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SUMMARY

The promise o f a fully integrated enterprise has been an organisational dream for many decades. 

Such a dream would unite individual departments and functional areas into a single system. As a 

result management would have a single view o f the organisation. Enterprise systems (ES) aim 

to make this dream a reality, with the promise o f ‘seamless integration’ of the entire 

organisation. Such systems work from a central database, uniting back-office and front-office 

departments. Consequendy, the demand for these systems has been significant over the past 

decade, with vendors now moving onto the small to medium sized enterprises due to market 

saturation amongst larger organisations. However, the pinch o f reality often shadows the most 

utopian of dreams. Despite promises o f seamless integration, ES implementations have not 

been the most successful. Many organisations spend milhons o f euro over years committing to 

such initiatives; with return on investment either minimal or, all too often, none at all. In fact, 

some smdies cite up to 90% failure rates with the implementation o f these systems. Therefore, 

why is enterprise systems’ implementation so difficult? A review o f the literature highlighted the 

need for organisations to consider critical success factors when implementing these systems. In 

particular, top management support was identified as the m ost important factor for ensuring ES 

success. Yet, the literature was not so forthcoming in revealing how top management support 

ES implementation. Consequentiy, this study sought to explore this research topic. With a lack 

o f empirical knowledge about the topic, a grounded theory methodology was adopted. Such a 

methodology allows the investigator to explore the topic by grounding the inquiry in raw data. 

The Irish health system was taken as the organisation context, with their ES initiative one o f the 

largest implementations in Western Europe. The findings revealed that top management 

support for ES implementation is comprised o f nine distinct patterns o f managerial activity. 

These patterns clearly emphasise the importance o f a holistic approach to support, where top 

managers are engaged throughout implementation. W ithout clear and succinct support from 

top management it is likely that many ES implementations will continue to cost millions o f euro, 

but fail to deliver any significant organisational advantage.
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C h a p t e r  1



C h a p t e r  1-In t r o d i ;c t io n

Do not simply follow where the path may lead, 
but voyage instead to where there is no path and 

leave a trail...
Proust

1.1 In t r o d u c t i o n

Enterprise systems have been identified as a means to seamlessly integrating all business processes 

across the organisation. They claim to lay redundant many o f the integration problems associated 

with archaic legacy systems. These promises are timely considering the current trends o f

globalization, virtual organisations, and constant business and technological changes. However, the

implementation o f  such systems has not run smoothly. In fact, some studies provide evidence for 

significant organizational challenges, which often lead to exaggerated project costs, increased time 

requirements, decreased system functionality, and perhaps most worrj'ingly, continual project 

abandonment. Studies have pointed to a num ber o f key factors organizations must get right in order 

to achieve implementation success. In particular, top management support is identified as the most 

im portant factor for ensuring enterprise systems success.

The objective o f  this chapter is to  provide an introduction for this study. F'igure 1.1 below provides 

an illustration o f  the chapter layout. In effect, this chapter is divided into four main sections. 

Section 1.2 begins by outlining the investigative focus for this inquiry. Section 1.3 justifies the study 

and outlines the main contribufions o f  this investigation. Section 1.4 briefly presents the

methodological approach adopted by such an investigation. Finally, section 1.5 discusses the

organisation o f  this thesis, w here each chapter is presented, outbning the content therein.
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Fig. 1.1 Ofganisation and Structure of Chapter 1

1.2 In v e s t ig a t iv e  F o c u s

Since enterprise systems emerged, their promise has been to ‘seamlessly integrate’ organisations 

(Davenport, 1998). These systems have been the culmination o f  decades o f  aspirations from the IS 

department. Enterpnse systems (ES) are particularly relevant to today’s organisations, especially in 

light o f  global-wide phenom ena such as corporate-wide outsourcing, joint ventures and aUiances, 

international partnerships, and global value chain integration. O ther factors such as corporate 

reengineering, globalization, and the constant pursuit o f  projects in a systemicaUy changing 

marketplace, are also responsible for the heightened popularity and increase in ES implementation. 

Similarly, Markus & Tanis note that there are a num ber o f  distinct technical and business reasons for 

adopting ES’s today, m ost notably these include; the reduction o f  data duplication, improving IS 

architecture, reducing software maintenance, and integrating applications cross functionally. From  a 

business perspective, reasons include; reducing business operation and administrative expenses, 

cleaning up informal and ad hoc business processes, standardising procedures across different 

locations, and reducing inventory carrying costs (2000c, 180).

However, perhaps more importantly the adoption o f these systems is also expected to bring 

significant financial benefits to the organisation. The case literature illustrates this point, with the 

Toro Co., saving $10 million annually due to inventory reductions, while Owens Corning claims that 

their ES software helped it to save $50 miUion in logistics, materials management, and sourcing 

(Umble et al, 2003: 244). Similarly, other cases reveal large savings in costs and increased levels o f
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organisational effectiveness after ES implementation. Companies such as Geneva Pharmaceuticals 

(Bhattacherjee, 2000), Lucent Technologies (Francesconi, 1998), Farmland Industries 0esitus, 1998), 

and Digital Equipm ent Corporation (Bancroft et al, 1998), have had significant reductions in costs 

and increased organisational performance as a result of ES adoptions.

Yet, despite enterprise systems perceived benefits, they remain complex and expensive to implement. 

Kirkpatrick, for example, states that the average Fortune 500 company can spend $30 million in 

license fees and $200 million in consulting fees, with additional millions spent on com puters and 

networks (1998). Similarly, the Standish G roup report that ‘ES implementations were on average 

178% over budget, took 2.5 times longer than anticipated and delivered only 30% o f  the promised 

benefits’ (cited in Krumbholz & Maiden, 2001; 186). Other studies report similarly poor 

performances. According to a survey conducted in December 2000 called “ES post implementation 

issues and best practices”, where 117 firms across 17 countnes were surveyed on their satisfaction 

with ES im plem entation projects, only 34% o f  the organisations were Very satisfied’ with their ES 

investm ents (cited in McNurlin, 2001: 1). Sammon et al believe that over 90% o f  ES 

im plem entations are late or more cosdy than first anticipated (2001b: 1131). According to Crowe et 

al, further research conducted by the Standish G roup International revealed that 40% o f all ES 

installations achieved only partial implementation; nearly 28% were scrapped as total failures or never 

implemented, while only 25% were completed on time and within budget (2002; 3).

It, therefore, becomes important to ask why. Why are ES miplementadons delivering such poor 

perform ances, and in some cases complete failiire. According to Sammon et al ‘the main 

im plem entation risks associated with ES initiatives are related to change management and the 

business reengineering that results from  integrating an organisation” (2000a: 2). According to a study 

by D eloitte & Touche (2001), the main reasons for poor ES performance after implementation range 

from people obstacles (which according to the study contnbuted to 68% o f the problem), to business 

processes (which were at 16%), and inform ation systems issues (which were at 12%) (cited in Crowe 

et aJ, 2002: 3).

As a consequence, empirical investigations have focused on factors that are critical to ES success, i.e. 

critical success factors (CSF). In particular, top management support was identified as the m ost 

im portant factor for ensuring success (Somers & Nelson, 2001a, Umble et al, 2003). However, there 

was a lack o f  empirical depth within the literature as to how top management support ES
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implementation. An empirical inquiry was called for. Therefore, the fcseatch question  for this 

investigation explores; 'how top management support E S  implementation'?

1.3 R e s e a r c h  Ju s t if ic a t i o n s :

A review o f  the IS management literature (chapter two) and the ES literature (chapter three) 

illustrates the importance o f top management support for ES initiatives. The topic has featured in 

the literature for the past four decades as a critical factor for ensuring success in IS initiatives. Yet, 

despite such attention, the topic lacks a clear understanding. The literature remains prescriptive in its 

focus and inconsistent in its findings. For example, some studies talk about the im portance o f top 

management in building a coalition for IS initiatives, while o ther studies refer to steering committees, 

vision sharing, or strategy alignment. However, for the m ost part, these studies, while referring to 

different approaches, are merely describing what might be im portant for top managers in supporting 

IS initiatives. Consequentiy, there is a lack o f  empirical clarity within the literature. Yet, w hat is clear 

is that the domains o f  ‘m anagem ent’ and ‘inform ation systems’ mix a Utde like ‘oil and w ater’.

For four decades, ‘management’ have continued to view ‘inform ation systems’ as the poor relation, 

relegating its importance to an operational o r functional level within the organisation. Consequendy, 

the IS executive has emerged as the cham pion for IS initiatives. However, as the IS departm ent is 

often viewed from  a technical and operational perspective, the IS executive finds it difficult to gain 

the top m anagers’ attention. Consequently, the IS executive seeks to develop their business acumen 

(Gupta, 1991). This point is best reflected in the transition from a ‘technical-oriented’ IS executive to 

a ‘business-oriented’ chief inform ation officer (CIO). New personality traits are deemed necessary 

for the C IO  to ‘talk’ to the C EO , which in turn will dem onstrate the business capabilities o f  the IS 

department. However, such a transition has not run smoothly, and in fact the IS executive is often 

faced with the possibilit}' o f ‘being neither fish nor foul’ (Currie and Glover, 1999), i.e. w hether they 

are technically-oriented or business-oriented. Such indecision only further com pounds 

‘managem ent’s’ poor perceptions o f  ‘inform ation systems’, which drives the dom ain to the 

operational fringes o f the organisation. These perceptions are reflected in the literature over the past 

four decades; where there has been an unstructured and unclear focus o f  top management support 

for IS initiatives.

Despite such divisions between ‘management’ and ‘information systems’, enterprise systems have 

emerged as the great bastion o f  the IS field, promising to unite and integrate all systems throughout
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the organisation (Davenport, 2000a). In effect, enteiprise systems shape and influence the entire 

organisation. This puts ‘m anagem ent’, and in particular top management, in a precarious position. 

Previously, many top managers felt secure in hiding behind the guise o f ‘corporate-wide strategy’, 

relegating inform ation systems to functional strategy levels. However, now they find diemselves 

confronting an ‘enterprise-wide system’, which wiU dominate corporate strateg}'. Once again the ES 

literature highlights the im portance o f top management support for securing successful 

implementation. Yet, the literature lacks a clear explanation of the topic.

Consequendy, this study seeks to explore ‘how top management support ES implementation’. This 

investigation focuses on the Irish health system. In particular, the PPARS initiative. This project, 

w hich was the largest ES initiative in Europe (Deloitte & Touche, 2004), commenced in 1995, had 

cost €120 million by 2004, and was in the final stages o f  phase II, in a 3 phase project. As this 

investigation was an exploratory study, its focus was to explore ‘how top management support ES 

im plem entation’.

Top management support is therefore an important and underdeveloped theme within the literature, 

recei\4ng limited attention over the past four decades. Yet, there is a lack of understanding as to ‘how top 

management support ES implementation’. This lack of understanding may contribute to ongoing difficulties 

for EIS implementations today. As a result, this research wiU increase our knowledge and understanding in a 

number of ways:

1. Firsdy, from an academic perspective, this research aims to generate a ‘grounded theory’ o f ‘how 

top management support ES implementation’. Such insights aim to move research away from 

‘describing’ what top management ‘should be domg’ and move us towards an understanding of 

what top management ‘actually do’.

2. Tliis study wiU also contribute new knowledge to the IS management literature. Despite over 

four decades o f attention, the IS management domain has remained fragmented in its inquiry, 

prescriptive in its scope, inconsistent in its findings, and lacking in terms o f theoretical 

explanations. Consequendy, this study wiU build a ‘holistic’ understanding o f  the topic, 

which win unite partial and fragmented inquiry.

3. From a practitioner perspective, knowledge of how top management support ES initiatives wiH 

be o f  enormous value to ‘top managers’ within the Insh health system Particularly in light o f 

future enterprise-wide information system investments (which could be in the region o f €500 

million to €1 billion over the forthcoming 10 years).
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1.4 M e t h o d o l o g y

In proposing to develop or build theory, the investigator must apply a methodological approach that 

allows a ‘considerable degree o f openness to the field data’ (Walsham, 1995: 76). Consequendy, a 

grounded theory method (GTM) was adopted for this invesdgation. The justification for such a 

methodology is discussed in detail in chapter four. However, an introductory note on GTM is 

provided here. GTM is best suited to inquiries that are ‘interpretivist’ by nature, i.e. inquiries that 

aim to build or ‘interpret’ data rather than ‘explain’ (realism) or ‘test’ (positivism) data (Strauss & 

Corbin, 1998). Similarly, this investigation seeks to build a ‘grounded theory’ o f ‘how top 

management support ES implementation’. GTM inquiry, as demonstrated in chapter four, is best 

suited to investigations where littie is already known, where the literature relies on descriptions rather 

than clear explanations, where studies continue to be fragmented and prescriptive in their inquiries, 

and where the research question focuses on people’s actions or complex socio-technical dynamics 

within organisations. Consequendy, GTM is suited to this investigation.

GTM inquiry begins by theoretically sampling emerging data, where future directions and decisions 

concerning data collection and analysis are based upon prior knowledge and understanding. In GTM 

both data collection and analysis occur in tandem with one another. While theoretical sampling 

assists with data collection, the investigator also deploys the three coding techniques to analyse the 

data. Open coding moves data from general phenomenon into emerging trends and concepts. In 

effect, data concepts are the building blocks o f GTM. During open coding the investigator is 

‘comparing’ all data and assigning concepts with specific codes. The next stage involves axial coding, 

where the emergent concepts are classified into higher order concepts or categories. This process 

involves reassembling data that were fractured during open coding. Finally, selective coding takes 

place, where data are refined and core categories selected. These categories form the rudimentary 

elements of a ‘grounded theory’. As data collection and analysis occurs in tandem, coding is 

complete once the investigator reaches theoretical saturation. Saturation occurs when no new data 

has emerged in the field and only the same data concepts keep appearing.

1.5 T h e s is  O r g a n is a t io n

This thesis is organised into eight chapters. Commencing with an introduction chapter, and then 

followed by two literature review chapters, two methodology chapters, an analysis chapter and a 

findings chapter, and finally a conclusion chapter. Figure 1.2 below provides an illustration of the
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thesis organisation and structure. As this study is addressing ‘how top management support ES 

implementation’, the literature review opens with a critique of ‘top management and information 

systems’, i.e. the IS management literature. This is then followed by a review of the ES literature in 

chapter three. The methodology chapters are divided between an initial cntique of the nature of 

grounded theory method in chapter four, which is then followed by the application o f this 

investigation in practice. An analysis is then provided for the PPARS story' in chapter six, winch is 

followed by a research findings chapter.

M ethod ology  
Chapters 

4 & 5

R esults
Chapters

6 & 7

Literature R eview  
Chapters 

V 2 & 3  J

Chapter 2
T op 

Management & 
Inform ation 

Systems

C hapter 3
E nterprise

Systems
Im plem entation

Chapter 4
Nature o f  
G rounded 

Theory M ethod

Chapter 5
Application of 
Investigative 

A pproach

Chapter 6 Chapter 7
Analysis o f the Research
PPARS Stor>' Findings

Fig. 1.2 Thesis Otganization and Structure

Following the introduction chapter, chapter two presents the first part of the literature review. As 

the study is concerned with top management and information systems, a review o f the topic is 

provided. This involves reviewing the IS management literature. However, before starting such a 

review, a broader perspective on the information systems field is required. The research topic under 

investigation is positioned in terms of its contribution to the IS field, i.e. within the IS management 

domain. Top management support is found to be comprised of diffenng approaches; however, there 

is a lack o f understanding for the topic. This lack of empirical knowledge, presents the investigator 

with an opportunity for inquiry.

Chapter three is the second part of the literature review. This study seeks to understand top 

management and information systems, focusing specifically on enterpnse systems. Consequendy, a 

review o f the ES literature is undertaken. This section begins with an historical tour o f information 

systems, also catering for healthcare information systems, which are of direct interest to this study
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due to the organisation selected for inquiry (discussed in chapter 5). These sections are followed by a 

review of enterpnse systems implementation. The chapter outlines factors that are critical to the 

successful implementation of these s3̂ stems. In particular, top management support is recognised as 

the most critical factor for ensuring ES success. However, the ES literature also lacks a clear 

empirical understanding of the topic.

Chapter four recounts the methodological approaches available to the investigator. The ontological 

nature of reality and the respective epistemological paradigm choices are discussed. Prior to 

conducting an empirical investigation, the researcher must be aware of these factors. This is 

followed with a discussion about the interpretivist paradigm, which also reviews interpretivism within 

the information systems field. Finally, the chapter moves on to consider various methodological 

techniques before a grounded theory methodology is selected for conducting this investigations 

empirical inquiry. The remaining section of the chapter deals with the nature of a grounded theory 

methodology.

Chapter five outlines the application of the investigation at hand. This chapter deploys Pandit’s 

(1996) five phase approach to the application of a grounded theory method. The first section begins 

by outlining the research design phase. This involves revealing the reasons for the emergence of the 

research topic. The second phase, data collection, outlines the techniques used by the investigator in 

gathering the data. This section also focuses on the organisational selection process, which examines 

PPARS within the Irish health system. The third phase focuses on data gathering. This section 

outlines how the investigator organised and managed all the data. The fourth phase looks at the data 

analysis process. GTM inquiry has its own approach to data analysis, and consequendy the 

investigator illustrates how data were analysed using open, axial, and selective coding. Finally, the 

literature comparison phase is presented. This phase outlines how the extant literature is compared 

to the emergent theory.

Chapter six presents the PPARS story. PPARS is an acronym for personnel, payroll, and related 

systems, and is the Irish health systems’ enterprise system. PPARS is composed of the human 

resource module of SAP. This chapter recounts the story of how top managers within the Irish 

health system, over 10 years, supported the PPARS initiative. The chapter begins with an overview 

of healthcare in Ireland, and then presents the ‘PPARS story’.

Chapter seven deals with tlie research findings, i.e. the emergent theory. The findings revealed that 

top managers within the health system employed nine patterns of managerial activit)  ̂ in supporting



the PPARS initiative. These nine managenal activities are further categonsed into three overarching 

pattern sets, i.e. informing, governing, and enacting. Informing, winch is comprised o f the visioning, 

brokering, and resourcing patterns, occurs when top managers inform the organisation about the 

new initiative. Top managers in the Irish health system also used three governing patterns, i.e. 

controlling, facilitating, and driving. These patterns brought greater structure, consensus, and drive 

to the initiative. Finally, three enacting patterns, i.e. implementing, coacliing, and changing, would 

assist top managers in delivering PPARS. This chapter concludes by emphasising the significance of 

the research findings to top managers involved in supporting ES implementations.

Finally, chapter eight draws the thesis to an end. This chapter begins by justifying the investigation 

and its application. This section is followed by outlining the holistic nature of the research findings. 

This is followed by a review o f the implications for this investigation. This study contributes to both 

academic and practical implications. This section is followed by a review of some o f the limiting 

factors to this inquiry. Finally, the chapter concludes with a call for further inquiry, acknowledging 

that much stiU needs to be done if the field is to be fuUy explored.

1.6 C o n c l u s io n

This chapter has outlined the investigative focus of the smdy, the justifications for inquiry and the 

contributions it will make to both the academic and practitioner sectors. A grounded theory method 

is deployed to investigate the research question. This study seeks to explore how top management 

support ES implementation. The study will build a ‘gjounded theory’, moving fragmented 

descriptions in the literature towards a more holistic understanding. Each chapter is presented in the 

thesis organisation section. At a macro level the thesis is ordered into three sections, i.e. a literature 

review section (comprised of two chapters), a methodologj' section (compnsed also o f two chapters), 

and finally a results section (composed o f two chapters). This study now begins with a review of the 

IS management Hterature.
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C h a p t e r  2



C h a p t e r  2 -T h e  M y t h  o f  T o p  M a n a g e m e n t  Su p p o r t

‘Despite the enthusiastic calls for executive support and the intuitively 

compelling evidence in the case study literature, little is known about the 

concept, and its utility remains largely unproven’ (Jarvenpaa and Ives, 

1991: 206).

2.1 INTRODUCTION:

Information systems can assist organisations in attaining greater effectiveness and efficiency (for example in 

with ES, Umble et al (2003) note that large companies can save between $10 and $20 million annually with 

these systems). Such savings and increased levels of organisational performance, tj’pically gain the interest of 

management In particular, studies point to the critical importance of attaining top management support to 

ensure information systems (IS) implementation (Rockart, 1979, Doll, 1985, Jones & Amett, 1994, Hwang et 

al, 2004). Top management support is required to develop a vision of IS, align the IS strategy with the 

corporate strategy, communicate this vision to the organisation, and provide sufficient resources for the IS 

initiative. Clearly, top management play a pivotal part in supportuig information systems. Consequently, this 

study seeks to gam a greater understanding of the information systems management domain by conducting a 

review o f the literature. It is hoped that such a review will assist this investigation in answering the research 

question; i.e. ‘how top management support enterprise system unjJementation’.

Figure 2.1 below provides an illustration of the chapter layout The figure is comprised of sbc questions, 

which assist in reviewing the IS management literature. In the figure, the numbers underlined within each 

box indicate the section in this chapter that discusses each question in detail. Section 2.2 asks where this study 

is positioned within the IS field? This investigation, in exploring Tiow top management support the 

implementation of ES’, seeks to contribute new knowledge. This section reviews the IS field, highlighting its 

hybrid nature, and concludes by positioning this study within the IS management domain. Section 2.3 asks 

who the top managers are. In order to investigate top management support it is critical to know whom to 

study. Section 2.4 focuses on wfy this study is important Top management and information systems have 

been part of the IS management literature for the past four decades. Section 2.5 seeks to explain what 

‘support’ means. Section 2.6 leads on from the previous section, addressing how top management support 

information systems. Section 2.7 reviews the broader management literature in relation to how top 

management support initiatives. Finally, section 2.8 draws aU previous sections to a close, asking so what? 

This section highlights the obstinate and enduring nature of the research topic. A number of core 

observations are made after reviewing the literature. These observations lead on to further inquiries, which
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are recommended in section 2.9. The study illiistrates the current lack of understanding for the topic and 

makes a call for deeper inquir}'. A review of the enterprise systems (ES) literature is proposed to explore 

liow top management support ES implementation’.

Why? M
T op M anagem ent 
& Inform ation 
Systems

Who?

D efine T op  
Managers

2 3
What?

U nderstanding 
T op  M anagem ent 
‘S upport’ for IS

Where? 2 2
Inform ation  Systems 
(IS) is a H ybrid Field 
Study contributes to  IS 
M an agem en t D om ain

H ow ?

•  A pproaches to Support
1. Positive A ttitude
2. Build Coalition
3. Steering Com m ittee
4. Develop Vision
5. Create Alignm ent
6. Comm unicate
7. Provide Resources

•  A W ider Perspective

2.6 &  2.7

: So What? 2 J  :
 .

Fig. 2.1 Organisation and structure of Chapter 2

2 .2  A  H y b r i d  D o m a i n

The objective o f this discussion is to position the current investigation within the IS field. Invariably, 

this involves an understanding o f the IS field and influences that have shaped its domain'. Figure 2.2 

below provides an illustrated overview of the forthcoming discussion. The IS field is a hybrid 

domain, comprised o f three primary ‘reference disciplines’, namely organisational science, 

management science, and computer science. These reference disciplines, or primary domains, have 

shaped much o f the inquiry within the IS field. The fields’ multi-disciplinary nature has created a 

level o f ambiguity about its boundaries, in particular around the fields’ contribution to knowledge.

' D om ain refers to the ‘con ten t’ o f the IS field.
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As a consequence, this discussion adopts Avgerou’s (2000) five thematic areas (see Fig. 2.2 below) as 

an example to explain how knowledge is organised witlom the IS field.

H ybrid
D om ain

D om ain
Structure

Primary
D om ains

I n f o r m a t i o n

Sy s t e m s

Com puter
Science

M anagem ent
Science

O rganisational
Science

Organisational \^alue o f 
Inform ation Systems

Applications o f 
Inform ation Systems

Process o f Systems 
D evelopm ent

Societal Im pact o f 
Inform ation Systems

Inform ation Systems 
Management

I Investigative  
f. M ethods

Fig. 2.2-Information Systems Domain

The inform ation systems (IS) field, which began in the late 1950s, has its origins in the com puter 

science arena. Jayaratna (1994) noted that the IS field emerged ‘due in large measure to the 

reluctance o f  researchers in com puter science to apply their knowledge to the business area and to 

address the problems associated w ith the use o f  computers in an organisational or business context 

(cited in Adam and Fitzgerald, 2000: 2). The engineering emphasis o f  computer science resulted in a 

tendency to view the field in primarily technical terms (often referred to as ‘hard’ issues), whereas a 

wider focus was necessary, both  on  the application and management o f technology, and its wider 

social implications (often referred to as the ‘soft’ IS issues) (Adam and Fitzgerald, 2000). The origins 

o f  the field can be dated to 1958 w hen Leavitt and Whisler articulated the central concerns o f  the 

emerging field (1958). As a consequence researchers began to make calls for greater inquiry and 

investigation into the emerging nature o f  the IS field. Throughout the 1960s a num ber o f books
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were published (Dearden and McFarlan, 1966) which sought to develop an understanding for the 

field; however IS would have to wait until the 1970s before a domain-specific platform was 

established by academics.

Avgerou (2000) has traced the academic origins of the IS field back to 1972, when the American 

Computer Society launched a two-year Masters degree on computing in a business context. This was 

foDowed by a similar curriculum suggestion by the International Federation o f Information 

Processing (IFIP) and in 1977 an important landmark in the creation o f the field resulted in the 

publication of the Management o f Information Systems (MIS) Quarterly journal. In 1980 the 

International Conference of Information Systems (ICIS) was launched, which was followed by the 

publication o f the Information Systems Research journal in 1987. According to Avgerou (2000), 

European interest in promoting the field internationally did not begin, from an academic perspective, 

until the 1990s. However, in an effort to raise the international profile of European interest, and 

invariably research, within the IS field, in 1993 the European Conference o f Information Systems 

(ECIS) was launched. This was followed by a series o f European journals, such as the Scandinavian 

Journal o f Information Systems, the European Journal o f Information Systems, and the Journal of 

Information Systems. Similarly, other international regions, namely Australasia, Africa, and the 

Middle East have institutionalised the IS field with the establishment of the Association for 

Information Systems in 1995.

Therefore, the inability, and perhaps more accurately the general lack o f interest from the field of 

computer science, to explain the ‘soft’ issues affiliated with computing resulted in the development of 

the IS field (Khazanchi and Munkvold, 2000). Empirical investigations o f information systems 

would seek to explain the ‘effects technical systems (associated with the domain o f computer science) 

would have in the human/organisational/social world’ (Avgerou and Cornford, 1995: 132). The 

study o f information systems, therefore, would move beyond the technical worldview o f computer 

science investigations and embrace an approach to inquiry that incorporated human and 

organisational determinants. In other words, the IS field became a hybrid domain, comprised of 

technical (computer science) and behavioural (organisational and management science) influences.

As a consequence researchers from other disciplines were drawn to the IS field, in parficular from 

the fields of computer science, organisational science, and management science (Robey and Markus, 

1998, Adam and Fitzgerald, 2000; and Khazanchi and Munkvold, 2000). Computer science research 

has focused primarily on the technical origins of the IS field. Organisational science, also referred to 

as organisaUonal behaviour science, focuses on the ‘psychological, interpersonal, and behavioural
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dynamics in organisations’ (Nelson and Campbell Quick, 1997: 6), i.e. indi\idua] behaviour and 

group dynamics which occur in an organisational setung. Organisational science is itself an 

interdisciplinary field, influenced by disciplines such as psychology, sociolog} ,̂ engineering, 

anthropology, management, and medicine (Nelson and Campbell Quick, 1997). The tliird discipline 

that influences the IS field is management science. The science of management is to emphasise ‘the 

design, implementation, and management of various administrative and organisational systems. This 

science is concerned primarily with overseeing activities and super\asing people in the organisation’ 

(Nelson and Campbell Quick, 1997; 9). However, the IS field also continued to borrow from other 

disciplines, in an effort to expand its borders. Disciplines such as psychology, sociology, statistics, 

political science, ergonomics, philosophy, and mathematics were pursued by the IS field (Adam and 

Fitzgerald, 2000). Such a wide variety of research themes has contributed to the expansion and 

speedy development of the IS field.

However, it is this same myriad o f research themes and the field’s multi-disciplinary nature that has 

raised significant criticisms about the IS field. 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). As a 

consequence, the field faces a number of inherent challenges. ITiese challenges are divided between 

the fields’ relevance to practice and the rigorous demands of academia (I.>ee, 1999). Academic focus 

often does not match practical relevance. Robey and Markus, for example, noted that academics are 

evaluated, and therefore driven, by the pursuit of ‘high science’ theory, and as a result IS researchers 

focus on publishing ‘arcane explanations, advanced statistical analyses, extensive mathematical 

notation, excessive references to other published work, and a shortage of practical advice. From a 

practitioner’s perspective, academic writings are literally unreadable’ (1998: 8). ITie pursuit of 

academic relevance is further hampered by the rapid technological developments of the field, where 

few practitioner’s can sustain interest in a given topic long enough to accommodate the academic 

calendar, which retires the value o f the ‘cumulative tradition’ (Robey and Markus, 1998). In turn, in 

an effort to keep up with the constant demands of practice, academics have been guilty of creating a 

‘fragmented adhocracy’ (Khazanchi and Munkvold, 2000: 26) within the IS field, which is ‘dominated 

by islands of cohesive thought, but lack an overarching conceptual roo f (Adam and Fitzgerald, 2000: 

4). In other words, the theoretical foundations o f the field continue to rely, exclusively, on the 

theoretical underpinnings o f ‘reference disciplines’ (Avgerou, 2000), which invariably ‘means that the 

IS field lacks a unifj^ing paradigm for the orderly and cumulative acquisition of knowledge’ (Adam 

and Fitzgerald, 2000: 4).
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This absolute focus on pursuing rigorous empirical inquiry, often at the expense of practical 

relevance, has ironically also challenged the ‘scientific’ merit o f the field (Robey and Markus, 1998, 

Davenport and Markus, 1999; Lee, 1999; Avgerou, 2000; and Khazanchi and Munkvold, 2000). The 

field finds itself facing problems of recognition and legitimacy (Avgerou et al, 1999), where a plethora 

of definitions have been used to describe the domain, most notably information technology, applied 

telematics, informatics, business information systems, management information systems, and 

information science (Khazanchi and Munkvold, 2000). However, perhaps a greater challenge to the 

IS field is its very nature, i.e. its multi-disciplinary or hybridisation o f several core disciplines. This 

challenge has raised questions as to whether the field is actually a scientific discipline, and therefore 

worthy o f academic endeavour. King remarked that ‘information systems is probably not even a 

field, but rather an inteUectual convocation that arose from the confluence o f interests among 

individuals from many fields’ (1993; 293). Markus furthers this point, noting that ‘given the ubiquity 

of computing, why does the world need a field that specialises in IS? In fact the author continues by 

highlighting the lost identity o f the discipline, with the IS field being co-opted into other fields such 

as organisational behaviour or marketing (1996).

However, Checkland and Holwell believe that one o f the main reasons for the ‘confusion’ about the 

IS fields purpose and conceptual domain is due to the disciplines relatively short life in comparison 

to other research disciplines (1998). While some studies doubt the ‘scientific’ merit of the field 

(King, 1993), stating that it lacks an intellectual core because it borrows from many referent 

disciplines, Khazanchi and Munkvold note that ‘this rationale is insidious in that, if explicitly applied. 

It could very well rule out most natural sciences and all social sciences’ (2000: 29). In fact, some 

authors have argued that the pluralistic and multi-disciplinary nature o f the field is one of its major 

strengths (Cheon et al, 1993; Adam and Fitzgerald, 2000), with Stamper noting that ‘this newly 

emerging scientific discipline could be inhibited by standards imposed prematurely’ (1993, cited in 

Adam and Fitzgerald, 2000). Avgerou and Cornford also point out that the variety of research 

topics, the interdisciplinary sources of theory used, and the methodological pluralism found in the IS 

field are necessary to cope with the complex nature o f  the phenomena being studied (1995). 

Similarly, in a later study, Avgerou noted that ‘rather than being limitations to be overcome, diversity 

and pluralism can be seen as the strength of an inteUectual inquiry addressing the multifaceted 

processes involved in the appropriation of IS in contemporary organisations’ (2000: 568).

Furthermore, KJiazanchi and Munkvold found, from their inquiry into whether the IS field was a 

science, that the field is in fact a science, with a unique subject matter, approaches for classifying its 

subject matter, underlying uniformities among the phenomena, and the utilisation of scientific

15



m ethodologies for investigating the subject m atter (2000). The authors also found that the IS field is 

no different to other social science discipKnes, which also derive dieir models and theories from 

other reference disciplines. Finally, in an effort to overcome the challenges posed by the pursuits of 

academic rigor and practical relevance, a num ber o f  studies propose continued collaboration between 

academic and practitioner communities (Benbasat and Zmud, 1999; Robey and Markus, 1998; 

D avenport and Markus, 1999). Robey and Markus refer to such agreement as ‘consumable research’, 

w hich is both  rigorous and relevant (1998: 9).

Recognising the scientific merit o f  the IS field is an important step towards understanding the 

dom ain’s structure, i.e. how knowledge is organised within the discipline. Rapid technological 

advances, the multi-disciplinary nature o f  the field, and the domain’s relative short lifespan in 

com parison to o ther disciplines, have all contributed to an accelerated growth in empirical interest. 

The boundaries o f  the IS field have been pushed out in many different directions. As Khazanchi and 

Munkvold assert ‘the scope and dom ain o f  IS is quite encompassing in its reach and consequentiy 

includes a variegated assortm ent o f  topics in its subject matter (2000: 33). Such variation in the 

topics scope and subject m atter has, however, made it chaUenging to structure and organise the 

fields’ contnbution to knowledge. Avgerou notes that ‘thematic diversity^ and theoretical and 

methodological pluralism are not the best credentials within academia. Academic institutions in m ost 

countries tend to judge fields o f  inquiry in terms o f internal cohesiveness and incremental ‘progress’ 

m the developm ent o f  knowledge on the basis o f  an esotenc specialist construct or concept’ (2000: 

575). In o ther words, the structure o f  knowledge within the IS field remains rather ambiguous, an 

ambiguity that continues to resurface within the IS academic community. However, Kaplan purports 

that tolerating ambiguity engenders ‘creativity in science’ (1964: 71, cited in Khazanchi and 

Munkvold, 2000) and therefore may not be a bad thing for an evolving discipline like IS.

In an attem pt to bring greater structure to the fields’ knowledge contnbution, Avgerou distinguishes 

five main thematic areas o f  inform ation systems research (2000). These five areas include; (1) the 

applications o f information systems to support the functioning o f an organisation, (2) the process o f  

systems development, (3) inform ation systems management, (4) the organisational value o f  

inform ation systems, and finally (5) the societal impact o f information systems. These 5 thematic IS 

areas, which feature in figure 2.1 above, are further supported by a study conducted by Davis in 

2000. Davis ‘reviewed articles from  ICIS and MIS Quarterly in an analysis o f  bodies o f  concepts, 

theories, processes, and application systems unique or somewhat unique to IS’ (BaskerviUe and 

Myers, 2002: 3). Davis found 5 similar ‘bodies o f  knowledge’ within the literature, namely (1) 

application systems, (2) IS developm ent processes, (3) information systems management, (4)
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representations in information systems, and (5) IS social development concepts (see Appendix 2.1 

for an example o f Davis’ (2000) thematic areas). Avgerou’s (2000) 5 thematic areas o f IS knowledge 

are now discussed further.

Application of information systems: This area of research has focused on the use and

implementation of computer applications within organisations. From the original data processing 

applications, right through to transaction processing systems, decision support systems, management 

information systems, expert systems, electronic data interchange, multimedia systems, computer 

supported co-operative systems, to current ES and knowledge based systems (Kliazanchi and 

Munkvold, 2000, BaskervOle and Myers, 2002). According to Avgerou, ‘within IS, a great deal of 

research has been devoted to understanding the domains of applications and to developing models 

that provide the basic logic for combining sophisticated technical components in order to form a 

useful application’ (2000: 569).

The process of systems development: This field of research is concerned with ‘systemising the

practice of systems development’ (Avgerou, 2000: 569). In other words, researchers have set about 

deriving methodical practices for developing reliable and effective systems m cost-efficient ways. 

Davis highlights project management and organisation as important factors for this theme (2000, 

cited in BaskerviUe and Markus, 2002). However, one notable challenge for this thematic area is the 

dilemma between the ‘hard’ and ‘soft’ issues o f information systems research. O n the one hand, the 

‘hard’ technical issues focus on systems development and software engineering, while the ‘soft’ IS 

issues centre on the social dynamics and changes related to systems development projects. 

According to Avgerou, this tension between the engineenng and social perspectives has been eased 

with the distinction between two different disciplines; software engineering and information systems 

(2000). Moreover, the author also notes that the availability o f flexible generic applications in the 

market, where there is less reliance on internal organisational systems development, has shifted 

research focus from systems construction to systems implementation and management issues 

(Avgerou, 2000).

Information systems management: The issues explored in this stream o f inquiry reflect the evolving 

nature of the IS field. Originally, a centralised department, know as the data processing (DP) 

function, organised and controlled computer applications within the organisation. Inquiry was 

therefore centred on the DP function. However, with the emergence of end-user computing, which 

assisted in creating the centralised/decentralised debate, the emergence of IS outsourcing, and a 

growing appreciation of the potential benefits and risks associated with information system
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investments, there has been an mcrease in IS management interest (Avgerou, 2000). In particular, 

this interest has focused on issues such as tlie formation of IS strategy, aligning information systems 

development with business objectives, using IS to achieve desirable organisational change, 

management of IS personnel, management o f IS function, and using IS to manage multinational 

corporations in the emerging global economy (Avgerou, 2000; Baskerv'ille and Markus, 2002). 

Similarly, this investigation is interested in the management of ES, specifically in how top 

management support these systems. This investigation, therefore, belongs to the IS management 

stream of inquiry.

The organisational value o f information systems: This stream of inquiry focuses on the value of 

information systems to the organisation. Originally when computing was first introduced into the 

organisation, cost-benefit analysis highlighted the value of these systems, albeit from an economic 

perspective (which was normally the only interest for many senior executives and company 

shareholders). However, during the late 1980s it emerged that economic indicators were not the only 

investment appraisals applicable for IS implementations. Information systems began to be valued in 

terms of their competitive advantages, (Porter, 2001) and strategic opportunities (Earl, 1989). The 

1990s witnessed a focus on the value of IS for organisational transformation and change. As 

Avgerou noted, ‘more than any other area of IS research, studies of IS and organisational change go 

beyond the assumptions on the economic value of IS, raise new social issues and adopt theoretical 

perspectives from the social sciences to understand the value of IS in organisations’ (2000: 571).

The societal impact of information systems: This stream of inquiry is focused on reviewing the

impacts of technology on society. For example, researchers have earned out studies that focused on 

national socio-economic development, work, privacy, identity, and democracy, and how technology 

has influenced and shaped such themes (Avgerou, 2000). In an earlier study Avgerou et al found that 

30% of European IS academics have done research in the last 5 years or are planning to do research 

on questions concerning the impact and ethics of information systems (1999). With the ubiquitous 

nature o f technology in society, this area o f research appears to have a fruitful and lasting future for 

further inquiry.

The IS field is, therefore, a hybrid domain, comprised of three core disciplines, i.e. organisational 

science, management science, and computer science. Research within this field must take account of 

the domain’s hybrid nature, which wiU assist investigators in deepening inquiry within the respective 

thematic streams. These five thematic streams, or domains, assist m strucrurmg the IS field. By 

organising empirical areas o f inquiry, a greater comprehension of the multi-disciplinary nature of the
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field can be obtained. Such structure also reduces the sense o f  an ‘identity crisis’ (Adam and 

Fitzgerald, 2000) often  s3rnonymous with the IS field. In fact, structuring die field increases ‘internal 

cohesiveness and incremental progress in the developm ent o f  knowledge’ (Avergou, 2000), thus 

contributing to the scientific merit o f  the field (Khazanchi and Munkvold, 2000). Therefore, it is 

vital that all empirical inquiries position their contribution to knowledge, in particular for inquiry 

witliin a hybrid domain such as the IS field. As a consequence, this study is positioned within the IS  

management domain. This study seeks to explore ‘how  top management support ES implementation’. 

Such a study must, therefore, examine ‘management’ and ‘information systems’. Consequendy, this 

study is positioned within the IS management domain. A  review o f  the IS management literature will 

now be conducted.

2.3 U n d e r s t a n d i n g  T o p  M a n a g e r s :

Before engaging in a critique on the nature o f  top management support, it is firsdy important to 

understand the focus o f  this investigation, i.e. w hom  to study. The objective o f  this inquiry is to 

focus on ‘top management support’. In order to do this, the investigation must focus on the top  

manager, i.e. the ch ief executive officer (CEO) within the organisation. This is similar to other 

studies within the IS management literature. Jarvenpaa and Ives, for example, note that the top 

manager is the chief executive officer (CEO), the leader o f  the top management team (1991; 206). 

Finkelstein and Hambrick also point out the CEO  as the top manager within the organisation, stating 

‘the chief executive officer is the executive w ho has overall responsibility for the conduct and 

performance o f  an entire organisation’ (1996: 7). Mintzberg also saw the CEO  as the top manager 

within the organisation and therefore the focus for his inquiry (1973). Studies on top management, 

therefore, centre on  the ch ief executive officer. Similarly, this investigation adopts this approach. A  

review o f  the literature wiU entail an examination o f  the ch ief executive officers’ support for 

information systems. Therefore, when this investigation refers to ‘top management’, ‘executive’, or 

‘top manager’, it is referring to the individual C EO , and their support for the IS initiative.

However, it is worth mentioning that in conducting inquiry into the CEO , studies often need to 

investigate other members o f  the ‘top management team’. The top management team refers to ‘the 

relatively small group o f  m ost influential executives at the apex o f  the organisation-usuaUy the CEO  

and those w ho report directly to him or her’ (Finkelstein & Hambrick, 1996: 8). For example, 

Jarv'enpaa and Ives, in their study on ‘top management support’ surveyed the CEO , members from  

the top management team, and the IS manager (1991: 212). The authors believe that in order to truly
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understand CEO support for IS, then it is important to study members from both the organisational 

and IS domains. Smiilarly, Feeny et al in their study on the CEO and IS manager relationship, 

studied both candidates and members from the top management team (1992). Tan surveyed the IS 

manager in his study in New Zealand on CEO leadership and attitudes towards IS (1995), while Doll 

in 1985 surveyed the IS manager and interviewed the CEO in his study on ‘top management 

involvement in MIS development’ (1985: 18). In a study of top management support in small 

businesses, Thong et al studied the CEO, IS manager, and the project manager within each 

participating organisation (1996: 256). Therefore, in order to understand CEO support for IS 

initiatives, it becomes important not only to study the CEO but also other members o f the top 

management team and the IS function. Similarly, dunng data collection (see Chapter 5), in an effort 

to understand ‘top management support’ this study also interviewed other members of the top 

management team.

2.4 T o p  M a n a g e m e n t  &  I n f o r m a t i o n  Sy s t e m s -A  C y c l ic a l  T a l e

Since the advent of information systems in organisations, top management support has been 

considered vital to fully exploit their benefits. In 1968, Rockwell, for example, stated that ‘a good 

management of information system (MIS) must begin at die top with the chief executive officer’ 

(1968: 20), while in the same year, PCriebel noted that ‘considerable evidence has shown that in all 

cases where management has not taken an active role in computer systems development the system 

has been an economic disappointment’ (1968: 9), In the 1970s, Adams noted that ‘the successful 

implementation of an MIS depends on the active and informed participation of top management’ 

(1972: 54), while at the end of this decade Rockart had identified top management involvement as a 

critical success factor in achieving information management effectiveness (1979).

Similarly, the 1980s also saw a continued interest in top management support for information 

systems, particularly in light o f their strategic potential (McFarlan, 1984, Lederer and Mendelow, 

1988). Kanter noted that ‘it is becoming increasingly clear that a better informed and involved senior 

management team is a critical factor in improving the effectiveness of information systems’ (1982: 

12), while DoU stated that ‘top management’s involvement may be a critical factor in determining the 

success of MIS development efforts’, warning that ‘information systems are just too important to 

leave development in the hands o f technicians’ (1985: 17), with Rockart taking DoU’s point further 

noting that ‘the deployment o f information systems is far too important, in 1988, to be left to 

information technologists’ (1988: 59). Perhaps, Applegate et al sum up top management support in
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the 1980s best, stating ‘our 30 year history o f information systems use in organisations suggests that 

m the future managers must be much more actively involved in directing technology and managing 

Its influence on organisations’ (1988: 136).

The 1990s began with Jarvenpaa and Ives reviewing information systems and corporate strateg)' ,̂ 

stating that ‘it is now widely believed that to exploit strategic opportunities from information 

systems, the Chief Executive must view IS as a component o f corporate strategy’ (1990: 354). Jones 

and Arnett continued to articulate the call for top management support, noting that ‘top management 

involvement in information systems has long been touted as a crucial element in the successful 

infusion o f information systems in organisations (1994; 20). Similarly, Thong et al pointed out that 

‘top management support has been identified as a key recurring factor critical to information systems 

effectiveness’ (1996: 248), with Watson et al also highlighting the need for sustained CEO 

involvement for ensuring IS success (1997).

The 21" century continues in this vein, calling for high-level top management support for IS 

initiatives. TaUon et al, for example, note that ‘in light of recent interest in ES and electronic 

commerce, top management support is more cndcal than ever for the successful implementation of 

future IS investments’ (2000; 147). Similarly, Havelka and Lee from results of their survey on critical 

success factors for IS projects, revealed that ‘top management support was selected as the most 

important factor when all other factors were considered’ (2002; 36). Similarly, Chin et al note that 

‘top management’s predisposition toward a specific business strategy and governance structure can 

profoundly influence the choice of IS governance in organisations’ (2004; 50), while Camara et al 

emphasise the need for ‘explicit top management support for successful IS adoption’ (2004; 133). 

Finally, Hwang et al, from their study o f the banking industry in Taiwan, found that top management 

support was cited as the most important critical factor for ensuring the successful adoption of IS 

(2004). This brief historical tour o f the IS management literature reveals the significance and 

importance top management support plays in the successful implementation of information systems.

2.5 T h e  C o n c e p t  o f  Su p p o r t :

In reviewing top management support for information systems, it is important to consider the nature 

of such support. The IS management literature, since the 1960s, provides a varied historical review 

of what constitutes top management support. Garrity, for example, after examining the computing 

function in 27 organisations found that ‘in every lead company.. .top management time is spent in
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reviewing the plans and programs for the computer s5̂ stems efforts and then in following up on the 

results acliieved’ (1963: 10). Rockwell also emphasised the importance of active top management 

support, namely by defining the project objectives, communicating these objectives to systems 

executives, and displaying an interest for working with information systems people (1968).

Similarly Brandon also suggested that ‘top management’s role was to understand the computer 

process, establish controls, obtain competent data processing managers, provide management 

support, define objectives, perform long-range planning, perform post-instaEation audits, recognise 

organisational implications, plan for equipment, and support user training’ (1970: 27), while Dinter 

suggested that top management establish long-range objectives, receive plans and objecdves, follow 

up on results, provide schedule and cost analysis, and get users involved in the project (1971). 

WiUoughby and Pye, in their survey of 50 organisadons, found that top management’s ‘perceptions’ 

towards the computer system changed for the better with their active participadon in system 

evaluation, the establishment o f objectives, and regular meetings with the head of data processing 

(1977: 13). Consequendy, the IS management literature throughout the 1960s and 1970s, 

recommended that top management support informadon systems by acdvely parucipadng in their 

deployment (Garrity, 1963, Wrapp, 1967, Zani, 1970, Adams, 1972, Lusa et al, 1979).

Vvlule the 1980s saw a condnued interest in top management’s acuve pardcipadon m informadon 

systems, there was a growing body of research that attested to the importance of top management’s 

atdtudes and perceptions and their effects on information systems implementation. Bedell, for 

example, emphasised the need for top management ‘interest’ and ‘excitement’, rather than just action, 

in their dealings with information systems (1985), whUe Rockart and Crescenzi stated ‘senior 

executives are increasingly ‘feeling’ the need to become informed, energised, and engaged in 

information systems’ (1984: 3). Sanders and Courtney also noted that it was important that top 

management ‘felt’ their time was not wasted when dealing with information systems (1985).

Other studies continued to focus on top management’s actions in their support o f information 

systems. Doll, for example, revealed from interviews with 33 top IS managers, that ‘successful MIS 

development efforts were more than twice as Likely to use an executive steering committee as a 

vehicle for providing top management guidance’, with wntten plans, funding commitments, and 

development priorities also necessary for successful MIS development (1985: 20-21). Other studies 

from the 1980s also reveal that top management can best support information systems by; 

communicating with the IS executive (Ives and Olsen, 1981, Rockart, 1982a, Weiner and Girvin, 

1985, Benjamin et al, 1985), developing a steering committee (Nolan, 1982, Dmry, 1984,
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Raghunathan and Raghunathan, 1989a, 1989b), acknowledging the potential of the IS strategy 

(Kanter, 1986, GaUiers, 1987, Raghunathan and Raghunathan, 1988, Nath, 1989), providing for the 

IS budget and resources (Kanter, 1986), and developing an IS vision (Kanter, 1986).

The 1990s saw a continued focus on top management’s attitude towards IS. Jarvenpaa and Ives 

(1991), for example, from a survey of 83 companies, found that an executive’s involvement-, wliich is 

a psychological state, is more strongly associated with the firm’s progressive use o f IS than executive 

participation^ (actual behaviours). According to the authors much o f the IS management literature 

has used these two constructs interchangeably, often inaccurately to explain the same thing, i.e. top 

management support. In other words, an executives attitude towards an IS initiative will influence 

their behaviours and participation in the project. Similarly, Feeny et al’s (1992) stud)^  ̂ also supports 

Jarvenpaa and Ives’ (1991) work. Feeny et al see executive involvement as similar to their own model 

depiction of ‘CEO attitudes toward IS’, while executive participation is similar to their ‘CEO 

personal experience with IS’ (1992: 441). Mykytyn and Harrison (1993), also refer to senior executive 

‘attitudes’, in their research on the introduction o f strategic information systems into the 

organisation. Tan identifies with Jarvenpaa and Ives’ study, believing that leadership refers to the 

executives ‘participation’ in the implementation o f IS initiatives, while attitude toward information 

systems is defined as the ‘value’ executives place on IS (1995: 76).

Throughout the 1990s, a myriad of studies also continued to focus on top management’s 

participation in supporting IS initiatives. The IS management Literature found that it was important 

to build good coalitions between IS and the business (Watson, 1990, Schein, 1992b, Grindley, 1992, 

Feeny and WiUcocks, 1998, Currie and Glover, 1999), share a vision o f IS throughout the 

organisation (Black and Trippi, 1990, Jarvenpaa and Ives, 1990, Earl and Feeny, 1994, Enns et al, 

1997), align the IS strategy with the business strategy (Applegate and Elam, 1992, King and Teo, 

1996, Luftman and Brier, 1999), commurucate the IS initiative to the organisation (Alder and 

Ferdows, 1990, Watson, 1990, Emery, 1991, Skyrme, 1996, and Earl, 1996), set up a steering

- A ccording to Jarvenpaa and Ives, ‘involvem ent’ refers to a C E O ’s ‘perceptions’ and ‘attitudes’ concerning IS- 
that is the degree to  which a C E O  views IS as critical to an organisation’s success. The authors also state that 
they make no distinctions betw een ‘perceptions’ and ‘attitudes’, i.e. they view them  as the same thing. (1991: 
206).
5 Executive participation entails the C E O ’s activities or substantive personal interventions in IS. Participation 
is concerned w ith ‘behaviours’ related to systems planning, developm ent, and im plem entation. Behaviours can 
be as varied as chairing an executive steering com m ittee, requesting or scanning progress reports for an 
im portant project, o r approving a new corporate-w ide office autom ation system (Jarvenpaa and Ives, 1991: 
206).
■I 14 in-depth interviews in large organisations were held in the United K ingdom  with C E O ’s and IS 
Executives.
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com m ittee to assist project decision making (Raghunathan, 1992), and provide resources for the 

initiative (Karake, 1992, Thong et al, 1996, Teo and Ang, 1999).

Similarly, since 2000, studies have continued to highlight the need for positive executive attitudes 

towards information systems m order to  achieve successful support. TaUon et al, for example, in 

their study^ found that ‘a C E O ’s perceptions and attitudes toward IS and the sense o f im portance he 

attributes to IS are strongly associated with an organisation’s progressive use o f  IS’ (2000: 148). 

Similarly, Pijpers also emphasises the importance o f positive executive attitudes for ensuring 

successful IS outcomes (2002), while BasseUier et al note that IS competence in business managers is

influenced by ‘a range o f self-perceptions and the irrationality and unpredictability o f  personal

feelings’ (2001: 163), with Earl and Feeny outlining seven ‘creeds’ that iUusdrate top management’s 

beliefs towards information systems (2000). As with previous decades, emphasises is also placed on 

top m anagem ent’s active participation in information systems. Studies make a call for providing 

adequate project resources (Chatterjee et al, 2002), communicating die benefits to the organisation 

(Reich and Benbasat, 2000), aligning IS strategy to the corporate strategy (Reich and Benbasat, 2000, 

Porter, 2001), building a project coalition (Ross and Feeny, 2000) and setting up a steering committee 

to assist IS implementation (Karimi et al, 2000).

2.6 A p p r o a c h e s  t o  T o p  M a n a g e m e n t  S u p p o r t

Therefore, from a review o f  the literature over the past four decades, this investigation found that 

top management support for IS initiatives is comprised o f different approaches. In aU, this 

investigation has identified 7 approaches top managers deploy when supporting IS initiatives. These 

mclude; maintaining a positive attitude (Section 2.6.1), building an effective project coalition (Section 

2.6.2), creating a steering committee (Section 2.6.3), developing a \ision for the IS initiative (Section 

2.6.4), creating greater alignment between the IS and business strategy (Section 2.6.5), 

communicating the project to the organisation (Section 2.6.6), and providing resources to  support 

the initiative (Section 2.6.7). According to the IS management literature, top managers adopt these 

approaches when supporting IS initiatives. In an effort to further explore the IS management 

literature, and develop our understanding o f  top management support, this investigation will now 

review these approaches in greater detail.

5 This was a mailed questionnaire survey conducted in 1,500 US and non-US companies
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2.6.1 Maintaining- a Positive Attitude

Studies reveal that a positive executive attitude is critical for top management to support information 

systems (Jarvenpaa and Ives, 1991, Feeny et al, 1992, BasseUier et al, 2001, Pijpers, 2002). As 

Jarvenpaa and Ives noted, ‘a strong positive orientation toward IS from the CEO’s office seems 

essential for the corporation to have an IS vision and a conducive environment for developing 

strategic applications’ (1990: 354). The importance o f cliief executive attitudes towards IS began to 

emerge during the 1980s, with some studies noting that executive’s should be ‘interested’ or ‘excited’ 

(Bedell, 1985), or have positive ‘feelings’ (Rockart and Crescenzi, 1984, Sanders and Courtney, 1985) 

towards the new IS initiative. During the 1990s and into the 2000s, studies revealed that CEO’s 

should have positive ‘attitudes’ (Feeny et al, 1992, Tan, 1995, Pijpers, 2002), or ‘perceptions’ (TaUon 

et al, 2000, BasseUier et al, 2001) towards the IS initiative.

According to the literature, there are a number o f factors that assist in shaping and influencing top 

management’s attitude towards the IS initiative. Mykytyn and Harrison (1993), for example, 

recommend that ‘when examining strategic IS to achieve a competitive advantage and a chief 

executive’s intention or reluctance to take action to develop such systems, it is necessary in part to 

identify his/her ‘beliefs’ about the development and use o f a specific system to acliieve competitive 

advantage’ (1993: 19). The authors go on to say that ‘in assessing an executive’s belief strength (how 

strongly they cognitively connect to adopting a specific IS) a clearer understanding o f the president’s 

attitude toward the behaviour is available’ (1993: 19). Similarly, Schein, in a study of 94 chief 

executives, identified a t}'pology o f CEO ‘assumptions’ about IS. According to Schein each executive 

studied had a set of assumptions or beliefs about IS and a vision of what it could or could not do for 

them (1992a). These beliefs plot the cognitive map o f a typical CEO, ranging from ‘utopian idealist’, 

where the CEO believes that IS can only do good and contribute to great benefits for the 

organisation, to ‘utopian skeptic’, where the CEO views IS as primarily harmful with nothing positive 

to offer the organisation (1992a).

Earl and Feeny (2000) also developed a similar CEO typology to Schein’s (1992a), from their study, 

where they identified seven archetypes to represent CEO beliefs (or creeds as the authors refer to 

them as). These beliefs range from the ‘hypocrite’ CEO, who espouses the strategic importance of 

IS but negates this belief through their personal actions, to the ‘believer’ CEO, who believes IS 

enables strategic advantage and demonstrates this belief through their own daily personal behaviours. 

Similar, to Jarvenpaa and Ives’ (1991) study, Earl and Feeny place greater importance on the ‘believer 

C EO ’s’ attitude towards IS rather than just hands-on IS skills (i.e. supporting the preference for
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executive involvement over executive participation) (2000: 12). Earl and Feeny (2000) view ‘believer 

CEO’s’ as having a positive hunger for change, seeing IS as an organisational resource, with no 

separation made between the IS strategy and the corporate strateg3̂  BasseUier et al, also refer to 

executive beliefs in their study of business executives. According to the authors understanding a 

business executives ‘beliefs’ and viewpoints are critical in determining the working models of the 

world that an individual forms (2001).

Jarvenpaa and Ives also note that an ‘executive’s age, tenure in the organisation, and tenure in the 

position shape executive’s attitudes and perceptions about opportunities and problems in the firm 

(1991: 211). The authors note that age has been related to risk propensity and the wiUmgness to 

venture into uncharted areas. As a consequence ‘younger CEO’s who have a short tenure in the 

CEO position and in the firm are the most likely to have positive views of IS’ Qarvenpaa and Ives, 

1991: 211). Feeny et al, however, disagree with this view (1992). According to their research, they 

found that CEO’s with excellent IS executive relationships were both older than CEO’s with poor 

relationships (average age 52 versus 46) and longer in post (7.6 years versus 2.5 years) (1992: 441). 

The authors believe that, while there is widespread popular belief that problems with IS exploitation 

will disappear once a younger generation of managers reaches the boardroom, their research findings 

do not support this belief (1992). Instead, the authors support the belief that younger CEO’s are 

more likely to be hands-on/participatory in their use of IS (1992: 441).

An executive’s level of formal education is also said to influence their attitudes towards IS initiatives. 

Once again, Jarvenpaa and Ives found that CEO’s who are more liighly educated (and therefore 

more apt to pick up the IS vocabulary and to be receptive to new innovations) are the most likely to 

have highly positive views of IS (1991: 211). In essence the authors are stating that formally 

educated CEO’s are more open to new innovations and new technologies, and therefore better able 

to cope with IS projects. Feeny et al also found that CEO’s who attended formal IS education 

initiatives, such as IS seminars, were also more likely to have better relationships with their IS 

executives and invariably the IS function (1992: 440).

An executive’s career background may also influence their attitude towards the IS initiative. 

According to Jarvenpaa and Ives, ‘executive backgrounds in ‘output functions’ (i.e. marketing, sales, 

and product research and development) should be quite amenable to the firm exploiting IS for 

competitive advantage, given that strategic applications most commonly address customer senace’ 

(1991: 211). Similarly, Feeny et al also found that CEO’s with career backgrounds in general 

management and/or marketing (output functions), a track record of leading organisations through
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change, some personal experience of significant benefits from IS projects, a perception that IS was 

truly important to their organisations, and finally a perception that IS’s role was as an agent of 

business transformation, aU helped to positively influence their attitude towards IS initiatives (1992: 

439). The authors also found that ‘favourable personal experiences’ predispose CEO’s to an 

‘involvement’ which is a ‘subjective psychological state’, in which IS issues are perceived as important 

and personally relevant (1992: 440). In other words, C EO ’s who participate in IS and have 

favourable personal experiences wiU in fact become more ‘involved’ in IS and future IS projects.

An executive’s attitude towards IS can therefore be influenced by their beliefs about these systems, 

their age, tenure in the organisation, career background, and favourable prior experiences. However, 

challenges exist, within the literature, in identifying the factors that influence executives’ attitudes. 

Prunanly, a lack of empirical evidence prevents any substantial statements being made about the 

nature of top management attitudes for IS initiatives. Indeed, there is a general lack of consistency 

among studies when focusing on top management attitudes towards IS. For example, studies focus 

on executive attitudes (Feeny et al, 1992, Mykytyn and Harrison, 1993, Tan, 1995, Pijpers, 2002), 

perceptions (TaUon et al, 2000, BasseOier et al, 2001), beliefs (Schein, 1992a, Mykytj'n and Harrison, 

1993, Earl and Feeny, 2000), age and tenure (Jarv^enpaa and Ives, 1991, Feeny et al, 1992), formal 

education (Jarvenpaa and Ives, 1991, Feeny et al, 1992), and career background and prior experiences 

(Jarvenpaa and Ives, 1991, Feeny et al, 1992). Two studies tend to form the basis of much of the 

argument, and even here they are not in full agreement. Jarvenpaa and Ives’ (1991), for example, 

found that younger CEO’s with shorter terms in tenure tend to have more positive attitudes towards 

IS, while Feeny et al (1992) found, from their study, no evidence to support such a view.

In fact these studies make a call for greater empincal inquiry into exploring CEO attitudes and the 

factors that influence them. TaUon et al note, in their study on chief executives’ perceptions o f the 

business value o f IS, that while ‘perceptual measures have been widely accepted in organisational 

research, they have only recently begun to appear in the IS literature’ (2000: 148). Finkelstein and 

Hambrick, in their study o f top managers and their effects on organisations, reveal that ‘executive 

values (which are comprised o f an individual’s attitudes and beliefs) is an open field for

research We need much more examination of the factors shaping executive values’ (1996: 54-55).

Similarly, the IS management field needs much more examination of CEO attitudes and the factors 

that help to shape them. For example, what is meant by a positive attitude? Indeed, how important 

are positive CEO attitudes in delivering top management support? Are there specific types of 

attitudes required for IS implementation? How do these attitudes shape behaviours? While the 

literature highlights the need for a positive attitude, there is a lack of empirical investigation to
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substantiate such claims. In fact, some studies believe that hands-on participation is more important 

for certain organisations (De Lone, 1988, Thong et al, 1996). Therefore, are positive attitudes only 

important in certain organisational contexts? As a consequence, deeper inquiry of this topic is called 

for in order to understand the role attitudes play in shaping top management support for IS 

initiatives.

2.6.2 BuHding a Coalition:

Building a coalidon is idendfied as another approach top managers can take in supporting the IS 

initiative. Within the IS management literature, studies focusing on building a coalition refer, 

primarily, to the relationship between the CEO and the IS executive (or chief information officer) 

(Rockart, 1979, Ives and Olson, 1981, Galliers, 1992, Gottschalk, 1999, and Maruca, 2001). 

According to Gupta ‘the CEO alone cannot effectively utilise IS as a strategically competitive 

resource, nor can the IS executive go it alone. However, the partnership of the CEO and the IS 

executive together brings the knowledge, skiUs and perspectives to effectively use IS as a strategic 

response’ (1991: 135).

Feeny et al found that good CEO and IS executive relationships occurred where there were two way 

relationships between the executives, and where the IS executive was accepted into the top 

management team by the CEO and other top management executives (1992: 442). Earl and Feeny 

pick up on Feeny et al’s work stating that ‘C EO ’s help to enable the relationship by making the IS 

executive a member of the top management team. This one action greatly increases both the number 

and the quality o f  relationship-building opportunities available to the IS executive’, while it also helps 

to create a culture o f mutual trust between the top management team (1994; 15). Earl and Feeny also 

found that C EO ’ŝ  could set powerful examples through their own two-way relationships with IS 

executives where the CEO should position IS and the IS executive as agents of change (1994).

Jones et al note that in order for a good relationship to exist between the two, the CEO needs an IS 

executive with good managerial skills, communication abilities, and a comprehensive knowledge of 

and commitment to the firm’s business (1995: 124). These points are also picked up by Skyrme 

(1996) and Earl (1996), who found that the IS executive needs to have technical know-how, 

organisational proficiency, and business acumen in order to have a greater chance of maintaining a 

successful relationship with the CEO. Rockart noted that ‘the new IS executive is an aggressive.

Schein (1992a) points out that C E O ’s m ust also act as agents o f change. H e lists three processes unfreezing, 
freezing, and refreezing, where the C E O  leads change.
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proactive, communication-oriented executive who focuses heavily on helping the organisation adapt 

to a changing technical environment. The IS executive assumes a more staff-like role of strategy, 

planning, standard setting, and management o f research, he is the disseminator and salesman of ideas 

and techniques rather than the direct implementer’ (1982a: 12), while Lederer and Mendelow state 

that the IS executive needs a seUing orientation if top management are to be convinced o f IS’s 

strategic potential (1988).

Earl and Feeny note ‘that it 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 of the IS effort’ (1994: 14). A 

good IS executive recognises the importance of executive relationships, looking to build on alliances 

(Earl and Feeny, 1994: 15). This point is further supported by Fiegener and Coakley, noting that the 

IS executive should develop a personal relationship with other executives and create a shared 

understanding o f business and IS issues with the CEO (1995). This concept o f creating a shared 

understanding is also dealt with by Enns et al, who found that if aU parties were to understand the 

relevant issues then IS success would naturally follow (1997: 10). This IS success is the fit between 

the business and IS, which can come about only through the linkage between IS and business 

executives (Reich and Benbasat, 1996).

However, certain challenges face chief executives when buOding an IS coalition. The IS management 

literature highlights the importance for the CEO to make the IS executive an integral part o f  the top 

management team. Within the top management team, the IS executive is able to create a shared 

understanding among other executives, and in particular the CEO, for IS initiatives. Such an 

understanding builds a strong coalition group, integrating IS into the business and organisation. 

However, Hambrick notes that fragmentation often exists within the top management team, where 

‘the team is not a team at all, but rather a mere constellation o f senior executives pursuing their own 

agendas, with a minimum of collaboration or exchange among them’ (1995: 111). This point is 

further supported by Enns et al (1997), who noted that the top management team often endured 

high levels of conflict, with each member vying for their own functional interests. In other words, 

top management teams are more concerned with their ‘own patch’, or Utde ‘fiefdoms’ (Feeny et al, 

1992) and seldom come together in harmony, without bringing their own interests, and demands, to 

the fomm.

Another related challenge facing top managers in creating an IS project coalition, is the dilemma of 

occupational groups. Schein found that typically three types of occupational groups, or cultures of
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management, exist within organisations; these include (1) the operator culture", (2) the engineering 

culture*, and (3) the executive culmre’ (1996). In an earlier study, Schein also noted that both ‘senior 

management and the IS community can be viewed as two subcultures, each making a set of 

assumptions about the nature of information, the nature o f people, the learning process, 

organisations and management. An examination of those assumptions strongly suggests that they 

may be very different and those differences account to a large degree for the problems of 

implementing IS solutions’ (1992b: 293). McDonagh furthers this point, stating that ‘executive 

management tend to view the introduction o f IS as an economic imperative while IS specialists tend 

to view it as a technical imperative. The coalescent nature of these two imperatives is such that the 

human and organisational aspects o f IS related change are frequendy marginalized and ignored’ 

(1999; 691).

These challenges pose significant dilemmas for top managers’ building IS project coalition groups. 

In response, much o f the empirical investigation within the IS management literature, particularly 

over the past decade, has focused on the role of the IS executive or the new chief information 

officer. The IS executive has been heralded as a ‘bridge’ between the IS domain and the business 

domain (Synnott, 1987, Carlyle, 1988, Grindley, 1992, Maruca et al, 2001). This executive is 

encouraged to have backgrounds that incorporate business acumen w th  technological prowess 

(Richman, 1991: 78). And yet, such a focus o f inquiry raises serious questions towards understanding 

coalition building for IS initiadves. Despite over two decades of attention, and the perennial call for 

strong coalitions with IS initiatives, Enns et al note that ‘much of the relationships for shared 

understanding have remained largely at the ‘conventional wisdom’ level’ (1997: 2), with ‘most o f what 

is known about this topic coming from anecdotal evidence’ (Enns et al, 2001: 5). The Uttie that is 

known centres on the role o f the IS executive, where they try to convince top managers of the 

potential strategic impact o f IS (Lederer and Mendelow, 1988a), gain the acceptance o f other 

executives (Stephens et al, 1992), and create a positive impression of the IS department (Fiegener and 

Coakley, 1995). How can an understanding o f coalition building be gained by focusing solely on the 

role o f the IS executive, particularly in light o f comments, winch noted that the IS executive was 

often not part o f the top management team (Watson, 1990) or the IS executive’s distance from the 

top makes it difficult for them to express the value of IS to the CEO (Fiegener and Coakley, 1995)?

 ̂ Operator culture is based on human interaction, and most line units learn that high levels o f  communication, 
trust, and teamwork are essential to getting things done. (Schein, 1996: 13)
* Engineers and technocrats are attracted to engineering because it is abstract and impersonal. They beKeve 
that the perfect society is one with machines and processes working together free o f people. They clearly see 
people issues as the problem

Executive culture is the set o f tacit assumptions that CEO’s and their immediate subordinates share 
worldwide. The executive culture is entirely focused on financial health and prosperity.
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Current challenges point to the gaps in empirical inquir)^ Clearly, the IS management Uterature lacks 

an empirical explanation for the role o f coalition building in top management support. Future 

investigations need to focus on the role o f  the CEO in building an IS coalition. This knowledge, in 

turn, will develop a clearer explanation o f top management support for IS initiatives.

2.6.3 Creating a Steering Committee:

Once a coalition has been built, top management establish a steering committee’'̂  to provide a 

platform for all parties involved in the IS implementation (Nolan, 1982, DoU and Ahmed, 1984, 

Umbaugh, 1984, DoU, 1985, Kanter, 1986, Raghunathan and Raghunathan, 1989b, Raghunathan, 

1992, Karimi et al, 2000). According to Nolan, in his survey of IS executives in 127 US companies, 

the author found that the use o f executive steering committees was becoming more prevalent by 

organisations when they needed to provide a strategic direction for the project (1982: 76). Nolan 

found that there were five typical functions o f a steering committee, these include; direction setting, 

which links corporate strategy to the computer strategy, rationing, which reconciles the commitment 

o f company resources to computers with commitments to other business activities, structuring, 

which ensures the effective use o f computers in the organisation, staffing, which ensures the project 

has the proper human resources for completion, and finally advising and auditing, which assists with 

problem solving and the identification o f future challenges (1982: 76-77).

Later studies found that organisations with steering committees tended to have more formal IS 

planning processes and firmer commitments to long-term funding for IS (DoU and Ahmed, 1984, 

Doll, 1985, Kanter, 1986). DoD, for example, noted that ‘executive steering committees provide the 

MIS director with access to top management and serve as a mechanism for top management 

guidance in shaping strategies and policies for the information system function’ (1985; 20). Drury 

found that IS steering committees were effective in the context o f such managerial issues as directing 

top management attention to IS, getting user involvement, and increasing IS awareness o f user needs 

(1984). Similarly, Umbaugh noted that steering committees were often useful for overcoming 

challenges associated with ‘an inappropriate reporting level for the IS executive, a lack o f IS executive 

involvement in the strategic planning for the organisation, and poor relations with other high-level 

managers in the corporate structure’ (1984: 13).

This steering com m ittee is at the highest level. O ther functional level steering com m ittees may also be 
form ed to assist project im plem entation.
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Raghunathan and Raghunadian (1989b), in their study of 189 companies, found that the IS steering 

committee has been an organisational integrative mechanism, which bnngs together IS users, top 

management, and the IS executive. These committees have been viewed as an effective way of 

getting top management involvement in IS planning (McFarlan, 1981, Nolan, 1982, Drury, 1984, 

Raghunathan, 1992) ensuring the fit of information systems with corporate strategy (Diebold, 1969, 

King, 1978, Ein-Dor and Segev, 1978) improving communication with top management as well as 

middle level user-management and changing the attitudes of users towards information systems and 

IS personnel towards users (Raghunathan and Raghunathan, 1989b).

In a study” by Karimi et al, the authors believe that ‘while steering committees o f the 1980s and 

1990s were instrumental m formulating important IS decisions regarding system development 

projects, hardware/software selection, outsourcing of IS services, and the Uke, they believe that 

steering committees will assume greater importance now as many firms reorient themselves in light 

of the emerging electronic business industry’ (2000: 209). The author’s state that ‘a steering 

committee is a high-level team of representatives from muluple divisions or functions who are 

entrusted with the task of Hnking IS strategy with business strategy by setting a strategic direction, 

matching corporate concerns with technological potential, and building commitment to policies’ 

(Kanmi et al, 2000: 209). Therefore, the IS steering committee is used to bring members of the top 

management team, the CEO, the IS executive, IS users, and other functional departments together 

under a single banner. Raghunathan sums it up best, noting that ‘the steenng committee approach 

has been viewed as an effective way o f getting top management and user involvement in IS planning, 

and ensuring the fit of IS with corporate strategy’ (1992: 83), while Kanter noted that ‘effective 

executive steering committees are very important and indeed act as a vehicle for improving 

communications between senior management and linking business with IS plans’ (1986: 12).

However, challenges exist for the development o f executive steering committees. Reich and 

Benbasat warn that, without shared knowledge between CEO’s and IS executives, then ‘mechanisms 

such as IS steering committees may degrade into nothing more tiian project review or budget 

approval committees (2000 108). Umbaugh also found that ‘few steering committees could be 

considered successfiil’ (1984: 13). Jarvenpaa and Ives further this point, noting that ‘frequent 

informal exchanges between the CEO and the IS executive might be as effective a forum as a CEO 

chairing the IS steering committee’ (1991: 207). A possible reason for poor steering committee 

performances lies, once again, with the relationship between the CEO and the IS executive. Reich

” This study was a field survey o f 213 IS executives in the financial services industry in the US.
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and Benbasat emphasise tliis point, stating that ‘data from our stud}' suggest a steering committee 

that isolates IS discussion from other organisational issues maj  ̂ be counterproductive and could act 

to lower the level of IS and business alignment’ (2000: 108). In other words, steering committees on 

their own do not guarantee successful top management support for the IS initiative, instead early 

efforts must be made widiin the committee to align the IS focus with the corporate strategy. It is 

important that different communities do not bias the discussion with their interests and views.

Karimi et al note that ‘successful steering committees are difficult to find, and few firms know what 

to expect from their steering committees or what roles these committees should play in governing IS 

management’ (2000; 209). Raghunathan states that while the use o f IS steering committees has been 

widely advocated in the IS literature, much of the commentary is anecdotal by nature (1992). Karimi 

et al also noted that ‘there was no study, to the authors’ knowledge, that has empirically studied the 

different roles o f a steering committee’ (2000: 209). Clearly, further empirical inquiry is needed to 

explain the role o f the steering committee. In particular, empirical investigations need to focus on 

the role of the steering committee in assisting top management support for IS initiatives.

2.6.4 Developing a Vision:

Once a coalition has been built and set in place, it then becomes important to develop a vision to 

share with the organisation. Sharing a vision, therefore, is identified by the IS management literature 

as another approach top managers can adopt in supporting IS initiatives. Kotter notes that a good 

vision should clarify the general direction for change, motivate people to take action in the right 

direction, and coordinate the actions of different people (1996). Similarly, Robbins and Duncan note 

that the IS vision should identify the organisation’s values, set priorities for goals, and establish 

guidelines for how these goals are to be pursued (1988). The literature notes that a strong CEO 

vision of IS plays a crucial part for ensuring successful IS outcomes (Zmud, 1988, Rockart, 1988, 

Schein, 1992a, Earl and Feeny, 1994, Boynton et al, 1994). Jarvenpaa and Ives, for example, found 

that when CEO’s maintained a strong IS vision, firms attained greater success m their progressive use 

of IS (1991).

Schein also states that ‘whether they are expHcidy aware of it or not, all CEO ’s have a set of 

assumptions about IS and a vision of what it could or could not do for them’ (1992a: 87). To this 

end, Schein (1992a) identifies four distinct visions CEO ’s can have for introducing information 

systems into the organisation. These include; ‘the vision to automate’, where top management see 

the ultimate role of IS as a replacement or automation for expensive and unreliable human labour.
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The objective of this vision is ultimately to save money and improve quality. Secondly, ‘the \4sion to 

informate up’, where top management, similar to the previous vision t)’pe, strive to automate the 

control process within the organisation, i.e. the human hierarchy wiU be replaced with an information 

system. Thirdly, the ‘vision to informate down’, where top management want to distribute the 

‘knowledge power’ diroughout the entire organisation by pusliing all information down through the 

various human hierarchy strands. Finally, ‘the vision to transform’, where top management see a 

complete transformation o f the organisation through IS, i.e. information systems make it possible to 

be more centralised around basic strategy and goals and more decentralised around implementation 

and control. While each o f Schein’s (1992a) CEO visions for IS have the potential to achieve some 

level of IS benefits for the organisation, it is the ‘vision to transform’ that most closely reflects the 

fundamental changes to the organisation that are described by Davenport and Short (1990), and 

Hammer (1990). Zuboff describes firms as progressing through different stages, most notably from 

automate, informate, and then to transformation (1988). In other words, the CEO ’s vision of IS is 

dependent upon the perceived value and strategic importance of IS within the firm (Keen, 1988).

As a consequence, the IS management literature espouses the role the IS executive plays in enhancing 

and shaping the CEO’s vision o f information systems (Earl and Feeny, 1994, O ’ Connor and 

Smallman, 1995, Gottschalk, 1999). According to Molloy, for example, the ‘IS executive needs to be 

involved in creating a ‘vision’ for the organisation’s future’ (1990: 23). Black and Tnppi also noted 

that the best method for ensuring IS becomes part of top management’s agenda, is for the ‘IS 

executive to educate managers about what the technology can accomplish, and in turn to get top 

management to see the IS ‘vision’ and provide leadership for it’ (1990: 24). According to Beath the 

IS executive ‘actively and vigorously promotes their personal vision for using information systems’ 

(1991: 355), while Applegate and Elam believe that it is important for the IS executive to ‘develop 

and communicate a vision that has high perceived value for others m the organisation’ (1992; 471). 

In turn, the IS executive’s vision for IS assists top management in fitting IS into the overall vision for 

the organisation (Cash et al, 1988).

Earl and Feeny believe that ‘a shared and challenging vision for the role of IS must be achieved’, 

where the IS executive, with support from the CEO, is positioned as an agent o f business 

transformation (1994: 17). This idea o f a ‘shared vision’ was previously asserted by Feeny et al, who 

found from their studies that ‘successful relationsliips between the CEO and IS executive seem to be 

linked to a shared vision of the role o f IS as an agent of transformation’. Movizzo and Howe also 

found that ‘there must be a shared vision in which a strategic direction is set, and clear and 

compelling common goals are provided’ (1995: 28). Similarly, O ’ Connor and Smallman believe the
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IS executive can develop a shared \asion o f the entire business, share responsibility for projects 

between IS and the business, and help line managers make IS decisions (1995: 22). Feeny and 

WiUcocks see top management as ‘influencing the overall business perception of IS’s role and 

contribution and establishing strong business/IS relationships at the executive level, and leveraging 

those relationslups to achieve a shared vision for IS’ (1998; 12), while Reich and Benbasat also refer 

to tliis shared vision, where ‘IS and business executives share a common vision of the way in which 

IS will contribute to the success o f the business (2000: 87).

Yet, despite the importance o f sharing the IS vision throughout the organisation, challenges exist. 

Currie and Glover, for example, note that IS executives embracing a business perspective can often 

alienate themselves from the IS department, which can result in poor uptake and support for the IS 

vision (1999). Bensaou and Earl further note that, ‘people who serve in liaison roles that are 

designed to close the gap often end up as middlemen who only keep the two sides apart. Creating 

hybrid managers-people who are knowledgeable about business and IS-sounds appealing, but the 

hybrids soon discover they’re stuck in a career cul-de-sac’ (1998: 125). While the IS management 

literature recognises the importance o f attaining CEO support for the IS vision, the majority of 

studies, once again, focus on the IS executive’s role in shaping the IS vision, and in turn how the IS 

executive can entice the CEO to buy into tliis vision. Such a focus is contradictory to studies that 

espouse the need for CEO support of information systems (Willoughby and Pye, 1977, Bedell, 1985, 

Jarvenpaa and Ives, 1991, TaUon et al, 2000). The IS vision is viewed from a business and IS 

perspective, which invariably leads to separate inquiry. Such an approach continues to 

compartmentalise top management support for the IS vision. In other words, the CEO continues to 

view IS as a technical imperative while the IS executive acting as a bridge between both domains is 

faced with the possibility o f ‘being neither fish nor foul’ (Currie and Glover, 1999). Such challenges 

point to gaps in current empirical inquiry. Future investigations, therefore, need to explore, 

hoUsticaUy, the role vision sharing plays in top management support.

2.6.5 Alignment of IS and Business Strateg^ :̂

Once the IS vision has been created, it then becomes necessary to develop a plan for the 

organisation. Tliis is the role of the IS strategy. Within the IS management Uterature, the 

development of a strategy is the most frequendy cited approach for attaining top management 

support (Kriebel, 1968, Lederer and Mendelow, 1986, King and Teo, 1996, Reich and Benbasat, 

2000). According to Garrity, the IS strategy has been an issue ever since computing first became a 

top management concern (1963). Throughout the 1960s and 1970s, smdies focused on developing
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an IS strategy (or plan as it was referred to then), which could then be presented to top management 

(Schwartz, 1970, Zachman, 1977, Ein-Dor and Segev, 1978, Miller, 1979, Lyles, 1979). I<Cnebel 

believed that the IS strategy was ‘comprised of two phases; firsdy top management develop a 

computer strategy, which defines the computer’s role in attaining strategic objectives for the 

organisation, and secondly the IS executive develops a computer systems plan, which implements the 

stated strategy for the company’ (1968: 9). Similarly, Ein-Dor and Segev noted that ‘the strategic 

planning process for IS begins when top management include the development o f such systems 

among the goals of the orgamsation’ (1978: 1633).

By the early 1980s, many companies however were seeidng greater competitive advantages from their 

IS investments. IS strategy, therefore, became tenuously linked to obtaining such organisational 

advantages. To this end, greater emphasises was placed on the alignment of both business and the IS 

plans (GaUiers, 1987). Several studies during the 1980s ranked alignment of business and IS plans as 

a primary concern for organisations. Parker and Idundun’s study'-, for example, ranked goal 

alignment (which refers to the concurrence of overall corporate goals with the goals of the IS 

department) as the number one issue concerning IS executives in the United IGngdom (1987: 34). 

Similarly, according to an A.T Kearney smdy ‘companies with integrated business and IS strategic 

plans financially outperformed those without integrated plans by a factor of six to one’ during the 

1980s (cited in Lederer and Mendelow, 1986: 246). Such sentiments were further concurred by Nath, 

for example, who stated ‘in order to harness the potential of information systems (IS) as competitive 

tools, it is paramount to align the management information function with business goals and 

objectives of the organisation’ (1989: 71). While Lederer and Mendelow noted that ‘recent work on 

competitive advantage not only emphasises the need for this (integrating the IS plan with the 

business plan) linkage, but also suggests that the IS plan be part of the organisation’s strategic plan’ 

(1987: 390). GaUiers believes that one of the most successful methods for ensuring this business and 

IS alignment is through IS planning (1986). He believes that by involving senior management in the 

IS planning process, and ensuring that it is part o f the overall corporate business plans, then business 

and IS integration wiU occur (1986: 33). Lederer and Mendelow take this point further noting that 

‘top management’s acknowledged responsibility for the development and implementation of the 

organisations strategy suggests that they should also accept responsibility for fostering information 

systems strategic impact’ (1988a: 526).

This study, conducting a questionnaire survey, looked at 100 IS managers in the UK.
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Business and IS alignment were also to feature strongly in the IS management literature o f the 1990s. 

Rockart et al, for example, recorded two-way strategic alignnient as the most important ‘imperative 

for tlie IS organisation’ (1996; 47) during the mid 1990s. In an earlier study Boynton et al believed 

that ‘IS decision making is best determined by overall business strateg)', where IS management 

decision making strategies should align with business strategies’ (1992: 33). Brown and MagiU also 

found, from their surveys across four continents, that ‘alignment of IS within an enterprise was a key 

IS issue’ (1994: 371). While O ’ Connor and Smallman revealed that the ‘integration o f IS with the 

business function’ to be one o f the top key issues facing IS directors in the 1990s (1995: 19).

The late 1990s, and into the 2000s, were to continue with calls for greater alignment between 

business and IS strategies. According to Luftman and Brier, for example, ‘a key concern of business 

executives is alignment-applying IS in an appropriate and timely way in harmony with business 

strategies, goals, and needs’ (1999: 109). Ahituv et al, also suggest that ‘planning should be 

intertwined with an organisations business strategy’ (1999; 93). Teo and Ang noted that ‘strategic 

information systems planning has consistendy remained among the top ten issues facing senior 

execudves over the past 10 years. A key aspect o f strategic IS planning is the alignment of IS plans 

with business plans’ (1999: 173). Finally, Reich and Benbasat note that ‘the establishment of strong 

alignment between informadon systems and organisational objectives has consistendy been reported 

as one o f the key concerns of IS managers’ (2000: 81).

In order to assist top management in supporting IS and business strategy alignment, the literature 

highlights the importance of the IS executives role in educating top management o f the strategic 

potential of IS (O’ Riordan, 1987, Lederer and Mendelow, 1988a, Nath, 1989, O ’ Connor and 

Smallman, 1995), communicating the IS strategy to top management (Lederer and Mendelow, 1988b, 

Earl, 1994, Fiegener and Coakley, 1995), understanding top management’s corporate strategy 

objectives (Lederer and Mendelow, 1986 and 1987, Gupta, 1991) and increasing top management 

general awareness of the IS initiative (Lederer and Mendelow, 1988a, Gottschalk, 1999). Stephens et 

al, for example, believe that the IS executive can involve top management in strategic IS planning by 

linking the IS strategy to business planning, developing policies, procedures and standards for 

recognising information as a resource within the organisation, getting approval for IS expenditures, 

coordinating the IS unit and functions witliin the firm, educating top management of IS’s potential, 

communicating the importance of IS to top management, conducting environmental scanning for 

new technologies and competitive advantages, and finally conducting general management duties 

witliin the organisation (1995: 14).
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However, despite the continued calls for top management to support IS and business strategy 

alignment (Raghunathan and Raghunathan, 1988, Feeny and WiUcocks, 1998, Teo and Ang, 1999, 

Luftm an and Brier, 1999), ‘in 50% o f  the cases IS planning was either totally divorced from, or 

tenuously linked to, the corporate business plan, while in only 20% o f the cases were IS planning 

projects headed by senior m anagem ent’ (GaUiers, 1986: 33). GaHiers m oves on to explain that a 

‘lack o f  awareness o f senior m anagem ent o f  the organisational impact o f  inform ation

system s where senior managers appear to be either unconvinced or unaware o f  the potential for

competitive advantage emanating from  IS’ (1987: 22), as the primary reason for poor outcom es in IS 

and business strategy alignment. Such a lack o f awareness is further highlighted by Raghunathan and 

Raghunathan, stating that ‘the C E O  and senior management are generally thought to be less 

inform ed about the IS function than about any other major function in the business, quite often in 

fact there is a ‘mismatch’, a situation where IS and senior management perceive the role o f  IS 

differendy’ (1989: 123). This point is also reinforced by Nath, who found that ‘there is a lack of 

congruence between IS and top managers on issues o f  what is im portant and where the organisation 

stands m aligning management inform ation systems with business goals’ (1989: 79). Tan furthers 

these points noting that ‘executive leadership is primarily focused on IS initiatives, which are 

operational rather than strategic in nature. The main reason for this is due to a lack o f  top 

management awareness o f the strategic potential o f  IS’ (1995: 75).

The mam reason for poor top managem ent support for the IS strategy is reflected in their 

perceptions o f  IS. The C EO  often does not view IS as a strategic resource (Zachman, 1977, Kanter, 

1986, Curne and Glover, 1999), but instead ‘top managers relegate IS to a subordinate role, one in 

which the IS department responds to but does not initiate strategic change from ’ (Fiegener and 

Coakley, 1995: 2). This eventually leads to low levels o f  C EO  satisfaction with IS initiatives, which in 

turn results in a continued gap between the C E O ’s and IS executives’ understanding o f  the IS 

strategy (Wrapp, 1967, Rockart and Creszeni, 1984, Stephens et al, 1995). Nolan sums up this 

situation best, stating; ‘top management has never been totally comfortable with the E D P ’  ̂manager. 

A nd it is faix to say that the E D P  manager has not always completely understood the rationale for 

top management’s actions in regard to E D P ’ (1976: 123). Galliers furthers this point noting that 

‘failure o f  IS planning in m ost organisations may be due in large to the differing priorities and 

attitudes o f  senior management and IS planners (1987: 22).

'5 ED P: Electronic data processing
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To this end, the role of the IS executive has been, once again, heralded as a pivotal factor for 

ensuring greater top management support for the IS strategy. Earl and Feeny note that ‘the IS 

executive’s role and acdons are crucial in ensuring that IS is deplo}'ed for strategic advantage and that 

the IS function delivers value’ (1994; 11). However, because CEO ’s do not understand IS strategy 

needs (Lederer and Mendelow, 1988a) the IS executive has often Uttle say at strategic level (Stephens 

et al, 1995, Karimi et al, 1996). In fact, Grover et al beUeve that ‘the IS executive may not actually 

possess strategic influence with top management’ (1993; 108), thus proving very difScult for them to 

align the IS strategy with the business strategy.

These chaOenges play a part in shaping the nature o f top management support for IS initiatives. 

Withm the IS management literature, the IS strategy has been the most prevalent theme for 

understanding top management support for IS initiatives. Studies have, in particular, focused on the 

alignment between the IS strategy and the business strategy, calling for top management support. 

Yet, Raghunathan and Raghunathan note that ‘while the importance o f top management support in 

IS strategy is well documented in the literature, the topic has not been evaluated in an empirical 

setting’ (1988; 17). Armstrong and Sambamurthy further this point, stating that ‘not much ngorous 

empirical research has examined how senior leadership influence firms’ ability to assimilate IS’ (1999: 

305). The IS executive is also identified as an executive that can bridge the IS and business divide. 

Once again, however, ‘Karimi et al note that ‘there are no empirical studies, to the authors 

knowledge, that have addressed the relationship between a firm’s strategy and the role o f its IS 

leader’ (1996: 65). The field is clearly fragmented between the IS domain on the one side and the 

business domain on the other, with many questions in between left unanswered. For example, what 

is the role of the IS executive in shaping the IS strategy? Indeed, what is the role o f the CEO in 

shaping the IS strategy? Current challenges point to empirical gaps and a possible over-reUance on 

anecdotal evidence and case study Uterarure.

2.6.6 Communicating the IS initiative:

It is also important that top management communicate IS benefits and value to the organisation 

(Earl & Feeny, 1994). Lederer and Mendelow found that the CEO must regularly communicate with 

IS management, in order to inform them about corporate objectives (1988b). Similarly, Zmud noted 

that the IS vision must be communicated by the CEO to all organisational managers (1988). To 

facilitate the communication process, m an earlier study Lederer and Mendelow proposed a number 

o f communication techniques the IS executive could deploy to identify top management’s objectives, 

namely by ‘reviewing corporate plans and passing on reports to the IS area, formally and informally
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educating top management, having an IS plan, and hinng a consultant to get top management to tell 

the IS executive tlieii objectives’ (1987; 394). Similarly, Feeny ct al also identified ‘IS educational 

seminars for executive teams’ as a method for communicating IS needs to top management (1992: 

440). According to the IS management literature, top management can support the IS initiative by 

communicating with the IS executive (Rockwell, 1968, Adams, 1972, Ives and Olson, 1981, Feeny et 

al, 1992, Reich and Benbasat, 2000).

Some studies have looked at the types of communication channels that work best between both 

executives. Informal communication has been identified as a more powerful communication 

channel. According to Jones and Arnett informal communication provides direct feedback to both 

parties involved (1994: 21-23), while Fiegener and Coakley believe that it helps to build better 

relationships between both executives (1995). Similarly, Watson remarked that the CEO is a 

dominant source o f information for the strategic direction of the firm. As a consequence, he 

suggested that this information be communicated through richer channels, most notably face-to-face 

communications (1990). Feeny et al found that in organisations with exceDent CEO and IS executive 

relationships, ‘informal contact was made to discuss ideas and build support before a formal proposal 

was made’ (1992: 442). Jarvenpaa and Ives further this point noung that ‘frequent informal 

exchanges between a CEO and the IS executive might be as effective a forum as a CEO chairing an 

IS steering committee’ (1991: 207). Similarly, Reich and Benbasat found that ‘personal relationsliips 

between IS and non-IS executives is a major influencing factor for IS alignment’ (2000: 85).

To this end, because informal communication styles are so important for furthering communication 

between the CEO and the IS executive, and invariably gaining top management support for the IS 

initiative, studies have focused on increasing the hierarchical level of the IS executive, increasing the 

number of informal interactions between the CEO and IS executive, and finally developing a more 

business-oriented IS executive. Up to the 1990s great pains were made to improve the reporting 

relationship between both executives (Adams, 1972, Weiner and Girvin, 1985, Raghunathan and 

Raghunathan, 1989, Ferdows, 1990, Watson, 1990). According to Garrity, for example, one of the 

main methods for ensuring the IS executive is able to assert the importance of the IS function 

throughout the organisation, is if they are positioned high enough to have a corporate stature, e.g. 

within two levels o f the chief executive, i.e. the ‘reporting relationship’ of the improved role of the IS 

executive will increase on the managerial food chain (1963: 10). The idea of increasing the IS 

executive’s reporting relationship came out o f the need to create greater awareness among top 

management o f the strategic potential o f IS (Lederer and Mendelow, 1988a). This need was to 

continue throughout the 1980s with studies finally advocating a direct reporting relationship between
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the CEO and IS executive (Weiner and Girvm, 1985, Raghunathan and Raghuanthan, 1989). To sum 

up, Raghunathan and Raghunadian believed that ‘an IS executive working close to senior 

management can help senior management gain the necessary understanding for the IS and business 

relauonship. A direct line of communication between senior management and the IS executive could 

substantially enhance senior management’s abilit}' to utilise fuUy the potential of its IS as a strategic 

resource’ (1989: 125).

Another issue that contnbuted to successful communication between the CEO and IS executive 

centred on the frequency of informal interactions. The regularity with wliich the CEO meets the IS 

executive increases understanding between both executives (Lederer and Mendelow, 1988b, Watson, 

1990). As the frequency between both executives increases, the opportunity for them to exchange 

ideas also increases. Calhoun and Lederer, for example, found a significant correlation between the 

frequency of communication and the success of the IS plan (1990). Clearly, frequent informal 

meetings between the CEO and the IS executive greatiy assists in elevating IS attention throughout 

the organisation and in attaining top management support for IS initiatives.

The need for an IS executive with good communication skills now became more important than 

ever, particularly in light of the importance of informal communications (Feeny et al, 1992, Jones and 

Arnett, 1994, Reich and Benbasat, 2000). Throughout the 1990s, many organisations renamed the IS 

executive position, now addressing the role of the chief information officer (CIO). This move was 

made, primarily to assist the CIO in communicating with top management. This is best descnbed by 

Weiner and Girvin who stated ‘the new CIO is a communicator who can express and sell ideas-to the 

CEO, to his peer group, to his subordinates. The CIO, in contrast to the IS executive, gets things 

done by negotiating rather than command’ (1985: 6). Similarly, O ’ Riordan saw the CIO role as ‘part 

o f the senior executive body that develops the strategic operations o f the organisation, where the 

CIO must communicate with both line and top management. More importantiy, however, the CIO 

must continually educate top management and other users in the impact o f technology on their area 

of the business’ (1987: 56). Stephens and Lx>ughman continued, noting that ‘networking and 

communication skills are probably the most important keys to success, where effective 

communication allows CIO’s to bridge two different worlds, i.e. business and IS’ (1994: 136). Calls 

were made for IS executives that were more like business executives (Skyrme, 1996), i.e. were CIO’s. 

These executives would know the business (Gupta, 1991), have IS knowledge and experience (Earl, 

1996), be familiar with the organisations culture (Skyrme, 1996), have good interpersonal skills 

(Applegate and Elam, 1992), have good listening and communication skills (O’ Connor and 

SmaUman, 1995), be people-oriented, with extroverted personalities (Earl, 1996). Such executives
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would be able to communicate with the CEO and top management team, bringing IS into the 

corporate realm.

However, certain challenges exist within die literature. For example, Lederer and Mendelow noted 

that ‘senior IS executives almost unanimously identified the ability to know top management’s 

objectives as the greatest difficulty they faced in developing information systems plans and strategies’ 

(1987: 389). While the authors propose a number of techniques for improving the communication 

channels between both communities, the fundamental question centres on the ‘objective’ of both 

communities. In other words, what message about the new IS initiative are IS executives 

communicating to top management, and vice versa. Are IS executives focusing on technical issues 

only, and indeed are top management aware of the organisational issues concerning an IS 

implementation? O ’ Connor and SmaHman note that in fact both camps often view each other with 

suspicion, guilty of communicating their own interests only (1995).

To address the challenge associated with the ‘objective’ of both communities, the IS management 

literature recommends that the IS executive improve their business knowledge. Studies focus on the 

need for improved communication skills, a change in personality traits and closer IS executive 

reporting relationships wath the CEO, While improving the business acumen of the IS executive 

facilitates greater business knowledge and understanding, the question still remains. NXTiat is the 

‘objective’ of the CEO and what is the ‘objective’ of the IS executive, and in turn how are these 

objectives communicated? While Stephens and Loughman recognise communication as the cliief 

concern for the IS executive, the authors note that ‘the research has been largely prescriptive in 

dealing with the topic’ (1994: 130). Clearly, the role communication plays in shaping top 

management support is not understood. It appears that the message, from both camps, is often 

subject to contortion, personal bias, and prejudice. Much of the IS management literature relies on 

‘renaming’ the IS executive, with the hope that they will become business executives relegating their 

technical past. Further inquiry is, therefore, needed to explain the lack o f communication between 

top managers and IS executives’ (Ahituv et al, 1999: 99). Indeed, an understanding of the role 

communication plays in shaping top management support for IS initiatives is required.

2.6.7 Providing Resources:

According to Thong et al, ‘by virtue o f their leadership role, top management are able to ensure 

sufficient allocation o f resources’ (1996: 248). The allocation o f resources is another method by 

which top management can support IS initiatives. DoU notes that ‘funding commitments are a key
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mechanism for top management. Effective IS development efforts require multi-year financial 

commitments to acquire hardware, software, and professional staff (1985: 24). Chatterjee et al also 

talk about the importance o f ‘management resource commitments for the implementation of web- 

based initiatives’ (2002: 71), wliile Jones and Arnett highlight the significance o f attaining executive 

commitment to resources’ (1994). Havelka and Lee note that ‘management commitment is direcdy 

linked to whether adequate financial, human, and technology resources are available to the IS project’ 

(2002: 38).

DoU found that ‘more successful firms were more likely to have long-term commitments from top 

management for the stable funding o f IS development activities’ (1985: 24), while Jones and Arnett 

noted that ‘when CEO involvement is high, IS may receive a larger percentage o f the overall 

organisational budget’ (1994: 23). Thong et al also support diis point, stating that ‘a supportive CEO 

is more likely to commit scare resources and adopt a longer-range perspective to the benefits of IS 

implementation’ (1996: 248). Similarly, Kanter also refers to better access of organisational resources 

from a management that are interested in the IS project (1986).

In order for top management to commit sufficient funding to an IS initiative, it is important that 

these top managers view IS as an organisational resource, which will provide significant returns for 

investment (Kanter, 1986). The literature suggests that the IS executive should communicate the 

value o f IS to top management (Earl and Feeny, 1994), by illustrating the benefits of the perceived 

system (Havelka and Lee, 2002), demonstrating external success stories (Earl and Feeny, 1994), 

scanning the external environment to provide evidence o f competitor commitment to similar IS 

initiatives (Watson, 1990, Jones and Arnett, 1994), or using impression management tactics, such as 

external consultants or members within the top management team, to illustrate the value of a new IS 

initiative (Fiegener and Coakley, 1995).

However, despite the importance for top management to provide sufficient resources to the project, 

poor IS performances point to significant challenges (McDonagh, 1999 and 2005b). Wong, for 

example in a study of expert systems, revealed that ‘top management may insist on a very short 

payback period and completely overlook long-term intangible assets like competitive advantage’ 

(1996: 39). In fact, top management’s short-term view o f IS initiatives, where the focus is on system 

efficiency over effectiveness (Earl and Feeny, 1994), is frequentiy cited as a challenge to successful 

project implementation (Carlyle, 1988, GalMers, 1992), i.e. a micro economic view o f information 

systems initiatives. McDonagh notes that ‘many senior executives embrace a narrow economic focus 

on IS believing that IS merely offers an opportunity for rationalisation and cost reduction’ (2005b:
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117). Similarly, Currie and Glover, further illustrate this point noting that top management often 

view IS as a supporting role to  the core business (1999). Earl and Feeny remarked, from a num ber 

o f  cases studies that C E O ’s often viewed IS as a cost (1994). For example, the authors make 

reference to C E O  com m ents such as, ‘the IS executive stonewalled whenever the level o f  the IS 

budget was questioned and resented questions being asked about liis function’s contribution’ to 

‘another CEO  thinks IS doesn’t apply to his industr}'. To him, the goal should be to minimise the 

function’s costs’, and finally another C E O  remarked that ‘the IS executive believes that IS budgets 

should not be subject to the same disciplines as the rest o f  the business; the IS function is beyond 

challenge, and business executives m ust trust in the supenor and specialist knowledge o f  the IS 

professionals’ (1994: 12).

Clearly, such com m ents dem onstrate that many C EO ’s do not consider IS as a strategic resource 

(Kanter, 1986, Currie and Glover, 1999), but rather as an organisational expense (Shidal, 1979, 

Wyman, 1985, GaUiers, 1992, M cDonagh, 1999). This challenge has often lead to insufficient 

allocation o f resources, and a climate o f  mistrust between the C EO  and the IS executive (Earl and 

Feeny, 1994). Such challenges point to the need for Rirther inquiry. Much o f the literature refers 

anecdotally to the im portance o f  resource allocation; with empincal gaps potnung to a lack o f  inquiry 

about the topic. In particular, there is a lack of inquiry surrounding top management’s role in 

providing resources to support the IS initiafive.

2.7 T o w a r d s  A  W i d e r  P e r s p e c t i v e :

Clearly, the IS management literature is fragmented in its comprehension o f top management 

support. While there are islands o f  cohesion within the literature, m ost of what is known is based on 

anecdotal commentary. This investigation, therefore, wiU now briefly review the general literature on 

top management. As this investigation is contributing to the IS field, in particular to the domain of 

IS management, a thorough review o f the general management literature is beyond the scope o f this 

study. However, some o f the m ore seminal works from the field o f  management over the past 

decades are considered.

From  an academic perspectiv^e, interest in top managers has ebbed and flowed over the past fifty 

years (Finkelstein and Hambrick, 1996) and indeed has continued to the present day. It was Henri 

Fayol, with the publication o f  his influential book ‘General and Industrial Administration’ in 1916, 

that was arguably the first attem pt to review the nature o f management. Since then academic interest
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in top managers has form ed an integral part o f organisational and managerial inquiry (Barnard, 1938, 

Fayol, 1949, Selznick, 1957, Chandler, 1962, Mintzberg, 1973, K otter, 1982, Finkelstein and 

Hambrick, 1996).

However, interest in top  managers has not always been o f primary concern for the academic 

community, particularly during the 1970s and 1980s. Instead, the organisational theory domain 

became centrally focused on developing ‘mechanical m odels’ and ‘techno-econom ic’ frameworks to 

explain the workings o f  organisations (Finkelstein and Hambrick, 1996). A n organisations structure 

was seen as determ ined by such factors as environment, technology, and size (Hage and Aiken, 

1969), while the field o f  strategy focused on product life cycles, industry and com petitor analysis, 

market shares, and strategy models (Porter, 1980). Yet, during this period, in fact almost despite it, 

two o f  the more seminal pieces o f  work on top managers were published (Mintzberg, 1973; and 

K otter, 1982). These works would ensure continued academic interest in the topic, and in fact lead 

to a fervent revival o f  scholarly debate. This debate would formally begin with Hambrick and 

M ason’s (1984) ‘upper echelons’ theory. The authors argued that if scholars wish to  understand why 

organisations do the things they do and why they perform  the way they do, then top managers must 

be a central part o f  any explanatory theory (Hambrick and Mason, 1984). Such inquiry continues 

today.

So, what do top managers do and how do they support inidatives? According to  Fayol, managers’ 

support projects by delivering six managerial activities o r functions, these include forecasting, 

planning, organising, coordinating, commanding, and controlling (Fayol, 1949). Briefly explained, the 

six management funcuons are interrelated. Forecasting involves predictions about the future, while 

planning seeks to devise a plan o f  action to meet expected demands. Organising involves mobilising 

materials and resources by allocating tasks to different departm ents and organisational units. 

Commanding involves directing employees, while co-ordinating makes sure that all activities and 

resources are working well together. Finally, controlling involves m onitoring progress to ensure 

plans are being carried out properly. Fayol’s (1949) work provided an understanding as to the nature 

o f  managers and their management activities. This work was to  be furthered built upon over 

forthcoming decades, w ith several studies supporting Fayol’s findings (Barnard, 1938; Selznick, 1957; 

and Chandler, 1962).

However, one o f  the fundamental challenges associated with this earlier work was the formality 

attached to the top manager’s role and responsibilities. O ver the years various writers have criticised 

Fa)'ol’s principles, believing them  to prom ote a militaristic, mechanistic organisation which stressed
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discipline, command, order, and subordinates (Cluld, 1969; and Peters and Waterman, 1982), while 

others believed that liis work over-emphasised an organisations formal structure, wlule neglecting 

processes such as decision-making and communication (Mintzberg, 1973; Thomas, 2002). It was 

because of these weaknesses in Fayol’s (1949), and subsequent Uterature on top managers, work that 

drew Mintzberg (1973) into the debate.

Mintzberg’s (1973) book is cited as one of the seminal publications for providing an understanding 

of the nature of managerial work. This study broke from the traditional, or classical perspective of 

management, removing the rhetoric o f what top managers said they did, and replacing it with 

empirical evidence to explain what managers actually do (Buchanan and Huczynski, 2004). 

Mintzberg found that the top manager’s job was actually characterised by brevity, fragmentation, and 

interruptions (1973). In addition, managers preferred to communicate verbally and spent a great deal 

o f time in meetings or in making contacts with others outside meetings (Mintzberg, 1975). These 

findings were direcdy at odds with the classical management views, derived by Fayol in 1916 (and 

republished in 1949). Mintzberg (1973) found that top manager’s were typically involved in ten 

managerial roles, which he categorised into three broad role sets. These included; interpersonal 

(figurehead, leader, and liaison), informational (monitor, disseminator, and spokesperson), and 

decisional (entrepreneur, disturbance handler, resource allocator, and negotiator). For the 

interpersonal roles, the ‘figurehead’ is the symbolic head of the organisation and was therefore found 

to perform routine duties of a legal and social nature. iTie ‘leader’ is responsible for the motivation 

of subordinates for staffing, training, and associated duties. The ‘Uaison’ maintains self-developed 

networks o f outside contacts and informers who provide favours and information. Within the 

informational category, the ‘monitor’ seeks and receiv^es a wide variety o f information to develop a 

thorough understanding o f the organisation and external environment. The disseminator transmits 

information received from outsiders or from other subordinates to members o f the organisation, 

while finally the spokesperson transmits information to outsiders on organisations plans, policies and 

actions. Finally, the decisional role set involves the entrepreneur who searches the organisation and 

its environment for opportunities and initiates improvement projects. The disturbance handler is 

responsible for corrective action when the organisation faces unexpected disturbances. The resource 

allocator is responsible for the allocation o f organisational resources, while finally the negotiator is 

responsible for representing the organisation at major functions.

Kotter’s (1982) research went on to confirm Mintzberg’s findings and also posited that differences in 

managers’ behaviours may be traceable to differences in their personal and background 

characteristics. This finding was to be extended with the arrival o f Hambnck and Mason’s (1984)
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‘upper echelons’ theory. The fundamental premise o f  tliis theory claimed that top managers make 

strategic choices on the basis o f  their values and cognitions and that the organisation becomes a 

reflection o f its top managers (Hambrick and Mason, 1984). After these pioneering studies, scholarly 

interest in the topic was to flourish. Studies, for example, were to focus on the role executives played 

in strategy formulation (Porter, 1980, G upta and Govindarajan, 1984), the allocation o f  resources to 

projects (Donaldson and Lorsch, 1983), scanning the external environm ent to ensure the 

organisation was able to keep abreast o f  rising challenges (Miller et al, 1982), designing policies and 

programmes (Quinn, 1980), and aligning the organisation to the new strategy (Galbraith and 

Kazanjian, 1986). Finkelstein and Hambrick were to take the ‘upper echelons’ theory further in 1996 

with the publication o f  their book on  strategic leadership, which focused on  top  managers and their 

effects on organisations. The authors found, from  their research over previous years, that an 

executive’s choices (or strategic choices as they refer to in the model) are shaped by a num ber o f 

psychological factors and observable experiences. In other words, an executives values, cognitive 

make-up, and personality traits (psychological factors), and age or tenure, formal education, and 

functional background (observable experiences) will influence the decisions they make in the 

organisation.

O ther examples o f  perspectives on top management’s role in support o f  organisations came from 

Bardett and G hoshal in 1994 and 1995. The authors proposed a move away from  top manager focus 

on strategy, systems, and structure (similar to the Fayol school o f  thought) and closer ties to purpose, 

people, and processes (M intzberg view) respectively. In 1999, K otter revisited the topic, once again 

reinforcing com m ents made in 1982. K otter explained that managers who limit their interactions to 

orderly, focused meetings actually shut themselves o ff from  vital inform ation and, perhaps more 

significandy, vital relationships (1999). Today, the study o f top managers’ roles in the organisation is 

still a lively debate am ong scholars (Finkelstein & Hambrick, 1996).

However, despite widespread attention and interest within the academic community, ‘the field o f 

management, so devoted to progress and change, has for m ore than half a century no t seriously 

addressed the basic question; W hat do managers do?’ (Mintzberg, 1975: 49). K otter reiterated this 

serious deficit in knowledge, stating that ‘despite the importance o f  m odern managers to our present 

and future, because they are such a recent development, we know relatively Htde about them -about 

who they are, what they do, and why some are more effective than others. A nd w hat we do know, or 

think we know, very rarely comes from  the systematic study o f  real managers in  any depth. This is 

particularly true for higher-level business managers-those charged with the responsibility for running 

the enterpnse’ (1982: 1-2). In fact M intzberg went on to note later that his book on the ‘nature of
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managerial w ork’ exposes perhaps only one percent o f the ‘proverbial iceberg’ for this topic (1980, 

cited in K otter, 1982). Similarly, Finkelstein and Hamhrick noted that “the last ten years o f  explosive 

growth o f  this topic have not yielded a particularly orderly, cumulative, or concise set o f  findings. In 

fact, tlie literature on top managers is immensely diverse in m ethods and perspectives, and often 

inconsistent in results” (1996: 6-7). The authors went on to say that ‘top managers are engaged, at 

least potentially, in a wide array o f  roles, responsibilities, and activities. We say ‘potentially’ because 

which roles are emphasised varies immensely among executives. For example, the C EO  o f a publicly 

held corporation may engage in many more external activities than the C E O  o f  a privately held 

company’ (1996; 20). The simple reality is that a lack o f empirical evidence exists to prove or refute 

such statements.

O n returrung to the topic in 1999, K otter noted that despite years o f  attention ‘a gap continues to 

exist between the conventional w isdom  about how managers work and the actual behaviour o f 

effective managers’ (1999: 145). In  2003, an interview with Mintzberg, tided 'management as life’s 

essence: thirty years o f  the nature o f  managerial work’, revealed a similar fate for the topic. W hen 

questioned w hether after 30 years since the publication o f his book (1973) he still believed that we do 

not know how managers manage, M intzberg replied; ‘we are obsessed w ith management and we are

obsessed with leadership and yet we barely understand the process It is remarkable how seldom

we actually address the kind o f  anthropological question about w hat really goes on, what do 

managers really do. These critical questions are barely addressed m a society that is so utterly 

obsessed with management’ (de H olan, 2004; 211). Such an obsession is wryly highlighted by 

Goleman, w ho notes that ‘the mystery o f what leaders and managers can and ought to do in order to 

spark the best performance from  their people is age-old. In recent years, that mystery has spawned 

an entire cottage industry; literally thousands o f  ‘leadership experts’ have made careers o f  testing and 

coaching executives, all in the pursuit o f  creating businesspeople who can turn bold objectives into 

realit)'. StiU, effective m anagem ent continues to elude many people and organisations’ (2000; 78).

It, therefore, appears that despite years o f  attention and interest in the topic, litde is stiU empirically 

known about what top managers actually do. Even much o f  M intzberg’s seminal work remains 

untested and unproven (Finkelstein and Hambrick, 1996; 20). Is it a surprise then that a ‘cottage 

industry’ has spawned to cater for the deficits in knowledge within the field? Indeed, the lack o f  

knowledge within die general m anagem ent literature, which is an older field o f  inquiry, shadows the 

lack of empirical knowledge within the IS management domain. Yet, as Finkelstein and Hambrick 

(1996) point out, there has been an ‘explosion o f  interest’ witliin this area in recent years. Clearly, the 

field of top management support is o f  vital concern to practitioners and academics alike. However, it
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is worth noting that Nietzche believed that ‘a matter that becomes clear ceases to concern us’ (1886). 

Could it be that the constant concern about this topic is due to a continued lack of clanty witliin 

practice, and indeed perhaps even more so within the literature?

2.8 An  O b s t in a t e  D il e m m a :

The literature reveals that top management support is a varied topic, comprised of many different 

approaches. Studies within IS management, for example, focus upon the importance of a positive executive 

attitude (Jarvenpaa and Ives, 1991, Feeny et al, 1992), the coalition built between the CEO and IS executive 

(Rockart, 1979, Ives and Olson, 1981, Watson, 1990, Gottschalk, 1999, and Maruca, 2001), the 

importance of sharing an IS vision with the organisation (Rockart, 1988, Schein, 1992a, Earl and Feeny, 

1994, Boynton et al, 1994), the development of an IS strategy that is aligned to the corporate strategy 

(Lederer and Mendelow, 1986; GaHiers, 1987; McFarlan, 1984; Tan, 1995; King and Teo, 1996), the 

communication of the vision (Rockwell, 1968, Adams, 1972, Feeny et al, 1992, Reich and Benbasat, 

2000), the development of a steering committee (Nolan, 1982, DoU and Ahmed, 1984, Umbaugh, 1984, 

Raghunathan, 1992, Karimi et al, 2000), and the allocation and dedication of resources for the new 

initiative (Kanter, 1986, Thong et al, 1996, Chatterjee et al, 2002). As this study aims to investigate within a 

public sector organisation, i.e. healthcare, it was also interesting to note that die few studies focusing on 

public sector organisations found similar issues of concern in relation to top management support. In other 

words, top managers within public sector organisations adopted similar approaches to support as their 

colleagues in private sector organisations, e.g. CEO’s should have a positive attitude towards IS (Feeny et al, 

1992), develop a steering committee (DoU, 1985), build a coalition (Gottschalk, 1999), and align the IS 

strategy to the corporate strategy (Lederer and Mendelow, 1987).

However, the literature also highlights significant challenges. While a positive executive attitude is 

cited as important for top management support, a lack of empirical inquiry leaves many questions 

unanswered. Some smdies believe that a positive attitude is more important than an executive’s 

behaviour Qarvenpaa and Ives, 1991, Feeny et al, 1992), while other studies found that participation 

IS more important than an executive’s attitude, particularly in small businesses (De Lone, 1988, 

Thong et al, 1996). Similarly, studies revealed that the CEO views the IS executive, and invariably IS, as 

the ‘poor relation’ (Feeny et al, 1992; Enns et al, 1997; Katzenback, 1997). Previous negative expenences 

widi IS projects, or indeed the CEO’s incltnarion not to view IS as a strategic resource, but merely a 

fijnctional utility, does not help the relationship. Differences in occupational groups also create a ‘them 

against us’ attitude, where business and IS are often two sub-cultures within the same organisation (Schein,
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1996). The CEO’s vision is therefore effected Qones and Arnett, 1994; Cume and Glover, 1999), resulting 

in die development of a dormant IS strategy (Lederer and Mendelow, 1987 and 1988; Carlyle, 1988; Galliers, 

1992), fragmented between the domains of business and IS, which often results in a lack of CEO 

commitment to resources and, unfortunately, project longevity. This is alleged to result in poor top 

management support for IS initiatives, an allegation clearly evident in many ES implementations (Brown and 

Vessey, 1999, Davenport 2000, Stewart, 2000, Nah et al, 2001, Smyth, 2001, Mabert et al, 2003).

One o f the primary reasons for the persistence of such challenges is due to the number o f empirical 

gaps that exist within the literature. Most findings are prescriptively based with few cumulative 

queries. Only isolated pockets o f empirical investigation exist, which merely provide a description to 

the field failing to present a holistic explanation of the topic. As a result, much of the literature 

makes a continued call for greater empirical inquiry. This call, however, is as endurmg as the topic 

itself Garrity, for example, stated that ‘top management ‘must’ take charge if profits are to result’ 

(1963: 174). A decade later Rockart and Crescenzi noted that ‘in the midst of this computer-based 

explosion, one significant ingredient has been noticeably missing. For the most part, top 

management has stood-uninvolved at the sidelines. Senior executives have merely been spectators in 

the development and use o f information systems’ (1984: 3). Tliis point was furthered by DoU a year 

later who said that ‘Utde is known about the role of management pracuces in MIS development or 

the most appropnate areas or avenues for top management involvement’ (1985: 17). In the 1990s, 

Jarvenpaa and Ives infamously noted that ‘few nostrums have been prescribed so religiously and

ignored as regularly as executive support Despite the enthusiastic calls for executive support and

the intuitively compelling evidence in the case study literature, littie is known about the concept, and 

its utility remains largely unproven’ (1991: 205-206). Tan was to continue stating that ‘little is known 

about the current state o f executive support’ (1995: 75), while Earl and Feeny noted that ‘CEO ’s can 

neither avoid IS nor delegate the issues it raises to others. Business strategy and IS have become so 

intertwined that large corporate IS failures frequentiy lead to the demise of the CEO. IS issues must 

now be proactively embraced. Unfortunately, most CEO ’s are iU-equipped for this new world. 

Indeed, surprisingly few provide the necessary leadership’ (2000: 12). Recentiy, Nathan et al, were to 

once again highlight the obstinate and enduring nature of this topic, remarking that ‘top management 

support is a significant factor in influencing the effectiveness of the IS function in an organisation. 

The literature has conceptually supported this notion, but empirical evidence has been sparse’ (2004: 

459).
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2.9 O f  F u r t h e r  In q u i r y :

Tlierefore, despite decades o f  continued calls for greater clarity, very Ktde is actually known about top 

management support for IS initiatives. Empirical inquiry remains partial and fragmented. It appears that 

tlie domains o f  ‘managemenf and ‘information systems’ seem to mix a little like ‘oil and water’, particularly in 

tlie context o f  top management and information systems. Consequently, this topic remains obstinate and 

enduring. A number of key observ’̂ ations can, therefore, be formed after critiquing the IS management 

literature. Most notabl}'-,

1. M anagement often view ‘inform ation systems’ as a functional tool and therefore relegate it 

to the operational level o f  the organisation. In other words, managements’ perception o f IS 

often remains at an operational level (TaUon et al, 2000). This in turn  makes it difficult to 

introduce IS initiatives that offer substantial strategic value to the organisation, e.g. ES. 

M anagement often see IS as a tool that is simply installed into the organisation. Issues 

pertaining to the organisation, which are so synonymous and im portant to information 

systems, are simply ignored or relegated.

2. Top managers are primarily economically-oriented (GaUiers, 1992). M ost organisations have 

a group o f  shareholders that need to be constandy appeased and assured about their 

financial inv^estments. Consequendy, management are often blinkered by short-term  gains. 

This does not bode well for many IS initiatives, in particular ES which can take up to 5 years 

to implement.

3. M anagement rely heavily on the role o f  ‘strategy’ when supporting IS initiatives. Top 

managers believe that if  there is an IS strategy, then they are successfully supporting IS. 

However, the Literamre informs us that alignment between the IS strategy and corporate 

strategy is often lacking during implementation. O nce again this feeds back to top 

m anagem ent’s perceptions o f  IS as that o f  an operational tool not to be confused with 

corporate-wide strategy. Yet, many IS initiatives, in particular ES can singularly re-shape the 

entire organisation.

4. The nature o f  the IS field is one o f  ‘hybridisation’ and ‘diversification’, where the field 

borrows from other disciplines and domains. Consequently, the IS management literature 

merely follows suit. In doing so, however, both the ‘managem ent’ and ‘inform ation systems’ 

domains are treated as separate entities. Herein lies the challenge. Both domains remain 

isolated from one another. Hence, a lack o f  clarit}' about top management support persists 

witliin the literature.

5. Management delegate ‘information systems’ to the IS executive. While management are 

‘economically-oriented’, the IS executive is often ‘technically-oriented’ (McDonagh, 1999).
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These orientations only further compound both sides’ views and perceptions o f the other. 

While management see IS as a tool to be deployed by the organisation, the IS executive 

views technology as a strategic weapon that wiU change the entire organisation. Often the IS 

executive cannot understand the lack of interest at management levels for new technology, 

particularly systems that offer strategic opportunities to the organisation, e.g. ES.

6. It appears that two ‘orientations’ are dominant within the ‘management’ and ‘information 

systems’ domains, i.e. economic and technical orientations respectively. The question to ask 

then is what about the organisation? If ‘management’ are primarily focused on financial 

returns on investment and ‘information systems’ are focused on the technology, then what 

about organisational change? How can large IS initiatives, such as ES, be facilitated witliin 

such an environment? Who will accommodate the new changes promised from these 

systems? WTio can then be trusted to act as the change agents and not allow orientation bias 

to dictate? Clearly, there is a need for greater understanding of this topic.

7. Consequently, in an effort to build a better relationship and coalition with top management, 

the IS executive has begun to move towards a management or business onentation (Currie & 

Glover, 1999). Literature recommends a change o f personality, focus, and activities for the 

IS executive, with recent studies encouraging the development of a new type o f executive, 

i.e. the chief information officer (CIO). The CIO is expected to think, act, and work, like 

the CEO and other members of the top management team, with one notable distinction, i.e. 

they are responsible for ‘information systems’. However, such a business-oriented executive 

merely draws another member to the ‘management’ persuasion leaving the ‘information 

systems’ domain without a leader. The old dichotomy between ‘management’ and 

‘information systems’ has not been resolved, but simply postponed. Instead, the new CIO 

falls between two stools, considered ‘neither fish nor foul’ (Currie & Glover, 1999) by many 

within the organisation.

8. Finally, such fragmentation leads to a continued stalemate between both sides. This impasse 

can also be viewed within the IS management literature. For over four decades studies have 

called for greater empirical attention to ‘management’ and ‘information systems’, and in 

particular to top management and information systems. Sporadic and disjointed inquiries 

have been the response.

Such observations about the topic create a need for further inquiry into ‘how top management 

support IS initiatives’. This study is particularly interested in ES, which wiU be reviewed in the 

following chapter. Current empirical inquir}' tends to remain rather anecdotal. As demonstrated in 

the sections above, each o f the approaches to top management support are lacking in empirical

52



depth. Many studies have continuously called for greater clarification and inquiry. However, perhaps 

more noticeable is the lack o f  hoKstic knowledge about the topic. Such holistic inquiry seeks to build 

a theoretical understanding, which wiU unite partial and fragmented literature and explore ‘how top 

management support ES im plem entation’.

2.10 C o n c l u s i o n :

The objective o f  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 m anagem ent issue. 

Consequendy, the investigator focuses on  the IS management literature. A review o f  the literature 

reveals that top  m anagem ent support is a critical factor m the successful implementation o f 

information systems. Top managem ent support IS implementation by maintaining a positive attitude 

towards the initiative, sharing the vision with the organisation, building a coalition group, aligning the 

IS strategy to the corporate strategy, developing a steering committee, providing resources to the 

project, and comm unicating the initiative throughout the organisation. However, these approaches 

to top management support are poorly understood within the literature. In fact, as the literature 

review has illustrated, studies lack cumulative inquiry, are prescriptive in their scope, remain 

inconsistent in their findings, and have no t provided a holistic understanding for the research topic. 

This leaves the field open to interpretation and anecdotal bias. Clearly, there is a need for greater 

empmcal exploration. As a result, this investigation focuses on answering ‘how  top management 

support ES im plem entation’. It was hoped that a review o f  the IS management literature would yield 

a fruitful understanding o f  top management support, which in turn could then be applied to ES 

implementation. Yet, such a review has come up short. As a result, this study now moves to review 

the ES literature.
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C h a p t e r  3



C h a p t e r  3 - E n t e r p r i s e  Sy s t e m s -A n  U n r a v e l l in g  T a l e

‘The notion that a company can and ought to have an expert (or a 

group of experts) create for it a single, completely integrated super- 

system-an M IS ’-to help it govern every aspect of its activity is 

absurd” (DtTLidcn, 1972; 101)

3.1 In t r o d u c t i o n

D espite  such grim  revelations by the opening  quote, enterprise systems have recently em erged, 

p rom ising  to  seamlessly in tegrate  all aspects o f  an organisation. A ccording to  K aw alek and W ood- 

H arper ‘the nse o f  en terprise system s has been one o f  the m ost significant trends in the in fo rm ation  

technology solutions industry  in  recen t years’ (2002: 14). In  fact, enterprise system s ‘assist 

organisations in  reducing  problem s w ith legacy systems, o ffer the firm greater com petitive 

advantages, com pete  on  a global arena, and provide a single ‘in tegrated’ technological p la tfo rm ’ 

(Loonam  and M cD onagh, 2004; 2). H ow ever, such systems are n o t w ithout their challenges. Som e 

studies cite up to  90 p er ccn t failure rates, w ith  m any projects far-exceeding initial cost pro jections 

and com pletion  dates. C onsequendy , the enterprise systems (ES) literature, particularly studies on  

critical success factors, h ighlight specific issues that m ust be considered during im plem entation . In 

un ison  w ith the IS m anagem ent literature, the ES literature also ‘points to  top  m anagem ent support 

as a fundam ental p rerequisite fo r im plem enta tion  success’ (Loonam  and M cD onagh, 2005; 164). In 

fact, as this chapter wiU reveal, the E S  literature identifies top  m anagem ent support as the m ost 

im portan t factor for ensuring  ES  im plem entation  success.

T he objective o f  this ch ap te r is to  review  the ES literature. The previous chapter sets the scene, 

positioning the study w ith in  the  IS field. Figure 3.1 below  provides an illustration o f  the chapter 

layout. O nce again each section  is answ ering a specific question. Section 3.2 a s k s ‘a ^ ^ ’ES? In  o rder 

to  understand  w hy ES em erged, the study m ust firsdy understand  the evolufion o f  in fo rm ation  

systems. Section 3.3 asks ‘where’ this study is investigating. In  o ther w ords, as the study is 

investigating the Irish health  system, a review o f  healthcare inform ation systems is also required. 

Such a review seeks to  highlight the reasons fo r the em ergence o f  ES w ithin healthcare organisations. 

Section 3.4 seeks to  explain ‘what’ are ES? In  o rder to address this question, the study looks at the 

evolution o f  these system s and their definition. This is followed by reviewing ES characteristics, and 

the benefits and lim itations attached to  the adop tion  o f  such systems in organisations. Finally, the
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study provides a view of future developments witliin the ES field. Section 3.5 reviews ‘'hoiv’ 'ES are 

implemented. In order to understand ES implementation it is firstiy important to briefly review IS 

implementation perspectives. The ES literature is particularly focused on developing critical factors 

to ensure implementation success. Finally, section 3.6 asks ‘so what’. This section moves to develop a 

deeper understanding of the literature critique and recommends directions for further inquiry.

Why?
Evolution o f  IS

Where?
IS in Healthcare

•  Rise o f  ES

1 3

How?
ES Implementation
• IS Implementation
•  ES Outcomes
•  ES Critical Success 

Factors

3J
What?
Evolution o f  ES

•  Definition

•  Characteristics

•  Benefits/Limitations
•  Future o f  ES

M

; ....................................................... "I
i So What? 3,6 ■

Fig. 3.1 Organisation and stmctute of Chapter 3

3.2 E v o l u t io n  o f  I n f o r m a t io n  Sy st e m s

In order to understand IS, it is important to outline the history and evolution o f the field. Such a 

review must first begin with a definition o f the term ‘information system’’. Laudon and Laudon 

defme ‘an information system as a set of ‘interrelated’ components that collect (or retrieve), process, 

store, and distribute information to support decision making, coordination, and control in the 

organisation. In addition information systems may also help managers and workers analyse 

problems, visualise complex subjects, and create new products’ (2002: 7-8). Similarly, O ’ Brien notes

' The academic field may be termed information systems (or IS), management information systems (MIS), 
information management, or management o f  information systems (MoIS). The variations in terminology 
reflect changes in the scope in the field over the decades. Initially research focus centred on information 
processing, however over time the business application o f  IS grew in importance (Davis, 2000; 65).
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that ‘information systems rely on people, and a variety of hardware, software, data, and 

communications network technologies as resources to collect, txansforin, and disseminate 

information in an organisation’ (2004: 8).

However, perhaps it is best to examine the actual words in order to obtain a precise definition. The 

term ‘information system’ is comprised o f two entities, i.e. ‘information’ and ‘system’. Stair and 

Reynolds note that ‘information is a collection of data (which consists o f raw facts, e.g. an employee’s 

name) organised in such a way that they have additional value beyond the value of the facts 

themselves’ (2006: 5). In other words, data that comes together and provides knowledge about a 

particular event can be termed ‘information’. Haag et al highlight the permeable nature of 

information, stating that ‘information in an organisation flows in four basic directions; up, down, 

horizontally, and outward (2004; 11). Organisational information is, therefore, ubiquitous, and needs 

to be managed and controlled if it is to be o f value. This is where a systems approach is called for. 

O ’ Brien defines ‘a system as a group o f interrelated components working together toward a 

common goal by accepting inputs and producing outputs in an orgamsed transformation process’ 

(2004: 8). A system is comprised of three basic interacting components or functions, i.e. inputs, 

processing, and outputs. Laudon and Laudon note that ‘inputs captures or collects raw data from 

witliin the organisation or from its external environment. Processing converts this raw input into a 

meaningful form. Output transfers the processed information to the people who wiU use it or to the 

activities for which it wiU be used’ (2002: 8).

As a consequence, such a systems approach, i.e. input, process, output, assists organisations to 

harness their information, thus leading to the emergence of ‘information systems’. Information 

systems are comprised o f a variety o f  information technologies, for example, manual (paper and 

pencil), hardware devices, and informal (word o f mouth) communication channels (O’ Brien, 2004). 

However, for this investigation, the focus is on computer-based information systems, which ‘use 

computer hardware and software for processing and disseminating information’ (Laudon and 

Laudon, 2002: 8). Such focus seeks to reveal the evolution of information systems, which have 

contributed to the emergence of ES.

According to Ward and Griffiths (1996) information systems have expenenced three eras smce their 

deployment in organisations. The first era was that of data processing (DP). This era allowed 

organisations to improve operational effectiveness by automating information based processes, or as 

Somogyi and GaUiers noted ‘early commercial computers were used mainly to automate the routine 

clerical work o f large administrative departments’ (1987: 30). The second era involved management
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information systems (MIS). During the 1970s, this era allowed firms to increase management 

effectiveness by satisfying their information requirements. The advent of databases and more 

sopliisticated and powerful mainframe computers gave rise to the idea of developing corporate 

databases in order to supply management with information about the business (Somogyi and 

GaHiers, 1987). Finally, with the development of end user computing the 1980s witnessed the 

emergence of the third phase, i.e., the strategic information systems (SIS) era. The objective of this 

phase, according to Ward and Griffiths, was to improve competitiveness by changing the nature and 

conduct of business (1996: 11).

The use o f computers in business only started in the mid 1950s and early 1960s with the 

development o f mainframe computing. Early computer systems were based on centralised stand

alone machines, which were used principally for data processing. The 1970s was the age of the 

micro-computer, offering increasing decentralised computing capabilities along with standardised 

software packages. Throughout the 1970s organisations also became aware of the strategic potential 

afforded by information systems (Ein-Dor and Segev, 1978) and its ability to leverage greater 

organisational compeutive advantages (McFarlan, 1984). The 1980s saw the emergence of end-user 

computing, which would assist in disseminating information throughout the entire enterprise. 

Throughout the 1990s, the concept of business process reengineering^ and ES emerged with the 

belief that together they would address many of the integration challenges confronting organisations. 

Today, the focus of information systems is to provide ‘inter-enterprise integration’ (Markus, 2002), 

I.e. complete integration ‘throughout and beyond the organisation’ (Davenport, 2000).

This brief overview of the history o f information systems illustrates the evolutionary nature o f the IS 

field, i.e., its move from centralised computing to end-user computing, and the perennial quest for 

greater organisational, and invariably systems, integration. Initially centralised information systems 

from the 1960s and 1970s were deployed by organisations to assist in single application functionality, 

such as manufacturing or accounting systems. However, from the 1980s onwards, added pressures 

to deliver greater strategic and competitive advantages meant that typical business applications had 

grown exponentially^ (Slee and Slovin, 1997). What started out as ‘islands o f automation’ 

(McKenney and McFarlan, 1982), i.e., applications running separately from each other, by the 1980s 

these were often put into a single system in order to manage and centralise data better. This event is

- BPR is the fundam ental rethinking and radical redesign o f  business processes to achieve dramatic 
improvements in critical, contemporar}' measures o f  perform ance, such as cost, quality, service and speed.
 ̂According to the authors rj'pical business applications grew by 5,400%.
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often referred to  as technical integration or alternatively as ‘spaghetti integration’ (Slee and Slovin, 

1997;.

In Older to understand the evolution o f  inform ation systems, it is also im portant to review the core 

systems and applications that have helped shape computing history. Laudon and Laudon have 

identified six m ajor types o f  information systems that have evolved over the past 50 years (2002); 

these include transaction processing systems (TPS), office systems and knowledge work systems 

(K\XS), decision support systems (DSS), management information systems (MIS), and executive 

support systems (ESS). According to the authors these six types o f systems have served different 

organisational levels over the past decades; the operational level, knowledge level, management level, 

and inaUy the strategic level (2002: 38-39). These information systems wiU now be reviewed. For an 

illustration o f the six t)^es o f  systems and their characteristics, insert Appendix 3.1 and Appendix 3.2 

respectively.

1. Transaction Processing Systems (TPS): These systems ‘perform and record the daily routine 

'jransactions necessary to  conduct the business’ (Laudon and Laudon, 2002: 40). Such systems 

include order entry, inventory control, payroll, accounts payable, accounts receivable, and the 

general ledger’ (Stan and Reynolds, 2006: 401). These systems are cross-functional inform ation 

systems that process data resulting from  the occurrence o f  business transactions, i.e. they cater 

for transactions at the operational level o f  the organisation (O’ Bnen, 2004: 167). W hen these 

systems first evolved transactions were collected in groups, called ‘batches’ and processed 

together. In turn this resulted m a time delay between data collection and data processing. 

However, today’s com puter technology allows another method called ‘online transaction 

processing (OLTP), where each transaction is processed immediately without the delay o f 

accumulating transactions into a batch (Stair and Reynolds, 2006: 402).

2. Knowledge W ork and Office Systems: According to Laudon and Laudon both o f  these systems 

serve the inform ation needs at the knowledge level o f the organisation (2002: 42). In o ther 

words these systems assist knowledge workers, such as engineers and scientists, with the creation 

o f  new knowledge. Haag et al note that expert systems are t}'pical knowledge-based systems, 

wliich assists in running diagnostics and resolving problems (2004: 195). Office systems typically 

manage docum ents (through word processing, desktop publishing, document imaging, and 

digital filing), scheduling (through electronic calendars), and communication (through electronic 

mail, voice mail, or videoconferencing) (Laudon and Laudon, 2002: 43).

3. Decision Support Systems: These systems serve the management level of the organisation. DSS 

systems give direct com puter support to managers during the decision making process (O ’ Brien,

58



2004: 24-25). Effectively these systems are used to assist managers in problem-sohang. Other 

components of a DSS are artificial intelligence (AT) systems, which involves computers capable 

o f reasoning tlirough a problem to reach a conclusion, and group decision support systems 

(GDSS), wliich are systems that enable group level decision making and problem solving 

(McLeod and Schell, 2004: 249-250). DSS is designed to have more analytical power than other 

systems. Tliis allows managers to ask different questions, change assumptions, and develop new 

data.

4. Management Information Systems: MIS is used to describe the study o f information systems in 

business and management, but also as a term for understanding information system applications 

that assist management level-functions (Laudon and Laudon, 2002: 43). These systems help 

management to plan, control, order, and make decisions (McLeod and ScheU, 2004: 9-10). A key 

facet to these systems is their ability to provide timely and accurate information to managers, 

which m turn aids the decision making and strategy making process (Stair and Reynolds, 2006: 

458). Generally these systems rely on transaction processing systems, where transaction level 

data from sales, production, and accounting are used to provide managers with reports (O’ Brien, 

2004). It is normally middle managers that are the greatest advocates and users o f management 

information systems.

5. Executive Support Systems: Finally, these systems, which are at the strategic level of the 

organisation, assist senior managers to make decisions (Laudon and Laudon, 2004: 45). Stair and 

Reynolds note that these systems are specialised decision support systems, except they are 

tailored to meet the decision making demands o f senior executives (2006: 493). These systems 

are able to support strategic planning, control, crisis management, the overall organisational 

vision, and strategic organising and staffing (Stair and Reynolds, 2006: 494). These systems are 

also referred to as executive information systems, which inform top executives about the critical 

success factors of the organisation (O’ Brien, 2004: 274). Data from MIS and DSS systems can 

be filtered into the ESS, which gives the top executive an overview o f organisational 

information.

Information systems are used extensively throughout organisations to manage and control different 

procedures and business processes. Over the past number o f decades, organisations have sought 

greater data integration and assimilation. As a consequence, information systems were deployed to 

integrate streams of data in order to provide specific informational value to the organisation. Laudon 

and Laudon note that ‘inter-relationships were set up between different information systems’ (2002: 

46), which invanably raised the value of functional level data, making it more strategically valuable to 

the organisation. Organisations began to unite information systems in order to obtain greater
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com petitive advantages and create m ore opportunities in the marketplace (Davenport, 2000a). In 

order to unite disparate inform ation systems, wliich allowed greater inLegiation o f  organisational 

data, program m ed code was written. This code allowed different information systems to ‘talk to one 

another’ and became known as ‘spaghetti integration’ (Ward & Griffiths, 1996).

However, this type o f  ‘spaghetti integration’ created its own challenges. Connecting different 

functional areas was not easy, and required huge amounts o f programmed computer code in order to 

allow the different functional databases to talk to one another. In turn this amount o f  programming 

often resulted in system errors, inconsistent information flows, and perhaps most worrying from  an 

organisational perspective, the need for huge resource commitments'*. By the late 1980s and early 

1990s organisations were therefore experiencing large IS integration problems. Something new, less 

costiy and less labour-intensive was needed.

In response software vendors began to  launch single application tools that could host a num ber of 

different functional areas from a shared database. These new software packages became known as 

Enterprise Resource Planning systems (ERP) (Lopes^, 1992). The objective of such packages was to 

bring all IS needs o f  the company under the umbreOa o f a single software system. In other words, 

these systems prom ised to ‘seamlessly integrate’ all information flowing throughout the organisation 

(Davenport, 2000a). These systems are the focus o f this investigation, and will therefore be explored 

in greater detail. However, as this investigation also focuses on reviewing such systems witliin the 

health system, a consideration o f healthcare information systems is first required.

3.3  H e a l t h c a r e  I n f o r m a t io n  Sy s t e m s

As this smdy wiU focus on the Irish health system (justification for which is discussed m chapter 

five), it is im portant to briefly review the nature o f  information systems within healthcare 

organisations. The global health industry is currently undergoing significant increases in investment. 

Such investments are illustrated by H effler et al, stating that ‘healthcare in the US is expected to 

outpace economic growth over the next ten years, with the health share o f gross domestic product 

(GDP) projected to increase from 14.9% in 2002 to 18.4% by 2013’ (2004: 79). Similarly, in the 

United Kingdom (UK), the ‘National Health Service (NHS) is carrying out what some have called the

■* From both a human and financial perspective
5 Within academic press Lopes (1992) appears to be the first cited reference to coin the term ERP. The term 
ERP was used by many studies until recently, but due to its definitional similariry to MRP systems the term has 
been dropped within this study, in favour o f  just ES, i.e., systems that incorporate the entire enterprise.
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most ambitious upgrade in the history o f healthcare. The 10 year, £S billion modernisation plan, 

winch began in June 2000, wiU touch virtually every corner o f the British public health system’ (Sun 

Microsystems, 2004). The European Union (EU) has undertaken similar healthcare initiatives, 

recognising that by 2051, close to 40% of the Union’s population wiU be older than 65 years of age 

(Braun et al, 2003). While, domestically, the Irish government have launched a health reform 

programme, wliich aims to radically restructure and reconfigure the nations health services {Quality 

and Fairness published by DoHC, 2001a). And from an organisational perspective, McKinsey 

Quarterly report that by 2008, the average Fortune 500 company will spend as much annually on 

health benefits as it earns in profits (BleJ et al, 2004; 105). This point is furthered by Nelson and 

Quick who note that ‘the surge in health care costs through the past two decades has increased 

organisational concern with medicine and health care in the workplace’ (1997: 9).

This international move to increase investment, in order to obtain greater healthcare effectiveness 

and efficiency, has brought information systems into the spotlight. Davidson believes that ‘a 

revolution is taking place in the healthcare industry, with IS playing an increasingly significant role in 

its delivery’ (2000: 12). According to Gartner Research, in the US for example, the healthcare IS 

market is forecast to grow at a compound annual growth rate of 7% from 134.1 billion in 2001 to 

$47.9 billion by 2006 (Cruz, 2003). The magnitude o f such growth verifies the level o f significance 

the US government and health service providers now place on information systems, to deliver upon 

the ideals of a people-centred, cost efficient, and service effective healthcare system. Similarly, in the 

UK, the NHS is spending £ 23  bilUon on its IS programme (Sherriff, 2004). The EU has also raised 

its interest in information systems, with plans for spending 5% of the health budget on IS by 2010 

(EC, 2004). From a domestic perspective, the Irish health system have invested over €130 million to 

date on an ES, with an approximate €500 million to €1 billion investment planned for an electronic 

hospital information system (Kennedy, 2004: 1).

In order to fully understand healthcare information systems'", it is important to look back at their 

historical development. According to Trimmer et al ‘information systems have had a positive 

association with productivity within healthcare organisations’ (2002: 119). Investments in healthcare 

IS began in the 1960s, similar to IS investments in most other organisational sectors. IS in the 1960s 

focused predominandy on financial systems, i.e. billing, general ledger, and payroll, which supported 

the organisations financial accounting and reporting (Trimmer et al, 2002). The primary reason for a

‘’Inform ation systems in healthcare are referred to as inform ation and com m unication technologies (ICT), the 
term  used for public sector organisations. However, for the purposes o f  consistency the term  inform ation 
system is used in this study.
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focus on financial systems during this decade was due to the relationship data processing^ (DP) had 

with die finance department, where DP reported direcdy to the chief financial officer. Tliis reporting 

structure, in effect, restricted data processing applications to a specific functional area rather than 

facilitating an enterprise-wide focus for the technology (Johns, 2002: 60).

The 1970s experienced the emergence of IS investment by cUnical departments to support their 

internal activities, i.e. departmental systems for radiology, clinical laboratories, and pharmacy 

departments (Vogel, 2003:21). Applications tended to be developed in-house® by the DP 

department. The reporting relationship for IS was to remain between the DP department and die 

chief financial officer, because systems and applications continued at a functional level (in this case 

clinical departments).

The 1980s witnessed a greater uptake by clinical departments in IS. Financial systems again became 

prominent with major investments in cost accounting, human resources and materials management 

systems (Vogel, 2003: 21). During this decade hospitals and healthcare providers wanted better 

filtered and formatted data, in order to make managerial and strategic decisions. This gave rise to the 

development of management information systems, which drew on transactional processing systems 

and arranged, categorised, and performed analyses on operational data Qohns, 2002: 84). Another 

feature of IS development in the 1980s was the emergence o f stand-alone systems, which were 

systems developed to support functional tasks for separate departmental areas (Glaser, 2002). The 

development of stand-alone systems left each department in complete ownership of their own data. 

The 1990s was the decade of integration. Healthcare providers realised that data integrity and 

security could only be achieved through an enterpnse-wide view of the organisation. In an effort to 

integrate disparate information systems, healthcare organisations increased the usage of management 

information systems, and began to implement new information systems that could assimilate 

organisational-wide data and enable better decision making among health executives, namely 

executive information systems (EIS), and decision support systems (DSS) (Davidson, 2000).

Similarly, from a clinical information systems perspective, during the 1990s greater emphasises was 

placed on uniting disparate departments under a single functional banner, e.g. separated hospital 

systems integrated into a single hospital information system for the entire healthcare organisation. 

Clinical information systems are applications that are specific and unique to healthcare organisations, 

for example hospital information systems, patient monitoring systems, nursing information systems,

’ D P  was the term  used to  describe IS during the 1960s
* Systems designed, program m ed, supported, and modified internally in the organisation.
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laboratory information systems, and pharmacy information systems (Vogel, 2003). These systems 

differ to information systems providing administrative or managerial functions, in that they are 

responsible for the day to day medical computing needs across the healthcare organisation. Three of 

the core clinical information systems are discussed in greater detail below.

• Hospital information systems (HIS) provide ‘communication among health facility workers 

and support organisational information needs for operations, planning, patient care, and 

documentation’ (fohns, 2002; 67). Johns provides an example o f  a hospital work task, such 

as scheduling a patient to attend x-ray and receive respiratory treatment, with the HIS 

assisting both the radiology and respiratory therapy departments to schedule and organise 

this task.

• Patient monitoring systems ‘collect, store, interpret, and display physiologic patient data. 

These systems are found in various areas o f a hospital such as emergency departments, 

operating rooms, general acutc-care units, and intensive-care units. Such systems have 

database capabilities as well as report generation and to some extent decision-making 

capabilities’ (Johns, 2002: 69-70).

• Finally, nursing information systems support the nursing-care process from both a clinical 

and managerial perspective. They assist nurses in determining diagnosis, preparing and 

implementing o f nursmg-care plans, and evaluating care that was provided Qohns, 2002: 70).

‘At the beginning of the new millennium, we have seen continued progress toward seamless 

integration among applications and information systems’ (Johns, 2002: 65). From the late 1990s, 

healthcare information systems became focused on integrating systems across the organisation. The 

pursuit o f integration elevated the role of IS in the organisation, with healthcare providers 

recognising its importance for attaining enterprise-wide data integration (Beckham, 1993), achieving 

greater data security (Finch and Mayne, 2002), meeting increased patient demands, and reducing the 

liabilit}' for medical errors (HIMSS, 2004).

However, challenges exist with the integration o f healthcare information systems. Vogel points out 

that ‘healthcare ser\aces are perhaps the most complex product of our economy’ (2003: 20). It is this 

organisational complexity that challenges the very essence of enterprise-wide integration (Jenkins, 

2001). One typical example o f health service complexity is highlighted by the Irish health system.

The Southern Health Board (SHB), one o f 8 health agencies within the Irish health system, ‘has 

17,000 staff in 250 locations across Cork and Kerry. The SHB has concerns that any large enterprise
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can empathise witli-a dispersed workforce and customers, tight budgets, and a complex 

communications infrastructure to manage’ (CK Business Solutions, 2004: 16).

The Rise of Enterprise Systems:

In an effort to overcome such challenges, healthcare organisations look to information systems to 

provide greater organisational integration. For example, from an Irish health system perspective, 

current reports refer to the pursuit o f enterprise-wide (DoHC, 2001a), integrated (ERHA, 2001, 

NEHB, 2003), single platform (DoHC, 2002) systems, which develop a people-centred, quality 

driven, integrated health service (DoHC, 2003b). Information systems have been identified as a 

means to achieving such levels of integration throughout the Irish health system. This point is best 

summarised by one report, stating ‘IS is a major enabler that will help to deliver people-centred,

qualicy, integrated services A single integrated national IS response will bring great benefits by

prov.ding comparable data across all regions’ (NEHB, 2003: 73).

In order to achieve such organisational-wide integration, healthcare organisations (HCO) have mrned 

to ES for a solution. Wyatt notes that ‘ES, when linked with other technologies such as customer 

relationship management (CRIvf) and clinical and operational systems, provide the educated 21 '̂ 

century consumer with a real time integration platform’ (2002: 25). Jenkins states that ‘ES systems 

can streamline healthcare business functions, providing a total solution to the IS needs o f the 

organisation’ (2001). From a survey carried out on chief medical officers (CMO) by the Superior 

Consultant company, they found that the most important IS area within US healthcare organisations, 

after the reduction of medical errors (45%), was the implementation of ES (23% of respondents) 

(HIMSS, 2003). Similarly, in a later study, on the importance o f IS applications, healthcare 

organisation CIO’s said that ES would grow from 36% in 2003 to 40% by the end o f 2004, 

remaining one o f the top priorities for healthcare organisations (HIMSS, 2004).

Healthcare organisations are adopting ES to resolve many o f the challenges associated with ‘spaghetti 

integration’. In particular, healthcare organisations are focused on linking their managerial, 

admnistrative, and clinical information systems in an effort to provide greater efficiency and 

effectiveness throughout the organisation. The question, therefore, to ask is what are these ESs that 

promise to integrate all information systems throughout the organization? Further attention is 

requred to understand the nature of such systems. It is, therefore, necessary to focus on a deeper 

understanding of ES.
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3.4 E v o l u t io n  o f  E n t e r p r is e  Sy s t e m s

From an historical overview o f information systems, it becomes clear that organisations have tried to 

create a more integrated and seamless working environment. The history of information systems 

illustrates the continued pursuit towards higher levels of integration that can provide organisation- 

wide data and information. A brief review of healthcare information systems reveals a similar trend, 

with healthcare organisations needing greater integration and accessibility to real and timely 

information. ES, therefore, have been heralded as systems by which such ‘seamless integration’ 

(Davenport, 1998) can be achieved. However, before focusing on the characteristics and the nature 

of these systems, it is firsdy important to note their origins.

Wliile ES packages are only a recent phenomenon, i.e., only featuring seriously in business and 

academic press from the 1990s, they do have a past. It has been suggested that ES packages are an 

extension of Material Requirements Planning (MRP) and Manufacturing Resource Planning (MRPII) 

packages, with enhanced and greater functionality (Yusuf and Little, 1998, Akkermans et al, 2003, 

Hekn et al, 2003, and Umble et al, 2003). These systems were ‘some of the earliest computerised 

information systems for operations management’ (Helm et al, 2003: 259). In addressing these 

systems, we find that MRP packages date back to the 1960s (Al-Mashan et al, 2003). In simplest 

terms, MRP systems involved the calculation o f quantities of materials and the times they were 

required in order to improve operations within manufacturing organisations (Light, and Holland, 

2000). MRPII systems were to extend this concept during the 1970s, and encompassed new 

functionality like sales planning, capacity management and scheduling (Klaus et al., 2000). However, 

during the 1980s companies began to realise that profitability and customer satisfaction were 

objectives for the entire enterprise, extending beyond manufacturing, and encompassing functions 

such as finance, sales, distribution, and human resources. This gave rise to the concept o f computer 

integrated manufacturing (CIM), which is regarded as the next evolutionary step on the road towards 

ES (Klaus et al., 2000: 144). By the early 1990s, with continued growth in package functionality and 

the need for greater organisational integration, ES packages began to emerge. Appendix 3.3 focuses 

on the dynamics that have influenced the evolution of these systems.

Kumar et al describe these systems as ‘configurable information systems packages that integrate 

information and information-based processes within and across functional areas in an organisation’ 

(2000: 1). These systems are the internal technological hub o f the enterprise, allowing data from 

different business functions, mainly from manufacturing, logistics, fmance, sales and marketing, and 

human resources, to be manipulated and processed by a single software package such as SAP,
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PeopleSoft, Baan, or J.D  Edwards. ESs simplify, accelerate, and automate much o f the data transfers 

that m ust take place in organisations to guarantee the proper execution o f operational tasks (Adani et 

al, 2001: 2). As Davenport purports ‘a good ES is a technological tour de force. A t its core is a 

single comprehensive database. The database collects data from and feeds data into modular 

applications supporting virtually aO o f a com pany’s business acdvities-across functions, across 

business units, across the world’ (1998; 123). Figure 3.2 below pro\ades an illustration o f the 

anatom y o f  an ES.

In understanding what these ES’s are and what they do, Hirt and Swanson see them as “software that 

is designed to model and automate many o f  the basic processes o f a company, from finance to the 

shop floor, with the goal o f  integrating inform ation across the company and eliminating complex, 

expensive links between com puter systems that were never meant to talk to one another” (1999: 

246). A ccording to Nah et al, an ES is a packaged business software system that enables a company 

to manage the efficient and effective use o f  resources (materials, human resources, finance etc) by 

providing a total, integrated solution for the organisation’s information processing needs. It supports 

a process-oriented view o f business as well as business processes standardised across the enterprise 

(2001: 285). According to D avenport (see figure 3.2 below), an ES package is comprised o f four 

primary functional areas, i.e. financials, hum an resources, operations and logistics, and sales and 

marketing. In appendix 3.4 D avenport highlights the scope o f an ES in greater detail.
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A Definitional Dilemma:

To understand ES clearly, it is important to define them. Davenport suggests that they are software 

packages that promise to deliver seamless integration across enterprises embracing both suppliers 

and customers (Davenport, 2000a). Yet the actual definition of an ES rests somewhat

uncomfortable within academic literature. Many studies, for example, use the term Enterpnse

Resource Planning (ERP) to define what this study calls Enterprise Systems (ES). However, the 

justificafion for using the ES definition is supported by other researchers in the field. Klaus et al., for 

example, after interviewing some o f the leading academics and experts in the ES field, found that 

many of their respondents believed that the ERP concept was too archaic and conjured up 

connotations o f ES’s Hnks with its manufacturing past, i.e., MRP and MRP II systems (2000; 141). 

As one respondent stated “enterprise resource planning system is not an appropriate term for these 

systems. The term is too close to MRP/MRP II, and many people, even some who should know 

better, like to say that ERPs developed from MRP systems. Clearly, this is not true for the major 

players. I support the use o f the term ‘ES’...o r perhaps we might call ERPs BOISEs-back office 

integrated systems for enterprises”, (in Klaus et al, 2000, 157) Davenport advocates that these 

packages should be referred to as ‘business systems’ and not manufactunng or technical systems;

hence he coins the term ‘enterprise system’ (Davenport, 1998 and 2000a). The term ES is also

supported by Markus and Tanis (2000c) and Robey et al (2001), who believe that the area has moved 

away from the original manufacturing concepts of the 1970s, 1980s and early 1990s, and now 

embraces enterprise wide integration ideologies.

Al-Mashari et al, note that a range o f definitions exist to explain ES, such as ‘integrated standard 

software packages, enterprise wide-systems, enterprise business-systems, integrated vendor software, 

and enterprise application systems’ (2003: 353). However, the authors also note that despite the 

mynad of definitions in existence, all o f them aim to explain an information system that has 

enterprise-wide applicability (2003). However, the definition dileinma does not stop here. Instead, 

with the arrival o f new technologies'’, and the need for greater business process alignment, new 

definitions are continually presented, namely Internet-oriented ES packages (Callaway, 2000), 

Extended ES packages (Norris et al., 2000), and Enterprise-Wide Information Management Systems 

(Sumner, 1999 and 2000). It, therefore, appears that a plethora of definitions abound within the ES

 ̂N ew  ES packages axe including supply chain managem ent (SCM), custom er relationship m anagem ent (CRM), 
bolt-on technologies from  third party vendors, and e-business solutions.
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field. These definitions are likely to continue as greater enterprise integration, and indeed inter- 

enterprise’'̂  integration is sought by organisations.

Yet, in order for us to study the field it is imperative that we define the topic. This discussion agrees 

with statements that negate ERP’s links to its manufacturing past. In fact, some authors argue that 

ES packages never had anything in common with earlier systems (MRP and MRPII) other than their 

common promise to integrate business processes under a single software system (Markus and Tanis, 

2OO0 C, Robey et al, 2001). Despite the ephemeral nature o f definitions, the term ES is probably the 

most appropriate term available to date. It rids the field o f any connotations it may have had with its 

manufacturing past, while at the same time it conjures up an image o f an information system that 

fuUy integrates the enterprises IS needs. It also makes allowances for new and emerging 

technologies, by collapsing them under the general banner of ES. The term enterprise system (ES) 

is, therefore, used throughout this chapter.

As a cautionary note, however, while definitions are important they appear to be transitory and 

therefore should not preoccupy the field. Instead, it is much more important, regardless of the 

terminologies used, to define what is meant by these definitions. Davenport purports, for example, 

that whether customer-centric" or s u p p H e r - c e n t r i c ' 2 ,  by themselves or in combination with other 

technologies, ES are distinguished by their information commonality and integration (2000a; 3). In 

other words, an ES should not necessarily be defined by the number or use of other technologies and 

tools along with the central vendor package, instead the package should be defined by its ability to 

seamlessly integrate business processes and information flows up and down, and perhaps more 

importantly from now on, across value chains (Davenport, 2000a).

Characteristics of an Enterprise System:

From the late 1990s onwards ES continued to experience massive growth in organisational uptake. 

By 1998, for example, approximately 40% of companies with annual revenues greater than $1 billion 

had already implemented an ES (Caldwell and Stein, 1998). In a survey by AMR Research, results 

showed that from 800 U.S companies queried, 43% o f the companies’ application budgets were 

spent on ES packages, while over half of these companies had installed an ES (1999a). While 

according to Akkermans et al, ‘a recent survey by Fortune magazine revealed that seven out of the

Inter-enterprise integration is where companies connect to other companies along the value chain. It is often  
referred to as value chain integration and will become a valuable functionality o f  future ES packages.
” For example, customer relationship management (CRAI) software 
'- Supply chain management (SCM) software
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top ten glcbal pharmaceutical and petroleum  companies, nine out o f  the top ten global com puter 

companies, and all o f  the top ten global chemical companies are using SAP’s R /3  package’ (2003: 

288).

Unlike previous inform ation systems, E S’s were fast becoming a core part o f  everyday IS 

investments. These systems were breaking traditional manufacturing links, and soon represented a 

new ‘IS integration’ alternative for many organisations’  ̂ (Loonam and M cDonagh, 2005a). W ith the 

promise o! seamless integration, organisations were able to justify ES investments, believing that 

these systems were the answer to aU their IS integration problems. In response, software companies 

provided a myriad o f application tools'-* that promised enterprise integration o f  all kinds and for 

every company. Com prehending the nature o f  these vendor packages and their promises requires 

consideratiDn o f  the generic characteristics that make ES packages distinct from  other IS 

investments.

From  a study conducted by Markus and Tams (2000c), the authors found that there were five 

charactensdcs specific to ES’s, w hich help us to understand what they are, what they can do, and 

how they differ from other large IS packages. These distinct characteristics include integration, the 

nature o f the ES package, best practices, assembly requirements, and the evolutionary nature o f  these 

systems. A b n ef review o f each o f  these characteristics is now offered.

From  an integration perspective, one o f  the core functions o f  an ES, in com parison to all previous 

integratior. technologies, is its promise to ‘seamlessly integrate’ aU inform ation flowing throughout 

the organisation’ (Davenport, 1998). This charactenstic is further adhered to by the ES literature. 

ES are commercial software packages bought from market vendors. They differ from  previous 

integratior tools in the sense that they are not developed in-house by organisations, but instead can 

be custom sed to the enterprises’ own specific needs. A nother characteristic unique to ES is the suite 

o f  best pnctices afforded to implem enting organisations. ES are built to support genenc business 

processes that may differ substantially from  the way the implementing organisation does business. 

They are trnlt to ‘fit’ the generic needs o f  many organisations.

'5 Even forSm all-to-M edium  sized organisations
’■* Examples o f  typical ES vendors include SA P-R /3 (wx̂ ’w .sap.com). Oracle A pplications (\v\v\v.onicle.com). 
Peoplesoft (\v\vw.people,sofI.com )■ O ne W orld-JD  Edwards fa-\v\v.ide.com). and BaanERP, (www'.b-a/in.com). 
There are iozens o f  packages on the m arket today, each com peting in terms o f  new functionality and the 
ability to irtegrate ever-changing business best practices into the organisation. H owever, o f all the packages, 
the G erm ai produced SAP system has the largest share o f  the ES market, followed closely by Peoplesoft, 
Baan, J .D  Edwards, and Oracle packages (Callaway, 2000).
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Some assembly requirements may be necessary during implementation. F rom  a technical perspective 

the term  ‘seamless integration’ seems sUghdy flawed when considering ES. Markus and Tams believe 

that the software is ‘integrated’, but die organisations intentions for die package may no t be (2000c). 

For example, some firms use bolt-on tools, or an amalgamation o f  ES vendors in order to achieve 

their version o f  seamless integration. Finally, like all inform ation systems, ES are constantiy evolving 

and changing. D uring the 1980s, the MRP systems were developed to run on mainframe 

architectures, wliile current ES packages are running on client/server architectures (Nezlek et al., 

1999). Future ES’s will need to focus on inter-enterprise integration features. While these 

characteristics are generic, they provide an understanding towards the nature o f  ES. These 

characteristics also allow us to identify ES packages available in the market. Before m oving on to 

consider the future directions o f these systems, it is firsdy im portant to  review the reasons for 

adopting these systems and the respective benefits and limitations associated with implementation.

Reasons for A dopting Enterprise Systems:

According to Stefanou, global-wide phenom ena such as outsourcing, joint ventures and alliances, and 

partnership across the value chain, have formulated a new form o f organisation described as the 

‘virtual enterprise’. MonoHtl'UC and stand-alone business inform ation systems are giving way to more 

flexible, integrated and m odular systems that support business operations across the value-chain 

from  the supplier to the customer. (1999: 800). Al-Mashari et al informs us that the need ‘to increase 

visibility in corporate data, create new or improve current business processes, improve 

responsiveness to customers, obtain tighter integration between systems, standardise com puter 

platforms, increase flexibility, share inform ation globally, be Y2K compliant, and im prove business 

perform ance’ as reasons for the adoption o f  an ES (2003: 355). Similarly, according to Sasovova et al 

rapid technological changes, pressure from  shareholders, fierce com petition, deregulation, and 

globalisation have also aU contributed to the emergence o f ES (2001). D avenport believes that 

overcapacity and reengineering, globalisation, and dealing with constant change are some o f the 

prime reasons many organisations are implementing ES’s into their organisations (2000a: 20-22). 

Markus and Tanis (2000c, 180) have developed a table, (see figure 3.3 below) w hich highlights some 

o f  the core reasons for adopting an ES.
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Fig. 3.3-Reasons for Adopting ES (Markus & Tanis. 2000c)

Small C om panies/ 
Simple Structures

Large Com panies/ 
Complex Structures

Technical Keasons-. Solve Y 2K  and similar 
problem s

Business Reasons:

Integrate applications cross- 
functionaUy
Replace hard-to-maintain 
interfaces
Reduce software maintenance 
burden through outsourcing 
Eliminate redundant data entr}' 
and concom itant errors 
Im prove IS architecture 
Ease technology capacity 
constraints
Decrease com puter operating 
costs
A ccom m odate business growth 
Acquire Multilanguage and 
multicurrency IS support 
Im prove Informal an d /o r 
inefficient business processes 
Clean up data and records 
through standardisation 
Reduce business operating 
and administrative expenses 
Reduce inventory carrying 
costs and stockouts 
Eliminate delays and errors in 
fiUing custom ers orders for 
merged businesses

Most small/simple company
reasons plus
Consolidate multiple different 
systems o f the same package

Most small/simple company 
reasons plus;
Provide integrated IS support 
Standardise different 
numbenng, naming, and 
coding schemes 
Standardise procedures 
across different locations 
Present a single face to the 
customer
Acquire worldwide available 
to promise capability 
Streamline financial 
consolidations 
Improve companywide 
decision support

The adoption o f  these systems is expected to bring significant benefits to the organisation. The case 

literature illustrates this point, with the Toro Co., saving $10 miUion annually due to inventory 

reductions, while Owens Corning claims that their ES software helped it to save $50 million in 

logistics, materials management, and sourcing (Umble et al, 2003: 244). Similarly, other cases reveal 

large savings in costs and increased levels o f  organisational effectiveness after ES implementation. 

Companies such as Geneva Pharmaceuticals (Bhattacherjee, 2000), Lucent Technologies 

(Francesconi, 1998), Farmland Industries (fesims, 1998), and Digital Equipm ent Corporation 

(Bancroft et al, 1998), have had significant reductions in costs and increased organisational 

performance as a result o f  ES adoptions. The literature highlights notable advantages and benefits 

for the implementation o f  these systems. These benefits are now provided.
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Firstly, ES’s provide a common integrated software platform for the organisations business processes 

(Davenport, 2000a). In other words, they allow the organisation to unite all its business processes 

under the umbrella o f a single system. According to Parr and Shanks ES’s have two important 

features, firstly they facilitate a casual connection between a visual model o f  business processes and 

the software implementation o f those processes, and secondly they ensure a level of integration, data 

integrity and security, which is not easily achievable with multiple software platforms (2000b). 

Secondly, Kraemmergaard and MoUer note that the real benefits o f ES are their potential to integrate 

beyond the organisations own value chain, delivering inter-enterprise integration (2002: 2). This 

form of integration allows a single organisation to integrate with customers and suppliers along its 

value chain and to other organisations with similar areas of interest (Davenport, 2000a). Thirdly, 

Brown and Vessey believe that ES implementations provide ‘total solutions’ to an organisation’s 

information systems needs by addressing a large proportion o f business functions (1999: 411). These 

‘off the shelf packages allow an organisation to improve their current business processes and adopt 

new best practices (Al-Mashari, 2000a). Finally, Shang and Seddon (2000) move beyond Markus and 

Tams’ (2000) technical and business benefits and emphasise five reasons for adopting ES. These 

reasons, which are provided in Table 3.1 below, include operational, managerial, strategic, IS 

infrastmcture, and organisational benefits.
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T able 3.1-ES Benefits (Shang & Seddon, 2000)

Benefits
(1) Operational •  The main benefits for implementing an ES package are a reduction in 

labour and general inventory costs. W ith a single central database 
there is less duplication o f  tasks.

(2) M anagerial •  A n ES package is an integrative package that gathers all information 
flowing through the organisation (Davenport, 2000a). Top 
m anagem ent are, therefore able to make plans and better decisions 
w ith the aid o f  this enterprise wide information. New advances in 
technolog)^, and ES packages, wiU make decision making a core part o f 
these packages.

(3) Strategic •  ES packages assist in building strategic partnerships, supporting 
aUiances, creating new business opportunities and markets and 
developing a competitive advantage for the firm (Mabert et al, 2003). 
The tight links along the supply chain allow ES users to have a greater 
understanding o f  customers needs. This in turn allows companies to 
develop customised products for clients at lower prices. ES packages 
can assist in developing a greater competitive advantage for the 
im plem enting organisation.

(4) IS infrastructure •  ES packages have offered the first opporm nity for organisations to 
im plem ent an integrated IS plan. The introduction o f  an ES package 
rids the firm o f old legacy systems, unstable IS architectures, and 
expenditure related to maintenance o f  these systems. An ES 
im plementation assists in preventing redundant data entry, duplication 
o f  data, and provide a single database for organisational wide data 
(Shang and Seddon, 2000).

(5) O rganisational •  These systems support organisational change and business process 
reengineering (Davenport, 2000a). An ES package assists organisation 
cultural change by allowing the system to give the enterprise a specific 
vision.

Reasons for N ot Adopting Enterprise Systems:

Yet, despite the many reasons for adopting an ES, and their benefits, significant challenges abound.

Namely, factors such as inflexibility, where the system is unable to deal with the constant 

technological and business changes, long ES implementation penods with liigh level risks, and the 

systems need to constandy centralise data, and invariably the organisational hierarchy-which takes 

from flat organisations that need to remain decentralised and dispersed (Davenport, 2000a: 17-19). 

Markus adds further challenges to the list, believing that these systems can actually inhibit the

organisations performance. T he lack o f ‘feature function fit’ between the organisation and the

package, where the system forces the organisation to adapt to it, results in the host company 

adopting best practices which may not in fact be ‘best practices’ for the enterprise (2000c: 180-183). 

The specific limitations associated with ES implem entadon are listed below.
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Excessive focus on technical aspects to the detriment of business aspects has been identified as a 

leading factor for many ES failures (Kreammergaard and MoUer, 2000, Sedera et al, 2001). As Umble 

et al state ‘unfortunately, many cliief execudves view ES as simply a software system and the 

implementadon of ES as primarily a technological challenge’ (2003: 245). Sarker believes that a 

significant amount of projects fail because human aspects are often ‘overlooked’ or ‘remain to be 

resolved’, hence the focus is on technology and not the organisation (2000: 414). Esteves and Pastor 

also believe that failure occurs because ‘too often, project managers focus on die technical and 

financial aspects of a project and neglect to take into account the non technical issues’ (2001: 1019).

Financial costs of ES packages can also be enormous. According to Scheer and Habermann ‘Baan, 

Peoplesoft as well as SAP calculate that customers spend between three and seven times more money 

on ES implementation and associated services compared to the purchase of the software license’ 

(2000: 57). The authors believe that the rado is somewhere around 5:1 between ES implementadon 

efforts and the cost of software licenses’. The reasons they give for such costs are due to the scale of 

business process reengineering (BPR) and change management issues involved in the implementadon 

of the software. Stewart reinforces this point suggesting that ES implementadons fail because of 

poor organisadonal attendon in dealing with the issues o f risk orientation and user involvement. 

They maintain that system implementadons are fundamentally agents for organisational change and 

such change requires effective leadership practices (2000: 966).

Sor believes that using an ES package can rob an organisation o f its competitive advantage (1999: 

229). This point is further supported by Porter, who states that if everyone in a particular industry 

sector or niche market are to adopt these packages, then everyone wiU have the same set of best 

practices as determined by the software vendor and ES package (2001). This wiU, invariably, result in 

a lack of competition between organisations. ES packages can be structured, systematic packages 

that make the organisation ‘fit’ the software rather than the software fit to the needs o f the 

enterprise. This level o f inflexibility can prohibit organisational change and business process growth 

(Sor, 1999: 229-230). The organisation ends up forcing its business processes into the new system 

and adopting ‘best practices’ that may not be required (Markus, 2000c).

Dong (2001) believes that the challenge for ES implementation lies in the nature of the system, i.e. 

they are generic solutions reflecting a vendor’s rather than a customer’s assumptions about what 

organisational best practices are. It pushes companies toward full integration, and changes various 

business processes into generic ones even if the company wants to customise some of these business 

processes. Therefore, the real paradox facing organisations implementing ES projects is rooted in
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their ability to seamlessly integrate aU business processes across the enterprise. The fewer changes 

made to these systems, the greater the level of integration and realised benefits for the implementing 

organisation (Dong, 2001; 243). However, accepting the generic nature o f an ES package means 

companies are accepting vendor integration not company specific integration, this in turn may not 

achieve tlie desired integration sought by adopting companies.

Soh et al talk about the problem o f ‘cultural misfits’ with ES packages, i.e. the gaps between the 

functionality offered by the package and that required by the adopting organisation (2000: 47). Due 

to the fact that these implementations are more complex and larger than other packaged software 

implementations, the ‘misfit’ problem is exacerbated when implemented in a non-generic type 

organisation (2000). In other words, ES packages are designed by western vendors for western type 

organisations. Countries such as Japan often find the implementation of such packages particularly 

difficult, as there is a problem with the systems cultural identity. In short, Soh et al point to ‘cultural 

misfits’ with this software, particularly when it is implemented outside o f North America and Europe 

(2000).

Smyth (2001) believes that ES implementation disappointments can be largely attributed to the great 

si2e and complexity of the packages and the associated problems in customisation and organisational 

change (2001: 1228). These systems affect every part of the organisation, their implementation 

therefore remains complex and chaUenging. Another flaw in the ES character is the cost of 

workarounds and upgrades in specific modules, particularly when an organisation is customising the 

package to suit organisational business needs. With add-ons or bolt-on technologies the cost and 

maintenance of the project increases dramatically (Smyth, 2001: 1228).

Sasovova et al believe that limitations to ES packages arise with external assimilations, such as 

mergers, acquisitions, and divestitures take place within the implementing company. Such 

occurrences cause huge external and internal changes, and make the process o f both system and 

business process integration aU the more difficult, particularly if new business processes and old 

legacy systems have to be integrated from the new companies into the central ES package (2001: 

1143).

Finally, Markus and Tanis (2000c) talk about the over-reliancc or dependence on software vendors. 

Reliance on a single-vendor can weaken the organisations ability to be technologically independent 

forcing the enterprise to go into an appeasement mode with the software vendor. This is also true of
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external advisors. Many companies implementing an ES system depend on external consultants to 

assist with knowledge generation and the provision o f  expertise (Caldas and W ood, 1999).

The Future o f  Enterprise Systems:

By the year 2002, AMR Research forecasted the ES market to jump from  $16 billion (in 1997) to 

$72.63 billion (Holland and Light, 1999a). This growth is set to continue, particularly within smaU- 

to-medium sized enterprises and public sector organisations over forthcom ing years, with Faughnan 

predicting the ES market to be w orth  almost $150 billion by 2010 (2006). The real driver behind 

such growth, however, comes from  the ES ‘extensions’ sector (Callaway, 2000), i.e., applications that 

increase the functionality o f  the package and diversity o f the business. AMR Research has estimated 

that yearly sales o f  ES extension tools would grow by 70% (1999a). As these technologies will form, 

and indeed many are currendy forming, such an im portant part o f  future ES packages, this chapter 

provides a review o f  the t^^pe o f  extensions required. The primary reason for growth in extensions 

relates to the archaic nature o f  traditional ES packages. W ith constant change a norm  in business, ES 

packages continue to grow in diversity and functionality to suit emerging organisational needs. These 

extensions need to occur o rg an ica lly 'en su rin g  that the integration integrity o f  the ES package is 

maintained. Four main extension types have been identified; namely (1) custom er relationship 

management (CRM), (2) supply chain management (SCM), (3) e-business, and (4) business 

intelligence (BI) tools (Callaway, 2000).

According to Greenberg, custom er relationship management (CRM) is ‘a comprehensive set o f 

processes and technologies for managing the relatioiiships with potential and current customers and 

business partners across marketing, sales, and service regardless o f  the com m unication channel. The 

goal o f CRM is to optimise custom er and partner satisfaction by building the strongest possible 

relationships at an organisational level’ (2001: 16). Many ES package vendors are beginning to realise 

that satisfying the custom er should be a core element or function o f the entire package. Davenport 

reports that leading ES vendors are adding functions such as sales force autom ation’  ̂ and customer 

service software”  (2000b: 173) to their packages. According to AMR Research, the CRM market.

In other words extensions should become part o f  the ES central system as opposed to remaining separate 
tools to the package.

Includes applications such as sales call planning, call reporting, contact management, sales team 
communication, product configuration, time and expense reporting, and sales collateral databases.

Includes call centre automation, field service tracking and dispatch, customer problem tracking and 
resolution, and product problem analysis and reporting.
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which reached $1.4 biUion in 1997, wiU reach $16.8 biEion by 2007, clearly illustrating the importance 

for ES vendors to continue integrating CRM capabilities into their software packages (1999b).

The objective o f supply chain management (SCM) is to ‘cut costs by taking excess time, redundant 

effort, and buffer inventory out of the system, and to improve service by giving customers more 

options, faster delivery, and better visibility into order status’ (Davenport, 2000a: 238). ES packages 

with added SCM tools can extend the internal system out to the supply end o f the organisation. 

According to Norris et al., ES packages with SCM functionality afford greater extensions to the 

enterprise (2000; 85-88). These components include, (1) supply chain replenishment-which 

integrates production and distribution processes using real-time to improve customer responsiveness, 

(2) e-procurement-which is the use o f web-enabled technologies to support key procurement 

processes such as requisitioning, sourcing, contracting, ordering, and payment, (3) collaborative 

planning-this is a B2B'* workflow across multiple enterprises to sj^nchronise production plans, 

product flows, and optimise resources, (4) collaborative product development-which involves the use 

o f e-business to improve product launch success and time to market, (5) e-logistics-where web-based 

technologies are used to support warehouse and transportation management processes, and finally 

(6) supply webs-these are a futuristic function of current supply chain components, but their 

objective is to integrate supply chains of vanous buyers and sellers to create a virtual trading 

community throughout the supply chain. Many ES packages and SCM vendors'^ today already have 

incorporated, or are incorporating, many of these SCM functions and business processes.

The most prevalent tool to allow ES package extensions has been the Internet, in particular the 

practice of electronic business, or e-business. Not only have web-enabled technologies allowed ES 

packages to integrate with supply chain management and customer relationship management 

technologies up and down the supply chain, but also these packages have enabled inter-enterprise 

collaboration for greater value chain integration. Web-enabled ES packages allow organisations to 

have an e-business^o presence. Two other technologies, which offer greater functionality and 

diversity to ES packages, have also emerged as a result of web-enablement. These include (1) 

componentisation and (2) bolt-on tools. In an effort to offer greater flexibility with ES packages, 

many organisations are using componentisation tools, i.e., the redevelopment of the package using object 

development tools, component interface protocols such as CORBA, integration standards such as 

extensible mark-up language (XML), and semantic agreements such as those provided by

'8 Business to Business relationship 
”  Such as Manugistics and 12 Technologies
2® W here companies can conduct B2B (business to business) o r B2C (business to consum er) business.
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Com m erceOne (Sprott, 2000). The key to com ponentisation is that enterprises are able to customise 

the package to suit their needs, rather than having to accept the standard package and its proposed 

set o f  best practices. Therefore, the organisation might not have to buy the entire package but bits o f  

it and match these to other vendor packages and the companies own legacy systems to achieve their 

own version o f  organisational integration. A nother approach to assist ES integration is through bolt- 

on tools. These are tools, such as middleware or third party vendor tools, which allow organisations to 

massage their ES packages with other technologies in order to achieve greater integration. Bolt-on 

tools can be referred to as best o f  breed technologies (Davenport, 2000a: 87), which can partner with 

other leading edge software vendors to offer a suite o f  applications.

One o f the often cited challenges associated with ES packages is their inability to provide managers 

with sets o f data that can assist decision-making and analytical diagnosis (Faughnan, 2006). For the 

cost and length o f  time it takes to successfully implement such systems, the lack o f  decision support 

tools available means that traditional ES packages are nothing more than large central databases. 

According to D avenport due to the ‘insufficient capabilities within ES packages, m ost firms today try 

to extract data from  their ES packages, and then massage it with third-party query and reporting 

tools, third-party data warehouse management tools, or third party statistical analysis tools’ (2000b: 

174). In an effort to remedy this problem, efforts are being made to include these functionalities in 

future ES packages. Callaway talks about how some ES packages are using business intelligence 

tools, such as the form er ‘online analytical processing (OLAP) or decision support systems (DSS) 

tools to turn data into knowledge and allow executives make better decisions (2000: 113-115). 

D avenport expects the knowledge management field to become part o f  ES packages. Knowledge 

repositories, in the form  o f  data warehousing and data mining, wiU become part o f  the ES package to 

assist with better strategic making and competitive advantages (2000a and 2000b).

Future ES packages need to pay constant attention to technological advances and organisational 

needs. Such attention will increase package functionality and continued ES growth. Vendors have 

also identified expansion into new market sectors as an imperative for assuring continued ES growth 

and prosperity. In particular, the Small to Medium Sized Enterprises (SMEs) (Campbell, 2006: 4) 

and public sector organisations (SkeUy, 2006) are currendy being targeted. Up until recendy, 

organisations that implemented ES packages were predom inandy large conglomerate type 

companies-', often with a manufacturing base, i.e.. Pharmaceuticals, Oil companies, and other 

industnal manufacturing companies. However, with the emergence o f Internet technologies the cost

-' O ne o f the main reasons for this is due to the high price o f  system upgrades and costs o f  implementation.
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of system ownersliip has been dramatically reduced. Consequendy, many SMEs, with small budgets, 

and the public sector, with complex organisations, are now embracing ES implementauons. Widi 

this knowledge in mind, ES vendors have been quick to target these market sectors, particularly with 

research showing that the market for IS products and services within European mid-size companies 

surpasses US$50 biUion per year (Van Everdingen et al., 2000).

The future o f ES packages wiU, therefore, involve constant technological configuration in order to 

meet changing organisational demands. Greater emphasis wiU be placed on total value chain 

integration, with inter-enterprise integration promising to be the ultimate pnze. ES packages will also 

be expected to act as knowledge warehouses and support decision-making and business intelligence 

(Faughnan, 2006). ES packages will no longer be exclusive to large corporations, instead the SME 

and public sector market promises to be highly lucrative from a vendor perspective over the 

forthcoming years.

3.5 E n t e r p r i s e  Sy s t e m s  I m p l e m e n t a t i o n :

In order to appreciate the role played by ES in organisations, it is important to understand their 

implementation. This section wiU, therefore, discuss issues relating to ES implementation. However, 

before reviewing ES implementation, it is firstiy important to understand the concept of 

‘implementation’. What is the nature of ‘implementation? This section begins by exploring the 

ontological nature of ‘implementation’. In order to answer this question the investigator needs to 

briefly review the more general IS implementation literature. This is followed by a review of the ES 

implementation literature.

The term ‘implementation’ is used in the literature with many different meanings. Cornford, for 

example, noted that ‘the word implementation often causes problems. To a programmer or software 

engineer it means taking design specifications and writing programs, while for an information 

systems analyst it means taking the programs and setting them to work in the real world’ (1995: 45). 

Consequendy, there is an element o f confusion about the word ‘implementation’ within the IS field. 

This confusion is borne out by the fact that some researchers and practitioners try to avoid using the 

word, instead inventing other words to avoid definitional scrutiny. However, this does little for 

moving the field forward, rather it relegates efforts made to advance IS dieory.
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Yet, some researchers have begun to define the concept o f ‘implementation’. Walsham, for example, 

beUeves that it encompasses all the human and social aspects of installing information systems in 

organisations (1993). VCliereas, Leavitt and Wliisder note that IS implementation should remain 

technically focused (1958), with Earl contradicting this bias stating that an organisational perspective 

IS required in order to be inclusive o f the system (1996). Once again there is an element o f diversity 

in terms of understanding the concept of ‘implementation’. This lack of clarity concerning 

‘implementation’ is due primarily to the differing worldviews (epistemologies) or perspectives 

researchers, and invariably practitioners, have towards information systems. In fact, this study 

identified three different perspectives on the nature of IS within the implementation literature. These 

include (1) technological determinism, (2) organisational imperative and (3) socio-technical 

interactionism. In order to better understand ES implementation, each o f these perspectives wiU 

now be considered in greater detail.

Technological determinism is used by Campbell (1996), but it is also referred to as the ‘technology 

imperative’ (Markus and Robey, 1988) and the ‘determinist’ perspective (Symons, 1991). 'Fhis 

perspective of IS implementation is imbued with the sense that technology is intrinsically good and in 

turn wiU affect the organisation positively. Implementation is used to mean the actual installation of 

IS applications into the organisation, focusing entirely on the technical aspects of IS (Gintzberg, 

1981). This perspective of implementation views organisations as ‘machines’, where human 

behaviour is highly predictable and determined by clearly defined rules (Morgan, 1997). 

Consequentiy, the introduction of new technology does not pose any problems as long as these rules 

are adhered to. The technological deterministic perspective is dominated by an engineering 

worldview (Keen and Scott Morton, 1978). Implementation is regarded as a straight forward task 

where the human and the organisational components are given Utde priority in relation to the 

machines and the methods for making the transition from manual tasks to automated tasks 

(Orlikowski and Baroudi, 1991). As human behaviour is predictable and organisations can be 

structured to accommodate new technology, implementation is just the final stage in the technical 

process of getting the technology to work. However, technological determinism has been criticised 

due to its strong bias towards technology and lack o f attention to the human and organisational 

issues demanded from IS implementations. Consequentiy, other perspectives have emerged, most 

notably die organisational imperative and socio-technical interactionism perspectives, which seek to 

address the deficits of a technological deterministic bias.

The organisational imperative perspective adopts a top-down approach to implementation, which 

began with the rise of the strategic management school from Harvard (Chandler, 1962) and in effect
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has dominated the' mind-set o f  managers since. The label ‘organisational imperadve’ was created by 

Markus and Robey (1988), but this perspective has also been labelled the ‘systems perspective’ 

(Symons, 1991), or ‘managerial rationalism’ (Campbell, 1996). It is referred to as a top-down 

approach because implementation begins at the strategic level and works its way down the 

organisation. The basic assumption about this perspective is that tlirough strategic planning all 

organisations will be effective and efficient. Invariably, this perspective relies on organisational 

engineering through strategy, structure, and systems. IS implementation is, therefore, planned at a 

strategic level and then filtered down through the organisation using specific structures and systems. 

Such an approach to implementation is envisaged to lead to greater organisational competitive 

advantage. Consequentiy, the IS literature throughout the 1980s and 1990s paid particular attention 

to the organisational imperative perspective towards IS implementation (McFarlan, 1984, and Cash et 

al, 1988). In particular. Strategic Information Systems Planning (SISP), played a pivotal role in 

shaping the organisational imperative perspective for IS implementation.

The socio-technical interactionism perspective adopts a bottom-up approach to IS implementation. 

This perspective is also known as the ‘emergent’ (Markus and Robey, 1988), or ‘interactionist’ 

(Symons, 1991) perspective. The socio-technical perspective, which was first proposed by Emery 

and Tnst in 1965, places an emphasis on the necessity of attending to the social structuring of work 

groups to maxmuse the fit between technology and human systems (cited in Taylor, 1998). In other 

words, ‘what occurs within the group is somewhat determined by the technology, but the persons 

within the group have some agency o f choice with the constraints that are imposed by the 

technology’ (Clegg et al, 1996; 365). Laudon and Laudon note that ‘in a socio-technical perspective, 

the performance of a system is optimised when both the technology and the organisation mutually 

adjust to one another until a satisfactory fit is obtained’ (2002: 15). This means that technology must 

be changed and designed in such a way as to fit organisational and individual needs. Similarly, 

organisations and individuals must also be changed through training, learning, and planned 

organisational change in order to facilitate the operation and prosperity of the technology (Laudon 

and Laudon, 2002).

The socio-technical perspective provided the first real evidence that IS implementation involved 

more than just a technological deterministic approach (Mumford, 1996). Instead, implementations 

would need to pay attention to the organisational and human aspects involved in applying 

information systems to the workplace. While the ‘technology determinism’ perspective focused on 

machines and the ‘organisational imperative’ perspective recognised the importance of developing a 

strategic approach to implementation by developing specific structures and systems, the socio-
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technical perspective focused more on the people witliin the organisation and their interaction to the 

macliines.

ES Implementation Outcomes:

After outlining and defining the three perspectives that shaped IS implementation over the past 

decades, this study moves forward to focus specifically on ES implementation. Despite the 

aforementioned benefits associated with ES implementation, these systems remain complex and 

expensive to implement. Kirkpatrick, for example, states that the average Fortune 500 company can 

spend $30 miEion in License fees and $200 million in consulting fees, with additional millions spent 

on computers and networks (1998). Similarly, the Standish Group report that ‘ES implementations 

were on average 178% over budget, took 2.5 times longer than anticipated and delivered only 30% of 

the promised benefits’ (cited in Krumbholz and Maiden, 2001: 186).

Other smdies report similar poor performances after ES implementations. According to a survey 

conducted in December 2000 called “ES post implementation issues and best practices”, where 117 

firms across 17 countries were surveyed on their satisfaction with ES implementation projects, only 

34% of the organisations were ‘very satisfied’ with their investments (cited in McNurlin, 2001: 1). 

Sammon et al believe that over 90% of ES implementations are late or more costly than first 

anticipated (2001b: 1131). According to Crowe et al, further research conducted by the Standish 

Group International revealed that 40% of all ES installations achieved only partial implementation, 

nearly 28% were scrapped as total failures or never implemented, while only 25% were completed on 

time and within budget (2002: 3). Further studies also support these findings, even among the ES 

‘extensions’ technologies. For example in an in-depth study among 145 European companies carried 

out by Cap Gemini Ernst and Young, they found that 68% of companies surveyed could not provide 

any evidence of expected Returns on Investment from their CRM investments (Times, 2001). 

Similarly in SCM, the number o f failure rates has been up to 60%, where supply chains are not 

returning any investments for the organisations (Larsen, 1999: 2).

Examples from the case Literature also reveal poor ES outcomes. Helm et al, note that Whirlpool 

experienced delays in shipments of appliances to distributors and retailers. Allied Waste Industries 

Incorporated, found SAP too expensive and too complicated to operate, while Waste Management 

Incorporated aborted its SAP implementation after it had spent $45 million (2003: 260). Similarly, 

Chen reports on other case outcomes. For example, FoxMeyer Drug, a $5 bilUon pharmaceutical 

company, filled for bankruptcy after major problems were generated by a failed ES. DeU Computers
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spent millions o f  dollars on an ES package before scraping it because the s}^stem was too rigid for 

their expanding global operations. Finally, a US healdicare provider, Catholic Healthcare West 

(CHW), spent $174 million in a 10 year SAP im plem entation with only a minimal return on 

investm ent (Havenstein, 2005: 53). O ther cases w ith ES failures include, Boeing, D ow  Chemical, 

Mobil Europe, Applied Materials, Hershey, and Kellogg’s (Chen, 2001: 374).

It, therefore, becomes im portant to ask; why are ES implementations delivering such poor 

perform ances, and in some cases complete failure. According to Sammon et al ‘the main 

im plem entation risks associated with ES projects are related to organisational issues and the business 

reengineenng that results from  integrating an organisation’ (2000a: 2). This point is also consistent 

with SCM systems, where according to Vokurka et al, the greatest im plem entation problem s come 

about because o f  “the cultural resistance to change, and lack o f  top management understanding and 

com m itm ent” (2000: 5). Similarly, with CRM projects the focus should not just be centred upon 

technological integration, but should centre upon people and processes (Karimi et al, 2001). 

According to a study by Deloitte and Touche (1998), the main reasons for poor ES performance 

after im plem entation range from people obstacles (which according to the study contnbuted to 68% 

o f the problem ), to business processes (which were at 16%), and information systems issues (which 

were at 12%) (Cited in Crowe et al, 2002: 3).

As a result o f  poor performances and outcom es for many ES implementations, organisations are 

often left w ondering what they did w rong during implementation. Consequendy, the literature 

focuses on issues relating to ES implementation. In particular, many studies have developed lists o f 

factors that are deemed critical to  the successful im plementation o f  an ES initiative. Such lists are 

also supported by im plem entation process models, which map out the hierarchical sequences o f  the 

critical success factors (CSF). This study will firsdy present examples o f  process models, before 

moving on to discuss the factors critical to successful ES implementation.

ES Process Models:

Before describing the factors necessary for successful ES implementation, it is firsdy im portant to 

review the process involved in implementation. T o  this end, a number o f  studies have focused on 

the delivery o f  ‘process m odels’. Parr and Shanks, for example, believe that these process models 

help to “extend previous research that has simply enumerated CSFs for the entire implementation 

process” (2000b: 290). Examples o f  process models include Ross’ five-phase model based on case 

study research o f  ES im plementation (2000: 236). These phases included the stages o f  design,
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implementation, stabilisation, continuous improvement, and transformation. Rosemann et al 

develop an eight phase process modelling a pnon model (2001), while Markus and Tanis (1999) 

(cited in Nah et al, 2001) developed a four phase model, which includes the phases of chartering, 

project, shake-down, and onwards and upwards. Esteves and Pastor (2001) divided CSFs into an 

organisational and technological gnd, both being once again sub-divided into strategic and tactical 

domains. Similarly, Kraemmergaard and MoUer (2000) separate their analysis of ES CSFs into 

organisational, business, and technological areas. Placing CSFs into different implementation phases 

can maximise the potential impact CSFs wiU have throughout the implementation process. The basic 

tenets from all these different models include a planning or pre-implementation phase, an 

implementation phase, and an evaluation or post-implementation phase. The model below is taken 

from Markus and Tanis’ research (2000c), and is a t}'pical example of the t)'pe o f process 

implementation models that exist in the literature. It highlights the various CSFs relevant to the 

implementation o f an ES project, while at the same time illustrating what stages these elements 

should be conducted in. The stages are divided into four phases, which include chartering the 

project, project implementation, shakedown, i.e. where the troubleshooting and evaluation occurs, 

and the onward and upward phase, this is where successful implementation has occurred and 

benefits of the new system are sought. It is interesting to note that some critical success factors are 

required throughout the entire implementation process, while other success factors are adopted at 

different stages o f the model. As this investigation is focused on ‘top management support’, it is 

worth noting that this CSF is involved throughout all stages o f the process model. In fact, other 

studies also highlight this point, stating that top management support is a critical factor tliroughout 

the entire implementation process, i.e. from pre-implementation to post-implementation (Ross, 2000, 

and Esteves and Pastor, 2001).
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Fig: 3.4: Process-Oriented ES Life-Cycle Model (Markus and Tanis, 2000c)
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It is also worth noting that process models within the ES implementation Hterature are quite similar 

to process models within the IS implementation literature. Cooper and Zmud, for example, identify 

SIX stages, which are deployed by Somers and Nelson (2001a) to illustrate the ES implementation 

process, these include; project initiation, adoption, adaptation, acceptance, routinisation, and infusion 

(1990). Another example is De Lone and McLean’s (1992) process model, which highlights 

categories necessary for IS success. Therefore, similarities exist within the ES implementation 

literature and the IS implementation literature in terms of die process models used to install new 

systems. However, one of the challenges associated with process models is their linear view of 

implementation. Many process models suggest a systematic and linear approach to implementation, 

which supports a ‘technological deterministic’ perspective of IS implementation. Yet, IS 

implementation involves many organisational, social, and human factors, which are more akin to the 

‘socio-technical’ perspective. This point is best supported by Robey et al, who noted that much of 

the process model implementation Hterature assumes that ‘stages are arranged in a necessary 

sequence and that, consequendy, all ES implementations wiU proceed through the same stages in the 

same order. Such an assumption may or may not be vaUd’ (2000: 10).

Consequendy, it becomes important to further explore the implementation process, and focus on the 

factors that are critical to ES success. This point is supported by the number of smdies that focus 

firstly on identifying critical success factors and then placing these factors into process models (Parr 

and Shanks, 2000, Markus and Tanis, 2000c, Kxaemmergaard et al, 2000, Somers and Nelson, 2001a,

86



Rosemann et al, 2001, and Esteves and Pastor, 2001). In order to gain this in-depth understanding 

into ES implementation, the critical success factors wiU now be reviewed.

Cntical Success Factors (CSFsV

Implementation of an ES package is an expensive, lengthy and complex process, typical!)' measured 

in m il l io n s  of dollars. The investment is both in the software and in related services such as 

consulting, training, and system integration (Parr et al, 1999). Despite millions being spent on such 

implementations, the evidence from the case literature and empirical studies reveals that many 

implementations are not successful. These poor performances and inability to make a return on 

investment have resulted in the study of factors critical to successful ES implementation. These 

factors have, in turn, given rise over the last decade to a plethora o f ES critical success factors studies 

(Sumner, 1999, Bingi et al, 1999, Al-Mashari and Zairi, 1999, Holland and Light, 1999a and 1999b, 

Parr et al, 1999, Stefanou, 1999, Esteves and Pastor, 2000 and 2001, Rosemann et al, 2001, Nah et al, 

2001, Sedera et al, 2001, Somers and Nelson, 2001a, Akkermans and van Helden, 2002, Umble et al, 

2003, Gargeya and Brady, 2005, and Al-Mashari et al, 2006).

Daniel (1961) is remarked to be one of the first to discuss the concept of ‘success factors’ in the 

management literature (cited m Soliman et al, 2001 and Trimmer et al, 2002), however it was Rockart 

(1979) that popularised the approach. Rockart defined CSFs as the limited number o f areas where 

things must go right for the business to flourish. He argued that managers need appropriate 

information in order to manage and that management performances should be measured continually 

in order to assist executiv^es to identify their information needs (1979). According to Trimmer et al, 

‘when CSFs are appropriately identified they represent areas in which exceDent performance is

essential to continued organisational success where monitoring CSFs is a form o f ‘management

by objective’, monitoring those objectives or activities that have been identified as being essential to 

the continued well-being of the entity’ (2002: 114). Many ES studies have similarly adopted CSFs to 

highlight ‘those few critical areas where things must go right’ (Parr and Shanks, 2000b: 292).

However, criticisms o f critical success factors were also highlighted. Davis, in response to Rockart’s 

(1979) proposition, criticised the CSF approach because it relied on manager’s responses, which 

could be incorrect, incomplete, or insufficient and constrained by human behaviour (1979). In other 

words, Davis (1979) felt that CSFs would ‘elicit the information that executives feel they need and 

not the information that executives actually do need’ (cited in Soliman et al, 2001: 613). The pursuit 

of listing critical success factors, therefore, becomes almost a wish Hst, where executives end up
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labelling factors that are not relevant or available within their organisation. Similarly, according to 

Robey et al, studies o f ES critical success factors offer few surprises (2000). Tliey believe that 

‘findings which point to the necessity of ES success factors such as top management support are not 

substantially different from factors that are critical to the success of most IS projects and to 

organisational change o f other kinds’ (Robey et al, 2000: 7).

In an effort to overcome these CSF challenges, Boynton and Zmud (1984) concluded from their 

study, that the weaknesses idendfied by Davis that may occur using the CSF method can be largely 

overcome through careful application of the technique. The authors propose a number of guidelines 

to assist researchers in conducting CSF studies, in particular ‘CSF criticisms can be overcome by 

interviewing managers across a diagonal slice of the organisation’ (Soliman et al, 2001: 615). 

Similarly, in the defence o f critical success factors, Robey et al state that ‘it is important to begin ES 

research somewhere, and the factors identified are certainly likely areas of concern’ (2000; 8). Within 

the ES literature, critical success factors have also been widely recognised as a powerful enabler for 

identifying key issues for organisational attention prior to and during project implementation. Figure 

3.5, for example, is a testament to this, with 20 studies focusing on ES cntical success factors over 

the last decade. This figure uses Somers and Nelson’s (2001a) CSF findings to rank other critical 

success factor smdies. On deeper examination, however, these studies are consistent in highlighting 

specific critical success factors. Figure 3.6 below, which is a cross-analysis of the CSFs smdies in 

figure 3.5, illustrates this point, demonstrating that some success factors are cited more often than 

others. One success factor, in particular, is cited by all twenty cntical success factor studies. In fact, 

top management support is not only cited by every study, but is also considered as the most 

important factor for ensuring successful ES implementation within the CSF literature. Clearly, the 

ES literature parallels the IS management literature in highlighting the importance of top 

management support for initiative success.

Therefore, in order to fully understand ES implementation, and the importance of top management 

support, the investigation provides a review o f CSF studies. After a detailed review of the literature, 

Somers and Nelson’s (2001a) list of CSF’s were selected to describe in detail the ES implementation 

process. Similarly, Akkermans and van Helden for their study, employ Somers and Nelson’s (2001a) 

critical success factor list, finding them to be ‘a very useful and well-grounded ranked list of CSFs for 

ES implementation (2002: 35). The authors state that their choice was ‘strongly influenced by the 

sound literature study underlying Somers and Nelson’s ranked list’ (Akkermans and van Helden, 

2002: 36). The list is comprised of 22 critical success factors, ranked in order of preference from 

Somers and Nelson’s (2001a) study findings. Another advantage to this list is its inclusiveness, which



alows for comparison with other CSF studies, with Somers and Nelson’s (2001a) list incorporating 

aost other CSF findings (see figure 3.4 above). It must be stated, however, that this list does not 

irtend to represent a definitive categorisation of ES critical success factors; it is merely used as a tool 

fcr explanatory purposes (insert Appendix 3.5). It is also worth mentioning that some studies listed 

citical success factors that were outside the scope o f Somers and Nelson’s (2001a) list and as a result 

h;ve been omitted.
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F ig . 3.6-Cross-Analysis o f CSF studies
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Figure 3.6 above cross-analyses twenty critical success factor studies. The results reveal only seven 

CSF’s out of the twenty two are cited by half of the studies. However, top management support is 

cited by aU studies, clearly pointing to its importance for ES implementations. It is also worth noting 

that ES critical success factors are not dissimilar to critical success factors for general IS 

implementations. For example, top management support is considered cnticaUy important for 

successful IS implementation, which has been illustrated in chapter two. Each of the critical success 

factors, deemed necessary for successful ES implementation, wiU now be discussed in greater detail. 

The critical success factors are discussed in terms of their ranking in figure 3.6 above.

1. Top Management Support: Sustained top management support is one of the most often cited 

CSFs within the ES literature (Bingi et al, 1999, Brown and Vessey, 1999, Esteves and Pastor 

2000, Stewart, 2000, Davenport 1998 and 2000a, Smyth, 2001, Al-Mudimigh et al, 2001, Nah et 

al, 2001, Umble et al, 2003, Gargeya and Brady, 2005, and Al-Mashari et al, 2006). Sarker and 

Lee state that ‘ES implementations can be successful only if there is strong and committed 

leadership guiding the initiative’ (2000: 416). ‘Top management must be involved at every step 

of ES implementation. They must be willing to allow for a mindset change by accepting that a 

lot o f learning has to be done at aU levels, including themselves’ (Al-Mudimigh et al, 2001: 218). 

According to HoUand and Light (1999a) they must be wdUng to allocate valuable organisational 

resources and must have the credibility to ‘build strong/strategic partnerships with functional 

areas’ (WiUcocks and Sykes, 2000: 35). Sumner says that a ‘lack of senior management support, 

and a lack o f agreement on a set o f project goals and objectives and aligning these with business 

objectives are reasons for project failure’ (2000: 318). Watson et al also found top management 

support to be a critical factor for the successful implementation of ES in state governments in 

the United States (2003). Finally, Al-Mashari et al sum up the importance of top management 

support stating, ‘a review o f successful ES implementations has shown that top management 

support is the most critical factor for organisations embarking on such an implementation’ (2003: 

356).

2. Communication: While, communication is recognised as an imperative for ensuring successful 

ES outcomes (Bingi et al, 1999, Davenport, 2000a, Nah et al, 2001, and Al-Mashari et al, 2003), 

Welti believes that it can often be one of the most challenging and difficult tasks for any ES 

project (1999). Communication is essential within the project team and between the project 

team and the rest of the organisation, or as Somers and Nelson stated ‘communication is the oil 

that keeps everything working properly’ (2001a: 5). Sedera et al further support the need for 

communication stating that “structured communication and feedback  is one of the most
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important factors for success” (2001: 4). This point is further enhanced by Sarker and Lee 

believing that ES implementation can only be successful if there is open and honest 

communication among stakeholders (2000: 416). Sumner notes that communication should 

cover the scope, objectives, and tasks o f the ES implementation project (1999), wliile Holland et 

al state that communication should include tlie promotion of project teams and the 

advertisement of project progress to the rest o f the organisation (Holland et al, 1999). Finally, 

Al-Mashari et al believe that the ‘communication plan has to detail the rationale for the ES 

implementation, details o f the business process management change, demonstration of 

applicable software modules, briefings of change management strategies and tactics and 

establishment o f contact points’ (2003: 359).

3. Project Management: Project Management activities span the life o f  the project from initiation 

to completion (Somers and Nelson, 2001a). PCraemmergaard and Moller tend to see the role of 

project management as incorporating several CSFs, stating that it involves effective project 

planning, effective change control, business justification, and compatibility o f skills with the skill 

set needed for project requirements (2000: 11). Esteves and Pastor believe that proper 

management of scope is critical to clarify the goals and ensure they run in tandem with the 

overall organisational mission and strategy (2000: 6), otherwise poor project management can 

result in greater costs, extended schedules, and the constant altering of the projects scope 

(Holland et al, 1998). Umble et al also support a clear definition of project objectives in order to 

‘avoid the aU-too-common ‘scope creep’ which can strain an ES budget, jeopardise project 

progress, and complicate project implementation. Instead the project scope must be clearly 

defined at the outset and should identify the modules selected for implementation as well as the 

affected business processes’ (2003: 245). Nah et al found that the role of project management 

was to avoid schedule and budget overruns, forcing the project team to stick to planned events 

and cost targets, while delivering early measures of success to the organisation (2001: 292).

4. End User Training: Inadequate user training and the failure to understand how ES change the 

organisations business processes, frequently appears as a reason for implementation challenges 

and outright project failure (Bingi et al, 1999, Somers and Nelson, 2001a and 2001b, Umble et al, 

2003, and Al-Mashari, 2006). Bingi et al believe that training employees is often a hidden cost 

during project implementation (1999), with Volwer telling us that by reserving 10-15% of the 

budget for training, it gives the organisation an 80% chance o f implementation success (1999: 

34). Similarly, Umble et al state that ‘training is probably one o f the most widely recognised 

critical success factors, because user understanding and buy-in is essential’ (2003: 246). Stefanou
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points out that user training assists in overcoming organisational fear, fear associated with the 

loss of job security, prestige and general fear o f organisational change (1999: 801).

5. Business Process Reengineering (BPR): An ES package on its own cannot improve

organisational performance unless the organisation aligns its core business processes to the 

system (Bingi et al, 1999, Robey et al, 2000, Kraemmergaard and Moller, 2000, Koch, 2001a, Nah 

et al, 2001, and Al-Mashari et al, 2006). One way of aligning the organisations to the new system 

is by re-engineering or redesigning the business processes, or as Davenport and Short stated, 

through ‘business process re-engineering’ (BPR) (Davenport and Short, 1990). According to 

Hammer and Champy, BPR is defined as “the fundamental rethinking and radical redesign of 

business processes to achieve dramatic improvements in critical, contemporary measures of 

performance, such as cost, quality, service and speed” (1993: 32).

BPR, therefore, allows organisations to align with ES by customising the company’s business 

process needs to the technology. Boudreau and Robey, however, argue with the core pnnciple 

of radical change within the BPR process, namely with the assumption that new processes 

should be designed ‘from scratch’ using a clean slate. They believe that this is not possible 

because new processes need to be implemented in real organisations that have histories (1996). 

The authors state, in fact, that information systems can often act as a prime disabler o f process 

design. The new ES package, for example, is brought in to integrate legacy systems and business 

processes up and down the organisation. However, building new business processes into the 

system can prove difficult to change at a later stage, and in this way new business processes and 

the new system can become a disabler for further organisational change (Boudreau and Robey, 

1996).

Much o f the ES literature, points to the importance of moulding or ‘fitting’ the organisations 

business processes to the new system (Bingi et al, 1999, and Somers and Nelson, 2001a, Nah et 

al, 2001, and Al-Mashari et al, 2003). Somers and Nelson, for example, note that ‘to achieve the 

greatest benefits provided by an ES system, it is imperative that the business processes are 

aligned with the new system. Both the reengineering literature and the ES literature suggest that 

an ES alone cannot improve organisational performance unless the organisation restructures its 

business processes’ (2001a: 4). vy-Mashari et al believe that such an alignment can best be 

achieved by conducting an ‘exhaustive analysis of current business processes to identify potential 

chances of reengineering, rather than designing an application system that makes only the best of 

bad processes (2003: 359).
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6. Change Management: ES introduce large-scale change that can cause resistance, confusion,

redundancies, and errors (Somers and Nelson, 2001a: 5). With respect to a SAP R /3 

implementation, Al-Mashari sees change management as involving all human, social-related and 

cultural change techniques needed by management to ease the transition to and minimise 

organisational resistance of the new R /3 environment (2000a: 977). Within the ES literature, 

change management is recognised as an imperative for successful project implementation 

(Brown and Vessey, 1999, Aladwani, 2001, Esteves and Pastor, 2001, and Umble et al, 2003). 

According to Brown and Vessey pre-planned communications and training are vital considering 

the amount of organisational learning associated with the implementauon o f an ES system (1999: 

412). Al-Mashari believes that effective communication, revising reward and motivation systems, 

empowerment, human involvement, training and education, creating an effective culture for 

organisational change, and stimulating the organisation’s receptiveness to change as the core 

elements necessary for a successful change management strategy (1999). Kxaemmergaard and 

MoUer support these change elements and believes that an ES project can typically come across 

three types of organisational resistance, these include ‘traditional resistance’ where change occurs 

to individual jobs, ‘intellectual resistance’ where employees do not understand the integration 

within the system and the importance o f their own use o f the system in regard to others, and 

fmally ‘cultural and political’ resistance which is rooted deep in the company (2000, 13).

Concerning the implementation of an ES, Boudreau and Robey note that these systems are not 

deterministic technologies, i.e. because they span the organisation, changes cannot be known in 

advance, which invariably means that the management o f change becomes increasingly more 

difficult to plan (1999). Instead Boudreau and Robey argue that the changes are the result o f the 

interaction between the system and the organisation, and not the result o f  technical features and 

the actors’ intentional effort to reach certain goals (1999). To this end researchers have sought 

methods for increasing the effectiveness of managing change for ES implementations. 

Aladwani, for example, proposes an integrated process-oriented framework, consisting of three 

phases, to assist with the challenge of employee resistance and managing ES change in the 

organisation. The first phase, the ‘knowledge formulation phase’, evaluates the attitudes of 

individual users and influential groups, the second phase, the ‘strategy implementation phase’, 

uses this knowledge to set up strategies that can best overcome resistance, while the third phase, 

the ‘status evaluation phase’, monitors and evaluates change management strategies for ES 

implementation (2001, 269-272).
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Similarly, Umble et al state that ‘ES implementations may trigger profound changes in corporate 

culture and if people are not properly prepared for imminent changes, then denial, resistance, 

and chaos will be predictable consequences o f the changes created by system implementation’ 

(2003; 245). Perhaps, the importance of change management is best summarised by Guha, who 

stated ‘any significant business process change requires a strategic initiative where top 

management act as leaders in defining and communicating a vision of change. The 

organisational environment, with ready culture, a wiUingness to share knowledge, balanced 

network relationships, and a capacity to learn, should facilitate the implementation process’ 

(1997, cited in Ash and Burn, 2000: 5).

7. Project Champion: The project champion plays a vital part in driving the project forward 

(Smyth, 2001, and Akkermans and van Helden, 2002). According to Brown and Vessey, the 

champion often plays a fundamental role in change management efforts throughout the projects 

Ufe-cycle (1999: 411). Sumner believes that this person should be a business leader in order to 

offer the project a constant business perspective, where the project champion is constantly 

marketing the project throughout the organisation, gaining renewed interest for it at all times 

(2000: 323). Sedera et al see the project champion as ‘the existence of a high level sponsor who 

has the power to steer the project, by setting goals and legitimate changes for the organisation’ 

(2001: 6), while Nah et al state that ‘project sponsor commitment is cnucal to dnve consensus 

and to oversee the entire life cycle o f implementation’ (2001: 292).

8. Project Team competence: Davenport talks about how it is the goal of the ES project team to 

promote the project but also to transfer the skills and knowledge they have to other users 

throughout the organisation (2000a). WiUcocks and Sykes believe that successful ES 

implementation requires a balanced multifunctional team that is composed o f members with a 

variety of skills from different areas (2000). The project team should have access to an individual 

who is a ‘business analyst’ (Sumner, 1999: 234), possessing knowledge of the business and the 

technology. Davenport believes that this individual should come from the business realm but 

have a strong grounding in technology, hence they wiU be able to transfer their knowledge to aU 

users, and perhaps more importantly to top management and project investors (2000a). In 

another study, Sumner found that instead of 200 programmers with average skills, 20 ‘business 

analysts’ who have specialised expertise, the ability to learn quickly, and effective communication 

abilities, to be much more productive for the implementation process (2000: 323). Wee states 

that a cross-functional project team is required (2000), where ‘the team should have a mix of 

consultants and internal staff where the internal staff can develop the necessary technical skills
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for design and implementation’ (Nah et al, 2001: 289). Project team competence is, therefore, a 

crucial element for ensuring ES implementation success.

9. Defining the architecture: While successful ES implementation is often determined by business 

and organisational changes, architecture choices also deserve thorough consideration (Somers 

and Nelson, 2001a: 4). According to Esteves and Pastor previous legacy systems, which 

encapsulate the existing business processes, organisation structure, culture and information 

systems, should have an influence in determining the new systems architecture (2000: 8). 

Architectural concerns should include centralisation or decentralisation, i.e. mainframe or 

client/server, compatibility o f existing tools within the enterprise with the new ES software, i.e. 

vanilla or customised installation, and identification o f bolt-ons, i.e. linking the value chain at the 

front (CRM) and back (SCM) ends and the need for web-based tools (Somers and Nelson, 

2001a, Callaway, 2000, Norris et al, 2000). However, Sumner warns o f ‘technological 

botdenecks’ in building bridges between legacy systems and the new ES software, with 

significant costs and time delays added to project implementation. It is, therefore, important for 

top management and the project management team to consider these points themselves and not 

allow ES vendors dictate architectural hypothesis to them (2000: 324).

10. Clear goals and obiectives: According to Somers and Nelson the initial phase of any project 

should begin with a conceptualisation of the goals and possible ways to accomplish the projects 

objectives (2001a: 5). In order for the ES implementation to have any chance of success, a clear 

and concise strategy outlining project scope, time and costs is imperative (Davenport, 2000a, Al- 

Mashari, 2000a). Attention to these factors allows the project implementation team to get on 

with the task at hand, while top management are able to set aside particular resources required 

for the project. Umble et al believe that ‘there must be clear definitions o f goals, expectations, 

and deliverables, in order to get organisational buy-in’ (2003: 245). A clear strategy from the 

outset allows the organisation to understand the value o f the new system, outlining how the 

company wiU support and integrate the ES vision across the enterprise (Kjraemmergaard and 

MoUer, 2000: 16).

11. Careful ES selection: Choosing the right ES packaged software that best matches the

organisational information needs and processes is critical to ensure minimal modification and 

successful implementation and use (fanson and Subramanian (1996) cited in Somers and Nelson, 

2001a: 3). Davenport informs us that companies often fail to consider whether the system they 

are evaluating wiU match their overaD business strategy (1998). Al-Mashari et al suggest several
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practices to ensure a successful ES selection process, ‘including staying on schedule, including 

human resource representatives in the assessment of IS capabilities, not allowing vendors to 

drive the presentations o f demos, entering product presentations with a clear agenda and 

communicate that agenda to the providers, building test scenarios that represent current and 

future processes, documenting assumptions about what the ES system will accomplish, recording 

al conclusions reached about each vendor and system, respecting dissenting options, resisting the 

temptation to rank candidates, eliminating clear losers immediately, using experiences 

negotiators, and maintaining sight o f original plans’ (2003; 359). Poor selection of an ES package 

may result in the organisation buying into a system that does not fit with the company’s strategic 

goals or business processes.

12. Minimal customisation: According to Kraemmergaard and MoUer, when implementing an ES 

package there are two important decisions to be made. Firsdy, the company has to decide 

whether or not to accept the process assumpdons embedded in the software and secondly the 

company has to decide whether or not to standardise these processes (2000: 16). Much o f the 

ES implementation literature is of the belief that “thou shalt not change SAP” (Parr and Shanks, 

2000a: 7), preferring instead to re-engineer business processes to ‘fit’ the package, rather than try 

and modify the software to ‘fit’ the organisation (Sumner, 1999; 234). This process is referred to 

as ‘varuUa’ implementation (Parr and Shanks, 2000b; 299), where the software package is adopted 

by the client organisation as is. Kraemmergaard and MoUer inform us that once 

implementations start customising their ES packages, it can result in the dilution of one of the 

core benefits of an ES system, i.e. its potential to integrate throughout the organisation (2000: 

17).

ES customisation is, therefore, a double-edged sword. In customising the package, the 

organisation may increase costs and reduce system integration (Bingi et al, 1999, Davenport 

2000a), while if the company leaves the package as is, then problems may anse if the ‘best 

practices’ defined in the system do not fit the organisations own business processes or corporate 

strategy (Kraemmergaard and MoUer, 2000). Another challenge facing ES implementations is 

centred on the systems standardisation of business processes across all industries. Davenport 

argues that if aU companies in the same industry implement the same system, the question to ask 

then is how long wiU it take before the company undermines its own sources of differentiation 

and competitive advantage in the market place (1998). An accepted solution to the 

‘customisation’ dilemma is to customise only specific modules of the ES package, thus allowing 

the organisation to ‘fit’ their business processes to the system (Davenport, 2000a, Parr, 2000b).

98



13. Vendor/Cu.stomer Partnersliips: Another vital success factor is the need for a strong 

vendor/custom er partnership, or ‘trust between partners’ as Esteves and Pastor call it (2001: 

1023). According to Stefanou, even if ES’s are functional from a technological perspective, trust 

is needed, as information sharing is largely a cultural and not a technological issue (1999). The 

authors state, “the willingness to share information inside a company and between different 

companies requires trust between the partners (employees, managers, corporations, and vendors) 

and is a key factor in implementing ES successfully across the supply chain” (1999: 801). Somers 

and Nelson believe that the relationship between the two should be “strategic in nature with the 

ES provider enhancing an organisation’s competitiveness and efficiency” (2001a: 3). Bingi et al 

believe that it is important at the pre-installation phase that management consider the vendors’ 

previous market focus, track record, future visions, and strategic aUiances, so that the best match 

between vendor and customer is met (1999).

14. Data analysis and conversion: A fundamental element of any ES is the availability and timeliness 

o f accurate data (Somers and Nelson, 2001a). Umble et al inform us that ‘data accuracy is 

absolutely required for an ES to function properly. Because o f the integrated nature o f ES, if 

someone enters wrong data the mistake can have a negative domino effect throughout the entire 

enterpnse’ (2003: 246). Therefore, finding the relevant data and then turning it into information 

or knowledge that wiU enable users to make better decisions and choices can be the real 

challenge. According to Davenport there has been Htde research conducted in tins area, even 

though it is perhaps one o f the most important themes for an ES implementation (2000a: 221). 

In order to successfully convert data to knowledge, integration must occur, i.e. the system must 

be integrated enough, both vertically and horizontally, throughout the organisation in order to 

pick up all relevant data and in turn convert it into knowledge. According to Pan et al, 

“knowledge integration does not happen automaticaOy as tlie implementation o f ES is not 

merely a technological task influenced by users’ perceived usefulness, but a cross-functional 

knowledge integration process structurally enabled by the establishment and maintenance of 

knowledge-based social relationships intra- and inter-organisationaUy” (2001: 326). In other 

words, to convert data into knowledge it is vital that the new system has adequate reach 

throughout the organisation, i.e. across the company’s value chain (Davenport, 1998).

15. Use of consultants: Many organisations employ external consultants during the implementation 

process. Esteves and Pastor believe that the usage o f external consultants wiU depend upon the 

internal knowledge that the organisation has regarding the new system (2000: 7). Consultants 

offer external knowledge on previous projects they have worked upon, and can assist in training
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internal system users with such know-how (Davenport, 2000a; 130). However, care must be 

taken when hiring consultants, the organisation and top management must know why these 

consultants are required and where best to employ them throughout the implementation process, 

otherwise ‘for every pound spent on ES software licences, companies could spend a further 5 to 

7 pounds on related services, mainly consultancy’ (Adam and O ’ Doherty, 2000: 1). Tins point is 

further supported by Caldas and Wood, who found from their research that while 91% of the 

companies surveyed hired external consultants dunng the ES implementation process, only 47% 

o f all respondents claimed that the consulting firm was operative and influential during the 

implementation process, while only 23% cited that the consultants had the necessary skills and 

expenence relevant for project implementation (1999: 8). To this end, Al-Mashaxi et al suggest 

that the organisation needs to manage its relationship with consultants, by ‘establishing a 

knowledge transfer mechanism where the consultants role is clearly defined and their skQls and 

expertise are acquired and transferred adequately’ (2003: 360).

16. Dedicated Resources: Dedicating the proper amount of resources is also vital to ES project 

success. Dong believes that top management commitment to resources is vital, where the role of 

top management is to ensure proper resources are allocated throughout project implementation 

(2001: 245). According to Somers and Nelson, proper allocation o f resources allows critical ES 

benefits to be realised, thus affording greater project attention and time for implementation 

(2001a: 5). Similarly, Al-Mashari et al believe that ‘adequate resourcing is crucial for an ES 

project’ (2003: 257), while Bingi et al see the ‘dedication o f proper resources as an imperative to 

ensure success’ (1999), with Umble et al highlighting the importance for management to 

‘understand and support ES costs’ (2003: 245).

17. Interdepartmental cooperation: Stefanou believes that a key factor for the successful

implementation of an ES package requires a corporate culture that emphasises the value of 

sharing common goals over individual pursuits and the value of trust between partners, 

employees, managers, and corporations (1999: 801). The very essence o f the ES system is to be 

cross-functional and often even cross-enterprise-wide, therefore in order for the system to be 

successful it will need the cooperation and involvement of everyone throughout the value chain 

(Somers and Nelson, 2001a). Such cooperation is often referred to as trust, where departments 

and functional areas need to partner with one another in order for the ES implementation to 

gain an enterprise-wide perspective (Davenport, 2000a). WHlcocks and Sykes highlight this point 

stating that without strong coordination of effort and goals across business and IS personnel, the 

ES potential will be difficult to realise (2000).
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18. Education on new business processes: Gaining support throughout the organisation for the 

implementation o f a new ES package is absolutely imperative in achieving successful 

implementation (Davenport, 2000a, Norris et al, 2000). To this end, education on new business 

processes is vital in order to ensure the new changes and reengineering are understood and 

accepted (Somers and Nelson, 2001a: 5). Umble et al further this point in stating, ‘ES 

implementation requires a critical mass of knowledge to enable people to solve problems within 

the framework o f the system. If the employees do not understand how a system works, they wiU 

invent their own process using those parts o f the system they are able to manipulate’ (2003: 246). 

Such an approach would invariably result in poor uptake in the new system. By educating 

perspective users, larger questions pertaining to system changes, job changes, and organisational 

changes can be addressed.

19. Ongoing vendor support: It is critical for the implementing organisation to align itself with an 

excellent vendor from the outset, as the nature of the ES package is to constantly need continued 

support and configuration. New business processes wiU come on stream, new partnerships will 

be formed, with change a constant for organisations competing within a global environment 

(Davenport, 2000a). Hence it is imperative to find a vendor that will fit with the organisations 

portfolio and future change practices. Also good vendor support represents extended technical 

assistance, emergency maintenance, updates and special user training (Somers and Nelson, 2001a: 

5).

20. Use o f Vendor’s tools: According to many studies on ES success factors, rapid implementation 

technologies and programs provided by the vendors can reduce the cost and time of deplo}ing 

these systems (Norris et al, 2000, Al-Mashari, 2000a, and Somers and Nelson, 2001a). However, 

as Kraemmergaard and MoUer purports one o f the central problems associated with ES packages 

is “the software itself’ (2000: 16). Rapid system implementation may help reduce the risk of 

failure, project costs and implementation time, however “the software is loaded with features 

which people tend to use even though those features may not be helpful in moving the company 

towards profitability, high quality, and efficiency” (Kraemmergaard & Moller, 2000: 16). Esteves 

and Pastor also warn about the introduction of systems that are wrong for the organisation, 

stating that with systems Uke SAP, more than 8,000 tables must be parameterised, it is therefore 

important that the software is configured once the organisation decides the business 

requirements (2001: 1024). Davenport also highlights the value in rapid ES implementations, 

where vendors are able to adapt business process model templates to industry specific practices
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(2000a). However, once again he emphasises the need for proper vendor configuration and 

alignment with the needs of the organisation.

21. Management o f Expectations: Somers and Nelson (2001a) found that the management o f ES 

expectations was another important CSF for ES implementations. Often company expectations 

are far greater, or even sometimes far less, than what is realistically possible from the ES 

implementation. It is vital therefore that the vendor does not ‘oversell’ the system to the 

organisation and its users, while it is equally important for management to keep realism part of 

the overall implementation strategy. Davenport believes that it is the role of senior management 

to portray positive expectations from the new ES software, but to be sensitive to the needs of 

eventual users (2000a).

22. Steering Committee: For ES implementations to succeed it is vital to have a core group of 

‘superusers’ (Davenport, 2000a, Somers and Nelson, 2001a). These are typically middle-level 

emploj'ees or managers from the business functions or departments that wiU be affected by the 

ES project. Their role during implementation is to determine how the system wiU affect their 

particular part of the organisation, recommend system configuration and design details, serve as 

tjfpical users during testing, and train others who have jobs similar to their own (Davenport, 

2000a: 186). A steering committee, comprised o f such superusers, assists top management to 

directiy monitor progress and adjust any challenges that may arise before they become 

organisational-wide. Somers and Nelson believe that ‘a steering committee enables senior 

management to direcdy monitor the project team’s decision making process’ (2001a: 4).

3.6 T o w a r d s  a  D e e p e r  U n d e r s t a n d i n g :

These success factors allow organisations to overcome many o f the challenges and risks posed by ES 

implementations. Organisations can schedule m factors that must occur during implementation, 

hence alleviating the risk of failure. Sumner, in the figure below, highlights the main risks associated 

with ES implementation. Such risks correspond to the CSF’s listed above. Without proper attention 

to these critical factors, many ES implementations can become high-risk ventures.
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Figure 3.7: Summary o f the risk factors in ES projects (Sumner, 2000)
Risk Categon’_________________ Risk Factor__________________________ Unique to ES
Organisational Fit Failure to redesign business processes Yes

Failure to follow an enterprise-wide design Yes
which supports data integration 

SkiU Mix Insufficient training and reskiUing Yes
Insufficient internal expertise Yes
Lack of business analysts with business and Yes
technology knowledge
Failure to mix intemal and external expertise Yes
effectively
Lack o f abiUty to recruit and retain qualified ES 
Systems developers 

Management Structure Lack of senior management support
and Strategy Lack o f proper management control structure

Lack o f a champion 
Ineffective communications 

Software systems design Failure to adhere to standardised specifications Yes
which the software supports
Lack o f integration Yes

User Participation and Training Insufficient training to end-users
Ineffective communications
Lack of full-time commitment of customers to project 
management and project activities 
Lack of sensitivity to user resistance 
Failure to emphasise reporting 

Technology planning/ Inability to avoid technological botdenecks
Integration___________________Attempting to build bridges to legacy applications_________Yes

Yet, despite interest in listing CSFs for ES implementations, Robey et al note that ‘these research 

studies, which focus on critical success factors, are not embedded in rich conceptual or theoretical 

frameworks. Neglecting theory is a serious omission because there is litde general explanation of 

why the factors identified are critical to success’ (2000: 8). In other words, much of the research on 

CSFs, has focused on ‘describing factors that are important for implementation, but have failed to 

develop an explanation as to what these factors are or how they are enacted’ (Robey et al, 2000: 10). 

Similarly, K n g  and Burgess note that ‘many CSF studies conclude with a list o f factors but provide 

Utde further guidance’ (2006: 59). Aladwani furthers tliis point stating, ‘although critical success 

factor research is valuable for advancing our understanding of ES implementation success, it adopts a 

rather static view, which limits its adequacy in explaining the dynamics o f the implementation 

process’ (2001: 267). Similarly, other studies support Robey et al’s (2000) suggestions, calling for 

deeper inquiry into ES implementation issues (Lorenzo, 2001, Themistocleous and Irani, 2001, and 

Pan and Newell, 2001). Markus, for example, makes a call for deeper and richer ES research (2002), 

while Davenport notes that much of the ES research, because of the length of time required to 

implement these systems, is still limited to providing descriptions for the field (2000a).
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Consequently, in terms of understanding ‘how top management support ES implementation’, the ES 

literature remains at a ‘descriptive’ level, ‘failing to develop a clear explanation’ (P.obej’ et al, 2000: 10) 

of the topic. This is similar to the IS management literature, where top management support lacked 

an empirical understanding. To recap, the IS management literature identifies a number of 

approaches to top management support, these include sharing a vision, building a coalidon, 

maintaining a positive attitude, running a steering committee, communicating the initiative to the 

organisation, providing resources, and aligning the IS strategy to the corporate strategy. Similarly, 

critical success factors reveal that ES initiatives require adequate project resources (Brown and 

Vessey, 1999, Rosemann et al, 2001), organisational receptivity for the project (CorreU, 1994, Dong, 

2000, Esteves and Pastor, 2001), an ES vision that is shared throughout the organisation (Willcocks 

and Sykes, 2000, Stewart et al, 2000, Nah et al, 2001, Koch, 2001a,), communication o f project 

benefits to the organisation (Somers and Nelson, 2001a, Soliman et al, 2001), project goals and 

objectives that are aligned with the corporate strategy (Bingi et al, 1999, Sumner, 1999, Al-Mashari et 

al, 2006), selection of a suitable ES vendor (Al-Mashan et al, 2003), ensure project is a top priority 

(Wee, 2000, Esteves and Pastor, 2001), and a steering committee to assist with project 

implementation (Umble et al, 2003).

However, an empirical understanding of ‘how top management support ES implementation’ is 

lacking within the literature. Despite the importance of top management support, studies describe 

what top management ‘should’ be doing, but fail to explain ‘how’ support is actually provided. 

Examples from the literature reveal that top management support is critical because it entails 

‘visionary leadership’ (Stewart et al, 2000: 970), top level ‘commitment’ (Sarker and Lee, 2000), 

‘sponsorship’ (Rosemann et al, 2001), ‘championship’ (Umble et al, 2003), and the effective 

management o f risk’ (Al-Mashari, 1999).

This lack of empirical depth within the ES Uterature may be attributed to the relative novelty of ES 

inquiry, or perhaps an over-emphasis on CSF descriptions rather than sound empirical explanations. 

As Gerald and Carroll noted, ‘a clear explanation of exactiy what would constitute top management 

support is absent in the ES literature’ (2003: 5), or as Wang et al, stated, ‘key ES implementation

factors, such as top management support  have only been broadly discussed in the literature’

(2005: 173). As a result, there is a lack o f understanding within the ES literature as to ‘how top 

management support ES implementation’. As illustrated in chapter two, this lack o f clarity is 

similarly evident within the IS management literature. Despite constant reference to the importance 

of top management support within the Hteramre, the concept remains opaque and poorly
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understood. Therefore, further investigation is required. As a result, this investigation now  seeks to 

explore ‘how top management support ES im plem entation’.

3.7 C o n c l u s io n

A primar}' part o f  the evolution o f  inform adon systems reveals that integration has been a central 

theme. G reater organisational demands and an escalation in technical power have driven 

inform ation systems to constandy evolve and assimilate. In the early 1990s enterprise systems 

emerged to deliver widespread integration throughout the organisation. Since then, these systems 

have continued to evolve, not only promising enterprise-wide integration but also inter-enterprise 

harmonisation. By 2010 the ES market is expected to be w orth €150 billion. However, distinct 

challenges face these systems, with the case Literature and empirical studies revealing significant 

project failures. In particular, top management support was identified as the m ost im portant cntical 

factor for ensuring ES implementation success. As the IS management Literature remained partial 

and fragmented in its understanding o f  top management support, a review o f the ES Literature was 

expected to clarify and explain the topic. However, empincal evidence remains sparse within the ES 

Literature, with continued caLls for greater empirical understanding o f  ‘how top management support 

ES implementation’. Consequentiy, this investigation now seeks to explore this question. As this is 

an exploratory study, the investigator sought to build a ‘grounded’ understanding for the research 

topic. The following chapter will discuss the emergence and nature o f  a grounded theory 

methodology.
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C h a p t e r  4



C h a p t e r  4 -T h e  N a t u r e  o f  G r o u n d e d  T h e o r y

'I f  the artist does not perfect a new vision in his way of 

doings he acts mechanically and repeats some old model

fixed like a blueprint in his mind" (Dewey, 1934: 50).

4.1 INTRODUCTION:

A preliminary review o f the Hterature revealed a lack o f understanding as to ‘how top management 

support ES implementation’. Consequendy, a study that would hoUstically explore tliis topic was

required. Exploratory research aims to buHd theory where Htde is already known. However, before

conducting an empirical inquiry it is firsdy important to understand the nature o f reality and how the 

investigator interacts with the world around them. This relationship with reality is separated along a 

paradigm continuum, which is positivistic at one end and interpretivist at the other. As this study 

seeks to ‘explore’, or build theory, the investigator adopts an interpretivist worldview. This 

worldview, in turn, shapes the methodological approach adopted by the investigation. In conducting 

this study a grounded theory methodology (GTKl) was chosen. GTNi is suited to study’s that seek to 

explore or interpret the research question. For this study, GTM assists in answering ‘how top 

management support the implementation of enterpnse systems’.

Figure 4.1 below provides a map that outlines chapter organisation and structure. In the figure, the 

numbers underlined within each box indicate the section in this chapter that discusses each question m detail 

The figure is comprised of five questions which assist in structuring each chapter section. Section 4.2 

starts with asking ''why' we need to understand the nature o f empirical inquiry. The ontological and 

epistemological issues o f empirical inquiry are considered. This is also followed by reviewing both 

the ‘positivistic’ and ‘interpretivist’ worldviews. Section 4.3 asks 'what interpretivism is. As this 

study is exploratory by nature, the study seeks to ‘interpret’ reality as opposed to test reality 

(positivism), therefore the investigator adopts an interpretivist approach to inquiry. This section also 

focuses on conducting interpretivist inquiry within the IS field. Section 4.4 looks at ‘which’ 

methodology this study should use. A number of methodologies are discussed, before justifying the 

choice of GTM. Section 4.5 focuses on ‘hou/ GTM is applied in practice. This section discusses the 

steps involved in conducting a GTM inquir)'. Finally, section 4.6 addresses the ‘so what’ question, 

focusing on the significance o f this inquiry. This section highlights the lack o f understanding for this 

topic and the need for an exploratory investigation.
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W hat? 4 3

•  Explaining 
‘Interpretivist’ 
Inquiry

Why? 4.2 Which? M
• Nature of How? 4 ^ •  Choosing an

Empirical Inquiry ------► • Application of GTM ^--------- Investigative
Approach

So What? 4^

Fig. 4.1 Organisation and structure of Chapter 4 

4.2 T h e  N a t u r e  o f  E m p i r i c a l  I n q u i r y ;

This section will outline the nature o f  empirical inquiry. Essentially, this involves an understanding 

o f ‘reality’ and its relationship with the investigator, which is discussed in the ontology and 

epistemology section below. The philosophy o f  empirical inquiry is divided between two polar 

paradigms, i.e. positivism and interpretivism respectively. The philosophical nature o f  an empirical 

inquir)' wiE, in turn, influence the approaches and strategies (see Fig. 4.2 below) taken by the 

investigator.

Ontology & Epistemology:

This section explores the nature and meaning o f  ontology and epistemology and their impacts on the 

methodological choices taken. Essentially, ontology describes the reality, while epistemology is the 

relationship between reality and the investigator, with the methodology being the technique used to 

discover such reality (Perry et al, 1999). Hirschheim (2002) provides an historical overview o f the 

relationship between the investigator and reality since the 17* century, i.e. an explanation o f the 

epistemological status o f  science. In effect, two epistemological paradigms have preoccupied
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scientists’ view o f realit}', i.e. the positivist and interpretivist perspectives. Briefly explained, the 

positivist perspective is based on die ontological assumption that there exists an objective social 

reality that can be studied independentiy o f  the action o f  the hum an actors in this reality. ‘The 

epistemological assumption following from this is that there exist unidirectional 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, the interpretivist perspective is based 

upon the ontological assum ption 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, the focus is to understand the actors’ 

view o f  their social world (Kliazanchi and Munkvold, 2000: 34).

W ithin the social sciences, the debate between paradigms has raged vigorously since the 1960s (Miles 

and Huberm an, 1994). Indeed, many social science investigators, particularly within business, have 

highlighted this ‘dilemma o f  choice’ (Lincoln and Guba, 1985; Creswell, 1994). As these differing 

paradigms determine both  the nature o f  reality, i.e. the theoretical outcomes, and the m ethods 

deployed to develop such explanations o f reality, there is a need to examine the fundamental 

pnnciples underlying the different ontological positions in order to assist the investigation in 

choosing a research methodolog}'. Figure 4.2 below provides an overview o f the research process, 

which is described in greater detail throughout this chapter. The investigator’s perception o f  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 wiU pursue 

either a deductive, which is based on hypothetical logic, or inductive approach, which calls for fuU 

immersion in the field o f  research. The approach to inquiry will also shape what research strategy is 

chosen. For example, deductive inquiry employs experiment or survey strategies while inductive 

investigation uses m ore exploratory tools, i.e. grounded theory or action research. Once again, both 

deductive and inductive strategies are more favourable with investigations that seek to conduct cross 

sectional and longitudinal inquines respectively. Finally, in terms o f  the application o f 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.
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Fig. 4.2-The Research Process ‘O nion’, (Saunders et al, 2000).

Positivism  versus Interpretivism

The different theoretical viewpoints that exist have created a myriad of research methodology 

practices (Brewer and Hunter, 1989), o f which positivism and interpretivism represent polar 

opposites o f the social sciences philosophical spectrum (Saunders et al, 2000). In order to explain 

the epistemological nature of inquiry, both o f these paradigms are now discussed further.

Positivism':

According to Bailey, the positivist approach is based upon the belief that "socialphenomena are orderly 

and can be generalised, where that phenomena adheres to underlying social laws, just as physical phenomena follow 

physical laws" (1994; 8-9). The positivist approach is based on the works o f Durkheim, who believed

' Regularly referred to as Quantitative Research
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that there was little difference between ph3̂ sical and natural science and social science except for die 

subject matter in question, or being researched. (Bailey, 1994) This point is once again reiterated by 

Gill and Johnson (1991), who believe that Durklieim’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 methods- to collect the 

research data.

From Table 4.1 below, Easterby et al, (1991) have categorised the main strengths and weaknesses 

associated with the positivist approach as a tool for conducting research.

T able 4.1 Positivist Paradigm: Strengths and W eaknesses.

Strengths of Positivist Paradigm Weaknesses of Positivist Paradigm

1. Can be fast and economical 1. Methods tend to be inflexible and artificial

2. Provide wide coverage of a range of 2. Not very effective in understanding

situations processes or the significance people attach to

actions

3. May be of considerable relevance to policy 3. Because they focus on what is, this makes it

decisions (especially when statistics are difficult for policy makers to infer what

aggregated from large samples) future changes and actions should take place

4. Not very helpful in generating theories

Source: Easterby et al (1991: 32)

From the strengths above, it is clear that quantitative research methodologies ‘can be fast and 

economical’. Fast in the sense that the researcher does not have to use observation or participation 

research methods with the quantitative process, and economical in the sense that both questionnaires 

and survey can be less expensive than other forms of research practices, e.g. interviews, case studies 

etc. The second and third advantages of positivist research focus on the range of coverage afforded 

by quantitative research practices, and its overall relevance to policy decisions. This concept is 

supported by Mosner and Kalton (1985) who believe that quantitative research allows the researcher, 

by sampling a small percentage of the overall population, to make research generalisations for the 

entire population.

- Q uestionnaires and survey instrum ents
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Positivist weaknesses include lack o f  flexibility, ardficiality, and the inability to support researchers 

who need to understand system processes or the significance people attach to certain actions or 

procedures (Easterby et al, 1991). As is also illustrated in table 4.1 above, quantitative research 

restricts the developm ent and generation o f theories, wliile its relevance to immediate data also make 

It difficult for researchers to make future predictions or assumptions with regard to their research 

data.

The positivist approach takes the logical and systematic philosophies o f  the physical and natural 

sciences, and applies a similar research methodology approach to the human or social sciences 

(Bailey, 1994). It does not accept that social sciences can often be systemic by nature, needing a 

more qualitative approach to inquiry. This idea is supported by Burrel and Morgan (1979), Brewer 

and H unt (1989) and GiU and Johnson  (1991), who believe that the positivist approach can often be 

too theoretical and data driven, thus failing to comprehend the relevance o f  hum an subjectivity and 

social sciences’ differentiation from  the other sciences.

Interpredvism^:

According to Easterby et al, interpretivism arose in reacdon to the application o f  positivism to the 

social sciences (1991). 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).

Under the interpretevist approach, the researcher believes diat objective knowledge, or human 

knowledge and experiences, is no t available from positivist research and therefore a m ore subjective 

experience o f the research participants m ust be employed. Under the umbrella o f  interpretevist 

qualitative research, this field o f  sociological science has also been referred to as social constructionalism 

(Berger and Luckman, 1966), interpretive sociolog (Habermas, 1970), naturalism (Guba, 1981), 

phenomenology (Bodgan and Taylor, 1975), and qualitative research methodologies (Taylor and Bodgan, 

1984).

The basic tenets 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 (GiU and Johnson, 1991). For Guba (1981) the interpretevist

 ̂Also referred to as Qualitative Research



research approach is almost ‘non-scientific’ and non-quanrifiable by nature, allowing the researcher to 

use a methodology that will address research issues o f  a subjective nature. Interpretevists believe that 

humans, in direct contrast to the positivist approach, attach meaning to surrounding events and 

therefore we select courses o f  action that can be reflected in the research data (GiU and Johnson, 

1991). In other words, interpretevists apply an ‘inductive’ research methodology, which means that 

for the researcher to fully understand social phenomena, then they m ust become fully immersed in 

their field o f  research, w hether this is casual participation or interviewing, full involvement is 

necessary in order to acquire a m ore ‘valid’ and ‘reliable’ research understanding. This philosophy 

runs in direct contrast to the positivist o r ‘deductive’ approach, w here social research phenom ena are 

judged to be o f  like nature to the physical and natural sciences, thus a quantitative structured research 

methodology is able to justify all data collection and analysis processes.

According to Bogdan and Taylor "the phenomenologist is concerned with understanding human 

behaviour from the actors own frame o f  reference" (1975: 2). In other words, the phenomenologist 

needs to  examine the unstructured elements o f social phenom ena, elements that are always hidden 

from the positivist research approach. In Table 4.2 below, we see some o f the advantages and 

disadvantages o f  the interpretevist approach.

From  the strengths, we see that interpretivism offers a great ability to look at change over time, and 

to understand quaUtaUve meanings often left unanswered by positivist research. Its ability to offer 

new insights into emerging practices and theories, while providing a m ethod for collecting data that 

appears more natural and ‘hum ane’ than artificial m ethods o f  quantitative research, are also strong 

features associated with the interpretevist approach.

The interpretevist approach also has its disadvantages and drawbacks. These include its burden on 

research resources, for example with data coUecrion both time and financial requirements can go 

over the pre-planned research budget. With qualitative collection, the researcher is often faced with a 

huge task o f  analysing the research data upon collection, for example with interviewing or 

observation. This research approach is known as an ‘unstructured’ open-ended approach. This can 

often be a drawback, as the data relies on interpretation, which often receives criticism for more 

positivistic methodologies (Easterby et al, 1991).
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Table 4.2 Interpretivism Paradigm

Stxengths o f Interpretevist Paradigm Weaknesses of Interpretevist Paradigm

1. Ability to look at change processes over time

2. Ability to understand meanings

3. Ability to adjust to new issues and new ideas 

as they emerge and to contribute to the evolution 

of new theories

4. Provides ways o f gathering data that is seen as 

natural rather than artificial

Source: Easterby et al (1991: 32)

1. Data collection is time consuming and needs 

many resources

2. Analysis and interpretation of data may be 

difficult

3. Difficult to control pace, progress, and end

points o f study, hence often criticised as ‘unudy’

4. Often assigned low credibility by policy 

makers as it relies on ‘interpreting’ the data

Table 4.3 clearly contrasts positivism and interpretivism. It illustrates the research differences 

between positivism and interpretivism, which are important in building a research methodology 

strategy for one’s research question. This research methodology divide or continuum, which 

separates positivism at one end from interpretivism at the other, is categorised by GiU and Johnson 

(1991) as nomethetic on the one hand and ideographic on the other.

Finally, while positivism and interpretivism form polar paradigms o f the philosophical debate, it is 

worth mentioning that realism often acts as a bridge between both epistemologies. Realist researchers 

assume that ‘realism is out there and real but is only imperfecdy and 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, with the application o f methodological techniques, the distinction often 

becomes less clear (Carson et al, 2001). In other words, the lines between both epistemologies often 

become less focused and somewhat blurred. This gives rise to ‘transcendental realists’, who have 

adopted an ontological stance positioned between positivism and interpretivism (Miles and 

Huberman, 1994). Figure 4.2 illustrates the realist epistemology, positioned between the positivist 

and interpretivist domains. The reaUsm epistemology ‘calls for causal explanation and for the 

evidence to show that each entity or event is an instance of ‘explanation’ (MUes and Huberman, 

1994: 5). In other words, realism calls for ‘explaining’ reality rather than interpreting or testing it. It 

differs in terms o f application to both interpretivists and positivist in that multiple techniques can be 

deployed to gather and analyse data. Case-based inquirjf is often considered ideal from a realist 

perspective, in that this philosophy caters for both inductive and deductive approaches to
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investigation. Comparative case studies, wliich draw on the literature, can bring deducted 

conclusions to the fore (Easterby et al, 1991).

T able 4.3 D ifferences B etw een the Positivist and Interpretivists Paradigm s

O ntology
Nature o f Being 
Nature o f the World 
ReaHry

E pistem ology
Grounds of Knowledge

Positivism  Interpretivism
Have direct access to the real No direct access to real world 
world

Single external reality No single external reality

Possible to obtain hard, secure. Understood through ‘perceived’
objective knowledge knowledge

Relationship between reality Research focuses on Research focuses on the specific
and research generalisation and abstraction and concrete

Thought governed by Seeking to understand specific

M ethodology
Focus of Research

Role of Researcher

Techniques
Researcher

used by

hypotheses and stated theories context

Concentrates on description and 
explanation
Detached, External observ'er

Clear distinction between reason 
and feeling
Aim to discover external reality 
rather than creating the object of 
the study
Strive to use rational, consistent,
verbal, logical approach
Seek to maintain clear
distinction between facts and
value judgements
Distinction between science and
personal experience
Look for causality and
fundamental laws
Reduce phenomena to simplest
elements
Formulate hj'potheses and then 
test them
Operationalising concepts so 
that they can be measured

Taking large samples

Concentrates on understanding 
and interpretation 
Researchers want to experience 
what they are studying 
AUow feelings and reason to 
govern actions
Partially create what is studied, 
the meaning o f the phenomena, 
e.g. story-teUing
Use o f pre-understanding is 
important
Distinction between facts and 
value judgements less clear

Accept influence from both 
science and personal experience 
Try to understand what is 
happening
Look at the totality of each 
situation
Develop ideas through induction 
from data
Using multiple methods to 
establish different views on 
phenomena
Small samples investigated in 
depth over time_______

Source: Carson et al (2001: 6)
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With two polar-opposite research pliHosophies, it can be difficult for the researcher to decide wliich 

philosophy to embrace. Both philosophies have theix own strengths and weaknesses, widi opposing 

views on both sides. The clearest method for deciding which methodological approach to take 

depends upon the nature of inquiry, to be more precise, upon the exact nature of the research 

question. As this study seeks to ‘explore’ how top management support ES implementation, an 

interpretivist epistemology is required.

4.3 C h o o s i n g  a  P a r a d ig m - I n t e r p r e t i v i s m :

Before an investigation can be conducted, the investigator must decide on the techniques or tools to 

be applied to gather and analyse data. I'his decision is based upon the nature o f inquiry (or research 

question) under investigation. This investigation focuses on examining an enterprise system within 

an organisational setting. Skok and Legge note that ‘when examining any ES project, the situauon 

becomes complex because o f the variety of associated stakeholders and the inter-relationships 

between them. In such a world o f multiple perspectives and ‘interpretations’, there is a need to 

provide an abstraction of the situadon’ (2002: 74). However, muldple perspectives are not only 

applicable to enterprise systems but indeed to aU mformadon systems. Greatbatch et al, for example, 

note that ‘many of the social processes which surround the implementadon o f computer systems 

over time in real-world settings are not amenable to quantitative (or positivistic) analysis because they 

resist treatment as discrete, static entities’ (2001: 181). However, before focusing on the 

epistemological choice of this investigation, it is also important to recap on the nature o f inquiry 

within the IS field.

Throughout early IS inquiry, many studies relied on positivist approaches for investigation due to the 

focus on functional-level IS applications and systems implementations. The IS arena 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 IS specific 

hj'potheses. In other words, IS researchers believed that by pursuing a rational deductive logical 

method, then this invariably would make their areas o f inquiry, and the IS field, a ‘pure science’ 

(GaUiers and Land, 1987). Therefore, many IS 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 published IS articles, findings revealed that the three primary research

Study conducted on more than 5 years (1983-1988) o f  pubKshed IS literature
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approaches included; surveys (49.1%), laboratory experunents (27.1%), and finally case studies 

(13.5%). Clearly, this finding illustrates the preferred dominance of positivism by IS researchers.

However, such dominance o f  a single research approach Kmits the field o f inquiry and ‘is often not 

sustainable and could actually be misleading’ (GaUiers and Land, 1987: 901). “IS 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 in the latter is likely to be inappropriate in the 

IS field. IS, as we have defined the term, is also an applied discipline, not a pure science. It follows, 

therefore, that if the fruits o f our research fail to be applicable in the real world, then our endeavours 

are relegated to the point o f being irrelevant” (GaUiers and Land, 1987: 901-902). Similarly, 

Orlikowski and Baroudi highlight the difficulty o f a positivist dominance, stating ‘an exclusive view, 

in our opinion, always is only a pardal view, and the dominance o f positivism, by not acknowledging 

the legitimacy o f other research traditions, has limited what aspects of IS phenomena we have 

studied, and how we have studied them. This has implications not only for the development of 

theory and our understanding o f IS phenomena, but also for the practice o f IS work. The findings of 

IS research filter into the practitioner community and are used as prescripfions for action. Restricted 

research, thus, has far-reaching consequences’ (1991: 7).

As a result, the dominance o f positivism in IS mquiry has receded over the past number of years. 

This trend has been evident since the early 1990s, when information systems became more associated 

with attaining organisational competitive advantages, which focused researchers to review IS from 

organisational and social perspecfives. In other words, there was a gradual sliift away from the 

techno-centric view and a move to the organisational and socio-centric view of information systems 

inquiry. In fact, this shift has been particularly evident with the emergence of enterprise systems. 

These systems require a holistic approach to inquiry, which as already mentioned (see chapter 2), fits 

with the hybrid nature o f the IS field, where IS has roots in organisational science, management 

science, and computer science. IS researchers, therefore, can no longer view the field from a techno- 

centnc perspective only, but instead realise that information systems inquiry requires a socio- 

technical understanding (OrUkowski and Baroudi, 1991).

Indeed, this perspective has contnbuted to the elevation of interpretive IS inquir}' and the emergence 

of a ‘pluralist methodological’ approach to IS investigation (Myers and Avison, 2002, Rademacher, 

2001). Kawalek and Jayaratna note that ‘in the last ten years there has been a significant shift towards

5 The held positivism belongs to
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the publication o f inteipredve research accounts in the field o f information systems’ (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 o f the IS field, such a shift to interpretive 

methodologies, therefore, merely accommodates current empirical interests in management issues, 

and the human and organisational perspectives of information systems.

\)C''hile there is an element of discomfort within die IS academic community with the emergence of 

interpretive inquiry, ‘the tone of the debate has become reconcihatory rather than polemic’ (Avgerou, 

2000: 574). In fact, Khazanchi and Munkvold noted that ‘the application o f different research 

techmques m IS research today is not incongruent with the fundamental goal of science’ (2000: 37). 

The rise of interpretive inquiry is paralleled with the increase in awareness o f the complexity of 

information systems within organisations, particularly with the current dominance of large enterprise 

systems that give rise to significant social, cultural, technical, and organisational changes. This point 

IS supported by Bry^ant, who believes that the gradual conceptual dismantling of the positivistic or 

scientistic hegemony ‘has occurred as part of the agenda to increase the visibility of interpretivist 

approaches; but it has also been part of the move to promote a more critical IS research orientation’ 

(2002: 26).

As a consequence, this investigation adopts an interpretive approach to mquiry. Such an approach 

seeks to explore a topic that is not clearly understood and that has litde 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 characterised by 

deep saturation of a researcher into a social situation’ (Kawalek and Jayaratna, 2003: 401). Such deep 

saturation allows the investigator to explore and understand the fuU story, and from which they can 

move on to ask specific questions. However, before moving on to discuss the possible 

methodological options for pursuing interpretivist inquiry, it is firstiy important to provide an 

introduction to interpretivism in information systems.

Interpretivism in Information Systems

A review o f the positivist/interpretivist worldviews allows the research to understand the strengths 

and weaknesses o f both polar paradigms. As this research seeks to conduct an ‘exploratory’ study, an 

interpretivist approach to inquiry is required. As illustrated above, information systems are
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organisational!}' complex, involving a variet)' o f  social, technical, and organisational factors which 

influence implementation. The research topic under investigation is similar, demanding an inquiry, 

which remains flexible, systemic and open to ‘interpretation’ at all dmes. The challenge now is to 

decide which qualitative m ethod best suits the nature o f  this research. Tlierefore, this section reviews 

IS research trends, methodological approaches, m odes o f data analysis, die process o f  theory building 

from  qualitative inquiry, and finally quality and rigor in interpretivist inquiry for IS investigation.

Qualitative research methods:

According to Myers and Avison “a research m ethod is a strategy o f  enquiry which moves from  the 

underlying philosophical assumptions to research design and data collection” (2002; 7). The choice 

o f  research m ethod is influenced by the research question and the researchers own pM osophical 

underpinnings about research. The choice o f  m ethod will also influence the way in which the 

researcher collects data. In an effort to better understand the various research methodologies used 

by qualitative researchers in inform ation systems, a brief synopsis o f  the main methods is provided.

BaskerviHe and W ood-H arper described action research as an “interventionist approach to the 

acquisition o f scientific knowledge” (1996: 240). This research m ethod is comprised o f  two stages. 

The first is the diagnostic stage that involves a coDaborative analysis o f  the social situation by the 

researcher and the subjects o f  the research. Hypotheses are formulated concerning the nature o f  the 

research domain. The second step is a therapeutic stage that involves collaborative change 

experiments, where changes are introduced and the effects are studied (BaskerviUe and W ood- 

Harper, 1996: 240), The main distinctive feature o f  action research is its ability to allow the 

researcher to become part o f  the research project, i.e. through direct participation the researcher is 

part o f  the formulated hypotheses and theory.

From  an IS perspective, action research has received mixed blessings among the academic 

community. According to a study conducted by OrHkowski and Baroudi (1991) only one action 

research article among 155 major IS research publications between 1983 and 1988 was found. 

BaskerviUe and W ood-H arper make the point that despite its overwhelming popularity in 

organisational development studies, action research as a methodology is virtually non-existent am ong 

N orth  American IS research (1996: 235). The question to ask ominously enough is why. O ne such 

answer might be to do with the nature o f  the research method. A num ber o f  alleged problem s 

confront the action researcher, namely its lack o f  impartiality, lack o f  discipline, and its confusion 

with consulting. These problem s however can also be attributed to o ther qualitative methodological
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approaches, wliich are equally as systemic and non-structured as action research. A nother possible 

reason for poor action research perform ance widiin the IS literature might lie in the nature o f IS 

studies over the past decades. Until recendy, many IS studies have preferred deductive research 

m ethods, i.e. quantitative analysis and data verification. However, the last decade in particular has 

witnessed the deploym ent o f  inductive research methods by IS researchers, where the academic 

community are becom ing m ore aware o f  the cultural and social imperatives in inform ation systems.

WTiatever the reason for poor action research performances in the IS literature, the m ethod can offer 

a viable option to researchers choosing a qualitative approach to inquiry. The researcher can set 

about achieving scientific rigour by establishing an ethical cMent-system environment. They must 

observe iterative phases that formulate theory, plan action, take action, and evaluate the action 

(BaskerviUe and W ood-H arper, 1996). I f  the researcher approaches the m ethod from  a scientific 

perspective, action research provides the study with a powerful research platform. BaskerviUe and 

W ood-H arper teU us that because action research is a highly clinical process it is particularly suited to 

the case o f  IS research, which is a highly appHed field almost vocational in natxire (1996). 

Researchers are able to provide a helping-role within the organisations that are being studied (Schein, 

1987).

As this inquiry' focuses on a single case, i.e. the Insh health system, it is also im portant to briefly 

discuss the nature o f  case studies. According to OrUkowski and Baroudi (1991) case study research is 

the m ost com m on qualitative m ethod in IS. Similarly, Eisenhardt states that the case study is a 

research strategy which focuses on understanding the dynamics present within single settings (1989: 

534). According to Yin, case studies can employ an embedded design, that is, multiple levels of 

analysis within a single study (1984). Case studies typically combine data collection m ethods, for 

example, interviews, questionnaires, observation, archival docum ents, organisational reports, and 

field documentation. The evidence may be qualitative (e.g. words) or quantitative (e.g. numbers) or 

indeed both (Eisenhardt, 1989: 534-535). Before moving on to discuss the case study methodology 

in application, it is firstly im portant however to define what we mean by a case study.

According to Eisenhardt, one o f  the inherent challenges with case study research is the broad 

definition o f the term  within the Literature (1989). In other words, while case studies can be classified 

according to their purpose (Yin 1994), these groupings are not weU defined and even some 

overlapping can exist (Hussey and Hussey 1997). It is, therefore, im portant for investigators to 

clarify exacdy what they mean by ‘case study’. This investigation has identified four tj’pes o f case 

studies available to researchers. These include;
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1. Exploratory: Used when there are few theories or a dearth o f  empirical evidence witliin the 

literature. The aim o f exploratory case studies is to develop theory rather than test or 

confirm  previous knowledge.

2. Descriptive'. This tj'pe o f  case study seeks to describe current phenom ena as it happens 

(Scapens 1990). It is generally used to identify and obtain inform ation on the characteristics 

o f  a particular problem  or issue (Hussey and Hussey 1997). Nevertheless, a ‘theor}'’ that 

covers the scope and depth o f  the case m ust be identified. This theory, which m ust be 

openly stated ahead o f  time, will serve as the ‘design’ for a descriptive case study (Yin 1993);

3. Explanatory. Existing theory is used to  understand and explain what is happening in the 

case study. This form  o f case study, therefore, seeks to test theory by discovering and 

measuring causal relations among occurrences (Hussey and Hussey 1997). It consists o f  an 

accurate rendition o f  the case facts, some consideration o f  alternative explanations o f  

evidence, and a conclusion based on a single clarification that appears m ost congruent with 

the facts (Yin 1981b).

4. O ther types: predictive, which aims to find generalisations by predicting certain phenom ena on 

the basis o f  hypothesised, general relationships (Hussey and Hussey 1997); illustrative, which 

attem pt to illustrate new and possibly innovative practices adopted by particular 

organisations; and experimental, which examines ground-breaking ways in which organisations 

operate and evaluate its outcomes.

Case Study Design:

Case design links the beginning and end o f  the study, identifying data to be collected and conclusions 

to be drawn to initial research considerations (Yin 1989b). An appropriate design organises the 

research activity and ensures that there is a clear view from the start, o f  w hat is to be achieved by the 

case study (Easterby-Smith et al 1991). In addition, it guarantees that data is not coUected outside 

pre-established research boundaries. Yin (1989b; 1993) states that a good research design should 

illustrate how  the m ethods used are in harmony with the articulated objectives and questions o f  the 

study. To aid the investigator in designing their case study, Eisenhardt (1989) has identified a 

num ber o f  steps the investigator needs to consider (see Table 4.4 below). This study will now  briefly 

review the main steps involved in case study design.
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Table 4.4-Process o f Building Theory from Case Study Research (Eisenhardt, 1989: 533)

Step Activity Reason

Getting Started Definition of Research Question 
Possibly a priori constructs

Focuses efforts
Provides better grounding o f 
construct measures

Selecting Cases Neither theory nor hypotheses 
Specified population 
Theoretical, not random, 
sampling

Retains theoretical flexibilit}' 
Constrains extraneous variation 
and sharpens external validity 
Focuses efforts on theoretically 
useful cases, i.e. those that 
replicate or extend theory

Data Collection Multiple data collection methods Strengthens grounding of theory 
by triangulation of evidence

Entering the Field Overlap data coOection and 
analysis.

Flexible data collection 
methods

Speeds analyses and reveals 
helpful adjustments to data 
collection
Allows investigators to take 
advantage o f emergent themes

Analysing Data Within case analysis Gains familiarity with data and 
preliminary theory generation

Shaping Hypotheses Tabulation o f evidence

for each constmct 
Search evidence for 
‘why’ behind relationships

Confirms, extends and sharpens 
theory

Enfolding Literature 

Reaching Closure

Comparison with conflicting 

literature
Comparison with similar 
literature

Theoretical Saturation 
where possible

Sharpens generaHsabOity, 
improves construct definition, 
and raises theoretical level

Ends process when marginal 
improvement becomes small
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1. Getting Started: A n initial definition o f  the ‘research quesdon’, in at least broad terms, is 

im portant in building theory from  case studies. As well as functioning as a guide o f  how, where and 

w hat data wiU be collected, it can predict outcom es (Eisenhardt 1989). A n appropriately developed 

question not only facilitates data coUecdon, but also reflects the level at which the generalisation o f  

case study results wiU occur (Yin 1989b). \)CTien building theory from  case studies, some authors 

advocate starting with no considerations or hypotheses to test because predictable propositions or 

theoretical constructs may bias or Kmit the outcomes (Eisenhardt 1989). O dier authors explicitly 

m ention the evaluation o f  past theory as an essential step prior to the conduct o f  any data collection 

(Yin 1989).

2. Selecting Cases: After establishing a research question, it is then necessary to select a specific case 

to conduct the investigation. In particular, it m ust be decided if it is going to be a single or a multiple 

case study investigation. According to Yin, single case designs are ideal for investigations in specific 

instances; for example, during a critical case study that tests a weU-formulated theory, and during an 

extreme or unique case study that seeks to build theory (1989). W hen working with this type o f 

design, the case selected m ust be significant, complete (at least have a sense o f  completeness), must 

consider alternative perspectives, and m ust display sufficient evidence (Yin 1994). In other words, 

the case selected m ust be broad and dynamic enough to allow the investigator to gain a thorough 

understanding o f  the phenom enon under mquiry. A multiple case design is desirable when the 

research intent is focused on theory descnption or theory testing (Benbasat et al. 1987). It is 

especially appropriate when the same phenom enon is thought to exist in a variety o f  situations (Yin 

1981a). Its objective is to compare organisations with each other in a systematic way while exploring 

research issues. Similar cases might be selected to reproduce the findings or theoretical explanations 

o f  previous studies, and dissimilar cases might be selected to extend theoretical explanations to a 

wider set o f  circumstances.

3. Data Collection: According to Eisenhardt, investigators using case studies to build theory t}'picaUy 

combine data collection m ethods (1989), for example, via interviews, direct and participant 

observation, surveys, and secondary data such as archives and documents. It is recom m ended that 

researchers triangulate m ethods to have greater accuracy from multiple viewpoints, which can be 

achieved using multiple sources o f  data, m ethods, interviewers or theoretical perspectives (Yin 1994). 

D unng triangulation, generally quantitative m ethods are used to support the validity o f  findings and 

to uncover formal relationships between constructs (derived from  qualitative research). This 

combination o f methods wiU provide a more comprehensive view o f an issue, support research
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findings and reduce die possibility o f  biases (Benbasat et al. 1987, Eisenhardt 1989, and Miles and 

H uberm an 1984).

4. Entering the Field: According to Eisenhardt, one o f  the m ost striking features o f  building theory 

from  case studies is the frequent overlap between data coUecuon and analysis (1989). In other 

words, the case study methodology requires the investigator to carr)' out field notes, which are an on

going stream  o f  consciousness commentary about what is happening in the research, involving 

observation and analysis. Overlapping data analysis with data collection aids the investigator in 

gaining deeper insights into emergent constructs and patterns, while also assisting the study to remain 

flexible w ith future data collection, i.e. analysed data may provide suggestions for future data 

collection. In fact, a key tenet o f  theory-building from case study research is the freedom to make 

adjustments during data collection (Eisenhardt, 1989: 539).

5. Data Analysis: Data analysis is based on examining, categorising and tabulating evidence to build 

theory or to assess whether facts corroborate or otherwise support the propositions o f  the study. 

W hen analysing data, the investigator is focused on drawing meaning out o f  the text. Through this, 

m ethods o f  explicit coding, categories (concepts and relationships) and their properties are identified 

and analysed as they occur within data. Concepts seek to describe emergent patterns, while 

properties help in explaining the characteristics or attributes o f  these concepts. Similarly, when using 

multiple case studies, two types o f  examinations can be normally used, i.e., within-case and cross-case 

analysis. Within-case analysis consists o f  internally scrutinising each case as a stand-alone entity. 

Some possible procedures include detailed case study write-ups for each site, simple descnptions, and 

longitudinal graphs and tabular displays. According to Eisenhardt, ‘this process allows the unique 

patterns o f  each case to emerge before investigators push to generaKse patterns across cases (1989; 

540). Cross-case analysis seeks to view the data in many divergent ways. It forces investigators to go 

beyond initial impressions with the objective o f  enhancing the probability that they will capture novel 

findings which may exist in data (Eisenhardt 1989). A num ber o f  tactics are available to the 

investigator, m ost notably; select categories or dimensions and then look for within-group similarities 

coupled with inter-group differences, or secondly select pairs o f  cases and then list the contrasts 

between each pair, or finally divide data by source (Eisenhardt 1989). Likewise, Yin (1981b) suggests 

two potential approaches to cross-case analysis: a 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).
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6. Shaping Hypotheses: From within-case analysis and cross-case analysis, various themes, concepts, 

and relationsliips between data begin to emerge. Tliis in effect, is where the step o f shaping 

h}'potheses commences. The focus here is to build upon these emerging concepts, through an 

iterative process, until finally a theory emerges. Eisenhardt provides a number of stages for the 

investigator when shaping theoretical hypotheses (1989). Firstly, the investigator can sharpen 

constructs. This is done by constandy comparing data and constructs, so that accumulating evidence 

from diverse sources converges on a single well-defined construct (Eisenhardt, 1989). A second step 

is verifying that the emergent relationships between constructs fit with the evidence in each case. In 

other words, the investigator pursues a strategy of replication logic, where the logic of treating a 

series of cases as a series o f experiments with each case serving to confirm or disconfirm the 

hypotheses (Yin, 1984).

7. Enfolding Literature: Key to building theory from case smdies is the role played by the literature. 

According to Eisenhardt (1989), there are two approaches to the application of the literature. Firsdy, 

the investigator can examine literature that conflicts with the emergent theory. Conflicdng literature 

presents the investigation with an opporturuty to judge and validate the new emergent framework. 

This can provide the investigator with deeper insights into both the emergent theory and the 

conflicting literature (Eisenhardt, 1989). Secondly, the investigator can use similar literature, which 

aid in underlying similarities in phenomena. Comparison o f similar literature further reinforces 

internal validity, generaHsability, and higher conceptualising o f the emergent theory.

8. Reaching Closure: The fmal step in Eisenhardt’s (1989) process o f building theory from case 

studies is to reach closure. Two issues are important at this stage, i.e. firsdy when to stop adding 

cases and secondly when to stop iterating between theory and data. For both of these issues 

theoretical saturation is the key to reaching closure. In the first instance, the investigator stops 

adding new cases when saturation occurs. In other words, there is minimal learning occurring from 

the inclusion o f new cases, hence the cases have become saturated. Similarly, the iteration between 

theory and data is drawn to a close when once again saturation occurs. In this instance, the iteration 

process stops when the incremental improvement to theory is minimal (Eisenhardt, 1989).

‘A case study examines a phenomenon in its natural setting, employing multiple methods o f data 

collection to gather information from one or a few entities (people, groups, or organisations). The 

boundaries are not clearly evident at the outset o f the research and no experimental control or 

manipulation is used’ (Benbasat et al, 1987). In comparison to other research methods, namely 

quantitative practices, the case study may have less a prion knowledge of what variables are of
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interest or required for 5eld study. Conducting case study research involves a number of specific 

steps. Firsdy, justification for case study research is required-does the research theme suit the 

exploratory nature of case based examination. Answering tliis question, the researcher moves on to 

develop the ‘unit o f analysis’. This involves deciding what and who the study will focus upon. After 

selection of case sites, case study research provides a number o f methods for data collection. 

According to Yin (1984), there are several sources for collecting data that work well with case based 

research, diese include; documentation-written material ranging from memoranda to newspaper 

clippings to formal reports, archival records-organisation charts, and financial records, interviews- 

these can be open-ended*' or focused, direct observation-noting details, subdeties, or actions from the 

field environment, and finally physical artefacts-devices, outputs, or tools from the organisation. 

Following data collection comes data analysis and interpretation.

However, one o f the difficulties associated with case study research appears during the data analysis 

stage. With all methods of qualitative research, huge amounts of data'' are generated during the 

collection phase. It is therefore vital during data analysis to have specific strategies in place to 

manage and interpret the data. While Miles and Huberman (1994) have proposed various analytical 

techniques such as data arrays, creating displays and tabulating the frequency o f events, which assist 

with data analysis, cased based research is often left open to interpretation when analysing data 

(Adams & VvTiite, 1994). Consequendy, this has led many researchers to rely on other research 

methods for data analysis, e.g. where case study researchers use grounded theory methods to analyse 

their data or where triangulation* methods are used to assist in shaping research hypotheses. Equally, 

Eisenhardt, highlights some o f the challenges facing researchers building theory through case study. 

Investigators need to draw upon the techniques employed by other research methodologies, most 

notably grounded theories data collection and analysis techniques (Glaser & Strauss, 1967), the 

tabular display of evidence (Miles & Huberman, 1994), or case study design, replication logic and 

concern for internal validity (Yin, 1984). In fact, Adams and White believe that ‘case studies are 

inappropnate in postgraduate research, and that in order to rectify the mindless empiricism of many 

doctoral dissertations we should simply eliminate case study dissertations’ (1994: 573). Perhaps this 

statement is a Utde harsh, but it does show up some of the analytical challenges facing case based 

research studies.

Unstructured (open) interviews-where the inter\newer allows the interview to gather its own momentum. N o  
predefined structure or set o f  questions required.
 ̂This data often appears as words, understanding language, and extracting meanings from conversations and 

text.
® Triangulation involves using both quantitative and qualitative methods to conduct research. According to 
some researchers it assists in removing the flaws attached to any one particular method.
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Two remaining methodologies are w orthy o f  m ention as part o f  the qualitative research family. The 

first IS ethnographic research followed by tliat olgrounded theoiy. As the latter is the methodology adopted 

by this study its discussion will be dealt with later. According to W alsham ethnographic research 

concerns itself with interpreting the patterns o f  symbolic action that create and maintain a sense o f 

organisation (1995: 74). Ethnographic research comes from  the discipline o f  social and cultural 

anthropology where an ethnographer is required to spend a significant am ount o f  time in the field. 

The ethnographer immerses him self in the life o f  people he studies and seeks to place the 

phenom ena studied in their social and cultural context (Myers and Avison, 2002). F rom  an IS 

perspective, ethnography is highly capable o f  providing rich insights into the human, social, and 

organisational aspects o f  inform ation systems (Harvey and Myers, 2002: 177), where researchers 

immerse themselves in the life o f  the organisation and the study o f its information systems 

developments and application. From  a limitations perspective, ethnography however often only 

provides the researcher with knowledge concerning particular contexts and situations. It often 

proves difficult to  generalise ethnographic findings, therefore its value to IS research is somewhat 

limited.

(2) Modes o f  Analysis:

O ne o f  the fundamental differences between quantitative research m ethods and qualitative practices 

is the distinction between data gathering and m particular data analysis. Quantitative m ethods have 

predefined rules for data gathering and analysis, whereas the distinction is no t as clear for qualitative 

research methods. Therefore, according to Myers and Avison it is m ore accurate to speak o f  ‘modes 

o f  analysis’ rather than data analysis in qualitative research (2002: 9). These modes o f analysis are 

different approaches to gathering, analysing and interpreting qualitative data. Two o f the more 

popular modes o f  analysis in qualitative research are hermeneutics and approaches that focus on 

narrative and metaphor. G rounded theory could also be described as a ‘m ode o f  analysis’, but as this 

approach to inquiry wiU be dealt w ith later it will not be discussed here.

Hermeneutics can be loosely defined as the theory or m ethod for aiding the art o f  interpretation. The 

realisation that human intentions and expressions are deeply personal and meaningful and as such 

not always immediately apparent has given rise to the tradition o f hermeneutics (Partington, 2002). 

Hermeneutics is primarily concerned with the meaning o f  a text, with the basic question-what is the 

meaning o f this text-being constantly asked. According to Boland ‘inform ation systems research, to 

the extent that it is concerned with the value and usefulness o f  its outputs, can profitably draw upon 

the hermeneutic tradition to guide its inquines. The output from an inform ation system can be
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viewed as a text being read and interpreted by the inform ation system user. Viewing inform ation 

system use as a hermeneutic process can help us understand how a reader makes system outputs 

meaningful and how they (IS outputs) become incorporated in decision and action (2002: 225). The 

ultimate aim o f  the hermeneutic analysis becomes one o f trjdng to make sense o f  the whole, and the 

relationship between people, the organisation and inform ation systems.

The second approach to data analysis is that o f  the narrative and metaphor. Narrative is defined as a 

‘tale, story, and recital o f  facts, especially story told in the first person’ (Myers and Avison, 2002). 

Metaphors are described as ‘tools for capturing and dealing with what is perceived to be out there. 

M etaphor is the application o f  a name or phrase to an object or action to which it is not literally 

applicable (Hirschheim and Newman, 2002: 250). In  IS the focus has been on understanding 

language, comm unication and meaning among systems developers and organisational members, 

therefore both  narrative and m etaphor can play an active role in analysing IS research data.

G) Building Theory from  Qualitative Research:

Having reviewed briefly the various philosophical perspectives, types o f  research methodologies and 

modes o f  data analysis involved in qualitative studies, it is now im portant to examine the process o f  

theory building. According to Strauss and Corbin a theory is a set o f relationships that offer a 

plausible explanation o f  the phenom enon under study (1994). Morse extends this interpretation by 

stating that ‘a theory provides the best comprehensive, coherent and simplest model for linking 

diverse and unrelated facts in a useful and pragmatic way. It is a way o f revealing the obvious, the 

implicit, the unrecognised and the unknown. Theorising is the process o f  constructing alternative 

explanations until a “best fit” that explains the data m ost simply is obtained. This involves asking 

questions o f  the data that wiU create links to established theory’ (1995: 25-26). Theory, therefore, 

enables the illustration o f  complex constructs and concepts. According to Carroll and Swatman ‘we 

use theory in the sense o f  a system o f interconnected ideas that condense and organise knowledge’ 

(2000: 239). Glaser and Strauss tell us that there are two major types o f  theory, substantive and 

formal (1967). A substantive theory is developed from work in a specific area, such as a particular 

type o f organisation. This type o f  theory does not attem pt to explain reality outside o f its own 

particular field. A formal theory, on the other hand, has explanatory abilities across an array o f 

situations. For example, formal theory tends to develop an understanding o f  an event that is 

applicable across organisations rather than specific to a particular t}'pe o f  organisation. Formal 

theor}' studies therefore appear to be more cross-sectional by nature, which are ideally suited to 

positivistic inquiry.
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As pointed out already, the fundamental difference between quantitative and qualitative research is 

determined by their approach to theory, i.e. quantitative researchers tend to test theory while 

qualitative researchers aim to build or develop theor}'. Qualitative methodologies (whether they are 

action research, case based, or grounded theory studies) begin as close as possible to the ideal o f  no 

theor\^ In proposing to develop or build theory, these methodological approaches must first start 

research witli a ‘considerable degree o f openness to the field data’ (Walsham, 1995: 76). Eisenhardt, 

in dealing with case studies, states that ‘attempting to approach this ideal is important because 

preordained theoretical perspectives or propositions may bias and Kmit the findings. Investigators 

should formulate a research problem and possibly specify some potentially important variables, 

however they should avoid thinking about specific relationships between variables and theories as 

much as possible, especially at the outset of the process’ (1989: 536). Walsham reiterates the 

importance of avoiding formal theoretical predispositions, stating that wliile ‘theory can provide a 

valuable initial guide, there is a danger of the researcher only seeing what the theory suggests, and 

thus using the theory in a rigid way which stifles potential new issues and avenues o f exploration’ 

(1995: 76). The ultimate research method for adhering to this absence of prior theoretical knowledge 

is grounded theory. The objective o f grounded theorists is to ground themselves in data that are 

systematically gathered and analysed. The theory emerges during the research process and is a 

product of the continuous interplay between analysis and data collection (Glaser and Strauss, 1967).

The development of theory based on qualitative approaches to inquiry is, therefore, one of 

‘exploration’. Researchers start out with little a priori knowledge and continue in the field until a 

theoretical understanding of their chosen phenomenon is revealed. Through constant data collection 

and analysis, researchers are able to build theories that descnbe exploratory fields of study. The true 

value of qualitative research rests in its ability to build theory.

(4) Quality and Rigor in Qualitative Inquiry:

Lincoln and Guba (2000) believe that qualitative research cannot be judged on the positivist notion 

of validity but rather should be judged on an alternative criterion of trustworthiness. Patton 

recommended that methods of inquiry be appropriately matched to questions and issues and not to 

universally advocate any single methodological approach for evaluation situations’ (1999: 492). In 

other words, qualitative researchers should not assume quantitative positivistic techniques to 

establish empirical validity and ngorous inquiry. Instead, validity or ‘truth, should be interpreted as 

the extent to which an account accurately represents the social phenomena to which it refers’ 

(Hammersely, 1990: 57). In fact, Gasson remarked that the ‘positivistic worldview is
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incommensurable with the interpretive worldview, therefore different criteria o f rigor and quality 

need to be developed to reflect the very different assumptions dial interpretive researchers hold 

about the nature o f reality and appropriate methods of inquiry’ (2004: 89). As a result of these 

differing epistemological worldviews (i.e. whether positivistic or interpretivist), and the 

incommensurable nature of both, qualitative researchers have come to rely on the interpredve criteria 

o f confirmabHity, dependability, consistency, and transferability (Strauss and Corbin, 1990, Carson et 

al, 2001; BaUnt, 2003, Gasson, 2004). These criteria allow qualitative researchers to maintain 

empirical rigor and validity, without having to subject an interpretivist investigation to a positivistic 

ontology^ o f reality. Or as BaHnt noted, when referring to the iteration process in the grounded 

theory method (which is an interpretivist approach), such criteria allows us to do ‘good science; 

significance, theory-observation compatibility, generalisability, reproducibility, precision, rigor, and 

verification’ (2003: 36). Figure 4.3 below illustrates the different criteria of positivist and 

interpretivist worldviews for ensuring quality and rigor are adhered to.

Fig. 4.3 Quality and Rigor Criteria

Issues o f  Concern Positivist W orldview Interprerivist W orldview
Representativeness of Findings Objectivitv: findings are free 

from researcher bias
Confirmabilir\r: conclusions 
depend on subjects and 
conditions o f the study rather 
than the researcher

Reproducibility of Findings Reliabilitv': the study findings 
can be replicated independendy 
o f context, time or researcher

Dependabilit\': the studv 
process is consistent and 
reasonably stable over time and 
between researchers

Rjgor of Aietbod Internal Validitv: a statistically 
significant relationship is 
established to demonstrate that 
certain conditions are 
associated with other 
conditions, often by 
‘triangulation’ of findings

Internal Consistency: the 
research findings are credible 
and consistent to the people we 
study and to our readers. For 
authenticity, our findings 
should be related to significant 
elements in the research 
context/situation.

Generalisability of Findings External Validity: the 
researcher establishes a domain 
in which findings are 
generalisable

Trans ferabiUtv: how far can the 
findings /  conclusions be 
transferred to other contexts 
and how do they help to derive 
useful theories?

Source: (G asson, 2004: 90)

Positivist investigators favour ‘objectivity’, i.e. ‘the putting aside of the researcher’s own views and 

values in order to establish truths’ (Gasson, 2004: 93). Interpretivist researchers, on the other hand, 

acknowledge that their findings wiU be influenced by their own values and oudooks, and in turn
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embrace such subjectivity. By acknowledging subjectivity, Gasson informs us that researchers can be 

m ore self-aware and self-reflective, and ‘therefore minimise the effect that these ‘distortions’ have on 

our interpretation o f  the data by making our assumptions explicit’ (2004: 93). BaJint points ou t that 

all research, whether positivist or mterpretivist, is in fact subjective (2003). Even if the quantitative 

researcher is objective in application o f  the coding scheme and data analysis, inductive reasoning was 

involved in the selection o f  the research instrum ent and during the review o f  die literature, which 

invariably allowed the research topic to come to the fore. Therefore, in acknowledging subjectivity, 

researchers minimise such empincal distortions and strengthen the pursuit o f  truth.

Reliability seeks to ensure ‘consistency across time, researchers, and analysis techniques’ (Gasson, 

2004: 94). Reliability means two different tilings to both positivist and interpretivist researchers 

respectively, because invariably it relies on their definition o f  ‘truth’. Gasson notes that the positivist 

believes that ‘w hat we see when we collect data is w hat exists independentiy o f  our interpretation o f 

the situation’, whereas the interpretivist accordingly believes that reality is socially constructed and 

therefore what we see is our interpretation o f  the world and what others see is their interpretation’ 

(2004: 91). The author moves on to say that ‘the problem  is that humans are subjective, inconsistent 

beings, who are quite capable o f  taking different positions at different times on different issues 

w ithout realising the inherent contradictions’ (Gasson, 2004; 91). As a consequence interpretivist 

investigators should not be bound by positivist instrum ents o f  reliability but instead seek to ensure 

dependable and authentic findings by establishing ‘clear and repeatable procedures for the research 

and to reflect on the position that we take as we perform  them ’ (Gasson, 2004: 91).

Positivist researchers view ‘internal validity’ as the accuracy o f  the inform ation collected and the 

degree o f  correspondence to reality (CresweD, 1994). It is this notion o f  internal validity that 

interpretive researchers reject m ost virulently. Validity in deductive hypothesis-based research is 

ensured by statistically testing correlations between data variables and by ensuring a statistically 

significant sample population. Such notions o f  mathematical p roof have no equivalent in qualitative 

interpretive research because (a) collected data represent social constructs rather than measurable 

physical phenom ena, and (b) data analysis is recognised as subjective and inductive-deductive rather 

than as deductively objective (Gasson, 2004: 91). Instead, interpretivist investigators rely on an 

‘internal consistency’ approach. Such an approach needs to explain how and from what data the 

theoretical constructs were derived. In other words, interpretivists need to describe the source data 

in sufficient detail to demonstrate a fit between the theory and data, and also a description o f the 

process by which investigators performed a constant comparison between theoretical constructs and 

new data (Gasson, 2004: 95). Strauss and Corbin, in dealing with the grounded theory m ethod, note
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that ‘whenever we conceptualise data or develop hypotheses, we are interpreting to some degree. To 

us, an interpretation is a form of deduction. We are deducting what is going on based on data but 

also based on our reading of that data along with our assumptions about the nature o f Ufe, the 

literature that we carry in our heads, and the discussions that we have with colleagues. In fact there is

an interplay between induction and deduction That is why we feel that it is important that

analyst validate his or her interpretations through constandy comparing one piece of data to another 

(1998: 136-137). Therefore, interpretivist researchers need to refrain from using positivist codmg 

techniques that can ‘force data’ (Glaser and Strauss, 1967), and instead focus on applying a constant 

comparative and consistent approach to data generation and analysis.

Finally, m terms o f generaUsability o f findings, once again many interpretivist researchers reject the 

positivist notions of external validity, i.e. the idea that ones theory is applicable to other external 

cases and samples. Because positivists and interpretivists reside in different worldviews, which 

invariably shapes their perceptions o f ‘reality’, qualitative inquiry rejects the notion of external validity 

and applicability. Gasson asks, ‘how can we make a claim to be generating generalisable theory from 

an external reality that we do not believe exists mdependendy of ourselves? (2004: 92). Instead, 

interpretivist researchers are encouraged to make claims o f ‘transferability and fit’ between contexts. 

As Eisenhardt noted, once an empirical method claims to be inductive, it becomes difficult to make 

claims of generaHsability of findings (1989). In fact, interpretivist researchers that make such 

assumptions open their inquiries to positivist cnticism. Instead, Gasson cautions that as a 

replacement for external validity, in qualitative research we could substitute the notion o f external 

consistency, where we can adopt the discourse of transferable findings rather than those of 

generalisable results (2004: 93).

4.4 T o w a r d s  A  M e t h o d o l o g y :

The objective of this research is to explore ‘how top management support ES implementation’. As a 

result, an ‘exploratory’ approach to inquiry was pursued. As iUusCrated above a number of research 

methods are available to the investigator. However, in adopting a particular methodology, the 

invesOgation has a number of specific requirements that need to be considered before selecting a 

specific approach to inquiry. These requirements include;

1. A Holistic Inquiry. A preliminary review of the literature revealed a lack of holistic 

understanding. For four decades the IS management literature has consistentiy called for a 

deeper explanation of the topic. However, the response has continual remained prescriptive
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and isolated, with a lack o f clarity and cumulative inquirj'. Consequendy, this study requires 

a methodology that will ground the investigation and reach theoretical saturation. By 

saturating the data, the investigator is building a holistic understanding of ‘how top 

management support ES implementation’.

2. A Grounded Inquiry. Wliile a holistic inquiry would provide a complete understanding of 

the research topic, a grounded inquiry is also required to add depth to the investigation. A 

methodological approach that would move beyond mere ‘descriptions’ and ‘anecdotal 

commentary’ and provide a ‘grounded’ perspective is therefore required. Empirical 

grounding is particularly important to studies that seek to answer a ‘how’ research question 

(Glaser & Strauss, 1967).

3. An Exploratory Inquiry. This study does not aim to ‘explain’ (realism) or ‘test’ (positivism) 

theory, instead it is focused on ‘interpreting’ or ‘exploring’ (interpretivism) theory. 

Consequently, a methodological approach is required that wiU build theory and that wiU align 

with the interpretivist epistemology.

4. A Social Tnqniry. This Study focuses on ‘top managers’. Therefore, a methodology is 

required that wiU allow the investigation to study people’s actions and interpretations in an 

organisational setting. People are dynamic in their behaviours; therefore a methodology that 

fosters a dynamic and systemic approach to data collection and analysis is required.

5. A Systems Inquiry. This study focuses on ‘enterprise systems’. By nature these are complex 

systems, requiring social, cultural, organisational, political, and technical attention. 

Therefore, a dynamic methodology is required, that has a history of researching complex IS 

environments.

6. A Contextual Inquiry. The context for this study is with the Irish health system. Healthcare 

organisations are complex by nature, requiring a vast array o f social, political, cultural, and 

organisational attention. Therefore, a methodological approach is preferred that has a 

history o f research in healthcare organisations.

To conduct an ‘exploratory’ inquiry, a methodological approach that builds (interpretivist) theory 

rather than theory testing (positivism) is required. Choosing a methodology that would therefore fit 

with such assumptions becomes the real objective. Figure 4.4 below illustrates the various 

methodologies that are most suited to the study’s epistemological worldview. Clearly, more 

positivistic type investigations, that seek to test rather than develop theory, favour instrument or 

survey based inquiry. Realist worldviews, wliich involve a hybridisation between the interpretivist 

and positivist domains, favour case based approaches supported by in-depth interviewing and focus 

groups, where statistical instruments can be used to collect and analyse data. For studies that seek to
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explore and build new theor}', an interpretixdst worldview is called for. According to Heal)^ and Perry 

(2000) a grounded theory methodology (GTM) is ideally suited to ‘exploratory’ inquiries.

W ith a lack o f  understanding about the research question, the theory will therefore be grounded in 

data from  real-world practice. An emergent theory will be the research outcome. As GTM  is most 

com m only used to generate theory where Htde is already known, or to provide a fresh slant on 

existing knowledge (Turner, 1983), it is particularly suited to ‘holistic inquiry’. GTM  also aims to 

build theory that is ‘saturated’ in data that are systematically gathered and analysed, proving 

particularly appropnate for a ‘grounded inquiry’.

W ithin the IS field, there is a growing body o f literature that attests to G TM ’s range o f  application 

for IS research (Bryant, 2002). In other words, the m ethodologies ability to focus on the complex 

nature o f  IS is ideal for ‘systems inquiry’. Enterprise systems are one example o f  complex 

inform ation systems. GTM  is particularly suited to studies that focus on people’s actions and 

m terpretations in organisational settings. The range o f  data collection techniques that can be 

deployed and the narrative approach to data analysis (e.g. m em o’s, interviews, and story-telling), 

particularly suit a ‘social inquiry’ (Bryant, 2002).

Finally, G TM  is particularly suited to studies that focus on healthcare research, therefore assisting the 

‘contextual inquiry’ o f  this smdy. In fact, GTM  emerged as a recognised methodology from research 

conducted by Glaser and Strauss (1965) within healthcare organisations. Since then, many healthcare 

researchers have used GTM , where the approach was favoured because o f  its ability to focus on 

social constructs and the behaviours o f  people within them  (Bryant, 2002). It is for these purposes, 

and the m ethodologies strong links to interpretivism, that this investigation adopts a grounded theory 

methodology. This approach to inquiry will now be reviewed in gready detail.
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Fig. 4.4-Theory Testing Research: Emphasis on Measurement (Healy and Perrj', 2000)
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A G rounded Theory^ M ethod (GTM):

Having outlined the reasons for choosing a specific methodology, it is now important to examine the 

approach itself The origins of grounded theory wiU firstly be addressed, foOowed by its 

characteristics. A brief mention o f the two differing schools o f thought is then provided, with final 

mention o f grounded theory within information systems. Before discussing the origins and evolution 

of grounded theory, it is important at this stage to make the distinction between grounded theory 

(GT) and grounded theory method (GTM). A grounded theory is a theory that has been generated 

or discovered by following the principles and procedures set out initially by the works o f Glaser and 

Strauss (1967). The grounded theory method (GTM) refers to the principles and procedures 

followed to arrive at a grounded theory (Bryant, 2002: 27). Therefore, it is possible to use GTM 

without producing a grounded theory, for example researchers using other qualitative methods but 

adopt GTM practices to assist in data analysis and interpretation. From here onwards, however, 

GTM will be the reference used to describe this methodology.

Grounded theory method emerged in the 1960s with Glaser and Strauss first publishing studies 

based on the method. In 1967 both authors published an extended exposition o f the method and
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this text’ o f  origin has remained the main reference point for all researchers working with GTM. Its 

origins lie with the principles o f  symbolic interactionism, wliich basically prescribe to the belief that 

researchers m ust enter the world o f  their subjects in order to understand the subjects’ environm ent 

and the interactions and interpretations diat occur. Symbolic interactionism is both a theory o f  

hum an behaviour and an approach to enquiry about hum an conduct and group behaviour. A 

principle tenet is that humans come to understand social definitions through the socialisation process 

(Goulding, 2002).

Using the principles o f  symbolic interactionism, Glaser and Strauss set out to develop a more 

systematic procedure for collecting and analysing qualitative data (Goulding, 2002). The basic 

premise o f  grounded theory grew largely out o f  the protest against the methodological climate in 

which the role o f  qualitative research was viewed as preliminary to the ‘real’ methodologies o f  

quantitative research (Charmaz, 1983). G rounded theorj^ therefore was intended as a methodology 

for developing theory that is grounded in data that are systematically gathered and analysed. The 

theory evolves during the research process and is a product o f  continuous interplay between analysis 

and data collection (Glaser and Strauss, 1967, Strauss and Corbin, 1990). The m ethod is m ost 

commonly used to generate theory where Httie is already known, or to provide a fresh slant on 

existing knowledge (Turner, 1983). This is the fundamental difference between GTM  and 

quantitative m ethods o f  inquiry, which normally aims to ‘explore’ (interpretivism) rather than to 

‘explain’ (realism) or ‘test’ (positivism) theory. Glaser and Strauss saw this imbalance between ‘theory 

generation and verification’ and set about developing processes for theory generation as opposed to 

theory generated by logical deduction from  a priori assumptions (Br)'ant, 2002: 28). This gave rise to 

the grounded theory method.

Characteristics o f  GTM:

The fundamental objective o f  GTM  is to develop theory from  exploratory research. O ne o f the 

major difficulties endured by GTM  is also experienced by other qualitative approaches, namely the 

dominance o f  positivism within general research studies. This is particularly evident within IS 

research, where the majority o f  studies have focused upon positivistic criteria that aim to test theory. 

This, o f course, is a result o f how  IS has been viewed within practice, and unfortunately academia, i.e. 

as a separate technical systems-based entity. However, many recent IS studies have illustrated the

’ T he Discovery o f  G rounded  Theor}’.
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importance o f understanding wider organisational, social and cultural aspects and this in turn has 

elevated the importance of qualitative methods within IS research.

GTM is one such qualitative method that has found renewed interest among IS researchers, 

particularly o f late. The basic characteristics that separate GTM from other qualitative approaches 

are outlined in Table 4.5 below.

T able 4.5-G TM  Characteristics

GTM  Characteristics

(1) Grounds Study • GTM aspires to ‘grounding’ the study in the field and allowing the 

theory to emerge, i.e. emphasises is placed on building theory-other 

qualitative methods often just ‘describe’ events (Goulding, 2002).

(2) D ata C ollection • GTM allows the use o f a multi-method approach to data collection. 

This enables data to be particularly accurate and reflective o f the ‘real 

world’ perspective (Glaser & Strauss, 1967).

(3) D ata Analysis • GTM has its own process for data analysis, namely open, axial, and 

selective coding (Strauss & Corbin, 1998).

(4) Inductive & 

D eductive

• GTM is an inductive approach to inquiry. Adopting an interpretivist 

epistemology (Orhkowski, 1993). However, Strauss & Corbin (1998) 

note that deduction can also occur through ‘constant comparison’ of 

data

(5) Theoretical 

Saturation

• GTM can support verification of data, i.e. through theoretical 

saturation (Strauss and Corbin, 1990).

(6) N ature o f  

Theory

• GTM builds ‘substantive’ theory (Strauss & Corbin, 1998), i.e. theory 

that is case/topic specific.

Divergence in GTM-Two Schools of Thought:

In 1967 Glaser and Strauss published their first book detailing the methodological approach of 

grounded theory, and following this ‘Theoretical Sensitivity’ (1978) was later published by Glaser. In 

1990 Strauss and Corbin published ‘Basics of Qualitative Research; Grounded Theory Procedures 

and Techniques’. This book was rebuked by Glaser in 1992, which signalled the divergence in 

thought between Glaser and Strauss, with the publication of ‘Basics of Grounded Theory Analysis’.
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On the one hand, Glaser (1992) was stressing die interpretive, contextual and emergent nature of 

theory development, while, on the other, Strauss appeared to have emphasised liighly complex and 

systematic coding techniques (Goulding, 2002: 47). Glaser believed that Strauss and Corbin’s 1990 

publication represented an erosion of the grounded theory methodology. Glaser viewed grounded 

theory as a more laissez-faire type of an operation which is inherendy flexible and guided primarily by 

informants and their socially-constructed realities (Babchuk, 1997). Glaser felt that Strauss and 

Corbin, with their focus on multiple coding procedures such as open, axial, and selective coding, 

were overemphasising on the mechanics of the methodology thus reducing the degree o f theoretical 

sensitivity. Glaser believed that such a process could all too easily result in researchers missing the 

relevance of the data by forcing it into preconceived frameworks. He believed that Strauss and 

Corbin’s overemphasises on extracting detail from the data by means of a prestructured paradigm 

yields full conceptual description at the expense o f theory development or generation (Babchuk, 

1997).

Goulding (2002) sums up the difference best by stating that Strauss, as he examines the data, stops at 

each word to ask ‘what if?’ Glaser keeps his attention focused on the data and asks ‘what do we have 

here?’ Strauss bnngs to bear every possible contingency that could relate to the data whether it 

appears or not, while Glaser lets the data tell their own story. Glaser views Strauss and Corbin’s

1990 text a “book without conscience, bordering on immorality producing simply what qualitative

researchers have been doing for sixty years or more; forced, fuU conceptual description” (1992: 3). 

In other words Glaser believes that Strauss and Corbin’s book places too much emphasis on 

verification and the validation of theory, not realising that verification falls outside the parameters of 

grounded theory and was “exacdy what we had tried to get away from” (Glaser, 1992: 67) in the 

beginning.

Such differences have therefore created two schools o f thought on the approach to GTM, namely 

the Straussian and Glaserian schools (Smit and Bryant, 2000). Consequendy, researchers engaging in 

a GTM should acknowledge both schools and decide from the outset which approach best suits their 

inquiry. Before moving on to examine the nature o f GTM and how to conduct such an approach, a 

review of grounded theory within information systems is provided.

Grounded Theory Method ia Information Systems:

“Until relatively recentiy, the method had somediing o f a peripheral, if not pariah, status in many 

areas; but in recent years it has enjoyed a resurgence, and there is a growing body of literature that
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attests to Its range o f  application in IS research” (Bryant, 2002: 28). According to Myers and Avison 

grounded tiieory approaches are becoming increasingly com m on in IS research literature because the 

m ethod is extremely useful in developing context-based descriptions and explanations o f the 

phenom enon (2002: 9). It is also a general style o f doing analysis that does not depend on particular 

disciplinary perspectives (Strauss, 1987) and therefore lends itself to inform ation systems research, 

which can be described as a hybrid discipline (Urquhart, 2000).

O ne o f the better examples o f  a grounded theory approach in IS research is Orlikowski’s paper"’ on 

CA SE" tools as organisational change (1993). She states that ‘the grounded theory approach was 

useful because it allowed a focus on contextual elements as well as the action o f key players 

associated w ith organisational change-elements that are often om itted in IS studies that rely on 

variance models and cross-sectional, quantitative data’ (1993: 310). Orlikowski’s study aimed to 

develop a theoretical understanding o f  organisational change when introducing CASE tools. As 

there was Hmited empirical evidence, grounded theory through ‘an inductive process allows the 

researcher to  develop a theoretical account o f  the general features o f  a topic while simultaneously 

grounding the account in empirical observations or data’ (Martin and Turner, 1986, cited in 

Orlokowski, 1993; 310).

GTM  therefore provides a num ber o f  distinct advantages to IS researchers. Firstiy, it is a methodology 

that has as its central aim the objective o f  theory building, rather than theory testing. Given the lack 

o f  an integrated theory in the literature concerning ‘top management support for ES initiatives’, an 

inductive approach which allows theory to emerge from  the expenential accounts o f  top 

management, seems m ost appropriate and relevant.

GTM  also supports longitudinal studies. Many IS implementations can take several years to fuUy 

implement, e.g. enterprise systems, knowledge management systems. G TM  allows the researcher to 

stay in the field until ‘theoretical saturation'-' is reached, therefore not limiting the study to the 

structured confines o f  positivistic thinking (Glaser and Strauss, 1967). GTM  allows context-based 

inquiry (Orlikowski, 1993). It removes the need to have a priori knowledge and assumptions. It also 

allows IS researchers to ask questions pertaining to ‘how ’, ‘w ho’, ‘w hat’, and ‘w hen’, thus offering a 

real com prehension o f  the research question at hand (Goulding, 2002).

Best Paper o f  1993 in MIS Quarterly 
" Computer-aided software engineering 
'- Staying in the field until no new evidence emerges
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GTM is also particularly suited to research focused on people’s actions and interpretations in 

organisational and other social contexts (this is partly due to Glaser and Strauss’s onginal interest in 

sociolog)') (Bry'ant, 2002), which is particularly suited to the research at hand, i.e. focusing on top 

managers. Positivists rely on specific variables and frameworks to derive theory. GTM’s ‘theoretical 

sampling'^' gives the grounded theory an opportunit}' to explore many avenues and actors that may 

have had an influence on the research subject.

As the IS field is a relatively new discipline’'* o f inquir)', GTM offers the ability to build theory. 

Positivistic researchers continue to test theory, often importing these theories and frameworks from 

other disciplines, which may or may not be applicable to that o f IS. Such an approach only continues 

to confuse the IS domain, prolonging its hybnd, multi-disciplinary image. Instead GTM offers a real 

opportunity for IS researchers to develop theories, grounded in emerging data and specifically for the 

IS domain.

GTM also has a set of established guidelines and coding techniques both for conducting research and 

interpreting the data which offers a sense o f security when delving into an unknown territory. 

Furthermore, whilst there has been some debate regarding the divergence in application o f grounded 

theory between the two originators'^, there is less disagreement over the nature of theory 

development than, for example, with action research. It is a methodology that encourages creativity 

and self-development. This is normally achieved through the process which stimulates eclectic 

analysis through the application of theoretical sensitivity (Goulding, 2002).

Contrary to popular misconceptions, GTM is not ‘atheoretical’ but requires an understanding of 

related theory and empirical work in order to enhance theoretical sensitivity. In an area such as this 

where there is litde formal theory, the incorporation of work in substantive areas can prove to be 

thought-provoking without overshadowing the analysis or predetermining perceptions regarding 

what to look for (Goulding, 2002). This study has used related fields of research, such as IS 

management and Enterprise Systems, to acquire some thought-provoking concepts. Finally, it is an 

established and credible methodology (Strauss & Corbin, 1998). From an IS perspective, interest in 

GTM IS constandy growing (OrUkowski, 1993, Smit and Bryant, 2000, Bryant, 2002, Myers and 

Avison, 2002), particularly with the techniques abiUty to build and develop theory.

Selecting samples according to  emerging categories and trends
A nd indeed many IS researchers do no t view it as a separate discipline, preferring to  step in and ou t o f the 

area, but keeping their feet on o ther domains, e.g. com puter systems, psychology, management.
See section on ‘two schools o f  thought’
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However, there are equally as many challenges associated with G TM  and IS research practice. ‘To date 

GTM  has been widely misused; often as a catch-all that can be evoked as a justification for 

methodological inadequacies, or a qualitadve loin-cloth to fool the gatekeepers and academies’ 

(Bry'ant, 2002; 37). According to H ow croft and Hughes in applying GTM , some studies use the 

m ethod prescnptively, whilst others use some o f its procedures to supplem ent o ther research 

strategies (1999). G TM  practices are often alleged to be guilty o f  an ‘anything goes’ approach. 

Researchers using this approach use it as a way o f disguising their methodological incom petence or 

fragility, particularly if they lack clear objectives or have poorly developed research ideas (Bryant, 

2002: 32). The fact remains that many research studies have simply abused the original concepts 

behind the m ethodology, opting to use it in an ‘a la carte‘'’‘ fashion. Indeed, IS research is no 

exception. A n example o f  one such study’  ̂ is that by D e Vreede et al, (1999). D e Vreede et al talk 

about how  their ‘data collection activities may be guided by relevant existing theories’ (1999: 206). 

This flies right in the face o f  Glaser and Strauss’s (1967) ‘discovery o f grounded theory’ m antra, i.e. 

the discoveiy o f theory from  data systemicaUy obtained from  social research. D e Vreede et al, therefore, 

are telling us that they use prestrucm red research designs and theories to  arrive at their emerging 

‘grounded theory’, this indeed is a perfect example o f  the parallel use o f  GTM.

A nother reason for the misunderstanding or misuse o f  G TM  within IS research relates to  the 

divergences between the onginal authors. Smit and Bryant point out that ‘failure to note the 

dichotomy (between the Straussian and Glaserian school) indicates that the researchers have failed to 

grasp the essentials o f  the G T  m ethod’ (2000). In order to test IS researchers com prehension o f  the 

G T  m ethod, and invariably knowledge between the two schools o f  thought, Smit and Bryant (2000) 

examined 16 IS research studies (Insert Appendix 4.1) from the past 10 years (coinciding with the 

publication o f  Glaser’s book in 1992 and the formal divergence between the original authors). From  

this figure we find that the vast majority o f  IS studies that emplo}^ed GTM  (15 out o f  16 to be exact) 

made no m ention o f  the divergence between Strauss and Corbin (1990) and Glaser’s response in 

1992. This shows that either IS researchers do no t feel the topic deserves m ention, or perhaps more 

accurately IS researchers are unaware o f  its importance. This finding is significant if  we consider the 

importance recent authors o f  GTM  are placing on acknowledgement o f  the divergence (Smit and 

Bryant, 2000, Locke, 2002, Goulding, 2002, Partington, 2002). Some researchers believe (Smit and 

Bryant, 2000 and How croft and Hughes, 1999), for example, that Strauss and C orbin’s 1990 

publication discarded the basic tenets o f  emerging theory and replaced it with those for forcing

Also opted for a ‘pick and mix’. This is the process where researchers use the parts o f the m ethodology that 
they believe will ‘fit’ their study best. This, how ever, lays waste to the concept o f  a m ethodological approach to 
inquiry.

Published to  the Journal o f M anagem ent Inform ation  Systems-W inter 1999
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theory^ with pre-determined frameworks (this is of course Glaser’s 1992 response). However, tlie 

majority o f current day GTM researchers affirm the importance of at least recognising this 

divergence and deciding before study commencement on which approach/school o f thought the 

research will adopt.

Despite the difficulties endured by GTM, clearly defining the approaches’ original principles make it 

‘an important device for IS practice’. Bry^ant believes that GTM is an extremely well-developed 

programme for conducting qualitative research and one solution to the GTM conundrum is to ‘pay 

attention to what they (Glaser and Strauss) do rather than what they say they do. If researchers 

paid more attention to the substantive studies o f Glaser, Strauss and their colleagues’®, and less to 

their lengthy methodological disquisitions, perhaps the value of GTM would be more readily 

apparent (Bryant, 2002: 34). It is also vital for GTM researchers to distinguish between the two 

schools o f thought before project initiation. Consequently, this study adopts the Straussian school of 

thought (although Strauss never intended to develop a ‘new’ approach, instead merely to extend the 

current one, making it more systematic). However, there are too few differences to start focusing on 

differentiations (2002). Similarly, this study adopts the Straussian approach, merely due to its 

systematic approach to data analysis, but acknowledges the original text of Glaser and Strauss in 

1967.

4.5 C o n d u c t i n g  a  G r o u n d e d  T h e o r y  M e t h o d o l o g y :

Having discussed GTM’s evolution, differing schools o f thought, characteristics, and place within IS 

research, it is now important to examine tlie approach’’ itself. Haig (1995) tells us that a good 

grounded theory is one that is (1) inductively derived from data, (2) subjected to theoretical 

elaboration, and (3) judged adequate to its domain with respect to a number of evaluation criteria. 

The fundamental premise of GTM is its ability to ground the theory in emerging data. However, 

before dealing with GTM application, it is important to be aware of some general research 

considerations. Both Strauss and Corbin (1998: 7) and Esteves et al (2001: 135), teU us that there are 

a number of prerequisites required for conducting GTM. Table 4.6 below provides an example of 

prerequisites the investigator needs to know before conducting a GTM inquiry.

'* Strauss and Corbin, 1990, G laser and Strauss, 1967
”  Before continuing further, it is im portant to note that G TM  is no t merely a ‘methodolog}'’ for conducting 
research, bu t is in fact a 'technique’ or actual research process. It incorporates the entire research process, from  
start to finish; therefore it moves beyond the confines o f  methodological status.
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T able 4.6-Prerequisities for conducting GTM  inquiry

Prerequisites for GTM  inquiry

(1) E m erging Data •  Should focus on emerging theor}^ from data and avoid theoretical 

preconceptions (Esteves et al, 2001).

(2) Be O bjective • Be able to recognise the tendency towards bias (Strauss and Corbin, 

1998).

(3) Understand GTM  

application

• Since the coding process can be difficult, it is important for the 

researcher to have experience o f the GT method and the research 

phenomenon in order to help find the relevant concepts and 

categories. This factor helps in the initial period o f the research where 

the lack o f an explicit set of research questions often provides a long 

period of ambiguity and uncertainty (Esteves et aJ, 2001).

(4) Feedback • Have the ability to be flexible and open to helpful criticism (Strauss 

and Corbin, 1998).

(5) Be Creative • In order to analyse the data, the researcher must develop a facility for 

discerning abstractions in the material collected and for processing 

these abstractions at several levels of generality. It is also important to 

foster what we might call a ‘creative theoretical imagination’ (Strauss 

and Corbin, 1998, Esteves et al, 2001).

(6) Saturate Data •  The researcher must be vigilant and be ready to recognise when 

‘theoretical saturation’ has occurred (Esteves et al, 2001).

(7) Be Sensitive • Be Sensitive to the words and actions o f respondents (Strauss and 

Corbin, 1998).

(8) Ground the study •  Have a sense o f absorption and devotion to the work process (Strauss 

and Corbin, 1998).

According to Pandit, ‘five analytic (and not stricdy sequential) phases for building grounded theory 

exist; (1) research design, (2) data collection, (3) data ordering, (4) data analysis and (5) literature 

comparison’ (1996: 2). In an effort to better understand the approach o f building grounded theory, 

the research will examine GTM under each o f these headings (Figure 4.5 below is presented with a 

view to illustrating the interrelated processes to building theory through GTM).
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Fig. 4.5-The Interrelated Processes o f  Data C ollection, D ata Ordering, and 

D ata Analysis to Build Grounded Theory.
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Source: Pandit (1996)

In reality, however, these steps do not occur in sequence, therefore Pandit’s (1996) ‘process model’ is 

only used as a guide or organising tool to offer the reader a deeper understanding o f  GTM  (appendix 

4.2 assists in explaining each stage o f  this model further). N o t all stages will receive the same 

attention, as m uch o f the literary works on G TM  focus specificaUy on data collection and data 

analysis, incorporating all other stages. As Strauss and Corbin state ‘in grounded theory, data 

collection, analysis, and eventual theory stand in close relationship to  one another’ (1998: 12). 

Building G TM  is an iterative process, where data collection and data analysis occur in harmony with 

one another. Such a process allows researchers to develop categories and concepts, and eventually 

theory, in a systemic, organic manner, i.e. all data is emergent and grounded in the field. Each o f 

Pandit’s stages wiU now be considered in greater detail.

n )  Research Design Phase:

Initially the process starts with an interest in a specific area. The grounded theory m ethod is adopted 

when the area o f  interest is relatively ignored m the literature. Therefore, the researcher’s objective is 

to ‘build their own theory’ from the ground up, thus a grounded theory m ethod proves the m ost apt. 

O nce an interest m an area has been established, the next step is to develop a ‘research question’.
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Strauss and Corbin (1998) believe that there are a number of methods for developing a research 

question. Firstly, a researcher can arrive at a specific problem by asking odier academics about 

problems they have experienced within their respective research domains. This highlights research 

questions for the aspiring researcher. Secondly, problems are identified from the technical^'' and 

nontechnical-' literature. Sourcing through the literature allows the researcher to locate particular 

contradictions or discrepancies. According to Pandit (1996) ‘the literature allows for the 

identification o f any a priori constructs, therefore constraining irrelevant variation and sharpening 

external validity’. If the area is empirically weak and disjointed, then the researcher is able to pick up 

on these ambiguities and develop a research question for this area. Just as a further point of 

clarification, many researchers talk about not using the literature until the theory has emerged or is 

almost about to emerge. This, in effect could be a very cosdy mistake. While Strauss and Corbin 

‘assure us that there is no need to review all o f the literamre in the field beforehand’, they stiU 

propose several ways in which the technical literature can assist inquiry from the outset (1998: 49).

♦ Concepts derived from the literature can provide a source for making compansons to data.

♦ Familianty with relevant literature can enhance sensitivity to the data, i.e. seeing the data for what 

It IS or could be.

♦ The literature can be used as a secondary source o f data (wiU be discussed later).

♦ Literature assists with the formulation o f initial research questions. The data later can prove or 

disprove these assumptions.

♦ The literature can be used to stimulate questions during the analysis process.

♦ Areas for theoretical sampling (discussed later) can be suggested by the literature, especially in 

the first stages of the research.

♦ At the end of the research, the literature can be used to confirm findings and draw conclusions.

It is important for the researcher to remember when using the Mterature that it can hinder creativity if 

it is allowed to stand between the researcher and the data, however if it is used as an analytic tool 

then it can foster conceptualisation and encourage greater theoretical sensitivity. For this study, 

initial review o f the ES literature revealed the need to focus on ‘top management support’. A 

preliminary review o f the IS management literature illustrated that the topic lacked theoretical 

explanations, relied primarily on anecdotal commentary, and empirical inquiry was isolated and 

scattered, without a holistic development o f the area.

Technical literature refers to books, journal articles, business press publications, reports, theses etc. h  is the 
fields academ ic literature.

N ontechnical literature refers to letters, biographies, diaries, videotapes, newspapers, catalogs (from  the field 
data).
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Thirdly, the researcher’s own personal or professional experiences allows for the development of a 

research question. Personal circumstances in the researcher’s life may have caused them to develop 

certain questions, or perhaps more accurately for management researcher’s, their professional 

experience may contribute to the development o f a research question. Gaps in the work process can 

trigger questions. The final method is through the research itself. The researcher can enter the field 

with a general notion o f what they might be looking at. After preliminary interviews and 

observations questions start to arise. Eventually, listening to or observing the speech and actions of 

respondents leads the researcher to identify specific problems and possible research questions.

GTM is particularly suited to research that aims to ask ‘how, what, who, and when’ questions. The 

macro nature o f research questions at the beginning, allows an exploratory nature to inquiry. 

Questions are constandy honed throughout the research process, the final structuring coming with 

the arnval o f the emergent theory. Once the researcher has identified a research question, they next 

move on to select research cases and collect data.

(2) Data Collection Phase:

According to Pandit (1996) the inidal case (unit of data), in his study on corporate turnarounds, was 

the technical literature. This implies that one of the four methods for deriving a research question 

mentioned above, can generate the initial theoretical framework for the study. Following on from 

this, the researcher must now choose the next case— that wiU assist in verifying their initial research 

question. This process o f deciding upon the next case based upon the results of the previous one is 

referred to as ‘theoreticalsampling’. Glaser and Strauss teO us that ‘theoretical sampling is the process of 

data collection for generating theory whereby the analyst jointly collects, codes, and analyses his data 

and decides what data to collect next and where to find them, in order to develop his theory as it 

emerges. This process o f data collection is ‘controlled’ by the emerging theory’ (1967: 45).

As stated already the basic premise of GTM is the collection and analysis of data simultaneously. 

Within days o f entering the field the researcher wiU start to generate various codes-^. The data are 

then analysed to see where the researcher will sample next. Glaser and Strauss (1967: 55) tell us that 

sampling of the data should be centred around groups. This simply means that data are grouped 

together for their relevance, which also assists theoretical sampling and the choice o f future samples.

-- W hich is normally a specific com pany or individual
Codes are referred to  as the varying trends in the data, both similarities and differences. For a breakdow n o f 

the coding process see D ata Analysis Phase-step 4.
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Glaser and Stxauss believe “that groups allow for control over similarities and differences vital for the 

discovery of data categories. By maximising or minimising differences among comparative groups, 

the sociologist can control the theoretical relevance of liis data collection” (Glaser and Strauss, 1967: 

55). Glaser states that “the general procedure of theoretical sampling is to elicit codes from the raw 

data from the start o f  data collection through constant comparative analysis as the data pour in. 

Then one uses the codes to direct further data collection, from which the codes are further 

developed theoretically, with properties and theoretically coded connections with other categories 

until each category is saturated. Theoretical sampling on any category ceases when it is saturated, 

elaborated and integrated into the emerging theory” (1992: 102). It is important for the researcher to 

remain open and flexible during this process, as new emerging data may require a change o f research 

direction and focus.

In addition to theoretical sampling, a fundamental feature of grounded theory is the application of 

the ‘constant’ comparative method (Goulding, 2002). Constant comparison involves comparing like 

with like in order to look for emerging patterns and themes across the data. According to Glaser and 

Strauss there are four stages to the constant comparative method, these include (1) comparing 

incidents applicable to each category, (2) integrating categones and their properties, (3) delimiting the 

theory, and (4) finally writing the theory (1967: 105). The specifics o f grounded theory language, i.e. 

concepts, categones, and properties will be discussed later in the data analysis phase. However 

suffice to say for the moment that constant comparison involves breaking down the raw data into 

various categories or building block segments. By constandy companng the similarities and 

differences o f these categories, researchers are able to increase the categories generality and 

explanatory powers (Glaser and Strauss, 1968: 24). Using a host of coding techniques^-* constant 

comparison of the data continues right throughout the research process, until the data appears to 

reach saturation's point.

Before moving on to review the various data analytical tools, it is imperative to talk about the methods 

for data collection. Several methods have been deployed to assist researchers in collecting data, namely, 

interviews, observations, use o f life histories as data, use of memos, sur\^ey, and introspection. These 

sources of data collection are by no means exhaustive, Glaser and Strauss point out multiples of 

other qualitative collection techniques, which include letters, biographies, autobiographies, memoirs, 

speeches, novels, deeds, jokes, photographs, and city plans (1967: 161). However, for the purposes

Such as open, axial, and selective-discussed under data analysis phase
Theoretical saturation is achieved through staying in the field until no new evidence emerges which can 

inform or underpin the development o f  a theoretical point (Goulding, 2002: 70).
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of this study only the more popular methods will be explained further. Glaser tells us that ‘the 

grounded theory method although uniquely suited to fieldwork and qualitative data, can be easily 

used as a general method of analysis with any form of data collection: survey, experiment, and case 

study. Further, it can combine and integrate them. It transcends specific data collection methods’ 

(Glaser, 1978; 6). GTM, therefore, is able to use a plethora of data collection techniques, both 

quantitative and qualitative data, in order to enhance the ‘emerging theory’. In an effort to 

understand this data collection process better, a brief review of these methods is provided.

Interviews:

There are two possible interview methods available to the researcher when interviewing research 

respondents, namely structured and unstructured interviews.

• Structured Interviews: This involves a fixed set of pre-determined questions that the researcher 

asks the interviewee in a fixed, systematic order. The respondents are interviewed over a short 

period o f time and are usually expected to choose an answer from a series of alternatives given 

by the researcher, generally in multiple-choice format (Oppenheim, 1992). The main fault with 

this t}'pe o f interviewing is that the researcher is still very restricted to a regimental type 

interview, where all empirical data collected is structured and predetermined. Respondents are 

not encouraged to give ‘exploratory’ data, thus often limiting the interpretivist qualitative 

exercise.

• Unstructured Interviews: With this type o f interviewing process, the researcher has a number of 

‘unstructured’ topics to cover, but which are not asked in a systematic order. The questions are 

open-ended, therefore allowing the respondent to add their own opinions and criteria to the 

interviewing process. This type of qualitative research is favoured when dealing with exploratory 

t)pe research, as the researcher is not limited to the secondary data knowledge and is able to gain 

a greater insight into the exploratory field of study. The main drawback to this form of data 

coUecting, is the ‘unstructured’ nature of the interviewing process, where the respondent can 

often steer completely off course providing empirical data which may be o f no research value to 

the researcher. Another factor is that analysis of unstructured interviews can often be very time 

consuming. However, the unstructured approach suits GTM best, as aU data is relevant to an 

emergent theory.

According to Goulding for ‘grounded theory the most common form of interview is the face-to-face 

unstructured, or more realistically semi-structured, open-ended, ethnograpliic, in-depth 

conversational interview’ (2002: 59). Such an interview is favoured because it has the potential to 

generate rich and detailed accounts of the individuals’ experiences. This interview style also remains
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flexible enough to allow the ‘conversation’ to lead into other areas, which may not have been 

considered before the meeting. In effect, the unstructured interview suits GTM, as it keeps the 

discussion open and free to interpretation. In fact the interview is possibly the most widely used data 

collection method in GTM studies (Strauss & Corbin, 1998).

Observations:

Adler and Adler believe that ‘the hallmark of observation is its non-intrusive nature which minimises 

any interferences in the behaviour of those observed, neither manipulating nor stimulating them’ 

(1994). Observations provide examples of ‘real world’ experiences as they happen. They can either 

be mechanical, such as video recordings, or human. One of the often cited problems with 

observations, however, is that of ‘selectivity’. As human beings, the ‘meanings’ or ‘sense’ we attach 

to the observational data is biased by our own prior experiences and prejudices. One way o f getting 

around tins is to mechanically record observations, however a problem here is informants are now 

aware of the observational process and therefore will most likely react differentiy to their ‘real world’ 

experiences and actions (Goulding, 2002). A further problem with observations is the ethical issues 

raised by recording informants without their prior consent. In full, observations supported by other 

data collection techniques are a valuable source for information gathering. They add to the data 

collected and support data analysis and understanding.

Use of Memos:

Memos can be used in conjunction with observational data to assist the researcher in building a 

credible story o f events. Memos are in effect ‘ideas’ which have been noted during the data 

collection process. According to Glaser, memos are essential when writing grounded theory, as they 

assist in building ideas relating to research events. They provide the researcher with a reserve of data, 

which acts for the formulation of general ideas, then concepts and eventually theory. The original 

authors believe that the researcher should write freely and take chances when writing memos (Glaser, 

1978). Writing freely allows ideas to flow, and removes the structured format of thinking that can 

prohibit research ‘creativity’. In order to assist this process, Glaser recommends that memos and 

data should be kept separately. This in effect, reduces the urge to constandy look for data similarities 

and differences, keeping the data original and true to reality. Deriving data from memos comes 

through the process of highlighting particular incidents or concepts, however this is usually done 

after a number of memos have been written, therefore preliminary concepts wiU not occupy future 

memo content. Memos should be a consistent part of the process and should be generated 

simultaneously throughout the sampling and data collection stages.
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Using life histories as data:

Another method for collecting data is using life histories or diaries, which have been constructed by 

participants and which provide insights into a ‘slice o f life’ (Goulding, 2002: 58). This allows the 

researcher to gain a sense of the whole of an individual’s life as described from their perspective. A 

particularly good way of conducting this method o f data coUection is to ask the research participant 

to keep a journal or diary'. This can then be analysed after a certain time period, thus illustrating 

events in the life o f  die participant as they occurred. Once again, however, one of the problems with 

this collection method is the bias experienced by the participant. In keeping a diary, the participant is 

aware of the research measurement process, therefore their recollections on events might not be true 

to actual happenings. This, however, is a problem experienced by most research methods, both 

quantitative and qualitative. It is often only through a multi-method approach that the greatest data 

accuracies can be achieved. This is one o f the particular advantages o f the grounded theory method.

Surveys:

Surveys can also be used with the grounded theory method to collect data. While this methodology 

often clashes with the fundamentals of qualitative research, at least from a philosophical perspective. 

It can be used as an instrument for data collection in GTM. There are two primary methods for 

using surveys (a) using surveys to test hypotheses that have developed from the qualitative data, and 

(b) secondary analysis of survey data. Surveys can be used to test specific hypotheses, or trends, 

from the qualitative data. Glaser and Strauss tell us that such surveys lack the formality of the 

positivistic domain, where they are more flexible and are used in conjunction with other data 

coUection tools to arrive at a ‘grounded theory’, rather than just to test the theory. “Typically, 

discovery made through quantitative data is treated only as a by-product o f the ‘main work’-making 

accurate descriptions and verifications” (1967: 185). Such use of surveys is useful for coUecting data 

that involve yes/no answers. Data specific information can be gathered quickly without haxong to 

occupy valuable interviewees time with questions that could be answered just as quickly in a 

questionnaire. The second method for survey use involves reviewing secondary data collated from 

previous positivist studies. Such inquiry allows the researcher to note findings that can assist with the 

generation o f theory. Surveys should be used as tools to aid in the generation of theory, not allowing 

them to become positivistic, forcing the theory in specific directions.

Introspection:

Finally, researchers can use introspection. This process involves the researcher drawing upon prior 

knowledge and experiences in order to stimulate comparisons in the data (Goulding, 2002: 62). 

Shaping ideas and concepts in the beginning can be difficult; introspection allows the researcher to
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draw upon his own personal experiences or experiences taken from others. Drawing on ones own 

personal experiences, experiential knowledge, allows the researcher during conversations with 

participants to see inconsistencies in the story. The role o f the researcher is then to interpret these 

inconsistencies, understand them from their own personal experiences, and then offer them back to 

the participant. The researcher and participant working together, source through these 

interpretations in later meetings, with the final emergence of mutual consensus between both parties.

(3) Data Ordering Phase:

Pandit notes that the objective of the data ordering phase is to arrange events chronologically in 

order to facilitate easier data analysis and examination of processes (1996). He uses a quote from Yin 

to explain the relevance of data ordering in the grounded theory method. Yin states that ‘the 

arraying o f events into a chronology permits the investigator to determine causal events over time, 

because the basic sequence of a cause and effect cannot be temporally inverted. However, unlike the 

more general time-series approaches, the chronology is likely to cover many different types of 

variables and not be Limited to a single independent or dependent variable’ (1989: 119). In reality, 

however, data ordering, just Hke the data collection and analysis phases, is constandy occurring 

during the other stages.

(4) Data Analysis Phase:

In tandem with data collection and ordering, the researcher is also analysing the data. Data analysis 

starts upon entering the field, without it theoretical sampling will not take place. GTM has devised a 

number o f methods for analysing data. This, indeed, is where some o f the controversy exists 

between Glaser and Strauss. Glaser believes that data analysis is a natural process, which occurs 

through the use of open and selective coding. Strauss, however, in his 1990 text develops a more 

structured, systematic process for data analysis, i.e. axial coding. Glaser believes that Strauss’s 

approach to data analysis only supports venficational techniques, making GTM more quantitative 

and positivistic by nature. Strauss naturally enough disagrees with this view, stating that he merely 

wants to give greater clarity and structure to the data analysis process. As this smdy is adopting the 

Straussian approach, all three types o f coding wiU be discussed.

Both authors agree, however, that the methods for formulating a theory do not come from data 

alone. With GTM the idea is to look for patterns and reoccurring events in the data through 

comparing data against each other. This process is called ‘coding’, where interview, observational.
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and other data forms are broken down into distinct units of meaning which are then labelled to 

generate concepts. These concepts are then clustered into descriptive categories, which are later re

evaluated for their interrelationships and through a series o f anal}tical steps are gradually subsumed 

into higher order categories, or a single core category, which suggests an emergent theory (Goulding, 

2002). However, before examining the various coding techniques available to the grounded theorist, 

It is firsdy important to understand the language GTM theorists use for explaining the data analysis 

process.

Theoredcal coding involves breaking down the data into specific ‘units of analysis’. Each unit 

represents a step on the road to developing an emerging theory. In effect data are arranged in a 

hierarchical manner, with the eventual emergence o f a grounded theory. Strauss and Corbin (1998) 

give us examples of the hierarchy language used for data analysis.

♦ Phenomena; Central ideas in the data represented as concepts.

♦ Concepts: Involves moving from just describing what is happening in the data, to explaining the 

relationship between and across incidents.

♦ Categories: These are higher order concepts. Grouping concepts into categories enables the 

analyst to reduce the number of units with which they are working.

♦ Properties: These are the characteristics or attnbutes of a category. The delineation o f which 

gives the category greater meaning.

These data analysing terms are explained better when we look briefly at the coding techniques 

available to the analyst. Three coding procedures have been identified; these include open, axial, and 

selective coding. The fundamental objective of using these coding techniques is to arrive at a 

situation where the data is ‘saturated’, thus giving rise to a grounded theory.

Open Coding:

Open coding involves breaking down the data into distinct units of meaning. After an interview is 

transcribed fully, the analyst goes through the text ‘Kne-by-Hne’ in an attempt to identify key words, 

phrases, and meanings (Glaser and Strauss, 1967). Such a process allows the researcher to place 

specific ‘phenomenon’ into groups, therefore giving rise to early concept development for the 

emerging theory. This classification of concepts into specific groups is referred to as 

‘conceptualising’ the data (Strauss and Corbin, 1998: 103). Following on from this the process of 

‘abstraction’ takes place, where descriptive codes and concepts are moved to a higher abstract level. 

Abstraction involves collapsing concepts into higher order concepts, known as categories.
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According to Strauss (1987) abstraction involves constandy asking theoretically relevant questions. 

T o assist the process o f  abstraction, the researcher moves beyond open coding and towards axial 

coding techniques.

A x ia l Coding:

Axial coding involves moving to a higher level o f  abstraction and is achieved by specifying 

relationships and delineating a core category or construct around which the other concepts revolve. 

It relies on a synthetic technique o f  making connections between subcategories to construct a more 

comprehensive scheme (OrUkowski, 1993:315). In o ther words, the purpose o f  axial coding is to 

begin the process o f  reassembling data that were fractured during open coding. Higher level 

concepts, know n as categories are related to their subcategories to form m ore precise and complete 

explanations about phenom enon (Strauss and Corbin, 1998: 124). Sub-categories are the same as 

categories except instead o f  standing for a phenom enon it asks questions o f  the phenom enon, such 

as when, where, who, how  and with what consequences. Such an approach gives the category greater 

explanatory power, therefore fitting with the idea o f developing theoretical abstraction from  the data 

(Strauss and Corbin, 1998).

In effect, the researcher is constandy conducting analysis at two levels, (a) the actual words used by 

respondents and (b) conceptualising these words bringing them  towards higher level orders. 

Developing categories allows the researcher to see major trends in the data. Sub-categorising the 

categones goes further in questioning the nature o f  these categories and their relationship to other 

categories and events. Further analysis is afforded by reviewing the ‘properties’ o f  each category. 

Properties are the characteristics or attributes o f  a category. Reviewing these elements adds further 

understanding to the data analysis process. According to Strauss (1987) axial coding involves several 

basic tasks, these include;

♦ Laying out the properties o f  a category, a task that begins during open coding.

♦ Identifying the variety o f  conditions, actions/interpretations, and consequences associated with a 

phenom enon.

♦ Relating a category to its subcategories through statements denoting how they are related to each 

other.

♦ Looking for cues in the data that denote how major categories might relate to each other.
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Selective Coding:

Selective coding is the process o f  integrating and refining the theor}'. In open coding the researcher 

is concerned with developing concepts, and categories. In axial coding die fundamental premise for 

the researcher is to take the abstract categories developed in open coding and begin to build an 

explanation or a story about the phenom enon under inquiry. Tliis in turn assists the investigator in 

identifying ‘emerging categories’ (Strauss & Corbin, 1998). Selective coding, therefore, takes these 

‘emerging categories’, developed by the o ther two coding techniques, and through the process o f 

category integration and refinement develops a central or core category. According to Glaser and 

Strauss (1967), a core category is a main theme which sums up a pattern or behaviour. Goulding tells 

us that ‘a core category should be saturated as m uch as possible for its explanatory power and should 

be based on full theoretical sampling in order to maximise differences in data. Furtherm ore it must 

be explained in relation to its relevance to other categories’ (2002: 88). Strauss (1987: 36) tells us that 

a core or central category should have the following characteristics;

♦ It m ust be central, that is all other major categories can be related to it.

♦ It m ust appear frequently in the data. This means that within all or almost all cases, there are 

indicators pointing to the concept.

♦ The explanation that evolves by relating the categories is logical and consistent. There is no 

forcing o f the data.

♦ The name or phrase used to describe the central category should be sufficiently abstract that it 

can be used to do research in other substantive areas, leading to the development o f  a more 

general theory.

♦ As the concept is refined analytically through integration with other concepts, the theory grows 

in depth and explanatory power.

♦ The concept is able to explain variation as well as the main point made by the data; that is when 

conditions vary the explanation stiU holds, although the way in which a phenom enon is 

expressed might look somewhat different. O ne also should be able to explain contradictory or 

alternative cases in terms o f the central idea.

One further aspect o f  core category developm ent is the data must reach saturation point. Theoretical 

saturation (see Figure 4.4 above) involves staying in the field until no new evidence emerges from data 

coUected through an ongoing process o f  theoretical sampling (Glaser and Strauss, 1967). Therefore, 

in order to develop a core or central category, the researcher m ust integrate other categories and 

constantly continue to compare and sample the data, refining it as much as possible, until saturation 

point. This process results in the emergence o f a theory which has been grounded in the data.

153



(5) Literature Com parison Phase:

The final phase in building a grounded theory is the literature comparison. The objective at this stage 

is to compare the ‘emergent theory’ to the extant literature, i.e. the technical literature in the areas 

domain. A t diis stage the researcher can com pare and contrast their theory with vanous frameworks 

or macro dieones from  the literature. There are two distinct advantages with tying the emergent 

theory to the extant literature, namely (1) it improves construct definitions and therefore ‘internal’ 

validity, and (2) it also improves ‘external’ validity by establislung the domain to wliich the study’s 

findings can be generalised with (Pandit, 1996).

4.6 S i g n i f i c a n c e  o f  u s in g  GTM:

A preliminary review o f the literature revealed a lack o f  understanding o f  ‘how top management 

support ES im plem entation’. Consequendy, the investigator sought to build a theoretical 

understanding for the research topic. In order to build a theoretical understanding the investigator 

would need to adopt an inductive approach to inquiry. Deductive inquiry works from the premise o f 

established theory, where the researcher seeks to explain or test phenom enon, whereas inductive 

inquiry seeks to explore or interpret data, winch in turn will develop theory. As a result, this study 

would conduct an ‘exploratory’ inquiry, i.e. its objective is to build (interpretivism) rather than 

explain (realism) or test (positivism) theory.

As this study adopted an interpretivist epistemology, it became im portant to align the investigation 

with an appropnate methodology. A G TM  approach to inquiry was therefore selected. A 

preliminary review o f other methodologies revealed that GTM  was the m ost applicable and relevant 

methodology for an ‘interpretivist’ investigation. GTM  is an inductive, theory discovery 

methodology that allows the investigator to develop a theoretical account o f  a topic while 

simultaneously grounding the account in empirical data (Turner, 1983). In contrast to more 

deductive, quantitative m ethods, in which the investigator is the expert, in GTM  the investigator 

focuses on the participant who has experience o f the phenom enon under inquiry. Wliile a GTM  

inquiry adopts a rigorous approach in collecting and analysing data, the investigator assumes final 

responsibility for data interpretation. This in essence is the premise o f  an interpretivist epistemology.

Using the Strauss and Corbin (1998) approach to  GTM , data are systematically analysed using open, 

axial, and selective coding. T luough ‘theoretical sampling’ o f  data, concepts begin to emerge. By
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‘constantly com paring’ these concepts, the investigator m oves the data to liigher order concepts or 

emerging categories. Finally, ‘theoretical saturation’ occurs when no new data is emerging within the 

field. At tliis stage, core categories are formed to build a ‘grounded theory’. According to Strauss 

and Corbin (1998), a grounded theory' is a ‘substantive theory’. The theories developed tlirough 

G TM  are interpretations made from given perspectives as adopted by the investigator who needs to 

remain open to the essential provisional character o f  every theory (O’CaUaghan, 1996). In other 

words, a substantive theory seeks to build an interpretive understanding for a given organisational 

context. The theory emerges through the interplay between data collection and analysis. The data 

drives the em ergent theory, but the emergent theory also drives data collection. The result is a theory 

that has been ‘grounded’ in data.

FinaUy, G TM  was particularly suited to this investigation. GTM  inquiry is suited to IS investigations 

that seek to build a theoretical understand o f the actions and behaviours o f  social actors (Bryant, 

2002). Furtherm ore, GTM  is also suited to investigations that focus on complex organisations such 

as healthcare insdtutions (Glaser and Strauss, 1965 and 1967). Similarly, this study sought to build an 

understanding for a topic that involved social (top managers), systems (enterprise systems), and 

complex (healthcare) organisational elements. In other words, GTM  is a dynamic approach to 

inquiry; with a history o f  researcliing complex social, IS and healthcare environments.

4.7 C o n c l u s i o n :

The objective o f  tliis chapter was to review the nature o f  empirical inquiry. The chapter begins with 

a brief review o f the ontological and epistemological aspects that influence the investigators approach 

to inquiry. Differences between the positivist and interpretivist epistemologies are provided, before 

the investigation makes a paradigm choice. A review o f epistemologies within the IS field reveals an 

early positivisdc dominance but a steady rise in interpretivist inquiry. As tliis investigation is an 

‘exploratory’ study, an interpretivist approach is adopted in guiding the investigation in its choice o f  

methodology. Interpretivism seeks to build or ‘ground’ theory. As a result, a grounded theory 

m ethod is selected. This methodological technique is particularly suited to studies where there is a 

lack o f empirical knowledge within the field. It is, therefore, liigUy relevant to this investigation. 

Finally, how to conduct a GTM  inquiry is discussed. Chapter five wiU now illustrate how this 

investigation was earned out in practice using a grounded theory methodology.
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C h a p t e r  5



C h a p t e r  5 -T h e  I n v e s t ig a t iv e  Ap p r o a c h

5.1 I n t r o d u c t i o n :

The objective o f  tliis chapter is to describe how the investigation was conducted. The previous 

chapter higlilighted the nature o f  grounded theory m ethod, its characteristics, use in  empirical 

investigations and application to IS research. The task now is to illustrate the steps taken in selecting 

the organisation for inquiry, choosing inform ants for interview, and the collection and analysis 

techniques deployed to generate theory. In order to assist the investigator in describing how the 

research was conducted. Pandit’s (1996) five phase ‘process model’ (see Fig. 4.4) is deployed. This 

model begins by recounting the initial research design phase o f the study. This phase is followed 

data collection, ordering, and analysis. The final phase focuses on theoretical developm ent, where 

the extant literature is com pared to the emerging theory. This model has assisted the investigator in 

structunng and ordering the application o f  this study. Each section o f  the chapter is now  discussed.

Figure 5.1 below provides a map that outlines chapter organisation and stmcture. In the figure, the 

numbers underlined within each box indicate the section m this chapter that discusses each question in detail. 

This chapter is compnsed o f five sections. In section 5.2 the investigator explains ’’why’ the research 

topic emerged. Section 5.3 explains 'what’ the study did in collecting the data, wliich includes the 

technical literature, the organisational selection, and finally the field data. Section 5.4 explains ‘where’ 

the collected data were filed, i.e. it deals with data ordering and management. Section 5.5 descnbes 

‘how ’ the data were analysed, with particular emphases on the tliree coding techmques, i.e. open, 

axial, and selective coding. Section 5.6 asks ‘so w hat’ o f  the chapter. This section describes the 

literature com parison phase from  Pandit’s (1996) GTM  process model. Literature com parison allows 

the study to compare the em ergent theory to the extant literature in the area. In turn, this process 

strengthens both literature and the emergent theory. Finally, section 5.7 reflects upon G TM  in 

practice.
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What? 5 3
•  Data Collection
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So What? M
•  Literaaire 

Comparison

Fig. 5.1 Otganisarion and structure of Chapter 5

5.2 R e s e a r c h  D e s ig n  P h a s e

The objective o f  this phase is to develop a research focus, which is then narrowed to become a 

research question. According to Strauss and Corbin (1998) there are a num ber o f  m ethods for 

assisting the investigator in developing a research focus. These include; (1) the investigator can 

identify problem s in their workplace, (2) speaking with academic faculty, where the investigator can 

synthesis their ideas, (3) identify problems and gaps in the literature, and (4) by entering the research 

field and developing a research question. This study deployed three o f  these m ethods, namely 1 to 3 

above, in honing the research focus and developing a research question.

Firstly, prior to comm encing this investigation on a full-time basis, the investigator worked as a 

project manager at another Irish university for a num ber o f  years. The job involved working on the 

deployment o f  an e-learning strategy for a college departm ent within the university. While the e- 

learning software was initially a stand-alone project for the departm ent, plans were afoot w ithin the 

college to integrate and connect all departments via a single e-learning system that would be 

compatible with other systems such as college e-mail, intranet, and security systems. From  a 

university perspective, it was intended to eventually have an enterprise-wide system which would 

integrate the e-learning system. From  a college perspective, while the departm ent implemented an e- 

learning system, its usage and return on investm ent could be regarded as an IS failure. The
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investigator, having worked with o ther colleagues to implement such a system was left wondering 

why there was simply no uptake in its usage. Added to this, furdier plans by the university to 

implement an enterpnse-wide college or university system were discarded. The reasons for such 

actions remained somewhat ambiguous to the investigator, but anecdotal evidence suggested diat a 

general lack o f  top management vision or com m itm ent fuelled by a constant organisational-wide 

resistance to change within the university were contributory factors. These questions remained part 

o f  the investigators search from  the outset o f  tliis inquiry.

The second step in the design o f  tliis research study was for the investigator to discuss these issues 

with academic faculty. Initially, colleagues within the same university were queried as to why the 

developm ent and delivery o f  an organisation-wide system was so difficult. Once again, the 

investigator was informed o f the lack o f  top management support for general IS inidatives and the 

many changes required for the implementation o f  a single enterprise-wide system. The investigator 

also contacted other academics in different Universities in Ireland, which brought the investigator 

into contact with Trinity College and this study’s supervisor. Once again, suggestions concerning 

challenges for enterpnse-wide iniuatives centred around the lack o f  com m itm ent and support from 

top management and the challenges organisations experience in introducing large-scale change for IS 

initiatives.

The final step in the design o f this research study was to preliminarily review some o f  the literature. 

Initial interest came from prior research conducted over two years by the investigator (research MBS 

degree), which focused on e-learmng systems. However, the investigators interest now began to 

focus on enterprise-wide inform ation systems. Consequently, a preliminary review o f the enterprise 

systems literature revealed that the im plementation o f  these systems was not easy. Some studies cited 

up to 90% failure with such systems, primarily because organisational issues were ignored or 

bypassed. In particular, top management support was identified as one o f the m ost im portant critical 

factors for ensuring the successful im plementation o f an enterpnse system. Anecdotal evidence 

emanating from experiential knowledge had inform ed the investigator as to the importance o f  top 

management support; now the academic literature was further supporting such beliefs. 

Consequendy, a research question was formed. l l i is  study would seek to understand top 

management support for the implementation o f  enterprise systems.
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5.3 D a t a  C o l l e c t i o n  P h a s e

In a G TM  inquiry the data collection phase begins when the study commences. AU data is applicable 

and relevant to GTM. However, for structuring purposes this section divides the data collection 

phase into two stages; (1) literature collection' (technical), and (2) field data collection (nontechnical- 

literature and interviews). Each o f  these stages wiU now be discussed in further detail.

(1) Technical Literature Collection:

In tliis study, this stage o f  data collection com m enced during the research design phase and 

continued tliroughout the entire investigation. U pon acceptance o f  a full-time research position, the 

investigator continued reviewing the literature. This literature review also referred to as the ‘technical 

literature’ by Strauss and Corbin (1998), first began with the ES literature. The investigator was 

initially interested in understanding the reasons for poor enterprise systems implementation in 

organisations. Prior experiential knowledge and anecdotal com m ents suggested that top 

m anagement support was important. A review o f the ES literature revealed that top management 

support was a critical factor for ensuring successful ES outcomes. However, there was a lack of 

understanding within the literature as to how top management support these systems. As this study 

was focusing on ‘top management support’ a review o f the broader literature on the management o f 

IS also took place. The IS management literature revealed a num ber o f approaches top management 

could take when supporting IS initiatives. However, findings remained inconsistent, prescriptive, and 

isolated. D espite over four decades o f  attention the topic had not been explored empirically in any 

great depth. A n exploratory inquiry was therefore required.

f2) Field Data Collection:

Field data collection refers to the data collected in the organisation. However, before discussing the 

collection o f field data, it is firstly im portant to discuss the organisational selection process. As this 

sttidy was an exploratory inquiry, the investigation sought to build a theory o f  ‘how top management 

support ES im plem entation’. In order to build theory, the investigator needs to ground the study in 

an organisational context.

' The academic literature in G TM  is referred to as the ‘technical’ literature 
- Literature collected from organisation is referred to as ‘nontechnical’ literature.
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In choosing an organisational case to conduct tliis investigation, potential organisational candidates 

would need to  m eet a num ber o f  requirements. In particular, four selection requirements would 

determine the choice o f  organisation for this study. These include;

1. The organisation needs to be either implementing or have implemented an ES.

2. The enterprise system within the selected orgarusauon would need to be a generic software 

package, e.g. SAP, JD  Edwards, Peoplesoft, Baan etc.

3. The organisation would need to be situated in Ireland (in order to ground the study the 

investigator would need to spend tune with the selected organisation. This would be easier if 

it was an Irish-based organisation).

4. The selected organisation would conduct the entire ES initiative in Ireland (if the 

organisation had other offices internationally it might make it difficult to gain access to the 

organisations’ top managers).

A key decision for any investigation using a case study to build theory is w hether to use a single case 

or multiple cases. According to Yin, single case inquiry is ideal for investigations that seek to build a 

new perspective on a given phenom enon (1989). Multiple case studies, on the other hand, are ideal 

for investigations that seek to describe or test theory. As this investigation was seeking to build 

theory, a single case study was preferred. A nother factor for adopting a single case study for this 

inquiry relates to the nature o f  enterprise systems. As an ES initiative is a very large project, wliich 

requires participation from  the entire organisation, the investigation would select a single case. This 

would allow the study to thoroughly ground the investigation. The challenge would be to find an 

organisation, or ‘case study’, that could accommodate such a deep review. From  a G TM  perspective, 

the selection o f  a single organisation can lead to a deep understanding o f  the research question 

(Goulding, 2002). In particular, Strauss and Corbin note that a single organisational inquiry can reaUy 

build a thorough knowledge about that organisation (1998).

Consequentiy, the investigator began to ‘sample’ organisational cases. As the investigator had prior 

experiential knowledge o f  public sector organisations, specifically Universities, die selection process 

began here. Irish Universities were queried as to their usage and implementation o f  enterprise 

systems. However, the investigator found that Universities had abandoned, postponed, or simply 

not installed such systems. The investigator would need to select an alternative organisation. In 

keeping with public sector organisations, a web search revealed that the Insh health system was 

engaged in the im plementation o f  a large SAP project. Further inquiry, both web-based and informal 

discussions with academic faculty involved in health management research in Trinity College, 

revealed the full magnitude and scale o f  this initiative. This organisation would provide the
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investigation with a large-scale enterprise system implementation. International healthcare trends and 

future plans for IS initiatives within the Irish health system (with expected spend between €500 

million and €1 billion over the next 10 years), further encouraged empirical inquiry witliin tliis 

organisation.

However, w hen investigating a single case study, Yin notes that the client organisation m ust meet a 

num ber o f  requirements (1994). The case selected m ust be significant, complete (at least have a 

sense o f  completeness), m ust consider alternative perspectives, and m ust display sufficient evidence. 

In other words, the case selected m ust be broad and dynamic enough to allow the investigator to gain 

a thorough understanding o f  the phenom enon under inquiry. In the case o f  the Irish health system, 

the organisation m et these requirements through a num ber o f  ways. Firsdy. this initiative was 

underway almost 10 years at the time o f  this study, with approximately €100 million invested in the 

project. Clearly, this organisation would have a powerful story to tell, which fulfils the ‘significant’ 

requirement cited by Yin (1994). Secondly, preliminary inquiry into the Irish health system revealed 

that the organisations’ ES implementation was tlie largest in W estern Europe (Deloitte, 2004), which 

fulfils the sense o f ‘com pleteness’ and the requirement for ‘sufficient evidence’ stated above. Thirdly, 

tliis initiative was implementing SAP software, which satisfied the organisational selection 

requirements. Fourthly, a study o f  the Irish health system would increase ES implementation 

knowledge for public sector organisations, which would assist the investigation in ‘considering 

alternative perspective’. Finally, from  a health systems perspective, an empirical knowledge o f the 

research topic would assist in providing lessons for future health IS initiatives in Ireland (e.g. 

integrated Patient M anagement System (iPMS) which was expected to cost over €500 miUion and the 

Financial and Inform ation Systems Project (FISP) which had projected costs o f  €200 million).

The collection o f field data, i.e. investigation within the Irish health system, began in M arch 2004. 

For an illustration o f  the field data collection process refer to figure 5.2 below. Initial^ contact was 

made with the Health Boards Executive (HeBE). A letter was sent to HeBE requesting permission 

to gain research access (see Appendix 5.1). Within a couple o f  weeks communication was received 

back, which stated that HeBE was interested in the research initiative and that they would appoint 

their corporate projects director, to act as future liaison officer (LO). Contact was then made with 

the liaison officer, with a copy o f  the initial research proposal and the reply from HeBE, being 

forwarded onto him. A meeting was scheduled, and in April 2004 the first get-together took place. 

The premise o f  the meeting was to propose a research agenda and timeline for taking action.

 ̂ A pilot study was no t conducted because it runs against the premise o f developing a grounded theory. 
Instead, all data collected acts as part o f  the process towards constant com parison and eventual data saturation.
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In the same month, a second meeting between both parties produced a ‘preliminary research agenda’ 

(see Appendix 5.2). Initial scanning o f the health system by the investigator, primarily via online 

resources and Department o f Health and Children reports, revealed diat each health board varied in 

terms o f ES implementation progress and delivery timelines. The midland health board (MHB) was 

identified as one o f the leading boards in terms of implementation progress. In these preliminar)' 

discussions with the liaison officer, he concurred with this finding, and stated that in order for the 

investigator to truly understand, and be able to identify with, the health systems’ ES implementation, 

a ‘deep and thorough knowledge’ would be required. In order to obtain such deep knowledge, an 

understanding of one o f the most progressive health board implementations would be necessary. It 

was therefore agreed that the MHB would act as the initial launch for inquiry. Future research 

directions would then be dependent upon MHB findings. This approach to inquiry was adopted in 

order to allow the investigator to ‘sample’ emerging data, thus fitting with the GTM concept of 

theoretical sampling.
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In May 2004, a meeting was held between the Haison officer, the project manager for PPARS-* at 

Midland Health Board (MHB) and the investigator. The objective o f  tliis meeting was to draw up a 

‘research plan o f action’ for inquiry witlun the MHB (see A ppendix 5.3). Timelines and dates were 

provisionally drawn up, with fuU access to all secondary data cleared. A desk would also be allocated 

to the investigator wlule at the MHB. The investigator was also granted perinission to consult witli 

any m em ber o f  the project im plem entation team. In effect, the investigator was granted a ‘carte 

blanche’ in terms o f collecting field data^. This level o f  transparency gready enhanced the grounded 

theory approach, allowing the inquiry to gather data from  a multitude o f sources.

From  this m eedng it was agreed that the MHB would accommodate the investigator for as long as 

required^. However, it was also agreed that before an on-site visit occurred, it would be advisable for 

the investigator to  attend a series o f  road-show workshops, in order to develop a ‘greater sense o f  the 

PPARS initiative’ (Liaison Officer, 2004). In June 2004, the investigator attended a ‘PPARS 

w orkshop’ held in the H eBE offices in TuUamore, Co. Offaly. This w orkshop was comprised o f 

Deloitte consultants, MHB staff from  the PPARS implementation team, administrafion and hum an 

resources staff, nursing personnel, finance, and materials management staff. It acted as an excellent 

precursor to die on-site visit. The theme o f  the w orkshop was to focus on ‘implementation 

challenges’ associated with PPARS, and how lessons could be learned for future enterpnse-wide 

initiadves. T op  management support was idendfied as a critical aspect for project success and 

organisational buy-in. A second w orkshop was also attended in early July. Tins seminar was 

primanly technical focused, centring on ‘go-live’ issues. Once again it proved hugely beneficial to the 

investigation, dem onstrating challenges facing the MHB im plementation team and the choices made 

to overcom e such challenges. O n  the 7 July 2004, the proposed on-site visit cornmenced. An 

introductory meeting took place, with the liaison officer and MHB project manager introducing the 

investigator to the SAP im plem entation team at their offices in Mullingar, Co. Westmeath. The team 

were inform ed as to the nature o f  the research project, and assured o f  the investigator’s research 

integrity.

In total, the investigator spent just over 3 weeks at the Midland Health Board. During this time data 

was collected from a series o f  sources (see Appendix 5.4). Informal discussions, normally over tea or 

coffee, took place with members o f  the implementation team. The investigator was also invited by

P P A R S  is th e  n am e g iv en  to  the health  sy stem s’ S A P  p roject (refer to  ch ap ter  6). It is an acron ym  for  
p erso n n el, p ayroll, and related  system s.
5 T h e  1997  F r e e d o m  o f  In fo rm a tio n  A c t , w h ich  stated  that the  public se cto r  m u st be able to  p ro v id e  the citizen  
w ith  in fo r m a tio n  req u ested , a lso  con trib u ted  to  gathering field  data.
^ U n til ‘theoretica l saturation’ w as reached .
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the project manager to sit-in on a num ber o f  team meetings, in an observational capacity. Training 

and com m unication sessions, for staff at the MHB, were also attended. However, perhaps the largest 

data collection task witliin the MHB involved the gathering o f  secondan^ data'^. T liroughout the 

three-week period, the investigator had obtained permission to source through the MHB intranet. 

From  the reservoirs o f  data filed, the investigator pulled down documents relating to the PPARS 

project, both  from  a local MHB and national perspective. Using a USB flash disk, consultancy 

reports, meeting minutes, project presentations, governm ent reports, progress reports, vendor 

reports, and general project specifications were all downloaded. Due to the magnitude and scale o f 

the online resources, this process took almost two weeks to complete. However, access to such 

material would gready assist with future interview questioning. All data were then uploaded onto die 

investigators com puter and prepared for analysis (data analysis is discussed in the following sections).

The primary objective for the on-site visit was to give the investigator a ‘real-sense’ o f the PPARS 

initiative. A n understanding o f what was going on, w ho was doing what, how things were being 

done, and what challenges were being encountered and how choices were made to overcome these, 

were also sought out. Such questions proved invaluable to the inquiry. By the close o f  the on-site 

visit, the investigator had gained informal access to the im plem entauon team, a vast array o f  

secondary data, but perhaps m ost im portandy an in depth understanding o f  the Irish health system 

and the PPARS initiative. Such an understanding allowed the investigator to structure the next phase 

o f data collection, i.e. the interviewing process.

The on-site visit and the collecdon o f secondary data greatly shaped the interviewing process. In 

particular, this earlier w ork provided four distinct advantages for interviewing. Firsdy, early inquiry 

provided data on what stages the various health boards were at with the initiadve. Secondly, 

knowledge was gained concerning the agency and national governance layers®. Thirdly, preliminary 

inquiry assisted the investigator in shaping interview questions. Finally, and perhaps most 

importantiy, the investigator was assisted in answering ‘w hom ’ to interview. A fundamental part of 

GTM  inquiry is based on the premise o f  ‘theoretical sampling’, where current data shapes access to, 

and analysis of, future data. Therefore, while this investigation was focused on ‘top managers’, i.e. 

the chief executive officer (CEO), theoretically sampling the data would assist in answering ‘w hom ’ 

next to study.

 ̂ Strauss & C orbin refer to this as the non-technical literature (1998). 
* Refer to C hapter 6-PPARS governance layers.
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The PPARS initiative was a complex system wlxich was being implemented into a large complex 

organisation (see Appendix 5.5). Consequendy, tliis study would not only interview top managers, 

but by theoretically sampling the data, o ther executive m embers at local health board and nadonal 

level would also be interviewed (see Appendix 5.4 for a list o f  interview informants). O ther studies 

conducting inquiry into the C EO  also support this approach (DoU, 1985, Jarvenpaa & Ives, 1991, 

Feeny et al, 1992, and Thong et al, 1996), where investigations have interviewed and surveyed other 

m em bers o f  the top management team, project managers, and IS executives. Also, Strauss and 

Corbin note that ‘for qualitative inquiry, it is vitally im portant to investigate what otiiers do and say 

because these actions/interactions might influence the pnmary subject under investigation’ (1998: 

41). Therefore, in conducting a G TM  inquiry it is critical that the investigator ‘theoretically sample’ 

the em ergent data. This in turn wiU influence future interview participation and moves the data 

closer to ‘saturation’.

In an effort to  structure the interviewing process, a meeting was held in July o f  2004 (see Appendix 

5.6) between the health systems’ liaison officer and the investigator. The primary objective o f  the 

meeting was to identify key inform ants for participation in the inquiry. The liaison officer agreed 

that both the project sponsors (who were the agency C E O ’s) and project managers would be the 

m ost knowledgeable and qualified personnel to discuss issues relating to top m anagem ent support 

for the PPARS initiative. He also included that both  parties participated throughout every governing 

layer associated with PPARS, at both a national and local level, and were therefore part o f  PPARS’ 

executive body. While key inform ants were identified for inquiry' participation, it was also agreed that 

an ad hoc approach to inform ant selection would take place in order to allow ‘theoretical sampling’ 

to occur.

The Liaison officer would, on behalf o f  the investigator, contact the initial key inform ants direcdy. 

Tliis approach was decided upon as it m eant the investigator would have to spend less time 

contacting the inform ants individually. It was also felt that the Liaison officer’s relationship with key 

inform ants would further add to, and strengthen the credibility o f  the inquiry. The MHB, due to 

prior data collection success, was once again identified as the starting point for interviewing. 

Following on  from the MHB, o ther health boards (local level) and the various PPARS governing 

layers (national level) would also be interviewed. O n top o f the huge reservoir o f  secondary data 

already downloaded from  the health systems’ intranet, the investigator also conducted 15 interviews 

between the period o f  August 2004 and February 2005. The interview style remained unstructured, 

i.e. questioning tended to emerge during the interview rather than leading the interview in a 

structured format. Each inform ant was therefore afforded greater scope to discuss and develop ideas
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during die session. PreUminar)' interview questions were developed from data collected and analysed 

at the initial on-site visit to the MHB (see Appendix 5.7). The approach o f collecting and analysing 

data simultaneously gready aided the process o f  data sampling and the pursuit o f  constant data 

comparisons. In G TM  each interview honed the questioning and format o f  the next, undl finally 

theoredcal saturation had been achieved.

InitiaDy, pn o r to  interview commencement, key inform ants were informed, via e-mail, as to the 

nature o f  the research inquiry and the forthcom ing interview (the liaison officer had already 

contacted these inform ants and they had agreed to participate in this study). After interviewing key 

inform ants, theoredcal sampling o f  the data selected future informants. The investigator was assisted 

by the liaison officer and the D irector o f  the National Project Team (who had already been 

interviewed and sat on all executive level boards) to  schedule future interviews. Permission to use a 

D ictaphone to record interview sessions was also sought. If  inform ants were uncom fortable with the 

use o f  a recording mechanism, the investigator would keep notes. Ten informants agreed to the use 

o f  a D ictaphone with the investigator taking notes during the other five interviews. AH interviews 

were w ritten up direcdy after each session. This allowed the investigator to follow up on any 

outstanding or unclear points with the interviewee. With unstructured interviews it was difficult to 

know their specific length until afterwards. However, each inform ant was scheduled for a one-hour 

interview. If  m ore time was required it could be arranged to follow-up with another interview, or 

over the phone at a later date. Twelve o f  the interviews on average required an extra half hour after 

the scheduled hour slot. U pon conclusion o f the interview, informants were thanked for their 

participation and given the investigator’s contact details^. This allowed informants to gain access to 

the recorded material if  they so wished or to foDow-up with further comments an d /o r suggestions. 

Inform ants were once again reassured as to the nature o f  the inquiry, i.e. for academic research 

purposes only, and that all material received would be treated with the utm ost o f  confidentiality. 

Such acts aimed to further build trust and endorse openness and transparency between inform ants 

and the investigator. Interviews were then transcribed direcdy after each meeting. The investigator 

also kept memos o f  each meeting, wliich in turn assisted with the process o f  probing and questioning 

the data. Such an approach greatiy facilitated with sharpening and focusing futtire interview sessions.

Throughout data collection, analysis was occurring in tandem. This approach supports the very 

essence o f  a grounded theory methodology. Through theoretical sampling and constant com parison 

data are narrowed and refined until saturation is reached. Secondary data collected gave the

Postgraduate business card from Trinitj' College
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investigator an insight into the PPARS initiative, with interviews further supporting this data. 

However, before any data analysis could take place, die data needed to be ordered and managed. 

Pandit refers to this process as ‘data ordering’ (1996). This phase o f  GTM wiU now be discussed.

5.4 D a t a  O r d e r in g  P h a s e :

Data ordering acts as a bridge between data conection and analysis. As tliis study was focusing on a 

complex organisation, which was implementing a system that affected the entire organisation, data 

m anagem ent was critical. G TM  inquiry also involves many approaches to data collection, which 

increases the need to order data. In particular, the vast array o f  non-technical literature (secondary 

field data) available to this study meant that the investigator needed to create a systematic order for 

the data. Folders were created to give a hierarchical structure to the data. In all, the field data was 

divided into five core folders (see Appendix 5.8), (1) Data Analysis, (2) Diary o f  research, (3) 

I lealthcare reports, (4) Interviews, and (5) Secondary data. The data analysis folder focused on the 

data analysis process, i.e. open, axial, and selective coding. The diary o f  research folder allowed the 

investigator to record study memos, meeting minutes, and scheduling appointments. The third 

folder focused on healthcare reports, which provided knowledge about healthcare in Ireland. 

Interview transcripts and meetings were recorded in the fourth folder. Finally, the secondary data 

was placed in the fifth core folder. This folder included project reports, consultant reports, and 

steenng com m ittee minutes and presentations. Data ordering played an im portant part in assisting 

the investigator to analyse the data. As data collection and data analysis occur in tandem with one 

another, i.e. theoretical sampling drives data collection, data ordering also occurs in tandem with 

these two phases.

5.5 D a t a  An a l y sis  P h a s e :

Data were analysed using G TM ’s three coding techniques, i.e. open, axial, and selective coding. 

O pen coding involves taking raw empirical data and developing concepts. Glaser and Strauss call it 

‘open’ coding because the investigator needs to remain open during the developm ent o f  concepts 

(1967). Axial coding advances open coding, through the process o f  story-teUing and development o f  

causal data connections, by building higher order concepts or sub-categories. Finally, by ‘selecting’ 

data and developing categories a framework emerges. A discussion will follow, explaining the coding 

process involved in each coding technique. Each technique is explained with reference to the
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research data. An example of the data analysis process in provided in the appendices (see Appendix 

5.9).

Open Coding:

Research analysis takes place with two forms of data, (1) secondary, and (2) primary data. Analysis of 

secondary data involves a review of (a) technical literature, i.e. a review o f the extant literature within 

the field and (b) field documents, i.e. steering group minutes, presentations, consultant reports, 

government/organisational reports, project progress reports, and e-maU discussions. Primary data 

analysis occurs from a review o f (a) interview transcripts and (b) observational field notes and memo 

taking. These forms of data collection are often conducted in tandem with one another.

This research started with an analysis of the literature. Strauss and Corbin (1998) believe that an 

initial review of technical Hteramre allows the researcher to move towards the development of a 

research phenomenon, i.e. towards understanding central ideas emerging from the data. This is the 

first step o f open coding, referred to by Glaser and Strauss (1967) as ‘theoretical sampling, where future 

directions and decisions concerning data collection and analysis are based upon prior knowledge and 

understanding. The initial literamre review revealed that top management support was a critical 

factor for the successful delivery of an enterprise system. This phenomenon was developed further 

by a general review of the IS management literature. However, there was a lack o f understanding 

from the technical literature about how top management support IS initiatives. Further data 

collection and analysis were required.

The next step was the on-site field visit. To recap, this process involved a 3 week sit-in at the 

Midland Health Board (MHB), where further secondary data were collected, i.e. steering group 

minutes from the National Project Board (NPB), National Project Team (NPT), and MHB from die 

period between 2001-2004, presentations and project progress reports for the MHB for the same 

period, consultant reports (Hay Management, 2001, and Deloitte’s Change Readiness, 2002), 

government reports (HeBE reports, VFM, 2001, Brennan report, 2003, and Prospectus, 2003), 

individual agency reports, and e-mail discussions (between MHB and National Team/Board). 

Informal discussions with members of the MHB PPARS implementation team were also held, with 

the researcher keeping memo notes on observations made.

Data were analysed Une-by-line in an effort to classify concepts and move towards data 

conceptualisation. Strauss and Corbin (1998) tell us that ‘concepts’ are the building blocks of
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theory, w here data illustrates characteristics o f  the phenom enon. This process comes before the 

developm ent o f  higher order concepts, or categories as Strauss and Corbin (1998) refer to them  as. 

Conceptualisation is about abstracting the data to  a higher level, and labelling or ‘coding’ events and 

ideas. There are effectively two types o f  data codes, l l i e  first are derived by die researcher, who 

sees commonalities among the data and labels or codes them accordingly, while the second form  of 

code form ation are referred to as ‘in vivo codes’ (Glaser and Strauss, 1967) because they are derived 

by research inform ants and interview inform ants. Throughout the process o f  conceptualisation and 

coding the researcher uses 'constant comparison’ o f  data to strengthen current concept codes and 

develop new ones. In effect, constant com parison involves com panng like with like in order to look 

for emerging themes across the data. Tliis process is fundamental to the grounding o f  theory and to 

the attainm ent o f  theoretical saturation as it clearly highlights specific trends and diemes emerging 

from  the data.

The on-site field visit allowed access to a vast am ount o f  secondary data. As mentioned already the 

data were analysed Une-by-line with the intention o f  drawing out from the general phenom enon a 

core set o f  concepts. There were 2 stages to secondary data analysis. Firstly, the researcher moved 

through the data hne-by-Une, italicising, bolding, highlighting, and underling both hardcopy and 

electronic docum ents alike. This process fits w ith the rudimentary elements o f  what open coding is 

about. T he approach proved arduous and time-consuming, but revealed a vast array o f data imagery, 

events, words, incidents, acts, and ideas, that greatly assisted with the developm ent o f  an 

understanding towards the research phenom enon under inquiry. Strauss and Corbin (1998) refer to 

these factors as the block work to building sound data concepts. The second step with the analysis 

o f  secondary data involved building a ‘library’ in M icrosoft Excel Tliis process allowed the 

investigator to order data systematically (Pandit, 1996), moving data to a state o f  higher order 

concepts, o r as Glaser and Strauss (1967) refer to it as, data conceptualisation. A com m ents column 

was also created in the database to allow the investigator to write notes and make com m ents on 

emerging data. Glaser and Strauss (1967) encourage investigator commentary and question raising 

throughout coding, believing that it aids with the process o f constant comparison and theoretical 

sampling.

An example extract from the National Project Board steering group meeting minutes is provided in 

the appendices (see Appendix 5.10). These minutes were taken from the meeting held on D ecem ber 

11* 2002. Tliis example illustrates the open coding technique in operation. The investigator moves 

through the data Ime-by-Une, higlilighting words, phrases, and ideas that appear to be pertinent to  the 

research phenom enon. All inform ants are kept anonymous in order to protect their identity. These
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minutes are in spreadsheet format and are summaries, prepared by NPB members, o f  the text-based 

minute docum ents. The investigator has examined both docum ent types. An example is also 

provided for tlie secondary data library (see A ppendix 5.11). N ote that com m ents are made 

concerning the data, this assists the investigator in asking fundamental questions o f the data (fitting 

with the premise o f  ‘theoretical sampling’) and eventually moving data to a liigher level, i.e. core 

concepts. All secondary data, which includes meeting minutes, project presentations and reports, 

consultant, governm ent, and agency reports, were analysed similarly, i.e. received general line-by-line 

analysis first and then conceptualised to assist in ordering and structuring the data.

The final stage in open coding is interview analysis. Initially the technical literature allows the 

investigator to  develop a greater understanding o f  the research phenom enon. Secondary data 

analysis builds upon the phenom enon, developing concepts and moving them towards a higher 

conceptualisation. Secondary data analysis has assisted the interviewing process by affording the 

investigator greater clarity on the research phenom enon. Concepts identified from secondary data 

analysis were further strengthened during interview analysis. This approach fits with G laser and 

Strauss’ (1967) concept o f  theoretical sampling and constant comparison.

Interviews were open and unstructured. Questions were influenced by data gaps and concepts 

developed during the technical literature and secondary data analysis respectively. As similar to 

secondary data analysis, interview data were analysed in two stages. Firstly, interviews were 

transcribed and then analysed line-by-line. Glaser and Strauss (1967) tell us that the investigator 

should constandy ask questions from the data. During line-by-line analysis, the investigator asked 

questions such as who, what, when, how, where, and how much etc o f  the data. Events, ideas and 

words were higlilighted, bolded, underlined, or italicised in an effort to draw attention to the data. 

General points were also bulleted throughout the transcript. Tliis approach, while time consuming, 

greatly assisted in building a thorough understanding o f the interviewees’ comments. But, perhaps 

more importantly it enabled the investigator to constantly compare data and hone future interview 

questioning. Secondly, the investigator wrote m em o-notes throughout the interview transcripts. 

According to Glaser and Strauss (1967) mem o writing allows the investigator to build a deeper 

understanding o f the data, while indirectiy gaining an insight into emerging trends and themes.

An example extract from an interview transcript is provided in the appendices (see Appendix 5.12). 

This sample interview demonstrates the line-by-Une analysis technique. Such a process aids with the 

development o f  concepts, with investigator memo-taking and constant data questioning facilitating 

higher order data conceptualisation. Also included in the appendices (appendix 5.13) is an example
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of investigator memo-taking. This process greatly assisted in the development of themes and the 

conceptualisation of data. Glaser and Strauss (1967) referred to memo-taking as aiding the 

investigator to develop higher order thinking towards the data, i.e. conceptualising the data.

An open coding library was built in order to organise emerging data. The structure o f this library is 

taken from OrUkowski’s 1993 award winning ‘best paper of the year’. The author adopted a GTM 

approach to inquirj' in her paper. Orlikowoski higlilights the systemadc nature o f Glaser and Strauss’ 

(1967) open coding technique. The library shows the hierarchy for open coding, i.e. phenomenon, 

data, emerging concepts, constant comparison, and dieoretical sampling. The investigator firsdy 

arrives at a research phenomenon, usually through a general cridque o f the technical literature. Data 

are then collected and analysed. Data are then ordered sequendally (Pandit, 1996), allowing the 

investigator to develop concepts and move data to a state of conceptualisation. Like concepts are 

constandy compared to other Kke concepts, therefore moving the data to higher order concepts. 

The investigator also conducts ‘theoretical sampling’ during open coding, where questions such as 

who, why, what, where, when, and how are continually asked of the data (Strauss & Corbin, 1998). 

An example extract from the ‘open coding library’ is provided in the appendices (see Appendix 5.14).

The primary function of open coding is to ‘fracture the data’ (Glaser and Strauss, 1967). By applying 

the aspects o f open coding, the investigator is able to analyse and order raw data into hierarchical 

concepts. Meeting minutes, presentations, reports, and interviews are dissected line-by-Une, with 

data being constantiy compared and sampled. The investigator is finally left widi hundreds of 

emerging concepts, aU which wiU need to be pieced together to make any sense. Tliis is the premise 

of axial coding.

Axial Coding:

The objective of axial coding is to explore the relationsliip o f emerging concepts, making 

connections between them, thus allowing higher order concepts or categories to emerge. As Strauss

and Corbin note, axial coding is the ‘process o f relating categories to their sub-categories which

tells a story about the relations among things or people and events’ (1998: 124). The fundamental 

premise o f axial coding is diat each element has an influence or connection to the next, i.e. from 

initial phenomenon realisation to final data outcomes. Strauss and Corbin (1998) suggest a particular 

model for conducting axial coding, which assists in adhering to the causal relationships between the 

data. These include, (1) phenomenon, the central research idea which a set o f actions or interactions 

is directed at managing or handling, (2) strategies, which address the phenomenon, (3) context.
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locations o f  events, (4) inten^ening conditions, which assist in shaping, facilitating or constraining the 

strategies that take place within a specific context, (5) action/interaction, wliich are strategies devised 

to manage, handle, carry out, respond to a phenom enon under a set o f  perceived condidons, and (6) 

consequences, which are outcomes o r results o f  action/interaction.

In an effort to assist diis research in building causal relationships between the data, Strauss and 

C orbin’s (1998) axial coding model was adopted. However, die real benefit o f  this model is perhaps 

m ore im portant than just recounting field events and occurrences, this model assists in ‘telling the 

PPARS story’. This is a fundamental aspect o f  grounded theory research, wliich grew from  the field 

o f sociological inquiry, with huge emphasis being placed on understanding research phenom ena 

witliin their contexts. A stor}'-map or network diagram is provided in the appendices to highlight the 

specifics o f  axial coding analysis (see Appendix 5.15). The story-map illustrates the strategies taken, 

conditions that shaped these strategies, the actions taken because o f  these conditions, and the 

consequences and outcomes o f  such actions. The underlined words represent selected concepts, 

wliich emerged during open coding.

In story-mapping, axial coding reconstructs concepts ‘fractured’ during open coding, and unites them 

through data abstraction. Strauss and Corbin found that story-mapping gready assisted in data 

abstraction (1998). Abstraction involves grouping ‘concepts’ to form higher order concepts or ‘sub

categories’. After mapping the stor)', the investigator is able to abstract ‘concept groups’ or ‘sub

categories’. A n example o f data abstraction is provided in figure 5.3 below. This example illustrates 

the connectedness between concepts, with ‘sub-categones’ beginning to appear. These ‘sub

categories’, which unite and group com m on concepts, become larger ‘categories’ during selective 

coding.
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Fig. 5.3-Example of Data Absttaction 
(Moving ‘concepts’ towards ‘sub-categories’) 2002-2005
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Selective Coding:

Therefore, axial coding builds a stor}' through causal connections. Data, fractured during open 

coding, are realigned. Higher order conceptualisation, begun during open coding, is given greater 

clarity during axial coding. Understanding the stor}^ assists the research in building an understanding 

o f data concepts and emerging sub-categories, and their causal relationsliip to one another. W ithout 

piecing the story together, Strauss and Corbin (1998) argue that ‘data selection’, leading to theory 

formation, becomes less structured and organised, with the researcher left with banks o f  fractured 

and unconnected data. This in turn can prove m ore challenging to the researcher in their pursuit o f 

category identification and eventual theory development.

Selective coding is the final data analysis technique. The fundamental premise o f  selective coding is 

to ‘refine and integrate categories’ having reached a point o f  theoretical saturation (Strauss and 

Corbin, 1998: 143). Emerging data no longer presents any new ideas or concepts and is a repeat o f  

data already collected and categorised. Understanding the causal relationship between data, as 

identified from  axial coding, the researcher is able to place data concepts and sub-categories into 

liigher order emerging categories. Selective coding now refines and integrates these ‘emerging 

categories’. Data are ‘selected’ or pulled up out o f  concepts and categorised. Figure 5.4 provides an 

example o f ‘data selection’. The words underlined form the emergent ‘categories’. This study found 

9 main categories to explain ‘how top management support ES im plem entation’. Finally, for an 

example o f  all three coding techniques in operation insert Appendix 7.1. This example illustrates the 

emergence o f  a ‘grounded theory’ through the progression o f  concepts (open coding) to sub

categories (axial coding) and finally to categories (selective coding).
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Fig. 5.4-Exam ple o f Selective Coding  
(Selecting E m erging Categories)
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5.6 L it e r a t u r e  C o m p a r is o n  P h a s e ;

Finally, the Literature comparison phase is the last stage in GTM  inqmry. The objective o f  comparing 

the Literature with the emergent theory assists in further grounding the investigation, Ln this study, 

Literature com panson takes place tliroughout chapter seven, i.e. the research findings. The extant 

Literature is used to support the findings. In  fact for this study, the emergent theory assists in 

providing a hoUstic landscape for the Literature. As noted earUer, much o f the technical Literature 

remains prescriptive and isoLated; therefore a hoUstic study was required to ground the topic. This 

study, however, found 9 categories to reveal how  top management support ES implementation. 

These categories are discussed in terms o f  five generic attributes (which give rise to ‘patterns’-see 

Chapter 7). This study provides a hoHstic inquiry to the research topic, uniting disparate and 

fragmented Literature. Consequentiy, by comparing the Literature to the emergent theory, greater 

structure is brought to the fragmented Literature.

5.7 R e f l e c t i o n s  o n  GTM i n  P r a c t ic e :

This section seeks to illustrate some practical issues relating to GTM  inquiry. These reflections 

highUght the investigators key observations after using a GTM  approach to inquiry. Firstly, the 

importance o f  maintaining etliical standards is highlighted. TLiis is followed by addressing 

investigator bias, the chaUenge o f  conceptuaUsation, and higLdighting the role o f  Literature in dieory 

formation. Finally, this section concludes by reviewing the factors necessary for ensuring a rigorous 

inquiry.

T hroughout this inquiry it was vital that certain ethical standards were adhered to. Ethics are best 

described as the set o f  values or principles the investigator maintains during the investigation 

(Goulding, 2002). Examples o f  ethical considerations include, client/investigator confidentiality, 

including people in the research who have given o f  their consent, only recording interviews when 

permitted, no t considenng documents unless they have been initially cleared by inform ants, limiting 

‘surprise’ questions within interviews by forwarding interview structure to aU inform ants beforehand, 

and finally regularly communicating the research projects integrity and confidentiality when dealing 

with inform ants at all times. Once the Irish health system (through the Health Boards’ Executive) 

had agreed to this investigation, a Liaison officer was appointed to assist the study. This individual 

played a pivotal role in ensuring aU prospective inform ants were notified as to the nature o f  the study 

and what was expected from them. The liaison officer attended the initial meeting o f  the on-site
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‘im plem entation team’ to assure them o f the study’s confidentialit)' and all informants were notified 

by phone or e-mail, by the liaison officer, before forthcoming interviews. The investigator also took 

the opportunity at the start o f  each m eeting/interview  to assure all informants o f  client/m vestigator 

confidentiality.

T o ensure ethical considerations are adhered to, the investigator plays an im portant role in 

interpretivist inquiry. In fact, diey are the primary means for collecting, ordering, and analysing data, 

therefore the investigator can never assume a value neutral stance in the relationsliip between theory 

and practice and is always implicated in the phenom enon being studied (OrUkowski & Baroudi, 

1991). It is, therefore, critical that the investigator acknowledge their role in interpretivist inquiry and 

try to control individual bias. For this study, GTM  provided the investigator with a means to 

overcoming challenges associated with particular biases. Through ‘constant com parison’ o f  data, the 

investigator is able to state their assumptions about the data, which in turn can be compared and 

contrasted to  emerging data. This process allows individual biases to be either validated or rejected 

by the data. As a result, investigator biases are minimised through empirical rigor and constant 

comparison o f data.

However, while investigator biases can be mirumised, it is w orth noting that G TM  inquines involve 

considerable ‘conceptualisation’ o f  data (Strauss & Corbin, 1998). This process, as the original 

authors note, requires a considerable degree o f  openness to the data (Glaser & Strauss, 1967), which 

is best fostered through a ‘creative theoretical imagination’ (Strauss & Corbin, 1998). Essentially, the 

investigator is moving data ‘concepts’ to higher order concepts, winch in turn become ‘categories’. 

Categories form the rudimentary elements o f  a ‘grounded theory’. However, in order to derive 

categories, the investigator m ust conceptualise data. Herein lies the challenge for GTM inquiries, 

which may be accused o f  lacking scientific (deductive) rigor, based instead around subjective 

(inductive) assumptions. Yet, Strauss and Corbin (1998) note that the constant interplay o f  data in 

GTM  involves both deductive and inductive approaches to inquiry. By ‘constandy com paring’ 

emergent data, the investigator is deductively conceptualising data, whereas ‘theoretical sampling’ is 

inductively selecting data deduced from  earlier constant comparison. Furtherm ore, tliis study found 

Strauss and Corbin’s (1998) approach to G TM  quite systematic and rigorous in its approach to data 

analysis. This point is furdier evidenced by Smit and Bryant’s (2000) study, where their findings 

revealed a majority preference for Strauss and Corbin’s approach rather than Glaser’s approach to 

GTM  within the IS literature. Similarly, the authors note the systematic and thorough nature o f 

Strauss and C orbin’s approach to GTM . However, reflecting on G TM  in pracdce, this study believes 

that Strauss and Corbin’s (1998) approach to GTM  could be further enriched by the use o f  muldple
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m ethodologies to generate deeper insights into the emergent theor)'. This point is supported by 

Gasson, w ho noted that ‘a holistic view o f any research question requires multiple approaches, as the 

selection o f  a research strategy entails a trade-off: the strengths o f  one approach overcom e the 

weaknesses in  another approach and vice versa. Tins in itself is a powerful argument for pluralism 

and for the use o f  multiple research approaches during any investigation’ (2004; 99). Examples o f 

other m ethods o f inductive coding include, ‘discourse analysis, soft systems conceptual models, 

process modelling, and inductive categorisation’ (Gasson, 2004). These tools would sharpen analysis 

allowing the investigator to further compare and contrast data.

Finally, reflecting on the role o f  extant literature with the emergent theory, this investigation 

disagrees with Glaser’s (1992) refusal to review current knowledge when conducing G TM  inquiry. 

Instead, this investigation concurs with Strauss and Corbin’s (1998) view that the literature can 

greatly assist the investigator in shaping their understanding o f  the research phenom enon. In fact, 

the authors view the literature as another form o f  empirical data, therefore isolating review until 

primary data collection has occurred does little to advance knowledge and theoretical development. 

For this investigation, while a lack o f  empirical knowledge existed within die extant literature, 

preliminary review pn o r to field data collection, assisted the investigator in understanding data 

concepts.

After conducting a GTM  inquiry it is im portant to note the interpretivist nature o f  the investigation. 

As m entioned in chapter four, interpretivist inquiries need to be (1) confixmable, (2) dependable, (3) 

internally consistent, and (4) transferable. Each o f  these aspects o f  rigorous interpretivist inquiry wiU 

now be discussed in relation to tliis investigation.

1. Confirmabilit}' is concerned with ensuring the ‘representativeness o f  findings’. In other 

words, the investigator must try and minimise or eliminate personal bias and subjectivity and 

ensure rigorous representation o f  the findings. As noted already, GTM  has one powerful 

tool for reducing investigator bias, i.e. by ‘constantiy comparing’ data. Gasson noted by 

acknowledging subjectivity, researchers can be more self-aware and self-reflective, and 

‘therefore minimise the effect that these ‘distortions’ have on our interpretation o f  the data 

by making our assumptions explicit’ (2004: 93). Similarly, tliis investigator regularly made 

personal assumptions explicit, particularly through memo-taking and participant 

interviewing.

2. Dependability' focuses on the ‘reproducibility o f  findings’, where the investigator needs to 

illustrate how tliis study can be repeated by other researchers. In adopting Pandit’s (1996)
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five stage firamework, the investigator clearly demonstrates in tliis chapter how the stud\' was 

conducted. The mvestigation begins by (1) designing a research focus, (2) conducting data 

collection, (3) ordering all data, (4) analysing the data, and finally (5) comparing the extant 

literature to the emergent theory. Future investigators should follow these stages.

3. Internal consistency is concerned with attaining quality and rigor from  the investigation. 

GTM , in  particular die Strauss and Corbin (1998) approach, adopts a liiglily rigorous 

approach to data collection and analysis. The authors outline diree very distinct coding 

techniques to be deployed by investigators. In this study, the application o f  the three stages 

o f  coding, open, axial, and selective, is oudined in the data analysis section above. T o  be 

internally consistent, the investigator m ust remain close to the analytical language o f  GTM . 

During open coding, the investigator is moving data towards ‘concepts’. These concepts are 

then grouped into higher order concepts, referred to as axial coding. Finally, higher order 

concepts are selected into ‘categories’. For this investigation, 9 categories emerged to 

explain how top management support ES implementation. In order to illustrate the 

distinctiveness and uniqueness o f  each category, explanatory ‘attributes’ are assigned to each 

o f  the 9 categories. GTM  states that ‘categories’ and their explanatory ‘attributes’ describe 

‘patterns’. This investigation found 9 patterns o f  managerial activity to explain how  top 

management support ES implementation (see Chapter 7). Finally, GTM  requires a ‘core 

category’ to explain what the whole research study is about. Essentially, 9 patterns o f 

managerial activity form a ‘taxonomy o f  patterns’, which becomes the core category.

4. Transferability refers to the ‘generalisability o f  the findings’. In other words, are the findings 

transferable to other organisations/investigations? This study notes that the findings form  a 

‘substantive theory’, i.e. a theory that is study-specific. Therefore, the findings are relevant to 

top managers within the Irish health system, in particular to the PPARS initiative. However, 

while interpretivist investigations develop ‘substantive’ theories, through future research 

these theones can become m ore generalisable and quantifiable. Similarly, this investigation 

will seek to transfer current knowledge to m ore general environments.

Reflecting back on GTM  in practice, rigorous interpretivist inquiry demands close attention to the 

m ethodologies’ techniques. In particular, the investigator m ust recognise their own subjectivity and 

influences on emerging data. Such self-awareness and reflectivity can deepen inquiry by validating or 

rejecting investigator bias through constant com panson o f the data. The investigator also needs to 

become comfortable with the premise o f  interpretivist inquiry. Much o f the language within die 

scientific dom ain relies on positivism, therefore the investigator needs to have confidence with the 

language o f  interpretivism. Fortunately, many IS investigations are now acknowledging the power
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and applicability of interpretivist inquiry, particularly for saidies focusing on complex systems, social, 

and organisational issues. Finally, in order to ensure confirmable, dependable, consistent, and 

transferable findings, die investigator m ust be clear as to their ontological worldview and their 

corresponding epistemology. These views, in turn, will determine their methodological choice. In 

conducting GTM  inquiry, the investigator must decide upon either the Glaserian or Straussian school 

of thought. Both approaches need to be followed rigorously if  the study wants to develop a 

‘grounded theory’. Tliis study, in following the Straussian school, m oved data through three coding 

techniques. The outcom e has been the emergence o f  a grounded dieory that reveals ‘how top 

m anagement support ES im plem entadon’.

5.8 C o n c l u s io n :

The objective o f  this chapter was to illustrate how the investigadve approach was conducted in 

pracdce. Descriptions o f  the five phases o f  GTM  inquiry are provided. The chapter first begins by 

explaining the research design process. The data collection, ordering, and analysis phases are then 

explained. Finally, the comparison o f  literature to the emergent theory is considered. VCTiile many o f 

these phases occurred in tandem, they are separated in this chapter for explanatory purposes only. 

The grounded theory m ethod allows the investigator to deploy a multitude o f  techniques for data 

collection, for example memo-taking, secondary data collection, and interviewing. Data are analysed 

via constandy comparing and theoretically sampling all emerging concepts. Strauss and Corbin 

(1998) outline three coding techniques for data analysis. Following these three coding techniques, 

the investigation allows data concepts to emerge. These concepts, as Strauss and Corbin (1998) 

stated, form the ‘building blocks o f  a grounded theory’. In turn, these concepts are developed during 

coding and selected to form  ‘categones’. However, before moving on to discuss the findings in 

detail, the PPARS story m ust first unfold.

181



C h a p t e r  6



C h a p t e r  6 -T h e  PPARS S t o r y

'Unstinting suppcnt fivm  tq? nnnagement is a 

prerequisite' (NIMT, 1998: 7)

6.1 In t r o d u c t io n

This chapter will present the story of PPARS. The PPARS initiative began in 1995 at the North 

Western Health Board. Its objective was to introduce a new human resource management system to 

the health board, using the SAP R/3 package. However, the Department of Health and Children 

(DoHQ, in realising the enterprise-wide capability of this system, sought to implement PPARS into 

all health boards. Successful completion of such a project would give the DoHC a single view of 

human resources across the entire health system Considering that 70% of the armual health budget 

(in 2005 it reached €11.9 billion) was spent on human resources, the PPARS initiative was considered 

critically important to the future of the Irish health system This chapter will, therefore, present the 

PPARS story.

The chaptcr is organised into four sections. Section 6.2 provides a background to the Irish health 

system This overview reveals a ‘unique’ health system, plagued by organisational fragmentation and 

division. As a consequence, new reforms are proposed, which aim to build a single national 

‘integrated’ health system Section 6.3 provides an outline of information systems within the Irish 

health system This section illustrates constant efforts made to integrate disparate systems and unite 

fragmented systems. PPARS would assist the health system in attaining greater enterprise-wide 

cohesion and integration. Section 6.4 sets the scene, providing the reader with a background to the 

PPARS initiative. Finally, section 6.5 presents the PPARS story. This section is further divided into 

four parts. The first part ‘a vision of the future’ discusses the early years of the PPARS initiative. 

The second part, ‘from vision to action’ looks at the approaches taken to implement the project. The 

third part, ‘a transformational move’ focuses on the programme of change taken by the health 

system The final part, ‘a pyrrhic victor/ presents the challenges encountered by the PPARS 

initiative. The projects suspension in October 2005, fuelled by constant media attention and 

government debate, has created an anxious environment for the future of PPARS.
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6.2 A  BACKGROUND TO THE HEALTH SYSTEM IN IRELAND

Before presenting the PPARS story, it is firstly important to provide an overview of the health 

system in the Irish republic. The focus of such an overview is to illustrate the structural changes that 

have occurred within the health system over recent years. These structural changes have been bome 

out of the need to develop a fully integrated and national health service, which was evidenced by the 

adoption in 1995 of an enterprise system, i.e. the PPARS initiative. Prior to the 2001 ‘Quality and 

Fairness Health Strateg/ (DoHQ 2001a), the organisational structure of the Irish health system 

‘remained largely recognisable as that set up over thirty years ago with the 1970 Health Act and the 

establishment of the health boards’ (Prospectus, 2003: 33). Fig. 6.1 below provides an illustration of 

the organisational structure of the health system emanating from the 1970 Health Act.
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Fig. 6.1-Structure of the Health System in Ireland (1970-2005)
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The Health Act of 1970 divided the health system into a number of autonomous regions (referred to 

as health boards), where each region was statutorily responsible for the delivery of a local health 

system ‘Health boards were composed of elected local representatives, ministerial nominees and 

representatives of health professions employed by the board. Each health board had a Chief 

Executive Officer (CEO) who had responsibility for day to day administration and was answerable to 

the board’ (DoHC, 2001a: 39). While localising the health system assisted for many years in the 

delivery of primary care, many health boards became ‘independent republics’, competing with one 

another for national resources. In 1977, the Organisation for Economic OD-operation and 

Development (OECD) described the Irish health system as ‘unique’ (cited in Wren, 2003: 16). This 

uniqueness had grown from a combination of political, religious, social, and economic influences 

over the past century and had manifested itself into a two-tiered health system (Wren, 2003). This 

two-tiered system supported public, and private fee paying patients, which in turn had contributed to 

inequities such as waiting lists, health inequality, biased patient attention and favouritism for fee- 

paying citizens (Wren, 2003). Such ‘uniqueness’ in the Irish health system was only further 

aggravated by a disparate and fragmented organisational structure, which was established with the 

1970 Health Act (Wren, 2003).

As a consequence, the Health Strategy of 1994 (Shaping a Healthier Future) sought to set a new 

vision for change within the health system in Ireland. Such a vision would seek to remove the two- 

tiered approach synonymom with the Irish health system, in particular calling for greater integration 

and collaboration between health boards and health bodies, where a single view of health could be 

developed (DoHQ 1994). A number of key reports were to follow (see Fig. 6.2 below), which would 

assist in ‘putting strategy to work’ (Prospectus, 2003). These reports, while reviewing different issues, 

all identified a core gap within the health system, i.e. the need for greater ‘integration’ and 

collaboration of the health system. For example, the second Health Strategy (2001), which focused 

on Quality and Fairness in the health system, called for ‘a people-centred health service with 

integrated structures, which can adapt to the diverse and changing health needs of society generally 

and of individuals in it’ (DoHC, 2001a: 20). In the same year, the Deloitte & Touche review on 

‘Value for M one/ noted that ‘there was a clear lack of integration of services’ (2001: 5), while the 

Hanly report remarked ‘that the current lack of integration poses difficulties for the provision of an 

effective service’ (2003: 61). Smiilarly, the Brennan report called for ‘greater integration of financial, 

human resources/personnel, and clinical activity, right down to patient level’ (2003: 116). Finally, the 

Prospectus report stated that, poor integration of services is a recurring theme in external reviews as 

far back as the 1994 Health Strategy. It was also a major theme emerging from the consultation 

process which preceded Quality and Faimess and was confirmed in our own findings. Poor
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integration results in a lack of common standards and records, compartmentalised funding, 

fragmented management structures, institutional competition, and restrictive work practices’ (2003: 

25).

Fig. 6.2 Key Health System Reports
Date Source Report
1994 DoHC> Health Strategy-Shaping a Healthier Future
2001 DoHC Quality & Faimess Health Strategy
2001 Deloitte Value for Money Audit
2003 Hanly National Task Force on Medical Staffing
2003 Breiman Commission on Financial Management & Control Systems
2003 Prospectus Audit of Structures and Functions

In order to obtain greater health service efficiencies and effectiveness, these reports recommended 

large-scale restructuring and integration of the health sj’stem  This new structure would seek to 

provide greater integration between former health boards, and create an environment that supports 

greater accountability for health service resources. Some of the primary steps for reform are 

highlighted below (Breiman, 2003: 4);

♦ Major rationalisation of existing health service agencies to reduce fragmentation. This 
includes the abolition of the existing health board/authority structures.

♦ Reorganisation of the Department of Health and Children, to ensure improved policy 
development and oversight.

♦ Establishment of a Health Services Executive (HSE) which will be the first ever body 
chained with managing the health service as a single national entity.

♦ Establishment of three core areas within the PCE-a National Hospitals Office (NHO), a 
Primary, Community, and Continuing Care (PCCC) Directorate and a National Shared 
Services Centre (NSSQ.

♦ Establishment of four Regional Health Offices within the HSE to deliver regional and local 
services.

♦ Establishment of a Health Information and Quality Authority (HIQA) to ensure that quality 
of care is promoted throughout the system

Figure 6.3 below illustrates the new health system, with the HSE having central power for running 

the health system This differs from the previous health system, where the DoH Q more notably the 

elected Minister for health, was fully responsible for executive management. The HSE will now 

assume this role, being accountable to the Minister. The prior Health Boards (8) were collapsed into 

the new HSE, being replaced by 4 regional Health Offices. Such structural re-organisation sought to 

unite disparate entities within the health system The former organisational structure did not support 

uniformity, instead it supported competition between agencies, which invariably led to isolation and

' Department of Health and Children
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division between boards. However, ‘tiie focus must now centre on integrating services, deKvering a 

single consistent system throughout the country (DoHQ 1994). One tool that would be used to 

assist in such integration of the health system was that of information systems. The PPARS vision is 

one such example. This vision, which commenced in 1995, was the first enterprise-wide and national 

initiative progressed by the health system. Health boards would work towards developing a single 

view of their human resources.
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Fig 6.3-Cument Oi^anisational Structure of the Irish Health System
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6.3 I n f o r m a t i o n  Sy s t e m s  i n  t h e  Ir is h  H e a l t h  s y st e m

Before focusing on the PPARS initiative, it is equally important to understand the nature of 

information systems within the Irish health system. This section briefly reviews the backdrop to the 

PPARS initiative, demonstrating the need for a single integrated enterprise-wide national system. 

Individual health boards ‘all doing the same thing differently^ (C4), was one of the core reasons for
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the PPARS initiative. Prior to the launch of the HSE in 2005, each of the eight health boards was 

responsible for its own IS, with many health boards delegating IS responsibility to the respective 

hospitals and health agencies within their remit. As one report notes, ‘our hospitals rely for daily 

operations on hospital information systems from at least five different suppliers, and each hospital or 

health board has its own support arrangements for its own systems. Some of these systems are 

nmning on 10 year-old computers. They do not share information with each other, and so if a 

patient leaves one hospital and is readmitted to another, all of their records remain behind them at 

the first hospital’ (HsBE, 2004c: 24). In other words, over the past three decades many systems were 

developed in a fragmented and disjointed manner, operating primarily on a stand-alone basis. This 

has resulted in a plethora of IS functions, operating independently of one another, which has caused 

significant inefficiencies in the health system. While each health board was responsible for its own IS 

function, hospitals and smaller health agencies, within each board, in turn developed local custom 

built systems and module specific software. This approach has also continued over the past 30 years.

A niunber of health service reports have noted the lack of IS investment and the inadequacy of many 

systems within health, in particular the need for an ‘integrated’ approach to IS implementation across 

the health system. The ‘Value for Money’ audit noted, that past IS investment was significantly lower 

than required, and where investment had been made it lacked a consolidated and coordinated 

approach and as a result led to a high-level of fragmentation and a lack of standardisation of systems 

(Deloitte & Touche, 2001). Similarly, the Prospectus report remarked that there was a lack of 

standardisation and coordination across the system, which resulted from inadequate investment in IS 

(DoHC, 2003a). This report also makes a call for major acceleration in the pace of IS 

implementation throughout health, because the current system does not support a centralised or 

integrated approach for IS (DoHQ 2003a). Meanwhile, the Brennan report states that ‘under 

development of IS throughout all aspects from policy-making through to implementation is a 

significant challenge for the Irish health system and needs continued investment and attention’ (2003: 

116). The Hanly report found that ‘a recurring theme in the task force’s discussions has been the 

shortage of quahty information systems at all levels of the health system A resulting concem is that 

decision-making is hampered and that value for money of existing or altemative means of providing 

services cannot easily be assessed’ (2003: 104). This report strongly endorses the commitment in the 

2001 Health Strategy, stating that ‘a sustained programme of investment in the development of 

health information systems is required’ (DoHQ 2003a: 104).

To this end, over recent years, the health system has been particularly interested in taking action on 

many of these report recommendations. These recommendations call for a greater commitment to

189



IS investment to assist with system upgrades and greater data protection and security. However, 

perhaps the most significant recommendation has been the call for investment in ‘integrative’ 

software. Information systems aim to integrate an organisation’s functional areas, bringing data 

standardisation, system centrality, and international best practices to the health system (DoHQ 

2004c). The health system is currently engaged in a number of integration projects. One such 

project began in 1995, at the North-Western Health Board. This project adopted the SAP R/3 

system to integrate its HR function. This project became known as PPARS, an acronym for 

persoimel, payroll, and related systems. This is the project that will be discussed in this chapter. 

Newer integration projects include the financial information systems and materials management 

project (FISP), with plans for a new hospital information system (which is known as an ‘integrated 

Patient Management System’ (iPMS)). The fundamental premise of these system integration projects 

is to unite an organisation that has been fragmenting for the past 30 years.
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6.4 Se t t in g  THE sc en e

This section aims to provide an overview of the initiative, which will assist in guiding the reader 

throughout the PPARS story. This section begins by providing a brief overview of human resources 

in the Irish health system, followed by the emergence of PPARS. Figure 6.4 outlines the 

oi^anisational scope for PPARS, i.e. when each health board joined the initiative. This is followed by 

a review of the key project stakeholders. Key project milestones are then presented, before the 

section concludes by outlining the level of PPARS implementation achieved to date.

With a workforce of approximately 100,000 employees, the management of human resources has 

been a pivotal factor for the Department of Health and Children (DoHQ. Public spending on 

health accounts for approximately 23% of total government budget, or in monetary terms €9.2 

billion (Prospectus, 2003: 11), with this figure set to rise to €11.9 biUion by the end of 2005. O f this 

budget, 70% wiU be allocated for staff salaries and investments in staff related programmes. To this 

end, developing a long-term vision for human resources has always been important to the DoHC.

Consequently, the concept of developing a computerised system to assist human resoiu'ce 

management first began in 1995. Prior to this, each health board remained statutorily independent of 

the other and was consequently responsible for their respective human resource systems. However, 

changes within the health system, most notably emanating from the publication in 1994 of the Health 

Strategy-Shaping a Healthier Future, brought the need for greater cooperation and unity between 

health boards to the fore. The Personnel, Payroll, And Related Systems (PPARS)^ project was, 

therefore, heralded as the first such conjoint, and national, initiative. The PPARS vision 

encapsulated the development of an integrated HR management system which would be used to 

transform the manner in which health service personnel were managed.

The idea for PPARS first originated in the North Westem Health Board (NWHB), where 

management sought a computerised system for their HR management. After the NWHB 

approached the Department of Health and Children (DoHC), the department believed that such a 

vision would benefit all health boards. By 1998, three new health boards and 1 voluntary hospital 

had joined the project and by 2000 all but two health boards had signed up. By 2003, all health 

boards had committed to the PPARS iniuative. It was envisaged that the voluntary and training

2 PPARS was formerly known as the Personnel, Payroll, Attendance/Monitoring and Control including 
Rostering, Recruitment and Superannuation System.
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hospitals would join the project eventually. Figure 6.4 below provides an illustration of the 

organisational scope of the project.

Fig. 6.4 Organisational Scope forPPARS (1998-2005)
Agencies in Initial Round Subsequent Additions Proposed Extension
1998-2000 2001-2003 Outstanding
(1) St. James’ Hospital (SJH) (7) Western Health Board (10) Remaining DubUn
(2) North Western Health Board (WHB) Training Hospitals

(NWHB)
(3) Midland Health Board (8) Southern Health Board (11) Voluntary

(MHB) (SHB) Agencies within
(4) Mid-Western Health Board (9) South-Eastem Health Board Community Care

(MWHB) (SEHB)
(5) North Eastern Health Board 

(NEHB)
(6) Eastern Regional Health Authority

• North Area Health Board
• East Coast Area Health Board
• South Western Area Health Board

Source: N ational PPARS O ffice

As this was the first national initiative the health system was to undertake, new governance structures 

and national project bodies were developed. The project was divided between national and local 

agencies with project bodies set up to deal with the national and enterprise-wide nature of the 

initiative. By the end of 2004, most health boards had implemented phase I of the project, with 

some boards completing phase II and ready to undertake future phases. In an effort to provide the 

reader with an overview of the key project stakeholders, figure 6.5 is provided below.

Fig. 6.5 Key Project Stakeholders (1995-August 2005)
Local Agencies National Project Bodies National Agencies
(1) SJH (1) National Project Board (1) Department of
(2) NWHB (2) National Project Team Health & Children
(3) MHB (3) CEO group/National Team (2) Health Boards
(4) MWHB (4) Implementation Managers Executive (HeBE)
(5) WHB Steering Group (3) Health Services
(6) NEHB Executive (HSE)
(7)ERHA (4) Health Services
(8) SHB Employment
(9) SEHB Agency (HSE A)
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Project implementation commenced in 1998. After successfully winning the tender Bull Information 

Systems Ltd (BISL) were contracted to install the SAP R/3 system In the same year the National 

Institute for Management Technology (NIMT) were engaged to provide an ‘investment appraisal’ 

report for the DoHC. By 2000, 5 health boards and 1 voluntary hospital had joined the project. 

However, implementation challenges, most notably around health board variances and the pursuit of 

standardisation, resulted in a change of project scope. In 2001, Hay Consulting Group (HCG) 

conducted a ‘qtiality assessment’ review of PPARS and recommended a greater focus on 

organisational issues. Consequently, Deloitte Consultants were contracted in 2002 to deliver a 

change management programme. By 2005, the newly formed Health Services Executive (HSE) 

suspended further rollout of PPARS, which lead the Comptroller and Auditor General to conduct a 

‘value for m one/ assessment of the project. Figiu'e 6.6 below outlines key events in the history of 

the project up to October 2005.
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Fig. 6.6 Key Project Milestones

Date Key Events
1995 North Western Health Board (NWHB) approaches the Department of Health and 

Children (DoHQ. A new hnman resource (HR) system is required.
1996 DoHC agrees to fund the project. In fact the Department would like to see all 

health boards adopting siach a system
CEO group set up to agree upon specifications for PPARS

1997 Tenders sought for the provision of a computerised system to support the following 
functions in an integrated maimer;
Personnel, payroll/monitoring, attendance, recruitment, and superannuation.

1998 Bull Information Systems Ltd (BISL) win tender and are contracted to supply and 
install the system
BISL recommend using SAP R/3 software.
DoHC commissioned an ‘investment appraisal’ study to assess the project. The 
National Institute for Management Technology (MMT) conducted the report.

1999 Midland Health Board (MHB), Mid-Westem Health Board (MWHB), and St. James’ 
Hospital (SJH) join the project.
National Project Team (NPT) set up/National Team amalgamated.

2000 Contract with BISL is terminated.
North Eastern Health Board (NEHB), Western Health Board (WHB), and Eastern 
Regional Health Authorities (ERHA) become project members.
Decided to split the project into 2 phases.

2001 Hay consulting group (HCG) conduct a ‘quality assessment’ report for the DoH C 
Project name change. PPARS acronym becomes persormel, payroll, and related 
systems.

2002 Deloitte is engaged to assess the status of the project and define its scope. Deloitte 
publish a ‘change readiness’ review of PPARS.
The National Project Board (NPB) is set up to facihtate national coverage of 
project.
Health Boards Executive (HeBE) is set up.

2003 Deloitte is contracted as project support adviser.
Southern Health Board (SHB) and the South-Eastem Health Board (SEHB) join the
project (all health boards are now engaged in the project).
Reedsmith Healthcare Consultants engaged to review and quality assure the 
performance of Deloitte.

2004 IBM is appointed Technical Implementation Partner. IBM conducts a SAP project
technical review.
Gartner engaged to carry out a verification and validation assessment of the 
implementation costs.

2005 Health Service Executive (HSE) decided to suspend further rollout of the project
pending a review. Comptroller and Auditor General conduct a report on the ‘value 
for m one/ of PPARS.
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The DoHC has responsibility for funding the initiative. Initially, the CEO of the NWHB managed 

the project on behalf of the six original agencies^. In 2002, with the launch of the Health Boards 

Executive (HeBE), the project was taken over by this body, however the CEO of the NWHB 

remained as the lead CEO for the project. In the same year, the National Project Board (NPB) was 

set up to provide a national steering committee for implementing agencies. Previously, in 1999 the 

National Project Team (NPT) was founded to provide national implementation for the initiative. 

Responsibihty for agency implementation continued to rest with CEOs of health boards tmder the 

Health Act of 1970. Since the abolition of the health boards on the 31st December 2004 and their 

consolidation into the HSE, the responsibility for PPARS now rests with the HSE.

To dale, PPARS has been implemented at different phases within each health board. By 2001, 6 

health boards and 1 voluntary hospital had implemented phase I of the project, i.e. the personnel 

administration modules. By end of 2004, phase II (payroll) had gone live in 3 health boards and the 

1 voluntary hospital, with phase I underway in the remaining health boards. Figure 6.7 below 

provides an illustration of the project outputs for PPARS.

Fig. 6.7 Stage of Project Implementation
Date Modules Implemented
October 2000 Personnel Administration elements of the system go-live in 6 initial Health Boards.
August 2001 Personnel Administration elements of the system go-live in the Westem Health

Board.
Nov. 2003 Payroll elements of the system go-live in St. James’ Hospital.
July 2004 Payroll elements of the system go-live in North Westem Health Board.
Sept. 2004 Payroll elements of the system go-live in Midland Health Board.
Nov. 2004 Payroll elements of the system go-live in Mid-Westem Health Board.
Source; National PPARS O ffice

Finally, a note on chapter layout is provided. The facts about PPARS are sourced from documentary 

evidence and interview recordings transcribed by the investigator (see chapter 5 for data collection 

and analysis techniques). Finally, in order to protect the confidentiality of all informants, an 

informant referencing code is deployed. Each informant or ‘candidate’ was assigned, by the 

investigator, a specific number, e.g. C2 (which means Candidate 2). When citing research informants 

the investigator deploys this referencing technique (see chapter 5 (Fig. 5.2) for hst of informants 

interviewed). Reviews conducted during project implementation are also used to provide evidence

 ̂ Eastem Regional Health Authority (ERHA), Midland Health Board (MHB), Mid-Westem Health Board 
(MWHB), North Eastem Health Board (NEHB, North Westem Health Board (NWHB), and St. James’ 
Hospital (SJH).
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for the presented story. Figure 6.8 below outlines the main reviews conducted and consulted during 

this project.

Fig. 6.8 Key Project Reviews
Date Report Source
1998 Investment Appraisal National Institute for 

Management Technology (NIMT)
2001 Quality Assessment Hay Consulting Group (HCG)
2002 Project Preparation Deloitte Consultants
2003 Quality Assurance Reedsmith Healthcare Consultants
2004 Assessment of Costs Gartner Consultants
2004 SAP Project Technical Review IBM
2005 Value for Money Comptroller & Auditor General
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6.5 T h e  S t o r y  o f  PPARS

This section is divided into four parts. The first part begins by outlining the early years of the 

PPARS initiative, most notably between 1995 and 1998. During this period, the NWHB emerged 

with a new vision of the future for human resources. This vision was approved by the DoHQ who 

in fact had aspirations of extending the vision to all health boards in the country. The second part of 

this section presents the approach taken in enacting this vision and the emergence of new health 

boards to the initiative. This period takes place between 1999 and 2001. The third part of the story, 

which takes place between 2002 and 2005, discusses the approaches taken to transform the health 

system Finally, the fourth part of this section presents the challenges encountered along the way.

‘A Vision of the Future’

This project began in late 1995. The initial project vision grew out of the need to develop a new 

payroll system for the north western health board (NWHB). Prior to this system, the NWHB (like 

most other health boards) reHcd on paper-based payroll systems or flat payment systems, which 

required a huge labour effort to process payroll data. ‘Such systems relied on a human determination 

of how to pay people, with nothing at the corporate level to say whether your interpretation was 

consistent with the departments’ regulations’ (C3)‘‘. A number of drivers influenced the decision to 

implement a new payroll system into the NWHB. This included new European Union (EU) 

legislation (after the signing of the 1992 Maastricht Treat)^, which sought to improve facihties for 

health service employees, for example better resources for staff that need to take maternity leave. 

Greater accountability of human resources was also sought by the Irish Department of Health and 

Children (DoHC).

In 1995 up to 70% of the Irish health service budget was spent on staff salaries, a percentage which 

has continued to this day (in the budget forecasts for 2005 it is estimated that €11.9 billion will be 

invested in the health system). The DoHC wanted greater transparency, accountability, and 

management of health service resources, particularly its human resources (HR), for its substantial 

investment. Other drivers that helped to create the need for a new payroll system at the NWHB 

included an ‘ever changing and dynamic recruitment and retention environment’ (C4), ‘an inept HR 

information system, which was often outsourced to third party contractors, e.g. CARA payroll

■* The letter ‘C  stands for candidate. These were the candidates interviewed -within the health system during 
data collection.
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system’ (C3), a ‘complex HR system that needed greater standardisation’ (C14) and the pursuit of 

‘best practice HR standards’ (C3).

Members of the NWHB, namely the CEO, director of IS, and the HR director, approached the 

DoHC in late 1995. After outlining the many HR challenges facing the NWHB, the DoHC agreed 

that a new system was required to help alleviate these challenges. In fact, the DoHC said ‘the health 

system needs this not just the NWHB and therefore asked the NWHB to develop a general health 

board specification’ (C4). ‘At this stage it became obvious that health boards were doing similar 

things differently, without scale being known. If boards are doing different things they can’t all be 

right, we had no idea what this was costing us. The DoHC asked for a specification on various HR 

systems’ (C4). As a consequence, the NWHB CEO, set up a steering group, comprised of other 

health board CEO’s, in an attempt to develop a specification on human resource practices within 

respective health boards. (Consequendy, the CEO of the NWHB would continue to represent all 

implementing agencies until the formation of the I-lealth Boards Executive (HeBE) in 2002). In 

1996, after initial interest from a number of health boards, a CEO group was set up (also known as 

the ‘national team’), which would act as the first national body to represent the project. The national 

team was comprised of CEO’s from interested health boards. Its objective was to create greater 

awareness among health boards as to the benefits of this new s ’̂stem ‘Administratively, it was only 

the NWHB, but it was a national office with a national chairman. I think the DoHC wanted the 

NWHB to act as a pilot site, knowing that with a strong local team with high expectations, the 

original project vision would soon become part of other health board agendas. I think it became an 

objective for the DoHC from early on to have one single HR system for the entire health service’ 

(O ). The national team was comprised of a chairman, members from the DoH Q and CEO’s from 

a number of interested health boards (not all health boards were interested in the project at the 

beginning).

The CEOs of the participating agencies developed a vision for a number of key areas which 

they considered needed urgent attention and which they expected the project to address. 

The project vision would seek;

(a) To develop a fully integrated Human Resource System, inclusive of payroll and 
attendance/absence which would meet the business requirements of a modem, dynamic. 
Human Resources Function.

(b) To streamline the process between rostering and payment of salaries and accordingly eliminate 
the necessity for completion of different documents for payroll, personnel, attendances etc, 
where substantial dupHcation occurs.

(c) To have a system, which would facilitate the decentrahsation of the Human Resource 
functions whereby the “Line Manager” is the Human Resource Manager in their respective
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area, working imder the guidance of Human Resource policies and procedures and advice 
where necessary.

The project name would be coined from the human resource management modules it sought to 

address, specifically Personnel, Payroll, Attendance, Recruitment, and Superannuation (PPARS). In 

order to deliver upon this project vision, in 1997 tenders were sought for the provision of a 

computerised system to support the aforementioned HR modules. Figure 6.9 below provides an 

overview of the software requirements as set out in the ‘Invitation to Tender Document’.

Fig. 6.9 Invitation to Tender Document-January 1997____________________________________
Modules Functions

Create/M aintain standard Personnel Details 
Employees Numbers Control 
Add/Maintain Staff Details 
Training & Career Development 
Add/Maintain Medical Health Details 
Manage Health & Safety 
Reports/On-Line Enquiries 
Create/Maintain Payroll System Parameters 
Create/Maintain Staff Details 
Generate Payments 
Year End Procedures (Tax Year End)
Reports/On-Line Enquiries 
Interfaces-Infonnation Exchanges 
Payroll History Recording 

Attendance Monitoring/ Define patterns of work for agreed staff resource
Rostering Function Match staff to defined patterns of work

Attendance/Absence I^cording 
Confirmation of duties 
Maintain employee information 
Maintain reference tables 
Enquiries/Analysis/Reports 
Payroll data provision 

Recruitment Create/Maintain Standard Recruitment details
Record Vacancies for filling 
Record/Track Transfer Requests 
Record/Manage Panels 
Manage Competition Process 
Manage Appointment Process 
On-Line Enquiries/Reports/7\nalysis 

Superannuation Qeate/Maintain Superannuation Systems Parameters
Record Employment History 
Create/Maintain Superannuation Registers 
Calculate Superarmuation Awards and Refunds 
Create/Maintain Pensioners Registers 
Create/Maintain Gratuities Register 
Report/Forecast on Superarmtiation Data 

Source: Com ptroller & Auditor General (2005: 100-101)

Personnel

Payroll
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The tendering process reviewed various HR packages in the market place. Finally, ‘a proposal from 

Bull Information Systems Ltd (BISL), using a solution based on SAP R/3 application software, 

emerged as the lead proposal from the related tender competition. BISL’s implementation approach 

was to scope, design, configure, test, and implement an initial ‘common’ SAP HR system which was 

targeted to give a minimum 85% ‘common fit’ to all health agencies’. In turn, each agency would 

then implement the common system together with modifications specific to that agency 

(Comptroller & Auditor General, 2005: 24). Another reason for choosing a SAP system was due to 

‘its enterprise-wide nature. We knew at that stage, perhaps subconsciously, that we were buying into 

a long-term project. There was the hope that one day the health system would become a dynamic 

organisation using the same rulebook^’ (C3). The DoHC also knew that some health boards had 

intentions of bringing in SAP financials to support their finance functions, it therefore made more 

sense to introduce SAP for human resources as well. Finally, from a practical perspective, in 1997 

Oracle was undergoing a massive legal suit in Britain, ‘raising fears that if they were to lose they 

might not be around in the future (C4)’.

In 1998, BISL were awarded a contract to supply and install the system. Project scope would include 

aU modules listed in the ‘invitation to tender document’ with the exception of the superannuation 

module. ‘It was felt by the NWHB that superarmuation would take too long and cost too much to 

implement. It was therefore scraped before project implementation’ (Cl). The remaining four 

modules, i.e. personnel, payroll, attendance, and recruitment, were included in the project scope. The 

DoHC agreed to fund the project (by 1998 to the tune of €9.14 million with an expected time-scale 

of 3 years implementation for the initial six agencies), stating that they were ‘very interested in 

supporting the possibilities this system offered health’ (C5). Figure 6.10 below provides a breakdown 

of the initial project budget. The DoHC then asked whether the SAP initiative should be 

implemented at an agency, i.e. individual health board, or single national level. The CEO group, 

along with BISL, agreed that it would be best to implement the system at the NWHB first and then 

move on to other health boards accordingly. The primary reason for not implementing the system at 

a national level was due to the lack of national standards and different interpretations of the same 

rulebook throughout the health system In other words, each agency had its own way of interpreting 

the health system’ HR rules, with ‘30 years of independence’ (C3) resulting in agencies adopting very 

different approaches to work practices.

5 A  rulebook describes the set o f sules establishing common standards and practices across all health boards.
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Fig. 6.10 PPARS Initial Budget
Item 1998

€m
1999
€m

2000
€m

Total
€m

Licenses 1.15 1.15 - 2.30
Hardware 0.15 1.40 0.56 2.11
Constiltancy 0.84 1.28 0.44 2.56
Design Team 0.20 0.25 0.25 0.70
Agency Teams 0.25 0.61 0.61 1.47
Total 2.59 4.69 1.86 9.14
Source: Com ptroller & Auditor General (2005: 24)

The PPARS initiative would provide a number of distinct benefits to implementing agencies. In 

particular the DoHC saw PPARS as ‘an opportunity for delivering HR best practices across the entire 

health system’ (C15), where paper-based and legacy systems were integrated under the umbreUa of a 

single software solution. Some of the initial perceived benefits of the project are now listed below.

♦ A SAP R/3 system, which features client/server architecture, would assist the boards in their 
decentralisation strategy

♦ Eliminating much of the clerical work from professional staff routines
♦ Builds upon co-operation of ‘best practice’ within respective boards
♦ An integrated human resource system for the Irish Health System.
♦ Qffen first real opportunity for homogenous health service administration
♦ This system will help with the recruitment, development, and retention of quality staff across the 

health sector
♦ Overcome Y2K challenges
♦ Enhanced information on organisational structure, reporting relationships, positions and staffing 

complements.
♦ Reduced administrative costs.
♦ Potential for electronic information flow between Health Agencies and the Department of 

Health & Children.
♦ Opportunity to redesign organisational business processes
♦ Improved reporting /  standardised reporting across and within agencies.

■ (NIMT, 1998:4-10).

In an effort to assess the project, and entice other health boards to join the PPARS initiative, the 

DoHC commissioned an ‘investment appraisal’ study. The report was conducted in 1998 by the 

Nadonal Institute for Management Technology (NIMT). This report officially endorsed the project, 

claiming it to be ‘a necessary step for the health system’ (NIMT, 1998: 11). This evidence gave the 

DoHC further impetus to continue investing in PPARS, and to try and bring all health boards into 

the fold. The DoHC would continue to provide the financial resources required by respective health 

boards, telling implementing boards to ‘now go and make it happen’ (Cl). This decision allowed
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each health board to overcome the challenges posed by a national project. Each health board, or 

agency, could now take control of the project, supporting implementation as they wanted to.

The NIMT (1998) report also made a call for the development of a national rulebook, which would 

allow each agency to be aware of the specifications required to deliver on a national project. A 

national rulebook would bring consistency to the project, allowing ‘agencies to standardise their data 

in line with the national specification’ (C4). As it was a human resource project, the health services 

employment agency (HSEA), which represented all staff throughout the health system, was charged 

by the DoHC with the responsibility for devising this rulebook.

The NIMT (1998) report also highlighted the need for strong local ownership. Consequently, as it 

was a HR project, the CEOs would delegate the project to the director of HR, who would become 

the official project sponsor within each agency. The implementation team would also assign an 

implementation manager to oversee the project within each agency. In an effort to ensure the 

project received widespread local buy-in, each agency also set up a ‘steering group comprised of 8-10 

people’ (Cl). The director of HR would act as the local chairman, with the directors of finance, IS, 

and nursing also attending. Line managers were invited to attend, ■with members from the national 

team and the local implementation team also invited to steering group meetings. The steering group 

would meet once every month to identify and discuss challenges facing the project. It was also used 

as a medium for taking the initiative to the wider audience, i.e. the entire health board. This is the 

reason for bringing directors from other functions to meetings and encouraging line managers and 

the director of nursing to participate. To further strengthen local implementation, an 

implementation manager’s forum was also set up. This steering group was comprised of project 

managers from each implementing agency, meeting once every month to discuss issues relating to 

data standardisation, variances, technical specifications, and SAP implementation.

‘From Vision to Action’

The NWHB, however, remained on its own until the beginning of 1999, when the Midland Health 

Board (MHB), Mid-Westem Health Board (MWHB), and St. James’ Hospital (SJI^ joined the 

project. While these health boards had originally agreed to commit to the project, implementation 

did not begin until 1999. This project afforded health boards the opportunity to upgrade their HR 

systems, at no cost as the DoHC had agreed to provide the required resources. The only 

requirement, at this stage, was that health boards implement a common single integrated system. 

This meant that a break would have to be made from the ‘culture of competition’ (C3) synonymous
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with health boards, with agencies focusing on greater project collaboration and coordination. In 

1999, a National Project Team (NPT) was also set up to bring greater national control and structure 

to the project. The former ‘national team’, which was primarily an ad hoc arrangement and run by 

the NWHB, would be collapsed into the new national project team The NPT would be able to act 

as a bridge between the DoHC and the implementing agencies.

With individual agencies now installing PPAE5, it was imperative that they would have access to the 

necessary expertise and knowledge required to implement an enterprise system To this end, 

extemal advisors were brought in to assist agencies in dealing with their SAP R/3 implementations. 

The MHB, for example, brought both IBM and KPMG into their organisation. IBM was brought in 

to deliver training on the SAP system, while KPMG were hired for their technical expertise and 

experiences in other oi^anisations. In an effort to alleviate challenges associated with ‘ruthless data 

standardisation’ (C6), the removal of agency variances, and the design, configuration, and testing of 

new software, the NPT would also provide ‘technical expertise and project management skills to the 

agencies’ (C7). SAP consultants were, therefore, brought in by the NPT to provide end user training 

and system knowledge expertise for all implementing agencies.

At the beginning of 2000, the north eastem health board (NEHB), westem health board (WHB), and 

the eastem regional health authority (ERHA) commenced implementation of the PPARS system 

There were now 6 health boards and 1 voluntary hospital signed up for project implementation. 

However, the BISL contract was terminated having delivered only the personnel element of the 

system ‘BISL had completely underestimated the complexity and nature of the health system, which 

brought the contract to a conclusion’ (C4). BISL were no longer employed to deliver the payroll, 

attendance, or recruitment modules set out in the original project scope (see Figure 6.9 above). 

Instead, BISL would complete implementation of the persormel module only. As a consequence, the 

DoH Q with support from the NPT and implementing agencies, began the procurement of further 

consultancy support. These requirements were published in the Official Journal of the European 

Commimities (OJEC) Notice (Comptroller & Auditor General, 2005).

To reflect these changes, it was decided by the NPT to divide the project into two phases. Phase I 

would be inclusive of the Personnel module of the project, which was now being concluded by the 

BISL consultants. Phase II would recommence once new consultancy support was secured from the 

tendering process, which would be inclusive of the payroll, attendance and rostering, and recruitment 

modules of the SAP HR package. By the end of 2000 the Personnel module of the system was ‘go- 

live’ in the six initial agencies. BISL ceased work with the health system.
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Following the termination of the BISL contract and the decision to continue implementation of 

remaining modules, i.e. payroll, attendance, and recruitment, the NPT contracted with SAP to 

produce blueprints^ for the system. The blueprints for the remaining modules were deUvered in June 

2001. However, during the procurement of further consultancy support the ‘Recruitment’ module 

was excluded from the ‘Best and Final Offer’ documents. According to one informant ‘there were 

questions about the suitability of the standard SAP recruitment module for the health system’ (Cl), 

therefore the NPT and implementing agencies decided to change the project scope, once again, and 

remove this module. The focus was now on the Personnel (Phase I) and PayroU and Attendance 

(Phase II) modules. In order to better reflect the scope changes, the project would be re-named. In 

an effort to keep the PPARS acronym (in order not to interfere with current organisational buy-in), 

agencies decided to call the project ‘Personnel, Payroll, And Related Systems’ (PPARS).

Concemed about the rising costs (by now the €9.14 million budget to be spent over 3 years had been 

well overrun-in fact almost another €9 million had been ear-marked for 2001 expenditure) and the 

continual changes in project scope (at this stage both the Recruitment and Superannuation modules 

were removed from the original project scope of 1997), the DoHC commissioned Hay Consulting 

Group (HCG) to conduct a ‘quality assurance’ review of the PPARS initiative. In November 2001, 

the HCG submitted their findings. The report provided a hst of realised benefits and made 

projections about future benefits. Figure 6.11 below provides a list of the realised PPARS benefits. 

The HCG (2001) report lists specific benefits of what PPARS had achieved for various work levels 

within implementing health boards. Similarly, the HCG (2001) report also highlighted possible 

benefits that could be accrued with the continuation of the PPARS implementation. Figtire 6.12 

below outlines such potential benefits.

 ̂A ‘blueprint’ documents the business process requii'ements of an organisation and outlines how the business 
processes can be mapped to the SAP system (Comptroller & Auditor General, 2005: 49).

204



Fig. 6.11-Realised PPARS Benefits

Level Realised PPARS Benefits (1998-2001)
D oH C  A platform  now exists to supply m ore accurate inform ation on staff num bers and

grades
HSEA A platform now exists to supply more accurate information on staff nimibers and

grades
The PPARS system and the related governance structures (NPO, HR Directors 
group etc.) will provide a useful vehicle for the consistent implementation of future 
policies and directives.

Agency CEO Some benefits already and PPARS is being used in Service Plamiing. There is a
foundation now in place for an enterprise level system that will support greater 
control, MIS and operational efficiencies going forward.

HR Dept. Position inanagement (e.g., turnover, new posts)
Organisation structure
Staff complement management
HR Benchmarking and Manpower planning
Employee profiling (age, location, grading, etc.)
Availability of HR management information (e.g., absenteeism monitoring and 
training & qualifications in some Agencies)

Finance Dept. Improved data for budgeting and costing.
A more effective and efficient administration of increments and pay awards
Alignment and consistency between the HR and Payroll data bases, including some 
rationalisation of pay groups
Greater control and systems integration potential especially where SAP Financials 
are in place

Line Mgt. Some management usage to date. However this is developing and there is already
greater scope for MIS and planning support.
Standardisation of forms and processes as well as limited automation and online 
access
Improved timeliness of personnel reminders on probation, increments, career 
breaks, contract renewals, etc.

Employee Level A system that provides a reliable record of their relevant job details and pay 
entitlements is now in place. More efficient processing of their enquiries is now 
possible.
Subject to payroll interface issues, there is more accurate processing of their basic 
pay and adjustments (pay awards) is now imminent if not already in place
The potential for access, enquiry and update of personal information.
Resolution of some historical data issues e.g. employees not getting increments, 
pay awards etc.

Source: Hay Consulting G roup (2001).
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Fig. 6.12-Potential PPARS Benefits
Number Potential PPAKS Benefits

1. A significant investment has already been made in Phase I and there is a recognised need 
from each Agency to build on this to fuUy realise the benefits from the investment to date as 
well as from future functionality potential (e.g. integration with SAP financials, full payroll 
and time management integration etc.). All agencies point to the greater functionality of 
Phase II as the point when the effort and cost of the effort to date will be rewarded. While 
some benefits have been realised already, Phase I is universally seen as the foundation phase.

2. The establishment of an enterprise wide ERP system is seen as a key strategic objective 
particularly where people costs make up so much of the Agency cost base.

3. Optimisation of devolvement of people management and administration activity and 
data/process standardisation are common objectives expressed for Phase II.

4. While greater definition, clarification and communication is needed, there is a good general 
fit between the overall objectives for PPARS and other initiatives taking place within the 
Agencies including the general shift towards a more devolved HR management model.

5. The current systems are not good enough to sustain and support the desired standards of 
human resources management in the Health Service. All Agencies expressed strategic intent 
for more value added HR support and an increased role for people management and 
administration at line level. PPARS is regarded as the key-enabling tool for this ‘shift’ in HR 
management to take place and releasing both managers and supporting functions for value 
added activity.

6. There is significant MIS and planning benefits expected from the system, particularly for use 
at senior and line management level.

7. The comprehensive processing efficiencies and detailed management information to be 
gained from Time Management and full payroll functionality are seen as critical outputs from 
Phase II.

8. While there are significant challenges in achieving maximum standardisation, most Agencies 
appreciate the benefits to be realised in this area i.e. in terms of reducing interpretations, 
gaining economies of scale in the implementation and maintenance effort, control, reducing 
inefficiencies, easier reporting etc.

9. Even beyond Payroll and Time Management modules, other modules such as Qualifications 
promise much needed HR management, MIS and administrative processing power.

10. The availability of a valuable information and planning tool for managers (and ultimately a 
personal administration and development system for staff through Employee Self Service) is 
seen as a major objective by all Agencies.

11. It is felt that with data quality, process efficiencies and widespread user access, the system 
must contribute to overall employee satisfaction and motivation. In terms of recruitment 
and retention it wiU also provide critical processing and management information potential.

12. In the longer term it is envisaged that modules such as rostering, qualifications, training etc. 
wiU provide for better resource planning and person/role fit decisions thus contributing to 
more effective patient care.

13. While paper will not ‘go aw a/ Agencies anticipate a reduction in the paper flow, more online 
access and greater control and consistency of data.

Source: Hay Q)nsulting Group (2001).
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However, a number of inherent project challenges were identified in the HCG (2001) report. Most 

notably,

• The introduction of PPARS had proved to be much more complex than originally envisaged 
(this point could be seen with BISL’s contract termination and the need to procure new 
consultancy support).

• The original project costs and time projections were overly optimistic
• Some of the project scope expectations may have been unreasonable (this is best reflected in 

the removal of both the recruitment and superannuation modules from implementation 
plans).

• A lack of resources, realistic management expectations, management commitment and 
ownership, and change management support were issues that had been constantly raised by 
the implementing health boards.

• Organisational benefits such as devolved access and control were not as advanced as 
originally plarmed. Y2K scheduling tended to narrow the focus of the project.

• There was little evidence that the potential benefits identified in the NIMT (1998) report had 
been actively used as measures of success.

In an effort to achieve greater project benefits and reduce the emerging challenges facing the 

initiative, particularly in light of the plarmed Phase II initiative, the HOG (2001) report made a 

number of recommendations. These recommendations were divided into three categories (see Fig. 

6.13 below); (1) strategic issues (2) govemance/organisational issues, and (3) operational issues. In 

summation, from a strategic perspective, the report recommended that the project vision be 

redefined and that greater efforts be made to communicate the vision to the entire organisation. 

From a govemance/organisational perspective, HCG recommended that (a) high-level national 

sponsonhip and leadership be provided for the initiative, (b) a new national steering group be set up 

to reflect the ‘conjoint’ nature of PPARS, and (c) high-level agency sponsorship and ownership was 

also required. Finally, from an operational perspective, HCG placed significant emphasises on the 

need for an organisational-wide change management programme. By now, the initial phase (Phase I) 

of the project had become recognised as a ‘technical solution’ (Cl), HCG’s report merely formalised 

this approach, making a call for greater attention to the organisational issues associated with the 

initiative.
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Fig. 6.13-Summary Table of Recommendations (Source: HCG (2001)).

Recommendations Prime Shared
Accountability Accountability

Strategic Level

1. Restate the vision and purpose of PPARS 
within National Health and Agency context

2. Clarify the implementation approach of HR 
strategy at Agency level of which PPARS will 
be a part (e.g. devolution of HR processes to 
the line)

3. Maximise system and process standardisation

4. Reaffirm Implementation Approach

HR Directors, National 
Steering Group (Grp)

HR Director

DoHQ the ERHA and the 
HR Director Grp.

National Steering Grp

Agency Project 
Directors & Steering

HR Team 
National Team

Agency Project 
Director, National 
team&HSEA, 
Agency Steering Grp.

CEO’s

Organisational Level

5. Define new management, decision making and 
governance arrangements at National and 
Agency levels

6. Sign off and implement new guidelines

National Steering Group 

CEO Group

HR Directors 

Agency Steering Grp.

Operational Level

7. Consolidate gains made to date and “embed” 
phase I functionality and features

8. Resource the project sufficiendy at National 
team and Agency level for project stages going 
forward

9. Define and Assess the specific changes to 
processes and roles so that PPARS can be 
effectively embedded into the organisation

10. Define and implement Change programmes at 
Agency level integrating all PPARS project, 
training, process design

11. Maximise local involvement and ownership as 
part of the implementation programme

12. Define and measure appropriate indicators of 
success and communicate results

13. Start now with programme of complimentary 
project initiatives in all Agencies

14. Define Phase II “Qualification Criteria” for 
Phase II participants

Project Director

Department of Health & 
Children and the ERHA

Project Director 

Project Director

Project Director

Project Director 
National Steering Grp.

Project Director 

National Team

Agency Steering Grp, 
National Team

Project Directors, HR 
Directors and Agency 
Steering Grp

Agency Steering 
Group and National 
Team

National Team, HR 
Directors

HR Director 
Agency Steering Grp

National Team 
Agency Steering Grp.

Agency Steering 
Group, National 
Team

Project Directors & 
Agency Steering.
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In all, the Quality Asstirance (QA) review identified key requirements for the project going forward 

and recommended greater attention to project standardisation within implementing health boards. 

At the end of 2001 the Western Health Board (WHB) completed their ‘go-live’ for the Personnel 

module of the SAP HR system. At this stage, all implementing health boards and St. James’ Hospital 

(with the SEHB and SHE not joining the project until 2003) had completed Phase I of the PPARS 

initiative. With the HCG (2001) QA review recommending continued investment and 

implementation of the project, the DoHC and implementing agencies now sought greater guidance 

for the operation and installation of Phase II. The procurement of consvJtancy support (as outlined 

in the OJEC’s publication in December 2000) to replace BISL’s contract was still ongoing. However, 

before final bids of the tendering process were considered, implementing agencies and the NPT felt 

it important to conduct a review that would prepare the project for Phase II implementation.

‘A Transformational Move’

The HCG (2001) review highlighted the need for greater standardisation of processes (referred to as 

variances within the health boards) throughout implementing agencies. While each health board was 

responsible for project implementation, ‘the DoHC and the NPT were fearful that the scope of the 

project might be jeopardised’ (C8), unless there were clear guidelines set out for Phase II. ‘Phase I, 

which began in 1998 had witnessed significant scope creep’ (C ll), with both the Recruitment and 

Superannuation modules dropped from the original project scope. As a consequence, Deloitte were 

engaged to conduct a ‘Project Preparation’ review in 2002. This review focused on two agendas, 

firstly the design and technical build of the system to date and secondly the state of readiness of each 

agency for the commencement of Phase II (Deloitte, 2002). The review was published in late 2002, 

highlighting specific risks facing the initiative. In particular, the review noted the importance of 

detailing specific scope definition, this related to both functional and organisational scope. Other 

project risks focused on change leadership, stakeholder buy-in, training, communications, appropriate 

funding, benefits realisation, and programme govemance and project management (Deloitte, 2002).

Deloitte’s review concurred with the HCG recommendations, with one notable exception. The 

HCG report recommended that the project vision be redefined to represent the new project name 

and the emerging enterprise-wide and national nature of the PPARS initiative. Deloitte, however, 

said that it was not in the interests of the project to change its vision mid-stream; instead the old 

vision should be strengthened and realigned throughout the entire organisation (Deloitte 2002: 2). 

There was one other notable difference in the Deloitte recommendations, namely the call to replace 

‘agency’ individualism of SAP hosting with that of a single ‘national’ SAP site. (Indirectly, this move
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was later to be perceived by agencies as one of the first steps in asserting national control of the 

project).

As Deloitte had already taken account of HCG’s (2001) strategic recommendations, i.e. redefining 

the project vision, and from an operational perspective Deloitte’s ‘Project Preparation’ review 

recommended that many risk factors outlined required a clear programme of change (which would 

be dealt with once Deloitte secured a consultancy support contract in 2003), the only outstanding 

recommendation was to deal with project govemance and ownership. In an effort to address this 

recommendation, Deloitte encouraged the NPT, the DoHC, and implementing agencies to set about 

introducing new govemance structures. These new structures would bring the national component 

of the project more centre stage. In other words, new national bodies were set up to reflect the 

‘enterprise-wide’ and ‘conjoint’ nature of the project. Prior to this, key ownership remained the 

prerogative of each agency, under the auspices of the HR director and the implementation manager. 

The govemance structure, therefore, was agency based, with the NPT working for the agencies while 

the DoHC continued to provide the project resources. However, the HCG review, which was now 

supported by Deloitte’s ‘Project Preparation’ review, made recommendations for govemance reform, 

railing for ‘high-level executive invoK'ement and ownership at both national and agency levels’ 

(HCG, 2001).

To this end, new govemance stmctures were set up to facilitate higher-level executive ownenhip and 

sponsorship for PPARS. The primary objective of this reform of govemance was to ensure greater 

national representation for the initiative, moving away from agency lead control. A new national 

steering committee was launched, while the NPT was given higher-level responsibilities and national 

control. In the wake of emerging ‘conjoint’ (C4) initiatives between health boards, in 2002 the health 

boards executive (HeBE) was also founded. HeBE was comprised of CEO’s from each health board 

and some large voluntary hospitals. Its primary role was to facilitate ‘conjoint’ projects of common 

interest to all agencies, primarily growing from the 1994 Health Strategy-‘Shaping a Healthier Future’, 

where health boards were encouraged to work more closely together, sharing resources and 

knowledge. The PPARS initiative was, therefore, included in their portfolio. A HeBE director was 

nominated in 2002. HeBE would now be able to nominate the lead CEO for each ‘conjoint’ 

iiutiative. The strength of HeBE was its ability to bring health board CEO’s together, building a 

platform for ‘shared understanding’ (C8). From now on CEO’s would have a mechanism where 

they could collaborate and network with other agency colleagues. HeBE also became ‘co-sponsors’, 

along with the DoHC, to the PPARS initiative (Cl). Similarly, the DoHC believed that new 

govemance stmctures were an imperative, stating that ‘where bodies are established to carry out
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shared services, or services on a joint basis, it is important to ensure clarity of accountability and 

respective boundaries’ (2003a). Similarly, HeBE also highlighted the importance of proper 

governance structures and project accountability, stating that ‘appropriate governance structures that 

provide national leadership and direction are required, coupled with local ownership, 

implementation, and accountability’ (2004d: 2). These new governance structures and the roles and 

responsibihties of each new body, are presented in figures 6.14 and 6.15 respectively.

A new national steering committee was also set up in 2002. This new committee, known as the 

national project board (NPB), would bring all agencies, the NPT, D oH Q  and the HSE A together. It 

involved participation by Directors of HR, IS, Directors of Finance, agency and newly appointed 

national sponsors, agency implementation teams and agency functional decision making teams. The 

agency functional decision making teams support the NPB by providing ‘cross-functional groups to 

analyze, assess, and present the implications of potential changes resulting from the national design, 

and for subsequent change requests arising during implementation’ (Deloitte, 2002: 20). In other 

words, these functional groups would act as sub-groups to the NPB, conducting specific steering 

committee requests and tasks. The overall puipose of the steering committee was to ‘ensure that the 

project core was maintained. The NPB was responsible for keeping PPARS consistent throughout 

all health boards’ (C4). The Steering Committee woidd also ensure that decisions of a conjoint 

nature (e.g. standardization) are taken and acted upon.
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Fig. 6.14-PPARS Governance Structure
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Fig. 6.15-Governance Roles & Responsibilities

Programme Sponsorship 
Group

• Ensure programme direction is consistent with overall strategy of the HeBE
• Allocating and prioritising the appropriate funding for the programme
■ Ensuring the programme is resourced appropriately
■ Monitoring the business case to ensure benefits are being realised
■ Evaluate and approve/reject Qiange Requests submitted by the National Progranmie Board
■ Finalise decision on deployment approach

National Programme Board • Understand and agree the national processes for PPARS
• Develop Qiange Requests to this design on an ongoing basis, based on issues and risks raised by the National 

Programme Team and/or the Agency Implementation teams
» Provide the change leadership across the agencies
■ Manage national level programme issues and risks
• Monitor and evaluate progress
• Prioritise and resource initiatives
■ Assess the deployment approach -  shared services, local level, etc.

National Programme Team  
(incorporating Programme 
Office)

• Coordinate the design of the National Processes
■ Configure and test SAP to the design
• Define “to be” data models
• Develop change leadership and training guidelines, approaches and templates
■ Implement the solution
■ Identify and manage development issues and risks -  escalate or develop Change Request if appropriate

Agency Im plementation 
Group

Manage agency level deployment of SAP and the National processes
■ Manage agency level change leadership and training
■ Manage specific agency level requirements -  integration, data cleansing, etc.
■ Identify and manage deployment issues and risks -  escalate or develop Change Requests if appropriate

(Source: Deloitte, 2002: 5).
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The national project team also gained new responsibilities. Prior to the 2002 governance reform, the 

NPT was viewed from an operational perspective, providing advice and assisting with technical and 

project management deficits within respective agencies. Many agencies believed that ‘because the 

project often felt out of control, there was a need for greater national responsibility (C3). This in 

effect, became the NTT’s primary goal, to take more control of the project, becoming more 

responsible for its implementation. The NPT would ‘pursue a national and common system for all 

health boards’ (C9), where ‘the NPT along with the DoHC were to provide the national leadership 

for PPARS’ (C4). This assertion of ownership and responsibility was initially viewed as a positive 

factor by many health boards, (but would later become a contentious struggle for project control 

between local and national entities).

New executive sponsorship and ownership for PPARS was also planned (see Fig. 6.16 below). 

Following up on suggestions made by the HCG report, the newly formed health boards executive 

(HeBE) would now appoint the local agency CEO as project sponsors. ‘Each agency CEO is 

ultimately responsible for the successful delivery of PPARS within their agency, even though for 

practical reasons they may choose to delegate the role of sponsor, for example to the Assistant CEO’ 

(Deloitte, 2002: 20). In fact this is exactly what most agencies did, the CEO delegated the role of 

project sponsor to the ACEO. At a national level, a new national sponsor, who was an agency CEO, 

was also appointed. This gave PPARS ownership from a national perspective. The NPT director 

was the national manager, providing advice and recommendations to the NPB and the newly 

appointed national sponsor. Project sponsorship and ownership was now at an executive level. As a 

result of the CEO’s ‘poHtical power’ (CIO), and their ability to ‘persuade and influence people’ (C2), 

it was expected that greater ownership would ensue.

To assist with the new project ownership and sponsorship, Deloitte consultants (who became project 

support advisors in 2003) spent time ‘talking to key people in the organisation, coaching them as to 

what to expect, and listening to them as they talk about the project’ (C ll). The consultants also 

made it clear that it was important to ‘manage project expectations effectively, advising executives to 

take a greater role ia listening to organisational needs, to encourage and coach people working on the 

project in order to build an environment of mutual trust and gain’ (C ll). In other words, by 

‘listening and talking to people on the ground’ (C3) executives would be able to inform people as to 

how their jobs would change for the better. The new governance structures could only be successful 

if top managers were to take on the role of project ownership and sponsonhip. Coaching project 

sponsors and project managers, therefore, became a critical factor for ensuring project success.
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To assist greater executive buy-in and commitment for the project, the NPB brought all PPARS 

representatives from a national and local level together. Meetings took place once every two months, 

at different venues around the country. The NPB was comprised of members from the DoHC, 

HeBE (lead CEO), agency project sponsors, HSEA members, NPT, agency project managers, and 

Deloitte consultants. The NPB’s primary objective was to act as a consultative forum, providing a 

platform for ‘consensus st}ie management’ (C2). This style of management allowed inclusive 

decision-making to occur, with the NPB delivering a ‘consistent message’ (C4) on PPARS to the 

entire organisation. Perhaps the most important role for the NPB was its abHiry to ‘act as a mediator’ 

(C2) between national and local parties. The NPB published blueprints, reports, and newsletters, ran 

workshops and set up sub-groups, in order to share the PPARS initiative throughout the health 

system. The national forum was to ‘encourage participation’ throughout the organisation (C5), 

delivering ‘conjoint support’ (C2, C7, C12) to all members.

At the begirming of 2003, Deloitte were contracted to be ‘project support advisors’. The process of 

procuring consultancy support, which would assist the health system in overcoming the termination 

of BISL’s contract, was finally narrowed down to two player? in late 2002, i.e. SAP Consulting and 

Deloitte Consulting. Deloitte, however, were to win the contract ‘because of their focus on change 

management issues’ (C4). Recommendations from earlier reviews (NIMT, 1998 and HCG, 2001) 

highlighted deficits in project attention around organisational matters, in particular change 

management aspects of the initiative. Similarly, the findings from Deloitte’s ‘Project Preparation’ 

review (2002), in particular the ‘change readiness’ section, further highlighted the importance of 

adopting a change management focus towards PPARS.

Deloitte were to assist implementing agencies with the delivery of Phase II of the initiative. 

However, before a formal scope of the project was agreed upon, the Attendance/Rostering module 

was dropped. At this stage three of the original project scope modules (agreed upon in 1997) had 

been dropped from the SAP HR system Phase II would now focus exclusively on ‘Payroll’, just as 

Phase I had focused on the ‘Personnel’ module. In terms of the change management initiative, 

‘Deloitte were contracted to advise and support in four key areas of change management within 

PPARS’ (Comptroller & Auditor General, 2005: 71). These areas are now presented below.

1. Business Processes; Deloitte, working with the nauonal bodies, would agree ‘common

business processes’ for the PPARS initiative. These common business processes would 

greatly be assisted with the development of a national ‘Rule-Book’ by the HSEA in 2003. 

This would allow all agencies to know what other agencies were doing and what the agreed 

upon national standard was.
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2. Stakeholder Communications: Deloitte emphasised the importance of developing clear 

communication channels between all project stakeholders. A succinct ‘coinmunication plan’, 

which Deloitte described as a ‘living document’ was to be developed (Deloitte, 2002: 85), 

which would incltide

a. PPARS communications will be honest and clear. It wiU tell employees as much as is 
known, when it is known.

b. Communication will provide an understanding of the change imperative and the 
PPARS vision so that all stakeholders understand the reason for the implementation 
and their role in it. It will promote acceptance and enthusiasm for the changes 
necessary to move the Health Boards forward to modem practices.

c. Everyone impacted by PPARS wiU be identified, involved and given the opportunity 
to add their input to the change process.

d. Project communications will use a variety of traditional and non-traditional 
approaches and ideas to ensure messages are received, understood and retained. The 
most important messages will be communicated repeatedly, using different media, 
to reinforce the “why” of PPARS and to reduce rumours and concems.

e. Senior management must demonstrate in both words and behaviour their 
commitment to operational change and all the elements of the PPARS 
implementation through on-going communication and project involvement.

f. The Communications team will create regular “check points” for feedback and 
incorporate learning’s into the Communication Plan. It will be known what has 
been successful when management and stakeholders agree that communications met 
the criteria set forth in this plan.

3. Training and Education: Deloitte (2002: 97) defined the end-user training strategy as

focusing on a number of key objectives:

a. Educate staff on benefits of using the SAP system and its role in enabling the health 
boards to meet their operational goals

b. Teach end-users how to execute new and/or revised operational processes by 
combining operational process training with SAP task training

c. Train employees on exactly what they need to know or be able to do to carry out 
their jobs in the new environment by matching the required learning to each job role

d. Ensure that all employees display competency in their areas of responsibility be 
meeting pre-defined learning and performance objectives

e. Establish a foundation of continuous skiUs development and improvement.
4. Implementation Support: This would involve the creation of a project management structure

to support the implementation of the project, including project team charters, risk and issue 

tracking tools and processes, status reporting procedures, development of schedules and 

work plans (Comptroller & Auditor General, 2005: 71).

In all, Deloitte were contracted to address organizational issues ignored during Phase I. The Quality 

Assessment (HCG, 2001) and Project Preparation (Deloitte, 2002) reviews highlighted this need for 

greater attention to organizational aspects of the project. As a consequence, change management 

would be Deloitte’s primary concern throughout their contract. This is perhaps best reflected on the 

allocation of resources to Deloitte. According to Deloitte €21 million of their total €38 million bill
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had been incurred on activities designated as ‘change advisory work’ (Q>niptroller & Auditor 

General, 2005; 68).

In an effort to ensure the project sponson (HeBE and DoHQ of their investment in Deloitte, 

Reedsmith Healthcare Consultants (RHC) were commissioned six months into Deloitte’s contract to 

review and quality assure the performance of Deloitte. The RHC findings supported the 

continuation and engagement of Deloitte as project support adviser, particularly in relation to their 

change management strategy. In 2003, the last two outstanding health boards, the Southem Health 

Board and the South-Eastern Health Board, joined the PPARS initiative. Finally, 2003 also saw the 

‘NPT take greater national control’ (C2) of the project. From 2003 onwards, the NPT played a 

critical part in ‘steering the national project board’ (C9). Their primary role was to ‘ensure a certain 

level of data standardisation from agencies’ (Cl, C9), while ‘balancing national standards and local 

codes of practice’ (C8). In facilitating agencies to achieve data standardisation, the NPT controlled 

the flow of resources (funding, human, and time) to each agency. This allowed agencies nearing 

project deadlines extra resources and the opportunity to avail of extemal (with the NPT directing 

Deloitte’s focus) expertise and skills. The national team haised direcdy with the DoHC and Deloitte 

consultants, bringing in turn suggestions and recommendations back to each agency.

In 2004, however, concems were raised within the NPB regarding the level of resourcing for this 

project (2004 wimessed the highest project expenditure at €47.3 million) and the split of 

responsibihties between extemal consultants and the NPT. This split in responsibilities can be 

attributed to both parties’ perceptions of the other. Deloitte maintained that their role was that of 

‘project support advisor’, while the NPT, and indirectly respective agencies, viewed Deloitte ‘as a 

bridge’ (C2) between technical (which focused on installing the software into each agenc}  ̂ and 

change management domains. The NPT, and CEO’s within implementing agencies, viewed Deloitte 

as ‘change partners’ (C7), keeping project ‘integrity while dealing with different agencies’ (C ll). 

Deloitte would be ‘supportive’ and ‘involved’ (Cl, C5, C ll), throughout the project, maintaining a 

‘partnenhip relationship’ (C8) with the DoH C Some agencies viewed them as ‘implementation 

partners’ (C3), bringing much needed extemal expertise and technical skills to their local teams. 

While their respective roles were somewhat unclear, what was clear, however, were the escalating 

concems about project costs and responsibihties aired at NPB meetings.

As a consequence, HeBE and the DoHC commissioned Gartner to carry out an assessment of 

project implementation, with particular focus on the comparison of implementation costs to other 

similar implementations internationally and secondly assessing the balance of resource and
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responsibilities between the internal team and external consultants (Gartner, 2004). The report 

found that overall investment in the PPARS initiative was not unique and, in fact, was typical of 

large-scale Enterprise Resource Planning programmes (Gartner, 2004). In relation to the mix 

between internal and external staff, Gartner found that the ratio of extemal consultants to in-house 

staff (1:5) was unusual and not the optimum The report suggested that the norm should be in the 

region of 1:1 (Comptroller & Auditor General, 2005). However, a SAP project technical review in 

the same year pointed to a number of significant technical challenges for the PPARS implementation. 

Of particular concern were the continuous changes being made to the system after it went live (IBM, 

2004). This report would herald the beginning of deeper questions being raised about the PPARS 

initiative.

PPARS was the first national enterprise-wide initiative for the Irish health system Despite initial 

challenges, many informants believed that ‘PPARS could have broken the taboo and beliefs 

associated with national projects’ (C6), where ‘PPARS will help change that is coming ahead. 

Agencies are now saying that we are familiar with the concept of national projects, they now know 

what to expect’ (C4). Others informants noted that ‘PPARS will be an enabler to the new HSE 

changes’ (C3), and to ‘future technology projects such as the integrated patient management system 

(il’MS) and financial information systems project (FISP)’ (C ll). PPARS was considered by many 

informants as a necessary evolution for the health system, because ‘there has been a huge under

investment in systems in health. With 90,000 public servants, it’s not a huge investment for ensuring 

our future, for employee development, payroll, pensions etc. Implementation of HR and financial 

packages is only a starting point, there is already a vision for iPMS, and clinical systems, where they 

can all be joined up as one large ERP system’ (CIO).

By 2005, three health boards and St. James’ hospital had implemented Phase II of the project. AU 

other health boards were either at Phase I or II of implementation (see Fig. 6.17 below). ‘Phase III 

of the project would commence once all health boards had completed Phase 11’ (C14). In an effort 

to bring all agencies up to the same level, the DoHQ through the NPT, ‘pushed’ (C1-C15) agencies 

towards going-live. However, many challenges began to materialise throughout 2005, until on the 6* 

of October the HSE formally suspended the project pending an intemal review.
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Fig. 6.17 Oi^anisational and Functional Coverage of PPARS
Agencies (2005) Personnel Module (Phase I) Payroll Module (Phase II)
St. James’ Hospital V V
North Western Health Board V V
Midland Health Board V V
Mid-Western Health Board V V
Westem Health Board V
North Eastem Health Board V
Eastem Regional Health Authority V
Southern Health Board
South Eastem Health Board
Source: National PPARS Office

‘PPARS a Pyrrhic Victor/?

A number of distinct challenges, however, were to emerge throughout the life of the PPARS 

initiative. These challenges were to centre on the project’s original vision and eventual scope, the 

amount of time and money spent on delivering it, the nature and structure of the organisation, and 

the approaches and practices adopted towards implementation. These challenges will now be 

elaborated upon further.

In 1995, when the NWHB and the DoHQ decided to introduce a new HR system, the original vision 

set out ‘to develop an integrated system for the human resource function’. The very nature of an 

enterprise system is to demand ‘enterprise-wide’ integration and organisational acceptance. The fact 

that the original health service vision viewed the implementation of its enterprise system at a 

‘functional’ level contributed in plaguing the project with continued uncertainty and a general lack of 

understanding as to what were its original objectives and promised outcomes. This point is made 

clear by one informant who said, ‘this is an HR issue, not sure if there is a clearly defined vision of 

how HR is to function. We need something to give us good information, payroll, time etc, in terms 

of the ‘softer’ side of HR I’m not sure there is a clear vision as to where PPARS fits and how 

PPARS would support a broader HR approach to managing the service. To be honest, I feel there is 

a slight lack of synergy between the national and the HR vision’ (C2). This point is further 

supported by another informant who stated, that ‘the vision became obscure somewhere along the 

way. we should have smck to the original vision’ (Cl).

This lack of clarity surrounding the vision is evidenced in 2000, when it was decided that two phases 

would be required to implement the system. An unclear vision and constant scope creep, resulted in 

a project name change. While the PPARS acronym would remain, the actual project meaning would

220



change. The former name of ‘personnel, payroll, attendance, recruitment, and superannuation’ 

would now be changed to ‘personnel, payroll, and related systems’ (PPARS). The attendance, 

recruitment, and superarmuation modules were to be pushed into the ‘and related systems’ category. 

It was hoped that Phases II would take care of the delivery of these modules. In 2001, 

recommendations from the quality assessment report (HCG, 2001), stated that the project’s vision be 

redefined to represent the new project name and the emerging enterprise-wide and national nature of 

the PPARS initiative. These recommendations, however, were never acted upon. With the 

introduction of Deloitte in 2002, the consultants argued that it was not in the interests of the project 

to change its vision mid-stream; instead the old vision should be strengthened and realigned 

throughout the entire organisation. This was to be done through Deloitte’s new change management 

programme. In 2003, the introduction of Phase III would, once again, push specific modules further 

down the implementation line. Phase II was now to focus on ‘payroll’, while Phase III took on the 

remaining modules.

The constant establishment of new phases and the re-naming of the project, demonstrated the ever- 

expanding scope of the initiative, and an inability in the original vision to deal with such project 

demands. As one informant stated, ‘continual scope changes inevitably becomes the enemy of a 

successful project, if you don’t stick to the scope set out originally it becomes very difficult to stay 

with the projects’ vision or plans’ (C ll). But perhaps a greater challenge, particularly from a DoHC 

perspective, changing project scope, renaming the project, and introducing new phases creates a 

further demand for resources. This project originally set out to be completed in 3 years at a cost of 

€9.14 million. 10 years later at an estimated cost of €135 million, with Phase II in operation in 4 

agencies, the Department of Finance and the DoHC became very concerned about spiralling project 

expenditure. Figure 6.18 provides an illustration of the changing project scope, costs, and time.
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Another reason for the initiatives ‘ever-expanding’ nature lay with the projects’ structure. From the 

beginning it was decided by the NWI IB and the DoHC to implement the project at agency level. In 

other words, each agency would be responsible for the implementation of the project, with national 

support guiding project uniformity, integrity, and consistency. However, this level of fragmentation 

did little to bring structure to a national ‘enterprise-wide’ project, and would result in a power 

struggle between national and agency entities. This power struggle is evidenced by informant 

statements, noting that ‘the NPT are the referee at the end of the day, they call all the shots’ (C2), 

while another informant remarked ‘there is a lack of mandate to compel agencies to change, instead 

there is a culture of resistance within many agencies which makes it very difficult to bring in an 

enterprise-wide project’ (C7). In effect, both agency and national bodies would make a great play for 

project control and power. An example of this national/agency control debate is best illustrated by 

the hesitancy over the national rulebook

Despite calls in the beginning for a national rulebook, which invariably would allow all implementing 

agencies to ‘read from the same hymn sheet’ (C2), it was not until 2003 that such a request became 

reality. The main reasons for this level of hesitancy centred primarily on the ‘culture of competition’ 

(C3) and the massive differences in work practices that existed between agencies. It became clear 

that each health board was doing similar things differently, which meant that not all of them could be 

right. However, further investigation revealed that the health services employment agency (HSEA), 

which are responsible for the welfare of staff within each health board, were in fact unable to 

develop this rulebook because of ‘a general lack of agreement between implementing agencies’ (C4). 

Unions also became involved, and demanded a more equitable approach to ‘agency variances’ (Cl). 

These variances, or differences in similar work practices, were resolved by targeting the high-end 

scale of each variance. In other words, if a nurse on a specific ward received higher work 

remunerations than other agency nurses in similar posidons, then the highest paid salary would be 

chosen as the national standard.

This approach has cost the health system’ miUions, and has been a consequence of the demands of a 

national enterprise-wide information system. The system demands absolute conformity and 

adherence to its best practices, while ‘30 years of independence’ (C3) meant that agencies would 

continue to ‘fight for their own little patch’ (C3). This situation created a power struggle between 

national bodies and implementing agencies. This stmggle for control, however, was as much about a 

struggle for identity as it was out of concem for the project. This struggle for control would, in tum, 

affect project ownership and accountability.
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Attaining ownership at all levels has been challenging for the PPARS initiative. The documentary 

evidence refers to the need for ‘greater ownership and responsibility of the project’ (NPB, steering 

committee, Dec. 13, 2000; 2). Similarly, the quality assessment report notes that ‘most agencies feel 

that the overall awareness, understanding and ownership of PPARS is lower than it should be’ 

(HCG, 2001: 10), while the Deloitte change readiness report stated, ‘that further work should be 

undertaken in order to confirm ownership and the activities required to ensure its realisation’ (2002: 

17). Other examples make a call for a ‘greater definition and understandiag of organisational scope 

and ownership’ (NPB minutes, Feb. 2003), with a presentation to the national project board stating 

that ‘without clear leadership, and sponsorship, there is no momentum within the organisation for 

change, and the project will suffer from its lack of visibiht/ (NPB, February 11, 2004). Informant 

comments further highlight the need for strong ownership, stating that ‘without proper ownership it 

is very hard to know who is accountable for this project’ (Cl), because ‘ownenhip has been an 

ongoing challenge for PPARS, there is no doubt about that’ (C2), and ‘ownership is mixed between 

management consultants and health sector management’ (C6). Qearly, the data reveals that project 

ownership has been a challenge to the PPARS initiative.

Therefore, the CEO, while having a ‘huge motivational role and influencing authority^ (C7), was 

simply a ‘busy man’ (CIO) and ‘at the end of the day their primary concern was healthcare’ (CIO). 

This was seen as one of the main reasons for CEO’s to delegate project ownenhip to their assistants, 

i.e. ACEO’s. As one informant stated, ‘the CEO thinks that if, I have approved a system, and 

assigned people to do it, then therefore I can forget about it until its done, it then goes to number 10 

on their list’ (C ll). Many CEO’s would play the ‘political card’ (C4) when supporting PPARS. This 

point is best summed up by another informant, who said, while ‘CEO’s might agree with PPARS, it 

didn’t mean they would make it easy to bring in’ (C4). Such an attitude existed because the CEO’s 

‘loyalty often lay with the agenc/ (Cl), with a new national initiative creating an environment of fear 

and uncertainty. This fear came in the form of ‘agency transparency (C2), fear of ‘upsetting agency 

unions’ (C6), and perhaps the greatest fear of all was the CEO’s ‘fear of losing control’ (CIO). This 

fear was particularly present over the last year, with most CEO’s living in the shadow of an unknown 

future, i.e. the arrival of the HSE in 2005.

Therefore, CEO’s that delegated project ownership allowed PPARS in the early years to slip into a 

technically-oriented initiative. As many CEO’s ‘did not view PPARS as a top priority^ (C6), they 

were willing to spend ‘less time on the project (CIO). One informant said that ‘PPARS was viewed 

as a back-office system. We dehver health services to the public, so it is difficult to sell this 

(importance of PPARS) concept to people, particularly the CEO’s who are often in the firing line
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with regard to health and the state of their budgets’ (C4). For the best part of 7 years, until a change 

management programme was launched in 2002, ‘implementing agencies viewed PPARS as an IT 

project’ (C6). This proved to be a major challenge during project implementation. Indeed, attempts 

to deal with organisational issues have often been hampered by the ‘inflexible nature of the SAP 

package’ (C4). In other words, agencies recognising the importance of wider organisational issues 

are often pushed back to the technology because of the SAP system’s inability to compromise on the 

organisations business practices. As informants stated, ‘SAP is not very user friendl/ (C9), the 

‘challenge is how do we get the SAP standard to incorporate ours’ (CIO). However, the dilemma 

here, of course, is that enterprise systems such as SAP should not be changed, adhering to the old 

adage ‘thou shalt not change SAP’ (Parr and Shanks, 2000a: 7).

In an effort to overcome the challenges associated with a strong technical focus, in 2002 a change 

management programme was launched. It was felt by communicating the importance of the project 

to the organisation greater buy-in and ownership could be achieved (HCG, 2001). Communication 

was recognised as a serious weakness with the implementation of the PPARS initiative. Informants 

stated that ‘communication was not very good’ (C2), ‘we should have had better communications 

between agencies in order to leam lessons and gain from each others experiences’ (C4), and that 

‘there was no real feedback, our communication channels were not very effective’ (C9). Therefore, 

poor communication channels internally and inter-agency wide, fuelled by a lack of organisational 

buy-in would continue to exasperate project implementation.

To this end, change management experts were drafted in. Deloitte consultants, after winning the 

tender, set about delivering on a programme of change for PPARS. However, because of the 

‘project ownership’ vacuum, Deloitte were soon to become the ‘absolute leaders’ (C4). Consultants 

were seen as a ‘quick-fix’ (Cl, C4) for many of the projects challenges, with many CEO’s ‘abdicating 

project responsibility to them for a time’ (C3). Deloine were effectively handed the project reins, 

and asked to assume the role of project leaders. As one candidate stated, ‘Deloitte were the people 

deciding everything both locally and nationall/ (C12), there was clearly ‘an over-reUance on 

consultants’ (C3). This level of dependency grew from a ‘fundamental misunderstanding as to what 

consultants were mandated to do’ (C ll). It also grew from the reUance local and national teams had 

for change management expertise.

It was because of this reliance that much of the consultants change management effort focused on 

end-user training and project communication. As their ‘change readiness’ report stated, ‘we 

(Deloine) understand that there are deficits in the change management area, particularly around
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communication and training’ (2002: 10). However, one major challenge to their programme for 

change was tlie nature of its focus. From the beginning, the consultants, perhaps unknowingly, 

omitted senior executive commitment from their programme for change. This is reflected in their 

‘change readiness’ report, where they found ‘commitment to be either good or excellent at senior 

levels. There is more concern at the lower levels in the organisation, particularly at the 

operational/line management levels and this pardy stems from a lack of awareness of the project at 

this level’ (2002; 13).

The primary objective of Deloitte’s change management programme has, therefore, foctosed 

predominantly on attaining operational and administrative level buy-in. However, this in turn has 

not been easy. In particular, communicating a consistent message across all health boards has proved 

to be quite challenging. In order to communicate a message, particularly at national level, consensus 

must first be reached by participating agencies. It is this culture of ‘consensus stjde management’ 

(C2) that challenged project communicadon. It was felt that ‘too much time was wasted trying to get 

full agreement from everyone’ (C7). Everybody had to be facilitated and accommodated before any 

decision could be made and any message communicated to the organisadon. There were simply ‘too 

many groups represented’ (C ll), with the national project board becoming nothing more than ‘a talk 

shop with very little coming out of it’ (C9). Perhaps the most worrying factor was this ‘culture of 

constant consultadon’ (C2), which invariably was to have huge effects on project decision-making 

and communicadon of these decisions. A culture of ‘persuasion and political clout had become core 

to the nature of project decision-making’ (NPB minutes, 2003).

An inability to communicate clear and consistent messages throughout the health system resulted in a 

lack of clarity and understanding about the project. There was a lack of clarity about project roles 

and responsibilities (Deloitte report, 2002), the projects vision and objectives (Hay report, 2001), 

ownership (NPB minutes, 2003), and indeed about the very nature of change management (C4). 

Ironically, the programme for change set about rectifying these challenges. Yet, many informants 

believed that very litde real change has been delivered. As one informant stated, ‘very little real 

change has occurred on this project. PPARS is still a technology project, and this is what it’s being 

pushed out as’ (C14). Another informant said that ‘too much time and money has been spent on 

change management, and I would really doubt its effecuveness for delivering PPARS’ (Cl). While a 

final informant stated, ‘I would say while I think change management is invaluable, not to the value 

we spent on consultants. If you look at change management in a literal sense, how has management 

changed, there is no change of management. There has been an inadequacy in the system and senior 

executives are now forcing a buy-in, and if it takes that it takes it’ (C4).

226



As a consequence, the DoHC, through the NPT, became focused on pushing the project through. 

Implementation teams focused on the tangible technical matters, relegating change issues to Deloitte. 

The focus was on project completion and delivery at all costs. Ironically, what started out as a 

technical project in 1995, despite the pursuit of a change management initiative, was returning once 

again to a technically-oriented project. However, perhaps a greater reason for pushing the project 

towards completion was due to the huge amount of resources that had been spent on this initiative. 

By the end of 2004, the Department of Finance and DoHC had invested approximately €100 milUon 

on the PPARS initiative. What started out as a 3 year project at an expected cost of €9.14 million, 

ended up costing ten times more than originally planned for and taking three times longer, with 

significantly reduced functionality on the original 1997 project tender (three modules from the 

original scope had been dropped with the payroll module live in three health boards).

Therefore, throughout 2004 many agencies began to feel that there was a ‘carrot on a stick approach’ 

(C3) when it came to the PPARS project. The NPT was ‘pushing’ (C14) implementation teams, 

‘pressurising agencies into doing what they want’ (C9). Agencies began to believe that the NPT was 

‘judging by implementation’ (C3), because of ‘pressure from the DoHC on timelines and resources’ 

(Cl). ‘Ruthless standardisation’ (C9) was pursued where ‘change was pushed through’ (C14), and 

organisational-wide ‘buy-in was forced’ (C4). A focus on PPARS completion was also sought due to 

the launch of the HSE, which came into existence on 1« January 2005. With the delivery of a single 

nation-wide integrated system, it was envisaged that PPARS would be the HSE’s first national 

victory. This was a further justification for the DoH Q and the NPT, to push the project through as 

quickly as possible.

Instead however, with the launch of the HSE questions were raised concerning the PPARS initiative. 

Throughout 2004, Phase II (payroll module) of the project went live in three health boards. 

However, by mid-2005 project difficulties began to emerge. These difficulties are best demonstrated 

in the case of the employee who received €1 million by mistake, from the newly instaDed payroll 

system (Dowling & O ’ Reagan, 2005). As a result, the government, in particular the opposition 

parties demanded an immediate investigation into the project. This demand became all the more 

immediate when a breakdown of project costs was revealed. In particular, an inquiry, which would 

examine the role of Deloitte consultants who by mid 2005 had earned €38.5 million of pubHc sector 

money, was sought. Figure 6.19 below provides an overview of the entire project expenditure.
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Fig. 6.19 PPARS Expenditure (1998-August 2005)
Category of Expenditure €m
Consultants and Contractors 57.0
National Team Salaries 11.6
Local Agency Costs 37.1
Office costs/managed service & hardware. 25.3
licenses & maintenance
Total 131.0
Source: National PPARS Office

Consequently, on the 4* of October 2005 the HSE decided to suspend further rollout of the PPARS 

project pending an internal review. Such suspension came in light of spiralling costs to Deloitte 

consultants and overpayments to staff that totalled several million (Reid, 2005a). A Dail debate 

ensued, with the Minister for Health eventually describing the payments to Deloitte consultants as 

‘extraordinary and excessive’ (Reid, 2005b: 1). On the 6* of October 2005, the FISP project was also 

suspended by the HSE. The ‘primary concem about the FISP project is that it is based on the same 

computer and management system as PPARS and involves the same consultants used, Deloitte (Reid, 

2006: 1). Throughout October 2005 media coverage continued, with headings such as ‘three 

Mimsters, €160 million, and one dud system’ (Dowling & Sheahan, 2005), synopsising the project. 

On the 14'*’ October the HSE ended its contract with Deloitte consultants (Reid, 2005d). 

Government debate continued throughout October, with calls for a new watchdog to vet future IS 

projects within the public sector (Reid, 2005c).

With continued media coverage and government opposition calling for greater clarity on PPARS 

expenditure, in particular in relation to the amount of money Deloitte received for its consulting 

work, the Comptroller and Auditor General (C8cAG) were called to conduct a report on the ‘value 

for m one/ with PPARS. On the 8'*’ of December 2005 the CScAG delivered its report. A number 

of key conclusions were made, which aimed to facilitate wider application to the public sector 

(C&AG, 2005: 86). These conclusions will now be briefly outlined;

1. Business transformation projects demand a clear and consistent articulation of vision and 
goals; a full understanding of the cultural, organisational, process and technical changes 
required to support that vision; and a coherent but adaptable plan to effect those changes in 
practice at every level of the organisation.

2. Information and Communication Technologies (ICI) cannot transform business processes. 
It is but one element in what must be a broadly-based approach to business change.

3. The ICT solution selected should be appropriate to the needs being addressed and its 
requirements fully factored into the implementation plan.

4. The cost benefit analysis must identify costs on as wide a basis as possible, be maintained 
and assessed on an ongoing basis and set out targets and plans to achieve those benefits.

5. Usen of a proposed system must be centrally involved at all stages of the project and 
additional resources must be provided to allow them to be so involved.
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6. The overall feasibility of the project strategy should be tested in order to mitigate the risk of 
failure. In this regard, the importance of comprehensive pilot testing should not be 
overlooked.

7. Projects must not proceed without clearly defined lines of authority, responsibility and
accountability and a means of ensuring they are observed in practice.

8. A risk management process should form an integral part of projects at aU stages and a 
process to mitigate and manage all risks identified should be put in place.

9. Gateway reviews need to be built into the approval process for major ICT projects and
should be independent of the project team.

10. Where multiple agencies are involved, there must be clear buy-in based on an agreed project 
charter, resourcing agreements, govemance protocols and budgets.

11. Technical management should rest with the party best equipped to handle it and there 
should be clear contractual terms to enforce this.

12. Commissioning protocols should be in place.
13. Industry-best ICT and project management expertise should be developed within the public 

sector.
14. Contracts should be based either on defined specifications or managed in a way that focuses 

on milestones, deadlines, and deliverables. High value contracts with consultants on large IT 
projects should incorporate provisions whereby each party shares rewards and the risks.

15. All agreements entered into should be subjected to regular, independent review. Such 
review should engage with all stakeholders in the project.

16. Effective accountability for results is more likely to be achieved through the use of a high 
level budget holder with regular financial reporting responsibihties.

The focus for these conclusions was to highlight some key challenges and make recommendations 

for future PPARS implementation. Currently, (July 2006) the PPARS initiative remains suspended. 

The big question now concems the ‘future’ of the PPARS initiative, and indeed more generally other 

enterprise-wide information systems within health, such as the FISP and iPMS projects. The HSE 

must adopt an iategrated approach to all enterprise-wide information system initiatives; in particular 

learning lessons from PPARS if new national initiatives are to be considered. As one informant so 

aptly noted, ‘if lessons are not leamt, then we will just end up going down the same path, throwing 

money out to consultants and not really changing anything intemall/ (C14).

However, with just over one year before a general election, opposition parties are holding the project 

up as a typical example of poor government accountability for public funds. There is no doubt that 

over the forthcoming year, ‘the PPARS fiasco’ will be a strong arsenal in the oppositions attack on 

government. While public debate is welcomed, the challenge now is to ensure that the PPARS 

initiative does not become a ‘political football’. However, the lack of a decision from the HSE 

concerning the future of the PPARS initiative leaves room for continued speculation. HSE hesitancy 

is understandable, particiJarly in light of the public attention PPARS has gained over the last number 

of months. However, any decision on the future of PPARS must consider current operation of the 

software. Currently, ‘PPARS is in operation in three health boards and one voluntary hospital.
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administering to the human resource needs of 37,000 health service executive employees (or one 

third of pei'sonnel witliin the Irish health system)’ (Skelly, 2006: 3). Therefore, it is important that a 

decision on the future of PPARS is kept exempt from political bargaining and media attention. 

Instead, the HSE need to base their decision on the facts of the project. Such facts need to recognise 

the significant challenges experienced by the Irish health system in implementing an enterprise-wide 

initiative. However, the facts also need to consider the choices made in overcoming these challenges 

and the current operation of PPARS within the Irish health system, and the lessons learned from 

implementing an enterprise system

6.6 Co n c l u s io n

The PPARS story has unfolded over 10 years, cost in excess of €130 million, and underperformed in 

terms of system functionality (this is reflected in the constant scope creep and dismissal of core HR 

modules throughout the projects life). A fragmented organisational structure, where a single ES was 

being installed into disparate ‘independent republics’, fuelled by a perception that this was simple just 

another ‘IT project’, were challenges that dominated the PPARS initiative. Such challenges, in turn, 

shaped the choices made by top managers in supporting the project. From the original project 

vision, top managers in the DoHC agreed to fund the initiative. Other health boards were brought 

in, building a strong coalition to move the project forward. However, by 2002 the dominant 

technical-orientation meant that top managers needed to adopt new approaches to supporting 

PPARS. Greater emphasises was placed on reforming the organisation, where new governance 

structures were developed to facilitate an enterprise-wide initiative. However, by late 2004, s p i r a l l i n g  

costs, shadowed by the launch of the PBE, forced top managers to push project go-lives. Focus was 

now on project completion. Top management support, therefore, has been central throughout 

PPARS implementation. It is now the objective of chapter 7 to discuss the research findings.
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C h a p t e r  7



Ch a p t e r  7 -T o p  M a n a g e m e n î' S u f p o r i

Fo r  ES Im p l e m e n t a t io n

7.1 In t r o d u c t io n

Prior to this investigation, a review o f the literature revealed that top management support for ES 

implementations lacked an empirical explanation. Indeed, a review of the broader IS management 

literature also revealed a lack of empirical knowledge about the topic. As a consequence, this study 

sought to explore how top management support ES implementation, focusing specifically on the 

PPARS initiative. This chapter presents the findings from such inquiry. The study found that there 

are nine patterns o f managerial activity. The chapter is organised into six key sections. Secdon 7.2 

provides a brief recap of the research study to date, illustrating the emergence o f the research 

question, the choice o f  methodology, and the applicadon o f  GTM for data collection and analysis. 

Section 7.3 presents the emergence of the nine patterns which reveal how top management support 

ES implementation. This section demonstrates how the 9 emergent categories are lurther developed 

using key attributes, which in turn explain these 9 patterns o f managerial activity. Section 7.4 

highlights the contributions to knowledge made by this study. Section 7.5 discusses the research 

findings, i.e. the nine patterns o f managerial activity. This section discusses each pattern from both a 

theoretical and practical perspective. From a theoretical perspective, each pattern is discussed in 

terms o f its attributes. From a practical perspective, each pattern is explained as it occurred during 

PPARS iinplementation. Section 7.6 presents the significance o f the research findings. This study 

shows that the findings can act as key levers for top managers engaged in supporting an ES 

implementation. Finally, section 7.7 discusses the dominance o f one particular pattern o f managerial 

activity throughout the PPARS implementation.

7.2 A  B r ie f  Re c a p :

The objective o f this study was to explore ‘how top management support ES implementation’. A 

preliminary review o f the ES literature revealed that top management support is a critical factor for 

ensuring success. A cross analysis of twenty ES critical success factor studies, from over 10 years, 

highlighted this point, with all studies identifying top management support as an imperative for the 

successful implementation o f ES. In fact, these studies not only highlighted the necessity o f top 

m anagem ent. support, but also ranked it the most im portant factor for ensuring successful
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implementation. Without sufficient support from the top, studies pointed to the difficulty of 

obtaining organisational buy-in or enterprise-wide integradon.

Yet, despite the topics importance it has been under-researched to date. The literature relies 

primarily on anecdotal evidence, which seems to suggest that top management support involves 

sharing the project vision throughout the organisation, the allocadon o f project resources, the 

endorsement o f change management, the appointment o f a project champion, and the development 

of project goals and objecdves. However, solid empirical explanations are absent from the field. 

Gerald and Carroll illustrate this point in remarking that, ‘a clear explanation of exacdy what would 

constimte top management support is absent in the ES literature’ (2003: 5), which is further 

supported by Wang et al, who noted that, ‘key ES implementation factors, such as top management 

commitment and support have only been broadly discussed in the literature’ (2005: 173).

The IS management literature echoes the same call for clarity as evidenced in the ES literature. Once 

again, top management support was found to be critical for ensuring IS implementation success. 

Calls for top management support are illustrated in comments such as ‘top management need to take 

charge o f computer systems’ (Garrity, 1963: 174), where ‘top management’s involvement may be a 

critical factor in determining the success of MIS (management o f IS) development efforts’ (Doll, 

1985: 17). Thong et al also note that ‘top management support has been identified as a key recurring 

factor critical to IS effectiveness’ (1996: 248). Finally, Havelka and Lee, from their smdy, found that 

‘it is not surprising that top management support was selected as the most important factor when all 

critical success factors were considered’ (2002: 36).

However, an explanation for top management support was found to be lacking within the IS 

management literature. This point is best summarised by Jarvenpaa and Ives who note, ‘few 

nostrums have been prescribed so religiously and ignored as regularly as top management support in 

the development and implementation of management IS (MIS)’ (1991: 205). The IS management 

literature relies on anecdotal evidence. The concept o f top management support remains empirically 

challenged with few cumulative studies to develop a sound theoretical explanation. As Nathan et al 

recently noted ‘top management support is a significant factor in influencing die effectiveness o f  IS 

implementation. The literature has conceptually supported this notion, but empirical evidence has 

been sparse’ (2004: 459).

This investigation, therefore, sought to explore ‘how top management support ES implementation’. 

The Irish health system was selected as the organisational site for inquiry, which was implementing a
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SAP initiative referred to as PPARS within the health system. This project, which was the largest ES 

initiative in Europe (Deloitte and Touche, 2004), commenced in 1995, had cost €120 milLion by 

2004, and was in the final stages o f phase II, in a 3 phase project. As this investigation was an 

exploratory study, its focus was to ‘explore how top management support ES implementation’.

In proposing to develop or build theory, the investigator must apply a methodological approach that 

allows a ‘considerable degree o f openness to die field data’ (Walsham, 1995; 76). As a consequence, 

a grounded theory method (GTM) was adopted for this invesdgation. As Glaser and Strauss (1967) 

purport, the grounded theory m ethod is most commonly used to generate theory where litde is 

already known. It, therefore, suited this inquiry, where there was a lack o f sound theoretical 

explanations and significant empirical gaps within the literature.

A GTM  allows the investigator to follow a series of ‘coding techniques’ (Goulding, 2002), which 

analyse the data and lead to the generation o f a theory grounded in the field data. These coding 

techniques move from open coding, which breaks down data into distinct units, to axial coding, 

which unites these distinct units developing higher order data concepts, to finally selective coding, 

which refines and selects these concepts, leading to the emergence o f data categories (which form the 

basis o f  the grounded theory), with a core category selected to represent the ‘main theme of the 

research’ (Strauss and Corbin, 1998: 146).

The application o f grounded theory commenced with a preliminary review o f the Literature. Such a 

review introduced the investigator to the domain under inquiry. After the preliminary review, the 

investigation became immersed in the field data. Data were collected from sources such as 

interviews, secondary field data, e.g. government reports, consultant reports, project reports, meeting 

minutes, and attendance at conferences and presentations, and an on-site visit by the investigator (for 

a detailed research schedule see Fig. 5.2 in chapter 5). Data were then analysed using the three 

grounded theory coding techniques recommended by Strauss and Corbin (1998). During open 

coding, a Line-by-line approach to analysis is adopted for all data collected. This process aUows the 

investigation to move data into higher order concepts, which is the first step towards the emergence 

o f a theory. Axial coding involves the reassembling of data ‘fractured’ during open coding. This 

investigation, using Strauss and Corbin’s (1998) axial coding analysis model, outlines the PPARS 

project. Finally from selective coding, the diverse nature of top management support is revealed, i.e. 

9 categories emerge to explain the data. Appendix 7.1 provides an illustration o f die application o f 

GTM ’s data analysis for this investigation. Nine distinct categories emerged during data analysis
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providing an understanding o f ‘how top management support ES implementation’. However, the 

investigator now deepens these nine categories by returning to the data.

7.3 T h e  E m e r g e n c e  o f  Pa t t e r n s :

During the open coding process, tlie investigator set out to build ‘concepts’ and emerging 

‘categories’. Similarly, axial coding, in using Strauss and Corbin’s (1998) ‘coding analysis model’ (See 

Appendix 5.15), develops sub-categories around these ‘categories’. Sub-categories ‘answer questions 

about the phenomenon, thus giving the concept greater explanatory power’ (Strauss and Corbin, 

1998: 125). Finally, sub-categories are integrated and refined during selective coding, which leads to 

the emergence o f core categories. For this investigation, 9 categories have emerged to explain how 

top management support ES implementation.

However, in order to fully explain these categories, it is now important that the investigator returns 

to the data. Once a category is identified, the investigator can begin to develop it in terms of its 

specific properties or attributes. Strauss and Corbin note that ‘through the delineation o f properties, 

we differentiate a category from other categories and give it precision.. .where properties are the 

general or specific characteristics or attributes o f a category’ (1998: 117). The authors continue 

noting that ‘the qualifying o f a category by specifying its particular properties is important because we 

can begin to formulate patterns' (1998: 117). In effect, these patterns explain the phenomenon under 

investigation (Strauss and Corbin, 1998). For this study, these ‘patterns’ reveal ‘how top management 

support ES implementation’.

In returning to the data, the investigator develops properties, or attributes, which assist in explaining 

each o f the 9 emergent categories. The attributes, which are discussed below, emerged from the 

empirical data. Strauss and Corbin (1998) suggest one more data analysis technique to assist the 

investigator in completing the emergent theory. A core category needs to be selected in order to 

label the inquiry under investigation. A core category represents the ‘main theme o f the research, 

consisting o f all the products of analysis condensed into a few words that seem to explain what this 

research is all about’ (Strauss and Corbin, 1998: 146). After condensing the findings into a few 

words, tlie core category for this investigation revealed a classification o f unique patterns, or ‘a 

taxonomy’. In effect, the identification o f a core category labels this study as ‘taxonomy of patterns 

o f managerial activity in ES implementation’.
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In selecting attributes that will differentiate each category, the investigator returns to the data. 

During open coding the attention was on building concepts, which would eventually form higher 

order concepts or categories. To do this, the investigator developed attributes by continuously 

asking questions o f the data. Glaser and Strauss note that at this stage of coding the investigator 

needs to ask questions such as who, what, when, how, where, and how much from the data (1967). 

Similarly, with axial coding, which seeks to build a deeper explanadon of the phenom enon under 

inquiry, Strauss and Corbin suggest that in asking questions such as when, where, what, why, who, 

how, and with what consequences (1998), the data wiU reveal an in-depth understanding o f the 

characteristics and properdes o f the emerging categories. Finally, during selecdve coding higher 

order categories emerge to explain the phenomenon under invesdgadon. Once again, in order to 

explain these emergent categories in-depth, the invesdgator goes back into the data bringing forward 

charactensdcs and attributes that assisted in category development. As already stated, using 

properties or attributes in building up categories assists in formulaUng patterns. As it is the objecdve 

o f this chapter to explain the nature o f these patterns, it is firsdy necessary to introduce the 

supporting attributes.

Five attributes were idendfied from the data. These attributes seek to build a distinct and unique 

picture for each o f the 9 categories. Taking Glaser and Strauss’ (1967) and Strauss and Corbin’s 

(1998) advice on board, the invesdgator develops attributes that will ask quesdons o f the emergent 

categories. Such questions seek to highlight the individuality for each pattern o f top management 

support, and in turn build an in-depth explanadon o f the topic. These questions include; (1) what 

type o f category is it (orientation), (2) why is this category important (motivation), (3) what do top 

managers do (objectives), (4) how do top managers deliver each category (take action), and finally (5) 

what are the consequences for each category (outcome)? Each o f these attributes will now be 

discussed in greater detail.

1. Orientation: This attribute explores the distinctiveness and uniqueness o f each category. 

The question ‘what type o f  is deployed here, which examines the categories’ very nature. 

Similarly, Mintzberg states diat ‘in order to understand what managers do we need to be able 

to categorise their distinctiveness’ (1973: 56-57).

2. M otivation: This attribute seeks to address the ‘why’ question. In otiier words, what is the 

reason or motivation behind each category? The empirical data notes that support is 

motivated for different reasons. This attribute outlines the motivation behind each category, 

which in turn teUs us more about the nature o f top management support.

3. Objective: This attribute focuses on what top managers do. In other words, what are their 

objectives? Within the data, understanding the actions of top managers has been critical for
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explaining top management support. Similarly, tlie Literature has also made calls for an 

understanding o f what top managers do (Garrity, 1963, Mintzberg, 1973, Hambrick and 

Mason, 1984, DoU, 1985, Jarvenpaa and Ives, 1991, Finkelstein and Hambrick, 1996). This 

investigation, therefore, uses this question as an attribute to explain what top managers do.

4. Action. This attribute seeks to explain ‘how’ top managers take action. In effect, it foUows 

on from the previous attribute but delves deeper in explaining how support is actually 

delivered. The literature, similarly, denotes the importance o f understanding how top 

managers support IS initiatives (Garrity, 1963, Brandon, 1970, DoU, 1985, Thong et al, 1996, 

Karimi et al, 2000). For example, Brandon noted that ‘top management’s role was to 

establish controls, obtain competent data processing managers, define objectives, perform 

long-range planning, perform post-installation audits, recognise organisational implications, 

and plan for equipment’ (1970: 27). This attribute is, therefore, critical in explaining how top 

managers provide support.

5. Outcom e: The final attribute explains ‘what the consequences are’ for each category. In 

other words, the desired outcome behind each category is discussed. This attribute is 

im portant as it describes the modus operandi for initiative top management support.

In order to develop these patterns, the investigator goes back into the data and brings forward ‘core 

words’ to represent each finding (this is illustrated in Appendix 7.1 where the ‘core words’ are 

underlined). These core words, which emerged during the coding process, act as properties to 

explain each category. It is such an explanation that provides an understanding for the patterns of 

managerial activity for the PPARS initiative. This explanation, or theory, has been grounded in the 

empirical data, i.e. ‘theory that was derived from data, systemically gathered and analysed through the 

research process’ (Strauss and Corbin, 1998: 12). These patterns are discussed in greater detail in the 

findings below.

7.4 N i n e  Pa t t e r n s  o f  M a n a g e r ia l  Ac t iv it y :

The framework presented below (see Fig. 7.1) represents the study’s ‘grounded theory’. This theory 

is comprised of 9 categories and their explanatory attributes, which reveal patterns o f managerial 

activity. These patterns o f managerial activity reveal ‘how top management support ES 

implementation’. GTM also requires each study to identify a ‘core category’, i.e. a word or definition 

that will explain what this research is all about. Consequendy, as mendoned already this core 

category is referred to as ‘taxonomy of pattems of managerial acdvity in ES implementation’.
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Before discussing die findings in detail, it is worth introducing each pattern briefly. These 9 patterns 

of managerial activity act as key levers for top managers to signal their support. For visioning, top 

managers create a new opportunity or direction for the organisation. In turn tliis opportunity is 

shared with the organisation by developing specific project goals and objectives. Resourcing the 

initiative is also important, where top managers outiine project benefits and highlight the return on 

investment for such a venture. In order to convince the organisation of the new opportunities, 

brokering is essential. Top managers form partnerships throughout tiie organisation, identifying key 

brokers to champion the initiative. In installing the project, top managers focus on the technology, 

ensuring that the new system is integrated with previous legacy systems and vice versa. Top 

managers are also responsible for changing the organisation, thus ensuring that new enterprise-wide 

culmral demands are embedded into the very fabric of the company. In order to assist this, they 

need to coach and guide staff Such support assists new lessons and knowledge to be learnt by the 

organisation. Top managers also need to manage and control the project, building structures and 

organising teams that wiU move the initiative forward. A core part of successful project management 

is facilitating aU parties involved in the initiative. As a consequence, consensus style management plays 

a significant part in enterprise-wide initiatives. Finally, with PPARS top managers were left driving the 

project through. This pattern of managerial activity is coercive, but the size, scale, and length of 

PPARS resulted in top managers adopting such an approach to support.

The chapter layout is as foDows. Each o f these patterns and their respective attributes will now be 

explained in detail. This chapter draws upon the data collection and analysis discussed in chapter five 

and the story of PPARS discussed in chapter six. In order to back up and support the findings, 

example citations are taken from informant transcripts and the documentary data. Each pattern of 

managerial activity is discussed by explaining their respective attributes. Throughout the chapter the 

uniqueness of each pattern is itahcised while each corresponding attribute is underlined. Finally, 

chapter referencing parallels that of chapter 6. The letter ‘C’, which is an abbreviation for the word 

‘candidate’, will follow quotations used by respective informants. Glaser and Strauss (1967) and 

Strauss and Corbin (1998) also encourage the comparison of extant literature with the emerging 

theory, and as a method for further grounding the tiieory. To this end, the extant literature is 

compared and contrasted throughout the research findings. Finally, the nine patterns o f managerial 

activity are in no particular chronological order other than that of the investigators discretion.
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F ig u r e  7 .1 -T a x o n o m y  o f  P a t t e r n s  o f  M a n a g e r ia l  A c t iv it y  
FOR E n t e r p r i s e  Sy s t e m  Im p l e m e n t a t i o n

a t t r i b u t e s V isio n in g B rokering R esourcing Controlling Facilitating D riving Installing C oach in g C hanging

Orientation Original Political Financial Power Social Project Technical Educational Cultural

Motivation Opportunity Relationships Investment Autonomy Consensus Finish Innovation Knowledge Growth

Objective Share Build Benefit Structure Decide Deliver Operate Guide Transform

Action Strategising Networking Funding Managing Appeasing Pushing Executing Mentoring Communicating

Outcome Accept Partnerships Returns Organise Agree Complete Integrate Learn Em bed
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(i) VISIONING:

Visioning is distinctive in that it seeks to build a new or original vision for the organisation. Such 

uniqueness is motivated by the desire to create new opportunities for the organisation. In order to 

gain acceptance for the new initiative, the vision is shared with the rest of the organisation. This 

vision is shared by developing a strategy, which will support the new initiative. A successful outcome 

is achieved when the vision has been accepted by aU stakeholders. In the case o f the Irish health 

system, the PPARS initiative was envisaged as a project that would unite disparate human resource 

systems. Top managers sought to share the vision across the health system, by developing a strategy 

that would be accepted by die organisation.

The nature or orientation o f  visioning is its creativity and ‘originality'. Such originality assists the 

organisation in spotting emerging trends within the marketplace and identifying how best the 

organisation can adopt to new ideas. Visioning embraces a macro level or, as one informant stated, a 

‘bird’s eye view of the future’ (C6), creating a vision that will allow the organisation to adapt to, and 

prosper with new change. From a healdi systems perspective, the ‘original PPARS vision was both 

creative and futuristic’ (C13). Such originality moved beyond health system expectations of IS and 

drew a picture o f an enterprise-wide future, where such a system would enable a smgle view o f the 

organisation’s human resources.

The primary reason or motivation behind visioning is to provide the organisation with new 

‘'opportunities’. Information systems have often been identified as a means to attaining such 

opportunities, with the Literature highlighting the perceived benefits associated with system 

implementation (Davenport, 1998, Porter, 2001). Top managers providing such support focus on 

‘introducing a new direction or opportunity into the organisation’ (CIO), which ‘sets a new trend or 

new way o f doing things’ (C12). The organisation needs to constantiy adapt to emerging trends in 

the marketplace. The fundamental premise o f visioning is, therefore, to turn these trends and 

changes into opportunities.

The objective of visioning is to ‘share' these opportunities with the organisation. By sharing the 

vision, visioning gams greater organisational acceptance and buy-in. As one inform ant stated ‘from 

the outset o f this project we had an excellent vision to share throughout the health system’ (C2). 

Another participant highlighted the D oH C ’s role in constandy ‘encouraging us to share the vision 

with all other health boards’ (C7). The IS management literature also highlights the importance o f 

sharing the vision throughout the organisation (Nath, 1989, Schein, 1992a, Enns et al, 1997 and
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Dong, 2001), with Movizzo and Plowe, telling us that ‘there must be a shared vision in which a 

strategic direction is set, and clear and compelling common goals are provided’ (1995: 28).

Action is taken on visioning by developing such clear and compelling goals, which are then 

mcorporated into the overaO corporate strategy. In other words, a project strategy is developed that 

provides a platform for understanding how the vision will be implemented. Similarly, the findings 

suggest that ‘clear project goals and objectives’ (CIO) be developed. Informants state that ‘strategically, 

there was an excellent vision’ from the outset, which aimed to be ‘business focused’ (C l), ‘consistent’ 

(C4), ‘part o f the corporate strategy’ (C6) and with a ‘long-term view’ (C4). In other words, top 

managers within the health systems’ sought to develop goals that would have a long-term reach and 

fit with the overall corporate strategy. These findings are also supported by the literature, where 

‘clear project goals and objectives’ are identified as a critical success factor (CSF) for ES 

implementations. According to Somers and Nelson, for example, clear goals should be 

conceptualised at the beginning o f the project with approaches to accomplishing these objectives 

identified (2001a). In order for the ES implementation to have any chance of success, a clear and 

concise strategy outlining project scope, time and costs is imperative (Davenport, 2000a, Al-Mashari, 

2000a). Umble et al continue stating that ‘there must be clear definidons o f goals, expectations, and 

deliverables, in order to get organisational buy-in’ (2003: 245).

The main outcome o f visioning is to ensure that the vision has been '’accepted throughout the 

organisation. As one informant stated; ‘from the beginning the D oH C  were eager to ensure all 

health boards accepted PPARS and would work towards implementing it’ (C4). Another informant 

noted, ‘in order for the PPARS vision to succeed, board acceptance has been vital’ (C13). In order 

to achieve this, it becomes important to show the organisation how it needs this system. Earl and 

Feeny note that one approach to creating such an environment can be brought about by ‘interpreting 

external success stories’ (1994), where ‘impression tactics’ (Fiegener and Coakley, 1995) are deployed 

by management. In using such tactics, an environment of need is created, which invariably assists the 

vision to be accepted by the organisation.

Application of Visioning:

The vision for PPARS, wliich began in the NWHB in 1995 was original and ‘in many ways years 

beyond its time’ (C14). With outdated payroll systems, many o f which were paper-based, top 

managers sought to develop a new system that would overcome the many challenges facing the 

health board in dealing with its staff In particular, in light o f new European Union directives and an
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increasing workforce, human resources continued to become a more complex environment. I ’op 

managers felt that ‘there was a sheer lack of understanding as to what we were doing, we needed a 

new system and we needed it quickly’ (C3). To this end, the CEO, assistant CEO, the HR director, 

and the IS director within the NWHB approached the DoHC in search of a new human resource 

(HR) system. After reviewing the expected benefits to be accrued from such a system, the DoHC 

decided that this system was ‘not just needed by the NWHB but for the entire health system’ (C4). 

The department saw this project as a massive opportunity for integrating all health board payroll and 

HR systems, but perhaps most importandy it would provide the DoHC with a single view of all 

staffing throughout the health system, which now accounted for 70% of the entire health system’s 

budget.

The DoHC, therefore, encouraged the NWHB to share the PPARS vision with other health boards; 

in return the department would financially support the NWHB’s new HR system. To this end, the 

NWHB CEO was commissioned by the DoHC to set up a national project team. The national 

project team was comprised of CEO’s from interested health boards. Its objective was to create 

greater awareness among health boards as to the benefits of this new system. ‘Administradvely, it 

was only the NWHB, but it was a national office with a national chairman. I think the DoHC 

wanted the NWHB to act as a pilot site, knowing that with a strong local team with high 

expectations, the original project vision would soon become part of other health boards’ agendas. I 

think it became an objective for the DoHC from early on to have one single HR system for the 

entire health system’ (C3).

In order to continue sharing the vision with other health boards, clear project goals and objectives 

were outlined. The NWHB developed a PPARS strategy that envisaged project completion witliin 3 

years at a cost of €9 miUion. However, a number of challenges confronted the development of a 

strategy for PPARS. Firsdy, as this initiative was viewed as a ‘technical project’ (Cl), the formation 

of a project strategy was delegated to the IS director in the NWHB. The DoHC were very interested 

in the project but saw no reason to get involved in the affairs of ‘independent republics’ (C2). As a 

consequence, the PPARS strategy remained an IS strategy, and would not be considered for 

corporate attention until the HCG (2001) report recommended that the project vision be realigned, 

to suit the corporate-wide nature of an ES, and that the project’s goals and objectives be 

incorporated into the health system’s overall corporate strategy. Such a decision would result in top 

managers adopting an ‘installing’ approach to support for the initial years of the project. Only in 

2002, with the formation of the health boards executive (HeBE), CEO’s from health boards
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adopting PPARS, elevated the strategic value of PPARS, with the project being incorporated into the 

health systems overall strategy (Deloitte, 2002; 5).

Ensuring the vision was accepted by other health boards proved a time-consuming task for the 

DoHC, and the NWHB. In 1998, the MHB, MWHB, and St. James’ hospital joined the project. In 

2000, 3 more health boards joined, i.e. the ERHA, the NEH B, and the WHB. Only in 2003 did the 

remaining 2 health boards join, i.e. the SHB and the SEHB. Part o f  the challenge in sharing the 

vision o f PPARS was the conflict that existed between the project and the organisation. In other 

words, ‘an enterprise-wide project was being implemented across many diverse and statutorily 

autonomous organisations’ (C4). This proved to be a particular challenge for PPARS, and invariably 

slowed the process o f gaining organisational buy-in and acceptance for the project vision.

(ii) B r o k e r i n g :

Brokering has a distinct and unique political nature. Such a political nature motivates top managers 

to build relationships throughout the organisation. From a health systems perspective, because of 

the importance the D oH C attached to the PPARS initiative, brokering was a critical part for national 

and local level politics. Brokering allows alliances to be forged and networks to be formed, 

vigorously supporting projects that are ‘politically’ important. In other words, the success of 

relationship building and the formation o f partnerships firmly depend upon the importance and 

perceived organisational value o f the project at hand.

Brokering is ‘politically oriented. As one informant noted, ‘knowing the politics o f the organisation is 

important, you need people that are well respected, people with a good attimde that will sell ideas. 

Knowing who’s who is very important, particularly I think in the public sector’ (CIS). In other 

words, it was vital for top managers within the health system to be aware o f the politics of the 

organisation, if the PPARS initiative was going to succeed. Another informant noted that the 

PPARS initiative would always be a ‘political trade-off (C4), i.e. in order to obtain local level buy-in 

national incentives and rewards would have to be significant. Top managers, therefore, needed to be 

‘politically astute’ (C13), understanding ‘local political and cultural sensitivities’ (C3).

Brokering is motivated by the political possibilities o f  forming '’relationships' with key people in the 

organisation. From a health systems perspective, an example is the ‘good relationship between 

implementing health boards’ (C7). As one informant noted ‘you need to establish relationships and 

work with people, and people are then prepared to go the extra mile’ (C2). The literature also points
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out that forming relationships between the customer and vendor is critical for ensuring long-term 

project success. Building trust between partners, i.e. between vendors and customers (Esteves, 

2001), gready enhances ‘the relationship between the two’ (Stefanou, 1999). The IS management 

literature also highlights the importance of forming relationships throughout the organisation, with 

Feeny et al, for example, denoting the importance of excellent CEO and IS executive relations 

(1992). The literature also highlights alliances with consultants as a critical success factor (Esteves, 

2000, Caldas and Wood, 1999). Developing relationships throughout the organisation is, therefore, a 

key determinant for ensuring project success and conducting brokering.

The objective of brokering is to ^build a coalition’ to take the project forward. In order to build such 

a coalition a ‘shared understanding’ (C13) of the project is required. This concept of creating a 

shared understanding is also dealt with by Enns et al, who found that ‘if all parties were to 

understand the relevant issues then IS success would namrally foUow’ (1997: 10). A strong coalition 

group provides a platform for project exchanges. The literature highlights the importance of CEO 

and IS executive relations in order to build a successful project coalition (Feeny et al, 1992, Earl and 

Feeny, 1994). Similarly, the empirical data revealed that coalition building was an integral part of the 

PPARS initiative. Another informant, for example, noted that ‘we needed a national approach to a 

project like this. That’s why we set up the national project team in the beginning. Health board 

CEO’s were able to work together and at least leave with similar understandings as to where the 

project was going’ (C2). Building a coalition, therefore, enabled top managers within the health 

system to create a shared understanding of PPARS.

Taking action on brokering involves two approaches. Firsdy, creating networks that wiU build 

commitment throughout the organisation and secondly, delegating work to others by appointing a 

champion to the project. As part of networking, top managers within the health system ‘bargain and 

deal with other brokers ’ (C14), where top managers ‘wear a different hat when talking to different 

people’ (Cl). In other words, brokering involves negotiating, liaising and ‘networking with key people 

throughout the organisation. Top management, because of their hierarchical position within the 

organisation, have ‘big influencing opportunities’ (C6), and are therefore in an optimal position to 

meet and influence other people. Similarly, the IS literature notes that it is important for the IS 

executive to have a good ‘reporting relationship’ (Garrity, 1963, Weiner and Girvin, 1985, Currie and 

Glover, 1999) with top management in order to create and develop these influencing opportunities.

In effect, networking allows top managers to persuade other people in the organisation as to the 

benefits and oppormnities afforded by the new initiative. As one informant noted, ‘it is vital that the 

CEO or sponsor can be persuasive, otherwise people wiU not follow along’ (C2). In particular, such
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persuasion is needed in order to entice people to take responsibility for the new initiative. This is 

another central tenet of how brokering is enacted, i.e. work is delegated by appointing a new project 

sponsor or champion. The appointment of a ‘project champion’ is recognised as a critical success 

factor by the literature (WiUcocks and Sykes, 2000, Sedera et al, 2001, Al-Mashari, 1999 and 2000a, 

and Esteves, 2001). Sedera et al see the project champion as ‘the existence of a high level sponsor 

who has the power to steer the project, by setting goals and legitimate changes for the organisation’ 

(2001: 6). Similarly, the findings reveal that many health board CEO’s appointed the ACEO to be 

the project sponsor for the PPARS inidative, while at national level the DoHC appointed a specific 

health board CEO as national project sponsor.

The outcome for brokering is to develop new ‘'partnerships throughout the organisation. In the health 

system, ‘Deloitte worked very closely with many health boards, it’s a partnership relationship’ (C8). 

A partnership was also buOt between agency teams and national project teams, where both parties 

worked in coUusion with one another. As one informant noted, ‘I think there is a strong partnership 

between national and local teams, we all need to be in this together’ (Cl). It was also important to 

develop a strong parmersliip between the client and the vendor (in this case SAP) company. 

Similarly, the literature mentions the importance of top management forming ‘partnerships with the 

IS function’ (Karimi et al, 2000, WiUcocks and Sykes, 2000, Bassellier et al, 2001). The formation of 

strong partnerships is, therefore, the bedrock of brokering, where top managers within the health 

system have Haised and built relationships with external and internal partners in an effort to form a 

project coalition and appoint effective project champions to the PPARS initiative.

Application of Brokering:

A factor that contributed to health boards accepting the PPARS vision was the projects political 

nature. In fact, the political orientation of PPARS gave rise to top managers pursuing brokering 

when supporting the project. When the DoHC requested that the NWHB share the project vision 

with other health boards, top managers began to realise the national importance of this initiative. In 

other words, the DoHC were clearly showing their interest and commitment to the project, 

‘politically astute’ (C13) managers would follow suit. As a consequence, the top manager at the 

NVC'TIB, i.e. the CEO, was asked by the DoHC to build relationships with other health board 

executives. To this end, a national project team was set up. The national project team was 

comprised of CEO’s from all interested health boards, where a shared understanding of PPARS was 

pursued. Further relationships were built within respective health boards with external consultants
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and die SAP vendors. For example, between 1996 and 1998, the NWHB liaised with BuU 

Consultants to assist with the implementation o f PPARS.

The national project team gready assisted in building a CEO coalition group. In 2002, with the 

formation o f  HeBE (which was comprised of C EO ’s from all health boards and some voluntary 

hospitals), PPARS was given greater national authorit)'. The national project team and HeBE 

provided a forum for C E O ’s and the DoHC to network, negotiate, and form deals. From an 

organisadonal perspective, C E O ’s needed to be persuasive in order to obtain local health board buy- 

in for the first ever national initiadve. To this end, partnerships were formed between local agency 

teams and nadonal project teams. The nadonal project team and HeBE gready assisted in cementing 

such local and nadonal partnerships. Partnerships were also formed between local and nadonal 

project teams and external consultants, e.g. Deloitte had a ‘partnership relationship (C8) with the 

health system. Similarly, local agency C E O ’s appointed individuals to project teams with the role of 

project sponsorship or ownership delegated to a champion. The appointment o f a project champion 

also assisted in forming parmerships within local agencies and among national project teams.

Throughout the projects lifecycle brokering as a managerial activity has built relationships and 

coalitions, networked and formed partnerships between different health boards, the D oHC, and local 

and national project teams. Networking and knowledge o f the political landscape were critical 

aspects for top managers involved in brokering. However, one o f the challenges for C E O ’s involved 

in brokering is that ‘they often think that by approving a system and assigning people to it, then they 

can forget about it until it is done’ (C ll). Brokering views the project as a political entity. Top 

managers are aware o f its potential and importance to the organisation and will leverage support for 

it, however such support often comes at a price, i.e. using the project to further their own political 

agendas. An example o f this from a health systems perspective, was the ‘lip-service’ many health 

board C E O ’s paid to PPARS. Once the political ceremonies were over and the project becomes an 

actionable entity, many C E O ’s delegated the work to their assistants (ACEO) or the project 

champions.

(ill) RESOURCING:

Resourcing is unique and distinctive because o f its economic focus. Its fundamental premise is to 

centre on the financial aspects o f  the project. Top managers viewed PPARS as an enterprise-wide 

investment, which would bring significant cost savings and greater organisational effectiveness to the 

health system. To obtain such benefits, resourcing provides the necessary funding for the project.
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In the health system, a project that started out at €9 million escalated over the years into a €130 

million inidadve. Such commitment to funding clearly demonstrates the dominance o f resourcing 

throughout the PPARS initiadve. Resourcing is considered a success when a healthy return on 

investment is obtained from the project.

Consequendy, resourcing is ’’financially oriented, i.e. it focuses exclusively on the economic aspects of 

the project. From a health systems perspective, the D oH C ‘provided aO necessary funding every 

time it was needed’ (C5). Another participant noted that ‘in fairness to the DoHC, funding was 

never a problem. They have been really resourceful, providing everything that was asked o f them ’ 

(Cl). Resourcing is best summarised by another informant who stated, ‘the departments’ role has 

been to focus on providing the funding for this project. I ’m not sure if other issues came into it. As 

long as the project promised to bring substantial savings to the department, they would continue to 

give aU necessary resources to the project’ (C9).

The motivation for providing resourcing is the abiUty to ‘invesf in the organisation. Such 

investments, particularly in the case of IS, are often viewed as vital for the long-term success o f the 

organisation. In the health system, for example, ‘there were years o f under-investment in systems’ 

(C14), where the ‘field was starved o f technological investment’ (C7). It is felt that ‘with more than 

90,000 public servants, PPARS has not been a huge investment for ensuring the future’ (CIO). Such 

views are widely supported by the literature, where many organizations have invested heavily in IS in 

an effort to gain greater competitive advantage within the marketplace (McFarlan, 1984, GalUers, 

1986, Lederer and Mendelow, 1987, Nath, 1989, and Porter, 2000).

The objective o f resourcing is to obtain optimal ‘benefit  ̂ for project investment. As one informant 

pointed out, ‘we needed to ensure that we accrued benefits back from this (PPARS) investment’ 

(C6). Another informant iUustrates this further in stating ‘from a strategic point of view investment 

in this system has been the right thing to do, however it is now vital that the organisation realises 

system benefits’ (C4). Similarly, the literature informs us as to top management’s objective to gain 

benefits and value from their IS investments (Lederer and Mendelow, 1987, GaUiers, 1992). Earl and 

Feeny, for example, note the importance o f ‘ensuring that IS are deployed for strategic advantage and 

that the IS function delivers value’ (1994: 11). Nah echoes this point, stating that it is important to 

deliver early measures o f success, in order for the organisation to see real, and perhaps more 

importandy early system benefits (2001).
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In taking action on resourcing top managers need to provide tlie necessary ‘funds’ to the project. 

Without the allocation of specific funds it would be impossible to implement any new initiative. ‘The 

DoHC were hugely committed to providing all funding; that is to say they gave us the necessary time, 

people, and money required for this project’ (Cl). In effect, the DoHC were to cover all costs 

associated with the PPARS initiative throughout implementing health boards. A number of 

investment appraisal reports were conducted which assisted the DoHC in understanding necessary 

resource commitments and therefore continuing to dedicate funds to the initiative, namely the NIMT 

(1998), and HCG (2002) reports. Similarly, within the literature, the ‘dedication of project resources’ 

is considered critical to the successful implementation of ES (Dong, 2001 and Somers and Nelson, 

2001a). Dong calls for greater commitment to resources, where a central role of top management is 

to ensure proper funds are allocated throughout project implementation (2001). Similarly, the IS 

management literature also informs us of the importance of obtaining project funding. Stephens et 

al, for example, believe that in an effort to ensure top management ‘view IS as a strategic resource’ 

(Karake, 1992, Teo and Ang, 1999) and therefore ‘dedicate funds to it’ (Soden and Tucker, 1976, 

Holland, 1999), it is vital that the IS executive has ‘resource allocation authority’ (1992).

The outcome for resourcing is to focus on making a return on investment. As one informant said, 

‘the DoHC are now wondering where the return on investment for the PPARS initiative is’ (C2). 

Another informant states that ‘if we don’t get a return, a good return for all the money we’ve spent, 

this could have serious long-term implications for future IS projects in the health system’ (C14). The 

literature teUs us, however, that top management regularly view IS from a short-term perspecdve, 

expecting return on investments earlier rather than later (Carlyle, 1988, GaUiers, 1992, Wong, 1996). 

Such focus leads to a concentradon on efficiency over effectiveness (Earl and Feeny, 1994), because 

top managers often do not perceive IS as an organisaUonal resource (Zachman, 1977, Kanter, 1986, 

Currie and Glover, 1999), instead viewing it as an organisational cost (Shidal, 1979, Wyman, 1985, 

GaUiers, 1992). Studies call for a more long-term commitment to IS (Kanter, 1986, Nath, 1989), 

where it is felt that ‘in order to continue getting benefits from the system you need to keep investing 

in It’ (C13).

Application of Resourcing:

The DoHC agreed to fund the project (originally set to cost €9 irdlhon and take 3 years to 

implement), because there ‘was no real system in the health system for the support of HR employees’ 

(Cl). Considering that 70% of the entire health budget was spent on HR related areas, e.g. staff 

salaries and development programmes, the DoHC were particularly interested in this initiative.
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However, perhaps o f greater significance to the department was the opportunity^ PPARS afforded in 

terms o f bringing all disparate health boards into a single integrated package. For the first time in the 

history o f the health system in Ireland, the D oH C would be able to m onitor health expenditure 

across all health boards (an expenditure which accounted for €11.9 billion in 2005). The DoHC 

were, therefore, interested in investing in the PPARS initiative. In other words, they were resource 

onented and would support the project financially.

Working with the NW HB, the D oH C continued to attract other health boards by stating that the 

project would be paid for by the department. In 1998, in an effort to assess project progress, and 

indirectly attract new health boards as a result o f project benefits, the D oH C commissioned an 

‘investment appraisal’ study. The result was the publication o f the NIM T report. This report 

officially endorsed the project, claiming it to be ‘a necessary step for the health system’ (NIMT, 1998: 

11). This evidence gave the D oH C further impetus to continue investing in PPARS, with the report 

claiming that ‘current systems will not deliver the level o f IS capability needed to support the service 

levels the agencies are now required to provide’ (NHvIT, 1998: 11).

By the end o f 1998 two new agencies and a voluntary hospital had also joined the project. The 

D oH C continued to fund PPARS, with the HCG (2001) report calling for extra commitment to 

change management issues. In 2002, the DoHC once again commissioned a review o f the system. 

This report was conducted by HCG, and concluded that ‘given the stated need for an integrated HR 

Management system, the progress in implementation to date and the ‘fit’ of PPARS to the expressed 

needs of the health system, the cost o f unwinding the current investment would, in our view, make 

other alternatives either comparable or more expensive to the PPARS option in overall cost terms’ 

(HCG, 2002; 3). In fact, the report went on to state that ‘the potential return on investment in terms 

o f hard savings but also, and critically, in terms of strategic ‘fit’ for the future are impressive’ (HCG, 

2002: 3). Once again the D oHC came up with the funds, viewing the project as a necessity for future 

HR practices across the health system. By the end o f 2005 over €130 million had been invested in 

the PPARS initiative.

However, despite the costs, top managers involved in resourcing have continued to believe in the 

longer-term remrn on investment for PPARS. Particularly in the face o f large-scale health system 

changes, with the creation o f the new Health Service Executive (HSE), and the recognition tliat IS 

would play a fundamental role in enabling such change. As one participant stated ‘yes we have 

invested hugely in this project, however if it were simply to reduce absenteeism by 2 or 3% across the 

health system, then this investment wiU have paid for itself in 3-5 years’ (CIS). It is estimated that
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PPARS could ‘cost yet another €100 million to make it fully operational across the entire health 

sector’ (Dowling and O ’ Regan, 2005; 1-2).

(iv) CONTROLLING:

Controlling is unique in that it is power focused. In other words, top managers within the health 

system sought to bring greater control to PPARS by structuring and managing the project. By 

managing the project, controlling is able to maintain and keep autonomy. From a health systems 

perspecdve, controlling has been at the forefront of top managements support throughout PPARS. 

Initially, independent health boards sought out project autonomy, however because of the nadonal 

nature of PPARS; nadonal level bodies brought greater centralisation to the initiative, and invanably 

in time gained control of the project. Such moves created a power struggle, which has played a 

significant part in shaping the PPARS story.

The nature of controlling is to be ‘power' oriented. As one informant remarked, ‘the real power for 

this project has lay on the national side, with very low power at the agency side’ (Cl). Another 

informant noted, ‘the national project team have always sought power over this project, I suppose it’s 

understandable considering that it’s a national project and they’re responsible for it’ (C9). Originally 

project sponsors in the respective agencies were able to control PPARS locally, however by 2001 the 

NPT took greater charge of the project. To this end, they have been referred to as ‘power brokers’ 

(C14), where they have sought strong central control over PPARS.

The motivation or reason for providing such support is the need for top managers to have ‘‘autonomy 

of the project. This is particularly evident in the health system, where a struggle for independence 

and self-rule ensued between local agencies and the national project team. Such an environment was 

a result of over 30 years of independence by the local agencies. However, agencies felt a ‘huge loss 

of local autonomy’ (C4) because of the ‘strong pursuit towards national autonomy’ (Cl). It was felt 

that ‘a lot of former autonomy would be collapsed and assimilated under the new regime and new 

system’ (Cll). Both parties, therefore, tried to keep control of the project, which often resulted in 

open conflicts and bloodied campaigns. However, because this project aimed to implement a single 

consistent system across all health boards, the national powers, supported by the financial clout of 

the DoHC, were to slowly take control, eroding local autonomy.

The primary objective of controlling is to bring ‘structure' and organisation to the project. As the 

health system wanted to create a single national focus it needed ‘to structure itself more centrally’
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(C ll). In order to ‘consolidate project uniformity’ (C9) and ‘keep the integrity o f the national 

agenda’ (C2), greater central structure was required. This issue remained a significant challenge for 

the health system throughout the PPARS initiative. It was also felt that after 30 years of local 

autonomy and statutory independence, the ‘internal strucmres had become highly politicised’ (C14). 

Internal management structures, created over the years, had developed a management and 

governance structure that held the balance of control and power. A ‘balanced national standard and 

structure’ (C8) was required. Similarly, the literature highlights the importance o f maintaining 

management control, where Sumner states that a lack o f ‘proper management control structure’ is a 

serious risk factor for ES implementations. W ithout a structured approach to project control, 

successful implementation is at risk (2000).

Action is taken when top managers ''manage' the project. There are effectively three methods by 

which controlling is enacted, these include; ‘project planning’ (C8), ‘sticking to the original project 

objectives and scope’ (C ll), and control o f ‘project skiUs’ (Cl). The IS management literature tells 

us that project planning is an important aspect for ensuring greater alignment between the business 

and the system (Kriebel, 1968, GaUiers, 1987, Davenport, 1989, Teo and Ang, 1999, and Luftman 

and Brier, 1999). As one informant noted, it is important to ‘manage the strategic or enterprise wide 

fit with the new plans’ (C6). Lederer and Mendelow, for example, believe that ‘the ultimate purpose 

o f IS planning is to identify IS projects that support the organisations goals, and to develop these 

projects on time and within budget’ (1989; 6).

The literature also notes that project management is critical to the success o f the project (Holland et 

al, 1998, Umble et al, 2003). Kraemmergaard and MoUer, for example, found that project 

management incorporated effective project planning, effective control, business justification, and 

compatibility of skills with the skill set needed for project requirements (2000: 11). The compatibility 

and access o f specific project skills and resources often proved to be a challenge to the health system. 

As one informant stated, ‘trying to balance the organizations skill-set and attain new skills was a 

particular challenge, and looking back at it I don’t think any evaluation was ever done to say what is 

the skill-set, how do we get the skill-set, and how do we nurture a skill-set for the project’ (Cl). 

Similarly, the literature identifies ‘project team competence’ as a critical factor necessary for attaining 

project success. For example, WiUcocks and Sykes believe that successful ES implementations 

require a balanced multifunctional team that is composed o f members with a variety o f skills from 

different areas (2000). Wee states that a cross-functional project team is required (2000), where ‘the 

team should have a mix of consultants and internal staff where the internal staff can develop the 

necessary^ technical skills for design and implementation’ (Nah et al, 2001; 289). As a consequence
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many implementing agencies brought in external consultants and contractors to bridge the internal 

deficit in skills knowledge and to assist in building competent project teams and skills bases.

A nother im portant factor is to ‘manage scope changes and scope creep effectively’ (C ll). The 

literature emphasises the importance for top management to manage the projects scope, its 

objecdves, and acdvities (Sumner, 2000, Stefanou, 1999). Esteves further supports this point stating 

that ‘proper management of scope is cridcal to clarif}' the goals properly and ensure they run in 

tandem with the overall organisadonal mission and strategy’ (2000: 6). Avoiding schedule overruns is 

also a vital part o f project management. Top managers need to ‘control project costing’ (C2) while 

at the same time, in an effort to increase project awareness and invariably popularity among 

executives, ‘benchmark for early successes’ (C4). Nah confirms this in stating that ‘the role of 

project management is to avoid schedule and budget overruns, forcing the project team to stick to 

planned events and cost targets, while at the same time be in a position to deliver early measures of 

success to the organisation’ (2001: 292).

Finally, the outcome o f controlling is to ensure that the project has been effectively ‘organised and 

planned. I'his is vital ‘because o f the magmtude and scale involved in PPARS (or indeed any ES 

initiative), where it became so important to have an organised approach to implementation’ (C7). 

‘Dealing with different agencies, with different variances across different structures, has been 

extremely complex, it was indeed such complexity that forced the national project team, and the 

DoH C, to take control and try to manage and organise the project centrally’ (CIS). As another 

informant noted, ‘organising this project has been half the battie. With local agencies and national 

agendas, everyone has something to say. I really think if there were better project structuring, then 

there would be better ownership and leadership. We need to get organised and focused and then 

perhaps we’ll all see it the same way’ (C13).

Application o f Controlling:

The PPARS initiative was the first ever national project to be adopted by the Irish health system. As 

a consequence, questions over project authority would be critical, i.e. where does the project power 

He? As the DoH C and the NW HB originally decided to implement this initiative at agency level, 

initially the centre o f power and project authority remained at local level. 30 years of independence 

m eant that local health boards became ‘independent republics’ (C2) and would strongly resist efforts 

to reduce their authority and autonomy. Local C E O ’s wanted power to remain with the health board 

and were often afraid o f a national ‘transparent’ system. As one informant noted, ‘it is not attractive
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to health boards to be transparent, because you are looking after budgets you get each year from the 

department. PPARS would reduce local autonomy and make each health board more transparent. 

This results in the department expecting more each year’ (C4).

The very nature o f PPARS, however, required a more national view of the project. To this end, new 

policy was required to deal with the statutory nature o f independent health boards. Early in the 

project die DoHC, through the national project team, requested that the health systems employment 

agency (HSEA) develop a national rulebook that would provide a single human resource platform for 

implemendng health boards. Such measures were sought in order to ensure project integrity and 

uniformity, but perhaps more importandy to ensure consistency among all boards. However, C EO ’s 

were adamant that the project remain in health board control, fearing D oH C encroachment upon 

their organisations.

This was the beginnings o f the first agency/nadonal debate over project control. In 1999 the D oHC 

and supported by the national project team launched the NPT. This body was responsible for 

bringing greater national cohesion to PPARS by managing the operational level aspects o f the project 

across aU implementing health boards. It was envisaged by the DoHC and health board C EO ’s that 

such a move would bring greater centralisation to the project while allowing respective boards to 

hold onto project autonomy. However, the launch of the N PT  would initiate a gradual shift in 

power towards the centre, i.e. national level. In 2002, after all but 2 health boards had joined the 

project, new national bodies were set up to bring greater central control to the project. National 

standards were targeted, and national structures put in place. These structures included the official 

formation o f a national rulebook, the development o f a new national steering committee, central 

control given to HeBE, and new responsibilities and authorities given to the NPT. O n top o f this, 

Deloitte consultants were brought in to deliver a national change programme for PPARS, which 

invariably would further centralise the initiative.

Once again, however, many local C EO ’s resented centralised control. Some C EO ’s, still fearful 

about department transparency, would continue to provide public, and indeed national, support for 

PPARS but eschew the project locally. As one informant remarked, ‘C E O ’s would have different 

views of PPARS. While they might not disagree with it, it didn’t mean that they would agree with it 

either or make it easy to be implemented’ (C4). Prior to these national structures, PPARS was 

managed primarily at local level by the CEO or the assistant CEO, who in turn often delegated much 

of the project management work to the agency project champion or manager. However, with the 

emergence o f national bodies in 2002, responsibility for project management now became part of
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HeBE’s portfolio. The DoHC wanted greater accountability of resources, and therefore HeBE were 

charged with national responsibility for project costing, scheduling, and scope. In turn HeBE would 

turn to the NPT to carry out such responsibilities.

In fact, it was agency dependency on resources that quelled the pursuit of local control. Agencies 

became dependent upon central control, which later eroded local confidence and project leadership, 

with many agencies believing that ‘the project was out of their control’ (C3), where ‘a serious blur 

existed between national and agency control’ (Cl). In turn this dependency created an environment 

of resentment among many local agencies, but perhaps most ironically the attainment of national 

control resulted in weaker project ownership, where local agencies gave away much of their 

autonomy in return for national handouts. In all, the project took many years to organise. Initially, 

local CEO’s were responsible for project organisation. However, over time a national pursuit meant 

that both the DoHC, and in particular HeBE, CEO’s became responsible for the organisation and 

management of PPARS across the health system.

(V) F a c i l i t a t i n g :

Facilitating is unique in that it focuses on people within the organisation. By facilitating and 

appeasing all organisational stakeholders, decisions can be made that wiU be agreed by aU and allow 

the project to move forward. From a health systems perspective, the national project board played a 

significant part in facilitating the PPARS initiative. The organisational structure of the health system, 

which is comprised of both local and national governance layers, has meant that facilitation formed a 

significant part of how top management supported PPARS. Facilitating, in particular, came to centre 

stage with the emergence of national entities, which sought to take greater control of the project. 

The culture of ‘consensus style management’ that existed within the health system gready assisted 

facilitating in emerging.

Facilitating is ‘socially’ oriented, i.e. it focuses on people within the organisation. From a health 

systems perspective, as there were many different health boards involved in this project, with several 

layers of national governance, it became vital for top managers to listen to and understand the 

chaUenges respective bodies were facing. As one informant noted, ‘this system is not about 

technology but about people, it is after aU a human resource system. We must listen to what people 

are saying out there; otherwise we’ll be going around in circles’ (C4). Facilitating focuses on 

obtaining input from employees and managerial stakeholders within the project. In so doing, an 

environment of mutual respect, collaboration and trust can be developed. As another informant
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remarked, ‘die top execuUve needs to have credibility with business people, especially uith heads of 

departments, and clinicians, they need to trust me, and see I can work with them, they will then buy 

into this project more. From my point of view I would have worked with most clinical managers, 

hospital managers, general managers, so I need to collaborate with most of the managers. They need 

to be confident that there is someone they can trust and work with, and there is someone committed 

to the project and its not just optics, truly committed’ (C2). Facilitadng, therefore, is very much 

focused on people within the organisation, and on including them in aU processes and procedures 

related to the project.

FacHitadon is motivated by the possibility of achieving ‘consensus’ throughout the organisation. In 

reaching consensus, top managers are able to ensure all parties have been appeased and a decision 

has been made. As one informant stated, ‘the organisation relies greatiy on consensus style 

management’ (Cll). Because of the ‘conjoint nature of the project’ (C4) and ‘in order to find 

common purpose’ (C2), ‘there must be a consensus to bring everyone along’ (C6). Due to the 

complexity of this project, and the nature of the organisational structure, both agency and national 

agendas had to be adhered to. In order to reach consensus, it was vital that aU sectors were 

represented properly, ‘otherwise you could end up with a decision but not everyone might support it, 

so you would have to go through the whole process of consultation again. Consensus style 

management was the only viable decision making option for this initiative, at least you’d have a 

consistent message at the end’ (C14). Facilitating is, therefore, motivated to find common ground 

among all parties and work on this until a general consensus has been reached.

The objective of facilitating is to make project ‘decision^. Facilitating accommodates and appeases 

people within the project in order to derive at a decision that will move the project forward. The 

health system, therefore, ‘needed a group or team that was empowered and mandated to make 

decisions’ (C2). The national project board (NPB) fulfilled this position becoming ‘the national 

decision making forum’ (C3). Representatives from all parties involved in the project came together, 

debated project issues and challenges, and made a collective decision. The benefit of this form of 

consensus style decision-making is its ability to reach across aU project sectors, while gaining an 

insight into emerging issues and challenges throughout the organisation. However, collective 

decision making often ‘does not lend itself to consensus, instead it lends itself to a lot of indecision 

making and a lot of waste of time’ (Cll). Some informants felt that there was a greater ‘need to 

tighten decision-making groups’ (Cll), which would ‘not need to involve everyone in tlie project in 

order to make a project decision’ (C6). ‘We should have smaller decision making groups, and when 

they make a decision we should then be able to implement it’ (CIO).
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In taking action on facilitating top managers need to ‘appease’ involved in the project. In order 

to appease all stakeholders, steering committees and project teams were set up to allow groups to 

outline tlieir chaOenges and collaborate with one another. As one informant stated, ‘you need to be 

able to appease different factions, otherwise you wouldn’t be able to gain consensus nor make a 

decision’ (C14). In the health system, because there is a ‘whole layer of consultation, discussion, 

agreement, and negodation’ (C ll), appeasement is central to making decisions. In order to assist 

decision makers, which ‘in some cases consist of 20-30 people’ (C ll), ‘steering committees’ (Cl, C2, 

C6) were set up. Steering committees were developed at both local agency level and nadonal level. 

These steering committees afford staff an opportunity to meet at specific times and identify key 

challenges facing the project, i.e. they act as ‘consultative forums’ (C2).

However, such committees are pardcularly important in providing platforms for reaching consensus, 

where top managers are able to appease other project members and in so doing facilitate the decision 

making process. The literature also recognises the importance of these steering committees, which 

are often viewed as an effective way of getdng top management involvement in IS planning 

(McFarlan, 1981, Nolan, 1982, Drury, 1984, Raghunathan, 1992) ensuring the fit of IS with the 

corporate strategy (Diebold, 1969, Ein-Dor and Segev, 1978, Karami et al, 2000) for improving 

communicadon between business executives and the IS executive (Raghunathan and Raghunathan, 

1989b, Feeny et al, 1992), and as a method for bringing disparate members of the top management 

team, IS users, the IS department, and other departments together under a single umbrella 

(Raghunathan and Raghunathan, 1989b, Karimi et al, 2000). The literature also identified the 

development of a steering committee as a critical factor for successful project implementation 

(Davenport, 2000a, Somers and Nelson, 2001a). From a health systems perspective, these steering 

committees have played an important part in facilitating decision making and gaining project 

consensus.

The development of project teams was also encouraged. At a local level, project teams sought to 

highlight implementation challenges and make project decisions based on team work and 

coDaboration. As one informant noted, ‘it is vital to have a project team that is as inclusive as 

possible. Tlie more people involved, the easier it is to get people to buy into the project’ (Cl). 

Similarly, at a national level, the NPT also sought to identify emerging chaDenges and make decisions 

about overcoming such obstacles. In turn project teams would be represented at local and national 

steering committees and accordingly facilitate decision making and assist in reaching general 

consensus across the organisation.
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The outcome to facilitating is to ensure a decision has been made and an ‘aoreement’ been reached. 

W ithout forming an agreement between all stakeholders, facilitation has not been a success and the 

whole process must start again. In the health system, top managers ‘needed to get everyone to agree 

with the project’ (C7), they ‘needed to get 11 different organisations to agree on a common purpose’ 

(C2). Due to the complexity o f the organisational structure and the process involved in decision

making, ‘reaching agreement has been very slow, this is possibly one of the bigger challenges facing 

this project’ (C14). The ‘challenge is whatever has been agreed to nationally needs to be stuck to’ 

(C8). From an ES perspective, Sumner confirms this point, telling us that ‘a lack o f agreement on a 

set of project goals or objectives is often one o f the main reasons for eventual project failure (2000: 

318). Forming an agreement is, therefore, vital in order to move the project forward. A successful 

agreement supports collective consensus, endorses decisions, and appeases aU project stakeholders. 

This is the essence o f what facilitating is all about.

Applicadon o f Facilitadng:

Due to the organisational structure o f the health system, facilitaUng has been strong and present 

since the beginning o f the project. This project required participadon from hospital and clinic staff, 

administration staff, human resource staff, finance personnel, line managers, IS staff, unions, 

technical and management consultants, the DoHC, the HSEA, national project bodies, and general 

health board management. As a consequence, top managers needed to ensure that all people and 

stakeholders involved in the project were satisfied with decisions made. This level o f consultation 

took place because firstiy, health boards had a history o f consensus style management, and secondly, 

because o f PPARS’s enterprise-wide nature, where decisions made were Likely to have an effect on 

the entire organisation.

Agency C EO ’s were eager to appease aU health board factions in relation to PPARS. As a result, 

consensus style management was adopted, which allowed stakeholders to air their concerns and 

views on the new project. One o f the most powerful tools for facilitating such enterprise-wide 

consultation and decision-making was the use o f steering committees. Local health boards set up 

agency steering groups, project team committees, and several sub-groups, such as HR, variance, and 

later in the project a change management sub-group. The objective o f these local committees, which 

were chaired by the local project sponsor (CEO or ACEO), was to facilitate all sectors involved in 

the project, through consultation and appeasement, in order to gain consensus and make project 

decisions.
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At a national level, two steering committees were set up. Firstly, the ‘implementation managers’ 

steering group, set up in 1998, with the objective of sharing implementation experiences, focused on 

developing a consistent message for PPARS among health boards. After recommendations from the 

HCG  report in 2001, another new committee was also proposed. A new national project board was 

set up with central decision-making authority for PPARS. The NPB was comprised o f members 

from the DoHC, HeBE (lead CEO), agency C E O ’s, HSEA members, N PT director, agency project 

managers, and Deloitte consultants. The NPB, which was chaired by the national lead CEO, aimed 

to represent the conjoint nature o f the project via consensus style management. By finding a 

‘common ground’ to project challenges, national appeasement assisted agencies in developing a 

consistent singular view o f the project. Consensus was reached, decisions were made, and 

agreements were formed.

(VI) DRIVING:

Driving is unique in that it focuses exclusively on the project and its completion. Top managers 

within the health system sought to finish the project as quickly as possible, due to the length o f time 

the initiative was taking and the escalating implementation costs. From a health systems perspective, 

such a focus involved pushing the project through the organisation. Top managers assumed greater 

project ownership and were often more coercive and authoritarian in their approach to project teams 

and local agencies. A ‘good enough approach’ to business process reengineering, where the primary 

objective was to get the system in at all costs, was adopted. Driving is, therefore, centred on absolute 

project completion and closure.

Driving is ‘projecf oriented. In other words, top managers centred entirely on the project, and 

invariably its completion. As one informant stated, ‘this will be one of the m ost far-reaching health 

system projects when it is fully completed, personally while it has been chaUenging I am glad to be 

part o f it, glad to have helped shape it’ (C3). The N PT were determined to ensure ‘go-live’ dates 

were met within respective agencies. Completion o f the project becomes the sole purpose, with one 

informant stating, ‘pressure was on us to deliver the project, that’s why we had to keep pushing 

people’ (C7). Another informant remarked, ‘at this stage our absolute focus is on the PPARS 

project, we really need to finish it soon. Too many questions are being asked about it, and I feel the 

organisation might start to resent it. So we really need to drive it through’ (C8).

Driving is motivated to ^finish'' the project as soon as possible. In the health system, such a 

motivation emerged because of an inability to bring PPARS to a close. As one informant noted,
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‘there is a lot more pressure to get this project out o f the way. The D oH C and the N PT  are pushing 

all o f us to finish it up’ (C6). With new projects planned and underway, such as the iPMS and FISP 

inidatives respecdvely, top managers were motivated to finish PPARS as quickly as possible. As 

another inform ant remarked, ‘this project really needs to be finished by the end o f this year (2004), if 

its not I ’d worry about whether the DoH C and I suppose the Department o f Finance wiU continue 

to fund it into the future. It would be a pity not to finish it after aD the work’ (C3).

The objecdve o f driving is to focus on project ‘deliverŷ  at aU costs. According to the Literature, the 

quickest way to deliver a SAP inidative is for the implementing organisation to align their core 

business processes to suit those o f the new system (Bingi et al, 1999, Brown and Vessey, 1999, and 

Nah, 2001). This approach is referred to by Hammer and Champy as ‘business process 

reengineering’ (1993). Much o f the corpus o f ES literature, points out that business processes should 

be moulded to ‘fit’ the new system (Bingi et al, 1999, and Nah, 2001), with ‘minimal customisation of 

the ES package’, which clearly illustrates the adage that “thou shalt not change SAP” (Parr, 2000a: 7). 

Within the health system, towards the end top managers became less concerned with changing the 

organisation and more concerned with project delivery.

This issue of delivering standardised SAP best practices, however, has been particularly challenging 

for the health system. W hile Phase I was occupied with data integrit)' and configuration. Phase II, 

because it was a transaction processing system, paying payroll etc, it required a greater level of 

sophistication, but in particular a greater level o f  best practice standardisation and process 

reengineering’ (C ll). Other informants stated that ‘your organisation must change to meet SAP, you 

really can’t configure the system’ (CIO), because ‘the system is not very flexible, the organisation 

needs to adapt to it’ (CIS). One o f the reasons why it has been particularly challenging for the health 

system to adapt the organisation to SAP, is because ‘many have found out that the package was too 

big. In fact the functionality behind some o f the modules, take recruitment for example, has not 

been as applicable to the health system as we had previously thought, because these modules, and 

indeed SAP, has been very much geared towards the private sector’ (Cl).

It was due to such chaUenges that top managers focused on ‘pushing the project through the 

organisation. Two approaches were adopted by top managers in taking action, these include; 

developing problem solving capabilities and building coercive project leadership tactics. Driving 

focuses on ‘getting the project in at any cost’ (Cl). As one informant stated, ‘we have invested too 

much for this project not to be successful. In fact the future of all national initiatives within the 

health system is greatiy dependant upon PPARS’ (C14). Such support involves delivering a
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standardised best practice ES package with minimal customisation. In order to deliver such a 

package and overcome the many associated challenges, top managers needed to become problem 

solvers. As one informant stated you ‘need people to be problem-solvers, otherwise the whole cycle 

o f constant consultation starts ’ (C ll). In fact, within the health system, driving has almost emerged 

as a reaction to the strong culture o f appeasement and constant consultation on the one hand and the 

pursuit o f absolute project control on the other. Issues relating to organisational and technical 

challenges are resolved by a ‘fast-tracking o f the systems implementation’ (C3). Davenport refers to 

this approach as ‘good-enough reengineering’, where ‘companies are increasingly using a new 

approach to process change that deals with both the opportunities for significant process 

improvement and the constraints o f a packaged information system at the same time, and reladvely 

quickly’ (2000a: 147). Top managers, in an effort to deliver the project, force change from agencies, 

‘pushing them to go-Uve’ (C2). Nadonal bodies apply pressure to agencies by telling them what to 

do and when to do it. This applies further pressure by ‘judging agencies by implementadon’ (C3), 

where the more advanced and progressive are rewarded.

O ne of the primary methods for pushing the project is by taking responsibility for project leadership 

and ownership. As one informant noted, ‘people need to see that this project is what the business 

wants. They need to have pride in corporate, and say I’m not going to let the side down. They need 

to bring a momentum to the organisation, in other words they need to take ownership and 

responsibility for the project’ (Cl). Driving, therefore, assumes a coercive form o f project leadership 

and ownership. The NPT, supported by the DoHC, became more coercive in their support. Top 

managers, driven to deliver, coerce teams and staff to comply with their objectives, agendas, and 

decisions. As one informant remarked, ‘the DoHC and the N PT  are really driving this project 

through. There’s less consideration of agency objectives now, it’s the national way only’ (C9). For 

the health system, it was the ‘undue delegation o f the project’ (C9) caused by ‘political lobbying and 

trade-offs’ (C4) with many top managers using PPARS as a ‘stepping stone to something bigger’ 

(CIO), which invariably resulted in ‘having to force people to deliver’ (C3), where ‘people are now 

going into meetings shouting about PPARS’ (CIO). These factors have resulted in the emergence o f 

driving, which is transfixed on the project and its completion.

The outcome for driving is to get the project completed. As one informant stated, ‘the future of 

national initiatives depends upon the successful completion o f  PPARS’ (C14). In many ways, driving 

needs to get the project completed regardless o f the costs. This often results in a project-centric 

focus with technological and organisational issues sidelined or skipped over in favour o f project 

delivery. Because o f the challenges associated with technical integration, where “real world 

integration is very different to the vendors’ marketing hype” (GUck, 2001: 19), and the magnitude of
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large-scale organisational change, driving focuses firstly on completing the project and then 

addressing any outstanding issues. This concept is highlighted by another participant who stated, ‘my 

approach at this stage is to get it in first and we can ask questions about it later’ (C4). One final 

informant remarked, ‘I think there is a huge sense of exhaustion with this project. Now more than 

ever do we need to close the book on PPARS, particularly as new national initiatives are waiting on 

the sidelines’ (C13).

Application of Driving:

By the end of 2003, almost €100 million had been invested in PPARS (a significant overspend on the 

original project costs). Invariably, the DoHC, who were footing the bill, became increasingly 

concerned with the dramatic increase in project spend, but perhaps more importandy the fact that 

the project required further funding and time. Debate continued between agencies and national 

bodies with regard to project control, while consensus style management resulted in constant 

consultation and appeasement of all parties before any decisions could be made. These factors 

contributed to top managers driving this project through. In other words, top managers would 

coerce project champions, teams, and local agencies towards ‘going-Hve’ in an effort to finish the 

project as quickly as possible.

The NPT, under pressure from the DoHC, were focused on delivering PPARS. Such an approach, 

while conscious for the need to attend to the technical and organisational issues for ES, fast-tracked 

implementation as much as possible with the sole intent on ‘going-Uve’. This approach involved 

coercing and pushing agencies to accept central decisions and ‘to do what they were told’. While 

driving has been in the background for much of the projects 10 year life span, it really only formally 

came to the fore in late 2003. The DoHC wanted to complete PPARS as quickly as possible. A 

combination of the length of time the project was taking, the amount of money being spent, and the 

constant change of project scope, pushed the DoHC, through the NPT, to focus on project 

completion. However, perhaps of greater urgency to the DoHC, and implementing health boards, 

were the impending opportunities of other national enterprise-wide initiatives. Also the launch of 

the HSE was expected for 2005 and it would be a good bonus for the health system to have an 

enterprise-wide initiative achieved already. If the DoHC, and implementing health boards, were 

unable to illustrate an ability to implement an enterprise-wide initiative, despite all of the investments 

made, future national-wide health system initiatives would be slow to take root.

(VII) INSTALLING:
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Installing is unique in that it focuses exclusively on the technological aspects of the new system, i.e. it 

is technically oriented. Installing is motivated by the innovadon of new technology and its 

possibilides. As a consequence, once new technology is adopted by the organisation, top manager’s 

focus on its instaUadon. From a health systems perspective, this pattern of managerial activity 

prevailed, and indeed dominated, the PPARS initiative, particularly during phase I. By installing the 

HR modules of SAP, top managers believed that aU disparate legacy and paper-based systems could 

be united under a single banner. For the first time in the history of the Irish health system, the 

DoHC would have a single view of its human resources. This vision, therefore, resulted in a strong 

pursuit towards ‘installing’.

Installing is ‘technically oriented. As one informant noted, ‘there is very little you can deliver on the 

change management side unless you have a very good robust technical solution and people know 

what you are implementing. I mean how can you go out to teU people this is the way our new 

business processes is going to be unless you have the technical side delivered and sorted out’ (Cl). 

Similarly, another informant remarked that ‘we had an excellent technical focus for this project. A 

lot of our discussions at national project board meetings tended to be very technical. I would say 

about 60% of the meeting was dedicated to technical discussions’ (C2). In other words, the nature 

of installing is to focus on technical matters, such as softu'are installation, data integrity, and system 

compatibility with other systems.

InstaUing is motivated by the possibility of introducing new technology and ''innovative’ practices into 

the organisation. Many top managers felt that a SAP system would remove the archaic nature of 

legacy systems. Technological progression and innovation were, therefore, viewed as the primary 

methods through which the organisation could leap forward. This point is highlighted by one 

informant who stated ‘SAP was a hugely innovative initiative for the health system, a project that 

would shape how we administer and manage our people’ (C9). By adopting new technology the 

organisation is able to move forward and deal with emerging challenges. The literature informs us 

about the role of IS in achieving greater competitive advantages for many organisations (McFarlan, 

1984, Porter, 2000, Davenport, 2000a). Similarly, ES are implemented because of their promise to 

seamlessly integrate an organisations entire IS suite, and because of their potential to offer new 

competitive advantages and innovative approaches to best practices for implementing enterprises 

(Markus et al, 2000b and Norris et al, 2000).

The primary objective for top managers is to get the system up and running, i.e. to ‘operationalise' the 

new system. Many top managers within respective health boards believed that ‘the project would be
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predominantly a technical implementation’ (Cl). Their primary goal was, therefore, to get the system 

in first and deal with outstanding organisational issues later. In an effort to assist the implementation 

process, ‘strong implementation partners’ (C8), such as SAP consultants, were required, with ‘a good 

implementation team’ (CIO) set in place internally. The IS management literature mirrors this 

approach teUing us that top management often ‘tend to view IS as a technical imperative’ 

(McDonagh, 1999), where there is a strong focus on the technology and its implementation (Garrity, 

1963, Kanter, 1986, GaUiers, 1992, Teo and Ang, 1999, and Luftman and Brier, 1999).

In taking acdon on this objective, top managers sought to ‘executi system installation as quickly as 

possible into the organisation. As informants noted when ‘executing SAP installation’ (Cl), it 

became necessary to ‘prevent a piecemeal approach to instaUation’ (C9), because of the ‘fairly rigid 

and unforgiving namre of SAP itselP (C6). Similarly, the literature warns us about the critical 

importance of installing ‘vendor specific tools’, otherwise software execution time and costs wiU 

increase dramatically (Kraemmergaard, 2000, Al-Mashari, 2000a). In other words, the execution of 

the software program must not deviate too far from the vendors’ version of the software; otherwise a 

‘hybridisation of the system’ (Norris et al, 2000) may occur.

In executing the new system, top managers had to firsdy define the organisations architecture needs. 

Inidally, because of the IS deficit within many implementing health boards, the design of systems 

architecture did not prove to be such a significant challenge. Some health boards had to ‘overcome 

minor legacy systems challenges’ (C ll), but for many they ran ‘paper-based’ (C8) systems, therefore 

the new software could be installed to fit. This was almost an ideal environment for the execution of 

the SAP system. Similarly, the Literature also recogmses the importance of architecture design, 

identifying the area as a critical factor for project success (Esteves and Pastor, 2000). However, 

certain instaUation challenges were to emerge. Perhaps the greatest challenge for the health system 

arose from ‘data analysis and conversion’. The literature remarks that data analysis and conversion is 

critical to the successful implementation of an ES package (Somers and Nelson, 2001a). However, as 

each health board was effectively an ‘independent republic’ (C2) aU data were to vary. The 

implementation of a national system demanded a single consistent view of the data. Therefore, 

agency ‘data variances’ (CIS) (which are unique data from each health board) resulted in the pursuit 

of ‘ruthless standardisation of data’ (C3) from a national level. However, without converting 

organisational data the new system cannot be installed. Another installation challenge that arose after 

Phase I, was the pursuit of producing quality ‘management information’ (C4) and knowledge, that 

would enable top managers to make better decisions and choices regarding process effectiveness and 

efficiency. According to Pan et al, “knowledge integration does not happen automatically as the
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implementation o f ES is not merely a technological task influenced by users’ perceived usefulness, 

but a cross-funcdonal knowledge integradon process structurally enabled by the establishment and 

maintenance o f knowledge-based social reladonships intra- and inter-organisadonaUy” (2001: 326).

The main outcome o f installing is to know that the new system has been successfully integrated into 

the organisation. ‘The overall vision for PPARS was to have one integrated system for the whole work 

through for an employee’ (Cl). There was ‘such a need within the health system for an integrated 

approach to payroll’ (C8), where ‘we needed a very clear approach to a unified integrated system’ 

(C9). Similarly, the literature talks about the importance o f integradng systems within the 

organisation. Davenport, for example talks about the ES promise of ‘seamlessly integradng all 

information flowing throughout the organisadon’ (1998), while other smdies tell us that the very 

essence o f an ES is to bring greater technological and organisational integradon into the 

implementing organisation (Holland, 1999, Callaway, 2000, Klaus, 2000, Chorafas, 2001, Pan et al, 

2001, and Markus, 2002). In other words, installing is centred on technically integrating the new 

system into the organisation.

Application o f Installing:

‘This project is a typical IT  project. That’s to say that we’ve focused primarily on the system and the 

technological aspects o f the project’ (C9). From the beginning project implementation was left to 

individual agencies. The DoHC would provide the funding, but agencies would have to deliver the 

initiative. As a consequence, installing has been the most prevalent pattern o f managerial activity 

throughout the PPARS project. Local C E O ’s adopted a technical view o f the project. PPARS was 

considered an innovative and important approach for integrating the HR function, yet the project 

remained technically-oriented as ‘putting in a new system is not a top priority for the CEO; health is’ 

(C ll).

To this end, local C EO ’s focused on operationalising the project. Implementation teams were set 

up, project managers were nominated, and technical consultants brought in to assist with skills 

expertise. Similarly, the DoHC, through the N PT  and external technical consultants, viewed the 

project as a technical initiative, with all attention centring on the software and the system. Agencies 

focused, almost exclusively for the first 6 years (until 2001), on system installation. Local project 

sponsors (HR director), influenced by the project manager and implementation teams, highlighted 

issues such as data standardisation, architecture design, and system testing and integrity. C EO ’s 

continued to view the project as a ‘technical prerogative’ (C9), and therefore continued to support
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the initiative accordingly. Meetings were predominandy technically-onented, with one CEO stating, 

‘I couldn’t talk about the technical issues of this system or other IS. However, you need to be there 

to show support for the project’ (C2). The DoHC wanted to integrate all disparate HR systems, 

whether paper-based or archaic IS. In an effort to accomplish this, local agencies set about instaUing 

the SAP system direcdy into the organisation. The myriad of organisational (or soft) issues that are 

often associated with ES implementations are sidestepped in favour of the tangible technical issues. 

All project issues revolve around the technology and the new system. Organisational issues can be 

dealt with once the system is up and running.

(VIII) C o a c h i n g :

Coaching is unique in that it focuses on educating people in the organisation. Top managers, in an 

effort to bring new knowledge into the organisation, set about guiding and mentoring people. 

Mentonng occurs through staff training, education on new business process changes, and by listening 

to and empowering project teams and end users. From a health systems perspective, consultants 

were brought in to assist with staff training programmes and to provide the organisation with new 

knowledge about the system. The primary objective of coaching is, therefore, to develop and 

encourage organisational learning by empowering and motivating people.

Coaching focuses on organisational learning, i.e. it is 'educationally oriented. From a health systems 

perspective, as PPARS was the first ever national initiative it presented significant learning and 

educational opportunities, and chaOenges, for the organisation. Accordingly, top managers sought to 

educate and coach people involved in the initiative. As one informant noted, ‘people look to me for 

inspiration, it’s vital that they have someone who can develop and educate them about the new 

processes and approaches to work’ (C2). Similarly, another informant remarked, ‘people need to be 

educated about the new system. That’s why I believe we need to coach people and educate users as 

to this systems potential. Otherwise everyone will just see it as a threat to what they do and will then 

resent it aU the more’ (Cll).

The motivation for providing such support grows out of the interest to develop new ‘knowledge'. 

Acquiring new knowledge allows die organisation, through its people, to learn and adapt to new 

changes and practices. A primary method for developing knowledge is to promote and exploit 

internal expertise or to ‘acquire new expertise and skills from consultants’ (Cl). In the health system, 

external consultants, for both technical and change management matters, played a significant role in 

providing new knowledge to implementing agencies and the national project team. As one informant
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noted, ‘there were significant internal gaps in our knowledge, this is why we mrned to consultants’ 

(C3). However, this ‘over-reliance on consultants’ (C3) caused some internal disharmony, as it was 

felt that much of the internal reservoirs of knowledge and expertise were not being tapped into. 

Another informant queried whether ‘after the consultants have left, will there be a knowledge 

transfer. I’m not sure, I think they have learnt a lot from us, but I’m not sure how much we have 

learnt from them ’ (C13). The fundamental motivation to coaching is, therefore, for top managers to 

centre their attention on die acquisiuon of knowledge for the organisation.

Top managers’ objective in coaching is to ‘guide’ ■pto-plt in the organisadon. By guiding people, top 

managers are able to provide advice and insight into expected project changes and new organisational 

demands. As one informant said, ‘I have spent a lot of my time advising and guiding the project 

team. This is very important, because if I were to just tell people what to do, I think resentment 

would start to grow’ (C2). Guiding fits with the fundamental premise of coaching, where top 

managers’ act as coaches or mentors, directing and steering people in relation to the new initiative. 

As another informant noted, ‘this orgamsation hasn’t seen a project like this before. People need 

guidance, which must come from the top, otherwise they wiU think there is no reason to do it’ (Cl). 

Finally, the consultants were also to ‘play a role in guiding and advising the organisation’ (Cll), 

particularly around the necessary cultural changes required for an enterprise-wide initiative.

In taking action on this objective, top managers provide ‘mentoring’ for those involved in the project. 

Mentoring takes place by training staff, listening to, motivating and empowering people involved in 

the project, and by providing constructive feedback. From a training perspective, top managers 

organised training sessions and ran seminars in order to disperse knowledge about the project. SAP 

accreditation was awarded to individuals that successfully completed training programmes. One of 

the methods organisations deploy for ensuring new knowledge acquisition is ‘to reward people for 

their efforts’ (C9). ‘Coaching assists people in learning better approaches, I suppose it’s really up to 

senior management to recognise aU the work done’ (Cll). The literature also recognises ‘user 

training’ as a critical factor for successful system implementation. The literature talks about the 

importance of providing user training, in order to disperse system knowledge and project 

acceptability throughout the organisation (Somers and Nelson, 2001a and Esteves, 2001). As 

informants noted, it was important that the ‘CEO coached system users’ (C14), where they 

‘encouraged everyone, making sure they are ok and that people are released from work to attend 

training’ (C4) and encouraged ‘end users to attend staff development programmes’ (Cl). Another 

informant remarked that ‘training has been one of the primary focuses for Deloitte. It has been so 

important in educating the organisation about PPARS’ (C3). Finally, Stefanou pointed out that
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people can overcome some of the fears associated with job security, loss of prestige, and general 

resistance to change through training, and instead it helps them to share their information and 

knowledge with the organisation (1999: 801).

Another key approach to mentoring is by listening to and empowering people involved in the 

project. As one informant noted, ‘the CEO should know own organisation best, should take time to 

talk to key people in their organisation, and coach them as to what to expect, and listen as they talk 

about the project. So I’d say listen, understand, and educate’ (Cll). In other words, by ‘listening and 

talking to people on the ground top managers are able to coach people on how their jobs might 

change’ (C3). Another informant remarked that ‘the CEO needs to educate people about the 

benefits of this project. People won’t understand it otherwise’ (C3). Informants also remarked that 

‘people need to be constandy promoted and motivated; otherwise they lose interest in what they are 

doing’ (Cll). ‘Motivating, educating, and empowering staff (Cl) and keeping teams inspired are 

t '̂pical actions of coaching. It is important to have people to empower others, individuals like the 

‘CEO have a huge motivational role to play in this project’ (CIO).

Finally, mentoring also involves the provision of feedback to people involved in the project. As one 

infonnant noted, ‘feedback to line managers is essential, we have to work very closely with line 

managers and all potential users over the next 2 /3 months, to ensure that they continue to 

understand what their roles are, and their issues and problems with the new system are resolved’ 

(CIO). Feedback should address issues raised by staff during the mentoring process. Previously, top 

managers were engaged in listening to chaUenges and obstacles towards implementation. Feedback 

should be, therefore, constructive, suggesting recommendations and new approaches to work 

practices. As another informant remarked, ‘constructive feedback is so important, but unfortunately 

it has been too rare in this project. All sorts of problem can be resolved with good feedback’ (C9).

The outcome of coaching is to ensure lessons have been ‘le a m f . Indeed, many CEO’s within the 

health system note that ‘learning lessons has been of the utmost of importance’ (C14), particularly 

considering that PPARS is the first national initiative. The organization should learn from its 

experiences and this in turn wiU add to the internal skiUs-base and level of expertise. Similarly, the 

Uteramre also informs us of the huge amount of organisational learning required for the 

implementation of an ES package, where the whole organisation needs to remain open to learning 

(Brown and Vessey, 1999, and Davenport, 2000a). For the health system, while ‘there has been a 

huge learning curve for everyone’ (Cl), ‘learning new lessons has been vital for the organisation’ 

(C2). Learning has been strongly pursued, both by national project teams and the DoHC,
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encouraging ‘agencies to leam from one another’s experiences’ (C3), and ‘ensure that lessons learned 

wiU improve future work practices’ (C13).

Application of Coaching:

The presence of coaching is particularly evident from 2002 onwards. Many top managers within the 

health system, encouraged by the DoHC, became very concerned about the acquisition of new 

knowledge and learning from the PPARS implementation. With future nadonal initiatives planned 

for the health system, it was vital that local agencies, and the national bodies, gained as much 

knowledge as possible and learned lessons that could be applied to future enterprise-wide initiatives. 

As a consequence, CEO’s, encouraged and supported by Deloitte consultants, began to guide 

implementation teams and project managers. Grievances about project chaDenges and problems 

were Listened to and then counteracted with explanations as to the nature, and perhaps more 

importantly the value, o f the PPARS initiative. As one informant noted, ‘executives need to listen to 

complaints from staff and team leaders but at the same time counteract these through coaching. For 

example, having decided to put in a system, there is pain involved in that, people will have to learn 

new system and work longer hours, many of those people don’t see any benefit, because the benefit 

may accrue to top management. Therefore, it is vital that top management counteract these fears 

with plausible explanations about the uses of the system to the organisation. This can only be done 

by providing constructive feedback, where managers talk to people at the coal-face’ (Cll).

In effect, CEO’s became mentors to the project, motivating the project manager and their respective 

project teams. As one informant noted, ‘the CEO has to be committed and interested in the process, 

understand it, and have good knowledge about the system. They have to be able to be inclusive, 

listen to people’s problems and address them. Have courage to take problems forward, and address 

accordingly, be supportive to project manager, be there, and have a special communication channel 

with the project manager, so you can prevent problems developing and guide the process. It is so 

important that executives guide people. I have spent a lot of my time advising and guiding the 

project team. This is very important, because if I were to just tell people what they should do, I think 

they probably just wouldn’t do it’ (C2). In turn, local staff development and training programmes 

were run, with the objective of educating the organisation about the PPARS initiative. Similarly, 

external consultants assisted in proffering project advice, by running seminars, workshops, 

presentations, and news bulletins.
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Learning lessons has, therefore, been of primary importance to the health system, in particular in 

light of future national enterprise-wide initiatives, e.g. iPMS and FISP. Ten years of implementation 

experience have given the health system deep insights into enterprise-wide initiatives. Top 

management must now listen to project teams and managers and bring diis experience back into the 

organisation. However, one of the primary challenges for PPARS has been the over-reliance on 

external expertise and advice. This over-reliance often meant that coaching remained somewhat 

formal, with knowledge being viewed from a pedestal rather than being informally disseminated 

throughout the organisation. More worryingly however, some top managers wonder at the level and 

amount of knowledge the health system have actually gained from the consultants. This is a concern 

for many top managers, particularly if new national initiatives are to be launched.

(IX) CHANGING:

The objective of changing is to transform the organisations culmre. This is particularly evident for 

ES initiatives, which can affect the work practices of the entire organisation. Changing is driven by 

the oppormnity to provide new growth and development for the organisation. In turn, such growth 

allows the organisation to transform its culmre. Within the health system, top managers 

commumcated a vision of change, which would allow PPARS to transform work practices towards 

human resources. In order to fully transform the organisation, new changes must be embedded into 

its fabric and culture.

Changing focuses on the ‘'culture' of the organisation, i.e. it is culmrally oriented. In other words, 

changing ‘adapts the organisations culture to meet new cultural changes’ (Cll). Top managers within 

the health system sought to change the organisations culture to meet the demands of a national 

enterprise-wide initiative. However, because of ‘a strong culture of self-containment and 

independence within each health board’ (C2), a culture of change was slow to take root. As another 

informant noted, ‘perhaps one of the biggest obstacles PPARS has faced is the organisations cultural 

intolerance. I mean adopting a nation-wide project to fit individual health boards has chaUenged the 

very way we think and work’ (C4). Yet, today there is certainly ‘a culture for national initiatives 

within the health systems because of the PPARS initiative’ (Cl), and tliere is most certainly ‘a culture 

of pride by health system employees despite aU the challenges’ (C2). The literature also notes that it 

is important to create an effective culture for organisational change (Al-Mashari, 1999, Soh, 2000, 

Somers and Nelson, 2001a). Stefanou, for example, states that ES implementations, in particular, 

require a ‘corporate culture that emphasises the value of sharing common goals over individual 

pursuits and the value of trust between partners, employees, managers, and the corporation (1999:
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801). Similarly, Guha found that ‘the organisation should have a culture of readiness, where it is 

willing to share knowledge, develop relationships, and build a capacity for learning’ (1997, cited in 

Ash and Burn, 2000: 5).

The motivation for changing is its focus on ensuring organisational growth and development. Such a 

focus came from the challenges posed by a dominant techno-centric view o f the project. Top 

managers within the health system became aware of the organisational needs o f the project. As a 

consequence, C E O ’s began to focus on developing and progressing the organisation. As one 

informant noted, ‘the technology could only do so much. We had to "grou/ organisational acceptance 

for PPARS. PPARS was always going to be a radical shift in doing things across the health system’ 

(Cl). Changing, therefore, focuses on allowing the organisation to grow, where organisational issues 

relating to an ES implementation are considered. As another informant remarked, ‘we spent m ost of 

our time looking at the technology-which came straight out o f the packet-but we ignored many 

organisational matters. We are now developing these. But they are not as tangible and 1 suppose 

that’s why they were put on the back burner for a long time. Nonetheless, they are critical, and we 

now need to ensure the organisation moves forward and grows because o f them’ (C9).

The objective o f changing is to change or ‘transform’ organisation. One method for transforming 

the organisation is to introduce a change management programme. The literature notes that change 

management is a critical factor m the successful implementadon o f the new system (Somers and 

Nelson, 2001a, Al-Mashari, 1999 and 2000a, Kraemmergaard, 2000, Parr and Shanks, 2000b, and 

Umble et al, 2003). Al-Mashari believes that ‘change management involves all human, social-related 

and cultural change techniques needed by management to ease the transition to and minimise 

organisadonal resistance o f the new environment’ (2000a: 977). Within the health system, ‘change 

management became an important feature in transforming the PPARS project’ (C8), where ‘change 

management was idendfied as a key element to let all agencies see the size o f PPARS and understand 

how the organisation would need to transform’ (C3). Similarly, the HCG report (2001) identified 

change management as an imperadve for ensuring continued project interest and eventual success. 

To this end, Deloitte consultants were hired in 2002 to deal, almost exclusively, with the change 

management deficit within the PPARS inidadve. By adopting a programme for change, it was hoped 

that the project would transform the organisational culture.

In taking action on this objective, top managers sought to ‘communicate’ with the organisation. A 

number o f channels were used to communicate the PPARS message. Primarily, ‘top managers 

communicated via change workshops’ (C8), a change sub-group was set up to report back to the
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national project board, Deloitte consultants ran a series of change presentations and road-shows, and 

a number of national seminars and conferences were held to communicate the PPARS changes 

across the health system. It also became important to ‘develop communication channels between 

local agencies and the national project teams’ (C2), where senior management were required to 

clearly communicate their intentions for PPARS. Similarly, according to the literature, 

‘communication is essential within the project team, between the project team and the rest of the 

organisation, and with the client’ (Somers and Nelson, 2001a; 5). Sedera et al further this point in 

stating that “structured communication is one of the most important factors for ES success” (2001: 

4). The IS management literature also highlights the importance of organisational communication. 

Communication between the CEO and IS executive is cited as critical for ensuring successful IS 

implementation (Shidal, 1978, Rockart, 1982a, Feeny et al, 1992, Karimi et al, 2000), with studies 

calling for strong reporting relationships between the IS executive and the executive team (Weiner 

and Girvin, 1985, Watson, 1990, Currie and Glover, 1999). Local team communication was also 

promoted in order to assist agencies ‘communicate the business needs to the organisation’ (C14) and 

in a further effort to assist ‘inter-agency communication’ (C4).

However, in order for the health system to successfully communicate to the organisation, they had to 

both ‘gain cooperation from the organisadon’ and properly ‘manage the projects expectations’ (both 

of which are recognised as critical factors for ES success). Gaining cooperation involved obtaining 

‘organisational buy-in’ (C2). In order to do this trust between all sides had to be nourished and built, 

while an environment of organisational collaboration and enterprise-wide cooperation was 

developed. Efforts were made to remove ‘project suspicion and fear’ (C6) and any atmospheres that 

encouraged ‘blame’ (Cll). Instead, ‘rewards and incentives were handed out for overcoming pain 

involved with all strucmral and cultural change’ (Cl). The literature states that in order for ‘the 

system to be successful it wiU need the cooperation and involvement of everyone throughout the 

organisation (Davenport, 2000a, Norris et al, 2000, Somers and Nelson, 2001a). According to 

WiUcocks and Sykes without the strong coordination of effort and goals across the business, the ES 

potential will be difficult to realise (2000). Similarly, managing project expectations involved 

preventing overselling and exaggeration of project benefits, while properly elevating project 

recognition and support. Earl and Feeny teU us that executives need to be very careful not to 

oversell the IS project (1994), as doing so could result in short-term disappointment and long-term 

mistrust of fiimre IS initiatives.

A successful outcome of changing is when ‘major system changes have been embedded into the 

organisation’ (Cll). The health system ‘is trying to embed major change that has not happened for
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more than 30 years’ (CIS). For PPARS, this is proving to be the most challenging part of the 

project. It requires widespread organisational buy-in. As one inform ant remarked, ‘this is an 

enterprise wide system, we can’t just implement it and hope it works, it needs to be embedded into 

how we work and how the organisation works’ (C13). Therefore, the outcome o f changing is to 

focus on embedding the project into the organisation, trying to make new changes part o f the 

organisations’ culture.

Application o f Changing:

After years o f implementation, which focused solely on the technological integration o f the system, 

the HCG (2001) report revealed that there was an inherent lack o f attention to issues pertaining to 

the management o f change. In fact, it became widely recognised throughout implementing health 

boards that ‘change management issues were being ignored during Phase 1’ (C14), where Phase I was 

‘predominantiy a technical implementation’ (Cl). Top managers would need to get involved in 

developing and delivering a programme for change. Cultural issues within the organisation would 

need to be addressed in order to implement a single enterprise wide information system. As one 

informant noted, ‘PPARS is not an upgrade, it’s an organisational shift’ (C ll).

To this end, the DoHC, and the lead project CEO, called upon the market to issue a tender for 

leading the change management initiative for PPARS. After successful tendering, in 2002 Deloitte 

consultants were charged with responsibility for ‘leading the change initiative’ (C8). In other words, 

the consultants became the de facto ‘absolute change leaders’ (C14) for PPARS. The N PT  (now 

assuming greater central control o f the project), which was comprised primarily o f project managers 

and technical experts, initially left all change management matters to the consultants. The DoHC 

were content to ‘foot the biU’ for the new change management costs. A t this point, there was, 

however, a ‘distinct weakness in the project leadership’ (C9) (which was held by the DoHC, lead 

project CEO, NPT, and local C E O ’s), primarily because it was focused on a technical 

implementation and believed that it could outsource its programme for organisational 

transformation.

Over the forthcoming years, the consultants, now acting as change agents, would involve the NPT, 

and local agencies, to pursue change management approaches. The N PT  slowly developed a change 

management theme in their dealings with local agencies, by bringing a greater business presence, 

which would balance out the strong technical bias, into the team. In 2004 a change manager was 

appointed to the NPT. In delivering this programme for change, Deloitte, who were now supported
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by the C E O ’s within each health board, focused on gaining greater organisational buy-in and 

acceptance for PPARS. As a consequence, Deloitte believed that the culture o f the organisation 

would be transformed if there was greater focus on end-user training and communication, and the 

provision o f technical skills and project management expertise. As their ‘project preparation’ report 

stated, ‘we (Deloitte) understand that there are deficits in the change management area, particularly 

around communication and training’ (2002: 10). Over the forthcoming years top management, 

supported by Deloitte Consultants, set about embedding a new enterprise-wide culture into the 

health system.

7.5 S i g n i f i c a n c e  o f  F i n d i n g s :

The findings are significant as they advance current knowledge within the IS management field. 

Prior to this investigation, studies relied on ‘descriptions’ o f what top management should do. This 

study, however, deepens our knowledge o f the topic and develops a ‘grounded theory’ to explain ‘how 

top management support ES implementation’. In deepening knowledge on the topic, this study 

contributes to the ES Literature, in particular critical success factors. Prior to this investigation, 

studies ranked lists o f  critical success factors that were deemed important to ES implementation. 

This investigation, however, reveals that top management support incorporates many other critical 

success factors. For example, the ‘dedication o f resources’ success factor is viewed as a single CSF 

witliin the literature. However, this study found that the dedication o f resources is how top 

managers take action on the pattern of ‘resourcing’. The findings, therefore, deepen our knowledge 

of the ES literature and call for further inquiry.

The findings also reinforce what is already known within the IS management literature. Chapter two 

revealed seven approaches to top management support. Studies within IS management, for example, 

focus upon the importance of a positive executive attitude Qarvenpaa and Ives, 1991, Feeny et al, 1992), tlie 

coalition built between the CEO and IS executive (Rockart, 1979, Ives and Olson, 1981, Watson, 1990, 

Gottschalk, 1999, and Maruca, 2001), the importance o f sharing an IS vision with the organisation 

(Rockart, 1988, Schein, 1992a, Earl and Feeny, 1994, Boynton et al, 1994), the development of an IS 

strategy that is aligned to the corporate strategy (Lederer and Mendelow, 1986; GaUiers, 1987; McFarlan, 

1984; Tan, 1995; King and Teo, 1996), the communication of the vision (Rockwell, 1968, Adams, 1972, 

Feeny et al, 1992, Reich and Benbasat, 2000), the development of a steering committee (Nolan, 1982, 

Doll and Ahmed, 1984, Umbaugh, 1984, Raghunathan, 1992, Karimi et al, 2000), and the allocation 

and dedication o f resources for the new initiative (Kanter, 1986, Thong et al, 1996, Chatterjee et al, 2002).
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Yet, the literature has remained partial and fragmented in its explanation o f how top management 

support ES implementation. This is best illustrated by comparing die findings to the extant literature 

(see Table 7.1 below). For example, in building a coalition, the literature tends to focus on the 

relationship between the CEO and the IS executive. The findings, on the other hand, reveal that 

brokering involves much more than this. Brokering involves C E O ’s building partnerships throughout 

the organisation. In the case o f the Irish health system, forging relationships between other health 

board C E O ’s and project champions was critical to PPARS. The development o f a steering 

committee is also considered as another approach to support within the literature. Once again, 

however, the findings reveal that the steering committee is only a tool in facilitating top managers. In 

other words, this pattern o f managerial activity uses the steering committee as a mechanism to reach 

consensus and gain agreement. Consequently, by appeasing all stakeholders involved in the project, 

decisions are made. Sharing a vision with the organisation is also identified as another approach to 

top management support within the literature. Studies focus, once again, on the IS executive, with a 

lack of substantial inquiry into the CEO and their vision of IS. V'isioning, however, highlights the 

importance o f obtaining a strong CEO vision for ES. Within the health system, PPARS was viewed 

as an organisational opportunity by the DoHC, therefore it was important that C E O ’s shared this 

vision throughout dieir respective health boards. Another approach to support within the literature 

is that of aligning the IS strategy to the corporate strategy. Once again, there is a focus on the role of 

the IS executive in delivering this approach. However, this study found that such an approach forms 

part o f visioning. In order to share the vision throughout the organisation, it is important that 

project goals and objectives are aligned to the corporate strategy. Finally, communication is also 

considered as another approach to top management support. Once again, many studies focus on the 

IS executive and their reporting relationship to the CEO. This study, however, found that 

communication is only part of changing the organisations culture. In order to transform the 

organisation, C E O ’s need to embed new cultural changes that wiU prom ote and help the organisation 

to change. For a more detailed comparison between the findings and the extant literature insert 

Appendix?.2.
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Table 7.1-Patterns of Managerial Activity in Context o f Extant Literature

Patterns o f  M anagerial Activity Support from Extant Literature
1, Brokering-Build a Powerful Coalition

• CEO  creates a shared understanding throughout organisation
• CEO  Haises with IS executive
• Powerful Coalition group is built

1. Building a Coalition
• IS executive needs to build relationship with CEO

2. Facilita ting-G aining Enterprise-W ide Consensus
•  Consensus-style management required by organisation
•  Steering com mittee acts as consultative forum
• CEO  is looking for com m on ground on decisions

2. Creating a Steermg Committee
• Bring CEO  and IS executive together-acts as integrative forum

3. V isioning-C reating a Vision
•  CEO is critical in creating vision for ES implementation
•  Vision needs to be held by business and not only IS 

executive/ technologists
•  CEO develops clear project goals and objectives
•  Align ES strateg)' to corporate strategy

3. Developing a Vision
• IS executive shapes vision

4, Alignment o f IS & Business Strategy
• CEO  should view IS as strategic resource
•  IS executive shapes CEO view o f IS strateg)'

4. C hanging-G row ing Enterprise-W ide Culture
•  CEO seeks to use ES implementation to transform organisation
• CEO  communicates change across organisation
• Deploy change management programme

5. Communication
•  IS executive must be change agent
• IS executive with excellent communication skills required, e.g. CIO

• CEO & IS executive have informal relationsliip-better communication

5. R esourcing-Funding the Initiative
•  CEO  dedicates adequate resources to initiative
• CEO  views project as an organisational resource
•  CEO  takes long-term view-sees value o f  project

6, Dedicate Resources
•  IS executive must communicate value o f project to CEO
• CEO needs to see return on investment

6. Controlling-Taking Control
•  CEO  is responsible for overall project management

7. Installing-InstaUing the System
• CEO  discusses technical issues with IS executive

8. Coaching-Learning new Lessons
•  CEO  acts as a m entor to the organisation

9. D riving-Pushing Ahead
• Coercive-style management-just finish project
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Consequently, the findings reveal that the literature remains fragmented only telling part o f the story 

o f how top management support ES implementation. The Ktde knowledge diat is available relies on 

prescriptive inquiries and anecdotal commentar}'. Studies have tended to investigate the IS executive 

and their relationship to the CEO. As a result, there is a lack o f understanding concerning the CEO 

and IS, where both ‘management’ and ‘information systems’ remain separate and isolated fields of 

inquiry. Treating management and information systems as two separate entities has resulted in a lack 

o f empirical grounding dominated by prescriptive investigations. Due to a prescriptive focus of 

inquiry, studies continue to contradict one another’s findings, where the approaches to support 

identified within the literature have remained isolated and independent from one another. It was 

only in an effort to understand the research topic from a holistic perspective, that these approaches 

were united in this investigation.

The findings, therefore, provide a holistic understanding o f ‘how top management support ES 

implementation’. This is critical considering the namre o f enterprise systems. These systems affect 

the entire organisation, require long-term support from top managers, cost millions o f euro to 

implement, and can often determine the very success or failure o f the organisation, e.g. FoxMeyer 

Drug, a $5 billion pharmaceutical company, fiOed for bankruptcy after major problems were 

generated by a failed ES. Consequently, it is critical top managers know how to support diese 

systems. However, too often C EO ’s are poorly prepared to deal with such large-scale enterprise- 

wide initiatives. As Earl and Feeny, for example, noted ‘C E O ’s can neither avoid IS nor delegate the 

issues it raises to others. Business strategy and IS have become so intertwined that large corporate IS 

failures frequentiy lead to the demise o f the CEO. IS issues must now be proactively embraced. 

Unfortunately, most C E O ’s are ill-equipped for this new world. Indeed, surprisingly few provide the 

necessary leadership’ (2000: 12).

As a result, the findings provide critical knowledge to top managers seeking to support ES 

implementation. The findings reveal nine pattems o f managerial activity that act as key levers in 

signalling the appropriate support for ES implementation. In particular, a number of key 

observations can be made about the research findings. These include;

1. Magnitude o f Support: Top managers must be aware o f the magnitude and cost o f ES 

implementation before the project begins. ES implementations are large-scale 

organisational initiatives requiring significant support from top management. The 

findings provide a clear and succinct understanding o f the suite o f managerial activities 

required from top managers when supporting ES implementation.
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2. Enterprise-w ide View: E nterprise systems m ust no t be regarded as technical initiatives

and accordingly delegated to the IS departm ent. PPARS was initially considered a

technical initiative and therefore delegated to  the IS departm ent. Top m anagers believed 

that the SAP software could be simply installed, w hich in turn would integrate business 

processes across all independent health boards. Such a ‘techno-centric’ view, however, 

proved  to be cosdy, with the project eventually calling for an enterprise-wide view o f 

im plem entation. T he findings reveal that top  m anagers m ust view im plem entation from  

an enterprise-wide perspective.

3. A Holistic Perspective: Prior to  this investigation, the literature noted the individual

im portance o f  vision sharing, resource provision, strategy alignment, com m unication,

coalition building, o r setting up  steering com m ittees. H owever, studies rem ained 

isolated and fragm ented with a lack o f  holistic understanding about the research topic. 

Consequendy, this study, w hich was grounded in data, unites extant literature and 

expands knowledge, revealing nine patterns o f  managerial activity to explain ‘how  top 

m anagem ent support ES im plem entation’. In addressing ''how' X.o'̂  m anagem ent support

ES im plem entation; the findings reveal a holistic understanding for the research

question. ICnowledge o f  these nine patterns o f  managerial activity allows top managers 

to assess w hether a m ajor ES im plem entation has the appropriate support. Such 

knowledge is critical to ES im plem entation.

4. Proactive Support: T op  m anagers need to  be proactive in their support. The nine

patterns o f  managerial activity provide top m anagers w ith a fram ework for supporting 

ES im plem entation. Consequentiy, top m anagers now  know  how  to support ES 

im plem entation. Such knowledge should enable top managers to becom e proactive 

supporters o f  ES im plem entation. P rior to  the findings, top managers may have been 

reactive in their support, w here em erging challenges were overcom e rather than 

predicted or forecasted. However, in knowing how  to support ES im plem entation, top 

managers can proactively support the initiative, therefore preventing or subduing 

forthcom ing project challenges.

5. T hough t & Action: The findings reveal that support is as much about action as it is

about thought. While acknowledging the enterprise-wide nature o f  these systems and 

the corresponding organisational attention required for successful im plem entation, top 

managers need to becom e actively involved in supporting ES im plem entation. The 

literature notes that top managers often depend heavily on strategy, believing that if the 

project is aligned to the corporate strategy then their w ork is done. T he project can then 

be delegated to a project cham pion. H ow ever, plans alone cannot achieve success
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action is also required. Therefore, due to the massive organisational re-structuring that 

occurs with ES implementation, the findings reveal that top managers cannot remove 

themselves from support but make a call for clear and unambiguous intervention 

throughout implementation.

6. Rhetoric versus ReaHty: The findings reveal ‘how top management support ES 

implementation’. In turn, such knowledge moves the topic away from the rhetoric of 

what top management should do and clearly explains how top management actually 

support ES implementation. The literature relies on prescriptive inquiry and anecdotal 

commentary, which has remained fragmented and isolated. As a result, a rhetorical 

understanding o f the topic has prevailed. The findings, however, grounds the 

investigation revealing the reality o f ‘how top management support ES implementation’.

7. Bridging a Dichotomy: This study also aids in bridging the dichotomy between

‘management’ and ‘information systems’. Many studies continued to view these two 

domains as separate entities. As a result, a lack o f understanding of how top 

management support ES implementation remained within the hteramre. However, the 

findings reveal that management and information systems need to be explored as a 

single entit)'. Top management support is a critical factor in the successful 

implementation o f ES, therefore isolating both communities does Uttie to explain the 

topic. Instead, greater cohesion is called for between the domains o f ‘management’ and 

‘information systems’, where top managers need to actively support ES implementation.

8. Systemic Support: Top managers must adopt a systemic approach to support and 

refrain from selecting specific patterns o f managerial activity to the detriment o f others. 

The literature notes that top managers are often economic, or strategic oriented. 

Consequently, support tends to focus around resourcing or visioning respectively. 

However, single patterns o f  managerial activity only teU part o f the story, which 

invariably results in a dominance o f such support. In effect, this is what occurred 

initially during PPARS implementation when an over-reliance on the technical aspects of 

the project resulted in the installing pattern dominating the initiative. As a result, while 

each pattern of managerial activity tells part of the story, in order to understand how top 

management support ES implementation, a systemic approach to support is required 

where top managers consider all nine patterns. Therefore, the findings seek to move top 

managers away from prescribing particular managerial biases, providing a taxonomical 

framework, which consists of nine patterns of managerial activity, o f  how to support ES 

implementation. An example o f the systemic nature of top management support is 

provided from the PPARS initiative. Initially, top managers began by brokering a deal for

277



this project. Once a deal had been formed a vision for the initiative was set and resources 

allocated. However, one o f the challenges for PPARS was that the initial vision viewed 

the project as a human resource system rather than an enterprise-wide system. The data 

reveals that a large-scale project such as PPARS requires enterprise-wide change. An 

enterprise-wide vision gives top managers greater control over the project while 

understanding and facilitating organisational-wide challenges. With an enterprise-wide 

vision the new system can then be installed across the entire organisation. It is vital that 

top managers remain open to learning new lessons and in turn m entor and coach core 

project personnel. Finally, top managers needed to apply coercive support towards the 

end to drive the project through.

7.6 Co n c l u s io n ;

Therefore, the findings are significant as they reveal the need for an enterprise-wide approach to ES 

implementation. As already mentioned, the literature highlights the challenges posed by ES 

implementation, particularly when companies neglect organisational issues. Projects tend to become 

techno-centric initiatives, with top management focusing primarily on installing the system into the 

organisation. However, as the findings revealed, a technically-biased approach to implementation 

forms only part o f the story. Instead, top managers need to adopt a holistic approach to support, 

which involves nine distinct patterns o f managerial activity. These patterns o f  managerial activity act 

as key levers in assessing whether an ES implementation has the appropriate support from top 

management. The nature o f such hoHsdc support wiU be discussed further in the following chapter.

The objecdve o f this chapter was to discuss the ‘grounded theory’ that emerged from the data. The 

findings revealed that top management support is comprised of nine patterns o f managerial activity. 

These patterns are comprised o f categories and their explanatory attributes. In attending to these 

patterns o f managerial activity, top managers can ensure support for the ES implementation. As top 

management support is the m ost important critical success factor for ES implementation, a grounded 

theory, which extends current understanding and develops new knowledge, has significant 

implications for this topic. In fact, this study has implications for both academia and practice. Such 

implications will now be discussed in the following chapter, with recommendations made for the 

pursuit of further inquiry.
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C h a p t e r  8



C h a p t e r  8-C o n c l u s io n s  &  R e c o m m e n d a t io n s

“Now this is not the end. It is not even the beginning 

of the end. But it is, perhaps, the end of the 

beginning”. (Sir W inston Churchill, 1942).

8.1 I n t r o d u c t i o n

This thesis was organised into a num ber o f  core sections (which are outlined in chapter 1), i.e. the 

identification o f  a research question through a review o f  the literature, the adoption o f  a research 

m ethodology to  answer the question, the emergence o f  a theoretical fram ework to explain the 

phenom enon under investigation, and finally a description o f  the implications o f  this study. This 

chapter corresponds to  this last step, with the objective o f  presenting the research conclusions, 

implications, lim itations and ideas for future inquiry'. Consequendy, section 8.2 returns to the 

em ergence o f  the research question, illustrating the need for a grounded theory m ethod 

investigation. Section 8.3 presents concluding remarks about this investigation, dem onstrating 

the need for a holistic approach to  top managem ent support for ES im plem entadon. Section 8.4 

reviews the im plicadons o f  this study, highlighting the theoretical and practical contributions to 

knowledge. Section 8.5 points out some limittng factors experienced by this investigation, while 

section 8.6 concludes by outlining future opportunities for further inquiries.

8.2 A  G r o u n d e d  P e r s p e c t i v e :

Since the 1950s organisations have sought to increase effectiveness and efficiency through the 

use o f  com puters. D uring  the 1970s and 1980s IS was recognised as a means to  creating greater 

com petitive advantages for im plem enting organisations. Today, IS has perm eated to the very 

core o f  many firms, often  determ ining their success, o r indeed failure. As a consequence o f  the 

escalated grow th and in terest in IS, huge emphasises has been placed on integrating various 

systems throughout the organisation. Such integration gives the organisation a single view o f the 

enterprise. To this end, ES began to  emerge in the early 1990s. These systems promised 

‘seamless integration’ o f  organisations business processes, th roughout its value chain (Davenport, 

2000). However, despite such promises, im plem entation results revealed significant failures. 

Some studies have cited up to  90% failure rates for the im plem entation o f  such systems 

(Sammon, 2001b). Considering that these systems are enterprise-wide, can often  cost millions o f  

euro and take betw een 1-3 years to install (Markus & Tanis, 2000c), their failure can have 

devastating consequences on an organisation. F or example, in the case o f  FoxM eyer Drug, a |5
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billion pharmaceutical company, the tirm filled for bankruptcy after major problems were 

generated by a failed enterprise system (Hekn et al, 2001).

Further review o f ES implementations found that there were a number o f factors critical to the 

success o f  these systems. A review o f the literature revealed that one factor in particular was 

identified as the most important factor for attaining project success, i.e. top management 

support. Yet, Utde was actually known about the topic. There are a number o f  possible reasons 

for this. Firsdy, the reladve novelty o f  enterprise systems; where these systems have only existed 

in practice since the early 1990s, and have not really been part o f empirical inquir}' until the late 

1990s. Secondly, the hoUsdc nature o f  these systems means that all areas o f an organisadon are 

affected by their implementadon. Therefore, empirical inquiry often foOows suit, which 

invariably leads investigators in different directions, causing a lack o f cumulative inquiry'. Finally, 

empirical studies have only recendy endeavoured to highlight factors that are critical to ES 

success. However, this empirical attention has remained at a prescriptive level, ‘describing’ 

factors that should be deployed, with limited investigation into ‘explaining’ fuUy how such 

success factors affect and shape implementation.

Similarly, a review o f the broader IS management literature revealed a lack o f understanding 

about ‘how top management support ES implementation’. This is reflected in the focus of many 

inquiries, where studies tend to investigate the IS executive and their relationship to top 

management. Consequendy, there is a lack o f  understanding concerning the CEO and IS, where 

both ‘management’ and ‘information systems’ remain separate and isolated fields o f  inquiry. 

Treating management and information systems as two separate entities has resulted in a lack of 

empirical inquiry for this topic, which remains dominated by anecdotal commentary. As a result, 

current understanding has remained partial and fragmented. This is reflected in the different 

approaches to top management support suggested within the literature (see Chapter two). 

Studies note the importance o f vision sharing, or setting up a steering committee, or building a 

coalition, or aligning the IS strategy to the corporate strategy, or providing adequate resources to 

the IS initiative. Yet, these approaches have remained isolated and independent o f  one another 

within the literature. It was only in an effort to understand the research topic that these 

approaches were united in this investigation. As a result, understanding how top management 

support ES implementation would require a ‘grounded’ approach to inquir}'.

A grounded theory' method (GTM) was chosen to investigate this topic. In particular, a GTM 

inquiry would satisfy requirements imposed by an exploratory investigation. Firsdy, this study 

sought to develop a holistic understanding for the research topic. Consequendy, this study 

required a methodology that would build a theory o f ‘how top management support ES

280



implementation’. Secondly, in order to conduct a holistic inquir}' the investigator needed to 

ground the study. Empirical grounding deepens understanding and is an imperative for 

investigations that seek to answer ‘how’ questions. Thirdly, this study was seeking to build 

theory; therefore an interpretivist methodology was required. GTM is ideally suited to 

tnterpretivist inquir}', assisting the investigator to ‘interpret’ or ‘explore’ the research question. 

Fourthly, a methodology was required that would allow the investigation to study people’s 

actions and interpretations in an organisational setting, i.e. a socially oriented methodology'. 

People are dynamic in their behaviours; therefore a methodology that fostered a dynamic and 

systemic approach to data collection and analysis was required. Fifthly, this study was 

investigating enterprise systems, which by their very nature are complex systems, requiring social, 

cultural, organisational, political, and technical attention. Therefore, a dynamic methodology was 

required, that had a history o f  researching complex IS environments. Finally, this investigation 

required a methodology that had a contextual interest in healthcare organisations. Healthcare 

organisations are complex by nature, requiring a vast array o f  social, political, and cultural 

attention. Therefore, a methodological approach was preferred that had a history' o f research in 

healthcare organisations.

In order to conduct a GTM inqtiiry, this investigation needed a case study that would allow for 

rich and deep exploration. Consequently, the Irish health system was selected as the 

organisational case. Preliminary inquiry revealed that this organisation was implementmg an 

enterprise system (called PPARS), which had commenced in 1995, was one o f  the largest ES 

implementations in Western Europe and had an estimated €130 miUion spent on the initiative. 

According to Eisenhardt, when building theory through case inquiry, investigators should select 

cases for theoretical, not statistical, reasons. In other words, cases should be chosen that will 

extend emerging theory or fiU theoretical categories and provide examples o f  polar t}'pes (1989: 

537).

Reflecting back on the use o f a case study to build a grounded theory, three distinct advantages 

come to the fore. Firstly, case study inquir}' is flexible and dynamic, which allows the investigator 

to adopt a systemic approach to research. Fundamental to good grounded theory inquiry is the 

flexibility o f  data collection and analysis. The investigator is able to both collect and analyse data 

simultaneously, which allows for constant comparison of emerging concepts leading to eventual 

theoretical saturation o f data. A second, and related, advantage when building theory from case 

inquiry is the multitude o f  data collection methods available to the investigator. Throtighout the 

PPARS case study, the investigator had access to secondary documentation, interviews, on-site 

observational memo’s, road-show training sessions, and the extant literature, all of which was 

analysed during data coUection. Such a rich multitude o f data methods extends theoretical
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sensitivity, invariably providing the investigator with deeper knowledge about the organisation 

and the research question. This variety o f data collection techniques is only further compounded 

by the complexit}' and size o f the Irish health system, where the investigator needed to deploy a 

multitude o f  methods to gather data. Finally, building grounded theory from case study inquir)' 

provides a holistic understanding of the phenomenon under investigation. In other words, ‘the 

case study focuses on understanding the dynamics present within single settings’ (Eisenhardt, 

1989: 534). Using the multiple methods available to the investigator for data collection, the 

inquiry seeks to paint, as near as possible, a complete picmre o f the case under study. It is this 

pursuit towards completeness that allows the investigator to acknowledge the holistic nature of 

the emergent theory. For this inquiry, such a holistic understanding revealed nine patterns of 

managerial activity to explain ‘how top management support ES implementation’. It is the 

holistic nature o f  this investigation that wiU now be discussed further.

8.3 A H o l is t ic  P e r s p e c t iv e :

In order to understand the holistic nature o f this investigation, it is now important to take a step 

back and review the path that has led to this point. A number o f questions can be asked about 

the research topic. In particular, why, despite four decades o f attention, has the topic lacked a 

holistic understanding? \'C''hy has the literature continued to focus on top management 

approaches that centre on the development o f strategic plans or the role o f  the IS executive? 

Why are ‘management’ and ‘information systems’ treated as two separate paradigms? And why 

have ES implementations continued to fail despite lists of critical success factors?

The answer to these questions, rests in the very nature o f IS management inquiry, particularly 

when an investigation is focusing on ES ‘implementation’. A brief review o f the IS 

implementation literature in chapter three revealed that there are three different perspectives on 

implementation. These different perspectives have shaped inquiry into IS implementation over 

the past decades. In turn such inquiry has shaped our understanding o f top management 

support. This point is, perhaps, best illustrated by returning once again to the earlier mentioned 

dichotomy o f ‘management’ and ‘information systems’. Over the past four decades many smdies 

have treated these two domains as separate entities. In effect, this separation is a result of 

different implementation perspectives, i.e. the technology deterministic perspective (which 

focuses on information systems) and the organisational imperative (focusing on management) 

perspective.

In focusing on IS implementation, many studies adopted a ‘technology deterministic’ perspective.
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where technology? was viewed as inherently good. This perspective o f implementation views 

organisations as ‘machines’, where human behaviour is highly predictable and determined by 

clearly defined rules. Consequently, top management support reflects such an implementation 

perspective, where the role o f the IS executive is heralded as the true champion o f  technology'. 

Top managers delegate responsibility for the implementation process to the IS executive. As 

many IS executives are technically-oriented, the implementation process therefore tends to focus 

on the technology rather than the organisation. Consequendy, when the system fails to deliver 

top managers are left bewildered and slowly begin to view IS and the IS executive with suspicion. 

The IS executive, on the other hand, tries to defend the implementation process, noting that the 

technology actually works but blames the organisational ‘machine’ for not adopting to the new 

system. Thus, both communities remain separate from one another.

An ‘organisational imperative’ perspective adopts a top-down approach to implementation. It is 

referred to as a top-down approach because implementation begins at the strategic level and 

filters its way down the organisation. The basic assumption about this perspective is that 

through strategic planning aD organisations wiU be effective and efficient. Consequendy, top 

managers support IS implementations by aligning the IS strategy to the corporate strategy, where 

It is expected that successful implementation will flow down through the organisation. However, 

one o f the core challenges to such an implementation perspective is that some o f the best laid 

plans are often simply left ‘sitting on shelves’. The IS executive believes that top management 

are taking the initiative serious, while top managers feel they are supporting the initiative by 

incorporating the IS strategy into the corporate strategy. However, plans alone cannot secure 

successful implementation, action is also required. Mintzberg, for example, believes that a top- 

down approach to strategy formulation and implementation simply separates strategy from 

implementation and keeps the top management team isolated from the rest o f  the organisation 

(1990). Similarly, Davenport purports that a top-down approach, typical o f  the organisational 

imperative perspective for IS implementation, does not lead to the development o f  effective 

information systems (1994). Such an approach only separates ‘management’ from ‘information 

systems’, thus resulting in an over-dependence on strategy that is isolated from the organisation. 

A perspective is required that is inclusive o f the entire organisation. This perspective is referred 

to as socio-technical interactionism.

Consequently, studies have called for a more collaborative approach to implementation. Such a 

perspective needs to unite both the organisational and technology aspects o f implementation. As 

a result, the ‘socio-technical interactionism’ perspective has been cited as a possible option. This 

perspective focuses on aligning the organisation and the technolog)’ to suit the people who will 

be using the new system, i.e. end-users. In other words, ‘the performance o f  a system is
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optimised when both the technology and the organisation mutuaOy adjust to one another until a 

satisfactory fit is obtained’ (Laudon & Laudon, 2002: 15). Top management support is very 

much fixed on the people to ensure both the organisation and the technolog)' is adjusted to 

accommodate future system users. However, a core challenge with this implementation 

perspective is that it is a bottom-up approach to implementation. In other words, this 

perspective is often accused o f  lacking the top-down approach necessar)' for organisational-wide 

implementations. Consequently, many organisations are left adopting a hybrid approach to 

implementation, which incorporates parts o f  each implementation perspective. In the long run, 

however, this results in a poorly focused approach to implementation, where top managers are 

guilty o f a reactive rather than a clearly defined proactive approach to support. Such 

implementation perspectives have shaped top management support over the past four decades, 

which has resulted in a dominance o f strategic management and technological determinism.

Clearly, a more holistic approach to implementation is required for ES initiatives. The findings 

from this study provide such a holistic view incorporating all three implementation perspectives. 

For example, visioning adopts an ‘organisational imperative’ perspective, where top managers 

share the ES vision with the organisation and align project goals and objectives to the corporate 

strategy. Similarly, installing adopts a ‘technology deterministic’ perspective, where top manager’s 

focus exclusively on the technology and its installation into the organisation. XXTiile facilitating 

adopts a ‘socio-technical interactionism’ perspective, where top managers concentrate support on 

the people in the organisation and how the new system affects their work practices.

Therefore, a holistic view o f implementation wiU also require differing perspectives, where top 

managers must balance ‘technological determinism’, ‘organisational imperativism’, and ‘socio- 

technical interactionism’. However, providing support across differing ‘implementation’ 

perspectives can only lead to confusion, with the focus on ES implementation torn between top 

managers with strategic, technological, or people-oriented perspectives. This challenge is only 

further compounded by the nature of ES implementations, which demand that the organisation 

is ‘fitted’ to suit the new technology. Implementation that originally started out with a top-down 

or bottom-up perspective, often return to a technological deterministic worldview, i.e. their 

primary focus becomes the technology.

Furthermore, treating patterns o f managerial activity in isolation, by focusing on specific 

implementation perspectives, would return the fmdings to the partial and fragmented nature of 

the literature. While each pattern is critical, it only tells part o f the overall story o f ‘how top 

management support ES implementation’. Consequently, top managers must adopt a holistic 

approach to support, which incorporates aU nine patterns o f managerial activity. As a result, an
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approach to implementation is required that gives top managers a single but holistic perspective 

o f ES implementation. It is likely that such a perspective wiU incorporate all other 

implementation perspectives.

As a result, this investigation calls for greater reflection on current IS implementation 

perspectives, and recommends a more holistic perspective on implementation. Such a perspective 

would unite former implementation perspectives, providing a platform for all nine patterns of 

managerial activity. Such a perspective needs to be top manager oriented, which attempts to 

bridge the top-down bias o f the organisational imperative perspective with a bottom-up view o f 

collective action from the socio-technical interactionism perspective. This ‘implementation’ 

perspective should focus on management decisions and their resultant actions. In other words, 

implementation is focused on the nine patterns of managerial activity' identified in this 

mvesugation.

Without a holistic perspective on ES implementation, top managers wiU continue to pick and 

choose the patterns o f managerial activity that align with their epistemological perspectives o f 

‘implementation’. Over time, due to the demands o f an ES implementation, which requires the 

organisation to ‘fit’ the software, top managers may resort to a teclinological deterministic 

perspective. Support will focus on ‘installing’ or ‘driving’ the new system through, removing 

organisational issues to the periphery. Such outcomes are reflected in the literature, where top 

management support continues to be poorly understood, with studies continuing to focus on the 

role o f  the IS executive as the true champion o f  IS.

As a consequence, this investigation makes a call for a new, and ‘hoUstic’, perspective on ES 

implementation. Such a perspective is the ideal vehicle for the nine patterns o f  managerial 

activity identified from this investigation. This perspective, which incorporates all other 

implementation perspectives, would focus on ‘management’ and their ‘actions’, uniting the old 

dichotomy between ‘management’ and ‘information systems’. It is important to state explicitly 

the implementation perspective required for the research findings, otherwise academics and 

practitioners, coming from differing implementation perspectives (organisational imperative, 

technology deterministic, or socio-technical interactionism), might select the parts o f the findings 

they are interested in. Qv^er time this would dilute such a ‘holistic’ inquiry, returning the topic of 

top management support once again to the prescriptive and biased focus of many previous 

studies.
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8.4 R e s e a r c h  I m p l ic a t io n s ;

This investigation set out to contribute a number of aims to both the academic and practitioner 

domains. In chapter 1, three main aims are identified and outlined. As a result, this section wiU 

revisit the original research aims outlined in chapter 1, while highlighting their specific 

implications for both theory and practice. Each o f the original three aims are now discussed 

under two headings, i.e. (1) implications for theory and (2) implications for practice.

Implications for Theory:

1. This mearch aimed to ̂ nerate a ‘munded theory’ of ‘how top management support E S impkmentation Such 

insights aim to move research awc  ̂from ‘describing ’ what top mana^ment ‘should be doing ’ and move us towards 

an understanding of what top management ‘actually do

A review of the ES literature revealed the importance of attaining top management support Yet, there 

was a lack o f empirical understanding about this topic. Consequently, this study set out to build a 

‘grounded theory’ of “how top management support ES implementation”. In effect, this study 

developed a theoretical framework that provides an understanding of how top managers support 

ES implementation within the Irish health system. In turn, this grounded theory makes a 

number o f specific contributions to the ES literature. These include;

•  The grounded theory revealed by this investigation moves away from ‘describing’ what 

top managers ‘should be doing’, as evidenced within the ES literature, and provides us 

with a clear and detailed account of how top managers ‘actually’ support ES 

implementation in the context o f the Irish health services. Consequently, this theory has 

direct implications for practitioners in the field. Over time, this inquiry could be 

broadened by future studies to investigate other industry sectors and organisations.

• The findings also reveal the complexity o f top management support for ES 

implementations. Prior to this investigation, the research topic remained empirically 

lacking. Top management support was focused primarily around strategic management. 

However, this study has found that top management support is complex requiring 9 

distinct activities from top managers.

• This level of complexity is only further compounded when we focus on the ES critical 

success factors. A review of CSF studies for ES implementation reveals a list o f factors 

that are considered necessary to secure successful implementation. However, this study 

found that top management in fact are responsible for ensuring many o f these success 

factors are considered. For example, in the facilitating managerial activit}', top managers 

use steering committees to attain consensus from all stakeholders and make decisions on
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the project. The steering committee was recognised as a critical success factor within the 

literature. Similarly, this study found that many of the remaining critical success factors 

are, in fact, the responsibility o f  top management. Therefore, this study has implications 

for future inquires.

Reflecting back on the original research aims, as outlined in chapter 1, generating a ‘grounded 

theory’ has greatly aided in deepening our empirical knowledge o f the topic. Prior to this 

investigation the ES literature relied primarily on anecdotal commentary, recognising the premier 

importance o f top management support for successful ES implementation, but relegating the 

acquisition o f sound empirical understanding to the sidelines. The findings, however, reveal that 

top management support for ES implementation is complex, requiring nine distinct patterns of 

managerial activity. The literature continues to treat ‘management’ and ‘information systems’ as 

two separate fields o f inquiry, which invariably results in a dearth of empirical knowledge o f  how 

top management support ES implementation. Without sound theoretical understanding, practice 

must rely on anecdotal suggestions and trial and error experiences. However, with the 

development o f  a ‘grounded theory’, this investigation now allows future researchers and 

practitioners to have a starting point from which to advance knowledge about this topic.

2. This stucfy will also contribute new knowledge to the IS management literature. Despite oi>er four decades of 

attention, the IS  management domain has remained fragmented in its incjuiry, prescriptive in its scope, 

inconsistent in its findings, and lacking in terms of theoretical explanations. Consequently, this study 

will build a ‘holistic’ understanding of the topic, which will unite partial andfragmented inquiry.

The development o f  a theoretical framework also has implications for the wider IS field, as 

mentioned in the original aims in chapter 1. While this study is contributing to furthering our 

knowledge o f ES implementation, this in turn has ramifications for the broader IS arena, in 

particular the domain o f  IS management. A review o f this literature revealed a lack o f  empirical 

depth and knowledge with regard to top management support for IS initiatives. Therefore, a 

‘grounded theory’ will assist the IS management domain in understanding top management support for 

ES implementation. More specifically;

• Top managers must adopt a systemic approach to support and refrain from selecting 

specific patterns o f managerial activity to the detriment of others. The literature notes 

that top managers are often economic, or strategic oriented. For example, some studies 

emphasised the importance of vision sharing, others focused on strategy development and the 

allocation of project funds, while some studies belie\"ed that communication and coalition 

building were important approaches to top management support. Consequendy, support 

tends to remain fragmented, often focused around resourcing or visioning respectively.
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However, single patterns of managerial activity only tell part o f the stor}', which 

invariably results in a dominance o f  such support. In effect, this is what occurred 

inidally during PPARS implementation when an over-reMance on the technical aspects of 

the project resulted in the installing pattern dominating the iniuative. As a result, while 

each pattern o f  managerial acdvity tells part o f the stor}% in order to understand how top 

management support ES implementation, a systemic approach to support is required 

where top managers consider aD nine pattems.

•  While the findings will contribute to uniting fragmented literature, they will also contribute to 

extending current knowledge about the topic. In other words, the findings provide a more 

TioHstic’ understanding of how top management support ES implementation than is currendy 

available within the body of knowledge. As GTM  is most commonly used to generate 

theory where litde is already known, or to provide a fresh slant on existing knowledge 

(Turner, 1983), it is particularly suited to ‘holistic inquiry’. In fact, qualitative inquiries 

often seek to ask ‘how’ questions and are therefore suited to holistic studies. This is 

reflected in the rise o f interpretivism within the IS field over the past decade, where 

researchers recognise the complexity o f IS within organisations, particularly with the 

current dominance o f large enterprise-wide systems that cause significant social, human, 

and organisational changes to the implementing organisation (Al-Mudimigh, 2002). In 

effect, researchers are seeking to explain the whole story and are no longer satisfied to 

rely on specific details or accounts. This point is supported by Bry'ant, who believes that 

the gradual concepmal dismantling o f 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 of the move to promote a more critical IS research orientation’ (2002: 

26). Therefore, in adopting a GTM approach to inquiry, this study has sought to fulfil 

the original aim of building a more ‘holistic’ understanding o f the research topic under 

investigation.

Reflecting back on the original aims, the findings provide the IS management literature with a 

‘holistic’ explanation o f the research topic. This holistic nature is best reflected within Table 7.1 and 

Appendix 7.2. The table contributes in illustrating the partial nature of the IS management literature. 

Several approaches as to how top management ‘should’ support IS initiatives are su^ested, however as 

illustrated there is a lack of sound empirical comprehension. The literature also appears to remain over- 

reliant on the role of die IS executive. Consequentiy, this study rev'eals the necessity o f a holistic 

approach to support, which unites current understanding where top managers must engage in all 9 

pattems of managerial activity. Without a holistic approach to support, top managers will continue to 

rely on specific pattems of managerial activity. This in turn causes a dominance of specific managerial 

acti\'iries within practice and a continuation of partial inquiry' within academia. The importance of
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adopting a holistic approach to support is only further compounded when we consider the three vaning 

IS implementation perspectrv^es that exist within the IS field. As mentioned in the section above, if top 

managers continue to view IS implementations from a technological-deterministic, soao-technical, or 

organisational-imperative perspective, then implementations wiU continue to remain short-sighted in 

their understanding of IS. Instead, this study has called for a more Tiolisric’ approach to support, where 

top noanagers must become activ'ely engaged in implementation. Such holistic support requires an 

understanding and commitment to all 9 patterns of managerial activit)'.

Implications for Practice:

3. From a practitioner perspective, knoivkdge of how top management support E S  initiatives will be of enormous 

value to ‘top manapm ’ wittin the Irish health ̂ stem.

ITiis study also has direct practical implications for top managers involved with the PPARS 

initiative within the Irish health ser^dces. Currendy three health boards and one voluntar}’ 

hospital are operating this system, ie. PPARS is handling personnel and payroll issues for one 

third (37,000 employees) o f  staff within the Irish health system (SkeOy, 2006). Consequently, the 

findings win be o f enormous value to top managers within the Irish health system.

•  In particular, the findings reveal that support is as much about action as it is about

thought. While acknowledging the enterprise-wide nature o f these systems and the

corresponding organisational attenrion required for successful implementation, top

managers need to become actively involved in supporting ES implementation. The 

literature notes that top managers often depend heavily on strategy, believing that if the 

project is aligned to the corporate strategy then their work is done. However, plans 

alone cannot achieve success action is also required. Therefore, top managers need to be 

proactive in their support. The nine patterns o f managerial activity provide top 

managers with a framework, or a set o f specific levers for supporting ES 

implementation. Consequendy, top managers can now move through each managerial 

activity knowing exactiy how they are to support implementation. The findings act as 

key levers for top managers, guiding their support.

•  The findings are also relevant to top managers within the Irish health system engaged in 

future initiatives, with two large enterprise-wide projects ear-marked for implementation. 

The first initiative is the Financial and materials management Information Systems 

Project (FISP), which includes the financial and materials management modules o f the 

SAP package and commenced in 2004 (due to PPARS initiative this project has also 

been suspended pending an internal inquiry from the HSE). The second initiative, set to 

begin in 2008/2009, is the Integrated Patient Management System (iPMS). Both o f these
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projects are multi-million euro initiatives, t)picaUy FISP is expected to cost around €150 

million while the iPMS initiative has projected costs o f  approximately €500 miUion. In 

effect, including other smaller initiatives, the Irish health system intends to invest 

between €500 rruUion and €1 biUion over the next 5-10 years in large-scale IS initiatives. 

Consequently, the importance o f  top management support cannot be over-emphasised 

for these initiatives. This study, therefore, will be hugely valuable to all top managers 

supporting future enterprise-wide IS implementations within the Irish health system.

Reflecting back on the original research aims, this study has significant implications for top 

managers within the Irish health system. Top managers must adopt an enterprise-wide view of 

the project, where each managerial activity forms a critical part o f  the overall story o f top 

management support. These patterns act as levers for top managers engaged in supporting ES 

implementations. These levers provide a tool-kit for top managers, which prevents fragmented 

or partial support. Top managers need to refrain from selecting specific managerial activities and 

give equal consideration to all nine patterns. Understanding the suite o f  managerial activities 

involved in supporting ES implementation will allow top managers to signal their support. As a 

result, support is proactively pursued, which will assist top managers in overcoming project 

chaDenges.

8.5 So m e  L im i t in g  F a c t o r s :

As is the nature o f empirical investigations, research limitations are always present. This 

investigation is no different. In particular, this study was subject to the limitations of 

generalisability. the nature o f a grounded theon^ method, the organisational complexity o f the 

Irish health system, and recent changes to both the Irish health system and the PPARS initiative.

This smdy is limited by its lack o f generalisabiliry. As this smdy investigated top management 

support for ES implementation within the Irish health system, from a generalisable perspective, 

the fmdings are applicable only to the Irish health system, in particular the PPARS initiative. 

This is a limitation o f conducting inquiry within a single organisation. The researcher is left with 

a smdy that is not empirically generalisable, and unique only to the Irish health system. However, 

Gasson recommends that interpretivist inquiries adopt a ‘transferable’ approach, where fmdings 

are transferred to other studies (2002). Therefore, in order to overcome the deficits of 

interpretivist inquiry, continued investigation is required. A cross-case analysis would strengthen 

current fmdings, which could be later supported by a more generalisable survey instrument. 

Another limitation o f  this investigation is the nature of GTM . This investigation develops a 

‘substantive’ theory. Strauss and Corbin inform us that a substantive theor)' is developed from
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work in a specific area, such as a particular t̂ ’pe o f organisation. This rj’pe of theorj' does not 

attempt to explain reality outside of its own particular field (1998). A formal theor\% on the other 

hand, has explanator}" abilities across an array o f situations. For example, formal theory' tends to 

develop an understanding o f an event that is applicable across organisations rather than specific 

to a particular type o f  organisation, i.e. it takes a longer time to conduct but is more generaHsable 

(Strauss & Corbin, 1998). Interpretivist inquiries usually result in substantive theory, because 

they aim to develop and build upon a specific area, before testing and proposing h)qDotheses. As 

a consequence, this investigation now needs to move from a ‘substantive’ theory to a more 

‘formal’ theory. Future inquiry is therefore called for.

Another limitation concerns the organisational complexity o f the Irish health system. As this 

investigation was focusing on ‘top management support’, the structure of the health system 

meant that there were many hierarchical layers involved in the PPARS iniuative. For example, 

the DoHC, individual health boards, HeBE, and national project level boards. It was, therefore, 

important for the investigator to be inclusive o f all ‘top management’ layers within the health 

system. In using a GTM approach to inquiry, the investigator needs to constantly ‘sample’ 

emerging data, remaining in the field until ‘theoretical saturation’ occurs. With different 

hierarchical layers access often becomes a challenge. While this investigation gained access to aD 

necessary levels o f  the organisation, such complexity did mean the investigator had to wait. As a 

result, the investigator spent almost 1 year in the field.

Finally, the Irish health system has been undergoing significant change since the beginning of 

2005 (this was after this investigation completed the collection o f  field data). While such change 

has not limited the completion o f this inquiry, it may pose challenges for its practical application 

or indeed for further empirical inquiry and, therefore, is mentioned here. A new organisational 

structure came into being with the launch o f the health services executive (HSE) at the beginning 

o f 2005. All local agency health boards have now been coUapsed under this new regime. As a 

consequence, this investigation wiU need to be conscious o f such organisational re-structuring in 

conducting further empirical inquiry. Recendy, another significant challenge has been posed with 

the early cessation of the PPARS initiative. The HSE, under direction from the government, 

have suspended the project pending a fuU enquiry. To date the project has cost €130 million, 

with a forecasted completion cost o f cc€230 million (Dowling & Sheahan, 2005: 4-5). Therefore, 

whether PPARS is suspended indefinitely remains to be seen.
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8.6 O f  F u t u r e  In q u ir y :

This investigation has revealed that ‘top management support is a fruitful research area’ 

(Jarvenpaa & Ives, 1991: 219), which is only at the ‘proverbial iceberg’ (Mintzberg, 1980) stage of 

inquir}'. Since this investigation adopted an interpretivist epistemolog}^ the focus has been to 

build theory rather than test existing theory. As a result, there are several directions in which 

future research is required. The following areas are recommendations for such future empirical 

inquir}'.

•  Firsdy, empirical validation and elaboration is required o f  the current substantive theory. 

As mentioned already, this inquir}' has built a substantive theory, which over time should 

be moved to a more ‘formal’ theory. Consequently, future investigations might conduct 

more quantitative or positivistic inquiries, usmg multiple case studies or survey 

instruments, to refine and test this ‘emergent’ theory.

• As this study did not conduct a process-oriented investigation, some authors believe that 

the investigation might have missed some rich historical and processual connectedness 

(Pettigrew et al, 2002). Therefore, a longitudinal study could investigate how top 

managers support ES implementations over time. In this way, more information could 

be gathered about the findings. In particular, whether the patterns o f managerial activity 

have a hierarchical nature, ie. are some more prevalent or important than others? Is 

there a sequence or timeframe for deployment of these patterns? How often is each 

pattern required throughout ES implementation? Can the findings be aligned to 

particular ES life-cycle or process models? O r when are the pattems introduced during 

implementation?

•  Future researchers also need to examine top management support within different 

sectors and industries. How do other private/public sector industries shape top 

management support? D o the patterns o f managerial activity differ depending on the 

organisational sector, ie . private/public, or the t}"pe o f industry, e.g. pharmaceutical, 

manufacturing, health, education etc? There is a huge vacuum in knowledge within this 

area. Future researchers need closer cumulative inquiry in order to build a sound 

theoretical base, which is quantifiable, for top management support in various industries.

• This study was focused on the Irish health system. Future inquiries could examine top 

management support within other health systems. This would allow for a comparative 

analysis o f results, which in turn would enable practitioners to broaden their knowledge. 

This study could also be extended to other pubUc sector orgamsations within Ireland, 

and indeed internationally.

• Finally, future inquir}’ is necessary to understand each pattern o f  managerial activity in-
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depth. This was an exploratory' study, designed to reveal how top management support 

ES implementation. The findings, however, must now be taken further. VvTiat are the 

correlations between each pattern? How do other critical success factors relate to each 

pattern? What other attributes can be added to the framework? Are there other patterns 

o f managerial activit}'? D o top managers within different orgamsational laj'ers support 

projects differendy? Are these patterns applicable to ES implementadons only? Could 

they be applied to other IS implementations and general management inidatives?

8.7 C o n c l u s io n :

In his speech of November 1942, Sir W inston Churchill delivered a message o f hope to the 

British people, and her allies. The tide was turning in Europe. Churchill remarked that while

“this is not the end. it is, perhaps, the end of the beginning”. Similarly, but o f course not as

dramatically, this investigation mirrors such a remark. A review o f the literature revealed that the 

research topic lacked empirical grounding or knowledge. Most o f  what was known about the 

topic came from prescriptive inquiry and anecdotal commentary. As a consequence, this 

investigation set out to explore how top management support ES implementation. Adopting a 

grounded theory method, the fmdings revealed that top managers within the Irish health system 

adopted nine distinct patterns o f managerial activit}' in their support o f the PPARS imtiative. 

These patterns provide a theoretical foundation, o f ‘how top management support ES 

implementation’. However, this investigation is exactiy that, i.e. a theoretical ‘foundation’. So 

much more empirical work is required. While this study has provided a holistic understanding of 

the topic, it is now vital that future inquiry advances such knowledge, bringing a more general 

and quantifiable understanding to the field. This, indeed, is not the end, it is only the beginning.
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Ap p e n d ic e s



Appendix 2.1-Bodies of Knowledge (Davis, 2000, cited in BaskerviUe & Markus, 2002)

Bodies o f Knowledge Unique or somewhat 
unique to 

Information Systems

Examples of Concepts, Theories, 
Processes, and Applications

Information systems management • Strategic planning for infrastructure and 
applications

• Evaluation of IS in the organisation
• Management of IS personnel
• Management of IS function and operations

Information systems development 
processes

• IS project management
• IS project risk management
• Project organisation and participation
• Technical and social requirements
• Application acquisition
• Systems implementation
• Training, acceptance and use

Information systems development 
concepts

• Methods concepts
• Socio-technical concepts
• Speech act theory for collaborative 

development
• Rational decomposition concepts for 

requirements
• Social construction for requirements
• Error and error detection concepts
• Testing concepts for complex socio- 

technical systems
• Quality concepts for IS

Representations in information systems • Database, knowledge base concepts
• Representations of the real world
• Coding
• Storage, retrieval, and transmission
• Tracking events
• Representing event changes
• Representing system structure

Applications systems • Knowledge management
• Expert systems
• Decision support systems (DSS) and 

Group DSS
• Collaborative work and virtual team 

systems
• Telecommuting and distributed work 

systems
• Supply chain systems
• Enterprise resource planning systems
• Intra-and interorganisational systems
• Training systems
• Electronic commerce systems
• Customer support systems
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Appendix 3.1- Six Types of Systems (Laudon & Laudon, 2002: 40).

Strategic Level Systems

Executive 
Support Systems 
(ESS)

5 year sales 5 year 5 year Profit Personnel
trend operating budget planning Planning
forecasting plan forecasting

Management 
Infonnation 
Systems (MIS)

Decision Support 
Systems (DSS)

Management Level Systems

Sales Inventory Annual Capital Relocation
Management Control Budgeting Investment Analysis

Sales Region Production Cost Analysis Pricing Contract cost
Analysis Scheduling Analysis Analysis

lowledge 
Wk Systems 
tWS)

ffice Systems

Knowledge Level Systems

Engineering
Workstations

Graphics
Workstation

Managerial
Workstations

Word Document Electronic
Processing Imaging Calendars

Operational Level Systems

'insaction
“Cessing
terns
PS)

Order Tracking Machine Control 
Plant Scheduling

Securities
Trading

Payroll
Accounts Payable

Compensation 
Training & Dev.

Order
Processing

Material
Movement

Cash
Management

Accounts
Receivable

Employee 
Record Keeping

Sales & 
Marketing

: I Manufacturing j • Finance ! I Accounting ■ : Human :
1 Resources |

j L................................. i U........................^ :.............................. : :..........................;
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Appendix 3.2-Characteristics o f Information Systems (Laudon & Laadon, 2002: 45).

Tvpe o f Svstem Information
Inputs

Processing Information
Outputs

Users

Executive 
Support Systems 

(ESS)

Aggregate data; 
external, internal

Graphics;
Simulations;
interactive

Projections; 
responses to 
queries

Senior Managers

D ecision  
Support Systems 

(DSS)

Low volume data 
or massive 
databases 
optimized for 
data analysis

Interactive;
simulations;
analysis

Special reports; 
decision analyses; 
responses to 
queries

Professionals; 
staff managers

M anagem ent 
Information 

Systems (MIS)

Summary 
transaction data; 
high volume data; 
simple models

Routine reports; 
simple models; 
low-level analysis

Summary and 
exception reports

Middle managers

Knowledge 
Work Systems 

(KWS)

Design
specifications; 
knowledge base

ModeHiig;
simulations

Models; graphics Professionals; 
technical staff

Office system s Documents;
schedules

Document
management;
scheduling;
communicadon

Documents; 
schedules; mail

Clerical workers

Transaction  
Processing  

Systems (TPS)

Transactions;
events

Sorting; listing; 
merging; updating

Detailed reports; 
lists; summaries

Operations
personnel;
supervisors
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Appendix 3.3-Dynamics that have influenced the evolution o f ES

Technical:
♦ The advent of client/sender/scalability
♦ In tem et/need to clean up the back-office for e-business
♦ Faster, more reliable and cheaper computing capacity (processing, storage)
♦ Improving understanding of how to put together very large systems
♦ Frustration with client/server for in-house development
♦ The dream of integration was too complex for in-house development
♦ XML and standardised data formats
♦ Telecommunications and networks
♦ Microsoft NT, GU I/U nix, workflow, datamining, executive IS, mess from legacy systems 

Managerial:
♦ A desire to fulfil the promise o f BPR/m ove to a process-orientation/recognition o f ‘best 

practices’.
♦ Globalisation-1 face to the customer, 1 view o f the customer
♦ L.arger and more complex orgamsations/The evolution towards ‘federal’ firms/lean flat, 

flexible, adaptive organisational designs
♦ Continuing desire for improve managerial decision making
♦ Focus on timely performance management and ‘balanced scorecard’ approach
♦ Need to respond rapidly to the changing marketplace
♦ E-business/increasingly demanding customers
♦ Continuing growth in demand for access to more and more data
♦ Need to integrate across functions for competitive success
♦ Standardisation o f base-level processes in order to empower decision-makers
♦ Trend towards outsourcing o f IS
♦ The need for integration to support customer relationship management (CRM)
♦ German strength m manufacturing and production management
♦ Supply-chain management 

Marketplace:
♦ Y2K
♦ Strong ERP vendor marketing
♦ IS skjUs shortage augers in favour o f “buy’ over ‘make’
♦ Emergence o f a strong slate o f alternative ERP vendors, and assured ongoing
♦ The promise (maybe not fulfilled) o f lower IS/support costs
♦ Application service providers put ERP in reach o f SMEs as well as large firms
♦ Lots o f hype
♦ Availability of industry solutions
♦ The right solution and message at the right time following the BPR craze
♦ Supply chain competition
♦ Increasing customer service/value orientation

(Source: Klaus et al, 2000: 155)
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Appendix 3.4-The Scope of an Enterprise Systems

An EIS enables a company to integrate the data used throughout its entire organisation. This lis t 
shows some o f the many functions supported by SAP’s R /3  package.

Financials:
♦ Accouonts receivable and payable
♦ Asset accounting
♦ Cash management and forecasting
♦ Cost-element and cost-centre accounting
♦ Executive information systems
♦ Financial consolidation
♦ General ledger
♦ Product cost-accounting
♦ Profitability analysis
♦ Profit centre accounting
♦ Standard and period-related costing

H um an Resources:
♦ Human-resources time accounting
♦ Payroll
♦ Personnel planning
♦ Travel expenses

Operations & Logistics:
♦ Inventory management
♦ Material requirements planning
♦ Materials management
♦ Plant maintenance
♦ Production planning
♦ Project management
♦ Purchasing
♦ QuaKty management
♦ Routing management
♦ Shipping
♦ Vendor evaluation

Sales & Marketing:
♦ Order management
♦ Pricing
♦ Sales management
♦ Sales planning

(Source: Davenport, 1998; 122)
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A ppendix  3.5-Critical Success Factors (Som ers & N e lso n . 2001a~>

Critical Success Factors Mean

1. Top M anagem ent Support 4.29

2. Projcct Team  Com petence 4.20

3. Interdepartm ental 
cooperation

4.19

4. Clear Goals & Objectives 4.15

5. Project M anagem ent 4.13

6. Interdepartm ental 
com m unication

4.09

7. M anagem ent o f Expectations 4.06

8. Project Cham pion 4.03

9.Vendor Support 4.03

10. Careful EIS Selection 3.89

11. Data Analysis & Conversion 3.83

Critical Success Factors Mean

12. Dedicated Resources 3.81

13. Use o f Steering Com m ittee 3.79

14. User Training on Software 3.79

15. Education on new Business 
Processes

3.76

16. Business Process 
Reengineering

3.68

17. Minimal Customisation 3.68

18. Defining Architecture 3.44

19. Change M anagement 3.43

20. Partnership with V endor 3.39

21. Use V endors’ tools 3.15

22. Use o f  Consultants 2.90
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Appendix 4.1- The use of GTM in IS Research

A uthors D ate T itle D ivergence P u rp o se /o u tc o m e R efers to Refers to
Strauss &
Corbin,
1990

Glaser,
1992

Calloway & 
Knapp

1995 Using G T  to
interpret
interviews

Not
mentioned

Analysis and 
understanding of 
interview data; 
explanation o f 
phenomena

Yes No

D e Vreede, 
Jones & 
Mgaya

1999 Exploring the 
application and 
acceptance o f 
GSS in Africa

N ot
mentioned

Collection & 
analysis o f  data; 
description of 
empirical situation

Yes N o

EUis 1993 Modelling the 
information 
seeking patterns 
o f  academic 
researchers; a 
G T  approach

N ot
mentioned

To derive models 
o f  information 
seeking patterns

Yes N o

Galal & 
McDonnel

1997 Knowledge 
based systems in 
context; A 
methodological 
approach to 
Qualitative 
issues

N ot
mentioned

Theoretical
formulations

Yes N o

Grinter 1996 Understanding 
dependencies: A 
study o f  the 
coordination 
challenges in 
software dev.

N ot
mentioned

Analysis o f data Yes No

Gosalvez 1996 The WWW myth 
or reality? The 
Catalan 
experience

N ot
mentioned

Grounded Theory Yes N o

Knapp 1996 A G T  study o f
successful
organisational
integrated CASE
technology
implementation

N ot
mentioned

Theory of 
successful ICASE 
implementation

Yes N o

Lubbe 1996 The assessment 
o f the 
effectiveness o f 
IT investment in 
South African 
organisations

N ot
mentioned

To develop a 
preliminary theory

N o No

Lubbe & 
Remenyi

1999 Management o f 
IT  evaluation- 
the development 
o f a managerial 
thesis

N ot
mentioned

A grounded 
theoretical 
conjecture by using 
content and 
correspondence

N o No
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analysis
O liphant & 
Blockle5’

1991 Knowledge 
based system: 
advisor on the 
selection o f  earth 
retaining 
structures

N ot
mentioned

Elicitation and 
refinement o f 
knowledge based 
rules

No N o

Orlikowski 1993 CASE tools as 
organisational 
change: 
investigating 
incremental and 
radical changes 
in systems dev.

N ot
mentioned

Generate grounded 
theory'

Yes No

Pandit 1996 The creation o f 
theor)': a recent 
application o f 
the GTM

N ot
mentioned

Theory building Yes N o

Pries-Heje 1992 Three barriers 
for continuing 
use o f computer- 
based tools in IS 
development

N ot
mentioned

Discovery of 
grounded theory

Yes N o

Urquhart 1999a Strategies for 
conversation and 
systems analysis 
in requirements 
gathering: a 
qualitative view 
o f analyst-cUent 
communication

Mentioned Analysis o f  a case 
study

Yes Yes

Urquhart 1999b Themes in early
requirements
gathering

N ot
mentioned

Analysis o f  a case 
study

Yes Yes

Yoong 1999 Making sense o f 
GSS facilitation: 
a reflective 
practice 
perspective

N ot
mentioned

A grounded theory 
o f reflective 
facilitation

Yes No

Source: Smit & Bryant, 2000:
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Appendix 4.2-The Process o f Building Grounded Theory (Pandit, 1996)

PHASE

Research Design Phase

Step 1 Review of
Technical literature

Step 2 Selecting cases

Data Collection Phase

Step 3 Develop rigorous data 
collection protocols

Step 4 Entering the field

ACTIVITY RATIONALE

Definition o f research question Focuses efforts 
Definition o f a priori constructs constrains irrelevant variation

and sharpens external validity

Theoretical, not random, sampling

Create Case Study database

Focuses efforts on theoretically 
useful cases (i.e. those that test 
and /o r extend theory)

Increases reliability and construct validity

Employ multiple data collection Strengthens grounding o f theory by triangulation 
methods o f evidence. Enhances internal validit)^

Qualitative and quantitative data Synergistic view o f evidence

Overlap data collection and analysis Speeds analysis and reveals helpful adjustments
to data collection

Flexible and opportunistic data Allows investigators to take advantage o f emergent 
collection methods themes and unique case features

Data Ordering Phase 

Step 5 Data ordering Arraying events chronologically Facilitates easier data analysis



Data Analysis Phase

Step 6 Analysing data relating 
to the first case

Use open coding 

Use axial coding

Step 7 Theoretical sampling

Step 8 Reaching closure

Literature Comparison 
Phase

Use selective coding

Literal and theoretical 
replicadon across cases 

(go to step 2 until
theoreUcal saturation)

Theoredcal saturation when 
possible

Step 9 Compare emergent
theory with extant Literature

Comparison with conflicting 
frameworks
Comparison with similar 
frameworks

Develop concepts, categories and properties

Develop connections between a category and its sub
categories

Integrate categories to build theoretical framework 
AU forms of coding enhance internal validity

Confirms, extends and sharpens 
theoretical framework

Ends process when marginal improvement 
becomes small

Improves construct definitions and 
therefore internal validity 

Also improves external validity by
establishing the domain to which the study’s findings 
can be generalised



A ppendix  5,1-Letter to H eB E  

D ear M em bers o f the H ea lth  B oards Executive:

T he E nterprise  System s R ESE A R C H  PR O G R A M M E

M E M O R A N D U M  by Dr. Joe M cD onagh , Senior Lecturer in Strategic C hange and  IT , 
T rinity  College D ublin

D ate: T uesday, 16 M arch 2004

In troduction

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 
currendy seven research initiatives underway one o f  which is focused on executive challenges 
and  choices in the im plem enta tion  o f en terprise  system s. I now solicit your support in 
advancing this particular research endeavour.

T he dilem m a vyith IT  projects

Throughout much o f the last five decades the process o f  introducing IT in work organizations 
has posed obstinate challenges regularly resulting in reports of underperformance and failure. 
Incidences o f underperformance and failure are high with up to 50% of IT initiatives being 
abandoned or failing outright and up to an additional 40% of IT initiatives being delivered late 
and over budget. Unfortunately, as few as 10% 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 o f what organizations experience when attempting to introduce IT. Adjusting any one 
of 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 o f the nature outlined above have 
persisted for much o f the last five decades. The telling point is that studies throughout these 
decades (of which there are many) continually reinforce the same message in relation to IT.

T h e  challenge o f change

Central to the challenge o f 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 IT project spend will be 
absorbed by technical change considerations while the remaining 75/80% will be absorbed by 
strategic, social, and political aspects o f 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 ‘SO FT’. 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.

O n the surface this may look Kke a straight forvi'ard challenge, but is it? Is better project 
management the answer? WOl better project management effect the level o f integration required? 
There is Utde, if any, reason to believe that better project management wiU deliver. \X-Tiat kind o f 
project managers do IT  organizations recruit? A quick review of project management job 
advertisements m the computing press reveals that what is clearly sought after and highly 
rewarded is attending to the ‘H A RD ’ (20/25%) aspects o f change. Most IT project managers are 
not recruited to address the ‘SO FT’ aspects o f IT inidatives and there is Utde, if anything, in their 
job descriptions and supporting reward systems that would focus their attention on the ‘SOFT’ 
(70/75%) aspects o f change.
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This bias towards ‘HARD’ (20/25%) aspects of change to the detriment o f  ‘SOFT’ (75/80%) 
aspects of change is a problem that blights both public and private sector IT initiatives alike. It is 
generally easier to secure funding for the ‘HARD’ technical side o f  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 o f  change. 
It is also difficult to secure individuals whose repertoire o f knowledge, skills and expertise spans 
both the ‘H A RD ’ and ‘SOFT’ aspects o f change. How can organizations possibly get value out of 
IT  investments if aU they are willing to fund is the technical side o f  change?

Executive leadership and IT-enabled change

It is not uncommon to read in management jotimals and the business press that executive 
support and commitment to IT 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 IT-enabled change has been patchy to say the least. The obstinate dilemma outlined 
above underpinned by a biased techno-centric change agenda is generally unwittingly endorsed 
by executive managers. More often than not the dynamics o f IT-enabled change are poorly 
understood 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 o f  other executive leaders in Government and industry leaves me persuaded that the 
key to the effective management o f  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 health services executives m the effective implementation o f 
IT-enabled change in their respective organizations. O f particular interest to this inquiry is the 
introduction o f enterprise systems (e.g. PPARS, SAP Financials, etc) throughout the Health 
Boards in Ireland in recent years. The choice o f enterprise systems is based on the premise that 
such systems are among the most complex to be introduced into work organizations in recent 
years.

The field research involves building a comprehensive picture of the implementation o f  enterprise 
systems in Health Boards in Ireland in recent years. O f necessity this involves access to 
background documentation along with the need to interview key stakeholders. A t this juncture it 
is envisaged that such interviewing wiU be confined to individuals deemed central to overarching 
programme governance arrangements.

The proposed work will be o f immense benefit to The Health Boards Executive either in its 
present or newly configured form  It will provide rich insights into what has worked weU to date 
in the implementation o f  enterprise systems along with the development of best practice 
guidelines for the effective management o f  IT-enabled change in health services organizations in 
the future.

The field research wiU be carried out by Mr. John Loonam and wiU form an integral part o f his 
PhD research degree which is due for completion in June 2005.

Further information

In closing I wish The Health Boards Executive well as it addresses the chaUenge o f  fundamental 
change within health services at this time. Should the Board require greater elaboration on any of 
the themes noted above I am more than happy to provide the necessary support.
Kind regards
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Dr. Joe M cD onagh
Senior Lecturer in  Strategic C hange and  IT
U niversity of D ublin
T rin ity  College
D ub lin  2
Ire land

Office; +353-1-6082330; Cell: +353-86-1712737; Fax: +353-1-6082330
http: /  / w \ \w .te d . ic /B u s in e ss  S tu d ies /S ti if fR cscarch /m cdonagh.htm l



Appendix 5.2-Research Agenda-21 April 2004:

(a) Research Area;

“Understanding executive challenges and choices with the introduction o f  an Enterprise System”

(b) Research Process:

4 stages to research process

1. Work with HeBE to establish overaO executive challenges and choices-perhaps a
preliminary meeting with panel/members

2. Detailed examination of single Health Board, e.g. Midland Health Board
3. Interview main actors in remaining 7 Health Boards
4. Drawing empirical research to a close-collaborate findings with HeBE members-develop

protocol for delivery of best practices with HeBE.

(c) Research Participants:

Individuals important to the research include;

♦ Members of H eBE/National Project Board & Team-perhaps sit in on a few meetings 
relating to ICT projects/SAP in particular

♦ Project champion & CEO from each health board (plus others as determined by first HB 
case)

♦ From first Health Board-consultants, end users, members of SAP project team (wUl aid in 
building an overall view of HB’s)

(d) Timeline: 1='May-1®'August
♦ Concluding remarks drawn in September

(e) Benefits o f research to H eBE:
♦ Development o f  a ‘Best Practices Framework’
♦ Access to Doctorial research
♦ Development o f  a research partnership between Irish Health Sector & Trinity CoUege 

Research in Action:

Getting started-when and who do I talk to?
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A ppendix  5.3-M HB Plan of Action

M eeting  M em bers: Liaison Officer (HeBE), Project Manager (MHB)
V enue: Landmark Hotel, Carrick-on-Shannon
D ate: 24 May 2004
Subject: Proposing Schedule for Midland Health Board Inquiry

Schedule for R esearch Action:

1. H ea lth  B oards SAP in itiative (May-June 2004)
• Video clips (Gartner, Ovum, Butler, Forrester) (in p rogress)
•  Access to National ICT strategy (com pleted)
•  Project Reports-HAY Report (to be provided by P ro ject M anager) 

Research Obiective: To gain a deep knowledge of Executives challenges and choices to date 
with the SAP initiative.

2. F irst R esearch C ase-M idland H ealth  B oard (May-June 2004)
•  Invite from Sarah, and introduction from Liaison Officer, to MHB Project 

Team
• Familiarise research with SAP initiative

o  Gam access to Network
■ Meeting m inutes/presentations/project reports

• Meet SAP Project key players
■ Interview with Project Manager
■ Interview key players in her Project Team 

Research Objective: To gain a real tune experience of a SAP initiative

3. Im m erse  research  in  SAP health  initiative (EndJune-July 2004)
o  Meet SAP key players (Schedule M eetings in A dvance)

Consultants (Deloitte, IBM, OLAS)
SAP Ireland-
National ICT Projects Director (PPARS)-Tony O ’ Reilly 
National ICT Projects Director (FISP)- 
National SAP Project Team (SUgo)

Research Objective: To fuUy understand the SAP initiative at both a local and national 
Health Board Level.

4. R em ain ing  H ea lth  B oards (as applicable) (September-October 2004) 
o  Meet key players, for example (Schedule M eetings in  A dvance)

■ Interview Project Champions
■ HeBE members 

Research Obiective: Completing SAP understanding within the Health Boards,
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Appendix 5.4-Data Collection Sources

N um ber Source Items

1 Consultant Reports

♦ NIMT, 1998
♦ QA Hay Management Report (2001)
♦ Deloitte Change Readiness Assessment Report (2002)
♦ Gartner, Validation of Costs (2004)

2 Project Progress Reports

♦ National Project Board (2002-2004)
♦ Midland Health Board (MHB) (2001-2004)
♦ MHB Project Implementation Plans (2001-2004)

3 Steering Committee Minutes

♦ National Project Board (2002-2004)
♦ National Project Team (2002-2004)
♦ MHB (2001-2004)

4 On-Site Agency Visit

♦ 1 Deloitte “National Road-Show W orkshop’-TuUamore (April, 
2004)

♦ 2 Seminars-St. Loman’s SAP Centre, Mullingar (June, 2004)
♦ 3 weeks on-site-Sat in on local meetings-Informal Discussions with 

local agency Implementation Team
♦ Memo-taking,

5 DoH C Reports

♦ National ICT Strategy (2004)
♦ Quality and Fairness Health Strategy (2001)
♦ HeBE Reports (2002 and 2003)
♦ Prospectus Report (2003)
♦ Brennan Report (2003)
♦ VFM Audit (2001)
♦ DoHC Business Plan (2002)
♦ Individual Agency Reports, e.g. (ERHA, 2001, NEHB, 2003)
♦ NHIS (2004)

6 Conferences
♦ National PPARS Conference-Alexander Hotel, Dublin (13 Oct. 

2004)

7 Interviews

♦ 15 conducted
♦ 3 Agency A /C E O ’s (M H B, N W H B , SJH)
♦ 3 Agency Project Managers (M H B, N W H B , SJH)
♦ National Project Director (NPT) (National Project Manager)
♦ Assistant National Project Director (N PT)
♦ Lead National CEO (National Project Sponsor/H eB E )
♦ 2 National Sponsors (D oH C )
♦ Senior Partner Consultant (Deloitte)
♦ Corporate IS Director (H eBE)
♦ 2 member s o f project implementation team (M HB)

8 Literature Re\iew

♦ ES Literature
♦ Information Systems Management Literature
♦ Qualitative Research Literature, e.g. Grounded Theory Method
♦ IS and Public Sector/Health Care

9 Project Presentations

♦ National Project Board (2002-2004)
♦ MHB (2001-2004)
♦ National Project Team (2003-2004)
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Fig, 5.5-Organisational Complexity

N orth Western 
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Appendix  5.6-Identifying Key Inform ants for Interview

M eeting M em bers: Liaison Officer (HeBE) & Investigator
Venue: Radisson Hotel, Athlone
D ate: 27 July 2004
Subject: P roposing  Interview  Schedule

Schedule for In terview  Process:

5. In -d ep th  study o f M idland  H ealth  B oard (Ju/y 2004)
• On-site visit (in progress)
•  Interviews with key personnel (to be com pleted  this w eek-M H B  project 

m anager tak ing  control o f this)
Research Objective: To gain a deep knowledge o f PPARS at an agency level.

6. N atio n a l Project T eam  (N P T ) (early September 2004)
• Invite key participants for interview (N P T  D irector tak ing  control of 

this)
Research Objective: Understand PPARS from a National perspective

7. Local A gencies (September 2004) (N P T  D irector tak ing  contro l o f this)
o  Invite C E O ’s and project inanagers from individual health boards to participate

in study.
o  Decided to leave intervnew scheduling ad hoc to cater for ‘theoretical sampling’ 

Research Objective: Find informants from most advanced agencies.

8. N ationa l Project B oard (N PB ) (September2004)
o  Invite key participants for interview (L iaison O fficer tak ing  control o f 

this)
- DoHC 
• NPB
■ Deloitte Consulting
■ Agency Sponsors

Research Objective: Meet members of National PPARS steering committee

9. PPARS P rogram m e Sponsorship (late Septemher-earlj October 2004)
• Programme Sponsor membership team; (L iaison O fficer tak ing  control 

of this)
■ HeBE Director
■ Corporate Projects Director, (HeBE)
- DoHC

Research Objective: Complete study with programme sponsorship knowledge

10. R esearch R efinem ent (October 2004)
• Follow up any points needing further clarification 

o  Can contact participants via e-mail/phone
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Appendix 5.7-Preliminarv Interview Questions:

1. Historical story o f PPARS-gaining an understanding to project background.

2. What were/are the major chaOenges experienced with the PPARS initiative?

3. And what choices were made to overcome these challenges?

4. In your opinion, how do executives support this project?

5. How would you see the role o f  various governance layers?

6. How do you see your own role?

7. Is there anything you would Uke to see executives doing to better support PPARS?

8. Future o f PPARS-where to from here?
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Appendix 5.8-Exam ple o f D ata Ordering
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A ppendix  5.9-D ata Analysis Process

O p en  C oding:
♦ Line by line analysis-from phenom enon to 

concepts
♦ ‘Constant com parison’ o f  data (Glaser & 

Strauss, 1967)-‘fracturing data’ (Strauss & 
Corbin, 1990) by constantly asking, who, 
when, how, how much, what, where etc.

P rocess:
♦ Analysing all Data

O SG minutes
O Interview

Transcripts
O Reports
O Presentations
O Literature Review

Axial C oding:
♦ Moving data concepts into 

‘categories’-‘theoretically 
sampling’ data’ (Strauss &
Corbin, 1990)

♦ Pursuit o f ‘causal relationslaips 
and connections o f data’ (Ibid) 
by ‘reconstructing the data’ (Ibid)

Process:
♦ D evelopm ent o f 

‘categories’
♦ ‘Storj'-TeUing’

O ‘History o f 
PPARS’ 
Diagram

Selective Coding:
♦ Reaching ‘theoretical saturation’ 

(Glaser & Strauss, 1967) 
‘Emergent theory’ (Ibid,
Strauss & Corbin, 1990) Process:

♦ ‘E m e r g e n t  th e o r ) '’
framework-S trengthen 
Theory with Literature 
Companson

‘Emerging
data
selection’
framework

‘Theoretical

Saturation’



Appendix 5.10-Exatnple Secondary Data Analysis
PPARS Project 

Board-11 Dec
 02___________________________________________________________________
Ref N o Description o f Raised By Actionee Agreed Update/Response

Issue/A ction Response Date

OThe project awaits a list 
o f  key deliverables
from DoH& C

Further discussions with DO H & C

(A) Provide List of 
DoM&C Requirements

R N advised - The new draft statem ent o f  
strategy for the D ept for 2003 to 2005 has as a 
KPI national roU out completion o f financial and 
personnel enterprise planning systems

TR has written to Department for confirmation 
of requirements (June 11 2003)

Workshop set up with KG, D  M, & C H and the 
National Team  (28* April) to clarify issues and 
identify specific departmental requirements

Item Status

O n-G oing
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Appendix 5.11-Example Secondary Data Library

Date Year M ethod Overall Reasons Objectives Actions O utcom es Sampling
April 2003 MPB Steering 

Meeting-PPARS- 
Accountability  
Discussion Paper

Call for greater 
accountability, 
responsibility, 
governance, and 
ownership o f PPARS

1. HcBE carries out work 
through Strategic Initiatives 
made up o f programmes & 
individual projects, 2. 
Funding from 2 streams- 
ICT capital & DoHC 
Revenue

Governance & 
accountability should be 
sased on HeBE structures. 1. 
[mplementation o f PPARS is a 
declared policy of D oH C  & 
H eBE.

1. Is Funding 
important?
2. Wliere does 
ownersliip o f  PPARS 
lie?
3. W hat governance 
layers are there?
4. W hat is the role o f 
steering committee?
5. W liat are the 
‘strategic initiatives’?
6. How does 
governance 
mechanism ensure 
tilings get done?

April 2003 NPB Steenng 
Meetmg-PPARS- 
B u d get/F u n d in  
g Sub-group  
Report.

2. Prior to 2003 NPB 
did not approve or 
comment on PPARS 
budget. 3. Change 
M anagem ent 
contracted out 
(D eloitte). 4 Variances, 
5. Need for greater in- 
house skills 
development

Responsibility, 
project being tasked 
to meet certain key 
expectations, 4. 
Concern for future

1. To develop & secure 
appropriate funding for 
PPARS, 2. Clear requirement 
now to decide where 
authority to sign off budget 
lies. 3. Hiring consultants 
(Deloitte) to deliver change 
mgt.-these skills are not 
available with the N PT, 4. 
Report due from 'Process and 
Vanance' sub-group. 5. need 
to hire 'right' people

£26.9m for year 2003 on 
PPARS, while for Phase II 
£100m has been set aside. 
Consultant fees (Deloitte) cost 
£10m

1. How IS Change 
management 
conducted?
2. W hat is role o f 
consultants?
3. W hat t)'pe of 
variances exist?
4. How  many sub
groups are there?

April 2003

NPB-SG

Increase in-house 
expertise and reduce 
consultancy days

1. Finance sub-group, 2.
Process & configuration sub
group, 3. Discuss PPARS 
accountability with HeBE

1. Decrease consultant costs,
2. Variance config. To be 
minimised-must accept SAP 
package as is, 3. Awaiting 
HeBE response

What in-house skills 
are lacking?

June 2003

NPB-SG

Discuss ERHA 
implementation strategy 
and governance

1. Meeting to be arranged 
with ERHA & N PT

W hat is the impl. 
Strategy'?



Appendix 5.12-Example Interview Transcript

• The D oH C  is a statutory role. But what exactly are we expecting from the DoHC? C13 has often said for example, we have funded this 
project, you came to us looking for the funding, we did our best and gave you the funding. So far DoH C have actually funded the project to 
the extent that was asked for. So, I think the D oH C  see their role as providing the funding, saying here’s the funding, now you move on 
and make it happen. You show the developments, therefore I would say in fairness to the D oHC what more could we really expect from them 
(Memo-DoHC place emphasis on fmdin9-we pay you do approacb-this is often typical with IS projects).

• If  you come along to H eB E  then, they are m anaging across the integration and strategy side, so they don’t have a day to day operadonal 
role, so we must ask ourselves what more can HeBE actually do.

•  Then if we come on to the N P B , personally as I sit on this board represendng the implementaUon managers, I would be disappointed with 
the national project board. We have to ask ourselves, are we clear on the role o f the national project board? A lot o f us would see the NPB 
as having a different role, I wiU give you an example. You go to the NPB meeting, it is a 2 hour m eeting that takes place every 8 weeks at 
different locations throughout the country. Your putting in a multi-million pound based project, so who is the governance body that 
m eets on an ongoing  basis for a multi-million project to that extent. If you take for instance, the challenges associated to going live, the 
project plans, getting the resources, getting things off the ground, that is not discussed at NPB. So if it isn’t and there are no 
operational or im plem entation challenges discussed at N PB , where are they discussed , because as you see from the project structure 
there, you have the NPB diere and then you have the steering groups out here. There is a representative that goes in there, but these 
representatives have many challenges that they bring into that NPB (Memo-NPB has too many agendas, too much discussion, not enouph focus on project).

• For instance, yesterday was a killer day here, the system was down from 9.30am to 10pm. We know sitting here as the customer, because at the 
national team, that call did not get priority. People at the national team did not realise that we are under a deadline to pay out to people. We 
all take this very serious here, this was a huge issue. Where do you take this problem, you are an individual in this health board, and there is 
no time at N P B  to focus on this issue.

• In relation to challenges o f resources, o f business processes, o f standard forms, there is no forum to discuss these. They have set up a 
number o f sub-groups, so maybe this is how CEO’s mean to address many o f these issues. However, this doesn’t seem to be addressing 
many o f the challenges. There remain to be a lot o f things that happen in the project group that we don’t seem to have appropriate channels 
to com m unicate through. (Memo-l^ck of communication channels)

• We underestim ated change m anagem ent, no question about it, we did not see this as a change m anagem ent process, this was visualised  
as a technical issue, an autom ation. We were wrong to underestimate change management. I do think however Deloitte are 
overestim ating change m anagem ent. (Memo-Consultants leading change mpt) But in my time I did underestimated change management.
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Appendix 5.13-Example o f M emo-taking

27 July 2004-Meeting in Radisson Hotel. Athlone:

Meeting took place between 3-5.30pm. Informant talked openly about the project, pointing out many project chaUenges-both in the past and

forthcoming. Main memo points include;

♦ PPARS name change. W ent from Personnel PayroU Acceleration Recruitment Superannuation system to Personnel payroU and related systems. 
This illustrates problems with system and problems with large scale change. Even the second tide just lumps all ‘related systems’ together. Re
christened around 2001.

♦ X (1995) set up concept o f PPARS. It came from NW HB having no payroll system, and decided that perhaps they could get a freebie from 
government by implementing PPARS. (This is perhaps why NWHB are main sponsors o f project today). Inform ant took over between July 96- 
July 98 o f the PPARS project.

♦ PoUdcs a huge element o f PPARS. Everyone in health services appears to be ‘yes’ men. Ver}' few people willing to say no and demand greater 
clarification and understanding o f the project, “we hadn’t a clue” comments throughout chat today. N o system in HR, massive variances, no 
nadonal rules or guidelines for project implementadon.

♦ D oH C didn’t have naUonal guidelines for project of this magnitude. This is an important point considering the scale o f the project. Effectively 
government committing to a project they knew very Utde about.

♦ Nature o f SAP; massive lack o f system tolerance. Will not allow health services to alter or change SAP. Old adage ‘thou shalt not change SAP’ 
comes to mind. DeU was introducing SAP and threw it out for this reason.

♦ HSE; fear is diat when they come into power, they wiU look at all the milestones and throw this out because it is effectively a bad public relations 
exercise. This illustrates the political nature o f the project, and the difficulty o f trying to champion a large-scale project o f this magnitude within the 
health services.

♦ Project started o ff costing between €5-7m, it now has ended up costing €150m.
♦ Consultancy fees have been huge. Have relied too much on consultancy when they should be developing their own people in-house.
♦ Fall out with original partners (BuU), almost went to court.
♦ Need an honest appraisal now-particularly on eve of HSE set-up. Otherwise the entire project could be under jeopardy
♦ A lot o f angst around system-X has made it clear that he is not responsible for this. HeBE is legally opting out, whereas X took the PPARS 

portfolio and therefore could be held accountable for the project. Atmosphere uithin HeBE is not good re: project. Blame culture emerging.



Appendix 5.14-Example Open Codine Library

Phenom enon D ata (Line by Line Analysis)
— ■;  ̂

Einerj^injr C oncep ts C om parison Theoretical Sampling

NPB deliver 'Consensus style management' (Consensus style tngt. Is consensus important?

Support Alignment between national strategy and local strategy S t r;i a 1 i :.>linu,' ru Sn::i tey\' Is strategy in hne with org.?

Lack of communication with HB's how to do this ('(;mmi.imcalion How is PPARS communicated?

Lack o f a synergy between national and HR vision for 
the health services and where PPARS fits Vision svncfg\ V'ision Is the vision aligned to project?

Remove fear from agencies regarding changes 1 ''ear of change
Massive lack o f in-house skills and expertise for this 
project, relied hugely on consultants in house skills Skills Wliat skills are lacking?
Deloitte 'partnership relationship' with DoHC Partnerships
DoHC provided the funding 1 'uiiding projcct: I'undiriy; Wlio holds purse strings?
Consultants as change agents (^hiuige agents Cha rnK:
Deloitte came in at Phase II ( 'cjiisuliaiits (^(,)nsul tants

A strong vision for PPARS was required in the 
beginning N'lsion Vision
Lack of coaching by mangers going on-listening to 
complaints and passing it on to us Need vo cciach pcfiple Coacli

Need to change work practices ( Ihant'e ( Change
C EO 's need to coach people and reward their work Need to coacli people (>;ach How im portant is coaching?
Over-emphasises on change mgt. Charis'e met-- (Change
Consultants needed to deal with different agencies Role of consultants Consultants
keep integrity of national agenda SiandMrdisadon How successful is reengineering?
develop plans Stmlcg\' dcvelo]iment Sn:a tegv
Lack o f in-house expertise and knowledge still In-hoase skills Skills
Consolidate project uniformity Project imilormitv
Need to be empowering people 1 'tnpower people Petjple
Ran workshop and collaborative initiadves intemally (.'ollab()nii:ion Peciple How does collaboration happen?
Deloitte provide change mgt. consulting C h an;>e ni:i nap,emeuL ( lliange

1 consultant to every 10 health service people-not good Role of consultants ( lonsiiltants
G reater national control of project is required Conin:)! project Who is managing project?
Project must be seen as a business delivery Business initiative St:ravegv Is this a business or IT project?
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Appendix 5.15-Story of PPARS (Network Diagram)

Reasons for Launch fPhenomenon)
♦ EU legislation, e.g. maternity leave
♦ Labour effort required with HR
♦ 70% o f Health Service budget spent 

on staff salaries (of €1 lb  in 2003)
♦ DoH C wanted greater transparency
♦ Changing recruitment and retention 

environment
♦ Wanted ‘best practice’ HR standard
♦ Inept HR IT systems, predominandy 

paper-based
♦ A single system would set precedent 

for future national plans
♦ DoHC wanted better mgt. of 

resources, particularly HR

SAP chosen  because;
♦ Oracle involved in huge legal suit in 

UK-fear they would disappear
♦ SAP won the procurement tender 

based on being best on the mkt.
♦ DoHC knew that some HB’s had 

intentions o f  bringing in SAP 
financials, so it made sense to have 
same system

SAP Challenges
♦ SAP is inflexible, organisation must 

change to suit package
♦ SAP HR (particularly Payroll) later 

found not as compatible with 
Health Service organisations

Largest
ERP
project
in
Europe 
in 2004

PHASE I (1995-2001)

Ptoject Vision

To develop a fi 
system, inclusiv 
attendance/abse 
meet the busine 
a modem, dynan

jUy integrated HR 
e of payroll and 
nee which would 
ss reqviirements of 
lie, HR fimction

r

Project Name:
Payroll, Personnel, Attendance, 
Recruitment, & Super-annuation

Building a Coalition (Strategies^
♦ Chairman for PPARS 

nominated
♦ Set up o f a ‘CEO group’ to 

share project vision
♦ NWHB to act as ‘pilot site’
♦ DoHC commission chairman 

to set up a ‘National Team’

Initial Challenges fConditions'l
♦
♦

Original Stakeholders (Context)
♦ Project initiated by the NWHB in 

1995/1996.
♦ Reason: NWHB wanted a system 

that could meet their changing HR 
needs

NWHB started in 1996, MHB 
MWHB HB’s & SJ’s in 1998

♦ D oH C /IH A  approached. Wanted 
1 single system for the entire health 
services

♦ By 2001, 6 HB’s and St. James’ had 
joined the initiative

Health Boards are Statutory bodies
Massive cultural shock for agencies
(collaborate after 30 years o f competition)
Organisational structure does not suit a
nation-wide initiative
National autonomy and responsibility for
PPARS is not clear
Lack of a National Rulebook-no
legitimacy to give national initiative
binding

DoHC were ‘very 
interested’ C4, C7 
Said ‘you make it 
happen to HB’s’ (Cl)

Actions T aken  (Actions)
♦ DoHC would provide the funding 

for this project.
♦ To be implemented agency by agency 

(different interpretations o f the same 
rulebook meant single 
implementation not chosen)

♦ DoHC would develop policy‘& 
strategy for PPARS

DoHC estimated €7m /3 * 
years
NWHB & DoHC decided 
agency by agency 
In itia l v ision  w as 320



Im p lica tio n s ('Consequences') A^encv S takeholders (Context'!
♦ Lack o f  national org. ♦ Director of HR (project sponsor)

structure/national rulebook meant ------------- ► ♦ Implementation Manager (project
project would remain in Agency manager)
control. ♦ Implementation team

---------------------------------------  Local S teering G roup; ^Strategies
SG vehicle for identifying ^ Directors o f H R /F inance/IT
and resolving problems .  ̂ rx ,°  ^ ♦ Directors or Nursing

♦ General/Line Managers
♦ Representatives from National 

Team
♦ Representatives from local 

PPARS implementation team

DoHC commissioned a 
report by Hay 
Management Group 
(Nov., 2001)

Objective was 
to conduct a 
QA on 
benefits 
realisation

Agencies are;
♦ ‘Independent repubHcs’- 

highly autonomous 
culture in HB’s (C2)

♦ 30 years culture of 
competition between 
agencies

♦ Agencies ‘fighting for 
their own little patch’-C3

♦ Local political and 
cultural sensitivities afraid 
o f national transparency

♦ Fear among C E O ’s o f 
DoHC transparency- 
‘C E O ’s might agree with 
PPARS, but it doesn’t 
mean they would make it 
easy to bring in. It would 
always be a political trade
o f f  (C4).

Agency Challenges (Conditions^
(a) PPARS viewed as an IT project
(b) Lack o f buy-in from
♦ General/line managers
♦ Directors o f H R /F inance/IT
(c) N ot seen as a priority-'just a back- 
office system’ (C5, C8, CIO)
(d) Resource challenges-lack o f in- 
house expertise-consultant dependent
(e) Poor communication:
♦ Roles &: accountability not clear
♦ Between inter-agencies
♦ From implementation team to 

rest o f organisation
(f) Poor realisation o f project benefits
(g) Lack o f change management
(h) ‘Ruthless standardisation’ (C2, C6
♦ Variances a big challenge
♦ No national rulebook to guide 

project teams
♦ National team lack authority and 

decision making power

IBM /B uU /SA P/K PM G  
all employed in Phase I

A ctions T ak en  (Actions'!
♦ Brought in Consultants (for assistance with 

techmcal imple.Vdecided by agencies
♦ Focus on data standardisation and removal 

o f variances
♦ National team provide technical expertise 

and project mgt. assistance
♦ System design, configuration, data 

migration, testing, & implementation

Agencies viewed PPARS as 
an IT  project

N IM T  report, 1998

O w nersh ip  (Strategies)
♦ Project Manager takes ownership of 

project during Phase I
♦ Director o f HR saw it as an IT  project
♦ Implementation team support org. and try 

to engage general/line managers

Found it 
‘hugely 
frustrat
ing
project’
C3

Project manager is; (C l, C3, C6, CIO, 
C l 2)
♦ Personally committed
♦ Has huge drive & enthusiasm
♦ Takes pride in org.
♦ Involves team-work and 

cooperation
♦ Builds org. rapport and support
♦ G et project adrenaline going
♦ Keep an eye on the ball
♦ Convincing org. that it’s their 

project
♦ N ot just 9-5 job
♦ Em pow er people
♦ Must be absolutely focused on job
♦ Engage organisation



Im plications (Consequences^
Hay Management divided
recommendations into 3 categories;
(1) G overnance/O rganisational
♦ High level sponsorship/leadership 

from D o H C /H S E A /C E O  group
♦ National Steering G roup required to 

reflect ‘conjoint’ nature o f  PPARS
♦ High level agency sponsor required 

(C E O /A C E O )
(2) Strategic
♦ Redefine the PPARS vision
♦ Communicate vision to entire org.
(3) Operational
♦ Focus on change management issues
♦ Communicate changes to org.
♦ Agency must build ‘trust’ and 

‘interest’ in PPARS in org,
♦ D oH C needs to be long-term 

com mitted to project
♦ Greater role and accountability
♦ Greater clarity' o f ownersliip & 

responsibility at N ational/local level
♦ Local involvement must be improved

P h a s e  I I  (2002-2004)

All agencies join

PPARS name change- 
Personnel, Payroll & 
Related Systems (2000)

D oH C commissioned Deloitte on 
behalf o f CEO group

Technical issues 
were being focused 
upon but change 
management 
ignored

Deloitte win tender because 
o f their focus on Change 
Management issues

1-HeBE set up in 2002 
Role is to ensure 
PPARS is aligned with 
National Strateg)'
(2) NPB set up in 2002 
Act as a decision 
making forum for 
project at national 
level-replace N T  SG
(3) Deloitte Uase 
directly with DoHC to 
‘recount feedback and 
hear what they want-C9

Challenges fConditions)
♦ CEO  ‘fear’-agency transparency/upsetting 

unions/losing control (C2, C4, C6, CIO)
♦ Supporting PPARS is a ‘political card’-C4
♦ ‘Lack o f  consistent vision among C E O ’s’ 

(C4)
♦ Lack o f national focus-‘culture o f  loyalty

li#3C t l i p  a g p » n r y ’ ( ^ 1 )

CEO is a ‘busy 
man’ (C3, CIO) 
CEO has ‘motiva
tional role’ (C7) 
Translate 
sponsorship to 
‘behaviours on the 
ground’ (C4) 
HebtL in ‘catch-up 
m ode’ (CIO) 
‘Recognition of 
PPARS’ (SG mm)

Stakeholder Shuffle (Strategy
(1) Programme Sponsorship 
P o H C /H e B E /H S E A )
(2) National Project Board
♦ Steering group-lead CEO
(3) National Project Team
(4) Agency Implementation 
Group

HeBE replaces CEO 
group. Lead CEO 
nominated by HeBE 
National Projects 
Director nominated 
High level agency 
sponsorship agreed

Change Readiness Report fContext)
Deloitte draft paper on ‘Change Readiness’-2002 
Recommendations include;
♦ Keep PPARS vision-despite name change
♦ Report ranks change readiness at each HB
♦ Outlines clear roles/ow nership for project
♦ Recommend ‘agency’ individualism for SAP 

hosting be replaced by a single ‘national’ site
♦ Primary focus on change management

Deloitte viewed as ‘change partners’ 
(C1,C7)
As a ‘bridge’ between technical and 
change management (C2) 
‘Implementation partners’ (C3)
Keep project ‘integrity’ while dealing 
with different agencies (C ll)
Deloitte have ‘partnership relationsliip’ 
with the D oH C  (C7, C8)
Deloitte are to be ‘supportive’ and 
‘involved’ (hands on participation) with 
project (C l, C2, C5, C7, C ll)
Act as ‘change agents’ fC l. C l2')

HeBE-Actions Taken fActions')
♦ H eB E /C E O ’s have ‘political power’ to 

drive project through (C4, CIO, C l2)
♦ HeBE ‘co-sponsors’ with D oH C  (Cl)
♦ C E O ’s delegate project sponsor to agency 

ACEO
♦ Lead CEO brings issues to HeBE
♦ jV p p ro v c  a n d  a s s ig n  p e o p le  to  p r o je c t

♦  Lia&c w ith  D u I I C  o n  p io jc e l

♦ ‘Influence opportumties-meeting people-7
♦ Build relationships with people (C2)

Actions Taken (^Actions)
(1) Provide advice on change 
management
♦ Run national road-shows
♦ Place 3-4 consultants on each 

agency team
♦ W orkshops/collaborative 

initiatives
(Z) AUot Ownership
(3) Assist Communication channels



i
Challenges (contd.)
♦ ‘Lack o f  control by H eB E’ (C9)
♦ ‘Poor com munication between HeBE & 

PPARS’ (C9)
♦ ‘Limited CEO  time for project’ (CIO)
♦ ‘C E O ’s protective o f their jobs’ (C12)
♦ PPARS ‘is not a top priorit^i' for C E O ’s, 

health care is’ (C4)
♦ PPARS is the first ‘national conjoint 

project’ (C ll,  C12)
♦ ‘Lack o f  CEO  long-term planning or 

strategy’ (C8)
♦ ‘Standardisation not understood’ (C8)

N PB -A ctions T aken rActions~l
♦ Bringing aU representative at

national/local level together (ever)' 2 
months)
Provide platform for decision-making 
Deliver a ‘consistent message’ for PPARS- 
C4
Act as a ‘consultative forum ’ (C2)
Set up sub-groups for specific themes 
Publish reports/b lueprin ts/run  
w orkshops/new sletters (SG minutes) 
‘Consensus style management’ (C2, C4, 
C7, C8, C ll)
Act as a ‘mediator’ between 
national/agency agendas (C2)

Im plications ^Consequences^
♦ ACEO assumes sponsorship role 

within each agency
♦ Greater attention on National 

Project Board to provide executive 
sponsorship

♦ Greater agency/national 
dependency on consultants for 
project leadership

Project Sponsor
♦ Proud o f organisation
♦ Committed, interested, 

understand & have knowledge 
o f project

♦ Listen to people, be inclusive
♦ Have courage to take on issues
♦ Supportive to project manager
♦ Special communication 

channel with project manager
♦ Guide people
♦ Have credibility' witli people
♦ Be known as trust-worthy
♦ Collaborate with managers
♦ Show org. there is someone 

committed, not just optics
♦ Hold ground with agency- 

ensure PPARS is addressed

N P B  Stakeholders
♦ DoHC
♦ H eB E/Lead CEO
♦ Project Sponsors (ACEO)
♦ HSEA
♦ National Project Team
♦ Project Managers (Agencies)
♦ Deloitte Consultants

€100m set out 
for Phase II. 
Consultant 
fees cc. €10m 
(SG minutes, 
2003)

Im portant to 
‘empower 
people’ (C2)

(4) Manage project & project expectations
(5) Encourage executives to; (C l, 4, 7, 10)
♦ Listen to people
♦ Show interest in what people ate sayuig 

about project
♦ Understand organisation
♦ Keep learning from lessons made
♦ ‘BuHd people up’ (Cl)
♦ ‘Develop plans’ (C2)
♦ ‘Coach people constantly’ (C l, C8, C ll)
(6) Consultants offer advise and 
encouragement throughout the org.

C hallenges ^Conditions')
♦ Trying to get health services to accept 

project responsibiht)'
♦ Org. culture does not easily support 

organisational wide change mgt.
♦ Org. landscape is a ‘political quagmire’ 

(C ll)
♦ Consultants viewed as a ‘quick-fLx’ by 

the D oH C  (C1,C4, C7)

Im plications ^Consequences)

♦  ‘Fundamental misunderstanding as to 
what consultants were mandated to do’ 
(C ll)

♦  Agencies became ‘hugely reliant on 
consultants for in-house skills’ (C4)

♦  ‘Over-reliance on consultants’ (C3)

♦  ‘Abdication o f  project responsibility' to 
consultants for a time’ (C3)

♦  ‘Deloitte were the people deciding 
everytliing both locally & nationally’ 
(C12)
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♦ Negotiate with Health Boards (C3)
♦ Look for agreement, discussion, and 

consultation on project (C ll)

♦ ‘Conjoint support’ (C2. C7. CIO. C ll .  
Cl 2)

♦ ‘Encourage participation’ (Cl, C5)
♦ ‘Appeasing’ all parties (C2, C3, C4, 

C6, C12)
♦ ‘Persuasion and political clout are 

core to decision-making’ (NPB, SG 
minutes, 2003)

Im plications (Consequences!
♦
♦
♦

Lack o f Leadership & Ownership 
Lack o f  decision-making faculty 
Constant appeasement-which has 
lead to a drain on resources and
tune

D oH C -A ctions Taken ^Actions)
♦ Invested huge amount o f  money 

and time in tliis project
♦ Wanted a result ‘at all costs’ (C5)
♦ St. James’ Hospital is first ‘pilot 

site’ to go live with Phase II
♦ Wanted aU HB’s to go-live as soon 

as possible
♦ Relied on consultants for 

leadership and quick delivery’
♦ Allocated resources to where diey 

thought there would be quick win
♦ ‘DoHC leadersliip style was more 

about networking’ y 4!

Challenges ^Conditions')
‘Lack o f decision-making’ (Cl, C2)
Too much consensus st\de management’-C2. C ll  
‘Waste too much time trying to get full 
agreement from everyone’ (C2, Cl,  C ll)
‘SG agrees with everyone and appeases all’ (Cl, 
C2, C4, C7, C ll,  C l2)
‘Delegate work by setting up sub-groups and 
commissioning reports’ (C ll)
‘Lack o f commumcation between NPB and 
agencies’ (Cl)
‘It’s a talk shop, very little comes out o f  it’ (C9) 
‘Too many groups represented’ (C ll)
‘Agencies receive about 2 minutes per meeting 
on issues-not considering all the pain involved 
with implementation’ (Cl)
‘Poor national structure and forum’ (C7)
‘Lack o f direction-too focused on appeasmg 
everyone on everything’ (C4)
Between 20-30 people at each meeting 
High level of absenteeism (SG min, 2002-2004) 
'Culture o f constant consultation has lead to this 
type o f executive decision-making’ (C2, C ll)  
‘Sub-groups not addressing real challenges’ (Cl) 
‘Lack o f appreciation by many at NPB’ (Cl, C3)

♦ ‘Very disappointed’ with NPB (Cl, 
C3, C6)

♦ ‘decision-making is too bleak’ (C2)
♦ N ot sure who decides the NPB 

agenda-probably the NPT (C3, C6)
♦ ‘Accommodating this culture o f  

choice’ fSG minutes. 2003')

Resentment set in among HB’s. 
DoHC focus on ‘quick-win’ with 
St. James’. Easier for hospital to 
go live than HB,

1
♦ There was an ‘over-emphasises on 

change mgt.’ by the consultants (Cl, 
C3, C4, CIO)

♦  Consultants liased directly with 
DoHC (C7, C8)

♦ Consultants ‘absolute leaders’ (C4)

I  If this project was to be implemented 
i at agency level only, it would be live 
i in less than 10 months (Cl, C3, C4) 
i Deloitte made it clear-they are here to 
I help, they do not own this project 
; ‘Inappropriate for us to take tliis role- 
; we can’t have this visibility’ (National 
; PPARS Conference, 2004)



C hallenges ('Conditions') Im plications ('Consequences'l
♦ Bringing all H B’s to the same stage, ♦ Too much focus on funding and

i.e. go-live o f  Phase II time-‘count the numbers and keep
♦ D oH C allowed tilings to ‘drift on’ control’ fC2)

(C9) ♦ Onlv focus on ‘Return On
Investm ent’ and ‘project benefits’

objectives for this project’ (C4) (C5, C8)
♦ D oH C did not respond to ‘issues ♦ ‘Short-term’ view for the project

on the ground’ (C9) ♦ D oH C constandy looking to N PT
♦ ‘D oH C funding project but yet to support and complete the

show a lack o f  leadership’ ^ 3 .  C4, project, as opposed to leading by
C6,) example.

Focus on delivery at any costs 
could be detrimental to project in 
long-run. Some candidates feel 
only 30% o f system capacity will be 
used-huge potential waste.

C hallenges fConditions^
♦ Using a ‘carrot on sdck’ approach to push agencies (C3)
♦ N PT  pressurise agencies to do what they want (C l, C3, C9)
♦ ‘Pushing agencies to go live quickly as possible, w ithout being in tune to local needs’-Cl
♦ ‘Ownership falls between all stools-NPT say they do not own this project’ (C9)
♦ Dividing up resources among agencies is not a good idea-agencies are now dependent on

N PT  and do not want to cut this umbilical cord (C2, C3, C6, C9)
♦ ‘N PT  are not business focused-ver)' few on team have business background’ (Cl)
♦ ‘Lack proper understanding o f  project objecdves and initial vision’ (Cl)
♦ Senous tensions between local agencies and N PT  (C2, C3, C6)
♦ Poor communication between local and N PT  (C2, CIO, C l2)
♦ N PT  have a very difficult job (C l, C2, C3, C4, C6, C9)

N P T -A ctions T ak e n  fActions')
♦ ‘Everyone looking to the N PT  to

deliver’ (C7. C8)
♦ Mam role is to balance national

standards with local codes (CS)
♦ ‘Ongoing relationsliip with DoHC.

Provide with inform ation relating to
funding, status updates, alterations on
timelines’ (C8)

♦ Meets with NPB periodically
♦ ‘Primary' focus is to get all agencies live 

at any cost’ (Cl) N PT  ‘very 
involved’ and

♦ Dem and certain level o f  standardisation ‘com m itted’
from agencies (Cl) trying to

♦ Run a series o f  National W orkshops to J  O

‘push’ and
publicise PPARS ‘drive’ tliis

♦ ‘N PT  are only full-time national team project
on this project’ (C9) through. (Cl,

♦ ‘Main role is to support agencies and C2, C3, C4,
ensure standardisation’ (C9) C6, C8, C9,

♦ Appointed own change manager in lulv CIO, C11,C12
2004

♦ Main task is to assist agencies with
technical implementation and change
management.

♦ N PT  provides agencies with resources-
external expertise and funding. Thev
decide how m uch/how
often /w hen /w hat resources are
required for each agency.

♦ ‘N PT  give a lot o f steering to the N PB ’-
(C9)

♦ ‘Defme benefits & priorities agencies
should focus on’ (C8)

♦ Redeploying resources and new
positions for people-controUer-auditor
general very interested in tliis
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C hallenges (con td .)
N PT  did not attend or participate in local SG meetings
N PT  need to ‘push change. It is still only happening to the degree that it needs to, it is 
not a natural change process’
‘Lack o f  national capacity-in-house skills and knowledge’ (C2)
Lack o f  alignment between national strateg)' and local strategy
‘N PT  have done all the pushing on this project, whereas the DoHC and the orgamsation 
should be dem anding more from this project’ (C8)
‘Lack o f  mandate to compel agencies to change’ (C7)
‘G et it in first and we can make up for change management issues later’
‘Ruthless standardisation is primar}' focus for N P T ’ (C9)
‘N PT  are referee at the end o f  the day-they call the shots’ (C2)
‘Forcing a buy-in at the highest level despite system inadequacies’ (C4)
N PT  ‘tell agencies who they will have and for how long’ (C9)
‘N PT  have taken lead o f  tliis project, primarily because o f the leadership gap, but mostly 
because o f  D oH C pressure on timelines and resources’ (Cl)
‘N PT  are driving tliis project through-one way or another’ (Cl)

♦
♦

E m e rg in g  H S E
♦ Plans are to join up PPARS and FISP, include voluntar)' 

hospitals, and start HIS
♦ ‘PPARS has broken the taboo and beliefs associated with 

national proicct’ (C4, C6)
Shared Services will play huge role in national initiatives 
D oH C need to hand over responsibility to the HSE-and what 
is agreed nationally needs to be stuck to 
Element o f ‘waiting’ at the moment. Nobody is quite sure 
what is going to happen, so better not to commit to anything 
until more is known
‘I would hope we move to Phase III’ (C3)
‘Great aspirations about pending H SE-better autonomy 
structures, better project ownersliip and accountabiHt)’, and all 
round better leadership and project implementation’ (C ll)

P hase  II Go- 
Live
(1) St. Jam es’, 
Sept. 2003
(2) NW HB, 
July 2004
(3) MHB, 
August 2004
(4) MW'HB, 
Nov. 2004
(5) Remaimng 
5 Health 
Boards by 
Nov. 2005

Im p lica tions ^Consequences^
♦ PPARS is being focused on quick deliverables 

within specific timelines
♦ N ot maximising the potential o f  the SAP system 

(candidates estimate that only 30% o f project 
potential will be used)

♦ Putting change management issues to the back- 
burner. Project is becoming technically-focused 
again with pressure coming for implementation 
results while funding dries up.

♦ Putting added pressure on the incoming HSE to 
deliver and deal with outstanding PPARS issues

♦ ‘Technical issues are easier to focus upon 
nationally for short-term wins’ (CIO)

♦ ‘D oH C through the N PT  are judging by 
implementation-main focus is to get agencies to 
go live and be operational-wliich invariably puts 
added pressure on project and agencies in short 
term and could leave negative long-term effects’ 
(C3)

♦ ‘Because o f all the pusliing there is a fear among 
agencies o f  turning people off future national 
initiatives’ (Cl)

C hallenges A head
(1) We need better management level inform ation from the system 
(C1,C2, C8, CIO)
(2) ‘Project should not just be functionally based but needs an 
enterprise-corporate manager’ (C6)
(3) Change management needs to target the top o f  the organisation 
before looking at the rest-we need greater senior executive ownersliip 
and leadership for this project and future national projects
(4) ‘Nervousness exists at the m om ent with pending HSE, not sure 
the appetite is their in the sector to do anytliing radical until HSE 
comes into place-this is proving very challenging for PPARS’ (C8)
(5) ‘Perhaps we arc expecting too much from the HSE-maybc we are 
using it as a scapegoat for currcnt shortcom ings’ (Cl)



Appendix 7.1-Data Analysis

Open Coding
- >  -4-

Data* Concepts
Onginal vision and 
opportunit}'
Match system to 
corporate vision 
Define project vision

Include vision in 
corporate strategy 
Ensure vision will be 
accepted
Develop a long-term 
view for vision 
Create \ision synergy 
between agency and 
national teams

Distribute resources

Benefits to org- 
Efficiency.

Financial audits and 
QA's

Resource accountability 

Quick-wins

Set up agency and 
national teams 
Nominate a project 
champion 
Nominate agency 
sponsors

Bmld alliances with 
vendor
Build relationships with
key people in the
organisation
Liase and use
consultants
Know political
landscape

Broker bargains and 
deals
Persuade people 
about project

J

Axial Coding Selective Coding

Sub-Categories

Share \'ision with 
organisation

Categories Core Category

V isioning

Develop clear vision 
goals and objectives

Allocating funding

Return on 
Investment

Delegate work

Build relationships 
and alliances

Networking

Negotiate deals

y  Resourcing

Taxonom y o f  
Top M anagem ent 

Support

Brokering

The ‘Data’ column is comprised o f all data collected and analysed.
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Data Concepts Sub-Categories Categories Core Categon

Install Vendors tools 
Standardisation 
Integration /  Automate 
Variances 
Expertise needed 
Project viewed as 
technical innovation

Change agents/partners

Develop
communication
channels

Buy-in-local & national

Culture o f  org. 
Remove fear and 
Transform org. 
PPARS potential 
Embed change

Overselling 
Elevate project

Automate system

Execute software
 ̂ Installing

"A
Communicate change 
to organisation

>
Gain cooperation 
from organisation

Changing

Taxonom y of 
Top Managemc 

Support

Project expectations

Scope and creep 
Project alignment 
Project management 
Schedule overruns & 
costing

Project integrity 
Uniformity 
Power 
Autonomy

National rulebook 
Reports
Statutory bodies 
Unions

Planning/organising A

Structure Controlling

Policy requirements
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Data Concepts Sub-Categories Categories Core Category

Steering groups
Publications
Consultations

Appeasing 
Consistent message 
Find agreement 
Conjoint project 
People-focused

Training & Educating _ 
New Knowledge

Motivating people 
Guiding org. 
Lessons learned

Push organisation 
Adopt best practices 
Complete project as 
Quickly as possible 
Finish project

Agencies
HeBE
DoHC

National Team 
Consultants

Decision-making

Consensus st)'le 
management

Learning

Mentoring

Deliver project

AUot ownership 

Project leadership

Facilitating A

>. Coaching

Taxonom y o f  
T op M anagem ent 

Support

Driving J

329



Appendix 7.2-Extant Literature & 9 Patterns o f M anagerial Acrivity

Rxtant Uteratun Patterns of Managerial Activily

1. Building a Coalition
Literature Focus
-CEO & IS executive relationship
-IS executive needs to be part o f
top management team
-Role o f the IS executive
-IS exec, create shared understanding
Challenges
-Top managers often do not see IS or 
the IS executive as an executive level issue 
Literature Weaknesses 
-Much o f empirical investigation on 
coalition building has focused on role of 
IS executive
-Lack o f empirical knowledge about role o f 
CEO with IS coalition building

2. Creating a Steering Com m ittee
Literature Focus
-Brings CEO  & IS executive together 
-Acts as an integrative mechanism 
Challenges
-Steering committees can become mere 
talking shops
-Top managers might believe that by 
attending they are supporting IS initiative 
Literature Weaknesses 
-IS management literature lacks an 
empirical understanding 
-Much o f  discussion remains anecdotal 
-Lack o f knowledge on CEO  & IS 
steering committee

Brokering
Building a powerful coalition'.
a) CEO  is politically oriented 
-CEO  has influencing power
b) CEO  is motivated to develop 
relationships throughout organisation 
-V endor/C ustom er trust
-Use o f Consultants 
-CEO  liaises with IS executive
c) C E O ’s objective is to;

-Build a powerful coalition group 
-Create a shared understanding
d) CEO  takes action by;
-Assigning project champion to IS 
-Networking throughout organisation 
-Delegating work to project managers
e) Outcom e o f brokering is to;
-Form partnerships internaUy/externaUy 
-CEO  plays key part in shaping ES coalition

Facilitating
Gaining Enterprise-wide consensus
a) C EO  is socially onented 
-Creates an environment o f  trust
b) CEO  is motivated to gain consensus 
-Need consistent decisions for enterprise-wide 
initiative
c) C E O ’s objective is to;
-Obtain collective decision-making
by encouraging consensus-style management
d) Taking action:
-Set up steering committee to appease all 
project stakeholders
-Look for consolidation among project teams
e) Outcom e to facilitating is;
-To gain agreement among all stakeholders 
-To gain enterprise-wide consensus
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3a. D evelop ing  a V ision
Literature Focus
-Strong CEO vision o f  IS helps ensure
successful outcome
-IS executive shapes vision
-Shared vision among aU executives
Challenges
-Delegate IS vision to IS executive 
-IS executive is technologist, therefore 
vision will reflect technical bias 
Literature Weaknesses 
-Much o f  empirical investigation on 
vision sharing has focused on role o f 
IS executive
-Lack o f  empirical knowledge about role of 
C EO  with IS vision

3b A lignm ent o f IS  & B usiness S trategy
Literature Focus
-Im portant to align IS strategy to business
-Top management must recognise importance
o f IS & business alignment
-Role o f  IS executive crucial in obtaining
CEO support o f IS strategy
Challenges
-Top management not aware o f  their role 
-CEO often does not see IS as a 
strategic resource
-Delegate IS strategy to IS executive 
-But IS executive often does no t have 
strategic influence with top management 
Literature Weaknesses 
-Plenty o f anecdotal commentary but 
Uterafure lacks empirical understanding 
-Literature makes call for inquiry into role 
o f CEO  in shaping IS strategy

4. C om m unicating
Literature Focus
-CEO must regularly communicate with 
IS management
-IS executive must be change agent 
-Informal communication between CEO 
and IS executive is best 
-Good reporting relationship called for 
-IS executive with excellent communication 
skiUs an imperative-move to CIO 
Challenges
-Top managers continue not to understand 
IS executives objectives and vice versa 
Literamre Weaknesses 
-Lack o f empirical depth within literature

V isioning
Creating a Vision
a) C E O ’s O rientation:
-Vision must be original
b) CEO  is motivated by opportunit)' o f 
vision for the organisation
-Vision offers an enterprise-wide solution
c) C E O ’s objective is to;
-Share the vision throughout the organisation 
-Vision needs to be held by business and not 
IS department or technologists
d) Taking action:
-Develop clear project goals and objectives 
-AUgn ES strategy to corporate strategy
e) Outcom e to visioning is;
-Gain organisational-wide acceptance 
for vision
-Highlight external success stories 

V isioning
Forms part o f ‘\^isioning* pattern above

C hang ing
Growing an Enterprise-wide Culture
a) Orientation is to create culture o f  change
b) CEO  is motivated by grouing cultural 
change within the organisation
c) C E O ’s objective is to;
-Transform the organisation by 
managing die change process
d) Taking action:
-Communicate change across organisation 
-Gain cooperation from organisation 
-Manage project expectations
e) Outcom e to changing is;
-Embed new changes in organisation 
-Change work practices internally
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5. P rovide R esources
lite ra tu re  Focus
-Long-term funding com m itm ent to IS 
-Adequate allocation o f resources 
-C EO  must view IS as key resource 
-IS executive needs to communicate 
value o f IS to top management 
Challenges
-C EO  often views IS as a cost
-C EO  has short-term ^'iew for IS projects
-Efficiency over effectiveness
Literature Weaknesses
-Lack o f  empirical inquiry surrounding top
m anagem ent’s role in providing resources
to support the IS initiative.

R esou rc ing
Funding the Initiative
a) Orientation: Focus on funding project
b) CEO is motivated to make return on 
investment
-Views IS project as a resource
c) C E O ’s objective is to;
-View ES project as an organisational benefit
d) Taking action;
-CEO  dedicates adequate initiative resources 
-Takes a long-term view on project 
-CEO  sees value o f  ES initiative to firm
e) Outcom e to resourcing is;
-CEO  needs a return for investm ent made

C ontro lling
Tatung Control
a) Orientation is to maintain control 
-CEO  has power over project
b) CEO  is motivated by pursuit o f  
project autonomy
-Need to prevent internal fragmentation o f 
enterprise-wide initiative
c) C E O ’s objective is to;
-Keep enterpnse-wide integrity o f  project 
-Consolidate project uniformity
d) Taking action:
-CEO must manage project centrally 
-Build internal project team competence 
to assist with project management
e) Outcom e to controlling is;
-Project is organised from enterprise-wide 
perspective

In sta llin g
Installing the System
a) Technical orientation 
-Focus on software
-Bring in technical consultants
b) C E O ’s motivated by technical 
innovation
-New system affords competitive advantage
-Progresses the organisation
-i\ids in organisational modernisation
c) C EO ’s objective is to discuss issues 
with IS executive such as;
-Systems operationalisation
-Data integrity
-Software installation
-System compatibility with other systems
d) Taking action:
-Use vendor specific tools 
-Define architecture needs 
-Focus on data analysis & conversion
e) Outcom e is to ensure seamless integration
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C oach ing
learning neiv Lessons
a) Educational orientation
b) C E O ’s motivated by growing knowledge 
-External consultants knowledge 
-In-house generation o f knowledge
c)C EO ’s objective is to;
-Provide advice to end users 
-Steer project teams 
-Provide leadership
d) Taking action:
-C EO ’s act as m entors 
-Listen and empower people 
-Encourage user training 
-Provide feedback
e) Outcom e to coaching is;
-Learn lessons
-Apply lessons learned to future IS initiatives

D riving
Pushing Ahead
a) Project oriented
-C EO ’s sole focus is on the project
b) CEO  motivated to finish project as 
soon and quickly as possible
c) C E O ’s objective is to deliver the project 
the project by;
-Minimal customisation to ES software
d) Taking action;
-CEO pushes project through organisation 
-‘G ood enough’ approach to business process 
reengineering
-Encouraging project teams to apply coercive 
project leadership tactics
e) Outcom e to driving is to;
-Reward teams that deliver
-Get the project in first and ask questions later 
-Focus on ‘big win’
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