Unpackaging IT Governance

A study of Chief Information Officers in Large, Swedish
Organizations

Johan Magnusson

BAS Publishing
Goteborg

ii



Till Nils Theodor Balthazar



© Johan Magnusson and BAS Publishing
All rights reserved. No part of this book may be reproduced
without written permission from the publisher.

BAS Publishing
School of Business, Economics and Law
University of Gothenburg
Box 610
405 30 Goteborg
Sweden

E-mail: bas@handels.gu.se
www.handels.gu.se/bas
Telephone: +46 31 786 5606

ISBN 978-91-7246-288-5

Printed in Sweden
2010



Acknowledgements

To show the depths of my thanks to the individuals who really have made all
the difference in the writing of this thesis, I will refrain from offering thanks to
everyone who has played a part in my life (and thereby this thesis) for the last
couple of years. Instead, I will focus on those individuals who were directly
involved and necessary for my reaching this point.

First, my sincere thanks to Professor Olov Olson and Dr. Urban Ask for not
letting go of my hand during these strange years. Second, I want to thank my
wife, Maria, for her understanding and support in the periods when I was far,
far away from her and our family. Third, I want to thank the Soderberg
Foundation for the grants that [ have received during the last couple of years,
allowing me for the first time since my enrollment as a PhD student in 2003 to
spend time with my research. Finally, I would like to thank Professor Tero
Paivarinta for his thorough review of my manuscript before my last internal
seminar.

Goteborg, August 14

Johan Magnusson

In vain have I striven, / to teach my heart to bow; / In vain have I said to him

/ "There be many singers greater than thou." Ezra Pound, Praise of Ysolt 1-4



INTRODUCTION 2

RESEARCH MOTIVATION
RESEARCH QUESTION
CONTRIBUTION

STRUCTURE OF THE THESIS
METHOD AND METHODOLOGY ......ccosiestrisnnstnsnssessnssstnssssssnisesssssnsssnsssssssssssssssssssssssssassssssssssasssssns 8
RESEARCH DESIGN AND APPROACH.......cuttiuiiteuitetitetest et ettt ettt et b et se bbb e se bbb b bbb bbbt 8
THEORETICAL UNIVERSE OF DISCOURSE 16
SELECTION

INSTITUTIONAL THEORY
TRANSLATION
PROFESSIONALIZATION
MARGINAL MAN
SUMMARY OF THEORETICAL ASSUMPTIONS .

EMPIRICAL UNIVERSE OF DISCOURSE 36

SELECTION wutteuteeutesteanteessesseesseessesssenseesseaseesasensesssenseenteessesssessesssesssenteessesseesseensesssensennsesssesseensessensennsenns
IT GOVERNANCE
THE CHIEF INFORMATION OFFICER
SUMMARY OF EMPIRICAL ASSUMPTIONS. ...eeuveeeuteeenteeeueeesseeessseessseessseessseesssessnsessnsessssesssssessssessseessesssseesnne 49

STUDY 1 - IT GOVERNANCE RELATED NORMS 52

INTRODUCTION
RESEARCH DESIGN
SUB-STUDY A: THE CONSULTANTS - IDENTIFICATION OF IT GOVERNANCE RELATED NORMS
SUB-STUDY B: THE PROFESSIONAL ANALYSTS — VALIDATION OF IT GOVERNANCE RELATED NORMS
SUB STUDY C: THE ACADEMICS - VALIDATION OF IT GOVERNANCE RELATED NORMS....
SYNTHESIS

STUDY Il - STRATEGIES OF LEGITIMIZATION 124

LT DU 0O PO 124
RESEARCH DESIGN
RESULTS

R DT OO

ANALYSIS AND CONCLUSIONS .. 172

TRANSLATION w.evvieiiirieeeieiiiee e sieeee s sineees s
PROFESSIONALIZATION
MARGINAL MAN ...ooviiriiieeniiiieeeeae

CONCLUSIONS AND CONTRIBUTION TO THEORY

DISCUSSION, LIMITATIONS AND FUTURE RESEARCH 190
DISCUSSION
LIMITATIONS OF THE STUDY ...
FUTURE RESEARCH ....tttiutttettteeitee st e satte st e et e e bt e bt e bt e e sat e e sateesabe e sabeesabe e e abeeene e e nseesabeesabeesaneesaneesaneenane 200
REFERENCES 204

viii



CHAPTER 1

Introduction

In this chapter I give an overview of the motivation, aim and contribution of the
research presented in this thesis. After this, I outline the structure of the thesis.

Research motivation

Information Technology (IT) has during the last decades become a central
tenet in the infrastructure for value-creation (Gupta, 1991; McAfee and
Brynjolfsson, 2008).

To manage and successfully ensure the efficiency and effectiveness of IT as a
corporate resource, organizations have turned to what is referred to as IT
Governance.

IT Governance integrates the governance of IT in the overall corporate
governance processes (Ross and Weill, 2004). This integration is intended to
align IT with business, ensuring that the supply and use of IT is both efficient
and effective (Schwartz and Hirschheim, 2003). Successful IT Governance will,
according to its propagators, ensure increased competitive advantage and
bottom line financial results (Weill, 2004; Van Grembergen and De Haes, 2009)
of the organization. In other words, regardless of whether IT matters or not
(Carr, 2003), IT Governance does matter.

Previous studies of IT Governance have suffered from what Sumbamurthy and
Zmud (2000) refer to as over-simplifications and an overly normative outset.



The research has focused on the marketing of ideas and frameworks (Lukka
and Granlund, 2002) for IT Governance, rather than understanding the
everyday practice of IT Governance and its construction.

Today, IT Governance is one of the key activities related to the strategic
management of Information Systems (IS, a term used to address the IT
function within an organization) in large organizations (Schwartz and
Hischheim, 2003). Many organizations apply the same type of “recipes” (Rgvik,
2005) for IT Governance, yet at the same time, IT Governance practice is far
from uniform (Ross and Weill, 2005).

One perspective that aids our understanding of this diversity in IT Governance
practice is the Sociology of Translation as applied mainly by Scandinavian
institutional theorists (Czarniawska and Sevon, 2005). According to this school
of thought, the non-isomorphism of IT Governance practice can be explained
by the metaphor of translation.

When a management idea (Czarniawska and Sevon, 2005) such as IT
Governance, is adopted by an organization, it is translated to fit the intended
organizational context. Hence, it is adopted as IT Governance, and yet the
content of IT Governance may vary substantially between different adopting
organizations.

Sahlin-Andersson (1996:70) highlights the need for research into this
phenomenon:

In order to make sense of the fact that organizations simultaneously
reveal a striking homogeneity and heterogeneity, we need to understand
both how the ‘diffusion” happens and how forms and practices are shaped
and reshaped in various stages of this process.

Czarniawska and Jorges (1997:46) present a process model for understanding
the metaphor of translation. According to their model, externally produced
management ideas are adopted by an organization through a process of
embedding. As proposed by Erlingsddttir and Lindberg (2005), unpacking is
the process where the external management idea is related to the internal
institutional environment of the organization. After this step, the management
idea is either institutionalized or rejected (or a mix of the two).

This process of translation has been studied in numerous and various settings
with the focus on different management ideas such as, for instance, Total
Quality Management (Quist, 2003), Corporate Governance (Buck and Shahrim,
2005), Eco-management (Baas and Boons, 2000), Strategic plans and websites
(Hwang and Suarez, 2005), IT Management (Doorewaard and van Bijsterveld,
2001) and rational myths (Zilber, 2006).



If we regard the process model of translation as existing in the space between
a sender and a receiver of ideas, we are faced with a methodological choice of
focus. We could, on the one hand, focus on the sender side of the process by
targeting the materialization of ideas - their creation and sending in the
overall diffusion of ideas. We could, on the other hand, focus more on the
receiving-end of the process by targeting the adoption and adaptation aspects
of the translation.

Researchers such as Djelic (2007), Lervik et al, (2005) and Strandgaard,
Pedersen and Dobbin (2006) highlight the need to pursue the latter of these
two methodological alternatives with a focus more on the personal, receiving-
end in the process of translation.

In the process model that Czarniawska and Joerges (1996) present, there is a
focus on the unpacking and re-embedding phases of translation. Lervik et al.
(2005:356) support this focus:

It is important for research to focus not only on identifying which best
practices are good or bad for business, but also conduct research on the
process of unpacking.

This decision to focus more on the receiver-end of the process of translation
also calls for a different level of analysis than that of the traditional
organizational-field level analysis (Djelic, 2008). Further exploration at the
personal level may prove fruitful (Strandgaard et al., 2006).

As far as the receiver-end of the translation of IT Governance as a management
idea, the person most responsible (and hence the person primarily involved) is
the Chief Information Officer (CIO). This individual, defined as “The highest
ranking IS executive...” (Grover et al., 1993:108), is seen as the primary receiver
of management ideas affecting the fundamental structuring and management
of IS.

Previous studies of this occupational group! have not focused on the role of the
CI0O as a receiver of new management ideas. Instead, as noted by
Sambamurthy and Zmud (2000), there has been a primarily normative outset
on which best practices best suit various organizational contingencies.

1 At this point, the CIO is not discussed as a member of an existing profession. This
point is developed later in the thesis.



Research Question

There is a need for further research into both the personal translation of
management ideas in general and the personal translation of IT Governance in
particular. Previous research in this tradition has focused largely on the
organization and the organization set level (Powell and DiMaggio, 1991). In IT
Governance, the management ideas are usually regarded as fixed structures
(Sambamurthy and Zmud, 2000).

The aim of this thesis is to contribute to the understanding of the translation of
IT Governance. The translation of IT Governance is studied with a particular
focus on the unpacking of the management idea. In place of “unpacking,” in this
thesis I use the term unpackaging for a clearer focus on the package as such.
Furthermore, the management idea is regarded as comprised of a set of norms.

[ formulate my aim as the following research question:

How are IT Governance related norms unpackaged by CIOs in large
organizations?

Contribution

In its contribution to theory, this thesis adds to the previous research on the
travel of ideas and translation. By infusing concepts such as norms,
legitimating accounts, strategies of legitimization, professionalization and
marginal man, [ have applied a new approach in understanding the travel of
ideas and translation. This contribution is further elaborated upon in Chapter
7.

As for the contribution to practice, I have tried to delimit any claims of direct
contribution. With this being an academic product directed towards mainly
increasing our theoretical understanding, I have chosen not to strive for
practical contribution. As a small potential contribution to practice, a general
discussion of the findings in relation to the problem area is presented in
Chapter 8.

Structure of the thesis

After an introduction to the thesis, the method employed is presented in
Chapter 2. This is followed by a presentation of the Theoretical and Empirical
Universe of Discourse in Chapters 3 and 4.



Next, Study I and Study II are presented in Chapter 5 and 6, together with a full
description of the choice of method for each study along with a synthesis of
findings.

After this, the analysis, conclusions and contribution to theory are presented in
Chapter 7. In the final Chapter 8, a discussion of the findings in relation to the
problem area, limitations of the study and future research mark the end of the
thesis.






CHAPTER 2

Method and
Methodology

In this chapter I give an overview of the method and methodology used in the
thesis, as well as an explanation of the ways in which different theories are
relevant to my research process. More detailed descriptions of my method and
methodology appear in Chapters 5 and 6.

Research Design and Approach

In order to answer the research question and contribute to the theoretical
development within translation studies, I have operationalized my research
question through two sequential studies. These studies (Study I and II) take a
starting point in a consulting study of IT Governance, targeting CIOs in 27
large, Swedish organizations?. Figure 1 illustrates the research process.

2 The names of these organizations have been omitted from this study due to integrity
issues for the respondents. Further information on the distribution of industries and
general demographics can be found in Chapter 5.
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I choose to regard IT Governance as a management idea. In order to gain
further understanding of this management idea I choose to see it as constituted
of a set of norms.

The concept of norm has a long tradition of inquiry within deontic logic (von
Wright, 1954) and many definitions. For this thesis, I choose Ross’s definition
(1968:82): “...a directive which stands in a relation of correspondence to social
facts”. This definition highlights the role of norms as shared and sanctioned
guidelines. The management idea is hence seen as constituted of a set of
norms, whereby the set of norms becomes a proxy for the management idea.

The purpose of Study I is to identify and validate IT Governance related norms
by triangulating three data sources (structured consulting interview
guidelines/questionnaire, research articles and professional analyst reports)
using three different methodological approaches (narrative structures, content
analysis and literature review). The result of this data- and method
triangulation is a list of validated, IT Governance related norms to be used in
Study II.

The choice in method and methodology for Study I was done with the intention
of finding solid ground for Study II. Through triangulating three different
actors views of IT Governance related norms, the validity of the norms
identified in the consulting study could be investigated3. For a more detailed
description of the method employed in Study I, see Chapter 5.

The purpose of Study Il is to identify and describe strategies that CIOs use to
legitimize their positions towards the norms of Study I. These strategies of
legitimization are regarded as an operationalization of unpackaging. The
empirical material for this study consists of transcribed and translated
interviews with a selection of CIOs of large, Swedish Organizations. These

3 One byproduct of this validation was the finding that the three actors supported the
same IT Governance related norms. This in turn offered additional empirical support
for applying Professionalization theory to the findings, which is explained in more
detail later on in this chapter.



interviews were conducted during the spring of 2006, using the same
questionnaire as was part of the empirical material for Study I. The result of
this analysis is a cross-sectional description of how CIOs use strategies of
legitimization. The CIOs are seen as representatives of the receiver-side of IT
Governance.

Legitimacy has long been regarded as an anchor-point of institutional theory
(Suchmann, 1995). Maintaining legitimacy involves signaling harmony with
external norms and values (Ashforth and Gibbs, 1991). This highlights the
necessity to be involved in legitimating practice in order to ascertain and
uphold legitimacy, not only at the organizational but also at the personal level.
From the perspective of the worker and the organization, this is commented on
by Brown (1978:372):

Like “primitive man” who must patch together (bricoler) accounts of what
goes on around him... so the modern worker must make “myths” ad hoc
that reconcile the actual processes of his work with the official rhetoric of
the organization.

Thus, there is a symbolic aspect involved in the process of translation.
According to Czarniawska and Sevon (1997, 2005), this aspect is studied
through the application of elaborate ideas about imitation (Tarde, 1979) and
fashion (Abrahamson, 1991). Imitation focuses on how organizations change
and fashion focuses on how people involved in the imitation actually know
what to imitate (Czarniawska and Sevon, 2005:9).

Applying the definition of legitimacy by Ashforth and Gibbs (1991), there are
clear links between involvement in legitimating practices and signaling being
in tune with fashion (i.e., being fashionable by following a set of norms).
Hence, the translation of management ideas involves an element of
legitimization and thereby also a link to the concept of “norm”4.

The choice in method and methodology for Study Il was done with the
intention of finding a means for identifying variations in the use of strategies of
legitimization between the different norms. Through using a cross-sectional
rather than a longitudinal approach, patterns of variation could be identified.
For a more detailed description of the method employed in Study II, see
Chapter 6.

The analysis involves the application of assumptions derived from the
Empirical and Theoretical Universe of Discourse (Chapters 3 and 4). In the
Theoretical Universe of Discourse this involves three theoretical perspectives.

4 This does not imply that I see legitimization as the sole motive for translation (see
Rgvik, 2005 for a discussion on different motives for translation).
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The first is Scandinavian Institutional Theory (Czarniawska and Sevon, 2005),
and more precisely the Translation perspective. The second is the
Professionalization Perspective from the Sociology of Work and Occupations
with Abbott’s (1988) model of inter-professional conflict. The third is the
theory related to the Marginal Man (Park, 1928).

The rationale for choosing these particular theories to aid in the analysis is
related to the questions that are addressed by the theories themselves. As for
Translation (Czarniawska and Joerges, 1996), this has devoted considerable
efforts to answering the question of how organizations and individuals adopt
new management ideas. With IT Governance being an example of a
management idea, the theory is considered relevant.

The theory of Professionalization (as presented by Abbott, 1988) has focused
on understanding how professions evolve. The management idea of IT
Governance is in this thesis seen as constituted of a selection of norms. With
the profession as a bearer of norms (DiMaggio and Powell, 1983), the
profession itself becomes a relevant level of analysis. With the professional
status of the CIO being questioned, this evolutionary perspective of the
profession is considered relevant®.

The theory of the Marginal Man (Park, 1928), attempts to answer the question
of how an individual can exist in two social worlds at the same time. With the
CIO existing in both her functional area (IS) and the higher cadres of
management, this theory is regarded as relevant for a personal level of
analysis.

Table 1 summarizes the methods and theories used in this thesis.

Study Research Empirical Methodology Theory
objective foundation
I Identify and Consulting Triangulation Luhmann’s Theory
validate IT questionnaire, of narrative of Paradoxes
Governance research structures,
norms articles, content
professional analysis and
analyst reports literature
review

5 An empirical rationale for choosing the theory of Professionalization was the finding
of homogeneity when concerning which norms were supported by the targeted actors
in Study I. A consensus concerning which norms are valid in between different actors
could indicate the existence of professional mechanisms (DiMaggio and Powell, 1983).

11



11 Identify and Interview Motive talkand Motive Talk,

describe transcripts Speech Acts Speech Act Theory,
strategies used Legitimating

by CIOs to Accounts
legitimate

their positions
vis a vis these

norms

Analysis  Answer the Study I and Translation,
research Study II Professionalization
question and Marginal Man

Previous studies of the process of translation (see Czarniawska and Sevon,
1997 and 2005) for an overview) have to a large extent focused on cases
where the translation of a successful management idea has been studied in
retrospect. In other words, studies have mainly concerned concepts that have
taken the step towards institutionalization. As Sturdy (2004:171) notes:

Furthermore, ideas and practices that are abandoned and, in particular,
those which fail to get widely disseminated and the processes through
which this occurs, would provide an important and insightful corrective to
the attention given to popular and sustained ideas.

In addition to this, previous research has chiefly used ethnographically-
inspired longitudinal case studies and advocated procedural understanding.
Lervik et al. (2005: 356) sees this as an attempt to counter-act a
methodological bias reported as predominant in traditional diffusion studies:

...the methodological implications call for qualitative, longitudinal studies
to grasp the dynamics of implementation processes. Large-scale, cross-
sectional studies of adoption and transfer are based on an ‘object’
ontology, seeing ‘best-practices as immutable objects... Further research
could aim to capture the evolving dynamics of HRD best practices as they
are being taken up by recipient firms. Scandinavian institutionalism
provides some case studies in this tradition... but these studies have put
less emphasis on the internal implementation dynamics of recipient firms.

This thesis takes a somewhat different approach towards the study of
translation.

First, instead of focusing on one instance of translation in a longitudinal
setting, I chose a cross-sectional field study approach (Lillis and Mundy, 2005).
The interviews were conducted with a wide variety of large organizations in

12



explicit situations where the respondents were considered to be involved in
the unpackaging of IT Governance. This entails that a large number of
instances of one particular sub-process of the overall translation process was
selected.

Second, no interest was shown to the factual practice of IT Governance in the
targeted organizations. With the study’s clear focus on norms and the
individual legitimization, the object of analysis in my study is the individuals
involved in the translation, not their organizations and their practice. This
focus responds to the second call from Lervik et al. (2005) to take a clear look
at the internal perspectives of the receiver-end, while at the same time taking a
step away from longitudinal case studies.

Third, the vehicle used to understand the legitimization was natural language
as it appeared in the accounts of the CIOs. These accounts were regarded as
legitimating accounts (Creed, Scully and Austin, 2002), whereby the truth-
value of the statements as such was irrelevant to the study. Regardless of
whether there would be a vast difference between what was said and done, the
focus is on what was said.

As noted, the empirical foundation for this thesis is based entirely on
secondary data. While there is a strong tradition in quantitative research in the
use of secondary data (often referred to as secondary analysis), the use in
qualitative research has long been an underdeveloped area (Jick, 1979; Kirk
and Miller, 1986).

There is, however, potential critique of this approach that needs to be
addressed.

First, the reliability and validity of the consulting study needs to be addressed
in order for the researcher to get an opinion of the potential shortcomings of
the secondary material. The research design of the original study falls outside
the control of the researcher, and with different standards of quality this
becomes an issue for the subsequent secondary analysis.

Second, the researcher’s role as a person involved with the creation of social
order needs to be addressed. According to the critical research tradition, the
researcher must be aware of her role as an active agent in the ongoing
construction of reality (Tinker, 1991). The use of secondary material from a
consulting study could, if used without reflection, lead to the cementation and
validation of the views inherent in the consulting study.

On a more positive note, the use of secondary material in this thesis has given

access to respondents who might otherwise have been beyond the reach of
traditional research methods. As the respondents were senior executives in 27

13



of the largest organizations in Sweden, the opportunity to gain access to their
accounts is regarded to be a significant strength.

Furthermore, I was personally involved as an external consultant in
conducting the interviews. This position gave me certain insights into both the
design and realization of the study, as well as a better position to assess the
value of the empirical material. This type of subjectivity has traditionally been
seen as a source of bias, but Alvesson and Karreman (2007) consider it to be a
resource for increased interpretive ability.

14
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CHAPTER 3

Theoretical Universe of
Discourse

In this chapter, I present the theoretical universe of discourse of the thesis. My
intention is to give the reader an overview of how four separate bodies of
knowledge are applied in the thesis. First I present the pre-requisites for the
choices in Institutional Theory followed by sections on Translation,
Professionalization, and the Marginal Man. Each section summarizes the key
assumptions used in the thesis from these separate areas of inquiry. This
overview provides the reader with a discussion of the theoretical choices as far as
the assumptions, models, and definitions used in the thesis.

16



Selection

In order to answer the research question of this thesis I have selected three
main theories to constitute my theoretical universe of discourse®. The theories
are selected with the motive of further enhancing and enriching my analysis.
This process is explained in more detail in the Chapter 2.

Institutional Theory

This section summarizes three variants of Institutional Theory - Old Institutional
Theory, New Institutional Theory, and Scandinavian Institutional Theory - and
their separate influences on this thesis. On a general level, these three variants of
Institutional Theory help us understand different aspects of the homogeneity that
exists among organizations. Whereas Old Institutional Theory and New
Institutional Theory approach this homogeneity by trying to understand its
mechanisms, Scandinavian Institutional Theory tries to understand the existence
of paradoxical states in the process of homogenization.

Old Institutional Theory: The Structural Aspects of Homogeneity

Scott (1987, 2001, 2003) describes how Institutional Theory (in his words, its
“adolescence”) has evolved since the late nineteenth century. By developing
several models for communicating the multiplicity of theoretical influences on
Institutional Theory (ranging from Hegel and Marx to Garfinkel and
Czarniawska), Scott has enhanced our understanding of Institutional Theory,
in particular its application of theoretical constructs.

The research area of Institutional Theory seems relatively heterogeneous
given the fact that there are many different definitions of the central term,
“institution.” Table 2 lists some of these definitions along with a focus
description.

Source Definition or focus
Sumner (1906:53) “an institution consists of a concept (idea, notion,
doctrine, interest) and a structure”

Davis (1949:71) “a set of interwoven folkways, mores, and laws built
around one or more functions”
Hughes “(1) a set of mores or formal rules, or both, which can

6 The Universe of Discourse refers to “an inclusive class of entities that is tacitly implied
or explicitly delineated as the subject of a statement, discourse, or theory”. Merriam-
Webster, 2009.
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(1939:297) be fulfilled only by (2) people acting collectively, in
established complementary capacities of offices”
Marx (1844/1972) Ideas and ideology

Weber Cultural rules define social structure (and behavior)
(1924/1968)

Durkheim Symbolic systems enacted through rituals
(1893/1949)

Parsons (1937) Systems of norms stipulating relationships

Berger and Shared knowledge and belief systems

Luckman (1967)

Selznick (1957:17) “In what is perhaps its most significant meaning, ‘to
institutionalize’ is to infuse with value beyond the
technical requirements of the task at hand.””

Stinchcombe “a structure in which powerful people are committed to
(1968:107) some value or interest”

Simon The individual is supplied with beliefs regarding
(1945/1997) means-end relationships

Concerning the idea that institutions instill value, researchers, notably Selznick
(1949), have highlighted the use of external sources for the establishment of
the collective whole. According to Scott (1987:494), instilling value promotes
stability, which in turn leads to “a persistence of the structure over time.” This
view is also central in the writings of Weber (1924/1968) and Marx
(1844/1972) who found a causal relationship between the use of structure
and concepts and how value is instilled. Hence, if social reality is a shared
reality (Berger and Luckman, 1967) then the elements of reality will influence
the level of homogeneity among organizations. Given this view, Scott’s (1987)
first perspective of institutionalization as a process of instilling value
establishes the homogenizing effect that institutions have on the organization
in the process of supplying structure with a source of stability.

New Institutional Theory: The Cognitive Aspects of Homogeneity

The new institutionalism in organization theory and sociology comprises
a rejection of rational-actor models, an interest in institutions as
independent variables, a turn toward cognitive and cultural explanations,
and an interest in properties of supra-individual unit of analysis that

7 As Scott (1987) notes, Philip Selznick’s definition of institutions varied over his entire
career, so it is somewhat problematic to use one quotation as representative of his
ideas.

18



cannot be reduced to aggregations or direct consequences of individuals’
attributes or motives. (Powell and DiMaggio, 1991:8)

In two seminal works published in the late 1970’s (1977), John Meyer
extended the research even further by more explicitly arguing that
organizations acted under strain of rationality myths. In relating the processes
of isomorphism and the effort to achieve legitimacy concerning the existence
of myths that influence the structure of organizations, Meyer and Rowan
(1977) founded the starting point of a school of thought that is now known as
Neo-Institutional Theory that argues that actors and organizations are never
free to choose from an unlimited repertoire of actions. Instead, institutions
envelope the actor, offering her a choice of possible actions. According to
Powell and DiMaggio (1991:10):

Institutions do not just constrain options; they establish the very criteria
by which people discover their preferences.

Hence, Neo-Institutional Theory displays the “cognitive turn” in organization
theory in which cognitive and cultural aspects of behavior are highlighted
instead of the mere functional aspects (eloquently described by Parsons,
1956).

In a much-cited article, DiMaggio and Powell (1983) described how
institutions put up bars that form an “iron cage”. Using terminology from
Weber, they showed how to observe organizations in the same group as they
become more and more alike. The iron cage metaphor portrays the charge-de-
affairs of today’s organization with its constant narrowing of the window for
possible actions. Thus DiMaggio and Powell offered students of organizational
theory a toolbox that could be used to understand why and how organizations
change.

A number of articles have addressed change, or more precisely, adoption of
new practices, in Neo-Institutional Theory. From Tolbert and Zucker (1983)
and Zucker (1987) to Washington (2003), Neo-Institutional theorists have
tried to understand the process of adoption as something other than an
intentional and rational process.

According to Neo-Institutional Theory, change occurs (in the phenomena
studied) as the result of a dramatic change in the surrounding and influencing
institutions. As the forces on institutions are cognitive in essence, this change
is often episodic.

A key to understanding Neo-Institutional Theory is to recognize that individual
action is unreflective and routine. In relating this idea to ethnomethodology
(Garfinkel, 1958), post-structuralism (Barthes, 1982), and the focus on
common understandings and practical reason that regulate our choice of

19



actions, Neo-Institutional Theory steps away from the constructs of
commitment, norms, and values used in Institutional Theory by Selznick® and
associates. Instead, Neo-Institutional Theory incorporates the notion of scripts
(Barley, 1986).

Abrahamson (1996) and Benders and Van Veen (2001) take a more nuanced
view of the unreflective manager. According to Benders and Van Veen, the
concept of fashion regards the manager as a passive follower of fashion. In
order to overcome this shortcoming in the concept, they take inspiration from
Ortmann (1995) and propose the concept of ‘interpretative viability’ as an
integral part of the study of fashion. Thus they move one step forward towards
decoupling and thereby creating a loose coupling between the labels and the
content of management ideas. This step permits what Kieser (1997) refers to
as a necessary ambiguity of the concept as a pre-requisite for successful
diffusion. Benders and Van Veen (2001:38) explain the elements of
interpretative viability that are relevant for this thesis:

..any concept must necessarily lend itself for various interpretations to
stand a chance of broad dissemination. The interpretative viability allows
that different parties can each ‘recognize’ their own version of the
concept. These parties may thus accept and even embrace a concept
because they see it as being beneficial to their interests.

Table 3 presents Powell and DiMaggio’s (1991:13) comparison of Old and New
Institutional Theories.

Institutional Theory

old New
Conflicts of interest Central Peripheral
Source of inertia Vested interests Legitimacy imperative
Structural emphasis Informal structure Symbolic role of formal

structure

Organization embedded Local community Field, sector or society
in
Nature of embeddedness  Co-optation Constitutive
Locus of Organization Field or society
institutionalization
Organizational dynamics = Change Persistence
Basis of critique of Theory of interest Theory ofaction
utilitarianism aggregation
Evidence for critique of Unanticipated Unreflective activity

8 Selznick may be regarded as the bridge between institutional and Neo-Institutional
Theory because of his strong focus on formal accounts (Scott, 1987; Powell and
DiMaggio, 2001).
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utilitarianism consequences

Key forms of cognition Values, norms, Classifications, routines,
attitudes scripts, schema

Social psychology Socialization theory Attribution theory

Cognitive basis of order Commitment Habit, practical action

Goals Displaced Ambiguous

Agenda Policy relevance Disciplinary

Neo-Institutional Theory moves away from the structural and functional
aspects of institutionalization and institutional influence and towards a more
explicit focus on the individual and her cognitive processes. While Neo-
Institutional Theory is still concerned with the issues of homogeneity that
were introduced in Institutional Theory, it uses a somewhat different focus.
Whereas Institutional Theory views institutionalization as a way to supply
structure with a source of stability, Neo-Institutional Theory views
institutionalization as a way to give the individual a sense of meaning.

Scandinavian Institutional Theory: The Heterogeneous Aspects of
Homogeneity

The image we are evoking is as follows: guided by fashion, people imitate

desires or beliefs that appear as attractive at a given time and place. This
leads them to translating ideas, objects, and practices, for their own use.
This translation changes what is translated and those who translate.
(Czarniawska and Sevon, 2005:10)

Building on the research of Meyer and Rowan (1977) and March (1999),
among others, an alternative view of Institutional Theory evolved during the
early 1990s in Scandinavia. Czarniawska and Sevon (1996), who named the
theory, describe its ambiguous approach to the concept of change. In their
opinion, developments in Neo-Institutional Theory (Powell and DiMaggio,
1991) did not sufficiently address this ambiguity. Czarniawska and Sevon
called for a paradoxical view of organizations, or a view accepting logical
parallelism. They write:

Change and stability together become an organizational norm, as the
logic of appropriateness is seen as complementary to the logic of
consequentiality. (Czarniawska and Sevon, 1996:5)

This approach to Institutional Theory is complemented by a more process-
oriented focus on the actual institutionalization itself (e.g., Erlingsdéttir and
Lindberg, 2005). In focusing on the process rather than the outcome of
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institutionalization and on the influence of institutions in the organizational
environment, Scandinavian Institutional Theory, or the Scandinavian School of
Institutionalism (perhaps more accurately, the Scandinavian School of Neo-
Institutionalism) takes a constructionist as well as materialistic turn® in it
approach to studying change. The constructionist turn is evident in the use of
the concept of “diffusion” as a model for social change. According to
Czarniawska (2005:7):

Diffusion has recently been replaced by the notion of translation.

Czarniawska (2005) believes diffusion is a simplified, mechanistic and
deterministic model for understanding the travel of ideas. The “flavor of the
day” is instead the notion of “translation,'®” borrowed from Serres (1982)
through the work principally of Latour (1986) and Callon (1986).

This differentiation of translation and diffusion, along with the criticism
directed towards the tradition of diffusion studies, is, however, somewhat
limited as it is based on a simplified version of diffusion studies (cf. Rogers,
2005). Concepts such as “re-invention” have increased the richness and
complexity of diffusion theory, According to Rogers (2005:180):

The new idea changes and evolves during the diffusion process as it moves
from adopter to adopter. Diffusion scholars now recognize the concept of
re-invention, defined as the degree to which an innovation is changed or
modified by a user in the process of its adoption and implementation.

The highly politicized and power-laden concept of translation in the works of
Latour (1986) and Callon (1986) are, however, de-contextualized and
generalized in Scandinavian Institutional Theory in a model for understanding
“little narratives” (Czarniawska and Joerges, 1996:4) that show how ideas
materialize, move, and institutionalize,

Given the focus of Scandinavian Institutional Theory on change and the
process of institutionalization, a great deal of research has been conducted on
institutionalization, or the “idea to action” element of this model (e.g., see
Czarniawska and Sevon, 2005). In these articles, there is a high representation
of action/practice-oriented studies that are vividly described by Czarniawska
and Jorges (1997:41):

9 These turns signify differences in degree rather than direction. I do not argue that
Institutional Theory or Neo-Institutional Theory are not materialistic and
constructivist.

10 Etymologically, “translation” refers to the Greek and Latin equivalent for “carrying
across.” In Greek there is also a differentiation between ‘metaphrase’ and ‘paraphrase’.
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The magic moment when words become deeds is the one that truly
deserves to be called materialization...

Whereas Institutional Theory depicts institutionalization as the process of
supplying structure with a source of stability, and Neo-Institutional Theory
depicts it as a process of supplying the individual with a sense of meaning,
Scandinavian Institutional Theory emancipates the individual’s sense-making
by stressing the heterogeneous and receiver-dependent aspects of diffusion.

Translation

..the few and popular management fads that are globally spread are to
be regarded as points of departures for local management to deal with,
rather than powerful tools in the hands of Top Management. (Tragardh
and Lindberg, 2004:397)

Continuing with the discussion on the break with traditional diffusion studies
in the 1990s, the concept of the “travel of ideas” was introduced in Bruno
Latour’s (1986) seminal work, “Science in Action”.! The basic premise of the
travel of ideas is that ideas are manifestations that are able to travel in time
and space, and that, at the same time, may be re-constructed upon adoption.
Johnson and Hagstrém (2005:367) discuss this idea as it relates to the field of
political science under the heading of a “constructivist translation perspective”
where ideas are seen as “bearers and generators of meaning.” This idea agrees
with the statement by Tragardh and Lindberg (1994) at the beginning of this
section where management fads are perceived as “points of departures” rather
than as ready-made scripts.

In relating their approach to Hacking (1999), Johnson and Hagstrém (2005)
identify three focal points for the study of translation: namely, construction-as-
interpretation, construction-as-product and construction-as-process. Of these
focal points, construction-as-process is considered most important.

Extending the research using the process-perspective, Lervik et al. (2005)
studied the implementation of Human Resource (HR) best practices in a
Norwegian firm. They concluded that the implementation of a set of
management ideas, such as HR best practices, should be understood as a
process of “unpacking”. This process relates the travel of ideas to Czarniawska
and Jorges’s (1996) phased model.

11 Gabriel Tarde (1979) may be an alternative starting point for this line of thought,
tracing it back to the late nineteenth century, as well as to the more recent French
philosopher, Michel Serres.
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According to Czarniawska and Joerges (1996), ideas travel by being
disembedded, re-embedded and institutionalized. Hence, there is a sending
and receiving end in the travel of ideas. Johnson and Hagstrom (2005) offer
some interesting criticism to this model by stating that the phases are
interlocked and occur simultaneously. They regard the process of translation
as an activity that primarily takes place at the receiving end and as an open-
ended, unfinished process, much along the lines of Callon (1986:1) who writes,
“...translation is a process, never a completed accomplishment...”

See Figure 3 for Erlingsdéttir and Lindberg’s (2005) interpretation of the
model proposed by Czarniawska and Joerges (1996) as a four-phase process

model of translation.
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In light of previous process models (moments) for translation, such as the one
proposed by Callon (1986), it is apparent that the development of the
sociology of translation primarily by theorists in Scandinavian Institutional
Theory has taken a somewhat radical turn towards a materialistic
interpretation.

In his study of the translation of eco-taxation in Scandinavia, Holm Pedersen
(2007) takes a different approach towards the necessary focus of research
conducted in the field of the “travel of ideas”. In introducing the concept of
“cognitive institutions” (Scott, 1995) as a means for securing a stronger focus
on the personal level of analysis, Holm Pedersen discusses the process of
translation as comprised of two major phases. The first phase is the idea-to-
script process where an idea is institutionalized as a set of instructions or
cognitive guidelines. The second phase involves the way in which policy-
makers choose between different options on the menu of available scripts.

In making this distinction, Holm Pedersen attempts to fill a gap previously
identified in the literature on the travel of ideas where the main focus has been
on the organizational field level (see Strandgaard Pedersen and Dobbin, 2006;
Zilber, 2006). At the same time, Holm Pedersen identifies divergent ontologies
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and perspectives in three variants of Institutional Theory (sociological,
historic, and rational) that may explain the gap.

Djelic (2007) calls for further research on the receiving end of translation in
her lecture on the necessity for a temporal dimension in diffusion studies.
According to Dijelic, previous research in the field has focused on diffusion as
epidemiology, encounters with embeddedness, or as mediation and
construction. The first two research areas focus on the societal and population
level of analysis, while the third implies a stronger focus on the personal level
of analysis. Lervik et al. (2005) and Strandgaard Pedersen and Dobbin (2006)
support this distinction.

By contrasting the findings from organizational culture and Institutional
Theory, Strandgaard Pedersen and Dobbin (2006) identify a difference
between meaning as socially constructed in organizations (organizational
culture) and organizations (Institutional Theory). They argue that the strong
focus on legitimacy in Institutional Theory has reached a standstill where the
personal level of analysis is methodologically avoided. To relieve this situation,
they propose the use of the concept of “identity” (see Sturdy et al, 2006;
Alvesson, Ashcraft and Thomas, 2008).

Zilber (2006) broadens this argument when he targets the translation of
rational myths from the generic to the specific. After identifying a bias in the
structural and practical aspects and a neglect of the more symbolic and
cultural processes, he then describes the process of translation and identifies
three acts in the process: namely, changes from the wide institutional
environment into a local context, changes over time, and changes across
institutional spheres.

In his study of rational myths, Zilber (2006) calls for a focus on societal and
cultural aspects of translation as necessary to further understanding of the
process. This requires a new focus in research not concerned with the
organizational field level of analysis or with the structural and practical
aspects prevalent in the tradition of Institutional Theory.

This brief review of the research in translation and the travel of ideas leads to a
number of assumptions that form the theoretical basis of this thesis:

1. Ideas travel in time and space (Latour, 1986)

2. Ideas are points of departure for management, not ready-made scripts
(Tragardh and Lindberg, 2004)

3. Construction is a process of translation; the travel of ideas is
manifested in translation (Johnson and Hagstrém, 2005)

4. The translation of ideas can be studied as a process involving the
packaging, distribution, unpackaging, and institutionalization from a
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sending-to-receiving line of communication (Erlingsdé6ttir and
Lindberg, 2005; Djelic, 2008)

5. The unpacking of ideas is manifested in the implementation process
(Lervik et al., 2005)

6. The study of translation can and should be studied on the personal
level of analysis, making the implementation a cognitive process for
the receiving end (Holm Pedersen, 2007)

7. Institutional Theory needs to be complemented by alternative
approaches in order to understand the process of translation and the
travel of ideas on the personal level of analysis (Zilber, 2006)

Professionalization

According to DiMaggio and Powell (1983), there is a close link between the
norms that guide the behavior of organizational actors and the profession to
which they belong. Hence, for a study of norms and how these are unpackaged
by CIOs, the professional perspective is important for this thesis. Although I am
somewhat critical of the idea that the CIO is a member of a profession (at least
in the sociological sense of the word), this idea is of considerable relevance for
further analysis.

The Sociology of Work and Occupations (WO) has long been devoted to
understanding the role of professions and the process of professionalization.
The question of whether a profession is distinguished from an occupation by a
substantially higher degree of exclusiveness (Abbott, 1988) has been
addressed in the study of numerous professions. For example, Samuel,
Dirsmith and McElroy (2004) state that the genesis of the accounting
profession was the result of a conflict with the legal profession owing to the
latter’s inability to explain the phenomenon of bankruptcy.

In the 1980s Abbott (1988) studied the genesis of professions by focusing on
such inter-professional conflicts. His model for understanding the creation of
professions is based on the effect of border-related squabbles between
neighboring professions. According to the model, professions strive for
jurisdictional control using a number of different mechanisms and activities.

However, given that some professions attack neighboring professions, the
resulting struggle over professional territory sometimes leads to loss of
territory. This situation relates to the ideas of deprofessionalization (Haug,
1977), or, as Abbott predicts, the possible decline or disappearance of a
profession.

In his 1993 article, Abbott reviews the development of WO during the
preceding 20 years. His initial focus is on the tradition that stems from Everett
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Hughes (1939) and what is termed industrial sociology. Thereafter Abbott
reviews the focus on careers that was introduced in the 1950s and then the
increased focus on skills and gender that was popular in the 1970s. According
to Abbott, the WO literature is isolated in its close relationship with sociology.
This more or less single focus is detrimental to the overall aim of increasing
our understanding of the subject. Abbott (1993:190) bleakly summarizes the
scholarly development of the last two decades:

In short, the sociology of [work and occupations] has for the last 20 years

pursued a fairly narrow range of topics. It has focused on individual
behavior and its immediate contexts, looking at psychological, personal,
and social antecedents and consequences of work behavior. It has largely
ignored other bodies of inquiry into work. There have been few attempts
at general theoretical analysis outside Marxist writings and perhaps the
sociology of professions. It is a sad fact that much or most of the exciting
study of work today happens outside sociology’s provenance and even its
interest.

Functionalist sociologists (e.g., Parsons, 1937; Raelin, 1989) differentiate
between professional and non-professional occupations. Table 4 presents
Raelin’s six attributes of the functionalist definition of professional
occupations (1989:102):

Attribute Description

Expertise Engaging in prolonged specialized training in a body of abstract
knowledge

Autonomy Possessing the freedom to choose the examination of and means to

solve problems

Commitment Showing primary interest in pursuing the practice of one’s chosen
discipline
Identification Identifying with the profession or with fellow professionals through

formal association structures or through external referents

Ethics Rendering service without concern for oneself or without becoming
emotionally involved with the client

Standards Committing oneself to help in policing the conduct of fellow
professionals

Rothman (1984) criticized the functionalist approach and offered a more
process-oriented definition. This definition focuses more on the power-related
aspects of professional control (Raelin, 1989).

Abbott (1988:8) proposed an alternative to the functionalist definitions of
professions when he defined professions as “exclusive occupational groups
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applying somewhat abstract knowledge to particular cases.” Abbott also
emphasized the jurisdictional control related to professions that Halpern
(1992) described in a study of why certain American medical specialties were
more successful than others in establishing professional control.

Theoretical Model: Inter-professional Conflict according to Abbott

Abbott (1984) presents a model in WO for the jurisdictional control of
professions. The inspirations for this model are the inter-professional rivalries
over jurisdiction, for example, between lawyers and accountants and between
psychiatrists and neurologists.

According to Abbott (1988), the boundaries between professions are under
constant dispute and reconstruction. This struggle results from the description
of a profession, as previously noted, as related to an abstract body of
knowledge used by its members to gain advantages over non-professionals.

In his jurisdictional control model, Abbott names three activities a profession
has to control in order to maintain jurisdiction over its work - classifying
(diagnosis), reasoning (inference), and remedying (treatment) of a problem. In
these activities, jurisdictional control is established by legitimization, research,
and instruction.

According to Abbott, a profession constantly strives to expand its territory,
even if that involves infringing on neighboring professions’ territories. For
instance, in medicine, as described by Samuel et al. (2005), accountants gain
jurisdictional control over physicians by creating bureaucratic mechanisms
that govern the physicians’ everyday activities.

In addition to giving researchers of professions a model to explain the current
state of a profession, Abbott also distinguishes between different mechanisms,
summarized in Figure 4, that are employed by a profession to gain increased
jurisdictional control (and territory).

28



Cognitive strategies Abstraction
TAZ?:SAZ? Lack of content
Treatment P ositive formalism

Maintenance System properties
Connectivity
Amalgamation Dominance
Division Residuality
Systematization

Cognitive strategies, consisting of reduction, metaphor, and treatment,
correspond to the stages of diagnosis, inference, and treatment in Abbott’s
model. According to Abbott (1988:100):

Reduction replaces one profession’s diagnosis of a problem with another’s.
Metaphor extends one profession’s models of inference to others. A third
rhetoric of jurisdictional change contests neither diagnosis nor inference,
but treatment. The attacking profession claims simply that its treatments
apply to problems diagnosed by others

Of these rhetorical means, Reduction is the most commonly used and refers to
the practice of reducing tasks previously conducted by a neighboring
profession to the jurisdictional control of your own profession. One example is
the monetization of medicine as described by Samuel et al. (2005) where the
professions of accounting and engineering transform medical care into a
resource that needs to be rationed, organized, and distributed as cost
efficiently as possible.

Metaphor is the export of models of analysis to encompass tasks and problems
within the professional scope of a neighboring profession. This may be seen in
the application of system models for analysis from systems science into other
fields, such as sociology, economics, and even social work.

Treatment involves the export of a treatment prescribed in one professional
field to other professional fields. An example is the expansion of the
professional scope of the clergy, who since the early twentieth century have
advised on treatments for mental illnesses, a field of expertise traditionally
associated with the profession of psychiatry.
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Abstraction is the second central mechanism of jurisdictional control. With this
mechanism, a profession uses different means of abstracting its knowledge
base in order to gain control. A profession may perform abstraction (1) by
making the knowledge applicable to increasingly diverse areas (lack of form)
and thus extending jurisdictional control, or (2) by appending to positive
formalism and lessening the scope of its claims. The first type of abstraction
has been shown to weaken a profession as a consequence of dilution; the
second type may strengthen a profession if (and only if) it is done in
conjunction with a treatment (in other words, with an action where the
observer can judge the outcome).

Abstraction as a mechanism used to secure jurisdictional control by a
profession is somewhat of a double-edged sword. Depending on the current
situation for the profession, different combinations of weakening and
sharpening the edges of the formal body of knowledge are optimal. Abbott
(1988) acknowledges the problem by making Abstraction a separate
mechanism.

Maintenance, the third central mechanism of jurisdictional control, can be
either by Amalgamation or Division. Amalgamation involves joining previously
separate professions into a single profession, either by including a previously
separate occupational group into an existing professional group (such as the
inclusion of osteopaths in medicine), or by combining separate professions
into an entirely new profession. Division involves the specialization of a
particular part of a profession into a separate profession. According to Abbott,
examples of successful divisions are very rare, and may result in the decline or
disappearance of an entire profession. An example is the Information
profession described in the Background Chapter of this thesis.

The fourth central mechanism of jurisdictional control, System properties,
consists of Connectivity, Dominance, Residuality, and Systematization.

Connectivity is the measure of inter-connectedness of the profession with its
environment and hence its likelihood of being affected by disturbances in that
environment. In professions where a large number of the tasks that fall under
their jurisdictional control are conducted in their own environments,
connectivity is high. By contrast, connectivity is low in professions with a
strong tie to governmental bodies and institutions (e.g., licensing).

Dominance refers to the structural aspects (dominant organizations and
structures) or the cultural aspects (dominant ideas) of other entities’ power
over a profession. Residuality is the measure of ambivalence of the
professional scope itself, or the set of tasks that formally constitute a
profession. Systematization measures the degree to which professional
knowledge is systematized. The more involved in inter-professional conflicts a
profession is, the more likely the degree of systematization. In order to secure
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jurisdictional control, the profession falls back on a highly systematized body
of knowledge, which in turn ultimately leads to a narrowing of the professional
scope.

This brief review of the research into professions can be summarized by five
assumptions:

1. Professions are bearers and producers of norms (DiMaggio and
Powell, 1983)

2. Professions can be studied as a process of professionalization
(Rothman, 1984)

3. Professionalization involves the competition of jurisdictional control
by neighboring profession (Abbott, 1984)

4. Professionalization can be studied through inter-professional conflicts
(Abbott, 1988)

5. Mechanisms of jurisdictional control form a theoretical model for the
study of professions in the making (Abbott, 1988)

Marginal Man

Park (1928) coined the term “Marginal Man” after observations of migration as
a means for progressive societal development. Migrating individuals, according
to Park, possess certain distinguishing marks that cause them to change the
basic structure of society by transgressing taken-for-granted societal rules and
social worlds.

The great founders or religion, the earliest poets and philosophers, the
musicians and actors of past epochs, are all great wanderers. Carl Bucher
in Park (1928:882)

By equating migration with wars and by borrowing from Simmel and his
descriptions of “The Stranger”, Park concludes that the mind of the Marginal
Man is the battleground for constructing society.

It is in the mind of the Marginal Man that the conflicting cultures meet
and fuse. It is, therefore, in the mind of the Marginal Man that the process
of civilization is visibly going on, and it is in the mind of the Marginal Man
that the process of civilization may best be studied.” (Park, 1928:881)

Everett Stonequist (1935, 1937) developed Park’s idea with his focus on what
today we would consider his less than politically correct “mixed-blood”.
Stonequist (1935) wrote about a “double consciousness” in individuals who
live in two different social worlds. Hence, the Marginal Man functions as a
buffer between two (or more) social worlds, with a dual (or multiple) pattern
of loyalty and identification. Stonequist also developed the concept of the
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Marginal Man with a psychological profile and a description of potential
difficulties for the individual who lives in two social worlds.

The two cultures produce a dual pattern of identification and divided
loyalty, and the attempt to maintain self-respect transforms these feelings
into an ambivalent attitude. (Stonequist, 1935:6)

Stonequist (1935) developed a stage-model of the life cycle of the Marginal
Man as well as a process model for how inter-group conflicts develop over
time. He concluded that the Marginal Man is the key personality of cultural
change, and following Park (1928), concluded that the Marginal Man is also the
study-object for cultural change from a cognitive perspective.

Park’s and Stonequist’s ideas on the Marginal Man are more or less focused on
either discrediting or developing the theoretical concept. Goldberg (1941),
however, differentiated between the Marginal Man and the member of a
marginal culture, and suggested that the best place to study cultural change is
with the latter. Wardwell (1952) used the definition and process descriptions
from Stonequist (1935) in his study of the chiropractic profession that he
believed had a marginal professional role.

On a more critical note, Green (1947) and Golovensky (1952) noted that the
concept of the Marginal Man had been too uncritically accepted and, at the
time they were writing, was not empirically tested. According to Golovensky
(1952), there is a need to assume a certain level of cultural pluralism, which
would make the conceptual discussion by Park (1928) and Stonequist (1935)
problematic since it is based on an assumption of homogeneity in cultural
groups.

Kerkhoff and McCormick (1955:50) called for a new definition of the Marginal
Man. In their view, the Marginal Man could best be defined as “.one who used a
non-membership group as a reference group.” They refined this definition as
follows:

The Marginal Man is one who has internalized the norms of a particular
group (thus it is his reference group) but he is not completely recognized
by others as being a legitimate member of that group. (Kerkhoff and
McCormick, 1955:50)

This definition, despite its apparent lack of bi-directionality and consequent
difficulties in internalizing the norm of institutionalization, is most relevant for
this thesis.

Since the 1950s, the references to Marginal Man in the literature of sociology

have steadily decreased. One reason may be the difficulties in empirically
testing and operationalizing the concept (Green, 1947). Wright and Wright
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(1972), while acknowledging this problem as well as some conceptual
problems with the very concept of Marginal Man, conclude that the Marginal
Man is an interesting approach to the study of the mental aspects of society.
According to these authors, such study is best accomplished by returning to
the original work of Park (1928) and Stonequist (1935) in which the short, yet
intense, academic enterprise of the Marginal Man first began.

This brief review of the study of the Marginal Man can be summarized into a
number of assumptions that form the theoretical basis of this thesis:

1.

2.

An individual occupying two social worlds is regarded as a Marginal
Man (Stonequist, 1935)

The Marginal Man displays dual logics, identities and loyalties
(Stonequist, 1935)

The Marginal Man has institutionalized the norms of his reference
group (Kerkhoff and McCormick, 1955)

The construction of society can be studied through the Marginal Man
(Park, 1928)

The Marginal Man can be part of a marginal profession (Wardwell,
1952)

The personality traits of the Marginal Man provide the opportunity to
study the construction of society (Wright and Wright, 1972)

Summary of Theoretical Assumptions

To guide my future work, the following assumptions from the theoretical
universe of discourse will be of particular interest:
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1. Ideas are points of departure for management, not ready-made
scripts (Tragardh and Lindberg, 2004)

2. The translation of ideas can be studied as a process involving the
packaging, distribution, unpackaging, and institutionalization
from a sending-to-receiving line of communication (Erlingsdéttir
and Lindberg, 2005; Djelic, 2008)

3. The study of translation can and should be studied on the
personal level of analysis, making the implementation a cognitive
process for the receiving end (Holm Pedersen, 2007)

4. Professions are bearers and producers of norms (DiMaggio and
Powell, 1983)

5. Professions can be studied as a process of professionalization
(Rothman, 1984)

6. Professionalization involves the competition of jurisdictional
control by neighboring profession (Abbott, 1984)



7. Mechanisms of jurisdictional control form a theoretical model for
the study of professions in the making (Abbott, 1988)

8. An individual occupying two social worlds is regarded as a
Marginal Man (Stonequist, 1935)

9. The Marginal Man displays dual logics, identities and loyalties
(Stonequist, 1935)

10. The Marginal Man has institutionalized the norms of his reference
group (Kerkhoff and McCormick, 1955)

These assumptions together with the assumptions from the empirical universe
of discourse constitute the starting point for the analysis in this thesis.
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CHAPTER 4

Empirical Universe of
Discourse

In this section I address the two main areas that form the empirical universe of
discourse for the thesis. First, I give a brief overview of the governance of IT with
a summary of some of the most dominant previous findings. After this, I present
an overview of the role of the Chief Information Officer (CIO), together with a
brief demography and a review of previous research on the professional status of
the CIO. I conclude by summarizing the assumptions that have been made in
regards to the empirical universe of discourse.

Selection

The selection of areas and issues covered in the empirical universe of
discourse is based on the research question. With this being directed at how IT
Governance related norms are translated by CIOs in large organizations, I have
chosen to focus on IT Governance and the CIO.
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IT Governance

Governance issues (see Daily, Dallon and Cannella, 2003, for a review of these
issues) related to organizing IS are often portrayed as highly complex and
cumbersome (Schwartz and Hirschheim, 2003). Despite this portrayal,
research into the phenomena of IT Governance (differentiated from IT
Management by its focus on settings rather than operations) has been relatively
limited (Sambamurthy and Zmud, 2000).

On a historical note, the issues related to the necessary settings for successful
management of IT have been dealt with variously as Strategic Information
Systems Planning (SISP) (see Lederer and Sethi, 1988), Information Resource
Management (IRM) (see Lewis, Snyder and Rainer, 1995) and IS Management
(ISM) (see Brancheu, Janz and Wetherbe, 1996; Watson et al., 1997). However,
to a large extent, these authors have focused on the internal efficiency of IS and
the operational/tactical layers governing the IS resource (Weill, 2004). A
notable exception is SISP that has a fundamentally strategic approach that
does not, however, put it in direct contact and correspondence with overall
corporate governance.

Apart from issues related to structure (Dearden, 1965; Agarwal and
Sambamurthy, 2002) and the loci of responsibility (Schwartz and Hirschheim,
2003), more recent developments in IT Governance have turned towards
organizing logic (Prahalad and Bettis, 1986), authority patterns (Sambamurthy
and Zmud, 1999) and capabilities (Feeny and Willcocks, 1998; Willcocks et al.,
2006).

Various researchers and organizational entities have defined the concept of IT
Governance. Table 5 presents an overview of various definitions of IT
Governance.

Gray, 2004 Management policies and procedures used to direct the IT function
in the organization, to monitor and control the function, and to
identify the risks involved in achieving the organization’s strategic
objectives.

Gartner Group, The processes that ensure the effective and efficient use of IT in

2006 (Gerrard, enablingan organization to achieve its goals.

2006)

Forrester, The decision-making processes for IT investments.

2006 (Symons,

2006)

Van The organizational capacity exercised by the board, executive
Grembergen, management and IT management in order to control the
2002 formulation and implementation of IT strategy and thus ensure the

fusion of business and IT.
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ITGI, 2003 The term used to describe how those persons entrusted with
governance of an entity consider IT in their supervision,
monitoring, control and direction of the entity. In addition, the way
IT is applied will have an immense effect on whether the entity
attains its vision, mission or strategic goals.

Sambamurthy An organization’s IT-related authority pattern.

and Zmud,

2000

Schwartz and IT-related structures or architectures (and associated authority

Hirschheim, patterns) implemented to successfully accomplish (IT-imperative)

2003 activities in response to an enterprise’s environmental and strategic
imperatives.

Weill and Ross, The framework for decisions, rights and accountabilities that

2004 encourage desirable behaviour in the use of IT.

Table 5: Various definitions of IT Governance

The increased discussion of IT Governance is evidence of the growing interest
in IT in the management culture. As Sohal and Fitzpatrick (2003) and Weill
(2004) note, until recently the research focus was on operational decision-
making. Among the areas of research are computer systems management
controls (Garrity, 1963), control of information services (Olson and Chervany,
1980), IT standards (Kayworth and Sambamurthy, 2000), IT decision-making
responsibilities (Boynton, Jacobs, and Zmud, 1992), IT management
architecture and locus of IT decision-making (Boynton et al, 1992), IS
organizational role and the location of IS responsibility (Brown and Magill,
1994).

Brown and Grant (2005) propose an approach to these various research areas
in IT Governance, They recommend dividing the research into the categories of
Form and Contingencies.

Research in the category of Form (reviewed by Schwartz and Hirschheim,
2003) has focused on centralized, decentralized and federal (or
shared/hybrid) forms of governance (See also Camillus and Lederer, 1985;
Main and Short, 1989; Tavakolian, 1989; Fiedler et al., 1996).

Developments in the common-sense, or the most dominant form of organizing
IS, have (with changes in technology and diffusion) undergone radical changes
from the centralization in the late 1960s2 to decentralization in the late 1980s,
and then back to centralization in the 1990’s and decentralization in the
2000’s.

12 This change appears mainly because of the increased possibilities associated with
main-frame computing. For a discussion on the isomorphism of IT and business
organization, see Olson and Chervany (1980).
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The advantages and disadvantages of the categories (centralization and
decentralization) are discussed in more detail by researchers such as Cross et
al. (1997), Kayworth and Sambamurthy (2000) and Lewis (2004). The clearest
advantages relate to responsiveness and efficiency achieved by the centralized
model (with its focus on economies of scale and control) and to customization
and responsiveness by the decentralized model.

Brown and Grant’s (2005) second category of research is Contingencies.
According to Brown and Magill (1994) and Sambamurthy and Zmud (1999),
this area of research has been saturated in recent years, in part because very
few contingencies can actually be scientifically proven.

In an early attempt to relate single contingencies such as size, strategy and
structure to the organization of IS, Ein-Dor and Segev (1978) studied 53 Israeli
firms. In their findings (Ein-Dor and Segev, 1992), they concluded
centralization was associated with size (defined as revenue), climate and
user/implementer relationships.

In their research, Ahituv, Neumann and Zviran (1989) and Clark (1992) rule
out the significance of industry as a contingency in relation to the organization
of IS. Olson and Chevany (1980), Ahituv et al. (1989), Tavakolian (1989) and
Clark (1992) discover no relationship between company size and the
organization of the IT function, whereas Ein-Dor and Segev (1992) find a
relationship with numbers of employees but not with the size of revenue.

Brown and Magill (1994) and Sambamurthy and Zmud (1999) expanded
single-contingency analysis into a multiple-contingency analysis in their
identification of several variables where contingency patterns are produced
(see, e.g., Weill and Ross, 2004, 2005).

Sambamurthy and Zmud (2000) discuss the enormous amount of normative
and highly simplified research conducted in the IT Governance area. A majority
of this research is prescriptive, with a new framework, model or idea as the
final product of the research. As a result, there are a number of frameworks
available for IT Governance, including the following: Archetypes and IT
decisions (Weill and Ross, 2005), Five Key Objectives (ITGI, 2004), Nine Core
IS Capabilities (Feeny and Willcocks, 1998), Eight Imperatives for the IT
Organization (Rockart, Earl and Ross, 1996), Three key IT Assets (Ross, Beath,
and Goodhue, 1996), IT Portfolio Management (Jeffrey and Leliveld, 2004),
Application Portfolio Scorecard (Prahalad and Krishnan, 2002), IT Investment
Portfolio Management (Weill and Aral, 2006), Platform Logic (Sambamurthy
and Zmud, 1999), Extended Platform Logic (Schwartz and Hirschheim, 2003),
COBIT (ISACA, 2004), ITIL (ISACA, 2004), IT Balanced Scorecards (Van
Grembergen, 2004) and Critical IT Capabilities (Sambamurthy and Zmud,
2000).
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Stylized Description of IT Governance

To add to the description of the normative elements in IT Governance, I have
created a stylized description of IT Governance by combining quotes from the
normative statements identified in the content analysis of Study I. To show the
weighted importance of these elements, my description uses the composite
frequency (see Table 18 in Chapter 5) as a starting point for the balance of
attention and representation. Direct references are to the Gartner identity
number. [talics mark text added to make the text more accessible to the reader.
The Gartner reports, which are proprietary, are available at www.gartner.com.

In the strategic alignment of the IT and Business Strategies, the CIO must
develop the corresponding IT strategy for each component of the corporate
strategy. (G00129538) The CIO must also define an IT strategy and
architecture that integrates, automates and simplifies the end-to-end business
processes. (G00129538)

Before an IT organization can mature its financial management and reporting
capabilities, it must first understand that there is no "one size fits all" set of
metrics or report standards. (G00143548) In addition, any IT financial
management objectives and associated metrics must be based on a clear
understanding of these factors, beginning with what the business actually
wants, needs and values. (G00143548) To communicate value for money, the
CIO must translate IT operational performance into business performance and
continually show that IT delivers value for money where it counts—in
improvements to business performance. (EXP CIO Signature, April 2007)

A proactive CIO must run IT as a business, sharing common corporate business
objectives with other business unit heads. (G00129538) To be credible, they
must also focus on where the business is going and require an understanding
of the big picture, shaped by external forces, marketplace trends, competitors,
clients, organization capabilities, future options and the business model
structure. (G00144270) Furthermore, IT management must be "inside the
envelope" of business communications and strategy development to continue
to support business operations and help create business value. (G00143352)
CIOs need to develop far stronger operational and change skills and must
become more adept at orchestrating business rather than just IT change.
(G00144270)

Effective communication between IT Leaders and Stakeholders must be
structured and contextual (G00130023). IT Managers must state goals in
enterprise-specific business terms (G00125787). IT professionals must stop
perpetuating the myth that IT is so highly complex and misunderstood that
only pure technologists can manage it. (G00137694) Such professionals must
also erase the territorial boundaries — There are no such things as IT-only or
business-only decisions in the "hyperconnected" enterprise. Everything is
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interrelated. No IT professional can hope to win by reinforcing decision-
making precedents at the expense of innovation and opportunity.
(G00145593)

Traditional IS execution competencies include development and operations. To
ensure that benefits are delivered, these must include helping the business get
ready for change and addressing issues that arise from a benefits perspective.
(EXP CIO Signature, December 2005) Leadership excellence must pervade the
entire IT organization in a multiplicity of roles — customer relationship,
financial leadership, architecture, solution development, project and portfolio
management, and certainly at the team leader level — whether
multidisciplined project teams, hybrid teams consisting of internal and
external team members; or cross-organizational process teams. (G00138455)
IT leaders must therefore plan for succession. They need to find and nurture
fresh talent — multiskilled, multidisciplined and multifariously experienced —
to take on new roles. (G00145593) CIOs must evaluate their existing
competencies to ensure that they have the same skills often found in
management consultancies. (EXP CIO Signature, October 2006) To secure the
future competence of their departments, IT leaders must articulate and defend a
budget that enables hiring for development and allows time for learning on the
job. (G00136483)

Regarding IT Governance, much of the CIO’s attention should be directed towards
the constant level of change. To deal with such changes, organizations must
develop an appropriate governance framework, understand and evaluate the
different requirements within business units and geographical locations, and
assess the readiness of the organization to manage such changes and
transitions. (G00143869) The governance strategy must be consistent with the
funding model. (G00147320)

Enterprises must build agility and sustainability to take risks and counter
them, and they do so because economic and technological cycles are
increasingly fast, overlapping and connected. (G00136797) IT organization
must be leaner and more focused on business results by appropriately using
strategic sourcing of IT services, by adopting process-based working and by
using all the available financial resources. (G00144929) Delivery process
standardization is a must, and it has become evident within offshore providers
— followed by the traditional ones — that have built standard services,
operating and quality management frameworks based on industry best-
practice guidelines (such as the IT Infrastructure Library, the Capability
Maturity Model Integrated, ISO 9001 and ISO 20000) as an operating and
marketing mechanism. (G00143869) CIOs must use relationship management
and service industrialization to manage the transformation toward globally
delivered IT services. (G00143869) The disparate set of resources must
seamlessly come together with a high process and methodology maturity,
operating in a secure and scalable global infrastructure supported by
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significant investments to mitigate or manage risk. (G00143869) To make
these views coexist, organizational structures must evolve that avoid the
pitfalls and conflicts associated with "matrix management" implementations.
(G00143352) IT must reorient to support all four elements of strategic
business change (infrastructure, process, organization structure and culture).
(G00142196) You must lay a foundation of improvement infrastructure, align
your sourcing strategy, beef up change leadership capabilities and
continuously assess your process improvement practices. (EXP Premier, May
2006)

For IT-related investments and application portfolio management, the CIO must
establish a “one in, one out” application policy in which one application must
be retired for every new application that is added. (G00125787) The CIO must
be selective. Breakthrough performance comes from getting the enterprise and
IS focused on the right agility in the right places. (EXP CIO Signature, April
2005) The IT strategies must articulate the technical architectures and the IT
governance for market-driven IT portfolio investment management.
(G00129538)

The CIO must recognize and reposition the role of IS and IT in enterprise
agility. (EXP CIO Signature, April 2005) CIOs and all leaders must manage the
progression of sponsors, agents and targets through the change process. (EXP
CIO Signature, October 2005) Behavioral skills, such as communications,
leadership and influencing, often must be improved. (G00136797)

Although CIOs must continue to improve on the demand side, they focus too
narrowly on the internal operations elements of the supply-side role, leaving
themselves "out of balance" relative to managing other areas of the leadership
role. (G00144929) IT Must Think Differently, Act Differently and Be Different
to Drive Business Growth. (G00144215) The other area that CIOs must take
full accountability for is the development of IT leadership, rather than purely
technology leadership. (G00142168)The CIO must accurately assess the
current level of trust and confidence in himself or herself and in IS.
(G00139307) CIOs and top CDO executives must be able to assess how ready
and able the organization is for an aggressive IT-enabled change management
program and how successful a CIO will be as a significant change agent.
(G00139307) Leadership excellence must pervade the entire IT organization
in a multiplicity of roles — customer relationship, financial leadership,
architecture, solution development, project and portfolio management, and
certainly at the team leader level — whether multi-disciplined project teams,
hybrid teams consisting of internal and external team members; or cross-
organizational process teams. (G00138455)

CIOs Must Gauge Executives' Understanding of Technology. (G00128090) The
CIO must still be wary of historical relationships the CEO may have with
someone in his or her administration, such as a high-school friend serving in
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the cabinet who may have more clout than the formal organization chart
suggests. (G00127518) The CIO must bring the information management and
business process automation to the board room, something quite different
from the network operations. (G00129538) The CIO role must shift from
reactive to strategic, and the CIO must actively participate on the front end as a
key member of the corporate strategy development team. (G00129538)

The Chief Information Officer

In this section, I give a historical overview of the Information Profession with
particular focus on the Chief Information Officer (CIO). In addition, I define the
CIO role and review the current status of the CIO profession.

Historical Overview of the Information Profession

Abbott (1988) offers a unique overview of the historical developments in what
he labels the “Information Profession”. According to Abbott, this mixture of
professions and occupational groups, focus their jurisdictional control on the
organization and retrieval of information in all forms. Thus Abbott’s label
encompasses, or borders on, a variety of professions, including accounting,
marketing, and engineering. As background for my discussion of the CIO
profession, [ briefly summarize Abbott’s essay on the system of professions.

According to Abbott's model for understanding professions and inter-
professional conflict, the creation of a profession always begins with a
disturbance of some sort. For the information profession, this disturbance
began both with the library classifications schema developed by Melvill Dewey
in the late nineteenth century and with the diffusion of computer-based
technology in the twentieth century.

Abbott claims that the predecessors of the information professionals were the
librarians of the early seventeenth century. Owing to political developments
and the introduction of more and more interventionist governments, the need
for information grew rapidly during the late seventeenth century. With the
increase in information, there was a need for more and more complex
technologies for maintaining and organizing the contents of the libraries. Thus
the profession of the librarian diversified into technical librarians as well as
specialized librarians for law, science, public administration, et cetera during
the 1840s.

As the professional group responsible for the ordering of information,

originally in book form, gradually librarians began to deal with the handling
and organizing of information in document form. This advance led to the
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development of a separate professional group who specialized in compiling
numbers for governmental decision-making. This group, the statisticians (who
initially focused on the compilation rather than the analysis of numbers),
attained professional recognition as they formed associations such as the
American Statistical Association (founded in 1839) and journal such as the
Annals of Mathematical Statistics (founded in 1930).

In the early twentieth century and during World War I, the introduction of
computational devices facilitated the routinization of several tasks that
previously were exclusively handled by the librarians and statisticians. Now
the work of other professions such as Accounting, Electrical and Mechanical
Engineering, Law, Journalism and even Financial Analysis involved these
special information skills. This routinization also brought with it several
interesting results, for example, a division of labor between bookkeepers and
accountants in the accounting profession.

The increased focus on production capability during World War I followed by
the increased importance of the market after World War II meant decision-
making information had to be readily available and current (as close to real-
time as possible). This demand led to the creation of Management Information
Systems (MIS), a form of computer-based control system that has experienced
wide diffusion since the 1950s.13

With the widespread adoption of MIS, the creation of Management Information
services was next. Such services were provided by hardware vendors (e.g.,
IBM), independent consulting firms (e.g., Arthur D Little) as well as consulting
firms specializing in accounting (e.g., Arthur Andersen).

During the 1970s, the information profession gained legitimacy when
information science became part of library schools’ curricula and when
university and college business schools added MIS to their curricula. However,
the individuals more interested in the theoretical developments in information
science (the Information Scientists) and the individuals more interested in
business systems increasingly went in different directions. Hence, the
newcomer profession of computer specialists found it difficult to acquire
professional status.

During the 1980s, where Abbott concludes his analysis, there were no real
claims for jurisdiction in the area of information handling and processing by
any significant group of professional actors. Instead, the bulk of computer-
related training was conducted on-site with a clear focus on operations.

13 This development has grown with new versions of the same basic idea behind MIS.
More current versions include Material Requirement Planning (MRP), Material
Resource Planning (MRPII) and Enterprise Resource Planning (ERP) Systems.
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According to Abbott, this development suggested the end of an information
profession that had been in the making.

The CIO

Since the start of mainstream IT adoption in the 1950s, substantial efforts have
been devoted to finding the optimal organizational settings for IT
(Sambamurthy and Zmud, 2000). Much of this effort deals with striking the
balance between centralized and decentralized structures. Proponents of the
decentralized approach have advocated a close linkage between the use and
the organization of IT (Dearden, 1965). By contrast, the centralized approach
in taking the position that IT can be centralized with substantial benefits
(Davenport, 1998), has often argued for standardized operating procedures
and economies of scale.

This conflict in ideology between centralized and decentralized IS relates
directly to the CIO role. In a completely decentralized environment, it is
impossible for the CIO as a centralized executive to be in charge of IT.

While Grover et al. (1993) trace the development of the CIO role to the 1960s,
mainstream adoption of the concept first appeared in the beginning of the
1980s when the CIO was portrayed as the “corporate savior who was to align
the worlds of business and technology” (Grover et al., 1993:108). By 1984,
roughly one-third of the major corporations in the United States had an
appointed CIO and that number grew to more than half of such corporations by
the end of the decade. Even public organizations were appointing CIOs.

Rockart, Ball and Bullen (1982) predicted that the development of the senior
executive responsible for IT (i.e., the IS Executive) would depend upon three
major trends. Following developments in the business environment (remote
workers, managerial emphasis on planning, capital shortage and widening of
the gap between people and hardware costs) plus a rapidly changing
technology (increased cost-efficiency, increased use of data communication
and data bases, and an increase in competition between IT providers), the
need for a new take on the CIO was necessary.

This new take would, according to Rockart et al. (1982), focus on the decrease
in direct line responsibilities and the increase in staff orientation and
corporate responsibility for information resource policy and strategy. This
idea was further developed by Benjamin, Dickison and Rockart (1984) who
studied the changing role of the CIO (in their terminology, the Corporate
Information Systems Officer). .

By focusing on reporting relationships, corporate IS budgets, critical
responsibilities, the importance of selected IS initiatives, and the organization
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of IS functions and activities, Benjamin et al, (1984) supported Rockart et al.’s
(1982) findings. The CIO’s role, and not that of IT line management, was, in
other words increasing in power and becoming more centralized with greater
responsibility for the strategic aspects of IT. According to Chun and Mooney
(2009), this development is set in conjunction with a split of the CIO into either
the technical or the strategic realm.

In a study of managerial roles related to the CIO, Grover et al, (1993) found
that the CIO, as spokesman and liaison, was taking an increasingly important
role. They also found that the strategic responsibilities (within the monitoring
and entrepreneurial role) had not experienced the same increase in
importance in organizations that did not pursue centralization of the IS
resource. Thus, they define the CIO as follows:

The highest ranking IS executive who typically exhibits managerial roles
requiring effective communication with Top Management, a broad
corporate perspective in managing information resources, influence on
organizational strategy, and responsibility for the planning of IT to cope
with a firm’s competitive environment. Grover et al. (1993:108).

Figure 5 illustrates this definition, combined with Mintzberg’'s (1971) roles,
within the context of the CIO’s work environment.

IS Organization
LEADER

RESOURCE ALLOCATOR

LIASION SPOKESMAN

MONITOR ENTREPRENEUR

Inter-organizational
environment
Technological environme
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46



As Figure 1 indicates, the intra-organizational environment leads to the CIO
roles of spokeswoman and entrepreneur resulting from her involvement in the
dialogue between IS and other aspects of the organization, such as the
functional units and Top Management.

The inter-organizational environment leads to the CIO roles of liaison and
monitor. The CIO is required to understand the changes in technology and the
competitive environment of the organization while at the same time interact
with the players in the organization’s value chain, the media and other
important players.

In the role of managing IS, the CIO is the resource allocator and the leader.
(Note that these functions seem to contradict Benjamin et al’s (1984)
prediction that the CIO is moving away from responsibilities beyond the IS
line).

Grover et al. (1993) also showed that CIOs often fail to fulfill the roles that they
specified in their definition of the CIO. With their higher-than-average
dismissal rate, compared to other executives, their decrease in power and their
limited participation in the overall corporate strategic planning, Grover et al.
(1993) found that the CIO role could not be considered “mature”.

Given that the level of the CIO’s role fulfillment is low, Grover et al.’s (1993)
definition may be criticized as less than exact. However, basing my decision in
part on other developments since their article was published, I have decided to
use their definition. For example, Gartner Group (2009) showed that 35% of
CIOs report directly to the CEO (or the equivalent position) while 28% report
to the CFO. Grover et al. (1993) found that only 25% of CIOs report directly to
the CEO. This is a significant change during the last 15 years.

Demographics of the CIO, in Brief

For this overview of the demographics of the CIOs examined in this thesis, I use
demographic data from CIO Sweden, a journal that focuses on Swedish CIOs
(CIO Sweden, 2009). The journal’s study was conducted in the spring of 2009
among 109 respondents. The study does not indicate how respondents were
chosen or the response rate to requests for information.

Of the 109 respondents in the study, 84% have college or university education.
When promoted to CIO, their main competence was IT (65%), followed by
Consulting (10%) and Business (7%). In their everyday work, the main
competences they use are Business (48%) and Communication and Leadership
(36%), with IT at only 10%.
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Of the 109 respondents, 45% are board members. In addition, 45% report
directly to the VP or CEO while 26% report to the CFO and 29% report to
“Other.” A majority (54%) of the respondents have held their current position
for more than four years, with an even distribution between two to three
years, one to two years, and less than one year.

The Professional Status of the CIO

The general impression in IT-related research is that IS workers constitute a
professional group (Bartol and Martin, 1982; Goldstein and Rockart, 1984;
Baroudi, 1985; Ahuja et al., 2007). According to Orlikowski and Baroudi
(1988), IS workers, however, are not “professional” in the traditional sense of
the concept. In accordance with Freidson’s (1986) categorization of a
profession as a separate occupational group that has achieved status and
power in society, Orlikowski and Baroudi analyze IS workers and identify the
following shortcomings in the claim that such workers form a profession
(Table 6):

#  Elements Shortcomings

1  Technical autonomy IS workers are not the final evaluators of their own
work. They lack the power of self-evaluation and
the legitimacy for total autonomy over their work
and are bound by task descriptions in
bureaucracies.

2 Educational control IS workers are not uniform in relation to formal
education given the following: 1. Computer
knowledge involves multiple sources and
technologies; 2. The knowledge base is not
predominantly abstract or theoretical but volatile;
and 3. Computer knowledge is becoming more and
more common.

3 Freedom from IT is increasingly a commodity.
competition

4  Control over other IS workers have little influence on corporate and
occupations strategic directions. They are mainly assigned to
fulfilling user needs.

It is clear that Orlikowski and Baroudi are unconvinced that IS workers make
up a profession. Contrary to previous findings, they find no evidence that
shows that IS workers constitute more than a general occupational group.

In Table 7, using Orlikowski and Baroudi framework and Freidson’s categories,
[ present an analysis of whether CIOs are members of a profession.
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# Elements Shortcomings

Technical autonomy The CIO is evaluated based on her performance in
relation to specific performance-related metrics, just
as other functional managers are.

2 Educational control The CIO’s knowledge base is not strictly technical,
and there is no formal education or certification
requirement by higher educational institutions that
directly prepare an individual for the role of CIO.
The introduction of process standards, such as ITIL,
COSO and COBIT, as well as professional
certifications, such as CISM14, is steadily increasing
the educational control.

3 Freedom from Given that IT is increasingly regarded as a cost
competition center, the CIO is under constant pressure for cost
cutting in IS operations in order to avoid

outsourcing.

4 Control over other The CIO has increased her impact on the overall
occupations strategic direction of the organization and has
become more involved in the business process
design (or rather, choice) through IT-based best

practices (i.e., ERP Systems)

This brief assessment of the CIO as a potential profession shows that there
have been some developments since Orlikowski and Baroudi’s (1988) analysis
of the general IS worker. Yet there are still doubts about the CIO as member of
an existing profession. Instead, I choose to see the CIO as member of a
profession in transition (Abbott, 1988).

Summary of Empirical Assumptions

To guide my future work, the following assumptions from the Empirical
Universe of Discourse are of particular interest:

1. IT Governance is defined as the settings for efficient and effective IT
Management.

2. There is a lack of research within contextual studies of IT Governance
(Sambarmurthy and Zmud, 2000).

14 Abbreviations: ITIL (Information Technology Infrastructure Library), COSO
(Committee Of Sponsoring Organizations of the Treadway Commission), COBIT
(Control Objectives for Information and related Technology), CISM (Certified
Information Security Manager).
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3. IT Governance is associated with strong perceptions and prescriptions
regarding best-practice.

4. The CIO is defined as the highest ranking IS executive (Grover et al,,
1993:108).

5. The CIO is the principal receiver of the management idea of IT
Governance.

6. The CIO is a member of a profession in transition (Abbott, 1988).

These assumptions will together with the assumptions from the Theoretical
Universe of Discourse constitute the starting point for the analysis in this
thesis.
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CHAPTER 5

Study 1 - IT Governance
related norms

In this chapter, I present the first study of the thesis. After an introduction and a
discussion of the methodology used, I present three sections explaining the
method and results of the Sub-studies. The chapter ends with a synthesis,
resulting in a list of validated IT Governance related norms.

Introduction

The purpose of Study I is to identify and validate a selection of IT Governance
related norms. This is achieved by a triangulation in the three Sub-studies
where | identify and validate these norms.

In Sub-study A, I identify the norms using interview guidelines (i.e., a
questionnaire) from a consultancy study conducted in the summer of 2006. I
then validate these norms using reports from professional analysts in Sub-
study B and from scientific journal articles in Sub-study C.

Figure 6 presents an overview of the distribution of time-spans for the samples
in the three Sub-studies.
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STUDY I: IT Governance related norms
1998 1999 2000 2001 2002 2003 2004 2005 2006 2007
< 2006
m 2005-2007
O 1998-2007

For Sub-study A, as the interview guidelines constructed and used came from a
single study in 2006, access-related criteria required the use of a single set of
accounts.

For Sub-study B, I used three years of accounts by professional analysts
(analyst reports) on the assumption that the three-year period would provide
a valid representation of how these professional analysts discussed the norms
identified in Sub-study A. Since Sub-study A was constructed and conducted in
2006, Sub-study B includes the professional analyst accounts from that year,
the year before and the year after (2005-2007).

For Sub-study C, I selected accounts from the Academics (scientific journal
articles) on the basis of the Academic community’s response to the norms I had
identified in Sub-study A. Ten years (1998-2007) was considered a relevant
period for Sub-study C.

In selecting data sources (a consultancy questionnaire and analysts reports) I
was inspired by Lukka and Granlund (2002) who use genre analysis in their
study of scientific communication in the diffusion of Activity-Based Costing
(ABC). According to these authors, the spread of scientific communication
encompasses literature from the genres of consultancy research, basic
research and critical research. In addition, I was inspired by Denzin and
Lincoln (2005) to use alternative sources of data to add rigor, breadth,
complexity, richness and depth to my study.

In using data from three sources (that are in many ways very different in
essence and function) I could synthesize the views of three sets of stakeholders
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- the Consultant, the Professional Analyst and the Academic - on IT
Governance related norms.

Research Design

On the one hand, social phenomena cannot be understood without taking
account of subjective as well as objective factors; yet, at present we have
no way of capturing subjective factors that meet the requirements of
science. Blumer in Hammersley (1989)

This dilemma (in Hammersley, referred to as “Blumer’s Dilemma”) is central to
social science research. Given the “collective folklore” (Ragin, 1987:19) of
traditional science (e.g., natural science), any attempt to describe social
phenomena must do so in accordance with previously developed and accepted
norms and guidelines. In other words, social science attempts to describe
society as part of society from within society (Luhmann, 2002).

In at least one aspect, this dilemma is made more difficult by appending to it
theoretical assumptions that differ from that of logical-positivism (Baronov,
2004), mainly in relation to a position taken against the existence of an
objective, external reality - according to the protagonists of the more
qualitative stance, a naive stance (Denzin, 1978).

One way to address the difficulties inherent in the study of social phenomena
is triangulation (Jick, 1979). According to Modell (2005), triangulation is used
to enhance the validity of research findings. Modell also differentiates between
theory-testing and theory-building perspectives.

Denzin (1978) differentiates between within-method and between-method
triangulation, and also identifies three other forms of triangulation. These are
data-, theory- and investigator-triangulation. This thesis uses two forms of
triangulation described by Modell (2005), each of which is described below.

It may be charged that this thesis, in using two different forms of triangulation,
is not sufficiently sensitive to the difference between triangulation and
“layering” (Berry, Loughton, and Otley,1991; Modell, 2005). Denzin and
Lincoln (2005) discuss the notion of the social scientist as bricoleur (and use a
number of different analogies) in that they combine different perspectives as
one.

An alternative perspective is “Synthesizing research”!5> as described by
Sandelowski and Barroso (2006). This type of research utilizes previous

15 Alternative notions are meta-analysis and meta-synthesis (Sandelowski and Barroso,
2006).
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studies to combine disparate findings in support of the creation of new
knowledge. The difference between this study’s approach and that of
mainstream synthesizing research is that the secondary material of this study
is not limited to data reported by the scientific community.

Unlike Modell (2005), Denzin and Lincoln (2005) do not justify triangulation
as an enhancement of validity.

Triangulation is not a tool or a strategy of validation, but an alternative
to validation. The combination of multiple methodological practices,
empirical materials, perspectives, and observers in a single study is best
understood, then, as a strategy that adds rigor, breadth, complexity,
richness, and depth to any inquiry.

In Study I, I use the concept and method of triangulation in two different
forms: Method Triangulation and Data Triangulation. See Figure 7 for a
depiction of these forms that are described in more detail later in this chapter.
In accordance with Denzin and Lincoln’s observation (2005:5), these forms
add “rigor, breadth, complexity, richness and depth” to my study.

Narrative structures Questionnaire

Np7  Np7
L AVA. BN AVA.

Method Triangulation Data Triangulation

The method triangulation in the three Sub-studies deals with narrative
structures (A), content analysis (B), and literature review (C). The data
triangulation deals with a consulting questionnaire (A), reports by professional
analysts (B), and scientific articles (C).

Method Triangulation: Narrative Structures - Content Analysis -
Literature Review

The textual analysis applied in Sub-study A involves the use of formalized texts

as a basis for analyzing organized narratives (Silverman, 2005). Using
inspiration from semiotics, I searched the texts for underlying structures.
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In Sub-study A, these underlying structures were the theoretically induced
criteria for paradox (Luhmann, 1995; Czarniawska, 2003), fixed end-points,
and uniformity of scale (see Sub-study A, Method, for further details on this
approach).

Sub-study B uses content analysis for the validation of the IT Governance
related norms. After identifying and selecting research reports intended for the
CIO (or the equivalent), I selected, categorized, and analyzed instances of
“must.”

Sub-study C uses literature review for the validation of the IT Governance
related norms. Arksey and O’Malley (2002) differentiate between a number of
alternative types of literature review on the basis of formalization and use of
data. On the issue of formalization, the literature review conducted in Sub-
study C was semi-structured, using keywords as starting points.

I used the conclusions and general positions of the articles rather than their
empirical data in accordance with the “traditional” literature review that
Arksey and O’Malley (2002) describe.

Table 8 summarizes the methods and foci of the three Sub-studies.

Sub-study Method Focus
A Narrative Identification of occurrences where the questions
structures and their pre-defined answers fulfill a set of
theoretically induced criteria.
B Content Validation of previously identified norms by content
analysis analysis based on all reports directed to IT
Executives in the last three years.
C Literature Validation of previously identified norms through a
review structured literature review of six of the most

prestigious journals for IT Governance.

Data Triangulation: Questionnaire - Articles - Reports

For Sub-study A, I used a questionnaire from a consulting study as the basis for
my analysis. Here the questions and formulations were used as data for the
study to identify IT Governance related norms. The data of Sub-study A is
qualitative.

For Sub-study B, I used a number of professional analyst reports by one of the
most influential commercial research firms. These reports were then used in a
content analysis intended to validate the previously defined norms from Sub-
study A.
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In their article on the use of literature in the study of management control,
Bourguignon, Mallaret, and Norreklit (2004) justify their method as a way to
view professional analyst reports as examples of direct management literature:

Literature is considered a relevant source for any attempt to study the
spirit of the management control methods. The management literature
tells managers how to act and the way this is told reveals aspects of the
ideology embedded in the models. Bourguignon, Mallaret, and Norreklit,
2004:113

With the intent of understanding how literature “tells managers how to act”,
used the professional analysts (and their reports) as important actors in the
norm system. The data in Sub-study B is a combination of qualitative and
quantitative.

For Sub-study C, I selected a number of articles from six journals considered
most relevant and prestigious in the field of IT Governance. [ then used the
data and conclusions of these articles to validate the previously defined norms.
The data of Sub-study C is both qualitative and quantitative with an emphasis
on the qualitative.

Table 9 summarizes the data triangulation of the three Sub-studies and their
foci.

Sub-study Data Focus

A Questionnaire Questionnaire used as structure for an interview-
based survey in Sweden, Finland, Norway, and the
Netherlands during 2006. Qualitative data.

B Reports Commercial research reports directed for IT
Executives published by the largest commercial
research firm during the last three years.
Qualitative and quantitative data.

C Articles Scientific articles published during the last ten
years in six of the most prestigious journals in the
field of IT Governance. Qualitative and quantitative
data with an emphasis on qualitative.

Summary of triangulation

Table 10 summarizes the two parallel triangulations in Study 1.

Sub-study Purpose Perspective Method Data
A Identify norms  Consultant Narrative Questionnaire,
structures qualitative
B Validate Professional Content Reports,
norms analyst analysis quantitative
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and qualitative
C Validate Academic Literature Articles,
norms review quantitative
and qualitative

The Credibility of the Study

“«

According to Hammersley (1996:57), validity can be defined as “..truth
interpreted as the extent to which an account accurately represents the social
phenomena it refers.” This definition of scientific validity was developed in
quantitative research and has been criticized when applied to qualitative
research (Silverman, 2005).

Silverman (2005) discusses three criteria for assessing validity in qualitative
research. See Table 11 for an explanation of how this study meets these
criteria.

Criteria Comments

The impact of the With the researcher not actively taking part in the interactive

researcher on the aspects of the study (since it is based on secondary material),

setting the direct impact of the researcher is minuscule. When it
comes to the impact of the researcher on the research setting
created in the actual study, this can be regarded as a
secondary impact.

The values of the Asthe research approach is qualitative, the researcher and his

researcher values are an integral part of the results. If this approach is
regarded as interference, a high level of formalization and
documentation has been pursued throughout the entire
research process.

The truth status of the With the qualitative approach and the postmodernist

respondents’ accounts influence (see Theory Triangulation below), the statements of
the respondents (in the form of expressions and occurrences
in the secondary material) have not been considered as direct
statements of truths. Instead, the quantitative aspects of the
study have been used as a means to weigh what Silverman
refers to as “Anecdotalism”.

Ryan, Scapens and Theobald (2002) and Modell (2005) propose three types of
validity. See Table 12.

Validity Comments

Construct Measure of control over the constructs. The constructs in the study are
primarily those of “norm”, “IT Governance”, “IT Governance related norm,”
and the three perspectives (Consultants, Academics, and Professional
Analysts). The first three concepts are created using an inductive
approach, whereas the concepts of the three groups of actors are created
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using a deductive approach.

Internal Measure of internal control (originally of experiment, causal relationship
between dependent- and independent variables). The sample of
perspectives in this study was determined partly by access-related criteria,
given that there was only one consultant study available. This implies that
some aspects of control over the design of research lay outside the
researcher’s grasp. The use of strictly secondary material in the study
called for a selection of samples based on accessibility rather than random
selection.

External Measure of generalizability. The selection of norms was made on the basis
and outline of a conducted study (secondary material), and hence the
generalizability of the study is dependent upon the representativeness of
the consultant study. As the consultant study was conducted on a pan-
European basis with a large number of enterprise-level companies and
organizations as a means of marketing the services of the large consultancy
firm, this particular study is representative of the consultant perspective.
The data for the academic perspective is representative since it comes
from the most prestigious journals covering IT Governance. The analyst
perspective is also representative since the data used comes from the
largest analyst firm in the field of IT Governance.

Scheuerich’s (1987:1) alternative view of the concept of validity indicates a
modernist bias in research.

What I am suggesting here is that even though we researchers think or
assume we are doing good works or creating useful knowledge or helping
people of critiquing the status quo or opposing injustice, we are
unknowingly enacting or being enacted by ‘deep’ civilizational or cultural
biases, biases that are damaging to other cultures and to other people
who are unable to make us hear them because they do not ‘speak’ our
cultural ‘languages’.

To deal with this communicative inability in scientific inquiry, Scheuerich
offers seven complementary forms of validity. These include Successor-,
Interrogated-, Imperial-, Paralogical-, Rhizomatic-, and Voluptuous-validity.
Scheuerich’s ambition is to add new perspectives to what we originally
regarded as validity. In this ambition, there is inspiration for researchers
working with more nuanced scientific communication.

Agar (1986) offers another strong criticism of scientific credibility with his call
for more intense, personal involvement in the concepts of validity and
reliability.

Hammersley (1992a: 67) defines reliability as “...the degree of consistency with

which instances are assigned to the same category by different observers or by
the same observer on different occasions.” Like validity, reliability is divided
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into a number of different types, for example, Quixotic, Diachronic and
Synchronic, as proposed by Kirk and Miller (1986).

Critics have also charged that reliability, as a concept, is relevant only in
quantitative research. Therefore, reliability is regarded as a positivist notion.
However, Silverman (2005) and others still make a case for its application in

qualitative research.

Table 13 addresses the reliability of this study, following a format developed
by Kirk and Miller (1986).

Criteria
Quixotic

Diachronic

Synchronic

Comments

Repeated uniformity of method: As the three methods applied
in Study I are relatively open to interpretation and the
influence of the researcher, [ have tried to increase the level of
formalization as much as possible. This implies, for instance,
that the literature review in Sub-study C and the content
analysis in Sub-study B are structured as opposed to non-
structured.

Stability over time: Norms in the field of IT are constantly
changing as the technology and organizations for which they
are intended change. This means that the norms identified and
validated in Study I are temporally situated and dependent
upon the time-period of the study. Additionally, the three Sub-
studies are temporally different from one another: the
Consulting study covers a single instance in 2006, the
Academic study covers the last ten years and the Analyst
study covers the last three years.

Similarity of observations within the same time period:
According to Silverman (2005), triangulation is a common
means of achieving high synchronic reliability. In the three
Sub-studies, three different methods are used to identify and
validate the IT Governance related norms.
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Sub-study A: The Consultants - Identification of IT
Governance Related Norms

In this section, I identify the IT Governance related norms of Sub-study A. After an
initial description of the method applied and the results, | present the selected
norms and relevant keywords.

Method

Selection |

Specific
Consultant Study

election || < 40 Questions ¢Selection lll { 20 Questions election V4 10 Questions

Figure 9. Method of Sub-study A

With the outset of wanting to study the translation of IT Governance, the initial
selection of a specific consulting study was made on the basis of access-related
criteria. After having come into contact with a consulting study conducted in
the summer of 2006 and having access to the transcribed interviews, this was
considered a natural starting point.

The consultants constructed the study used as data for Sub-study A with the
aim of measuring IT Governance maturity in large organizations. They used a
questionnaire consisting of 40 questions, distributed as follows: background
(10), general IT Governance (10) and more specific areas of IT Governance
(20). A presentation of the demographics of this study can be found in Chapter
6.

According to the consultants (Accenture, 2006), IT Governance has seven
underlying characteristics. These seven characteristics were measured by 20
questions. See Table 14.

Q Characteristic Question

1 Value How do you perceive the IT budgeting principle in your
company?

2 How are IT investments linked to corporate strategic
directions and priorities?

3 What is the perception of top management on IT?
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4 Leadership Who has the responsibility of realizing added value from IT
organized within the company?

5 Who determines the IT agenda within the company?
6 What processes exist for making IT decisions?
7 Alignment How do IT and the enterprise align their objectives?
8 How does the allocation of IT budget happen within the
company?
9 Performance To what extent is performance measurement implemented in
Management your company?
10 Which statement best describes the focus of performance
management reports?
11 Resource Which statement regarding asset utilization best describes
Management your company’s situation?
12 How is (sic) allocations of resources (people, financial means)
determined within your company?
13 Which statement best describes the resource management
process for IT in your company?
14 In what way are IT costs and efficiency registered?
15 Financial What is the level of insight in both costs of IT and resulting
Management benefits?
16 On which level are IT costs registered, and are there any
checks on expenses?
17 How are IT costs allocated within your company?
18 To what extent does the company have insight in cost drivers?
19 Risk Which risks are identified and addressed within your
Management company?
20 Which situation best describes the risk management process
within your company?

Selection Il was made in choosing to focus on the questionnaire itself instead of
fi. the results of the questionnaire and consulting study. This selection was
made with the intent of identifying norms in a selection of questions of the
questionnaire.

Selection III was made through focusing on the questions that were not
background or general IT Governance questions, which resulted in a list of 20
questions that were designed to investigate particular areas of IT Governance.

The last selection (IV) was made using the method as described below.

As a first step, 1 analyzed the questions using Luhmann’s (1995) and
Czarniawska’s (2005) perspectives on paradox and deparadoxization. My
intention was to identify narrative structures in the form of paradoxes.
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For the approach of targeting paradoxes, [ was influenced by Poole and Van de
Ven (1989), Eisenhardt (2000), and Lewis (2000) who use paradox to
understand theories of change. As Eisenhardt (2000:703) notes:

This duality of coexisting tensions creates an edge of chaos, not a bland
halfway point between one extreme and the other. The management of
this duality hinges on exploring the tension in a creative way that
captures both extremes, thereby capitalizing on the inherent pluralism
within the duality.

According to Luhmann (1995) and Czarniawska (2005), paradoxes are
occurrences that force the actor to switch mode from reflection to action.
Hence, paradoxes offer a potential methodological approach for studying
practice. In this temporary state of disharmony, the actor is forced to face
parallel logics and to choose between different strategies for deparadoxization
(Luhmann, 1995) resulting in action as opposed to observation and reflection.

By applying the concept of paradox in relation to its original meaning -
contradiction - (Luhmann (1995) I used paradox to identify areas in Sub-study
A where the respondents were forced to deal with contradictory logics
(centralize/decentralize, standardize/customize, etc.). Paradox is thus used in
the analytical selection to fulfill the requirements of both Study I and Study I1.16

The questions in the consulting study are structured with five closed options
available to the respondent, on a scale of maturity from 1 to 5, where the text
of each option describes its level of maturity. Hence the interviewer asks the
respondents to position themselves on a scale of maturity that in some cases
ranges between two clearly conflicting end points. Figure 8 illustrates how the
analysis differentiates between questions containing paradoxes and questions
not containing paradoxes.

16 Using Luhmann in this rather shallow and in some sense “tool-box-related” manner
may be unwarranted, especially in light of the strong rhetorical position of Luhmann
(1983) against the fragmented usage of social theory for empirical investigations.
Nevertheless, there is a strong interest in contemporary social and organizational
theory in using Luhmann’s approach (Seidl and Becker, 2005). However, the
applications within IT related research are disparate at best.
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5.2 How does the allocation of Flease Lok he one aiernavve that has the best it

IT-budga7happen withinthe | O The allocation of IT-budget is based on plans of individual IT-executives
company?
pany ] The company strategy determines the IT-plan and as such the yearly allocation of budget to the
individual plans
[m] Business and IT managers work together during the year to divide IT-means based on
operational priorities
a Business managers participate in the IT planning and approve IT-priorties and allocation of
means based on strategic priorities
a In the executive bosrd (highest level) priorities and plans for IT are determined and the budget
and allocation of means are adjusted continuously based husiness value.
Comments
6.2 | Which statement best Flease Lok the one anernatve that has the Dest it
describes the focus of [m] Stay within budget
E::c?r;;n?ance management a Budgeted versus actual costs, detailed insights
1 o : Costs of IT-, costs per unit, efficiency of IT
a Effectiveness of IT (measured against standards)
a Business value driven by IT

Comments

Figure 8. Illustration of analytical selection

Q5.2 in Figure 8 presents a list of alternatives with a wide range of dimensions
active at once. One dimension is the differentiation between individual
managers and company strategy, and the other dimension is the differentiation
between IT Executives and business managers. This is further complicated
through the introduction of operational versus strategic priorities and the
notion of yearly or continuous alterations of the allocation.

Q5.2 has no inherent paradox, or at least no usable paradox, since the full range
of the four paradoxes makes it difficult to isolate and focus on only one. Hence,
given the previous argument on the use of paradoxes as a way to study the
translation of norms, this question is unusable.

Q6.2 in Figure 8 illustrates a clearer linear and unitary distribution of
alternatives. The first alternative is Budget (represented as costs) followed by a
steady scale through detailed insights, efficiency, effectiveness and business
value. There is a clear line between the first and the last alternative (cost -
value).

Q6.2 has an apparent paradox, and thus it is more useful in studying the
legitimization in Study II.

This results in the criteria for identifying an inherent paradox in the questions
being;

1. Logical contradiction between end nodes of scale (response
alternatives 1 and 5)
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2. Uniformity of scale (one single scale) among all response alternatives
(response alternatives 1-5)

As the respondents are aware, since the scale represents different levels of
maturity, one of the two conflicting logics is the “correct” one, normatively
speaking. According to the interviewer, the “correct” alternative is the last one,
and hence the inherent norm may be identified by examining the question and
the last alternative. This norm is that there should be a focus on the value
added of IT in performance management.

To validate the norms in Sub-study B and C, I identified keywords related to
the norms by scanning the questions and response alternatives for concepts
seen as value-laden, such as budget, allocation, cost, top management support,
and so on.

Since the “correct” (alternative 5) response was the norm, it was problematic
whether to use all response alternatives as sources for keywords. This
problem was rectified by seeing the text for the question as an account of how
the norm is discussed by the consultants.

Identification of Norms According to the Consultants

In the following section, I present the 20 questions selected as measures for IT
Governance according to the consultants and analyze them by applying the two
criteria for paradox (see above). The result is a list of norms and related
keywords.

Question 1: How do you perceive the IT budgeting principle in your
company?

How do you perc
budgeting princip
company?

Link M-budget to total budget
termined by bus

y fixed percentages
nitiatives

Figure 10. Question 1 from the consulting questionnaire

For this question, the range of maturity for the IT budgeting principle ranges
from a focus on cost minimization to a focus on value generation. In this way,
the end points of the maturity scale support the first criterion for paradox.
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In the middle of the scale, options such as a fixed linking of budget size and a
linking to business initiatives and the prioritization process occur. This does
not support the second criterion for paradox.

Given the analytical framework of this study, the question does not contain a
norm.

Question 2: How are IT investments linked to corporate strategic
directions and priorities?

How are IT investments linked

not linked to corporate directions and priorities

to corporate strategic o
directions and priorities? o Ad-hoc -= (Dependent on individual decision makers experience and size of investment)
[m} Annually -= (Major IT investments are linked once a year to corporate directions and
priorities)
o Continuous -> (IT investments are continuously linked to corporate directions and priorities
o vestment is managed on enterprise portfolio level and managed in

cenjunction with corporate directions and priorities

Figure 11. Question 2 from the consulting questionnaire

For this question, the linkage of IT investments with corporate strategic
directions and priorities is described by a scale ranging from separated to
symbiosis. The most mature state is that of the symbiosis between IT
investments and corporate directions. This supports the first criterion for
paradox.

To further specify the full range of symbiosis, the consultants use the term
“enterprise portfolio.” This term relates to the state of maturity with a
management project keyword: portfolio management.

The middle alternatives range from ad-hoc to annually and continuously,
which supports the second criterion for paradox.

The question supports the first and second criteria for paradox and therefore
contains the following norm.

Norm: IT Investments should be linked to business

Keywords: Investment, Strategic, Alignment, Corporate, Portfolio
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Question 3: What is the perception of top management on IT?

What is the perception of top Please tick the one slternai

management on T2 o T cost centre
o op management considers IT essential for operational execution of business p es
o Top management IT not only for automation of processes, but also for decision making

and management rt

o Top management IT as critical to drive revenue growth
o COE & Board cons as a strategic asset and actively sponsor IT related subjects.
Comments

Figure 12. Question 3 from the consulting questionnaire

For this question, the consultants placed the perception of management on IT
on a scale ranging from cost to strategic asset,!7 fulfilling the first criterion for
paradox.

The middle alternatives range from operational execution to automation and
revenue growth, which supports the second criterion for paradox.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: Top Management should regard IT as a strategic asset

Keywords: Strategic, Asset, Cost

Question 4: Who has the responsibility of realizing added value from
IT organized within the company?

Who has the responsibility of Please tick the one alternative that has the best fit

realizing added value from IT m} There is no r ity defined for realizing added value from IT
organized within the a T management is responsible as a group for realizing added value from T
company? [m]

Defined “decisions boards™ and individual [T executives are responsible for realizing added
v rom T

a Business and IT managers share nsibility for realizing added value from IT

m] Top management enables employees of the company to take responsibility realizing added
value from T

Comments

Figure 13. Question 4 from the consulting questionnaire

For this question, the consultants present a scale ranging from no
responsibility to employees enabled by Top management.'® This question
supports the first criterion for paradox.

17 COE, the last alternative in Figure 12, is treated as a typo, since the
alternative intended was CEO (Chief Executive Officer).
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The middle alternatives range from group responsibility through decision
boards and shared responsibility among managers. This supports the second
criterion for paradox.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: Top Management should be responsible for realizing the value of IT

Keywords: Leadership, Report, Realizing

Question 5: Who determines the IT agenda within the company?

tive that has the

Who determines the T-agenda Plezse tick the oi lternat
within the company? a There is no formal IT agenda
o IT agenda is formed bottom-up based on ongoing projects and demand

a T-executives meet ad-hoc / infrequently and determine the priorities within the [T agenda
m}

a

Bus
Top Business management take active responsibility for the IT agenda. Every executive
the importance of T and continucusly play a role in aligning the [T agenda with
opportunities

managers are leading in planning and executing the M-agenda

Figure 14. Question 5 from the consulting questionnaire

For this question, the scale for maturity on the determination of the IT agenda
in the company ranges from no formal IT agenda set, to active responsibility
for business management. This question does not support the first criterion for
paradox since the lowest level of maturity does not answer the question
“Who”.

The middle alternatives range from bottom-up in the form of practical
construction of projects and demand to ad-hoc and business manager
leadership, which supports the second criterion for paradox.

Although the question does not match the first criterion for paradox the choice
of clear alternatives and the strong support for the second criterion results in
the conclusion that the question contains a norm.

Norm: The IT agenda should be established top-down

Keywords: Agenda, Alignment
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Question 6: What processes exist for making IT decisions?

What processes e
making IT deci

Pl
[m]
o
o
o
a

lease tick the one alternative that has the best fit

No formal proc
Ad-hoc pro
Decision domains are clearly defined with according decision forums and processes.

Decision domains are clearly defined with according decision forums and tool supported
Enterprise wide tool supported decision making proces:

decis king on involved stakeholders

with centinuous business input

Comments

Figure 15. Question 6 from the consulting questionnaire

This question presents a set of responses that range from no formal process
(not regarded as the equivalent to no process whatsoever) to an enterprise-
wide, tool-supported decision process. Despite the introduction of “tool-
supported” in the most mature alternative, the question supports the first

criterion for paradox.

The middle alternatives range from ad-hoc processes through clearly defined
decision domains to tool- supported decision domains. As the question refers
to a scale of formalization, the notion of “tool- supported” is a further
formalization and not an additional scale.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: The decision process for IT Investments should be formalized!®

Keywords: Investment

Question 7: How do IT and the enterprise align their objectives?

How do IT and the enterprise
align their objectives?

Mhasits ow
applications and architecture)

dependent on demand from existing

a Ad-hec -> (dependent on individuals)

o Annually -= (IT align their objectives to that of the enterprise once a year)

o Continuous -> (IT continuously revise their objectives dependent on changes on enterprise
level)

o Symbiosis -> (IT and the enterprise share the same business aligned objectives)

Comments

Figure 16. Question 7 from the consulting questionnaire

19 This is a re-formulation of the more general notion of “IT Decision” as found in the

question.
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This question has a scale with end points ranging from separated to symbiosis.
This scale assumes the existence of organizational objectives in IS and at the
enterprise level. The question supports the first criterion for paradox.

The middle alternatives range from ad-hoc through annual to continuous. As
the ad-hoc alternative introduces the dimension of individual stakeholders
where the reset of the alternatives discusses alignment as contingent on the
organization’s goals and objectives, the second criterion for paradox is not
supported.

Given the analytical framework of this study, the question does not contain a
norm.

Question 8: How does the allocation of IT budget happen within the
company?

How does the allocation of IT- Please tick the one slternative that has the best fit
budget happen within the a The allocation of M-budget on plans of individual MT-executives
company? a The company strateg: ermines the M-plan and as such the yearly allocation of budget to
the individual plan
a Bu and T managers work tegether during the year to divide M-means based on
operational priorities
m} ss managers participate in the IT planning and approve IT-priorities and allocation of
me: strategic prioriti
a Int € board (highes 1) priorities and plans for IT are rmined and the
budget and allocation of means are adjusted continucusly based business value.
Comments

Figure 17. Question 8 from the consulting questionnaire

The question presents a scale of responses ranging from plans of individual IT
Executives to the executive board in continuous adjustments based on
business value. Since the highest level of maturity introduces new concepts
that cannot be related to the lowest level of maturity, this question does not
support the first criterion for paradox.

The middle alternatives range from strategy determined by business and IT
managers in collaboration, to business managers who participate in IT
planning. These alternatives provide another example where the consultants
introduce new concepts and scales into a single question, blurring the original
scale. Thus, the second criterion for paradox is not supported.

Given the analytical framework of this study, the question does not contain a
norm.
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Question 9: To what extent is performance measurement
implemented in your company?

To what extent is Please tick the one alt st fit
performance measurement a Only the expenditure of M-budgets are monitored and the measured performance is
implemented in your whether the M-organization can work within budget
company? a IT budget and major pregrams and / or projects are monitored based on cost
a (Mainly financial) performance geals exist for every M-area and achievement of these goals
are measured
a Balanced scorecards are used for every level of the T-organization with accompanying
goals
a IT Balanced scorecard or similar systematic IT spread measurement systems contains KPI's
for busin value driven by M
Comments

Figure 18. Question 9 from the consulting questionnaire

This question presents a set of alternative responses ranging from monitoring
of expenses to full performance measurement systems with a focus on
business value driven by IT. This question supports the first criterion for
paradox.

The middle alternatives range from IT budget (cost) to performance (achieved
goals) to balanced scorecards. Although the specific method of balanced
scorecards is introduced as a possible response, the question supports the
second criterion for paradox.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: Performance management should be formalized with a focus on business
value driven by IT

Keywords: Performance, Budget, Cost, Financial, Value

Question 10: Which statement best describes the focus of
performance management reports?

Which statement best

i)
a
o
o
@

tick the one alternative that has the best fit

describes the focus of a Stay within budget
performance management o Budgeted versus actual costs, detailed insights
reports? o Costs of -, costs per unit, efficiency of T
a Effectiveness of T (measured against standards)
a Business value driven by T
Comments

Figure 19. Question 10 from the consulting questionnaire
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This question presents a scale ranging from budget (costs) to business value
driven by IT. This question supports the first criterion for paradox.

The middle alternatives range from budgeted versus actual costs to sliced costs
to effectiveness of IT (benchmarked). This supports the second criterion for
paradox.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: There should be a focus on the value added of IT in performance
management

Keywords: Performance, Benefits, Report, Cost, Budget, Value, Effectiveness

Question 11: Which statement regarding asset utilization best
describes your company'’s situation?

statement regarding Please tick the
t utilization best a
describes your company’s o
situation? o
a
o

ve that has th fit

€ not managed on utilization and are heavily underutilized

are shared and used fairly efficient

efficiently

periodically based on added value
ed and dynamically steered towards

Standard M- e
Allocation to M- are continuousth
maximized added value

Figure 20. Question 11 from the consulting questionnaire

This question presents a scale ranging from not managed and under-utilized to
continuous allocation of IT assets steered towards maximized value added. As
the first response (lowest maturity) displays two inherent scales (process of
utilization and performance of process of utilization) and the last alternative
(highest maturity) introduces notions of allocation and value added, the
question does not support the first criterion for paradox.

The middle alternatives range from shared (fairly efficient usage) to
standardized (efficient usage) to periodically revised, standardized assets
based on value added. The second criterion for paradox is not supported.

Given the analytical framework of this study, the question does not contain a
norm.
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Question 12: How is (sic) allocations of resources (people, financial
means) determined within the company?

How is allocations of Please tick the one alternative that has the best fit
resources (people, financial a Allocation are largely determined ad-hoc and primarily driven by bottlenecks which have
means) determined within developed (putting out
your company? a Mainly allocated in advanc sed on technical priorities
a Allocated in advance based on priorities
o Allocation is steered by the possibilties of adding value
o Allocation is a continuous and dynamic process and fluctuates based on business desires
Comments

Figure 21. Question 12 from the consulting questionnaire

This question presents a set of responses on a scale ranging from ad-hoc
(driven by bottlenecks and fire alarms) to continuous, dynamic, fluctuating
allocation based on business desires. The first criterion for paradox is not
supported.

The middle alternatives range from allocation of resources based on technical
priorities to business priorities in advance to potential value creation. Because
the differences between business priorities and possibilities of adding value
are not clearly differentiated and because of the existence of numerous
inherent scales (time, functional, etc.), the second criterion for paradox is not
supported.

Given the analytical framework of this study, the question does not contain a
norm.

Question 13: Which statement best describes the resource
management process for IT in your company?

Which statement best Please tick the one alternativ s the best fit

describes the resource a Informal, ad-hoc dependent on individual experience
management process for IT in o Functional, resource pool per function
your company? [m] Project, resource pool per project
o Portfolio, resource pool per portfolic
o Enterprise, enterprise wide resource pool
Comments

Figure 22. Question 13 from the consulting questionnaire

This question presents responses ranging from informal ad-hoc to enterprise-
wide resource pool. The question supports the first criterion for paradox.
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The middle alternatives range from per function to per project to per portfolio.
As these are clear alternatives along the same scale of size and complexity, the
question supports the second criterion for paradox.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: Resources should be utilized?? on an enterprise-wide basis

Keyword: Resource

Question 14: In what way are IT costs and efficiency registered?

In what way are T-costs and
efficiency registered?

a total: splitting up to categories is not possible

costs are registered on a ‘per unit basis’

tered and compared to yearly targets
ed and compared to yearly targets
red and compared to targets which

The efficiency of every category of M-mean.
fits of every category of M-means

Figure 23. Question 14 from the consulting questionnaire

This question has a scale ranging from non-categorization of costs at one end
point and benefits measured against dynamically altered targets at the other.
The first criterion for paradox is not supported since the responses imply
multiple scales of temporality, benefits versus costs, et cetera.

The middle alternatives display a similar multitude of scales, with targets,
efficiency, benefits, and categories mixed in the same question. Thus, the
question does not support the second criterion for paradox.

Given the analytical framework of this study the question does not contain a
norm.

20 Utilization is a key element of the resource management process.
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Question 15: What is the level of insight in both costs of IT and

resulting benefits?

What is the level of insight in Please tick
both costs of IT and resulting o
benefits? [m]

o

o

m}

the one alternativ t

otal cost: are only approximately known

Total costs of IT are precisely known

Total costs of IT are precisely known, as well as the subdivision of these costs in
operations, maintenance and i ment in new inti
CostsofMa its subdivision are precisely known and traceable to the specific

Costs of [T as well as its subdivision are precisely T-means and these funds are
demonstrably used for the most strategic and value creating operational initiatives

Comments

Figure 24. Question 15 from the consulting questionnaire

This question presents a scale ranging from approximately known total costs
to precisely known subdivided costs. The question supports the first criterion
for paradox, even though the most mature alternative also incorporates a

performance aspect for the total control over IT costs.

The middle alternatives range from precisely known total costs through
to benefits precisely known. This supports the

subdivision precisely known,
second criterion for paradox.

The question supports both
therefore contains a norm.

the first and second criteria for paradox and

Norm: There should be corporate insight into the benefits of IT

Keywords: Benefits, Leadership

Question 16: On which level are IT costs registered and are there

any checks on expenses?

On which level are T costs Pl
€d and are there any [m]
on expenses? o
o
o
o
Comments

lease tick the one alternative that

IT costs are only re:
IT costs are only registered per busin nit and compared with budgeted costs
IT costs are only registered on unit level (per pc, server)

nd procedures impede unplanned co nd expenses

Both Business and IT receive incentives to optimize IT costs continuously

Figure 25. Question 16 from the consulting questionnaire

This question shows how multiple scales are applied since the question

actually consists of two questions.
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The scale of alternatives ranges from IT costs only registered on an aggregate
level (least mature) to business and IT receiving incentives to optimize IT costs
continuously. The first criterion for paradox, given that these are not end
points on the same scale, is not supported.

The middle alternatives range from business unit registration of costs
(compared to budgeted costs) to registration per unit to systems and
procedures impeding unplanned costs. This is seen as a clear example of
multiple scales, and thus the question does not support the second criterion for
paradox.

Given the analytical framework of this study, the question does not contain a
norm.

Question 17: How are IT costs allocated within your company?

hat has the best fit
erhead and allocated to business units based on an allocation key
s are allocated to business units based on bu unit T planning
s are allocated based on a combination of actual usage and a fixed amount of
Units can s

@
o
o
@
o
=
5
@
o

How are M-costs allocated
within your company?

costs base on flexible usage of units

QlbooooX

o
3
3
@
@

Figure 26. Question 17 from the consulting questionnaire

This question presents a scale of responses ranging from fixed overhead to
dynamic and user-centric cost management. This is a clear example of a
question supporting the first criterion for paradox.

The middle alternatives range from planning based allocation to a combination
of fixed and factual usage as keys to allocation to business unit autonomy given
certain units of usage. This supports the second criterion for paradox.

The question supports both the first and second criteria for paradox and
therefore contains a norm.

Norm: Costs should be allocated with business unit autonomy

Keywords: Cost, Allocation, Overhead
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Question 18: To what extent does the company have insight in cost
drivers?

0
@
@
@

he best fit

tick the one altern: s th
which parameters influence T-costs

To what extent does the

company have insight in cost o There is no insigl
drivers? a There is no insight in which technical parameters influence M-costs
o There is no insight in which functional parameters influence T-co:
m] IT costs and drivers are completely transparent to the busines:
o The IT organization is capable of changing cost drivers to business needs
Comments

Figure 27. Question 18 from the consulting questionnaire

This question presents a range of responses from no insight into parameters to
ability to control cost drivers in relation to business needs. As the most mature
alternative introduces the notion of ability, the question does not support the
first criterion for paradox.

The middle alternatives range from no insight into technical parameters to no
insight into functional parameters to full transparency for business units. As
the scale consists of technical, functional and full transparency, the question
does not support the second criterion for paradox

Given the analytical framework of this study, the question does not contain a
norm.

Question 19: Which risks are identified and addressed within the
company?

Which risks are identified and Plesse tick the one alternal
ithin your Only risks that ha
Only common IT risk

o ed in incidents are addressed
a
a All high risks are identified and addressed
m}
=}

company?

re identified and addressed

All risks, for the company, the customers and the suppliers are identified and addressed as
Risks are pro-actively identified (before occurrence) and eliminated before they can occur

Comments

o

Figure 28. Question 19 from the consulting questionnaire

This question presents a scale ranging between only risks that have resulted in
accidents addressed as the least mature alternative to a pro-active
identification of all risks (most mature). This question supports the first
criterion for paradox.

The middle alternatives range from identifying and addressing only common
IT risks to all high risks to all risks in the entire value chain. This introduces
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the new concept of other organizations into the question. Together with a
vague differentiation between common and high risks, the question does not
support the second criterion for paradox.

Given the analytical framework of this study the question does not contain a
norm.

Question 20: Which situation best describes the risk management
process within your company?

Which situation best P ite
describes the risk [u]
management precess within [m}
your company? o
o
a

t hes the be.

lte
entification and elimination
Risk management happens ad-hoc

Risk management is a periodical process
Risk management is a continuous process
Risk management is a continuous process

driven by incidents and occurs after the fact

and is leading for organizing business

O
o
3
3
@
3
7

Figure 29. Question 20 from the consulting questionnaire

This question presents a scale ranging from incident driven risk identification
to continuous process leading general organizing of business. This introduces
new scales in the form of leadership (over other processes) and impacts along
with the temporal. Hence, the two end points are not end points of the same
scale. Thus the first criterion for paradox is not supported.

The middle alternatives range from ad-hoc to periodical to continuous process
of risk management, which supports the second criterion for paradox.

Given the analytical framework of this study, the question does not contain a
norm.

Conclusion: Identification of Norms and Keywords
Of the 20 questions, two (#5 and #20) were not uniform in supporting or not
supporting the two criteria for paradox. In these questions, one did not contain

a usable norm and one did. Table 15 summarizes the norms and their
respective keywords.
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Norm # Q#

1 2
2 3
3 4
4 5
5 6
6 9
7 10
8 13
9 15
10 17

Norm

IT investments should be linked to
business.

Top Management should regard IT
as a strategic.

Top management should be
responsible for realizing the value
of IT.

The IT agenda should be
established top-down.
The decision process for IT

investments should be formalized.
Performance management should
be formalized with a focus on
business value driven by IT.

There should be a focus on value
added of IT in performance
management.

Resources should be utilized on an
enterprise-wide basis.

There should be corporate insight
into the benefits of IT.

Costs should be allocated with
business unit autonomy.

Keywords

Investment, Strategic,
Alignment, Corporate,
portfolio

Strategic, Asset, Cost

Leadership, Report, Realizing

Agenda, alignment
Investment

Performance, Budget, Cost,
Financial, Value

Performance, Benefits,
Report, Cost, Budget, Value,
Effectiveness

Resource

Benefits, Leadership

Cost, Allocation, Overhead

These norms and keywords are used in Sub-studies B and C as a foundation for

validation.
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Sub-study B: The Professional Analysts - Validation
of IT Governance Related Norms

In this section, I validate the identified norms using the perspective of the
Professional Analysts. After a description of the method of the Sub-study, I
present my findings and conclusions.

Method

In order to illustrate the elements in IT Governance, I conducted a content
analysis of the last three years of reports on the subject by the Gartner Group.
Since these reports are not available to the general public, I have used their
internal references (ID numbers) as references in the thesis.

Figure 30 illustrates the method applied in Sub-study B.

Selection | Research Selection Il Topic election III election |V{Statements Validation of
Company norms

Figure 30. Method of Sub-study B

Sub-study B consisted of a content analysis of a selection of reports by a
professional analyst firm working in the field of IT. I selected this firm
(Selection I) working from the identification of the most influential players,
using the criteria of size and focus. I determined size by market share and the
number of professional analysts. | determined the focus by considering only
analyst firms with a clear interest in IT related issues.

Among the firms [ considered were Aberdeen Group, AMR, IDC, Forrester, and
the Gartner Group (hereafter, referred to as Gartner). My final choice was
between Gartner and Forrester based on their clear focus on IT, their size, and
their market share. I chose to use Gartner’s reports that are directed to the CIO
and the IT Executive as data.

[ selected reports (Selection III) by the browsing functionality at
www.gartner.com, looking for the topic most related to CIOs and IT Executives
(see Figure 1 below). I then made the choice of topic (Selection II) under IT
Management - IT Workforce Strategy - IT Workforce Roles and
Responsibilities - CIO and IT Leadership. This selection implies a heavy

80



emphasis on IT Governance, or what Sambamurthy and Zmud (1999) and
Schwartz and Hirschheim (2003) refer to as the “loci of responsibility.”

In choosing the topic, (Selection II), my intention was to study how the
professional analysts expressed ideas about effective capability related to IT
Governance. As Gartner has an overall focus on IS rather than on the general
management of a company (including the functions for Corporate
Governance), the CIO as IS’s equivalent of the Chief Executive Officer was the
natural point of interest.

[ identified 436 reports by browsing for the topic of “CIO and IT Leadership”.
After an initial screening and grouping of these reports by publication date, I
selected 126 reports - n(2005)=45, n(2006)=59,and n(2007)=22 - for further
analysis from the years 2005 to 2007. I did not include reports that were
specific to certain industries such as education and health care since these
reports were too specific for the general concept of IT Governance.
Furthermore, [ excluded several reports from the analysis because they
focused more on the technical aspects related to technological choice rather
than on IT Governance related issues.

For the content analysis of the reports, I targeted the imperative word “must”
in the reports (Selection IV) as a reliable proxy for identifying normative
statements by the professional analysts. I then collated the reports as one PDF
document and searched using Acrobat Professional’s Advanced Search
Function™. I found 604 occurrences of “must” in the reports: n(2005)=190;
n(2006)=307; n(2007)=107. I then exported these instances to a separate
Excel document for cleaning and classification. As Berg (1998) notes,
frequency of occurrence can be regarded as a proxy for magnitude and
importance.

I then grouped the sentences and groups of sentences?! containing “must” by
year and analyzed them using a grounded approach where categories of
statements are identified by an initial analysis of the material. After a first
round of analysis, I created and used categories as a foundation for analysis.
See Table 16.

21 In instances where the position of “must” in the sentence did not make sense in
isolation, I included surrounding sentences in the selected text.
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Category Description Percentage
(Total)

Alignment The strategic alignment of IT and Business 3,96%

Business The measurement of business effects (benefits) 6,61%

Performance of IT

Business Focus A focus on business rather than solely on IT 9,03%

Business Value The value of IT for business 7,05%

Communication Communication between IT and business 8,15%
professionals

Competence Issues related to staffing and competence 11,23%
profiles

Governance Settings for the management of IT 4,85%

Organization Imperatives for the effective organization of IT  15,64%

Investment Project portfolio and prioritization related to 7,05%
IT investment

Leadership Leadership skills for the CIO 18,28%

Top Management Support and relationship between IT and Top 8,15%

Management

The three largest categories of statements were Leadership, Organization and
Competence that accounted for more than 45% of the observations.

I next selected categories related to each norm. These categories became the
basis for the final validation of norms. I then searched the relevant categories
for accounts that could support the norms.

The accounts selected were normative expressions of what must be done by
the CIO. I made my final selection of accounts from the professional analysts on
the assumption that they expressed ways to fulfill the norms.

The norms were validated if the discussions among the professional analysts
directly supported them.

The IT Governance related norms according to the professional
analysts

In this section, I address the norms individually in relation to how they are
discussed by the professional analysts. After an initial presentation of the
categories that describe how the norms are discussed, I present a mind-map
containing the different means for fulfilling the norm according to the
professional analysts. | then use this mind-map as a foundation for a
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presentation of how the norm is discussed by the professional analysts in order to
reach a conclusion as to whether the professional analysts support the norm. The
references are Gartner’s internal document id. Since the reports are proprietary,
full references are available at www.gartner.com.

Norm 1: IT investments should be linked to business

Related categories: Alignment, Business Focus, Business Value, Investment

Use Portfolio management

Use Business case

Use IT value propositions

Apply a Risk capital mindset

Understand business priorities

Focus on strategy and
infrastructure

\ Inluence business strategy
Communicate in clearly stated / \

goals linked to business goals

Involve demand side

Differentiate between enabling
and contributing

Understand the big picture

Reactive and proactive

Articulate business contribution

The professional analysts are consistent in stating that the IT Executive should
strive to develop her own strategy (the IT strategy) in correspondence with
the overall corporate strategy. The focus should be on automating, integrating,
and simplifying the business processes. The business process is the key
recipient of attention from the IT Executive and is thus the link between IT
(and hence IT investments) and the business.

..the CIO must define an IT strategy and architecture that integrates,
automates and simplifies the end-to-end business processes. G00129538

The professional analysts offer a number of ways to achieve alignment
between business and IT. For instance, organizations are asked to work with
“IT Value propositions” that are intended to form a method for linking

83



investments. Other methods and models include stating goals in enterprise-
specific business terms rather than IT related terms.

Besides linking IT investments with business, the professional analysts also
stress the necessity of taking into account the overall sourcing strategy.
Because of the overall trend towards outsourcing of IT, as well as other
supporting functions, the IT Executive must not deviate from the company’s
overall strategic sourcing plan.

When discussing the necessity of alignment, the professional analysts often
highlight the need for agile, flexible, and dynamic settings that can support
even the most non-static business. These shifting business requirements call
for a more agile approach to alignment. According to one report:

The IT organization must become an enabler of business agility through
systematization of flexible processes and the enhancement of knowledge
work. G00125787

More stress is placed on the IT Executive to fulfill the norm since she is
involved in securing the infrastructure for an enterprise with ever-changing
goals, objectives, and market/environmental premises. According to one
report:

In an era of fast changing, dynamic business environments, projects must
change frequently as the business evolves its solutions to respond to
rapidly changing market circumstances. G00125787

The professional analysts explain the necessity of linking IT investments to
overall business as complicated by the differentiation between a proactive and
reactive management approach. The professional analysts promote the idea
that the IT Executive acts not only to secure the infrastructure of the company
through investments in IT, but also acts proactively to support business
development with technological expertise.

..change from an operationally focused reactive role to a strategically
focused proactive role. G00129538

Or:
IT organizations must decide whether to follow a path where IT evolves
into a service utility or emerges as a strategic force in the enterprise.

G00138455

Related to business processes, the IT Executive is expected to work for
continual improvement and to take a position as a change agent who
proactively drives the business forward.
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The professional analysts distinguish between the demand and the supply side
of IT. The IT Executive is strongly advised to formalize the demand/supply
relationship and engage the demand side more actively. This formalization is
intended to encourage business managers to become more involved in the
investment process while at the same time to distribute the responsibility over
the realization of business benefits.

The CIO must position investment in IT as leading directly to improved
business performance. EXP CIO Signature, April 2007

The professional analysts consistently support the norm of the need to link IT
investments to business.

Norm 2: Top Management should regard IT as a strategic asset
Related categories: Business Value, Communication, Competence, Investment,

Top Management
Befriend CEO

Proactively advise CEO Establish strong peer-to-peer

Build reputation as competitive relationships

and leading
( Erase territorial boundaries

Participate in strategy formation (
Bring automation and business Act strategic as CIO

process to the board room

Make IT results relevant to Get seat in board

directors HOW?

Focus on political dimensions Deliver on commitment

instead of operational

Understand critical business

Understand vision Create new technology enabled

business models

Focus on Risk, Change and

Investment mangement

O

Understand common view on Improve credibility with CEO

|T

User business terms

To achieve your company’s goals, you must consider the role of IT in a
strategic manner, from policy creation all the way to execution.
G00136696
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For this norm, the professional analysts are consistent in stating that this
needs to be a main goal of the IT Executive. Executive attention as well as
executive understanding is stressed.

CIOs must gauge Executives’ understanding of Technology. G00128090

As Figure 33 illustrates, the professional analysts consider the norm is fulfilled
by a number of different actions by the IT Executive. This highlights the belief
that the responsibility for the organization’s fulfillment of the norm rests with
the IT Executive.

On a general level, the professional analysts advocate a more political focus by
the IT Executive that stresses the political nature of any board-related
participation. Therefore, board membership and the nurture of peer-to-peer
relationships are necessary for success

The professional analysts also advocate the necessity of taking other aspects of
the political dimensions, such as nepotism and vaguely defined roles, into
consideration.

CIOs must still be wary of historical relationships the CEO may have with

someone in his or her administration, such as a high-school friend serving
in the cabinet who may have more clout than the formal organization
char suggests. G00127518

Besides the political dimensions of general management, the professional
analysts also stress the need to switch from a reactive operations perspective
to a more proactive strategic perspective. This is to be achieved by introducing
new aspects of IT into the communication with the Board, or, as the next quote
illustrates:

The CIO must bring the information management and business process
automation to the board room, something quite different from the
network operations. G00129538

By re-focusing on business processes as atoms of the organization and by
showing how IT as a resource can directly improve the efficiency of these
processes, the IT Executive is required to more directly link her operations to
the overall business results.

To communicate value for money, the CIO must translate IT operational
performance into business performance and continually show that IT
delivers value for money where it counts - in improvements to business
performance. EXP CIO Signature, April 2007

This leads to a need to communicate IT results in business-related terms
rather than in internal IT related terms, as well as a need to apply a marketing
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perspective to the management of IS. The IT Executive must make the brand of
IS as strong as possible.

CIOs must proactively build and protect their IT organization’s reputation
to be competitive.” EXP Premier, March 2005

And even more specifically, CIOs should

..lead their organizations to establish a track record of creating value
faster than reducing IT Costs by 2009. G00144450

This also requires understanding the current view of IT in the organization,
with the directors and top management as the most important group of
stakeholders.

To succeed in interacting with the board, CIOs must understand the
board’s role and how the board views IT. EXP Premier, July 2006

Thus, by understanding the role of the Board and its perception of IT and by
making the IT results relevant to the Board members, the professional analysts
state that the IT Executive can fulfill the norm.

In conclusion, the professional analysts support the norm that IT is a strategic
asset.

Norm 3: Top management should be responsible for realizing the

value of IT

Related categories: Top Management, Leadership, Organization, Governance,
Business Value, Business Performance

Increase level of
accountability

View returns as business
returns

Deliver value to enterprise
—————————

Use specific success
criteria

HOW?

Link criteria to financial
performance metrics

Communicate in financial

terms X
Relate investments to

improvements in business
performance
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As Figure 34 illustrates, the professional analysts believe Top Management
(strategic decision makers) need to have ample experience in the fields of both
business and technology.

Strategic decision makers, therefore, must have experience and insight
into business and technology. G00144371

Without explicitly discussing the final responsibility for the value of IT, the
analyst reports instead focus on the IT Executive. This assigns a large part of
the responsibility to Top Management for the realization of the value of IT that
depends on a number of pre-requisites related to the IT Executive.

These pre-requisites consist mainly of communication issues and the linking of
operational issues related to IT to the financial performance metrics for the
business.

IT organizations must be specific about success criteria before they can
develop appropriate financial performance metrics. G00143548

Or:

All returns from business investments are business returns and must be
communicated in terms of business performance. EXP CIO Signature, April
2007

This re-formulation is one of the main factors that enables Top Management to
actually assume more responsibility.

To communicate value for money, the CIO must translate IT operational

performance into business performance and continually show that IT
delivers value for money where it counts—in improvements to business
performance. EXP CIO Signature, April 2007

In conclusion, the professional analysts are inconsistent in supporting the

norm that Top Management should be responsible for realizing the value of
IT.
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Norm 4: The IT agenda should be established top-down

Related categories: Business Focus, Communication, Governance, Organization

Be cautious to new
responsibilities Assemble a team of leaders

Have an IT strategy that
articulates technical
architecture

Use IT priorities based on
capabilities of IT department

Introduce new technology

Sense and adapt to changes into the enterprise

Communicate in business
terms

Keep final choice over
projects as business decision

) Increase the demand -pull
o relationship
___Standardize and formalize
Erase territorial boundaries Focus on supporting
between |T and business business
Apply a governance strategy
consistent with funding model _ Stop perpetuating myth of IT

This norm is expressed in the analyst reports by a movement away from
ultimate responsibility by the IT Executive. The increased use of standard
components, consumerized IT, and service industrialization points in a
direction where IT increasingly is viewed as a commodity, as indicated by the
following quotes.

Decrease Push

Strive for service
industrialization

CIOs must use relationship management and service industrialization to
manage the transformation toward globally delivered IT services.
G00143869

CIOs must assemble a team of business and IT leaders who are committed

to making consumerized IT a positive, not a negative, experience.
600148805
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Services and processes must be standard enough to be delivered globally
in a seamless way. G00143869

This idea is also highlighted by the professional analysts’ belief that IS and the
IT Executive should focus more on the demand rather than the supply side of
their operations. This is a common thread in many of the reports.

Although CIOs must continue to improve on the demand side, they focus
too narrowly on the internal operations elements of the supply-side role,
leaving them "out of balance” relative to managing other areas of the
leadership role. G00146001

To be successful, IT leaders must rebalance their efforts to focus on the
demand side of IT leadership and more-fully engage their business
partners. ” G00144929

The movement away from responsibility is the equivalent of a movement away
from proactive management of IT. The professional analysts emphasize this
idea when they discuss the need for IT to “adapt”. However, this raises the
question of whether the role of IT as a business support is incompatible to that
of IT as a driving force of the business.

As business becomes more global, dynamic and competitive, IT
governance must adapt. G00146563

CIOs must create adaptability in sources of competitive advantage, reduce
complexity and cost and provide the enterprise with visibility through
information. EXP CIO Signature, April 2005

Regarding whether IS should deliver (part of the IT Agenda), the professional
analysts clearly state that IS should not assume too much responsibility or
promise more than it can deliver. Or, in their own words:

IT leadership must be cautious regarding how much responsibility it's
prepared to assume. G00130657

IT priorities must also be based on the capabilities of 1S. G00126389

This again highlights the need for the IT Executive to distance herself from the
ultimate responsibility over what is to be delivered. Instead, the focus should,
as previously stated, be directed more towards the demand side.

However, the professional analysts also stress the necessity for IT to decrease

the distance between itself and the business; together, they should work with
the brand and the image of IT.
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Erase the territorial boundaries — There are no such things as IT-only or
business-only decisions in the "hyperconnected” enterprise. Everything is
interrelated. G00145593

IT professionals must stop perpetuating the myth that IT is so highly
complex and misunderstood that only pure technologists can manage it.
G00137694

This accentuates the dichotomy between proactive and reactive management
of IT where the supply and demand model advocated by the professional
analysts (in its most distinct and pure form) counteracts any type of proactive
management.

To summarize, the professional analysts believe the IT Executive should avoid
responsibility for establishing the IT agenda and instead should take
responsibility for establishing the form of its organization. While the
professional analysts state that the IT agenda is the responsibility of Business,
not IT, they do not explicitly state that it should be established at a top
business management level. Nevertheless, in placing the responsibility on
Business, instead of IT, is assumed to be a movement towards a higher level of
management and not an act of empowerment.

In conclusion, the professional analysts support the norm that the IT agenda
should be established top-down.
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Norm 5: The decision process for IT investments should be
formalized

Related categories: Investment, Governance, Organization

Improve portfolio management

-

Establish a 1in 1 out principle N / Be highly selective to new
investments

Conduct market research \ / -
regarding pricing — / / Allinvestments must have
/)

strong business cases

/ Make managers articulate and
// document the underlying
assumption of forecast

Use a variety of funding models

Governance model must be
consistent with funding model

Strive for complete automation
of IT Operational processes

Manage portfolio on business
unit and enterprise level

Apply IT Governance

Apply TCO minimization
principle

— Apply IT Architecture guidelines

\
\\
Dont accept the absurd - \ Mesh it investment decision
\ style with established decision
Be cautious of new styles, authorities and cultures
responsibility » \;7 in the organization

Apply Due diligence

The professional analysts discuss this norm from a number of different
perspectives. On a general level, the professional analysts clearly state that all
investments must have both a sound foundation (secured by a business case
methodology) and a clear management process after its approval.

All IT investments must have a strong business case and must be tightly
managed. G00139845

The professional analysts refer to the full range of services and products
offered through IS as the “IT Portfolio”. They also stress the need to establish
the correct level of management for the portfolio.

The IT portfolio must be managed at the enterprise level and the BU level,
with a strong emphasis on the future needs of each BU. G00147320

This idea may reflect the effort to keep the process of investment decisions as
close to the demand side as possible, or at least to keep the business managers
at the BU level as involved as possible. The professional analysts stress their
strong support for the idea that the IT Executive should avoid responsibility
when possible.
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IT leadership must be cautious regarding how much responsibility it’s
prepared to assume. G00130657

On a more technical level, the professional analysts establish a simple rule-of-
thumb for the application of portfolio management:

Establish a “one in, one out” application policy in which one application
must be retired for every new application that is added. G00125787

This type of simple rule-of-thumb or principle is also discussed in relation to IT
Governance and its role in the investment decision process.

IT Governance must be diligently applied in project/investment approval,
and progress tracking. At all times, the IT Architecture guidelines and TCO
minimization principle must be applied to guide design decision.
G00129538

The professional analysts also discuss the relationship between the general
management culture and the investment process.

This is commonly lacking, however, and creating one (via ‘the IT Steering
committee’) is often difficult because it must mesh with the organization’s
established decision-making style, decision authorities and management
culture... G00147320

To summarize, the professional analysts discuss the formalization of the IT
investment decision process mainly through a collection of principles and
technical notions that refer to the use of business case methodology as
sufficient formalization. The impression is that the formalization of the IT
investment decision process is natural and without real alternatives.

In conclusion, the professional analysts support the norm that the decision
process for IT investments should be formalized.
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Norm 6: Performance management should be formalized with a
focus on business value driven by IT

Related categories: Business Performance, Governance, Organization

Strive for specific success criteria

Integrate strategic decisions into
financial performance [

Measure intangiables

Focus on Financial engineering

Base financial performance
IT performance must rest on measures on underlying capabilities
consensus between business

executives and other stakeholders

Communicate through business
performance

Apply IT Governance

Do not apply one-size-fits-all

IT Financial metrics based on
business needs and wants

\" Reach ability to deliver before ability

Have clear goals and to report

accountabilities

Figure 37. Ways to fulfill Norm 6

According to the professional analysts, there are a number of specific technical
requirements for addressing the design of a management control system that
supports performance measurement and management of IT.

For instance, the professional analysts clearly support the necessity of
establishing a clear link between the IT resource and its resulting influence on
financial performance. This translates to both a communication issue in
relation to investments in IT as well as to a need for specificity regarding what
actually constitutes success.

All returns from business investments are business returns and must be
communicated in terms of business performance. EXP CIO Signature, April
2007
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Or:

IT Organizations must be specific about success criteria before they can
develop appropriate performance metrics. G00143548

The professional analysts are also very clear in stating that the management
control system must be streamlined and customized to fit the organization that
it supports. The following quotes reflect the need for business-oriented
measurements.

Before an IT organization can mature its financial management and
reporting capabilities, it must first understand that there is no "one size
fits all” set of metrics or report standards. G00143548

Or:

Any IT financial management objectives and associated metrics must be
based on a clear understanding of these factors, beginning with what the
business actually wants, needs and values. G00143548

Regarding intangible metrics, the professional analysts believe there is a need
to create measures and controls that reflect the use of intangibles.

IT leaders must work with business and functional leaders to measure the
effects of intangible assets and advance methods that will improve the
quality and integration of strategic decisions. G00144270

The formalization of IT performance management is also reflected in a demand
to establish controls for accountability with a particular focus on the necessary
pre-requisites that protect the CIO from accountability structures.

Moreover, for CIOs to be held accountable to IT-specific performance
measures, business-side executives and key stakeholders must agree on
how IT success is being measured and how explicit linkages can be made
to desired business-side outcomes. G00143864

Another aspect regarding accountability is related to the shift from cost cutting
to business growth as a focus for IS. According to the professional analysts, this
shift entails an additional need for formalization and accountability.

IT leaders must demonstrate greater levels of accountability to support
business growth than were required when cost cutting was the only
order... G00136797

Or:
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CIOs must understand the difference between operations and business
contribution and the new IT accountabilities that accompany a move to
contribution. EXP Premier, July 2005

Another issue raised by the professional analysts is that the CIO and IS should
not promise more than they can deliver.

To develop appropriate expectations for the use of IT in your organization,
you must achieve consensus on business needs, strategies and endeavors,
and the guiding principles or IT maxims that will inform the inevitable
trade-offs. G00144929

This demand requires that the focus of IS be on securing the delivery over
performance measurement and management.

Before the IT organization worries about the specific financial
performance metrics and reporting methods appropriate to each profile,
it must first develop the delivery and financial management capabilities
required to actually meet business expectations. G00143548

Hence, the professional analysts advocate the necessity of creating the
capability to deliver before implementing the management control system.

Financial performance metrics must be based on actual underlying
capabilities. G00143548

Or:

Before the IT Organization can report against these dimensions, it must
first have the ability to deliver against them. G00143548

Thus the professional analysts are clearly focused on creating and maintaining
a management control system with a high degree of formalization. This focus is
also linked to a general measurement of the level of IT Governance maturity
for the organization as such, linking IT operations to the overall operations of
the company.

The more closely tied IT financial performance metrics are to business
metrics, the more mature IT organizations’ governance, architecture and
service delivery capabilities must be. G00143548

The professional analysts support the norm that IT performance management
should be formalized with a focus on business value driven by IT.
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Norm 7: There should be a focus on the value added of IT in

performance management

Related categories: Business Performance, Business Value, Governance,

Organization

Do more than just focus on
costs

Measure value

Enable business managers
through performance
measurement

Atticulate business
contribution

Increase business impact of
IT

Figure 38. Ways to fulfill Norm 7

Establish contribution to
business

Improve accountability of
benefits

Focus on value that is
significant to the enterprise

HOW? _
Focus on business
imperatives

Uderstand difference
between operations and
contribution

Gocernance must reflect
business goal attainment

As Figure 38 illustrates, professional analysts address the role related to
focusing on value-added in IT performance management in a number of
different ways. As the discussion of previous norms shows, the differentiation
of IS as simply a cost or as a function that can drive business value and overall
performance is also evident in relation to this norm.

The professional analysts specifically state that the focus must shift from costs
to performance, as the following quotes indicate.

...IT Executives must do more than just cut costs. G00144450

CIOs must focus on business performance as the goal and result of
investment in IT. EXP CIO Signature, April 2007
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They must deliver a record of performance to establish their position and
their contribution to the business. G00144450

However, the professional analysts believe the CIO must also see that the
benefits and added value reported to the Business must be relevant. Or, in the
words of the professional analysts:

They must deliver value that is measurable and of significant importance
to the enterprise. G00144450

This requirements leads to the configuration of governance.

Governance must reflect how the use of IT will enable the business goals.
G00147320

This focus on measuring not just business value but relevant business value
makes the CIO dependent on communicating with other areas of the Business
and understanding their imperatives and objectives.

Open the doors to new ways of measuring value by making the connection
to what'’s important to the business. G00145593

This link to business objectives and value added of IT is also illustrated in the
strong encouragement by the professional analysts to avoid outsourcing the IS
function..They think this is best avoided by out-performing industry standards
and external offers that circulate.

CIOs and their organizations must deliver more value than the business
can buy in the marketplace, or face commoditization. EXP Premier,
January 2005

At the same time, the CIO must constantly establish and communicate her
contribution.

To remain relevant, the CIO and IS organization must contribute. EXP CIO
Signature, June 2007

This in turn leads to new demands for the accountability of IT performance
management:

CIOs must understand the difference between operations and business
contribution and the new IT accountabilities that accompany a move to
contribution. EXP Premier, July 2005

IT leaders must demonstrate greater levels of accountability to support

business growth than were required when cost cutting was the only order.
G00136797
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In conclusion, the professional analysts support the norm that there should be
a strong focus on value added in IT performance management.

Norm 8: Resources should be utilized on an enterprise-wide basis

Related categories: Governance, Organization, Competence

Establish global organization Establish skills for cooperation

Strive for versatilist and wide

Adapt to change competencies
Make matrix organization work e) Diversify competence pool
Standardize services and Build large-scaled, standardized
processes service organizations

Strive for enterprise-wide
organizational isomorphism Industrialize services

In their discussions on resource utilization as part of IT Governance, the
professional analysts advocate that key is that the scope should be specified on
a global level. For CIOs working in large organizations, the focus should not be
limited to business units or areas in the management of resources. Instead, the
focus should be on global delivery.

The CIO must recognize that the organization is operating globally in a
different way to which it may have been and that global leadership has
distinct requirements. G00144060

The CIO then needs a new set of skills. The professional analysts affirm that the
actual organization of resources needs to be based on a matrix form.

Global IT leaders must have an excellent understanding of how to design
and make matrix organizations work. G00144060

This also leads to specifications regarding the type of talent and competencies
needed by employees. According to the professional analysts, the keyword is
“multi”, with a clear focus on individuals who have a number of different roles
in the organization. The organization needs to:
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.find and nurture fresh talent - multiskilled, multidiscipline and
multifariously experienced. G00144215

For global service delivery, specificity of services is necessary. With a clear
focus on standardization and industrialization as a way to cut costs and
streamline operations, the professional analysts regard a high level of
standardization as a necessity for global delivery.

Services and processes must be standard enough to be delivered globally
in a seamless way. G00143869

This leads to the need to make the organization’s flow of resources seamless.
This is a problem that the professional analysts believe can be overcome
through continued efforts for standardization. As the next quote indicates, the
professional analysts use the concepts of process and methodology maturity as
an equivalent for a high level of standardization.

The disparate set of resources must seamlessly come together with a high
process and methodology maturity... G00143869

In conclusion, the professional analysts support the norm that resources
should be utilized on an enterprise-wide basis.

Norm 9: There should be corporate insight into the benefits of IT

Related categories: Business Focus, Top Management, Leadership,
Organization, Competence

Assess confidence in IT

Manage sponsors

Manage external relationships

Managers must have insight
into change readiness

Improve demand -side

HOW?

Focus on creating pull

Take active role in strategy
formulation

Educate the corporation

Business and technology
acumen

On a general level, the discussion on corporate insight into IT focuses on both
the demand and the supply side of IT. On the demand side, the key element
according to the professional analysts is that of understanding, where the CIOs
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must take rather drastic measures to actually secure their understanding. This
could be accomplished by a formalized statement.

Companies must quickly prepare a strong, unified statement on how the
problems will be solved and how senior management will gain a full
understanding of the current situation inside the company. G00130922

In addition, the demand side must also be clear in its expectations of the
supply side. The way to build these relevant expectations, according to the
professional analysts, begins with the CIO’s clear understanding of the present
reputation of the IS function.

The CIO must accurately assess the current level of trust and confidence in
IT. G00139307

Setting the right expectations requires a clear, joint understanding of what is
actually of value to the organization. This implies the need for strategically
aligning the IT contribution with the overall organizational goals and
objectives.

You must lead with your business colleagues to set expectations and to
identify what is valued — the CIO's demand side. G00144929

This also highlights the role of the CIO as a marketer of the IS function, and
hence also the amount of effort she must put in to managing external relations.

The greater the responsibility of the IT organization, the greater the
amount of time the CIO must spend managing external relationships, with
a proportionately smaller amount of time managing the organization
itself. G00140988

The traditional focus of a CIO, according to the professional analysts, is to make
sure that the internal operations of the IS functions run as smoothly and as
cost efficiently as possible. This is, however, more and more seen as a potential
risk for the overall success of the CIO. Therefore, the focus should be more
external.

Although CIOs must continue to improve on the demand side, they focus
too narrowly on the internal operations elements of the supply-side role,
leaving them ’out of balance’ relative to managing other areas of the
leadership roles. G00146001

Or:

..IT leaders must rebalance their efforts to focus on the demand side of IT
leadership and more fully engage their business partners. G00144929
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This requires a certain level of education and enlightenment where the CIO
must try to educate the organization’s stakeholders.

..central IS must provide different levels of education and opportunities to
its customers, including the heads of departments, the heads of different
programs, the owners of the business processes and others responsible for
innovation. G00136603

This can be seen as a clear signal that the customer may not be aware of her
own good and that the responsibility of the CIO requires changing the demand
side to fit the supply side. This can also be seen in the following quote, showing
that the function of the CIO must be clearly understood by senior executives
and utilized accordingly.

..executives ranked above the CIO must become well acquainted with the
position and use the CIO in the decision-making process. G00127187

The professional analysts agree on that it is necessary for the CIO to work in
close relationship with the senior executives. The reputation of the CIO
communicates both business and technology insights.

The CIO must have strong business and technology acumen and partner
with the marketing and network chiefs to create and execute the
corporate strategy. G00129538

This mix of competencies at the corporate level, according to the professional
analysts, is a necessity for the overall successful governance of IT. Hence,
senior level people must have an understanding of technological issues (or
issues that may at first glance appear to be technological).

Strategic decision makers, therefore, must have experience and insight
into business and technology. G00144371

In conclusion, the professional analysts are inconsistent in their support of the
norm that there should be corporate insight into the benefits of IT. They

believe corporate understanding of IT should be high, and yet they do not
focus explicitly on the benefits side of this understanding.

Norm 10: Costs should be allocated with business unit autonomy

Related categories: Business Performance, Business Focus, Communication,
Governance, Organization
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Business driven vulnerability
Transparency of cost vs risk and risk assessment

Enable adaptability Increase accountability

CHOW?>-

Enable business leaders Strive for visibility

Rebalance efforts on demand
Engage business partners side

Concerning IT costs, there is a direct link to the increased control from the
business side over IT related costs. This is linked to notions such as “dynamic
pricing” and the effort to establish both accountability and control over IT as a
resource.

It is key to the emancipation of the business side, often through the concept of
“business-driven IT,” that the business representatives (demand side) have the
necessary means for control over the supply side.

Vulnerability and risk assessments must be business-driven, with greater
transparency to cost-vs.-risk matters. G00137350

Or:

IT leaders must augment these metrics with controls that enable business
leaders. G00143430

The professional analysts discuss this norm somewhat ambiguously. They
stress the necessity of establishing business-driven IT and the possibility for
the business side to actually control the supply side; yet at the same time, they
see the demand side as controllable through the supply side.

To be successful, IT leaders must rebalance their efforts to focus on the
demand side of IT leadership and more-fully engage their business
partners. G00144929

The professional analysts are inconsistent in supporting the norm that IT costs
should be allocated with business unit autonomy.
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Conclusion: Validation of norms according to the Professional
Analysts

Table 17 summarizes the results of the content analysis of the reports from the
professional analysts. Of the ten norms, the professional analysts found three
to be invalid and one partially invalid.

Norm#  Norm Valid/Not valid

1 IT investments should be linked to business. Valid

2 Top Management should regard IT as a strategic asset, Valid

3 Top management should be responsible for realizing the Not valid
value of IT.

4 The IT agenda should be established top-down. Valid

5 The decision process for IT investments should be Valid
formalized.

6 Performance management should be formalized with a Valid
focus on business value driven by IT.

7 There should be a focus on value added of IT with Valid
performance management.

8 Resources should be utilized on an enterprise-wide Valid
basis.

9 There should be corporate insight into the benefits of IT.  Not valid

10 Costs should be allocated with business unit autonomy. Not valid

Table 17. Summary of Sub-study B

104



Sub study C: The Academics - Validation of IT
Governance Related Norms

In this section, I validate the identified norms taking an Academic perspective.
After a presentation of the method used in this Sub-study, I present the findings
from a review of the literature. The literature examined is from the last ten years
of publications in six of the largest and most influential academic journals
addressing IT Governance.

Method
Selection | Journals
Keywords(from Search Validation of
Sub-study A) ear norms

Figure 42. Method of Sub-study C

IT Governance is addressed in a number of academic journals. These journals
are almost exclusively from the field of Information Technology and
Information Systems. The subject is only rarely addressed by organizational or
managerial journals such as Harvard Business Review, MIT Sloan Management
Review and Organizational Science.

For the study of IT Governance according to the Academics,?? I made a
literature review of six of the main journals (Selection I) in the fall of 2007.
From the years 1998-2007, I identified 2,564 occurrences of the keywords
identified in Sub-study A.

I conducted my search electronically using Science Direct, Business Source
Premier and Ingenta Connect. [ limited my search to keywords, abstracts, and

22 The literature review of academic journals covering IT Governance in this study is
regarded as a proxy for the general perception of the group of actors presented as “the
Academics”. This entails a number of potential difficulties regarding representativeness
and generalization that are discussed in more detail under the Methodology discussion
in Section 2.
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article titles. The occurrences (2564, Selection 1I) were fewer than the articles
reviewed as several keywords appeared in the same articles. In Selection III, I
selected 725 articles.

Based this selection of articles, I conducted a directed literature review by
browsing through the articles in each category (keyword) I thought relevant
for each norm. As a criterion for selection, I selected articles in which the
article’s title showed a relationship to the norm. This relationship to the norm
could be either direct or indirect. An indirect relationship meant there was
cause for further analysis by reading the article’s abstract in order to evaluate
the relevance of the article before reading the article.

The norms were considered validated if the literature discussed the norm.

The IT Governance related norms according to the Academics

In the following section, I analyze the ten norms individually using directed
literature reviews. The reviews were based on the selection of articles in the
categories of related keywords to each norm. For each norm, the previous
research related to the norm is presented and analyzed, with the purpose of
finding if the norm is discussed by the Academics.

Norm 1: IT investments should be linked to business

Related keywords: Investment, Strategic, Alignment, Corporate, Portfolio

As Lederer and Mendelow (1988) note, the coordination of business and IT is
an essential element of IT investments and the IT investment process. Studies
by Tallon, Kraemer, and Gurbaxani (2000), Papp (2001), Tallon and Kraemer
(2003) and Trainor (2003) take the same view of the IT Executive's
obligations. As Avison, et al. (2004:224) state:

It [strategic alignment] is ranked among the most important issues faced
by IT Executives.

According to Chan, Barclay, and Copeland (1997) and Hussin, King, and Cragg
(2002), achieving alignment is a constant struggle for practitioners.

According to Avison et al. (2004), the linkage between investments and
business has been studied under a wide variety of pseudonyms such as fit,
bridge, integration, harmony, and fusion.
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Previous research into the relationship between strategic alignment and
business performance is, according to Byrd, Lewis, and Bryan (2006),
inconclusive.

Bergeron, Raymond, and Rivard (2004) discuss the notion of strategic
alignment in their introduction to the concept of ideal patterns of alignment
and their influence on business performance.

As Avison, Cuthbertson, and Powell (1999) and Papp (2001) note, technology
is often treated simply as a cost that leads to a bias in management attention. If
investments in IT are to be linked to business imperatives and objectives, then
this perception of IS as a cost-center is one of the main obstacles to overcome.

The benefits of linking investments in IT to business are investigated in
numerous articles (Kearns and Lederer, 2000; Reich and Benbasat, 2000;
Croteau and Bergeron, 2001; Cragg, King and Hussin 2002; Slaughter et al,,
2006). A few studies (e.g., Slaughter et al.,, 2006) also present disadvantages
that include reduced strategic flexibility that is an effect of too tight a linkage.

A number of studies have investigated the linkage of investments in IT to
business by focusing on, for instance, organizational contingencies, different
types of investments, and differing market conditions.

Thatcher and Oliver (2001) offer a further contribution in differentiating
between production efficiency and product quality as measures of business
performance. As their study shows, investments in technologies that reduce
the firm’s fixed overhead costs have no impact on product quality but do
improve productivity and increase profits. Furthermore, they show that these
investments also increase the total production costs and finally decrease the
productivity of the firm. This approach towards focusing more on “how” rather
than “if” IT investments influence business performance is also advocated by
other researchers such as Quan, Hu and Hart (2004).

The literature discusses the impact of IT investments on business using several
frameworks. Sircar, Turnbow and Bordoloi (2000) propose a model based on
seven performance indicators and use a large empirical study that finds IT
investments have significant effects on sales, assets, and equity. They do not,
however find a significant relationship between IT investments and net
income. Kumar (2004) proposes a model for assessing the business value of IT
infrastructure.

Devaraj and Kohli (2000) introduce the notion of time-lag to assist in the
understanding and investigation of business performance impacts. Van der Zee
and De Jong (1999) present a model for assessing the impact of IT investments
based on a balanced approach, with the balanced scorecard as the main
influence. Quan, Hu and Hart (2004) highlight the issue of market sensitivities
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to price and quality under duopoly conditions. Mitra (2005) focuses on the
impact of IT investments on firm growth.

To summarize, the discussion supports the norm that IT investments should be
linked to business, regardless of the effect of the IT investment on business
performance.

Norm 2:Top Management should regard IT as a strategic asset

Related keywords: Strategic, Asset, Cost

Since the early 1980s, there has been a substantial amount of research on the
strategic role of IT (Piccoli and Ives, 2005). To a large extent, this research
relates to the ability of IT to create and maintain sustainable competitive
advantage.

Researchers have focused on the improvement in value generation that IT as
an artifact could lead to if applied correctly. Yet recent developments have
questioned this conclusion. Piccoli and Ives (2005), however, criticize this
position for being too focused on the technology as such, and not enough on
the strategic initiatives that are made possible by the technology.

As argued by Piccoli and Ives (2005), the existence of IT-related initiatives such
as Enterprise Resource Planning, Business Process Reengineering, e-Business,
and Customer Relationship Management highlights the necessity for focusing
more on the related initiatives than on the technology.

Researchers, who take the Resource Based View (RBV), as well as those who
support the Resource Dependence Theory (RDT), have directed considerable
interest in the perception of IT as a strategic resource (Lopes and Galetta,
1997; Powell and Dent-Micallef, 1997; Tillquist, King and Woo 2002). Wade
and Hulland (2004) synthesize this research into a typology of IS resources.

According to this typology (see Figure 43), there are three types of IS
resources. This corresponds to Santhanam and Hartono’s (2003) call for multi-
dimensional IT capability measures.
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Typology of IS Resources

[
[ | |

Outside4n Spanning Inside -Out

External relationship

|S-business partnerships IS infrastructure
management

IS planning and change
management

Market responsiveness IS technical skills

IS development

[
Cost effective IS
operations

Figure 43. Typology of IS resources (adopted from Wade and Hulland,
2004:112)

IS resources are applied to either an internal (inside-out) or an external
(outside-in) perspective with the category of “Spanning” as an intermediate
form that makes the other applications of IS possible.

In the external perspective, IS contributes to the coordination and control of
relationships through, for instance, Supplier Relationship Management and
Customer Relationship Management. Hence, IS resources have become an
important ingredient in any interaction between the organization and its
business environment (Feeny and Willcocks, 1998).

Furthermore, IS resources help the organization to improve its responsiveness
to changes in the market through strategic flexibility (Jarvenpaa and Leidner,
1998), decreased time to delivery, and an overall decreased time to respond
(Bharadwaj, 2000).

Given the norm of IT as a strategic asset, research from the fields of RBV and
RDT supports the strategic potential of IT, although not admitting that all IT is
a strategic asset. Instead, researchers such as Wade and Hulland (2004) offer a
more nuanced view of IT, without necessarily disqualifying the norm itself.
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With business processes more and more dependent on IT in one form or
another (Applegate, 2003), the link between IT expenditures and business
performance has received significant interest from the academic community.
With financial performance the main concern for most organizations, this
relationship is relevant in an analysis of how IT as a strategic asset is discussed
in Academia.

As far as the effect of IT investments on the level of productivity from a macro
perspective; however, the research findings presented over the years are
inconclusive. Some researchers have reported on a significant increase in
productivity as the result of increased investments in IT while others have not
found these benefits (Carr, 2003; Brynjolfsson & McAffe, 2008). The inability to
establish a relationship between IT expenditures and increases in productivity
has been discussed under the concept of “the productivity paradox”, a concept
that in itself may contradict the norm of IT as a strategic asset.

Pinsonneault and Rivard (1998) discuss this lack of convergent findings and
conclude that it can be attributed to a combination of problems regarding
measurement and level of analysis.

To summarize, discussion on the strategic value of IT as it affects competitive
advantage of the organization, together with the discussion regarding the
effect of IT investments on business performance, supports the norm that Top
Management should regard IT as a strategic asset.

Norm 3: Top Management should be responsible for realizing the
value of IT

Related keywords: Leadership, Report, Realizing

On a general level, there is much discussion about the necessity of involving
top management in the overall management of IT (Wade and Hulland, 2004).
When IS is depicted as having either a supporting or a transformative function
in the organization (e.g., Jiang and Klein, 2000), this leads to different ideas on
why top management should be involved.

There is, however, a difference between the overall call for top management
involvement and the direct responsibility over benefits realization (as stated in
the norm). Davern and Kauffman (2000) present results from a study of
complementary assets, conversion contingencies and the role of senior
managers. In this study, they find that managers seem to forget the conversion
contingencies (what has to be done in order to achieve realization). For a
company to be truly successful in realizing the benefits of technology, the
senior managers have to be actively involved not only in the championing of
projects but also in the entire realization process.
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Following along the same lines, Chatfield and Yetton (2000) identify a positive
relationship between the strategic pay-off of IT related investments and the
level of social embeddedness of the technology as such. Using three case
studies and an inter-case comparison, they show that the more involved the
top manager is in the everyday use of the technology, the more active she will
be and hence the more successful the investment will be.

Ross, Vitale, and Beath (1999) take a different approach in focusing on cost
allocation through the chargeback mechanisms as a means for achieving
successful line of sight and communication between IS and business. According
to their reasoning, initiatives where IT costs that are understandable and
controllable for business managers have a higher level of success than where
the costs are non-controllable and hard to understand. As they found in their
empirical investigation, many companies have significant deficiencies in their
cost allocation practices.

Directly related to the discussion concerning the actual responsibilities of top
management for benefits realization, Sohal and Ng (1998) present findings
that show a lack of corporate insight and a failure to take responsibility.
According to these authors, this may explain failures in IT investments.
According to Jiang and Klein (2000), such failures may be explained by an
over-emphasis on cost reduction by top management, indicating a perspective
that sees IT as more of a cost than a possible benefit.

Lin and Pervan (2003) focus on large Australian organizations’ successful
work with benefits management. They identify the necessity for making top
management aware of the benefits. They argue for the “Cranfield process
model for benefits management”. The results show that despite the fact that
formalization leads to more elaborate and efficient benefits for management,
there is a high degree of variety in successful benefits management.

This leads to a further linking of the discussion in the literature from alignment
to that of expectation management. Staples, Wong and Seddon (2002) identify
the negative aspects of involving and selling IT projects to top management in
the “blowing of smoke” that comes from selling. The benefits that are
communicated may be exaggerated. Thus expectation management needs to be
explicit and benefits must not be exaggerated.

To summarize, the discussion supports the norm that top management should
be responsible for realizing the value of IT.

Norm 4: The IT agenda should be established top-down

Related keywords: Agenda, Alignment, Strategic
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In the review of literature on the establishment of the IT agenda, it quickly
became apparent that the literature does not address this issue explicitly. None
of the articles selected mentioned the IT agenda. The only expressions related
to agenda were in studies focusing on enriching or changing the research
agenda.

Therefore [ made an additional search in relation to concepts such as “Strategic
Information Systems Planning” and strategy formulation. This entailed a
further review of Strategic separate from the initial restriction to Agenda and
Alignment.

This new selection of constructs was made on the premise of using IT Strategy
as a proxy for IT Agenda. As discussed by the consultants, the IT Agenda may
be a set of activities planned within IT (Accenture, 2005). Given that strategy
may be patterns of activities (Mintzberg, 1987), the use of IT Strategy as a
proxy for IT Agenda was justified. In this second review, concepts such as IT
Strategy, Information Strategy and Information Systems Strategy were seen as
equal proxies for IT agenda.

The key to the literature was in articles related to the process of strategic
information systems planning (SISP). Min, Suh, and Kim (1999) present an
integrated model for SISP, placing it clearly in the strategic realm, governed by
a body directly championed by top management. In other words, the strategic
planning of IT is conducted by (or directly sanctioned and supported by) top
management. Figure 44 shows the integrated model for SISP as designed by
Min, Suh, and Kim (1999:).
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Implementation

As Figure 44 indicates, the information systems strategy formulation is
preceded by both a business and an IT side that clearly links the formulation of
IT strategy to the overall business planning. This in turn highlights the
necessity (according to the model) of having champions for the strategy
formulation process from both sides (Business and IT).

Peppard (1999) develops a conceptual model for understanding the
construction of information strategies in global corporations that takes a clear
starting point in business needs. Here, the exploration of IT opportunities, as
presented in the article by Min, Huh, and Kim (1999), is downplayed for a
more unilateral business oriented process.

An article by Pepper and Ward (2004) presents a different perspective on who
should be involved in how the SISP is presented. According to this perspective,
the strategy formulation is dependent upon a set of competencies from both
sides of the Business-IT spectrum. For the initial strategy formulation phase,
this encompasses Business strategy, Technology innovation, Investment
criteria, and Information governance.

113



Lee and Myers (2004) take a somewhat different approach to the study of IT
implementation. In a critical ethnographic study of an Enterprise Resource
Planning (ERP) implementation, they found that conflict regarding strategy
was a serious problem. As one of their key findings, they highlight the strategic
fit between IT and Business while taking an explicit starting point in the
business strategy as such. Given this perspective, the CIOs of the business are
seen as the primary stakeholders of the IT strategy, and hence the champions
of the strategy formulation.

Newkirk, Lederer and Srinivasan (2003) present a further specification of the
SISP process. These authors make a more direct reference to the overall
selection and prioritization of projects as subsets of the strategy formulation
phase. Newkirk and Lederer (2006) take this idea one step further when they
account for the changes in IT strategies by increasingly building on the
orchestration of a selection of standardized systems. This highlights the
selection strategy as one of the most important elements of the strategy
formulation phase.

Burn and Szeto (2000) stress the point that top management should be
involved as strategy formulators in the strategy execution related to IT. They
also found that there is no significant difference in how business and IT
managers perceive the strategic alignment of IT and business, which may be a
kind of consensus on how the IT strategy should be formulated. Van der Zee
and De Jong (1999) support this idea in their research that finds that the CIO is
not necessarily an active player in the strategy formulation, given that there is
a good understanding of the role of IT by the people involved.

To summarize, the discussion supports the norm that the IT strategy (seen as a
proxy for IT agenda) should be established top-down. This does not
necessarily require the active participation of the IT Executives themselves but
requires their thorough understanding of what role IT could and should play at
the corporative level.

Norm 5: The decision process for IT investments should be
formalized

Related keywords: Investment

Neirotti and Paolucci (2007) state that formalized processes for assessing IT
investments are key elements in successful investments. In 50 case studies in
the United States and Europe, conducted between 1998 and 2003, they found
support for the theoretical assumptions that IT investments should be
formalized.
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Grover and Segars (2005) stress the necessity of achieving a high level of
formalization in the entire SISP process, with the evaluation of IT investments
as a subset of this process. See Figure 44.
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Bannister and Remenyi (2000) take a different approach and refer to the
decisions related to IT investments as “Acts of faith” rather than as a rational
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process. In a comprehensive review of the literature concerning IT
investments, they found that managers only use a limited selection of what
they refer to as “partisan techniques” and often only use one of these.

Most decisions regarding the investment in IT can be attributed to the
reductionist application of composite techniques. According to Bannister and
Remenyi (2000), there is a misunderstanding of the actual decision process,
which is influenced by a number of less than rational factors (e.g., personal
values and the views of colleagues and co-workers).

Irani and Love (2001) take a different perspective in looking at the benefits
associated with the implementation of a Material Requirements Planning
(MRP) system in a UK manufacturing firm. They found that one of the most
significant benefits of introducing the system was a more formalized process
for IT investments as such.

In a study directed at finding hidden IT costs among a sample of 50 IT decision
makers, Ryan and Harrison (2000) found that the use of formalized methods
for making investment decision in relation to IT differs depending on the type
of technology to be invested in. With technologies and initiatives that affected
the core of the business in focus, the use of more formalized methods was
predominant. At the same time, for the more peripheral processes of the
business, less formal methods were employed.

To summarize, the discussion supports the norm that the decision process for
IT investments should be formalized.

Norm 6: Performance management should be formalized with the
focus on business value driven by IT

Related keywords: Performance, Budget, Cost, Financial, Value

There are few direct references to performance management in the literature
reviewed in this study. Instead, IT is more often referred to as an enabler of
business performance than to its value in the actual performance management
of IT.

In a study of 304 business executives’ perceptions of IT, Tallon, Kraemer and
Gurbaxani (2000) test the hypothesis that companies with clearly formulated
goals for IT are more successful in their IT investments. As the results of this
study showed, this hypothesis was supported under the premise that an
explicit system for performance measurement and management was
developed and deployed.

116



In an attempt to operationalize and empirically test theoretical assumptions
regarding the business performance impacts of strategic fit, Bergeron,
Raymond and Rivard (2004) found support for the notion that a high degree of
formalization increased the level of business performance. In a sample of 110
small US firms, this study showed that there was a direct relationship between
a higher degree of formalization and a higher degree of business performance.

After finding limited support for formalized performance management, I
conducted a further search on the premise of formalization of performance
measurements related to IT. In this search, performance measurement was
seen as a subset of performance management. This procedure offered more
direct evidence of a discussion on the use of formalized performance
management practices.

In an empirical study of the impact of IT investments on firm financial
performance, Shin (2001) found that there was a direct link between IT
expenditures and firm gross profit, but not on performance measures such as
Return on Equity (ROE) and Return on Assets (ROA). This study entails a focus
on performance management as related to return and value added of IT, using
formalized methods and measures.

To summarize, the discussion supports the norm that performance
management should be formalized with the focus on business value driven by
IT. However, the research does not clearly specify how this formalization is to
be achieved.

Norm 7: There should be a focus on value added of IT in
performance management

Related keywords: Performance, Benefits, Report, Cost, Budget, Value,
Effectiveness

The literature on the potential value of IT (and achieving that value) focuses on
establishing and communicating the IT value added. This focus appears in a
number of different examples, ranging from general accounts (Peppard and
Ward, 1999; Shin, 2001; Sambamurthy, Bharadwaj and Grover, 2003) to more
specific accounts related to Supply Chain Management (Subramani, 2004;
Malhotra, Gosain and El Sawy, 2005) e-business (Barua, Konana and Winston,
2004) and Customer Relationship Management (Karahanna, Agarwal and
Angst, 2006).

Lee and Bose (2002) found support for the impact of IT investments on the

aggregate (accounting-based and market-based) measures of firm
performance. On a decomposed level, however, the results were inconclusive,
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showing no support for the operational linkage of, for example, non-financial
and intangible measures of value added.

Through applying a resource-based view to the investigation of IT value added,
Bharadwaj (2000) questions the effort to find linkages between effects on firm
profitability and IT related investments. In his opinion, any attempt to find a
direct link between the value added of IT and firm profitability is destined to
failure.

Levy, Powell and Yetton (2001) highlight strategic focus related to IT.
According to their findings from 27 case studies, there is a dichotomy between
cost focus and a focus on the value added. According to these authors, IT has
traditionally been implemented with a focus on cost reduction in large
organizations, but during recent years this has changed towards focusing more
on the value added of IT and a strong push towards performance measures not
unilaterally focused on costs.

In a novel way of prioritizing IT related projects, Bardhan, Bagchi, and
Sougstad (2004) present a nested real options value model that takes into
account the possible interdependencies among current projects. According to
the authors, this model emphasizes the value added of IT in areas where it was
previously hard to assess.

To summarize, the discussion supports the norm that there should be a focus
on value added of IT performance management, given that this entails the
practice of accounting for IT related projects and the prioritization of projects
in the investment process.

Norm 8: Resources should be utilized on an enterprise-wide basis

Related keyword: Resource

The interpretation of this norm depends on construct of Resources. According
to the consultants’ discussion (Accenture, 2006), to a large extent Resources
consist of the human capital of the organization, particularly the people
involved in the IS function.

When Resources refers to human capital, then the literature on sourcing
strategies is relevant to the validation of this norm. Issues related to sourcing
strategies, such as shared service centers and outsourcing, are potential
avenues of support for the norm.

On the use of Application Service Providers (ASP) as a model for application
outsourcing, Jayatilaka, Schwartz, and Hirschheim (2003) construct and
evaluate an integrated theoretical model combining disparate views such as
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the resource based view, transaction cost economics, resource-dependency
and the knowledge based view of the firm. They found that knowledge
utilization in particular is positively affected by the move towards an
application outsourcing agreement since this creates a higher degree of
flexibility and provides access to more qualified knowledge.

Despite the inclusion of research by Academics of issues related to sourcing
strategies, there is insufficient support for the norm that Resources should be
utilized on an enterprise-wide basis. Hence, the norm cannot be validated.

Norm 9: There should be corporate insight into the benefits of IT

Related keywords: Benefits, Leadership

In this norm “corporate” refers to the overall business management layer of
the organization. Hence, the term is (in many aspects) a pseudonym for Top
Management.

Using this definition of “corporate”, this norm directly links to the second and
third norms on understanding the strategic role of IT and top management
responsibility for value realization.

Fearon and Philip (1998) develop a conceptual model to understand the
operational and strategic benefits of Electronic Data Interchange (EDI). In their
model, the strategic benefits of EDI are seen as an important input in the
overall strategic management of the firm that needs to be understood by top
management.

O’Connor and Martinsons (2006) take an accounting perspective on the
management of information systems and conclude that the overall corporate
management of IT should be balanced in a number of different management
control systems for optimal control. This may include delegation, incentives,
and performance measurement. These authors clearly state that the benefits of
IT need to be understood on a corporate level.

According to Benaroch et al. (2007), there has been a substantial increase in
the use of corporate finance influenced models of evaluation of IT investments.
This increase coincides with more involvement by senior managers who are
more accustomed to this type of financial analysis of investments. This
conclusion supports the notion that there should be corporate insight into the
benefits of IT.

Karimi et al. (2000) explore the function and role of Management Information

Systems (MIS) steering committees on the IT management in organizations.
They find that the steering committee functions as a means for aligning
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technology with corporate objectives. This function requires insight into both
the business and IT by matching the benefits of IT with the overall corporate
objectives.

In a study drawing on a survey conducted with 67 senior IT Executives
distributed over three continents, Van der Zee and De Jong (1999) integrate
business planning with the evaluation of IT results on a corporate level. They
do this by developing and testing the “Balanced Business Scorecard”, a further
development of the original Balanced Scorecard. In two case studies, the
Balanced Business Scorecard is evaluated with the conclusion that ISs are a
good way to communicate IT benefits to the business managers.

Francalanci and Golal (1998), Ross, Vitale and Beath (1999), Taudes, Feurstein
and Mild (1999) and Chen and Edgington (2005) also discuss corporate insight
into the benefits of IT.

To summarize, the discussion supports the norm that there should be
corporate insight into the benefits of IT.

Norm 10: Costs should be allocated with business unit autonomy

Related keywords: Cost, Overhead, Allocation

The issue of cost allocation is directly discussed in several articles focused on
the design of chargeback systems for IT. 0’Connor and Martinsons (2006) take
an accounting perspective on this issue and discuss the reasons for chargeback
as related to the internal cost resource utilization and the effects of
externalities. Figure 44 presents the drivers of their chargeback design.
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0’Connor and Martinsons conclude that there are principally three methods in
accounting that may aid in the design of the chargeback system:

1. There is a tradeoff between flexibility and accountability, and the
strict “pay for what you use” may lead to a less than optimal
chargeback design.

2. Volitional activity may need to be promoted within areas with a high
degree of technological uncertainty or outputs that are difficult to
measure.

3. Alternative methods such as incentives could be used as a complement
to control.

Peacock and Tarriru (2005) apply an activity-based approach to justify IT
investments. This entails relating the investments to product profitability, or
allocating costs of IT in correspondence with how much benefit the costs lead
to.

Broadbent, Weill and St. Clair (1999) discuss the practice of cost allocation
through direct chargeback of business unit specific investments (such as
specific business support systems that have no direct value for the other parts
of the organization).

Reporting on a study of ten organizations chargeback systems for IT, Ross,
Vitale and Beath (1999) present an evaluation of practice. According to their
findings, the key benefit of IT chargeback was the increased and improved
communication between IT and business. The four organizations in the study
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that were found to have gained the most benefits from the chargeback had
established strong partnerships between IT and business, something that the
authors highlighted as a possible way to move towards more successful IT
investments.

Lacity and Willcocks (1998) studied sourcing alternatives for data centers and
found similar results with smaller data centers outperforming larger ones.
According to these authors, this was counter-intuitive. Thus the larger
datacenters should have a competitive advantage in the strong economies-of-
scale that are present in data management. Some differences in performance
were attributed in general to the more sophisticated chargeback systems of the
smaller data centers.

To summarize, the research by Academics on chargeback supports the norm
that IT costs should be allocated with business unit autonomy.
Conclusion: Validation of norms according to the Academics

Table 18 summarizes the validation of norms in Sub-study C. As the results
show, only one of ten norms was invalid and one was partially invalid.

Norm #  Norm Valid/Not valid

1 IT investments should be linked to business. Valid

2 Top Management should regard IT as a strategic Valid
asset.

3 Top Management should be responsible for realizing Valid
value of IT.

4 The IT agenda should be established top-down. Valid

5 The decision process for IT investments should be Valid
formalized.

6 Performance management should be formalized with  Valid
a focus on business value driven by IT.

7 There should be a focus on value added of IT in Valid
performance management.

8 Resources should be utilized on an enterprise-wide Not valid
basis.

9 There should be corporate insight into the benefits of Valid
IT.

10 Costs should be allocated with business unit Valid
autonomy.
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Synthesis

Using the conclusions from Sub-studies A, B and C, I present the list of norms
and the results of their validation in Table 18. To make the final selection of
validated norms, I made a synthesis of the results from Sub-studies A, B and C.
The final choice of considering whether a norm was valid was based on the
premise that if the norm was validated by one part (Sub-study B or Sub-study
C), then it was valid. Hence, the four norms that were not universally validated
(#3, #8, #9, and #10) were all valid in the final selection of norms.

The rationale for this criterion for validation was that if the norm was
discussed in one of the two perspectives used to validate the norm, then it was
considered valid by a majority of the three perspectives (on the assumption
that the consultants considered their own norms valid).

#
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Top Management should regard IT as a
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Performance management should be
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CHAPTER 6

Study II - Strategies of
legitimization

In this chapter, I present the second study of the thesis. After an introduction and
a discussion of the basic assumptions and research design for Study II, I present
three sections on the methods and results related to the three Sub-studies. The
chapter concludes with a synthesis that provides a description of the
legitimization strategies identified.

Introduction

To answer the overall research question on how IT Governance related norms
are unpackaged, Study Il focuses on legitimization and directs the focus
towards individual managers. The concept of legitimization strategies is
borrowed from the literature on the early developments in Speech Act Theory
(Austin, 1961) and Motive Talk (Semin and Manstead, 1983). The concept
refers to patterns used to achieve and maintain legitimacy.

The rationale for targeting the legitimization strategies used by individuals is
two-fold. First, the individual manager focus is justified by her role in the
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overall unpackaging of a norm. The individual manager is the “point-of-entry”
for any type of organizational norm where she acts as a bridge, mediator, or
means for norm adoption. This highlights the receiving-end of translation, as
advocated, for example, by Djelic (2007).

Second, the individual manager is involved in the unpackaging of norms by a
process of legitimization. She constantly acts under the pressure of norm
compliance. Her reasons for seeking legitimacy on a personal level correspond
to those reported at the organizational level (e.g., Pfeffer, 1981; Richardson,
1985).

Study II applies the IT Governance related norms identified in Study I to
interview transcripts from the consultants’ questionnaire study conducted in
2006. The subject of this questionnaire study, that targeted CIOs at large
Swedish organizations, was IT governance maturity.

Basic assumptions

Study II relies on three assumptions that provide the foundation for the
analysis and presentation of results. These assumptions are explained next.

The first assumption concerns the perception of legitimization as a way to
study the unpackaging phase of translation. As previously noted, unpackaging
is one of the underlying phases in the translation of management ideas
(Erlingsdéttir and Lindberg, 2005).

In this thesis, the management idea manifests itself as norms. These ten norms
(identified and validated in Study I) were communicated to the respondents in
the interview setting. Each respondent was then asked to respond to each of
the norms.

As the interview questions target the “level of maturity” that exists in
organizations, the respondent is exposed to a clearly stated norm in each
question (in all questions, the fifth alternative response). When confronted
with a norm and asked to state and explain her position on this norm, the CIO
is under a certain pressure. Semin and Manstead (1983) discuss this pressure
in their description of the social predicament that occurs when a respondent
enters a situation where her response may be questioned.

Hence, the second assumption is that the respondents are confronted with
norms. If the respondent understands the communication of the norm (value
of a high level of maturity), a situation arises in which the respondent will give
one of two alternative responses.
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The first alternative response is solely quantitative and non-reflective (with
regard to expressions of elaboration). Depending on the degree of norm
conformity that the respondent expresses (conformity or non-conformity), this
response may be interpreted in a number of different ways.

One interpretation is that the respondent has no direct interest in a question
and/or in the interview. Another interpretation is that the respondent is not
familiar with the norm. Still another interpretation is that the respondent
thinks it unnecessary to explain her response further. Regardless of the
interpretation, the response is unhelpful in the analysis of the unpackaging
phase.

The second alternative response is an explanation by the respondent of why
her organization does not conform to the norm. Austin (1962) offers a starting
point for the analysis of this response by stating that an answer of non-
conformity may be either an excuse or a justification. The excuse
acknowledges the norm (and thereby also the authority claim of the norm) and
the responsibility for the divergence from the norm. At the same time, the
excuse explains why the divergence has occurred in this situation. The
justification acknowledges the norm but not its uniformity. Instead, the
justification explains why the norm is wrong and inapplicable in this situation.

Austin (1962:176f) provides a typical example of the differences in these two
alternative responses:

...if the objection is to be the use of such a dyslogistic verb as ‘murdered’,
this may be on the ground that the killing was done in battle
(justification) or on the ground that it was only accidental if reckless
(excuse).

In Study I, I use Austin’s (1962) distinction between excuse and justification
as a starting point for analyzing how the respondent relates her situation to a
norm her organization does not conform to. Since the excuse and justification
responses are strategies of legitimization, I assume that the reason for
explaining why a norm is breached is to acquire or maintain legitimacy. With
this assumption, Study II follows a basic tenet of institutional theory (Suchman,
1995): namely, the concept of legitimacy. Scott develops this idea of legitimacy:

Organizations receive support and legitimacy to the extent that they
conform to contemporary norms - as determined by professional and
scientific authorities - concerning the ‘appropriate’ way to organize.
Scott, 2003:137

Ashforth and Gibbs (1990) define legitimacy as a state that signals that the
organization is in tune with external norms, values, and expectations).
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Legitimacy is also defined as a state that is sought after at both the
organizational and the personal levels.

Hence, the third assumption is that the accounts by the respondents are
legitimating accounts. Creed, Scully, and Austin (2002) use the concept of
“legitimating accounts” in their research on how gay, lesbian, bisexual, and
transgender individuals relate to policies in their social construction of
identity. According to these authors, the development of the concept is steadily
moving forward by following theoretical developments, mainly in institutional
theory. This assumption also relates the analysis in Study II to the
developments in Motive Talk (Semin and Manstead, 1983) in which individuals
are seen as constantly engaged in rationalizing their choices. As Semin and
Manstead (1983:71) explain:

Individuals respond to such implicit or explicit questions by engaging in
motive talk, that is, by announcing a motive or imputing a motive or by
calling on another or others to avow a motive.

Goffman (1971) proposes an alternative framework of three “devices” -
apologies, requests, and accounts - that I might have used in Study II as an
alternative to Austin’s (1962) categories of excuse and justification. Two of
Goffman’s devices (“apologies” and “accounts”) correspond to Austin’s two
categories. However, Goffman’s “requests” is a device that introduces a
deviation in behavior as preparation for breaching a norm.

Goffman uses the concept of “accounts” that Scott and Lyman (1968:48) define
as “...a statement made by a social actor to explain unanticipated or untoward
behavior.” Hence this term implies a motive for legitimization, making the
concept of “legitimating accounts” redundant. Nevertheless, I use the concept
of “legitimating accounts” for clarification. I also use Austin’s (1962) two
categories of excuse and justification instead of Goffman’s (1971) framework.

To summarize, the three assumptions used in the analysis in Study II are:

1. Legitimization is a way to study the unpackaging phase of translation.
2. Therespondents are confronted with norms.
3. The respondents’ accounts are legitimating accounts.

Research Design

The purpose of Study Il is to identify and describe the legitimization strategies
used by CIOs at large organizations in their unpackaging of IT Governance
related norms.
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[ investigate these legitimization strategies by taking a qualitative approach. I
focus on a cross-sectional analysis of 18 cases in which I study a particular
phase of the overall translation process.

Previous studies of translation have largely focused on the study of successful
management ideas using longitudinal case studies (e.g., Callon, 1986; Baas and
Boons, 2000; Eriksson-Zetterquist and Lindberg, 2002; Collin, 2006).23 The use
of cross-sectional field studies (see Lillis and Mundy, 2005) in this study seeks
to fill a methodological deficiency. See Figure 45.
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Figure 45. Comparison of longitudinal and cross-sectional field study
methodology

Two criticisms may be raised against the approach of Study II. First, the
complaint may be that the analysis is on the unpackaging phase only rather
than the overall process of translation. Second, the assumption that the
unpackaging phase can be isolated in the analysis may be challenged. In
response to such criticism, I refer to the work of Erlingsdéttir and Lindberg
(2005) who present a process model with the phases of disembedding,
packaging, traveling, unpacking, and re-embedding used as a backdrop for a

23 There are, however, examples of cross-sectional approaches, (e.g, Buck and
Shahrim,2005) that use a combination of longitudinal and cross-sectional case studies.
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three-case study of the translation of ideas in the healthcare sector. Building on
their approach, I focus on the phase of unpacking in the process of translation,
re-naming the phase unpackaging. My reason for this change of name is to
underscore my focus on the actual package instead of the unpacking activity
that is the focus in Erlingsdéttir and Lindberg’s (2005) study. Figure 46
diagrams the four steps of Study II.

Method 1.Selection of

empirical
material l

2.Reading and

re—reading of
accounts l

3.Selection of

classification
scheme l

4.Analysis and
reporting
Output 18 interviews, 10 180 transcribed Excuses and 10
A e norms
questions accounts justifications

In Step 1, 1 selected 18 transcribed interviews from a project conducted jointly
in 2006 by a consulting firm and several academics. These interviews were
part of a study aimed at measuring IT Governance maturity among large,
Swedish organizations.

The study was part of a larger initiative with seventy respondents in the
Netherlands, Sweden, Norway, and Finland. Each respondent was either the
CIO, or the equivalent, of an organization selected by the consulting firm.
According to the consulting firm, all the organizations were judged successful
in their IT Governance.

Researchers from Chalmers University of Technology, The IT University, and
the School of Business, Economics and Law at the University of Gothenburg (all
institutions are in Gothenburg, Sweden) were involved in conducting the
interviews. The researchers were given permission to use the results of the
interviews for further analysis. The consulting firm sponsored the research.
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As the study was a designed as a consultancy activity rather than a research
study, the researchers were not involved in the construction of the
questionnaire or in the research design. Although this scenario had somewhat
unfavorable implications for the continued use of the data, the researchers felt
the study offered them unique access to the high profile executives
interviewed. Previously, the researchers had been unsuccessful in obtaining
access to these executives. Therefore, in co-branding the consulting study, the
researchers could acquire otherwise unattainable data.

The consulting firm selected 27 organizations in Sweden. The researchers
contacted these organizations to arrange on-site interviews. (See below: one

interview was excluded from the analysis).

Figure 47 presents the basic demographics of the organizations.
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The interviews lasted between one and two hours. Each respondent answered
the 40 questions designed by the consultants.24 Their responses were then
packaged into a standardized form and sent to the consulting firm. A
comparison was then made between the responses from these respondents’
organizations and those of the industry as a whole.

One of the 27 organizations interviewed was excluded from the analysis. This
organization was disposed to answer the questions but did not wish to disclose
information to the consulting firm. Of the remaining 26 interviews, 18 were
recorded and later transcribed. Owing to chance and lack of uniformity in
procedures, only 18 of the 26 interviews were recorded. The consulting firm
did not have direct access to the interviews.

All interviews were conducted in Swedish. The researchers translated the
interviews into English. These 18 recorded and translated interviews provide
the empirical data for Study II. Sector identification rather than names of
organizations and respondents are used in this research. The classification of
sectors is from MSCI Barra (www.mscibarra.com), an organization in the
financial sector that specializes in creating classification schemes and indices.
Figure 48 presents the demographics of the organizations.

24 The interviews were conducted in Swedish although the questionnaire was in
English.
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In Step 2, I read and re-read the 18 transcribed interviews, taking inspiration
from discourse analysis (Potter and Wetherell, 1998; Wood and Kroger, 2000).
My goal was to acquire a full understanding of the content before proceeding
to the analysis. This reading and re-reading of the interviews was an iterative
process recurring throughout Study I1.

The identification and validation of the ten norms in Study I determined the
focus of Study II. Therefore, I selected the ten questions (from the total of 40
questions) that matched the ten norms I had identified. These ten questions
are the basis for my analysis of strategies of legitimization.

In Step 3, 1 selected a model for categorization using Austin’s (1962) distinction
between excuse and justification. By approaching the responses as instances of
“legitimating accounts”, I searched for accounts that fit those two categories.

If the response was a direct presentation of quantitative grading (a response
alternative without explanation), 1 categorized the response as solely
quantitative and hence omitted it from further analysis. If the respondent
explained her choice of response alternative, I then analyzed the response
according to its explanation type - as either excuse or justification.

[ categorized a response in which the respondent’s explanation oriented
towards the actions of the organization as an excuse. In such responses, the
respondent explained non-compliance with the norm as the result of
organizational contingencies. In short, the respondent focused on
organizational action rather than on the norm.

If the respondent offered an explanation oriented towards the norm, I
categorized the response as a justification. In such responses, the respondent
problematized the norm and the question instead of focusing on the
organization’s non-compliance with the norm.

Figure 49 is a flow chart that depicts the categorization model.
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In Step 4, 1 analyzed responses to the ten norms individually. Using the
categorization model, I categorized the 18 interview responses by norm into
excuses or justifications. I then re-read these interview responses, looking for
patterns in, and sub-strategies of, the legitimizing strategies of excuse and
justification.

Results

This section presents the results of the analysis of the ten norms. The norms are
analyzed individually based on Austin’s (1962) differentiation between excuse
and justification. Sub-strategies are identified in the data. After the ten analyses,
I present a synthesis of the results.

Table 20 lists the norms identified /validated in Study I and used in Study II.

# Norm
1 IT investments should be linked to Business.

2 Top Management should regard IT as a strategic asset.

3 Top Management should be responsible for realizing value of IT.
4 The IT agenda should be established top-down.

5  The decision process for IT investments should be formalized.

6  Performance management should be formalized with a focus on business value
driven by IT.

135



7 There should be a focus on the value added of IT in performance management.
8  Resources should be utilized on an enterprise-wide basis.
9  There should be corporate insight into the benefits of IT.

10  Costs should be allocated with business unit autonomy.

Norm 1: IT Investments should be linked to Business

Excuses

The excuses in the responses consist of expressions of momentum and of
elaborations where the respondent clearly indicates that the organizational
level of maturity is a little bit higher than the selected answer. A response from
the Utility Sector is representative:

The easy answer is yearly, but it is really even better if you are allowed to
elaborate on the answer.

In this response, the respondent signals that she has a clear level of maturity in
correspondence with the question. At the same time, the respondent says a
further elaboration would show that both the level of norm compliance and the
level of maturity of the organization are still higher.

This response may be interpreted as a justification since the respondent
signals that the response alternatives (and thus the scale of norm compliance)
do not correspond. Despite this possible interpretation, I classify this account
as an excuse because the respondent excuses the organization’s lack of
complete norm compliance by showing that the level of norm compliance is
greater than that of the selected response alternative.

The same respondent from the Utility Sector then explains how the
organizational process is configured:

Then this is followed over the year, but to say that it is on a continuous
basis would be to exaggerate, right? I wish it were, but it is here, and a
little bit better, and on the way up, you could say...

In wishing that the level of maturity were greater, the respondent
acknowledges the norm and the organization’s non-compliance.
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Another excuse is the respondent’s explanation of the intent and direction of
the organization rather than of the actual situation. In the following statement,
a respondent from the Financial Sector comments on the momentum of the
organization:

...we work towards portfolio thinking, but...

This comment is followed by an explanation of why the organization does not
comply with the norm:

We have a very decentralized organization that is reflected in the IT
organization, not that the IT organization itself is decentralized to any
great extent... The product ownership governs the use of IT, whereby it
becomes a little more difficult to control.

In this account, the respondent explains that the decentralized organizational
structure is partially responsible for the lack of complete norm compliance.
The respondent’s excuse is that the governance structure inherent in the
organizational structure related to IT limits the level of maturity. Therefore,
the organization does not fully comply with the norm.

A respondent from the Healthcare Sector also attributes non-compliance to the
momentum of the organization:

Yes. [the respondent laughs] It would have been beautiful if everything
were in symbiosis! But... you could say that we have come a long way...

This respondent indicates that there might be a problem with the norm. Such a
response might be classified as a justification. However, the respondent then
points to the direction of the organization and its impressive progress. In a
clarification, the respondent states:

And the process is now beginning to be in demand, even in
product/business development is in the earlier phases, but we are not...
We are on a discussion level here; we have not implemented it yet...

In this account, the respondent describes current activity at the organization,
but then decides that this activity is really just on a discussion level. The
respondent concludes:

So we have come a long way actually. So much has happened in a year. A
year ago we were almost ad hoc. There has been a dramatic change for
the better.

This comment is an example of an excuse where the respondent describes both

the momentum and the progress made and at the same time clearly states that
the increase in norm compliance is something positive.
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Another example of an excuse is when the respondent begins by describing the
“natural state” of the organization. In a matter-of-fact tone the respondent at
first signals that norm compliance is a natural thing. Then the respondent
continues with an explanation of how the organization fails to live up to these
standards.

A respondent in the Public Sector makes such an excuse:

What cannot be traced to the IT strategy should not be invested in. Is this
followed? Now, I can’t say that it is, but this is our goal. This is the way it
has to be. If you can’t trace the benefits and the need, in this loop of
authorization, if these benefits cannot be described...

In a similar example, also from a respondent in the Public Sector, the
respondent begins by stating that the investments in IT are always demand-
driven.

With the flow and amount of customer transactions and customer
contacts that we have, we have to have a high level of IT. It is not a goal in
itself. It is entirely driven by demand. It is demand-driven.

After a long description of how such IT investments are structured at the
organization, the respondent then concludes with a radical turn in perception:

As our task is not to sell sausages on the square, we do not have to develop
the world’s best cash machine. There is really no requirement that IT
investments be linked to business. No, I will be honest.

This statement may seem rather strange since in the first sentence the
respondent is very clear in stating that the organization follows the norm. Thus
the second sentence is an excuse where the respondent, after first claiming full
norm compliance, later retracts that claim and gives an entirely different
answer.

Justifications

The justifications in the accounts appear largely in discussions and in the
tendency to reframe questions rather to answer them directly. One example
comes from a respondent in the Public Sector:

Yes, that is a pretty hard question to answer, I think. The question is: Are
they communication vessels?
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The respondent concludes later that they (the business needs and the IT
investments) are communication vessels, but only after giving a brief example
from the organization:

If I were sitting here together with the Chief, we would agree that they
are linked. If you ask the county chiefs then you will probably get a
different answer. Many county chiefs have a background in Law, and they
have, for natural reasons, a little bit of a different perspective.

In the revelation that executive levels of insight vary among the counties, the
respondent problematizes the question and avoids a direct answer. The norm
is justified by the incongruence in the respondent’s own organization.

Another example comes from a respondent in the Consumer Discretionary
Sector:

Yes, I would like to call it ‘continuous’. On the way towards symbiosis,
but... In these parts of the investments, in these companies one says
symbiosis, while in these companies and among their staff this is not the
case. Therefore you could say that it is the same way.

Another type of justification appears in the next comment by a respondent in
the Consumer Staples Sector. This respondent directs the response to the
question by showing which frameworks are applied and why they are applied.
The respondent explains that one reason for applying these frameworks is to
satisfy a particular group of stakeholders:

There are defined as SOX or COBIT. The framework that you most often
use to become SOX- compliant pretty well specifies how an IT strategy
process could be configured. And we have really just implemented... There
are good and bad ways to conduct this. If this is a way to make these guys
more satisfied, then why not?

Yet another type of justification appears in the next comment by a respondent
in the Telecommunications Sector:

I reacted more to that word regarding strategic investments. In some
cases that means you do things without knowing whether or not they will
be balanced, right?

This respondent focuses on one concept in the question, problematizing and
criticizing it. The respondent then explains how the organization tries to stay
on top of this process in order to follow the norm:

And 1 mean that these are connected. | mean if we are to improve a

process in customer service or delivery by automating a part of the
business, they must specify how they wish to change the process. I won’t do
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that. They are the ones who will have to live with it. But I build it in IT and
then it costs money. IT is a cost. Then maybe I can remove systems so that |
get a plus side, but foremost I get a lower cost in the process. Then
Business needs to raise its hand and say: ‘I am ready to cut ten guys’.
There is a business manager who will sign off on this. And that will be
implemented afterward. Otherwise you can'’t see... and then this becomes
very tight, hmm?

This respondent indicates that the organization has a high level of maturity
without actually subscribing to the alternatives offered by the question.
Instead, the respondent interprets the question (after first problematizing it)
and then gives an example from operations in the organization.

Norm 2: _Top Management should regard IT as a strategic asset

Excuses

The excuses in the accounts are either a re-focusing of the question or a further
interpretation of the norm itself.

One example is the response that regards the business tendencies of the CEO
as representative of Top Management. A respondent in the Healthcare Sector
comments:

Well... I would like to say that... not so much the board, not that many IT

projects reach this far up to them. But the CEO, our new CEO, is conscious
of this, absolutely. [The respondent names the CEO] comes from sales in
the US. He comes from the market side, and there the efficiency of field
operatives is to a large extent IT.

This excuse also appears in a comment by a respondent in the Public Sector:

Well, we are in such a lucky position because our new CEO is interested in
these issues.

In this case, the overall response is highly positive, and yet the level of maturity
expressed by the response does not really match the level of norm conformity.
Instead of focusing on the large organization and the entire group of Top
Managers, the respondent excuses the organization’s shortcomings by
equating Top Management with the CEO. This is an excuse for norm
divergence.

One respondent in the Consumer Discretionary Sector summarizes this line of
thought:
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I would say that if you really take this at a corporate level and let [the
respondent names the CEO] be the symbol here, then it is high, but there
are different executives, HR Executives, etc. who do not share this, so to
speak, high regard for IT.

In other organizations, the respondents were more frank concerning the
difference in maturity between the different levels of Top Management. A
respondent in the Consumer Staples Sector comments:

Well, the CEO of this company sponsors it and views it as strategically
important. Whilst Top Management, on the other hand, is more passive, if
you are allowed to say this, hmm?

This respondent highlights the differences in the perception of IT in the
organization by differentiating between the CEO and Top Management. In
making this differentiation, the respondent interprets the question in a
different way than the other respondents quoted here. This respondent
exposes rather than hides the lack of insight by Top Management.

Another excuse appears in a number of responses that differentiate between
areas of organizational operations. This is the excuse where the respondent
explains the norm divergence as the result of organizational contingencies or
differences in perceptions in various functional areas of the organization.

A respondent in the Utility Sector makes this type of excuse:

So generally I would choose an option from the lower half, if you look at
the maturity level. Then there is the entire distance between the end
points.

After explaining the differences in the business areas of the organization, the
respondent says it is difficult to give an answer that applies to the entire
organization, given the organizational contingencies.

The excuse by the respondent in the Consumer Staples Sector is similar:

It varies a lot. I would say that if you take our production, then it is
probably automation of processes, but maybe also for the retailers. But
also for the business managers who are responsible for selling a certain
number of rigs in Europe. There are executives in these divisions.

Justifications

The justifications mainly focus on the differentiation between IT as related to
cost reduction (rationalization) and revenue growth (business impact). In
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most cases, respondents see IT as a way to promote rationalization with less
status; thus their organizations are in direct conflict with the norm. For
example, a respondent in the Financial Sector describes the CIO who uses the
project management portfolio system to show the distribution between
rationalization and business development projects:

We are not that much into rationalization projects, but we do more
business development. Sure, we do the other type as well, but that is hard
to fit into our plan for projects driven purely by cost efficiency ... If we say
the following... [respondent shows the project management portfolio
system]... Sixteen of one hundred projects. That is pretty much related to
the total amount of money as well... No, it is less - it is 10%.

This respondent states that a strong focus is on business development. In this
case, the justification for not being totally norm compliant is that the number
of projects where “IT as a strategic asset” response is in the minority.

This response also highlights the difficulties that respondents have in
commenting on whether their organizations follow the norm, given the
existence of a diversified project portfolio with different foci on efficiency and
revenue growth. For example, a respondent in the Financial Sector comments:

It is bloody difficult because it is necessary to reduce spending in the
business by making processes more efficient, but it is also critical to drive
revenue growth...

The respondents say both such projects fall under the heading of IT. Yet, at the
same time, they understand how this interferes with the overall perception of
IT as a strategic asset at their organizations. There is a potential conflict
between the respondents’ efforts to meet norms and the organizations’
demands for cost reduction and rationalization that prioritize such
investments. Another respondent in the Financial Sector comments:

A hell of a lot is about rationalizing processes, but it is also 50% about
creating new business.

There are justifications where the difference between what is said and the
alternative selected is apparent. A respondent in the Consumer Discretionary
Sector states:

Well, [the respondent names the company] acts on the market as a
selling channel with its own distributor, call center and such, but the
system support for the agents is also an essential part...

After a lengthy and detailed technical analysis of the intricate and delicate
operations of IT in the overall business, this respondent concludes:

142



...therefore, you could say that it is critical to drive revenue growth in this
context.

This respondent justifies the norm divergence by using technical jargon,
stating all the difficulties involved and making the current position of the
organization seem the natural position. In this way, the respondent actually
avoids answering the question regarding Top Management’s perception of IT.

Norm 3: Top Management should be responsible for realizing the
value of IT

Excuses

The excuses are mainly accounts of how the practical activities surrounding
the responsibility for the added value of IT are organized. The allocation of
responsibility following decentralization logic is central to these accounts. A
respondent in the Healthcare Sector explains:

...the business area managers are responsible for realizing the value of an
activity. You go in and change that person’s budget. That person may have
said ‘Yes, by this initiative I can lower my costs for 2006 by 10%’. Take
personnel costs, for instance. Yes, then Internal Control takes control of
the budget and cuts costs by 10% so that the business area manager has a
different number to be measured against. Then she will be responsible for
realizing the value of IT.

Several other respondents agree that this type of allocation of responsibility
exists after an analysis of the investments’ benefits on future years’ budget. A
respondent in the Utility Sector comments:

But I would stress that the business managers are responsible for
realizing the value of a certain investment. So typically we do it like this,
particularly when it is a little larger investment If we change the system
for customers, that is a substantial investment, and then the sponsors are
the people responsible. Really the business unit managers are responsible
for the different businesses because they own the business case that is
being calculated. They take this calculation to their organizations and the
business manager signs off on it.

This respondent differentiates between minor and major investments, making
the excuse less general by the inclusion of details.
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However, several respondents quickly add that the most responsibility lies
with the CIO and the CTO, as the following comment from a respondent in the
Consumer Discretionary Sector shows:

IT Management is responsible for the cost element of IT - that the
projects are on time and on budget and that the maintenance costs and
quality costs are according to plan, the project budgets, other budgets and
such. That is their responsibility is. It is their headache.

This respondent differentiates between responsibilities for the projects and
the benefits the projects produce. Following this account, the respondent
identifies the business area managers as most responsible for the realization of
the benefits.

Other respondents more directly take responsibility themselves although they
also differentiate between operational and final responsibility. Another
respondent in the Consumer Discretionary Sector says:

In general, I have the responsibility. The responsibility may also depend
on the individual projects, the program, or the particular project
managers. But on a general level, I have the responsibility.

A respondent in the Public Sector explains:

In rare cases it is my responsibility. If no one else can be pointed to, then it
is mine. Message in a bottle - come to me! You can’t always have a direct
relationship and a direct match.

Justifications

Some respondents’ justifications were problematizations of the question. An
example is the comment by a respondent in the Telecommunications Sector:

Yes, the added value of IT is that it is partially the products and partially
the processes.

By dividing the concept of added value of IT between products and processes,
the respondent illustrates the need to be more concise in commenting on the
norm. In this instance, the norm is not applicable because of the varying
structures in the different elements of products and processes.

Another comment, from a respondent in the Financial Sector, relates to the
differentiation between the project and its results:

I do have the strategic responsibility for it. And I see to it that we get the
most ‘bang for the buck’. At the same time, each business area manager
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has this responsibility because he is monitored on the projects so that he
delivers the business results he should, hmm?

This respondent shows that the concept of responsibility should be
differentiated between the projects and the portfolio. By drawing a line
between responsibility for the projects and responsibility for the portfolio, the
respondent justifies the organization’s non-compliance with the norm. The
respondent takes responsibility for the overall strategic business value of the
investments and assigns the responsibility for the operations business value to
the business area manager.

This type of justification is in other accounts where the respondents describe
themselves as suppliers, simply delivering what they are asked to deliver. One
example is from a respondent in the Consumer Discretionary Sector:

..If you demand that we deliver the wrong things, then the risk is great
that you will also receive the wrong things...

This respondent appears torn between the role of internal supplier of IT
competence and projects and the role of the proactive executive with shared
responsibility for the project results.

In some cases, the issue of responsibility is very clear. For example, a
respondent in the Consumer Discretionary Sector comments:

I would say that they [the respondent refers to company Top
Management] are the ones who should have control over how much
money we spend and how much money we can afford to spend. They are
the ones with responsibility for this. Then you could discuss different forms
of responsibility.

This direct avoidance of responsibility where the respondent rejects the norm
in the question and states what the norm should be appears in one account
only.

Another justification is the reversal of the question where the respondent asks
the interviewer for help with the justification. An example is the response
offered by a respondent in the Production Sector:

That is the process, right? That is probably the one that fits the best,
right? Business, and in that manner the process owners, right?

Such a question to a question indicates that the respondent, wishing to avoid
taking responsibility for a response, makes no direct response.
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Norm 4: The IT agenda should be established top-down

Excuses

The excuses indicate clearly that respondents believe the current structure and
the current choices in the IT Agenda (or its equivalent) are satisfactory. Hence,
the responses are detailed accounts of what actually is being done. However,
generally the result is that the respondents avoid answering the question. Such
is the case when the respondent in the Healthcare sector replies:

Yes, we have... well, it is not ad hoc IT executives. We meet and discuss
and prioritize this, and we do this five times a year. Four times a year
there is an IS Community that signs off on the Global prioritizing where
the executive members on the board of directors, except the CEO, are
present,

The respondent gives this answer, falls silent and then asks to move to the next
question. The respondent has given a detailed account how the IT agenda is set
without actually answering the question.

A respondent in the Public Sector uses another excuse:

There is a business plan - that is the same thing. I understand what you
are talking about. We have an IS IT plan, an embryo, but it will be further
developed and will govern the IS IT organization on a yearly basis, an
annual plan, or a staff plan.

Here, the respondent intends to move to a higher level of norm compliance by
directly equating the IT Agenda with the business plan. The respondent also
indicates an understanding of the question. This is followed by a reference to
the IS IT Plan in its current embryonic stage, as yet under development.

Another example comes from a respondent who is also in the Public Sector:

This is at least what we strive for, but I would say that if you wanted a
snapshot then it would not be accurate, but almost, in the Fall,

In this case, the respondent initially responds by signaling a high level of
maturity, only to back away from this position later in the response. The
respondent concludes that this level of norm compliance will be achieved in
the Fall.

A respondent in the Consumer Discretionary Sector makes this same
retraction by admitting to deviations from norm compliance.
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I really feel that the last one is most accurate. Maybe not in every, but...
We really have a good structure for IT together with the IT managers of
the different countries and so on, so that... I think so.

Justifications

The justifications in the accounts reveal that the majority of respondents
disagree with the concept of an “IT Agenda”. Many respondents doubt the
existence of such a concept in their organizations. In their responses, they tend
to interpret the concept for themselves. This is a justification since the
respondents make individual interpretations of the norm. A respondent’s reply
in the Consumer Staples Sector typifies this type of justification:

I have a problem with this one. Because we don’t have what many
companies call an IT agenda. If you read Gartner reports and things like
that, there is a phenomenon called the IT Agenda, but we do not have
one... No, we don’t work like that at all... it is not like we sit down and
decide that this year or this quarter we will have an extra focus on
security. Yes, I don’t know if this is a good or bad way to do things, but we
are not suffering. We have never missed it, I dare say.

In this response, the respondent signals an understanding of the basic concept
of IT agenda and shows familiarity with the vernacular of the professional
analysts (in this case, the Gartner Group). At the same time, the respondent
refutes the IT agenda as a general best practice and states that the organization
does not have one. The respondent justifies the organization’s non-compliance
with the norm by concluding that the organization has not suffered as a result.
Nevertheless, the respondent shows some deference to the norm in the
response.

Another justification in the accounts is the equating of an IT Agenda with a
project portfolio that is used to control the current set of initiatives. A
respondent in the Public Sector makes this comparison:

Yes, we have this, but not specifically for IT. In other words, we have a
total project portfolio that we prioritize within the boundaries of a total
project portfolio.

The Public Sector respondent then discusses another strong norm in IT
Governance - the relationship between IT and Business.

But that is also an important part of the way of thinking - IT can’t be on a
track of its own, existing on the side of Business.
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This respondent indicates that an IT Agenda can never exist without clear and
causal relationships with the business agenda. The respondent problematizes
this question by implying that IT in some cases exceeds its scope:

Or, in some cases, IT drives development. So sometimes development and
change drive Business and sometimes are driven by it. But it is still bloody
important, 1 feel, that you see it as an integrated element.

In this justification, where the existence of a separate IT Agenda is
problematized, the respondent generally avoids answering the question.

Another justification is in the following account where a respondent in the
Financial Sector makes a free interpretation of the IT Agenda, thus simplifying
the response:

Well, of course, we prioritize about what to do, but well... Yes, OK, then |
guess you could say that we have an IT agenda. It is bottom-up. You have a
gross list that is then top-down prioritized.

Several respondents express their difficulty in answering the question. An
example is the answer by a respondent in the Telecommunications Sector:

I would say that the IT Agenda is pushed forward to a large extent. There
is no good answer to this... Bottom up... There is no good alternative here.

This Telecommunications Sector respondent then explains the current
situation by elaborating on this comment:

It is not only bottom up, is it? It is not like IT executives meet ad hoc. It is
not only IT executives who meet. We have a system where IT meets with its
counterparts. Then the IT Governance works systematically with the
business owners, from the outside. From that result, demands and
possible solution proposals continually evolve...

This respondent emphasizes that the IT Agenda is set in the balance between
IT and the business owners. At the same time, the respondent stresses the
potentially proactive role of IT Governance, with its constant search for
solutions to business demands.

This Telecommunications Sector respondent then describes the political
dimension in establishing the IT Agenda by focusing on the struggle for
attention by particular functional solutions:

And then there is always, of course, a certain waging of war where the

finance director thinks that we should spend more on the financial
system...
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Norm 5: The decision process for IT investments should be
formalized

Excuses

There are several excuses in the accounts related to this norm. One excuse is
the delimitation of responsibility and scope in the respondents’ answers. An
example is in the comments by a respondent in the Public Sector:

I only see to it that our framework functions well. The business manager
provides the contents of the applications and finances them. And we, of
course, support them with the IS IT competence that is needed, but the
design and requirements, that is their responsibility. This is something
that the IT dimension can’t take responsibility for. Instead, the business
areas are responsible for clarifying and communicating their needs,
wishes, and subsequent requirements.

In this case, the respondent is clear that the IT responsibility ends with the
framework. The respondent declines to take any responsibility for
performance-related outcomes.

A second excuse is the call for clarity on the high level of structure in the
current investment process. At the same time, doubts are expressed about
whether this structure is actually a tool. A respondent in the Consumer Staples
Sector makes this excuse:

No, that is very tightly controlled - today, that is. Not so formal
(respondent refers to the use of IT support) - what do you call it? ...
There are, of course, notes-based tools, but that is more documentation
than anything else, so to speak.

Several other accounts reveal the same perception of how well structured the
investment process really is. Another respondent in the Consumer Staples
Sector says:

Yes, there are, for instance, models for business cases and there are
agendas for how the review process is to be run.

In a sense, this is a typical response to the question for this norm. The
respondent signals a high level of maturity and norm conformity but also
reverts to the last response alternative.

Only one respondent clearly states that the organization actually fulfills the
norm completely by using a tool-based approach to IT related investments. In
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this account, this is a direct response to the question, but the respondent does
not explain how or why this approach works.

A third excuse comes from a respondent in the Telecommunications Sector. In
this account, the respondent begins by signaling that the organization is on the
highest level of maturity but then is reluctant to say whether the process in
place is considered “Tool- supported”.

Well, we have a tool... Or a “tool” is maybe an overstatement... But we
have, we have agreed upon a development model and that development
model requires that we define... certain people can activate a pre-study,
right? Within restricted cost limits... Then you go to a DP1, and you are to
begin changes. Then you have an embryo for a business case, and you say,
‘OK, we will do the entire investigation and we will start discussing with
vendors, and we have short lists to acquire and conduct the entire project’.
Then you have a DP2 and, according to the model, you must have done a
number of things that must be documented and you must see the entire
business case. Then you link it in there - that is plus and minus and
payback and the whole shebang, right?

By retracting full norm compliance and instead of offering a detailed account of
how structured the process is, the respondent offers an excuse as to why the
organization is not in compliance with the norm.

This same respondent in the Telecommunications Sector provides another
example of this excuse by adding the ingredient of momentum and a show of
progress:

We are working with implementing a portfolio model...that is something
that we have not completely implemented, but we are working in that
direction - to implement such a model. It is rather complex and takes time,
but it is decently on the way and... there is a clear structure in this 7Q
dialogue, isn’t there?

This is another example of how the respondent excuses the level of maturity by
stating the work is progressing and the organization is moving toward full
norm compliance. For the same type excuse, I also found examples of
organizations that do not really follow the norm at present. This is the
situation that respondent in the Consumer Staples Sector describes in
expressing reservations about how mature the organization really is:

I would almost say that we run ad-hoc processes. Of course, it varies.
There are some areas that are well defined in the enterprise and some
areas that are well defined at the corporate level, but I don’t think that we
have a clear domain.
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This respondent adds details that describe how diversified the practice at the
organization is and how some areas have the right to override the investments
process if they have just cause.

Justifications

In the justifications responses, a common approach is a problematization of IT.
An example is by a respondent in the Public Sector:

Well, IT becomes a very all-grasping perspective in this context. Since I feel
this is IT [the respondent points to a cell phone]. That doesn’t really
narrow it down.

By including telecommunications and telecommunication devices in the
concept of IT, the respondent signals that the question is difficult to answer.
The respondent continues by differentiating between IT operations as
infrastructure, maintenance, and development.

..infrastructure and maintenance is more governed by IS, while
development is more governed by a buyer-perspective, a system owner
perspective. Then, of course, you always have a little garbage business on
the side...

This differentiation is common in IS. By stating there are different structural
levels for the different areas, the respondent justifies non-compliance by the
norm’s inapplicability to the organization as a whole.

Other respondents use justification more directly by stating that they do not
know what “tool supported” is, and they have no intention of going into details.
A respondent in the Public Sector offers this justification:

Yes, it is probably this one in the middle. Exactly, because what
separates... Tool supported, I don’t know what that is... No, I would claim
that we are in the middle.

A respondent in the Healthcare Sector offers the same justification:

“Yes, it is one of these two [the respondent reads the choices]. I do not
know the difference. Take the one in the middle.

A respondent in the Consumer Discretionary Sector expresses the same
confusion about defining the tool-supported decision process, but gives more
detail in justifying the norm compliance by the organization:

We have a tool, then, we have... Well, I don’t know if that is what is
referred to as a tool, but we have a business case we use. And then we have
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a PowerPoint guideline that we use as a standard tool for how to calculate
the business case and how to present it. All business cases look like they
are constructed following the same system.

This response may seem odd because the respondent, after expressing sincere
doubts about the nature of the tool, moves towards full norm compliance. After
some hesitation, the respondent chooses norm compliance since at least one
outcome of the investment process seems to relate to a tool-supported IT
decision process.

Another justification is in the situation where the respondent expresses norm
compliance and then problematizes this choice. In some responses the role of
the CIO is a warrant for structure. An example comes from a respondent in the
Financial Sector:

It is enterprise-wide tool.... If you imply not a typical tool but defined
processes, then, yes. There are defined processes. My colleagues think that
I am a huge bore because I haven’t implemented Blackberrys. But then |
say, wait a minute... I don’t decide - you do the prioritizing.

This same respondent explains further why structure is necessary. The
detrimental effect of such structuring on the respondent’s popularity at the
organization is also noted.

In the department - 'Eat your own dog food’ - this is how we do it. We
don’t make up a lot of new ways of doing this that require resources. We
stick to what we jointly decide in the decision forums. That is how we do it.
You are not always the most popular guy, I could add.

This respondent comments on the absurdity in NOT following the norm and
the implications for board-level decision-making.

I said this the other day - when we got new directors of HR and Strategy.
They had driven this Blackberry issue, and then I said in a friendly way:
‘Dear colleagues, we have now discussed 500.000 SEK issues at two
separate meetings of the Corporate Board. We only have half a billion in
our budget. Now we have to stop this.” And so we have stopped the
discussions.

This is a justification in which the respondent first explains how structured the

process is and then later claims responsibility for the only real warrant for the
process.
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Norm 6: Performance management should be formalized with a
focus on business value driven by IT

Excuses

In several excuses focused on the use of alternative measures for performance
measurement, the respondents detail the extent of their organizations’
performance measurements. In these responses, the respondents avoid the
question and show that the performance measurements of the organization
are highly formalized. But the respondents do not use the techniques in the
response alternatives.

The highest level of maturity for the norm is implementation of IT Balanced
Scorecards (or similar techniques). However, the respondents avoid answering
the question by offering alternative techniques. The comments by a
respondent in the Public Sector reflect such an excuse:

We do these compass measurements... We don’t do it annually, but at
least at even intervals. Then we have the possibility to see how we have
changed our IT costs in relation to what we deliver, and how the IT costs,
in a broader perspective, stand in relation to the total costs in each
regional unit... In that way, we have a sort of measurement system,

In these comments, the respondent points out that a benchmark technique is
used. Although this technique is not performed annually, they do focus on the
cost aspect of IT. The respondent may also imply that this technique could be
regarded as a measurement system, suggesting some hesitation as to whether
this is actually the case.

A respondent in the Financial Sector displays this same hesitation:

We do not account for this in any other way than at the project level, you
could say. Of course, not according to any model...

Here the respondent is doubtful whether the organization’s approach can be
attributed to any model. By focusing more on the projects themselves as
objects of performance, the respondent argues for some norm compliance, as
the following comment reveals:

Well, if you break it down and say that it means following up on the
projects and their results, then that is applicable.

In another example from a respondent in the Financial Sector, the respondent
offers a very detailed account of an alternative approach to performance
measurement.
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Yes, performance management. We have a...we have... We have a lot of
statistics. The IT Board monitors and follows up on projects and
maintenance statistics on a monthly basis - actually, three times a month.

By interpreting the question of performance measurement as the use of
statistics for advanced business intelligence analysis, the respondent avoids
relating the response to the alternatives in the question. The respondent
continues:

Then we also have something called the ‘Quarterly CIO reviews’ where |
sit together with some of my colleagues on the IT Board and report
according to a performance management scorecard- that is rather
encompassing - to my SAS director and to some of his bloodhounds. I am
joking, of course. They have read all these papers and have a thousand
questions.

This respondent directly relates the response to the question by using the
word “scorecard” but does not use the term “Balanced Scorecard”. The
respondent continues with an interesting account of the translation of IT
specific performance measurements and reporting, using language more
consistent with typical corporate language:

Behind this, there are an awful lot of slides with information about what
we are currently covering. I condense and simplify this information and
then report it to the corporate board on a quarterly basis. Then I have
transformed the information into something that regular people can
understand.

Other respondents also mention such translations as shown in the
Justifications Section for this norm.

One respondent in the Consumer Discretionary Sector uses a direct excuse that
shows more openness.

Really, if we are to be honest... No... It is time, budget, fulfilled benefits of
the projects according to business case - that is really what it is about; it is
not a Balanced Scorecard.

A respondent in the Telecommunications Sector gives an equally direct reply:

We are not on one of these systematic balanced scorecard levels... we are
not. On the other hand, we do follow up. Yes, we reach our cost targets and
we deliver projects on time ...

As in the other excuses, when the response choices do not provide alternative
approaches to performance measurement, the respondent offers an alternative
response.
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Another excuse arises in the situation where the respondents show a strong
personal interest in, and respect for, Balanced Scorecards. In this excuse, the
respondent first asserts full norm compliance and then expresses displeasure
with the organization for not having the same level of compliance. Comments
by a respondent in the Consumer Staples Sector exemplify this excuse:

No, we don’t have it (the respondent refers to the Balanced Scorecard). /
miss it, but I should be able to influence its adoption. But this is really a
slow process.

In this account, the respondent expresses almost a sense of grief because the
organization has not yet adopted the Balanced Scorecard. After explaining the
level of maturity of the organization, the respondent then comments on the
possibilities for implementing Balanced Scorecards.

We probably have the ability to get this done with the Balanced
Scorecard, I would say, but we have not yet come all the way.

A respondent, also from the Consumer Staples Sector, emphasizes the
momentum aspects a little bit more:

...we will try to implement the Balanced Scorecard, but we are not there
yet, right? Unfortunately. We have some Balanced Scorecards, scattered
about, at different administrative levels, you could say. But some are not
there, in any case.

Justifications

Many justifications for this norm reveal reservations about the language of
question itself and the techniques of the response alternatives. The following
statement by a respondent in the Consumer Staples Sector is typical of such
justifications:

I can’t find an alternative here that I... Well, how does it work for us? Yes,

first and foremost each and every - if we are talking about development
activities - aspect of maintenance and development is followed up for
each activity. Purely economically then, from an IT perspective, we focus
on cost, on time, on quality.

This respondent is unable to find an alternative that fits the organization’s
level of norm compliance. After a short pause, the respondent refocuses the
question on the practicalities in a particular area of expertise, IT Operations.
The respondent continues by indicating a low level of norm compliance.
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The respondent also exhibits some doubts about the validity of the norm of
Balanced Scorecards that are specifically designed from an IT perspective:

We do not look at the scorecards from an IT perspective, which I really
can’t understand. The scorecards are designed from a business
perspective...

One interpretation may be that the conflict between Business and IT, worsened
by a norm that states IT should be a dependent continuation of Business (and
not an independent entity) is a way for the respondents to justify their own
situations. Balanced Scorecards that are NOT related to Business would
conflict with other norms that the respondents think have a higher degree of
validity. Such an interpretation suggests the need to analyze the interplay
among norms rather than to decompose the norm system into a set of separate
norms.

A respondent in the Financial Sector expresses a similar idea:

Then it is well on the way, so to speak. We use what we call scorecards...
both at the business and at the internal levels... even if they continue to
come In new versions.

The respondent indicates there is an effort to reach higher levels of maturity
than the organization currently has. At the same time, the respondent states
that their scorecards are not Balanced Scorecards. The respondent clarifies
this statement:

Well, we have a model that was produced after a Norwegian model,
Malekort... Then you decompose the business into a number of measurable
points. Based on our data warehouse strategy, we gather the data and
analyze in minute detail...

A respondent in the Public Sector, whose organization uses Balanced
Scorecards, expresses a very positive opinion of IT Balanced Scorecards for use
in performance management:

No, we use the Balanced Scorecard in [the respondent names the
organization], but perhaps not in way that is portrayed here. Now I have
to read this [the respondent reads the alternatives]... No, it is the third
alternative. Even though I do not like the answer. [ wish that we used the
IT Balanced Scorecard, because we lead [the respondent names the
organization] with the Balanced Scorecard right now: But if you have the
highest level, then it is easy to break it down. You should talk to farmers in
the language of farmers.
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This respondent refers to the practice of translating IT-specific performance
measures into the language of the rest of the organization (i.e., the board and
senior management). The respondent clarifies this idea:

Right now you have to translate our gibberish so that it is understandable
at the reporting level. You can’t go there and talk using terms they do not
understand, no. So, even though we use IT terminology in our work, we
have to transform and translate it. Otherwise, we won'’t be understood and
will achieve nothing. We can live with that. It would be arrogant to think
that IT language should dominate our corporate language.

The respondent downplays the importance of IT language by describing it as
“gibberish” that has to be translated for use at reporting levels. The respondent
recognizes that this important terminology in the IT internal operations may
have a counter-productive effect as far as full norm compliance. Hence, the
respondent justifies the low level of norm compliance in this particular
situation.

A respondent in the Public Sector takes a different approach to justifying non-
compliance with the norm:

Yes, no, I would not say that, but there is an effort to measure more. We
must identify what is of value... We are not measurement fascists, but we
do measure such things that we think are useful to us.

In this example, the respondent signals for the need to consider which
measures are relevant. Hence, the full level of norm compliance should be
related to particular organizational contingencies, such as the relevant
measures. Nevertheless, the respondent then shows a clear intent to move
towards norm compliance:

Yes, I intend to use something similar to the Balanced Scorecard in my
area, but that is more to measure the internal efficiency, not that of [the
respondent names the organization].

Norm 7: There should be a focus on the value added of IT in
performance management

In general, the respondents support the scale of maturity in the response
alternatives. None of the respondents offers an account that questions the need
to strive for the last alternative. A comment by a respondent in the Financial
Sector is representative of this conclusion:

You could tick off all the alternatives, and the most important is, of
course, the last one.
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Excuses

One excuse is the legitimizing strategy of simplifying the question and thereby
claiming full norm compliance. This strategy, however, is only used after
gaining approval from the interviewer. An example comes from the comments
by a respondent in the Public Sector:

This is with the budget scope... you have to stay within budget, of course...
you could really say the fifth alternative, but that is not really it... because
we really work for it ... yes, you could almost say five, because we try to
decrease our IT spending but still try to get more from it, right?

The respondent equates the work and intent of the organization with the
fulfillment of the norm. At the same time, the respondent makes clear that the
only way to do this is to decrease IT spending. This excuse is a generalization
by which the respondent actually refrains from answering the question in
detail and instead focuses on the general intent.

Another excuse strategy the respondents use is to explain the non-compliance
with a norm by the organization’s sense of direction and the perception of
momentum. In this way, the current level of maturity corresponds, not to a
stable state, but to an improved, future situation. The following comment by a
respondent in the Healthcare Sector is an example of this excuse:

You must measure and follow up on what IT results in. You have to take
each business case and measure what we have gained. Have costs
decreased? Have revenues increased? If so, then we are getting
somewhere.

This is a generalization revealing an inability to answer the question in detail.
However, these comments are also used to justify non-compliance with a norm
by the organization’s sense of direction and momentum.

A respondent in the Public Sector provides a similar excuse:

It is an embryo that we have to develop further, because we really have to

get down there. Well, that is really what will create the best
understanding of the importance of, for instance, IS IT. I really believe the
way in which you measure creates what I call F-value - business value, you
could call it.

A respondent in the Consumer Staples Sector uses another excuse that relates
to the budgeting principles of the organization:

I believe that you really don’t give a crap about the budget and such. Of
course, that isn’t really true, but you get what I mean. The important thing
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is not to stay within budget, but to constantly manage the total in some
way. You should always try to exceed your budget in some way. So that is
what you look at... On the other side, I think that we are doing a bad job
regarding the efficiency of IT, but that is a separate issue.

The respondent is critical of how the measurement of the “efficiency of IT” is
operationalized. At the same time, the respondent downplays the role of the
budget and even suggests that operations should overrun the budget.

In addition to budgets, the respondents mention benchmarks and Balanced
Scorecards to justify their non-compliance with the norm. In general, however,
they think these measures are highly problematic owing to concerns about
comparability and the assumed uniqueness of their organizations. A
respondent in the Consumer Staples Sector makes this point:

It is on a project-level basis this happens, really, but we have a lot of
benchmarking clauses in our contract with [the respondent names the
outsourcing partner] that are not simple to implement.

Of the six excuses, three reflect the respondents’ ambivalence about how they
should answer the question. In these cases, the respondents ask the
interviewers for help with their responses. Of course, this is natural way to
clarify a confusing question. However, given the question, the level of details in
the response alternatives and the detailed responses from a majority of the
other respondents, I see this request for help as particular kind of excuse.

Instead of answering the question, the respondent redirects the question to the
interviewer in an attempt to avoid responding fully. The respondents do not,
however, offer a response alternative, but instead introduce a type of
reservation. An example is the response by a respondent in the Healthcare
Sector:

We are not good enough at measuring impact. The last alternative is
impact, right? Is that how you are supposed to read it?

This respondent highlights an organizational shortcoming and follows up with
a question asking for clarification. This response is a way to excuse the
organization’s non-compliance with the norm.

Still another respondent in the Healthcare Sector makes the same point:

Then it is probably this one. Yes, cost and efficiency are the most
important areas, but then we also have a level of service that is, of course,
very important. But that is also part of efficiency, wouldn’t you say?
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Similarly, several accounts indicate that it is not easy to comply with the norm
regardless of how necessary the organization thinks such compliance is. A
respondent in the Telecommunications Sector concludes:

It is probably more the second one. We land wherever we have intended
or not intended. It is difficult.

Difficulty, then, is an excuse for not complying with a norm.

Another excuse appears in the comments of a respondent in the Public Sector.
This respondent avoids answering the question by problematizing it:

It is one thing to account for a cost, but it really doesn’t mean anything.
What do you relate this cost to, hmm? Really, there is the outcome -the
benefits really - that is what we must grasp — why we invest money or
burn money...

The respondent bases the arguments on the necessity to continue to strive
towards the norm in a discussion about the shortcomings of accounting.

A version of this excuse appears in the accounts by respondents in
organizations that have taken an active position against budgets as a means of
management control. As some alternative responses are related directly to
budgets as a control mechanism of performance management, this requires the
respondents to explain further the differences between their own control
measures and those proposed by the alternatives responses. The comments by
arespondent in the Financial Sector exemplify this excuse:

In general terms, the budget is not that significant in our culture. We are
very picky about making a very competent estimate before moving ahead.
And we are not happy when this estimate is not made, but of course is not
so simple. ... if increases in spending are unmotivated there is a problem.
We have the world’s most cost-efficient bank.

In general, these explanations by the respondents do not clearly differentiate
between the organizations’ control measures and those of the traditional
budget structure.

Justifications

The justifications reveal examples of problematizing the issue. Thus it is
impossible to determine the total level of maturity for certain organizations.
The respondents give long descriptions of how different the business units and
the areas of their organizations are from one another. The comments by a
respondent in the Utility Sector is illustrative of such a response:
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..the infra-part we control rather strictly - the IT part, the cost per IT, the
cost per unit efficiency of IT. We follow up closely. The project business has
a sliding scale that depends on who owns the project...

This same respondent explains with this justification that the organization is
not totally compliant with the norm. The respondent states that the different
business units have the responsibility for the follow-up on performance
related to IT. This may be an example of an avoidance of responsibility by the
respondent. As in most organizations, including this one, the respondent has
the most responsibility for IT Governance but shifts this responsibility to the
managers of the business units.

Norm 8: Resources should be utilized on an enterprise-wide basis

Excuses

The excuses for this norm show that there is a clear consensus that the
functional level of resource utilization is not a positive one. The respondents
refer to a lack of organizational support for the norm and state that the level of
norm compliance is relatively low.

A respondent in the Consumer Staples Sector make this excuse:

Yes, unfortunately it is functional. I dare say that when it comes to IS, then
it is a little too much of a resource pool per function.

The respondents tend to offer a direct excuse for their low level of compliance,
revealing that situations at the organizations are more complex. The same
respondent in the Consumer Staples Section says:

Of course, it is done. We have projects and we make two budgets, you could say.
One is the product line and the other is the consumer line. We try to weave them
together, and in the end we really make a budget per project.

In these comments, the respondent says that there are project-based resource
pools in addition to the functional resource pools. In this way, the respondent
inserts a sense of momentum and direction into the response. A respondent in
the Healthcare Sector makes a similar excuse:

Yes, we are probably starting to move towards portfolio. That is what
happens when we get a grip on everything. When we get to the program
and portfolio follow-up, we start to draw conclusions about money as well
as other resources. So we are moving in that direction.
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Once again, the respondent signals it is understood that it is necessary to
follow the norm, despite the fact that the organization is not yet at this level of
maturity.

A respondent in the Financial Sector indicates similar momentum:

We are in the middle of a change. I am talking about internationalization.
We are not really there yet, but in the Swedish area, where the main part
of our business is, it is like this.

In discussing the diverse nature of the organization, the respondent explains
that the current level of internationalization is a hindrance to achieving more
norm compliant behavior at the organization. Although the organization has
achieved compliance in the major area of its business, the respondent does not
think there is general compliance.

A respondent in the Public Sector shows that the organization is moving
toward an explicit, process-oriented organizational form:

Well, in the process-oriented way of working that we have implemented,
we have a resource dimension. In the two departments I am involved in,
one is really a resource pool. That pool participates in tasks that could be
called projects...so that is a simple model, but in our context, it is rather
radical.

By applying a process-oriented approach, a higher level of maturity and norm
compliance is achieved automatically. This respondent seems to take pride in
this, given the nature of the business and the previous functional perspective.

A respondent in the Healthcare Sector explains that organizational
contingencies make full norm compliance difficult (and perhaps also
impossible):

But you have to remember that we have a strict organization that... it
really doesn’t change...

This respondent excuses the difficulties in changing a culture and
organizational structure by explaining that the organization tends to resist
change.

A respondent in the Consumer Staples Sector indicates a willingness to work
towards norm compliance. This respondent’s personal view is that norm
compliance is better than a functional approach. However, the respondent also
points to the difficulty of changing the organization:

This is something that we are trying to escape. I mean, we have built
operations that are entirely functional, moving towards... But we have
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not. Just because we have changed the function box, people do not change
their behavior.

Justifications

Many justification responses indicate the respondents’ difficulty with the
definition of “portfolio”. For example, a respondent in the Financial Sector
says:

But it is some sort of portfolio... What is a portfolio, really? What do you
really mean by that? Yes, but not really, not simply... Say this: we have one
pool for all banking in Sweden. We have one pool for banking in general,
but it provides some support for Finland, England, and so forth. I do not
know what to call it.

Here the regional and national differences are not seen as an obstacle to
achieving norm compliance. The respondent asks the interviewer for approval
of this interpretation of the concept of portfolio.

A respondent in the Public Sector offers another such a justification. In this
justification, the respondent includes an admission of personal responsibility:

Really, the decision mandate lies down at the work units, but my role is
really to see to it that we deliver, that we have a coordinated delivery.
They look at their areas of responsibility. My role is to see to it that there is
an umbrella over this. I would prefer to see it as a portfolio, right?

In this account, the respondent equates the coordinated delivery with a
portfolio resource pool and takes personal responsibility for it.

Other respondents offer justifications by equating the process approach with
the project level of maturity. By focusing on the process-oriented organization
of resources in the organization, a respondent in the Consumer Staples Sector
justifies the organization’s level of maturity and thereby finds an answer that
fits:

The resources...There is a process, right? Resource pools per project.
There are, of course, others as well.

This respondent also signals that the organization is complex and that several
other applications of resource utilization would result in different answers to
the question. This is a justification that focuses on an inability to simplify the
organization by selecting one of the response alternatives.

A respondent in the Utility Sector offers this justification:
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There are certain, single areas that we collect into what we call ‘mini
portfolios’, really, within one area. And then we can handle them portfolio-
wise, so to speak. Web management, for instance, is one of these areas.

This respondent shows that for certain aspects of the business, a particular
version of the portfolio approach is used.

Norm 9: There should be corporate insight into the benefits of IT

Excuses

Most excuses for this norm reflect the respondents’ regret at not attaining
norm compliance that they see as the natural goal of the organization. A
respondent in the Healthcare Sector makes this excuse:

Well, I wish we were there, but we are not.
Similarly, a respondent in the Public Sector says:

Yes, let’s go with alternative three. I think I would like to move to four or
five, but we are not there. We will have to go there, of course.

This expression of momentum and direction appears in a number of other
accounts, such in the comments by a respondent in the Healthcare Sector:

Well, if you come back here in a while, we will be on level four.

A respondent in the Public Sector presents another example of how the
respondents excuse their non-compliance with the norm. This respondent, in
explaining how things actually work at the organization, concludes there is a
lack of total control.

Not really control over costs... because we do not have full cost control
over what could be regarded as IT related costs with the users. If you are
an internal user, and you and I are tied to a workplace, when there is a
faulty machine, you would say ‘Hey, could you help me?’ And in another
workplace you call the IT helpdesk instead. When you call the IT helpdesk,
then we have full control, but in the first case, that is not so, right? We do
not really have full control.

A respondent in the Healthcare Sector makes this same excuse:
We know the benefits, but it is this - when you do the total recapitulation,

we don’t really have this, but we know what benefits we are looking for.
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This respondent shows that the organization agrees on which benefits are
relevant for control. Yet, at the same time, there is no overall control. Hence,
there is no norm compliance.

In the following comments, a respondent in the Healthcare Sector explains the
organization’s inability to reach full norm compliance:

We measure the total cost and split it into operations and investments,
but we can’t really follow up and link that to the respective projects.

A respondent in the Consumer Staples Sector offers another excuse:

We have a pretty good idea of money, anyway, on the costs. We can
probably trace the cost pretty well. I would make a disclaimer, if I may
think out loud here. We have, in all larger businesses with more than two
people, shadow IT, if you can describe it this way, hmm? We don’t have too
much of that here, but it is present in the rest of the corporation.

This respondent indicates that overall control over costs is good but points to
the existence of a “shadow IT” -the indirect, hidden costs that occur in close
relationship to the use of IT. The respondent rules out the existence of this
phenomenon in the smaller organizational entity but states that it may exist in
other areas. Thus the respondent shows a good understanding of the
difference between the IT costs accounted for and the total costs and benefits
that exist related to IT.

Justifications

The justifications are mainly an expressed inability by the respondents to
choose one single alternative, or, by problematizing and breaking down the
answers, a suggestion of different alternatives for the various elements of their
organizations.

A respondent in the Utility Sector offers this second type of justification:

If we look at the production of services, we have strict control over both
the unit costs and the total costs — the costs for different services. And we
have to split this. We can'’t, for instance, support certain services at the
cost of others. Each service really stands on its own so that we can see if it
is something we should be doing ourselves in this particular area. As far as
the user side, we follow up on the business unit level as well and then at
the aggregate level. And there we really do have good control over the
income structure side -how much money we put into it and the
performance indicators for it. The weakness is, I guess, the project side and
the benefits...
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This respondent states that there is a difference between the maturity of the
service versus the project and benefits side. Thus the respondent
problematizes the question and refrains from giving a single response.

A respondent in the Consumer Discretionary Sector makes the same
justification:

There is a difference between the different countries as well. When you have
made some progress  working with it, you can, so to speak, get the exact
numbers or much better data. In Sweden there is no follow-up, but usually you do
it in other countries like Finland where there really is a matrix to follow-up on...

The respondent broadens the question by including another country. In this
way, the respondent shows that the norm compliance is not possible at the
organizational level.

A respondent in the Financial Sector offers another justification by explaining
that despite their technical ability to follow-up on costs and benefits, making
decisions that affect the organization based on this information is much
harder.

The hard part is when there are cuts in spending in an organization as
large as ours. Savings of five minutes for a lot of people in the
organization means a lot of money. But how do you remove a person’s
finger and make money out of this? This is rather subtle...

Norm 10: Costs should be allocated with business unit autonomy

For this norm, the focus in the responses is on a number of dichotomies in the
question. These dichotomies are: operations vs. projects, fixed costs vs.
variable costs, corporate vs. business unit, overhead vs. dynamic, user vs.
turnover, strategic vs. operational, and in-source vs. outsource.

Excuses

Most of the excuses concern the respondents’ frustration about creating a
uniform model for cost allocation. A respondent in the Consumer Staples
Sector makes this excuse:

IS should break-even and IT operations should also break-even. But with
all the other things around...And with a project like this [the respondent
names the project], it can never be passed out to the sale companies,
right? Would they pay for it? IT is a strategic investment that the company
bears.
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This respondent points to the necessity of handling strategic investments on
an overall corporate level. A respondent in the Financial Sector makes a similar
point, although from a slightly different viewpoint:

I guess this is what many experience as frustration: they see the positive
effects - the increase in stability and the better cost control. We do what
we should, we do it on time, and we follow up on it. But then, ‘Why can’t |
get a printer by tomorrow?’ Or whatever it is ... that was just a ridiculous
example...

In this example, the respondent indicates that the overall perception of total
control through centralization of IT procurement is frustrating for the users.
The micro-investments require the same procurement methods as the larger
investments.

A respondent in the Telecommunications Sector expresses frustration about
the governance structure of IT related investments and procurement methods:

Well, all the IT costs are allocated. If we create IT architecture, nobody
wants it, right? But if you ask,” What do we have’? We have allocation keys
that are highly central. Then we have need-based, or usage-based
allocations for the rest.

This respondent shows that the infrastructure costs are allocated separately
from the more usage-based costs.

A respondent in the Healthcare Sector discusses the issue that IT is not directly
evident to users in their work environment as they perform their everyday
tasks:

We have financial and control applications where we would like to split
the costs of the financial and control system per user. Some of the system
costs are variable and others are fixed. Then there are license costs that
may be variable. If there are ten people who leave the business
administration department, or if we rationalize, then you can make a
change in the licensing model for the financial and control system. This
makes it possible to decrease the costs. But a base cost remains. You have
the actual machine that the system is run on, you have costs for data
communication, and so on. You can’t break and throttle as fast in relation
to costs so it is a while before you can change. So this has really not been
easy. But we have invested a whole lot of dough in trying to achieve this,
and we have had to make a little pit stop.
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Justifications

The justifications are problematizations by the respondents who indicate there
are different answers to the question depending on the company level in focus.
A respondent in the Public Sector makes such a justification:

It depends on what level you look at. Somewhere in the middle
alternative you could merge this, right? Some costs are national costs and
lie in the infrastructure and are not accounted for at the business unit
level. You could say, I have no budget that is linked to how many [the
respondent refers to employees] there are. That connection does not
exist.

This same respondent states that costs are directly allocated from corporate to
county level:

We do not work with business units. They are not subsidiaries. You could
say that even when it comes to the equipment, the end users have a very
clear connection down to the county level, even though they get an invoice
from us, each month.

Given the justification that this respondent gives for not fulfilling the norm,
this response seems to contradict the first response.

A respondent in the Consumer Discretionary Sector offers another justification
by stating that the allocation of costs is an American phenomenon not directly
applicable to operations that are primarily Scandinavian:

We kind of allocate, not the IT costs - that is a typically American
phenomenon. I would like to say that there is a... No, that is not how we do
it here. IT is more like business and IT is free... that is one side of it ... Yes,
they are free to buy everything but infrastructure externally, so it is
infrastructure that is set by a skeleton agreement that we have set up with
different suppliers, particularly our outsourcing suppliers.

This response touches on the subject of outsourcing strategies by which the
business units of this particular organization are free to buy everything but
infrastructure externally. This subject comes up in several other accounts
classified as justifications. A respondent in the Consumer Staples Sector states:

Some countries have totally outsourced, and that is the best in the end.

This respondent states that the optimal way to build the IT organization is to
allow and advocate total outsourcing. A respondent in the Utility Sector agrees:
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Free to manage costs by ability to purchase services externally - that
alternative exists. It is the entire sourcing strategy. So it is also built into
the model as well. What we are not the best at, we should not do...

The same respondent also gives an illustrative example of an alternative
perspective on the allocation of costs that differentiates between services and
products:

But really, the allocation of cost - there is nothing that is allocated, no fat,
so to speak, and very little central money. Everything is expressed in terms
of services that are paid for by this shared service model. The
infrastructure part is in a price list, to put it simply, and there you pay per
piece.

Synthesis

The accounts relating to the ten norms reveal a number of sub-strategies in the
two main strategies of Excuses and Justifications. The results also show a high
degree of variance between the different norms when it comes to the sub-
strategies employed.

Excuses Justifications
Equation Problematization
Direction Differentiation
Intention Reinterpretation
Delimitation Confusion
Concretization Discrediting of norm
Diversification

Personalization

Some sub-strategies (Equation, Differentiation and Concretization) are present
in both the main strategies of Excuse and Justification. However, if a sub-
strategy has a higher (+2 instances) representation in one of these two
strategies, | categorize that sub-strategy in the main strategy with the higher
representation. The number of instances in the two strategies is subtracted
from one another for the ranking determination. Next, I describe each sub-
strategy.
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Sub-strategies of Excuses

In the sub-strategy of Equation, the respondent answers the question by
simplifying the level of analysis. In this simplification, the respondent may
equate Top Management of the organization with the CEO in order that the
respondent’s viewpoints appear to represent those of Top Management.

In the sub-strategy of Direction or momentum, the respondent excuses the
organization’s lack of norm conformity by focusing on the current level of
development rather than on the current level of compliance.

In the sub-strategy of Intention, the respondent focuses on the intentions of the
organization rather than on the level of organizational norm compliance. The
respondent replies with a clear statement that the organization understands
the necessity of norm compliance rather than with a  description of the
current situation or the development.

In the sub-strategy of Delimitation, the respondent attributes the lack of norm
compliance to the diverse nature of the organization. By focusing on a separate
organizational entity in the entire organization and by responding from this
standpoint, the respondent excuses this non-compliance with the norm on the
general organizational level.

In the sub-strategy of Concretization, the respondent uses analytical terms to
make the response more specific. In this way, the respondent avoids answering
the question on a general level.

In the sub-category of Diversification, the respondent explains that the diverse
nature of the organization makes it impossible to achieve a high level of norm
compliance at the organizational level. While this excuse is closely associated
with the excuse of Delimitation, there is a difference. In Diversification the
respondent does not single out one organizational element as a reference, but
instead simply states that the low level of norm compliance is attributable to
organizational contingencies.

In the sub-strategy of Personalization, the respondent states that while the
respondent’s own perception directly relates to the norm, the organization
does not fulfill the norm.

Sub-strategies of Justifications
In the sub-strategy of Problematization, the respondent begins with a critical

reflection of the norm and tries to identify the difficulties and contradictions.
In many instances, the respondent focuses on the inter-related nature of the
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norm system by indicating that other norms take precedence over the norm
under discussion.

In the sub-strategy of Differentiation, the respondent focuses on the difficulties
in defining the basic concepts involved in the question. For example, the
respondent may have difficulty in differentiating IT as a way to drive
rationalization versus revenue maximization.

In the sub-strategy of Confusion, the respondent uses technical jargon to show
the extreme complexity of the question. This complexity makes norm
compliance impossible.

In the sub-strategy of Re-interpretation, the respondent explicitly re-interprets
the question, often by asking for the interviewer’s approval of the re-
interpretation.

In the sub-strategy of Discrediting of norm, the respondent signals that the
norm is either not achievable by the organization, or is an irrelevant and
separate phenomenon for the organization. An example is a respondent’s
statement that the norm, being seen as an American norm, is not directly
applicable to Scandinavia.
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CHAPTER 7

Analysis and
conclusions

In this chapter, I analyze the empirical findings from Study I and Study II. 1
organize the analysis into three sections - one for each of the three theoretical
perspectives discussed in the Chapter 4. After each of these analyses, the theory
based conclusions are summarized. Following this, the overall conclusions of this
thesis are presented along with the contribution to theory.

To answer the research question, I turn to the three theoretical perspectives:
Translation; Professionalization; and the Marginal Man. Figure 47 illustrates
the process of the analysis, including a recapitulation of the research process
prior to the analysis.
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Figure 47. The Process of Analysis

As seen in Figure 47, the assumptions and three theoretical perspectives were
derived from the Universe of Discourse to function as interpretive lenses for
the analysis. From these three theoretical perspectives and the empirical
findings, a number of theoretical conclusions were drawn. These were then
used as input for the Conclusions. On the basis of the Conclusions, a number of
contributions to theory were identified.

Translation

I address the translation perspective in two parts: Unpackaging as
Legitimization and Unpackaging of Norms. Following this, [ summarize the main
points of the analysis.

Unpackaging as Legitimization

The CIO unpackages IT Governance related norms using a process of
legitimization. This process involves a number of sub-strategies of
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legitimization that are categorized under the main strategies of Excuses or
Justifications. In previous research, analytical attention has focused on
understanding how ideas are translated (Lervik et al.,, 2005; Holm Pedersen,
2007). By contrast, this thesis points to the importance of norms in IT
Governance since such norms are generally not subject to direct
interpretations. Instead, the CIO may re-interpret her own organizational
settings to fit the management idea.

As interesting issue arises when we switch our analytical focus away from the
management idea to the norms that constitute this idea. Previous attempts to
decompose management ideas have not targeted the underlying norms (see
Bjgrnenak and Olson, 1999; Boxenbaum and Battilana, 2005; Ortenblad, 2008).
This suggests the application of the construct of norms (Ross, 1968) as an
interesting approach in the study of the translation of management ideas.

My interpretation of the CIOs’ tendency to accept the norms may appear
counter-intuitive to their best interests. In asserting and maintaining the
legitimacy of the organization, the CIO avoids conflict with the norms. Instead,
the CIO directs the attention towards motive talk by focusing on the
organization’s acceptance of the norms. The CIO then uses legitimizing
strategies that allow her to claim norm compliance without actually having
achieved it at the organizational level.

This means that the CIO acknowledges the authority of the norms (and thus
that of the profession(s) that construct them) and seeks alternative means to
achieve compliance. By choosing between a direct acceptance of the norm
(Excuse) and a minor re-interpretation of the norm (Justification), the CIO
carefully balances the legitimacy of the organization. This choice also ensures
the CIO’s personal legitimacy by avoiding direct conflict with the norm.

The CIO accounts that are the basis of the analysis in Study II represent the CIO
as a corporate creature, clearly intent on excusing/justifying her own
organization and its behavior. In rare cases, the CIO questions her
organizational environment and blames other aspects of the organization. Yet
the overall impression is that the CIO upholds the legitimacy of the
organization by its relationship to the norms.

In this thesis, the send-receive metaphor of management ideas (e.g,
Erlingsdottir and Lindberg, 2005) has a predominantly receiving-end focus.
Researchers such as Djelic (2007) and Holm Pedersen (2007) support this
focus when they argue that the personal level of analysis should be addressed
in more detail in the study of translation.

As the responses in Study Il show, the receiving end of the translation process

in IT Governance related norms is a complex process that involves a high level
of sophisticated motive talk by the receiver (CIO) herself. Since this thesis
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focuses on the establishment and maintenance of legitimacy as the primary
reason the CIO involves herself in motive talk, the conclusion is that legitimacy
is a central element of translation.

As some research reviewed in Chapter 4 claims, another avenue of analysis
that focuses on the concept of “identity” rather than “legitimacy” may result in
more fruitful findings at the personal level of analysis in translation studies
(Strandgaard Pedersen and Dobbin, 2006; Sturdy et al., 2006)25.

Unpackaging of Norms

In this thesis, the norms are regarded as elements of management ideas. Thus
norms are also subject to what Latour (1986) refers to as travel in time and
space. Zilber (2006) supports this claim in his study of the travel of myths.

Study I shows that Consultants, Professional Analysts, and Academics (the
supply side) support the same norms related to IT Governance. The conclusion
is that these norms have been successfully diffused since the three groups
share a common understanding of IT Governance, at least on the norm-level.

The same holds true for the receiving-end of the translation, with the CIO being
the primary recipient. The isomorphic tendencies expressed in how the CIOs
shared a perception of the authority of the norms accentuates that the
authority of the norms are shared not only by the supply but also the receiving
side.

The Synthesis section in Study II indicates that the interpretative viability of
the norms is relatively low. The CIOs, in their motive talk, construct the
interpretative viability mainly by their choice of legitimization strategies. This
introduces a new perspective on interpretative viability (Benders and Van
Veen, 2001; Ax and Bjgrnenak, 2005) where the focus is on the interpretative
viability of the management idea as a factor in diffusion success.

However, this construction does not lead to the uniform and isomorphic
adoption of the norms into similar practices, thus supporting Tragardh and
Lindberg’s (2004) position. The norms in this research are not “ready-made
scripts” but rather “points of departure” for managerial and organizational
behavior. There are clear differences in how the CIOs express their compliance
with the norms, but few examples of actual norm divergence.

Another issue raised by this thesis concerns inter-norm conflicts. This research
takes the first steps towards establishing that IT Governance is comprised of a

25 See the section of this chapter on the Marginal Man for further discussion on this.
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system of norms (the norms of this research do not claim to be all-inclusive)
based on deontic logic (von Wright, 1963).

Not all norms are created equal. This statement may seem a truism, but if used
as a starting point for a re-evaluation of the norms in the norm system of IT
Governance, it deserves particular attention.

Among the respondents, Norm No. 1 (“IT Investments should be linked to
business”) takes precedence over Norm No. 6 (“Performance management
should be formalized”). Hence, the first norm of this research may discredit the
sixth norm. Thus my finding is that using other norms is one of the few ways a
CIO can directly challenge a particular norm. This finding implies there is a
norm hierarchy and that the only way to discredit a norm with a strong claim
of authority is to use other norms with more authority.

In summary, the linking of IT investments to Business, with the implied
dependence of IT on Business, is the norm with the most authority. Hence, this
norm may be perceived as the foundation for IT Governance. Study I does not,
however, specify this dependency. Instead, it appears in the interview
transcripts. In other words, this was not a norm that was explicitly established
on the sending side, but instead constructed on the receiving end.

One example is the variation in the CIOs’ understanding of the concept of IT
Balanced Scorecards. Some respondents believe such scorecards are highly
valuable techniques while others think the scorecards’ general idea is offset by
the construction of an IT-centric accounting technique. Regardless of the truth
on this matter (the IT-centralism of the IT Balanced Scorecard), the difference
in the CIOs’ views is of interest.

Another interesting aspect of this issue relates to Norm No 2 (“Top
Management should regard IT as a strategic asset”). For this norm, there is a
potential conflict between the concept of “strategic” and the overall perception
of IT as a way to achieve rationalization gains. If the respondents see IT as a
force to drive and accomplish rationalization, this perception may oppose
some aspects of the norm. The CIOs have difficulty in understanding the
concept of “strategic” and thus attribute different values to it than initially
intended.

If IT is perceived as a strategic asset, then this could be seen as one step
towards the perception of IT being somewhat more of a means in itself. This
caused some confusion that was discussed in relation to the different takes on
IT as a means for driving revenue generation (business opportunities) versus
cost minimization (rationalization). Given the diverse nature of IT, this was
highly problematic for the respondents. IT was, off-course used as a means for
both of these purposes, and that would require the further differentiation of
the IT asset and a more nuanced terminology.
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Chapter 4 refers to Holm Pedersen’s (1997) focus on the process of translation
of policies. According to his perception of translation, the process has two
phases: idea-to-script and choice-of-script. This differentiation implies that the
actual implementation of ideas is accomplished by selecting a number of
ready-made, easily available scripts.

There are some problems when the CIO is equated with Holm Pedersen’s
policy maker. First, the idea-to-script phase is difficult to study. As this thesis
shows, ready-made norms exist in consensus-like conditions in the CIO’s
environment, but the conversion of these conditions to scripts is a problematic
and multiform process. Second, the scripts (guidelines, standards, etc.) are not
the focus objects for the CIOs in this research. The norms are the points of
departure in the CIOs’ descriptions and legitimizations of their organization’s
behavior. I find no clear and uniform reference to scripts in their responses.
Instead, I see attempts to focus on the norms as a way to secure legitimacy. My
research reveals that scripts are the not primary carriers in the efforts to
assert and maintain legitimacy.

Theoretical Conclusions

IT Governance related norms are unpackaged by a process of legitimization. In
this process, the CIO accepts the norms and rarely questions their authority.
She uses different forms of motive talk to excuse or justify her organization in
its attempts to comply with the norms, and different norms call for different
strategies of legitimization.

She constructs interpretative viability in her responses by interpreting where
she should direct her responses in the organization, rather than in her
interpretation of the norms. Hence, the interpretative viability is attributed to
the organization, not the norm.

The CIO is loyal to her organization and seldom charges it with non-
compliance with the norms. In the few instances where she lays blames, she
points to the business managers.

There is a hierarchy among the norms. Some have more importance than
others. This hierarchy allows the CIO to challenge a norm with weak
organizational compliance when there are other norms with higher stature.

Professionalization

In this section, I address the different professionalization mechanisms described
by Abbott (1988): cognitive strategies, abstraction, maintenance of abstraction,
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and system properties. My purpose is to analyze the professional system of the
CIO in the context of Abbott’s professionalization mechanisms. This discussion
complements the previous discussion on the profession as a carrier of norms
(DiMaggio and Powell, 1983). | summarize the main points of the analysis at the
end of the section.

Cognitive Strategies

According to Abbott (1988) this mechanism has three strategies: reduction,
metaphor, and treatment.

The strategy of reduction appears among the cognitive strategies used by the
CIOs. An example is the dichotomy of proactive-reactive choices used to
address business imperatives and requirements. Some CIOs tend to take a
proactive stance in which they downplay business managers’ insights into
their businesses needs related to IT. This proactive stance is often coupled
with the CIOs’ belief that the business managers are less than knowledgeable
about the role of technology in everyday operations. The CIOs thus hijack the
business managers’ definition of IT requirements.

The strategy of metaphor also appears among the cognitive strategies used by
the CIOs, although less frequently. In using models and frameworks, such as
COSO and COBIT, the CIOs expand the traditional functional area of IT to
encompass other aspects of the business. They use the models to understand
the business as a whole. This strategy is often related to the keen process
knowledge of IS that the CIOs have. The models map and control the processes
using high level programming languages and architectural frameworks.

The strategy of treatment, which partly overlaps the second strategy of
metaphor, exists in the CIOs’ initiatives where the implementation of new IT
has a fundamental effect on the business. Several CIOs are very clear in stating
that the business is highly dependent upon IT, not only to perform current
operations, but also to transform initiatives.

One example is the implementation of large-scale, standardized software that
often involves the re-engineering of business processes. In such instances, the
solutions to problems diagnosed by others (e.g, low flow-through in
production or decreasing customer retention) are the IT artifacts and
initiatives.
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Abstraction

As far as the mechanism of abstraction, there is more focus by the CIOs on a
high level of formalization and a broader area of application, According to
Abbott (1988), abstraction exists in a profession that is experiencing increased
pressure from other professions. A possible conclusion is that the CIOs of this
study are experiencing such external pressure.

Norm No. 5 (“The decision process for IT investments should be formalized
with a focus on business value driven by IT”) is relevant. Several CIOs indicate
that the effect of the pressure to evaluate the benefits of IT investments is that
they consider the formalization process a safe way forward.

One approach is to shift responsibility for benefits realization to the business
managers. This tactic is used in conjunction with charging the business
managers with the responsibility for the development of a business case for
the investments and by limiting the representation of IT people in the
prioritization groups. Such groups consist of the business managers and
controllers who are directly responsible for making sure that those people
who support the investments take financial responsibility. This approach
supports Norm No. 3 (“Top Management should be responsible for realizing
the value of IT”).

IT Governance, then, is a vehicle used to balance broadening the area of
application against the formalization of scope. The current configuration of IT
Governance (as expressed by the norms) promotes positive formalism.

Maintenance of Abstraction

It is difficult to analyze Abbott’s (1988) maintenance of abstraction (as
expressed by the choice between amalgamation or division) using the
interviews of Study Il. There are some accounts where a possible division
results when the CIO distances herself from the rest of IS by portraying the
Chief Technology Officer (CTO) as the CIO’s left hand. The CTO is then
responsible for all the technicalities associated with the management of IT and
IS. There are also a few cases in which the CIO names the IT Strategist as the
individual responsible for the technological strategies of IS.

One interpretation of the maintenance of abstraction is that the CIO focuses on
securing her own professional space by differentiating herself from the rest of
IS. This separation requires taking a more active role in the senior
management of the organization. The implication is that increasingly the CIO is
a member of Top Management, as the demographics data presented in the
Background chapter demonstrate. Another implication, however, is that the
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CIOs are not establishing their own profession but are joining the more general
occupation group of senior executives.

System Properties

Abbott’s (1988) last mechanism, the system properties (of the system of
professions), involves the connectivity, dominance, residuality, and
systematization of the profession.

Connectivity is very high. There is no formal education or governmental
licensing that automatically ensures the legitimacy of CIOs. There are no
certifications other than the framework-related certifications from various
interest groups such as the IT Governance Institute (ITGI). The result is a
rather weak position for CIOs concerning the exclusivity of their knowledge.
Instead, with their varied education backgrounds, CIOs are directly tied to
their demographic environments. CIOs also share a large number of their tasks
with general management, a situation that diminishes their claim to
exclusivity.

Dominance is high. As Study I shows, when several IT actors share a set of
norms, there is a common understanding of what actually constitutes best
practice in IT Governance. Abbott (1988) describes both the structural and
cultural dominance with its strong norms for the role and function of IT
(cultural) and for the organizational settings and configurations of the IT
investment process (structure).

The confusion regarding the scope of the CIO leads to a high level of residuality.
Another interpretation is that despite the dominant models for IT Governance,
there is room for interpretation with respect to the role and responsibilities of
the CIO. Several respondents in Study II have different opinions about whether
the CIO should be a member of the corporate board and about the CIO’s
involvement in the investment process. This means that the CIO’s role depends
upon her organization. Thus residuality is a measure of the heterogeneity of
the CIO’s role.

On the issue of the systematization of knowledge, the results are somewhat
contradictory. On one hand, the norms promote a high level of formalization in
the processes that fall under the CIO’s jurisdictional control. On the other hand,
the guidelines for CIOs (apart from popular management literature and
frameworks such as COBIT, ITIL, and VALIT) are few or none. In this research,
the IT Balanced Scorecard is problematic since its use implies that IT may be
measured separately from the business objectives.
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Theoretical Conclusions

This brief analysis of the CIO shows that it is a profession under strong
external pressure. Neighboring professions intensify the CIOs’ battle for
jurisdictional control. Adding to the difficulties are the needs and desires of the
CIOs themselves, particularly as they try to shift responsibility for the
investment process and benefits realization to the business managers. Such
actions may seem counter-productive for a profession that wants increased
jurisdictional control. One explanation may be that the CIOs in this research
wish to identify themselves with Top Management and to distance themselves
from IS.

Applying this idea to IT Governance, IT Governance becomes a vehicle for the
amalgamation of the CIO with Top Management. Hence, the unpackaging of IT
Governance is conducted instrumentally, with a bias towards particular
content that serves the CIO’s professionalization agenda.

Marginal Man

Consideration of the theoretical perspective of the marginal man allows me to
return to the personal level of analysis. My focus in the next two sections is the
CIO as the marginal man and the marginal man’s loyalties, logics, and identity. |
conclude with a summary of the analysis.

The CIO as a Marginal man

According to Stonequist (1935), the marginal man is a person who occupies
two social worlds at the same time. This description applies to a majority of the
CIOs in the organizations of this research. They are often both board members
and operative actors in IS. They communicate with senior executives on the
costs/benefits of IT and on the portfolio of IT related projects in boardrooms
or in boardroom situations, using the language of the corporate culture.
Simultaneously, they communicate with their IS colleagues using complex,
technical terminology.

Keeping the theoretical perspective of Professionalization in mind, it is clear
that the senior executives, many of whom are board members or have board
level positions, are the reference group for the CIO. Hence, the CIO is torn
between the IS group and the senior executive group.

According to Kerkhoff and McCormick (1955), the marginal man
institutionalizes the norms of his reference group. For the CIOs of this
research, the general governance norms then must apply not only to the IS
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group but to the organization in general and to the senior executives in
particular. In this respect, returning to the ten norms identified and validated
in Study I, some patterns emerge that require further consideration.

Some IT Governance norms clearly align with the interests of the Top
Management reference group. The following norms -“Top Management should
regard IT as a strategic asset” (Norm No. 1), “There should be corporate insight
into the benefits of IT” (Norm No. 9), and Top Management should be
responsible for the realization of the value of IT” (Norm No 3) - support this
conclusion. However, the following norms that shift responsibility to the
business managers -“IT investments should be linked to business” (Norm No.
1), “The IT agenda should be established top-down” (Norm No. 4), and “Costs
should be allocated with business unit autonomy” (Norm No. 10) - point to a
more nuanced view of IT Governance.

Thus CIOs have a dual responsibility in IT Governance. They need to draw Top
Management’s attention to IT related issues and they also need to deal with the
business risks associated with the management of IT. These risks that are
related to uncontrolled spending and a lack of investment formalization may
be directly handled by the norms that call for formalization of the IT
investment process and better performance management.

Loyalties, logics and identities

On the issue of the dual loyalties, logic and identities that Stonequist (1935)
describes, the marginal man concept is a way to bridge the gap between
cultural organizational studies and institutional theory (Strandgaard Pedersen
and Dobbin, 2006).

Regarding the loyalties of the CIOs in this research, there are very few
instances where the CIOs try to save face by pointing to the failings of other
individuals. In those instances, they never directly finger point at Top
Management (occasionally, blame is implied). Rather, the CIOs blame the
business managers in the organization. In general, the CIOS praise Top
Management for its understanding and support of the IT function. In these
accolades, they often single out the CEO (or the equivalent). My interpretation
is that the CIOS are loyal to Top Management because of their identification
with this group. Middle managers (i.e., the business managers) are not the
primary role models for the CIO.

In relation to the unpackaging of IT Governance related norms, this entails that
the organizational structure that the CIO works within consists of a clear focus
on faith in the top cadre of management, while at the same time down-playing
the understanding of the business managers. This might at first glance seem
rather counter-intuitive, given the strong norms related to the raison-d’étre of
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IT being that of a support function for the business as a whole. Or to put it
bluntly: IT is regarded as a support for business, not business areas.

The implications are that the CIO is more likely to prioritize IT Governance
related norms relevant for corporate level governance structures than norms
that are more operatively formulated. As a result, the focus of the CIO is
increasingly with norms related to the interests of the boardroom rather than
with the norms related to the business level interests.

IT Governance, in this respect, is a double-edged sword for the organization. IT
Governance leads to better control and alignment of IT with the rest of the
organization (as advocated by its promoters), and yet it is increasingly an
activity conducted exclusively in the boardroom, distanced from the essential
purpose of IS.

The CIO’s loyalties are primarily with Top Management, secondarily with the
organization as a whole, and thirdly with IS. Some observers may disagree
with this hierarchy of loyalties, but there is high support for this ranking. In
the respondents’ interviews, the relationships between the norms and the
recurring norm conflicts both show that not all norms are equal. The highest-
ranking norm, the trump card, if you will, is Norm No. 1: “IT investments
should be linked to business.” If IT must always directly support the business,
then it is allowable to discredit technology, such as the IT Balanced Scorecard,
and to justify battles with the business managers. (However, the CIOs note that
Top Management supports them in these conflicts).

It is interesting that no norm directly supports discrediting such technology or
justifying such battles. Yet implicitly the norms offer this support by
emphasizing the role of the CIO as a corporate creature who works for the
good of the organization and who deals routinely and cooperatively with the
internal conflicts of the job. Several respondents state their gatekeeper role is
particularly important for the success of their work.

Despite the theoretical dichotomy between legitimacy and identity, I note that
the two are intimately intertwined in the everyday work of the CIO. The CIO
identifies herself as a top manager in the organization, establishes a sense of
legitimacy by acting as the gatekeeper for IT related initiatives, and formalizes
the processes in such detail that they are purely mechanical with little or no
room for personal involvement. She is a gatekeeper with a high level of risk
aversion, who may hold others responsible for failed investments.

The CIO fits into the construct of the marginal professional role described by
Wardwell (1952). As noted previously, CIOs are involved in both division and
amalgamation (the maintenance of abstraction). The CIO, who moves between
two professional groups, is in a marginal profession.
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Theoretical Conclusions

The CIO is a marginal man in a marginal professional role. The reference group
for the CIO is Top Management, and the CIO is inclined to institutionalize and
support the norms of this particular group.

The consequences of this are mainly two-fold. First, the CIO’s loyalties are with
Top Management rather than with the organization as a whole or IS in
particular. Second, the CIO is biased towards a particular type of content of IT
Governance. The norms with a clear correspondence to the norms of Top
Management are likely favored over the norms with a clear correspondence to
IS.

Conclusions and Contribution to Theory

I have arrived at three overall conclusions:

1. The unpackaging of IT Governance related norms is closely tied to the
securing of legitimacy. Hence, the personal and professional agenda of
the CIO influences an instrumental unpackaging of IT Governance
related norms.

2. CIOs use different forms of motive talk to justify and excuse their
stance towards IT Governance. These different strategies of
legitimization offer the CIOs a means for upholding legitimacy without
problematizing or following the norms to the letter. This facilitates
heterogenic adoption of the management idea.

3. The unpackaging of IT Governance related norms displays variance on
account of the strategies of legitimization that the CIOs employ. This
variance is observed on a per-norm basis.

Below, these conclusions are further developed in relation to previous
literature and contribution to theory. To aid the reader, I have divided the
contribution to theory into three areas, where the first two are directly tied to
the conclusions and the third is tied to the description of unpackaging as a sub-
process of translation.
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Table 22 offers a summary of the contribution to theory.

Area Related literature
Motive talk as facilitator for translation Czarniawska and Sevon,
2005; Sahlin-Andersson,

1997; Semin & Manstead,
1983; Creed, Scully & Austin,
2002

Variance in strategies of legitimization Austin, 1961; Schonbach,
1980

Unpackaging as a sub-process of Translation Sturdy, 2004; Lervik et al,
2005; Czarniawska and
Sevon, 1996, 2005; Tragardh
and Lindberg, 2004; Callon,
1986; Strandgaard Pedersen
and Dobbin, 2006; Holm
Pedersen, 2007

Table 22. An overview of contributions to theory

The first area of contribution to theory is related to the identification of motive
talk as a facilitator for translation of management ideas. This finding builds on
a perspective from Scandinavian Institutional Theory that offers explanations
for how organizations differ from one another, despite that they follow the
same recipes for success (Sahlin-Andersson, 1996; Czarniawska and Sevon,
2005; Rgvik, 2005).

This (following of the same recipes) has in previous research been regarded as
occurrences of imitation. As Hedmo, Sahlin-Andersson and Wedlin (2005)
describe it, this phenomena has been addressed under the heading of
recombination, accretion, translation, editing and hybridization, yet they all
point to the same thing: It is not the management ideas that are transferred,
but the accounts and materialization of practices.

Through focusing in particular on the accounts as occurrences of motive talk, I
have followed a perception of the purpose of translation being legitimization
(Revik, 2005).

Legitimacy is as previously noted seen as somewhat of a “pillar” of institutional

theory (Suchmann, 1995). Through applying a cross-sectional approach
towards the study of unpackaging, together with a personal level of analysis, |
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have contributed to this tradition. As I have found, motive talk is a central
element in how translation is conducted on the personal level.

In this respect, I feel that the imitation metaphor can be somewhat misleading
as a means for approaching the intricate interplay of personal translation.
Individuals do not imitate, as [ have found; they relate and legitimize their
standpoint.

Motive talk opens up for a certain degree of freedom when it comes to the
unpackaging of IT Governance related norms. Without challenging norm
compliance, the different strategies of legitimization that I have seen employed
by the CIOs, offer a means for them (the CIOs) to stay legitimate without
strictly following the norms to the letter. Hence, motive talk opens up for
heterogenic norm adoption, thereby facilitating translation without direct
imitation?é.

Motive talk and strategies of legitimization as applied in this thesis offer a
unique perspective for studying the process of translation. The consequences
of the findings, when joined with the analysis of the professional agenda of the
CIO, offer a new take on the role of the executive manager as an individual that
uses the translation of management ideas instrumentally in her own
professional development.

The second area of Contribution to Theory is related to the conclusion that
there is variance in strategies of legitimization on the norm-level. This
contributes to previous theory development (Austin, 1961; Schonbach, 1980)
through offering an alternative typology of strategies of legitimization from a
perspective on norms and executive managers.

The typology was found to have a clear link to that of Schonbach (1980), with
some slight modifications in terms of which strategies were most prevailing
among the CIOs. For instance, the finding that there were only rare cases of
scapegoating going on?’, differed directly from previous findings.

The conclusion that the distribution of strategies employed by the CIOs varies
between the different norms in focus is also a further development of theory.
Following Creed, Scully & Austin (2002:475) towards understanding the
intricate interplay between how accounts at the same time are “..neither
strictly borrowed or idiosyncratically tailored...”, 1 have offered a conclusion
that contributes to previous theory. There is a difference between how

26 See Brown (1978:375) for a discussion on the negotiation of reality and its building
materials.

27 And in these accounts the object of blame was never the senior management of the
organization.
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different norms are legitimated, and this may prove to be of value for future
research.

As the third area of Contribution to Theory, this thesis adds to previous
descriptions of Unpackaging as a sub-process of translation (Czarniawska and
Jorges, 1996; Erlingsdéttir and Lindberg, 2005).

While Lervik et al (2004) consider the implementation phase of the travel of
ideas as the one deserving of the most interest, this thesis takes a stance away
from action?8. Instead, the description offered is one with a strong focus on the
personal level of analysis, where the object of analysis is legitimization through
natural language.

This personal focus is, as previously noted, a result of inspiration from
amongst others Djelic (2007), where mediation and (re-)construction of the
management idea becomes the most interesting aspect of the translation
process. This is also supported by Strandgaard Pedersen and Dobbin (2006)
and Johnson and Hagstrom (2005) where the latter highlights the personal,
receiving-end of translation (construction-as-process) as the most fruitful
point of departure for future research.

The personal level of analysis is complemented by an analysis on the level of
profession. With the links between the management idea (as constituted of a
set of norms) and the profession (being the bearer of norms), the emphasis on
understanding the professionalization of the CIO further adds to the
uniqueness of this account.

The description offered in this thesis further differs from previous descriptions
through a strong focus on the phase of unpackaging. This phase has previously
been depicted in general terms, yet no cross-sectional study of this particular
phase has to my knowledge been conducted. This focus could be seen as going
against the overall logic of translation studies where there is a strong emphasis
on understanding the (whole) process (Callon, 1986; Czarniawska and Sevon,
2005). I have focused solely on unpackaging, whereby this adds to the
uniqueness of the descriptive account of translation.

Through offering a description of how executive managers of large, Swedish
organizations unpackage IT Governance related norms; I have come to regard
the management idea of IT Governance very much along the lines as depicted
in Tragardh and Lindberg (2004:397) as “points of departures rather than
powerful tools in the hands of management”. This is closely related to the

28 This stance is somewhat problematic provided that Austin (1962) and his “How to do
things with words” is one of the fundamental outsets for the analysis. Through stating
that I do not have a focus on action, I am referring to physical action, not speech acts
and the prescriptive aspects of language. See Foucault (1972): “To talk is to do”.
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instrumental aspects of IT Governance translation addressed later on in this
section.

To summarize this last area of contribution to theory, this thesis adds to
previous theory through offering a unique account of translation. Traditional
translation studies focus on the action/implementation of management ideas
at the organizational field level of analysis with a strive towards understanding
the entire process of translation. My descriation, on the other hand, focuses on
the legitimization through natural language at the personal and professional
level of analysis with a strive towards understanding a sub-process of
translation in a cross-sectional setting.
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CHAPTER 8

Discussion, limitations
and future research

Discussion

After first focusing on IT Governance and the role of the CIO, I address the IT
Governance related norms and then the unpackaging of IT Governance related
norms. The discussion focuses on the problem area addressed in this thesis.

IT Governance and the role of the CIO

As concluded in this thesis, the CIO can be regarded as being part of a marginal
profession. The marginal professional status is signified by a mix of loyalties
and logics that transcends that of a single professional role. In the case of the
CIO, the image that has evolved throughout this thesis is that of an individual
torn between different de-facto roles.

The role of the CIO has undergone changes before. As noted by Rockart et al
(1982) the 1980’s displayed a shift from a technological focus to more business
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alignment and what Grover et al (1993) discuss as the liaison-role between
business and IT.

The academic debate during the early 2000’s brought with it a questioning of
the entire idea of having a CIO with technology becoming pervasive (Facio
Maruca, 2000). This idea of the CIO having become obsolete as a corporate role
is constantly present and to some extent it brings with it an identity crisis for
the CIO (IDG, 2009-07-05).

The future role of the CIO that comes from the theoretical analysis provided in
this thesis is one of three scenarios.

The first of these scenarios is a stalemate of the current situation with the CIO
as a marginal man. This would entail a continued identification and display of
primary loyalties with the Top management of the organization. This would
lead to a continued bias when it comes to the unpackaging of organizational
ideas, with a clear focus on selecting norms that correspond to the ones
institutionalized by Top management. This is not, however, done with full
disclosure and transparency, which in turn leads to a continued risk of CIOs
with less than clear-cut motives compromising the business of the
organization.

The second scenario is that the CIO falls into the category of a corporate man.
Through moving more and more towards Top management, this leads to a
development as envisioned by Rockart et al (1982) and creates the need for a
re-conceptualization of the CIO concept as well as the authority patterns of IS.

According to this scenario there is a risk that the move towards a corporate
man is done without taking into consideration the void of responsibility that
this exit of the CIO from IS would entail. This would primarily be seen through
certain issues and tasks that traditionally have befallen the CIO either
becoming down-prioritized or simply avoided. This would lead to direct risks
for the operations of both IS and the organization as a whole, given the high
degree of IT dependency in most large organizations.

The response to this would most likely be that of moving traditional CIO tasks
to other roles within IS, such as Enterprise Architects, CTOs and IT Strategists.
Provided that the current operations of IS are slimmed and the work-load of
the people currently occupying these roles is substantial, this might lead to
disgruntled IS workers. If, on the other hand this is done in conjunction with
the introduction of new positions and hires in IS, this might be regarded as
more positive and even lead to a re-structuring of the professional sphere of IS
workers.

The third scenario is that of the CIO moving into the category of professional
man. This would entail a re-focusing from regarding Top management as a
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reference group towards seeing IS as the primary professional homestead of
the CIO.

This would, as I see it, require an increase in status attributed to IS and IT by
the rest of the organization. Following along the lines of Abbott (1988), this
needs to be preceded by an increased exclusivity when it comes to the
knowledge possessed by the CIO, and a decrease in the tendency for
routinization of the tasks of the CIO. Increased focus and occurrence of formal
certifications and ultimately licensing through governmental mandate would
also be needed in order to give a push towards the status of the CIO as a
profession, yet at present this is not a development that I regard as feasible.

Instead, the tendencies to formalize and avoid responsibility in the investment
process points to a development in the diametrically opposite direction. One
might even be so bold as to say that the existence of formalization as an
element of IT Governance related norms is a hindrance for the development of
the role of the CIO towards this third scenario.

These three scenarios raise the question of what I see as a tendency to regard
professions and occupational groups as homogeneous. Despite not really
having any sound ground for stating that this is not the case based on the
demographics of the CIO role, I have the feeling that it would be a false pre-
conception to regard the CIOs in large, Swedish organizations as members of a
homogeneous group. The CIOs may have more in common with the other
managers in their particular organization than they do with the overall body of
Swedish CIOs.

Based on this, the three are and will most likely be able to function in parallel
with one another. Hence, [ am not sure that one of these scenarios will become
dominant for all CIOs, at least not in the near future.

Another discussion point that surfaced during the analysis in this thesis was
the role of the CIO as a gate-keeper. This could be illustrated through a parallel
to the Roman god Janus.

According to Roman mythology, Janus is the patron of concrete and abstract
beginnings. At the same time he is the god of gates, doors and beginnings and
endings and the usher of change. With his two faces faced in opposite
directions, Janus was granted the ability to see both the past and the future
(Encyclopedia Britannica, 2009). Hence, the traditional roman perception of
Janus has little to do with the current application into Janus-faced as being
directly related to deliberate deceitfulness. As have become apparent
throughout Study II, some of the Roman characteristics also apply to the CIO.

First off, the CIO is very much facing two different directions at the same time,
the most obvious of these being the general business (the purpose of her
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function) and IT (the content of her function). Both of these directions require
a separate vernacular and means of communication, something that is
highlighted in many of the accounts in Study II.

Secondly, the CIO is very much the usher of change and the gatekeeper when it
comes to IT related investments. Hence the role of the CIO as a bridge/gate-
keeper makes her take on the role of the person ultimately responsible for
giving the go-ahead (even though many of the CIOs in this study had been
successful in pushing the operative responsibility over to individuals more
involved in the daily operations) for change.

According to the Roman poet Martial (Epigram 10.28.5-6), another
interpretation of the persona of Janus was created by the emperor Domitian,
this time with a four-faced Janus in the form of a statue. The statue was
overlooking Rome’s four forums: the Forum of Peace, Transitorium, Julius
Caesar, and the Roman Forum (being the political and religious centre). With
this interpretation of the CIO as Janus, we would see him or her facing
Operations (Peace), Change (Transitorium), the CEO (Julius Caesar) and the
Executive Board (Roman).

Regardless of the practical (or for that, theoretical) value of bringing forth this
analogy of the CIO as Janus, I feel that it encompasses some of the many
threads that have emerged related to the role of the CIO.

IT Governance related norms

As found in the thesis, the supply-side of IT Governance related norms is highly
homogenous. None of the norms found within the consulting study (Study I,
Sub-study A) were found to be unique and un-validated by the subsequent sub-
studies.

This could either be interpreted in a somewhat derogatory way through seeing
the consulting genre as devoid of innovative ideas and new findings. On the
other hand, with the basic idea behind intellectual development being that of
“standing on ye shoulders of giants” as Isaac Newton so eloquently put it
(Jones, 2009), it should be clear that no intellectual development occurs in a
vacuum. Instead, it could be regarded as a show of strength for the consulting
genre that they are so inter-related with the rest of the ecosystem of ideas
surrounding IT Governance.

Much has been written about the un-reflected following of best-practices,
recipes for success and critical success factors (Luhmann, 1986) and the self-
fulfillment of theory (Ferraro, Pfeffer & Sutton, 2005), as well as the need for
iconoclastic movements to tap into the full potential of new innovations and
means of managing your company (Allio, 2003).
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Hence, I have found an inherent dichotomy in my own thinking related to the
homogenous supply-side of IT Governance related norms. On one hand (or
initially | might add), | was prone towards seeing this as evidence of the blind
following of fashion on the supply-side, with strong rhetoric (Latour, 1986)
being produced and then re-produced in an unreflective manner by the
different stakeholders.

On the other hand (or rather after a while), 1 started seeing the apparent
opposite side of this argument, with the consultants, professional analysts and
academics working in a joint environment with the re-interpretation of ideas
and the re-packaging of this into whatever form best suited for the different
genres. The original idea that the consultants were acting on opportunistic
premises soon started to rumble.

There is a tendency to treat members of a different professional realm as
passive and thereby necessarily unreflective (in practice, not essence) when
we wish to make generalized comments about them. In management research,
this tendency could be seen as a means through turning the object of inquiry
and the subject of our research (management and managers) into something
that is practically possible to study. Hence, it is a type of survival strategy for
the researcher to aid her in the fulfillment of her research agenda.

Returning to the homogenous supply-side of IT Governance related norms; I
see this as a sign of saturation when it comes to the organizational idea of IT
Governance. There is at present a clear idea about what constitutes “good” IT
Governance for the majority of organizations.

This verisimilitude (Barthes, 1982) does however bring with it apparent risks
when we move towards looking at how the managers adopt and consume
(implement) the organizational idea of IT Governance. In this respect, the
conclusions presented in this thesis related to the balancing of the hierarchal
stature of the norms and the interpretive viability of the organization could be
seen as strategies to counter-act this “tyranny of fashion”.

The differences in hierarchal stature of the IT Governance related norms
provide one of these strategies allowing for the CIO to passively go against a
norm. As noted previously, the CIOs only rarely went into direct conflict with
the norm, questioning and problematizing it for their particular organization.
Yet, for instance, in the norm of “Performance management should be
formalized”, the CIOs found a possibility of indirectly questioning it through
letting another norm (IT can never be a means in itself) take precedence and
allow for the CIO to avert direct norm inconformity.

This is just one of the examples where a hierarchal structure is found among
the IT Governance related norms, yet it shows that it provides the CIO with a
means of retaining legitimacy without directly following the norm. Hence, the
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hierarchal stature of the norms could be seen as providing the CIO with a
strategy that makes it possible to retain legitimacy without piously following
the norms.

Another one of these strategies available for the CIO to maintain both
legitimacy and avoiding possible counter-productive norm adoption is the
interpretive viability of the organization as such. On answering the questions
provided in the consulting questionnaire, the CIO employed a shift in focus
from the norm as such to the organization as such.

Through stating that the organization was in compliance with the norm with
the re-interpretation of the basic concept of the organization instead of the
norm, the CIO had a means of upholding legitimacy despite not truly fulfilling it
on an organizational level. If, for instance, the norm “Top Management should
be responsible for realizing the value of IT” is in focus, the CIO might legitimize
not fulfilling the norm through re-interpreting the organizational chain-of-
command as Top Management always being responsible for what happens at
the lower levels and hereby reach full norm compliance.

This alternative version of interpretative viability (Benders & Van Veen, 1988)
could hence be regarded as the second strategy to maintain both legitimacy
and freedom of practice for the C102°.

These thoughts are touched upon in Brown (1978) through a discussion on the
true power of the executive manager. According to Brown, the trademark of
true power is to have the option to choose what to follow, not merely how. Or
in the words of Brown (1978:376):

..."making decisions” is not the most important exercise of organizational
power. Instead, this power is most strategically deployed in the design and
imposition of paradigmatic frameworks within which the very meaning of
such actions as “making decisions” is defined.

The Unpackaging of IT Governance related norms

As the conclusions of this thesis point out, the CIO uses the organizational idea
of IT Governance instrumentally in a strive for increasing her professional
status. Hence, the choices made in respect to which elements (what norms) of
IT Governance that are pushed become important for securing both the
legitimacy and identity of the CIO.

29 See Benders and Van Veen (1988) for a discussion of interpretative viability as it
relates to management fashions.
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Provided this instrumental use of IT Governance, this gives rise to an
inclination of the CIO to single out and select aspects of IT Governance (in this
thesis norms) with a high correspondence to those predominant in the Top
Management of the organization. Hence, a potential bias was identified in
which organizational ideas and elements of organizational ideas that actually
become adopted by CIOs.

That is not, however, to say that the CIOs are regarded as being simple subjects
to whims of fashion or strong, dominating logics. Instead, as I have noted, the
CIO is instrumental in her choices, and there is a high level of insight as to what
will actually benefit the CIOs agenda. With the findings that the CIO highlights
the organization and the well of the organization, the motive talk as displayed
by the CIOs in this thesis often functions as a means of ratifying the choices
made.

This line of thought does however bring up some potentially less than
flattering aspects of the CIOs in large, Swedish organizations.

“At the moment of granting the assignment, His Majesty saw before him
the bowed head of the one he was calling to an exalted position. But even
the far-reaching gaze of His Most Unrivaled Majesty could not foresee
what would happen afterward to that head. The head, which had been
bobbing up and down in the Hall of Audiences, lifted itself high and
stiffened into a strong, decisive shape as soon as it passed through the
door. Yes, sir, the power of the Emperor’s assignment was amazing. An
ordinary head, which had moved in a nimble and unrestrained way, ready
to turn, bow, and twist, became strangely limited as soon as it was
anointed with the assignment. Now it could move in only two directions:
down to the ground, in the presence of His Highness, and upward, in the
presence of everyone else. Set on that vertical track, the head could no
longer move freely.” Kapuscinski, (1989 :34)

The quote above is taken from the travel-writer Ruszchyard Kapuscinski’s
descriptions of the everyday life in the court of the Ethiopian Emperor Haile
Sellasie I in the early 1970’s. I find that the description, as offered by one of the
servants of the court, is a thought-provoking illustration of some of the aspects
of the life and times of the CIO in large, Swedish organizations.

The risk of fixating your head on the “vertical track” as Kapuscinski so
eloquently puts it, could very well prove to be detrimental for the CIO. Being
responsible for IS and moving more and more to the higher levels of
abstraction in terms to responsibilities and accountabilities creates a potential
void of responsibility that may very well influence the organization in a
negative way.
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That is not to say that this type of behavior and strive is by default a negative
one. While pushing IT related issues into the board room, the CIO is very much
making the previously disregarded subject of IT more and more the focus of
Top Management attention.

At the same time, this rise within the corporate hierarchy opens up for the risk
of the CIO distancing him- or herself from the everyday operations of IT,
something that may prove to be detrimental for IS in the long run.

Following on the issue of the potential bias in adoption patterns as identified in
this thesis, this could lead to what Meyer & Rowan (1977) refer to as the
tendency for organizations to adopt behavior that is less than optimal for the
organization as a whole. This negative aspect of the biased adoption, leads to a
potential risk appearing as a consequence of the strive for increased status of
IT, namely one of imperfect fit between the IT Governance and the objectives
of the organization.

If the instrumental value of IT Governance is directly dependent upon the
increased status of IT, the personal stature of the CIO will depend on how well
the CIO can push IT Governance related issues up towards Top Management.
This becomes particularly interesting when looking at the present situation
with an economic recession and a strong focus on cutting the operational costs
of organizations (Raynor, 2008).

At a seminar that I held with 60 CIOs in Stockholm in May 2009, the overall
perception among the CIOs was that with the increased focus on cost-cutting
for the organization as a whole, Top Management’s interest in IT Governance
related issues had started to soar. IT was regarded as a technology that (if
correctly governed) would enable the organization to gain a higher effect from
their cost-cutting initiatives. This is also supported by some of the initial
findings from the Professional analysts in their analysis of how the overall
macro-economic development is impacting IT and IS (Raynor, 2008).

If this observation stands true, then the increased interest from Top
Management in IT Governance would bring with it an increase in the speed
with which the status of IT is increasing. This would lead to an increased push
towards the second scenario of the future role of the CIO as a Corporate Man
and a further tendency of the CIO to advocate norms that are in direct tune
with those of Top Management. If this happens, there might come a time when
IT Governance as a concept needs to be re-conceptualized as a tool for Top
Management rather than IS in securing the efficiency and effectiveness of IT as
a resource. To clarify: The perception of IT Governance as the settings for IT
Management would need to focus on the demand-side, and let go of all
attempts at governing the supply-side (IS).
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Limitations of the study

I have made a number of choices that necessarily limits the study. In this
section, | describe these limitations.

The first limitation concerns my methodological decision to view the
unpackaging of IT Governance as a process of legitimization. My reason for
focusing on the strategies of legitimization relates to the research setting.
When I asked the respondents of this research to state their level of maturity
vis a vis the norm-related questions, I discovered their accounts were very
similar to the “legitimating accounts” studied by Creed, Scully, and Austin
(2002). I conducted my study of unpackaging using the strategies of
legitimization in which legitimacy is the “anchor point” of institutional theory
(Suchman, 1995) and is defined as in tune with the norms of other
stakeholders (Ashforth and Gibbs, 1991).

Despite the support for the link between the unpackaging phase and the role of
legitimization, the choice of a proxy for legitimization limited my study. The
focus on strategies of legitimization may explain only how CIOs legitimize their
choices. However, | argue that my combined work with strategies of
legitimization, legitimating accounts, and the links to the unpackaging phase of
translation, contributes to the understanding of unpackaging. My focus on the
strategies of legitimization is a unique perspective to one aspect involved in the
unpackaging of IT Governance related norms.

The second limitation concerns the across-firm variability related to the cross-
sectional field study approach. Bowen and Wiersema (1999) note that one
deficiency of the cross-sectional approach is the accounting for across-firm
variability. In this thesis, my objective was to direct the attention away from
the organizational level of analysis and towards the personal level. As the
subject of study is the individual CIO, the impact of across-firm variability is
dependent upon the strength of the CIO profession. As noted previously, there
are questions regarding the CIO’s professional identity. A weak professional
identity makes the across-firm variability more problematic.

The third limitation concerns the use of triangulation for validating the findings
in Study I. Since the triangulation is not bi-directional, I made no attempt to
identify additional norms. 1 explain this approach by noting the empirical
limitations in Study II. Since the empirical data of Study II was necessarily
circumscribed by the consulting firm’s research design, | was very practical in
my approach in Study I. I could only identify and validate the ten norms of this
research based on the parameters of the consulting firm’s design. I could not
include any other norms that the Professional Analysts or Academics might
have proposed. As a result, my identification of IT Governance related norms
might be incomplete.
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A related issue is whether this study makes the case for triangulation.
According to Jick (1979), there are a number of different approaches to
triangulation. These vary from the quite simple introduction of multiple scales
to the “holistic description” (Jick, 1979: 603). In my use of triangulation, I
aimed at cross-validation by combining different methods and different data
sets to investigate the same constructs. Because of this practical approach,
there are empirical restrictions. I did not use triangulation to its full potential
by “allowing for new or deeper dimensions to emerge.” (Jick, 1979: 604).

The fourth limitation concerns the criteria for establishing consensus on the
supply side of IT Governance related norms. Each consulting firm’s norm was
validated if one of the two external sources (Professional Analysts and
Academics) validated it. As a result of this process, I validated all ten norms.
Had I required that norms be validated by both sources, | would have validated
only seven norms. However, in my analysis of the three norms not
unanimously validated, I did not find any substantial differences in the
patterns of strategies of legitimization. It is unclear what this second analysis
means. Does a norm require a certain critical mass to be considered valid? Is
the interview setting itself sufficient that the respondent accepts the validity of
the norm? The different implications of these two alternative interpretations
are problematic. If the answer to the second question is yes, then the
implication is that Sub-study B (Professional Analysts) and Sub-study C
(Academics) in Study I may have been unnecessary - a norm identified by the
consulting firm, by default, is valid. If, however, we accept Ross’s (1968)
definition of a norm, a true norm requires validation by other sources.

This discussion may expand to possible inconsistencies in the norms based on
the literature. For example, Gupta’s (2001) research may directly conflict with
the norms of formalization. Gupta believes the personal relationship between
the CEO and CIO is a critical factor that outweighs the formalization in
structures and processes. This alternative conclusion may challenge the
validity of the norms in my study. Based on the literature reviews and the
archival studies supporting this thesis, I argue, however, that the ten norms are
valid. IT Governance is in one sense highly homogenous, but this homogeneity
does not necessarily exclude contradictions. My conclusion that IT Governance
is generally a homogenous field derives from my analysis of my empirical data.
Alternative interpretations need not invalidate norms that have empirical
support.

The fifth limitation concerns the choices of theories. As explained in the
Method chapter, I did not select the theoretical support for this thesis at the
beginning of my research. Instead, I adopted the theories based on various
channels of inspiration and by a hermeneutic process of re-design that largely
set the tone for this study. For the links between the strategies of
legitimization and professionalization, my inspiration was Neo-Institutional
Theory and DiMaggio and Powell’s (1983) concept of normative isomorphism
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and its links to professions. The use of the Marginal Man and the theories
related to marginal professions resulted from my attempt to find a sociological
basis to explain how a professional role exists at the periphery. Hence, I chose
theories by a pragmatic and utilitarian process.

The sixth limitation concerns a common interpretation by the readers of this
thesis in its draft stage. They concluded that my assumption is that all norms
are external for IT Governance in large, Swedish organizations. This is an
erroneous assumption. I focused on the norms from external sources since
those norms provided the starting point of my investigation. It was not my
intent to exclude other norms as possibilities or to make the CIO a passive
manager, subject to a set of externally imposed norms.

Following on the same note, I have tried to refrain from getting into polemics
in regards to the sender/receiver idea of translation. This simplification based
on basic models of communication does not amply reflect my own perception
of the translation process. Management ideas are constantly re-produced by
both sides of the sender/receiver divide, and the intricate relationships
between the two parties cannot be accurately summed up in such a simplified
model. The model is, however, a valuable starting point for the research
question of this thesis.

Future research

In this research, I had the opportunity to review and apply a number of
different methodological and theoretical considerations to the study of
translation. In my work, I identified several avenues for future research that I
discuss next.

On methodology

The methodological alternative in using secondary analysis of qualitative
material was found to be a highly usable and valuable alternative when
studying the process of translation. Contrary to previous findings (Lervik et al,
2005) I found that the critique of studying organizational ideas from a ready-
made perspective to be substantiated, yet the advocacy of longitudinal case
studies is as I feel somewhat of a narrow path. On one hand, this leads to a bias
in respect to what type of organizational ideas that are studied (since ideas
that are not successful in their diffusion would tend to be forgotten, much like
Sturdy, (2004) notes), while at the same time this leads to a less than efficient
means of targeting particular phases of the process of translation.
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Instead, I found that the cross-sectional approach taken by this thesis to be a
viable one, particularly in combination with the use of secondary material.

This use of secondary material as a (in this thesis the only) source of empirical
data is regarded as sustainable since it both utilizes previously conducted
studies (and hence saves precious time and resources) and provides an
important contribution in itself. Through using a consulting study as both a
means for securing access to data and as a means for securing the relevance of
the data itself (through the assumption that what the consulting profession
deems as relevant has a close relationship to what the market for the
consultants deems as relevant), the researcher is supplied with a valuable
starting point for further research.

The use of secondary material leads us to a potential alternative design of the
research process based on retrospective reflection and interpretation. If we
want to use a previously constructed and conducted study, we would need to
address the issues related to the loss of control over the research setting and
design of the study and open up for a retrospective construction.

Inspiration for this retrospectively constructed approach of the research
process could be found within the field of Sociology of Knowledge and Science
(see for instance Pickering, 1992). Gooding (1992: 78p) summarizes the
question of agency in observation and the aspect of all constructions in essence
being retrospective:

“In more familiar language, judgments about the reality of an entity or about the
directness of an observation are retrospective. Their status reflects confidence
based on certain representations being made and tried, on distinctions being
drawn, skilled practices established, and so on..it is well known that most
logically crucial experiments acquire crucial status through retrospective
constructions (often in textbooks) which give a false view of the actual status
experiments had when proposed or when performed.”

Apart from the relativist rationale behind post-study reconstructions, the need
for methodological heterogeneity as a means to escape what Hacking
(1992:30) calls the “self vindication” of studies becomes relevant when looking
at the field of Scandinavian Institutional theory.

“A theory inconsistent with an observation can always be saved by modifying an
auxiliary hypothesis, typically a hypothesis about the working of an instrument...
It is my thesis that as a laboratory science matures, it develops a theory and types
of apparatus and types of analysis that are mutually adjusted to each
other...They are self-vindicating in the sense that any test of theory is against
apparatus that has evolved in conjunction with it - and in conjunction with
modes of data analysis. “
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The latter part of this quote could be used as rationale for introducing a new
set of methodological standards (apparatus) into an existing theoretical field.

Continuing on the issue of research methodology, previous researchers have
commented on the need for more in-depth studies on the receiving-end of
translation (Djelic, 2007). This calls for a different analytical focus than the
majority of previously conducted research (Strandgaard Pedersen & Dobbin,
2006), and this thesis is one example of how this could be designed. The study
of the cognitive aspects on a personal level of analysis for the receiving end of
the process of translation is an approach that I feel should be subject to more
research.

The application of theories spanning the areas of sociology and psychology is
another interesting aspect that has arisen during my work with this thesis. I
have throughout my work tried to be as open as possible to theories that could
be of value for my own increased understanding of this particular area of
research, and this has also brought with it a need for transgressing the
personal level of analysis.

The literature surrounding the sociology of work and occupations offers a
different level of analysis that given the focus on norms was deemed necessary
for the completion of my analysis. I feel that future research within the field of
translation should be open to expand the level of analysis to encompass the
profession as well as the person. Despite my best intentions, I feel that this is
an area where a lot of interesting results are still waiting to be found and
where research could be valuable.

Potential projects

A number of potential research projects have occurred to me that could
increase the knowledge of IT Governance, the role of the CIO, and the process
of translation.

(1) - I suggest that the role of the CIO be studied by focusing on the aspects of
identity and loyalty as well as on the relationship between the CIO and her
colleagues. Such studies would be of particular interest at large organizations
whose IT operations are large enough to employ a CIO. SME organizations are
probably too small. This research may involve ideas from the sociology of
work and professions and the theory of the Marginal Man and answers to the
call of Strandgaard Pedersen and Dobbin (2006).

(2) - I also suggest more study related to the norm system for IT. Possible
sources of inspiration are the following: Boxenbaum and Battilana’s (2005)
study of the importation of ideas as a source of innovation; Friedland and
Alford’s (2001) study of the use of dominant institutional logic and field
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frames; and Lounsbury, Ventresca and Hirsch’s (2002) study of mapping the
causal relationships between dominating logics. The field frame in particular is
deemed useful in the mapping of interrelationships of management ideas such
as IT Governance and the underlying logics (and norms).

(3) - Furthermore, the results of Study 1 provide an interesting approach to
further investigation of the supply side of IT Governance. Through looking not
only at supply from one source (such as in Mazza & Alvarez, 2000; Carson et al,
2000), but through triangulating sources from different actors, new insights
may be possible. These actors may include the three types as in Study I, but
additional actors such as users, government and standard organizations could
also prove to be of interest.

(4) - I recommend the study of the instrumental and symbolic aspects of
management ideas (such as IT Governance). Possible sources of inspiration are
the following: Zilber’s (2006) study of the ritualistic adoption of management
ideas; research following on Meyer and Rowan‘s (1977) work in Neo-
Institutional Theory. Such research may help us understand how a CIO selects
IT Governance norms instrumentally with motives not wholly related to the
good of the organization and where the CIO’s professional status is a factor.

Garfinkel (1967) suggests a methodology for this research3?. Garfinkel initiated
field-based experiments that are known as “breaching experiments”. In such
experiments, the researcher exposes subjects to norm-breaching actions in
order to study their reactions. Examples of such experiments are Milgram'’s
study of commuters and Goffman’s study of littering. [ have not found any
examples in which the subjects of the experiments are managers.

(5) - Finally, I see a need for a purely profession-focused approach to the study
of the changing role of the CIO. Such study should be directed to Abbott’s
(1988) prerequisites for system disorder or to the instigators of change in a
professional system. There are several developments of interest in technology,
management ideas, and frameworks as well as in corporate governance,
accounting, and organization structure changes. In the context of today’s
economic realities, study of these developments may provide insights into the
CIO role. In such studies, the researcher may compare, for example, the CIO’s
role to that of other senior executives.

30 A careful consideration of the ethical issues involving such work in any given
situation is highly recommended.
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