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Summary

The potential of information technology (IT) to transform organisations has been a 

recurrent theme for approximately fifty years. This potential has spurred a significant 

body of inquiry into many elements of IT with particular focus on executive support, 

strategic planning and relationships. Parallel developments in organisational change 

have similarly promised exciting, altered and better organisations enabled by IT.

However despite the richness of these promises, IT-enabled change regularly 

disappoints with strikingly similar failure rates hovering, between 50-70 per cent.

Discerning the reasons for these troubling figures has engaged many scholars and 

practitioners for considerable time. The literature reviews conducted for this research 

suggested many causes for these failures and offered several avenues of inquiry.

One such avenue was collaboration, a field of inquiry distinct fi-om IT-enabled change, 

yet containing many common elements and characteristics.

The literature was explicit on the success factors for change and the successful 

exploition of IT, yet it rarely mentioned collaboration. It did however point scholars 

and practitioners towards many factors considered essential for success in both IT and 

organsaitional change. The investigator in this case noted that many of these factors 

also regularly appeared within studies of collaboration.

Consequently, this study sought to explore the dynamics of collaboration in IT- 

enabled change. As there was a distinct lack of knowledge about the topic, the 

investigator adopted a process inquiry approach within a single case setting. The 

Public Service Broker (PSB) was the site selected as it was an IT-enabled change 

initiative within the Irish Public Service. The findings revealed a clear requirement 

for collaboration in IT-enabled change settings. The findings also suggested four 

rhacro dimensions of collaboration that offer potential for success in IT-enabled 

change. These macro dimensions and their underpinning characteristics are presented 

in this thesis.
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Chapter 1 Introduction

1.1 Introduction

The complexity o f interactions and relationships between business, organisations and 

technology is an accepted challenge for everyone involved in information technology, 

whether at management, development or implementation levels (OASIG Study, 1996). 

This challenge also applies to IT-enabled change, where according to Itiao  and 

Ormerod, the study o f  ̂ 'IT-enabled change remains a relatively unexplored area and the 

provision o f new perspectives is essential i f  such complex change is to be understood" 

(1998:22).

However evidence in existence suggests that organisational IT-enabled change has not 

occurred either smoothly or in many instances effectively. Indeed a review of the 

relevant literature for the last fifty years in both the IT and organisational change 

domains, points to regular disappointments in this regard. Many studies have 

suggested causal factors for this which resonate with commonality across both 

domains. These factors include the requirement for top management 

support; ,relationships, leadership, communications, change agents and so on.

Subliminally inherent in all these studies, lies the requirement for considerable co

operation, co-working, partnerships and alliances which are key elements of 

collaboration, yet empirical evidence o f the existence o f collaboration is elusive and 

scattered. The term collaboration rarely surfaces in studies o f IT, organisational 

change or IT-enabled change.

The absence o f this concept within IT-enabled change is puzzling yet at the same time 

intriguing and consequently forms the basis for this study.

Therefore this research is focused on exploring "The dynamics o f  collaboration in IT- 

enabled change^'.

The objective of this chapter is to provide an introduction to the study. Figure 1.1 

below illustrates the layout o f the chapter.
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What? Why? How?1.2

The investigative 

focus

1.3
ResearchThe The

Justification Methodology

W here? 1.5

The Thesis Organisation

Figure 1.1 Organisations and Structure o f Chapter 1

The chapter is organised into five main sections. Section one introduces the study. 

Section two outlines the investigative focus for this inquiry. Section three outlines the 

justification for the study and articulates its main contributions to the body of 

knowledge. Section four provides a brief overview o f the methodological approach 

adopted for the inquiry. Section five discusses the organisation o f the thesis outlining 

briefly the content o f each chapter.

1.2 The Investigative Focus

There is an accepted belief that a deep understanding of the technological and 

organisational facets o f change is often absent among key stakeholders when 

embarking on an IT-enabled change process. There is a growing acceptance of the 

need to seamlessly integrate both technology and the human dimensions o f change for 

successful outcomes (McDonagh and Coghlan, 2006). Similarly O ’Connor and 

Smalknan (1995:21) argue tliat the real problems facing IT are not technical or fiscal 

but managerial and organisational stating that "'multiple bridging mechanisms” are 

required to close the gaps between both of these dimensions. Rockart et al, (1996:43) 

argued that IT was capable o f enabling ''organisations to undergo transformations that 

involve redefining their very mission From this perspective IT has been considered a 

significant enabler o f change for some time, with considerable academic focus on 

many constituent elements such as, the technical dimensions (Rockart, 1988; Schein, 

1992; Wong, 1996); the financial considerations (Lunt and Barclay, 1988; More, 

1990), and the human elements (Peters, 1987; Buchanan and Boddy, 1992; McDonagh 

2004).

Successful IT enabled change necessitates approaches focused on duality, requiring 

emphasis on both the technology elements and the organisational or human elements 

(Peters, 1987, Buchanan and Boddy, 1992, McDonagh 2004). Significant focus to
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date has been expended on researching the technical side o f IT (Rockart, 1988, Schein, 

1992, Wong, 1996) while lesser focus has been devoted to the human elements 

(Peters, 1987, Buchanan and Boddy, 1992).

The human side o f IT-enabled change is where the focus of this inquiry is located and 

while there have been repeated calls within the literature for deeper understandings of 

many of these human elements such as leadership; top management support; 

relationships; communications and change agents’ involvement, much of the literature 

remains vacuous, unconvincing and somewhat fragmented.

The last five decades have been unequivocal in their regular calls for deeper 

understandings o f these issues (Schein, 1996; Grindley, 1992; Earl, 1996; Earl and 

Feeny, 1994). Essentially these calls are seeking an overarching conceptual 

framework that encompass all o f these elements into a typology o f characteristics that 

ideally should be present and acknowledged in the planning for IT-enabled change. 

These calls are essentially asking the key stakeholders in IT-enabled change to 

collaborate together effectively, but to-date this has not been articulated clearly. 

Consequently an empirical inquiry into this deficit is required and therefore the 

research question for this investigation explores ""the dynamics o f  collaboration in IT- 

enabled change".

1.3 The Research Justification

A review o f the literature on both IT and organisational change (Chapter 2) and the 

collaboration literature (Chapter 3) stress the importance of relationships in their 

widest sense in an implicit rather than explicit fashion. Much o f the IT literature is 

vacuous in relation to the language and dynamics o f organisational change, however 

there is sufficient reference to the topic to suggest that IT enabled change is a constant, 

real and growing phenomenon in today’s world (Dixon and Darwin, 1989, Rockart et 

al., 1996, Kling and Tillquist, 1998, Fiegener and Coakley, 1995).

This is manifested in the repeated reference to the need for top management support 

for successful IT-enabled change (Thong et al, 1996: Earl and Feeny, 2000). The 

requirement for altered forms o f relationships between top management and IT 

management has endured at length (Ein-Dor and Segev, 1978; Luftman and Brier, 

1999. The need for leadership within IT enabled change (Earl and Feeny, 2000) was 

also evidenced.

These relationship characteristics when juxtaposed against the predominant 

characteristics o f collaboration suggested significant commonality.

4



Within the literature (chapter 3) a number of definitions o f collaboration were 

available, some relating to the inter-organisational and some to the intra-organisational 

variety o f collaboration The literature describes collaboration as “a process through 

which parties who see different aspects o f a problem can constructively explore their 

differences and search fo r  solutions that g) beyond their own limited vision o f  what is 

possible" (Gray, 1989;5). This definition although enhanced and elaborated by several 

others essentially captures the essence o f collaboration, which involves a process o f 

constructively working together (often in teams) in particular environments to 

effectively achieve outcomes.

Collaboration can be found within many organisational settings e.g. joint ventures, 

strategic alliances, consortia, equity participation, education, health, local govermnent, 

environment, non-profit organisations contractual agreements and informal co

operations. Various commentators have remarked on the phenomenal growth of 

collaborations in contemporary society (Beckhard and Harris, 1987; Mowery, 1988, 

Hagedoom, 1990, Gulati, 1998; Huxham and Vangen, 2000). Indeed the value o f 

collaborations in whatever format they occur was estimated by Accenture to be worth 

$1 trillion dollars in 2000.

Gelinas and James (1998) argue that collaboration increases the likelihood of 

significant organisational performance improvements through the involvement of key 

stake holders. All this evidence suggests that a disposition towards collaboration 

exists which is vibrant, evolving and o f value within contemporary business 

communities.

IT’s ever increasing penetration into organisations, necessitates integration and 

reorganisation at many levels (Dixon and Darwin, 1989, Kotter, 1995, Rockart et al., 

1996, Kling and Tillquist, 1998, Fiegener and Coakley, 1995). However the 

effectiveness o f IT is directly related to an organisation's ability to seamlessly 

integrate both technological and organisational aspects o f change simultaneously and 

this has not been universally achieved with sufficient regularity to inspire enduring 

confidence. Consequently the requirement for collaboration within IT-enabled change 

is persiiasive. Collaboration is therefore an important and underdeveloped theme 

within the field of IT-enabled change.

Therefore this research will contribute to the IT management; organisational change 

and collaboration literature in a number o f ways.

1. Firstly, from an academic perspective, the research aims to generate a robust 

exploration o f the ''dynamics o f  collaboration within IT-enabled change'". This involves
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an exploration o f the identified regularly occurring characteristics within 

collaboration.

2. Secondly the study will contribute new insights for the IT, change and 

collaboration literature regarding what is understood in relation to collaboration in an 

IT-enabled change context. It will identify where and when collaborative 

characteristics present within IT-enabled change and their value to the change process.

3. From a practitioner perspective it will be o f value to both the public and 

private sectors as the case study is located in the pubhc service, particularly in light of 

the immediate requirement for the public sector to show value for money from 

investments in IT (C&AG Report, 2008; O ’Reilly, 2009).

1.4 The Methodology

In order to build or develop theory an investigator must apply a methodological 

approach that is suitable to the research (Bonoma, 1985, Smith, 1990). In this 

investigation the research methodology employed is case study using a process 

approach to the inquiry. Case study is widely used and is the preferred method of 

research for many authors within social science inquiry. Indeed Bromley (1986) 

argues that individual case study or situational analysis is the bedrock o f scientific 

investigation A process inquiry approach is considered necessary as this "hjfers a 

flexible mode o f  inquiry that is ideally suited to explore critical features o f change and 

development’' (Poole et al, 2000:24). The justification for using this methodology is 

set out in chapter four.

The methodology introduced here has been popular in IT research throughout the 

1990s (Yin, 1993). Case study research is a technique which seeks to describe, 

translate and understand terms with meanings, as distinct from the frequency of 

naturally occurring phenomena in the social world (Van Maanen, 1983). Case studies 

allow a researcher to understand what is occurring in significant detail in a specific 

organisation or group of organisations (Stake, 1995) and when it is supported by a 

process approach the investigator is able 'Ho identify and explore the path the process 

follows" for fine-grained insights (Poole et al, (2000:24).

This case study is focused on the Public Service Broker (PSB) within the REACH 

Agency (Department o f Social and Family Affairs) in the Irish Public Service. The 

choice of a singular case study for this research is based on the contention of 

Gummesson (1998) that single cases seek to arrive at specific conclusions whereas
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multiple case studies attempts to derive general conclusions from a limited number of 

cases. The data collection process involved collecting data from various sources such 

as interviews, secondary field data e.g. government reports; external review reports 

and so on. The data was analysed using a combination of coding techniques from case 

study methods and process methods (Yin, 2003; Langley, 1999; Poole et al, 2000). 

This involved constructing a data file that allowed the raw data to be ordered; the 

assortment of incidents associated with the PSB was further ordered by temporal 

progression; followed by the identification of the events that ultimately comprised the 

story of the PSB. Thereafter higher data order concepts, the first steps in the 

generation of theory, were developed by a coding classification into theoretical 

meaningful events (Poole et al, 2000), these meaningful events were then fmalised into 

categories. From this process, distinct dimensions of collaboration emerged as set out 

in chapter seven.

1.5 Thesis Organisation

This thesis is organised to provide a reviewer with a comprehensive introduction to the 

research topic outlining the motivation for the research; the research topic to be 

covered and the case study site visited. The thesis is organised into eight chapters 

commencing with an introductory’ chapter and followed by tv»'0 chapters on the 

literature reviews conducted. Figure 1.2 below outlines the thesis structure.

Title

The Dynamics of 
Collaboration in IT - 

Enabled Change

Chapter 2

Literature Review 
IT; Org. Change and 
IT -enabled change

Chapter 5

The Research in 
Practice

Chapter 6 

The Story of the PSB

Chapter 7

Towards a Theory of 
Collaboration in IT - 

enabled change

Appendices

References

Chapter 8 

Conclusions

Chapter 1 

Introduction

Chapter 4 

Methodology

Chapter 3 

Collaboration

Figure 1. 2 Thesis Organisation and Structure 

The thesis organised as follows;

7



Chapter one introduces the research topic and puts the research topic into context. It 

introduces the various hterature reviews conducted to enable the researcher to identify 

the theorising and contributions of various renowned sources on the subject matter of 

the research (Pliillips and Pugh, 2000).

Chapter two introduces the results of an extensive literature review on IT; 

organisational change and IT-enabled change. The literature review conducted 

explains the evolvement of these disciplines as key collaborators in IT enabled change. 

Chapter three introduces the concept of collaboration and provides a distinctive 

overview of collaboration by identifying its inherent characteristics which are 

tabulated into what the researcher classifies as a typology of collaborative 

characteristics. Chapter three also assembles the evidence relating to the 

aforementioned principals and introduces the concept of collaboration within IT 

enabled change. It explores the evidence relating to collaboration within IT enabled 

change and draws certain conclusions.

Chapter four describes case and process research and outlines its significance for 

researchers. It outlines what process research involves and provides an in-depth 

account of its value toward the study of a particular phenomenon. It provides a rich 

overview of its relevance to research and why it is a particularly useful and 

appropriate method for the study of IT enabled change.

Chapter five provides an overview of the case study in practice. The REACH Agency 

which hosted the FSB was the site chosen for this investigation, as it was the 

Government Department entrusted with the task of delivering on the Government of 

Ireland’s decision of May 2000, to endorse the Public Services Broker as the 

framework for the integrated delivery of public services, through multiple charmels, 

available through a single point of contact Establishing how a public sector 

organisation such as REACH embarked on the process of change offers significant 

potential for insights into the evidence and value of the dynamics of collaboration 

within the process of IT enabled change

Chapter six outlines the story of the PSB as it emanated from the research It describes 

the inauguration of the REACH Agency; the body charged with developing the PSB, 

as the framework by which integrated public services should be made available 

through a single point of contact in Ireland (McDonagh 2004).

Chapter seven outlines the results of the case study research and the emergent theory. 

The findings reveal a requirement for an integrated framework of collaborative 

characteristics that will inform both business and information technology managers 

when embarking on IT-enabled change.

Chapter eight draws the thesis to a conclusion and offers reflections on the eviderx;e of 

collaboration within IT enabled change initiatives in large scale transformation



settings. The findings offer insights into the concept of collaboration and 

collaborative working within the organisational setting of a large-scale public sector 

IT-enabled change initiative. The section includes a review of the limiting factors 

associated with the research and concludes with a call for further inquiry.

1.6 Conclusion

This chapter has outlined the investigative focus of this study, the justifications for the 

inquiry and the contributions it will make to the body of knowledge. A case study 

method utilising a process based approach was deployed to investigate the research 

question, ‘Exploring the dynamics o f collaboration in IT-enabled change: The case of 

information technology in the Public Sector". The study will build a theory of 

collaboration within IT-enabled change that offers an exciting approach for theorists 

and practitioners alike when embarking on IT-enabled change. The thesis in reality is 

divided in to three principal sections; a literature review that informs the reader about 

the topic; a methodology section that describes the approach to the inquiry and a 

results section that outlines the emergent theoiy.

The study now commences with a review of the IT and organisational change 

literature.
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Chapter 2



Chapter 2 The Challenge of IT-enabled 

Change

2.1 Introduction

Chapter two presents a focused review of the literature on the challenges of 

information technology (IT) enabled change in both public and private sector 

organisations. Recognising the highly disparate and fragmented nature of the 

literature that supports this research theme, the review seeks to distil the key 

challenges encountered in practice while also mapping an agenda for fiirther 

inquiry.The chapter is organised as follows:

W h at  ? 2.2
T he nature o f  IT -enabled  
ch an g e

Who? 2.8
■ Iden tifies the 

m ajo r them es for 
co llabora to rs in 
IT  enab led  
ch an g e

Why? 2.9 
•  Id en tifie s  gaps 

in lite ra tu re  and 
ind ica tes w hy 
co llaboration  is 
im portan t to  IT- 
enab led  change

Where? 2.3
T he hybrid  natu re  o f  IT  and 
o rgan isa tiona l change 
T he study  con tribu tes to IT 
and o rgan isa tiona l change 
d o m a in s

How 2.4-2.7
2.4 Orientation
2.5 By understanding Infonnation 
Technology
2.6 By Understanding 
Organisational Change and
Top management and IT 
management
2.7 Understanding IT-enabled 
Change

2.10

So

m ia t?

Figure 2 .1 Organisation and Structure of the Chapter

Section two focuses on the hybrid nature of the IT domain drawing attention to its core 

contributing disciplines and the structure of knowledge within this arena. It also 

draws attention to the lack of agreement surrounding key terms within this domain 

whilst also focusing on similar challenges within the literature on organisation change. 

The section concludes by defining the meaning of key terms as they will be used 

throughout this thesis.



Section three focuses on the nature of IT-enabled change initiatives in private and 

public sector organisations alike, paying particular attention to outcomes. Specific 

consideration is given here to exploring the key factors tliat contiibute to effective 

outcomes while also attending to the challenges all too frequently associated with poor 

outcomes. The section concludes by emphasising the pivotal nature of leadership, 

strategy, and change as themes associated with delivering effective IT-enabled change 

initiatives.

Section four focuses on the literature on organisational change with a particular 

emphasis on the themes of leadership, strategy and effective change with a view to 

distilling the key challenges which must be addressed when shaping and delivering 

change in organisations. The purpose behind this section is to selectively draw from 

the literature with a view to deepening understandings of the key themes that emerged 

from section three above.

Section five focuses on the literature on IT management with a particular emphasis on 

the theme of top management and IT. This theme essentially captures the central 

themes of leadership, strategy and change as noted in section two above but does so 

with a distinctive emphasis on IT related issues. Drawing selectively on this literature 

once again helps to sharpen our understanding of what is known within the IT domain 

and allows a comparison with the broader organisation change literature.

Section six seeks to pull together the major themes that have been addressed in 

sections three, four and five. Recognising the highly fragmented nature of knowledge 

in both tie IT domain and the organisation change domain, this section offers a 

synergistic view of the enduring challenges confronting organisations when seeking to 

deliver major change underpinned by investments in modem IT systems.

Notwithstanding the difficulties associated with the fragmented nature of knowledge 

in both the IT and organisation change domains, section seven identifies a range of 

themes worthy of close and sustained inquiry into the future. Considering the nature 

of the enduring challenges outlined in section six, a case is advanced for a distinct 

focus on the dynamics of collaboration on major IT-enabled change initiatives; and

Section eight draws the chapter to a close by reflecting on the current state of 

knowledge and practice as they relate to IT-enabled change while also advancing an 

agenda for further inquiry.
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While organisations frequently encounter difficulties when seeking to shape and 

deliver major IT-enabled change initiatives, it remains that such difficulties are 

regularly rooted in an inability to coordinate and integrate effective action. All too 

often, the approach to change is highly fragmented in practice. It is disappointing to 

find that the same level of fragmentation is found in the literature review offered in 

this chapter.

Throughout the literature on IT, various terms are used to explain information 

technology at different periods in the development of the field. Within the literature 

consulted for this chapter it is possible to identify the use of IT in the case of 

information technology, IS (information systems), MIS (management information 

systems, EDP (electronic data processing) DP (data processing) at different times. 

Similarly there is considerable inter-changeability between terms such as top 

management and chief executive officers (CEO) when referring to executive support 

within IT. Likewise considerable reference is made to IS management and chief 

information officers (CIO) in a similar fashion. These terms are interspersed 

throughout the literature and are often used interchangeably. For the purposes of this 

study the term IT will in the main be used to reflect the meanings associated with 

information technology, top management will be used to refer to the executive levels 

of management and IT management should be taken to mean CIOs.

2.2 The Nature of IT-enabled change

While increasingly information technology has become vital to all aspects of society 

(Kaarst-Brown, 2005) and is considered as "bssential as electricity" to the world 

(OASIG Study, 1996:2) there remains considerable debate on the nature of IT-enabled 

change. Research in this area is informed by the IT domain and also the broader 

literature on organisational development and change. The literature notes that scholars 

seeking to explain the origins of organisational change regularly begin their 

investigations within the organisational development (OD) field. OD similarly to IT, 

while maturing, is still a relatively youthfiil field of scholarly inquiry with its origins 

identifiable in the 1950s (Friedlander and Brown 1974; Shaskin and Burke 1987; 

Mirvis 1988). The complexity o f interactions between business, organisational and 

technological change is a consequent challenge for everyone involved in IT, at 

management, development or implementation levels (OASIG Study, 1996; Upton and 

Staats, 2008). This complexity also applies to research in this area where the study of

15



‘̂’IT-enabled strategic change remains a relatively unexplored area and the provision 

o f  new perspectives is essential i f  such complex change is to he understood” (Hsiao 

and Ormerod, 1998:22).

The evolution of IT has been underpinned by the rapid pace of technological 

innovation that has created unprecedented opportunities for change in both pubHc and 

private sector organisations ahke. This evolvement can be catalogued as involving 

three distinct but connected eras' as follows: (1) the development of mainframe 

computers in 1950s-1960s, (2) decentralised computing capability associated with the 

introduction of micro-computers in the 1970s-1980s, (3) the 1980s saw the emergence 

of end-user computing followed by the introduction of enterprise wide systems (Ward 

and Griffiths, 1996; Loonam and McDonagh, 2006). These IT evolvement phases 

spurred requirements for change within organisations (Kriebel, 1968) often requiring 

sizeable alterations in the "Veach and range” of organisational outputs (Keen, 1991). 

This type of large scale organisational change was closely followed in the 1990s by 

the emergence of many theories on organisational change and ‘off the shelf change 

programmes such as culture change; business process reengineering^ (BPR) and total 

quality management (TQM) (Hehns Mills, 2003). The role of IT in enabling large- 

scale organisational change thereafter began to arouse interest in academia and among 

practitioners alike (Keen, 1991; Scott-Morton, 1991; Parker, 1996; McDonagh, 1999). 

This interest has been fiirthered by the size of the global investment in IT estimated to 

be S3,439,349 million by public and private organisations in 2008 (Gartner, 2009). 

This level of investment however continues to be tinged frequently with 

disappointment and sometimes seismic failures (Tomeski and Lazarus, 1975; Kearney, 

1990; Johnson, 1995; McDonagh, 1999; 2004). Indeed research indicates that top 

management continue to express concern regarding IT with comments such as, 

"'Payoffs from IT  investment is inadequate; There’s too much technology for  

technology’s sake; System designers do not consider users preferences and work

' The first era is Data Processing (DP). This era allowed organisations to improve operational 

effectiveness by automating information based processes (Ward & Griffiths, 1996:11). The second 

era is Management Information Systems (MIS). During the 1970s, this era allowed firms to increase 

management effectiveness by satisfying their information requirements. Finally, with the 

development o f  end user computing, the 1980s witnessed the emergence o f  the third phase, i.e., the 

strategic information systems (SIS) era. The objective o f this phase, according to Ward & Griffiths 

was to improve competitiveness by changing the nature and conduct o f  business (1996: 11 cited in 

Loonam and McDonagh, 2006:24).

■ Business Process Reengineering is the fiindamental rethinking and radical redesign o f business 

processes to achieve dramatic improvements in critical, contemporary measures o f performance, 

such as cost, quality, service and speed.
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habit^' (Bensaou and Earl, 1998:1). Much of top management focus too narrowly on 

individual elements of IT failing to appreciate that underperformance can be rooted 

“/« the complexity o f  systems, applications and other infrastructure"' (Shpilberg et al. 

2007).

Consequently research in the area continues to focus on discrete elements and few 

researchers seek to address the domain in a holistic manner on a sustained basis. 

Examples of this include the preoccupation with the technical design; delivery and 

implementation of new IT systems; that has been to the forefront of academic research 

while the human and organisational elements of IT enabled change have not been 

engaged with to the same extent (Long 1987; OASIG Study, 1996; Isaac-Henry 1997). 

The literature on both ff and organisational change is filled with advice and the 

prescriptions to ensure success. These include the requirement for senior executive 

support; involvement in strategy development; alignment; business understanding; 

partnerships and leadership (Luftman and Brier, 1999). In the case of organisational 

change the requirements for the alignment of technical, political and cultural elements 

of organisations (Tichy, 1983), vision and guiding coalitions (Kotter 1995), and 

congruence between inputs, transformation and outputs (Nadler and Tushman (1990) 

has been proposed.

Fostering systemic change both within and across organisations is a hallmark of the 

effective deployment of IT, yet it appears that many large and complex organisations 

frequently fmd it difficult to address the change agenda. Clearly change agendas on 

this scale, indicates a requirement for collaboration between key stakeholders within 

the process of IT enabled change. However the literature is somewhat silent on this 

subject with just occasional, oblique and indistinct mention that arouses interest in the 

topic but does not offer any explicit understandings of how collaboration can be of 

value in IT enabled-change.

Consequently this study seeks to arrive at an empirical understanding of the IT domain 

underpinned by a review of the relevant IT and organisational change literature. It is 

anticipated that this review will assist in answering the research question concerning 

how “the dynamics of collaboration can assist IT enabled-change”.
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2.3 A Hybrid Domain

The objective of this discussion is to position the current investigation within the IS 

field. Invariably, this involves generating an understanding of the IS field and the 

influences that have shaped the domain. Several perspectives indicate that the study 

of IS, is a multidisciplinary field in which no single theory or discipline predominates 

(Laudon and Laudon, 2000). The IS field has been described as a fi'agmented 

adhocracy and Adam & Fitzgerald (2000) mention research conducted by Holsapple 

et al (1994), which identified 1,366 journals that were potentially relevant to a review 

of literature in the IS field. This figure indicates the challenge facing a researcher in 

making an assessment of the state of the IS domain of inquiry.

Indeed it has been argued that the IS field can be divided into two main perspectives; 

technical and behavioural in which IS as a socio-technical system can be located 

(Laudon and Laudon, 2000). Also research conducted in North America on academic 

articles published in the Management Science Journal fi’om 1954 to 2003 identified 

five distinct and distinguishable streams of research (Banker and Kauffman 2004). 

These streams of research are; decision support and design science, value of 

information, human-computer interaction, IS organisation and strategy, and the 

economics of IS and IT.

The multi-disciplinary nature of the field has created a certain level of ambiguity about 

its boundaries, in particular around the field’s contribution to knowledge. As a 

consequence, this discussion adopts five thematic areas see (Fig. 2.2 below) as an 

example to explain how knowledge is organised within the IS field.
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Figure 2.2 (Information Systems Domain, Avgerou, 2000)

The origins o f the information system (IS) field are generally accepted as the 1950s 

and its foundations can be located principally in the area o f computer science. Adams 

and Fitzgerald (2000:2) observed that the IS field emerged largely due to the 

reluctance o f researchers in the computer science area to apply their knowledge to 

business issues and to address problems associated with the use o f computers in an 

organisational or business context. The heavy emphasis on the engineering elements 

o f computer science resulted in an inclination to view the field principally in technical 

terms (Adams and Fitzgerald, 2000). The central concerns of the emergent field were 

articulated in 1958 by Leavitt and Whisler (1958) and as a result heightened academic 

interest and generated inquiry, resulting in a number of the publications (Dearden and 

McFarlan, 1966) which began to create an early understanding o f the field.

Developments continued into the 1970s, when academics and authors began to 

identify the specific domain. In the United States this was followed throughout the 

1970s by developments in education and the inclusion of IT specific courses on 

college curricula and by the launch o f the Management o f Information Systems (MIS) 

Quarterly journal Avgerou (2000) outlines how flirther developments in the 

establishment o f the IT field continued with the initial International Conference of 

Information Systems (ICIS) and the publication o f the Infonnation Systems Research 

journal in 1987. In the 1990s interest in Europe emerged with the introduction o f the 

European Conference for Information Systems (ECIS) and a number o f periodical
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publications particularly in Scandinavia. Elsewhere in the world the emergence of the 

IT field was marked by the establishment of similar conferences and the publication of 

related journals.

It can be argued that the heavy emphasis on technical requirements in the computer 

science field to the detriment of the human elements, led to the emergence of the IS 

field (Khazanchi and Munkvold, 2000). Consequently empirical investigations of IS 

sought to explain the "'effects technical systems (associated with the domain o f  

computer scie nee) would have in the human/organisational/social world” (Avgerou 

and Comford, 1995:132). The study of IT consequently began to move beyond the 

technical perspectives of computer science and adopted an approach to inquiry that 

embraced both the human and organisational elements. In this way the IT field 

became what Laudon and Laudon (2000) suggested as containing two main 

approaches; technical (computer science perspective) and behavioural (human and 

organisational perspective). In this fashion the IS field emerged as a hybrid domain.

This in turn led to researchers and academics being attracted to the IT domain from 

other disciplines particularly from computer science; organisational science and 

management science (Robey and Markus, 1998, Adam and Fitzgerald, 2000; and 

Khazanchi and Munkvold, 2000). Research in computer science has focused primarily 

on the technical origins of the IS field. The organisational science perspective has 

focused on the psychological and behavioural aspects while management science has 

concentrated on the design, implementation and management elements of IT (Nelson 

and Campbell Quick, 1997). However the IT field continued to be influenced by 

diverse disciplines such as psychology, sociology, statistics, political science, 

ergonomics, philosophy, and mathematics (Adam and Fitzgerald, 2000), all of which 

have contributed to the development and expansion of the field.

In conjunction with the relatively fast development of the field there has been some 

considerable criticism also. Avgerou, noted that ""despite the timeliness o f the issues it 

addresses and its practical relevance, the IS field  has not attained a particularly 

prominent position within academia yet, even in the regions where it is widely 

studied'" (2000: 568). Criticisms range between relevance to practice and the rigorous 

demands of academia (Lee, 1999). This has caused academics within the IS field to 

pursue high science theoretical explanations (Robey and Markus 1998:8) that focus on 

""arcane advanced statistical explanations, extensive mathematical notations, extensive 

references to other published work^'. According to Robey and Markus (1998) this 

has resulted in a deficit of practical advice and many publications that are virtually
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unreadable by ordinary practitioners. The continuing rapid pace of technological 

development is also considered a difficulty in ensuring academic relevance as most 

practitioners cannot spend long enough in a particular area of study to achieve 

absolute mastery (Robey and Markus, 1999). This contention is supported by Adams 

and Fitzgerald (2000:4) who argue that the IT field is “dominated by islands o f  

cohesive thought, but lacks an overarching conceptual roof'.

However an alternative viewpoint sees the relative confusion and uncertainty 

pertaining to the field as entirely natural and a product of its short lifespan (Checkland 

and Howell, 1998). Further to this Adam and Fitzgerald (2000) argue that the multi

disciplinary nature of the field is one of its strengths and Avgerou and Comford 

(1995) indicate that the variety of research topics and the methodological pluralism in 

the IS field are necessary to address the complexities of the subject areas. Khazanchi 

and Munkvold (2000) found that the IS field is no different to other social science 

disciplines, many of which also derive their models and theories from other reference 

disciplines. Finally in an effort to address challenges to the rigour and scientific value 

of the field a number of theorists suggested that greater collaboration between 

academia and practice could be advantageous (Robey and Markus, 1998; Davenport 

and Markus, 1999; Benbasat and Zmud, 1999).

In an approach to institute structure and order to the field’s knowledge contribution, 

Avgerou (2000) as referred to earlier distinguishes five main thematic areas of 

information systems research. These five areas include; (1) the applications of 

information systems to support the functioning of an organisation, (2) the process of 

systems development, (3) information ^stems management, (4) the organisational 

value of information systems, and finally (5) the societal impact of information 

systems. These five thematic areas of IS are aipported by the fmdings of Davis 

(2000) who found that IS could be divided into five bodies of knowledge as follows 

(1) Apphcation systems, (2) IS development processes, (3) informadon systems 

management, (4) representations in information systems, and (5) IS social 

development concepts. Similarly, studies in the United States found that IS also 

comprised five distinct and distinguishable streams of research (Banker and Kauffman 

2004). They identified these streams of research as follows: (1) Decision support and 

design science, (2) Value of information, (3) Human-computer interaction, (4) IS 

organisation and strategy and (5) Economics of IS and IT. As can be seen across all 

three groupings there is significant commonality.
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However for this research Avgerou’s five thematic areas will be the approach 

discussed.

Application of infomiation systems

The initial applications of information systems are identifiable in the military and 

scientific fields, and this was followed in time by the development of systems for 

organisational and business purposes. Research in this area generally has tended to 

focus on the use and implementation of computer applications to support business and 

organisational management. Computer applications were developed for transacting 

business processes, for electronic data interchange, for co-operative work systems, 

knowledge based systems, multi-media systems and for experts systems (Khazanchi 

and Munkvold, 2000; Avgerou 2000).

The academic focus in this area of research was on researching how managers work 

Studies were conducted on decision support systems, group decision making, and 

executive information systems. Technical development in these areas has led to the 

emergence of many applications of the technology as well as a significant market in 

hardware and software products.

The process of systems development

This field of research is concerned with ''systemising the practice o f systems 

developmenf' (Avgerou, 2000:569). This involves research on the methods for 

developing effective systems within business and related areas. Systems analysis 

methods were first developed in the 1960’s in order to systemise the process of 

systems design and develop systems in the most cost efficient way.

Much of the research in this particular topic adopted an engineering perspective and 

was somewhat slow in acknowledging the social dimensions of IS in an organisational 

setting (Avgerou 2000). The engineering focus on system development and software 

engineering generated tensions between the “hard -  engineering” and the “soft -  

human” dimensions of the field. Avgerou (2000) contends that the emergence of 

separate disciplines for software engineering and information systems has contributed 

to dissolution of this tension. The continued development and widespread availability 

of flexible applications and commercial software products that are affordable and 

reliable, has also eased the previous tensions which existed and has contributed to a 

shift in the focus of research fi-om systems development to management and 

implementation issues (Avgerou, 2000).
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Information system management

The issues explored in this area of inquiry reflect the evolving nature of the IS field. 

The original inquiry in this area centered on the centralised data processing (DP) 

department, whose function it was to organise and control the computer applications 

within organisations. This stream of research reflects both the evolution of technology 

and the organisational learning which has accompanied the adoption of IT in 

organisations. Research areas such as end-user computing began to be associated with 

the emergence of lower-cost technologies and the personal computer. A debate 

emerged also concerning the merits of centralised /decentralised management; 

outsourcing of IT and a slow but growing recognition of the benefits and risks 

associated with IS investments (Avgerou, 2000). There was also a growing interest in 

research on the formation of IS strategy; alignment of organisational strategy with IS 

strategy; using IT to manage dispersed organisation and using IT to achieve 

organisational change. As this investigation is interested in the dynamics of 

collaboration in IT enable-change, this investigation is properly situated in the 

information systems management stream of inquiry.

The organisational value of information systems

This particular stream of inquiry focuses on the value to be leveraged from 

information systems within organisations. Early research on the organisational value 

of IT dealt with issues of efficiency and the cost benefits to be derived from 

investment. Initially this was a major concem for senior executives and remains a 

central consideration today. Interest quickly developed into other areas such as 

competitiveness; profitability and competitive advantage (Porter, 2001) were central to 

research interests as the 1990’s merged into the 2000s.

Throughout the 1990s the focus of academic research moved beyond the primary 

economic considerations of IT towards an understanding of IT as an enabler of 

organisational transformatioa Issues such as organisational structures, culture; top 

management; employee morale, and organisational politics became central areas of 

inquiry. As Avgerou observed, “more than any other area o f IS research, studies o f IS  

and organisational change go beyond the assumptions on the economic value o f  IS, 

raise new social issues and adopt theoretical perspectives from the social sciences to 

understand the value o f IS in organisation^' (2000: 571).

The social impact of information systems

This fifth stream of research is centred on establishing the impacts of IT on society. 

Researchers have investigated the impact of IT from several social perspectives such
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as social life; working life; wealth creation; management work; decision support 

systems; group decision making; and executive information systems. Other topics 

studied include privacy, democracy, identity; national socio-economic development 

and how technology has influenced such areas. Indeed Avgerou (2000) discovered 

that within the previous five years 30% of IS researchers in Europe have conducted, or 

plan to conduct research in this area. The results of this research have contributed to 

the emergence of many technological applications, the IT consulting industry and the 

market in software products.

Research in this sector of the IS field is likely to continue profitably into the future as 

technology continues to develop at pace. Banker and Kauffman (2004) have forecast 

that the level of interdisciplinary research in the IS field will continue to grow. They 

further suggest that in the future “IS researchers will span the boundaries o f  

disciplines such as marketing, operations, accounting, finance, organisational 

behaviour, and strategic management' (Banker and Kauffman 2004:294).

The IS field as can be seen is therefore a hybrid domain comprising of three core 

disciplines of organisational science, management science and computer science. 

Researchers within the field are required to take cognisance of this hybridism when 

conducting inquiries as it will deepen their perspective within their particular stream 

of inquiry. Avgerou’s (2000) five streams assists in putting structure on this hybrid 

domain and thus further contributes to reducing the often quoted “identity crisis'’ 

associated with the field (Adam and Fitzgerald, 2000). This in turn contributes to 

what Khazanchi and Munkvold (2000) term the scientific merit of the field. Therefore 

within a hybrid domain it is important that empirical research in the field is suitably 

positioned within a particular stream For this reason, as this research is focused on 

collaboration and IT-enabled change, this study is positioned in the “IS management 

domain”. Consequently a review of the IS management literature and the 

organisatbnal change literature will now be pursued.

2.4 Orientation Note

The IT field is a complex area of theories, approaches, models and disparate 

influences. It suffers from significant Augmentation and diverse attitudes and 

opinions. It has been the subject of intense research and theorizing since the 1950’s 

when it emerged as a distinct field of academic inquiry.
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In parallel with the evolution of IT, organisational change has similarly emerged from 

the domain of organisational development as another distinct field of inquiry to such 

an extent that it is now considered an organisational imperative rather than a set of 

techniques to assist management in altering organisations.

Following the evolution of these fields the concept of IT-enabled change as a distinct 

area for inquiry has also emerged.

These three areas of inquiry are consequently interlinked in origin and orientation i.e. 

to effect substantial transformation fi’om an existing state to a fixture position 

significantly enabled by IT.

This research recognizes the fi-actured nature of the literature and the nature of the 

competing theories and propositions. This research does not propose to impose order 

on these fields of inquiry but instead has analysed the volumes of literature and 

synthesized it into a stream of perspectives that enables the investigator to make sense 

of its Segmented nature for the purpose of this research.

The investigator has synthesized many of the recurring themes in the IT literature such 

as executive support, leadership, strategy development, alignment, business and the 

benefit realisation of IT into three broad themes. The investigator has also condensed 

the volumes of literature on organisational change in a similar fashion Thereafter the 

investigator synthesized the scattered nature of both the IT and organisational change 

literature to identify and collate the relevant themes relating to IT-enabled change in 

this somewhat overall fragmented domain.

In this fashion the investigator has identified a number of broad mperatives for IT- 

enabled change such as:

1) Leadership: Leadership is a recurring theme in all of the literature streams 

reviewed and its relevance to the inquiry is articulated in sections 2.5; 2.6. and 

2.7. The leadership themes transcends all the strands of this inquiry and 

illustrates the centrality of the theme in both the IT and organisational change 

domains.

2) Strategic Planning: The importance of strategic planning to IT and 

organisational change can be evidenced in the frequency it is cited in the 

literature (Ein-Dor and Segev, 1998; O’Connor and Smallman, 1995; Gottschalk,
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1999). The principal contention constantly surfacing is the need to ensure 

congruence between IT and business.

3) Relationships; Another of the principal features of tlie literature review was 

the many and diverse references to the relationship aspects of both IT and 

organisational change. This issue surfaced across all the literature reviewed.

4) Models of Change; Throughout the organisational change literature there is 

considerable advice offered concerning the best approaches to managing change. 

While this advice varies depending on the theory or author consulted, most agree 

that models of change are particularly useful when implementing organisational 

change. This is addressed in section 2.6.

5) Change Agents; A further recurring theme addressed is the requirement to 

ensure active participation in the change process. The role of the change agent is 

considered supremely important in this and this is addressed in section 2.7.

6) Communications: Communications also proved to be a significant issue, 

appearing across all the literature reviews and consequendy it is addressed 

holistically in section 2.7 .

In this manner, the investigator avoided the temptation to attempt to impose order on 

these disparate and highly fragmented sets of literature. Instead, by identifying and 

articulating the key themes identified above as areas of inquiry he was able to 

introduce the reader to the background of the inquiry topic, ground his inquiry in 

particular areas of focus and marshal the investigation coherently within the emerging 

field of IT-enabled change.

The remaining sections will outline the evidence obtained from the literature reviews 

in detail.

2.5 Information Technology: An Evolving Tale

For some considerable time, IT has been considered integral to the functioning of 

modem society and it has contributed significantly to the design, production and 

delivery of innumerable products and services that are essential to SDciety (Kaarst- 

Brown, 2005). Since the infroduction of IT into organisations approximately 40 years 

ago, it has been possible to identify a number of consistent themes related to its 

successful exploitation (See Appendix 2.1 for a longitudinal overview). The literature
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points researchers towards a number of key macro perspectives that are central to the 

effective exploitation of IT in organisations. These include leadership; relationships 

and strategic planning. Empirical support for the centrality of these perspectives to IT 

can be located in the work of Luftman and Brier (1999) whose survey of executives at 

the IBM ’s Advanced Business Institute suggested a list of enablers and inhibitors that 

affect IT achievements within organisations. A close examination of the listed 

enablers and inhibitors suggests that they can be categorised under the aforementioned 

macro perspectives that will assist in identifying the critical themes and generate a 

better understating of IT (Luftman and Brier, 1999).

Table 2.1 as modified below lists these factors as follows;

E nablers Inhibitors M acro Perspective

Senior Executive Support for IT IT/Business lack close 
relationship

Leadership

IT demonstrates leadership IT management lacks leadership Leadership

IT involved in strategy 
development

IT does not prioritise w ell Strategic Planning

IT understands the business IT fails to meet its commitments Strategic Planning

Business IT Partnerships IT does not understand the 
business

Relationships

Well prioritised IT projects Senior Executives do not support 
IT

Relationships

Table 2. 1 (Adapted from Luftman and Brier, 1999).

An analysis of the IS literature supports Luftman and Brier's (1999) findings and 

offers a useful approach for assessing the sizeable IS literature field while also 

suggesting a number of macro perspectives worthy of investigation.

A consistent theme identified in the literature was the need to secure executive support 

and convince top management of the value and relevance of IT to the business 

requirements of the organisation, (Rockart et al, 1982; 1984; Lucas, 1986; King and 

Teo, 1996). The requirement for the development of relationships between IS 

management and top management emerged along with the growing awareness that IT 

should no longer remain the exclusive responsibility of IT departments, (Porter and 

Miller 1985). The requirement for strategic IS planning was also evident (Schwartz, 

1970; McFarlan, 1971; Galhers, 1987). Associated with this was the perceived 

requirement to continue to educate top management in the importance of aligning IT 

and organisational business goals (Luftman and Brier, 1999). These themes fit 

comfortably with the findings of Luftman and Brier (1999) and offer suitable macro 

perspectives to e>q)lore the evolution of IT. They will be explored further in this study 

to unearth deeper insights into the dynamics of collaboration in IT-enabled change.
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Leadership

One of the themes consistently identified in the IT Hterature is the requirement for 

executive or top management support^ and there is considerable evidence available to 

this effect for some considerable time (Argyris, 1980; Dean, 1968; Diebold, 1969; 

Senn, 1978; Thong, Yap and Raman, 1996). The requirement for top management 

support also siufaced in the organisational change hterature (Kotter, 1995).

The suggestion that IT can be a significant enabler of organisational change has also 

received considerable support in the IT hterature (Gibson and Nolan, 1974;7, 1988; 

O’Riordan, 1987; Jackson and McAlpine, 2000) and that the support of top 

management is vital to achieve the envisioned changes. Earl and Feeny (2000:12) 

argue ^ihat top management in the modern world can neither avoid IT, ignore it, nor 

delegate its functions to other^\ However top management have been slow in coming 

to an understanding of the value of IT and also of the requirement for executive 

involvement not just participation and the IT literature reflects this contention 

(Jarvenpaa and Ives, 1991).

In 1963, John T Garrity, a senior executive at the McKinsey Company New York, 

commented in the Harvard Business Review that, '"many o f  the nation’s largest 

business enterprises have yet to tap the computer's potential' (Garrity, 1963:10). 

Shortly afterwards Brady (1967), observed that computers were aiding the decision 

making process but not yet at top management level In 1968, Rockwell argued that 

good quality management information systems (MIS) should begin with the chief 

executive officer (Jarvenpaa and Ives, 1991). Shortly afterwards Dean (1968) noted 

that CEOs were taking a more acute interest in the emerging relevance of computers to 

organisations and also indicated that the role of a top computer executive was in the 

process of emerging. In the later stages of the 1960s it became apparent that top 

management’s awareness and the requirement to interact with the data processing 

departments to shape investment in computing along business principles was 

increasing (Diebold 1969). The notion of top management importance to IT'' endured 

into the late 1960s and evidence suggests that a somewhat grudging acceptance of the

 ̂Executive support is most commonly referred to as top management support in the IS literature.

Information technology has been referred to as IT, IS (information systems), MIS (management information 

system s, EDP (electronic data processing) DP (data processing) at different tim es in the literature. The use o f  

the terminology reflects different periods in the evolution o f  IT.
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value of IT together with a reluctant acceptance of responsibility by top management 

for its growth and development was emerging.

This progression was maintained into the 1970s where Adams noted that "'the 

successful implementation o f  an MIS depends on the active and informed participation 

o f  top management (1972:54). Likewise at the end of the 1970s Rockart (1979) had 

identified top management involvement as a critical success factor in achieving 

information management effectiveness. The 1980s saw the continuing call for top 

management support for IT. Kanter (1982) observed that senior management team 

involvement is a critical factor in improving the effectiveness of IT. The 1990s 

continued the trend in calling for top management support for IT when Jones and 

Arnett (1994:20) stated that 'hianagement involvement in information systems has 

long been touted as a crucial element in the successful infusion o f information systems 

in organisations". Further support for this requirement came from Thong et al., 

(1996) and Watson et al, (1997) who further identified the requirement for top 

management support as a critical element of IT effectiveness.

The contention that IT is a critical organisational resource looks as if it has been 

finally positively accepted and is likely to continue this way (Boynton, Zmud and 

Jacobs, 1994). Technology in the early 21st Centuiy is playing an increasingly 

dominant role in the business world and the conviction that IT will continue to play a 

critical organisational role is widespread (Lucas, 1986; Detourzos, et al.l989; Boynton 

et al., 1994). Interest in top management’s criticality to information systems 

continued into the 2000s where Hwang et al., (2004) articulated the importance of this 

in their study of the banking system in Taiwan This synopsis of the IT literature 

illustrates the importance of top management to IT and the centrality of leadership to 

the topic.

Strategic Planning

The importance of strategic IS planning was also was evident in the literature. Taking 

the enablers as articulated by Luftman and Brier (1999), the macro perspective of 

strategic planning can accommodate the themes of strategy development and 

understanding the business. The progressive evolvement of IT in the areas of planning 

and strategy was identified and articulated early by Schwartz (1970) and McFarlan 

(1971) as vital Strategic planning required that investment in IT should be congruent 

and ahgned with the corporate objectives of the organisation (Shank et al, 1973). In 

the mid 1970s, commentators articulated that strategic planning was a synergy that 

could be developed between top management and EDP managers, (Soden 1975). The
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requirement for the corporate objectives of an organisation to be visible in MIS 

strategies at the highest levels of organisations was again highlighted by King (1978). 

Again, Galliers (1987), noted with concern that only 20 per cent of IS planning 

projects were headed by senior management. Amett and Jones (1994) also obsei'ved 

that approximately one fifth of CEOs surveyed by Wilder (1992), did not understand 

the IT capabilities of their organisations. A survey of 130 UK organisations found that 

there was often a disconnection between business and IT planning activities within 

organisations (Galliers, 1987). There is evidence that top management did not 

generally involve itself deeply in new IT projects for a variety of reasons. Some of 

these reasons may be associated with the variety of demands placed on top 

management such as corporate strategic planning, corporate decision making, financial 

accountability, time considerations and the need to maintain an executive rather than a 

hands-on perspective. Other reasons suggested include the degrees of the difficulty 

that many at top management level have with IT (Rockart and DeLong, 1988; Rockart 

and Tracy, 1982). Similarly Schein (1992) noted that although research has been 

devoted to identifying the characteristics of top managers who were implementers of 

successful IT projects within their organisations, they did not contribute very much 

towards the development of an understanding of those who do not fall into the success 

category. Indeed, in a further study of 88 companies, the nature of the hnkages 

between business strategy and information technology (IT) responsiveness was 

explored (Tan, 1995). The results indicated that variations in IT-strategy 

responsiveness measured by the extent, to which IT is explicitly considered in 

business strategy formulation, are linked to the type of business strategy being pursued 

by the organisation (Tan 1995). Similarly, according to an A.T Kearney study 

“companies with integrated business and IS strategic plans financially outperformed 

those without integrated plans by a factor o f  six to one" during the 1980s (cited in 

Lederer and Mendelow, 1986: 246).

Throughout the 1990s and 2000s calls for top management support and involvement in 

IS planning continued? O’Connor and Smalhnan (1995:19) suggested that the 

“integration o f  !S  with the business function” is one of the critical issues facing IS 

managers in the 1990s. Also, Reich and Benbasat (2000:81) observed that “the 

establishment o f  strong alignment between information systems and organisational 

objectives has consistently been reported as one o f the key concerns o f  IS managers'". 

Throughout the IS literature the development and alignment of strategy is one of the 

most fi'equently cited topics. Indeed, Earl and Feeny (2000:12) commented that 'IT  

has evolved well beyond the role o f mere infrastructure in support o f strategy in many 

industries and organisations, it is in fact the business strategy o f organisations''. The
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analysis of the IS literature pertaining to IS strategy and strategic planning suggests 

that an exploration of issues associated with relationships within IS should provide 

fiirther insights that will assist in this research.

Relationships

The IS literature clearly identifies the requirement for positive relationships as being a 

significant feature for the successful exploitation of IT. Again this macro perspective 

neatly covers the enablers and inhibitors suggested by Luftman and Brier (1999) as 

significant for IT. Top management is expected to provide clear guidance, vision, and 

support for the strategic use of IT (King and Teo, 1996). Top management are 

responsible for believing and indeed for making others believe that the organisation’s 

fortunes hinge upon the successful application of IT within the organisation. Research 

by Soden and Tucker (1976) noted that while almost all MIS executives favoured a 

combination of both top down and bottom up planning processes. They also 

recognized that there was a need for an effective relationship and communication 

process between top management and IS. This research also noted that IS executives 

had to develop an overall and deeper understanding of the organisation while 

simultaneously recognising that top management had to develop a coterminous 

understanding of MIS. Ein-Dor and Segev (1978) observed that it was the conscious 

decision on the part of top management that initiated MIS for organisations, 

supporting the assertion that MIS is not developed in a vacuum but in response to 

management requirements. This is also fiirther evidenced by King (1978) who asserts 

that many failed MIS projects occurred because of bottom up design rather than being 

a reflection of the relationship between IS strategic thinking and organisational 

corporate strategy. Lyles (1979) argued that if direct communication links are lacking 

between top management and IS management, then consequently, the corporate 

objectives and organisational goals of the organisation will not be explicit to IS 

management. Lyles went on to further suggest the importance of transparency in the 

linkages between top management and IS (1979). Further support for the relationship 

theme can be located in Miller (1979) who suggested a number of requirements that 

should be present in the development of long range EDP. Among these he lists the 

necessity for collaboration between four integral constituents within organisations, (1) 

the EDP department, (2) user departments, (3) the executive management group and 

(4) senior IS management.

The 1980s saw the tentative emergence of a number of other significant themes 

regarding the nature of relationships between top management and IT. This decade 

saw the emergence of the role of the CIO (Ives and Olson 1981; Rockart 1982; Weiner
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and Girvin 1985; Emery 1991; Benjamin, Dickenson and Rockart, 1989). Ledererand 

Mendelow (1986; 1988) found that many top managers had little or no involvement 

with MIS in their early careers, as IT was not pervasive at the time they attained senior 

management positions, therefore they did not have a lull appreciation of the 

importance or potential of IT. Lederer and Mendelow (1986) tentatively argue that 

collaborative relationships between users and IS departments at this level, and with the 

approval of top management, offers better opportunities for success (cited in 

Blackwell, 1987).

The 1990s saw the continuing evolution of the role of the CIO as he/she maintained 

the struggle for admittance to the upper echelons of corporate management. Watson 

(1990) argued that the context of the relationship between the CEO and the IS 

manager can be significant as it sends overt signals throughout the organisation of the 

value placed on IS, the strategic importance of IS within the organisation and also the 

status of the IS management. The requirement for IS management to act as the link 

between new technology and the organisations business focus, while all the time 

acquiring information on new developments, and scanning both the internal and 

external environments for opportunities to align this information with the business 

goals of the organisation was pervasive.

A positive partnership arrangement between the CEO and the IS executive enables the 

knowledge, skills and perspectives of both to use IS as an effective strategic response 

(Gupta, 1991). Rockart noted that ‘VAe new IS executive is an aggressive, proactive, 

communication-oriented executive who focuses heavily on helping the organisation 

adapt to a changing technical environment' (1982:12). A growing articulation of the 

changing role of the CIO began to appear in the literature outlining the emergence of 

the acutely aware business oriented CIO (Emery 1991; Stephens et al, 1992; Grover et 

al, 1993; Ross and Feeny, 2000). The requirement for the CIO to possess quality 

managerial skills, comprehensive business knowledge and fmely tuned 

communications skills was also identified as an enabler of good relations between 

CEOs and CIOs (Jones et al.l994).

As relationships and understanding between top management and IS management 

continued to develop, explanations for weaknesses in these relationships varied. 

Schein suggested that this may be related to the different cultural backgrounds; ‘h 

management culture as distinct from an engineering culture'' (1992b:290).
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This section has outlined the evolution of IT through the lens o f three broad themes 

identified from the research o f Luftman and Brier (1999). Since then other theorists 

have continued to call for more inquiry into top managements attitudes towards the 

use o f IT in organisations (Tallon et al., 2000). The call for improvements in strategic 

alignment between IT and the business side o f organisations has continued (Reich and 

Benbasat, 2000; Shpilberg et al., 20007) has also continued and the requirement for 

enhanced relationships between the key stakeholders has similarly been heard (Reich 

and Benbasat, 2000). Clearly after a half century these calls reflect the requirement 

for change in organisational approaches to IT from a leadership; a strategic and 

relationship perspective. The next section will explore the organisational change 

literature for further insights into these perspectives.

2.6 The Challenge of Organisational Change

To further develop the perspective through which IT-enabled change is being viewed 

in this research, the investigator will now explore the organisational change literature. 

This exploration will also focus on its evolvement as a discipline and then will view 

this evolvement through the lens o f the perspectives used to explore the IT literature. 

Principally this involves exploring the importance o f leadership within organisational 

change. This is followed by exploring the relationships elements of implementing 

change and fmally from a strategic perspective how the use o f models can be of 

assistance in organisational change.

Successful large scale change is accepted as a complex affair involving many diverse 

elements at varying stages and levels within organisations ^ in tzb e rg  and Westley, 

1992). Factors such as globahsation, economic issues, social issues and more recently 

technology are regularly considered trigger factors for organisational change 

(Beckhard and Harris, 1987; Kotter, 1996; Kling and Tillquist, 1998). The study of 

organisational change has enduringly mtrigued scholars for some time and in pursuit 

of understandings in this area, theorists have borrowed concepts, metaphors and 

theories from several other disciplines within the social sciences. According to Bumes 

(2000:13) this makes 'the task o f  tracing its origins and defining its core concepts 

more difficult Indeed the volume of theories, models and advice available regarding 

organisational change provoked Weick to suggest that a ""sense-making strategy"' was 

required to assist in understanding its many permutations (1995: xi).

The evolvement o f organisational change as a discipline can be located within the 

organisational development (OD) field. Organisational development itself is a
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relatively youthful field of scholarly inquiry having its origins in the 1950s (Bennis, 

1969) and draws on a wide range of diverse influences including individual 

psychology, social psychology, group dynamics and management science (Poole; Van 

de Ven et al, 2000). Reviews of organisational development (OD) literature fi-oni the 

1970s to the late 1980s (Friedlander and Brown, 1974; Shaskin and Burke, 1987; 

Mirvis, 1988), suggest that the field is maturing gradually (Pasmore and Fagans 1992). 

The OD field has regularly been at odds with itself (Church, 2001c) and indeed 

criticised for “lacking a fully integrated, unifying and consistent set o f  theories, 

interventions, criteria fo r  practice and even a consistent set o f  underlying values” 

(Church et al., 2002). It is accepted that the core of OD involves the “implementation 

o f a process ofplanned change fo r  organisational improvement (Church et al., 2002: 

495). This contention finds support in the work of Lippert and Davis (2006:438) who 

state that ‘hvo models o f  organisational change [Lewin (1951) and Lippitt et al, 

(1958)] form the foundation for organisational development practice^' (cited in Burke, 

1987). An analysis of organisational change literature suggests many similar themes 

and also a gradual evolution in theory and guidelines for practice.

Early theorising on organisational change is usually associated with Lewin’s (1951) 

approach to planned change involving unfreezing -  movement and reft'eezing. This 

theory was expanded upon by Lippitt et al. (1958) who introduced 'the notion o f  

sequential steps (phases) o f  organisational change"' (cited in Lippert and Davis, 

2006:439). Indeed Kotter and Cohen (2002) contend that successful change still 

involves a multi stage process, each step interdependent and connected to the 

previous.

Throughout the 1970s and the 1980s organisational change evolved and developed 

with research endeavours being devoted to learning theories and action research 

approaches (Hendry, 1996). This was followed by a proliferation of writing and 

research output that has helped shape the understanding of organisational change as an 

organisational imperative as distinct fi-om a management technique to be called upon 

in times of crisis (Hekn-Mills, 2003).

While it is accepted that there are numerous and varied approaches to organisational 

change (Van de Ven and Poole, 1995), however it is possible to identify most of these 

along a continuum that ranges from incremental change to radical change and includes 

individual change (micro level) and group level (macro level) change (Szamosi and 

Duxbury, 2002). Throughout the literature reviewed, authors have used terms such as 

“radical change” (Greenwood and Hinings, 1996; Tushman and Romanelli, 1985),
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“transformational change” (Dunphy and Stace, 1988), “second order change” (Meyer 

et al., 1993) and “discontinuous change” (Nadler and Tushman, 1990) to describe 

essentially the same phenomena. This lack of rigor with respect to terminology has 

contributed to some confusion in the literature.

Essentially there are two principal schools o f thought concerning how change occurs 

in organisations. One sees change as continuous, with organisations transforming on 

an on-going basis (Brown and Eisenhardt, 1998), the other sees change as a process of 

punctuated equihbrium (Romanelli and Tushman, 1994). Continuous models of 

change suggest that it is possible to transform organisations incrementally over time, 

leading to the same outcome as revolutionary change but in a less dramatic fashion. 

Models o f continuous change argue for a higher and more consistent level o f on-going 

change such as is required in the technology industry where constant change is 

required for survival (Balogun and Hailey, 2004). The notion of continuous change 

has been challenged and Gould (1978), when viewing change from an evolutionary 

perspective, argued that ""evidence points to a world punctuated with periods o f  mass 

extinction and rapid origination among long stretches o f  relative tranquillity'' (1978: 

15). Similarly proponents o f the punctuated equilibrium perspective suggest that 

""deep structure^ is what persists and limits change during equilibrium periods and is 

what disassembles, reconfigures, and reinforces wholesale transformation during 

revolutionary period^' (Gersick, 1991:13 cited in Hayes, 2002).

Transformational change according to Anderson and Ackerman Anderson (2001:174) 

involves a ""thinking discipline and not a process that depends on a cookbook 

approach”. Transformational change is a more deep rooted phenomenon that differs 

from other organisational change approaches in terms o f its philosophical rature and 

its vison for a new organisational form (Cumminngs and Worley, 2001. 

Transformational change invokes a new environment that differers from the old 

prevailing order as a result o f demographic, technological, regulatory or competitive 

changes (Tushman et al, 1989). Transformational change is a form of change ""which 

cannot be handled within the existing paradigm and organisational routines; it entails 

a change in the taken fo r  granted assumptions and the way things are done in 

particular organisaions. It involves fundamental change within organisations 

requiring a shift in strategy, structures, systems, processes and culture" (Balogun and 

Hailey, 2004:19).

 ̂ Deep structure is the fundamental choices an organisation makes which determine the basic 

activity patterns that maintain its existence (Gersick, 1991 cited in Hayes,2002).
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Transformational change regularly involves an assessment of the type of change 

intervention required in an organisational setting. It may involve transformation as 

set out above or indeed may involve only “realignment” , meaning a type of change 

that while significant does not require a fundamental reappraisal of tiie central 

assumptions and beliefs of an organisation (Balogun and Hailey, 2004). An example 

of trqansformational change that illustrates the difference between the two 

perspectives can be located within the UK banking system of the 1990s. The Banks 

had been the traditional leanders of money into the market using a variety of formats 

that generally involved face to face contact and the signing of formal contracts with 

personal counter service being the normal service delivery mechanism. The 

emergence of the internet and the entry of on-line banks and supermarket chains into 

the money market enabled the transformation of banking service from banking to 

retailers of fmancial services requiring a shift in the fundamental beliefs and 

assumptions of the traditional high street banks ((Balogun and Hailey, 2004). This 

type of fundamental transformation had also been observed by Tushman et al, (1989) 

at Boeing where the change to the production of jet engines was a major 

transformational move for the organisation. A fiirther example cf transformational 

change occurred again in the fmancial industry where the 1970s saw the emergence of 

Visa credit cards transforming the public’s view of their estabhshed assumptions about 

banking, setting aside of their self-interest and embracing a new way of doing 

business (Rome, 2004).

Transformational change shapes an organisation into something radically different by 

requiring paradigmatic modifications at the individual group and organisational level 

involving qualitatively different ways of perceiving, thinking and behaving (Leonard, 

2005). Coghlan and Rashford argue that change of this type requires a multi level 

approach to achieve organisational transformation.

The concept of transformational change can be associated with what Weick and Quinn 

(1999) refer to as episodic and continuous change types. Episodic change would again 

appear to fit comfortably within the matrix of IT-enabled change capable of dealing 

with particular organisational problems such as inertia, stagnation or failures of 

differing kinds. Episodic type change is generally precipitated by external 

environmental events such as globalisation, mergers, alliances, new technology 

advances or collaborations. Continuous change is more connected with organisational 

change that is ongoing, evolving and cumulatively planned and implemented over 

longer periods (Weick and Quinn, 1999).

36



Bumes (2000) argues that organisational change involves the key elements of 

“individual”; “group dynamics” and “open system” perspectives. Bumes (2000) 

fiirther contends that all change from the individual perspective involves reward for 

behaviour modification i.e. changes. The group dynamic perspective emphasises 

bringing about change as a result of altering the behaviour of groups or teams rather 

than focusing on individuals. The “open systems” is concerned with bringing about 

change throughout organisations where the impact of change in one system will affect 

other systems.

The development of organisational change as a discipline continued with the 

identification of culture as a significant feature of organisational life and as an 

influencer in organisational change (Pettigrew, 1997; Ouchi, 1980; Choi and Behling, 

1997). Throughout the 1980s understandings of organisational change continued 

through the emergence of pre-packaged change programmes such as total quality 

management (TQM) and business process re-engineering (BPR) in the United States, 

principally as a response to significant business competition from Japan (Hammer and 

Champy, 1993; Champy, 1995). The 1990s was also characterised by the emergence 

of fiirther models of organisational change focusing on the content of organisational 

performance and change and the transformation imperative for organisations (Burke 

and Litwin, 1992; Vollman, 1996). It was also an era when the volume of research 

and writing on organisational change reached phenomenal levels of output. Since the 

turn of the millennium academic inquiry into organisational change has not abated and 

has been marked by an interest in the importance of IT to change (Schwarz and 

Watson, 2005; Lippert and Davis, 2006).

In summary the evolution of organisational change since the 1950s has been 

characterised by a plurality of theories; models and advice that suggests a variety of 

approaches for implementing organisational change. The next section will delve 

further into the literature to deepen our understanding by reviewing literature focusing 

on the implementation of organisational change.

Implementing change

Implementing change is one of the most difficult, troublesome and challenging tasks 

that organisations face (Kanter, Jick and Stein, 1992). Management consistently feel 

challenged and indeed overwhelmed by the enormity of the tasks they face when 

attempting organisational change often struggling with the tempo of organisational 

change required in the business environment (Weick and Quinn 1999; Quy Nguyen 

Huy 2003). This suggests that the relationships process within change can be 

significant.
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Kotter (1995) argues that many organisations have experienced differing emotions 

when undertaking significant change initiatives. Many organisations have attempted 

organisational change from a variety of perspectives including cultural change, total 

quality management (TQM), business reengineering (BPR), right sizing, restructuring 

and turnarounds (Helms Mills, 2003). In almost every case, the basic goal has been 

the same i.e. to make fundamental changes in how business is conducted in order to 

cope with a new, more challenging and complex market environment. Kotter 

(1995:59) argues that “Some o f  these corporate change efforts have been very 

successful; some have been utter faihires. The majority fa ll somewhere in between, 

with a distinct bias toward the lower end o f  the scale Indeed Helm-Mills (2003) 

further questions the success rate of regularly prescribed pre-packaged change 

initiatives such as Total Quality Management (TQM) or Business Process Re

engineering (BPR); noting that approximately 70% result in failure. This is a 

remarkable similar statistic to the failure rate for IT projects (Lippert and Davis, 

2006).

Dunphy (2000) argues persuasively that one of the most hotly debated issues within 

organisational change is the approach to implementing change. Is it best developed 

participatively with the involvement of all organisational members or should it be left 

to the CEO and the top management team to lead and guide the organisation through 

the change programme? A study of 485 senior managers in 55 organisations found 

unequivocal support for the concept of participatory management and a desire to 

support change, however in many of the cases reviewed, management did not install 

any systems to support the change; citing an absence of opportunities and a lack of 

leadership as the reasons (Collins, Ross and Ross, 1989; cited in Kanter, Stein and 

Jick, 1992). Strebel (1996:87), argues that implementing change involves the concept 

of "'personal compacts" between management and employees but that change 

initiatives regularly flounder because of lack of alignment between management and 

employees and because employee support is often lacking. The organisational 

development (OD) and the socio-technical systems approach (STS) have advocated a 

collaborative approach involving all members of the target organisation. The premise 

of the collaborative approach is ‘h process through which parties who see different 

aspects o f a problem can constructively explore their differences and search for  

solutions that go beyond their own limited vision o f  what is possible ” (Gray, 1989:5). 

Bermis (1996b) generally supports this approach and contends that multiple minds are 

often better than one; but only if they have relevant knowledge and capabilities to
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contribute effectively to organizational decision-making around change and not just 

pleading special interest cases.

Prolonged and pervasive change has been the experience of many organisations. The 

NHS in the UK has had numerous change programmes in the last few decades and still 

it attracts considerable adverse commentary (Caulkin, 2005). In reality most people 

and indeed most employees in particular dislike change and prefer stability and 

continuity in their lives and workplaces. Indeed change has no meaning unless it is 

juxtaposed against continuity. Change has to be implemented and managed with a 

profound appreciation of stability (Nguyen and Mintzberg, 2004). To guard against 

possibly damaging outcomes, top management are urged to continually monitor their 

organisations for symptoms of repetitive change syndrome; initiative overload, 

change-related chaos, employee cynicism and bumout (Abrahamson, 2004).

The lessons that can be drawn from organisational change implementation are 

interesting and will probably be relevant to even more organizations in the 

increasingly competitive business environment of the coming decades. The most 

apparent lesson to be learned from the successful cases is that the change process goes 

through a series of phases that, in total, usually require a considerable length of time. 

Skipping steps creates only the illusion of speed and never produces a satisfying result 

(Kotter, 1995). Indeed organisational change has often been compared to a long 

march as distinct from a quick fix (Kanter, 1999). This reinforces the centrality of 

relationships when implementing change. Indeed several commentators have noted 

that IT-enabled change is a multi-level and milti-dimensional change process (Butler 

and Fitzgerald, 2001) that requires significant emphasis, joint management and 

considerable attention to the human elements of IT (Clegg et al. 1996).

Models of Change

Achieving the correct balance between the technical elements and human elements of 

change can be a challenge (McDonagh, 1999). Beer and Nohria (2000:1) argue that 

'‘An integrated theory or framework fo r  understanding change does not exist’’. 

Consequently in order to explain the complexity of change scholars have regularly 

turned to a variety of models to assist students and practitioners alike. Explanations of 

organisational change as already stated has its roots in organisational development 

(OD) and psychology theory but it generally starts with an examination of Lewin's 

(1951) “ice-cube model” of change. Weick and Quinn (1999: 363) regard Lewin’s 

(1951) theory as a “generic recipe fo r  organisational development’’. This theory is 

considered one of the seminal theories of organisational change and its three-step
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approach “un-freezing -  transition -  re-freezing” has endured as a useful if somewhat 

basic model for both theorists and practicitioners alike. Hayes (2007), repeating 

Hendry’s (1996) contention suggests that an examination of any account of managing 

change locates Lewin’s three stage approach, which necessarily begins with a process 

of unfreezing, not far below the surface. Over time, other theorists offered alternatives 

to Lewin’s model with arguments that an evolving and increasingly complex business 

world requires more elaborate models to explain and understand organisational 

change. Lippitt, Watson and Westley (1958) expanded the three-stage model, arguing 

that change can be effective only when management develop and maintain an 

appropriate relationship with those involved in or affected by the change. See 

Appendix 2.2 for a diagrammatic overview of these models.

Weisbord (1978) proposed a six box model that suggests organisational diagnosis 

offers the mechanism to examine an organisation and determine the "gaps" between 

"what is" and "what ought to be” visible in an organisation’s structure. To assist with 

diagnosis of this tj'pe, Weisbord’s “six-box model" used the categories of "purposes, 

structure, relationships, rewards, leadership and helpful mechanisms. Nadler and 

Tushman (1979) suggested a further model of change that focused on the requirement 

for congruence between the various elements of the change process. These authors 

introduced the concept of alignment between the various orgarusational and 

environmental elements of business life, such as strategy, the formal and informal 

organisations, tasks, needs and individuals.

Kihnann (1989:5) proposed another model for consideration based on the premise 

that: "In today's dynamically complex economy, the quick fix  is no solution. What’s 

needed is a foundation shaking program o f planned change that aligns all aspects o f  

the organisation into a unified effort fo r  long-term success". Kilmann (1989) further 

proposed that organisations in the late 1980’s could no longer ignore the need for 

fiindamental system-wide changes if they were to survive and prosper in the highly 

competitive global economy of the approaching decades. In hindsight few can now 

argue with this proposition. Indeed in the past decades significant international 

conglomerates such as IBM and GE among others were forced to re-organise, 

downsize and change in order to survive.

Tichy (1983) offered another model of change that suggests all change involves three 

principal elements; technical, political and cultural He suggested that these elements 

must be considered if successful change is to be implemented. Tichy (1983) 

illustrated these elements as the strands of a rope intertwined together emphasising the
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necessity for all aspects of change to be considered when attempting large-scale 

organisational transformation.

Kotter (1995) in his Harvard Business Review article continued the trend of 

articulating ‘step models’ of change when he outlined his ‘Eight Steps to 

Transforming Your Organisation’ as follows: (1) Establish a Sense of Urgency; (2) 

Forming a Powerful Coalition; (3) Creating a Vision; (4) Communicating the Vision ; 

(5) Empowering Others to Act on the Vision; (6) Plarming for and Creating Short 

Term Wins: (7) Consolidating Improvements and Producing Still More Change and 

(8) Institutionalising New Approaches.

In addition to the models outlined above there are several other models of change 

available in both practice and academia when contemplating organisational change. 

See Appendi.x 2.3 (Elrod and Tippett, 2002) for a brief overview of these. What they 

all have in common is the requirement to integrate the various strands of change into a 

coherent and effective strategy that recognises difference, understands complexity and 

offers co-ordinated approaches that suggest viable outcomes from the initial 

equilibrium stage through the transition stage to the final renewed stage of 

equilibrium. A consistent feature of all the models of change outlined suggests the 

requirement for collaborative approaches to the process of change and includes 

leadership as a vital element.

The Leadership of Change

There are few topics in management that have generated more study, writing, and 

conversation than leadership and in order to arrive at an understanding of leadership 

and organisational change it is necessary to visit the leadership literature briefly. 

Over the past five decades many theories and styles of leadership have been advanced 

as a result of detailed analysis and the study of leaders and their practices. These 

theories resulted from research by Fiedler, (1967); Hersey and Blanchard, (1982); 

Stodgill, (1974); Goleman, 2000: Adair, (2003) among others. Generally according to 

the leadership literature the halhnarks of leadership include awareness of self, 

awareness of others, the ability to work with others to maximize productivity, the 

willingness to embrace change, the courage and skills to resolve conflict, and the 

vision to stimulate progress (Goleman, 2000). These characteristics have emerged and 

been developed from the principal theories of leadership overtime, evolving from the 

‘great man’ theory, through trait theories, to situational theories; transactional theory, 

transformation theory and more latterly into areas associated with emotional
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intelligence (Goleman, 2)00). Arguments abound as to whether leadership is an 

inherited characteristic or if it can be learned and developed (Kenny, 2006).

Successful leadership is likely to be systematic rather than dramatic, planned rather 

than spontaneous, private and low key rather than public and high profile, and 

integrated within the whole organization rather than championed by an individual 

alone (Nadler and Tushman, 1990).

The role of leadership in change situations is essential to assisting organizations in 

understanding and capitalising resources for planned systemic changes within 

organisations.

The leadership of change has been an enduring topic in the discourse on organisational 

change and there is also a proliferation of academic output on the subject including 

Allaire and Firsirotu, (1985); Tichy and Devanna, (1986); Nadler and Tushman, 

(1989; 1990); Kotter (1995) among others. The literature articulates the requirement 

for vision (Kotter, 1995; Kotter and Cohen, 2002); ta lk in g  the talk’ and showing 

exemplar behaviour (Senge, 2000:214), the need for communications skills (Larkin 

and Larkin, 1996). Nadler and Tushman (1990: 112) suggest that "'the literature is 

consistent on at least one aspect o f effective system-wide change, namely, executive 

leadership matters According to Beer and Nohria (200097) leadership is 'ihe force 

o f change'". Conger (2000) argues that the nature of change requires and favours a 

top-led approach that frequently has system-wide ramifications and impacts. It 

regularly involves significant financial investment and can therefore only be 

effectively led by senior executives. Conger (2000) fiirther argues that when it comes 

to implementing organisational change senior executives have several major 

advantages over others including, the senior team’s breadth of perspective, attributes 

of leadership itself and the power associated with the top leadership positions. Good 

leadership according to Tichy and Bennis (2007) requires the abihty to be able to 

sense, fi'ame and align organisations.

Major change within organisations is often said to be often impossible unless the 

executive head of the organisation is an active supporter, ""Change by definition 

requires creating a new system, which in turn always demands leadership ” (Kotter, 

1995:60). Again Kotter (1996:6) argues that successful change requires the top 

management team to operate and co-operate together as a team. “Individuals alone, no 

matter how competent or charismatic, never have all the assets needed to overcome 

tradition and inertia except in very small organisations Executive leadership is the 

critical factor in the initiation and implementation of large scale organisational change,
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(Nadler and Nadler, 1990). Executive leadership is considered one of the key 

components of successfial organisational change, the CEO must lead the change if it is 

to have any hope of success, he must seize every opportunity to show that change is at 

the top of his agenda (Nadler and Nadler 1997). The requirement for leadership 

within organisational change had been identified by Feeny, Edwards and Simpson 

(1992), whose research indicated that the CEOs needed to be leading exponents of 

organisational change within their organisations.

The scale of the task facing transformational leaders can be gauged when one 

considers the advice of Pendlebury, Gourard and Meston (1998:48) who refer to the 

"'globality o f change" as the linkage between revising an organisation’s physical 

components and the intrinsic emotional and political issues that make individuals think 

and act differently. Pendlebury et al., (1998) also contend that it is the vision of the 

leadership cadre that propels and directs change. Hambrick (1989) has supported this 

call when he observed that some CEOs are visionary and some are driven by what he 

calls magnificent obsessions or personal preoccupations which can be identified in the 

structure, characteristics and form of their organisations. Hambrick (1989) also notes 

that, structural process and incentive devices may promote innovation, but a certain 

type of leadership cadre is required to promotes all of this as organisational change, 

noting also that change is often impossible unless the executive head of the 

organisation is an active supporter. Nadler and Nadler (1990) observed that executive 

leadership is the critical factor in the initiation and implementation of large scale 

organisational change and that the CEO must lead the change if it is to have any hope 

of success. The next section builds on this contention and seeks to ecplore the 

influence of leadership, the strategic relevance of change agents and the role of 

communications within relationships in IT-enabled change.

2.7 IT-enabled Change

IT-enabled change is the "'interplay o f  strategy, structure, people, management 

processes and technology that firms have to negotiate collectively to achieve 

advantage” (Hsiao and Ormerod, 1998:28). These authors also argue that a certain 

lack of alignment between IT and organisational change is apparent in the IT literature 

and that this gap suggests opportunities for researchers to enhance both fields with 

new insights (Hsiao and Ormerod 1998).
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Wrapp (1967) suggested that top management should make change a way of life 

within organisations and that this strategy should be reviewed regularly even if the 

resultant changes were working out as planned The last three decades have 

introduced tremendous changes to the business environment; a significant amount of 

which is associated with information technology (Kanter, 1986; Niederman a al. 

1991). Coupled with this, the accelerating rate of change has produced a business 

world in which customary managerial habits and organisations are increasingly 

inadequate (Henderson and West, 1979) while simultaneously IT has been become 

accepted as a significant driver of change (Kliag and Tillquist, 1998).

The IT literature has consistently recognised that organisational changes would result 

from the progressive development of IT (Rockart; Ball and Bulmer 1982; Galliers 

1987) and that certain changes within organisations would be necessary to obtain 

optimum benefits from IT investment (Penrod and Douglas 1989). Several studies 

have emphasised the impact of IT-enabled change in facilitating change (Keen, 1991; 

Scott-Morton 1991 and Parker, 1996). The rapid pace of IT development and resultant 

organisational change started to energise top management towards recognising that the 

management of change was a critical managerial requirement (Rockart et al. 1996).

However, executives at many organisations have continued to struggle with the 

rapidity of change in transformational periods, when hierarchical structures have been 

replaced by networks; bureaucratic systems have been transformed into flexible 

processes and control-based management roles have evolved into relationships 

featuring dispersed delegation, empowerment and coaching (Bartlett and Ghoshal, 

2002). In observing organisations going through changes of this type, Bartlett and 

Goshall (2002) concluded that difficult as these strategic challenges may be, they are 

generally acted on with more urgency than the organisational transformation needed to 

sustain them No matter how difficult it is to change organisations, Bartlett and 

Goshall (2002:125) commented that "it is even harder to change the orientation and 

m indset o f  its senior managers

This suggests that similar to the progressive use of IT and organisational change 

implementation, the involvement of top management is crucial to the success of IT- 

enabled change. Ghoshal and Bartlett (1995) maintain that the structure of 

organisations situates the responsibility for change within the realm of top 

management often to the detriment of the wider organisation. They also argue that 

most senior managers recognise the need for change in ther own thinking and 

behaviour yet they shy away from it (Ghoshal and Bartlett, 1995). This could be one
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of the reasons why many bottom up change initiatives regularly fail and why the 

attitude prevails that many senior managers prefer to retain the status quo knowing 

that failure is eventually inevitable rather than jumping into the future without a 

guarantee of success (Ghoshal and Bartlett, 1995; Strebel, 1996).

While top management’s involvement and interest in IT as an organisational tool had a 

slow genesis the recognition that IT can be an enabler of organisational change has 

taken even longer to occur. Some of top management’s reluctance to actively become 

participative in IT may be due to lack of appreciation of the competitive advantages 

associated with IT (Porter, 1996). Other factors include ^'top management not 

understanding how to lead this type o f change and remaining uncommitted, failing to 

reengineer and capture opportunities offered by new technology' (McDonagh and 

Coghlan, 2006:26).

However the pace of technological advancement focused minds in the 1990s as 

organisation began to increase their reliance and investment in IT as a functional tool 

and as a consequential enabler of organisational change (Rockart, Earl and Ross, 

1996).

Hsiao aixl Ormerod argue that the main categories within IT-enabled change involve 

process re-engineering; IT-enabled transformation and human centered renewal 

(1998:26). Process reengineering centres on the management process elements such 

as work-flow improvements to generate efficiencies (Hammer, 1990; Davenport, 

1994). The central ambition of process reengineering involves changing business or 

work processes to enhance efficiencies where the revised work processes are usually 

enabled by IT. A regularly recurring feature is the failure to sustain the resultant 

change because of "'imbalance with other organisational factors” (Hsiao and 

Ormerod, 1998:26). This is remarkably similar to Kotter and Cohen (2002:162) who 

advise that "'change can be fragile .... Making it stick can be difficulf'. Indeed Lippert 

and Davis (2006:434) observed that "Roughly 50% o f [IT] systems are considered 

failures or fa ll short o f  management expectations" again very similar to organisational 

change initiatives where "by 1993 re-engineering had experienced a 70 per cent 

failure rate ” (Helms Mills, 2003:80).

IT-enabled change focuses on the alignment of IT with both strategy and structure and 

subsequently causes the "basic nature o f modern business to change'' (Hsiao and 

Ormerod, 1998:26). Taking Hsiao and Ormerod (1998) contention as a starting point 

this element of the literature review has evidenced the importance of process re-
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engineering and the difficulties associated with BPR and TQM to change (Hehns 

Mills, 2003). It has been established that IT-enabled transformation is necessary to the 

functioning of society (OASIG Study, 1996; Kaarst-Brown, 2005). The concept of 

human centered renewal emphasises the people or human element of change and this 

has been located in many elements of the literature. Locating the balance between the 

technology, organisational and human elements are integral to successfully exploiting 

IT-enabled change. Strassmann (1985) observes that successfiil IT-enabled change 

requires the 'linking [oj] structure and strategy with people ” (cited in Hsiao and 

Ormerod, 1998:28). This insight leads to the need for fiirther inquiry into what are the 

essential human elements of IT-enabled change. The literature suggests that human 

actions such as leadership; change agents and communications are essential elements. 

The next section considers this proposition and examines how they are essential to IT- 

enabled change.

Leadership in IT-Enabled Change

The importance of leadership and change has been addressed from several 

perspectives by commentators in the IT literature (Reich and Benbasat, 2000). Within 

organisations the leadership levels® are expected to provide clear guidance, vision, and 

support for the strategic use of IT, (King and Teo, 1996). The leadership levels are 

responsible for believing and indeed for making others believe that the organisations 

fortunes hinge upon the successful application of information technology within the 

organisation. Wyman (1985) suggested, that technological myopia can exist either in 

the management or organisational culture and that nothing short of major 

environmental upheaval will initiate change or cure the myopic syndrome. A study by 

A.T. Kearney (1989), reported that the development of information systems 

encouraged and propagated change rather than merely generating responses to the 

resultant changes that inevitably follow implementation, (Lederer and Mendelow, 

1986). The consequent organisational changes are likely to necessitate leadership 

involvement rather than mere cursory participation to ensure that cross functional 

reorganisation actually fulfil the change requirements to the advantage of the 

organisation, (Porter and Miller, 1985). Similarly the ability to generate new 

organisational forms and processes in both technical and organisational settings is 

considered “crucial to remaining competitive in an increasingly turbulent world”, 

(Schein, 1996:9). Leadership’s attitude to change can be gauged by assessing whether 

the vision includes utilising technology to transform or to automate within 

organisations (Feeney, Edwards and Simpson, 1992). The diversity of attitudes and

 ̂Leadership levels are taken to mean top management i.e. the CEO and the top management team.
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assumptions concerning the role of leadership in the management of organisational 

change associated with IT may be associated with difficulty that many h  leadership 

roles have with IT. This issue is acknowledged by many commentators in the IT 

literature yet there is not a great amount of research or analysis available as to why 

leaders have this difficulty (Gibson and Jackson, 1987; Rockart and DeLong, 1988; 

Rockart and Treacy, 1982, cited in Schein 1985). Change will not occur unless there 

is some motivation to change and Schein (1985) observes that one such motivation can 

be disconfmnation of previously held assumptions and attitudes. Schein (1985) 

fiirther suggests that not only is the leadership level ideally positioned to initiate 

change but that they are obliged to start the process. The idea of disconfirmation fits 

comfortably with Lewin (1951) change theoiy and supports the freezing, unfreezing 

and refreezing model mentioned earlier.

Some executives in leadership positions considered IT as a way of automating their 

organisations and designing out human failures (Schein 1996). This engineering 

related approach is similar to Zuboffs (1988) concept of “informating up”, where 

management can engage in micro management from an information perspective and 

where previously hidden information would become totally transparent about all 

aspects of the organisation. The dominant habits and cultural mores within 

organisations will not change unless alternative responses are available and put into 

practices. While it may seem unlikely in the 2000s, a simple example of the 

disconfirming change attitude was noted by Schein (1985) in his research when he 

observed how a particular CEO would only respond to internal memos if they were 

sent to him via e-mail. In this fashion the old order was disconfirmed and a new IT- 

enabled change order was established by disconfirming the original mode of 

communication.

Similarly Wong (1996) and Tan (1995) suggest that a lack of quality in IT systems 

development can be associated with the level of top management involvement. The 

literature suggests that top management are often more concerned with viewing 

development plans from lower ranked project leaders and controlling the budgetary 

aspects of projects rather than becoming actively involved with system development. 

Raghunathan (1992) suggests that having top management as a member of an IT 

steering committee can have a psitive effect on IT and that this type of support and 

well defined objectives can be pre-requisites for success. The lack of clear objectives, 

vision and support can also result in poor alignment between IT objectives and 

business objectives often resulting in diminished returns on IT investment (King and 

Teo, 1996; Ross and Beath, 2002). Research by Jarvenpaa and Ives (1991) articulated
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the differences between tacit and active roles of participation and involvement of top 

managers, contrasting the psychological state (involvement) to the active personal 

intervention (participation). Their fmdings suggested that CEOs need not be 

personally involved in IT management at a detailed level but that if the organisation is 

to be progressive in its use of IT then the CEO must send the right supportive signals 

to the organisatioa These fmdings are consistent with other research where it has 

been argued that the best way to consistently link IT to an organisation’s core business 

is to distribute responsibility to line management, thus freeing up top management for 

more strategic perspectives (Boynton, Jacobs and Zmud, 1992). Taffinder (1998) 

argues that leaders must trigger organisations’ will to change and must demonstrate 

this in deed, similar to what Senge (1999:214) termed as "Svalking the talk".

All o f these issues affect an organisation’s capacity for change and therefore, it can be 

argued that an understanding of leadership deepens the understanding of many 

corporate phenomena (Hambrick, 1989), including the importance of leadership in IT- 

enabled change.

Change Agents

Related to the last section much of the literature on IT and organisational change 

makes considerable reference to the importance of change agents. Weick and Quinn 

(1999:373) suggest that ""the role o f the change agent in episodic change is that o f  the 

prime mover who creates change'". Schein (1985) articulated multiple factors that 

change agents should consider when igniting change behaviour within individuals and 

indeed within organisations. Schein (1985) considered that personal factors, 

organisational realities, industrial realities and technological realities all combined in a 

typology of change that unfreezes the current state, changes the status quo and 

refreezes the new organisational format in the desired state.

The IT literature suggests that when considering organisational change the leadership 

levels of organisations should be significantly involved as change agents (Farkas and 

Wetlaufer, 1996). It is argued that IT-enabled change requires champions who 

actively promote their vision of IT oftentimes taking considerable risks reputation 

wise in this regard (Beath, 1991). The IT literature identifies strong links between the 

success of IT initiatives and the presence of such champions or change agents who 

visibly support organisational change personally. According to Beath (1991) leaders 

of change are more than ordinary leaders, they are transformational leaders who 

inspire others and who are significantly relevant because of their ability in bringing 

about IT-enabled change. The responsibility for ensuring the success of an
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organisation lies within the domain of the leadership of organisations, as it is the 

leadership who set the corporate vision and strategic direction of organisations. 

Hambrick, (1987) contends that the performance of an organisation is ultimately a 

reflection of its leadership. Upper echelon theory (Hambrick & Mason, 1984) argues 

that organisations are a reflection of their leadership (Cyert and March, 1963; March 

and Simon, 1958). Organisations are influenced by the personalities of their leaders 

(Miller and Droge 1986), the values that the leadership bring to the organisation (Hage 

and Dewar, 1973) and whether the leaders were groomed within the organisation or 

recruited externally. Leaders in this mode may be the change agents of primary 

importance in many change initiatives (Weick and Quirm, 1999).

Research indicates that only 15% of CEOs surveyed worldwide (160 in sample) fell 

into the category of change agents and those that do fall into the change agent category 

are all leading profitable organisations (Farkas and Wetlaufer, 1996). It appears that 

individuals who embrace change and adopt the role of change agent are in fact 

embracing one of the most daunting of all roles within organisations. Many 

commentators have observed that change is almost always a difficult task 

accompanied by ""controversy, discomfort and resistance'' (Farkas and Wetlaufer 

1996:122) who describe the role of change agent as ""more o f a calling rather than a 

management style

A  change agent fiilfils the critical role of creating an environment that supports re- 

invention even if it inevitably produces a period of organisational anxiety and 

confusion. Such endeavours carry more \\eight and greater impact if it originates 

from the leadership level rather than from lower placed change agents. As a result of 

the position and standing of the top management within organisations, they are ideally 

placed to ensure that sufficient resources are allocated to enable change to occur and 

to assume the role of change agents. This reinforces the perspective of Keen (1991) 

and Markus (1983) when commenting on the importance of top management’s as 

influencers within the organisation. Top management is more likely to succeed in 

overcoming organisational angst and resistance in relation to IT-enabled change 

(Thong, Yap and Raman, 1996). IT-enabled change agents should be identified and 

developed in the upper echelons of management and empowered to drive the 

organisation into a "‘symbiotic relationship with the technology", (Black and Trippi, 

1990:25).

This section has articulated the central role of leadership within IT-enabled change 

and leadership by definition requires the cultivations of relationship which change
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agents must nurture for success. Other elements necessary within IT-enabled change 

indicate the requirement for a dynamic communication process between the key 

stakeholders in the change process.

Communications

The IT literature also regards communications as a significant element of the change 

process (Larkin and Larkin, 1996). The requirement for a direct line of 

communication between senior management and IS executives that could substantially 

enhance management’s ability to fully utihse the potential benefits of IT as a strategic 

resource was noted by Raghunathan and Raghunathan, (1988). Weick and Quinn 

(1999:374), when citing Rorty (1989:7) note that, "h talent fo r  speaking differently 

rather than fo r  arguing well is the chief instrument o f cultural change”. Utilising the 

contention of Bate (1990) and O’Connor (1995) to again emphasise this point, Weick 

and Quinn (1999:374) observed that, ^'language interventions are becoming a crucial 

instrument o f  cultural changd'. O’Connor and Smallman, (1995) when commenting 

on the emerging role of the hybrid manager also emphasised the vitality of good 

communications allied to team-working skills as being essential for the better 

alignment and communication between the technologists and the rest of the 

organisation. Strebel (1996:87) suggested that 'Unless managers define new terms 

and persuade others to accept them, it is unrealistic fo r  managers to expect employees 

to buy into changes that alter the status quo

Several commentators within the IT literature (Rockart et al, 1982; Lederer and 

Mendelow 1987; 1988; Watson 1990) observed that the ability of the IT executive to 

maintain effective communication channels with the CEO is a critical success factor in 

relation to the alignment of business planning and IT planning. The closer the IT 

manager is to the CEO the more likely he is to have an accurate sense of the strategic 

orientations of the organisation and the ambitions of the CEO (Lederer and Mendelow, 

1986). Without an effective relationship underpinned by good communication 

processes, top management cannot effectively communicate its goals for IT 

departments. Where this does not occur, a diminished contribution from senior 

management and a lack of synergistic effort can be evident (Jones and Arnett, 1994). 

The better the channels of communication, the greater the chances of the IT manager 

fully understanding the goals and objectives of the CEO.

Jarvenpaa and Ives (1991) observed that informal communications are also a most 

important part of the communication process. Research conducted by Watson (1990)
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in a study of Australian management relating to (1) the scanning behaviour and (2) the 

relationship of the CEO found that the CIO’s scanning ability is related to his/her 

personal relationship with the CEO implying that if the personal relationship is good 

then the CIO will broaden his scarming range and advise enthusiastically on IT 

deployment. Improved communications between IT managers and top management 

are extremely valuable in the IT planning process, (Lederer and Mendelow, 1986), and 

while acknowledging the difficulties associated with this, they indicate that this is 

achievable by the application of good planning methodologies.

However many of the difficulties with IT planning and top management discovered in 

the Lederer and Mendelow (1986) survey were similar to those identified earlier by 

Blumenthal (1978) on the need for IT planning. Lederer and Mendelow’s (1988) 

research expanded and supported their earlier findings on the difficulties associated 

with convincing top management of the potential strategic impact of information 

system planning. The reasons for top management’s difficulties with IS and the 

techniques used by IT executives to overcome them are articulated in the table 2.2 

below.

Reasons for Top Managements Reluctance 
To Recognise Strategic Impact of IT

Techniques to Overcome Top 
Management
Reluctance to Recognise Strategic 
Impact of IT

Top Management lacks awareness
Top Management sees strictly operational use
of computers
Top Management perceives a credibility gap 
Top Management does not view information 
as a resource
Top Management demands financial justification 
Top Management is action orientated

Educate Top Management 
Market IT accomplishments to 
top management 
Have user do the selling 
Promote business image for IT 
Respond to outside forces 
Capitalise on changes in management 
Perform IT planning

Table 2.2 Adapted from Lederer and Mendelow 1988

An interesting issue that emerges from research is that the authors do not make any 

mention of the importance of the communication channel between top management 

and the IT department. There is implicit mention of communication via marketing and 

promotion of the business image but the overt task of developing effective 

communications processes is not apparent.

There is much evidence available that communication problems also affect IT 

managers’ ability to become comfortable with top management’s corporate plans. 

Lederer and Mendelow (1987) maintain that IT managers surveyed by them stated that 

lack of knowledge of top management’s objectives was the greatest difficulty they
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faced Steiner (1979) argued that top management frequently did not review the 

organisations plans with the heads of IT departments. Another finding from Lederer 

and Mendelow (1986) suggests that top management do not communicate corporate 

objectives in a fashion that IT managers can understand and relate to. This is often 

exemplified by top management’s desire for a technical solution to a business problem 

without a clear understanding of exactly what it is that top management require and 

definitely without a clear understanding of how this requirement is or can be aligned 

with the organisations corporate objectives. Lederer and Mendelow (1986) again 

observe that top management provide httle substantive direction as to what specific 

systems to develop. Another interesting finding suggests that because IT executives 

have difficulty in relating to corporate objectives they therefore display a general 

reticence towards communications from top management, this may compound the 

general feeling that many IT persons are, as Lederer and Mendelow (1986:245) 

observed, regarded as, 'techies, people who have no feeling fo r  general business 

problems''.

O’Connor and Smallman (1995) in their study on the role of the "hybrid manager’’’’ 

found a similar assumption prevailing, noting that that there was a widespread 

perception that it was difficult to communicate with IT departments who are generally 

perceived as “remote”. This sentiment has persevered and indeed many people 

perceive that IT people are aloof, uncooperative, and unable to listen to users 

concerns. A survey of 340 CIOs (chief information officers) in the USA and Europe 

observed that, "CIOs show a lack o f  business acumen and shrewdness ’ and ‘are 

generally perceived as geeks and not business professionals ”, (Kom/Ferry 

International, 1998), quoted in McDonagh, (1999:695). Grindley (1992) attempted to 

explain this communication deficiency by referring to the culture gap as a way of 

highlighting research fmdings that indicated 55 per cent of IT directors surveyed 

suggested that the potential of IT for improving business performance was not 

appreciated by top management (Grindley 1992).

2.8 Understanding the outcomes of IT-enabled change

The purpose of IT is to automate and transform The dilemma for IT is how to 

achieve successfiil outcomes in this regard. The understanding of IT as an enabler of 

organisational change has significant support in the academic literature (Niederman et 

al., 1991; Kling and Tilquist, 1998; Earl and Feeny, 2000; Castells, 2001; Kallinikos, 

2004). Since its introduction into organisations in the 1950s, IT has evolved and has
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regularly perpetuated significant organisational change. This was recognised early in 

the evolution o f IT where, ^The development o f  a computer based, corporate wide 

information system can readily lead to a fundamental reorganisation o f  the company^' 

(Kriebel, 1968:7). Research into IT has generated considerable academic outputs 

relating to discrete areas o f IT such as top management support (Jarvenpaa and Ives, 

1996); the relationships, particularly those between top management and chief 

information officers (CIOs) (Jarvenpaa and Ives, 1991; Feeny et a l ,  1992; Mykytyn 

and Harrison, 1993); shared visions for IT (B lack and Trippi, 1990; Jarvenpaa and 

Ives, 1991; Earl and Feeny, 1994; Enns et al. 1997); disappointment with outcomes 

(Tomeski and Lazarus, 1975; Kearney, 1990; Johnson, 1995; Jones, 1997a; Standish 

Group, 1998) and many other themes.

Organisational change has similarly intrigued and perplexed academics and 

practitioners alike for some considerable time. Academic and practitioner literature is 

replete with theories, advice and “how to guides” concerning the successfiil 

exploitation o f organisational change. Over the later decades o f the twentieth century, 

perspectives on organisational change have had a major impact on industry, business 

and the ‘not for profit sector’ including initiatives such as: culture change; total quality 

management (TQM); business process re-engineering (BPR) and organisational 

learning (Hehns Mills, 2003). The pace o f change has never been greater and 

according to Fenton (2007, citing Todnem By, 2005) "bne o f  the greatest truisms in 

management today is that the successful management o f  change is crucial fo r  any 

organisation to survive and succeed' (:104). Minings and Greenwood (1988) suggest 

that early studies o f change in the 1970s and 1980s were generated by experiences 

associated with economic recession, globalisation and the transformation to an 

information based economy (cited in Hsiao and Ormerod, 1998). Significant research 

has also been devoted to identifying the importance of culture in organisational change 

(Tichy, 1983), the role of leadership (Pettigrew, 1987; Nadler and Nadler, 1997); 

organisational learning (Senge, 1999) and critical success factors for organisational 

change (Kotter, 1995; 2002).

However, despite this considerable body of research both organisational change and 

IT enabled-change continues to under achieve (Kearney, 1990; Clegg et al., 1996; 

Helm Mills, 2003; Monnoyer, 2003). A study by the Standish Group (2001) found 

that a mere 28 per cent o f IT projects were completed on time, within budget and with 

the promised functionality (cited in Chua, 2009). Spectacular IT failures have 

perpetuated significant financial losses for organisations for a considerable period. 

These include; the Australian Public Service Board’s “MANDATA” project that was
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terminated in 1981 with a loss of $30 Australian dollars. The 1992 US airline group 

AMR Corp, abandoned its collaborative travel reservation project at a loss of S125m. 

In 1993 the London Stock Exchange’s Taurus System was similarly abandoned at a 

cost of approximately £500rn UK (Drummond, 1998); the SNFC’s, Socrate 

Reservation System (Mitev, 1996) is another example and the PPARs project in the 

Irish Health Sector was similarly curtailed in 2008 at a cost of approximately €290m.

Similarly organisational change initiatives such as TQM and BPR programmes 

experienced significant failure rates. Choi and Behling (1997) cited in Helms Mills, 

(2003:80) found that two thirds of TQM programmes had ground to a halt and that by 

1993 BPR was experiencing a 70 percent failure rate. This lack of success was even 

acknowledged by the founder of BPR (Champy, 1995). The dilemma for IT and 

organisational change is how to create synergies among the key stakeholders that 

ensures IT-enabled change will produce successful outcomes into the fiature. This 

dilemma clearly presents a compelling case for further inquiry.

2.9 The Case for Further Inquiry

Robey and Bourdreau (1999) observed that the organisational change literature 

encourages a belief in organisations enabled by IT (cited in Schwartz and Watson, 

2005). This enduring theme surfaces regularly in the IT literature (Rockart; Ball and 

Bulmer 1982; Galliers 1987; Hsiao and Ormerod, 1998; Hayes, 2007). Evidence 

suggests that IT is capable of altering core organisational direction, reorienting 

corporate strategy and possibly redefining industry structure (Raghunathan, 1992). 

Research by King and Teo (1996) contend that some of the key facilitating and 

inhibiting factors relating to the strategic use of IT includes top management guidance 

and support as an essential ingredient. In the IT literature Rockart (1988) and Schein 

(1992) observed that change associated with IT necessitated organisational wide 

change and that only top management have the power to initiate and execute change of 

such dimensions. The requirement for top management and leadership involvement in 

IT-enabled change is overwhekning.

It has been suggested that successful relationships in IT-enabled change are linked to a 

shared vision between top management and the IT department where CIOs can be 

agents of change within organisations (Feeny, Edwards and Simpson, 1992). Bridging 

the gap between both parties requires significant effort on both sides of the divide. 

Relationships can be a complex product of many factors including business context, 

individual backgrounds, values, styles and professional skills (Feeny et al 1992).
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Consequently the nature of relationships between top management and IT managers is 

similarly complex as Jarvenpaa and Ives (1991:206) put it, “few  nostrums have been 

prescribed so religiously and ignored as regularly as executive support in the 

development and implementation o f  M IS”. The need for a fresh approach to these 

relationships that links the technical knowledge of the IT expert with the strategic 

vision of top management is a prerequisite for success according to Davenport et al 

(1989). The literature is hugely supportive of the notion of enhanced relationships 

between top management and IT departments yet it is mostly silent on how this should 

occur.

Both the IT literature and the organisational change literature express concern at the 

rate of underperformance of both IT-enabled change and non-IT-enabled change 

programmes citing failure rates of between 50-70 percent depending on the research 

viewed (Keamey, 1990; McDonagh, 1999; Helms Mills, 2003; Lippert and Davis, 

2006). Various researchers offer insights into the cause of such failures from the 

technological perspective, the financial perspective, the structural perspective and 

indeed the human perspective (McDonagh, 1999) yet none of this research offers 

advice or guidance concerning the need for collaboration between the various 

constituents. The literature is replete with implicit whispers of the requirement for co

operations; empowerment; relationships; leadership; value and change all of which are 

integral elements of collaboration These whispers suggest that there is a need for a 

new perspective or dynamic on the approach to IT-enabled change.

This observation creates the impetus for further inquiry into the “dynamics of 

collaboration in IT-enabled change”. This study is particularly interested in 

collaboration which will be reviewed in the next chapter. Current empirical inquiry 

regarding collaboration in IT-enabled change tends to be somewhat scarce and 

superficial. This research seeks to deepen the body of knowledge available 

concerning the subject and offer a new dynamic for consideration when approaching 

IT-enabled change.

2.10 Conclusion

The objective of this chapter was to review the literature. The chapter commenced by 

positioning this inquiry within the IS field, with the research topic identified as an IS 

management issue. Consequently, the hvestigator focused on the IS management 

literature and visited relevant organisational change literature. This resulted in the
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task of condensing an immense body of literature into useable themes and 

perspectives. A review of the literature reveals that top management support is a 

critical factor in the successfiil implementation of IT-enabled change. This is also a 

critical fmding in the organisational change literature. It revealed a requirement for an 

enhanced relationship process between the princ^als in IT-enabled change and again 

this surfaced in the organisational change literature. The requirement for leadership 

was explicit in both literature sets. The requirement for models to explain 

organisational change also presented as did the need for change agents within IT- 

enabled change. The difficulties in implementing change were also considered as 

there was commonahty between both perspectives of change under consideration.

The literature was expansive on prescriptions of what should be included when 

attempting organisational and IT-enabled change. It was less explicit in describing the 

human and interpersonal dynamics that underpin a significant amount of change. The 

literature makes reference to many individual characteristics and undercurrents in an 

implicit fashion but is generally not really explicit about either the meaning or value of 

these characteristics to the process of IT-enabled change.

This clearly suggests that fi^meworks for approaching IT-enabled change are not fully 

developed and a fresh approach is required to enhance our understanding of this 

phenomenon. The literature review has suggested whispers of the requirement for 

collaboration in IT-enabled change and consequently this study will move to review 

the literature on collaboration to probe more deeply into the case for collaboration in 

IT-enabled change.
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Chapter 3



Chapter 3 Collaboration

3.1 Introduction

This chapter present a review of the Hterature pertaining to collaboration and 

draws together the wide ranging discourse that has emerged on a subject that has 

become common practice in many forms of business worldwide (Huxham, 1996). 

‘T/je collaboration imperative is a hallmark o f today’s business environment" 

(Hansen, 2009: 88).

This review recognises the variety of collaborations that manifest themselves in 

numerous forms and in a multitudes of purposes, often significantly shrouded in a 

multitude of descriptive terminologies such as, co-operation, co-working, strategic 

alliances, outsourcing, joint ventures and so on (Huxham and Vangen, 2005). 

Unsurprisingly, collaboration has become a growing field of academic inquiry 

(Gray and Wood, 1991; Mitchell and Singh, 1996; Powell, Koput and Smith- 

Doerr 1996 and Amabile et al. 2001). ‘T/ie theory and practice o f collaboration is 

receiving increasing attention from scholars and practitioners alike" (Himmelman, 

1996: 23) and contributions are identifiable from a variety of sources including 

"‘'sociology, business policy, economics, economic geography, public policy, politics 

and management" (Huxham and Vangen, 2005:10). All of this has enriched the 

body of literature available to scholars and practitioners alike.

The chapter is organised as set out in Figure 3.1:

W h e re 3.3

U n d ers tan d in g  w h ere  

c o lla b o ra tio n  occurs

W 'h a t? 3.4

Id en tif ie s  w h a t is
c o llab o ra tio n
D e fin itio n s
In h e re n t
C haracte ris tic s

W hy?

W hy C ollaborate?  
The s ig n ifican ce  o f  
co llabora tion  

W hy is it im portan t?

3.2

H ow ?

Id e n tif ie s  ho w  
c o lla b o ra tio n  w orks! 

3.6

H ow  the  req u irem en t 
fo r  c o lla b o ra tio n  IT- 
e n a b le d  ch a n g e  is 

m an ifes ted ?

3.7

So Now What?

T o w ard s  a g rea te r  

u n d e rs tan d in g  o f  

c o lla b o ra tio n  in 

IT -en ab led  c h a n g e

Figure 3.1 Organisation and Structure of Chapter 3
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The objective of this chapter is to investigate the literature on collaboration. The 

previous chapter has set the scene by locating the study within the IS field.

Section 3.2 asks “w /;/’ collaboration is important. In order to understand 

collaboration, it is necessary to answer this and understand the significance of 

collaboration? This section introduces the reader to the concept o f collaboration as 

a significant factor in society both organisationally, socially and political It 

articulates the many challenges associated with collaboration. The section 

concludes by articulating that collaboration may be a preferred form of business 

arrangement for the future.

Section 3.3 focuses on inquiring into ‘W/jere” collaboration occurs and locates 

collaboration in a variety o f organisational, business and social settings at the 

inter-organisational level in business, quoting examples of the monetary value of 

collaborations. It outlines where collaborations occur in a social context 

emphasising its particular relevance to inter-organisational, community and public 

sector working. Technological collaborations are also explored in relation to 

knowledge sharing, economies o f scale and complementarity. Factors involved in 

individual collaborations are also investigated for further insights.

Section 3.4 seeks to uncover "\vhat'' is collaboration? In order to answer this 

question the study seeks to explore several definitions o f collaboration. This 

section emphasises the diversity o f understandings associated with collaboration. 

It introduces the centrality of relationships to collaboration and identifies some 

commonality across the various defmitions.

Section 3.5 seeks to understand ‘how” collaboration works and introduces the 

reader to the inherent characteristics o f collaboration. This section draws the 

identified regularly recurring elements into a typology o f common characteristics. 

Thereafter the section engages in a detailed exploration o f hese characteristics 

noting the centrality of trust to collaboration throughout the literature. It also 

explores the limitations o f collaboration.

Section 3.6 returns to the management literature to identify how the requirement for 

collaboration in IT-enabled change is manifested. It identifies that top management 

and IT management are the predominant stakeholders in IT-enabled change. It 

identifies that despite many calls for new forms of relationship between these 

stakeholders no significant academic study has been undertaken on the dynamics of 

collaboration between them. It identifies where the requirement for collaboration has
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occurred in many instances and it concludes that collaboration could be a significant 

under-explored factor in this relationship.

Section 3.7 asks “so whaf .  This section seeks to move to a deeper understanding 

o f the critique of the literature and create an understanding o f the link between 

collaboration and IT- enabled change.

3.2 The Significance of Collaboration

This section asks the question “why collaborate" and “/5 collaboration important”? 

Huxham (1996:2) suggest that collaboration is important for several reasons such 

as: (1) ''Collaboration is happening^' (2) "'Collaboration is valuable” and (3) 

'"Collaboration is difficulf\ A review o f the literature on collaboration supports 

these contentions and offers a number o f streams of academic thought within this 

area that are worthy o f further investigation. Firstly there are numerous examples 

o f collaboration available in the literature and these will be explored later in this 

chapter. The idea that collaboration rather than competition could be a 

requirement for the successful building o f a post-industrial order, in somewhat the 

same fashion as competition was to the successful building o f the industrial order, 

has aheady been suggested (Trist, 1977). A historical overview o f organisations 

in the later part of the twentieth century would be struck by the growth o f the 

concept o f collaboration in areas such as alliances, takeovers and merger activities 

(Beckhard and Harris, 1987). Organisations without ties are becoming 

increasingly rare; the model firm has multiple partnerships and organisations are 

becoming much more competent and reputed on account o f their collaborative 

ability (Powell et al., 1996). In a 2001 interview the CEO o f the Nestle 

organisation, Peter Brabeck, suggested that the path to progressive change within 

organisations in the future will be through collaboration (Wetlaufer, 2001).

Secondly there are numerous forms and types of collaboration in existence. The 

growth rate in corporate partnering and reliance on collaborations at the inter- 

organisational level has been phenomenal (Hergert and Morris, 1988; Mowery, 1988; 

Hagedoom, 1990; Gulati, 1998). These are evident at the inter-organisational level, at 

the intra-organisational level and indeed at the individual level (Hergert and Morris, 

1988; Mowery, 1988; Hagedoom, 1990, 1995; Badaracco, 1991, Gulati, 1998). These 

various forms suggest the significance of collaboration to business, society, 

governments and indeed to individuals (Huxham, 1996). Many of these forms of 

collaboration co-exist and indeed are dependent on each other. The growth in
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partnering (Badaracco, 1991, Gulati, 1995) suggests that a willingness to engage in 

collaboration is evident within society and business settings. Indeed cross sectoral 

collaborations for social problem solving is a well established phenomenon (Gray, 

1989).

Thirdly collaboration is difficult and a significant am ount o f  collaboration no 

m atter what format it takes ends in failure (Bleeke and Ernst, 1995). The reasons 

for failure have been well articulated and have been associated with issues such as 

tension; barriers and pitfalls among others (Powell et al, 1996). Huxham  (1996:2) 

advises that 'Collaboration is difficult: it is non-trivial in practice because o f  a 

number o f  inherent difficulties” . Despite m any significant failures there is an 

apparent w illingness to collaborate among organisations and this m ay be 

associated with the values, customs, beliefs, traditions, philosophies, rules, 

practices and social activities that are shared by m em bers o f  an organisation 

somewhat similar to the principles that underpin the culture within organisations 

(M cLean and Marshall, 1993; Gatewood, Taylor and Ferrell, 1995). Observers 

have suggested that it is culture that distinguishes an organisation from its 

competitors and shapes its identity (Goffee and Jones, 1996). Organisations are 

built on shared interests and mutual obligations between custom ers and suppliers. 

Organisations prosper through co-operation, trust and pattem s o f  social interaction 

(Goffee and Jones, 1996) and indeed they possess distinctive characteristics that 

shape and influences their practices and processes. O ’Donovan (2006:35) 

suggests that "'managing an organisation or business has come to mean managing its 

corporate culture". W hile differing business cultures m ay present compatibility 

and common purpose difficulties for organisations when choosing partners prior to 

entering into collaborations, Powell et al (1996:117) suggest that collaborations 

are formed around the '‘‘calculation o f risk versus return". H owever Powell et al., 

(1996:118) again suggest that having taken all the risks and hazards into 

consideration 'firms turn to collaboration to acquire resources and skills that they 

cannot produce internally". The evidence in the literature consulted suggests that 

the growth and development o f  collaboration has not been retarded as a result o f 

these difficulties.

Evidence of this growth can be discerned from the mid 1980s onwards when 

Partnership Data Net reported 6000 partnerships among business, public sector and 

non-profit organisations (Waddock, 1988). In the 1990s there were ^proximately 

140,000 linkages between individual business firms and schools (Nadonal Alliances 

of Business, 1989a in Logsdon 1991). Alliances in the 1990s were growing at more 

than 25% annually (Bleeke and Ernst, 1995). The growth o f collaboradon in the
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2000s is evident from a review of table 3.1, which indicates a range of collaborations 

in the financial services industry in the form of mergers and acquisitions as a result of 

the 2008 worldwide credit crunch and the re-ordering of the financial markets 

(Gartner, 2009).

Table 3.1 Prominent FSI M&As Worldwide, 2008

Buyers Financial Institution Acquired
Santander (Spain), Fortis (Belgium), 
Royal Bank o f  Scotland (U.K.)

ABN  Amro (The Netherlands)

Santander (Spain) Alliance & Leicester (U.K.)
JPMorgan Chase (U.S.) Bear Steams (U.S.)
Commerzbank (Germany) Dresdner Kleinwort (Germany)
Lloyds TSB (U.K.) HBOS (U.K.)
Barclays Capital (U.K.) Lehman Brothers (U.S.)
Nomura (Japan) Lehman Brothers (Europe, the Middle 

East and Africa; Asia/Pacific)
Bank o f America (U.S.) Merrill Lynch (U.S.)
Mitsubishi UFJ (Japan) 20% o f Morgan Stanley (U.S.)
Wells Fargo (U.S.) Wachovia (U.S.)
JPMorgan Chase (U.S.) Washington Mutual (U.S.)
(Source: Gartner, December 2008)

A survey of the business pages of any serious newspaper or fmancial journal 

suggests that this growth rate continues unabated to this day. Regardless o f the 

particular industry it appears that it has become all but impossible for 

organisations to compete or expand without being involved in collaborations such 

as joint ventures, mergers, acquisitions or alliances o f some kind In fact in 2000, 

the then CEO o f  the Ford Motor Corporation Jac Nasser, observed that 

collaborations in the form o f consolidations, partnerships, strategic alliances and 

more acquisitions are likely to be the way forward for business (Taylor, 2000).

3.3 Types of Collaboration

This section builds on the last section that questioned “why” collaboration was

important and seeks answers to questions associated with "'where ” does

collaboration occur? The literature reviewed suggests that there are many types of

collaboration in evidence in society. Research indicates that collaboration occurs

at the inter-organisational level e.g. collaborative alliances between firms (Dyer &

Singh, 1998; Gray and Wood, 1991; Simonin, 1997); at the intra-organisational

level e.g. collaborations between individual members o f an organisation

(McGrath, 1990; Tjosvold, 1986) or indeed between teams within an organisation

(Jassawalla and Sashittal 1998) and on an individual level (McGrath 1990).

Indeed according to Kraus (1984) the collaborative model supports and reinforces
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individual development and contributions within many organisational and social 

settings.

A t is core collaboration involves co-operative, non-competitive behaviour and 

non-hierarchical structures and processes within organisations (Wood and Gray, 

1991). Research indicates that at the inter-organisational level, international 

collaborations are successful when partners share a philosophy that transcends the 

mere profit or market objectives and provides a more complex view of each 

partner’s rights and behaviours (Shaughnessy, 1994). Ahuja (2000) suggest that 

inter-organisational networks with large numbers o f collaborating associations 

may be an effective way for partners to enjoy the benefits o f network size without 

paying the cost of associated maintenance. Quoting other research results from 

Powell, Koput and Smith-Doerr (1996), Ahuja (2000) further argues that linkages 

and the resultant collaborative networks are key vehicles for gaining access to 

external knowledge. Bennis and Biederrman (1997:1) suggest that “cooperation 

and collaboration grow more important every day". Understanding why 

collaboration is important can be challenging and arriving at an understanding of 

its importance can be realised by considering some tangible examples of 

collaboration in practice. This is possible by utilising a number of broad headings 

that illustrates the principal types o f collaboration as set out in the following sub

sections.

3.3.1 Collaboration in Business

In the context o f business, organisations enter into collaborative arrangements for 

a multitude of reasons as diverse as profit, financial, knowledge sharing, 

innovation or risk sharing. However according to Huxham and Vangen (2005) 

businesses are mainly concerned with achieving advantages which they term 

“collaborative advantage” in order to remain profitable or gain market share 

(Huxham and Vangen, 2005:5). The international corporation Siemens considers 

collaboration and co-operation integral to long-term profitability and achievable 

only through size and market position (Javidan, 2002) as seen in the opinion o f its 

CEO in 2002 who suggested that profitability is only achievable through “one o f  

four options: buy, co-operate [collaborate] sell or close” (Javidan, 2002:13). The 

literature on strategic alliances suggests a proliferation of collaborative activity. 

Strategic alliances have become one of the most commonly adopted organisational 

strategies in use in business (Gulati 1998). Estimates suggest that in excess of 10,000 

newly created collaborative partnerships occur each year (Gartner, 2009).
63



At the inter-organisational level collaboration regularly occurs in the energy industry 

where sharing in the exploitation and development of oil fields is common practice 

(Hill and Hellriegel, 1994). Collaborations are also common in the aerospace industry 

with obvious examples being the Boeing Corporation working collaboratively with 

European companies in joint airframe design. Other examples include the Eastman 

Kodak Company’s $250 million, 10-year deal to outsource its entire information 

technology function (Ramstad, 2003). The Accenture Consulting company estimated 

that the number of outsourcing deals alone and their value by 2000 had reached 

$1 trillion (Accenture, 2003). By 2008 this had further increased by 25%. There are 

other examples of business collaborations in existence such as those involving 

Daimler-Chrysler, Statoil and Norsk Hydro, Chase-J.P.Morgan, AOL-Time Warner 

and many more (Schuler and Jackson, 2001; George, 2004).

In the biotechnology industry alone, the number and value of investments in 

collaborative alliances of all types is reported to have increased five-fold during the 

latter years of the twentieth century (Powell et al., 1996). The Economist (July, 2002) 

estimated that in 2001, 25%-50% of the pharmaceutical industry's total R&D budget 

(approximately $ll-$22 billion) was devoted to collaborative alliances. Examples 

include Smith Kline Beecham's $125 million investment in Human Genome Sciences 

and the Bayer-CuraGen alliance valued at an impressive $1.3 billion in early 2001 (de 

Rond and Bouchihki, 2004).

Similarly within the electronics industry collaboration is significantly evident. In 

China for example, the TCL Corporation has moved towards the top of the 

industry mainly as a result of its collaborative arrangements with Thompson SA of 

France (Ramstad, 2003). By 2003 TCL was producing 18 million TV units 

annually, surpassing the then industry leaders, Sony Corp. and Matsushita Electric 

Industrial Co., by more than six miUion imits (Ramstad, 2003). A further example 

is the Cendant Corp. U.S.A. whose 10-year, $1.4 billion deal with IBM covers 

more than 40 business units collaborating in the real estate, financial and travel 

industries (DiSabatino, 2001). Further collaborations in outsourcing are evident in 

Sabre Holdings Corp. Texas, USA, where its outsourcing deals in 2001 were 

estimated to be worth $3 billion (DiSabatino, 2001). Joint ventures, which were 

traditionally pursued only as a means o f getting into new business areas are also 

very popular forms o f collaboration as are strategic alliances involving two or 

more organisations contractually pooling resources to achieve long term strategic 

purposes that are not possible for a single organisation (Judge and Ryman 2001).
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Alliances between organisations no matter what part of the world they geographically 

locate or what place they hold on the supply chain are a fact of life today. Kanter 

(1994) argues that becoming a good partner has become a key corporate asset no 

matter what the duration or the objectives of the alliances. In the global economy a 

well-developed ability to create and sustain fruitful collaborations gives companies 

advantages Kanter (1994). In a major research project begun in 1991, Kanter 

observed 37 companies worldwide (USA, Canada, France, Germany, United 

Kingdom, the Netherlands, Turkey, China, Hong Kong, Indonesia and Japan), 

focusing on both large and small companies in service and manufacturing industries. 

These companies were involved in collaborative alliances some of which had endured 

for more than 20 years and some o f which had only recently entered such 

arrangements. This research concluded that there were three fundamental aspects of 

business alliances, (1) the alliance must yield benefits for all the partners; (2) 

successfiil alliances require collaboration and (3) they cannot be controlled by formal 

systems (Kanter, 1994). Interestingly this research observed that North American 

companies had a particularly narrow view of strategic alliances focusing almost 

exclusively on the financial aspects, whereas the Asian companies were more 

comfortable with and more adept at exploiting the potential o f such alliances. 

European companies it seems come somewhere in the middle of this continuum.

3.3.2 Social Collaboration

A nother form o f  collaboration is social collaboration which according to Huxham  

(1996:16) involves '^community development, community empowerment, co

ordinated service provision, environmental issues, conflict resolution, health and 

social policy development’’. The requirement for government to provide all the 

social services necessary in m odem  society has become increasingly challenging 

and m ay be too great without the collaboration o f  several partner agencies and 

stakeholders (Trist, 1977). One o f  the techniques utilised to enable social 

collaborations has been public-private partnerships. These types o f  collaborative 

arrangements have a history in local government for some considerable time.

Collaborative alliances between public and private sector organisations are horizontal 

forms of relational exchange, occurring where two or more organisations recognise 

that collectively they can achieve more than the sum of their own efforts (Palmer, 

1996). Public-private collaborations are in evidence, particularly in the UK since 

approximately 1989 involving a range of defined activities such as council fleet 

maintenance, refuse collection, road cleaning, traffic management and many others 

services that require compulsory tendering processes (Snape and Fenwick, 1996).
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The benefits that accrue to both the pubhc and private sector organisations in 

developing ongoing and effective collaborative relationships are numerous including 

reduced uncertainty, managed dependency, exchanging efficiencies and social 

satisfactions (Snape and Fenwick, 1996).

The efficiency argument has been explored by Huxham (1996:3) from a political 

perspective where it is argued that the ''good practices” of the private sector will 

influence the perceived less efficient practices of the public sector. This in 

essence has been the underpinning principle of New Public Management which 

Dunleavy and Hood (1994) described as a way of reorganising public sector 

bodies to bring their management reporting and accounting approaches closer to 

private sector business methods. This approach has been influential in 

international public service modernisation initiatives over the past twenty years. 

Huxham (1996:3) argues that efforts to increase privatised public service delivery 

in this fashion will inevitably result in greater "'collaboration between public 

authorities and the service delivers" in a public-private partnership process.

Collaborative initiatives have been regarded as the latest examples of a long 

established trend towards co-operative working and are considered likely to play 

an increasingly important rob in contemporary society (Huxham and Vangen, 

2000). There are examples of collaborative working arrangements in evidence 

addressing diverse issues such as poverty, education, health, local government, 

environment, non-profit organisations and so on (Huxham and Vangen, 2000). A 

particular current factor in the UK is the concept o f ‘joined up government’. This 

essentially is a collaborative working arrangement between government and its 

citizenry (UK Cabinet Office, 1999). The complexity of social issues for 

government departments (Trist, 1983) can be apparent in criminal justice areas 

where issues such as the drug problem requires co-ordinated approaches across 

many sectors of the public service, police, customs, air transport, revenue and 

indeed their counterparts on an international scale (Vangen and Huxham 2005). 

There appears to be substance to the contention that public sector management in 

the 21st century will need to be sophisticated in its imderstanding of the skills and 

technological requirements needed for working across organisational boimdaries 

(Huxham and Vangen, 2000) and that collaboration may be a solution. This type 

of inter-organisational collaboration requires what Oliver (1990) calls reciprocity 

and which is often one of the common motivations for joining with other groups. 

Reciprocity occurs when actors collaborate to ensure that mutually beneficial 

interests can be achieved through co-ordination and co-operation. This is an 

enduring although oftentimes elusive ambition for collaboration. Social
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collaboration can also be identified in collaborative arrangements between 

industry and academia where according to Amabile et al., (2001:418) 

‘̂'management research will be substantially strengthened by effective collaboration 

between researchers and practicing managers"'. This strengthens the contention o f  

Powell et al., (1996:123) that collaborations enable the realisation that "‘the basic 

science and research skills needed to create new products were based in universities”.

3.3.3 Technological Collaboration

In m any instances, the process o f  collaboration has been enabled and enhanced by 

IT. Jones (2003:18) when referring to the importance o f  IT to the engineering 

industry, argues that the “lack o f a common workflow or system o f collaboration 

between sites was slowing down processes between sites and wasting money”. 

W ithin the healthcare industry collaborations enabled by IT are often the vision o f 

professionals seeking a better way o f  delivering services (Sylvia, 2003:1) who 

noted that “it is politics, not a lack o f viable technology that have stunted the adoption 

o f healthcare information networks". In a study o f  the German technology industry 

(Harding, 2002) found that the concept o f  collaboration was also important. 

Harding (2002) noted lhat the Germ an Fraunhofer Society’ helped to ensure the 

sustained technological competitiveness o f the Germ an economy through both 

competition and collaboration. This research concluded that the Germ an 

technology transfer system w hile facing challenges from other economic models 

utilises collaborative practices to produce high quality hi-tech and high value 

products that help sustain the Germ an economy. According to Ahuja (2000) 

technological collaboration offers significant benefits regarding knowledge 

sharing, com plem entarity and scale. Technological collaboration requires 

substantive use o f  varying skill sets and knowledge (Powell, Koput and Smith- 

Doerr, 1996). Research by Shan, W alker and Kogut (1994) found positive 

correlations available between the amount o f  inter-organisational collaborative 

networks and the num ber o f  patents obtained. Simonin (1997:1153) noted the 

propensity within the microchip industry towards collaboration “has quickly led to 

a proliferation o f alliance constellations centered on IBM, Mips, Hewlett-Packard and 

Sun Microsystems". Ahuja (2000:430) argues that m ost organisations can only 

pursue a limited number o f  innovations and research agendas, and that 

collaborations allow access to “promising technological trajectories as well as 

technological dead-ends'' that reduce effort and wasted time.

’’  The Fraunhofer Society  is a network o f  48  separate institutions in G erm any w h o act as catalysts 

for tech nology  transfer betw een academ ia and industry.
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Technological collaborations have also offered exciting opportunities and 

potential for governments to ‘‘Reinvent government" (Osborne and Gaebler, 1992:4) 

and enable electronic frameworks for the ''the integrated delivery o f public services 

through multiple channel^' (McDonagh, 2004:4). It has been argued that 

technological collaboration has enabled the momentum towards re-inventing 

government to take hold and in particular to utilise ''the internet, to deliver public 

services in a much more convenient, customer-oriented, cost effective and altogether 

different and better way’' (Holmes, 2001:2).

3.3.4 Individual Collaboration

The human dimension of collaborations surfaces when the dynamics of internal 

collaboration in organisations is investigated. Hansen (2009:83) suggests that 

"Leaders regularly challenge employees to tear down silos, transcend boundaries and 

work together in cross unit team^'. Grugulis et al., (2003) noted that individual 

employee requirements are seldom factored into the detail of collaborative 

arrangements and when they are, they are resisted by contractors or contracting 

firms. Individual considerations within collaboration have been extensively 

researched by Tjosvold (1986) and McGrath (1990). Issues such as the 

involvement and chemistry of the top executives surfaces as major factors in 

collaborations and the maintenance of a good personal rapport between leaders 

often provides soui'ces of comfort and support when difficulties arise. This can be 

particularly pertinent in Asian economies where 'face'" (honour and respect) are 

important.

Kanter (1994) contends that collaboration issues such as compatibility involves 

broad historical, philosophical and strategic grounds, common experience, values 

and principles and hopes for the future. Research by Marks and Mirvis (2001) 

into collaborations involving mergers and acquisitions suggest that relationships 

are very important in collaborations of this type. This research noted the value of 

face to face contact in the due diligence phase of a collaboration, exemplified in 

the comment of a CEO who observed ‘‘we have to spend more time on the people 

side o f the equation” (Marks and Mirvis, 2001:84). The relationship element cf 

individual collaborations was also noted by McCall (2005:23) when commenting 

on mergers and acquisitions that 'hnother vital part o f the process is employee 

relations- both those o f the acquiring company and those o f the targef \  Kanter 

(1994) further advised that successful collaborations manage the relationships not
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just the business end o f the deal. Huxham and McDonald (1992:7) argue that 

“inter-organisational collaboration often develops out o f one-on-one collaborations 

between individual^'. They emphasise that trust must exits at the basic individual 

level before formal collaborative arrangements emerge. This element o f 

collaboration was also identified in the work o f Powel et al. (1996:4) who 

observed that “formal agreements were the tip o f the iceberg, it excludes dozens o f  

handshake deals" that occur at the individual level and which make collaborations 

operable.

3.4 What is Collaboration - Definitions of Collaboration?

Having established an answer to the "\vhy” question, this section now turns to 

seeking answers to the question “what" is collaboration. Collaboration is a 

complex and somewhat nebulous subject that offers a proliferation of definitions 

and a variety of applied terminology. Sullivan and Skelcher (2002:42) argue that 

“the form s o f  collaboration can be viewed as a spectrum". At one end o f the 

spectrum the ad-hoc relationships are visible and at the other the more structured 

and formal relationships can be identified. Sullivan and Skelcher (2002:43) outline 

these in Table 3.2 as follows:

Organisational 
and policy 
terminology

Network Partnership Federation Integration

Forms o f  
Collaboration

Loose
network o f  
infonnal, 
ad-hoc 
relationships

Limited 
agreement 
to share 
infonnation

Agreement
to
undertake
activities
jointly

Agreement
to
constitute
fonnal
governing
body

Creation o f  
federal 
structure in 
which
participating 
bodies agree 
to devolve  
upwards 
som e o f  
their
autonomy

Merger of  
participating 
bodies into 
single
organisation

Rules o f  
Governance

Self-
government 
through 
mutual 
nornis and 
obligations 
and shared 
values and 
trust

External
government
through
overarching
constitution

►

Hierarchy

(Table 3.2 Relationships in Collaborations)
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Collaborations that resemble more informal structures are referred to as networks 

(Ahuja, 2000) and more formal degrees of integration are referred to as partnerships. 

This framework allows the reader to consider what type of collaboration is being 

referred to in the variety of definitions presented in the literature.

Establishing an agreed definition for collaboration is not a simple process due in 

part to the diversity o f types offered. Collins English dictionary (:104) defines 

collaboration as, 'U>orking jointly or together”. This appears to be a relatively 

straight forward assertion but associated references also refer readers to 

collaborators, the French Resistance Movement in World War Two and the Nazi 

occupation of France (Huxham, 1996).

Academic definitions are inclined to probe more deeply. Gray views collaboration 

as ‘h process through which parties who see dijferent aspects o f  a problem can 

constructively explore their differences and search for solutions that go beyond their 

own limited vision o f  what is possible" (1989: 5). Another definition proposed by 

Kraus emphasises a different dimension o f collaboration, “Collaboration is a 

cooperative venture based on shared power and authority. It is non hierarchal in 

nature. It assumes power based on knowledge or expertise, as opposed to power 

based on role or role function"" (1984: 19).

A further definition by Ahuja (2000) suggests that collaboration is a voluntary 

arrangement between independent organisations that share resources. Ahuja 

(2000) also distinguishes between collaborative arrangements that involve 

technical components related to new technology and collaborative arrangements 

that are focused solely on market share and brand names. Ouchi, (1980) defines 

collaboration as meaning a cooperative, interorganisational relationship that relies 

on neither market nor hierarchical mechanisms of control but is instead negotiated 

in an ongoing communicative process. This definition focuses on collaborations 

between organisations rather than within organisations or between individuals 

(Lawrence, Phillips & Hardy, 1999). Yet another definition from Mitchell & 

Singh (1996) suggests that collaboration means a cooperative agreement between 

legally separable organisations that do not involve establishing separate 

organisations. Amabile et al, (2001) describes collaboration as the coming 

together of diverse interests and people to achieve a common purpose via 

interaction, information sharing and coordination o f activities. Himmelman (1996) 

describes collaboration as the ‘‘‘‘exchange o f information, altering activities, sharing 

resources and enhancing the capacity o f  another for mutual benefit and to achieve a 

common pwpose" (cited in Huxham, 1996:13).
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What these definitions indicate is that there are varied interpretations of the meaning 

of collaboration and that many versions of collaborations are in existence. These 

definitions also suggest that there are several identifiable and recognisable inherent 

characteristics common in the above definitions. A deeper investigation o f these 

characteristics will assist in arriving at a shared understanding o f what collaboration 

entails.

3.5 The inherent characteristics of collaboration

A review of the literature on collaboration outlined in sections 3.3 and 3.4 suggests 

that there is a significant range, several types and numerous forms of collaboration in 

existence within business, social and individual settings. Consequently it can be 

extrapolated that in order to arrive at a shared understanding o f collaboration it also 

requires the clear identification and understanding of the regularly recurring and 

inherent characteristics of collaboration.

To achieve this, a review o f literature referring to all forms o f  collaboration was 

undertaken commencing with Kraus (1984) and progressing through the last five 

decades. Gulati (1998) advises that collaboration has been the subject o f  significant 

research interest in the last decade alone but cautions that the majority of this research 

appears to have converged on alliance design, regulation, and performance. While 

noting this observation, the research undertaken in this case identified the variety o f 

academic interest in the subject area and concluded that there are a num ber o f 

characteristics com m on to several perspectives on collaboration. Appendix 3.1 

lists and elaborates on these characteristics. Table 3.3 below collates these 

characteristics into a typology o f  collaboration as follows.

The principal characteristics identified in the literature reviewed suggest that table 3.3 

below may be o f most assistance in arriving at a shared understanding at what 

collaboration means.
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Table 3 .3 — Typology of Collaboration Characteristics:

No. Collaborative
Characteristics

Author

1. Trust Huxham (1996); Vangen & Huxham (2003); Huxham 
& Vangen (2000); Lawrence, Phillips & Hardy 
(1999);
Mitchel & Sing (1996); Ahuja (2000); Herzog 
(2001); Tschannen-Moran (2001); Child (2001); 
Yadong Luo (2002)

2. Social
Dimensions

Trist (1983);Lawrence, Phillips & Hardy (1999); 
Bartunek et a l, (1996)

3. Sharing and Synergy Wood & Gray (1991); Huxham & McDonald (1992); 
Goffee and Jones (1996); Gulati and Singh (1998); 
Simonin (1997)

4. Empowerment and 
Responsibility

Bartunek et al. (1996); Huxham, (1996); Graziani 
(1998);

5. Choice of Partner Barnes, Pashby & Gibbons (2002) Gray and Larson 
(2000), Amabile et al (2001);

6. Communications O’Reilly and Roberts, 1997; Tschennen-Moran, 
2001; Huxham & Vangen (2000/0; Herzog (2000); 
Legler & Reischi, (2003).

7. Collaborative
Experience

Powell, Koput & Smith-Doerr (1996); Simonin 
(1996);

8. Leadership and 
Management Support

Huxham and Vangen (2005); Crawford -C ook & 
Applin (2004); Graziana (1998)

9. Tension and Conflict Tjosvold (1986); McGrath (1990); Amabile et al, 
2001; Beyerlein et al. 2003; Richards 2003

10. Power ansd Politics Huxham, (1996); Sullivan and Skelcher (2002); 
Huxham and Vangen (2005).; Rodriguez et al. (2007);

Since Em ery and Trist (1965) suggested that collaboration m ight be an emergent 

position for organisations experiencing changing environments, a sizable body o f 

research has developed directed at gaining an understanding o f  the factors involved in 

collaborations (Huxham and Vangen, 2005).

Ahuja (2000) suggests that collaboration involves the bringing together o f  m any 

com plem entary skills. Hill and Hellriegel (1994) have observed that jo in t ventures in 

the oil industry have a better than average chance o f  success because managers have 

learned to collaborate w ith each other. This type o f  collaborative experience or know 

how has been described by Simonin (1997) as being o f  real importance for 

collaborative success. According to Amabile et al. (2001) a num ber o f  collaborative 

characteristics exist, that precipitate collaborative success such as achieving stated 

goals, effective team working and generating quantifiable benefits for individual 

m em bers o f  collaborations. Huxham and Vangen (2003) have further identified 

collaborative characteristics as including commitment, determ ination, com prom ise 

and democracy. Lawrence, Phillips and Hardy (1999) add to this list by including, 

inclusiveness, power and control. An analysis o f  the collaborative literature suggests 

that these characteristics can be grouped into high-level com posite characteristics as
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listed in Table 3.3 above and are the inherent features of collaboration as identifiable 

in the literature.

L Trust

One o f the most significant issues that is discussed within the literature is the 

concept o f trust. All successful economic communities are united by trust the 

absence o f which has frequently led to ''poor economic performance and its 

attendant social implications" (Fukuyama, 1995: 9). If trust is absent then no 

matter how good the intentions or how eloquent the rhetoric, without the presence 

o f trust then there is no basis for permanent success (Covey, 1989). For authors 

such as Vangen and Huxham (2003), Mitchell and Sing (1996), Ahuja (2000) and 

Lawrence, Phillips and Hardy (1999) trust is the integral element o f collaboration. 

Practitioners in collaborating organisations agree that trust is essential and also 

that it is often lacking in their own collaborative situations (Lawrence, Phillips and 

Hardy, 1999). These same authors also contend that past experience in relation to 

trust is a predicator o f future behaviour. The necessity to arrive at shared 

understandings of partners expectations is fundamental to success and sustainable 

collaborative arrangements. In collaborations, the nurturing o f trust is essential as 

is the concept of trust management (Lawrence, Phillips and Hardy, 1999).

Evidence suggests that collaboration imposes huge demands on participating, 

organisations and individuals (Huxham and Vangen, 2005). The literature suggests 

that the issue of trust has been repeatedly reported as significant in collaborations and 

has been extensively researched (Kramer, 1996; Lane and Bachmann, 1998). However 

Vangen & Huxham (2005) and Child (2001) argue that the successful managem.ent of 

trust requires both the ability to cope where trust is lacking and the ability to build 

trust whenever possible. This particular perspective on collaboration suggest that trust 

is a typically ambiguous, complex and dynamic process presenting challenges that 

require practitioners to engage in a continuous process of nurturing. This theory on 

trust building recognised five clusters of related issues: expectation forming, risk, 

trust, cyclical development and trust building (Vangen and Huxham, 2005). This 

concept of risk is centrally associated with the notion that trust generates reciprocal 

relationship; a position that is supported by several other authors Gulati (1998), Ring 

(1997), Lewicki and Bunker (1996).

According to Vangen and Huxham (2003:9) trust needs to be developed in 

continuous cycles and requires the existence of the following characteristics, 

"'clarity o f  purpose and objectives, ability to deal with power differences, leadership 

but not allowing anyone to take over, allow time to build up an understanding, share
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workloads fairly, resolve levels o f  commitment, have equal ownership but do not 

engage in point scoring”. Nurturing the cyclical trust building process is also 

important where partners are required and willing to move from small wins to 

where greater risks are apparent and where a liigh level of trust is required 

(Huxham and Vangen, 2003).

Managing risks in this context is associated with the notion of opportunistic behaviour 

and vulnerability e.g. unfairly claiming ownership or unjustifiably claiming credit. 

The length and duration of collaborations similarly is very important, as natural 

evolutions mean that changes in the purpose of collaborations will occur overtime and 

the requirement to terminate collaboration will present (Simonin, 1997). Collaboration 

terminations are naturally likely where partners have a history of working together or 

are very mature in their ability to handle collaborations that come to the end of their 

lifecycle, implying that continuous efforts and trust are required to maintain 

collaborations over time (Vangen and Huxham, 2003; Simonin, 1997).

An identified paradox for collaborations is that although they create dependency 

and co-operation they also precipitate power imbalances where one partner may 

be more central to the collaboration than others, ""collaborations also create 

potential problems, including risks o f losing proprietary information to a partner". 

(Jorde and Teece, 1990; Hamel, 1991 cited in Singh and Mitchell, 1996). Trusted 

members may leave the collaboration and there may be consequent power 

imbalances and shifts impacting on previous trust relationships and working 

processes (Singh and Mitchell, 1996). Vangen & Huxham (2003) also provide 

insights on the issue o f trust and the nature o f relationships required within 

successful collaboration suggesting that where trust is lacking it can be nurtured 

and developed and where it is lacking collaborations can sometimes survive. This 

supports the contention o f Wood and Gray (1991) that referred to the vital 

importance o f the relationships between participating partners in collaborations 

and the requirement to distinguish between self interest and the collective interests 

o f collaborating partners.

Within the education industry research by Tschannen-Moran (2001) into the extent of 

linkages between trust and collaboration, noted that for schools, teachers and 

principals to collaborate effectively trust is also a key element. This research 

supported Vangen and Huxham’s (2003) contention that there was a requirement to 

work towards techniques that would allow trust to be developed and in instances 

where trust is damaged a mechanism to repair it must be found. Child (2001) also 

contributes significantly on this point when he observed that trust was the fundamental
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bond in global collaborations. Fukuyama (1995) observes that while contract and self 

interest are important sources o f social association the most effective communities are 

those based on ethical values and asserts that trust is an inherent characteristic o f such 

association. Trust was also a key component o f collaborative arrangements identified 

by Ahuja (2000). The sharing o f resources, the sharing of knowledge and the 

combining of inherent skills together with the operation o f combined projects to 

achieve economies of scale all suggest that the existence o f trust is a major issue for 

collaborations. Without trust all of the above will undoubtedly prove difficult and 

unsustainable. Gulati and Singh (1998) also highlighted this issue when they 

identified the potential for cheating that exists in a collaborative arrangement 

suggesting potential possibilities in the areas of stealing technological secrets; not 

meeting apriori commitments or investments. Further expanding on this issue Simonin 

(1997) commented that organizations with collaborative experience and developed 

collaborative know-how are more likely to develop trust and reputation through 

repeated ties with other organizations than newer entrants to collaborations.

2̂  Social Dimensions

The social dimensions o f  collaboration requires consideration as indeed m any 

social issues sit within the domain o f several organisations and often cannot be 

successfully tackled by any one organisation alone (Trist, 1983). ""Collaboration 

offers communities ...creative ways to tackle issues that lie beyond the scope o f  any 

single organisation’’ (M attessich et al., 2007). Collaborative societies who em body 

a sufficiently high level o f  trust are well positioned strategically and successfiilly 

to em brace changing social, economic and technological conditions. Collaboration 

is mainly an inter-organisational phenomenon but it is embedded in wider 

institutional structures (Lawrence et. al, 1999). Collaborative issues can often be 

highly political and they seldom occur in a social vacuum (Huxham and Vangen 

2000). There are numerous examples o f the social dimension o f collaboration 

addressing issues as vital as poverty, education, health, local government, 

environment, housing, non-profit organisations and so on (Huxham and Vangen 

2000; M attessich et al., 2007). A particular current factor in the UK is the concept 

o f  ‘joined up governm ent’, which essentially is a collaborative working 

arrangement between government and its citizenry (UK, Cabinet Office 1999). 

There seems httle doubt that public sector m anagement in the 21st century will 

need to be sophisticated in its understanding o f  the skills and technological 

requirem ents needed for working collaboratively across organisational boundaries 

(Huxham and Vangen, 2000) thus the social dimension o f  collaboration should 

become m ore pronounced into the ftiture.
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Industry and business are social constructs similar to families, communities and 

friendships and are founded on patterns of social interaction that utilise shared 

interests, commitments and cooperation as the adhesive that sustains them (Goffee and 

Jones, 1996). Collaboration by implication is an integral element of this social 

adhesive that enables organisation to survive and mature. Powell et al. (1996) argue 

that the locus of change and innovation may be found within the domain of inter- 

organisational relationships that sustain a fluid and evolving community, in other 

words within networks of collaboration. Selsky (1991) observed that viable 

organisational communities consist of complex social webs whose membership are 

able to achieve greater unity and greater purpose through collaboration .

3̂  Sharing and Synergv

Within collaborations sharing and synergy, according to Goffee and, Jones (1996), 

presents as a significant characteristic frequently. Whether the collaboration is 

occurring between divisions, operating companies or within functional areas, the 

constant demand is for more synergy (Goffee and Jones, 1996). In dynamic 

business settings such as those involving collaboration across a diverse spectrum 

o f industries in the technology, financial, health-care or pharmaceutical fields the 

requirement for synergy is clearly an organisational necessity. Sullivan and 

Skelcher (2002:115) suggest that collaborative outcomes are related to ""the 

creation and release o f  synergy through collaborative action".

Within collaborations the ability to manage positive relationships among 

organizations, as well as those within organizations is an important element in 

sharing. Bartunek et al., (1996:703) argue that intergroup differences that can 

impede sharing and synergy can be managed through what they refer to as 

“collaborative advocacy”. This is a theory that can be implemented by internal 

change agents to "hddress and integrate dijferent group perspectives in a single 

organisation (or equivalent) setting”. Simonin (1997) argues that failure to share 

can be associated with an organisation’s lack o f collaborative experience and the 

fear that former partners will use shared information in a competitive sense. The 

development o f synergy among organizations toward the achievement o f common 

goals can realise competitive advantage for collaborating organisations (Huxham 

and Mcdonald, 1992; Kanter, 1994). Within the health care industry sharing and 

synergy is a regular vision o f many IT professionals, healthcare organizations 

practitioners, patients and legislators alike (Sylvia, 2003). This includes 

collaborating to improve patient safety and care quality; reducing medical errors 

and delivery costs, administration simplification and efficiency. Sylvia (2003:1)
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observes that oftentimes "politics rather than technology'' militates against the 

adoption o f collaboration to deliver benefits. Bartunek et al., (1996: 704) noted 

similar issues within collaborations when observing that "'relationships among ... 

groups has so often been so disagreeable that their clashes have thwarted important 

system changes such as improved legislation".

4̂  Empowerment & Responsibility

Heller (1994) argues that empowerment and responsibility are vital to 

collaborations and suggests that management in the 21st century will need to 

embrace and engage collaborative arrangements at both the inter-organisational 

and intra-organisations level. Huxham (1996:11) suggests that empowerment in 

collaborations involves "'changing power relations'". Heller (1994) flirther argued 

that the work environment should ideally foster and encourage empowerment and 

responsibility by the devolution o f power and delegation o f responsibility among 

employees. The empowerment o f workers via collaboration should start with the 

disempowerment of those at the top o f the organisation (Heller, 1994). He also 

observed that the managers o f the future will need to be positive about unleashing 

the potential o f those around them and leaders who cannot hear the message from 

below will be ignored themselves. Collaboration fosters empowerment and the 

cross-fertilisation of ideas and initiatives (Goffee and Jones, 1996). The 

globalisation o f work practices common to the 21 st century also produces global 

managers to whom barriers and frontiers are irrelevant due to knowledge and 

experience o f collaborative practices (Bartunek et al., 1996). Relatedly the growth 

in collaborations worldwide (Hergert and Morris, 1988; Mowery, 1988; 

Hagedoom, 1990, 1995; Badaracco, 1991; Gulati, 1998) involve combinations o f 

risk sharing as well as the sharing of information, technologies, know-how and 

the pooling o f complementary skills (Kogut, 1989).

5̂  Choice of Partner

The choice of partners within collaborations is also a highly relevant issue (Bames 

et al., 2002; Amabile et al., 2001). Collaborations are generally more successftil 

when partners share a philosophy that transcends profit making or market share 

objectives and provides a more complex view of each partner’s rights and 

behaviours (Shaughnessy, 1994). Huxham and Vangen (2005:33) argue that 

“many collaborations are ill defined, complex and dynamic structures in which it is 

difficult fo r  participants to agree on who is a member at any point in time, and in 

which there is little consistency in membership over time". Studies by Burt (1992)

quoted in Ahuja (2000) suggest that building networks with large numbers of
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collaborative indirect ties may be an effective way for actors to enjoy the benefits 

of network size without paying the cost of associated maintenance. Quoting 

research from Powell, Koput and Smith-Doerr (1996), Ahuja further argues that 

partnerships, linkages and the resultant collaborative networks are the key vehicles 

for gaining access to external knowledge. Gray and Larson (2000) take up this 

contention by emphasising the importance of partner choice in collaborations. 

This contention is maintained by the work of Barnes, Pashby & Gibbons (2002) 

who support earlier arguments of several other commentators, (Bailey et al., 1998; 

Champness, 2000; Dodgson, 1991; Kale et al., 2001: Speakman et al., 1996) who 

all emphasise the importance of selecting the appropriate collaborative partner. 

The partnership elements of their "Xjood Practice M odet supports contentions by 

Beyerlein et al. (2003: 272-285) that collaborations between equals have a greater 

chance of success. The avoidance of hidden agendas and the existence of previous 

collaborative experience are also vital (Jassawalla and Sashittal, 1998; Powell et 

al., 1996). Also the decision to select a partner may be influenced by the 

prospective partner's position on the value chain in respect of size, its 

technological sophistication, resource constraints and prior experiences with 

collaborations (Powell et al., 1996).

A paradox for collaborations is that although they create dependency and co

operation they also precipitate power imbalances where one partner may be cr 

become more central to the collaboration than others (Vangen and Huxham, 

2003). Mitchell and Singh (1996) also have commented on this issue when they 

observed that not all organisations benefit from collaboration, their research in fact 

indicated that some inter-organisational collaboration carried significant risks. 

Bleeke and Ernst observed that collaborations in the form of alliances generally 

tend to fail ‘'''Alliances between competitors with similar core businesses, geographic 

markers, and functional kills tend to fail because o f tensions between partners" 

(1995:98). Bleeke and Ernst (1995) also observed that alliances between unequal 

partners also tend to end in failure. Hansen observed how this can also occur in 

intra-organisational settings when studying the Norwegian risk management 

company “Det Norske Veritas*” attempts to leverage market share from the ""mad 

cow disease" in the UK and consequent opportunities within the food industry to 

'^reduce risks in their supply chains and production processes " (2009:84).

* Det Norske Veritas a risk management company who specialise in standards certification and risk- 

management consulting (Hansen, 2009).

78



6. Communications

Open and accessible avenues o f communication are profound issues associated with 

collaborations (Legler and Reischi, 2003: Vangen and Huxham, 2003). In an 

educational context research on school-to-work coalitions discovered that 

communication was one of the issues related to the activities and organisational 

climates o f partnership arrangements (Legler and Reischi, 2003). The centrality of 

communications to collaborations is apparent as a really significant factor (Huxham 

and Vangen, 2000).

Effective collaborations require m ore than ju st the formal contractual 

arrangements to bind organisations into effective working entities. Powell, Koput 

and Smith-Doerr (1996) noted that within the bio-technology industry there were 

in existence himdreds o f  informal, beneath the surface arrangem ents and informal 

com m unication ties that enable collaborations to function. The quality o f  trust has 

also been linked to the effectiveness o f  communication channels witliin 

organisational settings (O ’Reilly and Roberts, 1997). Alternatively distrust is also 

likely to have an inhibiting effect on com m unications (Tschannen-Moran, 2001) 

and ultim ately im pact on the effectiveness o f  the collaborative arrangements. The 

issue o f  m istrust and the m isuse o f  partner organisation’s resources and 

proprietary knowledge regularly arises within collaborations and the requirement 

for channels o f  com m unication together w ith a resolution m echanism  such as 

mediation or negotiations is considered necessary (Lawrence et. al, 1999). Open 

and frequent communication require the input o f  collaborating group members to 

interact, update and discuss issues o f  relevance to the collaboration (M attessich et 

al., 2001). Similar to the contentions o f  Powel et a l ,  (1996) formal 

communication channels can be significantly enhanced by informal networks 

(Mattessich et al., 2007). Difficulties with the com munications process can be 

precipitated by the differing individual and organisational cultures that shape 

individual background. Huxham (1996:5) argues that "'collaboration , at best, tend 

to need to spend unusual amounts o f  time in reaching understandings and agreements 

compared to other situations, and at worst embroiled in misunderstanding and 

conflict". Amabile et al (2001) noted sim ilar issues when researching collaboration 

among academics and practitioners.

1̂  Collaborative Experience

The growth in various forms o f collaboration has been articulated by several 

commentators (Hergert and Morris, 1988; Mowery, 1988; Hagedoom, 1990, 1995; 

Badaracco, 1991; Hagedoom and Schakenraad, 1992; Gulati, 1998). This growth has 

influenced the approach o f  many organisations towards research and development

79



(R&D). Historically, firms organised R&D internally and relied on outside contract 

research only for relatively simple functions or products (Mowery, 1988; Neilson, et 

al, 2008). Nowadays, organisations in a wide range o f industries are executing nearly 

every step in the production process through some form of external collaboration. 

These various types o f inter-organisational collaborations take on many shapes, 

ranging from R&D partnerships to equity joint ventures to collaborative 

manufacturing to complex co-marketing arrangements. Austin (2000) articulates that 

collaboration may be categorised as a three stage process that evolves along a 

spectrum from the philanthropic (simply receiving money) to the transactional (a 

closer relationship with other inputs from the for-profit side to an integrative 

partnership where each side finds the other indispensable to its core mission.

It has been argued by Powell, Koput and Smith-Doerr (1996) that collaborative 

experience and know-how are the vital ingredients that enable collaborations to 

stabilise and flourish. They argue that experience at collaborating is necessary to 

manage the diverse portfolios o f ties that are involved in collaboration. They also 

contend that organisations learn from their experiences to recognise differences and 

potential danger areas within each others structure. Simonin (1997) while observing 

that many collaborations do not always achieve their original goals also notes that this 

does not prevent organisations from entering into new arrangements with 

collaborative partners citing the example o f lengthy divorce between General Motors 

and Daewoo, the Korean car manufacturing company as a potent example of 

organisations who were undeterred from new collaborations by previous collaborative 

failures.

By transform ing an organisation’s collaborative experience into knowledge an 

organisation can enhance its collaborative know -how  and create increased levels 

o f  intangible benefits that otherwise m ight not be apparent (Simonin, 1997). The 

avoidance o f  lumecessary risks and the existence o f  previous collaborative 

experience are also vital to collaborative success according to Jassawalla and 

Sashittal (1998). This can enhance the ability o f  collaborating organisations to 

avoid what Huxham  (1996:15) calls '"collaborative inertia'" a regular enough 

outcome o f collaborations as Vangen and Huxham (2006:60) succinctly put it "'If 

the achievement o f  collaborative advantage is the goal fo r  those who initiate 

collaborative arrangement, why is collaborative inertia so often the outcome?'' It 

appears that collaborative experience m ay be a key determ ining factor in this and 

as (Simonin, 1997:1167) states "firms do learn from  past collaborations by 

developing skills in identifying potential collaborators, negotiating the form  and 

specifics o f  the collaborative agreements, managing and monitoring the
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arrangements, knowing when to terminate them and transferring knowledge'". This 

experience and know how enables organisations to leverage sizeable benefits from 

collaborations.

8̂  Leadership and Management Support

According to Huxham and Vangen (2000) much of the literature on collaboration has 

little enough to say about leadership. However an examination of what several authors 

actually say indicates that there are conflicting opinions on the role o f leadership 

within collaboration. According to Kraus (1984) people generally co-operate in ways 

that maintain their own power bases and prevent others from gaining additional power 

or prestige. Powell et al (1996) and also Graziana (1998) argue that strong leadership 

and support from top management are essential for collaborations to flourish. Bayerlin 

et al. (2003) maintain that leadership levels within organisations have not always 

demonstrated a strong understanding of collaboration techniques in the design and 

operation of their organisations. Bleeke and Ernst (1995) support this and caution that 

at times executive managers may not fully have thought through the implications of 

planned alliances and collaborations. The assumption that within collaborations a 

formally acknowledged leader with managerial responsibility and a hierarchical 

relationship with followers exists has been challenged by Huxham and Vangen (2000) 

who maintain that within what they describe as pure collaborations, there are no real 

leaders and no significant requirement for leaders. Bartunek et al (1996) generally 

support this assertion but argue that leadership roles where required should rotate 

flexibly within collaborations. The position adopted by Bartunek et al., (1996) 

generally reinforces the assertion of Huxham and Vangen (2000; 2003), that within 

collaborations new forms of leadership are required that does not posit control in any 

one position or person.

Judge and Ryman (2001) contend that there are frequently problems and difficulties 

around the concept of leadership within collaborations. Problems such as top 

management finding it difficult to operate alone in hostile economic environments; the 

requirement for access to the skills, knowledge and resources that partners have; and 

the need to reduce risks to competitiveness and profits commonly present within 

collaborations (Judge and Ryman, 2001). Leadership in collaborative arrangements of 

whatever type commence with the example and direction provided by the CEO and 

the top management team and messages have to be echoed and re-echoed by middle 

management (Burchel, 2003). Employees have to basically see management walking 

the walk (Brurchel, 2003). Otherwise leadership levels may be moving towards a 

utopic state in the mistaken belief that the rest o f the organisation is loyally following 

behind.
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Wetlaufer (2001) observed that top management utilise various techniques such as the 

CEOs using informal chats with the lowest level employees at coffee to establish if  the 

organisations message has permeated throughout the organisation. Fundamentally 

within collaborations leaders must make a strong commitment to support the 

collaborative venture across the entire management level (Huxham and Vangen, 

2006). Effective leaders anticipate potentially threatening circumstances and make 

great efforts to provide appropriate information, knowledge, tools, and skills to ensure 

sustained high performance within collaborations. Similarly effective leaders must 

continuously strive to help their teams maintain a posture of emotional readiness for 

the demands of both continuous learning and managing organisational change 

(Richards, 2003). Governance structures must be strong and robust enough to 

withstand difficulties and to reinforce the collaboration (Crawford-Cook and Appin, 

2004) particularly when the problems associated with collaboration tend to overwhelm 

the likely benefits (Mitchell and Singh, 1996). In essence support and leadership from 

top management is essential for collaborations to flourish (Graziana, 1998; Trist, 

1977).

9̂  Tension & Conflict

Evidence suggests that collaboration is difficult and an amount o f  p roof exists that 

collaborations often prove to be unsuccessful (Huxham, 1996; Bleeke and Ernst, 

1995; Simonin, 1997). The Gartner consulting and m anagem ent organisation 

reported in 2009 that ''the long catalogue o f  fa iled  JVs [Joint Ventures] — 

Alcatel/Sharp: Sony/Qualcomm; Lucent/Phillips demonstrates the enormous

difficulties in pulling companies like these together’’’’ (Financial Times, 24th June, 

2003:13 quoted in Huxham and Vangen, 2006:60). Huxham  (1996:4) argues that 

'‘"working with others is never simple” and "When collaborations are across 

organisations the complications are magnified”.

These complications can involve issues o f tension and conflict within the collaborative 

arrangements (Tjosvold 1986; McGrath 1990; Beyerlein et al., 2003; Richards, 2003). 

This is significant in view o f the high failure rate for collaborations such as ‘strategic 

alliances’ (Bleeke and Ernst, 1996). Huxham and Vangen (2006) found that tension 

and conflict was often associated with a lack of clarity around the common aims o f the 

collaboration.

O ne o f  the m ost conm ion formal collaborative w ork system s hvolves team 

structure and throughout the 1970s and 1980s many organisations experimented 

w ith team work in an organisational setting, some m ore successfully than others
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(Beyerlein et al., 2003). However tensions and conflicts regularly present within 

the context of teams and team working. In a study o f nine organisations that 

included 610 interviews, a research team at the Centre for the Study o f Work 

Team (Beyerlein et al. 2003) observed that more than half of the teams and team 

implementation projects failed on account o f conflict. Bartunek et al., (1996) 

found that real difficulty exists in “unifying competing antagonistic stakeholders in a 

joint effort to achieve positive change’’̂ . Richards (2003) contends that the two 

essential drivers o f real collaboration are diversity and common language. Both of 

these constituents are regularly displayed within teamwork settings. Effective 

teams should have sufficient diversity to generate constructive and creative 

tension. Real collaboration requires that individual team members should truly 

value the different ways o f thinking that each member brings to the table. Team 

members must be compelled to challenge their own mental models, as well as 

others. In reality, teams will resist this type of effort or simply will not engage in 

exploring the value o f different mental models without an effective framework to 

do so.

The resolution o f tension and conflict surfaces regularly within collaborations as 

an important consideration and Tjosvold (1986) suggests that conflict resolution 

may be one o f the most important elements o f the collaborative process. McGrath 

(1990) also supports this assertion when commentating on the need for a 

successful conflict resolution mechanism within collaborative arrangements. 

Huxham (1996:11) argues that within collaborations conflict resolution may be 

achievable if  all parties can find a collaborative way o f moving forward” and 

“awareness of the critical process issues, and conscious efforts to address them 

throughout the collaborative efforts, can mean the difference between success and 

failure” (Gray, 1989; Wondolleck, 1985 in Huxham, 1996:62).

10 Power and Policits

Sullivan and Skelcher (2002:221) argue that “collaborations are fundamentally 

about dynamic processes through which actors both individual and organisational 

negotiate their relationships around mutual interests”. Huxham (1996:25) 

contends that mutual issues change and transform regularly and that “transformed 

power relations fmd elites sharing power with those whom they had historically 

excluded’'. Huxham (2005) cites the example of post aparteid South Africa as a 

potent example of power and politics transforming into a collaborative working 

relationship. Huxham and Vangen (2005) argue that issues associated with power 

and politics regularly surface as difficulties within collaborations. Vangen
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(1996:25) supportes this contention by arguig that only when shared pow er is 

achieved can “partners then commit to enhancing each other’s capacity for 

m utual benefit and a com m on purpose by sharing risks, responsibilities, resources 

and rew ards” . M attessich et ai (2001:13) suggest that for collaboration to be 

successful “political leaders, opinion makers, persons who control resources and 

the general public should support or at least not oppose” a collaboration’s mission. 

Rodriguez et al. (2007:153) when commenting on mandated collaborations 

(collaborations that are imposed on separate organisations by a third party) argue that 

“organisations are caught up in a web of power rrelationships that tends to reproduce 

over time”. In this way Rodriguez et al (2007) considers that the process of 

collaboration (particularly mandated collaborations) is political in nature and that the 

structuring of inter-organisational relationships ‘depends on the power, values and 

interests of the different partners participating in the process”. Benson (1975) 

articulated this viewpoint when he argued that orgnaisations engaged in collaborations 

will defend their own organisations interest while also attempting to ensure an 

adequate supply o f finance, resouces and authority to ensure the achievement of their 

own particular interests. According Grugulis et al, (2003:4) this may not be a 

considerable barrier to collaboration as she noted “firms can collaborate and expertise 

may be shared, even when power relations or returns are not equal”.

From a political perspective formal collaborative arrangements have become central 

to govemmants’ abilities to deliver on policy commitments. Many political promises 

require significant collaboration at levels beneth the formal levels of power. Sullivan 

and Skelcher (2002:218) argue that “The resulting partnerships often have a strong 

connection with the higher tiers of government through the requirement to deliver 

outcome targets”.

Limitations of Collaboration

Collaboration is not a panacea for all of society’s problems and indeed collaborative 

arrangements can often end in significant frustration (Bleeke and Ernst, 1996; 

Huxham and Vangen, 2006). Collaboration can be difficult and can contain a number 

of significant hazards (Huxham, 1996) which militate against success. Powell et al., 

(1996) labelled these the barriers, pitfalls and risks associated with collaboration.

Powell, Koput and Smith-Doerr (1996) contend that the choices around entering into 

collaborative arrangements with another is dependent on calculations o f risk versus 

return, meaning that the expected retum should outweigh the likely risk or exposure to 

risk. Research into collaborations in the bio-technology industry during the years 

1990-1994 also identified a number of other factors that contribute to the erection of 

barriers between collaborating partners (Powell, Koput and Smith-Doerr, 1996). Trust
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as already stated or indeed its absence continues to present in the literature as probably 

the most important element of collaborations (Lawrence, Phillips and Hardy 1999; 

Vangen and Huxham, 2000; Mitchell and Sing, 1996); Ahuja, 2000; Hertozg, 2001; 

Vangen and Huxham 2003). Research and analysis conducted by Yadong Lao (2002) 

into 255 collaborations in the form of international strategic alliances suggests that 

trust plays a strong role in improving performance when an alliance is youthful and 

when risk is more commensurate between partners. Cultural distance between partners 

does not moderate the trust issue but certainly influences the levels of trust required 

(Yadong Lao, 2002). When this is combined with the complexity involved in new 

projects, difficulty in relinquishing control and differential learning ability among 

organisations and individuals the propensity for barriers and pitfalls within 

collaboration are obvious (Powel et al., 1996).

It is recognised that there are also fiirther barriers evident in the business, political 

and social worlds that inhibit collaborations. Social barriers are erected for many 

reasons including turf wars and the hoarding o f specialised knowledge rather than 

it’s sharing (Huxham and McDonald, 1992). Contributing factors to the erection 

of barriers in collaborations are evident at the individual level in the business 

community where the fear o f employment loss, concern about promotional 

opportunities, decline in market share, concerns over subsumation into larger 

entities and consequent anonymity or takeover can threaten individual self esteem 

and professional identity of partnering organisations and individuals. Huxham and 

McDonald (1992) identified the requirement for organisations to balance the 

pitfalls between acting individually and acting collaboratively. Huxham and 

McDonald (1992) fiirther estimated that collaborative pitfalls can be associated 

with loss o f control and flexibility, loss of opportunities for gloiy and also loss o f 

control o f direct resource costs. Barriers such as suspicion often emerge and must 

be managed and kept to a minimum and while a monitoring mechanism is 

essential, it should not usurp the fiinctions cf the collaboration (Huxham and 

McDonald 1992). Evidence suggests many collaborative arrangements such as 

mergers and acquisitions are more likely to fail rather than succeed. Simonin, 

(1997) who argues that ""collaborative know-how’’’ is an essential element in 

successfiil collaboration (1997:1152). Bleeke and Ernst (1995:97) observed that 

"''nearly 80% ofjoint ventures -  one o f the most common alliance structures ultimately 

ends in a sale to one o f  the partners'". Burchel (2003) noted that the failure rate for 

collaborative arrangements involving joint ventures is somewhere between 50% to 

60%. Schuler and Jackson (2001) observed that a mere 15% of collaborative 

arrangements in the USA achieved their financial objectives and that a 1995 

European study o f large combinations deals valued at $500 million upwards,
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showed that more than half destroyed shareholder value, 30% had minimal impact 

and a mere 17% created shareholder return.

Sometimes success is clear and apparent, as when the partners have achieved the 

strategic and financial goals they sought when they began the venture and 

consequently the collaboration can then be terminated amicably. In other cases, 

the competitive environment has evolved to the extent that the partnership no 

longer makes sense for one of the partners and a sell off occurs (Mitchell and 

Singh, 1996). Often poor partner relations are at the root of difficulties within a 

collaborative venture. In order to maximize a collaboration such as a joint 

venture’s potential over the course of its life, partner companies must pay 

considerable attention to the impact of relationships on the performance of their 

co-existence. Legler and Reischi (2003:3) advise that ""stakeholders need to 

understand that their interests are inter-dependent with those o f other stakeholders 

that is they cannot solve a particular problem on their own". The loss of critical 

proprietary knowledge and information to new partners is similarly a major 

concern (Mitchell and Singh, 1996) as is the prospect that collaborating 

organisations may be susceptible to failure or closedown if one of the partners’ 

actions or experiences has been shown to be a significant barrier to success 

(Mitchell and Singh, 1996). The principal reasons cited for collaborative feilure 

are outlined in Table 3.4 below.

Table 3.4 Reasons for collaborative failure

Reasons for Collaborative Failure
Expectations are unrealistic

Hastily constructed strategy, poor planning, unskilled execution 

Failure/inability to unify behind a single m acro message 

Talent is lost or mismanaged

Pow er and politics are the driving forces, rather than productive objectives
R equires an im possible degree o f  synergy

Culture clashes between the two entities go unchecked

Transition management fails

The underestim ation o f  transition costs

Financial drain

Defensive motivation________________________________________________________________
Focus o f  executives is distracted from the core business________________________________
Source (Adapted from Doz and Hamel, 1998).

Marks and Mirvis, (2001) observed that three out of every four collaborative 

arrangements involving mergers or acquisitions fail to attain their financial or 

strategic objectives. This fijrther supports Burchel’s (2003) findings in this area 

and emphasises the hazards associated with collaborations and collaborative
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working. The high rate o f alliances failure provides further evidence that 

collaborative know- how while significant is also difficulty to find and is indeed 

more difficult to maintain than collaborative experience which contributes to the 

fatality o f ill conceived and poor managed collaborations (Simonin, 1997).

This section has identified and catalogued the principal recurring characteristics 

identified within the collaboration literature. The next section will explore where 

these characteristics are identifiable within IT-enabled change in order to further 

explicate the value o f collaboration to IT-enabled change.

3.6 Identifying the requirement for collaboration within IT- 

enabled Change

The review of the IT literature as outlined in chapter 2 suggests an implied but 

somewhat ambiguous requirement for collaboration within IT-enabled change. The 

review of the collaboration literature in this chapter suggested a number of identifiable 

characteristics that are common across most collaboration types. These were listed in 

table 3.3. Establishing the case for collaboration within IT-enabled change requires an 

exploration of where these characteristics are identifiable within IT-enabled change. 

The starting point for this part of the literature critique logically commences with top 

management followed by IT management to explicate the requirement for 

collaboration. The requirement for these two principal stakeholders in IT-enabled 

change to collaborate is evident in light of Rockart’s (1986:61) statement;

“/«  the 1980s, espec ia lly  in the last f iv e  years, it seem s that a quantum  

change has taken p lace. This change can be sum m ed up easily. Inform ation  

technology has becom e increasingly in tertw ined with business. It has, 

therefore, becom e the prov in ce  o f  not only o f  inform ation system  

professionals, but o f  every m anager in the business no m atter w hat his or her 

l e v e r .

However for some reason despite the various discourses on elements of the 

relationship between top management and IT management there has not been any 

significant mention or study of collaboration between these two significant 

stakeholders.

The requirement for collaboration between these key stakeholders is clearly 

evident in the IT literature even though it has not been specifically labelled as
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such. Instead there are numerous references and articles on the need for new or 

altered forms o f relationships between top management and IT management 

(CIOs) that has been suggested and articulated through a variety o f concepts and 

terminologies (Rockart and Crescenzi 1984; Rockart and De Long, 1988; Tan, 

1995; Schein, 1996; Bigley and Wierema, 2002). Earl and Feeny observed that “/? 

is only through dialogue with the CEO and other executives that the IS executive can 

tease out motivations, meanings and priorities; know the mind o f the business; sense 

the impending changes; and maintain the relevance and timeliness o f  the IS effort ” 

(1994:14). Feeny and Wilcox (1998:9) quoting Ross et al., (2000) further argued 

that the successful exploitation o f IT requires a "'partnership between IT  and 

business management

Feeny, Edwards and Simpson (1992) suggest that exploring relationships can be 

difficult as it is a nebulous subject not easily amenable to empirical research. 

Consequently establishing the requirement for collaboration within this area can be 

challenging. Despite this, the significance of collaboration within IT-enabled change 

can be extrapolated from an examination of the preponderance of the characteristics 

identified in table 3.3. Achieving this requires a further exploration of each element 

of collaboration introduced in table 3.3 to justify its existence as important to IT- 

enabled change.

Trust in IT-enabled change

The results o f the literature review articulated earlier, emphasises the importance 

o f trust to collaborations (Phillips, Hardy and Lawrence, 1983; Mitchell and Sing, 

1996; Vangen and Huxham, 2000; Ahuja, 2000) and this is a useful starting point. 

Within any positive relationship the characteristic o f trust is essential. Kramer 

(2009: 70) suggests that humans “are born to be engaged and to engage with others, 

which is what trust is largely about". For a collaboration to operate successfully the 

principal stakeholders must operate in a partnership and trusting way (Child, 2001; 

Yadong Luo 2002; Vangen & Huxham 2003).

Since the 1970s, top management has been reticent in its appreciation o f the 

benefits associated with IT and for a considerable time it was decidedly 

suspicious. Rue (1976:51) noted that one top executive’s attitude to IT was 

encapsulated in the comment, 'throw the junk o u f . Indeed, indications o f the levels 

o f trust between top management and IT management can be associated with the 

rate o f progress by IT executives towards top management positions (Green 1976). 

This is an early but clear indication that top management did not sufficiently trust 

IT management or their abilities.



A sim ilar finding was noted by Earl and Feeny (1994), when recording that som e 

CEOs were sceptical o f  IT and did not trust stories o f  IT based com petitive 

advantage. Schein (1992) noted that many CEOs continued to have difficulty with 

IT. Top managers continued to relegate IT to a subordinate role, seeing the IT 

m anagers as responders rather than initiators o f  change (Fiegener and Coakley, 

1995). This leads to the conclusion that the element o f  trust is centrally important 

in the relationship between top m anagement and IT management.

Several other commentators have supported this contention noting the scarcity of trust 

between both top management and IT management (Lederer and Mendelow, 1987; 

Earl and Feeny, 1994). Indeed Schein (1992) observed that many CEOs were highly 

sceptical about IT in general. This may be associated with the different cultural 

backgrounds generally between top management and IT management (Schein, 1996). 

Hambrick and Mason (1984) have also commented extensively on top management 

characteristics such as age, background, functional track record, colleges and 

education while others such as Feeny et al., (1992); Hambrick, (1987); Hambrick, 

(1995) have observed that IT management generally speak a different language to top 

management and usually have very different outlooks and perspectives. Indeed 

Shindal (1978) noted that suspicion and mistrust as distinct from trust was a regular 

feature of CEO/ClO relationships.

Social Dimensions of IT-enabled Change

Locating evidence o f  the critical social dimension that IT plays in enhancing 

organisational competitiveness and altering modes o f  business is possible (OASIG 

Study, 1996; Kaarst-Brown, 2005; Upton and Staats, 2008). The critical social 

dimension can be evidenced in the value that ^'participation in collaboration 

networks benefits organisations because interfirm linkages provide access to partner 

resources" (Gulati, 1998:14). This type o f  value is visible in the form and type o f 

collaborations in existence ranging Irom not-for-profit organisations focused on 

social issues such as housing or community partnerships to m ajor business 

collaborations in the pharmaceutical or oil industry. This suggests that 

collaboration has the potential to be instrumental in effecting task based change or 

in advancing a shared vision (Huxham, 1996). Similar issues to trust are evident 

from the social dim ensions perspective, exemplified by the fact that top 

managem ent and IT m anagem ent generally come from very different backgrounds 

and generally view organisations differently (Nolan, 1979; Lederer and 

Mendelow, 1988b).

89



Evidence connecting the importance of the social dimension of collaboration to IT- 

enabled change can be found in the contention of Orlikowski and Baroudi 

(1991:151) who said that ^Hnformation technology is the social product o f subjective 

human action within specific structural and cultural context^'. This in reality means 

that IT can initiate, facilitate and influence new ways of doing things socially and 

culturally. Earl and Feeny (1994) observed that top managers regarded IT as a 

cost rather than an investment and this can be a determinant in the exploitation of 

IT. Culturally this sentiment still surfaces in some instances where some CEOs 

appear ill-equipped to manage effectively in the information age; considering IT 

to be still expensive with returns on investments difficult to quantify (Monnoyer, 

2003). Similarly Hunt (1993) noted that the key to corporate success maybe the 

effective management of IT but that a new type of management with vision and 

commitment from CEOs was required to successftilly exploit its potential 

Relationship problems encountered between key stakeholders may be less to do 

with IT knowledge and IT literacy and more to do with a range of behaviours and 

attitudes that cause top management to shirk their IT responsibilities (Feeny, 

Edwards and Simpson 1992; Schein, 1995; Earl and Feeny, 2000).

From a social perspective Jarvenpaa and Ives (1991) suggested that an association 

existed between the CEOs functional background and the progressive use of IT within 

organisational settings. Research by Black and Trippi (1990) found diverse attitudes 

towards IT among top management in the UK and discovered that many managers at 

all levels within organisations had not received the requisite education and training 

necessary to overcome inhibitions in relation to IT. They also noted that there was a 

more widespread lack of understanding about IT among UK managers more so than in 

the USA. This indicated a certain lack of understanding conceming IT and a clear 

requirement for collaboration between the principal stakeholders to be fostered from a 

social dimension.

Sharing and Synergy in IT-enabled change

The requirement for the collaborative characteristic of sharing and synergy in IT- 

enabled change can be observed within the dynamics of the relationships between 

top management and IT management. The fact that IT management (CIOs) 

generally operate at lower managerial grades holding lower ranked positions and 

report three levels below top management level is an indicator of gaps in the 

relationships that generally exist in this regard (Porter and Millar, 1985; Applegate 

and Elam, 1992). Raghunathan (1992) found supporting evidence for this 

indicating that a mere 22 percent of IT executives reported directly to top 

management again supporting the argument for enhanced collaboration between
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top management and IT management. Top management appears to fall into two 

categories, those who see IT as an investment and strategic resource and those 

who see IT as a cost (Earl and Feeny 1994). The relationship between top 

management and IT management is o f real importance in this regard. Top 

management must be confident that the IT management is orchestrating IT 

development in accordance with the corporate objectives o f the organisation. Earl 

and Feeny (1994) argue that IT management’s ability to add value to the 

organisation can be the single biggest factor in determining whether an 

organisation views IT as an asset or a liability.

From a sharing and synergy perspective this can also be the litmus test for the 

collaborative relationship between the CIO and top management. Problems arise 

when top management feels that budgetary concerns do not appear to be high on the 

priority list of IT management (Earl and Feeny, 1994).

Evidence concerning the importance o f the sharing and synergy characteristic was 

observable in the late 1980s when senior IT managers were recognized as adding 

value to their organisations (Lederer and Mendelow, 1988). A 1992 study found 

that it was important for top management to have a positive attitude towards IT 

and that this was related to the amount of knowledge they had about the subject 

area (Feeny et al.l998). The enhanced sharing and synergy between top 

management and IT management seemed to be linked to improving relationships 

centred around shared visions o f IT as an agent o f transformation (Feeny et 

al.I998). Enns and Murray (1997:435) observed that "CIO’s in these successful 

relationships may have extensive IT  backgrounds, but they are accepted into the top 

riianagement team because they can be seen to contribute beyond their functionality 

responsibilities'^.

Empowerment and Responsibility in IT-enabled change

From a collaboration perspective evidence o f empowerment and responsibility’ 

within IT-enabled change can also be associated with the role o f the CIO as a 

change agent (Dixon and Darwin, 1989; Grover et al., 1993). The potential for IT 

to act as a powerful change agent has evolved over time. Gottschalk (1999) 

supporting the work of Laudon and Laudon (2000) suggested that IT effects 

organisational change by identifying new business strategies and new information 

based products thus enhancing the power and responsibility of IT manageemnt. 

Applegate and Elam (1992) suggested that the 1990s would see heads o f the IT 

organisational function assume greater responsibility and power as both a 

business/technology integrator and a major catalyst fir organisational change.
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Other research into the role of the CIO articulates the requirement for enhancing 

IT management’s skill-sets in areas such as human resource management and 

aligning this with technical knowledge to improve their positions and 

responsibilities (Rockart et al.l982).

Information technology precipitates change within organisations and the evolving 

role o f CIO was recognised as having potential to be particularly influential in this 

regard (Benjamin and Dickinson, 1989). "'The CIO will increasingly focus on 

strategies and planning. He/she will be oriented towards facilitating, guiding and 

promoting change” (Benjamin and Dickinson, 1989:3). Understanding and 

accepting the requirement for this level o f responsibility and empowerment was 

significant for IT management as agents of change. For as McDonagh (1999) 

observed when quoting from Markus and Benjamin, (1997a:66) that, "‘'Deeply held 

beliefs that IT  can cause change lead both line managers and IT  specialists to restrict 

their own efforts as change agents". The requirement for collaboration in effecting 

changes in this type o f siloed thinking is significant as otherwise vital 

organisational change tasks could remain unidentified, unappreciated or simply 

not done.

Communications in IT-enabled change

From the perspective o f collaboration, communications within IT-enabled change 

is significant. It is apparent that many issues surface concerning the position o f the 

IT executives within organisational hierarchies and their access to the top 

management team remain problematic (Benjamin and Dickinson, 1989; Applegate 

and Elam, 1992). Soden (1975) explored elements o f top management’s attitudes 

and behaviours towards IT and identified that relationships and communication 

were major issues that requred development in order for top management and IT 

management interaction to occur. Earl and Feeney (1994) noted that top 

management become wary and uncomfortable when IT management were 

patronising in relation to the complexity o f IT developmental issues. It would 

appear that management levels operate effectively and communicate easily when 

similarity in background, work experience, age, family settings is common 

(Schein, 1996). Communication difficulties between top management and IT 

management have been an enduring issue within IT (Green, 1976; Feeny et al., 

1992; Jarvenpaa and Ives, 1991; Stephens et al, 1992; Grover et al, 1992). This is 

even more critical when one considers the level o f importance that is attached to 

communications within collaboratbns in other business spheres (Huxham and 

Vangen, 2000; Hertz, 2000; Tschannen-Moran, 2001). This however is not
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generally the case in relation to the IT management and top management and 

fiarther strengthens the argument for collaboration within IT-enabled change.

Collaborative Experience in IT-enabled change

The requirement for experience and know-how manifests itself as being o f 

considerable importance in collaborations (Powell et al., 1996; Huxham and 

McDonald, 1992; Simonin, 1997; Mitchell and Sing, 1996). Similarly the 

requirement for collaborative experience within IT-enabled change can be 

associated with the shared vision for IT between the top management team and the 

IT management team. The literature indicates that diverse vision remains a 

contentious issue for much o f top management associated with the costs of IT 

implementation (Monoyer, 2003; Upton and Statts, 2008). Top management 

remain unconvinced in many instances o f the importance o f IT to business 

strategy (Kanter, 1986; Currie and Glover, 1999). Similarly Nath (1989) found 

considerable differences in the perspectives o f business management and IT 

management regarding IT-business alignment. By implication, this questions the 

fundamental ability o f IT management occasioned by the frequency hat IT 

projects are delivered over budget and under specification (Bensaou and Earl, 

1998). From an IT perspective Teo and Ang (1999) indicate that the business 

competency of IT management is a factor in the alignment between business and 

IT. The high turn over o f IT management may also be a factor in this (Applegate 

and Elan, 1992). Clearly there is a disconnection between top management and IT 

management that enhanced collaboration can bridge.

Leadership and Management within IT-enabled change

Identifying the requirement for the collaborative characteristic o f leadership and 

management support, an integral element o f collaboration (see table 3.3), can be 

witnessed by top management’s sometimes reluctance to embrace IT-enabled 

change. Farkas and Wetlaufer (1996) observed that few CEOs considered 

themselves as agents o f change, noting that only 20% of 160 executives 

interviewed regarded themselves to be chief change visionaries o f their 

organisations, considering that this responsibility should lie with employees 

working most closely with customers and also competitors. Many post mortems 

on IT failures significantly focus on the failure o f leadership as a key element 

(Silverman, 2004). By concentrating on top management (CEOs) and IT 

management (CIOs) as the two key leadership levels in IT-enabled change and by 

examining the nature o f their relationship it was possible to identify where 

collaborative characteristics were either apparent or lacking. Earl and Feeny
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(1992) suggested that attitudes and opinions are reliable indicators of the level o f 

support that top management give to IT and ultimately to their CIOs. The 

literature suggests that top management support for IT has been scattered, sparing 

and mostly piecemeal (Feeny et al, 1992; Bartlett and Ghoshal, 1994; Gottschalk, 

2000). As IT has become one o f the main drivers o f organisational change 

(Darwin and Dixon, 1989) the requirement for this level o f support has become 

more acute (Lucas, 1991; Yap, 1989). Collaboration requires different forms o f 

leadership than that which applies in non-collaborative settings (Huxham, 1996). 

The evidence in the literature suggests that leadership in IT-enabled change has 

many challenges and difficulties. This contention clearly offers potential for 

collaboration to enhance the effectiveness o f leadership within IT-enabled change.

Choice of Partners in IT-enabled Change

The choice o f partners can be a significant feature of relationships between top 

management and IS management in IT-enabled change. Applegate and Han 

(1992) found a high turnover among IT executives and that successors were more 

often than not sought outside the parent company. This research also found that 73 

percent o f IT executives controlled less than 10 percent o f the total IT budget. Top 

management tends to be significantly concerned with budgets, costs and resources 

relating to IT investments. Research by Earl and Feeny (1994:12) suggest that IT 

management tend to ‘̂‘stonewall whenever the IS budget was questioned and resented 

questions being asked about his function's contributiod\ This offers insights into 

what really concems top management and may be the significant influencer in the 

choice o f partner for the management o f the IT function within organisations. 

This may also contribute to the high attrition rate among IT management. It does 

appear however that newly extemally hired IT executives have more opportunity 

to relate to top management than internally promoted employees (Applegate and 

Elam, 1992) possibly because top management have had an input into their 

recruitment rather than accepting the mechanistic ritual of intemal promotions.

Tensions and Conflict in IT-enabled Change

Tensions and conflict appear to be a regular feature of the relationships between top 

management and IT management. Issues such as cost and the success rates of software 

and IT systems is regularly a subject of dissension (Clegg et al, 1996). IT project 

success rates are regularly disappointingly low and provide cause for concern (OASIG 

Study, 1996). The 2003 report of a working group from The Royal Academy of 

Engineering and The British Computer Society on the state of IT project management 

in the UK carried out by Oxford University and Computer Weekly reported that a 

mere 16% of IT projects were considered successful. Similarly, in another UK survey
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published by the BCS, only three out of more than 500 development projects assessed 

met the survey’s criteria for success (Clegg et al, 1996). The Standish Group estimated 

success rates in the US in 1996 at around 34%, which represents a significant 

improvement on the 16% success rate recorded in their first survey in 1995. A 2003 

report estimated that in the USA, a phenomenal US$150 billion per annum was 

attributable to wastage arising from IT project failures, with a further US$140 billion 

in the European Union (Report of the Academy of Engineers, 2003). This contributes 

to the enduring theme of top management concern and leads to tensions and conflict 

with IT management (Schein, 1985; Bensaou and Earl, 1998; Earl and Feeny, 1994).

Power and Politics in IT-enabled Change

Power and politics can also be a significant feature of IT-enabled change. Markus 

(1983) has commented on the scale of IT system failures and in particular has focused 

attention on the issues of power associated with user resistance. Schwartz and Watson 

(2005:290) argue that the ""extent and success o f  IT-enabled change is affected by 

employees ’ perception o f their group memberships and o f  their relations with other 

groups during the implementation of the change”. Markus (1983; 436) further argues 

that Resistance can be attributed to an interaction between design features o f  the 

system and features o f  its organisation and social context o f  use This can often be a 

feature of end users displaying their power to resist the introduction of IT-enabled 

change.

The IT literature is filled with commentary on sublime issues of power and politics 

ranging from the politics of business executives declining to assume responsibility for 

IT “executives have a growing awareness that the technology can no longer be the 

exclusive territory o f  the EPD or IS department" (Porter and Millar, 1985:149) to the 

constant power battles of IT executives for a voice at the top management table 

(Stephens at al, 1995). The reluctance of top management to accept IT executives to 

the top management table may be associated with fear or misapprehension or 

alternatively it may be an acute manifestation of power and politics within IT-enabled 

change settings.

The identification of the presence of the collaboration characteristics articulated in 

table 3.3 within the matrix of top management and IT management offers further 

evidence that collaboration should be a feature of the relationship process between 

these two key stakeholders in IT-enabled change. Its absence and the lack of academic 

interest in the topic suggest that this is an area worthy of further inquiry.
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3.7 Continued evidence of collaboration within IT-enabled 

change

Finally, to conclusively unearth the relevance o f collaboration to IT- enabled change, 

the literature set consulted for this chapter provides some interesting insights into the 

level o f academic interest in this subject area over the last five decades.

Table 3.5 below, provides us with an overview of the references made to the themes of 

top management and IT management, within the literature set consulted for this 

chapter. This analysis suggests that top management is the predominant topic within 

the consulted readings and almost 40% of readings make reference to top management 

in association with IT or IT-enabled change. A further 39% o f the readings make 

reference to IT-enabled change associated with top management or with IT 

management i.e. CIOs. Practically all the reference to IT enabled change is contained 

within the academic articles and there is veiy little reference within practitioner or 

consultant articles. Top management alone is exclusively referred to only 8% o f the 

time; this is not unsurprising as the reading set consulted in the main is concerned 

with IT.

The concept of collaboration between top management and IT management as change 

agents receives minimal attention and is only referred to in 3% of the articles. 

Interestingly there is also very little reference to top management done as change 

agents, being referred to in only 6% o f the articles. There is considerable reference to 

the concept of IT management (CIO) and IT-enabled change (although the term is 

usually referred to as change through IT), being referenced in 20% of the articles. The 

evolution o f the role o f CIOs is referred to in 17% of the readings, making a total 

percentage reference to IT management (CIOs) of 33%, only slightly behind that of 

top management. Other elements associated with the evolution o f IT such as strategy, 

strategic alignment and planning are referred to in 23% of the articles consulted. 

These references support the earlier contention in this chapter that top management 

and IT management (CIOs) are principal stakeholders within IT enabled change with 

others playing lesser roles.

No Theme Total Percentage
1. Top Mgt 46 8%
2. Top Mgt & IT 62 13%
3. Top Mgt & IT Enabled Change 64 13%
4. IS/IT & CIO 63 13%
5. Collaboration 16 3%
6 Change Agents 18 6%
7 CIO & IT Enabled Change 91 20%
8 Other (Planning, Strategy, Alignment etc. 108 23%
Total 486 100%
Table 3.5: Analysis o f Literature Set for Chapter 3.
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The 1990s was the dominant period for references to both top management and IT- 

enabled change among academic writers. There is considerable reference to the 

emergence and development of the CIO role throughout the 1980s and into the 1990s. 

There are some interesting insights regarding the CIO and change apparent, 

particularly throughout the 1970s, where an embryonic requirement for IT 

management (CIO) to be involved in organisational change was visible. This 

requirement remained constant throughout the 1980s and continued into the 1990s, 

when the evolvement of the CIO was recognised as reaching the “hybrid manager” 

stage (O’Connor and Smallman, 1995).

The concept of collaboration as a mechanism of re-ordering or re-shaping 

organisational structure does not appear to have been considered very much by any of 

the authors commenting on IT-enabled change. The analysis of the management 

literature on collaboration makes minimal reference to IT and likewise is largely silent 

on organisational change. The literature set on organisational change make 

considerable reference to IT as a driver and enabler of organisational change but 

likewise is largely silent on collaboration. Overall the analysis of the literature 

suggests that within the broad matrix of IT-enabled change; collaboration may be a 

dormant factor, implicit but not explicitedly referenced. This insight intrigues the 

researcher and leads to the conclusion that deeper insights are required to illuminate 

this issue within the IT domain.

3.8 Towards an Agenda for Further Inquiry

The review of the literature for this chapter focused mainly on collaboration however 

it returned to the IT literature towards the end of the chapter to emphasise the 

relevance of collaboration in IT-enabled change. The literature review also indicated 

that empirical evidence of collaboration in IT-enabled change is somewhat fragmented 

and scarce.

The chapter set out in section 3.2 to identify "'why” collaboration was important. 

The evidence available suggests that within social and business settings 

collaborations are regularly and successfiilly initiated, developed and sustained 

(Hill and Hellriegel, 1994). The value o f collaboration and collaborative networks 

(Ahuja, 2000; Grugulis et al., 2003) and the value o f collaborative relationships 

both contractual and informal has been significantly articulated (Mitchell and 

Singh, 1996). The literature also suggests that Government are enthused by the
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prospect o f  collaborative working arrangements across public sector departments 

(UK, Cabinet and USA, Committee on Government Reform and Subcommittee on 

Technology, Inform ation Policy, Intergovernmental Relations and the Census, 

House o f  Representatives). Consequently w ithin both public and private enterprise 

collaboration is an accepted form o f business and organisational arrangement 

(Badaracco, 1991, Gulati, 1998).

Section 3.3 provided evidence of the variety o f forms that collaboration take (Hergert 

and Morris, 1988; Mowery, 1988; Hagedoom, 1990, 1995; Ohmae, 1992; Badaracco, 

1991, Gulati, 1995). The literature articulates the benefits o f economies o f scale 

associated with collaboration in diverse areas such as IT and the likely benefits 

associated with inter-organisational collaboration in a technical context (Marion and 

Marion, 1998; Kim and Lee, 2003; Scott, 2000). While the term collaboration itself is 

rarely used in any of the early academic writings on IT, there is the underlying 

requirement for it is apparent in much o f the commentary on the subject (Jones and 

Amett, 1994; Stephens et al., 1992; 1995; Applegate et al., 1992).

Section 3.4 outlined the proliferations of definitions of collaboration presented in the 

literature that include joint working arrangements (Collins Dictionary), constructive 

exploration o f differences (Gray, 1989), cooperative ventures (Kraus, 1984), and 

voluntary arrangements (Ahuja, 2000). The various elements of these definitions 

suggest that Elationships in whatever format should be an integral component o f  

collaborations.

These characteristics when collated into a typology (Table 3.3) suggest commonalities 

across many collaborative arrangements. By considering individual collaboration 

characteristics such as trust, sharing, synergy, social dimensions, success factors and 

communications and so on, it has been possible to establish their existence in a broad 

albeit ambiguous format within IT-enabled change.

Terminology appears as a significant issue as the term collaboration does not appear in 

any meaningful way in the IT literature in the context o f IT-enable change, 

particularly in the early years and only barely appears in later years with a discemible 

improvement after 2000. It appears indeed that within IT, collaboration is somewhat 

unexplored, illusionary, apparent beneath the surface, referred to ambiguously but not 

specifically explored. This is surprising when one considers the volume o f research 

into relationships within the IT domain, particularly between top management and IT 

management but with little or no mention of collaboration.
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Section 3.5 identifies and establishes the relevance of collaboration within IT-enabled 

change and suggests that enough evidence of the concept exists (albeit in ambiguous 

terms) to merit investigation.

Section 3.6 concentrated on further collaboration in IT-enabled change. Chapter 2 has 

already identified that IT-enabled change involves significant success factors such as 

the support of top management (Wrapp, 1967; Rockart, 1988; Tan, 1995; Luffenan and 

Brier, 1999); executive sponsorship, guiding coalitions (Kotter, 1995), 

communications, trust, vision, and the need to make change endure (Kotter and 

Cohen, 2002). Most or all o f these elements are also common features of 

collaboration.

Section 3.7 provided a summary and analysis of the evidence of collaboration in IT- 

enabled change. This analysis emphasised that the topics most commonly cited were 

top management and IT management and by implication the requirement to further 

their relationships from a collaboration perspective was identifiable.

Section 3.8 outlined the agenda for further inquiry.

3.9 Conclusion

The objective of this chapter was to review the literature on collaboration. This 

review revealed a diversity of issues relating to the significance and importance of 

collaboration in both public and private settings. It revealed a plurality of forms and 

types of collaboration at the inter-organisational; intra-organisational and individual 

levels. The review unearthed a series of regularly recurring characteristics that were 

then catalogued into a typology o f collaborative characteristics. Tliese characteristics 

then formed the basis for a further investigation of the IT literature set already 

consulted in Chapter 2, focusing in particular on the relationship between top 

management and IT management. This process was designed to identify if  and where 

these characteristics occurred in IT-enabled change environment and to articulate 

specific evidence of when and where the nine key characteristics (table 3.3) could be 

located.

The literature reveals that collaboration is a process that is happening regularly in the 

world no matter what ever format it presents (Huxham and Vangen, 2005). IT-enabled 

change is a central concern of many in the world of business (Markus and Robey, 

1988). The IT management literature is sparse and fragmented regarding IT-enabled
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change with almost no empirical evidence regarding the significance o f collaboration 

to the process of change.

This occurs despite the fact that many organisational change theorists indicate 

repeatedly the necessity for similar vital characteristics to be present within change. 

These characteristics regularly surface in any examination o f oallaboration. The 

collaboration literature makes peripheral reference to IT usually from a functional or 

systems perspective. This literature does not however appear to have identified that 

the key collaborative characteristics (Table 3.3) recognised as highly important and 

significant within collaborations preferring instead to focus on the characteristics of 

key stakeholder groups such as top management and IT management.

This has resulted in the neglect o f significant inquiry in collaboration within IT- 

enabled change situations. This presents a gap in current academic inquiry that merits 

further inquiry and investigation.

Reflecting on the disparate and fragmented nature o f  the literature on 

organisational change, collaboration and IT-enabled change, there is a clear 

opportunity to pursue an exploratory study that seeks to m ake explicit the 

dynamics o f  IT-enabled change.

Consequently the investigator will now seek to explore this gap using a case based 

study with an embedded process focus. The following chapter will discuss case based 

studies and the process approach to inquiry.
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Chapter 4



Chapter 4 -  The Methodology: Case Study and 

Process Inquiry

4.1 Introduction

The previous two chapters have referred in detail to IT-enabled change, drawing on 

both the IT and organisational change literature as sources. These chapters have 

outlined and illustrated selected theories, themes and characteristics o f these fields and 

thus created the context o f this research inquiry.

As this thesis is epistemologically concerned with exploring the ‘‘‘'dynamics o f  

collaboration in IT-enabled change" in a case study setting; therefore the process of 

collaboration and change is o f ultimate importance to this study. Consequently an 

approach that would explore this topic was required. Before embarking on this study it 

is necessary to illustrate the nature o f reality and the how the investigator interacts and 

interprets the world in which the study is located. This relationship with reality exists 

along a paradigmatic continuum of meanings, with positivism located at one end and 

interpretivism at the other. As this study is exploratory in nature, seeking to explore 

and build theory, therefore it adopts an interpretive view of the world.

The chapter is focused on creating an understanding of case study inquiry using a 

process research approach, to explore collaboration within an IT-enabled change 

context including issues such as the conception; articulation; critical incidents and 

event sequences that occur within the overall process of change. Poole at al (2000) 

argue that organisational change and development processes are influenced by events 

that suddenly alter the course of a given case. This influence also extends to the 

history and context o f the case and to the formative patterns that shape events. The 

chapter is structured as set out in figure 4.1 below.

Section two outlines the nature o f empirical inquiry which includes explaining why 

“reality” is important and its relationship with the investigator. Section two then 

outlines the various paradigms that exist within ontology and epistemology and 

explains the “positivist and interpretivist” viewpoint, outlining their respective 

strengths and weaknesses (Table 4.1).
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Section three outlines the rationale for choosing an interpretivist paradigm and 

introduces the meaning of case study and its significance for researchers.

Section four is focused on explaining the process approach to inquiry. Section five 

outlines in detail the nature of data collection in both case and the process approach to 

inquiry. Section six researches the data analysis process. Section seven considers the 

other methodological choices that are available to researchers and outlines why a 

single in-depth case study with an embedded process focus that incorporates 

retrospective and real-time analysis is most suitable for this enquiry.

Section eight summarises the chapter and articulates the rationale for combining 

process research with a single case study; outlining the value of both approaches for a 

longitudinal view of the process of collaboration in IT-enabled change. Section nine 

outlines the investigator’s prior experience in the field.

W hat? 4.3

C hoosing a Paradigm  

Understanding Case Study

4.8 So What?

How? 4.4 - 4.6

•  Application o f  C ase

•  Application o f  Process

W hich?

Choosing

Investigative

Approach

4.7

an

W hy?

Nature o f  Empirical 

Inquiiy

Explaining  

Interpretivist Inquiry

4.2

Figure 4.1 Organisation and structure of Chapter 4

4.2 The Nature of Empirical Inquiry

This section outlines the nature of empirical inquiry. This involves an explanation of 

‘reality’ and its relationship with the investigator.
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The following section on ontology and epistemology below discusses this in more 

detail. The philosophy o f empirical inquiiy is divided between two paradigms, i.e. 

positivism and interpretivism respectively. The philosophical nature of an empirical 

inquiry in turn influences the approaches and strategies adopted by investigators (see 

Fig. 4.2 below).

Ontology and Epistemology

This sub-section explores the nature and meaning o f ontology^ and epistemology'° and 

their impacts on the methodological choices adopted by a researcher. Essentially, 

ontology describes reality, while epistemology is the relationship between reality and 

the investigator, and methodology is the technique used to imcover such reality (Perry 

et al, 1999). Hirschheim and Newman (2002) provides an explanation o f the 

epistemological status o f science which articulates that two principal epistemological 

paradigms have occupied social scientists’ view o f reality, (1) the positivist and (2) 

interpretivist perspectives. The positivist perspective is based on the ontological 

assumption that there exists an objective social reality that can be studied 

independently o f the action or reactions o f the human actors in this reality. "The 

epistemological assumption following from this is that there exist unidii-ectional cause- 

effect relationships that can be identified and tested through the use o f  hypothetic- 

deductive logic and analysis' (Khazanchi and Munkvold, 2000: 34). In contrast, "Ihe 

interpretivist perspective is based upon the ontological assumption that reality and our 

knowledge thereof are social constructions, incapable o f  being studied independent o f  the 

social actors that construct and make sense o f  reality instead o f seeking unidirectional 

cause-effect relationships. Instead o f  seeking unidirectional cause-effect relationships, the 

focus is to understand the actors ’ view o f  their social world’’’ (Khazanchi and Munkvold, 

2000; 34).

Within the social sciences, a debate about the merits o f the various paradigms has 

existed for some time (Miles and Huberman, 1994). Indeed, many social science 

investigators have indicated dilemmas o f choice in this regard (Lincoh and Guba, 

1985; Creswell, 1998). As these differing paradigms determine both the nature of 

reality, i.e. the theoretical outcomes, and the methods deployed to develop such 

explanations o f reality, there is a need to examine the fiandamental principles 

underlying the different ontological positions in order to assist the investigation in 

choosing a research methodology.

 ̂ Ontology relates to the form and nature o f reality and therefore what is there that can be known about reality.

Epistemology is the theory o f  knowledge and relates to what is the namre o f  the relationship between the knower (or would 

be knower) and what can be known (Nagle and Brandt, 1965).
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Saunders et al, (2000) provides an overview of the research process which is 

extremely useful (figure 4.2). The investigator’s perception of reality is determined by 

their epistemological stance or philosophical underpinnings. In turn, their 

epistemological choices determine the approach to inquiry, i.e. whether the 

investigation will pursue either a deductive, which is based on hypothetical logic, or 

inductive approach, which calls for flill immersion in the field of research. The 

approach to inquiiy will also shape what research strategy is chosen. For example, 

deductive inquiry employs experiment or survey strategies while inductive 

investigation uses more exploratory tools, i.e. process inquiry, grounded theory or 

action research. Once again, both deductive and inductive strategies are more favoured 

by researchers seeking to conduct cross sectional and longitudinal inquiries 

respectively. Finally, in terms of the application of the methodological technique, i.e. 

how data is collected and analysed, a positivist outlook requires a survey based 

approach while interpretivism typically collects data through interviews, secondary 

data, and observations.

Research
Positivism

Philosophy

Deductive

Research

Approaches

Survey
Experiment

Realism
Case Study 

\  Process
Cross

• Research 

Strategies
SectionalSurvey

Secondary data 

Interviews Tim e
Longitudinal

Horizon
Ethnography

Action Research
Inductive

Interpretivism
Data

Collection

Figure 4.2  The Research Process ‘Onion’, (Saunders et al, 2000).

4.2.1 Differing Viewpoints - Positivism and Interpretivism

The different theoretical viewpoints that exist have created a myriad of research 

methodology practices (Brewer and Hunter, 1989), of which positivism and 

interpretivism represent polar opposites of the social sciences philosophical spectrum
105



(Saunders et al, 2000). This research methodology divide or continuum has been 

categorised by Gill and Johnson (1991) as nomethetic" on the one hand and 

ideographic on the other. In order to explain the epistemological nature of inquiry, 

both of these paradigms will be articulated.

Positivism'^

Bailey argues that the positivist approach is based upon the belief that “social 

phenomena are orderly and can be generalized, where that phenomena adheres to 

underlying social laws, just as physical phenomena follow physical laws” (1994; 8-9). 

The positivist approach are associated with the work of Durkheim, who believed that 

there was little difference between physical; natural science and social science except 

for the subject matter in question the research approach. (Bailey, 1994) This point is 

once again reiterated by Gill and Johnson (1991), who believe that Durkheim’s 

positivism imitates the successes of the physical and natural sciences research 

methodologies, applying a quantitative research approach to the social sciences, where 

research observations can be developed through causal analysis and hypothesis testing. 

The positivist approach uses quantitative research m e t h o d s t o  collect the research 

data.

Easterby et al, (1991) have categorized the main strengths and weaknesses associated 

with the positivist approach when conducting research as set out in table 4.1.

Table 4 .1  Positivist Paradigm: Strengths and Weaknesses

Strengths of Positivist Paradigm W eaknesses of Positivist Paradigm

1. Can be fast and economical 1. Methods tend to be inflexible and artificial
2. Provide wide coverage o f  a range of 
situations

2. Not very effective in understanding processes or 
the significance people attach to actions

3. May be o f considerable relevance to policy 
decisions (especially when statistics are 
aggregated from large samples

3. Because they focus on what is, this makes it 
difficult for policy makers to infer what future 
changes and actions should take place
4. Not very helpful in generating theories

(Source: Easterby et al, 1991:32)

Nomethic refers to interpersonal; normative; standardised; group comparison data (Herbert, 1997:51).

Ideographic is the intra-individual approach; the intensive quantative and/or qualitative analysis o f psychological processes 

in the client (Herbert, 1997:51).

Often referred to as Quantitative Research.

Questionnaires and survey instruments
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From the perspective o f strengths, it is appears that quantitative research 

methodologies can be fast and economical, meaning that the researcher does not have 

to use observation or participation research methods with the quantitative process, and 

economical in the sense that survey instruments such as questionnaires and survey can 

be less expensive than other forms of research practices, e.g. interviews, case studies 

etc. The other advantages o f positivist research include the range o f coverage afforded 

by quantitative research practices, and its overall relevance to policy decisions 

(Easterby et al, 1991). This idea is supported by Mosner and Kalton (1985) who 

believe that quantitative research enables researchers to make research generalisations 

for the entire population through sampling techniques.

The perceived weaknesses o f the positivist paradigm as set out above include a lack of 

flexibility, artificiality, and a lack o f effectiveness in understanding processes or ""the 

significance people attach to certain actions or procedures" together with a perception 

that theory generation can be somewhat difficult (Easterby et al, 1991:32). The 

positivist approach takes the logical and systematic philosophies o f the physical and 

natural sciences, and applies them to the human or social sciences (Bailey, 1994). The 

positivist approach does not accept that the social sciences are systemic by nature 

suggesting that the requirement for a more qualitative approach to inquiry can be too 

theoretical and data driven and can often fail to appreciate the relevance o f human and 

social subjectivity from the other sciences (Burrel and Morgan, 1979; Brewer and 

Hunter; 1989 and Gill and Johnson, 1991).

Interpretivism^^

According to Easterby et al, (1991) interpretivism emerged in reaction to the 

application o f positivism to the social sciences. This philosophy "'stems from the view 

that the world and reality are not objective and exterior but that they are socially 

constructed and given meaning by people ... [and that]... human action arises from the 

sense that people make o f  different situations, rather than as a direct response from  

external stimuli" (Easterby et al, 1991: 24).

Applying an interpretivist approach requires a researcher to accept that objective 

knowledge, or human knowledge and experiences, is not available from positivist 

research and therefore a more subjective experience o f the research participants must 

be employed. Under the umbrella of interpretivist qualitative research, this field of 

sociological science has also been referred to as social constructionism (Berger and 

Luckman, 1966), interpretive sociology (Habermas, 1970), naturalism (Guba, 1981),

Also referred to as Qualitative Research
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phenomenology (Bodgan and Taylor, 1975), and qualitative research methodologies 

(Taylor and Bodgan, 1984).

The central pillars o f interpretivism are its assumption that multiple realities exist 

within each and every social setting, which fluctuate and change over-time therefore 

defying the concept o f prediction or control within the research question (Gill and 

Johnson, 1991). Guba (1981) argues that interpretivist research approach is non- 

scientific and non-quantifiable by nature and that this allows researchers to use 

methodologies that can address research issues o f a subjective nature. Interpretivist 

believe that humans, in direct contrast to the positivist approach, attach meaning to 

surrounding events and therefore select courses o f action that can be reflected in the 

research data (Gill and Johnson, 1991). In other words, interpretivist apply an 

inductive research methodology, which means that for the researcher to fully 

understand social phenomena, then they must become fully immersed in their field of 

research, whether this is casual participation or interviewing, full involvement is 

necessary in order to acquire valid and reliable research understandings. This position 

lies at the polar end of the paradigmatic continuum to the positivist or deductive 

approach, which considers social research phenomena to be o f similar to the physical 

and natural sciences, and in this fashion a quantitative structured research 

methodology is preferable.

Table 4.2 below outlines the advantages and disadvantages o f the interpretivist 

approach.

Table 4. 2 Interpretivism Paradigm

Strengths of Interpretivist Paradigm Weaknesses of Interpretivist Paradigm

1. Ability to look at change processes over time 1. Data collection is time consuming and needs 
many resources

2. Ability to understand meanings 2. Analysis and interpretation of data may be 
difficult

3. Ability to adjust to new issues and new ideas 
as they emerge and to contribute to the evolution 
of new theories

3. Difficult to control pace, progress, and end
points o f study, hence often criticised as ‘u ntidy ’

4. Provides ways of gathering data that is seen 
as natural rather than artificial

4. Often assigned low credibility by policy 
makers as it relies in ‘interpreting’ the data

(Source: Easterby et al, 1991: 32)

The strengths o f the interpretivist paradigm include the ability to look at change over 

time and this is important for a research approach that considers using process inquiry 

methods, as applies in this investigation. It offers possibilities to identify new insights 

into emerging practices and theories and adopts a more natural as distinct from 

artificial approach to quantitative research.
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The disadvantages include the fact that it is resource intensive. Data collection can be 

both time and financially consuming. Data analysis can present significant difficulties 

where the researcher is required to analyse interviews or observation notes, memos 

and journals etc. This research approach often attracts criticism as against more 

positivistic methodologies (Easterby et al, 1991).

Carson et al. (2001) usefully and concisely articulated the differences between the 

positivistic and interpretivist paradigms illustrating the differences between them. 

These differences are important in constructing a research methodology strategy for 

particular research. See table 4.3 below for an articulation o f these differences.

Table 4. 3 Differences Between the Positivist and Interpretivist Paradigms

P o sitiv ism In te rp re t iv ism
O n to lo g y
N ature o f  Being 
N ature o f  the W orld

H ave direct access to the real 
world

N o direct access to the real world

Reality Single external reality N o sing le  external reality
E p is tem o lo g v
G rounds o f  Knowledge Possible to obtain hard, secure, 

objective knowledge
U nderstood through 'p e rce iv ed ' 
knowledge

R elationship betw een reality  and 
research

R esearch focuses on generalization  
and abstraction

R esearch focuses on the specific 
and co n cre te

T hought governed by hypothesis 
and stated theories

Seeking to understand  specific 
context

M eth o d o lo g v
Focus o f  research C oncentrates on descrip tion  and 

explanation
C oncentrates on understanding and 
in terpretation

R ole o f  Researcher D etached, external observer R esearchers w ant to experience 
w hat they are studying

C lear distinction betw een reason 
and feeling

A llow  feelings and reason to 
govern  actions

Aim to d iscover external reality 
rather than creating the object o f  
the study

Partia lly  create  w hat is studied, the 
m eaning o f  the phenom ena, e.g. 
s to ry te lling

Strive to use rational, consistent, 
verbal, logical approach

U se o f  pre-understand ing  is 
im portant

Seek to m aintain clear d istinction  
betw een facts and value 
judgem ents

D istinction betw een facts and 
value judgem ents less clear

D istinction betw een science and 
personal experience

A ccept influence from both 
science and personal experience

Look for causality  and 
fiandamental laws

Try to understand w hat is 
happ en m g

Reduce phenom ena to sim plest 
elem ents

L ook at the to ta lity  o f  each 
situation

Form ulate hypotheses and then test 
them

D evelop ideas through induction  
from  data

Techniques used by researcher O perationalising  concepts so that 
they can  be m easured

U sing m ultip le  m ethods to 
establish d ifferent views on 
phenom ena

Taking large sam ples Small sam ples investigated  in 
depth  ov er tim e

Source: Carson et al (2001: 6)

Finally, while positivism and interpretivism adopt polar paradigmatic positions in the 

philosophical debate, realism often acts as a bridge between both epistemologies. 

Realist researchers assume that ^'realism is out there and real but is only imperfectly and
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probabilistically apprehensible. A perception for realists is a window onto reality through 

which a picture o f reality can be triangulated with other perceptions" (Carson et al, 

2001; 15). While broad paradigms may be clear at a philosophical level, however 

when methodological techniques are applied, the distinction between them can 

become fuzzy (Carson et al, 2001). At times the lines between both epistemologics 

becomes blurred which can give rise to transcendental realists who have adopted an 

ontological stance positioned between positivism and interpretivism (Miles and 

Huberman, 1994). Figure 4.2 depicts the realist epistemo logy, positioned between the 

positivist and interpretivist domains. The realism epistemology ''calls for causal 

explanation and for the evidence to show that each entity or event is an instance of 

'explanation' (Miles and Huberman, 1994: 5). In other words, realism calls for 

explaining reality rather than interpreting or testing it. It differs in terms of application 

to both interpretivist and positivist in that multiple techniques can be deployed to 

gather and analyse data. Case-based inquiry is often considered suitable from a realist 

perspective, in that this philosophy caters for both inductive and deductive approaches 

to investigation. Comparative case studies, which draw on the literature, can bring 

deducted conclusions to the surface (Easterby et al, 1991).

With two distinctly opposite research philosophies, it can be difficult for the 

researcher to decide which philosophy to adopt. Both contain strengths and 

weaknesses (See Tables 4.1 and 4.2). The nature of inquiry or the nature of the 

research question should help in deciding which methodological approach to take. As 

this study seeks to explore “the dynamics of collaboration in IT-enabled change”, an 

interpretivist epistemology is required.

4.2.2 Choosing a Paradigm-Interpretivism:

Before an investigation is conducted, an investigator should select the techniques or 

tools to be applied in order to gather and analyse data. This decision is based upon the 

nature of inquiry (or research question) under investigation. This investigation 

concerns exploring ''collaboration in IT-enabled change" within an organizational 

setting.

Throughout early IT inquiry, many studies relied on positivist approaches for 

investigation due to the focus on functional-level IT applications and systems 

implementations. The IT space was viewed, primarily, as a technical domain, i.e. 

inquiry was based on tangible variables and consequences. As a result, positivist 

inquiry was pursued, which allowed researchers to test and develop IT-specific 

hypotheses. In other words, IT researchers believed that pursuing a rational deductive
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logical method, would make their areas o f inquiry, and the IT field, a “pure science” 

(Galliers and Land, 1987). Therefore, many IT researchers placed heavy emphases on 

laboratory experiments or statistical analysis through surveys. As an example, in a 

study'® by Orlikowski and Baroudi (1991) on 155 pubhshed IT articles, fmdings 

revealed that the three primary research approaches included; surveys (49.1%), 

laboratory experiments (27.1%), and finally case studies (13.5%). This finding 

highlights the dominance of positivism among IT researchers.

However, the dominance o f a single research approach limits the field o f inquiry and 

Us often not sustainable and could actually be misleading^ (Galliers and Land, 1987; 

901). “/ r  is a meta-subject that spans many disciplines in the social sciences, in business, 

and only occasionally, in the natural sciences'^. Consequently, research that is 

appropriate to the latter is likely to be inappropriate in the IT field and IT, is an 

applied discipline, not a pure science. It follows, therefore, that "if the fruits o f  our 

research fa il to be applicable in the real world, then our endeavours are relegated to the 

point o f  being irrelevant” (Galliers and Land, 1987: 901-902). Similarly, Orlikowski 

and Baroudi highlight the difficulty o f positivist dominance, stating “an exclusive view, 

in our opinion, always is only a partial view, and the dominance o f  positivism, by not 

acknowledging the legitimacy o f  other research traditions, has limited what aspects o f  IT  

phenomena we have studied, and how we have studied them. This has implications not 

only fo r  the development o f theory and our understanding o f  IT  phenomena, but also for  

the practice o f IT  work. The fmdings o f  IT  research filter into the practitioner community 

and are used as prescriptions fo r  action. Restricted research, thus, has far-reaching 

consequences" (1991:7).

As a result, the dominance o f positivism in IT inquiry has reduced over the past 

number o f years. This trend has been evident since the early 1990s, when information 

systems became more associated with attaining organizatio nal competitive advantages, 

which focused researchers to review IT Irom organizational and social perspectives. In 

other words, there was a gradual shift away from the techno-centric view point and a 

move to the organizational and socio-centric view of IT inquiry.

Indeed, this shift has contributed to the elevation o f interpretive IT inquiry and the 

emergence o f a pluralist methodological approach to IT investigation (Myers and 

Avison, 2002, Rademacher, 2001). Kawalek and Jayaratna note that the last ten 

years there has been a significant shift towards the publication o f  interpretive research

Study conducted on more than 5 years (1983-1988) o f published IS literature 

”  The field that positivism belongs to.
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accounts in the field"’ (2003: 400). According to Walsham interpretive inquiry starts 

from the position that our knowledge of reality is a social construction, and therefore 

the researcher needs to develop an awareness of the social contexts and processes 

under inquiry (1993: 5). In terms of the IT field, such a shift to interpretive 

methodologies, therefore, merely accommodates current empirical interests in 

management issues, and the human and organizational perspectives of IT as are 

relevant to the research.

While there is an element of unease within the IT academic community with the 

emergence of interpretive inquiry, “the tone o f the debate has become reconcialiatory 

rather than polemic'’' (Avgerou, 2000:574). In fact, Khazanchi and Munkvold noted 

that 'Hhe application o f different research techniques in IS research today is not 

incongruent with the fundamental goal o f science'^ (2000: 37). The rise of interpretive 

inquiry is paralleled with the increase in the awareness of the complexity of 

information systems within organizations, and to associated social, cultural, technical, 

and organizational changes required. This fact is supported by Bryant, who believes 

that the gradual conceptual dismantling of the positivistic or scientistic hegemony ""has 

occurred as part o f the agenda to increase the visibility o f interpretivist approaches; but it 

has also been part o f the move to promote a more critical IS research orientation" (2002: 

26).

As a consequence, this investigation adopts an interpretive approach to inquiry. Such 

an approach seeks to explore a topic that is not clearly understood and that has little 

grounding within the literature. A positivist approach to inquiry would yield specific 

answers for the topic. However, without specific questions to ask it is difficult to see 

the appropriateness of such an approach. On the other hand, an interpretive view, 

‘‘‘'requires an approach to social inquiry that is characterized by deep saturation o f a 

researcher into a social situation" (Kawalek and Jayaratna, 2003: 401). Such deep 

saturation allows the investigator to explore and understand the fiill story, and from 

which they can move on to ask specific questions. We will now move on to discuss the 

possible methodological options for pursuing interpretivist inquiry in this case.

The review of the positivist/interpretivist worldviews has identified the strengths and 

weaknesses of both polar paradigms. As this research seeks to conduct an 

‘exploratory’ study, an interpretivist approach to enquiry is required and as this 

inquiry focuses on a single case, i.e. the Public Services Broker (PSB), it is also 

important to have an understanding of case studies.
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4.2.3 Understanding the Nature of Case Study

The audiences for social scientific inquiry expect that investigations will be based on 

the systemic application o f empirical inquiry (Ragin and Becker, 1992). Case studies 

have been used to develop and test research hypotheses since the 1800’s and 

originated in the fields o f psychology and political science (Naumes and Naumes 

1999). They gained considerable recognition when researchers began to realise that 

case studies provided an opportunity to extend hypotheses and concepts without 

having to rely on self-reported data, such as surveys. Case study generated significant 

interest by its ability to study an organisation or group of individuals and their 

interactions over time, allowing researchers to determine, through different 

environmental forces, the pattern o f these connections and their behaviour (Naumes 

and Naumes 1999).

Virtually every social science study is or can be conceived as a case study, often from 

a variety o f viewpoints essentially because it is an analysis o f social phenomena 

specific to time and place (Ragin and Becker, 1992).

Case study is a ftindamental research methodology within the social sciences (Ragin 

and Becker, 1992). It is a popular technique involving detailed and in-depth 

investigations, often with data collected over a period of time in singular or multiple 

organisations, which enables an analysis of the context and processes involved in the 

phenomenon under investigation (Hartley 1994). It has also been a popular method in 

IT related research throughout the 1990s (Orlikowski and Baroudi, 1991; Yin, 1993).

According to Orlikowski and Baroudi (1991) case study research is a common 

qualitative method in the IT field and is consequently a suitable method for this 

research. Benbasat et al (1987:370) contend that case study is "b viable information 

system strategy'. According to Yin, case studies can employ an embedded design that 

involves multiple levels of analysis within a single study (1984). Yin defines case 

study as empirical enquiry that investigates a contemporary phenomenon in its real 

life context" (1994:13.). The case study approach is particularly well suited to research 

areas for which theory seems inadequate. Case study involves the usage o f multiple 

sources o f data to gain the fullest understanding o f and to improve validity through 

triangulation. It is firmly rooted in the phenomenological paradigm (Easterby-Smith et 

al., 1991). It has a long history within management studies (Gummesson, 1988) and
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generally within the social sciences (Silverman, 1993). Indeed Bromley (1986) argues 

that individual case study or situational analysis is the bedrock of scientific 

investigation. Case study research is a technique which seeks to describe, translate and 

understand terms with meanings, as distinct from the frequency of naturally 

occurring phenomena in the social world (Van Maanen 1983).

Eisenhardt (1989) considers that case studies usually involve the combination of data 

collection methods such as archives, interviews, questionnaires and observations. The 

evidence obtained may be either qualitative or quantative and case studies may be 

used to provide descriptions, test theory or indeed to generate theory.

In order to allow for a full understanding of the case study method there are several 

methodological approaches that need to be considered. These include ethnography, 

which has its origins in anthropology and involves the researcher immersing 

him/herself within the organisational setting being studied. The second method 

proposed is interviews. This allows the researcher to gain a complete understanding of 

the phenomenon under research. The researcher generally must gain access to a wide 

range of perspectives within an organisation and must at the same time guard against 

attempting to study everything and avoid the danger in so doing, discovering nothing 

(Gummesson, 1988).

Another method to consider is charting which is designed to capture data on past 

operational decisions and actions and their casual origins. This is usually a pictorial 

representation and a record of strategic actions and intentions. It is a conceptual map 

and a representation of collective’s realities. Charting relies on the collective goodwill 

and co-operation of organisational members. Another recognised method involves 

documentation which operates on the premise that documentary evidence is the basis 

for most historical research.

Qualitative research methods in general and case studies in particular have a long and 

distinguished historj' in the social sciences and beyond (Van Maanen, 2000). 

Although for a while the terms ‘qualitative research’ and ‘case study’ were treated as 

synonyms (Bryman 1989), nowadays this is an inaccurate perception since they can 

either employ qualitative, quantitative or even a combination of both approaches (Yin 

1981).
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4.3 The Case Study Approach

Case study research is a technique which seeks to describe, translate and understand 

terms with meanings, as distinct from the frequency of naturally occurring 

phenomena in the social world (Van Maanen 1983). Case studies allow a researcher to 

understand what is occurring in significant detail in a specific organisation or group of 

organisations (Eisenhardt, 1989; Stake 1995). The choice o f a singular case study for 

this research is based on the contention of Gummesson (1988) that single cases seek 

to arrive at specific conclusions whereas multiple case studies attempts to derive 

general conclusions from a limited number o f cases. From the perspective o f this 

research this will facilitate the identification and isolation o f issues within IT-enabled 

change that are particular to collaboration. However, if  the researcher is employing a 

multiple case design, then the number o f cases to be selected is an issue that varies 

according to the specific research and the investigator’s preferences. Incidentally the 

number o f cases that should be selected and the identification o f the most suitable ones 

are topics not widely discussed in the literature.

The focus of the research in this case is to develop a context-based, process-oriented 

description and explanation o f the phenomenon, rather than an objective, static 

description expressed strictly in terms of causality (Chua, 1986, Orlikowski & 

Baroudi, 1991). The research adopting an interpretive stance, argues that social 

processes such as organisational change and collaboration (Trist, 1983) are too 

complex, systemic and too elusive to be approached with explicit conceptual frames or 

standard instruments. The aim o f interpretive research is to understand how members 

of a social group e.g. top management and IT management through their participation 

in social processes such as beliefs, actions and intentions engage in the social process 

o f collaboration. Consequently qualitative'* research techniques'® are preferred over 

quantitative^”. Case study research can be both qualitative or quantative (Yin, 1981a, 

Otley and Berry, 1994, Yin, 2003). It has often been considered a difficult research 

approach to use as it focuses on dynamics present within single settings" (Eisenhardt, 

1989b: 534) and '^attempts to examine contemporary phenomenon in its real life context'' 

(Yin, 1981:59). The case study method when apphed rigorously can lead to genuine 

discoveries (Herbert, 1997). This is ultimately the ambition of this research.

18
Q ualitative research focuses on meanings and processes and are not examined or measured in terms o f  quantity, amount, 

intensity or frequency.

Techniques such as grounded theor>- method, action research, and case study research.

Quantitative research focuses on measuring and verifying variables.
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Despite its importance as a teaching device and as a research methodology, there is not 

a great cfeal written specifically on how to use this technique. Moreover, the most 

common textbooks on social science hardly mention case studies (Smith 1990; Yin 

1993). By using case study methods, generalisations can be generated within the social 

science and progress can be made from limited to more general interpretations of 

causal processes through reformulations of the case study. According to Kuhn (1959), 

a catalogue of case studies that replicate and improvise one case to such an extent may 

generate talk and consideration of a field with presumptions of general wisdom. An 

example of this was Floyd Hunter’s (1953) study of Atlanta politics which spawned 

hundreds of imitators, commentators and critics (Ragin and Becker, 1992). Case 

studies may be reformulated in two ways; firstly by highlighting one kind of causal 

process, the exemplary case study may neglect others. Again Kuhn (1959) argues that 

the essential facts of one paradigm may be insignificant in another. New case studies 

may become strategic when they challenge or re-specify casual processes. The content 

and boundaries of cases are reconceived precisely in an effort to forge new 

generalisations that embrace and supersede earlier understandings (Ragin and Becker, 

1992).

Remenyi, Money at al. (2002), argue that case studies have three distinct fimctions, 

operating firstly as a teaching device, illustrating established theories by exploring the 

way in which different organisational and business situations evolve over time (Dooley 

and Skinner 1977; Reynolds 1978; Argyris 1980; Berger 1983). Secondly as a 

fimnework, collecting and documenting evidence about a specific phenomenon. In this 

situation, instead of analysing the precise circumstances of the case in question, the 

researcher is looking to produce a model or identify generalisations. Thirdly; as a 

research objective where the researcher is principally interested in the case, while 

focusing on single or multiple units of analysis. Case study research is particularly 

usefiil when the research phenomena is not supported by a strong theoretical base and 

when subjects or events cannot be controlled or manipulated during the course of the 

project (Benbasat, Goldstein et al. 1987).

Case research allows an investigator to understand what is occurring in rich detail 

within a specific organisation or group of organisations setting (Stake 1995). 

Additionally, it provides an opportunity of capturing details of organisational 

behaviour by asking penetrating questions (Gable 1994). It is characterised as a 

detailed examination of an event (or series of events) which exhibits the operation of 

some identified general theoretical principle (Mitchell 1983). Therefore, case studies
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are particularly valuable where the kind o f control present in a laboratory is not 

feasible or ethically justifiable (Miles and Huberman 1994; Yin 1994; Remenyi, 

Williams et al. 1998). Table 4.4 below, Hsts some of the most common characteristics 

that constitute case study research.

In summary, case study research is considered to have a distinct advantage when a 

“how”; “why” or exploratory “what” question is being asked about a contemporary set 

o f events over which the investigator has little or no control (Rowley 2002). Therefore, 

the most important condition that differentiates research strategies is the identification 

o f the type o f question being asked. In general, “what” questions are considered 

exploratory (in which case any o f the strategies could be used). In contrast, “how” and 

“why” questions are likely to favour case studies, experiments or histories (Yin 1994). 

Table 4.4 below provides an overview of this point.

Characteristics Source
Changes in site selection and data collection methods 
could take place as the investigator develop new 
hvTMtheses

(Benbasat, Goldstein et al. 1987)

No experimental controls o f  manipulation are 
involved
One or few entities are examined
The focus is on contemporary events
The complexity o f  the unit is studied intensively
The results derived depend heavily on the 
investigators' integrative powers

The investigator may not specify the set o f  
independent and dependent variables in advance

The research aims not only to explore certain 
phenomena, but also to understand them within a 
particular context
The research does not commence with a set o f  
questions and notions about the limits within which 
the study will take place

(Yin 1994)

The research uses multiple methods for collecting 
data

(Benbasat, Goldstein et al. 1987; Yin 
1994)

Table 4. 4 Identified characteristics o f  case study research (Benbasat, Goldstein et al. 1987; Yin 1994)

Despite convincing strengths, case studies cannot be used in every research situation. 

There are some conditions that have to prevail, like having a “how” or “why” 

question, not requiring control over behavioural events and focusing on contemporary 

actions. Case studies have many specific features; nevertheless, before starting with 

the process, its design has to be suitably defined since it will dictate exactly how the 

enquiry will be developed.
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Research
Strategy

Form  of research  
question

Requires control over 
behavioural events?

Focus on
contem porary
events?

Experiment How, why question Yes Yes

Sur\'ey
Who, what, where, how 
many, how much 
question

No
Yes

Archival
analysis

Who, what, where, how 
many, how much 
questions

No
Yes/No

History How, why questions No No
Case Study How, why questions No Yes

Table 4. 5 Relevant situations for different research strategies (Yin 1994)

The research sequence process can be separated in stages or phases. Several authors 

have developed their own classification for this (Eisenhardt 1989; Scapens 1990; 

Hussey and Hussey 1997; Weerd-Nederhof 2001), which can be carried out sequentially, 

iteratively or even in parallel. Nevertheless, a common pattern can be distinguished as 

follows: (1) case study design; (2) preliminary investigations; (3) data collection; (4) 

analysis of data; and fmally (5) reporting. The next section will outline issues around 

case study design.

4.3.1 The Case Study Design

The purpose of case design is to create a link betw'een the start and the end of the case 

study. Rowley (2002) recommends the creation of associations between the data 

collected; the conclusions to be drawn and the initial research consideration. An 

appropriate design will mostly ensure that there is a clear view of what is to be 

achieved by the actual case study and this will further ensure that evidence 

unconnected with the research or outside its boundaries will not be a consideration 

(Yin, 1989b).

The quality of the design in case studies is a critical ingredient for a well-developed 

case however this can often be underestimated. Case studies, similar to other methods 

of empirical inquiry, can be modified as the study progresses; however most theorists 

recommended having as comprehensive a design as early in the research as possible. 

Yin (1989; 1993) states that a good research design should illustrate how the methods 

utilised are aligned with the articulated objectives of study; link objectives and 

questions to the basic unit of study; identify critical evidence that will support major 

hypotheses; stipulate relevant techniques for analysing evidence; and provide clear 

direction for results generalisation to other cases.
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The quaUty o f any case design can be judged according to certain tests with regard to 

various levels o f research validity (Yin 1994). Concepts that emerge from these tests 

include trustworthiness, credibility, conformability and data dependability. These tests 

establish the quality o f any empirical social research; consequently, Yin (1994) 

proposed some tactics to deal with these issues while doing case studies. These tactics 

include:

Construct validity. Establishing correct operational measures for the concepts being 

studied. It is concerned with exposing and reducing subjectivity, by linking data 

collection questions and measures to reach questions and propositions.

Internal validity. Establishing a causal relationship, whereby certain conditions are 

shown to lead t) other conditions (for explanatory or causal studies only; not for 

descriptive or exploratory studies)

External validity. Establishing the domain to which a study’s findings can be 

generalised.

Reliability. Demonstrating that the operations of a study can be repeated with the same 

results. This is achieved through thorough documentation o f procedures and 

appropriate record keeping.

Since the research design is the logic that links the data to be collected to the initial 

questions of the case study, it is essential to have a well developed research plan. Yin 

(1994) suggests that generally this involves the research question, relevant data, 

collection of data, analysis o f results and the number o f cases to be considered (Yin 

1994).

Number of cases

The number o f cases to be selected is a topic not widely discussed in the literature. Not 

only has every research different features and outcomes that have to be considered, but 

the final decision is left to the investigator’s preferences, available resources and 

amount of time available. Gummesson (1988) contends that single cases seek to 

arrive at specific conclusions whereas multiple case studies attempt to derive general 

conclusions from a limited number o f cases. However, when employing a multiple 

case design, the number o f cases to be selected is an issue that varies according to the 

specific research and the investigator’s preferences. Similar to grounded theory, some 

authors recommend adding cases until a theoretical saturation is achieved or when the 

incremental improvements to theoiy are minimal (Lincoln and Guba 1985; Eisenhardt 

1989). However, other theorists specifically refer to the number o f cases that should be
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used. For example, Eisenhardt (1989) suggests between four and ten. Perry (1998) 

considers that using less than four cases, creates difficulties in generating convincing 

theory. Miles and Huberman (1994) recommend using not more than 15 cases since 

the study can thereafter become unmanageable and the data generated too unwieldy. 

However the validity and reliability o f the research process depends more on the 

quality o f the cases selected and the researcher’s analytical and investigative abilities 

than on the number o f the cases selected (Perry 1998). Multiple case studies are 

generally considered more compelling and more robust (Amaratunga and Baldry 2001); 

however the decision on how many cases to use will depend on the overall design and 

the objectives o f the analysis and as (Rowley 2002) contends, the number o f cases used 

depends on the nature o f the propositions to be substantiated. This topic will be 

returned to later in the chapter when the rationale for selecting cases is discussed. It is 

now necessary to discuss how a process research method can be used within case 

study.

4.4 The Process Research Approach

Poole et al., (2000) contend that many social science research methods are not well 

suited for research on organisational change and development processes such as IT- 

enabled change, due to deficiencies in both quantitative and case methods. Support for 

this proposition can be found in the work o f Abbot (1988), who argued that both 

quantitative and qualitative methods including classical and modem measurement 

theories are more suited for static patterns rather than the dynamic nature o f change. 

As the approach to the research inquiry for this thesis which is focused on exploring 

"the dynamics o f  collaboration in IT-enabled change" argues that a case study method 

using a process research approach offers significantly enhanced potential to unearth 

evidence o f “explanation[sJ o f development and change that encompasses continuous 

and discontinuous change, critical incidents, contextual effects and effects o f formative 

patterns" (Poole 2000:4). It also articulates the variance approach which argues that all 

explanations of change and development should include all the forces that influence 

the change process. Mohr (1982) considers this is a complementary approach that 

strengthens the ultimate outcomes.

Process research is somewhat demanding and requires the accumulation of 

considerable data over extended periods o f time in order to generate an event 

sequence. Poole et al, (2000) suggest that the process approach offers three general 

advantages. Firstly the process approach offers a “flexible mode o f  inquiry” that is 

suitable for exploring change and development (2000:24). Secondly a process
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approach “completes variance theories” and thirdly “it develops a social scientific 

explanation that acknowledges the human hand in development and change ” (2000:24).

Process research focuses not only upon single decisions but also on a pattern of 

decisions and actions that accumulate over the life o f a diange initiative. Studying 

change processes can span long periods o f time and cross multiple levels, bridging the 

cognitive processes o f individual decision makers, the social, psychological and/or 

political processes within groups o f individuals, the rules, routines and actions that 

guide decision makers. Usually process is studied only at one o f these levels, 

depending on the disciplinaiy bias o f the researcher at a particular point in time. 

Chakravarthy and White (2002) contend that studies of process are seldom 

contextually or historically situated and therefore if they are to be meaningful or useful 

and add to the body of knowledge they must be temporally linked across time and 

levels.

Understanding the many and varied processes at work in the physical world has been 

a goal o f science for some considerable time and achieving this understanding, 

suggests that a process can be explained, predicted and therefore in theory controlled 

(Monge et al. 1984). In the physical sciences, the accumulation o f knowledge across 

various disciplines such as physics, chemistry and biology involves processes such as 

bonding, fusion, fission, genetic transfers and within the biological fields even 

cloning. These processes are complex, difficult and sometimes even unsettling to the 

casual observer. However despite this longstanding research focus on scientific 

processes, research on organisational processes has been relatively limited and 

restricted to a limited number o f topics such as mass media, public opinion and 

diffusions innovations (Fredrickson, 1983; Monge et al., 1984). It is recognised that 

output in the area o f process research has been modest and that the accumulated 

knowledge remains normative, descriptive and is considered largely untested 

(Fredrickson, 1983). Research in the entire field o f organizational behavioural 

analysis, which examines the correlations (co variances) between variables at a single 

point in time, has been dominated by variance analysis, to the virtual exclusion of 

process analysis, which focuses on the examination o f the changes in variables over 

time (Monge et al., 1984). The differences between these theories will be explored 

later in the chapter.
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4.4.1 The Nature of Process Inquiry

Process research is concerned with understanding how things evolve over time and 

also understanding why they evolve in particular ways (Van de Ven and Huber, 1990). 

This understanding should go beyond mere surface descriptions to penetrate the logic 

behind observable temporal progressions however simple or complex (Van de Ven, 

1992). Early reference to the empirical study o f process in the social sciences can be 

located in the work o f Parker Follett (1926) and Barnard (1938). The former related to 

the role o f time or the temporal dimension o f process in organisational issues (Follett, 

1926) and the later to the temporal relationships and continuity aspect o f process, 

which were articulated by Barnard (1938) as primary aspects o f organisations. More 

recent theoretical work has continued to emphasise the inportance o f process in 

models o f organisations, but empirical examinations are still relatively scarce and 

difficult to find (Monge et al., 1984:27). Qualitative scholars agree that the study of 

process is integral to qualitative research.

Process research has been considered paradigmatically diverse and empirically 

complex and generally regarded as somewhat obscure (Van de Ven, 1992). At the 

same time it is plagued by a perceived lack o f explicit discourse about its analytical 

foundations (Pettigrew, 1992). Process has been termed as a pattern that is seen in 

reference to time (Monge, Farace et al., 1984). A process model attempts to explain 

the occurrence of an outcome by identifying the sequence o f events preceding it (Shaw 

1997). Indeed a process can also refer to “a sequence o f  events that describes how things 

change over time’" (Van de Ven 1992:169). A further definition outlines how process 

“ca« be described as a series o f evolving sequences o f  actions/interactions that occur over 

time and space, changing or sometimes remaining the same in response to the situation or 

context'" (Strauss and Corbin 1998:165).

A pattern has been described by Horton and Dewar (2002) as a recurring metaphor, 

policy, design, action, instrument or artefact that is specific to some context and 

reflects a situation o f interest. It can be assumed from these definitions that process 

research involves elements o f change; patterns; time; actions and interactions. These 

principal tenets surface repeatedly in studies o f process research.

The richness o f process research while associated with the approach that attempts to 

explain how changes occur over time, also incorporates path dependency and the 

impact o f critical events (Poole, Van de Ven, Dooley and Holmes, 2000). The
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spectrum of process research is broad and wide-ranging (Dess and Lumpkin, 2005). 

This is supported by Van de Ven (1992), who contends that process research is diverse 

and cannot easily be contained within any single descriptive paradigm. Further support 

for this contention can be found in the work of, Rajagopalan, Rasheed and Datta 

observe that the ‘̂'absence o f  integrative models has resulted in process research 

remaining fragmented [and] characterised by limited theory building'' (1994:350). The 

requirement o f being clear about the meaning of process in research, o f being explicit 

about the theory o f process drawn upon and the necessity to design process research in 

a way that is consistent with the definition and theory of process is o f significant 

consideration (Pettigrew, 1992).

Van de Ven (1992) further argues that process research can be considered in three 

particular ways;

As a logic to explain casual relationship in a variance theory. By this Van de 

Ven (1992) means that process can be used to explain the causation between 

independent and dependent variables.

As a category o f concepts that refer to the actions of individuals or 

organisations. In this fashion process refers to a “category o f concepts that is 

distinguished from other categories of concepts, such as organisational 

environment, structure and performance” (Van de Ven, 1992: 170). When 

process constructs are represented in this type of model then it is only possible 

to measure if change occurred in a variable not how it occurred. 

Understanding how change occurs requires the narrating o f a story outlining 

the sequence of events that unfolds over time.

As a sequence of events that describes how things change over time. This is 

probably the least understood meaning of process. This perspective takes a 

historical developmental angle that focuses on the sequences o f incidents that 

become apparent over the lifetime of a central subjects existence (Van de Ven, 

1992).

Again Van de Ven (1992), further suggests that attempts to clarify the theory of 

process through the lens o f a widespread interdisciplinary literature review identifies 

four distinct types o f theories which he has termed; (1) life cycle; (2) teleology; (3) 

dialectics; (4) evolution. These theories can be used to explain why observed events 

occur in particular sequence progressions when specific circumstances or conditions 

exist. These theories are elaborated upon and set out at appendix 4.1. When
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undertaking process research it is necessary to explain the difference between process 

theory and variance theory. The next section will outline these differences.

4.4.2 Variance Theory and Process Theory

Mohr (1982) first distinguished the difference between process and variance theories 

and argues that it is necessary to keep them apart, however this can be extremely 

difficult to accomplish in practice. Several authors have commented on the 

distinguishing differences between both theories, however Poole et al, (2000:31) 

contend that “the common thread running through these works is the difference between 

scientific explanations cast in terms o f independent variables causing changes in a 

dependent variable and explanations that tell a story about how a sequence o f events 

unfolds to produce a given outcome”. Variance theory provides explanations of 

phenomena in terms o f relationships among dependent and iadependent variables. 

Process theory may also deal with the evolution of relationships between people or 

with the cognitions and emotions o f individuals as they interpret and react to events. 

Mohr (1982) suggests that there is a clear distinction between process and variance 

theory. Process theories provide explanations in terms of the sequence of events 

leading to outcomes (e.g. complete A and then B in order to get to C). Therefore 

understanding patterns in events is considered essential in developing process theory 

(Mohr, 1982). While variance theory provides explanations for phenomena in terms of 

relationships among dependent and independent variables, for example more of X and 

more of Y produce Z (Mohr, 1982).

Within the IT field, Shaw and Jarvenpaa (1997) have assisted process researchers by 

focussing on extending the range o f perspectives available by developing a typology 

o f models. This typology is centered on the dichotomy that exists between process 

and variance theories. Shaw and Jarvenpaa (1997) identified four distinct hybrid 

models and they challenge Mohr’s (1982) claim that hybrid models are inferior to pure 

process and variance models. This work outlines a series o f imphcations for 

researchers interested in studying process or hybrid models. This is quite interesting 

and significant as Mohr (1982:61) suggested that these hybrid forms were undesirable. 

Shaw and Jarvenpaa (1997) on the contrary argue that not only do pure process forms 

make valuable contributions but that the hybrid forms do also. Markus and Robey 

(1988) usefully articulate the differences between process theory and variance theory 

as set out in Table 4.6 below.
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Table 4.6 Differences between Variance Theories and Process Theories

C haracteristic V ariance Theory Process Theory
Outcome A variable A discrete occurrence

Logical Form

If X (independent variable, 
necessary and sufficient 
conditions), then Y  (dependent 
variable);
If more X, then more Y

If not-X (necessary conditions), then not-Y  
(outcome);
Cannot be extended to “more X ” or “more Y”

Assumptions
Outcome will invariably occur 
when necessary and sufficient 
conditions are present

Outcomes may not occur even when conditions 
are present unless a particular “recipe,” involving 
external directional forces and probabilistic 
processes, unfolds

Role o f  time

Irrelevant;
Necessary and sufficient 
conditions can occur in any 
order

Crucial;
The time ordering in which necessary conditions 
combine is consequential

How to “read” 
the theory

The cause is necessary and 
sufficient to produce the effect

Causation consists o f  necessary conditions 
occurring in a particular sequence in which 
change and random events play a role.

T a b le  4. 6  Adapted from  M ohr (1982) and M arkus and R obey (1 9 8 8 )

Process models attempt to explain the occurrence of an outcome by identifying the 

sequence o f events preceding it. Generally speaking process models are under

represented in the IT literature and indeed in the general organisational literature 

(Markus and Robey, 1988; Monge, 1990; Orlikowski and Baroundi, 1991). IT 

research is principally focused on the study o f variance models. Variance models tend 

to explain the variability o f a dependent variable based on its correlation to one or 

more independent variables (Shaw and Jarvenpaa, 1997). While process models are 

mainly concerned with the analysis and examination of the changes in variables over 

time (Monge et al, 1984).

Process models and variance models sit at the opposite poles o f the explanatory' 

continuum. The process variance typology is consistent with a nominal theoretical 

typology (Rich, 1992). Nominal means being ordered by number, as distinct from 

ordinal meaning ordered by hierarchy. In a process model events are sequential, one 

occurs after the other. Indeed sequential relationships are temporal because there b 

some time gap between the occurrences o f events. However a temporal relationship 

need not be sequential. Orlikowski (1996), when outlining the nature of emergent 

situated change, provided an exemplar o f process models which focused on particular 

events in a single organisation in a rich and detailed fashion and told the whole story 

of emergent change as it unfolded. In contrast a variance model might only be able to 

capture a piece o f this story such as the details of a particular relationship. According 

to Shaw and Jarvenpaa (1997), it would be extremely difficult if not impossible to
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capture within a variance model, qualitative data as a series of sequentially 

interconnected events and interactions, which essentially tells the story of an 

organisation, in a fashion that would yield valuable insights. For example, a variance 

model could not explain how an end user’s resistance to new work processes can 

change from a eonflictual process to a user dominated one or how the efforts to 

increase the power of the IT department in tum can lead to a collaborative strategy for 

improvement. This is an example of an organisational change scenario that requires a 

process oriented model to nurture and develop particular perspectives and unlock 

unique insights.

However Shaw and Jarvenpaa (1997) also argue that a pure process model will almost 

always miss some of this richness and thus the potential of hybrid process models 

becomes apparent. The hybrid model will catch the contextual factors that influence 

and are influenced by the behaviour of users and developers in their work and 

environment, politically, culturally and socially.

Having established the character and appropriateness of both cases and process 

research methods, the next section will outline how research insights arising from both 

case and process methods can be collected.

4.5 Data Collection

Data Collection in Case Study

Data collection involves the actualisation of the case study in question. Researchers 

are the proactive agents in the process (Rowley 2002), and their capability will 

determine how well the investigation can be accomplished. It is recommended that 

information should be collected from several sources of evidence (Yin 1994) and 

multi- activities must be pursued to ensure the construct validity and reliability of the 

research. Data collection is considered to be the central part of the investigative effort. 

Since the researcher generally only has limited opportunities to collect data from an 

informant in a case site, the interview outline or protocol should be well-developed.

The objective of qualitative research is to build theory; while the aim of quantitative 

research is to provide further evidence to support emergent theoiy (Amaratunga and 

Baldry 2001). In order to eliminate bias (Naumes and Naumes 1999), it is necessary to 

gather information from several sources; structured, semi-structured and unstructured 

interviews without leading the respondent in their responses. Interview techniques are
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issues widely discussed in literature. Probe questions should be prepared as part of the 

interview protocol and are allowable (Yin 1994). These questions are used to provide a 

reliable framework for cross-case analysis o f data. It is recommended to use a team of 

two or more people during the interview process (one conducts the interview while the 

others record responses); however, due to limited resources, this might be difficult to 

arrange (Naumes and Naumes 1999). Nevertheless, multiple investigators have the 

advantage that they may improve the creative potential o f the study and enhance 

confidence in the findings through the convergence o f observations fi'om various 

sources (Eisenhardt 1989). Taping and transcribing recordings o f interviews (when 

allowed) is also widely advocated, since they provide stronger evidence against 

researcher bias than notes taken during the inter\'iew (MacNealy 1997).

Therefore, combining, for example, surveys with interviews, might increase reliability 

and add to the completeness o f results. Data collection can be a one-time effort for 

every case to be studied (typically a short number o f days), or a more extended 

collection period (typically a year or nore), in which true longitudinal data can be 

gathered (Yin 1989). The main hazard during data collection is researcher bias, which 

can influence respondent answers; nevertheless, a systematic collection reduces the 

probability of this (MacNealy 1997).

There are many methods used to collect data such as interviews, direct and participant 

observation, informal conversations, physical evidence and secondary data (archives 

and documents) (Yin 1989; Hartley 1994; Hussey and Hussey 1997). Nevertheless, 

specific data to be collected will depend on the research questions and unit(s) of 

analysis (Benbasat, Goldstein et al. 1987). It is recommended that researchers should 

combine or triangulate methods using a mixture o f qualitative^' and quantitative^^ 

methods in the study of the same phenomenon (Yin 1981; Br>Tnan 1989; Yin 1994). 

During methodological triangulation, quantitative methods are used to support the

Qualitative research involves exam ining and reflecting on perceptions in order to gain an understanding o f  social and 

human activities (Hussey and Hussey, 1997). It mainly consists o f two conditions (Van Maanen, et al., 1982): the use o f close- 

up, detailed observation o f  the natural world by the investigator: and the attempt to avoid prior commitment to any theoretical 

model. Furthermore, Miles and Hubennan (1994) suggest the following features o f qualitative research:

• It is conducted through an intense and/or prolonged contact with a “ field’' or life situation
• The researcher’s role is to gain an holistic overview o f the context under study
• The researcher attempts to capture data on the perceptions o f local actors “from the inside”
• ITie main task is to explicate the ways 6 r managing day-to-day situations

•  There are many possible interpretations o f  material

Quantitative research involves collecting and analysing numerical data and applying statistical tests (Hussey and Husse>’, 

1997). Generally, this kind o f  research is objective in nature and concentrates on measuring phenomena. While quantitative 

researchers push for explanation and control, qualitative researchers push for understanding the complex interrelationships 

among all that exists. Therefore, quantitative researchers perceive what is happening in terms o f  descriptive variables and 

represent happenings u ’ith scalcs and nieasurements (Slake, 1995).
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validity of findings and to uncover formal relationships between constructs (derived 

from qualitative research). This combination of methods will provide a more 

comprehensive view of issues and support research findings (Benbasat, Goldstein et al. 

1987; Eisenhardt 1989; MacNealy 1997). Nonetheless, the investigator has to determine 

if the evidence from different sources converges on a similar set of facts (Jick, 1979).

When collecting data, the use of a robust case study protocol will increase reliability 

by guiding the investigator in carrying out the case study (Yin 1994). The protocol 

contains an overview of the case; procedures and general rules that should be followed 

in data collection and questions or outlines that the researcher needs to keep in mind 

during recompilation. The protocol may also specify a minimum amount of data 

collected in operational terms to help assure that similar procedures are carried out 

from one case to another (Yin 1981) while reducing the possibility of bias (MacNealy 

1997).

Yin (1989) proposes the following principles to ma.ximise benefits from sources of 

evidence and deal with construct validity and reliability problems: use multiple 

sources; create a case study database; and maintain a chain of evidence. Use of 

multiple sources of evidence is a major strength of case study research. The outcomes 

of the investigation will be more accurate and convincing if they are based on several 

sources of evidence. The idea of creating a case study database is to develop a formal, 

retrievable record so other investigators can review the evidence directly and increase 

the transparency of findings. The researcher’s goal should be to collect data in such a 

way that another researcher could immediately understand and work with it (Benbasat, 

Goldstein et al. 1987).

Finally, maintaining a chain of evidence will increase reliability and construct validity 

of a case study. Through this, any external observer can trace the investigation from 

the initial research questions to the case study outcomes through explicit citation of 

particular pieces of evidence (Yin 1981). It should be clear that data collection 

followed the protocol, and the link between protocol questions and propositions 

should be fransparent (Rowley 2002). Building on these recommendations the use of a 

process method enhances the richness of the data collected. The next section will 

outline how this occurs.
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Data Collection in Process Inquiry

The application of the process research method commences with a preliminary review 

of literature that introduces the researcher to the domain under review. Following this, 

the researcher may become immersed in the field study gathering data within the case 

setting. This generally involves collecting data from varied sources such as interviews, 

secondary field data e.g. government reports, external review reports, consultants 

reports, project memos, notes and status reports, on-site visits, newspaper, internet and 

journals, follow up calls and telephone conversations with participants.

There are considerable challenges for researchers implementing a typical process 

research design. In this regard researchers regularly adopt two contrasting viewpoints 

in addressing these dynamics. One such method adopted, involves coarse-grained 

longitudinal time series and event history methods. The alternative viewpoint focuses 

on the researcher immersing themselves deeply into the process and collecting fme- 

grained qualitative data in real time. The volume of data mounts up quickly aid 

information overload can occur for even the most insightful mind (Poole et al, 2000). 

The required data can often but not always, be obtained in a bottom up approach. 

Langley (1999) favours the latter approach and states that process data is often messy 

and making sense of this data can be a constant challenge. Pettigrew (1992) cautions 

against the dangers involved in trying to interpret the mass of data where the sheer 

volume of words to be organised and understood can create a sense of drowning in a 

shapeless mass of information. Miles and Huberman (1994) suggest that the 

complexity and ambiguity of process data make it difficulty to identify the starting 

point and suggest that often the open-ended inductive approach favoured by many 

researchers in process research tends to contribute to the postponement of the decision 

making between what is relevant and what is not. Again Langley (1999) argues that 

the complexity of process data is often a reflection of the complexity of the 

organisational phenomena being researched but this should not necessarily be a 

problem.

Data collection in process research can be divided into several distinctive operations. 

First, researchers must acquire raw data. Generally a data file is constructed that 

allows the raw data to be ordered and following this, researchers must identify events 

in this raw data. Events are the meaningful parsing of the stream of incidents that 

ultimately comprise a series of higher level events (Poole et al, 2000). Process data 

collected in real organisational contexts is characterised by several features that can 

make it somewhat difficult to analyse and manipulate. As process data is mainly
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concerned with series o f events that can involve multiple levels and units o f analysis 

whose boundaries are ambiguous their temporal embededness often varies in terms of 

precision, duration and relevance. The next stage o f the data collection process 

involves arraying the events identified into chronicles o f the process; this may involve 

a coding process. This approach allows the researcher to move into higher data order 

concepts which is the first step in the generation o f a theory. Finally despite the focus 

on events, process data tends to be eclectic and may involve phenomena such as 

changing relationships, thoughts, feelings and interpretations (Langley, 1999).

Process data as already stated relates to gaining an understanding o f the evolution of 

things over time and why they evolve in a particular way (Van de Ven & Huber, 

1990). It consists o f stories about what happened, who did what and when they did it. 

It concerns events, activities and choices ordered over time. Process data may also 

deal with the evolution o f relationships between people or it can be concerned with the 

cognitions and emotions o f individuals as they interpret and react to events. The 

higher order events can then be further developed by a coding classification into 

theoretical meaningful events (Poole et al, 2000), theses meaningful events can then 

be finalised into categories. Following this the data can then be transformed into final 

categories format that is suitable for analysis. To this end, methods for process 

research must be developed to accomplish five key tasks.

Identify events and event types: "Generalization is possible only i f  equivalent types o f 

events can be identified across sequences. Therefore, it is important to develop typologies 

that classify events into meaningful types consistently and validly. One complication is 

that the significant elements o f the development or change sequence are not always 

synonymous with observable, bounded occurrences. Often an event is extended over time; 

for example, the event o f the development o f  professional schools might stretch over a 

number o f  years and give rise to a number o f distinct occurrences. It is important to 

develop reliable and valid methods for mapping occurrences into event types ” (Poole et 

al, 2000:53).

Characterize event sequences and their properties: “Special methods are needed to 

compare and classify different types o f event sequences. Since each particular narrative 

has unique qualities, identifying similar sequences is not a trivial operation. Methods are 

needed fo r  finding similarities among sequences which differ in length, but not in essential 

qualities and which differ in terms o f  “nuisance ” occurrences. In some cases, research 

starts with hypotheses about the nature o f  the narrative, but in others it is useful to be able 

to approach sequence classification inductively, that is, to first identify similar sequences 

and then derive the narratives they imply. Traditional methods fo r  analysis o f  continuous 

data must be modified to suit the concerns o f process analysis’’ (Poole et al, 2000:53).
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Specify dependencies in temporal sequences: “To establish necessary causality requires 

establishing necessary linkages and enchainment o f events in sequences. One type o f  

evidence that such dependencies exist is cross-case regularities in event sequences. Such 

regularities suggest the existence o f  a generative mechanism or plotline that produces 

them. The same methods that enable comparison o f  event sequences can identify such 

regularities. A second type o f  evidence is longitudinal relationships among variables 

which measure characteristics o f  event sequences. I f  variable A is logically prior to 

variable B, and evidence can be found that A ‘causes " B in time series or other analyses, 

this constitutes evidence for time-wise dependencies” (Poole et al, 2000:54).

Evaluate hypotheses of formal and final causality: "Formal and final causation can 

only be determined once the development and change process has come to its conclusion, 

and researchers can comprehend the whole event sequence in terms o f its form or final 

outcome. Systematic assessment requires a test o f the fit  o f  event sequences and other 

characteristics o f  the development or change process to what would be expected i f  a 

formal or final cause were operating” (Poole et al, 2000:54).

Recognize the coherent pattern that integrates the narrative: “Process methods must 

convert a heap o f confusing data into a synthetic account in which readers can 

comprehend all the data in a single act o f  understanding. This requires the ability to 

recognize recurrent patterns in event sequences, to establish necessary connections, and 

to identify formal and final causation. But while these may be necessary components o f  a 

narrative explanation, they are not in themselves sufficient. A synthetic move that 

comprehends all the particular evidence as part o f  a larger pattern is required for a 

complete narrative explanation. While methods for measurement and analysis can supply 

the materials and evidence necessary for this comprehensive move, it must be taken by the 

researcher who writes the compelling narrative that encapsulates the explanation ” (Poole 

et al, 2000).

The next section will describe how the data accumulated using a process approach 

within a case setting can be analysed.

4.6 Data Analysis

Data Analysis in Case Study

In case studies, data analysis is probably the most difficult and least codified part of 

the process (Eisenhardt 1989) and involves examining, categorising and tabulating 

considerable bodies o f evidence. In exploratory case studies, the idea is to develop a 

descriptive Iramework structured by themes for organising the study (Rowley 2002). 

One o f the strengths o f this method is the ability to cover both a contemporary 

phenomenon and its context (Yin 1981).
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Some authors (Eisenhardt 1989; Hartley 1994; Miles and Huberman 1994) recommend 

overlapping data analysis with data collection from the start, since this speeds up the 

analysis process and can identify where adjustments to data collection metliods are 

required. When using multiple case studies, two types of examinations can be used 

e.g. within case and cross-case analysis (Amaratunga and Baldry 2001). Within-case 

consists of internally scrutinising each case as a stand-alone entity. Some tactics 

include detailed case study write-ups for each site, simple descriptions, and 

longitudinal graphs and tabular displays (Eisenhardt 1989). Additionally, it is 

recommended to distinguish note-taking from narrative-writing, to tabulate 

meaningfiil events, and to build explanations where case studies attempt to explain a 

phenomenon (Yin 1981). This process should always precede cross-case analysis 

(Miles and Huberman 1994), since unique patterns will emerge before generalised 

patterns become apparent across cases (Eisenhardt 1989).

Cross-case analysis uses replication logic or pattern matching. It forces investigators 

to go beyond initial impressions with the objective of enhancing the probability that 

they will capture novel findings which may exist in data (Eisenhardt 1989). Some 

tactics include looking for within-group similarities coupled with intergroup 

differences, selecting pairs of cases and then listing similarities and differences 

between each pair, and dividing data by source (Eisenhardt 1989). Likewise, Yin 

(1981) suggests two potential approaches to cross-case analysis: case-survey approach 

(by coding single factors and establishing cross-case patterns) and a case-comparison 

approach (by comparing relevant similarities and differences case by case). Content 

analysis may be used to transform what is essentially qualitative evidence into a form 

of quantitative style (Remenyi, Money et al. 2002). Similarly, interpretative techniques 

such as hermeneutic or linguistic analysis may be used to understand evidence 

collected and interpret the evidence presented. Furthermore, although interviews start 

as inductive, the analysis will be deductive from prior theory identified by the 

researcher (Perry 1998).

Data Analysis in Process Research

Process data can be analysed using a combination of coding techniques from case 

study methods and process methods (Yin, 2003; Langley, 1999; Poole et al., 2000). 

Analysing process data requires the cataloguing of the assortment of incidents 

associated with the unit of analysis to be placed into this data file and ordered by 

temporal progression of occurrence.
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From this perspective Langley (1999) suggests that process data collected in real 

organisational settings has a number of characteristics that makes analysis and 

manipulation somewhat difficult. As process data deals with sequences of events, this 

means that significant numbers of researchers are relatively unfamiliar with this 

concept. Secondly, the issue of boundary setting causes difficulties as the research 

focuses on multiple levels and units of analysis. Thirdly, the temporal embededness 

often varies with regard to precision, duration and relevance. Fourthly, the eclectic 

nature of the process research means that Irequently other issues such as changing 

relationships, thoughts, feelings and interpretations become prevalent. Langley (1999) 

puts forward a number of approaches or strategies for the analysis of process data and 

suggests differing strengths and weaknesses within them. She argues that method and 

theory are inextricably linked and that using multiple strategies for the analysis of 

process data is most often advisable.

Langley (1999) further proposes that process theorisation needs to go beyond surface 

descriptions and get to the logic behind observed temporal progressions whether 

simple or complex. Weick’s (1979) ‘sense-making strategies’ for understanding 

organisational change is considered useftil for examining this aspect of the 

phenomenon under investigation. Langley (1999) in a somewhat related fashion has 

typologised seven sense-making approaches or strategies for examining processes (See 

Table 4.7 for an overview of these sense-making strategies). These are generic 

approaches rather than step by step techniques. Each approach tends to overcome the 

overwhelming nature of boundarylessness by fixing on some anchor point that helps to 

structure the material. She also looks at the relative data needs of each approach both 

in terms of depth (process) and breadth (number of cases). Langley (1999) ftirther 

suggests that some of the sense making strategies described by her, are suitable for the 

detection of patterns in processes whereas others penetrate their driving mechanisms 

to a deeper level. Other types focus on the meaning of process itself for those involved 

while again others are mainly concerned with prediction. Hereunder is a brief synopsis 

of what Langley (1999) proposes in this regard.

Narrative Strategy: Narrative strategy for sensemaking involves the construction of a 

detailed story from raw data. Chandler’s (1962) work on the evolution o f American 

management and enterprise is considered a classical example of this style.

Quantification Strategy: The quantification approach to making sense of process lies 

at the opposite end of the continuum to narrative strategy and involves an in-depth 

analysis of the data, followed by a systematic listing and coding of incidents according
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to pre-detemiined characteristics. The potentially voluminous amounts of data are 

gradually reduced to a set of quantitative time-series that can be analysed using 

statistical methods (Langley, 1999).

Alternative Templates Strategy: This type of process sense making strategy involves 

analysts putting forward several alternative interpretations of the same events and then 

assessing the extent to which each theoretical template contributes to a satisfactory 

explanation.

Grounded Theory Strategy: This strategy is one of the most cited methods in writings 

relating to qualitative research methods. This approach incorporates a series of highly 

structured steps and the systematic comparison of small units of data that eventually 

result in the gradual construction of a series of categories that describes the 

phenomenon being observed (Strauss and Corbin, 1990).

Visual Mapping: Visual graphic representations are particularly attractive for the 

analysis of process data because they enable the simultaneous representations of large 

numbers of dimensions and can easily show precedence, parallel processes and the 

passage of time.

Temporal Bracketing Strategy: involves “the decomposition of data into successive 

adjacent periods that enables the explicit examination of how actions of one period 

lead to changes in the context that will affect action in subsequent periods” (Langley, 

1999: 12).

Synthetic Strategy: within this strategy type for making sense of processes the original 

data is transformed from stories about events to variables that can synthesise their 

critical components.

These approaches suggested by Langley (1999) offer potential to researchers when 

attempting to make sense of the large volumes of raw data that is regularly unearthed 

within process research.
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An overview of these strategies is outlined in table 4.7 below. 

Table 4. 7 Seven Strategies for Sense-Making

S trategy Key Anchor 
Points

Exemplars Fit w ith Process 
D ataC om plexity

Specific Data 
Needs

“Good Theory” 
Dimensions

Form  o f  Sense- 
Making

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 
deV en(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 
are best.

High simplicity, 
potentially high 
generality, modest 
accuracy
(abstraction from 
original data).

Patterns.
mechanisms

Alternate 
templates strategy

Theories

AIIison(1971) 
M arkus(l983) 
Pinfield (1986) 
Collis(1991)

Adaptable to 
various kinds o f 
complexity. 
Different
templates capture 
different elements.

One case is 
enough. Degrees 
o f  freedom come 
frum multiple 
templates.

Each theory can be 
simple and 
general. Together, 
they offer 
accuracy, but 
simplicity and 
generality 
disapp>ear 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. M aybe 
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 
& Cazaie 
(1996) 
Doz(1996)

Can deal with 
eclectic data, but 
needs clear 
temporal
breakpoints to 
defm ephases.

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)
M eyer & 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 
generaltheories.

Prediction

Source: Adapted from Langley, (1999)

Within both case and process approaches it is necessary now to decide what 

investigative approach to adopt in order to answer the research question. The next 

section will explore this.

4.7 Choosing an Investigative Approach

Pettigrew (1992), attempts to shape an understanding of one of the most important 

themes in the study of process. He considers event sequences as useful for clarifying 

issues in any process analysis, but argues that the imderlying mechanisms which shape 

those events must equally be regarded as important. The purpose of process analysis 

is not just to describe the sequence or tell the story, but also to identify patterns in the 

process that occur, often across several carefully chosen cases. Shifting contexts mean
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that social processes are inherently discontinuous, open ended and full o f surprises. 

Therefore it is important to recognise the inherent patterns that are presented. 

Armenakis and Bedeian (1999) suggest that within an organisational change context, 

process issues address actions undertaken during the enactment o f the change, both 

within the internal and external change environments and also at the individual level.

Armenakis and Bedeian (1999) fiarther suggest that organisational change as a process 

can be conceptualised into a cognitive model somewhat similar to that proposed by 

Isabella’s (1990) study on employee behaviour. Isabella’s model is considered helpful 

in understanding resistance to change because as Armenakis and Bedeian (1999) 

fijrther argue “ it not only identifies the construed reality characteristic o f each 

interpretive stage, but also describes the processes that impel change targets between 

stages as change occwr5”( 1999:303). A closely related model has been proposed by 

Jaffe, Scott and Tobe (1994) involving four stages which explains how people 

construe events as organisational change unfolds. These models all incorporate some 

elements o f on-going change process. Armenakis and Bedeian (1999) fiirther argue 

that the process used to plan and enact organisational change is equally as important as 

the prevailing content and contextual factors. Organisational change processes 

typically occur in multiple stages and generally unfold over distinct periods o f time. 

Process models o f change such as Kotter (1995), Judson (1991) Galpin (1996) in 

general offer significant and valuable information relative to employee reactions to 

large scale change interventions. Kotter (1995) contends that one o f the most 

important lessons to be learned from successful change initiatives is that 

organisational change processes undergo a series o f phases that usually require 

considerable lengths o f time. Bumes (2000: 23) in discussing the phases o f planned 

change argues that “/« order to understand a planned change, it is not sufficient merely to 

understand the processes which bring about change, there must also be an appreciation o f  

the states that an organisation must pass through in order to move from an unsatisfactory 

present state to a more desired future state''.

When conducting research within the social sciences, several methods can be used. It 

should be remembered that much depends on the prevailing conditions, questions, 

h)qDotheses and expected outcomes that are associated with the research. Therefore 

some methods might be more appropriate than others. These are outlined below.

Questionnaire-based surveys: This is a popular approach used in management 

research (Ticehurst and Veal 2000). The objective involves establishing the 

respondents’ opinions about their behaviour, attitudes, thoughts or intentions through a
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survey instrument. Subsequently statistical analysis o f the data is required to extract 

useful information (Lucas, 1991). It is considered particularly helpful to sample a 

relatively large number o f people to obtain data and insights on the same issues. This 

can be achieved by presenting the same questions to all respondents (Jankowicz, 2000). 

The major criticism of this methodology is that it is consider difficulty to develop 

valid theory with it (Lucas, 1991). Questionnaire-based surveys are recommended to 

be used when quantified information is required concerning a specific population 

(Ticehurst and Veal, 2000).

When comparing this method with case studies consideration is necessary under 

different research conditions. Case studies focus on a sample o f a small number of 

cases, while questionnaire-based surveys are applied to very large samples, where the 

amount o f data collected can be relatively minor. Some authors (Attewell and Rule 

1991; Gable 1994) highlight the value o f combining case studies and surv’eys during 

data collection processes, stating that each can be incomplete without the other since 

many o f the strengths of one method compensate for weaknesses o f the other.

Action Research: Action research entails a particular framework within which the 

relationship between researcher and subject occurs (Bryman 1989). The investigator 

virtually becomes part o f the arena or organisation being studied with the intent of 

solving organisational problems. It has two main objectives: to solve a problem for a 

client and to contribute to science, while learning and developing competencies 

(Gummesson 1991). Instead o f being an independent observer, the researcher becomes 

a participant, and the process o f change becomes the subject o f the research (Benbasat, 

Goldstein et al. 1987). A weakness with this method is the potential lack of objectivity 

stemming from the researcher’s ambition in effecting a successful outcome for the 

client organisation. Furthermore, generalisations to other situations where the 

intervention technique is applied by people less knowledgeable than the researcher 

may be difficult. Most action research is based on case study investigations (Bryman 

1989); nevertheless, in case studies, the clear objective is the conduct o f research, 

where research questions are specified prior to the study by the researchers rather than 

by participants (Benbasat, Goldstein et al. 1987).

Grounded Theory: Grounded theory is concerned with theory generation fi'om data, 

grounding theories and models in empirical observations rather than being governed 

by traditional methodologies and theories (Ticehurst and Veal 2000). It is ‘‘an inductive 

theory discovery methodology that allows the researcher to develop a theoretical account 

o f the general features o f  the topic while simultaneously grounding the account in
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empirical observable data", (Martin and Turner, 1986:141). Without any pre-formed 

notions in mind or theory, the researcher approaches data, seeking to uncover patterns 

and contradictions through intuition and feelings. It emphasizes both the emergence of 

theoretical categories solely from evidence and provides an incremental approach to 

case selection and data gathering (Eisenhardt 1989). Some weaknesses include the 

difficulty of dealing with considerable amounts of data and the problem of 

generalisability of findings (Hussey and Hussey 1997). In contrast with case studies, 

grounded theory is mostly interested in theory-building, not theory testing (Yin 1993), 

and it is particularly strong in evaluations when no prior theory appears relevant or is 

explicable.

Observations: This method is capable of presenting a perspective on a situation that is 

not apparent to the individuals involved (Ticehurst and Veal 2000). Its main advantage 

is that observations are unobtrusive (gathering information about people’s behaviour 

without their explicit knowledge). Therefore, this technique is appropriate when 

knowledge of the presence of the researcher may lead to an unwanted modification of 

subjects’ behaviour. Observations can be a data collection method in case study 

research (Hussey and Hussey 1997); nevertheless, more rich hsights are generated 

when they are combined with other methods during case development (Bryman 1989). 

Classical examples of observational research include examples such as the 

“Hawthorne study” at the General Electric Plan, Illinois which observed the 

organisational behaviour of individuals in work situations when subjected to intense 

management scrutiny (Adair, 1984).

Experiments: These are associated with natural science work in laboratories although 

it is possible for some experiments to be conducted in the social world (Ticehurst and 

Veal, 2000). In essence, the researcher controls all relevant variables in the experiment 

(independent variables) while measuring effects on subjects (dependent variables). 

They have to be sufficiently familiar with the situation under study and the events 

involved, while identifying variables that impact on each other (Jankowicz 2000). 

Contrary to experiments, case study researchers may have less a priori knowledge of 

what the variables of interest will be and how they will be measured (Benbasat, 

Goldstein et al. 1987). Sometimes experiments are not totally suitable for answering 

research questions where past processes are being investigated and laboratory settings 

are unable to reflect a real-life environment (Hussey and Hussey 1997)

Having considered the above approaches and being cognisant of the advantages and 

weaknesses outlined earlier regarding process and case study approaches it was

138



considered that a single case study with an embedded process focus was worthy of 

consideration. The next section will explore the validity of this assumption.

4.8 Rationale for a single case study

Having acquired an understanding o f both case study and process research and 

considered their strengths and weaknesses, the next section will explore the rationale 

for a single case study. This is the unit o f analysis considered most suitable for this 

research. Single cases are useful in specific instances (Yin 1989) especially when 

conducting a revelatory case, or a critical case that tests a well formulated theory, or 

else when approaching an extreme or unique case. When working with these types of 

design, the case selected must be significant, complete (at least, a sense o f 

completeness), must consider alternative perspectives, must display sufficient 

evidence and must be composed in a engaging manner (Yin 1994).

A single case study might be the only feasible option for research if  resources or 

opportunities preclude a wider study. Therefore, if there is a well-formulated theory 

and the major research issues are clearly defined, it may be possible to select a critical 

case which addresses those issues (Scapens 1990). A difficulty of using only one case 

is identifying what is unique to that organisation from what is common to other 

organisations (Hartley 1994). Nevertheless, adding a second case may strengthen the 

research.

The single case type o f design is criticised most often, as it forfeits the opportunity of 

cross-case pattern analysis that is generally considered advantageous for theory 

generation (Eisenhardt 1989), as well as theoretical generalisation (Yin 1994).

Multiple case studies can surmount these drawbacks (Larsson 1993) although they may 

occupy more resources and require considerably more intensive research. The major 

strength o f multiple case studies is that they allow cross-case analysis and also for 

richer theory building (Benbasat, Goldstein et al. 1987; Rose 1991; Perry 1998). This 

type o f design strengthens the results by replicating pattern matching, thus increasing 

confidence in the robustness of theory (Naumes and Naumes 1999; Amaratunga and 

Baldry 2001). The cases should be careflxlly selected so that they either produce similar 

results (literal replication) or produce contrasting results with predictable reasons 

(theoretical replication). Consequently, when analysing data, researchers need to be 

sure that causal patterns are consistent throughout all cases.
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Multiple case designs are desirable when the research intent is descriptive, theory 

building or theory testing (Benbasat, Goldstein et al. 1987). They are especially 

appropriate when the same phenomenon b thought to exist in a variety of situations, 

but the collection of several case studies on the same topic is intended to be the basis 

for replicating or confirming the results (Yin 1981). Its objective is to compare or 

replicate organisations studied with each other in a systematic way while exploring 

research issues (Rowley 2002). Nevertheless, similar cases might be selected to 

replicate theoretical explanations and dissimilar cases can be chosen to extend theory 

to a wider set of circumstances (Scapens 1990).

Once the research question is established, it then becomes necessary to determine the 

type of case to which certain variables or phenomena under investigation refer to. It 

must also be decided if it is going to be a single or a multiple case study and how 

many cases should be included in the investigation. Relative to case study design, Yin 

(1994) distinguishes two main types (table 4.8): single and multiple case studies which 

can be subdivided into either holistic (single unit of analysis) or embedded (multiple 

units of analysis). The matrix assumes that single and multiple case studies reflect 

different design situations and that, within these two types, there are also unitary or 

multiple units of analysis (Yin 1989).

Single case designs M ultiple case designs

Holistic (single unit o f 
analysis) Type 1 Type 3

Embedded (multiple units 
o f analysis)

Type 2 Type 4

Table 4. 8 Case study designs (Yin 1994)

The unit of analysis is the specific event, place, activity, process, relationship or 

person where or with whom the research will be conducted. It is the location where 

detailed information will be collected and analysed in order to obtain in-depth 

knowledge and insights concerning the subject (Hussey and Hussey 1997). 

Additionally, it will identify appropriate sources of evidence (Rowley 2002), related to 

the way initial research questions were defined (Yin 1994). Research questions 

although difficult to identify can often indicate the appropriate unit of analysis 

(Benbasat, Goldstein et al. 1987).

The unit of analysis can be divided into two categories; holistic and embedded

(Rowley 2002). Holistic units of analysis examine the case as one unit. It can be argued

that these can be unconvincing, fmdings can lack generalisability, and changes can
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miss the appropriateness o f the original research design (Otley and Berry 1994). 

Embedded designs identify a number o f subunits, each o f which should be explored 

individually. However, a problem with this type o f design is that sometimes it makes 

the subunits the sole focus o f the study and ignores the context i.e. the characteristics 

o f the organisation as a whole (Yin 1994).

4.8.1 Towards A Methodology

Shaw and Jarvenpaa, (1997:89) argued that “Unless you look at the process, it is 

impossible to untangle the events or history that altered the trajectory, that led to the 

outcome you’re studying”. They argue that a generic model o f process research 

involves four principles; (1) research question; (2) model building; (3) validation of 

the model and (4) report writing.

The Research Question: Process researchers interviewed by Shaw and Jarvenpaa 

(1997) broadly agreed that any area o f research is suitable for process research. 

wouldn’t rule out any area o f  research. The process approach has good scope and it 

would work with something that involves decision making" (Shaw and Jarvenpaa, 1997: 

83).

Model Building: Inductive and deductive methods are feasible when studying process 

or hybrid models. Most process research follows what Miles and Huberman (1984) 

calls the conceptualist approach, in which the researcher develops a model deductively 

based on the extant literature and then attempts to confirm and refine the model based 

on data from the field. The value of the conceptualists approach is recognised by 

experienced researchers which can be capsulated in the statement “ i f  you don’t 

understand the real world process, you wont know what data to collect and you wont know 

what to do with the data" (Shaw and Jarvenpaa, 1997:83).

Validation of the Model: There is no set criteria concerning the type of data required 

and both qualitative and quantative data can be used in validating the model. Similarly 

process models can be built and tested with either qualitative or quantitative data. 

Reconstructing quantitative longitudinal data (referred to as process mapping) can also 

provide the researcher with a better understanding o f what’s occurring over time. 

There are some disadvantages in validating the model and these include risks 

concerning data collection. Obtaining access to longitudinal data can be a significant 

challenge and it may often take quite a long time to collect the appropriate data. This 

can be a significant disincentive for junior researchers eager to make progress or 

someone who is constrained by funding or time restrictions. Process research can 

involve a wide range of methods and mainly depends on the research question and the 

selection o f the appropriate method from a wide variety o f choices. Process research is
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often considered risky for many of the same reason that pertains to case studies. The 

issue has more to do with data interpretation than with process. Within research there 

is a regularly recurring bias towards quantative research which translates in to the 

reality that process studies take more time. On this account researchers will need to be 

able to maintain very good records and in effect will certainly need to be able to 

explain the methods used.

Report Writing: there does not appear to be any consensus on the format or structure 

of a process research chapter. However it appears from some commentators that the 

researcher must be proficient at English, the Arts or philosophy. It appears that 

generally people have not been trained to look at process and therefore researchers 

will almost need to educate reviewers in the course of their written reports. People 

generally have trouble understanding processes, not realising that process is not the 

same as giving out questionnaires. Process involves finding out how one gets fi'om 

there to here e.g. x - y = z.

The writing up of the research chapter is also significant in case study and is 

considered one of the most labour intensive stages of the overall process. Yin (1994) 

recommends that draft sections of the case study should be regularly written up during 

the analysis phase rather than waiting imtil the end of the process. The results should 

resemble a story that unfolds before the reader (Remenyi, 2002). Since some events 

occur as theoretical conjectures, the researcher has to demonstrate through the story 

telling how the conjecture is correct and has occurred in real life.

The typical case study report is a complex and lengthy narrative; however this can be 

enhanced by supplementing the story with a series of answers to open-ended 

questions. Similarly, where cross-case analysis is the major research objective instead 

of a single case report, the outcome can consist of brief summaries of individual cases, 

followed by cross-case analysis (Yin 1981). There are several approaches which can 

be used to communicate the wealth of information and understanding acquired such 

as; descriptive (Bryman 1989; Yin 1989); combined analysis and portrayal (Bryman 

1989); a researcher’s view of coming to know the case (Stake 1995); or theoretical 

propositions (Yin 1989).

Additionally, some compositional structures according to Yin (1994) can include 

linear-analytic, comparative, chronological, theory building, suspense and 

subsequence approaches.

142



Benbasat, et al, (1987) offer certain recommendations for the presentation of the case: 

the contextual and data richness of the study should be presented with a clear chain of 

evidence. The researcher’s confirmation of cause and effect relationships and 

hypotheses should be clearly stated and the researcher must be able to defend the 

stance adopted. Finally, the research should move from objectives and questions, to 

assumptions and design choices with specific data and evidence presented relating to 

results and conclusions. Yin (1994) further suggests that five inherent characteristics 

are required to create an exemplary case study. These include (1) the case must be 

significant; (2) it must be complete; (3) it should consider alternative perspectives; (4) 

it should display sufficient evidence; and finally (5) it must be composed in an 

engaging manner.

The review of process oriented studies undertaken by Shaw and Jarvenpaa (1997) 

suggest that w'itbiin broad research issues a number of models and methods may be 

complementary. Sabherwal and Robey (1995) also demonstrated this, when they used 

both process and variance models combined to study IT development. This area is 

particularly important for qualitative IT researchers to understand as the structure of 

process and variance models because qualitative research is ultimately concerned with 

process. This contention is strongly supported by Dey (1993) who suggets that 

qualitative researchers are more interested in process than in outcomes or products. 

Others such as Orlinkowski and Baroudi (1991) consider qualitative research methods 

appropriate for studying process, and Strauss and Corbin (1990) in their work on 

grounded theory established the relationship between process and grounded theory. 

All these qualitative scholars agree that process is integral to qualitative research.

Case study research is a well-built and mature research technique that is considered to 

have many strengths such as its novelty, testability and empirical validity (Eisenhardt 

1989). The main advantages of this method are the richness of the detailed 

understanding of reality that can be uncovered (Amaratunga and Baldry 2001). Another 

is the manner in which case study can be used to investigate an actual situation in a 

realistic setting, allowing a researcher to determine not only what has happened, but 

also why it happened (Naumes and Naumes 1999).

Case studies regularly unearth new issues, insights and directions which can serve as a 

basis for further research. Also, the findings of case study research are generally 

widely accepted within practice and industry therefore the case study approach can 

assist in resolving differences in emphasis between academia and practice. 

Furthermore, case study comprise multiple sources of information and materials, and
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the use of interviews allows the researcher to gain rich insights into issues which are 

normally not considered suitable for questionnaires (Simon et al. 1994). Other 

advantages include its replication logic such as coding schemes and reports which 

allow other researchers to replicate these investigations. The inclusion of different 

time periods into the study enables the analysis of patterns of complex phenomena 

over time and reduces traditional research gaps, such as those identified between 

quantitative and qualitative methods and positive and phenomenological approaches 

(Larsson 1993). Therefore when researching a modem occurrence that is not supported 

by a strong theoretical base in a real life setting, a case study can provide significant 

opportunities for rich insights over long periods of time. However researchers must be 

conscious that certain weaknesses and limitations exist within the case study approach 

that merit consideration.

Limitations of Case and Process

Kerlinger (1986) suggests that the three major weaknesses within qualitative research 

are the general inabihty to manipulate independent variables, the risk of improper 

interpretation and the lack of power to randomise. Authors such as Lee (1999) in 

response, argue that studying people and their institutions call for methods altogether 

foreign to those prevailing within the natural sciences. Therefore, although many 

advantages exist, some criticisms are also prevalent within the case study method that 

require consideration (Smith 1990). Simon et al., (1994) argue that anecdotal evidence 

can be presented with too much regularity within case studies. Eisenhardt (1989) and 

Gummesson (1991) fiirther contend that theory generated within case studies can lack 

the simplicity of the overall perspective. Simon et al., (1994) further suggest that the 

evidence captured in case studies often only refers to a particular epoch. The cost in 

time and effort of conducting case studies is a major consideration mentioned by 

Naumes and Naumes (1999), while Bryman (1989) and Gummesson (1991) again 

question the ability of case study methods to generate generalisations. Other 

limitations to consider are issues of difficulties with combing the case study method 

with other methods (Jankowitz, 2000). Similarly Naumes and Naumes (1999) and 

Amaratunga and Baldry (2001) raise concerns over controllability and deductibility; 

rigour and researcher bias and the fact that case studies generally portray positive 

findings (Simon et al., 1994).

One of the most common limitations of case studies involves perceptions concerning 

its external validity i.e. generalisability and its lack of statistical weight (Bryman 1989; 

Gummesson 1991; MacNealy 1997; Naumes and Naumes 1999). It can sometimes be
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difficult to measure (Berger 1983) and its results may not be generalisable since only a 

small number which may not be representative of the host organisation’s population 

may have been used while undertaking the research (Stake 1995). Theory is 

analytically, not statistically generalised (Yin 1989). In the former, the objective is to 

generalise a particular set of results to a broader theory, and previously developed 

theory is used as a template against which to compare the empirical results of the case 

study. Each case should be viewed as an experiment, not as a case within an 

experiment (Rowley 2002). Therefore, if two or more cases are shown to support the 

same theory, replication may be claimed and evidence to support this theory 

presented. However according to Firestone (1993), this does not necessarily prove the 

theory conclusively. The aim of case studies cannot be to infer global findings from a 

sample to a population, but rather to understand and articulate patterns and linkages of 

theoretical importance (Amaratunga and Baldry 2001). The real business of case study 

is particularisation, not generalisation. Other weaknesses identified within case studies 

include the fact that the research can be time consuming; access to suitable 

organisations can be problematic and there can be difficulties in defining the 

boundaries of the study together with the possibility that problems and issues will 

arise within the research site that may influence or interrupt the research.

Some of these limitations such as the cost of time and research resources are 

unavoidable and are an inherent part of the research process. However the researcher 

must guard against other limitations such as s generalisability and anecdotal evidence 

rather than empirical facts. While the data collection may be conducted in a particular 

moment in the life of the organisation, its design must not only capture the backgroimd 

to the unit of analysis, but also to predict fiiture events. The documentary evidence 

accessed and utilised may provide significant insights into events in the organisation 

life during the period under investigation the researcher must interpret these facts and 

at the same time guard against any biases throughout the interviews and writing up 

process. The researcher must at all times particularly and robustly ensure the existence 

of an ethical relationship between him/herself and the subject matter of the research.

4.9 Prior experience of the investigator in the field

Case study research is about skills. Novice investigators are especially likely to have a 

difficult experience (Yin 1994); however, the process can be eased as more research 

cases are developed.
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The researcher in this case has a strong investigative background in policing and 

criminal justice matters. He has significant change management and operations 

experience in a large public sector organisation in Ireland. He has experience in the 

development; oversight and implementation o f organisational change strategy at 

national level through his membership o f An Garda Si'ochana.

The investigator is an employee o f An Garda Siochana for thirty years. He was 

assigned to the Change Management Division o f An Garda Si'ochana from 1999 until 

February to 2004; thereafter he assumed the position o f lead business analyst for the 

garda organisation. He was the Head o f the Change Management Division in An 

Garda Siochana where his responsibilities included the design o f the “Change and 

Modernisation Programme” following The Morris Tribunal o f Inquiry^^ and its 

implementation throughout the organisation. He manages several large-scale change 

projects including the latest update o f PULSE^'*; the CJIPP Projecf^; the Garda 

Boundaries Project® and the Strategic Imperatives Programme^^ as set out in the 

Garda Siochana Corporate Plan 2007-2009. He also designed and managed the Garda 

Training and Development Review^* which is a major review of all garda training 

designed to ensure that it meets best comparable international standards. This report is 

awaiting publication. He is a member o f the PULSE Project Directorate and the 

ICTEX Committee for the orgainsation. He is currently Director o f Training and 

Development for the An Garda Si'ochana.

The investigator previously undertook substantial research into the “The 

Civilianisation Process within Police Organisations”.

The researcher’s background in the public service was useful in obtaining access to the 

case organisation; associated partner organisations and data sources. His knowledge of 

procedures and constraints was useful in enabling him to become grounded in the case 

and establishing a rapport with informants. Research into process models in

The Morris Tribunal o f  Inquiry was a tribunal established to investigate allegations o f  corrupiion and malpractice among 

certain members o f  An Garda Siochana in the Donegal Division,

PULSE is the acronym for Police Using Leading Systems and is the Garda S io c h ^ a  computer system 

CJIPP is the Criminal Justice Integration Project between the Courts Service and An Garda S ioch^a . It involved the 

REACH Agency until REACH was dissolved in April 2008.

The Garda Boundary Project involves the realignment o f Divisions with their respective county boundaries and requires the 

creation o f  10 new divisions.

The Strategic Imperative Programme is the implementation o f  An Garda Siochana’s change and modernisation programme 

initiated in response to perceived organisational weaknesses following the findings o f a number o f  Tribunals o f  Inquiry (Morris 

Tribunal o f  Inquiry; Abbeylara Tribunal o f Inquir>'; Birmingham Inquiry).

The Garda Training and Development Review is a significant review o f  all training in An Garda S io c h ^ a  due for 

completion in November 2008.
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organisational change has shown that, in conducting a process investigation, it is 

important that the investigator understands the real world process so that he will know 

what data is relevant and how to use it (Shaw and Jarvenpaa 1997).

4.10 Conclusion

The objective o f this chapter was to review the nature o f empirical inquiry. The 

chapter commenced with a broad review of the ontological and epistemological 

elements that influence a researcher’s approach to inquiry. The chapter outlined the 

differences between interpretivism and positivism and presented the evidence for 

making a choice o f the relevant paradigm. As the research is exploratory in nature an 

interpretivist approach was adopted for the research.

A case study research method using a process inquiry approach was considered a 

reliable method for the inquiry. Case study requires several conditions to be present in 

order to be particularly successful however its success mainly depends in the 

investigators ability to do a good job (Yin 1994).

Therefore when researching a modem phenomenon that is not supported by a strong 

theoretical base in a real life setting, a case study using a process approach can provide 

significant opportunities for rich insights over long periods o f time. Chapter five will 

now illustrate how this investigation was carried out in practice.
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Chapter 5



Chapter 5 -  The Inquiry in Practice

5.1 Introduction

The objective of this chapter is to describe how the investigation was conducted in 

practice. The preceding chapter has articulated the rationale for adopting a case study 

method with an embedded longitudinal, process-oriented approach to researching the 

dynamics of collaboration in IT-enabled change within a single case setting. The task 

now is to illustrate the steps taken in identifying the site for inquiry, the selection of 

informants for interview, and the collection and analysis techniques deployed to 

generate theory.

Figure 5.1 below outlines the organisation and structure of the chapter as follows: 

Section two explains why the research topic emerged. Section three and four explain 

what the study did in collecting the data. This includes the literature consulted and 

reviewed; the organisation selected and then the field data. Section five explains where 

the data was filed, ordered and coded. Section six then goes on to explain how the data 

was analysed using techniques recommended for process research methods (Poole et 

al, 2000). Section seven reflects on the process and considers the compromises 

between the emergent theory and the extant literature. This in fact strengthens both the 

literature and the emergent theory.

How?

Data Analysis

5.6

Why?

•  The Research Design.
•  W hy the topic

emerged.

5.2
Where?

Data Ordering

5.5

So W hat?
• Conclusion

What?

Data Collection

5.7

5 .3 -5 .4

Figure 5.1 Organisation and Structure of Chapter 5.
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5.2 Research Design Phase

A review o f methods o f inquiry has provided compelling evidence in favour o f setting 

the investigation in a case study context.

When commencing a case study it is initially necessary for the investigator to identify 

what broad area the research will be conducted in. As stated in chapter four the 

investigator is a full-time professional policeman with thirty years experiences of 

working in the public service in Ireland. During this time he has been engaged at 

management level in several major IT projects in An Garda Siochana and within the 

Criminal Justice sector.

His background knowledge influenced him to consider the public sector as distinct 

from the private sector as an appropriate area to identify suitable candidate sites. This 

was also influenced by the fact that reform of the public sector has been on the 

government agenda for quite some time, underpinned by commitments to the 

“Strategic Management Initiative” (SMI) in 1994 and the programme for government 

“Delivering Better Government” in 1996. The belief implicit in both o f the above 

programmes, that IT can be a significant positive enabler for change throughout the 

public service, was further strengthened by the Riga Declaration^^ of 2006 which 

noted the contribution of IT to growth, business and modernisation (Draft Report on 

the Knowledge Society 2007-2009). The investigator was also aware from the 

literature review and his own personal experiences, that many IT projects 

underachieve on their promise (McDonagh and Coghlan, 2006; Shpilberg et al. 2007). 

Consequently the investigator initially sought insights in this aspect of IT-enabled 

change, with a particular focus on the public service.

Thereafter the first steps in the research involved a preliminary review of the literature 

around IT projects in the public sector. This identified many instances o f IT 

underachievement and led the investigator to pursue evidence that was suggesting 

human elements were a major factor in these failures. This was reinforced by his own 

professional work at that time within the “Change Management Department” o f An

The Riga Declaration, June, 2006 

2006.http://europa.eu.int/informationsociety/policy/accessability/eincl/policy/2006- 

riga/indexen.hmt.
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Garda Si'ochana where he was directly responsible for implementing organisational 

wide transformation associated with the introduction of the garda computer system 

PULSE^°. This subsequently caused him to refocus his attention towards the dynamics 

of collaboration in IT-enabled change.

The approach adopted for the investigation is set out in detail in the ensuing sections. 

This approach can be summarised in the following sequence of events and each of 

these elements are elaborated in detail in the following sections.

Identify suitable pilot site: As the investigator had worked on the PULSE computer 

system, this was considered a suitable site to hone the research question and approach. 

Obtaining access to pilot site: A formal written approach was then made to the 

selected pilot case study site (Appendix 5.1).

Agreement to proceed An approach to the conduct of the pilot case study was agreed 

(Appendix 5.2).

The pilot: The pilot case was conducted and reviewed (Appendix 5.3).

Candidate sites for case study: As the study is grounded in the public sector in Ireland, 

this sector was principally analysed to identify suitable sites to conduct the research in. 

Selection: Selection criteria was set down to identify candidate case sites A decision 

was made to concentrate on one particular case (see Section 5.2.1 and Appendix 5.4) 

Application: A formal written approach was made to the Department of Social and 

Family Affairs concerning accessibility to the chosen case study site (Appendix 5.5) 

Approach: A formal written approach was then made to the selected case study site- 

The REACH Agency (Appendix 5.5(a))

Agreement: An approach to the conduct of the case study was agreed 

Authentication: The case study narrative was authenticated by the participating 

organisation

Analysis: Within case level analysis was carried out on the case study narrative 

Coding: Narrative and documentary data was coded for data reduction and analysis 

Data Reduction: Additional data reduction took place to provide insights into 

collaboration in IT-enabled change 

Write Up:

PULSE is the acronym for Police Using Leading Systems Effectively. It was the title given to the 

enterprise wide computer system designed for An Garda Siochana. By labelling the new system in 

this fashion it followed a strategy recommended by Wilson (1992) who commented on the value of 

language, symbols and titles in gaining acceptance and overcoming resistance to organisational 

change
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The investigation was conducted in a structured manner and in accordance with the 

norms o f the wider academic community of inductive research. The next sections will 

outline in detail the investigative approach adopted for each o f the areas identified as 

important above.

5.2.1 Pilot Study

The first step involved conducting a pilot study. The decision to conduct a pilot case 

study before embarking on the subsequent case meant that a defined approach to the 

case was established from the beginning. Within case study research, pilot studies are 

considered important as they are the fmal preparation for data collection and an 

integral part for developing the interview protocol (Yin 1994). They can be used to 

reveal inadequacies in the initial proposal, so the investigator has the opportunity to 

modify designs (Yin 1989). The case study site location can be influenced by a 

number of factors such as convenience, access and geographic proximity (Yin, 1994) 

and this was a significant consideration for the researcher in choosing the pilot site. 

Together with the literature review, it is deemed the necessary first step in the theory- 

building process o f case study research (Perry 1998).

The pilot site chosen was the Garda Information Systems site, ‘PULSE’ within An 

Garda Sfochana^' utilising, Yin’s (1994) selection criteria. Access to the pilot site was 

granted by the Garda Si'ochana Deputy Commissioner with responsibility for 

“Strategic Resource Management” which included IT & Telecommunications at that 

time (See Appendix 5.1 & 5.2). This pilot was conducted in the period January 2006 - 

July 2006. The protocol used (Gable, 1994) involved an overview o f the PULSE 

project, semi-structured interviews with several o f the key stakeholders, top 

management ranks at Deputy and Assistant Commissioner levels, together with 

interviews with IT management both Garda and civilian including the Head of IT, 

Head o f IT Planning and the former head of the organisational change unit. An 

overview of the pilot protocol approach is attached at appendix 5.3.

Initially the investigator reviewed the primary and secondary evidence material e.g. 

the project initiation documentation (PIDs); the strategic change management plan, 

project implementation plans and training plans. The investigator, was aware o f much 

o f the high-level approaches from his own work in the area; however the detailed 

interviews and discussions were revelatory and indicated a tacit awareness o f the value 

o f collaboration across the various stakeholder levels.

A n G arda Siochana the national police force o f  Republic o f  Ireland.
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This was subliminally evident in the contract documentation but was cloaked in terms 

o f co-operation and partnership approaches to the various project phases. Stakeholders 

had no prior recollection of the term collaboration ever having been explicitedly used 

nor was any reference to it located within the project initiation documentation (PIDs), 

or in the change management strategic change plan. However it was evident that the 

external contractors (Accenture -  then know as Anderson Consulting) were conscious 

of the value of the concept as they sought and were granted a dedicated unit of Garda 

personnel to manage the IT-enabled change process. This in fact was included in the 

contract for the building of the “Pulse” system (Nolan,2000).

The investigation clearly indicated that there was a lack of understanding of the 

benefits of defmed collaborative arrangements among the diverse stakeholders and 

this was evidenced later in the full case study. There was consistent evidence within 

Project Directorate^^ (PD) minutes and memos of protectionism within individual 

areas of responsibility; varying dimensions of trust; indeed lack of trust; an absence of 

synergy and a lack of collaborative experience.

The result provided a good insight into the approach to adopt in seeking longitudinal 

evidence of collaboration in the identified case and was pursued in the data gathering 

phase of the research. The approach subsequently adopted in the case study was to 

avoid overt or explicit mention of collaboration as a central concern but to introduce 

questions or clarifications around issues that suggested the requirement for a 

collaborative approach. This proved successful and allowed respondents to raise issues 

of collaboration without prompting.

5.2.2 Identifying candidate case organisations

The next step in the investigation involved identifying a suitable case organisation to 

host the research and thereafter establishing contact with it. This is paramount in any 

research. This appears to be a relatively straight forward undertaking however, without 

appropriate planning some organisations can limit access or even deny entry to 

particularly useful sites of inquiry. Firstly, it is crucial to determine whom to contact 

and at what level within the host organisation as eventually, the acquiesce of the 

individual with enough authority to approve the research will be required (Benbasat,

The Project Directorate was the project management team that included the head o f  Garda IT, head o f the organisational 

change unit, head o f IT Planning and the leading external contracted consultant.
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Goldstein et al. 1987). This is achievable in two ways: the first is to be introduced 

through a third party with contacts inside the organisation. The second is to conduct a 

broad-ranging interview with senior managers aid explore issues required for the 

research (Hartley 1994). Alternatively the researcher could seek assurances that 

essential data will be made available (Benbasat, Goldstein et al. 1987). Yin (1994) 

suggests that the researcher can forward a copy of the research protocol along with a 

letter o f introduction to the relevant gatekeeper o f the appropriate information. A brief 

summary o f the research proposal, a biography o f the researcher and a description of 

what benefits the host organisation is likely to gain from participating in the research 

is recommended (see Appendix 5.4). Additionally, from the beginning it should be 

outlined as clearly as possible the time commitment, effort and people involvement 

required from the host organisation. In case study, Yin (1989; 1993) suggests a number 

o f issues that should be addressed before requesting access such as; how is the 

researcher’s case defined; is it a single - or multiple-case study; if  multiple, should it be 

done sequentially or in parallel; how should the case be bounded with regard to time, 

participants and relevant evidence; what are the objectives to prove, conclude or 

observe; how should it be decided whom to interview and how long should the 

interviews last; what type o f interview instrument, if any, should be used; how should 

the researcher deal with other sources o f evidence; what happens if events change 

drastically during the case; finally, what should be done with research notes and other 

materials when the collection o f evidence concludes?

These points often require clarific ation in order to gain access to the host organisation. 

All o f these issues were considered by the researcher prior to commencement and they 

proved exfremely pertinent throughout the case study.

In this case the researcher was exploring the dynamics o f collaboration in IT-enabled 

change and decided to concentrate on the public sector for reasons of accessibility; 

interest; knowledge and the prolificacy o f IT-enabled change in progress in the public 

sector at the time. In pursuance o f this ambition the researcher sought access to the 

Office o f the Department o f An Taoiseactf ’ which contained the “Information Society 

Policy Unit” which was considered the hub o f IT policy and planning in the public 

service.

Initial contact was secured with the head o f this action via a letter o f introduction 

from the researcher’s academic supervisor to elicit support for the research and also to

Department o f  An Taoiseach is the Department o f  the Prime Minister o f  Ireland
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obtain crucial current information on public sector transformation initiatives (See 

Appendix 5.4). The initial meeting was held in March 2006. This was facilitated via 

Trinity College Dublin by way of personal introduction to the most senior official in 

the Information Society Policy Unit, Department of An Taoiseach. This accords with 

Hartley’s (1994) recommendation regarding access. In Ireland, the office of An 

Taoiseach is the government department charged with ensuring the implementation of 

the State’s responsibilities regarding the e-Europe initiatives of 2001 and 2005 

associated with the development of eGovemment (C&AG, 2007). The policy unit of 

this department was the lead section in defming strategy and policy in this regard^ 

At this meeting the purpose of the research was explained and many of Yin’s (1989; 

1993) criteria as outlined above were discussed in this interview. The researcher 

explained that he was considering conducting three individual case studies within the 

public sector: (1) The REACH Agency; (2) The Revenue on Line (ROS) system and 

(3) The Irish League of Credit Unions whose information system had collapsed in 

ignominy (Skelly, 2001).

Following the discussion at the Department of An Taoiseach it was apparent that the 

Public Service Broker (PSB) was a most suitable site for a single case study as the 

information required from the multiple studies were all contained within this single 

setting. The investigator was aware from the prior literature review that the Revenue 

system had used the PSB and also other government departments including D.S.F.A; 

Department of Agriculture; Office of the Registrar General; Donegal County Council 

and the D.J.E.L.R.

The meetings with the Department of An Taoiseach promised access to these sites and 

promoted the value of the research initiative and ensured that the work was supported. 

The PSB was identified as one of the Governments flagship sites for eGovemment in 

Ireland. This proved significantly interesting as the prior research literature review 

had indicated that there were on-going concerns in a number of Departments at the 

rate of progress of the PSB and the wider eGovemment agenda. These issues 

repeatedly surfaced during discussions. Indeed several reviews of the REACH agency 

had been or were proposed to be conducted (Department of Finance Review^ Report 

on Modernising Public Service Delivery 2004^^; Comptroller and Auditor General, 

2007” ; OECD 2008^*).

'New Connections: A Strategy to Realise the Potential o f  the Information Society', Information Society Policy Unit, 
Department of the Taoiseach, Dublin, Ireland, March, (2002)

The Department of Finance conducted a review of REACH in 2006 
Modernising Public Service Delivery, (McDonagh, J., 2005).
Comptroller and Auditor General Report, eGovemment, October 2007.
OECD Report 2008
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The lead official within the Department o f An Taoiseach (Information Society Policy 

Unit) agreed to inform the relevant Departments and Agencies that the researcher 

would require access and he wrote a letter o f introduction in this regards (Appendix 

5.5).

5.2.3 Preparation

The next step involved the investigator meeting with senior officials within the 

REACH Agency; this is the agency that had responsibility for building and hosting the 

PSB. The investigator met the Deputy Director o f the REACH Agency initially and 

discussed the purpose o f the research, its scale, scope, the timeframe for completion 

and the type of access required. Later in the research process the investigator 

contacted the Director o f REACH who was most helpful. Again this accords with the 

recommendations o f Yin (1989; 1993). The management within the REACH Agency 

was supportive, helpful and forthcoming with information and material which greatly 

assisted the fieldwork period.

In preparation for the case study the researcher initially conducted a comprehensive 

review of literature pertaining to the REACH Agency and the PSB, including internet, 

web-site and public sector transformation initiatives. The researcher paid significant 

attention to initiatives relating to electronic government (eGovemment) development 

in the public sector as this was a principal consideration for the PSB. The literature 

review confirmed that central government was conscious o f the potential o f IT as a 

transformational factor across the public sector. The literature suggested that 

throughout the developed world, governments face sizeable challenges in providing 

efficient, effective, responsive and participatory government to its citizenry. E- 

Govemment; "the use ( f  information and communication technologies, and particularly 

the internet, as a tool to achieve better govemmenf' has been one such approach adopted 

(OECD 2005:11). Various governments around the world were adopting similar 

tactics to make government easier for the public to access.

The Report o f the Department o f An Taoiseach “New Connections” ®̂, closely 

resembled these commitments and encapsulated the Irish Government's second e- 

Government action plan. This plan had the stated objective o f "having all public 

services that are capable o f  electronic delivery available on-line, through a single point o f 

contact by 2005"' (C&AG Report, 2007:3).
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The Irish government’s commitment to provide as many of these services was 

vahdated in interviews with the principal responsible official within the Department of 

An Taoiseach (Information Society Policy Unit). These interviews revealed that the 

REACH Agency and the concept of the Public Sector Broker (PSB) was the 

mechanism to enable e-govemment in Ireland. The interviews also revealed that the 

PSB was unique to Ireland at that time, and was not copied from anywhere else. 

Indeed many other international government agencies later picked up on the concept. 

It was completely new ground in Ireland in the late 1990s entailing the idea of a data 

vault; transaction monitoring and single point of entry with underpinning security and 

confidentiality features. In May 2000, the Department of An Taoiseach sent a report to 

Government on the proposed concept. At Government level this was accepted and 

approved. This approval ensured that the then recently established REACH Agency 

(1999) could be tasked with building the technical architecture; systems and the 

processes to support the concept of a public services broker (PSB). The Irish 

Government decision of March 2000 enabled the development of the Public Service 

Broker to proceed. This in effect was the start of the Public Services Broker in Ireland 

and consequently was the site chosen for the investigation.

5.2.4 Structuring the investigation

The pilot case study which was conducted in 2006 (Appendix 5.3) suggested minor 

modifications to the approach. The experience of the pilot case assisted the interview 

focus in the subsequent case study and confirmed the viability of the chosen approach. 

The completion of the pilot case took longer than expected because the researcher 

used the experience to ensure that participants were comfortable with the approach 

adopted and to develop his own academic investigative skills. This on occasions 

necessitated several follow-up interviews to vahdate aspects of the approach and to 

confirm findings).

This approach confirmed that interviews would require a time period of approximately 

two to three hours with each participant and that participants were comfortable with 

taped interviews supported by memo taking. Following the conclusion of the pilot it 

was confirmed that a single case would meet the research requirements of this study. 

This had been mooted during discussions with the Department of An Taoiseach. This 

accorded with Gummesson’s (1988) criteria that single case studies can arrive at
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specific conclusions rather than the more general findings associated with multiple 

case study findings.

5.3 Fieldwork

The researcher found that the approach adopted, facilitated in-depth fieldwork such as 

a single case requires using an embedded process approach (Poole 2000). This 

included a significant literature review of relevant material concerning the REACH 

Agency, a significant literature review of literature pertaining to eGovemment; an 

examination of reports from the European Union and the USA on e-Govemment; a 

perusal of REACH Board minutes; project board minutes; project description 

documents; REACH inter-operability guidelines (RIGs); technical architecture 

documents; interview transcription and case writing material. The data sources are 

outlined at Appendix 5.6.

The researcher adopted a serial approach to the case by identifying the significant 

stages of the development of the PSB and concentrating on inter\'iewing the key 

personnel involved (See Appendix 5.9) for details of the personnel; roles and levels of 

involvement. The researcher then identified the key personnel in the partner 

organisations of the REACH Agency. This enabled the construction of the 

longitudinal story of the development of the Public Services Broker (PSB). This also 

facilitated reflection on the value contributions of each participant and organisation 

before proceeding to the next interview. This approach to case study fieldwork has 

been described as one of the advantages of the inductive approach to case study 

research (Eisenhardt, 1989).

Miles and Huberman (1994) contend that there are no generally agreed or accepted 

ethical guidelines used by qualitative researchers. Nevertheless issues of 

confidentiality and ethical considerations were raised early by both the investigator 

and the majority of the top managers interviewed. The investigator gave a verbal 

undertaking to each participant at the outset of the interviews to maintain 

confidentiality and anonyise contributions as far as possible while retaining the 

integrity of the research. This accords with Bryman's (1989) and Scapens (1990) 

recommendations that case organisations should be assured that all records obtained 

will be used specifically for the investigation. Few ethical considerations arose as 

difficulties in the research, as the majority of participants were quite willing to be 

interviewed and the participation of partner organisations with the REACH Agency is
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a matter of public record (C&AG Report, 2007). Special assurance was provided to 

the consulting companies and independent IT contractors who worked on the PSB on 

the grounds of commercial sensitivity.

Thereafter, the research commenced with the PSB which was located at the time in the 

REACH Agency, Department of Social and Family Affairs. This case site was chosen 

for a number of differing reasons as follows

• At the time it was an unproven project albeit a site that was under 

considerable scrutiny and review;

• The PSB could be described as an IT- enabled change project in action;

• It had sizeable potential to offer innovative, cost effective and flexible 

services electronically to the public;

• The potential for insights into the dynamics of collaboration associated with 

IT-enabled change in Irish Public Sector was promising;

• The PSB appeared to be an exciting and potentially hugely significant 

repository of information conceming the dynamics of collaboration in an IT- 

enabled change environment; and

• This offered significant potential for adding to the body of knowledge for both 

practice and academia alike.

The fieldwork commenced with a review of the published literature on the REACH 

Agency and the devebpment of the PSB. This was followed by a review of published 

information on the identified partner organisations and associated IT initiatives that 

they had been commenced with REACH; together with archive material relating to 

each organisation’s association with the PSB. The key informants in each 

organisation and within REACH were then identified and individual interviews were 

arranged after the available documentation had been revie wed. This ensured that the 

researcher approached interviewees with a good knowledge of the individuals’ or 

organisation’s involvement with the PSB at that point in the research. The target 

population included key informants such as assistant secretaries and management 

consultancy executives and these were interviewed early in the data collection process. 

This ensured that the researcher had the top down perspectives and ensured that he 

was as fully informed on the strategic perspective as possible. This was followed by 

interviews with business managers to identify if the business requirements of the 

organisations were considered and being met. This facilitated informed questioning 

when conducting interviews with other respondents such as IT system designers; 

system administrators and operational personnel.
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Table 5.1 below outlines the target departments, agencies and timeframes connected 

with the field work.

Task Location 2006 2007 2008
Pilot Study An Garda Siochana ■
Literature Review ■ ■ ■
Enlisting Support 
for Research

Department o f An 
Taoiseach

■

Access to the PSB REACH Agency ■ ■

Access to Central 
Government

CMOD ■ ■

Access to Partner 
Organisations

Revenue; An Garda 
Siochana; Courts 
Services; DSFA; 
GRO ;DISDP; LGCSB

■
■

Access to 
Consultants

Bearing Point and IT 
Contractors

■

Access to REACH 
Board

REACH Board ■

Table 5 .1  Target departments, agencies and timeframes

The departments and agencies listed in table 5.1 were selected as they each had an 

involvement with the PSB. The Department of An Taoiseach as stated in section 5.2.3 

is the centre of eGovemment and technology strategy making in the State, and 

responsible for setting the strategic direction of IT development at a national level. 

The REACH agency was the government body established in 1999 to lead out the 

implementation o f integrated services across the public service. It also hosted the PSB 

and was responsible for its development and management. CMOD which is located 

within the Department o f Finance is me o f the most influential sections within the 

Public Service and one of its functions includes responsibility for seeking congruency 

and synergy in IT service within the Public Service. The Revenue Commissioners 

were one o f the early adaptors o f the possibilities associated with the PSB and 

implemented the P.A.Y.E^®. project through the PSB. An Garda Sfochana and the 

Courts Service, as part of the Criminal Justice family within the Department o f Justice 

Equality and Law Reform sought to leverage inter-operability across the DJELR 

through the PSB. The DSFA'*' was the parent department o f the REACH Agency and 

ultimately the PSB. The General Register’s Office (GRO) and the Department of 

Agriculture were again early adaptors o f the possibilities offered by the PSB regarding 

data exchanges. Donegal County Coimcil commenced the Donegal Integrated Service 

Delivery Project (DISDP) in partnership with the PSB in 2002. The investigator

The P.A.Y.E, project was the on-line income tax filing system developed by Revenue and hosted 

by the PSB.

DSFA is the Department o f  Social and Family Affairs
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identified key informants in all of these organisations for interviews and insights 

during the course of the research.

A letter was sent by email to each potential interviewes explaining the research and 

proposing a follow up call to respond to any questions and arrange an appointment for 

the interview. A sample of this letter is included at Appendix 5.7 Interviewees were 

informed that the data captured in the interview would be anonymised in the 

subsequent case narrative. Interviews were arranged for the respondents’ place of 

work or at a convenient social setting of their choice. Interviews were generally of 

between two and three hours duration. Interviews were recorded electronically with 

agreement and contemporaneous written notes were also simultaneously recorded. 

The electronically recorded notes were subsequently transcribed and compared with 

the manually recorded notes for validation and accuracy. This accords with Miles’s 

(1997) assertion that delay induces the risk of distortion. Several key informants were 

formally interviewed on more than one occasion and, in many cases, data was 

captured or refmed in informal conversations and settings during the research.

The writing up of the case narratives began as soon as the researcher completed the 

interview. The case study was populated with data as soon as the data from the field 

became available. The narrative was continuously reviewed as new data became 

available. This approach to the work ensured that insights were captured and 

compared with existing data on an ongoing basis.

5.4 Field Data Collection

The longitudinal nature of the case means that the full lifecycle of the PSB was 

covered. The research period is coincidental with the development of e-govemment 

both within Ireland and indeed worldwide. It is also a period when many public sector 

organisations were the subject of significant reviews both internally and externally. 

The REACH Agency and the wider public service fall into this category (C&AG, 

2007; OECD 2008). These reports were of significant assistance to the researcher in 

the course of his work. Figure 5.2 indicates the timeframes involved in collecting the 

data relevant to the case overall.
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2007

l®‘ Interview, 
27/03/07, with 
Head of 
Inform ation 
Security Policy 

Unit

M eeting with 
PSB sta ff  at 
Shelbourne 
H ouse

First m eeting 
D epartm ent o f 
An Taoiseach, 
27/03/07

Research M emo 
to D ept o f  An 
Taoiseach

A ccess & First 
M eeting 
Research HQ 
Shelbourne Rd. 
D4; I"* Interview  

12/06/07

Interview with
Director o f
REACH at
R E A C I1 HQ,

25/09/07

Interview s with 
DISDP x3 
1 7 /0 9 /0 7 - 
19/09/07

Interview s 
REACH Agency 
13/09/07

M eetings
with
REACH
Agency

Interview s 
with AGS X 
4 09/12/07 
-0 9 /1 0 /0 8

Interview s
CM O D

15/11/07

March June

W ebsite v 
familiarise 

PSB story

sits
with

.iterature 
Reviews 
■ Reports 
• Reviews 

•Publications

Septem ber Decem ber

Visit to LGCSB 
to fam iliarise 
with hosting 
agcncy pre 2005

CM O D  Reports/ 

Reviews

V isits to City 
W est Hosting 
Site; REACH 

HQ

Status
Reports
CJIPP
Revenue

Project

Further Interview s 
with CM O D  at 
Lansdowne House, 
D4 28/04/08

Interviews with 

Revenue 26/03/08

Interviews with

REACH Board

Interview's with
REACI 1 Board

14/03/08

Interview s with 
C ourts Service 

x2

Interview s with 
Independent IT 
contractor who 
worked on PSB 
x4; 30/07/08 -  
29/10/08

Interview s with 
Bearing Point 
C onsultants x 2

Interview s 
D SFA X I

03/11/08

March June

Attendance at 
C JIPP Project 
tioard M eetings. 
Managed AGS 
side o f  CJIPP 

Project.

Septem ber Decem ber

Replan o f
C JIPP with
A G S/C ourts
End to End

Solution

Close down o f 
PSB

2008
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The researcher was able to use his knowledge of the public service and his own 

personal contacts to obtain access to individuals and to records. The documentary 

evidence accessed consisted of, academic journals, published literature, government 

reports, international reports, internet material, press reports, internal correspondence, 

minutes of meetings and journal notes. Appendix 5.6 outlines the nature and types of 

the literature sources accessed and the data sources used. The comprehensiveness and 

depth of these sources is vital when using a process research approach that requires 

meticulousness and completeness. However the investigator must always keep 

Pettigrew’s (1992) advice regarding the dangers of drowning in data.

The researcher prepared a set of open, value free questions before each interview and 

these were used as a prompt rather than a set agenda (Appendix 5.8). The list of 

questions was designed to stimulate conversation around a number of key topics 

central to the research to provide insights into why the REACH Agency was 

established; what vision existed for the REACH Agency in 1999-2000; how did the 

concept of the PSB emerge; was the FSB considered a transformational agent at the 

time; what was understood by the term electronic public service delivery; how did 

this inform the e-govemment agenda; was the PSB understood as a mechanism to 

transform the Public Service; what was the understanding of IT as an enabler of 

change and how is collaboration manifested in the Public Service.

The on-site visits and the secondary evidence helped to shape the interview process. 

All the interviewees were given the opportunity to speak freely of their experiences 

and feelings. All the interviewees were open and willing to engage on the research 

topic to a large degree. This was particularly true of people with direct involvement in 

the PSB development/inception. Some members of the REACH Board were somewhat 

reluctant to comment on certain issues. Questioning was tailored to suit the specific 

role and level of the interviewee. For example questions to executive level officers 

were tailored towards strategic perspectives and questions for line and middle 

managers focused more towards operational and implementation issues.

Table 5.2 below outlines the constituents interviewed and their role within their 

respective organisations. Some of these key informants were interviewed on more than 

one occasion and also accepted and participated in several follow up phone 

conversations and email correspondence to elaborate or clarify particular points.

A full description of the role of the key informants is outlined at Appendix 5.9.
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Role C en tra l Govt^^ REACH Agency REA C H
Board

P artn e r
Agencies

T O T A L

Top Managers 2 Asst Secretaries 1 Asst Secretary 3 Members 3 Asst 
Secretaries 9

Business
Managers

1 Principal Officers 2 Principal
Officers

3

IT Managers 1 Principal 
Officer

1 Operations 
Managers

4 IT Managers 6

Contractors 3 Technical and 
Systems Architects

3

Consultants 2 Partners
3 IT Managers 5

TOTAL 3 11 3 9 26

Tables. 2 Case Study Interviewees

5.4.1 Limitations and Potential risks in the investigative approach

An investigator should always be aware o f the limitations and risks in the investigative 

approach adopted. Case study research is a recognised and mature research technique 

that is considered to have many strengths such as its novelty, testability and empirical 

validity (Eisenhardt 1989). Some limitations such as the cost o f time and research 

resources are unavoidable and are an inherent part o f the research process. However 

the researcher should guard against other limitations such as generalisability and 

anecdotal evidence rather than empirical facts. While the data collection may be 

conducted in a particular moment in the life of the organisation, its design must not 

only capture the background to the unit o f analysis, but also to predict future events. 

The documentary evidence accessed and utilised may provide significant insights into 

events within the organisation during the period under investigation however the 

researcher must interpret these facts and at the same time guard against any biases 

throughout the interviews and writing up process. The researcher should at all times 

particularly and robustly ensure the existence o f an ethical relationship between 

him/herself and the subject matter o f the research.

Kerlinger (1986) suggests that the three major weaknesses within qualitative research 

are the general inability to manipulate independent variables, the risk of improper 

interpretation and the lack of power to randomise. Lee (1999) argues that studying 

people and their institutions call for methods altogether foreign to those prevailing 

within the natural sciences. Therefore, although many advantages exist, some 

criticisms are also prevalent within the case study method that require consideration 

(Smith 1990). The use o f anecdotal evidence can be a recurrent criticism within case

Central Government includes the Department o f An Taoiseach (ISPU); Department o f Finance 

(CMOD)

Partner Agencies o f  REACH included Revenue; An Garda Siochana; Courts; Department o f Agriculture; Government 

Records Office; Local Government Computer Services Board.
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studies (Simon et al, 1994). The investigator was particularly conscious o f this 

possibility particularly when the CJIPP/PSB project was in full design mode, and 

participants from a multitude o f departments and agencies both public and private 

were working together. These included DJELR, An Garda Siochana, Courts Service, 

Bearing Point Consultants, Accenture, Deloitte and Touche and CMOD. Simon et al., 

(1994) further suggest that the evidence captured in case studies often only refers to a 

particular epoch. The cost in time and effort o f conducting case studies is a major 

consideration mentioned by Naumes and Naumes (1999), while Bryman (1989) and 

Gummesson (1991) again question the ability o f case study methods to generate 

generalisations. Other limitations to consider are issues o f difficulties with combing 

the case study method with other methods (Jankowitz, 2000).

In approaching this case study the researcher was i  all times conscious o f the 

academic theorising on the subject o f limitations and risks within the case study 

approach as set out above. The first significant risk contemplated was lack of 

accessibility to the significant stakeholders as the PSB was a project under consistent 

review during the data collection period March 2007-November 2008. This proved 

unfounded, as in the main access to all key informants was facilitated via the 

Department o f An Taoiseach (ISPU). There were a small number o f notable 

exceptions where following the closedown of REACH in April 2008, number of 

potential informants failed to make themselves available thereafter. This did not 

adversely affect the data collection process. Secondly, as the REACH Agency and 

the PSB was under constant review (Dept o f Finance 2000'*''; McDonagh 2004; C&AG 

2007; OECD 2008) a perception o f being under siege was a consideration. While this 

issue presented itself in interviews with some operational managers it was not an issue 

for REACH senior management. Therefore the possibility o f this perception 

influencing executive interviewees did not manifest itself Thirdly, the possibility that 

some representatives o f partner agencies might present a biased version o f events 

concerning their involvement with the REACH Agency did not manifest as all 

respondents were professional and forthcoming at all times. The investigator was 

conscious o f the potential associated with bias as much of the PSB work was behind 

schedule and over budget (C&AG Report, 2007), and some external stakeholders were 

keen to rcduce their association with the PDB.

Fourthly, issues surrounding the roles o f the consultants and contractor employed 

within REACH and their unwillingness to share insights for commercial reasons 

proved unfounded. These issues centered on a perception o f protectionism expressed

Internal Review o f REACH Agency prior to awarding initial contract
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by the contractors in their day to day work. Also the fact that the researcher was a 

senior manager within one o f the partner agencies was a consideration particularly as 

one specific project (CJIPP) was affected by the sudden dissolution o f REACH in 

April 2008. However the researcher guarded against his own personal bias and 

influence in this case by leaving the relevant interviews until the end o f the process. 

No identified informant declined overtly to be interviewed however a small number of 

potential informants either failed to respond to the researcher or else did not make 

themselves available as agreed. However in all such cases other respondents within the 

same organisation or grouping were interviewed and the research was not materially 

affected or diminished.

Overall the researcher was satisfied that the investigation was conducted as planned 

and that the integrity o f the investigation was not compromised. The next stage o f the 

investigation required the order o f a large quantity o f assembled data; this is a regular 

issue for investigators using a process approach.

5.5 Data Ordering Phase

Data ordering acts as a bridge between data collection and data analysis. As this study 

was focused on a complex organisation with several partner organisations, located 

within an even more complex macro organisational structure i.e. the Public Service, 

data ordering was critical. Process research demands that "Researchers present their 

data as distinct from their analysis' (Poole et al, 2000: 113). A properly designed and 

documented process study in a case setting requires the construction o f a data file as 

the first step in the process. In particular the vast array of data uncovered in the data 

collection phase requires a systematic ordering mechanism. The data file should meet 

the same high standards required in quantative survey methods and also the careful 

attention to qualitative detail found in well conducted case studies. Appendix 5.11 

outlines the hierarchical order o f the data file. The field data was structured into six 

core folders as follows (1) Inquiry in Practice folder, (2) Data Analysis Master folder, 

(3) Fieldwork; (4) Data Ordering Master folder, (5) Diary o f Research folder, (6) 

Secondary Data folder. The inquiry in practice folder housed the complete set o f data. 

The data analysis folder focused on the data analysis process which involved moving 

fi'om raw data, to incident and then events which were then chronicled into higher 

order events and thereafter in fiinal forms. The fieldwork folder contained the data 

relating to interview recordings and transcripts, together with the investigator's 

contemporaneous notes. The data ordering master-file focused on the ordering process 

which involved chronicling the data by progression and time. The diary o f the research
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enabled the investigator to record memos, notes, interview schedules, contact details 

and so on. The final folder contained the secondary data assembled by the investigator 

and this included government reports, consultant reports, extracts of minutes from 

meetings and project status reports. This folder contained a significant amount of 

literature and project material for the various projects associated with the PSB. The 

data ordering process was of significant value to the investigator when he started to 

make sense of the large amount of data accumulated.

5.6 Data Analysis

The analysis of the data commenced with the identification of key concepts and 

themes within the literature using a retroductive data analysis approach (Poole et al, 

2000) almost as soon as the first interview had been transcribed into text and 

compared with the author’s contemporaneous notes. This was carried out in 

accordance with case study and process inquiry data analysis methods. This accorded 

with the contentions of authors such as (Eisenhardt 1989; Hartley 1994; Miles and 

Huberman 1994) who consider overlapping data analysis with data collection from the 

start as an acceptable approach. They frirther contend that this speeds up the analysis 

process and can identify where adjustments to data collection methods are required. 

This was the process undertaken by the researcher in this case. Additionally, the 

investigator distinguished his contemporaneous note-taking from the narrative writing- 

up. In this fashion he was able to create febles of the significant events that had 

unfolded over the lifespan of the case. Yin (1991) recommends that this is a usefril 

technique where the intention is to build explanations from case studies or to explain a 

phenomenon. This process should generally precede cross-case analysis (Miles and 

Huberman 1994), since unique patterns will emerge before generalised patterns 

become apparent across cases (Eisenhardt 1989).

5.6.1 The Coding Process

Similarly the coding process commenced as soon as the narratives had been written 

and all documentary data sources and interview transcripts had been aggregated at the 

individual case level. This faciHtated the commencement of the analysis process. The 

researcher analysed the raw data line by line commencing with the secondary data and 

reviewing the literature pertaining to the topic of research. This included revisiting a 

vast array of written published material relating to eGovemment, the field data i.e.
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government reports i.e. OECD Reports, consultant reports i.e. Fitzpatrick Associates; 

Accenture Reports; Gartner Reports, academic reports, McDonagh Report (2004), 

project minutes and internet archival material. The researcher was also consciously 

attempting to identify and build incidents, chronicles and events from the raw data and 

then chronicle these into higher level categories that could be transformed into “final 

categories” . In the process research method there are several approaches 

recommended for moving between incidents, events, chronicles and fmal higher order 

or final events. The investigator adopted Poole et al, (2000:143) suggestion of 

utilising a ‘̂retroductive approach" that included a ‘‘‘'literature search to derive a 

synthetic category scheme that fits what the researcher sees in the data”. The categories 

identified were then moulded and adjusted to a workable and informative form after 

testing against the data, where the insights unearthed in the literature were identifiable, 

usefial and productive.

Table 5.3 below outlines the level 1 data analysis where the raw data from the 

literature was converted by the investigator from incidents into events and chronicled 

by yearly progression in the same fashion as Poole et al (2000) recommend for 

primary data analysis.
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Source Data Incidents Events Higher Order Final Categories
E-eovt
literature

The readings consulted include;
Academic publications (e.g. Lovelock, 2001; 
Holmes, 2001; Stedman Jones, 2001 etc). 
International consultant reports (Booz Allen 
llamelton, Accenture Gartner).
Practitioner literature on the evolvement o f  e- 
government, e-commerce; business to business. 
Government reports: Government strategies etc.

The status o f e-govemment in Ireland.
Ireland’s position on d-govemment in EU.
The governments Public Service modernization 
agenda.
The evolvement o f e-governmenl.
Excellence in government.
Business and e-govemment & commerce. 
Business + business.

E-government is ditTicult 
E-government take up is slow 
E-govemment is costly 
h-government is being taken 
seriously
E-government pro progress can be 
discemed
E-business readiness 
Use o f IT by business 
Costs

Costly
Diftlcult
Fragmented approaches
Benchmarking is priority -  not service
delivery Justification
e-government
Joined -u p  government
Strategy Make government visible
Vision

Justification 
e-govemment 
Joined -u p  government 
strategy
Make government
visible
Vision
Failures
EU aspirations
Little presffiption

Government
Reoorts

A vast amount o f government reports were accessed 
and consulted including reports from the Irish, UK 
and USA governments.

Action Plans 
Strategies 
Checklists 
Progress Reports

IT-enabled Public Services 
n  -enabled change initiatives

Well meaning strategies
eGovemement
eEurope Costs
Descriptive
Advice
Knowledge economy 
Leadership deficits 
Reviews

Costs 
Descriptive 

Advice 
Knowledge economy 
Leadership deficits 
Reviews 
Political agenda 
Benchmarks

Academic
Reports

TCD; IPA; National University o f  Galway Overviews o f  important issues regarding 
electronic services delivery

Highlights the difficulties in process Descriptions o f  what has been done
Reviews
Political agenda
Benchmarks

Un-coordinated
Security
Lisbon agreement 2(X)0
E-Europe
Delays

Consultant
Reports

Fitzpatrick Associates
Accenture
Gartner

Significant literature suggestion 
further investment required 
business not citizen focused

Commissioned Publications 
Annual Reports

High Level Advice C onsultants 
Commercial interests 
Citizens

Consultants 
Commercial interests 
Citizens 
Service details

Newsoaoers Dow Jones Newswires 
Irish Independent Newspapers 
The Guardian

Reports on e-government developments 
Reports on Ireland’s progress

Banner headlines around wastage, 
delays and costs

Good news
Tales o f disaster Commercial interests
Citizens
Service details
Modernisation
Public Service

Modernisation 
Public Service

internet WWW accenture.com
www.reach.ie
w w w .irleov.ie
WWW.eartner.com
v\'ww'.EU.eov
www.basis.ie

Irelands position on EU benchmarking categories 
Availability o f services online

Ireland being left behind 
Delays
Changing Focus 
Unease

Information overload 
Security

Lisbon agreement 2000 
E-Europe
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An initial set of codes was drawn up by the researcher to enable the data to be 

managed, manipulated and accessed at a relatively high level of disaggregation. As 

suggested earlier these were extracted from the secondary literature review. From 

these 27 broad categories of code was selected by the researcher prior to the 

commencement of the coding process. These were based on the most general issues 

that emerged during the course of the analysis of the secondary data. These were the 

initial incidents identified in the analysis process. The codes were chosen on the basis 

that they would enable data related to the research question, the context or particular 

stakeholder groups to be grouped, aggregated and managed. The choice of codes by 

the researcher underlined the subjective nature of the process (Walsham 2006). The 

‘start list’ of codes fell within the range of ‘a dozen up to 50-60’ prescribed for 

qualitative research (Miles and Huberman 1994).

Following this, the researcher then commenced the analysis of the transcripts of the 

interview process. The interviews had been conducted face to face in an open and 

unstructured format with all interviews recorded electronically. These interviews were 

then transcribed into data form. All the interviews were supported by 

contemporaneous notes made by the researcher. Both the transcribed interviews and 

contemporaneous notes were also analysed line by line. This allowed the researcher to 

build a rich picture of the data and generated a deeper understanding of the events as 

they unfolded over the lifecycle of the PSB. A sample extract from an electronically 

recorded interview transcript is provided at appendix 5.10.

As the analysis of the primary data conmienced; a number of new codes were 

subsequently added to those derived from the secondary data and when the coding 

process got fiilly underway and additional dimensions o f the case data presented 

themselves, still more codes were added. Similarly some codes fell away or were 

amalgamated into more specific event coding patterns.

Figure 5.3 below provides an indication of the coding and data reduction process 

which is described in detail in the following paragraphs.
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Data Analysis 1 

Populated with text blocks from 

the raw data
C O DE S T A R T  L IST  

(27)
— -------

Data Analysis 2 

780 ‘incidents’ abstracted by 

aggregating data blocks
EX T EN D ED  C O D E 

L IST  (780)

1850 raw  d a ta  blocks

Data Analysis 3 

180 events abstracted from 

the reduced set o f  780 blocks
RED U C ED  CO DE 

L IST  (180)

780 d a ta  blocks

Data Analysis 4 

40 higher order events and their 

characteristics abstracted
RED U C ED  SE T O F 

180 events

Data Analysis 5 

Final 4 categories abstracted from 

the data

RED U C ED  SE T  O F 40 

H igher O rd e r

Figure 5.3  Coding and Data Reduction Process

The narrative write-ups amounted to 154 pages of typed text at font 11 with single 

spacing between them. This volume of text was derived from 26 face-to-face 

interviews (Appendix 5.9 refers). This accorded with Langley’s (1999) cautionary 

advice of being careftil to avoid downing in data. From the write up stage 1850 

blocks of text were identified within the 154 pages of typed text, and from these 

blocks a total of 780 incidents were identified and abstracted. These incidents were 

further analysed and refmed to suggest 180 events that presented themselves as 

significant within the analysis. These 180 events were then chronicled into 40 higher 

level categories that captured the lifecycle of the PSB. From these 40 higher order 

categories four fmal form categories emerged. The four central themes were: 

environment; teams; process and outcomes the function of which acting in concert it is 

argued will produce collaboration. Table 5.4 illustrates how this data reduction process 

occurred.
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T able 5. 4 Exam ple Data Analysis 2

Data Blocks Incidents - 780 Events - 180 Chronicles

H igher O rd e r  
Events & Final 

Categories

1-99 I'he key com ponent w as the “ data vau lt” .
I'he technology overtook  this in the form o f  virtual data vaults 
T hereafter the concept and the in terest in a data vault fell away.
In approx 1995 m eans testing w ork on going in approx 12
G overnm ent D epartm ents
C om plete industry around m eans testing
N o electronic sharing  o f  data in the Public Ser\'ice at this tim e

Requirem ent for a Data Vault
Develop a Data Vault
Sharing o f  D ata across D epartm ents

1999-2000 See Tables 
5.5 & 5.6

200-400 Establish Vision and M ission for REA CH  Agency 
REACH did not really know  w hat the citizen w anted and the overall 
project was allow ed to becom e a technology project rather than a 
transform ation  program m e for the public service.

C hanging Strategic D irection 
Confused Planning Process 
Poor business understanding 
Lengthy Im plem entation Process

2000

400-600 N eeded to help design the concept and identify what REACH w anted 
in a PSB
The ro le o f  the various consultancy people involved in this c an 't be 
ignored either. They had so m any consultants so it was a very 
confused space within the PSB

Engagem ent o f  consulting services 
Engagem ent o f  IT expertise 
D efinition o f  requirem ents

2000-2005

600-800 T here  was no real governance o f  the PSB project, indeed there was no 
real ow ner. In 2006, all w e w ere really  gearing  up for was providing a 
link to Revenue. It w asn ’t c lear to us until late 2005 that we w ou ldn ’t 
be actually  hosting  the R evenue form s them selves 
It becam e clear that Revenue w ere going to retain control o f  the forms 
on their side

M anagem ent Structures 
Leadership styles 
W eak business analysis
O wnership issues and vanity publishing are 
endem ic in the public service

2000-2008

800-1000 T he REA CH  Agency was not a success 
O riginal plan not achieved
I'he success o f  a p ro jec t is based  on the take up o f  its serv ices and

Success was elusive
Failures w ere constantly evident
D epartm ental Image was a problem

1999-2008
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REA CH  did not succeed there. 
The PSB failed

Identity crisis

1000-1200 The Public A ccounts C om m ittee (FA C) probed deeply into the scope 
o f  REACH and the m odel pursued.
The PAC was critical o f  the lack o f  detail and the lack o f  boundaries 
around REACH.

Very E xpensive Projects 
Influenced by Dept o f  Finance Instructions 

Fixed Pricc Contract 
Dept o f  Finance (CM O D ) unhappy

1999-2008

1200-1400 There w as a political agenda driving the w hole broker program m e at 
one level and w hat REACH w anted to do was carry on its mission to 
deliver an infrastructure that could im prove services to the public. 
There w as also at this tim e enorm ous political focus on eG overnm ent 
w hich was unusual for ICT Projects. It was certainly a political agenda 
that w as driv ing  the developm ent o f  the “B roker

Political A genda w as set on different levels (1)
EU level; (2) N ational level
Joining up governm ent was the am bition.
The UK exam ple w as a factor

2000-2006

1600-1800 The G eneral R egistry O ffice o f  B irths, M arriages and D eaths which is 
a part o f  the D epartm en t o f  Health w as at the start o f  a reform  and 
m odernisation  process.
Its structures and legislative fram ew ork dated back to m id IQ"* 
century.
It w as p lanning to reform  its business processes and it was going to 
reform  its IT structures

C ollaboration is not som ething that com es 
naturally w ithin the public service.
There was constant protectionism ; identity 
guarding and vanity publishing

The Public Service are no-w here near an 
integrated public service delivery model

2000-2008

1800-1850
The C& A G  review  coincided tim e w ise with the REACH Board 
review  and then that review  report cam e out in the January 2008 and 
was subm itted  to governm ent on the 4"* o f  M arch 2008 
CM O D  then took control o f  the w indup o f  the contract with Bearing 
Point Consultants. 1 believe that BP did very well out o f  the close 
down and subsequent contract buy -ou t.

C& AG review  prim ary recom m endation w as that the functions 
relating  to the PSB w ere to be transferred  to a central departm ent 
structure 1 found those w ords so odd that 1 will never forget them.
T his occurred w ith rem arkable speed for the public service

I'he C&AG Review  in 2007 was the latest in a 
long line o f  reviews.
It recom m ended the closedown o f  the PSB.
It considered the PSB as only partially 
successful.
The closedow n happen very quickly

2007-2008
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The coding and analysis then progressed to the 180 identified events that captured the 

progressive nature o f the data reduction process within process research. Following 

further analysis these events were transformed into 40 higher order events or 

categories that presented within the interview transcripts.

These are outlined in Table 5.5 below.

Events 1-180 Chronicles Higher Order Events 
40

Requirem ent for a Data Vault
Develop a Data Vault
Sharing o f  Data across Departm ents

1999-2000 E-G ovem m ent; Data Vault; New 
Technology:

Changing Strategic Direction 
Confused Planning Process 
Poor business understanding 
Lengthy Im plem entation Process

2000 Corporate Identity; 
Transform ation; Central 
G overnm ent Influence 
Strategy

Engagem ent o f consulting services 
Engagem ent o f IT expertise 
Definition o f  requirem ents

2000-2005 Partner Agencies; Sharing; 
C onsultants; Contractors; 
Expertise

M anagem ent Structures
Leadership styles
W eak business analysis
Ownership issues and vanity publishing
are endemic in the public service

2000-2008 Public Sector M indsets;
Leadership
The Board

U nclear M anagem ent;

Success was elusive 
Failures were constantly evident 
Departm ental Image was a problem  
Identity crisis

1999-2008 Failures; D ilution o f 
Sovereignty; Loss o f  Control;

Very Expensive Projects
Influenced by D ept o f Finance Instructions
Fixed Price Contract
D ept o f F inance (CM OD)
unhappy

1999-2008 Costs;
C hoice o f  Partners; 
Conflict;
Risks; Tension; 
U nder Siege;

Political Agenda was set on different levels 
(1) EU level; (2) National level 
Joining up governm ent w as the am bition. 
The UK exam ple was a factor

2000-2006 Vision; Security; 
C om m unications 
Joint Responsibility;

Collaboration is not something that comes 
naturally within the public service.
There was constant protectionism; identity 
guarding and vanity publishing

The Public Service are no-where near an 
integrated public service delivery model

2000-2008 Trust; Building trust; N eed for 
C ollaborative M indset;; 
C ollaboration is unique; 
Collaborative Experience 
Governance

The C&AG Review in 2007 was the latest 
in a long line o f  reviews.
It recom m ended the closedown o f  the PSB. 
It considered the PSB as only partially 
successful.
The closedown happened very quickly

2007-2008 Reviews;
Central Government; 
CM OD Role;
Delays;
D esign
Failure

Table 5. 5  Exam ple D ata Analysis Level 3

The coding process at level 4 analysis involved analysing the interview transcripts and 

contemporaneous notes o f the researcher to further identify particular events in the
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blocks of text that were congruent with related incidents or indeed newly identified 

ones.

The analysis indicated that the 180 identified events could be reduced to 40 blocks of 

higher events code (Table 5.5). The reduction process took a considerable length of 

time as there was significant duplication in the accounts of the various participants. 

This however added validity and reliability to the evidence being unearthed in the 

investigation.

The 180 events really identified the significant stages in the lifecycle of the PSB. This 

commenced with the original idea of a “data vaulf ’ to store citizen information across 

the wider public service. This was the original idea of the “REACH” agency to reach 

across departments. The next event was the changing of direction towards the concept 

of the PSB, which was exemplified by evidence of weak business and IT 

understanding. This was dealt with by hiring in expert consultancy help. The slowness 

of the PSB design and implementation suggested unsure management and leadership 

direction. While initial “good news” stories emerged, successful implementation of the 

PSB was proving elusive. This was compounded further by concerns relating to costs 

and concerns about strategic direction. The result of this was a constant stream of 

reviews, both internally and externally that drained management and employee 

confidence. On a political level interest in the promise of the PSB began to wane, and 

its ability to become a motor for public service modernisation became obscured by the 

requirement to launch the PSB.

Ultimately perceptions of the PSB became negative and it began to be seen as a failure 

and a cost. These insights enabled the generation of the higher order events that made 

the data manageable and possible to arrive at an identifiable base from which to 

generate theory and present findings.

Table 5.6 illustrates how the blocks of higher events code were fiirther refined to 

generate the four final category labels of “environmenf’; “process”; “teams” and 

“outcomes”. The environment block of code was identified as a result of clustering the 

emerging higher order events that presented several times during the course of the 

interviews. The environmental landscape that existed when the PSB data was being 

analysed indicated a pablic sector space that talked of organisational transformation 

and public service delivery systems, but invariably also indicated a desire to retain the 

status quo of individual corporate identity. The data expressed interest across 

departments in the concept of the data vault but also a reluctance to share its own
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databases. The data generated also suggested that in any event, internet technology 

overtook this concept. The e-Govemment agenda was topical in the period of the life 

of the PSB but there was no enabling legislation or explicit champion apparent or 

identifiable. The PSB was seen as the enabler of e-govemment progress and success, 

possibly only for EU accreditation in the benchmarking process'’ .̂ The role of central 

Government and the public sector mindset were all key issues that constantly emerged 

when considering the public sector transformation issue that has continually and 

stubbornly stayed on the national agenda but has little concrete results to show for 

substantial investments in time, money, people and ideas.

The higher level event data analysis suggested that a code set associated around joint 

working; teams and partners was also prevalent. The analysis suggested that the 

clustering of the groups of actors within the PSB environment space could quite 

appropriately be termed “teams”. This term included the partner agencies of REACH, 

i.e. those other public sector bodies that had availed of the PSB to deliver their 

services to the public. These included Revenue for the PAYE system; Government 

Records Office for births, deaths and marriages; Department of Agriculture for 

farming subsidies payments and the Donegal Integrated Service Providers Project. The 

more recent partner agencies such as the Courts Service and An Garda Sfochana also 

fell into this category. The part played by consultants; the REACH Board and 

management within the REACH Agency were also clustered under this heading.

The coding process also identified significant collaborative characteristics that 

presented continually during the data analysis. These characteristics included trust, 

collaborative experience; loss of control; tensions; uniqueness among others. These 

characteristics closely resemble identifiable collaborative characteristics that can also 

be located in the literature on collaboration (See Chapter 3). This suggested that there 

was an underlying need for strong collaboration within the PSB.

The analysis suggested a number of clearly identifiable processes within the PSB. 

These included the management process; the leadership process; the tendering 

process; the funding process and security process. These key higher category events 

suggested the importance of process to the PSB.

The higher event categorisation had at this stage indicated that the data pertaining to 

the lifecycle of the PSB could be reduced to categories around 1) environment; 2)

The EU Benchmarking process was a method by which the governm ents’ online service delivery mechanism could be 

assessed. Ireland scored first place in 2000 but had slipped to 16*' by 2007.
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teams; 3) process. This led the investigator to consider what the function of these three 

dimensions would lead to. The investigator revisited the data and concluded that the 

data reduction and analysis process suggested that the logical progression of 

environment factors, teams and process would lead to outcomes as set out in Table 

5.6.

Table 5. 6 Outcomes

Raw Data Incidents Events Clironicles Higher
Order

Final
Categories

154 pages o f  
interim 
transcripts 
reduced to 1850 
Text Blocks o f  
raw data.

1850 Text 
Blocks
reduced to 
780
incidents.

780
incidents 
reduced to 
180 events.

1999 to 
2008

180 events 
reduced to 
40 higher 
order 
events.

Environm ent
Teams
Process
Outcomes

5.7 Conclusion

The objective of the chapter was to illustrate how the investigative approach was 

conducted in practice. The chapter has described the conduct of the research effort 

using a process approach. It included a significant research effort that can be 

summarised into the following stages.

■ Identilying the candidate case site

■ Preparing for the case study including a comprehensive background

investigation and literature review

■ Commencing the fieldwork which included identifying key respondents,

remaining committed in pursuing respondents, accessing internal case site

documentation and records

■ Writing up the data collected

■ Analysing and coding the data.

■ Reducing a vast amount of data to a manageable framework

The investigation proper began with the initial pilot in 2006 and the research 

proper was completed in late 2008. It involved interacting with key individuals 

within the REACH Agency; the Department of Social and Family Affairs; 

Department of Agriculture; The Government Records Office; The Courts Service; 

An Garda Siochana; Consultant Companies; The REACH Board and independent 

IT contractors who were employed in REACH and who worked on the PSB. AU
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of these individuals contributed a rich stoiy and offered deep insights that have 

been manifested in the analysis and coding process outlined in this chapter.

The research was conducted in accordance with the norms of best research practices as 

set out in the academic literature and the universal research community. The 

researcher was at all times conscious and aware of pitfalls and bias which could 

undermine the value of the research completed.

The extensive literature consulted was a significant help and guide to the investigator 

as it shaped his understanding of the field of inquiry. It also allowed him to compare 

emergent theory to knowledge in reality. The extensive analysis of the new data 

followed research process recommended approaches of correcting, ordering, coding, 

transforming raw data into incidents, events, higher order and fmal events.

This study rendered the volumes of raw data into four final categories. These 

categories displayed significant individual features associated with collaboration. 

These will be further developed and discussed in Chapter 7.

The full story of the Public Services Broker as it unfolded will now be outlined in 

considerable detail in Chapter 6.

177



Chapter 6



Chapter 6 The Story of the Public Services 

Broker

6.1 Introduction

This chapter will present the stor>^  ̂ of the Public Services Broker (PSB). The origins 

of the PSB can be traced to an embryonic idea that surfaced within the IT section of 

the Department of Social and Family Affairs (DSFA) in or around 1995 (R13‘*̂ ). This 

idea was originally centred on developing an integrated social security system (ISSS) 

that would facilitate the sharing of data between various Government Departments 

(C&AG Report, 2007).

In 1999 the REACH Agency was established within the DSFA to progress the ISSS 

concept together with related issues such as a data vault and an identity validation 

process. This concept was somewhat innovative at the time as it would have enabled 

the cross departmental sharing of data without having to develop electronic data inter

change (EDI) frameworks (R13). At the time electronic data exchange was a manual 

process involving disc exchange'** by department employees. The idea of naming the 

newly established agency as “REACH” was central to the idea of reaching 

collaboratively across departments through a single point of contact (R13).

This chapter will chart the story of the PSB as it was conceived in the period 1995- 

2000, evolved in the period 2000-2007 and ultimately dissolved in 2008. In this 

fashion it will provide a longitudinal view of the process of collaboration within an IT 

related change initiative within the public services. The story of the PSB is 

synonymous with the story of its parent repository the REACH Agency and there will 

be constant interchangeable reference to both throughout the chapter.

The story o f the PSB was derived from documentary sources; REACH Agency material. Memos, notes 

and records o f respondents who were interviewed. Sources are identified by letters and numbers (R1 etc) 

to protect identies etc in the interests o f confidentiality.

The letter ‘R ’ stands for respondent. These were the respondents interviewed within the Public Service 

during the data gathering phase who had a central role to play in the de\ elopment o f the PSB.

Compact disc and floppy discs were the normal mediums for data exchanges at this time.
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The chapter is structured into four sections. Section 6.2 provides an overview of the 

Pubhc Service in Ireland and identifies the location of the PSB and the REACH 

Agency within this structure. It also articulates the process of change that has been on

going in the Public Service for the past 20 years. The next section 6.3 identifies the 

principal stakeholders and influencers connected with the conceptualisation and 

development of the PSB. This section also articulates the diffused nature of the 

governance arrangements pertaining to the REACH Agency and the PSB. Section 6.4 

describes the story of the PSB together with the establishment of the REACH Agency. 

Section 6.5 outlines the emerging disillusionment, persistent problems and issues 

associated with the PSB and finally it discusses the dissolution of both the PSB and 

the REACH Agency. Section 6.6 draws the Chapter to a close by re-iterating the 

central themes in the unfolding story of the PSB. It articulates how the vision for the 

PSB became clouded and how the Public Service lost confidence and interest in it. 

Compounded by external reviews and wholesale adverse commentary, the PSB was 

closed down.

6.2. Background to the Public Services in Ireland

In order to understand the story of the PSB it is necessary to appreciate the nature and 

complexity of Ireland’s Public Service.

The Public Service is a collective term for all permanent administrative and technical 

staff employed on behalf of the State. It is composed of a Civil Service organised into 

departments and major agencies, commercial and non-commercial service provider 

bodies such as public hospitals, schools, defence, policing, and local government etc 

(Figure 6.1). The organs of central government are organised around 15 Departments 

each headed by a Minister and supported by a leading civil servant; the General 

Secretary. The central Government Departments are generally understood to be the 

Department of An Taoiseach and the Department of Finance (Boyle, et al., 2004). 

Ireland has quite a large public service, boosted until recent times by significant public 

expenditures and employing substantial numbers. Indeed fi'om 1995 to 2005, public 

service expenditures in Ireland experienced real increases of more than 5% annually, 

second only to Korea in the OECD (Ferlie et al, 2007). However following the 

economic downturn of 2008-2009 the Government has indicated its intention to 

significantly reduce employment in the Pubic Service. Figure 6.1 outlines the structure 

of the public service in Irehmd in the period 1999-2008.
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Figure 6 .1  Structure of the Public Service in Ireland (Source www.irlgov.ie 1

The 15 Government Departments are supplemented by several sub-ministries and by a 

very large number of public bodies; agencies and executive groupings. Appendix 6.1 

provides an example of the scope, variety and complexity of the Irish Public Service 

which encompasses 130 departments, agencies and bodies with approximately 

320,000 employees (Collins et al., 2007).

The main legislative framework for Ireland’s Public Service dates from the Civil 

Service Regulation Act 1923 and Ministers and Secretaries Act 1924 (Collins et al., 

2007). These Acts adopted many of the pre independence (1922) procedures and local 

government practices. Indeed the Irish municipal system is still much the same as that 

established under British rule in the Local Government (Ireland) Act, 1898. However 

despite the widespread change and the economic activity of the last thirty odd years 

(Boyle et al., 2003), parliamentary procedures and public administration is largely a
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legacy of colonial times, based on the Westminster modef®, and relatively similar to 

many Commonwealth or former Commonwealth countries.

The Public Service has traditbnally existed to serve the public interest. This has long 

been one of the core functions of government both national and local since the earliest 

days of formalised democracy. The provision of adequate public services in an 

efficient and effective fashion has been one o f the guiding principles o f much 

government change and reform rhetoric for some time (Ferlie et al., 2007). Ireland has 

similarly been concerned with this change agenda.

6.2.1 The Change Agenda within the Public Service

Looking back over the past number o f decades it is obvious that Ireland has 

experienced a major socio-economic transformation at a pace o f unprecedented 

change. For example, Ireland’s economic performance up to 2008 has been dramatic 

and rapid. Commentary on this rate o f cliange has fluctuated between disdain in the 

late 1980s when the Economist Magazine described Ireland as the ""Poorest o f  the Rich” 

(Boyle et al 2003). This can be juxtaposed with the Economist’s 1997’s front page 

which stated that the economy of the Republic o f Ireland was ""Europe’s Shining Light ” 

(Boyle et al, 2004). This then can be further contrasted with the sudden down turn in 

the economy in 2008 occasioned by the global “credit crunch” and the collapse o f the 

national housing market. Not only have recent years seen rapid economic growth and 

contraction in Ireland but they have also witnessed considerable social change.

To underpin this changing society various initiatives were commenced within the 

Pubhc Service. The 1985 publication of a Government W hite Paper entitled ""Serving 

the Country Better" which advocated a greater responsiveness to citizens’ needs as part 

o f a general approach to improved public service management is an accepted starting 

point for inquiry into Ireland’s changing social landscape (Kelly 2000). This was 

followed by the 1987 Programme for National Recovery and the “Programme for

T he W estm inster m odel is a democratic parliamentary system o f  government modeled after the 

British government (the Parliament o f  the United K ingdom ). The system is a series o f  procedures for 

operating a legislature. It is used, or was once used, in the national legislatures and subnational 

legislatures o f  m ost Commonwealth and ex-Commonwealth nations, beginning with the Canadian 

provinces and Australian colonies in the mid-19th century. There are other parliamentary systems 

whose procedures differ considerably from the Westminster system (Collins et al. (2007)).
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Economic and Social Progress in 1990. The Strategic Management Initiative in 1994 

re-invigorated the public service modernisation effort and has continued in one form 

or another since.

T he "‘Delivering Better Government” (1996) continued the impetus towards public 

service modernisation. The drive for change within the Irish public sector was further 

energised by the Public Service Management Act 1997 which created a greater focus 

on quahty o f service.

The main initiatives and defming events o f  the public service modernisation effort in 

Ireland are set out in Table 6.1 below.

L ongitud inal View of Public Service M odernisation In Ireland

1985-1990 1993- 1999 2000-2008

Serving the Country 
Better — Government 
W hite Paper (1985)

Programme for 
National Recovery 
(PNR-1987).

Programme for 
Economic and Social 
Progress (PESP-1990)

Programme for 
Competitiveness and Work 
(PCW- 1993)
Strategic Management 
Initiative (1994)
Delivering Better 
Government (1996)
Quality Service Initiative

(1997)
Freedom of Information Act
(1998)
First Government Action 
Plan on Information Society
(1999)
Public Service Management 
Act (1997)

eEurope Action Plan (2000); 
Guide for the Development of 
Quality Customer Service 
Action Plans (2001-2004); 
“New Connections” -  Second 
Information Society Action 
Plan (2002);
Social Welfare Act ( Public 
Service Identity;
Evaluation SMI 2002 (PA 
Consulting);
Evaluation (QCS) Action Plans 
-Dr. P Butler, TCD, 2002; 
Sustaining Progress -  Social 
Partnership Agreement (2003); 
Second eEurope Action Plan 
(2005);
Towards 2016 -  Social 
Partnership Agreement;
Better Local Government — A 
Programme for Change (2006) 
Comptroller and Auditor 
General Report (2007) 
eGovemment;
OECD Report (2008) - Public 
Management Reviews; Ireland; 
Towards an Integrated Public 
Service

Table 6. 1 Longitudinal View of Public Service Modernisation in Ireland

Further progress towards Public Service modernisation continued in 1997 when the 

Government enacted two key legislative instruments to underpin the modernisation 

effort; the Freedom o f  Information Act 1998 (FOI) and the Public Service 

Management Act (1997). The commitment to change and modernisation in the 

Public Service continued with the publication o f  “Sustaining Progress -  Social
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Partnership Agreement” (2003)^° and the Partnership Agreement “Towards 2016^’ -  

Ten Year Agreement Framework Social Partnership Agreement 2006-2015”. A 

prevailing theme in much of these modernisation initiatives was the explicit references 

to utilising new technology in pursuit o f modernisation.

“Co-operation with the introduction and utilisation o f  new technology will 

continue. It is accepted that the use o f new technology may necessitate 

significant change in work processes in order that the benefits o f  technology 

will be maximised" (para. 28.7).

In almost all o f these initiatives the Government committed to continuing change 

through the development of a knowledge-based economy and society significantly 

underpinned by investment in IT. These programmes clearly emphasised that Ireland 

needed to make necessary adjustments towards becoming a knowledge-based society 

and that this could only occur by focusing priorities on human capital, research, 

development and innovation and niche areas o f competitive advantage including IT. 

The Government also stated that within the framework of an enterprise envirormient 

the potential o f e-govemment should be maximised. The increasing demand for 

improvements in the provision of public services was a key feature o f the programme 

that emphasised the requirement for innovative ways o f meeting the demand for public 

services.

The State’s progress towards a modem public service has been assessed by the OECD 

(2008) who outlined that Ireland’s Public Service modernisation efforts in line with 

other OECD countries, have largely focused on a broad range o f internal processes 

around capacity building at individual and organisational levefe, service delivery 

improvements, policy and procedures; performance management, governance and 

transparency as mainly outlined in the “Delivering Better Governmenf’ (1996) 

programme. The OECD agrees that “these changes were not only significant, but 

necessaiy and the [OECD] recognises the value o f the reforms made” (OECD, 2008:5).

Essentially the OECD Report argues that the Irish Public Service needs to become 

more outward focused to effectively contribute to the identification and attainment of 

overall societal goals of the nation.

“ In a changing, more complex, diverse, outward looking, dynamic and educated society, 

greater focus needs to be placed by the Irish Public Service on citizens and their

Social Partnership Agreement between the Government; Unions and Employers 

Ibid
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expectations, and on targeting delivery o f services fivm their perspective so as to achieve 

broader societal goals" (OECD, 2008:6).

Thus the conceptualisation of the PSB at the Department of An Taoiseach and the 

Department of Finance (CMOD) was a timely opportunity in 2000 for the Government 

to advance its eGovemment ambitions through the medium of integrated service 

delivery enabled by IT.

6.3 The Stakeholders

To achieve this ambition there were a number of key stakeholder relationships that 

were integral to success. Some of these were formed as a result of national and 

international ambition in the IT environment, others were outcomes of the desire to 

improve and modernise the Public Service and others emerged incrementally during 

the development of the PSB, either by necessity or as a result of commercia 1 interests. 

This section will examine these stakeholders.

During this period (1999-2008), conceptual thinking was evolving regarding Ireland’s 

national development as a knowledge society and in 1999 the Government launched 

an action plan for the implementation of the information society in Ireland^^. 

Subsequently the Information Society Policy Unit (ISPU) at the Department of An 

TaoiseachP\ together with the Centre for Management & Organisational Development 

(CMOD) at the Department of Finance generated a memo for Government around the 

idea of a Public Service Broker (PSB). The central thrust of this memo contained the 

suggestion that all central and local government services should be available on a one 

stop basis through a range of channels that the public could select i.e. electronically, 

telephone or correspondence (R 18; C&AG Report, 1997). This essentially provided 

the mechanism through which the government could visually display its commitment 

within the Public Service to the principles of electronic government or eGovemment^'' 

as it is more commonly know.

“ Im plem enting the Inform ation Society in Ireland: An A ction Plan” . D epartm ent o f  An T aoiseach, 

January , 1999.

An Taoiseach is the Prim e M inister and leader o f  the governm ent,

54
Electronic government or its more common name eGovemment can be described as “ the process o f  

transacting business between the public and governments through the use o f  automated systems and the internet 

network, more commonly known w! the World Wide Web” (Brannen, 2001). E-govemment also refers to the 

growing preponderance o f governments to embrace digital information systems to make information and services 

available to citizens and to engage them in a way that meets their needs and reduces apathy and suspicion about
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In May 2000, the Government o f Ireland decided that the PSB should be the 

framework by which integrated public services should be made available through a 

single point o f contact in Ireland (McDonagh 2004) and the REACH Agency was the 

Government body entrusted with the task o f delivering on the ambition o f the PSB. 

The vision for change embedded in the Government decision was compelling at the 

time as it heralded a potential new era in which IT could be the enabler of 

collaborative change throughout the public sector. It was also the intention to 

showcase Ireland’s eGovemment capability and capacity via this medium.

However the PSB endured a difficult development process that was significantly 

influenced by imprecise definition, delays in the mobilisation o f the REACH Agency, 

significant inter-departmental influence, distributed governance arrangements and an 

evolving mandate (R6).

At national and local level IT has been seen as a trigger factor for reform within the 

Public Service. In 1999, the Government published a strategic IT plan. Implementing 

the Information Society in Ireland: An Action plan" setting out its strategy for I.T. 

implementafion across the Public Service (R 17).

At the European Union level, the EU Council meeting (Lisbon, 2000), outlined 

ambitious targets for the EU economy that recognised the requirement to exploit the 

potential o f IT in order to achieve significant growth targets.^^ The Government of 

Ireland was a willing recipient of the suggested approaches.

Within the Irish Public Service a number of Departments and agencies at central 

Government level and also at local level were significantly advanced in their thinking 

regarding the strategy, development and implementation of such plans (R 18). The 

Strategic Management Initiative (1994); Delivering Better Government (1996); 

Quality Service Initiative (1997); Freedom of Information Act (1998); First 

Government Action Plan on Information Society (1999) and the Public Service 

Management Act (1997) are examples o f such plans and initiatives proposed. The 

central implementers o f these initiatives were also significantly involved in the 

conceptuahsation, design and implementation o f the PSB. This is not surprising as

central government. E-govemment means providing citizens with self-service options for transacting business with 

government.

The eE urope A ction  Plan w as launched in June 2000 . T h is w as further strengthened  in 2 0 0 2  by the 2"“* 

cEurope A ction  Plan for the period 2 0 0 2 -2 0 0 5 .

185



within the initiatives mentioned above the role of IT in the modernisation of the Public 

Service was always to the forefront.

At central government level the Departments of An Taoiseach and Department of 

Finance occupied a primary position in the fashioning of the vision for the utihsation 

of IT to modernise service delivery across the public service (R6). Within the 

Department of An Taoiseach the “Information Society Policy Unit” (ISPU) was the 

principal ‘conceptualiser’ and strategy maker for the information society (R18). The 

concept of an “information society” had emerged in the 1990s influenced by the rapid 

development and convergence of information and communication technologies. The 

ISPU had been central to the initiation and development of plans, such as the 

Information Society Action Plan^®, 1999-2001 and thereafter the “New Connection”

Plan^^ in 2002 (RIB). Associated with this, the Department of An Taoiseach 

considered its role as that of a direction setter and priority setter in this regard (R18).

This important unit worked in close co-operation with the Centre for Management and 

Organisational Development (CMOD) at the Department of Finance.

Regarding IT strategy, CMOD occupies a complicated position within the public 

sector (R6). It has both a strategy making role; a policy making role and a value for 

money (VFM) role. It has a principal concern to ensure common approaches to IT 

development across the Public Service (R6; R7)). It also provides a significant training 

function and an IT department service/maintenance role within the Department of 

Finance. It is an extremely influential actor in the IT space within the public sector and 

consequently played a significant role in the life-cycle of the PSB.

The Department of Social and Family Affairs (DSFA) within which the embryonic 

conception of the REACH Agency, which subsequently developed the PSB, first 

emerged (R 12) was also a significant actor in the story of the PSB. In the early 1990s 

the DSFA was struggling to accommodate and modernise processes around the 

sharing of data between the DSFA and the Health Boards as they were at the time.

56

T hese included: the First Report of the Inter-Departmental Implementation Group on the Information 
Society; views and recom m endations of the Information Society Commission; the Report of the Advisory 
Committee on Telecommunications; the National C om petitiveness Council's S tatem ent on 
Telecommunications: a  Key Factor in Electronic Comm erce and Competitiveness; and IBEC's report on 
Telecom munications after Liberalisation - Policies for Ireland.

Implementing The Information Society in Ireland: An Action Plan, Department of the Taoiseach, 
January  1999

57

New Connections -  A strategy to realise the potential o f  the Inform ation Society, M arch 2002
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This was required to support community care types o f activity on the one hand within 

the Health Service and income maintenance schemes within the DSFA. The whole 

area of means and means testing involved approximately 12 departments and agencies 

administering 42 means testing schemes (R13). Consequently following the 

establishment o f the REACH Agency in 1999 the DSFA remained the parent 

Department while REACH’S funding came from the ISPU at the Department o f An 

Taoiseach and approval for its work programme came from CMOD at the Department 

of Finance. This complicated process will be expanded on in the coming section where 

the governance arrangements for the PSB are discussed.

Another actor in the public service IT space is the Local Government Computer 

Services Board (LGCSB). The LGCSB is a public sector organisation, closely aligned 

with Local Government in Ireland. This body was established in 1975 by the Local 

Government Computer Services Board (Establishment) Order under the Local 

Government Services (Corporate Bodies) Act 1971. Its functions include providing 

computer facilities for local authorities, co-ordinating the use of I.T. by local 

authorities generally, arranging training and research. It also provides local authorities 

with the best possible solutions for their ICT requirements. Similarly it he^s local 

authorities develop appropriate strategies to underpin business needs and to implement 

appropriate solutions (Department of Environment, Heritage and Local Government, 

information, 2008).

The LGCSB is a collaborative entity within the local government structure and is 

fiinded on a day to day basis by local authorities. Its capital projects usually involve 

shared funding from both local authorities; the Department o f Finance and Department 

of Environment, Heritage and Local Government. It performs a large amount o f 

shared procurement work for both local government and central government 

departments. Strategically it has evolved a very substantial hosting centre capability 

that provides an amount o f government technical infrastructure (w w w .gov.ie etc). In 

the period 2000-2001, it performed a central role in identifying, collating and 

analysing the scale o f all government services and hosting them on the fu'st version of 

the PSB (R16). This work, in collaboration with the then fledgling REACH agency, 

enabled Ireland to come fu'st in the EU Benchmarking process in 2001 and again in 

2002 (C&AG Report, 2007).

Another stakeholder in the PSB environment was Donegal County Council who in 

partnership with the REACH Agency initiated the Donegal Integrated Services Project 

(DISDP) (RIO). This was a multi-agency initiative to develop and deliver public services
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in a way which met the legitimate expectations of citizen customers in the most cost- 

effective manner in the county Donegal local government administrative area. Donegal 

County Council had at the time a long-term vision of better and more modem services 

enabled through opening one-stop shops for the delivery o f public services in the county. 

This project focussed on identifying the scale of activities and costs associated with local 

government services and evaluating options for developing new models o f service 

delivery. The Project developed a working model, through which high volume services 

could be delivered to customers within a defined sub-county geographical area. The 

model proposed a systematic approach to the management of fundamental and far- 

reaching change in service delivery involving single centres where multi-agency services 

could be delivered.

The DISDP was initially supported by CMOD and funded from the REACH agency. 

Donegal County Council was chosen to pilot the physical charmel of the PSB and was 

supported by central government with an allocation of 1.8 million euro to research and 

develop elements o f the project for future use. The REACH Agency believed County 

Donegal to be an appropriate test site for a physical channel as the incidence o f PC 

ownership and Internet connectivity were relatively low in 2001. Furthermore, senior 

local authority management in Co. Donegal predicted that there would be significant need 

for assisted or mediated access to the PSB, particularly for sections o f the community that 

require regular or frequent access to public services.

Figure 6.2 outlines the interconnections and dependencies betw een these particular 

actors associated with the PSB across the w ider Public Service.
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Ireland.

Illustrates the location of the PSB within the Public Service structure in

Figure 6.2 illustrates the nature of the complexity associated with the operation of the 

PSB. The variety of these interactions suggested that the PSB was a deeply complex 

inter-agency project that would require significant collaborative skill sets to bring to 

maturity.

Further significant stakeholders within the development of the PSB were a number of 

consultancy firms and independent IT contractors. From a very early stage it was 

apparent that management within the REACH Agency charged with the development 

of the PSB realised that external expertise and assistance was required. Following the 

Government decision to adopt the Public Services Broker as an official mechanism for 

the delivery of integrated public services through the REACH Agency it quickly 

transpired that nobody had a blueprint for the PSB (R 13). At that stage (May, 2000) it 

was still only a concept and so REACH Agency management now had to come up 

with an technical architectural design, and to be able to specify the broker in terms 

that could be incorporated into an RFT to go to the market and buy the technology 

expertise to build it. A respondent commented “that this was interesting because we 

didn 7 know what we wanted other than the broad concept” (R13). Consequently the Cap 

Gemini consulting company was hired to add weight to the conceptualising around 

what shape the PSB could look like. Over the development phases a number of
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different consultants were hired at different stages to define requirements and help to 

drive the project towards the production phase (R13). It was really not until; I  would 

say the end 2002 that we got a proper understanding ourselves o f the nature of the 

programme and how it would work (R 13). The Accenture Consulting Company was 

engaged for a short period as were a number o f different independent consultants who 

each performed various discrete pieces o f work. From this, the management at 

REACH developed and published in April 2003 “a business and technical architecture 

which saw the public services broker [PSB] as a sort o f a hub which removed bi-lateral 

connectivity between departments so you only required spokes going into a hub for a 

limited number o f connections... as opposed to a much higher number if  they were to be 

bi-laterally across departments on a point to point basis” (R13). This in effect formed 

the essence o f the "request for tender’ (RFT) which was published and which six major 

consulting companies were adjudged to be capable o f meeting. The result o f  this 

process was that the Bearing Point Consulting Company met the criteria required, 

were subsequently selected and thus created the partnership arrangement with REACH 

that commenced in 2004 and lasted until the demise o f REACH in 2008.

The variety and complexity o f partners, oversight and advisors to REACH and the

PSB resulted in a multiplicity o f interactions, business arrangements, contracts and 

oversight that resulted in a diffiased and complicated governance arrangement during 

the development and lifecycle o f the PSB. The next section wll examine these 

governance arrangements.

6.3.1 Governance Arrangements for the PSB

The governance o f the PSB involved a complex set o f arrangements with a variety o f 

Public Service Departments (Figure 6.2). The REACH Agency, within which the PSB 

was developed, comprised o f a unit within the DSFA; headed by a Director at 

Assistant Secretary level who was supported by a Deputy Director at Principal Officer 

level. These are high ranking positions within the public service. Figure 6.3 below

outlines the grade and reporting structure within the Public Service.
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The Director o f REACH reported to the General Secretary o f the Department o f Social 

and Family Affairs. The Director had overall responsibility for financial direction; 

management and business development o f the Agency (C&AG Report, 2007). The 

Deputy Director had responsibility for security issues; quality assurance; operations 

and service delivery within the REACH Agency (C&AG Report, 2007). Both office 

holders had a long career tradition of excellent service within the Public Service. The 

relationship and governance arrangements between the REACH Agency and the 

DSFA appear to have been very understanding and co-operative while at the same 

time somewhat distant in practice. Much of the core staff o f REACH was drawn from 

the ranks of the DSFA. While the Director of REACH was technically the direct report 

to the General Secretary o f the DSFA this relatively straight forward looking 

governance arrangement was in reality somewhat complicated and less than explicit.

Indeed when the REACH Agency was being established in 1999 consideration was 

given to creating a direct reporting channel between the Director of REACH and the 

Minister for Social and Family Affairs, however this was not pursued. As the 

conceptual design o f the PSB envisaged cross-departmental collaborative working 

arrangements this might have been a fruitful avenue to pursue at the time. The Public 

Services Management Act 1997 (Section 12) enabled this type o f collaborative 

arrangement to operate within the Public Service.

REACH as an agency within the DSFA was given a mandate to develop the PSB. This 

was basically an unusual role for an agency within a social welfare department. It also 

had a key role to play within the eGovemment space associated with public service
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modernisation and online service delivery. The historical reasons for this development 

have already been outlined.

However the multiplicity o f actors within this space led to a fractured governance 

structure that possibly led to some o f the inertia that afflicted the PSB project and also 

possibly detrimentally influenced the development o f the eGovemment element o f the 

Public Service modernisation agenda (R16). The multiplicity o f influencers within the 

REACH Agency posed problems for REACH management (R13). This was a 

significant difficulty as they had multiple reporting channels to respond to. 

Management within REACH were reporting to the Secretary General DSFA; taking 

advice and instructions from their parent Department DFSA; negotiating with CMOD 

for funding approval from 2005 onwards and the ISPU for development advice in the 

design stages o f the PSB. REACH management also had obligations to the Secretary 

Generals Group regarding progress; to the “Implementation Group of Assistant 

Secretaries; the eStrategy Group; the eCabinet and the REACH Board” (R12). The 

management levels within REACH found this level of oversight to be unnecessary, 

burdensome and overly complicated (R12). This type o f governance structure appears 

to have been unprecedented within the Public Service before or since. Overall there 

was a complexity associated with the govemance and reporting structure o f the 

REACH Agency and ultimately with the PSB.

Figure 6.4 below outlines the complexity of these arrangements
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Figure 6.4  The REACH Agency Governance Structure. Source C«&AG Report, 2007:53
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In concept and design, the PSB was an innovative but complex cross-departmental 

initiative, requiring collaboration, consultation and co-ordination between the Reach 

Agency and other public service agencies if  the projected benefits o f the PSB were to 

be achieved. Strong and proactive management o f the required organisational changes 

across several departments was necessary to ensure the required technical co

ordination and systems integration happened, and that there was take-up o f the system 

by departments and agencies (C&AG 2007).

The complex reporting and governance structure that applied to the PSB was not 

specifically designed but rather evolved over time due to the number of stakeholders 

involved. This may have been due to the fact that there was no single owner or 

sponsor o f the PSB Project. Formal oversight and direction o f the strategic issues in 

connection with the Broker project was undertaken at a variety o f levels. The 

eCabinet Committee on the Information Society received regular briefmgs on the 

status o f Reach and the PSB and suggested and approved overall policy.

The eStrategy Group o f Secretaries General was a conduit to and from Government 

departments and agencies regarding eGovemment strategies and initiatives. This 

Group also received reports on the performance o f the REACH agency and the PSB 

development at each of their meetings (R12). While this group was at the forefront in 

championing the development of the PSB; underlying sectional interests such as 

territoriality; corporate identity branding and data retention surfaced later in the project 

that undermined this commitment (R13). The Implementation Group of Assistant 

Secretaries was asked to assist REACH in advancing issues of strategic importance for the 

PSB project and to report on these to the eStrategy Group of Secretaries General. 

Following the Government decision to establish the Reach Agency, an 

interdepartmental/local government consultative group was also established to assist the 

eStrategy Group in co-ordinating actions across departments and agencies. However, the 

group structure proved unwieldy and a requirement for more effective direction was 

identified (C&AG 2007).

Consequently in May 2002, the REACH Agency Governance Board was established, 

under an independent chairman. This Board had representatives from ten Public Service 

departments and agencies (see appendix 6.3 for the membership of the Board). The Local 

Government Computer Services Board; the Health Boards (now HSE); several Local 

Authorities; CMOD; ISPU and REACH management were represented. There are 

differences of opinion among the representatives as to its effectiveness and there is 

considerable evidence that this Board was somewhat dysfunctional operating in an 

atmosphere of tension, disagreement and distrust (RIO; R16).
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Members of the Board who agreed to be interviewed during this research commented 

that they felt as if they were being by-passed in the decision making process. They 

commented on the lack of vision apparent at the Board Meetings which were 

considered to be unsatisfactory with a lack of IT understanding apparent at Board 

level. There was a widespread feeling that the REACH Board never really worked as a 

governance board should (R16; R17; R13).

This type of unease and disagreement in relation to direction and the approach to the 

procurement process associated with the engagement of external consultancy 

assistance, led to the Board being disbanded in January 2003. This group was later re

constituted as a consultative and communications vehicle for REACH and 

departments and agencies using its services, but did not meet formally (C&AG, 2007).

A new Board was established in 2003 comprising of representatives from each of the 

Department of Social and Family Affairs, the Department of the Taoiseach (ISPU), 

and the Department of Finance (CMOD) with an external, independent non-executive 

Chairman. The roles adopted by the new Board at its first meeting included:

■ to act as co-ordinator, to ensure that the interests of stakeholders in the Broker 

were being looked after;

■ to ensure that progress is on track and that issues are elevated to the 

appropriate authority;

■ to resolve or escalate policy issues that might arise; and

■ to sign off on Reach deliverables (C&AG Report, 2007).

The Director of REACH reported progress on activities formally to the Board, which 

met either quarterly or monthly if required. The format of this reporting covered 

activities ongoing at REACH, and occasional risk and fmancial reporting but was 

predominantly a commentary on progress to date and issues outstanding. The Board 

was active in attempting to address critical issues for REACH and the FSB as they 

arose, including procurement and budgetary issues, and responding to requirements of 

prospective partner agencies such as the Revenue Commissioners (C&AG Report 

2007).

In 2003, it was agreed by the eCabinet Committee that ‘corporate’ policy issues 

around the development of eGovemment would be facilitated by a central group 

drawn from ISPU and CMOD which would consult with other departments and 

agencies, and initially focus on the marmer in which they interoperate electronically. 

This group reviewed the design and implementation aspects of the delivery of the
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Broker. This group in essence became the real power brokers behind the PSB 

development.

From very early on in the mobilisation of the REACH Agency, resource allocation 

was a major issue (R13). REACH was also subject to central controls over resources, 

spending and projects by CMOD. It had to obtain the approval of CMOD before 

issuing the request for tenders (RFT) for the PSB. At the level of overall expenditure, 

the REACH budget was technically subject to the standard budget review and 

appraisal process within the Department of Social and Family Affairs. However, in 

practice, the proposed programmes of work and related expenditure largely arose from 

discussions at REACH Board level and direct contacts between REACH and CMOD. 

This was exemplified by the agreement in 2001, between REACH and CMOD that 

“REACH is to submit delegation material to CMOD in respect o f  its own projects ... 

independently o f the Department (of Social and Family Affairs)” (C&AG, 2007:55).

Reviews

The governance arrangements of REACH and the PSB were also significantly 

influenced by quite a number of reviews. These commenced in 2001 with a review of 

the scope of the PSB. According to REACH management this delayed the initial start

up of the Agency (R13). Following this, a 2003 review by Department of Finance 

(CMOD) recommended a revised scope for the PSB development. This approach was 

approved by the eCabinet. In 2004 the McDonagh Report^* was published. This 

Report presented a critique of progress regarding the decision to endorse the PSB as 

the framework for the integrated delivery of public services through multiple channels. 

In 2007, the third REACH Board requested a further review of the PSB and indeed the 

overall REACH Agency. This review coincided time wise with the C&AG Review 

(2007). The C&AG Review concluded in the January 2008 and was submitted to 

Government on the 4th of March 2008. One of its primary recommendations was that 

the REACH Agency and the functions relating to the PSB should be fransferred to a 

central department structure. It was agreed that the Department of Finance and 

particularly CMOD within Finance would take responsibility for the PSB following an 

assessment by CMOD (R7). Unusually for the Public Service this assessment and 

transfer happened extremely expeditiously with the result that on the 1st of April 2008 

CMOD decided to dissolve the REACH Agency and close the PSB. Table 6.2 

provides an overview of the amount of reviews that occurred in the lifecycle of the 

PSB.

McDonagh, J. (2004). Modernising Service Delivery, A Blueprint for Development and Change, 

Trinity College Dublin.
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Reviews of the REACH Agency 1999-2008

Review By Date Scope Result

P  REACH Board 2002 Examine Scope of PSB Reduced Scope of PSB

Department of 
Finance

2003 Review Progress and 
Scope

Reduced Scope of PSB

Dr. J. McDonagh 2005 Report Modernising 
Service Delivery

Informed opinion but no 
action was taken

y" REACH Board 2007 Internal Review Infonned external 
opinion on future of PSB

C&AG 2007 Report on eGovemment 
Progress

Contributed to 
closedown

OECD 2008 Report on Public Service 
Modernisation Progress

Contributed to 
closedown

Table 6. 2 Source Internal REACH Agency documentation

6.4 The Significant Influencers

The principal influencers in the development of the PSB were undoubtedly ISPU and 

CMOD (R 13; RIO). Both of these units were central to the development of the PSB 

as manifested in the formulation of the conceptual memo that influenced Government 

to endorse the PSB as the framework for the integrated delivery of public services 

through multiple channels, the initial vision of multi-channel service delivery. These 

departments have been described as “the mid-wives of the PSB” (R 13). The fact that 

the REACH Agency had been established in 1999 just prior to the Government 

decision ensured that a convenient vehicle for the realisation of this ambition was 

apparent. There was at this time enormous political focus on eGovemment which was 

unusual for IT Projects at the time (R6). It appears, as stated by one respondent, that 

'‘'’certainly a political agenda was driving the development o f the PSB" (R6). This may be 

evidenced by the fact that the decisbn to proceed with the development of the PSB 

was made at the first Government Cabinet meeting to be held outside of Dail 

Eireann^’ . However as developments unfolded over the following years political 

support for the PSB development was more rhetorical rather than real (R13). At the 

same time it appears that the REACH Agency preferred to concentrate on its own 

mission and time delays became a major issue for the other concerned parties (R 18).

ISPU

The ISPU within the Department of the Taoiseach saw its role as providing a sense of 

direction and prioritisation for eGovemment as follows:

■ establishing broad goals;

Dail Eireann is tiie Parliament of tine Republic of Ireland. This particular meeting was held in 

Waterford.
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■ providing a framework of policy and reporting; and

■ providing a means of encouraging certain strategic development areas.

The Information Society Policy Unit (ISPU) assisted the Implementation Group of 

Assistant Secretaries in their work (See Figure 6.4). It also administered a central 

Information Society Fund (ISF) that had been established in 1999. The purpose of the 

ISF was to evaluate, prioritise and approve IT projects for funding from the central IS 

Fund. This evaluation was carried out by a team comprising representatives of the 

Department of the Taoiseach (ISPU) and the Department of Finance/CMOD. The 

latter implemented the necessary administrative arrangements thereafter. Between 

2000 -2005 the ISF paid out €57 million in support of approved projects connected to 

the Public Service modernisation agenda, the majority of which went to eGoverrunent 

projects (C&AG Report, 2007).

CMOD

The role of the Centre for Management Organisation and Development (CMOD) 

within the Department of Finance provides a complex but general strategic focus for 

IT strategy and development across the public sector in relation to strategic direction, 

common servbes and common infrastructure (R 6). In 2003, it was agreed by the 

eCabinet Committee that ‘corporate’ policy issues around the development of 

eGovemment would be facilitated by a central group drawn from ISPU and CMOD 

which would consult with other departments and agencies, and initially focus on the 

manner in which they interoperate electronically. This group reviewed the design and 

implementation aspects of the delivery of the PSB. Both CMOD and ISPU were 

centrally involved in assessment of Reach proposals for funding from the ISF (C&AG 

Report, 2007). In fact CMOD and ISPU collaborated on the evaluation, prioritising 

and approval of projects submitted to the Information Society Fund (ISF).

The first action plan for implementing the information society required all departments 

and agencies to develop and publish their own specific eGovemment strategies, and 20 

departments or agencies did so. That requirement was not repeated in the second plan 

"'New Connections”. The Department of the Taoiseach accepted that separate 

strategies focusing just on eGovemment were ineffective, and that it was more 

appropriate that eGovemment initiatives should be an integral element of each 

department’s overall business strategy (C&AG Report. 2007). Since then, the ISPU in 

the Department of the Taoiseach reviews all departmental statements of strategy to 

ensure that technology development is being incorporated as a key element of 

departments’ business strategies.
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Several of the principal stakeholders involved in the PSB development offered 

differing and mostly unflattering commentary on the involvement, commitment and 

effectiveness of both ISPU and CMOD in this project (R9; R 10; R13). At REACH 

Board level it was suggested that REACH management; CMOD and ISPU formed a 

cabal that made all the decisions to the exclusion of the rest of the Board (R16). Other 

actors within REACH (R13) considered that ISPU and CMOD had hijacked the 

REACH Agency for their own exclusive interest i.e. the PSB to the exclusion of the 

other planned developments such as the ISSS or the data vault. In fact, it was alluded 

that the principal consideration of both CMOD and ISPU was to achieve short-term 

high positions in the EU Benchmarking process. Ireland slipped from first place in 

2001 and 2002 to 17“’ place in 2007, and this may have been a factor in the perception 

of the ability of the PSB to deliver on Ireland’s eGovemment ambitions. The next 

section will now examine the process of the development of the PSB in detail from 

inception to dissolutbn

6.5 The Public Services Broker

The conceptual vision for the Public Services Broker (PSB) envisaged a web-based 

system to integrate all services of central and local government and make them 

accessible on a one-stop basis (R18). It was envisaged that the public would avail of a 

range of channels including the internet, telephone, correspondence and personal 

callers via networks o f ‘one-stop’ office (R 13). The concept of the Public Services 

Broker was central to the eGovemment thinking and planning. The initial proposal to 

establish the PSB was approved by the Government in May 2000. It was to be 

implemented by REACH, a newly established Agency within the DSFA (R 18). The 

PSB would also provide a secure facility to store personal or business information that 

was routinely needed to facilitate access to a range of public services. The PSB was 

described as a system that would serve as a single point of contact for accessing all 

public services, offering 24x7 access to citizens over the internet and it was believed 

that this would eliminate much of the duplication and repetition involved in 

transacting business with Government (R12). Unlike the USA with the eGovemment 

Act o f 2002 there was no enabling legislation enacted to support the REACH 

Agency’s mandate and although many respondents referred the researcher to the 

eCommerce Act (2000) this act was not truly an enabling eGovemment legislative 

framework.
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6.5.1. The Beginning

The Pubhc Services Brolcer (PSB) was developed within the REACH Agency in the 

period 1999 -  2004. REACH had been established in 1999 as a unit within the DSFA 

with a mandate to develop an integrated social services system (ISSS) (R13).

The genesis o f  the PSB can be traced to ideas, discussions and dialogues within the 

Information Society Policy Unit o f  the Departm ent o f  An Taoiseach; CMOD and the IT  

section within the Department o f  Social and Family Affairs in the p erio d  1995-1999 (RI3). 

The actual PSB high-level concept was finally conceived between Department o f  An 

Taoiseach and CMOD (R6; R7). REACH was established with an initial budget o f  

€14.3million and was required to complete the following scope o f  work by 2002 (C&AG  

Report, 2007).

■ establishment and use o f Personal Public Service Numbers (PPSNs)

■ development and submission of proposals for national public services cards and 

public e-cormnerce strategies

■ development and acceptance of the public services card as the citizen’s key to 

public services

■ the issuing of the public services cards

■ the establishment and implementation o f a common database o f citizens’ income 

and means

■ the development and provision o f customer identity validation services by the 

Department of Social and Family affairs

■ integration of the processes for registration of births and issue o f the new PPSNs.

Its m andate also included a transformational dimension; the requirem ent to radically 

im prove the quality o f  service to personal and business customers o f  Governm ent and 

to develop and deploy and Public Services Broker to help agencies achieve that 

improvement (Smith, 2002). However following the Government decision o f  May 

2000 to endorse the PSB as the framework for the integrated delivery o f  public 

services through multiple channels, the initial vision o f  multi-channel service delivery 

becam e unwittingly whittled down to an IT project level only, with an overemphasis 

on its technical dimensions (M cDonagh, 2004). This analysis was supported by 

several respondents during the course o f the research (R19; R9)

Senior management at REACH were particular that the concept o f  REACH would be 

identified as an idea conceived o f  uniquely in Ireland (R12; R 13). It was innovative 

for the time involving a data vault; transaction monitoring m echanism and single point
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o f entry to the system. The concept was perceived by Government as a major element 

o f the country’s commitment to the evolving e-Europe environment. Most of the 

Government service delivery agencies were interested to an extent in the concept 

because at one level it meant that they did not have to engage in large-scale on-line 

service delivery development work themselves (R13). They were not, it transpires to a 

large extent, particularly interested in the idea o f large-scale organisational 

transformation. They merely saw the PSB as a mechanism for creating a new service 

delivery supply model for Ireland (R6). This was not unusual as indeed Holmes 

comments that:

“most o f  the problems in delivering e-government are organisational and political rather 

than technical (2001:10).

Figure 6.5 below offers an image of how the PSB as envisaged would operate.

Figure 6. 5 The PSB 2004
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The main priority o f REACH was then devoted to developing the systems that 

comprise the PSB and launching them (R 12). This involved analysing, consulting and 

working through various different proposal concepts to initially define and develop a 

documentable business and technical architectural proposal. The culmination o f these 

efforts comprised the set o f services that initially made up the Public Service Broker 

(R 12).

The REACH Board o f Management^” then requested that, in advance o f proceeding 

with the procurement, that management should fiirther refine its thinking on how the

“  The REACH Agency had a number o f  Boards o f  Management. This particular Board was the second 

Board and was established on 9'*' M ay 2005. See Appendix 6.2 for details o f  membership
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PSB should be designed and deployed and what features it should encompass. In 

parallel with this requirement it should be noted that the Board also sought and 

received, at Government and Departmental level, an indicative endorsement o f the 

PSB concept and o f the approach being adopted towards the development o f the PSB. 

At this time also modifications to the governance and project management process of 

the project were made, to streamline decision-making and to reduce any potential for 

delay. In the course of this review, REACH developed a more detailed and specific 

statement o f requirements. These re-defined requirements set out the management of 

r e a c h ’s views on the policy framework required to support the PSB, its technical 

and the security architecture required for the first phase scope o f services (Progress 

Update on the Public Services Broker, 20th June 2003).

Figure 6.6 below diagrammatically illustrates technically at a high-level what is 

involved in the PSB concept.

P S B  L<

Figure 6 .6  Source REACH Agency Documentation, 2007

The REACH Agency ultimately decided on engaging the Bearing Point Consultancy 

Company as the desired partner to build the PSB. Bearing Point remained a 

collaborative partner of the REACH Agency on the development and management of 

the PSB until the dissolution o f REACH and the windup o f the PSB (R8). The 

requirement for speedy and early deliverables was impressed on the preferred supplier 

from an early stage (R12) as it was a political imperative to have a functioning 

electronic service delivery mechanism that could showcase Ireland’s eGovemment 

capability (R12).

The PSB was expected to allow users to populate online forms and submit them to the 

back-end agency where the required level o f authentication was to be transacted. This
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design appeared adequate for most transactions but did not suffice for the more secure 

and confidential transactions such as payments or access to confidential information 

involving health records or employment screening (R19). The later components of the 

fully scaled model were expected to be capable o f higher levels o f authentication and 

the implementation o f full security frameworks and user access management system 

(R 12). It was envisaged that there would be differing security policies for the 

different services, to make sure that unauthorised access to data or to services without 

entitlement was not possible. However from an early stage technical issues associated 

with security and volume transactions continually presented themselves. This would 

become a regular feature for partners o f the PSB.

6.5.2 Early Endeavours

The early endeavours o f the REACH agency were characterised by considerable 

enthusiasm for what was achievable in a modernisation context. However even in the 

early period feelings o f confusion and lack o f direction manifested themselves over 

the strategic approach to be adopted and the fact that development o f the PSB had to 

all intents and purposes been ‘hoisted’ (R 13) onto REACH. There was perceived 

interference from the ISPU unit at the Taoiseach’s office and CMOD as manifest in 

the development o f the Donegal Integrated Service Delivery Project (D lSD Pf’ (RIO; 

R13). There was confusion as to the roles o f the different principal actors. There w'ere 

uncertainties as to how the technical architecture should be constructed and there were 

intermittent delays to the overall plan due to reviews and re-planning exercises (R6; 

R7).

Since its original inception the understanding o f the PSB model underwent several 

iterations (R 13). Some o f this appears to have been a result o f lack o f conceptual 

clarity (R9). Issues such as data protection and privacy developed over time more 

than what was originally considered necessary. The idea o f public consent was integral 

to the concept o f the PSB as it was designed to manage and protect citizens’ personal 

inform atbn (R12). This required a level o f security that necessitated considerable 

development as the PSB developers and management were conscious o f the need to 

protect the integrity o f the government guarantees in this regard (R13). The validation 

o f the Govemment identity brand “ the Harp” was at all times a central consideration

DISDP was the Donegal Integrated Service Delivery Project operated by Donegal County 

Council and the REACH Agency.
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of REACH management and may have influenced their devotion to the levels of 

security that were implemented for the PSB.

Evidence o f a growing sense o f frustration within REACH at not having moved 

fiarther down the road to delivering the public interface o f the Public Services Broker 

model also surfaced (R 6; R7). This sense o f frustration was also beginning to 

manifest itself in the wider Public Service and importantly also at the Department of 

An Taoiseach and CMOD levels. Within the REACH Agency it was felt that the 

development o f the PSB was also being hindered by the requirement to constantly 

meet EU Benchmarking levels (R12).

6.5.3 Development Phase

Having identified the requirements o f the PSB, management at the REACH agency 

charged with the development o f the PSB initially produced a ‘Statement o f Intent’ 

(July, 2000). This was followed in September of the same year with the launch o f a 

website and the recruitment o f staff

In April 2001 testing of elements of the PSB’s system began in the form of a ‘proof of 

concept^^ to identify technical requirement. This was followed in August 2001 by a 

further “proof o f concepf’ on the software required to support the PSB. Following 

this, (December 2001) REACH commenced work with the Local Government 

Computer Services Board (LGCSB) to integrate the proof of concept software with the 

Local Government Computer Services Board’s forms repository. This was necessary 

to meet short-temi benchmarking goals associated with EU 2002 Benchmarking 

processes. The resulting ‘prototype’ system, referred to as REACHservices Version 

0.1, went live in April 2002. This version of the Broker was hosted by the LGCSB and 

featured on-line forms and identity validatbn by means o f a linkage to the Department 

o f Social and Family Affairs’ IT systems (R16).

Following this the REACH Agency was given approval in April 2001 to initiate a 

procurement process to secure the services o f a partner to build, deploy and operate 

the PSB. This procurement process was conducted as a negotiated procedures process 

under EU rules that apply to all Government procurement business (R7). Expressions 

of interest were invited in January 2002. The request for tenders for the Broker was

Proof o f  C oncept is an industry established process designed to test the viability and overall direction o f 

the design. It also potentially  provides feedback fo r budgeting, business planning and project control.
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signed off by the DSFA in March 2002 and by CMOD^^ in July 2002, and issued to 

vendors, based on a set of developed high-level requirements (C&AG Report, 2007). 

This was interesting as the DSFA were centrally involved with REACH/PSB at this 

stage and it was later in the day that CMOD assumed responsibility for the approval of 

PSB work and development.

In May, 2002, an interdepartmental Governance Board was also established which had 

representatives from a number of Government Departments and Agencies to oversee 

r e a c h ’s work (See Appendix 6.3). In late 2002 this Board was mandated to 

undertake a review o f the PSB on the basis of the responses received from the bidders. 

The Board decided to recommend proceeding with a revised and less ambitious first 

phase of the Broker. In May 2003, the eCabinet Committee^'' agreed that a more 

limited scope Broker (i.e. Version 1) should be built and that the REACH Agency 

should proceed with the process (C&AG Report, 2007). The Bearing Point Consulting 

Company was selected to build and service the PSB (Version 1) in February 2004. In 

all it had taken from April 2001 to May 2003 to get eCabinet approval for the scope of 

the PSB to be defined and agreed. The plan was to have it operational by August 2004. 

However as development progressed this target was difficult to achieve. In early 2005 

the target dates for the “go-live of the PSB was revised to July 2005. Significant 

difficulties had arisen in the detailed design and build of the technical elements of the 

system. Eventually the public facing functional PSB was delivered in December 2005.

According to the consultants employed, these difficulties centred around confusion on 

how to get to the original “one stop shop idea technologically”. And also the fact that 

the technology specifications were completed before Bearing Point arrived (R9). 

^'They (REACH) lost focus on how to achieve this (R9/ The project was unique in that 

it seemed to get “scope diminish” rather than scope creep. REACH had a huge 

ambition around eGovt and eCommerce hit it never actually took o ff as people

CMOD play a lead role in approving all IT related procurement processes and contracts in the Public Services.

*'*The Government init iated the e-Cabinet project in order to avail o f  the benefits o f information and communications 

technologies (ICTs) to deliver efficiencies in the Cabinet processes and to facilitate the development o f new 

information sources.

Specifically, it was designed to focus on 4 key aspects o f  the Cabinet process

• Electronic distribution and management o f Cabinet papers

•  Use o f technologies to improve presentation of complex issues at Cabinet

•  Use of technologies in direct support o f Cabinet meetings and

•  Creation o f new information resources.
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expected (R8). People were pretty naive at the time; however people have become 

more realistic about what can be achieved by technology since ” (R9).

Bearing Point Consulting was responsible for the technical elements o f REACH but 

the service development issues were the responsibility o f REACH. Many felt that the 

project had become a technology project not a transformation vehicle for the wider 

Public Service.

The consultants and most employees perceived that there was a lack o f leadership that 

particularly manifested itself in a growing sense o f frustration (R8; R9; R21). Around 

the Project Board table it appears that the loudest voices that were heard were not the 

most perceptive or the most innovative (R9; R16; RIO). There was very little or no 

pragmatism, few could see or articulate what the business wanted. There was no clear 

evidence o f benefits to the citizen but there were lots o f arguments about small things 

e.g. PC screens; menu options colours etc (R9). It appears that REACH management 

were paranoid about security and there were either un-clear or non-existent guidelines 

for anybody to follow in either work or development or strategy (R 19).

The consultants felt that the external players; Department o f An Taoiseach; CMOD 

and other Departments were becoming bored. was also obvious that CMOD were 

frustrated by the rate o f progress" (R7). Many observers commented on the lack o f 

business effort by REACH to encourage more users and partner agencies (R 9; R 14). 

An example quoted was the “Forms Service’' where it transpired that only one Agency 

used it. "In all 1 think only 11 forms were ever actually used or demanded. Apparently it 

cost 60,000 Euro per form  A respondent confided that he heard this in total disbelief 

at a management meeting one day and expressed disbelief that nothing more than a 

casual conversation ensued on the issue (R9).

Several respondents commented that the REACH Agency lacked political clout to 

drive issues through to a conclusion e.g. the onward development o f its services. There 

was no real Government involvement in the later stages o f the project. The 

development of REACH occurred at an incredibly slow pace over the course o f nine 

years fi'om 1999-2008. However an analysis o f the systems actually delivered by the 

PSB offers an interesting insight into the evolution of the PSB during the period in 

question. Table 6.3 outlines the major milestones in its development lifecycle.
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Table 6. 3 Longitudinal Events History Public Services Broker

Longitudinal Events History PSB Year Agencies Involved Objective

Establishment o f  Information Society Commission 1998 Dept o f  An Taoiseach
Advise Government on IT developm ent in Ireland 
Ceased operations in 2005

Information Society Action Plan 1999 Dept o f  An Taoiseach Strategy Plan for IT Developm ent in Public Services

REACH Agency established 
REACH Agency Formal Launch

1999
2000

DSFA
To develop the Integrated Social Services System (ICCS) for income support across 
departments

Lisbon EU  Agreement 2000 European Union cEurope Action Plan 2000

Government Endorses the PSB 2000 Government; Dept o f  An Taoiseach; Dept o f  Finance Approval o f  PSB Concept

REACH Statement o f  Intent 2000 REACH Proposed flmctionality published

REACH W ebsite Launched 2000 REACH;LGCSB List o f  Forms; services etc.

REACH Agency Mobilisation 2001 REACH; DSFA Staffing; Recruitment; etc.

EU Benchmarking Process 2001 REACH; LGCSB Ireland come 1 ’

Donegal Integrated Service Delivery 2002-05 Donegal County Council; REACH Integrated service delivery project in county Donegal commenced

Consultancy Services Acquired 2001 CapGemini; REACH Project expertise assistance brought on board

REACH Services version 0.1 2002 REACH;LGCSB; DSFA On-line forms; p ro o f o f  identity; links to DSFA

RFT to build PSB 2002 REACH; CMOD; DSFA Issued to vendors based on set o f  high level requirements definition

Establishm ent o f  1  ̂ Board 2002 Representatives o f  various Government Agencies High-level supervision

■ "R EA C H  Review 2002 REACH; CMOD Review o f  PSB scope

2"^ e-Europe Action Plan 2002 European Union Strategy Plan for IT developm ent in EU For period 2002-2005

N ew  Connections Published 2002 Dept o f  An Taoiseach Strategy Plan for IT in Irelands Public Services

1" REACH Board Disbanded 2003 Representatives o f  various Government Agencies Disbanded; Board was basically ineffectual

eCabinet Approval for PSB 2003 eCabinet; Dept o f  An Taoiseach; CMOD Approved Recommended reduced scope for PSB

Engagement o f  Contraitors 2003 Private contractors S taff and expertise augmentation

2 “* REACH Board Established 2003 REACH; DSFA; CMOD; Dept o f  An Taoiseach Independent Chairman Reduced Board Membership

Consulting Company Contracted 2003 Fiearing Point Consulting Build and service the PSB

Inter Agency M essaging Service
REACH, DFSA; Dept Agriculture; General Record 
Office

M essaging system between Departments
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General Rccords Officc (LES'l ) Project 2003 REACH; DSFA; GRO Birth o f  child trigger event for Child Benefit Payments

General Records OfTice (DEVS) Project 2003 REACH; DSFA; GRO Death o f  individual trigger event for stop o f  pension payments etc

Inter Agency Messaging Service REACH A standards-based method for agencies to exchange documents and data with each other

The Interoperability Framework REACH A standard set o f  guidelines for public scrvicc agencies to use in developing their ovvn 
internal and external facing systems

Revenue and Dept o f  Agriculture Project 2003 Revenue; Dept o f  Agriculture; REACH Refund o f  VAT and excise duties on agriculture exports

Second REACH Board Established 2003 REACI I; CMOD; DSFA; Dept o f  An Taoiseach Monitor Progress; Sign o ff on deliverables

PAYE Project with Revenue in development 2005 REACH; Revenue Enablement o f  on-line income tax returns

PSB Go-live 2005 REACH

PAYE Project went Live 2006 REACH; Revenue Enablement o f  on-line income tax returns and identity authentication

Criminal Justice Integration 
Pilot Project (CJIPP)

2005-08 REACH; Courts; An Garda Siochana Exchange o f  summonses; court outcomes; warrant records; court schedules

Comptroller & Auditor General 
Report 2007 REACH; Dept o f  Taoiseach; CMOD Report on eGovemment

Draft 3rd o-Strategy 2007 CM OD Draft Strategy for future development o f  IT in Ireland Public Service for period 2007-2009. 
Internal Document not published.

j"* REACH Board Established 2007 REACH Board; CMOD Governance and review

kevicvv Instituted 2007 REACH Board Assess viability o f  PSB and technology

Repoit 2008 OECD Review Public Service in Ireland

Government Decision 
. .'diisfcr R EA C I1 to Dept I'iiiaiiec 1/3/2008 REACH; CMOD Strategically re-positioning o f  REACH Agency within Dept o f  Finance

i^iisoiulion o f  REACI I Agency 
Abandonment o f  PSB 1/4/2008 REACH; CMOD Closedown o f  Pffi

(Table 6.3 Public Services Broker Key Events 1999-2008)
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Go-live

On the 05/05/05 a newly developed and interim version of the PSB went live (R12). 

This new version of the PSB allowed for secure user registration for online services 

via the internet. By registering with REACH a citizen could conduct transactions with 

Government from one central access point, at any time.

Public users did not have to provide the same personal details e.g. name, address, etc. 

every time as the PSB stored these personal details securely

Every time a user applied for a particular Government service the application form 

automatically displayed some of the details provided when initially registering. 

Payments could be submitted for services online;

A life history of all transactions was available within the PSB

Registration details could be updated by supplying a Public Service Identity (PSI) 

details for verification against records already held by the Department of Social and 

Family Affairs.

The final fully functioning version of the PSB was not available until December 2005. 

This level of success, while a relatively subjective measurement, appears to have 

contributed to the sense of achievement within the project and motivated staff to 

continue into fiirther development phases. However concern was rising at the 

escalating level of costs associated with the continuing development of the PSB

Costs

The C&AG Report (2007) calculated the cost of the development of the PSB at 

€36,995,000 up to the end o f 2005 (See Table 6.4 and Appendix 6.4 for detail) and 

also noted that ongoing operating costs for the PSB would also be substantial. Indeed 

while the REACH Agency cost €14.7 million in 2006, the C&AG estimated that this 

would be the expected level of costs of maintaining and running the PSB each year 

thereafter f*ara:3.32). At this point stakeholders within the Department of Finance 

were becoming increasingly uneasy at the slowness of progress and the scale of the 

ciunulative costs of the PSB (R6; R7).
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Direct Project Costs € 0 0 0

Broker Version 1 design/build 20,908

Procurement costs 3,287

Broker ‘proof o f  concept’ 285
REACHservices.ie website 490

Donegal Integration Project 484

Branding o f  the Broker 230
Advertising, communications for the Broker 67

Total direct project costs 25,742

Project overheads

Salaries 3,344
IT maintenance 2,432

O ffice machinery 1,444

Telecommun ications 663
Other (accommodation, premesis, expenses, etc) 3,370

Total project overheads 11,253

Total expenditure 36,995

Table 6. 4 Costs of the PSB. Source C&AG Report, 2007

As the national economic slowdown deepened in 2008 the issue o f costs across the 

wider Public Service became more acute and several respondents suggested that this 

was a more likely reason for the dissolution o f the PSB. However prior to this it was 

necessary to establish how the PSB would operate at the front or customer end and 

consequently the Donegal Integrated Service Delivery Project (DISDP) was chosen as 

a pilot site.

6.5.4 The Donegal Integrated Service Delivery Project

In conjunction with the on-going development o f the PSB a number of sub-projects 

were also in progress either within the REACH Agency or associated with it. These 

projects were expected to forni part of the central hub o f business that would 

transform service delivery within the Public Service (R 10). One such initiative was 

the Donegal Integrated Service Delivery Project (DISDP). This was an early initiative 

to pilot test the concept of integrated electronic service delivery. In the early 1990s 

Donegal County Council re-assessed how service delivery could be improved and 

provided more locally. They then decided that a localised service delivery model 

offered the best potential for quality public service deliveiy in a dispersed rural county 

like Donegal (R 10).

The DISDP involved the development of the one-stop shops (Public Service Centres) 

and a pilot test of the concept of a service delivery mechanism which would be 

enabled by IT in due course.
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The Donegal Integrated Service Delivery Project was formally inaugurated in June 

2001. The partner agencies involved included the Department o f Social & Family 

Affairs, FAS, North Western Health Board and Comhairle.

The project was sponsored by the REACH Agency and also received funding from the 

Information Society Fund. The project already had a readymade infrastructure, with 

four new centres nearing completion at the time (Camdonagh; Milford; Letterkenny 

and Dungloe). The initiatives undertaken were all aimed at developing a localised 

service delivery model using the Public Service Centres as the first point o f contact. 

Figure 6.7 is a conceptual representation of the Public Service Centre (DISDP) 

concept showing citizen access across a range o f services.

The Public Service Centre concept
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Figure 6. 7 DISPP (Source Kieran, 2004)

The REACH Agency had a dual interest in the DISDP. It needed a site to test and 

pilot the PSB in operation and more importantly the PSB would require a public 

services structure enabled for electronic delivery if it was to make a significant impact 

on the service modemisation agenda then being promulgated. The proposal resulting 

from this collaborative effort was submitted to the Information Society Fund (ISF) and 

to the REACH Agency in 2002 who agreed to fund the project through the REACH
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Agency on condition that REACH and the Donegal Project team would collaborate 

and that the Donegal outputs would be aligned with the REACH agenda (RIO).

In 2002 at the same time, the PSB procurement process was progressing, and it 

appears that the ensuing difficulties required that all o f the REACH Agency attention 

was directed towards this process. Simultaneously DISDP was researching issues 

considered of significance and relevance to the PSB development without any real 

level o f connection to REACH’S central development process (RIO). CMOD were 

now involved at DISDP Project Board level and views expressed in hindsight (RIO), 

consider that this involvement may have raised awareness o f possible competition or 

conflict between the DlSDP’s aims and ambition and those o f the PSB. Successful 

execution and implementation o f the DISDP work programmes could have led to the 

development of a potential PSB substitute or alternative in County Donegal (DIO). In 

June 2003 CMOD and REACH decided that the Donegal project should not proceed 

with prototyping and should work on research into integrated means testing instead. 

REACH also asked for research to be undertaken into issues o f relevance to the PSB, 

such as customer and agent authentication, identification and rules around updating 

information and data. This was referred to as constructing a “paper broker” with the 

Donegal Project expected to design and work out issues on paper that could 

subsequently be replicated in the actual PSB design (RIO).

REACH management expressed reservations at the contents of the DISDP research 

work and CMOD withdrew from direct involvement in the project opting to remain at 

the strategic level rather than any direct involvement.

Central government agencies, such as REACH, CMOD and the ISPU appeared to 

have lost interest and became preoccupied with the procurement process and power 

struggles around the development o f the PSB (RIO). It appears that following a visit 

to the DISDP that some o f the central players in the PSB development space were not 

significantly impressed with the DISDP e^qiressing the sentiment that “it was only 

partially successful ” (R6) and that “a// they are doing up there (in Donegal) is opening 

shops (R7). Sources close to the DISDP commented that the central players were 

uninterested and uninspiring and could not see the potential for public service 

transformation, ^There was little visible co-ordination or leadership from the central 

government agencies and innovative work suffered as a result (RIO). It may even be that 

the DISDP became almost a pawn at times in the power struggle between REACH, 

CMOD and ISPU (DIO). Power struggles appeared to have occurred continuously 

during the development o f the PSB (R16) between the main players at the centre 

(CMOD, REACH and the ISPU) and this did not help the development o f the DISDP
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(RIO). The need for co-ordinated leadership o f the service modernisation effort at 

central government was not apparent (R8; R9). While the concept is still in operation, 

the C&AG Report (2007:para3:16) states that "'the planned delivery o f integrated 

services based on the PSB through kiosks, one stop shops, by phone, post etc has not been 

achieved^'.

The next section will examine what was achieved by the PSB during its life time.

6.6 Realising the Vision

Following the July 2005 introduction o f the second version o f the PSB, Ireland had 

basically reached, albeit in a limited fashion, the transactional level o f eGovemment''^ 

This was identified in the C&AG Report in the following fashion, "the PSB was a 

piece o f  enabling technology which handles message passing, identity authentication and 

security. It is a piece o f  infrastructure built to an industry leading design which should 

prove to be sufficiently open and robust to allow future technologies to connect to it” 

(C&AG Report, 2007:3.18). The draft report on the “Knowledge Society"’ for 

consideration by the Group o f Secretaries General, commented in a similar vein that 

since “7999. Ireland has achieved significant progress in terms o f  delivering public 

services on-line'" (Draft e-Strategy Report on Knowledge Society 2007:27).

However the OECD Report (2008) did not share this sentiment, remarking that the 

visionary approach adopted in the PSB had experienced several setbacks and had 

fallen short of expectations. The Report noted that it was not linked to enough online 

services and its centrepiece; -  the PSB online authentication service was generally 

considered to be user unfriendly as its registration process involves both online and 

mail-in procedures, resulting in a lengthy and complicated process (2008:30). It also 

commented on the general financial out-turn on eGovemment projects (including the 

PSB) estimated in the period 2000 to 2005 at almost €420 million.

The OECD Report (2008), fiirther comments that there were no real rewards for those 

willing to take risks by working with the PSB. This was supported by several 

respondents during this research (RIO; R 14).

eGovemment has been categorised as going through four phases; presence; informational; 

transactional and transformational phases (Gartner, 2000).
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However evidence exists that there were several Departments and Agencies prepared 

to engage with the PSB in the pursuit of integrated service delivery and to achieve the 

vision of the public services modernisation agenda. Included among these departments 

were Agriculture; Revenue; An Garda Si'ochana; the Courts Service; Health 

(Government Registry Office) and the DFSA.

To enable the integration of services across the Public Service via the PSB the 

REACH Agency succeeded in developing the “Inter Operability Framework” with 

standards that were known as ‘REACH Inter Operability Guidelines’̂ *. These 

standards outlined for interested partners how interoperability with the PSB would 

occur. The “Interagency Messaging Service’' which formed part of the reform agenda 

within the General Registers Office (GRO) was also successfiilly developed (R15). 

This necessitated new legislation, new business practices and a whole new IT system 

within that agency. The GRO initiative also involved the parent department of 

REACH the DSFA. Associated with this initiative was the DEVS Project (Death 

Event Validation Service and the DEPS (Death Event Publication Service). These 

projects required the collaboration of the Department of Social and Family affairs 

(DSFA); Client Identity Services (CIS); Service Delivery Modernisation (SDM), 

Child Benefit (CB); General Registrars Office in the Department of Health and 

Children (GRO) and the REACH Agency (R15; R13). The overall objective was to 

achieve significant improvements in customer service and administrative efficiency 

(R11). This was enabled by combining IT applications to provide seamless integration 

and proactive delivery of a number of separate services across different agencies, 

triggered by the underpinning principle of the PSB i.e. single life event” (R13). 

From an IT perspective, DSFA used this project as a catalyst for the creation of a 

nascent 'Internal Broker' to facilitate enhanced communications between internal 

systems (R ll). The early notification to the parents of children's PPS Numbers 

facilitated speedy access to and registration for other pubhc services such as health 

(e.g. immunisation) , travel, education, child benefit; pensions etc (R 15) ( See 

Appendix 6. 2 for details).

Several Departments/Agencies appear to have been committed to supporting the 

Public Service Modernisation Agenda and embraced the concept of the PSB as a 

mechanism to achieve this.

The Inter Operability Framework standards were published on httn://ww w .sdec.ie.
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The Revenue Commissioners were enthused by the concept of on-line service delivery 

through the PSB with the intentbn of enabling access to their own Revenue Online 

System (ROS) (R14). This project was exactly the type of work that the PSB was 

designed and built for and it was operationalised in mid 2006. The PSB also facilitated 

an export refund scheme between the Department of Agriculture and Food and the 

Revenue Commissioners that proved quite successful (R15). The C&AG Report 2008 

(para.3.38) stated that ten of the Government departments and agencies professed to 

using the PSB in one form or another.

In late 2005 An Garda Sfochana; the Courts Service and REACH, under the patronage 

of the Department of Justice, Equality and Law Reform, engaged in a dialogue to 

investigate how an interoperability project within the criminal justice family could be 

commenced via the PSB (Rl). This project became known as CJIPP (Criminal Justice 

Interoperability Pilot Project). It was designed to facihtate the exchange of 

summonses’’’; court outcomes; bail and court schedules. It was designed to utihse the 

PSB as the interconnector between both organisations. The project commenced proper 

in 2006 and proceeded somewhat more slowly than anticipated into 2008 due to a 

variety of issues such as, inter-connecting problems; competing demands and co

ordination issues (R2). The CJIPP project was one of the projects still under 

development when the PSB was closed down in April 2008, requiring both An Garda 

Sfochana and the Courts Service to re-plan and redesign (R2). The CJIPP Project was 

successfully implemented by both An Garda Sfochana and the Gsurts service in 

November 2008. This project experienced significant problems during the course of its 

technical development in that there were three distinct entities REACH; An Garda 

Sfochana and the Courts Service attempting to collaborate successfully together. At 

the outset both An Garda Sfochana and the Courts were willing to be advised by 

REACH but as the project progressed significant governance issues, technical 

constraints occasioned by the inter-operability guidelines and weak communication 

processes began to manifest. The Project was overseen by a Department of Justice 

chaired (CJIPP) Project Board that met regularly and agreed proposals and plans. 

However the day to day operations were overseen by an independent contractor 

engaged by REACH who had difficulty in bringing closure to the many issues that 

regularly surfaced (R20). This project was symptomatic of much of REACH work. It 

was an excellent idea that offered significant benefit to the client departments An 

Garda Sfochana and the Courts Service however progress was painfully slow due to 

the requirement to operate within the REACH framework guidelines (Rl). The project

A summons is a command to appear in Court; signed by a District Judge; alleging a 

breach o f  the criminal code against a named person or organisation. (District Court Rules).
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was completed in November 2008, following the demise o f REACH and the PSB, as a 

joint data exchange project between An Garda Siochana and the Courts Service (R2).

During the lifetime of the PSB (1999-2008) the projects articulated above proved to be 

successful and these successes were mirrored in a variety of awards and honours that 

the PSB and the REACH Agency achieved. Examples o f these include successful 

nomination for an award under the eEurope Action Plan (2002). The E.U. Commission 

proposed a number o f eEurope Awards'"* between 2003 and 2005. The REACH 

Agency's Inter-Agency Messaging Service (lAMS) was nominated for such an award. 

The submission entitled 'Implementing a messaging infrastructure fo r  intra- 

Governmental cooperation' was selected under one o f the competition's three 

categories - "European, central and local government eCooperation" (R15/ Other 

successes achieved by the REACH Agency in e-Govemment awards competitions 

include runner-up in October 2005 in a study benclimarking e-Govemment websites. 

REACH further achieved second overall among Irish Government websites in a 

comprehensive usability study produced by content experts IQ Content. The 

REACHservices.ie, also scored joint 1st with leading UK government online services 

from a user functionality perspective and is described as having an 'impressive 

infrastructure' (Study Published by IQ Content, Oct, 2005).

In 2005, REACH also made the shortlist at an EU e-Govemment Conference 

(Manchester, U.K.) and again at the Ireland’s Public Service Excellence Awards 

2006® ,̂ the PSB Project was an award winner. In January 2006 REACH also achieved 

further success at the 'Iimovation Through Technology' Awards where the 'Best 

Partnership Project' category winner was the e-SAD’° Project.

These successes suggest an image and reputation that was gathering momentum and 

begirming to exercise a sizeable role within the national public service modernisation 

and eGovemment programme. However darkening clouds were gathering on the PSB 

horizon, costs, slow implementation, reputation damage and identit)' crisis were 

beginning to become the hallmarks of REACH rather than successes. The citizens of

The European Institute o f  P ublic A dm inistration in M aastricht (N L ) <ittD:/^www.e- 

euroneaw ards.org  ̂ prom oted awards to energise the eG ovem m ent agenda..

The Public Service Excellence Awards single out and reward public service projects and initiatives 

throughout Ireland, across the entire public sector, that have improved the quality o f  services or 

administration for citizens

eSAD was- a joint project between REACH, the Department o f  Agriculture and the Revenue Commissioners. 

The project used the REACH Public Services Broker to let exporters submit declarations to the Revenue and to the 

Department o f  Agriculture.
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this country did not really identify with the PSB or REACH (R8, R20). Political, 

interest was also waning and there was no perceived sense of outrage as Ireland 

slipped to 17th in the EU Commission benchmarking process’* by 2007 (C&AG 

Report, 2007). CMOD had continual concerns around the rate of progress and viability 

of the PSB. They considered it to be a “heavy IT engineering project” rather than a 

service modernisation initiative (R&). "REACH turned the concept o f the PSB into an IT 

project” (R7).

6.6.1 W hispers in the Forest

While the contract to develop and service the PSB (Version 1) was signed in February 

2004 with the Bearing Point consultancy company, with a target to have it operating 

by August 2004. Delays in completing the project occurred for a variety of reasons, 

resulting in the PSB being fmally completed in December 2005. Table 6.5 outlines 

what elements of the planned scope of the PSB that actually came to finition.

PSB Components Not
Delivered

Enabled Partially
Delivered

Delivered as 
Expected

Client authentication X

Identity Management X

Certificates X

Access M anager X

Search Engine X

Forms X

Agency Services 
Directoiy

X

Transaction Manager X

Episode Knowledge 
Directory

X

Data Vault X

Means Data X

Personal Data X

Entitlements X

Relationships X

Secure email X

Table 6 .5  Planned Scope of PSB (Source C&AG Report, 2007:44).

’ ' CapGemini/EU Commission Benchmarking the Supply o f  On-line Public Services, SqDtember ,2007
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The REACH Agency did not deliver the ISSS’  ̂ and responsibility was transferred to 

other parts o f the Department o f Social and Family Affairs. The idea o f the “Data 

Vault” was also dropped on ground of cost, complexity and concerns around integrity 

o f sensitive data pertaining to other departments. The delays in delivering a viable 

PSB to the Public Service created a sense o f unease across many departments. While 

the PSB was taking considerable time to evolve other Government Departments were 

also evolving in their thinking regarding integrated service delivery (R6). The concept 

o f the front facing element of the PSB, the Donegal Integrated Service Delivery 

Project (DISDP) while successful on the local front was not replicated in other 

counties or local authority areas. REACH and CMOD adopted a passive as distinct 

from proactive roles in the DISDP project from early 2004 (RIO). CMOD thinking 

was already moving towards web-based “Google type service provision”, where 

according to respondents, if a citizen wanted information on a driving licence for 

example they simply “Google it” (R7).

As previously indicated CMOD had a complicated role within the public service. 

CMOD in conjunction with the Information Society Policy Unit o f the Department of 

An Taoiseach supported the idea of the PSB as a cornerstone of eGoverrunent 

development in Ireland. CMOD was also acutely aware because o f its “sanctioning” 

position within the public ser\'ice, that many of the smaller public service departments 

would not be able to deliver significant eGovemment initiatives on their own (R7). 

However it is apparent that CMOD’s enthusiasm for the PSB faltered as delays in the 

scoping o f the design specifications were followed by delays in the delivery o f the 

enabling architecture. These issues coupled with escalating costs associated with the 

heavy reliance on consultancy serv’ices led to a dilution of trust and confidence in the 

management of the REACH Agency (R7). This was a significant development in the 

lifecycle o f the PSB as basically the policy formulators had lost confidence in the 

design; methodology and application of the PSB. CMOD considered the PSB a failure 

a long time before the dissolution (R6).

The confidence o f the REACH management team similarly began to unravel as 

development timeframes extended (R12). It actually took from June 1999 (set up of 

REACH Agency) until July 2002 for the details o f the request for tender (RFT) for the 

PSB to be developed. This was a period characterised by uncertainty as to what was

72
The strategic social services integration project that was originally envisaged for delivery by the 

REACH Agency when it was commenced. Over the period 2002 to 2007, responsibility for implementing 
the other elements o f  the iSSS. such as the development and issuing o f  Public Service Cards, was 
transferred from Reach to other units o f  the Department o f  Social and Family Affairs.
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required (R13) and unease at the investment in the “intellectual development process” 

(R6) within REACH as to what exactly the PSB would be expected to do. Following 

this the scope of the PSB was not approved at the eCabinet level until July 2003 and it 

took until December of the same year for the Bearing Point Consulting Company to be 

selected as a collaborative partner. Delays were further compounded by the constant 

reviews that the REACH Agency was subjected to during the course of the 

development of the PSB.

Partner Agencies that interacted with the PSB had differing opinions on the benefits 

realisable from the PSB. The Department of Social and Family Affairs in collaboration 

with the Department of Health and the REACH Agency successfully implemented the 

GRO Project and its sub-projects DEVS and DEPS (R15). These projects have 

brought realisable benefits since implementation in 2003. The exchange of export 

refiind information between Revenue and Department of Agriculture also appears to 

have been successful. However Revenue is not quite as satisfied with their PAYE 

authentication project through the PSB (R14). Management at Revenue, having taken 

the decision to utilise the PSB as further step in their own modernisation plans were 

distinctly unimpressed with the lack of planning and management capability displayed 

in their interactions with the REACH Agency (R14). As a new agency REACH was 

expected to bring bright and imaginative proposals and business plans to potential 

customers. This was not manifested in Revenue’s dealings with REACH. There was 

distinct unease across Revenue mana^ment levels at the lack of planning, budgeting 

and business marketing acumen displayed. A respondent commented that “ they had 

never come and spoken to Revenue, they had never talked to anybody and in fact to 

this day they don’t tend to talk to too many people from what 1 can see, they wait for  

people to come and lobby them”(R.\A). Other respondents reiterated this sentiment, 

“contractors nearly had to go out and sell what REACH was doing” (R15). “There 

were meetings being held with other agencies that independent contractors had to 

attend and this was not their role. The layer o f business development people were not 

doing any work” (R15; R 20).

REACH appeared to be nervous of the potential volumes of transaction business that 

Revenue would send to them. This is a sentiment that later resurfaced when the CJIPP 

project between An Garda Siochana and the Courts was in development (Rl). There 

were serious concerns in Revenue whether the PSB would actually be able to host the 

verification requirements associated with approximately 2.2 million PAYE records. 

Revenue always had the suspicion that they would have to solve problems unearthed 

rather that the REACH Agency coming up with solutions. An Garda Siochana and the
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Courts service echo this point in their dealings with REACH on the CJIPP project (R l; 

R4). On occasions Revenue had to approach the chairman of the REACH Board in 

order to initiate action concerning issues that had been the subject o f management 

discussions between both agencies (R14).

Partner agencies and customers of the PSB consider that significant leadership gaps 

existed within the REACH Agency and they argue that responsibility for this lies not 

only within REACH but also within the DSFA and CMOD. Some o f these partners 

were aghast at the lack of business planning and marketing conducted by REACH to 

promote usage o f the PSB (R14). There was constant mention o f the ‘build it and they 

will come’ syndrome (R20). The governance structures within the PSB project were 

considered weak by industry standards and the REACH Board was also criticised for 

its factitious nature and its lack of understanding of the issues in question (R I5). The 

consulting companies involved were considered to be too expensive and protective of 

their own commercial interests (R19); R7). The ambitions seemed to be survival rather 

than development. Contractors and consultants met with senior management on a 

weekly basis but there was no accountability about cost. The independent contractors 

were particularly sceptical of the consultants approach to design and operations 

protocols. Basically no-body really trusted the consultants. ''All the work on the PSB 

was entirely directed by Bearing Point Consulting Company. Five months into my role on 

the project I  was not asked for costs associated with my work. There was no urgency 

attached to this"' (R15). CMOD considered the consultants as being completely over 

expensive (R7). The consultants felt that too much work was left to them and that 

management levels were not displaying vision, leadership, direction or expertise. “The 

success o f  a project is based on the take up o f its services and REACH did not succeed 

there. REACH did not really know what the citizen wanted and the overall project was 

allowed to become a technology' project rather than a transformation programme for the 

public service. There was no real governance o f the project, indeed there was no real 

owner” (R9).

From a collaboration perspective the PSB from start to fmish, should have been a 

classical collaborative project involving REACH Agency public servants; independent 

contractors, consultants, extemal public service agencies and Government 

departments. It contained all the elements of a multi-agency, multi purpose 

collaborative arrangement. The integral characteristics o f collaboration include trust; 

partnership; collaborative experience; synergy; choice of partners; social dimensions; 

empowerment and communications (Vangen and Huxham, 2003; Mitchel and Singh, 

1996; Amabile et al, 2000). However relationships between all parties were not
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considered good by many of the people involved within the PSB project (R19; R20; 

R21).

"Within REACH the various parties did not really trust each other. There was some trust 

between the independent contractors and the civil servants but nobody trusted the 

consultants largely. Most senior REACH Management left issues between agencies to sort 

out themselves. There was no point in sending issues up the line for resolution” (R15).

Issues identified by Revenue included the fact that they did not trust REACH to 

deliver their end of the project (R14). Revenue was unconvinced in late 2005 that the 

PSB had the capacity or the capability to deliver on their commitments. “ After months 

o f discussions and negotiations I  discovered that they [REACH] had no budget or 

financial sanction from the Department o f Finance for the arrangements they were 

negotiating with us'' (R14). This issue of trust resurfaced in the relationship between 

the DISDP and REACH where REACH management made light of the DISDP 

proposals regarding further development of the DISDP commenting that some of the 

architectural design was copied from REACH documentation (RIO). There were 

consistent indications of tensions at Board level (R16); dilution of sovereignty issues 

across departments and loss of control within the PSB Project that REACH 

management were not adequately addressing (R17). Research indicates that most 

partner agencies and indeed many employees were uncomfortable with the level of 

autonomy exercised by the consultants on the PSB project (R19; R20; R21). Poor 

communication with the wider public service also manifested itself particularly on the 

PAYE project when Revenue had to take the lead in advertising the benefits of the 

PSB to the PAYE population (R14). An interview respondent noted that “They took no 

soundings from outside, the first time they engaged with an advertising company was when 

they saw the brochure that we were sending to the 2.2 million PAYE customers and they 

said that’s very good stuff maybe we ought to bring them in... it is almost 

incomprehensible ”{K\A). Joint responsibility seemed to be a one way process that did 

not involve REACH management.

There is evidence that the PSB project endured a sense of being “under siege” (R19)

and its image as an enabler of public service modernisation and change suffered

accordingly. The strong indulgence in best in class security authentication inhibited

potential customers and generated fiaistration on the part of partner agencies and

departments. “At no stage did I  get a sense o f understanding o f what we were attempting

to do (R15). The Revenue (PAYE Project Team) had to assume the lead role on the

PAYE Project to ensure completion (R14). The C&AG Report (2007) outlined a

number of identified reasons why customers would not avail of PSB services. These
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included security issues; unreliability of service; difficulty to interface with own 

technology and failure to deliver services to promised deadlines. Probably equally 

importantly but not stated was the loss o f confidence in REACH’S ability to deliver a 

fiilly fiinctional PSB. These concerns also surfaced during fieldwork investigations 

and conversations with several respondents.

Reasons for not using the Broker/Reach services, as reported by departments and
agencies

Reason for not using Reach/Broker Number
Not appropriate to needs o f department/agency at present 17
Broker not available on time 5
System which would use Broker still at planning stage 1
Service required could not be provided by Reach 1
Lack o f resources to evaluate applicability of Broker 1
Not aware o f Broker facilities 1
Table 6. 6 Reasons for Not Using the PSB gource: C&AG Report 2007: Survey of

departments/agencies).

Table 6.6 above indicates the number of Departments and government agencies with 

doubts about the viability o f using the PSB in 2007.

6 .6 .2  T he F inal D ays

From 2003 a version o f the PSB was in production and processing expanding volumes 

of business with Revenue; DSFA; Department of Health (GRO); Department of 

Agriculture with volumes increasing substantially from 2006 when the Revenue 

PAYE project went live. Work was also in progress regarding the development of the 

Criminal Justice Integration Pilot Project (CJIPP) between An Garda Siochana and the 

Courts Service. CJIPP held the promise of introducing vast quantities o f daily 

transactions in the range of 20,000 per day (CJIPP Documentation, 2008). This 

project offered the potential for expansion across the wider criminal justice service to 

include the Prison Service; The Probation Service and indeed the D.J.E.L.R. itself 

Things should have been looking promising for the PSB, however cbrk clouds were 

gathering on the horizon.

The Department o f Finance (CMOD) were particularly concerned at the cost o f the 

PSB, considering the PSB achievements as only partially successful (R6; R7). They 

were also concerned at the slowness and delays in delivering projects. The PSB 

architecture was also considered by CMOD to be phenomenally complicated and 

indeed the term 'clunky' was used as a descriptor on occasions (R6).

221



In October 2007 the C&AG issued a report on eGovemment in which the PSB was 

referred to as a key eGovemment infrastructure project. The Report concluded that 

the original idea o f the PSB was innovative but that its feasibility was weak. It 

commented that expectations for the PSB were unrealistic, planning was weak and 

implementation was significantly slower and more costly than anticipated. This view 

was also expressed by consultants working within the PSB Project (R9).

The OECD review of the Irish Pubhc Service was pubhshed in early 2008 and the 

Report further commented on the performance o f the modernisation agenda in Ireland 

of which the PSB was a key component that, “ Ireland now needs to look towards the 

development o f  a more integrated Public Service, with greater connectivity across the 

different sectors/ agencies. A more integrated approach at national and local level will 

better allow Ireland to more effectively meet the challenges o f achieving wider societal 

goals and the delivery to the citizen o f more coherent and integrated services". By 

implication the OECD were suggesting that one o f Ireland’s key public service 

delivery mechanisms was not delivering value. This re-echoed the line in the C&AG 

Report (para. 3.42) that by 2007 public service departments and agencies had already 

bypassed the PSB and developed their own on-line provision o f services. The 

REACH Agency had not created a value proposition to demonstrate the worth, to 

public services providers and to the Exchequer, o f using the PSB (C&AG, 2007). 

Evidence indicates that REACH was perceived as an agency paralysed by fear; 

possibly generated as a result of endless reviews; paralysed by a lack o f identity and 

paralysed by the lack o f a true owner or sponsor (R14). It also suffered from an ethos 

o f “abrogation o f responsibility” for its own actions (R20).

Usage o f the PSB was uneven and fragmented across the Public Service and many 

departments had mixed views as to the future potential of the PSB. The C&AG Report 

(2007) noted that prior to the implementation o f the Revenue P.A.Y.E. project a mere 

1500 users per month were accessing the REACH Agency website through which 

access was gained to the PSB.

Management within the REACH A.gency put forward many reasons for the reluctance 

o f departments and agencies to engage with the PSB. Principal among these was the 

issue o f  “vanity publishing”(R 13). This relates to the reluctance o f many departments 

and indeed cfepartment heads to surrender control o f their own identity by engaging 

with the PSB. The corporate identity o f the major Departments was a jealously 

guarded brand that was not to be relinquished lightly. This issue negated one o f the 

fundamental principles of collaborative change and indeed offered some partial 

insights into the general thinking o f many principal players in the overall Public
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Service change and modernisation programme (R13). However REACH management 

were also reluctant to acknowledge that the widespread negative perception prevalent 

among client and partner agencies that REACH lacked a coherent business model 

(R14; R19; R 20). They had weak planning process; ill formed strategic intent and 

appeared to be more focused locally rather than globally. Their structure appeared to 

be ill-prepared to scale up nationally and they had an over reliance on their consulting 

advisors (R19; R 20).

CMOD considered the PSB concept a failure and in reality many other Public Service 

Departments were of the same general opinion (R6). Consultants engaged on the PSB 

development were astonished (R8;R9) that the Health and Safety Authority adopted 

the REACH Agency brand with impunity, with the establishment o f a website, 

w w w .reach r igh t . ie . which contained information on the Registration, Evaluation, 

Authorisation and Restriction of Chemicals (REACH) (EU Regulation 1907/2006) 

(June 2007). This development further weakened the public and indeed the internal 

Public Service perception o f the REACH Agency and the PSB brand. It appears that 

the REACH Agency and indeed the DSFA management passively accepted this 

development. This effectively robbed REACH of its brand name and identity (R 8). 

Many of the independent contractors and consultants were indignant that this could 

have been allowed to occur but in hindsight considered it was a reflection of the 

impact of the REACH Agei\cy at Government; inter-departmental and public levels 

(R9). Indeed a casual view of Collins et al, (2007) listings of government and public 

service departments and agencies indicates that the REACH Agency or the PSB are 

not even listed under the banner of their parent department DFSA, indeed there is no 

mention of either o f them anywhere in the listings (Appendix 6.1). It was also an 

indication o f the feebleness of REACH Agency management’s grasp o f the 

importance and value of business identity. This development can be construed as a 

further illustration of the growing sense o f disillusionment and unease associated with 

the PSB.

Many reasons can be put forward for the retarded development of the PSB including 

leadership deficits (R6); strategic planning deficiencies (R8); poor vision (R14); lack of 

business acumen (R8; R19; R20); resourcing issues (C&AG, 2007); over reliance on 

consultants (R6;R7), poorly defined requirements (R19;R20;R21); lack of project 

management skills (R8; R19;R20).

The complications associated with the governance of REACH and the PSB has already 

been referred to. It was an agency within the Department of Social and Family Affairs 

with a mandate to develop the PSB. This was basically an unusual mandate for an agency 

within a welfare department. It had a key role to play within the eGovemment space
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associated with public service modernisation and online service delivery. The historical 

reasons for this development have already been outlined. However the multiplicity of 

actors within this space led to a confiised governance structure that possibly led to some of 

the inertia that afflicted the PSB project and also possibly detrimentally influenced the 

development of the modernisation agenda (R16). The multiplicity of ownership of the 

REACH Agency posed problems as REACH management were taking advice and 

instructions from numerous parties. Overall there was a lack of clear governance and 

reporting structure.

In 2007, the third REACH Board requested a further review o f the PSB and indeed of 

the overall REACH Agency. This review coincided time wise with the C&AG Review 

(2007). This review concLided in Januaiy 2008 and was submitted to Government on 

the 4th o f March 2008. One o f its primary recommendations was that the REACH 

Agency and the functions relating to the PSB should be transferred to a central 

department structure that had significant H’ development knowledge. It was agreed 

that the Department of Finance and particularly CMOD within Finance would take 

responsibility for the PSB following an assessment by CMOD (R7). Unusually for the 

Public Service this assessment and transfer happened extremely expeditiously with the 

result that on the 1st o f April 2008 CMOD decided to dissolve the REACH Agency 

and close the PSB.

The result has been that major partners o f the PSB have had to develop or refine their 

own public service on-line delivery chaimels in order to maintain service delivery 

(R l). CMOD while being relatively arbitrary in the dissolution o f the PSB was ethical 

and pragmatic in the finalisation and severance process with staff, consulting 

companies and contractors. They were also honourable in their dealings with partner 

agencies such as Revenue; the Courts Service and An Garda Siochana in the 

disengagement process and in some instances developed software to facilitate the 

maintenance o f business by partner agencies (R2).

6.7 Conclusion

Relationships between REACH and its client departments and agencies have been 

imeven over the lifetime of the PSB, and there is evidence o f dissatisfaction with 

levels o f service provided to clients and partner agencies (R14). The concept o f the 

PSB as envisaged by the Department o f An Taoiseach and CMOD in 1999 has been 

largely unfiilfilled. The rate of development and the prohibitive costs involved
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undermined the confidence of all concerned. The implicit vision o f the PSB proposal 

as a collaborative enabler of change and modernisation across the Public Service was 

unrealised. All of the actors involved in the PSB development via the REACH agency 

were aware o f this vision but this ambition became diluted overtime due to the 

complexity of the PSB development. Attention became focused on delivering the IT 

elements o f the PSB and public service transformation became lost in the process.

The PSB story has unfolded over the course of nine years and cost in excess o f €37 

million with an additional annual operating cost of €14-15 milhon (See Appendix 6.4). 

The development costs were significantly above the original estimated figure o f €14 

million. The PSB underperformed in terms o f functionality, scalability and usability. It 

was characterised by persistent delays, confusion, relationship deficits, lack of 

direction and marketability. Its governance structures were fractured and complex that 

resulted in little coherent direction or guidance. Too often, this resulted in reviews of 

operations, re-direction and re-scoping that contributed to the interminible delays. The 

majority o f stakeholders across the Public Service considered the PSB a failure (R6).

In 2008 the OECD published its report and indicated that “Ireland is now on a path o f  

transformation, moving from an input-control to a more output- and outcome-oriented 

system” (OECD, 2008; 12. This is in keeping with the direction in which most OECD 

countries are moving. Ireland has, according to the OECD significantly advanced 

along a “New Public Managemenf^'' continuum, and now finds itself entering into new 

territory in advancing its public service reform and modernisation programme. The 

key challenge that the OECD has identified for Ireland going forward, is that in 

renewing its reform and change agenda, appropriate mechanisms, systems and 

structures are required so that the different elements and sectors that comprise the 

broad Irish Public Service can work cohesively together to meet existing and emerging 

challenges. Ireland now needs to look towards the development o f a more integrated 

Public Service, with greater connectivity across the different sectors and agencies. A 

more integrated approach at national and local level should better allow Ireland to 

more effectively meet the challenges of achieving wider societal goals and the 

delivery to the citizen of more coherent and integrated services (OECD 2008). The 

C&AG Report (2007) emphasised this point when commenting that ""REACHhas not 

delivered strategic change within Government or an integrated social services system, as 

originally e«v/sagecf’(para. 3.81:57).

N ew  Public M anagement is an approach which has also been described as involving a com bination o f  cost cutting; 

budgetary m anagem ent, performance management; quality service; opening up o f  com petition and the introduction to 

the public sector o f  private industr practices (D unleavy et al, 2005).
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There is a sense prevalent among employees of REACH and among designers, 

developers and consultants/contractors that an opportunity was missed with the PSB 

(R20). Its closure occurred at a time when it was only beginning to realise potential 

and other options were in the development pipeline, CJIPP being such an example.

The PSB project was essentially a collaborative change and modernisation initiative 

that lost its focus and vision in the pursuit of delivering a technology based service 

delivery mechanism to a limited audience (R6). The opportunities for a truly 

collaborative approach to transformation through IT were either unrecognised or 

missed altogether.

Chapter 7 will now consider the research findings in this regard.
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Chapter 7



Chapter 7 Towards a Theory of Collaboration 

in IT-enabled Change Initiatives

7.1 Introduction

Prior to this investigation, a review of relevant literature, as articulated in chapter two 

and chapter three reveals that there is a lack of empirical explanation of collaboration 

within IT-enabled change.

As a result, this study sought to explore and identify the dynamics of collaboration and 

their associated characteristics. The research focused broadly on the REACH Agency 

and particularly on its central element, the Public Services Broker (PSB). This chapter 

presents the findings of the research conducted. The study found that within IT- 

enabled change initiatives there are four macro-level dimensions of collaboration.

The chapter is organised into nine key sections. Section 7.1 introduces the chapter and 

explains the rationale for the chapter. Section 7.2 provides a brief recap of the 

research study to-date and outlines the emergence of the research question, the choice 

of methodology and the transition from the dataset to the emergent theory. Section 7.3 

outlines the identification and development of the macro dimensio ns of collaboration. 

This section then goes on to explain how the principal characteristics within each 

dimension were identified and fiirther developed from the dataset. Section 7.4 

discusses the research findings and in particular the identified characteristics of 

collaboration in IT-enabled change initiatives. The section also discusses the 

identified characteristics from both a practitioner and a theoretical perspective. From 

a theoretical perspective each characteristic is discussed in terms of its composition 

and attributes. From a practical perspective each characteristic is discussed as to where 

it manifested within the PSB setting. Section 7.5 discusses issues of compatibility and 

conflict between the identified dimensions. Section 7.6 explores what type of 

integrative action is required across the dimensions identified. Section 7.7 reflects on 

the role of the investigator. Finally Section 7.8 discusses the limitation of the analysis; 

and finally section 7.9 concludes the chapter.
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12  A Brief Recap

The objective o f the study was to explore “the dynamics o f collaboration within IT- 

enabled change” . A review of the literature suggested that there was three areas o f 

primary focus, organisational change literature, IT literature and collaboration 

literature. A preliminary review of the organisational change literature suggested the 

last 30 odd years have articulated a significant understanding o f organisational change 

from many perspectives such as workers’ participation (Woodman 1989), technical, 

political or cultural concerns (Tichy, 1983); top management (Nadler and Nadler, 

1997; Kotter, 1996; Choi and Behling, 1997) and cultural perspectives (Schein, 1996; 

Turner, 1990).

The literature on information technology reveals a diversity o f opinions and 

assumptions on the diverse factors associated with IT-enabled change including the 

technical dimensions (Rockart 1988; Schein, 1992 and Wong, 1996); the financial 

perspective J-unt and Barclay, 1988; More, 1990; Kling and Teo, 1996) and the 

physical a  human elements (Peters, 1987; Buchanan and Boddy, 1992; McDonagh, 

2004; McDonagh and Coghlan, 2006). The literature also outlines a rich articulation of 

research outcomes associated with strategic planning (Stephens et al., 1995; 

Moynihan, 1990); relationships (Raghunathan and Raghunathan, 1987) and the role of 

the CIO (Rockart et al., 1982; Synnott, 1987; Earl and Feeny, 1994) all o f which have 

contributed enormously to our understanding o f IT and its relationship to change. The 

literature also suggests that governments worldwide have also become engaged with 

IT to leverage business process improvements in public services delivery (Kelman 

2005; Hohnes 2001).

Crucially, it was recognised that organisational change naturally results from the 

effective depbyment IT, (Rockart; Ball and Bulmer 1982; Galliers 1989) and there is 

evidence that organisations often experience significant difficulty in harnessing the 

potential power of IT for long-term benefit (Luftman and Brier, 1999; O ’Connor and 

Smalhnan, 1995). The literature also indicates that IT-enabled change has regularly 

under achieved on its promise (Kearney, 1990; Clegg et al, 1996; Monnoyer, 2003).

The collaboration literature alternates between research and commentary on 

community-led initiatives, inter-organisational co-operation; alliances, joint ventures, 

partnerships and voluntary sector compacts among others (Osborne, 2000 cited in 

Sullivan and Skelcher, 2002). It articulates many forms and elements o f collaboration 

without paying significant attention to IT or IT-enabled change. In the collaboration 

literature empirical reference to IT is sparse and confined to collaborative
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technological development (Kim and Lee, 2003); technological collaboration in the 

health care industry (Marion and Marion, 1998) and collaborative technology 

networks (Stuart, 1998).

The requirement for collaboration is subliminally implied and whispered but it is not 

explicitdly referenced in any significant way. The literature conceptually supports the 

idea of collaboration as useful and important, yet studies of collaboration within IT 

enabled change are virtually non-existent.

The investigation therefore sought to explore the dynamics of collaboration in an IT- 

enabled change setting. The PSB Project within the REACH Agency was the site 

chosen for the inquiry. This research site was considered suitable as it encompassed a 

longitudinal project that combined IT, organisational change and collaboration within 

one setting. The project concluded in April 2008 without achieving all of its 

objectives, with many recriminations and at a cost of approximately €71.5m’'' (C&AG, 

2007). As this investigation was an exploratory study, its focus was to explore the 

^'dynamics o f  collaboration in an IT-enabled change" initiative.

In developing any theory the investigator must apply a methodological approach that 

allows a ''considerable degree o f openness to the field  data ” (Walsham, 1995:76). It 

has been argued that many social science research methods are not well suited for 

research on organisational change and development processes due to deficiencies in 

both quantitative and case methods (Poole et al, 2000). Consequently the investigator 

chose a process research method within a single case setting (PSB) to unearth 

evidence of critical incidents, events, patterns and other factors that influence the 

collaboration process (Mohr, 1982; Poole et al., 2000)).

The application of the process research commenced with a preliminary review of 

literature. This review introduced the researcher to the domain under review. 

Following this the researcher became immersed in the field data within the case 

setting. This involved collecting data from various sources such as interviews, 

secondary field data e.g. government reports; external leview reports, consultants 

reports, project memos, notes and status reports, on-site visits, newspaper, internet and

Total Expenditure by REACH 2000-2005 was €36,995.000. Expenditure in 2006 was €14 .7m and 

estimates for the same for 2007 and one third o f  2008 to closedown date, the final figure is in the region 

o f  €71 .5m. This does not include the severance payments with Bearing Point Consulting who had the 

contract for operating the PSB.
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journals, follow up calls and telephone conversations with participants (see figure 5.2 

for a detailed research schedule). The data was then analysed using a combination of 

coding techniques fi-om case study methods and process methods (Yin, 2003; Langley, 

1999; Poole et al., 2000). The initial step involved constructing a data file that 

allowed the raw data to be ordered. The assortment of incidents associated with the 

PSB was placed into this data file and ordered by temporal progression of occurrence. 

This was followed by the identification of the events in the raw data set that captured 

the key happenings in the process that ultimately comprised the PSB. This accords 

with the recommendations of Poole, Van de Ven, et al, (2000) for process inquiry. 

Events are the meaningful parsing of the stream of incidents that ultimately comprise a 

higher level event. These events were then sorted and arrayed into a chronicle of the 

process. This approach allows the researcher to move into higher data order concepts 

which is the first step in the generation of a theory. This higher order was then fiirther 

developed by a coding classification into theoretical meaningful events (Poole et al., 

2000), these meaningful events were then finalised into categories. From these 

processes four distinct macro dimensions of collaboration emerged providing an 

understanding of the dynamics of collaboration in IT-enabled change. The investigator 

will now retum to the data to further develop these four macro dimensions.

7.3 Developing the Dimensions of Collaboration

During the data gathering phase, the researcher was acutely conscious of the warnings 

and advice associated with process research data gathering pitfalls and the possibilities 

of being swamped with raw data (Langley 1999). Indeed (Pettigrew 1992) cautions 

against "‘data asphyxiation' when trying to interpret the masses of process research 

data "Svhere the sheer vohime o f words to be organised and understood is immense'' 

(cited in Poole et al, 2000:129). The researcher was also consciously attempting to 

build incidents and events from the raw data and then chronicle these into higher level 

categories. In the process research method there are several approaches recommended 

for moving between incidents, events, chronicles and fmal higher order events. Poole 

et al., (2000) suggest that a researcher can utilise inductive approaches that enable the 

researcher to go to the data first, sifting through data to unearth incidents followed by 

categories in a ground-up fashion. This is similar to what Strauss and Corbin (1998) 

recommend when developing categories in their grounded theory method. Researchers 

using deductive approaches use theory first to specify expected categories, and after 

their identification the>- are then written into rules. Poole et al., (2000:143) argue that
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in practice the two approaches are often combined into a “retroductive” approach that 

"'often in eludes a literature search to derive a synthetic category scheme that fits what 

the researcher sees in the data”. The categories can then be moulded or adjusted to a 

workable and informative form after testing against the data.

For this reason, the researcher considered the retroductive approach suggested by 

Poole et al., (2000) as most suitable, in which the insights unearthed in the literature, 

proved useftil and productive, and where the various definitions suggested several key 

dimensions of collaboration worthy of consideration. These insights persuaded the 

researcher that these were potentially high level data categories from which the four 

macro dimensions of collaboration were identifiable in the data and in the literature 

consulted. These four macro dimensions seek to build a clear, distinct and unique 

picture of collaboration within IT enabled change. Taking advice from the work of 

Poole et al. (2000) and Langley (1999) the researcher then developed attributes for 

each of the identified dimensions that ask questions of the emergent final 

characteristics.

The researcher returned to the literature and by analysing the identified defmitions 

throughout the literature it was possible to associate these high-level categories with 

the core elements of collaboration. The result was the unfolding of a series of high- 

level or macro dimensions of collaboration drawn fi'om both the data and literature 

sets that presented as (1) environment, (2) teams), (3) process and (4) outcomes. See 

table 7.1 for a full overview. These dimensions resemble the determinants of 

collaboration success that were partially identified by Wood and Gray (1991) as 

including process and outcomes and which Amabile et al.,(2001) ftirther articulated 

upon in her study of academic-practitioner collaboration to include environment, 

process and teams.

Table 7.1 -  Macro Dimensions of Collaboration in IT Enabled Change
Macro
Dimensions

Environment Political
Sponsorship

Executive
Leadership

Vision Strategy Governance

Teams Co-operation Relevant skills; 
knowledge and 
experience

Common
Purpose

Complementarity 
o f Objectives

Trust

Process Relationships Empowerment Awareness Sharing Behaviour

Outcomes Progress Change Achievements Value Accountability

Characteristics

232



Key strings of data identified in the coding process such as “environment” (Amabile et 

al., 2001); “leadership” and “governance” (Sullivan and Skelcher 2002) led to the 

emergence of "'environmenf  as a high-level category. Similarly the identification of 

“joint working” (Amabile et al, 2001), “working in association with others” (Huxham, 

1996), “co-operative ventures” (Kraus, 1984; Mitchel and Singh, 1996), 

“partnerships” (Thompson et al, 1991) suggested that a high level categorisation of 

'"teams” as being inherently valuable to collaboration. The “process ” of collaboration 

can also be evidenced in the data sets and the literature (Gray and Wood 1991; 

Amabile et al, 2001; Bartunek et al, 1996 and Scott (2000). Finally the importance of 

“outcomes” to collaboration can be located in the data strings associated with words 

such as “success” ; “failures” and achievement. The literature suggests that “progress”; 

“achievement of goals” , “benefits and value” (McGrath, 1984) is central to outcomes 

of collaboration. Each of these macro dimensions will now be discussed in further 

detail.

Environment

The literature suggests that collaborative alliances can be a significant strategy that 

organisations use to cope with the complexity and turbulence in their environments 

(Gray and Wood, 1991). The environmental dimensions of collaboration are 

dependent on the strategic reasons or requirements for the collaboration. Indeed it can 

be argued that this should answer the “when” to collaborate question. Amabile et al., 

(2001) suggest that inter-individual collaborations are successful when organisations 

show that they value employees or when organisational knowledge is used 

productively (Tjosvold and Tsao, 1989). According to Logsdon (1989) the twin factors 

required to motivate organisations towards collaboration are high stakes and high 

interdependence. Associated with this Gray and Wood (1991) suggest that shared 

purpose and a common transmutational end (producing change) are the key elements. 

This appears to be associated with an organisation’s vision and the requirement to 

protect “self-interest” (Golich 1993). The requirement for leadership within a 

collaborating environment is traceable to the work of Chrislip and Larson (1994) 

where the importance of facilitative leadership is highlighted.

The data analysis and coding process conducted supported and strengthened these 

findings. Within the environment dimension "political sponsorship ” was revealed as 

vital to secure the support for the direction of the change initiative. The change 

initiative, the PSB, then required strong and capable ""executive leadership” to execute 

the “vision" for the PSB. This vision was required to be supported by a clear and 

practical “strategy” that matched the environment requirements prevalent then. The
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reaKsation of the vision and execution of the strategy was highly dependent on a solid 

""governance ” structure that offered accountability, uniformity and direction. From an 

environment dimension, collaborations require political sponsorship that is particularly 

visible in many settings, political, social and economic. Evidence of political 

sponsorship is particularly acute in the social context where public -private 

partnerships are prevalent and actively supported at government and local government 

levels (Huxham 1996).

Teams

From the perspective of collaboration, “teams ” as explained by Jassawalla and 

Sashittal involve a coming together of diverse interests and people to achieve a 

common purpose via ‘‘‘'interactions, information sharing and coordination o f  

activities" (1998:239). This dimension of collaboration significantly irrfluenced the 

researcher as being highly relevant given the diversity of partners involved in the PSB 

project. Evidence of the validity of this dimension as an appropriate categorisation and 

as required by process research methods (Poole et al., (2000) can also be located in the 

work of Dyer and Singh (1998) on alliances between organisations and also in the 

literature on collaboration between individuals within organisations (McGrath 1990; 

Tjosvold 1986). Further to this Amabile et al, (2001:419) suggests that the 

characteristics of “teams" involve ""relevant skills and knowledge; attitudes and 

experience'. Using the retroductive approach recommended by Poole et al, (2000) the 

data analysis and coding process conducted supported and strengthened these findings 

and identified five elements of the ""team" dimension. The requirement for “co

operation” was identified as essential. In order to support “co-operation” the 

requirement for ""relevant skills, knowledge and experience" was identified as 

necessary to ensure that the next element “common purpose ” was achievable. This 

aptly supported the “complementarity o f  objectives ” requirement within the dimension 

of teams. Finally, the requirement for “trust ” was a prevailing theme throughout the 

data during analysis and coding.

Process

The retroductive analysis of the literature further revealed ""process" (Wood and Gray, 

1991; Gray 1997 in Huxham 1996; Amabile et al, 2001) as another significant featui e 

of collaboration. The presence of individual strings of data relating to the “process o f  

collaboration” can be evidenced in Gray and Wood (1991); Amabile et al., (2001); 

Bartunek et al, (1996) and Scott (2000) writings. Significant features of “process” 

such as relationships; trust; empowerment and sharing are particularly vivid in Gray’s 

(1989:5) definition of collaboration as a "process through which parties who see
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different aspects o f  a problem can constructively explore their differences and search 

fo r  solutions that go beyond their own limited vision o f  what is possible". This 

definition of collaboration is further expanded on by Huxham (1996:5) in his 

treatment of the dichotomy between autonomy and accountability. He argues 

persuasively that collaborations work best in organisations with similar “cultures, 

procedures and perceived power structures From this it can be seen that relationship 

and empowerment issues are integral to process. The relevance of “yrocess ” is further 

documented by Himmelman who articulated collaboration as ''the most complex 

process along a development continuum that includes networking, coordination, 

cooperation and collaboration" pimmelman, 1996:22 in Huxham, 1996). These 

same attributes surfaced regularly throughout the data gathering phase. The dimension 

of process revealed that “relationships” was considered important and this 

complemented the characteristic o f “empowerment ” and also of “awareness ”. Within 

this dimension “sharing and behaviours ” also presented as key requirements.

Outcomes

Analysis and insights from the coding were then compared with other consistent 

elements within the literature on collaboration and other considerations such as 

"'achievemenf where “two or more achieve more than anyone on their ow n”; 

“contracts” and “common purpose” (Amabile et al, 2001; Gray 1997) lead to the 

conclusion that "'outcomes ” are also integral elements of collaboration. The 

motivations or reasons for collaboration address the “why” question posed in the 

research. Why do collaborations occur? The motivations for collaboration are 

associated with the expected or in some cases the unexpected outcomes o f the process. 

From a social perspective Sullivan and Skelcher (2002) argue that the changing role of 

the state in the 2T ' century is a significant factor in the growth o f collaborative 

arrangements. The inability of the State to meet all the public capacity goals o f its 

citizens requires it to involve others in the provisions of services.

The emergence of public-private partnerships is such an example. From a political 

perspective the requirement to resolve seemingly intractable issues such as peace in 

Northern Ireland or reconciliation in South Africa (Hughes et al, 1998) offers 

suggestions of other motivations. Huxham, (1996), states that organisations 

collaborate together for many reasons including fmancial, efficiencies, political and 

self-interest. The various manifestations of these outcomes can be evidenced in the 

“self-interest” perspective wherein many forms o f collaboration are evident in 

strategic alliances, new product development, profits, and value and joint 

achievements. Amabile et al., (2001) suggest that the outcomes of collaboration can be 

summarised as 'progress towards achieving the goals o f  the collaboration; ^e c tiv e
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team functioning and benefits fo r  the individual member^' (:420). Within 

collaboration the dimension of outcomes is further manifested through characteristics 

such as "'progress; change; achievements; value and accountability”. These 

characteristics are packaged under the headings of “dimensions of collaborations” as 

the theory that emerged from the data throughout this research.

From an IT-enabled change perspective these characteristics correspond exceedingly 

well to characteristics identified in the data gathering phase such as achievement, 

change and value. These characteristics will be expanded upon in the following 

sections. See Chapter 3 (Table 3.3) for a fiill explanation of the characteristics of 

collaboration identified from the literature review.

This chapter draws upon the data collection and analysis discussed in chapter five and 

the story of the PSB articulated in chapter six. In order to back up and validate the 

findings example quotations are taken from the informant respondent transcripts and 

research documentary data. The uniqueness o f each characteristic is discussed and 

examples presented as validation. Each respondent is numbered and referenced by the 

letter ‘R’ in a format that supports chapter six. Reference is also made to the literature 

reviewed where the examples quoted also manifested itself This accords with Poole, 

Van de Ven et al, (2000:143) recommendations for comparison of data and literature 

sets and consequently many contrasts and comparisons are made throughout the 

research findings. The extant literature is compared and contrasted throughout the 

research findings. The articulation of the pattern of collaboration is presented as the 

most logical form as emerged from the data analysis. This occurred as set out in 

chapter six when the investigator had identified the higher-order categories it was then 

possible to categorise 1850 identified incidents into a more manageable event category 

of 180 events which emanated from the incident categorisation. These categories were 

fiirther refined into higher order events (Poole et al. 2000) until a final data set 

emerged that comprised the story of the PSB. From this perspective it was then 

possible to provide an understanding of the “dynamics of collaboration” within the IT 

enabled-change setting of the PSB project. This understanding is based on the 

emergent theory that was derived fi'om the data. These characteristics are discussed in 

greater detail in the section below.

Table 7.2 provides an overview of the macro dimensions of collaboration and their 

underpinning characteristics.

Table 7.2
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Environment Political Sponsorship Executive Leadership Vision Strategy Governance

Indifferent Emergent Unique Weak Dysfunctional
Un -championed 111 defined Limited Rigid Weak
Powerless Not Business Focused Well Intentioned Dis-trusted Disjointed
Global not Local IT Centric Changed Anaemic Fragmented
Tacit Short-term Innovative at the time Questioned Multifarious
No enabling legislation 
Lip Service

Unaligned Unappreciated Languid
Poor Management skills 
Diluted

Uninformed
A lignment
Unsatisfactory

Teams Cooperation Skills, Knowledge and Experience Common Purpose Complementarity o f Objectives Trust

Cooperation Competence Transfonnation Procedure and Protocols (RIGS) Multi levels
Partnership Track Record Automation Our way or no wa>' Importance
Fluid IT Centric Culture Security Nurture
External expertise No Business Focus Changing Vision Indifference Management issue
Power Highly Knowledgeable Unaligned work Power issues Influences
Passiveness Foreboding World Class Contractors 

Top IT Contractors
Weak Brand 
Survival

Resources
Design
Architecture

Approvers
Difficult
Dereliction o f  Responsibility

Process Relationships Em powerm ent Awareness Sharing Behaviours
lixtemal Management Powerless Business naivety Access Professionalism
Approver Hierarchal Structures No differentiation o f business Silos Vindictive
Pressure Centre led Power Changing environment Protectionism Trium phalism

1 Controller Resource Control Political awareness Identity Unsupported
i Abdicator Decision Makiers Environmental Awareness Defensive Siege Mentality

Conflict
Dysfunctional

Disagreements Socail Awareness Passiveness
Access

Confidence
Denial
Courage
Imagination
Ambivalence
Frustration

Outcomes Progress Change Achievements Value Accountability
Deliverables Retbnn Several Projects Complete Costs Future Proof
Slowness Rhetoric lixpertise acquired External Reports Best in Breed
Image Champions Collaborative Experience Lack o f Appreciation Technical Principles
Ownership Political Clout Awards Apathy Dissolution
Reviews Evidence Knowledge Lost Opportunity Lost Expertise
Sceptism
Stagnation
Inertia

Project centric
Awakening
Coalitions

Sharing Silo Mentalities 
Costs

W aste
Reputation Damage 
Anger

AI I RIIUJTES
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7.4 Articulating the Dimensions of Collaboration

The framework outhned above (Table 7.2) represents the study’s process theory. This 

theory emerged from an extrapolation of the incidents and events identified durin g the 

data analysis phase. This theory is comprised of four inter-connected dimensions 

(Table 7.1) with each dimension being defined in terms of a unique set of 

characteristics (Table 7.2). Each dimension comprises of five characteristics and these 

characteristics are underpinned by their explanatory attributes which emerged from the 

data and which reveal the integral requirements for collaboration in an IT enabled- 

change context. These characteristics form a pattern that was identifiable in the core 

elements or higher order events that revealed themselves during the data gathering, 

analysis and coding stages of the theory development. Before discussing the findings 

in detail, it will be worthwhile to introduce each category briefly. It is argued that the 

characteristics act as the central elements required for collaboration within an IT 

enabled-change setting. This explanation commences with an explanation of the 

characteristics that comprise the dimension of environment.

7.4.1 The Environment Dimension

The environment dimension is comprised of five central characteristics political 

sponsorship, executive leadership, vision, strategy and governance. Each of these 

characteristics forms the higher order events that emerged from the data analysis. This 

analysis was the result of reducing approximately 40 identified events into these 

categories. Figure 7.2 above outlines examples of the sets of events that were 

transposed into higher order events from which the dimensions of collaboration 

emerged. The following section articulates the underpinning incidents and lower level 

events that enabled the identified cenfral characteristics to be identified and 

transposed. The articulation commences with an explanation of why political 

sponsorship is central to collaboration in IT-enabled change.

(1) Political Sponsorship 

Political sponsorship in the case of complex inter-organisational IT-enabled change 

means active involvement and not just participation at the highest levels. Within 

organisational change initiatives political sponsorship is considered a prerequisite for 

success (Kotter 1996, Conger 2000 in Beer and Nohria, 2000). Within the PSB 

project, political sponsorship is articulated as the support, both overt and subliminally, 

given to the PSB project at Government and Department General Secretary level. At 

the outset of the PSB in 2000 political sponsorship was initially an accepted fact, as 

the project had been conceptualised, as one respondent commented, ")nid-wifed' (R 

13) within the two most prestigious central government departments, the Department
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of An Taoiseach and the Department o f Finance (CMOD). This indicated strong 

pohtical support and sponsorship, this was confirmed by the senior official in the 

ISPU who commented that 'ihere was support fo r  eGovernment among the C abinef 

(R 18). The Government of Ireland’s political sponsorship and commitment to e- 

government and the goal o f achieving ''seamless client-centred service delivery"' was 

high (Timomen et al., 2003) and is evidenced in the appointment o f an eGovernment 

Minister o f State in 2002 with responsibility for the “Information Society”. The 

nature o f this political sponsorship operated at two levels and it is natural to expect 

that the application of this political support would be visible at government level. This 

was apparent to the researcher during the archival element o f the fieldwork where 

internet and newspaper research revealed many mentions o f both the REACH Agency 

(parent agency o f the PSB) and the PSB itself Indeed the fact that the PSB was 

endorsed as '‘as the framework fo r  the integrated delivery ofpublic services, through 

multiple channels, accessible from  a single point o f  contacf' (McDonagh, 2004:5) at 

the frrst Government Cabinet meeting to be held outside o f Dublin was a powerful 

political endorsement. In the period 2000-2001 there was an obvious political agenda 

driving the whole PSB programme (R13) and an accompanying political imperative to 

deliver change as quickly as possible through the medium of IT. The publication o f the 

Government’s strategies and action plans in this regard^^ further evidenced this 

commitment. The enthusiastic endorsement o f the eEurope Action Plan 2000 was 

further evidence o f the Government’s commitment in this regard.

The second level o f political support operated at inter-departmental level. At this level 

the principal parties were again the Department o f An Taoiseach; the Department of 

Finance (CMOD) together with the Department o f Social and Family Affairs (DSFA). 

These departments were the powerbrokers charged v.'ith the development of policy 

(ISPU, Department of An Taoiseach); the development o f technical expertise (CMOD) 

and to a lesser extent the DSFA, whose own agency REACH was charged with the 

delivery o f the PSB. Political sponsorship at this level proved to be an elusive and 

somewhat intangible arrangement. Overtly, these departments supported the concept 

of the PSB on a political level however on an implementation or operational basis this 

was not as readily evidenced. One respondent (RIO) remarked that, “there was a 

disconnect at the centre... as they all had conflicting agendas ”.

“Im plem enting the hform ation Society in Ireland: An A ction Plan”. Department o f  An 

Taoiseach, January, 1999.

“N ew  C onnections” Departtnent o f  An T aoiseach, 2002
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Manifestation o f Political Sponsorship

Collaboration within IT enabled change requires levels of political sponsorship, 

endorsement and the articulation in public fooims similar to that which Somers and 

Nelson (2001) suggest regarding top management support for IT implementation. 

However manifestations of this level of support by individual patrons of the PSB 

became scarce and difficult to find as time moved on. Indeed it proved impossible to 

locate the actual political sponsor of the PSB who whole heartedly endorsed it as a 

change mechanism for the delivery of public services in the later days of the research 

(R18). The evidence from the analysis of the data suggests that the PSB became an 

un-championed project, with a sense of political indifference to its progress and 

further indifference towards enacting enabling legislation that would compel and drive 

collaboration across departments. Essentially the PSB became pwerless to require 

collaboration among its target audience and as a result began to tacitly engage in IT 

development processes rather than public service transformation. This tacit 

acquiescence and these findings led the investigator to consider the role of executive 

leadership as a factor in collaboration in an IT-enabled change setting.

(2) Executive Leadership

From a collaboration perspective "'executive leadership”, similar to much within 

strategic management, is of the utmost importance for success. From the perspective 

of the research into the PSB, executive leadership is taken to mean the leadership 

provided by top management both in the PSB and within the influencer group of 

government departments (DSFA; REACH Board; ISPU CMOD etc). Gratton and 

Erickson (2007) suggest that, “success or failure at collaborating reflects the 

philosophy o f  top executives in the organisation” (2007:103). This is further 

evidenced in Yon’s (1993) study of programmes to educate homeless children, 

""Effective leadership was critical to the establishment o f  a collaborative program"’’ 

(Yon et al., 1993:418). The literature on collaboration further suggests that strong 

leadership qualities are required within collaborative arrangements as this affords the 

leadership cadre respect and legitimacy (Mattessich et al, 2007). It was noted by 

Ginzberg (1981) and Thong et al., (1996) that executive leadership’s commitment to 

IT and associated organisational change can be the difference between success and 

failure. This is a familiar theme in both the organisational change and IT literature 

where the requirement for quality executive leadership is considered a critical success 

factor (Somers and Nelson 2001a; Luftman and Brier, 1999; Thong et al., 1996).
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The environment in which the PSB was being developed was somewhat eclectic in 

nature, influenced by the objectives of the eEurope Action Plan and the national 

eGovemment strategies, h  reality this meant that the underpinning philosophy of 

integrated delivery o f public services, through multiple channels was relegated at 

times to secondary place by the requirement to meet EU eGovemment benchmarking 

criteria. The PSB was expected to handle all government inter-agency transactions in 

early course; this in effect would render the individual identity o f departments 

redundant in many cases. This appears to have been unpalatable for many departments 

who then began to pay mere “lip-service ”  (R12) to the PSB.

Within the collaborative environment o f the PSB there was a clearly defined 

management and leadership structure and hierarchy headed by a senior civil servant at 

director levef^, supported by a deputy director at principal officer level. This is 

common in many public service departments and work settings. Hambrick and Mason 

(1984) have commented extensively on the characteristics required o f top management 

such as age, experience, background, functional track record, colleges attended and 

education as being indicators of the competency levels of top management. The 

functional track record o f the senior management layer within the PSB was highly 

impressive with both the Director and Deputy Director being career civil servants with 

long and distinguished records. Both came from a technical background within the 

Department o f Social and Family Affairs and indeed the original embryonic 

conception o f the PSB was first mooted within that same IT section (R13). The 

leadership requirements o f the PSB were complicated by a number o f factors 

including the diversity of the workforce i.e. public servants, independent IT 

contractors and the consultancy company “Bearing Point” . There were further tensions 

associated with the govemance structure and with the strategic direction o f the 

programme (this will be outlined in detail below).

For a collaboration to operate successfully from a leadership perspective, Huxham and 

Vangen (2005:211), argue that the critical element is for the leadership level to engage 

in “ensuring the active involvement o f  those who are critical in delivering the 

partnership’s aims ”. Achieving success in this area proved to a critical issue for the 

development o f the PSB.

Manifestation o f  Leadership

This is a sen ior  c iv i l  serv ice  posit ion .
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There were diverse views expressed at the data gathering stage within the REACH 

Agency and externally o f the knowledge, value, capability and commitment o f the 

PSB leadership principals. Within IT-enabled change the requirement for cross

functional expertise has become acute and requires vision, comprehensive 

understanding o f the business, as well as ai understanding of complex distributed 

technology (Dixon and Darwin 1989). The data analysis stage provided evidence that 

this was not always apparent within the PSB environment. A number of respondents 

commented that “PSB management did not seem to understand the business o f  local 

government ” (R16). Another respondent commented ‘V; was almost as i f  they had the 

IT  concept but not the business concept they had no imagination ”  (R14). This 

manifested itself in the collaborative arrangements witli a partner organisation who 

having entered lengthy and detailed negotiations on proposals to place services on the 

PSB were “aghast to discover the REACH Agency had no budget or no sanction to 

proceed” (R14^. This lack o f business understanding also presented in negotiations 

concerning the usability o f the PSB and the predominance of concerns around security 

of identity. The lack o f imagination and understanding o f the potential social 

dimensions o f the PSB in “selling the concept and the lack o f  understanding o f  the 

power o f  communications” (R 17; R14; R21) were significant indicators o f the 

importance o f strong and active leadership within collaborations. “Leadership aimed 

at driving forw ard collaboration ... requires a very large amount o f  resources in the 

form  o f  energy, commitment, skill and continual nurturing” (Huxham and Vangen, 

2005:212). This also presented in the form of the management o f the costs within the 

PSB project. Various respondents remarked that "Everything had to be the best in 

breed” and consequently very expensive” (R6; R7). When problems and difficulties 

presented within the collaborative arrangements of placing services on the PSB; 

external partners lost faith and trust in the PSB, ‘We were unsure i f  the PSB would 

deliver, when we were wonying about the PSB we M’ere never sure the PSB 

management were also worrying about us.'" (R14). Some o f the external approver 

agencies (CMOD) were also concerned at the significant reliance on consultancy 

services for support. This concern was also voiced by other respondents (R l) '’"'REACH 

was one o f  those agencies that had no accountability, no financial controls; a lack o f  

leadership and no strategic response to crisis issues ”  (R21). This apparent weakness 

in executive leadership led the investigator to consider what die vision o f tlie PSB was, 

and how this was promulgated into the actual design o f the PSB.

(3) Vision

Building on the requirem.ent for executive leadership, collaboration requires a clearly 

articulated vision at the outset (Sullivan and Skelcher, 2002). A vision is required to
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be meaningful, challenging and worthy of pursuit (Nadler and Tushman, 1990). The 

vision for the PSB met this criteria and was articulated in the Government decision of 

May 2000 to '̂’endorse the Public Service Broker as the framework fo r  the integrated 

delivery o f  public services, through multiple channels, accessible from a single point 

o f contacf (McDonagh, 2004:5). This vision was unique as it offered the opportunity 

to realise many of the ambitions set out in the various modernisation agendas 

published by Government (see chapter six; table 6.1) for an overview of this agenda. 

A vision should be a stretching target for an organisation, it should see beyond 

designs, plans and ambitions, it should present a unique world view (Mintzberg, 

2005).

The vision for the PSB was crafted in the Departments of An Taoiseach and Finance 

(C&AG Report, 2007) and articulated as an enabling mechanism to transform public 

service delivery through technology. The concept was unique in the 1999-2000 period 

and relatively untried in other locations worldwide (R 12). The vision was associated 

with changing the way government did its business with its citizens. The concept was 

closely related to the emerging phenomenon of eGovemment that Ireland had 

committed to within the context of the eEurope Action Plan 2000. The vision was 

ambitious and the task of translating it into reality proved significantly challenging. In 

essence the vision articulated in the Government decision began with the enthusiasm 

and publicity required for a ‘W/zo/e o f government” approach (McDonagh, 2004:7), 

that should have been continued in a planned and meticulously crafted approach. The 

vision contained many elements of a potentially successfiil collaboration but it lacked 

the understanding required to bring about truly integrated and sustainable change 

within the public service as a whole. Several departments bought into the vision and 

began to initiate dialogue with the PSB parent agency REACH. Departments such as 

Revenue; Agriculture, Donegal County Council, D.S.F.A; Land Registry and later the 

Courts Service and An Garda Siochana were sufficiently interested to commence 

engagement. Within the IT literature the importance of sharing a vision has been 

regularly articulated as a significant success factor (Nath, 1989, Schein, 1992a, Erms 

et al, 1997). When introducing change the acceptance and sharing of a vision can be 

highly productive (Kotter and Cohen, 2002). The vision for change associated with 

the PSB in 2000 was well received initially across the public service and the 

environment for change was similarly fertile, providing management within the PSB 

with strong optimism for the project (R12; R13).
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Manifestation o f the Vision

The manifestation of the vision for the PSB was welcomed as it gave a distinct focus 

of operation to the then fledgling REACH agency and it was expected that the scaling 

up of the agency would proceed with some speed. It was expected that the building of 

the PSB would overcome many of the problems associated with public service 

delivery that had plagued DSFA. These included duplication of effort; manual transfer 

of data; multiple sources of data and consumption of resources (R 13). The 

manifestation of the vision for change associated with the PSB proved somewhat more 

elusive than anticipated. Delays in sourcing and recruiting staff meant development of 

the PSB was delayed. The changed mandate associated with building the PSB required 

management within the REACH agency to revisit their plans and schedules. Certain 

ambiguity associated with what the PSB actually entailed required considerable 

analysis and trialling (R12). The requirement to meet constant EU benchmarking 

criteria meant further adjustment of planning process. This occasioned the requirement 

to engage consultancy support. The consultancy support was costly and undermined 

internal confidence in both the leadership (R ll; R20; R21) and the external approval 

process (R 6; R7). The shifting agendas meant that management and leadership 

became perceived as weak and languid in its approach and overly reliant on 

consultancy support (R19). The consultants concentrated on what they were 

contracted to deliver (R8) yet they were surprised at how such a challenging vision 

could be reduced to the delivery of IT infi'astructure (R9). The inherent elements of 

collaboration identified in the literature reviews and articulated at chapter 3 such as 

trust; synergy; co-operation; empowerment among the collaborating partners began to 

fade and protectionism and blame began to surface. The inevitable consequences were 

delays; slowness and a product perceived as technically ‘clunky’ and operationally 

fragile (R7). Nervousness, disapproval and disavowment became common features of 

PSB working life resulting in low morale, caution and negativity among staff The 

constant reviews of plans, proposals and costs contributed to a growing loss of 

confidence, reduced cooperation and the development of a siege mentality that 

contributed to a dilution of the original vision and a transmutation of that vision from 

transformation to a "htere IT  project' (R9). This scenario was not conducive to 

creating a collaborative structure to support inter-departmental IT-enabled change. As 

tliese findings emerged from tlie data analysis the investigator considered that if the 

vision had become diluted to the extent expressed in the data what effect had this on 

the business and technological strategy for the PSB?
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(4) Strategy

Business strategy is a key element o f organisational life whose concepts and 

frameworks guide much of management’s short term and long term thinking in 

today’s world (Jarzabkowski and Wilson, 2006). Top management within the 

REACH Agency considered that strategy formulation was principally devoted to 

developing the technological architecture and frameworks to support the launch o f the 

PSB. This also included responsibility for delivering on the Government’s 

eGovemment commitments (R12). These sfrategic objectives were laid out in two 

major strategy plans (1) “An Action Plan to Implement the Information Society in 

Ireland” (1999) and (2) “New Connections" (2002). These two plans had at their 

centre a strategic ambition to modernise the delivery o f public services because as 

Kelman (2005:1) suggests "'Government does not perform as well as it should ' and 

Ireland was no different in this respect. The eGovemment strategy for Ireland involved 

improving public access to services; enabling government and public transactions 

electronically and improving efficiencies and effectiveness within departments and 

agencies (C&AG Report, 2007). This strategy was aligned with much international 

practice regarding public service reform. It also proposed to utilise the growth in IT as 

an enabling mechanism. Many of the principal actors in the public service and IT 

space were theoretically positioned to exploit both the existing and emergent 

technologies in a collaborative fashion. Sullivan and Skelcher argue that ''the extent o f  

the ambition o f  the collaborators will influence the kind o f  strategies that they will 

develop in order to achieve their outcomes ” (2002:115).

The technology strategies developed offered significant promise from the perspective 

o f the PSB and multi-channel service delivery however the broader business 

modernisation and change strategies to support the technology strand were not 

pursued. In its place enterprising Departments and Local Authorities such as Revenue 

and Donegal County Council had to proceed on the basis of the DBG and the SMI 

initiatives^’ . The result was a diffused coalition of the willing, the interested and some 

speculative on-lookers.

Manifestation o f  Stratesy in the PSB

The technological strategy for the PSB was well founded; well intentioned and indeed 

forward looking (R12; R19). The management of the PSB were made aware of what

DBG - D elivering Better G ovem m ent: Second Report to G ovem m ent o f  the Co-ordinating Group of 

Secretaries -  A Program m e o f  Change for the Irish Civil Service ', Departm ent o f  the Taoiseach. Dublin. 

Ireland, M ay, (1996), p .7. SMI w as the Strategic M anagem ent Initiative designed to m odernise the 

Public Service
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to do but regarding how they were to actually do this no advice was forthcoming (R12; 

R13).

"REACH was given a job which ultimately became its sole activity o f  building 

and deploying the Public Services Broker, which was purely a technology 

assignment at that point. Its wider remit which was to bring about change and 

modernisation was never followed up on, and its remit was revised in 2002 

solely to ensure that it delivered the Public Services Broker so the wider 

issues associated with business change using the technology or technology led 

change were never considered by REACH and they were never seen by the 

REACH board or stakeholders to be part o f  its remit ” (R13).

The REACH agency had to research the industry and business environment for on-line 

service cfelivery options from an infrastructural; security and delivery perspective. 

This was a time consuming process compounded by the fact that they were also 

required to service Ireland eGovemment benchmarking requirements. In effect they 

had to deliver a service on one hand while simultaneously building an enterprise 

solution. In effect the management of REACH were formulating a strategy for the 

delivery of the PSB while the necessary level of detail was only emerging. Neilson et 

al., (2008:61) contend that “a brilliant strategy, a blockbuster product or a 

breakthrough technology can put you on the competitive map, but only solid execution 

can keep you there From this perspective the PSB had difficulties from the start, as 

the technology strategy outlined was high-level and lacking in fine-grained detail. The 

product (PSB) had the potential to be a blockbuster but the enabling technology was 

underdeveloped in the 1999-2000 periods and indeed it took until 2005 to finalise this 

element (C&AG Report, 2007).

This was the environment in which the PSB development was unfolding with 

expectant partner agencies watching closely. For reasons such as these within 

collaborations, the concept of partnership features very prominently. Huxham and 

Vangen (2005) suggest that stakeholders and partner selection are vital for success. 

Within the PSB, many stakeholder shared differing agendas (RIO) and many 

stakeholders had differing understandings of what was possible (R16). As the strategic 

direction of the PSB and its ultimate capabilities began to unfold, many of these 

stakeholders were considering their own reputations and that of their departments and 

questioned the overall strategy of hosting all government services on a single enabling 

infrastructure that could ultimately consume individual departmental identity (R 10? 

R. 12; R13). This led the investigator to consider how valid the strategy pursued was
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and if there were reasons for the strategy becoming as diluted as transpired. For this 

reason the investigator was attracted to the events relating to the governance of the 

PSB and returned to both the literature and data to explicate this concern.

(5) Governance

Governance has been interpreted as the act o f governing that includes public 

administration and the institutions, methods and instruments o f governing. It fiirther 

incorporates relationships between government and citizens (including business and 

other citizen groupings) and the role of the state (OECD, 1995).

Within collaborations Huxham (1996) suggests that governance requires an executive 

committee to maintain operational processes together with action groups to implement 

plans. Governance involves having structures in place that will allow an organisation’s 

business strategy to align with the requirements o f the business environment in wliich 

it operates and also to ensure that strategies stay on track and get measured. Similarly 

within the context o f a major IT enabled-change programme such as the PSB, 

governance involves ensuring the alignment o f both business and IT dimensions 

(Judge and Ryman 2001; Luftman and Brier, 1999). This alignment should be visible 

at the top management level (Rockart et al, 1996) and senior executives should work 

towards improving relations betv\'een business and functional areas (Luftman and 

Brier, 1996). Governance can also be associated with steering, guiding, ruling and 

directing (Senge, 1999).

Within collaborations the issue of governance can also be linked with factors such as 

partner selection; trust, power, shared vision (Huxham and Vangen, 2000; Ahuja, 

2000; Vangen & Huxham, 2003; Lawrence, Phillips & Hardy, 1999; Gray 1989; 

Mitchel & Singh, 1996; Herzog, 2001). This democratic interpretation corresponds to 

the ancient Greek understanding o f governance as “the process o f continually 

orienting and adjusting” (Senge, 1999:366). This interpretation corresponds to an ideal 

type o f a governance arrangement for the PSB where success was dependent on the 

execution o f multi-dimensional plans that transcended traditional public service 

boundaries. The development o f the PSB required the partner agencies and 

individuals to work across public service departmental boundaries in a co-operative 

and partnership approach. To achieve this, the governance structure needed to be 

formal enough to ensure alignment and accountability but flexible enough to ensure 

innovation and progress.

The govemance structure for the PSB has been outlined in detail at chapter six (Figure 

6.4). The research indicates that this govemance structure operated on three levels (1)
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the executive level involving various high- level inter departmental groups such as the 

Cabinet Committee on the Information Society; the eStrategy Group o f  Secretaries 

General and an interdepartmental/local government consultative group. This 

executive level also included the general secretaries of the Departments of An 

Taoiseach; Finance and DSFA. The management level of governance involved a 

governing Board for the REACH agency, chaired by an independent non-executive 

chairman with representatives from CMOD; ISPU; Health Boards (now HSE); local 

authorities; LGCSB; DSFA and REACH. The operational level of the PSB involved 

the management cadre of the REACH agency which included a Director at Assistant 

Secretary level within the public service who reported to the General Secretary DSFA 

on matters of project progress and risk; and a deputy director at principalofficer grade. 

Interestingly the parent department of REACH i.e. the General Secretary DFSA did 

not exercise formal authority over the direction of the PSB. The management level 

also included a structure whereby the various principals within the PSB project, such 

as the Bearing Point consultants; the project manager and the 

development/security/operations section heads provided project status updates. This 

level also involved regular project board meetings with partner agencies such as 

Revenue; the Courts Service and An Garda Si'ochana relating to individual projects. 

From the research it is apparent that the overall governance structure was complex, 

diffused and while well intentioned, it has also been referred to as “dysfunctional and 

unsatisfactory” (R16; R 17).

Manifestation o f Governance

As stated above the governance of the PSB operated on several levels. The REACH 

agency that had responsibility for the development of the PSB was a complex space 

where the diverse interests of public servants; consultants; independent IT contractors; 

partner agencies and external interested parties coalesced around a large-scale IT- 

enabled change project

This type of collaboration requires mature governance arrangements where factors 

such as mutual trust, honesty and reliability, shared vision, open communication, 

appropriate distribution of power were necessary (Gray, 1989; Huxham and Vangen, 

2005). Many employees considered the REACH agency a good place to work, that 

was well managed with many good collaborative arrangements in place. Others 

however disagreed vociferously, suggesting that the proliferation of participants were 

difficult to manage, ^^he organisation had a fla t management structure and a large 

amount o f consultant decision making hampered the leadership. The operational 

management was too broad, badly chosen and slow to take action and give
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leadership'" (R19). Another employee remarked that: “At ground level there was a 

collaborative governance approach but higher up the food chain there was almost a 

realisation that problems would occur. All o f  this contributed to delays. There was 

no point in sending issues to senior management fo r  resolution ” (R21).

These sentiments are not unusual considering that oversight and direction occurred at 

a surprising and confusing number of levels. The Cabinet Committee on the 

Information Society received regular briefings on the status of REACH and the PSB 

and approved overall policy. The eStrategy Group o f Secretaries General also 

received reports on the progress of both the REACH agency and the PSB. The 

interdepartmental/local government consultative group established to assist in co

ordinating activities and actions across agencies was also briefed regularly. The 

fractious nature of the governance structure and Board meetings surfaced many times 

duiing tlie field work and there appears to be faii'ly unanimous agreement among 

respondents that the REACH Board did not function effectively. The Board meetings 

“ were very unsatisfactory meetings generally and went o ff and generated arguments, 

as there were quiet different perspective about what the next steps should be in any 

part o f  the process” (R16). The principal influencers and approvers, the Departments 

of An Taoiseach (ISPU) and Finance (CMOD), seemed to be fhistrated with the rate 

of progress and “It was obvious that differences o f opinions regarding strategy and 

direction existed between CMOD; ISPU and the REACH management. But one thing 

that was very obvious was that REACH was definitely under siege. Management had 

to play a very defensive role, it was quiet obvious that they were going in there [to 

Board meetings] under pressure'" (R17).

The data analysis indicates that the outcomes of the governance arrangement resulted 

in confusion, fragmentation and mis-alignment on a regular basis. This resulted in a 

surprising number of reviews regarding strategy, planning and implementation across 

the PSB. It also resulted in the re-configuration of the management board on three 

occasions, leading to further concerns about the governance of the project. These 

insights then led the investigator towards acquiring an understanding of what the data 

suggested concerning how the stakeholders actually interacted and what key 

characteristics are evident in the data concerning this interaction.

7.4.2 The TEAMS Dimension

The investigator then focused attention on the second macro dimension of 

collaboration ‘Team s" in order to unearth insights into how the teams involved in the

249



PSB actually operated in practice and how the interactions were manifested by 

evidence abstracted from the data.

(6) Cooperation

From the perspective o f the “Team” dimension o f collaboration, “co-operation ”  has 

been identified as the next significant element (Singh and Mitchell, 1996). Dictionary 

defmitions o f the word indicate connotations o f combined effort, teamwork, unity, 

participation and partnerships (Collins Thesaurus, 1995). The literature on 

collaborations similarly offers many definitions o f collaboration (Ouchi, 1980; Kraus, 

1984; Gray, 1989; Ahuja (2000) and most o f them make reference to co-operation in 

one form or another as an integral element. Ouchi (1980) talks o f collaboration as 

cooperative relationships that do not include hierarchical mechanisms of control but 

are negotiated in an ongoing communicative process. Amabile et al., (2001:420) 

suggest that “collaborative success appears to increase when groups have high levels 

o f  cooperative interaction”. Jassawalla and Sashittal (1998) suggest that co-operation 

is further enhanced when collaborating groups share a clear understanding about their 

roles and responsibilities. Legler and Reischi (2003) argues that collaborations 

flourish when stakeholders understand that their interests are interdependent with 

others and realise that they cannot solve problems on their own. The requirement for 

cooperation within collaborations therefore was significant and is predicated on a 

number o f factors. Huxham (2005) speaks about cooperation within collaborative 

partnerships and cautions that at times it can be somewhat difficult to ensure 

cooperation on account o f factors such as differing cultures, language, procedures and 

ideologies. This can be observed in different settings such as in cross-national 

collaborations, where language can be a problem. Difficulties can also surface within 

cross departmental collaborations such as the PSB where cooperation can be affected 

by differing stakeholders speaking a different type o f ‘language’ such as public 

servants with a service orientation and consultants with a business orientation.

Manifestation o f  Cooperation

In this context, within the PSB "'team ”  dimension, the issue o f cooperation surfaced on 

a regular basis and on a surprising number o f differing levels. At the executive level 

there were constant disagreements concerning policy, strategy and dii’ection. There 

was also differing understandings o f the concept o f the PSB. “We did not know what 

we wanted other than the broad concept” (R13). The levels o f co-operation needed to 

ensure a cohesive collaboration did not always present at the executive level. 

Cooperation was required not just within the PSB project but in the wider pubhc 

sector space in which the PSB was likely to operate. The PSB management team
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required cooperation for a recruiting process to resource the agency in the 1999-2000 

periods (R 13). This proved to be a protracted process that was still in progress in 

2001, as their partner the Department of Finance failed to sanction the required 

staffing levels. Cooperation in the development o f the initial procurement contract 

process proved difficult (R12) {fixed V negotiated) might have prevented 

misunderstanding at a later stage between REACH management and CMOD. "We 

were under strong instruction from Department that they favoured a fixed p r ice” 

(R13). This later caused difficulties for REACH management as one senior manager 

commented, “we were still defining our requirements during the design stage and this 

is not good practice ” (R13).

At the technical development level the multi-faceted teams working within the project 

comprised of public servants with an initial vision o f changing public service delivery 

mechanisms through the dispersed use o f IT, were supplemented in a skills and 

expertise capacity by consultants and independent IT contractors. Each group was 

focused on differing agendas and indeed different aspects of agendas. The consultants 

(Bearing Point) had a contract to fulfil, which involved building and operating the 

PSB. The independent contractors were located within various teams throughout the 

project specifically engaged to ensure sufficient industry expertise was available to the 

REACH agency for deployment, operations and security' activities associated with the 

PSB.

There were a number of sections within the REACH Agency. These included the 

technical architects (commonly referred to as TA in the industry); and by and large 

this was the exclusive domain of the Bearing Point consultants (R8). Bearing Point 

were then required to take the specifications and build the architecture as specified, 

although they had no input into the design specification phase of the PSB. Another 

segment o f the REACH Agency required other departments to become interested in 

the concept of the PSB. Eventually this included Revenue; DSFA; CJIPP; Agriculture 

and some others. A senior consultant remarked that “REACH had to seek business, 

not many came running to REACH. All other Departments had their own IT  

departments and their own IT Budgets and they did not really want to lose control o f  

these ” (R9). Cooperation requires effort and nurturing similar to collaboration itself 

and as the data suggested, “REACH could have done a better jo b  at this selling 

process. One o f the big issues that turned people away was REACH over indulgence 

in security’ issues, they were far too restrictive” (R14). The security issue also 

presented during the inter-organisational projects involving ‘Revenue’ and ‘CJIPP’. 

“REACH had a set o f  services that were very clearly defined and we were expected to
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fi t  into this way o f  working" (Rl). This senior manager further commented that “For 

all their ability with GRO -  Revenue and Agriculture projects they [REACH] were not 

really that good. They were trying to do too much. They were not really interested in 

new ideas; they were using protocols that no one else wanted and which were hard to 

use ” (Rl).

At the operational level, evidence of cooperation was also elusive, "There was a 

fundamental disconnect between the engine room; security and help desk support' 

(R19). ‘‘‘'I f changes were required or new functionality necessary then things would get 

very strained. It was very difficult to work with other sections” (R19). The findings 

relating to weak levels of cooperation then pointed the investigator towards 

investigating what types of skills, knowledge and experience existed within the PSB 

and how they were used.

(7) Relevant Skills, Knowledge and Experience

The next characteristic to present within the dimensions of “teams” w'as ">-elevant 

skills, knowledge and experience"' The conceptual plan for the PSB envisaged bringing 

together the government services associated with or affected by significant life events 

e.g. birth, death, bss of employment, start up of a business or change of address ( 

C&AG Report, 2007). The PSB was envisaged as the future front face of government 

services to its citizens. Theoretically the concept was good but the consequential 

technical, business and change requirements required to support it were complex and 

challenging. Indeed an internally commissioned Report in 2004 clearly flagged this 

requirement (McDonagh, 2004). Theoretically the skills sets to undertake this type of 

project were available within the public service however each department had its own 

IT divisions to operate for their own departmental business needs. The REACH 

agency therefore was obliged to engage external consultancy assistance to supplement 

the technical knowledge available within the REACH agency. This was a regular 

feature of the public service at that time and for many years thereafter. "We didn’t 

know what we wanted other than the broad concept so we hired consultants to add 

weight to our organisation” (R13). Thong et al, (1996) suggest that business rely on 

consultants and vendors in IT implementation projects and that the effectiveness of the 

consultants and the quality of tlie vendor support are important for successful 

implementation. This approach assisted the REACH agency in defming their 

requirements, however this was a protracted process and one senior manager 

commented that ‘Ht was not until the end 2002 that we got a proper understanding o f  

the programme"" (R12). The technical development requirements appear to have been 

the main priority for the REACH agency. Considerable energy was invested in
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producing and agreeing the ‘request for tender’ (RFT) for the building o f the PSB 

architecture, a contract subsequently won by Bearing Point consulting, a world class 

consulting organisation. This meant that the technical side o f the project was 

considered to be in good hands, ^'Bearing Point was a good company to work with^' 

(R12). However not everyone agreed and another respondent commented that 'the 

costly development o f  the PSB and the inherent design flaw s seriously damaged the 

ability to easily deploy the PSB’s connectivity at a low cost fo r  agencies. The initial 

attitude o f  ‘build it and they will come ’ was changed in later year to ‘help whoever is 

interested to get connected’ to the P SB ’’ (R 19).

The alignment of business development with technical development is a required 

competence within IT enabled change initiatives. Considerable emphasis was placed 

on the technical side o f the PSB development but the business side appears to have 

been somewhat neglected. The ultimate vision for the PSB as stated earlier was an 

enabler of change through IT across the public service. Hsiao and Ormerod (1998) 

contend that this requires the alignment of IT with the organisation’s business intent. 

This appears to have been a secondary objective for REACH management. A 

respondent (R20) had to contact County Councils directly to sell the benefits of 

REACH/PSB (R22). Another senior manager in the public service commented on the 

lack of business understanding prevalent within REACH similarly “/  remember saying 

to them potentially here we have 2.2 million customers and we could see their eyes 

lighting up because this was business they had never contemplated” (R 14).

It was also suggested during the data gathering stage that the REACH Agency lacked 

business understanding and also a full understanding o f the workings of local 

government. “I  d o n ’t believe REACH management understood how local government 

actually worked, coming from a particular te chnical background o f  social welfare ” 

(R16).

Manifestation o f  Relevant Skills, Knowledge and Experience

It is apparent that within the PSB structure there was diversity o f skill sets and 

knowledge and indeed competing factions on many occasions (R22). However there 

was a requirement for all the stakeholders to use those skills collaboratively. Skills 

and knowledge while extremely important also need to be supplemented with 

experience. This includes not just the experience of IT and organisational change but 

also experience of collaborating to create an underlying locus for success. An 

organisation’s value and abilit>' as a collaborator is related to its internal assets and 

simultaneously collaborations deepen and enhance those assets (Powell et al., 1996).
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Within the PSB, the diverse nature o f individual backgrounds offered a fertile 

opportunity to harness varying sidlls and experiences. “Collaborative arrangements 

offer opportunities fo r  autonomous businesses to learn about each o ther’s 

capabilities” (Singh and Mitchell, 1996). Opportunities existed for several 

stakeholders to acquire new and complementary skills but it appears that few availed 

o f the opportunities presented. This may be related to the fact that with the exception 

of the consultants most had no experience o f collaborative working. This presented 

visibly within the DISDP^^according to one source who observed that, “there was a 

bit o f  a disconnect at the centre, while REACH were saying one thing, other parts o f  

the centre like Taoiseach’s Department, CMOD, Finance, LGCSB, the various 

partners, even Revenue to an extent who are a leader in eGovernment were pushing  

ahead with their own agendas and maybe working on conflicting agendas ” (R 10).

The types o f skills and knowledge, both technical and business apparent within the 

PSB, offered tangible avenues for successful collaboration yet the evidence suggests 

that the varied stakeholders bccame protective o f their own individual interests while 

declining to truly engage collaboratively. This realisation led the investigator to 

consider the common purpose of the stakeholders’ involvement in the PSB.

(8) Common Purpose

The common purpose o f the PSB was articulated in the proposal the Taoiseach 

submitted to Government, outlining the PSB as the framework for the integrated 

delivery of public services, through multiple channels, accessible from a single point 

o f contact (McDonagh, 2004:5; C&AG Report, 2007). The requirement for the 

diverse stakeholders to coalesce around this common purpose was apparent. The 

ambition to utilise the PSB as a key enabler o f change across the public service was a 

theme familiar in other jurisdictions where the changing nature o f the state and its 

ability to deliver public services has been considered. The importance of this from a 

collaboration perspective has been articulated by several authors in the form of 

‘'achieving public purpose ‘achieving a shared vision ’ or ‘stimulated by common 

problems' (Sullivan and Skelcher, 2002). This research indicates that this 

characteristic - ‘common purpose’ - answers the “why” to collaborate question. The 

literature suggest many possible answers to this question; many of which have to do 

with financial considerations; expansion o f operations; joint ventures and community 

initiatives (Parsons, 1995; Osborne, 2000). If  the common purpose is not readily 

recognised and accepted by stakeholders then difficulties can be expected. Cropper,

Donegal Integrated Service Delivery Project
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(1996) suggests that collaborations should be able to recognise, reconcile and extend, 

or at least mediate diverse interests; with those the collaborative effort comes to 

associate with.

There is strong evidence that in the 1999-2002 period while the PSB requirement 

definition process was underway, competing interests in the public service IT 

environment and eGovemment space were prevalent. Loss o f departmental identity 

due to the hosting of services on the PSB was a consideration. One respondent 

commented that 'vanitypublishing’ a bigger issue for REACH than fnst imagined 

(R13). Vanity publishing involves the department title, name, email etc being 

prominently displayed on letterheads or advertisements and was a jealously guarded 

privilege. Another commentator questioned the commitment o f central government to 

the “common purpose” o f the PSB, “/  believe that the Government could have taken a 

more imaginative approach something like what Canada did. They set up an eGov 

department where they abstracted whole numbers ofpeople from  parent departments 

and created a new Department not an A gency” (R8). “The overall proposition or 

vision should not have been around technology but around active service delivery'^ 

(R9).

Another senior manager commented that public service transformation was an illusion, 

''Sadly due to a lack o f  central government commitment and the inability’ o f  REACH to 

apply pressure on agencies to engage and to deliver solutions, this [ transformation]  

was only ever aspirationaV (R19). The issue of REACH being unable to apply 

pressure also presented when efforts were made to get departments to engage with the 

PSB. One senior independent contractor observed that "The whole concept came 

unstuck because nobody was willing to scale it up. I  believe that four  Government 

Departments agreed to use the Broker but 50% o f  these were not ready at the right 

time ” (R22).

Manifestation o f  Common Purpose

A potent example o f the requirement for “common purpose” manifested with the 

Donegal Integrated Service Delivery Project (DISDP), which was an IT enabled 

change initiative conceptualised and implemented in Donegal local authority area. The 

idea for Donegal County Council was to deliver on the modernisation agenda outlined 

in the DBG and the SMI at a local level using joined up service delivery mechanisms 

and the concept o f ‘one stop shops' (RIO). Their common purpose was to pilot test 

the type o f services which might be suitable for delivery through the PSB and identify 

issues for future expansion o f the concept. The project also sought to test integrated 

services mechanism b>- a range o f delivery methods e.g. personal callers; telephone
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and web-based delivery (REACH documentation, 2002). In late 2001, the DISDP 

were working towards a PSB go-live deadline o f 2002 and REACH had an expectation 

that a first iteration of the PSB would be available. The DISDP became concerned at 

the type o f work they were being assigned on behalf o f REACH, a senior manager 

commented “ while they were talking at one level about transformation, on another 

level the practical tasks they were assigning to us were very low level” (RIO). A 

growing sense o f unease at the purpose o f the DISDP work was further exasperated by 

the visit o f a senior extemal approver who allegedly commented that all Donegal 

County Council was doing "Hs opening shops up there ”(R7). In all probability from a 

technology perspective and without the PSB on-line capability this description, unkind 

as it was, may be accurate from the perspective o f electronic service delivery. CMOD 

only considered the DISDP as a partially successful project (R6). The manifestation 

o f ‘common purpose’ also presented within the context o f recruitment o f staff and the 

type o f technical architecture deployed in the PSB. From a recruitment perspective 

REACH management considered that they were hampered in their efforts to get 

approval for a resource recruitment process (R12; R13). One of the main extemal 

approvers, CMOD, considered this a waste o f energy as they believed the type of 

expertise required was not available within the public service and recommended the 

hiring of extemal independent contractors on contract or permanent basis (R7). 

REACH management preferred the consultant approach and took that route. CMOD 

also considered the type of architecture developed by the consultants for the PSB to be 

"heavy engineering ' type (R7) and extremely costly to develop and support.

The data suggests that some of these issues may have been resolvable through a better 

articulation o f the common purpose o f the PSB but this did not occur and 

consequently development continued in an unaligned fashion where the identity o f the 

PSB brand was becoming weaker and the focus moved toward survival rather than 

transformation as time progressed. This finding led the investigator to inquiring into 

what were the objectives o f the various stakeholders and how these objectives were 

complementary to the original vision o f the PSB.

(9) Complementarity of Objectives

The next characteristic to be identified within the dimension of “team s” is 

'"complementarity o f  objectives". Complementarity o f objectives refers to the specific 

aims of individual stakeholders within collaborations. The literature review indicates 

that this differs from “common purpose” in that it applies on both the micro level and 

the macro level o f the collaboration. Inter-agency collaboration such as was required 

within the PSB project occurs for many reasons. Research indicates that collaborations 

in their various forms continue to grow at a remarkable rate. Hughes and Weiss (2007)
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suggest that corporate alliances alone are increasing by 25 percent per year. This is 

further evidenced in the growth of collaborations among public service organisations 

particularly in the UK where regeneration programmes and community partnerships 

proliferate (Sullivan and Skelcher, 2002). Collaborations facilitate the bringing 

together of complementary skills and the sharing of resources between different 

organisations (Wood and Gray 1991; Gulati and Singh 1998). The development of 

complex IT systems regularly demands the simultaneous use of different skills sets. 

Indeed this was phrased very succinctly by Dearden (1972:101) when he remarked 

that, "The notion that a company can and ought to have an expert or a group o f  

experts create fo r  it a single, completely integrated super-system. An MIS to help it 

govern every aspect o f  its activity is absurd\

This however was the broad objective presented to the REACH agency in the form of 

the PSB, with the caveat attached, of then having to technologically unpick exactly 

what was involved and thereafter to develop the architecture. Basically at the macro or 

strategic level there was a lack of congruency of objectives at the commencement of 

the project. Nadler and Tushman (1979) caution against eventualities such as this 

when attempting significant change within or across organisations. Tichy (1983) 

similarly offers advice on the complementarity of objectives when attempting 

significant change when he advised that organisations need to examine the technical, 

political and cultural aspects of their organisations before embarking on strategic 

change. The PSB developers at both the executive, engineering and operational levels 

(Schein 1996) concentrated on only the technical requirements to 4ie neglect of the 

political, cultural and indeed as the data suggest the business elements. A senior 

approver commented “o/jce it went into REACH the focus became more a technical, 

even though they did have the slides that showed multi channel and all the rest o f it, 

they went down the roads o f a major IT  project' (R7). Collaborations involve both 

vertical and horizontal forms of engagement for effective results and developing 

multiple broad competencies or maintaining them can be difficult for organisations 

(Mitchell and Singh, 1996). By engaging with the integral competencies of other 

organisations, collaborations can enhance joint knowledge bases. This however is 

contingent on all stakeholders working in a complementary manner. Hughes and 

Weiss (2007: 123) contend that this involves “the ability o f  individuals on both sides 

to work almost as i f  they were employed by the same company”. Evidence suggests 

that this did not manifest enough throughout the lifecycle of the PSB.
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Manifestation o f  Complementarity o f  Objectives

The difficuhies associated with complementary objectives within the FSB “team ” 

setting was strikingly apparent in the delays and the fallout fom  the delays that 

manifested in launching the PSB. The fact that it took from 2000 until late 2005 to 

actually implement the project created significant difficulties. Delays o f this 

magnitude while not uncommon in IT related projects (Clegg et al., 1996) 

significantly damaged the reputation o f the PSB and in turn was undoubtedly a factor 

in both central and local government becoming disillusioned. A senior manager 

within the REACH ^ency  commented that ‘ive were often at loggerheads - the 

engagement process was not productive"' (R12). The requirement to solve problems 

concerning objectives is a constant theme in collaborations. Amabile et al., (2001:428) 

remarks that, ‘‘"the incompatibility o f  problem-solving styles appeared to lead to 

unproductive process conflict

The difficulties associated with the complementarity o f objectives were of particular 

concern for REACH management when reporting progress and plans at both Board 

level and at the higher Secretaries General Group. Concerns were expressed at how 

project objectives were set, “77ie Department o f  Finance dipped in and out regarding 

finance and progress” (R12) and CMOD were virulent and prescriptive about what 

should happen” (R12). Others on the Board preferred to keep things somewhat 

informal. REACH management suffered in the resultant inevitable confiasion, ‘We 

had difficulty in describing what we were attempting to do “there was confusing 

advice''’, ‘W  were afraid we were creating a cash cow fo r  supplier^' (R12). The 

procurement process generated further disagreements and concerns were raised 

concerning the scale o f REACH’S ambitions "Hhe fea r  was that we were attempting too 

much; too ambitious ”  (R13). There was confusion over where the PSB fitted within 

the Public Service Modernisation programme, “was it service delivery; 

modernisation or technology” (R12). This lack o f complementarity o f objectives 

inevitably led to the confusion, recriminations and power struggles that ensued 

between the principal stakeholders and contributed to the reluctance of the other 

departments to engage with such an unclear mandate. “The vision was too broad and 

ambitious, i f  a central plank was established, and that is a moot point then it certainly 

lacked any resemblance o f  uniform commitment. That is, some departments embraced 

it while others ignored it and went their own w ay” (R20).

The lack o f clear and identifiable complementary objectives enticed the investigator to 

inquire into what degree o f trust existed within the teams developing the PSB.
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(10) Trust.

From the dimension o f “teams'’ trust is associated with employee responsibilities and 

the level o f skills that underpin that responsibihty (Fukuyama, 1996). Within 

collaborations "tnisf is one of the most regularly referenced concepts (Mitchell & 

Singh 1996, Lawrence, Phillips & Hardy 1999, Ahuja 2000, Huxham & Vangen 

20(X)„ Tschannen-Moran 2001, Child 2001, Yadong Luo 2002, Vangen & Huxham 

2003). It is important to understand that each stakeholder may have differing 

perspectives or motivations for being involved in collaborative arrangements. 

Huxham (1996:66) argues that "‘Trust ensues when members’ interests are heard and 

acknowledged as legitimate". Ahuja (2000:433) contends that the benefits of 

collaborative engagements arise from combining skills and sharing knowledge which 

are heavily dependent on the "'’existence o f  significant trust between partner^'. The 

development o f trust and the reduction of opportunism are considered preconditions 

for successful collaborations (Scott, 2000). Evidence of this is strongly apparent 

throughout the literature. Trust contributes to organisational effectiveness including 

openness; communications; problem solving and accuracy (Tschannen-Moran, 2001). 

Trust is also promoted by the visibility of mutual benefits (Scott, 2000). This was 

certainly a factor for the PSB, as the benefits were painfully slow in manifestation 

(R7). However PSB development continued and "hy the end o f  2005 the idea o f  

hosting sen ices on the PSB was no longer a rumour and many departments got 

somewhat worried. They did not want to lose their own corporate identity’’' (R6). It 

appears that many government departments became concerned at trusting an agency 

within DSFA with their corporate identity. A lack o f trust such as this at the corporate 

level can indeed be a barrier to collaboration within a large scale IT enabled-change 

programme. Lines et a l ,  (2005) observed that trust within a change context can be 

associated with weaknesses in communications; conflicts and acceptance o f decisions 

or goals. Hayes (2007:206) notes that when %’hen organisational members do not 

trust change managers, they are likely to resist any change they propose''.

Manifestation o f  Trust

The manifestation o f trust was variable within the PSB at a number o f different levels. 

At executive level the lack o f trust was probably significantly observable in the 

operation of the REACH Board, where many respondents commented on the fractious 

nature o f the meetings, “it was obvious that REACH management were under 

pressure there" (R17). Further evidence suggests a lack of trust between the central 

players at this level, “There were lots o f  arguments and disagreements at the Board 

m eetings” (R16). Within the operational and development levels o f the PSB 

environment there was similir mixed evidence o f trust. Paradoxically there were good
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working relationships between some elements of the staff, particularly between the 

civil servant and independent contractors and also suggestions of mistrust between 

both of these parties and the consultants engaged. “Within REACH the various parties 

did not really trust each other. There was trust between the independent contractors 

and the civil servants but nobody trusted the Bearing Point consultants largely” 

(R22). Further evidence of this was found in the relationship between senior 

management and staff “Most senior REACH management left issues between agencies 

to sort out themselves. There was no point in sending issues to senio r management ” 

(R22). The research presents this as a significant issue within the PSB and indeed 

within collaborative arrangements in general. From an inter-agency collaboration 

perspective trust also was raised as an issue by some of the partners of the PSB. A 

respondent remarked that “/  did not trust REACH; I  didn’t trust their ability, 

capability or their real commitment to the project ” (R14). This may have been borne 

out of fhistration at delays and difficulties associated with collaborative inter-agency 

projects. Further evidence of a lack of trust manifested between the consultants and 

the REACH Agency employees 'Trust did not exist, and there was certainly no trust 

between Bearing Point and REACH employees as fa r  as 1 could see’’' (R19). Senior 

management at the REACH >^ency recognised the importance of trust “trust is 

essential, without trust there is no collaboration ” (R13). REACH management were 

made conscious of the importance of trust when a key stakeholder remarked “ c q m  I 

trust this organisation, can they deliver, will it deliver to the performance that’s it is 

signing up to'" (R14).

This characteristic of collaboration certainly surfaced during deliberations on the issue 

of corporate identity where it appears that the majority of departments decided not to 

trust the PSB with their identity. On reflection REACH management indicated that 

this is an issue that should be well established at the commencement of collaborative 

arrangements '‘‘building o f trust, tha t’s probably something that needs to be broken 

down well in advance o f  the project becoming a reality” (R13). The data certainly 

supports neatly the advice of Tschannen-Moran (2001:5) who suggested that 

“Distrust can impair organisational effectiveness ” within collaborative arrangements. 

The data analysis set out above offers numerous examples of where trust was lacking 

within the PSB. This insight leads the investigator to next consider what processes 

were involved within the PSB.
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7.4.3 The Process Dimension

The investigator then explored the third dimension o f collaboration “Process” 

identified in the data.

From this dimension the key identified characteristics were relationships; 

empowerment; awareness; sharing and behaviours ”. These key characteristics were 

supported by a number o f individual attributes that comprised the events drawn form 

the incidents and the data. The first identified characteristic to be considered was 

relationships.

(11) Relationships

Relationships represent the process of how stakeholders within a collaborative 

arrangement interact with each other. Kanter (1994) suggests that relationships 

between organisations are very similar to those between people. Relationships involve 

affinity, bonds and communications (Collins Thesaurus 1995:800). Relationships 

represent how people work together to achieve results. McKee and Carlson observe 

that “it is the domain o f  relationships that defines, not what people do, but how 

effectively they work as a team" (1999:10). In the case o f the PSB, relationships 

proved to be very significant between both people and partner organisations. 

Relationships imply as Gray (1989) suggests, the pooling of resources to solve 

problems. At the establishment ol' the REACH agency the problem within the public 

service was the inability to seamlessly share data between different government 

agencies and a requirement to support means testing and payments (R13). The 

REACH agency as we have seen was established to progress an integrated social 

security systems (ISSS) which would enable this change to occur. The Department o f 

An Taoiseach and CMOD conceptualised the PSB at the same time and thought that 

REACH would be "a good f i t  with the concept ”  (R12). Senior REACH management 

were not as enamoured with the idea but nevertheless embraced its development. From 

the outset, relationships were an issue between REACH and CMOD. Respondents 

mention significant evidence o f "tension'' and ""being under siege'' (R17) at meetings. 

Relationships between REACH and other partner agencies such as the DISDP also 

underwent certain strains and evolutions. One respondent commented that REACH 

management did not seem to know what they wanted from the DISDP and only 

allocated it "tow level work'' when in fact it was the physical manifestation o f the 

business process that would be required to support the PSB in implementation (R 10). 

Relationships with REACH across the wider public service were on the surface cordial 

and professional however in reality they were somewhat uneven. Protectionism and
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identity preservations were more potent concerns for some departments rather than 

productive relationships designed to create collaborative processes.

Manifestation o f  Relationships

The importance o f relationships to processes in collaborative IT-enabled change can 

be related to the quahty of the communications processes undertaken within the 

collaboration. Legler and Reischi (2003:4) emphasise this when suggesting that 

“communication is fundamental as stakeholders attempt to understand their mutual 

interdependence”. Cormnunications is certainly an area where problems presented 

within the PSB. From an early stage, CMOD as a significant external approver were 

unimpressed with the technical designs presented to the Board for approval (R7). A 

significant respondent commented that “the procurement exercise had proven that we 

really d id n ’t know enough to be awarding a contract; we needed to take smaller 

steps'" (R7). Despite the existence o f significant support for this position, the 

procurement contract proceed possibly influenced by the political imperative to enable 

the nation’s eGovemment capability. However the nature o f relationships thereafter 

remained volitile. Within the inter-agency collaborations, relationships varied along a 

continuum of good to extremely poor. There was evidence o f good relationships 

between REACH management and the DSFA; between REACH and the Department 

of Agriculture on the GRO project and also in the development work for the inter

agency messaging service (lAMS). However within the high profile Revenue PAYE 

project there was evidence o f significant deterioration in relationships. A senior 

respondent remarked that “Through a long process o f  negotiation we eventually go to 

a stage where we agreed a working model that we wanted” (R14).

In 2006 a lot o f focus was put on tfie link between the PSB and Revenue-on-line 

system (ROS). It then became obvious that the ROS site would be used to host the 

PAYE forms and related documentation and that the PSB would be used for identity 

validation (R6). This was a shock for the REACH rmnagement; however from 

Revenue’s perspective the relationship had become so fraught due to delays and lack 

o f business requirement definition and understanding that they had no other option. 

''At no stage in the project did I  get any sense o f  that kind o f  understanding o f  the 

strategic importance, bearing in mind that during all o f  this we were the only partner 

that REACH had, who were coming in and saying potentially we have 2.2 million 

customers fo r  you ”  (R14). Relationships within the process o f PSB development were 

difficult and strained, significantly characterised by abdication o f responsibility and 

guidance by approvers and infiuencers. A respondent remarked regarding the 

relationship between PSB Project and the Department o f Finance that 'Invariably
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REACH would understate the requirement, i.e. pretend that the requirements are less 

than they actually are, otherwise the perceived understanding is that the Department 

o f  Finance by their nature will never agree. Invariably lower cost estimates are 

published" (R18). Inevitably this led to increased pressure on REACH management to 

deliver while their budgets were under intense scrutiny, resulting in further strain on 

relationships between the key stakeholders. These types o f insights encouraged the 

investigator to focus attention on the type o f power and influence available to the key 

stakeholders within the PSB. This led him to consider the characteristic of 

empowerment as it emerged from the data.

(12) Empowerment

Empowerment is a common issue in modem management parlance and is usually 

associated with autonomy, meaning in effect an "'ability to decide....how, when and at 

what pace work should be performed” (Kelman, 2005:43). Evidence o f issues 

associated with power surfaced regularly in the data gathering phase o f this research. 

This is concomitant with the literature oi collaboration where Himmelman, when 

articulating on social justice issues contends that issues o f power are matters of 

considerable concern within collaborations as they are strongly related to results 

(1996:22). Himmelman (1996) fiirther contends that sharing o f power among different 

stakeholders can be achieved by collaborative empowerment. Collaborative 

empowerment is the "‘‘capacity to set priorities and control resources that are essentia I 

fo r  increasing se lf determination'" (Himmelman, 1996:30 in Sullivan and Skelcher, 

2002). This can relate to individuals’ ability to make decisions and also to decide the 

pace of progress. This was not an option within the PSB project as the rate of 

devebpment was a political issue associated with the EU benchmarking process and 

the requirement to build the infrastructure to support on line service delivery.

The public service environment of the PSB did not lend itself to an empowerment 

situation as external influences were central to the pace o f development. "There was 

also at this time enormous political focus on eGovernment which was unusual fo r  IC T  

Projects. It was certainly a political agenda that was driving the development o f  the 

“Broker ”{R. 6). REACH management were at this stage in 2000-2001, still 

committed to their own mission of '‘sei-vice delivery improvements right across the 

welfare sector” (R13). This was very apparent to the external approvers and 

influencers as the REACH agency was only one small section within the monolith of 

the Public Service. A senior public servant observed "it appears that REACH wanted 

to concentrate on its mission and time was a big issue fo r  everyone concerned" (R6).
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Principal elements of the original REACH vision for online service enablement such 

as the ‘data vault’ and the ‘episode knowledge directory’ were not as a result 

proceeded with (C&AG Report, 2007).

The first version of the technical design of the PSB submitted by management resulted 

in significant disagreement at board level and subsequently a revised version was 

agreed at the eCabinet Committee meeting of May 2003. This is a potent example of 

the lack of empowerment available within the REACH Agency.

Manifestation o f Empowerment

The research indicates that power within the PSB project lay significantly outside the 

control of the REACH management team. The realisation by Revenue that REACH 

management had no authority or fmance to commence development of the PAYE 

project, when they had already invested months of time and effort into negotiations 

was a startling finding and was an example of lack of empowerment within the 

REACH agency (R14). The fact that REACH management had to regularly seek 

approval fi'om CMOD was a stark reminder that a unique change opportunity for the 

public service, that required dynamic and innovative processes on a regular basis, was 

constrained by a centre-led control and approval process. Another example of this 

presented within the development levels of the PSB, where it appears that some 

employees began to question the type of technology being developed, particularly in 

the later projects such as CJIPP, “I  think that some technical staff wanted to change 

the technology to web services, as MS Biz talk was getting a bit old hat, REACH 

management didn’t want to know about changes, at least not until they actually 

delivered the service i.e. CJIPP

There is no doubt that REACH management were not empowered to make strategic or 

tactical decisions and did not possess the political power to enforce decisions across 

departments either. A senior independent contractor with considerable experience in 

IT-enabled change implementation commented that "‘some departments embraced it 

while others ignored it [PSB] and went their own way ”. Further evidence of this was 

offered by a senior civil servant who remarked that “The feeling was that the services 

o f the individual departments belonged solely to the parent department and not to the 

PSB” (R6). Bartunek et al, (1996) argued that success within collaborations is 

manifested by the state of intergroup relations among sometimes competing and 

sometimes disenfranchised groups is pertinent in this regard. Within the PSB 

environment there was evidence of competition and protectionism on multiple levels, 

at the interagency level (departmental level) protectionism and "vanity publishing’
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were rampant. Empowerment at the inter-group level was also a concern where the 

consultants retained exclusive power relating to development of the PSB, "'There were 

frequent differing interpretations between development and operations sections. 

“Closing the gap” was very difficulf (R19). However it appears that the real lack of 

empowerment manifested itself at the management level where issues and concerns 

were not strategically progressed “When the problems presented across projects, the 

leadership cadre in REACH were reluctant to bring the big issues to the Project 

Board M eeting’’(R22). This left employees feeling inadequate and without 

opportunities to influence the decision making process. In fact it was an embodiment 

of the hierarchical nature of mechanistic organisations so prominent in the pubhc 

sector which in general, limits the degree to which discretion can be exercised 

(Mullins, 2007). The evidence in relation to the level of empowerment available to 

REACH management was disturbing in the context of the requirement for dynamic 

decision making and led the investigator to consider the awareness levels of 

management and employees concerning the impact of these types of characteristics on 

the overall process of collaboration and IT-enabled change.

(13) Awareness

The next characteristic of the dimension of ''process ”  to emerge from the data was 

"awareness'". Awareness is a unique function of collaboration activity within IT- 

enabled change. Awareness implies cognition and understanding. It implies strategic 

understanding of the context in which collaborations and change occurrs. It entails an 

awareness of how the power of IT can be harnessed to enable change. Within the 

context of public service transformation in Ireland in the 1999-2001 period, the PSB 

was considered a significant enabler. “ There was excitement across the departments, 

“Most o f  the service delivery Agencies were excited about the concept o f REACH as it 

meant that they did not have to engage in development work themselves ” (R 18). This 

however did not mean that they were equally excited by transformation. The research 

evidence indicates that many were only interested in automation (R19). For the PSB 

awareness is taken to include the understanding of the political space in which the 

PSB development occurred. The central influencers, the Departments of An Taoiseach 

and Finance, led the conceptualisation process for the PSB but utihsed the REACH 

agency to effect its development. This meant tliat responsibility for successful 

development had been delegated to a subsidiary agency outside of central government. 

In effect this meant that any significant fall out from failure would be somewhat 

removed from the original instigators. The political impact of this was not lost on 

REACH management and the need to meet EU benchmarking criteria was a central
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influence in this regard; as the Government were expected to take the lead in bringing 

public services in Ireland on-line. The central government departments met these 

criteria for a time and thereafter reasons for falling benchmark results could be 

associated with the delays in launching the PSB and were apportioned to REACH.

Manifestations o f  Awareness

The Government required a central mechanism for on-line service delivery as quickly 

as possible but the PSB became immersed in design issues causing it to take from May 

2000 (Government endorsement of decision) until May 2003 for the formal approval 

of the PSB specification (C&AG Report, 2007). This lack of pohtical awareness and 

inaction led to creditability problems for REACH management. Suggestions of 

lethargic decision making and imprecise planning surfaced leading to contentions 

conceming the project management skills of the REACH management team (R 18; 

C&AG Report, 2007). The fact that the environment in which REACH had been 

established underwent changes from a DSFA initiated service delivery requirement 

across welfare and related agencies, to a Public Service wide change vision appears to 

have gone unrealised by REACH management for sometime. This lack of strategic 

business awareness also became apparent in the business dealings of REACH 

exemplified through the notion of 'huild it and they will come'' attitude (R 20). The 

requirement to engage with the other public service departments also came under 

pressure, "the ability o f REACH to apply pressure on agencies to engage and to 

deliver solutions was only ever aspirationat' (R20). REACH lacked the political and 

business awareness to make progress at the inter-agency level and as one commentator 

remarked they "'had no political clout” (R22). This lack of awareness led the 

investigation to consider next how one of the frxndamental areas within the process of 

collaboration “sharing” was manifested within the case of the PSB.

(14) Sharing

The data analysis suggested that “sharing” was a fundamental requirement that 

regularly surfaced within the dimension of “process”. The literature suggested that 

within collaborations sharing is an interactive "process’ that involves change- 

orientated relationships (Wood and Gray, 1991). Sharing within collaborations occurs 

in many formats and on many different levels. Huxham (2005) speaks about the 

requirement for a shared vision where the diverse stakeholders hold a similar view as 

to what can be achieved. Powel et al., (1996), talk about the shared risks within 

collaborations where costly experiments or explorations of new markets present 

significant risks and problems. The literature on collaboration is stacked with

266



references to the importance of sharing. An overview of a number o f definitions offers 

clues to the role o f sharing within collaborative settings. Gray and Wood (1999:148) 

offer significant insights in this regard when they analysed a number o f such 

defmitions and unearthed data strings associated with sharing such as “ working 

together”; “shared transmutational purpose” “ shared understanding” and “medium to 

long-term systemic capacity for addressing shared problems” . Within collaborations 

sharing offers potential for access to new skill sets. This is important in an IT enabled 

change context such as the PSB where it was obvious early in the process that there 

was a deficit o f IT skills. Senior staff at the REACH agency acknowledged this, ‘We 

also got some consultancy assistance because we needed some technical advice from  

the technology side and we also needed some thinking on business processes and how  

to approach this'" (R13). Sharing brings successes and benefits such as pooling 

complementary skills in areas such as technological development. According to 

Powell et al, (1996) success within collaborations in pooling resources and sharing can 

be located in the types of collaborative experience available within organisations. 

Sharing can lead to intemal capacity building and organisations can learn how to 

transfer knowledge across boundaries. This characteristic o f collaboration appeared to 

be problematic for the public service during the PSB lifecycfe. A senior respondent 

commented that “TTje individual Departments would not play ball. It would be 

whatever consensus existed at the Department top level sharing did not occur" (R6).

Manifestation o f  Sharing

The most potent example of sharing within the PSB concerned the sharing o f data. The 

DSFA was willing to share its comprehensive database with the REACH agency. This 

in turn facilitated sharing of data with General Registar’s Office in the GRO project. 

Also the concept o f the REACH agency itself was founded on the premise of reaching 

across departments in this regard (R 13). The PAYE project with Revenue was less 

about sharing data rather it was more concerned with sharing the PSB identity 

authentication capability. The CJIPP project between An Garda Siochana and the 

Courts Service was centrally involved in a data sharing and transfer process. The most 

contentious issue that emerged in the process o f sharing within the PSB project related 

to security and authentication. This was a deterrent for many agencies that saw the 

levels o f authentication required by the PSB as unnecessary. A senior respondent 

commented that “REACH had a set o f  services that were very clearly defined and An 

Garda Sbchdna was expected to f it  into this way o f  working” (R l). Revenue faced 

similar problems with the PSB and was forced to negotiate an alternative proposal 

with both REACH management and Bearing Point consultants in this regard that 

facilitated easier access to a slightly more limited data set (R14).
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A distinct lack of enthusiasm for the DISDP manifested at REACH and a reluctance to 

share information, ideas and innovation appeared. The external approvers in CMOD 

and ISPU seemed to lose interest in this project. Sharing involves skill in managing 

relationships and on an organisational level organisations use sharing within 

collaborations to maximise skill bases (Huxham, 2005). This unfortunately did not 

occur to a noticeable level within the PSB as both a senior civil servant (R18) and the 

C&AG (2007:67) observed that there was a lack of shared project management skills 

within the PSB “measurable targets were not set in relation to the strategic 

objective^'. Interestingly the OECD Report (2008) made a similar observation 

concerning the overall public service when aticulating that Ireland can "hchieve 

greater value fo r  money in public services through significant capacity building in 

terms o f  deepening project management and implementation skilW  (:6). Several 

respondents within the PSB environment also commented that at the inter-group level 

the consultants retained tight control of their areas of operations and did not willingly 

share information or knowledge with other stakeholders. “There was a fundamental 

disconnect between the engine room; security and help desk support” (R19). There 

was an apparent air of defensiveness and protectionism prevalent throughout the PSB 

project. Powel et al, (1996) contend that sharing within collaborations is connected to 

skills at managing relationships and this is an area that appears to have been neglected 

within the PSB at times. This insight caused the investigator to consider what other 

issues were central to processes within collaboration. The data pointed him towards 

behaviours as the next central characteristic.

(15) Behaviours

“Behaviours ” presented as significant for collaboration in this research In exploring 

the characteristics of various collaborative arrangements many inherent qualities 

present however the literature on collaboration is somewhat silent on the subject of 

behaviours; consequently it is necessary to look to other sources for insights into the 

subject.

The study of behaviours is ordinarily considered a psychological subject, however 

many of the fundamental issues associated with behaviours are both philosophical and 

psychological in nature (Elias and Merriam, 2005). These include issues whether 

individuals act voluntarily or involuntarily within social settings and whether 

behaviour was learned or inherent (Skinner, 1994). As we have seen collaborations 

occur in many social forms and typically stakeholders are motivated to collaborate by 

either a shared vision or by a desire to resolve conflicts (Huxham, 1996).
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Behaviours are taken to comprise the physical characteristics that are displayed in 

normal interactions such as attitudes, understanding and learning. Within the context 

of the PSB there are many examples of individual and inter-group behaviours that 

when viewed in the overall context of an IT-enabled change initiative require 

consideration. Within the context of organisational change Kotter (1996) speaks of 

building guiding coalitions that will lead the change effort. Senge (1999:43) suggests 

that profound change requires investment o f "time, energy and resources Within IT 

enabled change initiatives, success requires a synergy between multiple stakeholders 

(Hsiao and Ormerod, 1998).

The research into the PSB project presents evidence throughout o f mixed and 

conflicting behaviours, h  2000 the data suggests that the newly formed REACH 

agency grudgingly accepted the development role of the PSB. “We were hijacked” 

(R13) commented one respondent. A senior influencer supported this behavioural 

indicator with the comment that “zY appears that REACH wanted to concentrate on its 

own mission ’ (R6). The initial design specifications produced by REACH with the 

help of several consultants and consulting companies were viewed with scepticism at 

the REACH Board level. ‘T/ie procurement exercise showed we [the Board] did not 

know enough to award a contract ” (R7). This led to an escalation o f tension and the 

start o f a conflictual behaviour process between REACH and CMOD that endured 

until the end. “It has been said that the suddenness o f  the closure was retribution fo r  

past differences ... Perhaps” (R20).

The continual slide in Ireland's EU benchmarking placing led to a dramatic reduction 

in support for the PSB and contributed to a change in attitude among stakeholders 

particularly at Board level where confidence in REACH management capability 

noticeably reduced. The result was that REACH management adopted a defensive 

behavioural stance that was manifested when Revenue queried several aspects o f the 

PAYE project without success and were ultimately forced to engage with the REACH 

Board chairman directly. This resulted in the defensive comment from REACH 

management “we got the letter we were expecting all right” (R14).

Manifestation o f  Behaviours

The value o f appropriate behaviour within the “p rocess” o f collaborations can be 

associated with how indi\iduals, groups and agencies interact together. At the 

individual level within the PSB there is mixed evidence o f relatively good and 

professional behaviours. This evidenice presented itself when individual independent 

contractors spoke o f their levels of engagement with each other. There is significant
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evidence of conflict and tensions particularly when REACH management were 

making proposals at Board level. could see that they.... were under pressure'' 

(R17). In dynamic change situations such as the PSB this is not uncommon. Stacey 

(1993:256) argues that ''the unpredictability o f  specific events within fuzzy categories, 

which is the hall mark o f open-ended change, leads to ambiguity and confusion". 

Ambiguity within the PSB translated itself into lack of direction from management 

which in turn fostered feelings of confusion, isolation, inertia and stagnation on the 

project A senior manager within REACH stated “The process was confusing and 

without any standardisation or consistent commitment, additionally it appeared to 

lack any central effective leadership, focus or control" (R 20). An independent 

contractor further commented that there was “«o real urgency to move things along at 

a faster speed, only a few  individuals were driving projects ” (R21).

These behavioural characteristics were fiirther exaggerated by the regular reviews that 

endured throughout the lifecycle of the PSB. The reviews were conducted on the basis 

of strategic intent; design; costs and value for money by internal public service 

agencies (CMOD) and external agencies (McDonagh, 2004;C&AG 2007; OECD, 

2008). This led to a growing sense of disillusionment and behavioural expressions of 

isolation, siege mentality and frustration, “we are very frustrated at this stage, we 

don't know what will happen next ” (R12).

This sense of frustration led to a behavioural mode of compliance and passiveness that 

inhibited decision making and reduced risk. REACH management considered the 

behaviour of stakeholders particularly regarding oversight as a hindrance to good 

decision making (R12). Finally the result of the behavioural characteristics within the 

dimension of the “process” of collaboration led to an overwhelming sense of 

foreboding and lack of control

7.4.4 The Outcomes Dimension

The fourth higher crder category that emerged from the data was ‘butcomes”. The 

characteristics of the “outcomes” dimension also emerged from the higher order 

categories that will be outlined in the next five sections. These higher order 

characteristics are supported by a series of attributes that were extracted from the data. 

The literature review also supports these characteristics. The researcher in this case 

has catalogued them sequentially to present the logical pattern that should be 

discernible in collaboration in IT-enabled change.
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(16) Progress

From the dimension o f "‘outcomes"' the first characteristic presented is “progress  

Progress in this context means progress towards the objectives o f the FSB. Progress 

towards objectives is significantly linked to a number o f key characteristics some of 

which have been referred to already in this research. The requirement for a clear vision 

and strategy for the PSB was somewhat clouded by the granting o f a dual mandate to 

"radically improve the quality o f  service to personal and business customers o f  

Government and to develop and deploy and Public Services Broker to help agencies 

achieve that improvement' (Smith, 2002). This was then ftirther obscured by the 

requirement to meet certain EU benchmarking criteria.

Factors that affect performance within collaborations and hinder progress have been 

articulated by Hoon-Halbauer (1999) and Sink (1996) as including personal agendas; 

individual egos; politicking; poor managerial relationships; geographical distances and 

cultural differences (Huxham, 2005). It is apparent that these issues all presented to 

certain degrees within the PSB.

Evidence suggests that personal agendas surfaced between some of the external 

influencers and approvers and the PSB management team. "There was a lot o f  tension 

at Board meetings ”  (R 16). There was also evidence that some individual considered 

their personal technical knowledge to be superior to that available within the PSB, 

‘‘REACH didn 7 have the detailed technical skill knowledge and expertise to build the 

P S B ” (R7). The fact that the PSB was required to meet the EU benchmarking criteria 

posed problems for progress as resources had to be continually diverted to this, “There 

was also at this time enormous political focus on eGovernment which was unusualfor 

IC T  Projects ”  (R6). Progress towards the objectives o f the PSB seems to have been 

somewhat cavalier at times “The surroundings o f  the weekly meetings sent its own 

message. Sometimes senior management fa iled  to show fo r  management meetings 

(R22). The delays with the PSB development contributed significantly to the 

negativity surrounding progress undoubtedly “when they w eren’t in a position to forge  

ahead at times with the 'broker ’ we ended up ju st having to make our own plans ” 

(RIO). Collaborations require diverse stakeholders to work together in a cooperative 

and partnership approaches that is guided by top management. Judge and Ryman 

(2001:78) articulated this when commenting on strategic alliances that, ‘Executive 

leaders... have a major impact on alliance effectiveness before, during and after the 

alliance is created'. The difficulty in breaking down inter-departmental barriers and 

“silo” thinking was a significant barrier to progress also. One senior civil serv'ant
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commented that “departments wanted to retain ownership o f  their own identity no 

matter what happened ” (R6).

Overall during the nine year life-cycle of the PSB progress was fractured, uneven and 

slow with considerable scope for improvement. This was noted by the C&AG 

(2007:55) who commented that only in the later stages of the project did improvement 

occur, observing that ‘‘‘'since Jan 2006, additional project control measures have been 

put in place”.

Manifestation o f  Prosress

The difficulties with progress may be attributable to the fact that at the 

conceptualisation of the PSB and its hand-over to the REACH agency, no specific 

objectives were set, other than a broad outline. This caused problems for REACH 

management in defming detailed requirements for the PSB. The C&AG commented, 

“REACH could not specify the requirements for the Broker to a sufficient level o f 

detail to be in a position to sign a firm  contract with Bearing Point fo r  delivery ” 

(2007:55). This fact significantly troubled the external reviewers and the C&AG 

further noted that “Consistent, regidar, clear and measurable reporting on progress 

was not available” (C&AG, 2007:55). However responsibility for this, while 

certainly a management issue, may have been outside of the control of the PSB 

management due to time pressures and the fact that the requirements of the PSB were 

still being decided while the contract negotiations with vendors were already in 

progress (R 13). This as already was partly occasioned by the need to meet the 

requirements of the EU benchmarking criteria in the critical 2000-2001 period, but 

also by a certain lack of IT and business knowledge that became more apparent 

overtime.

While it is generally acknowledged that the development of the PSB was painfully 

slow at times and laced with escalating costs, progress was however discernible on a 

number of fronts that deserves to be acknowledged (see Chapter 6, table 6.3 for 

details).

A senior independent contractor was impressed enough with the progress to comment 

that “I  thought this [PSB] was a very clever plan for interdepartmental 

interoperability. It really was a “captain marvel decoder ring” fo r  the Public Sector, 

where agencies would commit to one another and allow access to each others services 

without being able to enter the core system. Thus they’ were security protected. The 

integration and communication process would be via the PSB” The best part was the
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one to many organisations this was a classical example o f  what could have been done 

(R19).

There was justifiable pride within the REACH agency at the progress that was made 

however there was also a sense of “missed opportunities” at what might have been 

possible and a realisation that most people did not understand or appreciate the 

significance o f the progress made or how to leverage advantage from this progress 

(R18; R21; R22). This insight led the investigator to inquire into what had changed 

in the Public Service as an outcome of the PSB.

(17) Change

The next characteristic o f the 'butcomes"’ dimension of collaboration in IT enabled 

change is ‘bhange". Huxham (2005:3) contends that within collaborations "hlmost 

anything is in principle possible" and Gray and Wood (1991) argue that the purpose of 

collaborations is to achieve more collectively than is possible alone. As we have seen 

under the explanation o f “progress" there were sizeable achievements within the PSB 

project. However, empirically from anlT-enabled change perspective it is difficult to 

identify a fimdanientally altered public service as a result of the PSB.

Evidence within this research suggests that there are many reasons and contributors to 

this situation however empirical evidence is scarce that the public service was change 

ready in the period 2000-2002. This theory is plausible despite the plethora o f public 

service reform rhetoric that has endured since the early 1980s within the public service 

(See Cliapter 6, Table 6.1). A longitudinal perspective since the Government decision 

of May 2000 to endorse the PSB as the mechanism to transform public service 

delivery through technology, suggests that it is difficult to locate empirical evidence of 

a public service-wide transformation agenda that has been actively planned, marketed, 

implemented and evaluated. There is considerable evidence o f noble intent in the 

Strategic Management Initiative (SMI, 1994) and again in the Delivering Better 

Government (DBG) in 1996, which were further endorsed in various programmes of 

government. However, other than grand statements o f intent significant reform had 

eluded the public service to-date. McDonagh (2004) identified this in a review of the 

REACH agency when he noted the concerns o f the National Economic and Social 

Council who stated that “while a wide range o f  reforms have been introduced, there is 

an issue as to what extent the SM I has actually changed the day-to-day work o f  many 

civil servants ” (2004:24). During the case research a senior civil servant commented
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that “when you added all the perspectives associated with the PSB together 

transformation became a background issue ” (R12).

This sentiment was further endorsed by a senior consultant who worked on the PSB 

development, ‘’REACH did not really know what the citizen wanted and the overall 

project was allowed to become a technology project rather than a transformation 

programme fo r  the public service ”  (R9). Several respondents commented on the fact 

that there was an initial transformation agenda apparent but that it became diluted to 

the point that it disappeared altogether “the concept was that it would provide the 

basis fo r  stimidating significant change in the delivery o f  services. We think once it 

went into REACH the focus became more on an IT  project' (R 7).

Manifestation o f  Chanse

The vision for the PSB as outlined offered possibilities for the cultural “unfreezing” 

(Lewiti, 1951) o f the way public services could be delivered. There were opportunities 

to awaken the public service to the notion that service delivery could be truly 

transformed through IT. The mobilisation o f the cross departmental REACH Board 

offered potential for mobilising this awakening and generating a guiding coalition to 

lead out the type o f transformational change needed (Kotter, 1995). Kotter and Cohen 

(2002) suggest that a guiding team requires two essential characteristics, he right 

people with the appropriate skills’' (:43). The REACH Board was certainly a mix o f 

the right people with the right skill-sets. The REACH Board was ideally suited to be 

constituted as a collaborative team, comprised o f highly skilled, capable and 

competent people with significant ecperience across diverse elements o f the public 

service. However evidence suggests that it did not operate as a guiding coalition 

should. A senior Board member commented that, “/  sensed that it was purely a 

technology project, very narrowly focused where the reality was that the vision should 

have been, how can we change services and how is it going to benefit the public ” 

(R17).

The manifestation of change across the public service should be identifiable in 

quantifiable terms. However there is compelling evidence throughout the research and 

in the literature that this did not happen. The C&AG Report (2007:57) acknowledged 

this as follows “REACH has not delivered strategic change within Government or an 

integrated social service system, as was originally planned”. Several respondents 

noted that the public service as a whole did not seem particularly interested in a 

collaborative approach to change. Sullivan and Skelcher note that ^'collaborations are
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fundamentally about dynamic processes through which actors -  both individual and 

organisational - negotiate their relationships around mutual interests” (2002:221). 

The mutual interest in this case should have been public services transformation 

however sectional interests contrived to subvert this “the requirements o f  other 

Departments were also evolving. By the end o f 2005 the idea o f  hosting services on the 

PSB was no longer a rumour and many departments got somewhat worried. They did 

not want to lose their own corporate identity" (R6). A senior manager within REACH 

summarised the dilemma as follows '"the PSB was all about cross cutting services and 

breaking down boundaries and introducing efficiencies. Departments themselves took 

a rather different view, they took the view that they had a responsibility to deliver 

these services and the responsibility was their^' (R13). This lack of a shared 

understanding o f the fundamentals o f collaboration undermined the potential for 

organisational change and ultimately undermined the PSB. This fmding while 

uncomfortable and disappointing led the investigator to consider exactly what the PSB 

had actually achieved during its life-cycle.

(18) Achievements

To answer this question the investigator returned to the data and sought evidence of 

achievements within the “outcomes” dimension Achievements differ from “change” 

in that they refer to what was actually delivered by the PSB project. W hen the 

REACH agency was inaugurated in 1999 it was in effect the formation of a uniquely 

new concept in the Irish Public Service. Finn (1996) contends that "\vhen groups and 

organisations begin to embrace collaborative processes to engage in intra- or inter- 

organisational strategic management and change, they are in essence, inventing a new 

type o f  organisation"' (:152 in Huxham, 1996). When REACH was established it had 

the ambition “to stretch across departments” (R13) in a way that had not been 

considered or achieved before. The initial ambition was to hamess IT to enable the 

sharing of data without having to get into hugely expensive structural frameworks to 

achieve this. The subsequent allocation of responsibility for the development o f the 

PSB was to all intents and purposes a logical progression from REACH’S initial 

mission although some respondents did not see it quite that way (R12 and R13).

The sizeable achievements effected by the REACH agency included the launch o f 

REACH Services version 0.1 in conjunction with the LGCSB; the GRO project 

between Revenue and Department o f Agriculture was completed; the Inter Agency 

Messaging Service (lAMS) was launched; the LEST project with DSFA was 

completed; the DEVS Project was completed; the PAYE Project with Revenue went 

live; the PSB was launched m 201)5 and the CJIPP project continued in development.
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See Chapter 6, table 6.3 for a chronological progression o f achievements within the 

REACH agency.

These were significant achievements for a newly formed agency that did not have a 

traditional background in innovation; technology, change or collaboration. The 

REACH management succeeded in bringing the concept o f collaboration and IT- 

enabled change fi'om the drawing board to realisation in the period 2000-2005 in a 

period when technological advances were moving at a rapid pace. It succeeded in 

delivering a mechanism for enabling electronic government in a limited format and 

this has been acknowledged (C&AG Report, 2007), however this was not sufficient.

Manifestation o f  Achievements

Within organisational change there is significant advice available on how to 

acknowledge achievement. Kotter (1995) suggests that making the most o f and 

celebrating the short-term wins is a potent weapon to use when implementing change. 

Evidence suggests that within the context o f the PSB development, this sentiment 

became somewhat dissipated. There appears to have been a loss o f confidence and an 

under appreciation o f what the PSB actually delivered. This was evidenced in the 

commentary o f a senior REACH manager who remarked ‘Sve are a little disillusioned 

at this stage'' (R 12). The constant reviews appear to have undermined management's 

faith in its own ability and the confidence o f partner stakeholders. A senior manager 

commented “the level o f  oversight hindered progress ”  (R12). Issues around fiinding 

and approval constantly surfaced. The fact that the REACH agency provided a free 

hosting service to other government departments without a defmed fiinding model 

affected how the PSB operated. While this was a symptom of REACH’S location 

within an overall welfare department (DSFA), it caused problems with partner 

agencies and manifested itself in expression o f frustration at REACH management’s 

business acumen.

At a local level within the PSB various elements o f successfiil development or 

implementation were celebrated in informal social settings. However evidence 

suggests that senior REACH management may not have grasped the opportunities 

presented in both formal and informal settings to underpin their mission and reaffirm 

their vision. Staff commented to an external stakeholder on one such occasion that 

“our” (REACH) management would never seize the opportunity to emphasise what 

the PSB was designed to achieve, when the external stakeholder used such an
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opportunity at a social function to emphasise the achievement o f a new “code release” 

(R14). The manifestation of the successes o f the PSB is also visible in the number of 

awards and successes that REACH won in a number o f eGovemment competitions. 

However the success of the PSB could have been expected to manifest itself in the 

amount o f other government agencies that signed up to engage with the PSB. This was 

an uneven process marked with certain fi'ustration concerning REACH’S 

interoperability guidelines (RIGs), performance and past levels of service (R l; R14).

Overall it was difficult to locate respondents who had positive impressions of the 

REACH agency and the PSB. This appears to have been the result o f a number of 

issues such as frustration; disappointment; delays; costs or indeed the perception that a 

different approach would have been more successful. There is significant advice 

available as to what approaches should have been taken in various reports (McDonagh 

2004; C&AG 2007; OECD 2008). There is also significant evidence available within 

the recollections of the various respondents o f what individuals can identify as 

weaknesses in the approaches adopted. However, no evidence has surfaced that a 

systemic organisational change plan for the whole Public Service was ever considered. 

Such a plan could have included building on the evident successes and creating a 

climate o f achievement within the PSB that could then be promulgated within the 

wider public serv'ice. This then led the investigator to consult the data to uncover 

evidence o f value created by the PSB.

(19) Value

"Value” presents as the next characteristic o f the “outcomes” dimension of 

collaboration in IT enabled change. Researchers who have focused on inter agency 

collaboration have argued that increases in productivity and fmancial profitability are 

the most important outcomes of collaboration (Dyer and Singh, 1998). Also there is 

evidence available that organisations that collaborate with others to develop and 

market complex produce will be more successful than those who operate 

independently (Mitchell and Singh, 1996). Further evidence o f the commercial value 

of collaboration can be located in the work of Ohmae (1982) and Hamel et al., (1989). 

Value can also be identified in commercial collaborations where the exchange of 

technical information occurs, resources can be shared and compatible capabilities can 

be coordinated and aligned (Dyer and Singh, 1998).

From a social perspective value can be discerned in the proliferation o f public -private 

partnerships (Osborne, 200(')) and the partnership approaches to local government
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particularly in the UK which enables local government to enhance its support to the 

community (Sullivan and Skelcher, 2002). From an IT perspective it can often be 

difficult to evaluate the value return on IT investment (Kovacevic and Majluf 1993) 

and some still believe that the return is inadequate (Bensaou and Earl 1998). 

However IT has offered enormous opportunities to redefine how government services 

can be delivered to the public. Stedman-Jones (2001:21) suggests that “eGovernment 

provides the best vehicle fo r  the modernisation o f the way government works, to make 

it more responsive to the real needs o f  the citizen^'.

This was a major consideration for the original authors of the PSB. The value that 

could have been generated by the PSB offered potential to transform service delivery 

across the public service. The value of collaborations lies in the pooling of resources 

and the combining of capabihties for effect. The essential elements for a successfiil 

strategic collaboration on a scale unprecedented in the Irish public service existed. 

However the focus shifted fi'om transformation to the delivery of a significant IT 

fi-amework during the course of development. This shift occurred for a variet>' of 

reason mostly beneath the radar of many of the central players in the public service 

delivery space. The result has been as one senior independent IT contractor remarked 

“a missed opportunity" (R20) that will have to be replaced (R19).

Manifestation o f Value

The manifestation of the value of the PSB can be evidenced on a number of levels. 

Politically the REACH agency and the REACH services (version 1) enabled Ireland to 

come first in the EU benchmarking process in the 2001-2002 periods. This should 

have given the impetus for Ireland to push ahead and develop world class service 

delivery mechanisms enabled through IT. The focus however then shifted to 

developing the protocols to support interoperability across the public service and the 

technical infrastructure to underpin this. Lessons were apparent fi'om the DISDP that 

partners and stakeholders would push ahead with their own agendas and plans if the 

PSB continued to be delayed. The value to be gained fi'om the DISDP suggested that 

interoperability implied more than the technical elements of the project. The human 

and organisational facets of public service transformation were vital elements that 

required substantial consideration.

Collaboratively, substantial skills were developed among the teams working on the 

PSB. One senior independent contractor remarked that REACH had 'hccumulated 

significant consulting and project management skills at motivating and managing 

interoperability projects between government departments, these have now been lost"
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(R20). The value of these skills sets should manifest themselves in due course across 

other government departments when the issue of interoperability resurfaces as it likely 

to do.

Socially the value of the PSB also presented at the inter-departmental level where the 

results of the various projects completed e.g. GRO; PAYE; LEST; etc have been in 

evidence for some time. Significant progress in relation to eGovemment has occurred 

in some departments. Indeed the C&AG Report (2007:62) acknowledges this however 

it also points out that little progress is evident in areas such as education, health and 

public transport.

From a fmancial perspective as REACH provided a free service, collaborating 

departments did not have to pay for IT interoperability development to a large degree. 

From a cost perspective the PSB development has proven to be expensive for the State 

and costs have contributed much to the unease expressed over the PSB during its 

lifespan. A senior IT manager engaged on the PSB commented that, "The costly 

development o f the PSB and the inherent design flaws seriously damaged the ability to 

easily deploy the PSB connectivity at a low cost fo r  agencies” (R20). Extemal 

approvers in the Department of Finance also voiced concerns particularly around costs 

associated with extemal consultants (R7). The C&AG (2007) estimated that the PSB 

cost in the region of €71 million and this does not include the settlement figure with 

Bearing Point at the closedown. It is difficult to locate evidence of value for money 

from this perspective as most respondents considered the PSB as expensive to develop 

and operate. There was evidence of significant concern at the nature of the contract 

with Bearing Point from a cost perspective, “Bearing Point certainly profited and 

possibly even exploited their opportunity” (R20) however the investigator found no 

evidence to support this assertion and concluded that from the perspective of cost it is 

difficult to justily the investment in the PSB. This fmding then guided the investigator 

towards inquiring into where accountabiht>' resided for the PSB.

(20) Accountability

The data suggested that the final identified characteristic within the dimension of 

“outcomes” is “accountability”. According to Simey(1985) accountability is not an 

administrative tool but is more generally a moral principle exercised by those to whom 

responsibility is entrusted and who are thereafter required to account for their 

stewardship. Within collaborations accountability features strongly as a prevailing 

theme (Huxham. 2005). Friend (1990) suggests that individuals within collaborations 

sometimes have accountability responsibilities to their parent organisations rather than
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to the collaborative arrangement that they are involved with and this can create 

significant problems with progress that causes what Huxham (2005) terms "Hhe 

process o f  checking back before committing to a decision in the collaboration” 

(2005:70). This sentiment presented clearly within the PSB project where 

accountability issues are identifiable on several levels.

Public service command and control structures, underpinned by vertical reporting 

mechanisms, are not the most desirable model of accountability (See Chapter 6, figure 

6.3 for an overview of the Public Service reporting structure). From the perspective of 

collaboration a more democratic form of accountability is favoured where all the 

stakeholders agree and assume their respective responsibilities without coercion. This 

was a significant challenge within the PSB where independent contractors and 

consultants intermingled with the mechanistic structures of the public service. 

Katzenbach and Smith (1993:156) suggest that "hccountability is about the sincere 

promises we make to ourselves and others ” and that it is underpinned by the critical 

components o f  commitment and trust.

Katzenbach and Smith (1993) further argue that accountability carmot be coerced or 

mandated but it can be fostered by a common purpose, clearly defmed goals and a 

well communicated vision of the ftiture. These features as this research has explained 

are also characteristics of collaboration.

Manifestation o f Accountability

Accountability within the PSB was manifested on a number of levels, by the manner 

in which the REACH agency developed and deployed the PSB and how the project 

was led and managed. Significant accountability was displayed in how the high-level 

concept for the PSB was rigorously analysed in an attempt to identify best in breed 

architecture and processes to support its implementation. In 2000 the PSB was an 

unproven concept and the REACH management were aware they would be held 

accountable for the end product. “The broker itself hadn ’t been defmed beyond a set o f  

aspirational statements” (R13). A senior manager further added 'ive didn’t know 

what we wanted so we hired in a number o f  consultants to help ” (R13). REACH 

designed a set of technical principles that had to be resilient for a number of years to 

come 'We had to future proo f the design as fa r  as possible” (R12). From a 

collaboration perspective accountability within the PSB was manifested at REACH 

Board level and in the hierarchal reporting structures common to the public service at 

the eCabinet and eStrategy Group levels. At these levels it was imperative that 

performance; progress and plans were questioned and management held to account. 

This occurred regularly, as he succession o f ‘feviews” indicates many were not
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satisfied with progress. Inter-agency accountability occurred at the various project 

boards such as the REACH/Revenue and the CJIPP projects. The value o f the 

accountability process at REACH Board was questionable and it was significantly 

referred to as “dysfunctional” (R16; R 12). The accountability for the costs of 

approximately €71 million associated with the PSB is a more complex issue, as 

funding initially came from the DSFA and thereafter from the Department o f Finance. 

While evidence suggests (R7) that significant concerns were raised about the cost of 

the PSB, funding continued to be allocated right up to the dissolution o f the project in 

2008.

Accountability concerns also presented at a more micro level within the PSB 

development domain, and here significant problems were visible. Several respondents 

remarked at the lack of local accountability, ""The nmning o f  the PSB fi-om my 

perspective gave a disjointed view o f  the day to day operations. There was no 

accountability in any form al structure. People workedfrom home ” (R20). This was a 

disturbing revelation that was compounded by the revelations o f a senior external 

stakeholder when commenting on accountability at Department level said “z //  was on 

the REACH side o f  the project and the same degree o f  accountability fo r  what I  was 

doing was being demanded by the other side, I  would say listen fo lks i f  you have that 

little confidence in me go away and get someone else to do i f '  (R14). This comment 

was important as it reinforced the impression that the PSB had to be monitored 

continually to ensure success. This sentiment was possibly influenced by the 

perception that REACH had failed. As early as 2003 reservations about the PSB were 

evident, “/« the period  2000-2003 there was a suspicion that maybe REACH had 

fa iled " (R6). This revelation is particularly surprising from an accountability 

perspective, as fiinding, approval and advice continued to be offered to the PSB for a 

further five years. The demise of the ISPU and the failure o f Government to produce a 

further eGovemment Strategy document after ‘Wew Connections^^” is a possible 

explanation. This clearly is not a justification for the apparent cavalier approach to 

accountability at the executive level and is clearly also an approach that requires 

adjustment for future collaborations within IT- enabled change.

This section has articulated and explained the four macro-dimensions o f collaboration 

in IT-enabled change. The next section will now address issues o f compatibihty and 

contrast across the dimensions.

A Draft o f  the proposed next national IT strategy w as provided to the investigator by CM OD  

during the course o f  the fieldwork. This strategy has not been launched to-date.
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7.5 Compatibility and Conflict
The four dimensions of collaboration in IT-enabled change that emerged offer 

interesting insights concerning both compatibility and contrast between the 

dimensions. These insights derived from the data reduction process and the literature 

reviews. The retroductive method allowed the investigator to use the insights gleaned 

from the literature to help shape the high-level theorising in this case. Across the 

literature sets consulted, there were surprising commonality concerning characteristics 

and attributes considered integral to success in IT deployment, IT-enabled change and 

collaboration. Table 7.3 below captures these compatibilities and articulates them.
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Dynamics of 
Collaboration

Environment Teams Process Outcomes

Collaborative IT 
Enabled Change

■ Political 
Sponsorship

■ Executive 
Leadership

• Vision
• Strategy
■ Governance

• Co-operation
■ Relevant skills; 

Knowledge & 
Expertise

• Common Purpose
• Complementarity o f 

Objectives
• Trust

■ Relationship
• Empowerment
• Awareness
• Sharing
• Behaviours

■ Progress
• Change
■ Achievement
• Value
• Accountability

Organisational
Change

■ Sponsorship
• Executive 

Leadership
• Vision
• Strategy

■ Guiding coalitions
• Political, cultural, 

technical awareness
■ Organisational 

knowledge
• Credibility

• Involvement
• Communication
■ Empowennent
• Buy-in
■ Culture

• Maintain 
Momentum

• Short-tenns 
wins

• Change

IT • Executive 
Leadership

• Vision
■ Aligned 

Strategy
• Steering 

Committees

• Multi-disciplinary 
■ Skills &

Knowledge
• Hybrid

• Build
■ Relationships
• Technical
• Business 

Awareness

• Enablement
• Change
■ Underachieve 

ment
• High Costs

Collaboration • Social 
Dimensions

• Leadership 
■ Vision
• Governance

■ Trust
■ Choice of Partner
■ Experience
■ Multiple 

stakeholders

• Tensions & 
Conflict

■ Co-operation
■ Sharing
• Empowennent
• Responsibility

• Achievements
• Value 
■ Profits
• Change

Characteristics

(Table 7.3 - Comparison of Characteristics between Collaboration and IT-

Enabled Change)

The compatibihty o f many of these characteristics is striking in areas such as 

executive leadership in both IT-enabled change and collaboration. Similarly the notion 

of trust permeates across all the domains explored in this research leading further 

evidence to the conclusion that it is a principal requirement for collaboration in IT- 

enabled change. The requirement for relevant skills and knowledge also cross the 

boundaries of all three domains and complements such other characteristics as 

relationships, vision and strategy. In this limited fashion it is possible to understand 

how the dynamics o f collaboration is transferrable into both IT and organisational 

change settings for good effect. Much o f the academic writing on organisational 

change is filled with advice on how to implement change usually in a step approach 

(Kotter, 1995; Kotter and Cohen, 2002) or by selecting certain elements for specific 

interventions. The literature on IT while similarly well equipped with advice and
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theory on critical elements of effective IT deployment does not generally suggest a 

step approach, preferring instead to concentrate on either the macro areas of 

technology or implementation. Table 7.3 above indicates the type of characteristics 

that are common across the three fields of interest to this research. What is particularly 

interesting is the fact that areas of conflict are relatively slight only surfacing when IT- 

enabled change is attempted in a partial or fragmented fashion.

7.6 Integrative Action

The commonalities between the four dimensions of collaboration in IT-enabled 

change that emerged from the research have been oudined above. The data and the 

literature are quite specific regarding how the four dimensions of collaboration 

emerged. The linkages between the four dimensions have been made explicit by the 

investigator. However, neither the data nor the hterature is clear on what outcomes 

will arise if some of the dimensions are partially present or indeed missing altogether. 

The environment for collaboration is unlikely to flourish if the dimension of teams is 

absent, and the same is likely to occur if any of the other three dimensions are absent. 

Collaborations cannot occur in the singular as this would be the antithesis of Wood 

and Gray (1991) assertion of jointly achieving more together.

It would appear likely that collaboration in IT-enabled change will be significantly 

challenged if one or more of the dimensions of collaboration outlined in this research 

are not present. Indeed collaborative outcomes are unlikely to occur if the function of 

the environment, teams and process are not acting in concert to produce outcomes. By 

using the rationale as applied to “Collaborative IT Enabled Change” it is possible to 

identify from the dimension o f "'environment' that there is significant mention in the 

three literature sets of the identified central characteristics of sponsorship, leadership, 

vision and strategy. Also within the dimension of 'teams'' once again significant 

commonality presents in the shape of skills and knowledge and experience. The 

dimension of ''process ” indicates that the characteristics of awareness and 

relationships are identifiable. Finally in the dimension of "outcome^' change presents 

as the dominant desired outcome.

It is anticipated that further study will be necessary to articulate possible outcomes 

when a key dimension is absent or not fully present.
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7.7 Reflections on the Role of the Investigator

The story of the PSB has been outlined in chapter 6 and the role of the investigator 

was included in chapter 5. The investigator had a dual role within this investigation. 

Firstly he was an academic investigator researching the topic and following the norms 

of academic research using an embedded process approach within a single case 

setting. This afforded him opportunities to read extensively around the literature 

streams of IT, organisational change and collaboration. It also afforded him the 

opportunity to read deeply into eGovemment literature and the case specific literature 

of the PSB. The investigator conducted indepth face to face interviews with the key 

stakeholders within the case setting. All of this provided a rich reservoir of raw data 

for the analysis process.

The investigator’s other role within the investigation was that of senior manager 

representing An Garda Si'ochana in the CJIPPP project. This afforded him deep and 

rich insights into collaboration in an IT-enabled change setting. He had access to 

decision making processes; documentation; project board meetings; face to face 

problem solving and the myriad of other issues associated with complex inter- 

organisational IT projects. All of this assisted the investigator in his work and enriched 

the final product.

On reflection the investigator was particularly conscious at all times of his ethical 

responsibilities and was possibly over particular in attempting to be fair to all the 

stakeholders, allowing everyone interviewed many opportunities to outline, explain 

and clarify their respective positions. This produced a vast amount of data and despite 

Langley (1999) wamings this proved to be time consuming at the analysis stage. The 

investigator also on reflection should have sought more access to the day to day 

decision making process within the PSB environment, particularly with the consulting 

firms employed on the PSB. This would have deepened his understanding of the 

complexities of collaborative working between public and private sectors. In turn this 

would have enriched the fmal analysis and outputs fi'om the research.

7. 8 Limitations of the Analysis

As previously stated the research was conducted partime but with elements also 

conducted in real time within the context of the CJIPP project. There can be no doubt 

that part-time investigators are at a distinct disadvantage due to time constraints, 

availability of respondents and scheduling of interviews. Also a part-time researcher 

has limited capacity to become embedded within the case and access the business and 

social settings that his research participants enjoy. This certainly presented as
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problematic and is something that the investigator would manage differently in the 

future.

The analysis commenced almost as soon as the data collection and the sheer volume of 

material quickly presented as a problem. The investigator did not have the benefit of 

electronic analysis tools such as “Nvivo”, thus obliging the investigator to “eyeball” 

the data (Poole et al, 2000). Time constraints and the requirement to operate outside of 

the academic environment for long periods of time were factors in this also. The 

analysis developed the four distinct dimensions of collaboration in IT-enabled change 

as outlined earlier in the chapter. The analysis also unearthed 40 higher level 

characteristics associated with these dimensions. These characteristics were further 

underpinned by a sizeable quantity of attributes that emerged ixom the data. It is likely 

that fiirther analysis will deepen, enhance and possibly alter the underpinning 

characteristics and attributes. However the investigator is confident that the four 

macro dimensions of collaboration are valid, reliable and robust.

7.9 Conclusion

This chapter established that the four macro dimensions of collaboration that emerged 

fi-om the data analysis conducted in chapter five were significant to IT-enabled 

change. The four macro dimensions; environment, teams process and outcomes were 

underpinned by a series of supporting characteristics that were identifiable in the data. 

These characteristics were fiirther supported by a number of attributes that were 

similarly identifiable in the raw data. The literature reviewed for this research also 

supported the ascertains concerning these characteristics and attributes.

The objective of the chapter was to discuss the theory as it emerged fi'om the data. The 

findings reveal that the four macro dimensions of collaboration are significant for 

academics and practitioners alike when contemplating or approaching IT-enabled 

change in a public sector setting.

The four macro-dimensions of collaboration underpin the proposed fi-amework that 

offers a new approach for consideration by both academic and practitioners alike when 

contemplating IT-enabled change in a Public Sector setting.

Chapter eight will discuss the imphcations of the inquiiy and make recommendations 

for further inquiry.
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Chapter 8



Chapter 8. Conclusions and Recommendations

8.1 Introduction

This thesis was organised into a number of core chapter as outhned in chapter one. 

This included the identification of the research question through a review of the 

hterature (chapters 2 and 3); the selection of a research methodology to answer the 

question (chapter 4); a description of the inquiry ia practice (chapter 5); a description 

of the case study and research method (chapter 6) and finally the emergence of a 

theoretical framework for collaboration in IT-enabled change (chapter 7). This fmal 

chapter is the conclusion of the journey and it has the objective of presenting the 

research conclusions, implications, limitations and suggestions for future inquiry. This 

chapter commences by returning to the emergence of the research question in section

8.2 below and articulates the reasons for single case study using an embedded process 

research method for the investigation.

8.2 A Process Approach

The objective of this investigation was to explore the “dynamics of collaboration in 

IT-enabled change”. This is a relatively unexplored topic with influences drawn from 

three disparate literature sets including IT, organisational change and collaboration. 

The requirement for a process approach emerged during the literature review phase 

when the sheer volume of material suggested that the topic merited a holistic approach 

rather than a selective focus on some discrete element of IT, change or collaboration. 

The requirement for a holistic approach guided the researcher towards a process 

research method.

Poole et al, (2000) offered significant advice in this regard by arguing that many social 

science research methods are not well suited for research on organisational change and 

development due to deficiencies in both quantitative and case methods. Poole et al, 

further suggested that the process approach offers several general advantages over 

other approaches. Firstly the process approach offers a "flexible mode o f inquiry'' 

therefore it was suitable for exploring change and development (2000:24). Secondly a 

process approach "tompletes variance theories" and thirdly "It develops a social
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scientific explanation that acknowledges the human hand in development and change^' 

(2000:24). These insights were important for the investigator as the human elements 

of IT; change and collaboration are regularly relegated to minor placings in the 

research process.

A process approach requires a meticulous and detailed inquiry method that focuses not 

only upon single decisions but also on the pattern of decisions and actions that 

accumulate over the lifecycle of a change initiative. Studying change processes can 

span long periods of time and cross multiple levels, bridging the cognitive processes of 

individual decision makers, the social, psychological and or political processes within 

groups of individuals, the rules, routines and the actions that guide decision makers in 

their thoughts, actions and processes. Process inquiry requires that if studies that are 

to be meaningfiil or useful and add to the body of knowledge they must be temporally 

linked across time and levels. For this reason the investigator was obliged to trace the 

emergence of the three disparate fields through the literature reviews.

A review of the literature on IT enabled the investigator to trace the inception of IT 

since the 1950s onwards, when following the initial introduction of computers into the 

military, business and industry came to reahse its potential. From the 1960s, 

academics and practitioners alike began to comment on the business potential of IT 

(Garrity, 1963; Brady, 1967). Shortly after this the requirement for top management 

support in IT emerged as a significant consideration (Rockwell, 1968; Dean 1968). 

The 1970s witnessed the emergence of academic interest in strategic planning cf IT 

systems and the requirement for alignment with business strategy (Schwartz, 1970; 

McFarlan, 1971). The 1980s were characterised by theorising about the ability of IT 

to create competitive advantage. The 1990s similarly were witness to the emergence 

of interest in relationships as a factor in IT implementation and the emergence of the 

CIO as a significant stakeholder in the process. The complexities of the relationship 

between CEOs and CIOs also attracted considerable attention. The 2000s have been a 

period of significant interest in the human or physical elements of IT (McDonagh, 

1999; 2004; McDonagh and Coghlan, 2006), together with a growing interest in IT- 

enabled change as a distinct area of inquiry (Hsiao and Ormerod, 1998).

During these same periods there has been intense and almost parallel interest in 

organisational change starting with Lewin’s (1947) seminal work on identifying the 

stages of organisational change. Research into organisational change generally 

commences with an exposition of its origins in the organisational development field 

and associated areas of inquiry in psychology. The literature suggests that
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organisational change is a disparate fieU with influences coming from a wide body of 

knowledge, such as individual psychology, social psychology, group dynamics and 

management science ^oole. Van de Ven et al, 2000). While these influences have 

helped shape the field they have also contributed to its distributed nature and 

complexity. Tracing the development of organisational change as required in process 

research indicates that the 1980s and 1990s were generally characterised by an 

explosion of interest in the field and a surfeit of theories and models to assist 

management in attempting to alter the structure, culture and direction of organisations. 

This was a period when pre-packaged change programmes in the shape of TQM, BPR 

and six-sigma (Helms Mills, 2003) caught the imagination of management worldwide. 

The 2000s have been synonymous with interest in various other dimensions of change 

such as the impact of change on human resources, transformational change, the failure 

rates of change programmes and the persistent difficulties with IT enabled change 

(Helms Mills, 2003; Coghlan and Rashford, 2006; Chua, 2009).

This research also required an exploration of the literature on collaboration and the 

various reviews suggested that this was a growing field of academic inquiry that 

provided evidence on inter-organisational collaborations in the forms of strategic 

alliance, mergers and acquisitions and other forms of partnerships both public and 

private.

The literature review of collaboration revealed a variety of forms of collaboration in 

existence and also the diversity of settings in which collaboration occurs. Within the 

hterature a constant stream of references to particular elements of collaboration 

enabled the investigator to identify integral characterises of collaboration from which 

it was possible to create a typology that suggested the most commonly recurring 

characteristics. This proved to be extremely useful when comparing the literature with 

the emergent theory.

By taking a holistic overview of the three fields of inquiry the investigator was able to 

discern where particular elements of all the literature was identifiable within IT- 

enabled change. The literature reviews suggested certain commonality across all three 

streams of literature with many theorists speaking to the same space and raising 

similar issues. Yet the literature also revealed a surprising deficient relating to the 

significance of collaboration within IT-enabled change. The literature suggested 

commonality across all three fields yet evidence of empirical inquiry into collaboration 

in IT-enabled change was difficult to locate despite, the volume cf theorising that 

existed on each separate field.
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The investigator was required to unearth the richness of the streams of incidents, 

events and patterns that make up the cycles o f change and considered this a useful 

avenue of approach for this inquiry.

To pursue this avenue the investigation required a methodology that offered prospects 

o f success for inquiring into IT-enabled change that would also be suitable for 

inquiring into a longitudinal case. This is the reason that a process approach was 

adopted.

The investigator then had to select a suitable unit o f analysis that would facilitate a 

process approach. He returned to the broad literature streams on contemporary 

happenings in the IT world and identified the public sector as the most likely site for 

inquiry. He was conscious from his own professional experience and knowledge that 

there was considerable expenditure underway in this sector on IT-enabled initiatives, 

amounting to approximately 420 million euro (C&AG Report, 2007). The constant 

reference to eGovemment in the consulted literature led the investigator to the Public 

Service Broker (PSB) as a suitable site and preliminary inquiries indicated that the 

FSB project had the potential to offer significant insights into IT-enabled change with 

the added incentive of opportunities to study collaboration.

The PSB was an exciting project that was proposed as the manifestation o f Ireland’s 

eGovemment ambitions. This case offered the potential to expand emerging theory 

and fill theoretical gaps. This accorded with Eisenhardt’s (1989) who advised 

investigators to select case for theoretical reason rather than statistical ones.

Looking back on the case study the investigator was able to use the process approach 

in a flexible manner that allowed him to collect data from literature sources, primary 

data from respondents, secondary data from reports, memo, notes etc, on-site 

observations, archival material within the PSB Project and the related interactive 

projects underway at the same time e.g. Revenue -  PAYE and the Courts Service -  

Garda project CJIPP. The investigator personal involvement as a senior manager on 

the CJIPP project proved to be invaluable for access and insights into an IT-enabled 

change initiative in action. He was at all times conscbus o f his ethical obligations and 

responsibilities as both an academic inquirer and as a professionalpractitioner. Ethical 

dilemmas did not arise and he left interviews with certain stakeholders until their 

active involvement in the CJIPP element o f the PSB had completed.

The multiple methods available to the investigator led to the collection o f a huge
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volume of material. This is symptomatic of process research and while the 

investigator was aware of Pettigrew’s (1992) advice concerning the dangers of 

drowning in data, it proved difficult to avoid this on account of the desire to achieve 

completeness. This required the investigator to construct a data file that enabled the 

ordering of the data into incident, events, chronicles, and higher order events and 

finally into four macro dimensions of collaboration in IT-enabled change. Each of 

these four macro dimensions is underpinned by defined characteristics that emerged in 

a retroductive fashion fi-om both the literature and the data. The next section will 

discuss how these dimensions were identified.

8.3 A Joined Up Approach to IT-enabled Change

In order to fully understand the nature of this investigation it is helpful to revert back 

to the original objective of the investigation, which was to explore the “dynamics of 

collaboration in IT-enabled change”. This topic raises a number of issues, such as 

why has collaboration in IT-enabled change not been considered and researched before 

now? Why is the literature on IT in such a fragmented state with disparate inquiry 

avenues leading into discrete areas of interest? Why does the organisational change 

literature place a preponderance of value on models of change and pre-packaged 

programmes that offer limited prescriptions of how to successfully implement change?

The answers to these questions lies in the very nature of IT inquiry which is very much 

technologically focused as articulated in various studies around the causes of IT 

failures and the relevance of top management support; relationships; strategic planning 

and alignment. All of these themes have been extensively researched and documented 

into theories, journals and books. Similarly the organisational change literature is 

filled with advice, theories, knowledge and prescriptions regarding how t> achieve 

successful change. In fact there is so much advice available that Weick (1995) 

suggested a need for a sense making strategy for all of it.

IT-enabled change involves the "'interplay o f strategy, structure, people, management 

processes and technology that firms have to negotiate collectively to achieve 

advantage” (Hsiao and Ormerod, 1998:28) and has emerged as a separate field of 

inquiry. Within the literature there is also evidence that a certain lack of alignment 

exists between IT and organisational change and that this gap suggests opportunities 

for researchers to enhance both fields with new insights (Hsiao and Ormerod 1998). 

The research calls for a greater understanding of the importance of collaboration in IT-
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enabled change. The research notes the emergence o f the four distinctive macro 

dimensions o f collaboration. It also describes the characteristics underpinning these 

dimensions. The research also indicated where and when these characteristics were 

evident within IT-enabled change lending creditability to their value.

8.4 Significance of the Findings

The fmdings of this research are significant as they advance current knowledge within 

the IS management field. Similarly it advances knowledge and understanding relating 

to collaboration as prior to this investigation there was little reference to collaboration 

within the domain o f IT-enabled change. This research broadens and deepens the 

extant knowledge concerning the macro dimensions o f collaboration as they present 

both within the domain of collaboration and the domain o f IT-enabled change. It 

identifies and articulates these four macro dimensions of collaboration as 

environment; teams; process and outcomes and positions them as central to IT-enabled 

change. The identified characteristics o f these macro dimensions are further expanded 

upon as they unfold within each particular dimension thus enriching the collaboration; 

IT and organisational change literature.

The findings re-emphasise the knowledge that exists regarding the dynamics of 

collaboration in general and further locates collaboration as an essential element in IT- 

enabled change.

Chapter three o f this thesis identified a comprehensive set o f recurring collaborative 

characteristics in the works o f Amabile et al., (2001); Vangen and Huxham (2003); 

Mitchell and Singh (1996); Powel et al, (1996) and several other authors. These 

characteristics emerged from the literature reviews and were enhanced in the data 

analysis. The result has been a deeper and more comprehensive framework that will 

aid both academic and practitioner work when either studying or practicing in IT- 

enabled change settings within the Irish Public Service and possibly other Public 

Sectors.

This study utilised the comprehensive knowledge that is available on collaboration; 

organisational change and IT to shape the fmdings on the underpinning characteristics 

and attributes o f the macro dmensions o f collaboration. In this fashion a more 

profound understanding of these characteristics is available that can be utilised in a 

variety o f ways. The research identified that the macro dimensions of collaboration 

can be significant for large-scale interorganisational transformations and underpins
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these dimensions with theoretical insights.

The research has identified the macro dimensions of collaboration as identified in the 

research are specific outcomes of the case study of the Public Service Broker (PSB) 

within the Irish Public Service. These outcomes may be generalisable to other public 

sectors but this will require fiirther research to vahdate the framework in public sector 

settings other than the Irish Public Service.

Indeed there is significant appeal for conducting further research in the private sector 

or possibly in the not for profit sector, however many significant difficulties would 

need to surmounted, including identification of host organisations, access, 

confidentiality and ownership of the findings. The macro dimensions of the 

framework as presented from the PSB case study possibly could apply, however they 

would need to be validated as a result of empirical inquiry. As this was not attempted 

in this case any reference to generalisability is quite speculative.

The fmdings reinforce what is currently known on collaboration and indicate that the 

list of characteristics currently identified is somewhat incomplete and possibly 

inadequate for fully explaining collaboration in IT-enabled change settings.

The literature on organisational change, while comprehensive and relevant, mostly 

iterates the importance of collaboration to change in an oblique fashion. It contains 

whispers and suggestions of collaboration but no significant approaches or 

frameworks are articulated. It makes reference to various elements that are also 

common to collaboration but seldom makes specific connections between both fields. 

Some principles of change such as “guiding coalitions”, the “role of executive 

leadership” and “communications” are common to both change and collaboration.

The IT literature makes references to collaboration mostiy associated with knowledge 

sharing; expertise and know-how perspectives in health care; oil and pharmaceutical 

industries. There is however no reference to the ‘dynamics of collaboration’ or how to 

actually make collaboration work in an IT-enabled change setting.

The combined literature sets have remained relatively silent on how to utilise the 

‘dynamics of collaboration’ in an IT enabled change setting. By comparing what the 

literature says about the four macro dimensions of collaboration and also their inherent 

compatibility a clear image of a deficient emerges across the three literature sets (See 

Table 7.3).
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However despite the existence of certain common characteristics, there is no empirical 

evidence available that suggests the importance of the four identified macro 

dimensions of collaboration to IT-enabled change. Similarly there is also a striking 

absence of reference to the many vital characteristics of collaboration such as “trust”, 

“experience”, “awareness” and “behaviours” among others which emerged as 

significant to collaboration in IT-enabled change.

This is the significance of this research.

8.5 Research Implications

This investigation set out in chapter one to make a number of contributions to both the 

academic and practitioners domains and articulated these contributions as follows:

Firstly, from an academic perspective, the research aimed to generate a 

robust exploration o f  the “dynamics o f collaboration within IT-enabled 

change This involves an exploration o f the identified regidarly occurring 

characteristics within collaboration.

A review of the literature on collaboration identified the existence of a number of 

characteristics that regularly presented across many views of collaboration. The 

investigator drawing on the work of Amabile et al (2001); Huxham, (2006) and 

Vangen and Huxham (2003) among others, synthesised these characteristics into a 

typology that represented collaboration. This enabled the investigator to approach the 

data collection w'ork suitably equipped to identify; select and utilise significant events 

as they emerged from the data. This fiorther equipped the investigator to analyse the 

emergent data into the streams of incidents and events that comprised the hfecycle of 

the PSB and from these events validated the emergent characteristics of collaboration.

Secondly the study will contribute new insights fo r  the IT, change and 

collaboration literature regarding what is understood in relation to 

collaboration in an IT-enabled change context. It will identify where and 

when collaborative characteristics present within IT-enabled change and 

their value to the change process.
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The research has indicated that there is a paucity of understanding about collaboration 

in IT-enabled change. Therefore the identification and construction of the macro 

dimensions of collaboration in IT-enabled change will be important as it provides a 

framework for both practitioners and academics alike when implementing IT-enabled 

change. The dimensions of collaboration in IT-enabled change commenced with 

“environment”. This suggests that practitioners and academics must understand the 

environment in which they operate and the integral elements of each dimension as it 

applies. The identification of each characteristic offers a coherent guide to 

practitioners and academics alike when considering IT-enabled change. The research 

suggests that political sponsorship; executive leadership; a vision; a strategy and a 

governance model are essential if the enviroimiental elements of collaboration are to 

succeed. Similarly the other three dimensions; “teams”; “process” and outcomes are 

vital to successful collaborations.

From a practitioner perspective it will be o f value to both the public and 

private sectors as the case study is located in the public service, particularly 

in light o f the immediate requirement for the public sector to show value for 

money from investments in IT (C&AG Report, 2008).

The case study site, the PSB, was an ideal site to locate the study within. Tliis was a 

government sponsored IT-enabled change initiative that offered exciting potential to 

transform how government did its business with its citizens. The PSB offered the 

prospects of conducting business on-line via a web-based solution that would itilise 

the “life events” history of individual to streamline service delivery mechanisms. It 

was a wonderful idea with enormous potential, in fact it was described as a '"captain 

marvel ring-decoder"' (Respondent in REACH Agency, 2008) that would use 

information entered once and once only. The fact that 71 million euro was expended 

on the PSB without a viable product to show at the end of a nine year cycle (1999- 

2008) suggests that little benefit was realised from the investment. Several reports both 

fi'om an internal perspectives and government perspective offered insights in what 

occurred during the development. Very few insights were offered in these reports as 

to why the PSB failed.

This research had delved deeply into the establishment of the PSB; the development of 

its capacity and capability; the business and technological strategies pursued and the 

collaborative processes pursued by the disparate teams involved in the project.

The outcome suggests that the PSB project was an eminently suitable project for a
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collaborative approach to IT-enabled change. By comparing and contrasting the 

macro dimensions o f collaboration significant deficits are identifiable in the overall 

approach to building and launching the service that comprised the PSB.

The macro dimensions and their associated characteristics offer guidance and direction 

to practitioners approaching IT-enabled change in the future an address a gap in both 

theory and practice in the IT field.

8.5 Limiting Factors

As is common in many empirical studies research limitations in the study are 

discernible. Essentially this study was subject to the limits of generalisability, the 

nature o f the single case setting rather than multiple cases, the complexities o f process 

research methods and the complexity associated with both the Irish Public Service and 

the PSB in particular.

As the study was located within the Irish Public Service generally and the PSB 

particularly, the findings are essentially only generalisable within the Irish Riblic 

Service and possibly within other Public Sectors but this would require further study. 

This is a limitation when conducting inquiry within single case settings as the 

researcher is left with a study that is not empirically generalisable and which is unique 

to the Irish Public Service. However due to the depth o f the literature review and the 

volumes of data accumulated it is arguable that the findings could be transferable. 

Cross case analysis is suggested as means to “cure” transferability problems (Gasson, 

2004). Therefore in order that this identified deficit is resolved the investigator 

recommends further inquiry using a number o f cases in other pubUc sector settings.

A fiirther limitation is the nature and complexity of he Irish Public Service, which 

despite decades o f organisational change rhetoric, still remains a mechanistic 

hierarchical ordered body govemed by rules, regulations and inflexibility that inhibits 

change and as this study has discovered is indifferent to collaboration (O ’Reilly, 

2009). The case study required access to a variety o f key stakeholders, across several 

departments and agencies and indeed within the consulting companies employed on 

the PSB project. This was a time consuming exercise that took almost two years to 

complete. This \\as compounded by the fact that the researcher was a part-time 

student and consequent difficulties with schedules and meeting arrangements was 

unavoidable. Nonetheless this was a limiting factor.
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Finally, the Irish Public Sector is in 2009 the subject of significant review and 

attention regarding public expenditure and costs. This will in all likihood result in 

restructuring and re-modelling of service delivery mechanisms. The PSB has been 

closed and its parent agency dissolved. The clients of the PSB, Revenue, An Garda 

Sl'ochana; the Courts Service and several others have had to revise their business 

models to operate without the PSB. The various managers, architects, designers and 

operators have been scattered across the Public Service and beyond making contact for 

fiirther inquiry difficult.

8.6 For Further Inquiry

This investigation has revealed that “the dynamics o f collaboration in IT- 

enabled change” is a promising area o f inquiry which is only at the initial 

stages o f  development.

The fi'amework as developed makes a theoretical contribution to the body of 

knowledge in existence regarding collaboration, organisational change and IT-enabled 

change. The framework has not been used in practice but if it were to be used then the 

following could be considered.

The framework offers an innovative approach to collaboration in IT-enabled change in 

a pan-organisational setting. It offers a basis for shaping a diagnostic instrument that 

could be used at various stages of an IT-enabled change initiative such as the 

diagnostic stage; the planning stage; the intervention stage or in the evaluation stage. 

The framework will not identify what type of change is required but by considering 

the macro dimensions of collaboration it offers potential to identify significant and 

valuable elements of collaboration that can assist IT-enabled change initiatives.

The fiumework was developed as already stated from the data that emerged from the 

research fieldwork. There would appear to be limited value in repeating a similar 

research undertaking using the same methods in the same organisational (PSB) setting. 

However if a researcher were to adopt an alternative methodology such as “action 

research” and conduct the research in another public sector setting that facilitated 

researching IT-enabled change while an organisational development (OD) intervention 

was in progress then the value of the framework could be further identified.
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Bennis (1969:13) suggested that organisational development (OD) implies a 

collaborative relationship that “involves mutual trust, joint determination o f goals and 

means, and high mutual influences”. Using an OD lens, the theoretical framework 

that emerged from this research could be shaped to work in practice by fiirther 

developing a “toolkit” o f procedures, techniques and methods to support its 

application in practice. This would enable the linking o f the theoretical value o f the 

framework to its application in a practical sense.

This investigation adopted an interpretivist epistemology; the focus has consequently 

been to build theory rather than to test existing theory. Therefore there are several 

promising avenue for further inquiry as follows.

• Empirical validation and further testing is required of the theoretical framework 

and theory outlined in Chapter 7.

• Future research should consider exploring collaboration in IT-enabled change 

settings within some other industries or sectors.

• As this study was focused in the Irish Public Service future inquiry should 

validate the findings within other Public Service such as the UK or elsewhere.

• Future inquiry will be required to validate the macro dimensions and their 

inherent collaborative characteristics and attributes.

• Future inquiry will be required to explore the macro dimensions in non IT- 

enabled change settings to establish if there are other characteristics or attribute 

that can add to the dimensions of collaboration.

8.7 Conclusion

This concludes the study, but this not the end o f the journey o f discovery regarding 

collaboration in IT-enabled change. The hterature reviews conducted revealed that 

there was an empirical deficit regarding knowledge o f collaboration in IT-enabled 

change. As a result the investigator embarked on a journey to explore the “dynamics of 

collaboration in IT-enabled change”. The research concluded that while there was 

significant information and knowledge around each o f the core elements of the 

question there was no joined up thinking or theory on the topic. Adopting a process 

research approach the investigator unearthed four macro dimensions of collaboration 

and their supporting characteristics.
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These dimensions provide a theoretical framework for exploring the “dynamics o f 

collaboration in IT-enabled change” . However this investigation is only the beginning 

and much further work needs to be done in order to advance knowledge and 

generating greater understandings o f collaboration within the IT field.
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Appendix 2.1

Themes in the IT and Organisational Change literature identified by decade.

1950s

E m ergence o f  com puting

E m ergence o f  o rganisational change theories

1960s

T op M anagem ent m ust take a m ore active in terest in com puting.

S light m ention o f  top m anagem ent and strategic change 

E m ergence o f  m odels o f  organisational change

1970s

IS requires good planning for effectiveness

IS requires top m anagem ent support for success

S trategic p lanning is a synergy that can be developed

T he DP m anager is starting to be recognised in his ow n right

Strategic p lanning and IT m ust be co-ordinated

T en ta tiv e  m ention  occurs o f  the requirem ent o f  organisational change

T he requirem ent for organisational change is continually  m entioned but not developed in the w ritings 

T he notion o f  organisational change continues to develop

1980s

T he evolution  o f  the ro le  o f  C IO  is a m ajor them e 

T he need to convince top m anagem ent o f  the value o f  MIS 

IT can provide com petitive advantage 

R equirem ent to align M IS and corpora te  planning 

N eed for business and IT to align for corporate success

Early 1980s has references to changes in w ork process. This does not appear to be recognised  as organ isational 

change

C ontinued casual m ention o f  IT -enabled change in the readings but the concept o r value o f  such is not 

developed

IT -enabled  change com ing m ore onto the agenda

L ate 1980s reference to o rganisational change and IT enabled change m ore com m onplace 

O rganisational change becom e an im perative for organisational survival

1990s

E m ergence  o f  pre-packaged change program m es BPR; TQM

The C IO  is still g ravitating  tow ards upper echelons m anagem ent

T h e  involvem ent o f  the CEO  in IT/IS projects is a better guarantee o f  success

C ongruence m ust be m aintained betw een IT executives and organisational com petitive strategy

The im portance o f  change m anagem ent and organisational change to IT becom es apparent

T he em ergence o f  the C IO  as a change agent

O rgan isational change can  be m easured  by the partic ipation  and involvem ent o f  the CEO
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C hange is a critical m anagem ent com petency 

IT-enabled change emerges

2 0 0 0 s

IT enabled change continues to develop 

C ollaborative change 

Transform ational Change 

Learning organisations and change 

Institu tionalising  change in organisations
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Appendix 2.2

Models o f Organisational Change

Figure 2.1 Lewin 1951.
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Figure 2.2 Nadler and Tushinan (1979)

Figure 2.3 Weisbord (1976) Six Box Model and Explanation

W eisbord’s Six Box Model

STRUCTURE

EN VIRO NM ENT

1. PURPOSES - W hat Business are we 

in?

2. STR U C TU R E- Division o f  Labour

3. RELATIONSHIPS - How do we manage 

conflict?

4. REW ARDS - Is there an incentive?

5. L EA D ER SH IP- Is someone keeping 

the boxes in balance
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Figure 2.4 Kilmann (1989) Model of Change.
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Figure 2.5 Tichy TPC Model of Change (1983).
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A p p en d ix  2.3

T ab le  2.3 S um m ary  o f  change  m odels (Source E lro d  and  T ippett, 2000).

Date Source Initial
equilibrium Transition Final

equilibrium

1952 Lewin Unfreezing M oving Refreezing

1961 Harvey et a/. Unilateral dependence Negative independence Conditional 
dependence, positive 
independence

1967 Fink Shock Defensive retreat Acknowledgement, 
adaptation, change

1969 Kubler-Ross Denial Anger, bargaining, 
depression

Acceptance

1969 Adams Dependence Reaction or rebellion Coordination and 
integration

1977 Elgin Decline Crisis, muddling through 
and procrastination, chaos

Back to basics, 
transformation and 
revitalization

1982 Lippitl Shock Defensive retreat Acknowledgement, 
adaptation, change

1989 Rashford
and
Coughlan

Denying Dodging Doing, Sustaining

1990 Perlman and 
'I'akacs

Equilibrium, denial Anger, bargaining, chaos, 
depression, resignation

Openness, readiness, 
re-emergence

1994 Reynolds Denial Resistance Exploration,
Com m itm ent

1996 Bupp Shock, denial Anger, bargaining, grief Acceptance,
exploration,
opportunity,
accomplishment
creativity

1996 Grant Shock/immobilisation,
denial/minimisation

Depresion/incompetence Acceptance/letting 
go, testing, search 
for meaning, 
integration

1996 Mariotti (1) Confiision
(2) Immediate criticism
(3) Denial
(4) Malicious compliance
(5) Sobotage
(6) Easy agreement
(7) Deflection
(8) Silence

1993 Katzenbach 
and Smith

W orking group Pseudo-team Potential team; real 
team; high- 
perfomiing team

1994 Kegan Unfreezing Doubl-loop unfreezing Triple-loop 
unfreezing, and so 
on
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Appendix 3.1:

Details of Collaborative Characteristics

No. C ollaborative
C haracteristics

Details A u th o r Y ear

Conditions The conditions necessary for co-operation to 
flourish are extremely unlikely in organisational 
settings due to the heavily rewarded hierarchal 
and competitive mechanisms

Kraus 1964

Social
Dimensions

Significant social issues sit within the domain o f  
many organisations and thus cannot be tackled by 
anyone organisation successfully on their own 
Collaboration involves the negotiation o f roles and 
responsibilities
Collaborative issues may be highly political, it 
never occurs in a social vacuum 
Collaboration is embedded in w ider institutional 
structures

Trist

Lawrence, Phillips & 
Hardy

1983

1999

Sharing Collaborations involve pre-conditions, processes 
and outcomes
Relationship between selfinterest and collective 
interests
Sharinti and shared goals

Wood & Gray 
Amabile et al.

1991
2000

Em powerm ent & 
Responsibility

Empowerment o f  staff, responsibility and authority
Teamwork
Strong leadership
C lear gpals
Support from management 
Access to necessary resources

Graziani 1998

Synerg>- Synergy among organisations towards common 
goals
Balancing the pitfalls between orgs acting
individually or collaboratively
Trust is a key component
Suspicion must be tept under control
Monitoring mechanism is required

Huxham & McDonald 1992

Pitfalls & Risks Collaborations involve risk sharing and 
Calculation o f risk versus return 
Pitfalls associated w'ith individual action are (I) 
repetition, (2) omission, (3) divergence and (4) 
counter production
Pitfalls associated with collaboration are (1) loss 
o f  control, (2) loss o f flexibility, (3) loss o f glory 
(4) direct resource costs.

Powell, Koput & 
Smith-Doerr

Huxham & McDonald

1996

1992

Com munications Communications is essential
Open and honest communications are also
important

Huxham & 
VangenLegler and 
Reichi 
Herzog

2000

2003

2000
Barriers to 
Collaboration

Identified barriers to collaboration include 
Lack o f trust
Difficulty in religuishing control 
Complexity o f join t projects 
Differential ability to learn new skills 
Competitive confusion over who the enemy or ally 
is
The size and position in the value chain o f each 
partner
Level o f  technical sophistication 
Resource constraints 
Prior experience with alliances 
Achieve close configuration 
Organisational disruption
Loss o f  critical proprietary information to partners 
Difficulty in finding suitable partners 
Sometimes problems overwhelm the benefits

Powell, Koput & 
Smith-Doerr

M itchell & Sing

1996

1999

Collaborative
Experience

Collaboration experience is necessary for success Powell, Koput & 
Smith-Doerr

1996
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Trust Trust is essential
Trust requires to be built in cylical process 
Require a continuous process o f nurturing 
Recurring features = aims, objectives, 
accountability, commitment, determination, 
compromise, appropriate working processes, 
communication, democracy, inclusiveness, trust , 
control and power
Past experiences in relation to trust is a predictor 
o f  ftiture behaviour

T h e  oncept o f risk is closely associated and 
central to the notion o f trust and forms a reciprocal 
relationship.
Trust is a defined success factor in collaborations 

She argues that ingredients shaping perceptions o f 
trust are as follows:
Attitudes towards 
Behaviour o f sharing
Sharing is the key determining factor in trust and 
trustworthiness
Collaborations members getting along and a 
trusting environment
Trust plays a strong role in improving performance 
when an alliance is younger and the risk is more 
commensurate between partners.
Cultural distance between partners does not 
moderate the trust performance but influences the 
level o f trust.

Vangen & Huxham

Huxham & Vangen

Lawrence, Phillips 
Hardy
Vangen & Huxham 
M itchel & Sing 
A huja 
Hei^og

Yadong Luo

&

2003

2000

1983

2003
1996
2000
2001

2002

Integral Collaborative 
Elements

Common aims 
Communication 
Commitment and determination 
Com prom ise
Appropriate working processes
Accountability
Democracy and equality
Resources
Trust
Power Exchange o f technical information occurs 
Resources are shared
co-ordination o f  the use o f each capabilities 
T iust
Less opportunism than market relationships 
Access to knowledge held by others Share 
knowledge
Bring together complementary skills from diverse 
firms
Achieve economies o f scale in research 
Achieve a positive effect on innovation output 
Interfirm collaboration linkages represent 
Sustained focused, repeated and regular interaction 
Specified objectives that include co-ordination, 
close contact and mutual dependency 
Trust
Shared norms o f behaviours

Huxham and Vangen 
M itchell & Sing 
Ahuja

2000
1996
2000

Leadership Organisations leaders must make a fundamental 
commitment to collaboration across the leadership 
level.
Governance structures must reinforce the 
collaboration
People must be measured and rewarded in ways 
that reinforce the collaboration

Crawford -C ook
Applin
Graziana

& 2004
1998

Shared
Understanding

The potential for collaboration lies not in trust but 
in being able to arrive at a shared understanding o f  
issues, interests and identities that enable a 
framework for action and understanding to be 
arrived at.
Communication is essential together with 
negotiation and mediation.
Fairness and openness are profound issues 
associated with ODllaboration

Lawrence; Nelson 
&Hardy

1999
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Collaborative
Outcomes

Collaborating businesses tend to outperform others 
Collaborating business become intertw'ined 
Share partners goods, capabilities, information, 
routines & procedures
Collaboration is mostly a business level phenomen 
Business often benefit but can also find themselves 
exposed and in precarious postions as a result o f 
collaborative arrangements
Collaborating firms may be susceptible to 
closedown if  one partner goes out o f  business

Mitchell & Sing 1996

Types o f 
Collaboration

Intergroup cooperation 
group co-empowerment 
member empowerment
The characteristics o f Inter-group Cooperation are 
unifying competing and antagonistic stakeholders 
identifying goal, theme and needs 
identifying super ordinate needs which result in 
co-operative behaviour and goal accomplishment 
Characteristics o f  Co-empowerment; 
no one group dominates
vivid opportunities to influence decision making 
process
legitmancy o f each participating group is enhanced 
leadership roles rotate flexibily

Bartunek; Foster- 
Fishman & K ^ n e s

1996

Critical Success 
Factors

Collaborative “know-how 
Collaborative Experience is a CSF

Sim onin 1996

She delineates collaboration as consisting o f 
Collaborative Team Characteristics 
Collaborative Environment Characteristics 
Collaborative Processes 
Collaborative Outcomes

Amabile et al 2001

Traditional approaches to collaboration are linear
e.g.
Partner selection
Project manager team building
Stakeholder team building
Project implementation
Proiect completion-celebrating success

Gray and Larson 2000

Pow er and Politics Dynamic Processes
Transformed Power Relations
Mandated Collaborations
Power
Values
Interests
Central Government Concern 
Strong Political Connections

H uxham ,;
Su llivan  and 

S kelcher;
G n jg u lis  et al, 
H uxham  and V angen 

R odriguez et al 
M attessich  e t aL

1996;
2 0 0 2 ;
2003
2 0 0 5 ;
2007
2007
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Appendix 3.2

Typology of Collaboration Characteristics:

No. Collaborative
Characteristics

Author

1. Trust Vangen & Huxham (2003), Huxh am & Vangen 
(2000), Lawrence, Phillips & Hardy (1999), 
Mitchell & Singh (1996), Ahuja (2000), 
Herzog (2001), Tschannen-Moran (2001), 
Child ( 2001), Yadong Luo (2002).

2. Social
Dimensions

Trist(1983)
Lawrence, Phillips & Hardy (1999), Huxham 
and Vangen (2005).

3. Sharing & Synergy Wood & Gray (1991) Huxham & McDonald 
(1992), Goffee and Jones, (1996), Gulati aid 
Singh (1998), Simonin (1997).

4. Empowerment & 
Responsibility

Bartunek et al., (1996), Graziani (1998).

5. Communications O’Reilly and Roberts, 1997, Tschennen- 
Moran, 2001, Huxham & Vangen (2000, 
Herzog (2000), Legler & Reischi, 2003.

6. Collaborative
Experience

Powell, Koput & Smith-Doerr (1996), 
Simonin, (1996).

7. Leadership & 
Management Support

Crawford -C ook  & Applin (2004), Graziana 
(1998)

8. Choice o f Partner Barnes, Pashby & Gibbons (2002) Gray and 
Larson (2000), Amabile et al (2001),

9. Tension & Conflict Tjosvold (1986), McGrath (1990), Amabile et 
a l . 2000. Beverlein et al. 2003. Richards. 2003

10. Power ansd Politics Huxham, (1996); Sullivan and Skelcher (2002); 
Huxham and Vangen (2005); Rodriguez et al. 
(2007).

11. Barriers, Pitfalls & 
Risks

Powell, Koput &Smith-Doerr (1996), Huxham 
& McDonald (1992), Mitchell & Singh (1999), 
Yadong Lao (2002).

12. Critical Success 
Factors

Simonin (1997) Barnes, Pashby & Gibbons 
(2002).
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Appendix 3.3

Critical Success Factor for Collaboration

Success factors for collaboration have been the subject of some considerable research 

(Bartunek and Louis 1996, Nyden and Wiewel 1992, Tjosvold 198680) suggesting 

that sustainable and widespread collaborative success is possible in many 

organisational settings (Ahuja, 2000, Hill and Hellriegel, 1994).

Austin (2002) lists what he considers to be the critical success factors associated with 

collaborative alliances.

The Seven Cs Guidelines to Critical Success Factors for Collaboration

N o. Critical Success Factors

1. Connecting with purpose and people
2. Clarity o f  purpose

3. Congruency o f  m ission , strategy and values

4. Creation o f  value

5. C om m unication betw een partners

6. Continual learning

7. Com m itm ent to the partnership

(Adapted from Austin, 2000).

80 Bartunek and Louis 1996. Nyden and W iewel 1992, Tjosvold 1986 quoted in Amabile et al. (2001).
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Appendix 4.1

Theories of Process

Process theory consists of statements that explain how and why a process unfolds over 

time. A theory of process may be required to ground the study o f various elements o f a 

phenomenon but more essentially it is required to guide the design and conduct of 

empirical research in this area (Van de Ven, 1992). Process data consists o f stories 

about what happened, who did what, when they did it, events, activities and choices 

ordered over time (Van de Ven & Huber, 1990).

The typology developed by both Van de Ven and Poole (1995) describes “the impact 

o f change processes on the development o f organisations across time” (Armenakis and 

Bedeian, 1999; 293). This includes the Lifecycle Process Theory incorporating 

developmentalism, biogenisis; ontogenesis, human development, moral development, 

organisational developmentalism, group decision making and new venture 

developmentalism (Van de Ven, 1992). Next to teleology this is the most used theory 

o f development and change. It assumes that change is immanent. It regulates the 

process of change and moves it from a given point o f departure towards a subsequent 

end state which is already prefigured in the present state. Lifecycle theory is rooted in 

the approach of the gross anatomists originating in the field of biology, who contended 

that the research observations of a sequence of developing foetuses led them to 

conclude that each successive stage evolved from the previous one (Van De Ven, 

1992). It is reasonable to assume that the same principle can apply to organisational 

development, as a life cycle theory often operates on the presupposition that in order 

for development activities to progress there must be a logic sequence to their 

occurrence. The enactment of parliamentary legislation is a good example of this, 

where a green paper precedes a white paper, which is followed by a bill, then debate in 

the Houses of Parliament and finally the enactment o f legislation. The lifecycle theory 

proposed by Van de Ven (1992) requires a sequence o f stages and as such implies that 

this involves a final stage and a process of change on the way to that state of finality.

Van de Ven’s next perspective is the “Teleology Process Theory” which underlies 

many theories o f organisational administrative behaviour; most models o f strategic 

planning and goal setting (Chakravarthy and Lorange, 2004). It is based on the 

assumption that that the developing entity is purposeful and adaptive either by itself or 

in interaction with others. It socially constructs an envisioned end state and selects
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from alternative courses of action to achieve this. It does not, unlike life cycle theory, 

presume a necessary sequence cf events. There is no prefigured rule or logically 

necessary direction to a teleogical process. Teleology theories propose a standard of 

what the end state for an entity is and the movement towards that end state that can be 

observed.

The third perspective proposed by Van de Ven (1992) is the “Dialectic Process 

Theory” which begins with the assumption that a developing entity exists in a 

pluralistic world of colliding events, forces or contradictory values which compete 

with each other for domination and control It has been suggested that dialectically, 

human beings change in adult life as a result of a series of events such as, inner- 

biological; individual psychological; cultural-sociological and outer-physical forces 

(Riegel, 1975). Somewhat similarly t has been argued in an organisational setting, 

that tensions between revolutionary and evolutionary forces propel growth and 

development through the various stages of organisational change (Greiner, 1972).

Finally the “Evolutionary Process Theory” is associated with change and focuses on 

cumulative changes in structural forms of organisational entities across communities, 

industries or societies (Van de Ven, 1992). Although it is recognised that change can 

also occur through random actions or by chance within organisational envirormients 

the focus of evolutionary theory is on the processes associated with change. 

Evolutionary theory, similarly to biological evolution, explains change as a recurrent, 

cumulative and probabilistic progression of variations, selection and retention. 

Variation is taken to mean the creation of novel forms of existence (Aldrich, 1979), 

selection occurs through competition between forms (Hannan and Freeman, 1977) and 

retention suggests forces that perpetuate and maintain certain organisational forms 

(Van de Ven, 1992). In organisational and management applications, evolutionary 

theory is often used to depict global changes in organisational populations (Van De 

Ven, 1992). Evolutionary theories focus on the means of action across generations of 

competing organisational routines and within the dynamic processes of social 

construction and transformations across generations of competing organisational 

routines, forms and institutions (Van de Ven, 1992). Evolutionary theory has been 

utilised within many organisational and management envirormients to depict 

organisational populations and to also explain strategy making within organisational 

settings (Weick, 1979). Evolutionary theory can be associated with Social
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Darwinism*' which emphasises a continuous and gradual process of evolution. Gould 

(1989) suggests that the distinction between Darwinism and punctuated equilibrium 

theory*^ is associated with levels of hierarchy. Darwinism locates the sorting of 

evolutionary change at the single level of observation while the punctuated 

equilibrium model distinguishes sorting (differential births and deaths) from species 

selection (a causal claim about species about the basis of sorting).

Overall Van de Ven (1992) contends that the four theories described above, have three 

distinct components; a set of starting conditions; a functional end-point and an 

emergent process of change. He considers that both life cycle and teleological theory 

can be described as predictive while dialectical and evolutionary theories can be 

considered explanatory process theories, as they explain only how change and 

development occurs while also providing rich explanations of emergent processes of 

change. In contrast, life cycle and teleogical theory focus in the first instance on the 

starting conditions of the process of change. Life cycle theory mainly considers the 

initial stage conditions applying to the subject of study such as organisational rules, 

habits or customs, while teleogical theory considers the end stage or the future vision 

state and by implication the process for getting to the end of the process.

Social D arw inism  is a theory that com petition  am ong all ind ividuals, groups, nations or ideas drives 

social evolution in hum an soc ie ties . The tenn draws upon Charles Darw'in's theory o f  natural se lection , 

w here com petition  betw een  individual organism s drives b io lo g ica l evo lu tion ary  change feoeciation') 

through the survival o f  the fittest (W ikipedia, accessed  15/7/2008).

Punctuated Equilibrium Theor>' (Tushm an and R om anelli. 1985) argue that "punctuated equilibrium ” 

occurs w hen an organisation's traditional patterns o f  behaviour no longer work due to the effec ts  o f  

environm ental pressure. The organisation's traditional equilibrium  becom es punctuated, and the 

organisations enter a period o f  search for a new  m atch or fit w ith its environm ent.
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Appendix 42
Memo of interview with Mr XXXXXXXX Senior Systems Analyst, An Garda 

Si'ochana on 9/10/08, made to J Nolan.

I am a Senior Systems Analysts in An Garda Siochana with responsibility for systems 

developments and technical architecture. I have held this role for role in various forms 

since February 1995. Prior to that I worked in private industry in the IT environment.

I first became aware of the CJIPP project around at a meeting between An Garda 

Siochana, Courts, Microsoft as a result of the causeway project in Northern Ireland. 

There were about 2 initiatives in Department of Justice, Equality and Law Reform -  

one 1998 around C.J implementation between An Garda Siochana, Courts, Prison 

service. We were doing Pulse, Prisons were doing PRIS and Courts were doing 

CCTS. The Department of Justice, Equality and Law Reform had PWC engaged to 

consider wide CJS integration.

Money was not made available and Department of Justice, Equality and Law Reform 

were only talking about tactical level engagement.

An attempt was made was made to resurrect this in 2001 - 2002 period. Mr. Xxxxx 

and Ms. xxxxxxx (IT Section -  DJELR) were doing something but it went nowhere.

In around spring 2005 xxxxxxx (AGS) and xxxxxx (Courts Service) had a 

conversation together with Microsoft around summonses and courts outcome. It 

probably flowed out FCPS*^. FCPS went live in 2004. This was an element of 

integration external vendors such as Microsoft was keen to show us what they could 

do. XXXX (AGS) and XXXX (Courts Service) approached XXXX (IPSU) and then 

the mandating of REACH came onto the scene! It was envisaged that there would be 

some form of a data -base available to multi agency regarding court out comes.

The courts probably needed a central hub more than the An Garda Si'ochana. Probably 

around Oct 2006 I took over the CJIPP Garda end of PULSE development. I was 

responsible for getting the design etc for the biz talk broker.

FCPS was the Fixed Charge Penalty System for processing speeding fines etc.
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REACH had a set of services and there were very clearly defined and An Garda 

Siochana was expected to fit into this way of working. The owner/originator of CJIPP 

was really Dept of Taoiseach and DJELR. I started interacting with XXXX, the Reach 

Project Manager to understand how integration would occur. The only proposal on 

the day was REACH way -  using RIGS -  Reach Interoperability Guidelines. There 

guidelines were complicated. They were trying to be specific for every eventuality 

and consequently this technology was very complicated. I would have experienced 

considerable delays in getting things done adding new code was always a big job. 

Changes took a long time. This technology was cumbersome. Everything went into 

the one big silo. Things were slow with REACH. They had bad habits, trying to 

support too much. They should have been getting good customers and looking after 

them.

REACH views of Garda requirements was that they could deal with An Garda 

Siochana volumes, but when An Garda Siochana saw their capability to process 

business I don’t believe they would ever have handled our business.

Bearing Point were the consultants on the project. They had 100 Servers in City West. 

REACH had all the relevant bits but it was all disjointed, a bit to complex. We would 

have had problems -  they did not seem too interested in the overall concept. We had 

technical reservations about REACH approach. In the end we developed our own 

connector. They had lots of good people but management was not good. Bearing 

Point had an easy time. 1 don’t think REACH had enough of their people on the job.

REACH just about made their deadlines with commitments to An Garda Siochana. In 

a crisis I would not have been confident. At times we sent people to sort out some of 

their software problems.

They were big into policy, procedures and standards. They were not seeing the bigger 

picture. An Garda Siochana was going to be the biggest customer they had. 

Everything with them had to be on a big scale but 1 don’t think they were properly 

prepared for this. Everything was the Bearing R)int way. There was not much 

documentation available to read or see.

The REACH Agency was good; they had a good idea, their implementation w'as too 

complex and you would need a huge organisation.

They did not have “REACH Lite” -  they were trying to standardise everything.
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Complexity was there biggest failing and the time it took to deliver. The range of 

technologies and protocols that they tried to cover was a problem. For all of their 

ability with GRO -  Revenue and Agriculture they were not really that good. They 

were trying to do much. They were not really interested in new ideas; they were using 

protocols that no one else wanted.
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Appendix 5.1

An tArd Cheannfort,
Bainisti'ocht Athraithe,
An Garda Siochana,
Ceanncheathni an Gharda 
Siochana,
Pairc an Fhionnuisce,
Baile Atha Cliath 8

TelA'elefon: (01 >6662087 
Fax/Facs: (01)-6661798

0 C hief Superintendent, 
Change Management, 
An Garda Siochana 
Garda Headquarters, 
Phoenix Park 
Dublin 8.

Web site: w w 'w .L ’a rd a . ie  

E-mail: cmctto io l . ie  
iack.nolanto carda.ie

P lease  quote the fo llo w in g  reference  

num ber Date: 7 April 2006

Deputy Commissioner 

Strategic & Resource Management

The IT ENABLED CHANGE RESEARCH PROGRAMME, TCD, - Researcher 

Chief Superintendent Jack Nolan, An Garda Siochana.

Introduction

The School o f Business Studies at Trinity College Dublin has a vibrant graduate 

research programme organized around a series o f overarching strategic tracks of 

concern to industry and governments. Within the strategic change and information 

technology (IT) track, there are currently a number o f research initiatives underway 

one o f which is focused on the executive challenges associated with the 

implementation of ICT enabled change in large-scale organisations. I now solicit your 

support in advancing this particular research endeavour.

The dilemma with IT projects

Throughout much of the last five decades the process o f introducing IT in work 

organizations has posed obstinate challenges regularly resulting in reports of 

underperfonnance and failure. Incidences o f underperfonnance and failure are high; 

with up to 50% of IT initiatives being abandoned or failing outright and up to an 

additional 40% of ICT initiatives being delivered late and over budget. Unfortunately,
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as few as 10% of IT initiatives actually deliver promised business value.

The challenge of change

Central to the challenge of effectively introducing IT in work organizations is the need 

to foster a highly systemic approach to change. Such an approach o f necessity takes 

due cognisance o f the need to seamlessly integrate strategic, technical, social and 

political aspects o f change. Best practice clearly supports the view that no more than 

20/25% of an ICT project spend will be absorbed by technical change considerations 

while the remaining 75/80% will be absorbed by strategic, social, and political aspects 

of change. It is common for the 20/25% to be classified as the ‘HARD’ or technical 

side o f change while the remaining 75/80% is classified as ‘SOFT’. The difference 

between success and failure is directly related to how both the ‘HARD’ (20/25%) and 

‘SOFT’ (75/80%) aspects o f change are woven together into a seamlessly integrated 

change initiative.

Proposed research initiative

With this in mind, the proposed programme of inquiry seeks to make explicit the 

major challenges and choices confronting senior executives in the effective 

implementation o f ICT-Enabled Change in their respective organizations. A particular 

interest to this inquiry is the exploration o f the dynamics o f collaboration within such 

IT Enabled Change initiatives.

The field research will be carried out by Chief Superintendent Jack Nolan and will 

form an integral part o f my PhD research degree which is due for completion in 

September 2009.

In order to hone my research question and my methodological approach I need to 

conduct a Pilot Study. I have identified the PULSE Project within An Garda Siochana 

as a suitable pilot site. I now request your permission to conduct my research within 

this sile. I will require accesses to people; plans; reports, reports and records. All 

information and data will be treated with confidentiality.

Any further information required can be provided by me personally or in writing.

Best Regards 

Jack Nolan
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Appendix 5 .2

An Leas Choimisineara. Deputy Commissioner Strategic
Bainisti'ochta Straiteisi agus 
Acmhainni,

Resource Management, 
An Garda Siochana

An Garda Si'ochana, Garda Headquarters,
Ceanncheathni an Gharda Phoenix Park
Si'ochana, Dublin 8.
Pairc an Fhionnuisce,
Baile Atha Cliath 8 Web site: ww^.iiarda.ie

E-mail: cmgtw iol.ie
Tel/Telefon; (01 >6662087 
Fax/Facs: (01)-6661798

iack.nolan'« earda.ie

Please quote the following reference number Date: 17 April 2006

Chief Superintendent 

Nolan.

Re: PULSE Project Pilot Study

You are authorised to conduct this Pilot Study as part of your PhD programme of 

study with TCD.

No material that is sensitive or likely to cause damage to the reputation or standing of 

An Garda Si'ochana is to be disclosed without express authority o f this office.

Good Luck with your studies.

T.P.F Fitzgerald 

Deputy Commissioner 

An Garda Si'ochana.
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Appendix 5.3

Pilot Study Protocol PULSE Project in An Garda Siochana January 2 0 0 6 - July 2006.

Key Issues that em erged in Pilot Study

Research Question: How can the dynamics o f  Collaboration in an intra-organisational setting 

contribute to the mom entum  o f IT Enabled Change?

Pilot Approach;

W ithin case study research pilot studies are considered important as they are the final 

preparation for data collection and an integral part for developing the interview  protocol*"* (Yin, 

1994). They can be used to reveal inadequacies in the initial research proposal (Yin, 1989a), 

and affords the researcher the opportunity to m odify the design, however, theoretical concerns 

or the research objectives cannot be altered. Its purpose is to mcover how the constructs 

identified in the literature review are operationally used and to fully understand the context 

within which the research takes place (Am aratunga and Baldry, 2001).

Background

In the early 1990s the growing complexity and diversity o f policing corrbined with an acute 

awareness o f  changes in the external world environm ent occasioned by IT advances, required 

An Garda Siochana, the national police force for the Republic o f  Ireland, to embark on a 

project to introduce an enterprise com puter system into the organisation. The conceptual 

design, construction and implementation o f  the Garda com puter system, PULSE, has been one 

o f An Garda Siochana responses. The sponsors o f  the PULSE Project, the M inister for Justice, 

Equality & Law Reform, the Department o f  Justice, Equality and Law Reform and the Garda 

Com m issioner, were conscious from the outset that the envisaged technological change had to 

accom pany by significant organisational w ide change (Peters, 1987: Buchanan and Boddy, 

1992; M cDonagh, 2004). The PULSE system included 17 separate business system areas that 

supported the core day to day operational requirem ents o f  the organisation. In development 

effort more than 350, man-years o f  technical design and developm ent effort were deployed by 

a joint Garda and consultancy team who contributed 45%  and 55% respectively to the overall 

workload. Training required that more than 12,000 Garda and civilian personnel have 

completed almost 800 man-years o f training. A lm ost 300 com puterised training exercises were 

developed totalling more than 120 hours o f  training. From a technical developm ent 

perspective, more than 2,200,000 lines o f  program m ing were developed and more than 600 

database tables created. The project involved Garda personnel, civil service personnel, and 

external consultants from a num ber o f  organisations including Accenture, M icrosoft, Unicentre

The protocol used (Gable, 1994) involved historical overview o f  the Project, interviews with stakeholders, primary 

and secondary sources o f  evidence, analysis and write-up.
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and Vantage working collaboratively together. The project proper commenced with conceptual 

design phase in 1996 and was com pleted in 2003. It cost in total €63.5m.

A ccess to conduct a pilot study in to the project was granted by senior Garda M anagem ent in 

the interest o f  furthering the student’s ambitions and studies in the area o f  collaboration and IT 

enabled change.

The pilot study set out to identify how:

I f  collaboration was a phenom enon recognisable w ithin an IT enabled change project such as 

the PULSE Project.

If  the dynam ics o f  collaboration could be identified w ithin the project.

W hat types o f  collaboration occurred?

W hen and between whom it occurred?

If  it did not occur what were the reasons for non-occurrence?

How often was the non-occurrence o f the collaborative process brought to the notice o f  the 

Project Directorate*^?

Primary sources o f evidence:

Prim ary sources o f  evidence utilised included face to face sem i-structured interviews designed 

to allow the case to develop. This included identifying the catalyst for the organisational 

change. Identification o f the change champions. V isioning the future state. Identification o f  the 

strategic partners and collaborators.

Identifying the type o f  change, planned or em ergent.

Secondary sources of evidence included;

Historical docum ents relating to the PULSE Project 

Size, scale and scope o f  the project 

Structure o f  the Project management team  

Project Initiation docum ents (PIDs)

Contract docum entation

Design docum ents including, technical architecture, process design, functional description

docum ents, training design docum ents

M anagem ent memos

Project co-ordination office records

Organisational D iagnostic testing designed to see if  An Garda Siochana was ready for the ICT 

enabled change process

Climate surveys before during and after ‘go-live’

Project Directorate was the management team charged with ensuring that the project stayed on schedule 

and within budget.
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Change Readiness tests, Com m unication planning, resistance m anagem ent

Pilot Study Findings

The pilot identified the following evidence o f  collaboration:

Some evidence o f  the dynam ics o f  collaboration.

Some collaborative characteristics were present.

Problems o f trust between all stakeholders presented regularly

Regular crisis and fears prevalent

Synergy not evident, but occasionally present

Com munication problem s existed, in particular end -u sers  were not happy with feedback 

process or with the resolution o f  issues.

Success factors constantly to the fore and highlighted as part o f  the com m unications strategy. 

Barriers/Pitfalls to collaboration evident in the face to face interviews conducted.

Points for the future case work

Ensure a full explanation o f  collaboration to all inform ants

Several stakeholders have divergent understandings o f  what collaboration entails within the 

setting o f  an IT Change programme.

Be precise in data recording

State clearly to participants exactly w hat the researcher is seeking to discover, be precise.

Be prepared to allow  interviews to overrun agreed timeframes.

Put forward possible explanations for outcom es and explore possible answers 

Inquire critically into the evidence being suggested, ask why and why not questions 

Select the most likely interpretation 

Be logical and structured 

Be scientific and analytical 

Let the story unfold.

Be prepared to m eet inform ants outside o f  the formal settings as often more relevant insight 

unfolds in inform al settings.
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Appendix 5.4

Mr Colm Butler 

Information Society 

Policy Unit 

Dept o f An Taoiseach 

Govememtn Buildings 

Dublin 1:

The ICT ENABLED CHANGE RESEARCH PROGRAMME

MEMORANDUM by Dr. Joe McDonagh, Senior Lecturer in Strategic Change and IT,

Trinity College Dublin

Date: Saturday, 12th May 2007

Introduction

The School o f Business Studies at Trinity College Dublin has a vibrant graduate 

research programme organized around a series o f overarching strategic tracks of 

concern to industry and governments. Within the strategic change and information 

technology (ICT) track, there are currently a number o f research initiatives underway 

one o f which is focused on the executive challenges associated with the 

implementation of ICT enabled change in large-scale organisations. I now solicit your 

support in advancing this particular research endeavour.

The dilemma with IT proiects

Throughout much of the last five decades the process of introducing ICT in work 

organizations has posed obstinate challenges regularly resulting in reports of 

underperformance and failure. Incidences of underperformance and failure are high; 

with up to 50% of ICT initiatives being abandoned or failing outright and up to an 

additional 40% of ICT initiatives being delivered late and over budget. Unfortunately, 

as few as I0%> of IT initiatives actually deliver promised business value. While some 

may wish to take issue with these statistics, it remains that they are a fair reflection of 

what organizations experience when attempting to introduce ICT. Adjusting any one 

o f these categories by, for example, plus or minus 5% is neither here nor there. There 

is an obstinate challenge as evidenced in the fact that statistics of the nature outlined 

above have persisted for much of the last five decades. The telling point is that studies
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throughout these decades (of which there are many) continually reinforce the same 

message in relation to ICT.

The challenge of change

Central to the challenge of effectively introducing ICT in work organizations is the 

need to foster a highly systemic approach to change. Such an approach of necessity 

takes due cognisance of the need to seamlessly integrate strategic, technical, social and 

political aspects of change. Best practice clearly supports the view that no more than 

20/25% of an ICT project spend will be absorbed by technical change considerations 

while the remaining 75/80% will be absorbed by strategic, social, and political aspects 

of change. It is common for the 20/25% to be classified as the ‘HARD’ or technical 

side of change while the remaining 75/80% is classified as ‘SOFT’. The difference 

between success and failure is directly related to how both the ‘HARD’ (20/25%) and 

‘SOFT’ (75/80%)) aspects of change are woven together into a seamlessly integrated 

change initiative.

On the surface this may look like a straight forward challenge, but experience suggests 

that it is not! Is better project management the answer? Will better project 

management effect the level of integration required? There is little, if any, reason to 

believe tliat better project management will deliver. What kind of project managers do 

ICT organizations recruit? A quick review of project management job advertisements 

in the computing press reveals that what is clearly sought after and highly rewarded is 

attending to the ‘HARD’ (20/25%>) aspects of change. Most ICT project managers are 

not recruited to address the ‘SOFT’ aspects cf ICT initiatives and there is little, if 

anything, in their job descriptions and supporting reward systems that would focus 

their attention on the ‘SOFT’ (70/75%>) aspects of change.

This bias towards ‘HARD’ (20/25%>) aspects of change to the detriment of ‘SOFT’ 

(75/80%) aspects of change is a problem that blights both public and private sector 

ICT initiatives alike. It is generally easier to secure flinding for the ‘HARD’ technical 

side of change. It is generally easier to appoint project managers that have deep 

knowledge and expertise in a chosen technical arena. It is difficult to secure the 

necessary funding for both the ‘HARD’ and ‘SOFT’ aspects of change. It is also 

difficult to secure individuals whose repertoire of knowledge, skills and expertise 

spans both the ‘HARD’ and ‘SOFT’ aspects of change. How can organizations 

possibly get value out of ICT investments if all they are willing to fund is the technical 

side of change?
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Executive leadership and ICT-enabled change

It is not uncommon to read in management journals and the business press that 

executive support and commitment to ICT is critical to success. That is undoubtedly 

true but what is also true is that our understanding o f the challenges and choices 

confronting executive management in shaping ICT-enabled change has been patchy to 

say the least. The obstinate dilemma outlined above imderpiimed by a biased techno- 

centric change agenda is generally unwittingly endorsed by executive managers. More 

often than not the dynamics of ICT-enabled change a:e poorly imderstood within 

executive teams and the split between ‘HARD’ (20/25%) and ‘SOFT’ (75/80%) 

aspects o f change is equally misunderstood.

My personal experience in recent years working with Secretaries General in Ireland, 

Permanent Secretaries in the United Kingdom and its devolved administrations, the 

United Nations, and a wide range of other executive leaders in Government and 

industry leaves me persuaded that the key to the effective management of IT-enabled 

change clearly rests at the executive table.

Proposed research initiative

With this in mind, the proposed programme o f inquiry seeks to make explicit the 

major challenges and choices confronting senior executives in the effective 

implementation o f ICT-Enabled Change in their respective organizations. A particular 

interest to this inquiry is the exploration o f the dynamics o f collaboration within such 

ICT Enabled Change initiatives. The REACH Agency offers significant potential to 

unearth unique insights into this concept that will undoubtedly be beneficial to both 

practice and academia alike. The ultimate findings may offer a unique insight into a 

relatively unexplored area within the wider domain of ICT Enabled Change.

The field research involves building a comprehensive picture o f the vfeion, 

conceptualisation, build, implementation and organisational change programme 

associated with REACH. This will of necessity require access to background 

documentation along with the need to interview key stakeholders. At this juncture it is 

envisaged that such interviewing will be confined to senior individuals deemed central 

to the overarching project.

The proposed work will be o f immense benefit to Government Departments either
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implementing or considering ICT Enabled Change initiatives. It will provide rich 

insights into what has worked well to date in the implementation of such initiatives 

along with the development of best practice guidelines for the effective management 

of IT-Enabled Change in public sector organizations in the future.

The field research will be carried out by Mr. Jack Nolan and will form an integral part 

of his PhD research degree which is due for completion in September 2008.

Further information

In closing I wish you and all General Secretaries and Government Departments well as 

they address the challenges of change and modernisation within the Public Sector at 

this time. Should you require greater elaboration on any of the themes noted above I 

am more than happy to provide the necessary support.

I attach a Biographical Note for your perusal.

Biographical 
N o te .d o c  (2 9  KB)

Kind regards 

Dr. Joe McDonagh

Senior Lecturer in Strategic Change and ICT 

University of Dubhn 

Trinity College 

Dublin 2
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Appendix 5.5

Office o f An Taoiseach,

Information Society 

Policy Unit,

Government Buildings 

Kildare Street 

Dublin.

15* May 2006

Dear General Secretary / Director o f REACH Agency 

Re. PhD Research - TCD

This letter is to introduce Mr. Jack Nolan, a PhD. Student at the School o f Business, Trinity College, 

Dublin whose studies are being supervised by Dr. Joe McDonagh, one of the leading academics in 

the ICT field and well known to you.

Jack is a C hief Superintendent in An Garda Siochana and is pursuing his studies on a part-time basis 

in the area o f  “Collaboration within ICT enabled Change”.

He is principally interested in studying the process o f  change as it evolves over defined periods of 

time and when and where the dynamics of collaboration contribute to ICT enabled change.

To this end Jack has identified the REACH Project as an eminently suitable research site to advance 

his research. I fully support Jack in his research and am convinced that his ultimate findings will be 

o f significant value to both academia and practice alike.

I would be most obliged if you could facilitate a number o f interviews with Jack to outline the story 

o f the Public Service Broker (PSB) and the REACH Agency over the last number o f years.

Jack will be making contact directly with you in the next few days to introduce him self and to 

schedule an initial meeting.

I f  you require any further information please feel free to contact me or more preferably contact Jack 

directly at the number and email address listed in the attached.

I am attaching a letter o f introduction from Jack for your information.

Regards

Colm Butler

CC Mr. Jack Nolan, Chief Superintendent, An Garda Siochana, Phoenix Park, Dublin 8.
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Appendix 5.5(a)

Office o f An Taoiseach,

Information Society 

Policy Unit,

Government Buildings 

Kildare Street 

Dublin.

15* May 2006

Dear General Secretary, Department o f Social and Family Affairs 

Re. PhD Research - TCD

This letter is to introduce Mr. Jack Nolan, a PhD. Student at the School o f Business, Trinity College, 

Dublin whose studies are being supervised by Dr. Joe McDonagh, one o f  the leading academics in 

the ICT field and well known to you.

Jack is a Chief Superintendent in An Garda Si'ochana and is pursuing his studies on a part -time basis 

in the area o f  “Collaboration within ICT enabled Change” .

He is principally interested in studying the process o f  change as it evolves over defined periods of 

time and when and where the dynamics of collaboration contribute to ICT enabled change.

To this end Jack has identified the REACH Project as an eminently suitable research site to advance 

his research. I fijlly support Jack in his research and am convinced that his ultimate findings will be 

o f significant value to both academia and practice alike.

I would be most obliged if  you could facilitate a number o f interviews with Jack to outline the story 

o f the Public Service Broker (PSB) and the REACH Agency over the last number o f years.

Jack will be making contact directly with you in the next few days to introduce him self and to 

schedule an initial meeting.

If  you require any further information please feel free to contact me or more preferably contact Jack 

directly at the number and email address listed in the attached.

I am attaching a letter o f introduction from Jack for your information.

Regards

Colm Buder

CC Mr. Jack Nolan, Chief Superintendent, An Garda Si'ochana, Phoenix Park, Dublin 8.
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Appendix 5.6

Data Sources

N um ber Source Details
Academic Reports TCD -  Modernising Service Delivey

IPA -  The Role of the Centre in Promoting Civil
Service Modernisation

Consultant Reports Fitzpatrick Associates -  Donegal Integrated 
Service Delivery Project

Project Progress Reports REACH 2000-2007 
Revenue/PAYE Project 
DISDP Reports 2002-2005 
CJIPP 2006-2008

On-Site Agency Visits REACH Agency HQ, Shelboume Rd Dublin 4 
City W est Hosting Site, City W est Business Park 
L.G.C.S.B.
CMOD
Courts Service

REACH Reports Internal Reports
REACH Inter-agency Interoperating guidelines 
(Rigs)
C JH  Project Board reports 
Internal Garda Siochana reports

Interviews 9 with Top Managers
2 with Top Consultant Managers
3 with Business Managers 
6 with IT Managers
3 with IT Contractors 
3 with REACH Board Members

Literature Review IT Literature 
eGovemment Literature
Qualitative Research Literature -  Case and 
Process research literature 
Internet, Newspaper and journals 
Public Policy Literature

Conferences Irish Civil Service IT Conference 
Northern Ireland Civil Service IT Conference

331



Appendix 5.7

School of Business Studies

Trinity College

Dublin

Tel. 01 6662078 9(o)/ 086 8282114 (m) 

iack.nolan(ggarda.ie

Dear Alan

This letter is to introduce Jack Nolan, a PhD. Student at the School of Business, 

Trinity College, Dublin. My studies are being supervised by Dr. Joe McDonagh, one 

of the leading academics in the ICT field both nationally and internationally and I 

understand well known to you.

I am a Chief Superintendent in An Garda Sfochana and 1 am pursuing my studies on a 

part-time basis in the area of “Collaboration within IT- Enabled Change”.

I am principally interested in researching the process of change as it evolves over 

defined periods of time in an organisational setting and identifying when and where 

the dynamics of collaboration contribute to ICT enabled change.

To this end I have identified the REACH Project as a very suitable research site to 

advance my research.

Ultimately by means of this case study I am confident that the ultimate fmdings will 

be of significant value to both academia and practice alike.

I would be most obliged if you could facilitate a nimber of interviews with me to 

outline the story of REACH, trace the process of change and assist me in identifying 

the dynamics of collaboration in the REACH Project over the last number of years.
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I will be making contact directly with you in the next few days to introduce myself 

and to schedule an initial meeting.

Thank you for your assistance and I look forward to meeting you.

If you require any further information or backgroimd please feel free to contact me at 

the number and email address hsted above.

Kind Regards and Best Wishes

Jack Nolan 

15/ 10/2008.
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A p p e n d ix  5.8

R E A C H  P ro je c t  F ie ld  W o r k  R e s e a rc h -  Q u e s t i o n s  fo r  * * * * * * * * ^ ^  R E A C H

R e se a rc h  Q u e s t io n :  T h e  d y n a m ic s  o f  c o l l a b o ra t io n  in IT -e n a b le d  c h a n g e :  T h e  C a s e  o f  I n fo rm a t io n  T e c h n o lo g y .

W h a t  d o  I n e ed  f rom  * * * * *

F u n c t io n a l  B a c k g r o u n d

H o w  lo n g  in th e  ro le  a t  R E A C H

B r i e f  m en t io n  o f  p e r s o n a l  I C T  fu n c t io n a l  t r ac k  reco rd

(Just required fo r  categorisations o f  interviewees e.g. IS Managers; Change Managers etc)

R E A C H  H is to ry

I w a n t  to  b u i ld  th e  s to ry  o f  th e  R E A C H  A g e n c y  s in c e  in ce p t io n  to  2 0 0 8 ;  c an  y o u  o u t l in e  th is  s to ry  fo r  m e ?

I w a n t  to  u n e a r th  i n s ig h ts  in to  th e  e a r ly  v is io n  o f  th e  R E A C H  A g e n c y  a n d  its v is io n  at d i s so lu t io n ?

W h e n /  H o w  w a s  R E A C H  f i rs t  c o n c e p tu a l i s e d ?

The participants name has been anonymised on grounds o f  confidentiality as agreed between the investigator and participant.
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Can you outline your view o f  the process o f  change for the Public Services?

In your opinion was there a vision for the transformation o f  the Public Services in peoples’ minds at the outset o f  the REACH Agency? -  (This will provide a longitudinal overview  

o f  system ic IC T  enabled change at G overnm ental Service delivery level in Ireland)

In your opinion was there really a vision or did it emerge by way o f  accident? Or was it the personal vision/ initiative o f  one or a number o f  individual?

When the Govt endorsed the PSB as the framework for the integrated delivery o f  public services in May 2000 have you an opinion on what else was going on IT wise in the Public

Sector at this time?

Was REACH and the PSB the only game in town or were there other initiatives being considered?

Was the REACH Agency’s ambition confined to “the main priority o f  REACH was to develop systems that comprise the PSB and launch them”? I believe Oliver Ryan mentioned

this in an interview in 2003 possibly!

Did the REACH Agency’s ideas matured or altered over the years?

What would you describe as R E A C H ’S main successes?

Was there some measure at frustration within the REACH Agency at the rate o f  progress over the years?

What were the major problems that REACH encountered in its lifetime?

Were they planning problems?

Were they leadership/governance problems?

Were they management problems ?

Were they decision making problems?

Was trans-departmental transformation ever on the Agenda o f  the PSB or REACH or was this a missed opportunity?

Are Government Departments in the  2008 still information/technology silos? Or to what degree does this statement apply?

Any views on the suddenness o f  the closure o f  the REACH Agency? (Absolutely confidential and w ill not be attributed to yo u  in any form at.

Have you any views on the Role o f  Consultants within the Agency?
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Contribution

Value

Concerns

Electronic Public Service Delivery

Electronic public service delivery has been described as entailing four phases (Gartner) as follows:

(l)PRESEN C E; (2) INTERACTION; (3) TRANSACTION;

(4) TRANSFORM ATIION  

What stage in your opinion is Ireland at now in 2008?

Can you outline your opinion o f  its progress through these stages?

General e-Govt Information

Do you know o f  any enabling e-Govt legislation in existence in Ireland?

Are there reasons for no enabling legislation in Ireland?

What interest/level o f  support for e-Govt exists in this country?

Are there any plans in existence that would offer potential to make Ireland a world leader in e-Govt?

If  the full potential o f  ICT is to be realised, is there a need to systemically change the wider structure o f  government services?

Simply automating existing services while laudable is not nearly enough! Does this mean that e-Government can only deliver on its potential if  strategies for electronic service 

delivery (ESD) are embedded in a wider overhaul o f  Government?

It has been argued that without large-scale reorganisation o f  wider government structures e-government initiatives will probably not deliver significant value! {Any view s on th is -a  

fe w  lines w ill suffice unless you  fe e l  otherwise inclined)?
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Is there  any real las ting G ov t co m m itm en t  to e-G overnm ent?

A cadem ic  M arshall M cL uhan  argues tha t  “ technolog ica l  transit ion  is often accom pan ied  by great anxiety because  o f  the m agn itude  o f  cultural re - th ink ing  required! W as this 

considered  within the R E A C H  A gency /P S B  am bition  or was this outs ide the scope or consideration o f  R EA C H ?

Was this d iscussed at B oard  level or D epartm en ta l  level, at Cabinet,  for exam ple?

W ere  we ju s t  cop y in g  w h a t  happened  in the U S A /U K ?  Professor Steven K elm an (2005) Harvard University  argues G overnm en ts  under  achieve! D oes this  apply to  G overnm ent  

ICT enablem ent?

Was there strong in terest/leadership  apparen t for the R E A C H  Project, e.g. Within REA C H ; Within G o v ern m en t  -  M in isters /  T.Ds. D epartm en t o f  Social and Family  Affairs; D ept o f  

Finance; C M O D  etc?

W as there or is there strong interest apparen t at sen ior D epartm ent level; for exam ple  at General Secretary Level?

C O L L A B O R A T IO N ?

Was there  ev idence o f  co llabora t ion  within the  R EA C H  Project?

Do ICT -  pan G o vern m en t initiatives offer opportun it ies  for collaboration?

What do you think are the e lem ents  o f  collabora t ion  in an ideal world?

W ould  you  mind fi lling in y o u r  though ts  on the a ttached  matrix;

Any A dditional C on n ien ts
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Appendix 5.9
List o f  Participants in Investigation

IA'o^ ||/Vgffig \ \ m e  \\ln terv iew  D ate

[ ;  ^^Lh’purlmeiH o / lh e  Tauiseach  [|( | |2 7  Qj 07

\3 ~  \\l,ocal Cioveninit'ni Conipiiier Services B oard  (I.CtCSli) \\('(Mnpletc ^ N  03 OH

I j  \^D epartm etit o f  F inance: C M O D  (Centre fo r  M m a ^e m e n i & Orf’tvnsaiion  D evelupnm n) \(Cotnpleie | | / 9  03 2007

p  ||***»*«*«  H e a lih H tx trd sE x ecu tive  |p - /  03 20007

| j  \\R each (D irector) ^C om plete \\25 09 07

[ti | |* * * - * « *  ~ \ \('M O D  \\Complele ^ 0 0 6  2008

\7  | | . . . . « . * ^  ~ \\D eputy D irec tor R each  ~  ~ \C om p(ete  \ \2 0 0 7  2007: i -1 08 2007; 3 0 1 0 ^ 7

|,V j j »»»».»»»» \^D eptSftcial. H ealth  & h a m ily  Affairs \\('om pleie \ \ i2  06 0 7 i 3 O'J 07

\9  \\R ew n u e: L im erick  ' ^C om plete \\26 03 2008

| / t j  ^B earin fi p o in t M a n a ^ in ^  Partner ^C om pleie \ \2 6 0 6 2 0 0 8

\ l l  \(B earin^ P o m t IT  M anager ^C tm iple ie \\2ti 06 2008

\ l2  | | . ««*«*«* ^ H e a J  o f  IT  P lanning AC,S ~ ^C om p(ete  ^  \\20 06 2008  ~

| / j  ^A P O .A C jS  \jComplete \\26  06 2008

[yv \\c iiie fS u p e r i/ite n d e /it,A (iS  ^('on ip le ie }^25 06 2008

\ l5  II******** \ \ lT P ro /ec tM a n a g er. R E A C H  \\('omp{e/e \\29 06 2008

[ /r i H******** ^Princi/K tl Officer, ('!ourts Service  ]|r«w»/j/t-‘fe \\30 06 200S

1/7 ||«*«..»*»* \\a } '0 . C ourts Serv ice ~  \\('(miplete \\2 6 0 6  2008

Î^IT OfwratiotLS M anager, RE A C H  C ourts A G S  C JIPP ^C om plete \\26 08 2008

\ l 9  H******** ^A P O , U m d R eg is try  ^('tm ip le te  ||Q3//tfi^
\20  ||^****«**  \(IT  Security  M anager,A n G arda S io ch a n a  \C o tn p le te  \^IS 1 1 ^ 0 0 8

II ******** ~ ^C o u r tsA C iS C J IP P  \^C om pkle \^6 06 2008

\22  II******** '^ IT  Test M anager. R E A C H  A G S  ~ \iC om ple te \\26 09'2008

\23  II******** ^A n  G ardaSi(K 'hdna  ||tttfn/7feft? ^ 1 6  06 2008

\24  ||***4****  WAccentun^ \\Contplete \\26  I0  2008

|23  II******** ~ ^ c c e n tu r e  ^^Cmiplete \\22 08 2008

\26  |j*«*7*»*» WHearing P oin t "\\Complete ^ 2 0  12 2008

Participants nam es have been redacted for reasons o f  con fidentia lity .
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Appendix 5.10

Example of Interview Transcript

Tape Recorder Folder P4 .

Recap: Just to recount Victor from our last conversation, we went through the history 

o f  the REACH agency from 1999 to 2007. We talked about the different interpretations 

it took along the way, the arrival o f  veering point, the selection process. Cap Gemini’s 

involvement and what was built, what was the vision behind it at the outset; how the 

REACH name was arrived at, where the concept originated; the fact that it was 

birthed in this general area. We spoke o f the fact that the public sector broker had the 

involvement o f the Department o f Finance and the involvement o f an Taoiseach Office 

and some interaction between those varies agencies. What I  want to move unto is 

talking about REACH as an enabler change i f  possible. You can obviously interject at 

any stage and stop the recording. What I  am trying to identify, is i f  REACH ambition 

was confined to developing systems that comprised the public service broker and to 

then launch them into the public arena was that the initial ambition or was there a 

bigger agenda?

R. 1 would say that REACH’S initial ambition from my perspective, being on the 

inside o f the start of up o f that organisation from within the Department o f Social and 

Family Affairs at that stage. REACH’S initial mission was to modernise service 

delivery across departments by using ICT technologies to join up the departmental 

systems where it made sense to do so in the context of modernising those departments 

systems. That is the very high perspective view of where I perceive REACH’S 

conception coming from. REACH was established with two specific missions at that 

time as I recall that one was to modernise service delivery in that way and secondly 

was to bring about a public services card because there was a lot o f talk about cards at 

the end o f the nineties as being the place to start. I suppose because they were a 

tangible token that people relate to something they could see rather then some 

concepts about modernisation instead, however what we did not know at that 

particular time when REACH was being established, that is in the custodial period of 

1998 to 1999, that the Department o f Finance had seen one in particular and the IPSU 

area o f the department o f the Taoiseach were devising what came to be known as the 

public service broker which was their take on the harnessing o f ICT technologies to 

act as a front window fcr the each as service delivery for government. Now at that 

stage there were virtually no view open into government about what services were 

being developed but the new technologies with broadband and the world wide web 

and all of the software that was coming about at that time. This did offer the distinct
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possibilities that government services could be delivered on this channel and that it 

was going to be a major innovation in public services delivery and also they were cost 

effective and they were all sorts of graphs around the industry at the time showing the 

cost of a transaction per channel very heavily flavoured in favour of the one cent per 

transaction of the time (you probably remember these yourself) rising up to over a 

pound per say, per cheque or something like that at the manual end of it. So there was 

a lot of enthusiasm with that each channel could be harnessed for service delivery and 

that there was already an existing framework through "'Delivering Better Government' 

and equality customer service framework as part as the SMI framework but that would 

actually be the context in which that this could be frilfilled. On the one hand this came 

about entirely with the modernisation driver and the Taoiseach’s Office had this 

concept of a public services broker which would act as an intermediary between the 

state agencies, the multiply state agencies in the background and the customer trying 

to access services on the other side of it and in the middle it required a clearing house 

to allow it all to happen
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Appendix 5.11

Example o f Data Ordering
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Appendix 6.1

Example List of Public Bodies in Ireland

(Source Collins, N; Cradden, T and Butler. P (2007). Modernising Irish Government: 

The Politics o f Administrative Reform. Gill and Macmillan).

Department of Agriculture & Food

Bord Bia (Irish Food Board)-fxecM/zve
COFORD, National Council for Forest Research and Development-£'xecw//ve
Coillte (The Irish Forestry 'Qoax^-Executive
Irish Horse Board-£xecM//Ve
Irish National Stud Company 'LiA-Executive
National Milk Agency-Executive
Teagasc (Irish Agriculture and Food Development Authority^-£'xecw//ve
Veterinary Co\xnc\\-Executive
Agri-Service 2015 CommiXieQ-Advisoty
Animal Remedies Consultative Committee-y4<5/vz5o?7
Consumer Liaison ^aneVAdvisory
Farm Animal Welfare CounciX-Advisory
Food Agency Co-Operation CounciVAdvisoty
Mushroom Taskforce-Tas^/orce
Relay-Research for Food Industry

Department of Social & Family Affairs

Combat Poverty Agency-Executive
Comhairle (provides information on social serv'\ces)-Executive
Family Support Agency-Executive
Money, Advice and Budgeting ?>erw'\ce-Executive
National Pensions Reserve Fund Commission-£xecw//ve
Pensions Board-Executive
Social Welfare Tribunal-£'xecM//ve
Social Welfare Benchmarking and Indexation Growp-Advisory 
Social Inclusion Consultative Grovrp-Advisoty

Department of the Taoiseach

National Statistics BoardrExecutive 
Information Society Commission-yi 
Law Reform Commission-^
National Centre for Partnership and Verfonnance-Advisory 
National Economic and Social Council (NESC)-/i£/vwo?y 
National Economic and Social Forum (NESF^-^^/vko/^
Taskforce on Active Citizenship-Ta^^orce
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Appendix 6.2: Integrated Approach -  LEST Project 

Example: Birth o f  a Baby

‘Current’ situation -  birth o f  a baby

M ultiple Interactions 
Repeated form filling  
Little consistency  
Duplication o f  effort 
W aste o f  time

Register Birth 

GRO

Hospital

Public Health 

Nurse

Child Benefit

Drugs Payment 

Schem e

Health Insurer

Housing Agency

‘Broker facilitated’ -  birth o f  a baby

•  One Manual interaction
•  Multiple automated 

interactions
•  Consist ent
•  N o duplication o f effort
•  Faster

Register Birth 

GRO

Hospital

Public Health 

Nurse

Drugs Payment

Child Benefit

Health Insurer

Housing Agency
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Appendix 6.3

REACH Board of Management

The inaugural meeting o f  the REACH Board o f  Management took place on 9̂*' May 
2002. The Board was established to provide strategic direction, advice and formal 
approval to REACH as it developed and implemented the integrated set o f  processes, 
systems and procedures, to be known as the Public Services Broker, which will 
provide a standard means o f  access to public services.
The Chairman o f  the first Board was Mr. Dermot Quigley, former Chairman o f  the 
Revenue Commissioners. Board members comprise:

M r Dermot Q uisley Chairman

Mr. Matt Benville Departm ent o f Transport

Mr. Colm Butler Departm ent o f  the Taoiseach

Ms. E nd  Carter Local Governm ent Com puter Services Board (LGCSB)

Mr. Sean Connolly Revenue

Mr. Gerry Daly Department o f Social & Fam ily Affairs

Mr. Tim Duggan Departm ent o f  Finance (Centre for M anagem ent & 
O rganisation D evelopm ent)

Mr. Sean Hurley The Health Boards Executive

Mr. Eamonn Laird Department o f Enterprise, Trade & Employment

Mr. Donal Connolly Waterfond County Council

Mr. Oliver Ryan REACH (Director)

Mr Victor Galvin Deputy Director REACH and Secretary to Board

Second REACH Board

M r Dermot Quigley Chairman

Mr. Colm Butler D epartm ent o f  the Taoiseach

Mr. Gerry Daly Department o f  Social & Fam ily Affairs

Mr. Tim Duggan Departm ent o f  Finance (Centre for M anagem ent & 
O rganisation D evelopm ent)

Mr. Oliver Ryan REACH (Director)

Mr Victor Galvin Deputy D irector REACH and Secretary to Board

Third REACH Board

M r Dermot Quigley Chairman

Representative Department o f Social & Fam ily Affairs

Representatives Departm ent o f  Finance (Centre for M anagem ent & 
O rganisation D evelopm ent)

(Source REACH Agency Documentation 2007-2008).

344



Appendix 6.4

Cost of Public Services Broker

In June 2002, REACH estimated the cost o f  the software, consultancy and hardware 

needed to build the Broker (Version 1) would be in the range €12.35 million to €18.40 

million. In May 2003, around the time the eCabinet Committee approved the project, 

REACH estimated the cost o f  design and build at €14 million. Total expenditure by 

REACH up to the end o f  2005 was €36.995 million (see Figure 3.4). Almost all o f  the 

expenditure was related, directly or indirectly, to the development o f  the Broker ( 

C&AG Report 3.31)

Total expenditure by REACH 2000 to 2005 , Source C&AG Report, 2007)

€ 000
Direct project costs
Broker Version 1 design/build 20,908
Procurem ent costs 3,287
Broker 'p ro o f o f  concept’ 285
REACHservices.ie website 490
Donegal Integration Project 484
Branding o f the Broker 230
Advertising, com munications for the Broker 67
Total direct project costs 25,742
Project overheads
Salaries 3,344
IT m aintenance 2,432
Office machinery 1,444
Telecom munications 663
O ther (accom m odation, prem ises expenses, etc) 3,370
Total project overheads 11,253
Total expenditure 36,995
Source: REA CH/Departm ent o f  Social and Family Affairs
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Appendix 6.5

THE REACH PROJECT Organisational Structure
(Source REACH Agency Documentation 2007)

Business

Development

Service

Delivery

Business/ 

S ecurity  QA
OperationsProgram m e

M gt
Administration Technical

Q A

Deputy D irector 

V ictor Galvin

Oliver Ryan

D irector
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