 
sectional 
(emphasis 
on supply 
chain)

Rai et al. 
(2009)

E-government
collaboration

Y Case

Documents 
& semi
structured 
inten/iews

USA
3 Federal 
agencies

Federal
Federowicz et 
al. (2009)

ICT
governance & 
alignn^nt

Y Case

Documents. 
Delphi 
survey & 
interviews

Belgium eSMEs Finance
De Haes & Van
Grembergeen
(2009)

Measuring
strategic
alignment

Y
Survey
questionnaire

Statistical
analysis

United
Arab
Emi
rates

Single large 
organisation

Manufac
turing & 
contracting

Khaiata &
Zualkerman
(2009)

Aligning ICT 
with
organisational
objectives

Y Case Inten/iews USA 15SMES HealUicare
Bush etal. 
(2009)

Dynamic 
capabilities 
approach lo 
alignment

Y
Longitudinal
case

Archived 
data & 
interviews

Taiwan
Single large 
organisation

Semi
conductor

Chen et al. 
(2008)

Alignment of
Enterprise
Architecture

Y Case
Survey, 
interviews & 
workshop

Nicar
agua

Single SME
Internet
service
provider

Plazola et al. 
(2008)

Strategic 
Profile & role 
of ICT

Y Historical data
Document
analysis

Canada
41 large 
organisations

Cross
sectional

Aubert el al. 
(2008)
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Research
theme

Epistemology
Research
design

Research
method

Geographical region Sample frame
Industry Reference

Positivist Interpretive
USA&
Canada Europe

Rest of 
world

Global Private sector
Public
sector

Sustained
strategic
alignment

Y Historical data

Literature 
article 
review and 
analysis

USA Multiple Cross sectional
Baker &
Jones
(2008)

Business & 
ICT alignment 
framework

Y Historical data

Literature 
article 
review and 
analysis

Sweden Multiple Multiple Cross sectional
Vargas ef 
a/. (2008)

Process 
perspective on 
strategic 
alianment

Y
Survey
questionnaire

Statistical
analysis

USA
241 publicly 
traded
organisations

Cross sectional
Tallon
(2007-8)

Executive 
perception of 
business-ICT 
alignment

Y Case Inten/iews Netherlands
3 large 
organisations

2x
organisation

Financial & 
public sen/ice

Silvius
(2007)

Persistent 
issues for 
business-ICT 
alignment

Y Sun/ey
Assessment
instrument

USA. 
Latin 
America 
, Europe 
& India

197 Global 
1000
organisations

Cross sectional
Luftman & 
Kempaiah 
(2007)

Strategic ICT 
& organisation 
structure

Y Case
Documents 
& interviews

Guate
mala

2 large 
hospitals

Health
SHva&
Hirschheim
(2007)

Alignment
factors

Y
Survey
questionnaire

Statistical
analysis

Australia
35 medium & 
large
organisations

Cross
sectional

Gartlan &
Shanks
(2007)

Alignment & 
Execution Y Case

Historical
data&
interviews

USA
Single
corporate
organisation

Phannaceutical
Huang & Hu 
(2007)

Strategic value 
& alignment

Y Sun/ey
Statistical
analysis

Canada 347 SMEs Manufacturing
Oh&
Pinsonneault
(2007)

Strategic
alignment
method

Y Historical case
Content
analysis

France
Single
corporate
franchise

Retail
Thevenet &
Saiinesi
(2007)

Organisation 
interpretation 
of alignment

Y Case

Semi- 
structured 
inlen/iews & 
NVIVO

Chile
5x
organisation

Health & 
education

Sitva ef al. 
(2007)

Critical 
success 
factors for 
ERP Delivery

Y Case Inten/iews USA
Caribb
ean

SME & large 
organisation

Food & energy
Plants.
Willcocks
(2007)3

Business 
Icnowledge of 
ICT

Y

Literature
review
(conceptual
development)

Field testing UK Multiple SMEs Accountancy
Skok & Tan 
(2007)

Dynamic 
nature of 
strategic 
alignment

Y Grounded
theory

Documents, 
interviews & 
focus group

Australia SME & MNCs
Manufacturing, 
consumer good 
and finance

Campbell
(2007)

Kno'fAedge 
based view of 
alignrrtent

Y Sun/ey
Factor
analysis

USA
269 corporate 
organisations

Cross
sectional

Kearns & 
Sabherwal 
(200S-7)

Perspectives 
on strategic 
alignment

Y
Website
assessment
instrument

Algorithm
analysis

USA MNCs
Cross
sectional

Coleman & 
Papp 
(2006)

Unking project 
management 
to business 
strategy

Y Case
Semi
structured
interviews

USA
7 large 
organisations

Cross
sectional

Srivannaboon 
& Milosevk; 
(2006)

Maturity 
measurement 
of alignment

Y Survey
Assessment
instrument

USA
11 SBUsinS
corporate
organisations

Cross
sectional

Sledgianowski
etal.
(2006)

Structural 
effects on 
alignment

Y Survey
Questionnai 
le analysis

Malay
sia

3 public 
instiiutions

Higher
education

Basir&
Yusop
(2006)

Antecedents & 
outcomes of 
strategic 
alignment

Y Survey
Factor
analysis

Canada
226 corporate 
organisations

Cross
sectional

Chan et al. 
(2006)

Cognitive 
approach to 
strategic 
alignmenl

Y Case Inten/iews
New
Zealand

8 corporate 
organisations

Finance & 
health

Tan & 
Gallipe 
(2006)

Alignment & 
electronic 
records 
management

Y
Closed survey 
questionnaire

Statistical
analysis

Taiwan

1,450
admin
agencies.
190
business 
agencies &
1,679 public 
schools

Government
Hsu ef al. 
(2006)

ICT
organisation 
impact on 
alignment

Y Survey
VMOST
analysis

Australia Single MNC Retail
Bleistein ef 
al. (2006)

Exploiting ICT 
effectiveness 
toward 
alignment

Y Case Inten/iews USA
2 corporate 
organisations

1
government
agency

Defence & 
government

Weiss &
Thorogood
(2006)

ICT integration 
strategies

Y Case
Documents 
& interviews

Netheriands 3 hospitals Health
Wijnhoven 
e/a/. (2006)

Leveraging
ICT
investment

Y Sun/ey
Statistical
analysis

USA 275 SMEs Manufacturing
Byrd etal. 
(2006)
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Research
theme

Epistemoloflv Research
design

Research
method

Geographical region Sample frame
Industry Reference

Positivist Interpretive
USA&
Canada

Europe
Rest of 
world

Global Private sector
Public
sector

Strategic
alignment
maturity

Y Case
Historical 
documents 
& interviews

USA Single MNC Chemical
Sledgianowski
&Luftman
(2005)

Strategic ICT 
value
management

Y Sun/ey
Statistical
techniques

West
European
countries

640 large 
organisations

Cross sectional
Breyne &/ 
a/.(2005)

Strategic 
alignment & 
organisation 
performance

Y Survey
Questionnai
re

European
countries

505 mediums 
large
organisations

Cross sectional
Kefi&
Kalika
(2005)

Business-ICT
reiabonships

Y Case

Semi
structured 
interviews & 
thematic 
content 
analysis

UK
Single
corporate
organisation

Banking
Cougfilan et 
al. (2005)

Shared
executive
knowledge

Y Sun/ey
questionnaires

Statistical
analysis

USA&
Canada

Single
European
country

126 large 
organisations 
(USA: 123; 
Canada: 2; 
Europe: 1)

Cross sectional
Preston & 
Karahanna 
(2005)‘

Enterprise
application
integration

Y Case Inten/iews
Singapo
re

Single large 
organisation

Financial
servrces

Lam (2005)

ICT strategy Y Sun/ey
Stabstical
analysis

USA
Fortune 1000 
index members

Cross sectional
Cegielski el 
al. (2005)

Practitioner 
perspective on 
strategic 
alignment

Y Case
Focus
group
sessions

Australia
lOSBUs in 6 
MNCs

Cross sectional
Campbell et 
al. (2005)

Strategic
alignment
planning

Y Case Surveys & 
interviews

USA
Single
corporate
organisation

Utility servk^s
Peak et al. 
(2005)

ICT strategy & 
innovation Y Case

Archived 
records & 
inten/iews

UK
Single
corporate
organisation

Aviation
engineering

Smith & 
Rogers 
(2004)

Strategic
alignment
challenges

Y Historical
evidence

Content
analysis

USA Multiple Cross sectional
D'Souza & 
Mukherjee 
(2004)

Business-ICT
partnerships

Y Sun/ey
Statjstk:al
analysis

Canada 2 MNCs Insurance
Bassellier &
Benbasat
(2004)

Strategic
alignment
nxxjels

Y Case
Historical 
records & 
interviev^

Australia Single MNC Finance
Avison el al 
(2004)

Linkage of ICT 
to
performance

Y Survey Statistical
analysis USA

56 corporate 
organisations

Cross sectional
Santhanam 
& Hartono 
(2003)

Business 
influence on 
ICT
devek^pment

Y Survey Statisticai
analysis

Canada
2 large 
organisatkxis

Insurance
Bassellier et 
al. (2003)

Strategic
alignment
planning

Y Survey
Statistical
analysis

USA
161 corporate 
organisations

Cross sectional
Newkirk et 
al. (2003)

Social & 
intellectual 
capita) effects 
on alkjnment

Y Case
Documents, 
survey & 
inten/iews

USA Single MNC Ph^^maceutical

Reich & 
Kaarst- 
Brown 
(2003)

Alignment in 
intensive 
information 
organisatksns

Y Survey
Cluster
analysis

USA
183 corporate 
organisations

Cross sectional
Pollalis
(2003)

Contextual 
effects on 
strategic 
alignment

Y Survey
Variable
analysis

Taiwan
156 corporate 
organisations

Cross sectional
Wang & Tai 
(2003)

Alignment and 
firm
performance

Y Sun/ey
Moderation
analysis

UK 250 SMEs Manufacturing
Cragg el al. 
(2002)

Synchronise 
ICT planning Y Case

Focus
group
sessions

USA
Multiple
corporate
organisations

Cross sectional
Prahalad &
Krishnan
(2002)

Role of 
cognition in 
ICT alignment

Y
Literature
review

Content
analysis

USA Multiple Cross sectional
Tan&
Hunter
(2002)

Enterprise 
Infrastructure 
& strategic 
agility

Y Case

Sun/eys, 
interviews & 
on-site 
observation

USA
89 corporate 
organisations

Cross section^
Weill ef a/. 
(2002)

Effect of 
organisation 
structure on 
strategic 
alignment

Y Case Interviews
USA&
Canada

8 MNCs Cross sectional
Chan
(2002)

ICT evolution 
-  problem 
domain

Y Case
Interviews & 
observation

UK
Single
corporate
organisation

Manufacturing Irani (2002)

Classification 
of ICT & 
business 
strategy

Y Sun/ey
Multiple
variable
analysis

USA&
Canada

234 corporate 
organisations

Cross sectional
Sabherwal
&Chan
(2001)

Alignment & 
organisation 
performance

Y Sun/ey
Variable
analysis

Canada
243 corporate 
organisations

Cross sectional
Croteau & 
Bergeron 
(2001)
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Research
theme

Epistemology
Research
design

Research
method

GeograpMcal region Sample frame
Industry Reference

Positivist Interpretive
USA&
Canada Europe

Rest of
world

Global Private sector
Public
sector

Strategic ICT 
alignment Y Case

Historic^ 
data & 
interviews

USA&
Australia

3 corporate 
organisations 
(USA: 2; 
Australia: 1)

Equipment 
sales, finance 
& property, & 
petroleum

Hirschheim
&
Sabherwal
(2001P

Alignment 
struggle in 
MNCs

Y Case

Historical
data,
interviews &
focus
groups

Israel Single MNC Fertiliser Rodinelli et 
al. (2001)

Alignment of 
ICT and 
competitive 
advantage

Y Sun/ey
Variable
analysis

USA
Fortune 1000 
Organisations

Cross sectional
Byrd & 
Turner 
(2001)

Strategic fit & 
role of ICT

Y Survey
Statistical
analysis

Canada IIOSMEs Cross sectional
Bergeron ef 
al. (2001)

Organisation 
issues & ICT 
development

Y Sun/ey
Statistical
analysis

593 corporate 
organisations

Cross sectional
Doherty & 
King (2001)

Dynamic 
nature of 
sUategic 
alignn^nt

Y Case

Inten/iews & 
analytic 
generalisati 
on

USA Global

2 corporate 
organisations & 
1 SME (USA;
1; Australia: 1; 
worldwide: 1)

Consulting
Sabherwal
efa/,(2001)

Bustness-ICT
alignn^nt
maturity

V Survey
Delphi
technique

USA
25 Fortune 500 
organisations

Cross sectional
Luftman
(2000)

Performance 
impacts & 
strategic 
alignment

Y Survey
Statistical
analysis

USA 80 8MES Retail
Palmer &
Markus
(2000)

Social
dimension of
strategic
alignrDeni

Y Case
Semi-
slructured
interviews

Canada
3 corporate 
organisations

Insurance
Reich &
Benbasat
(2000)

Effective ICT 
aJignmenI Y Case Inten/iews Canada

Defence 
force units

Government
Hartung et 
al. (2000)

Sustaining
business-ICT
alignment

Y Survey
Variable
analysis

USA
500 corporate 
organisations

Cross sectional
Luftman & 
Brier (1999)

Alignment
integration Y Case

Historical
data.
interviews &
focus
groups

Netherlands
2 corporate 
organisations

Banking & retail
Van Der 
Zee & De 
Jong (1999)

Design 
approach lo 
strategic 
aliQnrnenl

Critical paradigm
Action-based
case

Analysis & 
inten/ention

Denmark
Single private 
organisation

Film
Simonsen
(1999)

Cniical 
success 
factors for 
strategic 
alignment

Y Survey
Statistical
analysis

Singa
pore

136 large 
organisations

Cross sectional
Teo& Ang 
(1999)

lmplerr»nlatio 
no f strategic 
ICT plans

Y Survey
Factor
analysis

Norway
471
organisations

Members of
Nonway
Computer
Information
Society

Gotlschalk
(1999)

Strategic grid 
framework for 
ICT

Y Sun/ey
Statistical
analysis

USA
237
organisations

Cross sectional
Raghunathan 
e/a/. (1999)

Strategic ICT 
planning

Y Large scale 
survey

Q-meUiod USA
257 corporate 
organisations

Cross sectional
Segars &
Grover
(1999)

Organisation 
benefits from 
strategic 
alignment

Y Historical
evidence

Content
analysis

USA
178 ICT 
projects

Cross sectional
Mirani & 
Lederer 
(1998)

SISP Models 
and Alignment

Y Model Analysis
Variable
Analysis

USA
Segars &
Grover
(1998)

Alignment of 
ICT
investment & 
strateqy

Y Case
Grounded
theory Belgium

10 corporate 
organisations

Cross sectional
Slagmulder
(1997)

Configuration 
& ICT project 
failure

Y Case
Document 
analysis & 
inten/iews

Australia
Multi
organisation
system

Healthcare
Sauer e( al. 
(1997)

Business-ICT
integration

Y Survey
Statistical
analysis

USA
157 corporate 
organisations

Cross sectional
King&Teo
(1997)

Executive use 
of ICT

Y Case Interviews
USA&
Canada

7 large 
organisations

Cross sectional
Vanden- 
bosch & 
Huff (1997)

Managen^nt 
sophisbcation 
& impact on 
strategic 
alignment

Y Survey
Statistical
analysis

USA
213 corporate 
organisations

Finance
Gupta et al. 
(1997)

Strategic ICT 
development Y Case Interviews USA

Single large 
organisation

Aircraft parts
Choudhury
(1997)

Strategic ICT 
orientation Y Sun/ey

Variable
analysis

USA&
Canada

80 corporate 
organisations

Cross sectional
Chan et al. 
(1997)

Business 
planning 
reengineering 
for alignment

Y Case
Documents, 
interviews & 
obsen/ation

USA
Single
corporate
organisation

Engineering
Lockamy III 
& Smith 
(1997)

ICT structure 
and
organisational
structure

Y Sun/ey
Variable
analysis

USA
313 various 
organisations

Cross sectional
Fiedler et 
a l (1996)

Organisational 
congruency 
between ICT 
strategy and 
ICT leader

Y Survey
Variable
analysis

USA
1,035
organisations

Financial
Karimi et al. 
(1996)

Predictors of 
SISP

Y Survey
Variable
analysis

USA
500 large 
corporates

Corporate 1000 
organisations

Lederer & 
Sethi (1996)

ICT benefits 
management

Y Historical case 
evidence

Content
analysis

USA Multiple Various
Jurison
(1996)
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Research
theme

Epistomoloqy
Research
design

Research
method

Geographical region Samp(e frame
Industry Reference

Positivist Interpretive USA&
Canada Europe

Rest of 
world

Global Private sector PuMie
sector

Measuring 
busir>ess & 
IC T Iin loge

Y Case
Historical 
documents 
& interviews

Canada
10SBUS in 3
corporate
organisations

Insurance

Reich &
Benbasat
(1996}

Organisational 
transformation 
with ICT

Y Case

Historical
documents,
sem i&
unstructure
d
inten/iews,
&
obsen/ation

USA
Single
corporate
organisation

Software
Orlikowski
(1996)

Strategic ICT 
planning

Y
Historical
evidence

Content
analysis

USA Multiple Various
Lederer &
Salmela
(1996)

Corporate 
strategy & ICT 
alignmeni

Y
Survey
Questionnaire

Statistical
analysis

Europe
4 corporate 
organisations

Banking
Baets
(1996)

Imperatives for 
ICT
organisation

Y Case Interview's
USA. 
Europe 
& Japan

16 large
corporate
organisations

Cross sectional
Rockart et 
al. (1996)

Aligning ICT 
innovation

Y
Longitudinal
case

Organisatio 
nal cultural 
audit
(workshops)

Hong
Kong

168 m ed ium s 
iarge
organisations

Cross sectional Burn (1996)

Business 
value from 
strategic 
alignment

Y Survey
Variable
analysis

Global
60 SBUs in 20 
MNCs

Cross sectional
Barua e l al. 
(1995)«

Tracking ICT 
skills

Y Historical data
Content
analysis

USA&
Canada

Multiple Various
Todd etal. 
(1995)

Aligning ICT 
function

Y Case
Surveys & 
interviews

USA 6 MNCs Cross sectional
Brown &
Maglll
(1994)

Critical 
success 
factors for 
organisalionai 
ICT

Y Sun/ey
Statistical
analysis

USA

244
academic
institutions

Education
Sabherv/al
& K irs
(1994)

Sustaining 
strategic ICT 
performance

Y Sun/ey
Statistical
analysis

USA
30 corporate 
organisations

Cross sectional
Kettinger et 
al. (1994)

Strategic ICT 
outcomes

Y Case
Survey & 
interviews

UK
21 corporate 
organisations

Cross sectional Earl (1993)

Improving 
business & 
ICT alignmeni

Y Case
Historical 
documents 
& intervievre

Australia
4 corporate 
organisations

Banking
Broad bent 
& Weill 
(1993)

Alignment 
betv/een ICT & 
organisation

Y Survey

Perceptual
measureme
nt
instrument

South
Africa

Single
corporate
organisation

Aluminium
producer

Miller
(1993)

Causality of
strategic
alignment

Y Survey
Variable
analysis

USA Multiple Various
Powell
(1993)

Slralegic data 
planning

Y Case
Interviews & 
video

USA
6 Large 
organisations

Different
Industnes

Goodhue el 
a/. (1992)

Corporate ICT 
manaoement

Y Case Interviews USA
30 large 
organisations

Cross sectional
Clark
(1992)

C E O /C IO  
relationship

Y Case
Semi-
structured
interviews

USA
14 large 
organisaUons

Cross sectional
Feeny etal. 
(1992)

ICT for
competitive
advantage

Y Sun/ey
Statistical
analysis

USA
113 corporate 
organisations

Furniture & 
clothing

Powell
(1992)

ICT leadership Y
lnten/iews&
survey

Statistical
analysis

USA Multiple C ross-section^
Applegate & 
Elam (1992)

Integrating 
SISP and 
competitive 
and
competitive
strategy

Y
Survey and 
content

Content
analysis

USA Multiple Cross sectional
Das etal. 
(1991)

Unking ICT & 
organisational 
strategy

Y Survey
Statistical
analysis

USA
52 corporate 
organisations

Cross sectional
Tavakolian
(1989)

Strategic ICT 
planning & 
Execution

Y Survey
Statistical
analysis

USA
30 corporate 
organisations

Cross sectional
Lederer & 
Sethi (1988)

Leveraging 
ICT for
organisational
transformation

Y Case Interviews USA
Single
corporate
organisations

Retail
Henderson 
& Sifonis 
(1988)

Impact o f ICT 
planning

Y Survey
Factor
Analysis

USA
140
organisations

Various
Raghuna- 
than and 
King (1988)

Strategic ICT 
for competitive 
advantage

Y Survey
Statistical
analysis

USA
Multiple
organisations

Variety of 
industries

lves&
Learmonlh
(1984)

Unking ICT 
Mfith corporate 
strategy

Y Case Interviews USA
8 corporate 
organisations

Cross sectional
Pyburn
(1983)

 ̂Denoted as USA origin 

■' Denoted as USA &  Canada origin 

 ̂Denoted as Global

 ̂Located in USA &  West Europe but denoted as Global
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Appendix 7

Strengths and Limitations of Case Study Research

Strengths Limitations
Qualitative methods enable the experience and 

complexity of programmes and policies to be 

studied in-depth and interpreted in the precise 

socio-political contexts

Researcher subjectivity is an inevitable part o f the 

frame however, appropriately controlled can be as 

essential in understanding the case

Can document multiple perspectives, explore 

contested viewpoints, demonstrate the influence o f 

key actors and interactions between them in telling 

a story o f the strategic issue o f interest

Too much personal involvement can become an 

issue as the influence o f feelings and emotions can 

impact on the credibility o f findings

Usefiil for exploring and understanding the process 

and dynamics o f change by describing, 

documenting, and interpreting events as they 

unfold in real-life context

Written reports cannot capture nor hold the reality 

as lived by the research participants however, the 

researcher can highlight the time of study, partial 

nature of interpretations and constructive 

conditions and allow the participants to determine 

its accurateness and credibility

Determine critical factors during implementation 

phase o f  a programme or policy and identify the 

patterns and links between them

Inferences from a case or cases to other contexts 

are not generalisable however, by using a 

qualitative database and selecting with tacit appeal, 

situated understanding can positions to other 

outlying settings

Neither time-dependent constrained by method 

(days, weeks, months, or years) and drafted in 

various forms and lengths

Usefrilness o f findings for policy development is 

partly dependent on how confirmability and 

credibility is established and findings 

communicated

Responsive to shifts in focus and unexpected 

outcomes from action and can use a range o f 

methods to best understand the case

Formal generalisation o f case study research for 

policy making is not the aim; the aim is 

particularisafion, to inform practice o f a single 

setting by providing knowledge o f a specific topic 

in rich form

Accessible language allows audiences o f case 

study reports to experience what was observed and 

utilise their tacit knowledge in making sense o f its 

significance

Provides the potential for participants to engage in 

the research process.

Source: Compiled from Simons (2009)
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Appendix 8

Process of Building Theory from Case Study Research

Step Activity Reason

Getting Started

Definition o f research 

question.

Possibly a priori constructs. 

Neither theory nor hypotheses.

Focuses efforts.

Provides better grounding of construct measures. 

Retains theoretical flexibility.

Selecting Cases

Specified population. 

Theoretical, not random, 

sampling.

Constrains extraneous variation and sharpens 

external validity.

Focuses efforts on theoretically useful cases -  

i.e., those that replicate or extend theory by 

filling conceptual categories

Crafting 

Instruments and 

Protocols

Multiple data collection 

methods.

Qualitative and quantitative 

data combined. Multiple 

investigators.

Strengthens grounding o f theory by triangulation 

o f evidence.

Synergistic view o f evidence.

Fosters divergent perspectives and strengthens 

grounding.

Entering the Field

Overlap data collection and 

analysis, including field notes. 

Flexible and opportunistic data 

collection methods.

Speeds analyses and reveals helpful adjustments 

to data collection.

Allows investigators to take advantage of 

emergent themes and unique case features.

Analysing Data

Within-case analysis. 

Cross-case pattern search 

using divergent techniques.

Gains familiarity with data and preliminary 

theory generation.

Forces investigators to look beyond initial 

impressions and evidence through multiple 

lenses.

Shaping

Hypotheses

Iterative tabulation o f evidence 

for each construct.

Replication, not sampling, 

logic across cases.

Search evidence for “why” 

behind relationships.

Sharpens construct definition, validity, and 

measurability.

Confirms, extends, and sharpens theory. 

Builds internal validity.

Enfolding

Literature

Comparison with conflicting 

literature.

Comparison with similar 

literature.

Builds internal validity, raises theoretical level, 

and sharpens construct definitions.

Sharpens generalisation, improves construction 

definition, and raises theoretical level.

Reaching Closure
Theoretical saturation when 

possible.

Ends process when marginal improvement 

becomes small.

Source: Adopted from Eisenhardt (1989)
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Appendix 9

Process Research Cycle

A m ore refined 
stu d y  vo labulary  

and  research  
questions

C o re  Q uestion  o f  
the Study

R ela ted  them es 
and  questions

C om para tive
analysis

P re lim inary  da ta  
co llec tion

f
I A dd itiona l pa tte rn  
I reco g n itio n  across 

m ore cases

Early  pattern  
reco g n itio n

F urther da ta  
co llec tion

E labora ted  them es 
and  q uestions

E arly  w riting

D isconfirm ation  
and v erifica tion

Source: Adapted from Pettigrew (1997)
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Appendix 10

Seven Strategies for Sense Making from Process Data

Strategy
Key
Anchor
Points

Exemplars
Fit with Process 
Data Complexity

Specific Data 
Needs

“Good Theory” 
Dimensions

Form of
Sense-
M aldng

Narrative
strategy Time

Chandler
(1964)
Bartunek
(1984) 
Pettigrew
(1985)

Fits with 
ambiguous 
boundaries, 
variable temporal 
embeddedness, 
and eclecticism.

One or few rich 
cases. Can be 
helped by 
comparison.

High on accuracy. 
Lower on simplicity 
and generality.

Stories,
meanings,
mechanisms

Quantification
strategy

Events,
outcomes

Garud &Van 
de Ven 
(1992)
Van de Ven 
& Policy 
(1992)

Focuses on events 
and their 
characteristics. 
Eschews 
ambiguity.

Needs many 
similar events for 
statistical 
analysis: one or 
few dense cases 
arc best.

High simplicity, 
potentially high 
generality, modest 
accuracy 
(abstraction from 
original data).

Patterns,
mechanisms

Alternate
templates
strategy

Theories

Allison
(1971)
Markus
(1983)
Pinfield
(1986)
Collis
(1991)

Adaptable to 
various kinds of 
complexity. 
Different 
templates capture 
different elements.

One case if 
enough. Degrees 
o f  fi-eedom come 
from multiple 
templates.

Each theoiy can be 
simple and general. 
Together, they offer 
accuracy, but 
simplicity and 
generality disappear 
with theory 
integration.

Mechanisms

Grounded 
theory strategy

Incidents 
(units o f 
text), 
categories

Sutton
(1987)
Isabella
(1990)
Gioia,
Thomas,
Clark &
Chittipeddi
(1994)

Adapts well to 
eclectic data and 
ambiguity. May 
miss broad high- 
level patterns.

Needs detail on 
many similar 
incidences. Could 
be different 
processes or 
individual-level 
analysis o f one 
case.

High on accuracy, 
moderate simplicity. 
May be difficult to 
go from substantive 
theory to more 
general level.

Meanings,
patterns

Visual
mapping
strategy

Events,
ordering

Meyer
(1984,1991) 
Nutt (1984, 
1993) 
Langley & 
Truax 
(1994)

Deals well with 
time,
relationships, etc. 
Less good for 
emotions and 
interpretations.

Needs several 
cases in moderate 
level o f  detail to 
begin generating 
patterns (5-10 or 
more).

Moderate levels o f  
accuracy, simplicity, 
and generality. Not 
necessarily good at 
detecting 
mechanisms.

Patterns

Temporal
bracketing
strategy

Phases

Barley
(1986)
Denis,
Langley, &
Cazale
(1996)
D oz(1996)

Can deal with 
eclectic data, but 
needs clear 
temporal 
breakpoints to 
define phases.

One or two 
detailed cases are 
sufficient if 
processes have 
several phases 
used for 
replication.

Accuracy depends 
on adequacy o f 
temporal 
decomposition. 
Moderate simplicity 
and generality.

Mechanisms

Synthetic
strategy

Processes
(e.g.,
decisions,
change
efforts, new
products)

Eisenhardt 
(1989a; with 
Bourgeois, 
1988)
Meyer & 
Goes (1988)

Needs clear 
process 
boundaries to 
create measures. 
Compresses 
events into typical 
sequences.

Needs enough 
cases (5-^) to 
generate 
convincing 
relationships. 
Moderate level o f 
detail needed for 
internal validity.

Modest accuracy 
(but much better 
than questionnaire 
research). Can 
produce simple and 
moderately general 
theories.

Prediction

Source: Adopted from Langley (1999)
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Appendix 11

Review of Contextual Secondary Data - ICT Developmental Aims in Irish Health System 
(2000-2009)

Point-
in-
Time

Organisation
Key Teams, 
Comrnittees 
and Groups

Strategic ICT 
Initiatives and Plans

Strategic Objectives and 
Outcomes Reference

April
2000

DoHC

Deloitte & 
Touche A udit 
Team

Y ork Health
Econom ics
C onsortium

IT Issues and 
Challenges:
Exam ine w hether the 
current m anagem ent 
infoniiation systeins are 
sufficiently  developed to 
provide on-going 
accurate and tim ely 
infom iation and if  not 
state how  this objective 
is to be achieved.

TTie im plem entation o f  
som e o f  the
recom m endations requires 
m ajor investm ent in IT.

A com m itm ent to increased 
investm ent in IT is required, 
and a co-ordinated approach 
to  procurem ent o f  system s 
and their im plem entation 
should be jo in tly  agreed by 
Boards.

The practice o f  Boards 
‘going it alone" on IT 
investm ent decisions m ust 
be stopped.

(D eloitte  &
Touche,
2001)

Nov
2001

DoHC

Steering
G roup
M em bers

Project Team 
M em bers

Inter
departm ental
G roup

Forum  Sub
groups

Infom ial
W orking
Groups

International
Panel
M em bers

Health Strategy: 
R esponding to People’s 
N eeds (section 4)

Im m ediate investm ent in the 
developm ent o f  national 
health infonnation system s 
as set out in the national 
health strategy.

Use o f  infom iation 
technology in service 
delivery will be improved.

Infonnation  system 
developm ent will be 
prom oted as central to the 
planning process.

(DoH C,
2001)
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Point-
in-

Time
Organisation

Key Tearns, 
Committees 
and Groups

Strategic ICT 
Initiatives and 

Plans

Strategic Objectives and 
Outcomes Reference

Jan
2003

Brennan 
Commission 
on Financial 
Management 
and Control 
Systems in the 
Health Service

Tlie
Secretariat

Department 
o f Finance 
meiTibers

Department 
o f Health and 
Children 
members

Health Board 
members

Individual
members

Commission
reported
inadequate
investment in
infonnation
systems

The following priority resource 
management issue should be 
addressed by the new Executive: 
managing the investment in 
infonnation systems which are 
necessary.

Strategic benefits include: 
Enhanced perfomiance 
evaluation, planning and 
monitoring;
Devolved budgetary control and 
management; Benchmarking and 
comparative analysis based on 
best practice; and Improved 
financial transparency.

Operational benefits include: 
Systems and processes which 
allow users to focus on service 
delivery;
Regular, timely and accurate 
financial infonnation and 
reporting;
Financial and related activity 
analysis; Reduction in resources 
involved in financial transaction 
processing; Increased focus on 
value for money and greater 
transparency in resource use; and 
Improved budgetary control and 
financial management o f 
resources.

(Government 
o f Ireland, 
2003)

June
2003

DoHC

Prospectus 
Audit Team

DoHC
Steering
Group

Audit
recommendations 
for IT

Recommendations:

• HSE/regional and local 
IT investment

• Service user level 
investment

•  Increase IT 
expenditure from 
current €25m to €160- 
€240m (2-4% 
turnover)

(Prospectus,
2003)

June
2003

Dublin
Academic
Teaching
Hospitals
(DATHS)

D ATHSICT 
Project Team

DATHS ICT 
Project

Gradual evolution to a single 
integrated delivery system for 
ICT

Convergence of ICT across 
DATHS

(DATHs,
2006a:
2006b)

Nov
2003

Health Boards
Executive
(HeBE)

HeBE project 
involving 
business and 
ICT leaders 
in health

DoHC;
Health boards 
& EHRA; 
DATHS on 
steering 
group and 
project team

Strategic ICT 
Framework

Enable integrated person-ccntred 
service delivery

Increase effectiveness, efficiency 
and economy o f operation

Support system-wide business 
intelligence

Support eGovemment and 
eEurope

(HeBE,
2004a)
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Point-
in-
Time

Organisation
Key Teams, 
Committees 
and Groups

Strategic ICT 
Initiatives and Plans

Strategic Objectives and 
Outcomes Reference

April
2004

Health Boards 
Executive

M axim ising V alue from 
ICT through Business 
Leadership

Im m ediate HeBE ICT 
Priorities:

M aking ICT investm ents 
w ithin the strategic approach:

•  C are Delivery 
Support

•  Enterprise 
Resource Planning

• Business 
Intelligence

M aking the ICT strategy 
happen within M odernisation 
and Refonn

G etting the business to 
prepare

B uilding on appropriate 
elem ents o f  existing ICT 
infrastructure

Developing the ICT policies 
and standards through HIQA

(HeBE.
2004b)

June
2004

DoHC

HSE

HIQA

ICT Action 
Com m ittee

Health Service R efonn 
Program m e -  Phase 1: 
develop strategic 
approach to the 
im plem entation o f ICT 
policy; and appropriate 
integration o f  ICT into 
all service plans for the 
NHO and PCCC 
resulting in:
N ational Health 
Infonnation Strategy; 
ICT Action Plan; and 
Fram ew ork o f  ICT for 
R efonn Process

Structural elem ents

Role and functions

Business process elem ents

Key next steps

M ajor strategic ICT projects

Skill m ix and leverage 
available to new organisation

(DoHC,
2003)

Dec
2004

HSE

C orporate Plan 2005 - 
2008:

ICT Resources: ICT and 
appropriate inanagem ent 
infonnation system s are 
vital for the planning, 
developm ent, delivery 
and m onitoring o f  an 
efficient m odem  health 
service.

Exponential growth in 
technological developm ents 
gives rise to additional 
investm ent requirem ents.

C ontinue to exploit 
opportunities and invest 
significantly  in ICT to 
support, m odernise and 
im prove services.

(HSE,
2005a)
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Point-
in-
Time

Organisation
Key Teams, 
Committees 
and Groups

Strategic ICT 
Initiatives 
and Plans

Strategic Objectives and 
Outcomes

Reference

July
2004

DoHC HIQA

National
Health
Infonnation
Strategy

Support the im plem entation o f  
Q uality  and Fairness: A Health 
System  for Y ou (2001), and the 
Health Service Refonn Program  
(2003)

Establish a legislative and 
infonnation  governance 
fi'amework

A dopt an integrated, national 
approach to the developm ent and 
expansion o f  infonnation sources 
and system s

Establish processes and structures 
that ensure the fuller use o f  health 
infonnation

Im prove access to health 
infonnation  for all stakeholder 
groups

Establish health infonnation 
standards

Exploit the enabling technologies

(DoH C,
2004a)

Nov
2005

Health Service 
Executive (HSE)

Prim ary, 
Com m unity and 
C ontinuing Care 
(PCCC )

PCCC ICT 
Council

National 
Health / 
PCC C ICT 
Strategy

Deliver on Strategy: National 
health and prim ary care strategy; 
an dN H IS .

M eet the needs o f  the health 
refonn program m e.

Address ICT Fragm entation 
within PCCC: 1 5 0 + business 
applications; array o f  national 
projects; lim ited focus on 
infonnation  m anagem ent; and 
tactical funding.

Provide clarity in a m ixed 
provider econom y: 60%  with 
private m edical cover; roles o f  
GP, Pharm acist, and V oluntary 
organisations; and developm ent o f 
PC T and netw ork teams.

(HSE,
2005b)
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Point-
in-
Time

Organisation
Key Teams, 
Committees 
and Groups

Strategic ICT 
Initiatives and Plans

Strategic Objectives and 
Outcomes Reference

Dec
2005

HSE

ICT
Directorate:

Portfolio
M anagem ent

Infrastructure

Strategic
Developm ent

ICT Function 
Transition

T ow ards Better Health 
Care:

There are four national 
functions which have 
significant potential to 
reduce cost, im prove 
patient serv'ice 
and release hum an and 
financial resources for 
use in o ther parts o f 
the HSE. Pending the 
appointm ent 
o f  a Head o f  Corporate 
Ser\'ices, these 
functions will report to 
the CEO (National 
Shared Ser\'ices, ICT, 
Estates and 
Procurem ent)

N ational Shared Services; 
Shared Services is a powerful 
lever for achieving m ajor 
efficiencies by stream lining and 
autom ating a 
w ide range o f  activities 
including Finance,
Procurem ent, ICT, Human 
Resources and the Prim ary Care 
Reim bursem ent Service (CM S). 
The key focus for this 
directorate will be  on 
processing activities.
ICT:
ICT provides essential support 
for all adm inistrative and 
support services and, 
increasingly, patient care 
delivery. Provide one central 
m anagem ent point for all 
purchases o f  hardware, 
software, telecom m unications, 
ICT developm ent and advisory 
services. The potential o f  ICT 
to add value and reduce cost is 
substantial.

(HSE,
2005c)

Dec
2006

HSE
T ransfonnation 
Program m e 2007 -  
2010

Program m e 10 — ICT:
National ICT infrastructure; 
Clinical and adm inistrative 
system s strategy;
Structures and funding 
m echanism ;
ICT organisation and 
governance
Integrate w/ corp. shared 
services;
National ICT sta ff 
developm ent; and 
Establish National ICT Subject 
M atter Experts

(HSE,
2006)

M ay
2007

HSE

ICT

SPRI

Corporate
Planning

Procurem ent

Process
Control

Finance

Internal A udit

Human
Resources

A new  ICT 
organisation structure 
is in the course o f  
being im plem ented. 
Pending its 
im plem entation an 
interim  structure has 
been put in place to 
ensure that ICT is 
aligned to the  current 
HSE organisation 
structure.

ICT provides essential support 
fo r all adm inistrative and 
support services and 
increasingly, patient care 
delivery.

IC T em braces all voice, video, 
and data com m unication 
technologies and provides one 
central m anagem ent point for 
all purchases o f  hardware, 
softw are, telecom m unications, 
ICT developm ent and advisory 
services.

(HSE,
2007a)
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Point-
in-
Time

Organisation
Key Teams, 
Committees 
and Groups

Strategic ICT Initiatives 
and Plans

Strategic Objectives and 
Outcomes Reference

Sept
2007

HSE
HSE Board 
M em bers

Developm ent o f  ICT 
Strategy Progress Report:

Review o f  the current state 
o f  ICT within HSE had 
been com pleted and as a 
result a num ber o f  m ajor 
project initiatives were 
identified and these are 
being progressed

A new ICT organisational 
structure for the unitary 
HSE was being finalised.

Provided an update on the 
project to develop an ICT 
Strategy for the HSE which 
will set out the vision and 
the direction for ICT and 
provide a coherent context 
for future ICT initiatives.

The Board noted that the 
developm ent o f  the ICT 
Strategy will be com pleted 
by the end o f  N ovem ber 
2007.

(HSE,
2007b)

Dec
2007

HSE

Corporate Plan 2008-2011

In conjunction with DoHC 
and HIQA will develop a 
Health Infom iation 
Frameworl< to include 
governance standards and 
to inforni how data is 
com piled, protected and 
used w hile ensuring 
security and confidentiality.

W orking with DoHC and 
HIQA, the developm ent 
and im plem entation o f  a 
health infonnation portal 
and national ICT strategy to 
keep pace with 
technological innovations is 
one the KRAs over the next 
few  years.

The developm ent o f  ICT 
will have a m ajor role as an 
enabler o f  change and in 
supporting decision 
m aking at frontline 
delivery o f  care.

Be in a position to 
capitalise on ICT and data 
m anagem ent system s to 
support ongoing 
assessm ent o f  need, service 
planning and evaluation o f  
our services.

(HSE,
2008a)

Jan
2008

HSE Project Team

ICT Capital Expenditure 
2007: €24m

M any o f  the IC T projects 
sanctioned in 2007 will 
incur significant 
expenditure in 2008

Project team established in 
Septem ber 2007 with the 
objective o f  developing an 
ICT strategy within the 
agreed term s o f  reference. 
The project is being 
undertaken by a small 
project team who report to 
the Head o f  ICT.

Progress to date includes 
international review  o f  
literature, m eeting with 
international experts, 
consultations with key 
external and internal 
stakeholders, discussions 
with clinical s ta ff and a 
review  o f  previous ICT 
strategies in Ireland.

(HSE,
2008e)
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Point-
in-
Time

Organisation
Key Teams, 
Committees 
and Groups

Strategic ICT Initiatives and 
Plans

Strategic Objectives 
and Outcomes Reference

Jan
2008

HIQA

Safe Better C are -  Corporate 
Plan 2 0 0 8 -2 0 1 0

Establish the necessary health 
infonnation  technology 
infrastructure that 
will provide us with the 
transparent infonnation 
required to deliver m odem , 
high quality health and social 
care system.

Health Technology 
A ssessm ent: The A uthority  is 
the statutory, independent 
organisation responsible 
for carrying out national health 
technology assessm ents (HTA) 
and for developing HTA 
standards o f  best practice 
across our healthcare system. 
HTA entails the system atic and 
objective evaluation o f  the 
clinical and cost-effectiveness 
o f  new  technologies, taking 
into account social, 
organisational and ethical 
issues am ong other factors. 
Health technologies include 
drugs, healthcare devices and 
public health program m es, for 
exam ple cancer screening.

Provide a 
com prehensive 
infonnation  fi'amework 
to support safe and 
efficient health  and 
social care.

Undertake and support 
health technology 
assessm ents that infonn 
investm ent decisions 
that are safe, effective 
and achieve value.

Report the findings o f  
all work undertaken by 
the A uthority  and 
provide m eaningful 
infonnation about 
health and social care 
services to the  general 
public, service users, 
health and social care 
professionals, policy 
m akers and 
governm ent.

Engage effectively with 
service users, service 
providers, policy 
m akers and the 
G overnm ent to bring 
about sustainable 
im provem ents in our 
health and social care 
services.

(HIQA,
2008a)

Feb
2008

HSE

G overned by 
high-level 
oversight 
com m ittee 
com prising o f 
DoHC, HIQA 
and HSE 
representatives

N ational ICT Strategy

Develop infonnation 
fi'amework fo r an 
electronic health record 
(EHR)

hnprove IC T 
infrastructure

Im plem ent foundational 
initiatives, such as 
national client index

Im plem ent strategic 
national initiatives

Support for som e 
regional/local initiatives

(HSE,
2008f)
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Point-
in-
Time

Organisation
Key Teams, 
Committees 
and Groups

Strategic ICT Initiatives and 
Plans

Strategic Objectives 
and Outcomes Reference

M ay
2008

DoHC

DoHC
HSE
HIQA
Health Sector 
A gencies

Statem ent o f  Strategy 2008- 
2010:

G overnance and 
A ccountability

N ew  T echnologies

Robust governance for 
infonnation services 
will lay the foundation 
for required changes in 
business and clinical 
processes to realise the 
potential o f  health 
infonnation and ICT.

In a changing 
econom y, governance 
accountability and 
policy fram eworks 
m ust support the 
optim al use o f 
technological 
resources.

Exciting new 
technologies are 
appearing in the fields 
o f  pham iaceuticals, 
genom ics, tissue 
engineering, imaging 
technology and 
infonnation 
technology. These 
innovations will require 
strategic developm ent 
in order to keep pace 
with technological 
innovations

(DoH C,
2008)

Nov
2008

HSE

Corporate 
Planning and 
Control 
Processes 
D irectorate - 
HSE

N ational Service Plan 2009

C hanging Health Technology: 
changes in health technology 
and changes in clinical 
practice will continue to put 
pressure on funding and 
ability  to provide such 
services.

Im proving
infi-astructural supports 
through:

ICT enablers e.g. 
NIM IS project; 
National Integrated 
M edical Im aging 
System  (PA CS / RIS), 
National Finance and 
Procurem ent System  
(NFPS), Laboratory 
Inform ation System 
(LIM S) project.

(HSE,
2008b)
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Appendix 12

Case Study Protocol 

1 Case Study Protocol

As part o f the overall planning for the research programme (Brereton and Kitchenham, 2007), it 

is necessary to adopt some procedures such as developing checklists for undertaking case study 

research and reviewing case study evidence (Host and Runeson, 2007). The construction of a 

case study protocol acts as the researcher’s checklist as it relates to the case study design and 

preparation for data collection and analysis (Host and Runeson, 2007). The case study protocol 

is constructed by drawing on guidelines for the overall planning approach as recommended by 

Brereton et al. (2008).The planning approach is assembled based on basic case study 

methodologies described by Eisenhardt (1989), Stake (1995: 2006), and Yin (2003).

1.1 Overview

The general topic of inquiry relates to the field of ICT management. The theme o f interest is 

strategic alignment, i.e. the alignment o f business and ICT strategies. The focal actors of 

interest are ICT middle managers. The contextual interest is that o f public service 

organisations. The purpose of the case study is to explore the role of ICT middle managers in 

aligning business and ICT strategies in public service organisations. Heretofore, a good deal of 

research was carried out in relation to the theme o f strategic alignment and the roles of 

management but for the most part, this type o f inquiry has considered the role o f senior 

management almost exclusively. Furthermore, most research was conducted in a private sector 

context; this study explores the roles of ICT middle managers in a public service setting in 

relation to the process when aligning business and ICT strategies.

1.2 Research Objectives

The principle objective of this study is to explain how ICT middle managers contribute to the 

strategy-making process that leads to the alignment of business and ICT strategies in public 

service organisations. The study involves a single case study design that consists of multiple 

sub-elements which form the ‘bounded system.’ The iC T  middle manager’ within the bounded 

system is the primary unit of analysis for this study. The investigative process was carried out 

by conducting interviews with informed managers who were involved in the alignment of 

business and ICT strategies in a public service context and by reviewing multiple sources of 

secondary data. The study explored the roles of ICT middle managers by investigating the 

sequence of events among five episodes of ICT strategy-making with the objective to develop a 

theoretical framework that describes the roles of ICT middle managers in strategic alignment.
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1.3 Key Aims of the Research

It is recommended by Stake (1995) to point out the aims issues of the research.

The specific aims of the research study are as follows:

1. To explore the strategic alignment construct vis-a-vis ICT strategy-making grounded in 

organisational life;

ii. To conduct a longitudinal study of ICT strategy-making episodes that were focused on 

aligning business and ICT strategies in a public service context;

iii. To narrate a process-oriented account of the ICT strategy-making episodes;

iv. To analyse the collectible data to seek out patterns to aid the development of an emergent 

theory;

V. To develop a theoretical framework to describe the roles of ICT middle managers in 

strategic alignment; and

vi. To make a meaningful contribution to the field of ICT management by way of a 

substantive theory that represents the roles of ICT middle managers in strategic alignment 

in public service organisations.

1.4 People Involved

The researcher is a doctoral degree student at the School of Business, Trinity College Dublin. 

The research is supervised by Professor Joseph McDonagh, Professor o f Business and 

Information Technology, School of Business, Trinity College Dublin. The researcher holds 

extensive International Business Management experience having spent approximately 15 years 

working with two MNCs. In this capacity, the researcher held a number o f different managerial 

roles based in several regions around the world. The researcher has held managerial 

responsibility for the development of commercial, operational and strategic initiatives that often 

included the development and deployment of ICT. The researcher also successfully started a 

SME in the field of ICT in partnership with British Telecom (BT) that was later acquired by 

BT. The author holds a first class honours degree (BSc) Business and Information Technology 

along with an MBS in International Business.

2. Field Procedures

Both Eisenhardt (1989) and Yin (2003) comment on the importance of field procedures for the 

conduct of data collection and for gaining access to case sites. The field procedures mostly 

concern data collection issues and must be properly designed. This is important in case research 

because unlike alternative research strategies, the researcher does not control the data collection 

environment (Yin, 1994). For example, inter\'iews are most often determined by the 

interviewee’s schedule and in the case of open-ended interviews, it is essential to consider such
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time constraints and keep the interview focused on themes most relevant to the study (Stake,

1995). The field procedures set out to guide the conduct o f inquiry include the following:

2.1 Gaining Access

• Make contact with the highest level ICT manager for each of the organisations that 

form the ‘system’. Perform this task by way o f an introductory letter that 

introduces the research study; provides reasons for its relevance to practice, and 

informs the case host o f the researcher’s background and credentials.

• Request permission to contact potential interview candidates and request the case 

host’s approval for access to the organisation to gather data by way of documents 

and interviews relevant to the topic of inquiry.

• Provide written and verbal assurances that all data collected will be treated in the 

strictest of confidence and that all contributory informants will remain anonymous.

2.2 Scheduling

• Attempt to schedule interviews with the most senior ICT manager in relation to each event.

• Facilitate all interview informants by way of travelling to their location wherever in Ireland 

and remain available to accommodate the interviewee’s schedule.

• If scheduled to meet on the University campus, book a meeting room and refreshments in 

advance.

• Attempt to interview informants in their office of work rather than more formal settings 

such as interview rooms or public locations but always remain flexible for their 

convenience.

2.3 Interviews

• At the beginning of each interview, communicate the purpose o f study and research 

objectives and provide the research participant with an opportunity to ask questions or if 

clarification is sought on any aspect of the study.

• Reiterate to the interviewee the nature of the confidentiality agreement (i.e. full non

disclosure o f all information received, verbal and written).

• Reiterate to the interviewee the full assurance of anonymity.

• Before each interview begins, request permission to audio-record the session.

• Make every effort not to show any form of biased behaviour during the interview by

offering personal opinions or influencing the respondent’s answers

• Keep interview length to the agreed time and schedule.
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2.4 Data Collection

• In situations where permission is not granted to audio-record the interview session, take 

extensive notes.

• Where possible and considered appropriate, request documentary evidence to support 

verbal information.

• Request permission for an additional meeting if required, to follow-up on any outstanding 

questions or to clarify any inconsistencies between interview data and documentary 

evidence. Alternatively, request permission to make contact through e-mail communique.

• Soon after each interview session, prepare and write a brief summary report of the meeting 

and note any further queries.

• Acknowledge full gratitude to each and every informant by sending follow-up e-mail 

expressing gratitude for their time and cooperation.

3. Case Study Questions

In addition to the main research question, Eisenhardt (1989) and Stake (1995) advocate 

developing a set of priority questions and related themes that emerge from the research 

question and the problem domain under investigation. The identification of ‘themed’ 

information gathering questions may help the case study researcher to perfonn the task by 

using more detailed and related questions than the main research question (Stake, 1995). The 

following themes and semi-structured questions were identified as relevant to the topic of 

inquiry. The interview protocol enlists an open-ended approach to explore the topic of inquiry 

but the following themes and questions are suitable as starting points to explore each episode 

However, the emphasis in all interviews will be placed on gathering information about the 

sequence of strategic events for each of the strategic ICT episodes by way of eliciting a clear 

beginning, middle and end within which the actions and interactions for ICT middle managers 

should be made apparent.

3,1 Process-oriented Themes of Interest

• Strategy participants

• Episode timelines

• Methodologies

• Activities

• Main aims and objectives

• Constraints and challenges

• Partnerships

• Communication

• Funding
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• Senior management support

• Stakeholder engagement

• Culture

• Political influence and power

• Leadership

• Outcomes

3.2 Semi-structured Interview Questions

Some examples might include ...

•  What was the role of the interview participant during the strategic event?

• How did interview participant go about assessing ICT requirements to support 

business direction?

• Who was engaged from the business community as part o f the process?

• Who were the key members involved in crafting the strategy?

• Were any formal planning methodologies or techniques used to develop the 

strategy?

• When did the strategic event begin and end?

• Did the process adopt formal procedures as part of the development process?

• What proved to be the greatest challenge or issue during the process?

• What outcomes did you anticipate from the strategic event?

• What outcomes were realised from the strategic event?

• How was progress measured, monitored and signed-off?

• What creative measures were adopted to cultivate high-level strategic thinking?

• How were ICT middle managers involved in the process?

• Did ICT middle managers have a central role to play in the process?

• How were ideas generated by both ICT and business managers?

4. Case Report Guidelines

To tell the story in the form of a case report requires the organising the report early on (Stake, 

1995; Brereton et al. 2008). This involves determining the best structure and to begin writing 

early on in the data collection process (Yin, 2003). There is also a requirement to identify 

potential readers who are well suited to review the report and validate the report findings based 

on the following guidelines (Brereton et al. 2008; Stake, 1995; Yin, 2003).

4.1 Target Audience

The target audience for the case report is the thesis committee. It is necessary to illustrate a

mastery of the methodology, theoretical issues and demonstrate the diligent approach with
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which the research was carried out. The case will be presented in a comprehensive and 

articulate style which can be easily understood by the target audience. Research results will be 

linked to all aspects o f the investigation, making any review process of findings easy to follow 

and understand.

4.2 Format of Report

Even though the research design is based on a single case approach, it consists o f multiple sub

elements. Each sub-element of the case addresses a major strategic ICT episode and therefore, 

there will be one narrative for each sub-element. Collectively, the sub-elements constitute the 

single case. Further, the case report will provide a contextual element to illustrate historical 

cormections and presented as part of the case report chapter.

4.3 Case Composition

Each case element will be presented as an analytical chronology based on the sequence of 

events in narrative form. It will present a story with the aid of process-oriented features that 

describe the sequence of events. Narrative analysis will commence early on in the data 

collection process by crafting an historical account of the episodes of ICT strategy-making 

under study. For reasons of comprehension, the sequential order of presentation for the 

strategic ICT episodes reports will be set out to illustrate key events rather than a mere 

chronicling o f the strategy episodes.
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Appendix 13

Illustration of Cognitive Map - Sample
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Appendix 14

Illustration of Cognitive Map - Sample B*
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Appendix 15

Application of Process Analysis to Develop Theoretical Framework
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Appendix 16

Meta-level Themes Identified in Case Narrative -  Sample

Identify m ajor
developm ent
initiatives

Technological 
integration and 
responsiveness 
across all structures

Engage with 
business

Pilot all m ajor ICT 
developm ents

C oncentrate develop 
on delivering 
m easurable benefits

A ddress issues o f  
fragm entation

Business C ase for 
ICT investm ent

C onsult w ith staff
H annonisation  o f 
processes

Focus on convergence 
and standardisation o f 
ICT

Focus on service
delivery
im provem ents

Secure
com m unications
netw orks

Exploit cutting edge 
ICT

R eengineer to 
ham ionise  structure 
and processes

Develop integrated 
and reliable ICT 
system s

C onsider ICT 
investm ents from 
system -w ide 
perspective

Develop
Infonnation-sharing 
system s / electronic 
patient records

Future p ro o f 
investm ents

C ollaborative 
approach to ICT 
developm ent

D evelop ICT funding 
fram ew ork

C oordinate 
planning with 
healthcare 
professionals

C onnect / Infom i 
with all areas, 
em ployees and 
patients

C onsider patient- 
centric system s 
from  a national 
perspective

Build internal ICT 
capabilities

C onverge ICT 
functions system- 
wide

V isualise 
developm ent from 
'S y stem ' point o f 
view

M anagem ent
capability
developm ent

C onjoint ICT 
developm ent 
betw een businesses 
and regions

Im plem ent strong
governance
arrangem ents

Review ICT system s 
environm ent 
(program m es, policies 
etc.)

Focus on conjoint 
efforts to develop 
IC T for network

C hange m anagem ent 
skills

Elim inate 
fragm entation and 
separation

Focus on hum an 
aspects related to 
IC T-transfonnation

C onsider national and 
international ICT 
developm ents

C ollaborative 
w orking with 
business

Justify  case for ICT 
funding and 
resources

Focus ICT 
developm ent on 
stream lining 
services

U nderstand the 
political challenges 
with any initiative

M axim ise value from 
supplier relationships

Exchange 
know ledge, ideas 
and practices with 
business areas

ICT-enabled
transfonnation

Em phasis on
collective
developm ent

Develop strategic 
capabilities

M ake
recom m endations to 
Board m em bers and 
senior m anagem ent

Focus on Quality 
and V alue

Keep pace with
technological
developm ent

Stream line and 
m odernise services 
and practices

Align ICT 
investm ents with 
business and service 
p riorities

T ranslate ICT 
investm ent into value 
creation

E licit high-level 
political direction

Evaluate business 
requirem ents

Focus on key
transfonnation
initiatives

Focus on 
collaborative 
developm ent and 
delivery

Identify system  areas 
for collaborative 
w orking to identify 
opportunities

Focus on 
developm ent to 
stream line service 
delivery

Building block 
approach to ICT 
developm ent

Project team s -  
identify capabilities

C onsolidate and 
integrate ICT 
infi"astructure and 
developm ent

Im prove
understanding about 
potential o f  ICT 
am ong internal / 
external influences

V iew  the system 
fi-om a national 
level

Focus on core 
priorities e.g. PCC C 
developm ent

M agnitude o f  large- 
scale ICT- 
transfom iation

Unify processes and 
structures

Focus on 
developm ent o f  
technical and 
specialist ICT skill- 
scts

Target developm ent 
to im prove 
perfom iance 
visibility

Build capacity 
requirem ents

Scope technical 
requirem ents from a 
national perspective

C onsolidate the ICT 
dom ain

Focus on building 
aw areness among 
business leaders and 
senior m anagers

Em bed flexibility 
and sim plicity into 
developm ent 
choices

Focus on business 
drivers and issues

Identify change 
m anagem ent and 
related costs

Identify 
collaborative 
opportunities to 
develop ICT

C onsider infonnation 
fi'om user needs 
perspective

Sample for illustration purposes only
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Appendix 17

Meta-level Themes Identified in Case Narrative -  Sample B

Develop standards, 
protocols, data 
definitions etc.

Breakdown strategic 
planning into high- 
level priorities and 
actions -  develop 
subgroups bound by 
steering com m ittee 
and governance 
accountability

Im plem ent m arket- 
based
standardisations

Align ICT 
developm ent to 
im prove business 
intelligence

Strengthen ICT 
C apacity

Develop and 
im plem ent ICT 
governance 
arrangem ents

C onsult with 
international health 
system s and experts 
for latest 
developm ents

M inim ise 
com plexity  -  
consider tactical 
elem ents in 
developm ent and 
im plem entation

D evelop tem is o f  
reference to 
structure and give 
purpose to strategy 
developm ent 
process

C oncentrate on 
integrated
developm ent o f  ICT 
infrastructure

Identify infonnation  
deficiencies system - 
wide

Develop in tandem  
with experts and 
professionals -  not 
technically 
dom inant led 
approach to 
developm ent

Prove robustness, 
applicability  and fit 
o f  any ICT initiative 
before system -w ide 
deploym ent

Elicit content about 
business priorities, 
issues and future 
direction from 
corporate report 
and system strategy 
plans

Align with regional 
and national business 
objectives in 
accordance with issue 
im portance and 
priority  level

Safeguard privacy 
and confidentiality

Agree com m on 
vision for ICT 
developm ent

Focus on 
developm ent o f  
m odem  technical 
ICT solutions

A ssess im pact o f  
em ergent health 
legislative trends

Establish dedicated 
strategic ICT resource 
to com m it to and 
develop /  execute on 
m ajor developm ental 
aims

Focus on initiatives 
to overcom e high 
levels o f  
d isjointedness

Assign roles and 
responsibilities to 
ICT dom ain and 
functional / business 
areas

Keep an eye on 
structural changes -  
stay inform ed -  
position ICT as a 
core strategic 
im perative

Ensure strong 
evidence link tied 
to priority  selection 
and ICT solutions 
for developm ent

C apture a truly 
visionary state for 
ICT-enabled 
environm ent

Phase
im plem entation
deliverables

Introduce forum s 
for interactive 
engagem ent

Involve business 
thinking into ICT 
strategy
developm ent and 
vice versa

D evelop value 
proposition to 
support ICT 
investm ent

C oordinate and 
involve m ultiple 
expert and reference 
specialists related to 
service delivery

C autiously schedule 
strategic ICT 
initiatives to avoid 
overruns

Stay loyal to core 
priorities

Exploit ICT that 
leads to developm ent 
o f  internal 
capabilities

Ensure business 
leadership support 
and com m itm ent 
for m ajor initiatives

V alidate all ideas, 
suggestions and 
recom m endations

Identify key issues 
and priorities vis-a- 
vis stakeholder 
involvem ent

Keep strategy 
tim efi'am e realistic

ICT investm ents to 
capitalise on 
efficiency and 
effectiveness -  
create value

Coordinate a 
national approach 
to IC T strategy 
developm ent

Establish fonnal 
strategic ICT 
capability

C ollaborate with 
service specialists 
and professional 
experts

O utlines small set o f  
im portant set issues 
identified for 
developm ent

Focus developm ent 
with strong 
integrative 
orientation

Establish strategy 
developm ent 
assurance and 
accountability 
guidelines

Focus on reducing 
exposure to risk levels

U ndertake detailed 
situational analysis 
to identify gaps and 
weak points

Identify
developm ent needs 
and requirem ents

D raw back to 
im plem entation

External influences M inimal resources

Sample for illustration piupose only
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Appendix 18

Sample of Identifiable Middle Manager Actions"

Episode M iddle M anager Actions

DATHs
(2003)

Review ICT system s env ironm en t
Identify and explore opportun it ie s  for  im pro v em en t  a t  system s and strategic  
level
Examine, review and assess  ICT service delivery m odels  in com patib le  hea lthcare  
sys tem s
R ecom m end  potentia l ICT service delivery service delivery m odels to  senior  
m a n a g e m e n t  and hospital board  m em b ers
Specify and e lucidate  costs /  benefits  of ICT inves tm ent
Outline organisational s truc tu res  to  su p p o r t  a centralised  sys tem s delivery 
app roach
Outline Human Resource req u irem en t  (i.e. skill-sets, retraining, motivation issues 
etc.)
Devise m echan ism s and p rocesses  to  en su re  ICT capital inves tm ents  and revenue 
budge ts  a re  optimally utilised
Specify how  to  efficiently m anage  supplier relationships
Develop stra teg ic  plans to  converge  DATHS ICT service delivery system s
Devise high-level work plan to  accomplish ICT convergence  s tra tegy

NHIS
(2004)

Identify m ajor s takeho lders  in healthcare  system  env ironm en t
Identify key e lem en ts  o f  hea lthcare  system  th a t  have th e  potentia l  to  offer 
higher visibility to  health  inform ation
Plot principles and objectives of  th e  NHIS
Enact leadership  role for key initiatives
Identify gaps in information req u irem en ts  system -w ide
Assess th e  regulatory req u irem en ts  affecting health  in form ation (e.g. da ta  
protection)
D eterm ine best way forward to  develop un ique client index health  information 
portal
D eterm ine  ICT req u irem en ts  to  develop  in form ation accessibility and visibility 
across hea lthcare  system
R eport finding to  s teering co m m it tee
Translate  opportun it ies  into priorities and ac tions (i.e. 27 high-level actions)
C onduct situational analysis of  ICT en v iro n m en t  across hea lthca re  system
Consult with in ternational thinking on d e v e lo p m e n t  of  health  information
Advise on cu rren t  s ta tu s  of ICT in all a reas
Identify da ta  req u irem en ts  for pe rfo rm ance  m onitoring and control a t  th e  
d e p a r tm e n ta l  level
Define s truc tu re  for da ta  definitions and da ta  dictionaries to  s tandard ise  
provision o f  m a n a g e m e n t  inform ation
Perform series o f  national and in ternational consu lta tion  involving multiple 
s tak eh o ld e r  groups
Identify s tra tegic  health  information priorities
Draft and publish NHIS repo rt

' '  Sam ple for illustration purposes only
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Episode Middle Manager Actions

HeBE
(2004)

Develop system-w/ide vision fo r ICT
Determine strategic areas upon which to focus
Develop Terms o f Reference to describe purpose and structure o f strategy and to 
guide all strategy development efforts
Clarify ICT project team and ICT steering committee responsibilities fo r the strategy 
development process
Identify relevant content from  individual health board strategies
Review international health ICT strategies to gain insight and learn about recent 
healthcare ICT developments
Identify and assess impact o f emerging health legislative trends (e.g. patient 
privacy, regulatory standards etc.)
Elicit key business themes from  relevant health strategy reports and documents 
(e.g. Corporate plans)
Engage and consult w ith business directly to  verify degree o f fit  between major 
business themes and proposed ICT solutions
Develop healthcare ICT inform ation library
Define contributory inform ation requirements
Develop decision support system based on best available evidence globally capable 
o f validating, accepting, or rejecting ICT initiative proposals
Engage and consult w ith external ICT healthcare experts and advisors
Seek input and recommendations to best address key themes, ideas and plans for 
healthcare ICT development
Coordinate validation o f strategy by external experts
Author, w rite and publish strategy report

PCCC
(2005)

Coordinate w ith appointed management consultancy on each stage o f strategy 
process
Assume responsibility fo r day-to-day strategy development activities
Develop and manage quality assurance principles fo r strategy development process
Audit and advise on current status o f ICT infrastructure and architecture 
environment
Make recommendations fo r specific area o f ICT development and improvement
Make recommendations on how to  integrate PCCC ICT w ith  organisational and 
system environment
Review and categorise major ICT themes and priorities w ith  PCCC business and 
clinical management
Identify concrete actions that are realistically achievable fo r PCCC ICT
Formally present strategy report and recommendations to senior management for 
review and approval
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Episode Middle Manager Actions

HSE
(2008)

Initiate ICT strategy development process
Assess and confirm business direction for health system
Review corporate report and business plans to elicit key themes
Analyse status of healthcare environment (e.g. SWOT analysis /  PESTLE analysis)
Review and assess status of healthcare ICT environment (i.e. infrastructure, 
architecture, applications, competencies, and resources)
Assess and appraise earlier versions of ICT strategies (e.g. DATHS, NHIS, HeBE, and 
PCCC) for relevant content
Review overall findings with ICT expert group for further input and guidance
Develop view on future state of healthcare ICT (i.e. international healthcare ICT 
developments and initiatives)
Make first attem pt to develop comprehensive ICT strategy
Organise specialist reference groups to support and contribute content on key 
initiatives for development
Present first draft of ICT strategy to ICT steering committee
Develop final draft of full strategy
Review final strategy with expert group
Prioritise ICT projects based on critical importance
Develop strategy implementation plan
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Appendix 19

ICT Policy: Actions, Observations and Recommendations (2000-2010)

Authority
Priority
Actions/Observations ICT Recommendations Source Reference

Deloirte & 
Touche and 
York Health 
Economics 
Forum

Establish Health 
Information and 
Evaluation Agency

• Develop strategic 
fi^mework for infonnation 
in health

• Implementation o f NHIS
• Develop National ICT 

Strategy
• Significantly raise ICT 

investment

VFM Report 
(2001)

(Deloitte & 
Touche, 
2001)

Department o f  
Health & 
Children

hnplem ent National 
Health Information 
Strategy;
Sustained programme 
o f  investment in 
development o f  ICT; 
ICT will be fully 
exploited in service 
delivery

• Develop infonnation 
infrastructure

• Phased implementation o f  
electronic healthcare record

• IS development promoted 
as central to planning 
process by way of 
improved planning 
protocols

Health
Strategy
(2001)

(DoHC,
2001)

Department o f  
Health & 
Children

Considerable 
investment in ICT 
infrastructure

•  Development o f  an
electronic healthcare record 
based on Unique Health 
Identifier

Primary Care: 
A New 
Direction 
(2001)

(DoHC,
2002)

Brennan
Commission

Inadequate investment 
made in ICT systems 
and management 
development

• Improve capacity o f  ICT 
systems to provide timely, 
relevant and reliable 
infonnation

• Make meaningful use o f  
data for strategic planning 
purposes

• Manage necessary 
investments in ICT systems

Brennan 
Report (2003)

(Government 
o f  Ireland, 
2003)

Prospectus

System-wide 
coordination o f health 
infonnation 
inadequate;
Lack o f  alignment 
between resource 
allocation and 
planning cycle; 
Significant 
development o f  ICT 
required is system to 
reach performance 
standards

•  Major increase in ICT 
investment to support 
development requirements

• Major need to accelerate 
pace o f  ICT systems 
development

Audit o f 
Structures and 
Functions 
(2003)

(Prospectus,
2003)

Department o f  
Health & 
Children

Establish Health 
Information Authority

• Develop robust information 
gathering and analysis 
capability

Health Service 
Reform 
Programme 
(2003)

(DoHC,
2003)

Health
Service
Executive

Exponential growth in 
technological 
developments gives 
rise to additional 
investment 
requirements

• Exploit opportunities and 
invest significantly in ICT 
to support, modernise and 
improve services

Corporate Plan 
(2005-2008)

(HSE,
2005a)

Health
Service
Executive

Achieve vision o f 
health service 
development by 2010, 
number o f 
transformation 
priorities must be 
delivered on

•  Develop and implement 
national ICT infi^structure

•  Develop and govern ICT 
structures and funding

• Establish ICT organisation 
structure and governance 
procedures

•  Focus on development o f  
national ICT staff

•  Establish national ICT 
subject matter experts

Transfonnation
Programme
(2007-2010)

(HSE, 2006)
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Authority Priority
Actions/Observations ICT Recommendations Source Reference

Health Service 
Executive

Implement an ICT 
strategy to support the 
transfonnation o f  
health services

•  Implement infonnation 
framework

•  Implement strategic 
initiatives in areas such as 
Cancer, Primary Care 
Teams, Electronic Blood 
Tracking, Laboratory 
Infonnation Management 
Systems, Mental Health and 
Hospital Patient Records

•  Enhance ICT infrastructure 
through implementation o f  
single national health 
network; single data centre; 
and consolidation o f  ICT 
infrastructure services

• Strengthen ICT capacity and 
capability

Corporate Plan 
(2008-2010)

(HSE,
2008a)

Department o f  
Health and 
Children

Robust ICT 
governance will lay 
foundation for needed 
changes in business 
and clinical processes 
to realise potential o f 
ICT & health 
infonnation

• Provide governance 
framework for the 
development o f  infonnation 
services in health system

• Data requirements to be 
detennined

• Enable realisation and 
implementation o f  ICT 
solutions to support health 
system objectives

Statement o f 
Strategy 
(2008-2010)

(D oH C , 
2008)

Health 
Infonnation 
and Quality 
Authority

Identify and advise on 
health infonnation 
deficiencies;
Establish information
governance
fi^mework;
Set standards for 
health information

• Finalise implementation o f 
NHIS

• Document current national 
health information 
framework and identify gaps

•  Finalise recommendations 
for UHl

• Scope implementation o f 
UHl

Business Plan 
(2009)

(HIQA,
2008b)

Health Service 
Executive

ICT central to making 
improvements to 
infrastructural 
supports;
ICT central to Primary 
Care support delivery

• Implement: National 
Integrated Medical Imaging 
System; National Finance 
and Procurement System; & 
Laboratory Infonnation 
Management System

• Develop prioritised plan for 
enabling Develop 
infonnation sharing 
guidelines by way o f  a 
collaborative effort 
involving all system 
stakeholders

•  Scope and design 
requirements o f an EHR 
system

National 
Service Plan 
(2009)

(HSE,
2008b)
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Appendix 20

Key Activities of ICT Middle Manager Role -  Initiator

Attribute Emphasis Kev Activities Data Sample

Focus Ideas

•  Enthuse lateral thinking
•  Stimulate creativity
•  Alter perceptions
•  Shift mind-set behaviour

“How to become more efficient as an 
organisation?"
“How to move to a unified 
organisation?"
“Provide initial impetus to develop ICT 
strategy"

Viewpoint Visualisation

• Envisage new landscape 
recognisable as one

• Interiorise from 
knowledge to apprehend 
a non-existent state

“It's a business strategy with ICT 
enablement”
"Set out a vision where properly 
supported, service delivery becomes 
enabled by effective ICT systems" 
“Vision has got to be bom out o f 
knowledge o f what has happened, what is 
happening, influenced by best judgement 
as to what will or might happen”
“If  Fm looking to a 20-year time horizon 
which I am if  Fm thinking strategically, 
particularly in healthcare”

Context Define

• Decide on the parameters 
for event

•  Set variables to guide 
decision-making

• Ascertain guiding 
assumptions and 
boundaries

“Define what makes such an organisation 
successful”
“Determine how to reduce error in the 
system, reduce duplication, improve 
efficiencies and processes”
“Define and set out the strategic context 
upon which to base strategic ICT 
decisions"

Process
Mechanism

Fonnation

•  Initiate strategy process 
into particular shape

• Arrange ICT structure to 
act as coherent unit in 
strategy process

•  Establish major elements 
of strategy process and 
officiate the event

“Put together a proposal to say we should 
look at this really seriously"
"First task was to pul together an actual 
strategy”
"Plotting principle areas for action” 
"Consult with colleagues to come up 
with a recommendation for this country 
to move forward in time”

Social
Dimension Communication

•  Convey infonnation 
clearly and concisely to 
individuals and groups

• Establish communication 
processes to transfer 
infonnation

• Identify connection 
points to filter 
infonnation

“In discussion we had been looking a t...” 
“The fact that they couldn't actually 
communicate with each other, one of the 
barriers”
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Attribute Emphasis Key Activities Data Sample

Management
Cognition

Understanding

• Discern from experience 
the particulars in 
developing an ICT 
enabled environment

• Conceptualise the state o f 
a new ICT reality

• Forge agreement through 
capacity for rational 
thought

“Perhaps if we shared it would make 
sense"
“Plan your concept so to begin 
understanding amongst everyone about 
what you want”
“Sharing what we were doing because 
we had a lot o f things in common"’
“More clarity' leads to greater efficiency 
and also less friction between 
organisations and individuals”
“From understanding comes a more 
tactical and sensible approach to 
developing IS which is probably relevant 
to any jurisdiction”

Personal Force Inspiration

• Stimulate ICT 
management group into 
deep-seated passion for 
ICT-enabled 
transfomiation

• Motivate ICT 
management group based 
on potential to positively 
impact on others -  the 
system

“Focus on community o f interest, 
everybody wants the same thing and it's 
important that people aren’t threatened” 
“1 don 't think the message is clear 
enough about the potential for ICT, 
there’s a whole education process”

Decision Stimuli Socialisation

• Detennine individual and 
group behaviour at ICT 
level to interact with 
individuals and groups at 
system level

• Organise ICT managers 
to act rationally with an 
approach aimed at ICT- 
enabled refonn

“We had been meeting fairly regularly -  
we sort o f worked ourselves in sub
groups and different groups”
“We decided amongst ourselves to 
develop a strategy, came about through 
discussion amongst ourselves, we 
decided w e'd actually develop it between 
us rather than get in someone else to do 
it”
"Challenged to come up with a strategy 
development proposal for 'How  should it 
be done? How could it done?” '

Boundary Span Functional

• Practice at the level
amongst individuals and 
groups responsible for 
delivering healthcare ICT

“From an ICT point o f view, we should 
be working a little closer together” 
“Functionalist subgroup was set-up” 
“Organised the ICT function into 
subgroups and different groups to 
develop the strategy”
“The strategy development was led by 
some from inside the IT function”
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Appendix 21

Key Activities of ICT Middle Manager Role -  Orchestrator

Attribute Emphasis Kev Activities Data Sample

Focus Inclusiveness

•  Consider system as a whole 
and each o f its parts

• Outline comprehensive scope 
of the specified extremes and 
limits as well as all system 
constituents between them

“ Did what we called a stakeholder tour” 
“Aim to help the stakeholders in their 
business”
“To develop an ICT strategy independently, 
without including hospital organisations and 
service units, is a complete waste o f time”

Viewpoint Participation

• Develop a process for active 
involvement by all system 
constituents to participate and 
contribute

• Encourage system 
stakeholders to actively 
engage in development o f 
ICT initiatives (fonnulation 
and implementation)

“It's  absolutely critical the process is 
bottom/up but there is also a top/down, 
there's also a sense of the Minister, the 
Secretary General, the Assistant Secretaries, 
they all have to participate and promote it” 
“Developing relationships and working 
together”

Context Support

• Promote the interests o f the 
strategy process for all system 
stakeholders to strengthen 
stakeholder involvement and 
participation

• Argue for greater stakeholder 
participation and contribution 
to decision making process

• Identify significant 
stakeholder influence to stand 
behind development process 
and support the change 
agenda

“The big problem they have when they’re 
trying to design clinical information systems 
is getting the time and the attention o f the 
clinicians to make sure that they’re capturing 
the critical requirements correctly”
“Devoting frontline commissions to support 
the development process is a real tangible 
cost, but development is futile without this 
support”
“For big things like electronic patient records 
is to get our head around what it really means 
in practice to take a patient-centred view”

Process
Mechanism Engagement

• Invite system constituents to 
participate in strategy process

•  Enlist the acceptance of 
stakeholder participation

• Arouse their allegiance by 
way o f  pledge to support 
strategy process

“No real investment in a process o f 
engagement”
“Engaging with a whole range of stakeholders 
for identifying the themes and some o f the 
detail”
“Engage directly with the individuals in the 
company”
“Very often most people will say, ‘we'll get 
an academic institution or the ESRI or 
consultants to have a look at this issue’, when 
very often the best people to look at it are 
ourselves”
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Attribute Emphasis Key Activities Data Sample

Social
Dimension Involvement

•  Entail all stakeholders as a 
necessary feature to the 
strategy process

•  Include as a critical 
circumstance all system 
connections to allow them to 
impact on the decisions and 
actions to affect their 
respective constituency

"Nobody is excluded, every'body needs to 
be included as pan of this"
“Essential to process is being involved in a 
tripartite way -  DoHC, HSE, HIQA”
“Any future vision regarding electronic 
health records can only succeed if  based on 
a philosophy shared by the entire 
healthcare stakeholder community’" 
“Identify stakeholders throughout the 
whole country in different environments” 
“The Irish set up is made o f independent 
operators and it’s difficult but if  you don 't 
involve, you’re not going to get anywhere, 
you just meet resistance”

Management
Cognition Commonality

• Identify the possession of 
parallel features common to 
the stakeholder community

•  Manifest the important features 
shared by the system 
constituents

“The aim has to be to seek out common 
agreement on policies”
“There’s a single approach, they’re not 
going in different directions”
“There was such a disconnect between the 
impact o f the decisions made and the 
refusal to hear the issues being raised” 
“Allowed us to talk to people to see if 
there’s anything we missed”

Personal
Force Attraction

• Exude magnetic affect that 
draws together others

• Facilitate collaborative 
exchange and sharing of 
knowledge through 
charismatic behavioural affect

“Great relationship builder,
“Business change person”
“A policy person in management”
“It’s a gradual process facilitated by 
someone who endorses a culture where 
infonnation is valued and understood”
“A collaborative group facilitated between 
the Department and the HSE led by 
respected business and IT manager to 
ensure w e’re both looking at the same 
things, both agree on the same data 
requirements, definitions and indicators”

Decision
Stimuli

Combination

• Fonn an alliance of system 
parties to pursue the common 
purpose

• Organise issues and challenges 
to reflect the common purpose 
and consolidate actions for the 
way ahead

“Become a public facing organisation 
where openness underpins philosophy”
“If  you think about electronic healthcare, 
that’s a very challenging area to get into 
and it’s going to take quite a long time to 
decide what we mean by it”
“If  we’ve learned anything over the last 20 
years o f IS development it’s that you have 
to get users involved, ever more so in 
healthcare”
“The big challenge is that there is no point 
in having actions that are not attributable to 
the individual organisations that will be 
responsible for implementing them”

Boundary
Span Ecosystem

• Span boundaries o f the system 
environment that is mindful o f 
all interactive and 
interdependent relationships 
that make up the interrelated 
elements o f the system as a 
whole

“We work very closely with the key 
stakeholders, the Department, the HSE and 
also working with patients and public”
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Appendix 22

Key Activities of ICT Middle Manager Role -  Planner

Attributes Emphasis Key Activities Data Sample

Focus Priorities

•  Detennine key ICT 
issues by order o f 
importance

•  Align goals to urgency 
o f ICT issues

• Outline system 
priorities, goals and 
roles for action for key 
constituencies and 
stakeholders involved 
in alignment o f ICT 
priorities

“Current economic crisis puts an even higher 
premium on knowing what you’re doing, 
prioritising it and making sure your IT systems 
deliver'’
“Given the constraints w e’re operating under, 
time and money, we have to adopt an approach 
that prioritises and w e’re not good at doing that” 
“Generating key priorities that need to be worked 
on”
“Our action plans should fall out o f the strategy 
plans, what do we need to do now, tomorrow, 
next week and what can wait”

Viewpoint Collaboration

• Cooperate in a joint 
intellectual effort with 
stakeholders to 
establish and agree 
major ICT priorities

• Structure recursive 
process that enables 
the sharing of 
knowledge, learning 
and building 
consensus on the 
allocation of finite 
resources toward ICT 
priorities

“We could actively collaborate and work 
together but it just doesn’t happen like that” 
“In making sure we get the infoiTnation in as 
timely and as detailed a way as we require but 
also to do it in a kind o f collaborative way, it’s 
not adversarial”
Decision-making perfonned based upon best 
evidence available shared by the community” 
“Only by sharing, can we know what people 
want and why they want it”

Context Advancement

• Improve quality of 
strategy development 
process using modem 
day business practices

•  Elaborate in detail the 
end-to-end 
complexities and 
detail o f the system

• Grow the system by 
degrees into a more 
advanced state o f ICT- 
enablement

“Undertook a bit o f research to see what was the 
best way of developing strategy”
"If you want to build a strong house you have to 
put in the foundations”
“Grasp the level o f business reorganisation that 
would be required to fulfil on the strategy in a 
proper sense”
“Development must involve people who have 
end-to-end knowledge o f the totality o f the 
business requirement”
“Even if the investment comes, there is a time 
lag of competence, capacity, knowledge, 
expertise and experience across management, 
that’s genuine”

Process
Mechanism Governance

• Implement 
mechanisms to 
maintain oversight and 
accountability

• Administer controls to 
monitor and record 
what is going on 
during the process

“Develop scoring methodology”
“Important to have a control framework because 
without it things happen that shouldn’t, it 
provides a national approach to ICT 
development”
“The strategy considered the various governance 
structures to plan, develop and implement the 
strategy”
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Attributes Emphasis Kev Activities Data Sample

Social
Dimension

Deliberation

• Discuss and consider 
all sides o f the 
business priorities and 
key issues

• Apply deep thought 
and care to making 
decisions about 
priority selection and 
development

“A role in clarifying the respective ftinction of 
the different organisations with respect to 
infonnation and IT, deliberating around 
objectives, principles, setting out actions, 
timetables, everything necessary to plan” 
‘’Carefiii consideration was needed to work 
through a number o f options that were available”

Management
Cognition Assumptions

• Estimate critically all 
facts based on the 
evidence made 
available from sharing 
knowledge and 
experience

• Simulate different 
realities or possible 
outcomes

•  Remain ever cautious 
o f circumstances taken 
for granted

“Major problem in regard to ICT capacity, the 
people capacity and the skills capacity”
“IT providers often promised inore than they can 
deliver, very often that’s the case”
“Skill sets available are not the skill sets we 
require”
“Plan carefully and in detail sketching out 
multiple possible scenarios”

Personal
Force Genius

•  Synthesis ideas and 
concepts at 
extraordinary level

•  Apply natural creative 
power and aptitude to 
work in areas 
unexplored

“Set out specific actions that could be delivered 
and the core work packages that could be 
delivered, not just try to set out the end game” 
“Reflect process within the way the organisation 
works”
“Been a mistake across civil service to not foster 
the kind of analytical skills we need”

Decision
Stimuli Internalisation

• Make integral to 
beliefs the attitude of 
surrounding 
management

•  Acquire new 
knowledge 
instinctively from 
strategic participants

• Absorb unconsciously 
the behaviour and 
actions o f  strategic 
participants and use 
new knowledge to 
guide planning

“From working on strategy the last number of 
years, you've got to know two things, you've got 
to know your business and you've got to know 
those you 're dealing with in the business'’
“By carefully developing the concept made sense 
from a real, everyday point o f view and knowing 
all these agencies and the key people in those 
agencies, helped to succeed and nobody pulled 
against it, instinctively represented their intent 
and views”

Boundary
Span

Internal/
External

• Account for internal 
and external 
environmental factors 
that could expose 
influence to strategy 
process

“Must consider a country level basis for planning 
purposes”
“External influences don’t often fully understand 
the business and can be a very serious inhibitor 
to strategy”
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Appendix 23

Key Activities of ICT Middle Manager Role -  Technologist

Attributes Emphasis Key Activities Data Sample

Focus Technology

•  Apply knowledge of 
tools, techniques, 
systems and methods 
to support health 
service delivery

• Focus on three core 
technological 
categories: 
infomiation, 
communication and 
health

“Got to design your technical solutions to address 
the needs o f a number o f stakeholders, not just 
one of them”
“Technology assessment is a whole area in its 
own right”

Viewpoint Integration

• Fonii connections and 
links between ICT 
systems, applications, 
services and processes 
system wide

“A new financial system, and a new health 
intelligence system, that's just that, you know 
that’s a mistake, you’ve got to integrate the 
concepts”
“Need to ensure the business gets the product that 
suits them best and that w e’re technologically 
happy with it, can integrate’’
“Integration of systems is still a huge issue”
“The emphasis must be on a long terni jigsaw 
approach”
“The question of integration, how to link 15 
disparate sets o f information”
"Healthcare systems is made up of primary care, 
emergency care, hospital care, community care 
and information can move up and down within a 
hospital reasonable well but it can't move across, 
it’s the poor old patient who has to do all this 
integration”

Context Identify

• Ascertain data 
requirements at 
functional and system 
level

• Detemiine appropriate 
ICT systems suitable 
to process data 
requirements

•  Establish standards to 
guide, support and 
govern all data 
generative channels

“Identify a comprehensive model that effectively 
met our needs”
“Identify the specification requirements for 
standards based electronic health record” 
“Identify appropriate methods to produce, 
analyse, present and disseminate the data in other 
formats”
“Identify cost effective solutions to ICT in 
complex environments”
“Identify ICT systems grounded in reality in 
terms o f what is achievable”

Process
Mechanism

Architecture

• Design ICT 
architecture to develop 
and expand systems 
interoperability

• Plan, design and 
construct ICT systems 
that reflect functional 
and technical 
considerations system- 
wide

“Focused particularly on information architecture 
as the mechanism by which to develop capacity” 
“Infrastructure is kind o f there, joining up the 
dots architecturally is the challenge”
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Attributes Emphasis Key Activities Data Sample

Social
Dimension Dialogue

•  Establish mutual 
means to communicate 
effectively between 
technical and business 
groups

• Exchanges ideas, 
discuss issues and 
resolve challenges 
through conversation

“Developing these systems, it’s hard work to 
involve the users because they don 't know what 
you're talking about and you have to make an 
effort to communicate with them and there aren't 
good mechanisms for communicating user 
requirements”
“To have a dialogue between the technical people 
and the user people in an unambiguous way”

Management
Cognition Alignment

• Embed holistic sense 
that views all ICT 
system connections as 
representative parts of 
a single knowledge 
base

• Unify technologically 
fragmented 
connections system 
wide

“Strategy must be based on certain fundamentals 
in ternis o f the whole -  systems environment, 
technical architecture, information architecture, a 
high degree of flexibility, a high degree o f 
standardisation and a high degree of 
interoperability”

Personal
Force Awareness

• Apply technical 
knowledge and general 
system knowingness in 
configuring ICT 
systems and 
applications

• Spontaneously 
perceive perfonnance 
of technical event 
alerts

“People want to sign off on 400 page blueprint 
for financial system who have no idea, not even 
interested, it's  the people who actually have to 
configure it revel in the level o f detail”
“Most recently is the whole Vista concept, open 
source hospital and community system of 
integrated infonnation straddling all boundaries 
o f care”

Decision
Stimuli Technical

•  Define information 
requirements that will 
drive technical 
development

• Apply specialised 
knowledge to develop 
solutions according to 
technical principles

“Purely technical things like disaster recovery” 
“There’s no alternative apart from using modem 
technical solutions to do it”
“Technical development must be driven by the 
infonnation requirements rather than technical 
possibilities, very important”

Boundary
Span

Inter
dependencies

•  Span boundaries o f all 
entities reliant upon or 
required to enable 
effective delivery of 
ICT services

“If  they're going to link up systems outside the 
organisation into the like o f  social welfare or 
revenue, we need to know, then you’re talking 
about interdependencies, it m ightn 't be on the 
radar o f other organisations”
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Appendix 24

Key Activities of ICT Middle Manager Role -  Broker

Attributes Emphasis Key Activities Data Sample

Focus Resources

•  Acquire the financial 
means to support 
development o f ICT 
strategy

“Investment required within the range o f 2-5% 
o f revenue, not accepted by fund-holders and 
therefore nothing more could be done”
“The only issue with ICT strategy is in 
resourcing it”
“Funding for ICT in Ireland is pretty poor, less 
than 1%, US is 3-6%’"
“Previous strategies unrealistic in terms of 
timeframes, ftinding. staffing”
“What are the resource implications o f what's 
written down in the NHIS?”
“PCCC, it cannot work without IT, yet the 
investment hasn’t been put in!”

Viewpoint Champion

• Act as champion of 
the ICT development 
proposition to upper 
echelons o f system

• Gaining senior 
management and 
board commitment to 
the event

“Made recommendations to the CEOs and 
boards”
“Presented strategy to the management advisory 
council”
“Strategy overview presented to the executive 
board”
“Go to the board and say ‘if  you want me to 
deliver - need budget, need resources, without 
this, cannot deliver’”

Context Promote

• Stimulate and raise 
senior management 
awareness about role 
o f healthcare ICT

•  Contribute to 
healthcare service 
delivery by furthering 
ICT development

• Elevate status and 
future role o f 
healthcare ICT 
amongst political and 
corporate ranks

“The aim of healthcare ICT should be to 
increase efficiency, get more and better outputs 
and outcomes with the same investment” 
Technology doesn’t do it by itself, technology 
will allow to leverage the investment made in 
people and that will lead to improvements in 
quality o f healthcare, it's  about developing the 
people and process and using technology as a 
tool to get there”
“Healthcare ICT will not show monetary' gains, 
that should not be the aim”

Process
Mechanism Relationships

• Foster strong 
relationships at the 
political and corporate 
levels o f the system

• Develop power base 
tied to the personality 
o f individuals

•  Influence political and 
corporate figure head 
behaviour towards 
support for strategic 
ICT development

“You need good working relationships with 
HIQA, CSO, International organisations, HSE, 
Institute o f Public Health, and need to keep all 
those relationships well maintained, it’s the role” 
“It's  about understanding the broader 
organisational constraints as well, the business 
o f health is highly politicised”
“At the functional level, a lack of relative 
comprehension regarding the funding source” 
“Lack of understanding o f the relative 
contribution o f ICT”
“Power base wasn’t real - circumvented all of 
the time”
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Attributes Emphasis Key Activities Data Sample

Social
Dimension Commitment

• Build attachment and 
trust with senior 
management in 
strategic ICT decision 
making

• Gain senior 
management pledge 
to support ICT 
strategy in full

•  Encourage senior 
management to 
display support 
openly and actively 
across all system 
levels

“M ajor challenge is to get political awareness of 
the fact that ICT will have to be resourced, 
challenge number one, two and three”
“The board will accept it, the senior 
management team will not accept it, it w on’t 
happen, it'll get killed”
“In relation to big ticket IT issues, the first 
question a politician is going to ask you is 
‘Where is the line for compromise on this’, even 
where, it should be an article o f faith, it’s still 
‘where’s the flexibility?” ’

Management
Cognition Expectations

• Establish senior 
management 
expectations by 
charting the vision of 
a future state o f health 
aided by the effective 
exploitation of ICT

• Set and monitor 
senior management 
expectation levels 
based on expected 
value over time

“Make the infonnation flow isn 't going to save 
money, it means that is the latent demand that’s 
out there will result in greater throughput o f 
patients and greater quality o f healthcare”
“Value proposition that clearly outlines 
investment requirements along with expectations 
about what can be accomplished”
“A huge endeavour - bite chunk by chunk”

Personal
Force Conviction

• Imply self-confidence 
and certainty about 
ability to produce 
results

• Establish belief in 
ability to make things 
happen

“Moving in political management circles, lots o f 
experience, lots o f depth”
“Interface with management and the board must 
be by someone with charismatic understanding 
but also a good track record in ICT”

Decision
Stimuli Extemalisation

• Encourage senior 
manageinent to 
manifest externally 
their support and 
commitment to ICT 
development

• Exteriorise the need 
to change through 
which ICT is the 
catalyst to transform

“With senior management conveying how 
crucial technology is to transfonnation o f  health, 
it’s how to translate that into actionable 
deliverables”

Boundary
Span Executive

•  Operate the
boundaries spanning 
executive
stakeholders across 
health and
government who hold 
responsibility for 
overall strategic 
direction o f healthcare

“Necessary to get support from organisational 
leaders, board members, and political and 
government leaders too”
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Appendix 25

Key Activities of ICT Middle Manager Role -  Executor

Attributes Emphasis Key Activities Data Sample

Focus Implementation

• Execute act o f 
accomplishing aims

•  Effect 
implementation 
starting with 
deliberate strategic 
intent

•  Manage cumulative 
effect o f 
prioritisation 
decisions and 
unanticipated 
situations that arise

“The strategy wasn’t managed as an 
implementation programme”
"There are strategies and then there are plans 
for implementation o f strategies, two very 
separate things”
“There is a serious lack of capacity in 
implementing ICT”

Viewpoint Fulfilment

• Bring into effect the 
ICT priorities

• Translate intent into 
meaningful change

“A lack of connection between the systems that 
are in place and what needs to happen at a 
service delivery level, the struggle is how to 
translate the intent into real deliverables on the 
ground”
“Health has become so politicised, demand for 
apparent results adds greater burden and 
pressure”

Context Realisation

• Bring to completion 
the strategic 
programme

• Deliver on the full set 
o f conditions both in 
terms o f knowledge 
accessibility and 
transfer and 
associated human 
resource and cost 
benefits

“Couple of people w ho’ve led the 
implementation of these big projects in the 
States have said that you must work really hard 
on the benefits and if you don 't it w on't 
happen'’
“A big focus on your IT project, not simply on 
delivering the system at the end but actually 
delivering all the benefits, the cost benefits that 
you said you’d get and traditionally we’ve 
tended to ignore that”

Process
Mechanism Direction

• Guide and manage 
the actions o f 
implementation fi'om 
start to end

• Provide clear and 
concise instruction

• Navigate activities 
from pillar to post

• Develop with 
purpose/certainty

“If the recipient is not leading the change it can 
be very difficult, pushing a piece o f string in 
there”
“A lot o f the action and recommendations were 
based on the old structure, while not obsolete, 
they were related to a different structural 
system”

Social
Dimension Teainwork

•  Work collaboratively 
with teams affected 
by the strategic 
purpose

• Clarify roles, 
responsibilities and 
accountability

• Enthuse passion and 
commitment

•  Build team member 
consensus through 
persuasion and 
compromise

“Get the right people in the same room” 
“Trying to motivate others to make changes in 
health is difficult”
“They didn’t see us as a threat, maybe that’s 
important”
“Later on in the implementation phase, 
vagueness about roles and responsibilities crept 
in”
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Attribute Emphasis Kev Activities Data Sample

Management
Cognition Coordination

•  Unify system 
members so as to 
provide unity of 
action towards 
strategic aims

• Integrate members 
with necessary skill- 
sets and knowledge
base to effect change

• Synchronise 
behavioural efforts in 
pursuit o f the 
common agenda

“People have to click as well so you have to 
select the knowledge base, the skill base and 
team membership, coordination of 
implementation events will only happen with 
the right people involved"
“Implementation of ICT requires significant 
process change by people who work in ICT" 
“Select your people carefully and you can 
succeed”
“Because o f IT ’s role in enabling change it's 
very difficult for people to understand what the 
impact on the way they do things is going to be 
and tlie potential that is has to transfonn”

Personal
Force Persistence

•  Continue obstinately 
towards
accomplishment of 
aims

•  Persevere to 
overcome obstacles, 
disruptions and 
disappointments 
during
implementation
process

• Endure insistently 
with dour 
detennination until 
goals achieved

“Quick wins in this environment just don’t 
happen”
“You keep working at it, you're persistent” 
“Both the St Janies hospital and the epilepsy 
unit illustrate the whole area o f  electronic health 
record and IS systems generally in health. TTiey 
put in years o f effort before they actually get to 
the stage where they might have a system that 
they can deploy”

Decision
Stimuli Agreement

•  Establish collective 
consensus fi-om all 
stakeholder parties 
on the direction 
forward -  what this 
means and how this 
will work

“If you're an IT person you have to make a 
judgement call, are they serious about putting 
the patient at the centre because if it means 
putting the patient at the centre then it means 
that the patient is involved in the decision
making, if the patient is involved in the 
decision-making they must have access to all 
the relevant infonnation -  on the other hand, is 
this just more of the window dressing that they 
go along with, let’s just ignore that and produce 
good costing and infonnation that enables the 
doctor to decide what he’s going to do”

Boundary
Span Multidirectional

•  Function in multiple 
directions reaching 
out to strategic 
participants at 
various system levels 
across boundaries

“Team members operate at different levels, you 
might find the smartest people are actually 
dow'n at the lowest levels, that’s got to be 
recognised”
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