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Abstract

For

Information and Technology Managers as Influential
Change Implementation Agents: An Organizational
Culture Perspective

This study examines change implementations and opportunities for information and
technology managers to influence organizational culture as part of the change process. Four
cultural traits offered by Denison and Mishra (1995) (involvement, consistency, adaptability and
mission ) are aligned with four change concepts (IT change implementation, strategic change
management, impact of change and organizational learning). Selected literature (1980 —2004) is
analyzed to produce a reference for use by managers when planning and implementing

technological changes.
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Chapter I. Purpose of the Study

Brief Purpose

The recent rapid development of communication and information technologies has
brought many new functional opportunities and threats (Earl & Khan, 2001; Galliers, Leidner, &
Baker, 2000; Cozic, 1996) into the business environments of most organizations. It is becoming
essential that mangers recognize that an organization’s success depends on a shared
organizational culture (Galliers, Leidner, & Baker, 2000; Boiko, 2002; Miller, 1985; Rumizen,
2002) that promotes the behaviors necessary for success. Markus and Benjamin (1996) posit
that information and technology managers can act as influential change agents to facilitate a
shared organizational culture that support effective adaptation (Earl & Khan, 2001) to these new

business environments.

The larger goal of this study is to examine the relationship (Senge, 1994; Larmett, 2004)
between organizational culture and organizational effectiveness (Larmett, 2004; Deal &
Kennedy, 1999; Wagner, 2003). (In this case, organizational effectiveness is defined as the
degree to which an organization realizes its goals (Daft, 1992). The particular purpose of this
study is to examine change implementations (Detert, Schroeder & Mauriel, 2000) and the
opportunities for information and technology managers to influence organizational culture as
part the change process, (O’Reilly, Chatman & Caldwell, 1991; Lawler, 2002) to support greater

organizational effectiveness (Galliers, Leidner, & Baker, 2000; Roberts, 2004; Huber, 1990).
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Change implementations, defined as methods, activities or programs to improve
important human and organizational outcomes (Detert, Schroeder & Mauriel, 2000), are
explored. This exploration is contextually bound by four distinct cultural categories of an
organizational environment: involvement, consistency, adaptability and mission (Denison &
Mishra, 1995; Daft, 1992). Specifically, the potential role of information and/or technology

managers, as part of a change implementation, is examined within each of these categories.

The larger method used in this study is a literature review (Creswell, 1994); building
upon past research in the fields of organizational culture change management, and technology
implementation. Literature published between 1980 and 2004, is subjected to content analysis
(Leedy & Ormrod, 2001) as a means to identify change implementations that characteristically
present opportunities for information and/or technology managers to influence the alignment

between organizational culture and effectiveness.

Results of the content analysis are annotated and categorized, according to their
association with the four categories of organizational culture listed above (involvement,
consistency, adaptability and mission (Denison & Mishra, 1995; Daft, 1992), and presented in
Table 4: Concept/ Cultural Trait Alignment. This table is designed for use by information and

technology managers to identify and understand strategic cultural options, related to change

implementations, as they plan scenarios (Strauss, 2004) to enhance organizational effectiveness.

2
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Full Purpose

A flood of new business opportunities and threats has been opened to existing
organizations amid the advent of the Information Age (Earl & Khan, 2001; Galliers, Leidner, &
Baker, 2000; Cozic, 1996; Austin & Currie, 2003). Even though this notion has been proclaimed
for over four decades (Cozic, 1996), many organizations continue to face failed change
implementations (Detert, Schroeder & Mauriel, 2000; Markus & Benjamin, 1996) related to
information technology. Although process changes initiated by new technology can significantly
affect how and why people accomplish their objectives (Winters, 1998; Austin & Currie, 2003)
as well as the nature of those objectives, there is a common belief that a lack of human
preparation along with a shallow understanding of technological and information management
concepts (Markus & Benjamin, 1996; Cozic, 1996; Austin & Currie, 2003; Galliers, Leidner, &

Baker, 2000) are major contributors to these failures.

It is becoming essential that mangers recognize that an organization’s success depends on
an organizational culture (Galliers, Leidner, & Baker, 2000; Boiko, 2002; Miller, 1985) that
promotes the behaviors necessary for success. In this case, organizational culture can be defined
as the set of shared assumptions, unconsciously embraced by the people in an organization,
which determine how they perceive, contemplate, and react to their environment (Schein, 1996;
O’Reilly, Chapman & Caldwell, 1991). Culture is taught to newcomers as they join the

organization (Schein, 1997) and therefore continues itself to each generation.

Culture is powerful, by nature (Rumizen, 2002; Schein, 1996), and we have yet to fully

understand its potential impact on an organization. Many change implementations have been
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completely derailed by organizational cultures that apparently possessed enough power to defeat
the initiative; therefore limiting organizational learning and growth (Rumizen, 2002; Senge,
1994). Insight into the power of organizational culture and its defining forces of influence
(Miller, 1985; Rumizen, 2002) is necessary to tap its power. However, to learn of its power, real
cultural boundaries must be crossed which can be an uncomfortable process even if approached

with the skill of an artist (Schein, 1996).

The purpose of this study is to examine change implementations (Detert, Schroeder &
Mauriel, 2000) and the opportunities for information and technology managers to influence
organizational culture (O’Reilly, Chatman & Caldwell, 1991; Lawler, 2002) to support greater
organizational effectiveness (Galliers, Leidner, & Baker, 2000; Roberts, 2004; Huber, 1990).
Information and technology managers can be in a very strategic position (Markus & Benjamin,
1996; Earl & Khan, 2001; Ackoff, 1981) to act as influential change agents; facilitatin g effective
use and adaptation of systems strategies to aid organizations as they strive to adapt to new
external environments. Information technology change implementations not only impact the
way an organization works, but also have a vast potential to influence the very nature of its
business (Galliers, Leidner, & Baker, 2000). If carefully managed these kinds of strategic change
implementations can create value for an organization (Saloner, Shepard & Poldoney, 2001;
Huber, 1990). Past research has shown that the ways in which these changes are implemented
(Markus & Benjamin, 1996; Senge, Kleiner, Robert, Ross, Smith, 1994; Ackoff, 1981), can be a
major factor in the ultimate success of the underlying organizational strategies (Huber, 1990;

Lawler, 2002).
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Through the application of content analysis (Leedy & Ormrod, 2001), change
implementations , defined as methods, activities or programs to improve important human and
organizational outcomes (Detert, Schroeder & Mauriel, 2000), are identified within selected
literature. Once identified, these implementations are aligned within the context of four distinct
categories concerning organizational culture and behavior, excerpted from Denison & Mishra

(1995) and Daft (1992): 1) involvement; 2) adaptation; 3) consistency; and 4) mission.

The framework offered by past research regarding these four cultural categories provides
a basis on which to organize and portray potential influences that information and technology
change implementations have on organizational effectiveness. In this way, the identified change
implementations are categorized to propose a perspective in how they support greater
effectiveness through their role in culture determination. The resulting Table 4: Concept/
Cultural Trait Alignment is arranged by implementation category and cultural category to
facilitate the discovery of information creating a list of options to be used by information and

technology managers during strategy planning scenarios.

The Concept/ Cultural Trait Alignment table can be used by information and technology
mangers to support the development of planning scenarios. Senge (1994) describes the use of
planning scenarios as “sorting predetermined elements from uncertainties and trying to establish
plausible plotlines for how to think about the future” (Senge, 1994, Fifth Dimension Field Book,
p. 283). In this case, the goal is to identify critical roles that information and technology
managers may play to influence change implementations and, hence, enhance organizational

effectiveness.
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Limitations

The literature that was reviewed covers material that often extends beyond the specific
topic and focus of this study. This researcher is not considered an expert in the field of cultural
studies. The context, in which the literature was examined, was framed by this researcher’s

understanding of the topic.

There are many ways to approach the study of organizational culture and organizational
effectiveness. Some information was found to be in direct opposition to the notion of a
relationship between these two intangible concepts. The literature presented in this study offers
only the perspective that supports the notion that there is a relationship between organizational

culture and organizational effectiveness.

The biases of this researcher, even though not intended to be part of the study, should be
considered when examining the content and findings of the review and analysis. Edgar Schein
(1996) recommends that researchers should recognize the fact that the methods and concepts

held by each are the products of his or her our own culture.

This study uses a combination of the definitions of organizational culture found in the
reviewed literature (Schein, 1996; Schein, 1997; O’Reilly, Chapman & Caldwell, 1991). All
cultural concepts that were reviewed in this study were filtered through this statement of

meaning (see Definitions: Organizational culture).
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The four categories of organizational culture (Denison & Mishra, 1995; Daft, 1992) used
in this study are not necessarily developed in any association with information technology. The
purpose for using these categories is to provide a way to define distinct areas of organizational

culture that may be influenced by a variety of information technology implement ations.

Although this was not the intention of the researcher, the literature reviewed happened to
fall between 1940 and 2004. This may have been a side effect of the search methodology and

the broad range of search terms used in the literature discovery phase of the study.

This study defines Organizational Effectiveness as the degree to which an organization
realizes its goals (Daft, 1992). Effectiveness can have a variety of meanings when applied to
different specific cases or problems. The definition used in this paper is intentionally broad in
order to generalize the application of the studies results to specific areas; merely offering

guidelines to discover potential options for technical managers.

A Change Implementation is defined in this paper as a planned or installed change
process (Brache, 2003); the methods designed and applied by managers to direct important
human and organizational outcomes (Detert, Schroeder & Mauriel, 2000). This definition is
used to capture the essence of an intangible concept, change. The innumerable details found in
any change process or scenario can not possibly be addressed in such a study. The results of this
study only suggest general guidelines formed around research theories and past research

experiences.
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Every organization is unique and therefore different from the next. These differences
dictate that a single strategic approach to cultural development and change implementation is
improbable. The outcome of this study is designed to provide a foundation on which a technical
manager can play a role in the assessment and determination of an organization’s culture and
effectiveness. However, it is not offered as a standalone instrument with which to determine
organizational need or strategy in these areas. It is designed as a supplement to other cultural
assessment instruments and organizational effectiveness metrics; merely a potential building
block in a larger cultural design formula needed to develop an appropriate alignment between

organizational culture and organizational effectiveness.

Information technology is very important to most organizations, especially as businesses
become more dependent on technology to sustain competitive advantage. Nevertheless,
information technology change implementation management is only part of a larger
organizational approach; it is not the only cultural influencer. There are many other
organizational characteristics that may have equal or greater effect on the culture and

effectiveness of an organization.

Significance

Lawler (2002) and Ouchi (1993) concur that an organization’s culture is the result of
influences emanating from all elements of its internal as well as external environments. The
challenge is in recognizing these influential elements (Lawler, 2002) and affecting their fit with
organizational strategies (Miller, 1985), or the reverse, to ultimately enhance organizational
effectiveness. The advent of the Information Age has revolutionized information sharing

capabilities in ways that affect much more that just the way people carry out tasks, these changes
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can affect our cultures (Winters, 1998). The results of these information sharing innovations
highlight organizational culture as a potential strategic wild card (Rumizen, 2002) for

information and technolo gy managers.

Throughout history, technology has always been a trigger for economic and social change
(Winters, 1998; Dyson & Gilder, 1994). Today, as we plunge deeper into the Information Age,
information and technology mangers are strategically positioned to perform important
organizational roles that are beyond the organizational stereotypes that are tightly held by many
cultures (Markus & Benjamin, 1996; Winters, 1998). Two primary roles are organizational
facilitator and advocate (Markus & Benjamin, 1996; Galliers, Leidner, & Baker, 2000).
Information and technology managers can provide vital leadership in these roles through
profound conceptual understanding of information, technology and the ways that it can deliver

competitive advantage (Stallings, 2001; Huber, 1990).

Organizational change is not brought about by the technology alone; instead, people
bring about change (Markus, & Benjamin, 1996; Huber, 1990). In the early years of this new
era, the primary focus was on functionality and performance (Stallings, 2001). Nevertheless, as
technological innovations progress, technology mangers are faced with issues of security,
intellectual property, privacy, information overload, user productivity and other such things
(Stallings, 2001; Winters, 1998; Samorski, 2002; Cozic, 1996). These design and administrative
issues breach the typical boundaries of technology, spanning into societal and cultural matters
requiring a greater diversity of experience and capability for those who manage information

systems. This study examines the ways in which information and technology managers can
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influence organizational effectiveness through their role in change implementation (Markus, &

Benjamin, 1996; Huber, 1990).

Problem Area

Improving organizational effectiveness has always been a primary goal for general
mangers. Technical managers are no exception. In an era where increasing performance
demands and fast-paced change has become the norm, it is necessary to shape organizations into
units that can quickly adapt to new environments (Lawler, 2002; Larmett, 2004). This
adaptation needs to be driven by a strategy (Lawler, 2002) and an organization’s culture must
support that strategy. In spite of differences in working definitions of culture, research seems to
agree that culture is an important factor determining how the people in an organization fit and
function within an organizational environment (O'Reilly, Chatman, & Caldwell, 1991).
Inattention to these social systems, within organizations, has led researches to underestimate the

impact of internal cultures on the business operations and outcomes (Schein, 1996).

Many technical managers find themselves in roles that require the skills of a change agent
(Markus & Benjamin, 1996; Galliers, Leidner, & Baker, 2000; Huber 1990). Since information
and technology management is often at the hub of many if not most organizational change
initiatives, furthering performance and competitive advantage, these managers are placed in the
position to facilitate and even design change implementations. A vast body of research shows
that the manner in which change is implemented and the preparation of stakeholders are major
contributors that determine the degree of the change process effectiveness and its ultimate

success (Markus & Benjamin, 1996; Huber, 1990). Many organizations continue to struggle
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during and after these technical change implementations striking, in an unfair fashion, at the
credibility of the technology itself (Markus & Keil, 1994). Information and technology
managers should not assume all of the blame. Literature shows that information and technology
professionals cannot achieve the needed success alone (Markus & Benjamin, 1996; Galliers,
Leidner, & Baker, 2000; Huber, 1990). They must have support from executives, general
managers and system users (Markus & Benjamin, 1996; Huber, 1990). These non-technical
managers and workers need preparation including education and new skill development to
support change and preserve the expected degree of success. Information and technology
managers can facilitate growth of the required organizational intelligence if they devote the time,

resources, and effort toward cultural development (Halal, 1997; Huber, 1990).

Organizational Intelligence, as describe by William Halal (1997) is an overriding factor
that can affect an organization’s necessary evolution and foster success (Halal, 1997; Huber,
1990; Bergeron, 2004). Halal’s definition of this concept has two parts: 1) the capacity of an
organization to create knowledge and use it strategically to adapt to its environment 2) the
problem solving capacity of an organization created by various components. An organization’s
culture is one of these components and it is greatly influenced by information technology.
Although a common scale on which to measure organizational intelligence has not been
developed, it is clear that measuring can be exacted to determine the relative contribution of
cultural characteristics to performance (Halal, 1997; Bergeron, 2004); culture is learned by the

members of an organization (Schein, 1997).
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Peter Senge (1994) has long heralded the concept of “the learning organization.” It is
rooted in the fundamentals of system thinking (Senge, 1994: Ackoff, 1981). The premises of
system thinking points out that the essence of every organization is a product of the collective
thoughts, behaviors and reactions of its members (Senge, Kleiner, Robert, Ross, Smith, 1994); in
other words, organizational culture (Schein, 1996; O’Reilly, Chapman & Caldwell, 1991). The
primary influential element in an organization is not its policies, budget, or structure, but its
people (Senge, Kleiner, Robert, Ross, Smith, 1994). Employing strategies based in systems
thinking to develop balancing and reinforcing influences can potentially direct the path of an
organization’s culture (Senge, 1994; Senge, Kleiner, Robert, Ross, Smith, 1994). Technical
mangers can assume a critical role as cultural agents of change by guiding these system based

strategies with information technology.

The larger goal of this study is to examine the relationship (Senge, 1994; Larmett, 2004)
between organizational culture and organizational effectiveness (Larmett, 2004; Deal &
Kennedy, 1999; Wagner, 2003; Daft 1992). The focus of this paper is on the change agent role
that information and technology managers can assume to facilitate not only the needed
technology changes, but also the related cultural transformations that are required for change
implementation success (Markus & Benjamin, 1996). . The approach and results of this
exploration, targets the needs of information and technology managers who have discovered the
opportunity to stand in the gap between a current level of organizational intelligence, and the
needed level; fostering the success of required change implementations that are needed to sustain

or improve organizational effectiveness (Huber, 1990).
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Uncovering the ways that technology and change implementations affect organizational
culture, can inspire the discovery of potential strategic options or opportunities. Organizational
effectiveness is a common consequence of informed strategic planning (Lawler, 2002; Huber,
1990). The results of this study extend the knowledge gained from past research by providing
additional perspectives with which to assess potential opportunities. It coordinates and presents
technological options, discovered in past research, which can influence organizational culture to

support organizational effectiveness.

Definition of Terms

Adaptability (culture). A strategic focus on the flexibility and change that is needed to
meet the requirements of an organization’s external environment (Daft, 1992).

Alignment (organization). The result of a process of building a shared vision amid the
people and functions of an organization (Senge, 1994, FB)

Change Agent. The person who is responsible to plan and implement change in an
organization (Rumizen, 2002)

Change implementation . A planned or installed change process (Brache, 2003). The
methods designed and applied by managers to direct important human and organizational
outcomes (Detert, Schroeder & Mauriel, 2000).

Change management. The process that an organization’s managers use to implement
change despite stakeholder resistance (Rumizen, 2002).

Concept coding. Categorizing research data and systematically labeling these categories
to highlight themes and patterns that provide support for a study (Creswell, 1994).

Consistency (culture). An internal focus and orientation that promotes a methodic

approach to operations and maintaining a stable environment (Daft, 1992).
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Content analysis. A detailed and systematic examination of the contents of a particular
body of material for the purpose of identifying patterns, themes, or biases within that material
(Leedy & Ormrod, 2001)

Culture. A shared mental model that influences how groups of people behave and
interpret behavior, frequently without the people having any awareness of the underlying
assumptions (Galliers, Leidner, & Baker, 2000). A set of shared communication and behavior
standards that a group of people adopts and upholds. (Boiko, 2002)

External environment (organization). All of the forces and entities, outside an
organization’s boundaries, which require the attention of its managers to sustain organizational
effectiveness (Bateman, 1993).

Facilitation . The set of skills and methods that are used to help in a task without
obstructing or affecting the outcome (Senge, 1994; Rumizen, 2002)

Functional opportunities. Strategic operational options that support the overall goals of
the organization (Bateman, 1993; Kotler, 2003)

Functional threats. Events or items that pose a risk to an organization’s operations or
goals (Bateman, 1993; Kotler, 2003)

Influence. A challenge or force that encourages a particular behavior or point of view
(Kotler, 2003; Saloner, 2001; Miller, 1985)

Influential elements. Something or someone that provides information or stimulus to
affect a decision or point of view (Kotler, 2003; Saloner, 2001; Miller, 1985)

Information management. The methodology use by an organization to determine what
information should be kept, how it should be organized, where it should be stored and who

should have access to it (Galliers, Leidner, & Baker, 2000).
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Information strategy. A complex of implicit or explicit visions, goals, guideline and
plans with respect to the supply and demand of formal information in an organization, sanctioned
by management, intended to support the objectives of the organization in the long run, while
being able to adjust to its environment. (Galliers, Leidner, & Baker, 2000).

Infrastructure. The organizational design innovations that affect the structure,
processes and resource allocation methodology of an organization (Senge, 1994)

Intangible assets. Something that has value to an organization, but has no physical
existence (Rumizen, 2002).

Internal environment (organization). All of the forces and entities, inside an
organization’s boundaries, which require the attention of its managers to sustain organizational
effectiveness (Bateman, 1993; Miller, 1985).

Intellectual capital. The knowledge held by an organization (Rumizen, 2002)

Involvement (culture). A focus on the participation of each member of an organization to
accommodate for rapid changes in the external environment (Daft, 1992)

Knowledge management. The methodical approach that an organization uses to
capture, create, share and leverage knowledge (Rumizen, 2002).

Learning organization. An organization that is continuously adapting its capabilities
and knowledgebase to sustain competitive advantage and create its future. (Senge, 1994)

Literature review. This is an examination of a body of literature regarding a particular
topic; describing theoretical perspectives and previous research findings related to the problem at
hand (Leedy & Ormrod, 2001).

Mission (culture). A focus on the importance of the shared organizational vision and

purpose (Daft, 1992).
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Organizational culture. The set of shared assumptions, unconsciously embraced by the
people in an organization; that determine how they perceive, contemplate, and react to their
environment (Schein, 1996; O’Reilly, Chapman & Caldwell, 1991). This culture is taught to
newcomers as they join the organization (Schein, 1997) and therefore continues itself to each
generation

Organizational development. The use of behavioral science and knowledge techniques
to guide the attitudes, beliefs, values and behaviors in order to facilitate organizational
effectiveness (Bateman, 1993)

Organization design. The organizational architecture, routines, and culture that result
from the strategies used to achieve an organization’s goals (Saloner, 2001).

Organizational effectiveness . The degree to which an organization realizes its goals
(Daft, 1992).

Organizational Intelligence. Organizational intelligence is the capacity of an
organization to create knowledge and use it to strategically adapt to its environment or
marketplace (Halal, 1997).

Organizational strategies. The strategic processes and systems that an organization
uses to achieve its goals (Senge, 1994).

Planning Scenario. An independent management tool that highlights the implications of
possible future systemic discontinuities, thereby helping managers identify the nature, timing and
implications of, and prepare for, a range of changes. It does this by developing detailed, often
proprietary pictures of alternate futures. Indicators or signals are developed, for this process, to

help an organization evaluate potential future courses of action before a change is implemented.
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These scenarios are usually developed from future perspectives rather than present situations.
(Strauss & Radnor, 2004; Senge, 1994)

Strategic Information Management. The strategic use of information systems, strategic
information systems planning, and strategic information systems to facilitate the achievement of
an organization’s goals. (Galliers, Leidner, & Baker, 2000)

Scenario planning. The iterative process of generating options; then rehearsing the
options while evaluating needed contingencies, and projecting results (Bateman, 1993; Senge,
1994).

Strategic Innovation. Exploring the unknown to create new knowledge and new
possibilities. (Govindarajan and Trimble, 2004).

Technology Implementation. The strategic use of communication or information
technologies to achieve process or human behavior enhancement which promotes organizational

effectiveness (Bateman, 1993)
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Chapter Il. Review of References

The following section contains an annotated bibliography of the primary sources used in
the development of this study. The entries are arranged alphabetically and provide descriptions;
highlighting concepts and contextual elements that are foundational to the study’s purpose,

method, analysis and outcomes.

Austin, Jeff; Currie, Beth. (2003, Dec). Changing Organisations for a Knowledge
Economy: The theory and practice of change management. Journal of Facilities Management
December, 2003, 2(3), pp229-243.

Austin and Currie provide contextual background for this current study by introducing
the notion of change management as an appropriate or necessary approach to sustain
organizational effectiveness while in today’s rapidly changing business environment. The work
uses a case study methodology to uncover various key concepts regarding human behavior and
change. They delve into the psychological processes of organizational change and reveal
significant insight into related interpersonal and leadership dynamics. This work provides
supportive material on the non-technical side of organizational change and aids the current
researcher in representing a well-rounded and holistic approach to the topic, as described in the
Full Purpose section.

This article is selected because of its relevance to cultural and technology change with

respect to management strategies; also is a very current work.

Benjamin, Robert L., Levinson, Eliot. (1993). A framework for Managing IT-Enabled

Change. Sloan Management Review. Summer, 1993, 34(4), pp23-33.
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Benjamin and Levinson offer a framework for information technolo gy (IT) enabled
change. The framework provides a common language for managers showing how technology,
business process, and organization must be adapted to guide change implementations to enhance
effectiveness. The authors emphasize that technology alone is not enough to assure
improvement in process productivity. They announce that it requires learning on the part of the
workers. This goes to the heart of this study’s analysis and discussion as it supports the premise
that organizational learning is key to building effectiveness through change implementations.
Benjamin is cited heavily in the Purpose and Problem Area sections of this paper.

This article is selected as a primary source because it addresses the areas of technology
change, organizational learning and improving effectiveness. This information proves to be

valuable in the discussion and resulting conclusions of this paper.

Bergeron, Carol. (2004). Aligned Talent Strategy. Executive Excellence, April, 2004,
21(4), p18.

This paper grants support to the current study by illustrating how the talents of the people
who make up an organization have a direct impact on the performance of the organization. The
author posits that a talent strategy should be an integral part of an organization’s overarching
strategy to sustain competitive advantage. Bergeron promotes the idea that the skills and
knowledge of the people in an organization should be moving toward the same goals as its tools
and systems. The tools and systems used in an organization should complement the human
talents, skills and knowledge within the organization. She also discusses the benefits that are
recognized when operational outcome measurements are used as a feedback channel by which

strategies are developed for intellectual capital management. This supports the premise,
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presented in the Problem Area of this paper, that performance metrics can be used as guidelines
for cultural decisions which affect organizational intelligence (Halal, 1997).

This source scored high in the areas of organizational Intelligence and cultural impact of
change. The author also brought a valuable concept, regarding a necessary match between

systems and employees, to this study.

Cozic, Charles P. (ed.). (1996). The Information Highway. San Diego, CA: Greenhaven
Press.

This book describes many of the environmental and contextual elements that bring
meaning to the current study. The information highway, as it is now becoming commonly
conceptualized, is a relatively new phenomenon to most people. Something as revolutionary as
this demands that individuals and organizations, affected by its influence, make adjustments to
their thoughts and behaviors so as to accommodate the enormous impact on their personal and
professional lives. This book candidly portrays many issues that support a necessary transition
that most, if not all, organizations must face; the work likens it to the adoption of the telephone.
The use of these information and communication technologies is not as straight forward as their
marvels make it seem. The book brings practical and societal insights to this study with its
portrayal of technology as a powerful yet dangerous set of tools. Its writers clearly warn that
along with the potential enrichment they bring, they can also provoke disaster if not used with
intelligence, wisdom, and prudence.

This book is chosen for this study because it helps to illustrate some of the aspects of
context. The writers help to build a picture of the human environment as it is continually

evolved through information technology changes.
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Creswell, John W. (1994). Research Design Qualitative & Quantitative Approaches.
Thousand Oaks, CA: Sage Publications, Inc.

Creswell’s book offers valuable counsel regarding research paradigms and methods used
in developin g this study as well as those used in the literature reviewed by the researcher. He
also highlights various tools such as Research Mapping, that play a major role in the record
keeping techniques used in this study. It is selected because of these contributions to the

methods used in this study.

Denison, Daniel R. (1997). Corporate Culture and Organizational Effectiveness. (2nd
Ed.). Ann Arbor, MI: Denison Consulting.

In this book, Denison examines the ways that culture develops along with its connection s
to the overall effectiveness of an organization. He describes assessment and testing methods to
determine cultural character, and based on results from these determinations, discusses strategic
planning to increase effectiveness through cultural change. He also relates the quality of
organizational life to its culture and how considerations of this nature impact overall
effectiveness. This association between culture and effectiveness provides authoritative
foundation on which the topic discussion is framed.

Key theoretical models and figures representing these models are offered in this work to
explain methods used to study organizational culture and effectiveness and to illustrate how the
two interact or impact one another. This book promotes a tangible framework in which the focus
of this study, an examination of change implementations related to information technology, can

be applied to potential cultural contributions to improve organizational effectiveness.
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The current study is also supported through the author’s thoughtful explanations of the
hypotheses behind the four cultural traits: adaptability, mission, involvement and consistency,
offered by the author. Each hypothesis is discussed at length and related to past organizational
culture research along with actual case studies.

This source is selected for its depth of cultural explanations and it has been frequently

cited in other significant works.

Denison, Daniel R., Mishra, Aneil K. (1995). Toward a Theory of Organizational
Culture and Effectiveness. Organization Science: A Journal of the Institute of Management
Sciences, 6(2), pp204-223.

This paper by Denison and Mishra is used as a core component of this study because it
provides a well defined model of relationships between organizational culture and effectiveness.
The work aggregates two approaches: 1) qualitative case studies, involving five firms, which
demonstrate the nature of the linkages between culture and effectiveness, 2) an exploration of
CEO experiences which highlight cultural traits and their relation to effectiveness metrics. This
work also supports the notion of culture as an integral part of the normal evolution by which
organizations adapt to changing external environments.

The authors also provide support and validation for the perspectives through which the
cultural aspects of organizational operations are discussed in this project. The empirical and
theoretical studies presented offer a paradigm which links cultural attributes to tangible
measurements of organizational performance. This study uses these findings as a framework to

design a means to support the existence of tangible qualities in the relationships between culture
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and effectiveness as well as the notion that specific cultural characteristics can be useful
predictors of effectiveness. This framework provides structure to the data analysis process.

This study was selected because it offers descriptions of cultural case studies, significant
cultural theories, and conclusions that are relevant to this study. Some of the models and

theories portrayed are used as a foundation for the discussion and conclusions presented in this

paper.

Detert, James R., Schroeder, Roger G., Mauriel, John J. (2000, Oct). A Framework
for Linking Culture and Improvement Initiatives in Organizations. Academy of Management
Review, October, 2000, 25(4), pp850-863.

This work contributes to the definitions of Culture and Change Implementations used in
the current study. Detert, Schroeder, and Mauriel expose organizational culture and process
environment as common causes of improvement initiative failure. They offer key insights into
the management of these two factors when change is used to enhance an organization’s
effectiveness. General dimensions of organizational culture and are set forth in table form which
aligns these dimensions with normative Total Quality Management (TQM) values. These
specifically defined cultural dimensions and their associations with TQM change
implementations, as discussed by the authors, lend support and insight to the general application
of the cultural traits purported by Denison and Mishra (1995) to technology change

implementations as well as organizational effectiveness.

Galliers, Robert D., Leidner, Dorothy E., Baker, Bernadette S. H. (2000). Strategic

Information Management , (2nd Ed.). Boston, MA: Butterworth -Heinemann.
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In this book the authors bring a wealth of material regarding strategic modeling and use
of technology, information and change implementation. There are several tables and figures that
support the strategic application of technology in an organization and several are used in this
study’s discussion of the topic.

This study’s definition of Strategic Information Management is based on the material in
this book. Many of the technical descriptions involving the interactions between organizational
elements such as technology, structure, design, communication, decision-making, culture and
performance are used to support the discussion of the topic as well as its conclusions.

The reference list in this book was extremely valuable during the initial literature search

process for this study.

Govindarajan, Vijay, Trimble, Chris. (2004). Strategic Innovation and the Science of
Learning. MIT Sloan Management Review, Winter2004, 45(2), pp67-75.

This paper compares several case studies and adds support to the premise that
technological innovations can aid in organizational learning. The focus in this study is on
strategic experiments to test the viability of new ideas. This study also provides a definition for
Strategic Innovation as the author ties technological innovations to organizational learning.
Govindarajan and Trimble also offer several diagrams to graphically communicate
organizational concepts. This researcher found the Influence Diagram, presented by
Govindarajan and Trimble to be very useful in this study’s analysis and discussion. It helps to
illustrate the perceived influence patterns that various related operational systems have on one
another.

The currency of this article was also a factor in its selection as a primary source.
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Halal William E. (1997). Organizational Intelligence: What is it, and how can managers
use it? Briefs, 4th Quarter, 1997. Strategy + Business. [Online].

Halal provides a link between organizational learning, organizational intelligence,
cultural development and organizational performance, as this linkage is described in the Problem
Area of this paper. He offers a framework that portrays the relationships between these
concepts. He writes, “My associates and I have studied the Information Revolution for many
years, recently focusing on the central role of organizational intelligence. We've developed a
conceptual framework defining O.1., systems for measuring it and methods for analyzing its role

2

in corporate performance.” He goes on to affirm that information technology can have an
influential role in the determination of organizational culture. However, Halal states that we still

lack measurements of culture and performance that can establish universal causal relationships.

Huber, George P. (1990). A Theory of the Effects of Advanced Information
Technologies on Organizational Design, Intelligence, and Decision Making. Academy of
Management Review, January, 1990, 15(1), pp47-71.

In this paper the author presents theories regarding the effects of communication and
decision-aiding technologies on organizational intelligence and design. This work contributes
concepts exposing information technology (IT) as a guiding influence on cultural traits which are
comparable to those at the core of the current study, as discussed in the Problem section of this
paper. Huber offers fourteen propositions; each one relating to ITs affect on an organization’s

culture, intelligence, and decision-making. Also, he draws the concepts of environmental
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scanning and organizational intelligence to this area of study by highlighting how IT benefits
effectiveness through these channels.

A structural perspective is also offered in this paper. Depending on the size and scope of
an organization, the author points out that there are different hierarchical levels at which
technological change implementations can occur. A single type of technological change can
exercise differing types of influences in an organization depending on the structural or
operational level at which the change is implemented. However, the author does not offer any

research on how the influence of decision-makers can be enhanced through technology.

Leedy, P., Ormrod, J. (2001). Practical Research Planning and Design. Upper Saddle
River, NJ: Prentice-Hall.

This book is used as a method resource in this study. The definitions provided by Leedy
and Ormrod of Literature Review and Content Analysis were used to develop the overall research
strategy for this current study. The practical guidelines for research planning and design, set
forth in this book, were a valuable aid in developing the research strategies for this study. It also
provided understanding into the strategies and methods used in the past research that was
reviewed. Chapter Five, “Planning Your Research Design”, was especially helpful in fostering

validity and planning the methodology of this study.

Markus, M. Lynne, Benjamin, Robert 1. (1996). Change Agentry--The Next IS
Frontier. MIS Quarterly, December, 1996, 20(4), pp385-407.
Markus and Benjamin approach their topic from two perspectives. The first focuses on

the potential of information technology (IT) professionals to be change agents fostering greater
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organizational effectiveness. This perspective highlights ways in which (IT) workers can be
used to facilitate change and even implement change to improve organizational performance.
The authors affirm that the method used to implement change greatly impacts the outcome of
that change; it can even be the determining factor between success and failure.

The second perspective is IT centric. This view sees the IT workers as potential agents
for change. Change Agents that are in a strategic position to influence and motivate the
members of an organization toward successful adaptation and adoption of new technological
systems and external business environments. The paper presents three model of “change
agentry.” They are: the Traditional Model, the Facilitator Model, and the Advocate Model. A
table is offered that provides a concise explanation of these models.

This paper also proposes an educational path for IT workers to follow regarding “change
agentry.” It highlights IT as an organizational intervention to be employed beyond the traditions
of system and infrastructure support to help shape organizational behavior to enhance
performance. A table is offered that displays the proposed learning track that is used in this
study’s topic discussion. The paper also supports the definition of a Change Agent as well as
that of a Change Implementation .

This source has been frequently cited in other related works.

Schein, Edgar H. (1996). Culture: The missing concept in organization studies.
Administrative Science Quarterly, June, 1996, Vol. 41 Issue 2, pp229-241.

Schein defines much of the context for the current study in this paper. He paints a picture
of past organizational research being somewhat incomplete since social and cultural aspects of

organizational function and effectiveness have been ignored to a significant degree. He points
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out that general organizational psychology is moving toward an integrated approach which
includes both social and anthropological factors. He also insists that a better understanding of
culture, its development, and affects should be included in any continuing organizational
research. Schein, as a seasoned researcher, admits that even after many years of cultural study,
he is continuously surprised by how little is known about the influences of culture. This current
study uses his research to support the selected definition of Organizational Culture.

Schein also offers a brief chronology of the development of organizational psychology,
especially as it relates to culture in terms of human relations, human nature and organizational
behavior. Through this he depicts culture as one of the most powerful stable forces operating in
any given organization.

This paper has been cited numerous times in other studies in the field of culture and

organization science.

Senge, Peter M. (1994, Oct). The Fifth Discipline, The Art & Practice of The Learning
Organization . New York, NY: Doubleday.

Senge provides several authoritative theories supporting the concept of organizational
learning for this current study. The author highlights a systems thinking approach that illustrates
methods and models for decisive strategic planning which can help to optimize the people and
processes of an organization. This brings conceptual models of organizational existence that can
be understood through terms of cause and effect. The analysis and discussion of this current
study is rooted in an understanding that mangers can build usable system models of
organizational interactions and influences; then use and evolve these models to guide an

organization, along with its members, to success and ultimately effectiveness.
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Senge provides and supports several definitions that are used in the current study. These
are Alignment (organizational), Facilitation, Infrastructure, Organizational Learning,

Organizational Strategies, Planning Scenario, and Scenario Planning.

Strauss, Jeffrey D., Radnor, Michael. (2004, Mar) Roadmapping for Dynamic and
Uncertain Environments. Research Technology Management , March, 2004, 47(2), p51-58.

This paper brings scenario planning and organizational “roadmapping” to the current
study. These are tools with which managers can plan and chart the operations, maintenance and
evolution of an organization. Strauss and Radnor define and explain these tools in detail,
bringing their use into a framework that can be easily understood and applied for this current
study.

The use of Gantt charts and organizational “roadmapping” diagrams are encouraged in
this work, as tools to support the analysis of potential option forecasts, used in strategic planning
meetings. There is a “multi-scenario” roadmap graphic presented by Strauss and Radnor that
inspired several diagrams for this current study’s analysis and discussion. The definition of a
Planning Scenario is supported by the paper as well as a very descriptive example that includes
discussion on how planning scenarios encourage organizational learning. The authors also point

out the major limitations of this planning method and its potential difficulties.
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Chapter Ill. Method

The primary method used in this study is a literature review (Creswell, 1994, p. 22;
Cooper, 1984). There is a vast body of literature that highlights research and theory surrounding
organizational effectiveness, organizational culture, and information technology. The literature
search for this paper is constrained in two ways: time frame and content categories. Selected
literature regarding these three topics, published between 1940 and 2004, is subjected to content
analysis (Leedy & Ormrod, 2001; Palmquist, 2001) as a means to identify change
implementations that characteristically influence the alignment between organizational culture

and effectiveness.

During the 1940s, electronic circuitry and digital computing innovations were beginning
to bring information processing technology to the forefront as a means to enhance organizational
effectiveness (Winters, 1998). This provides the basis for the selected time frame; it is founded
on the arrival of digital technology as a support mechanism for information processing and
management within organization. Within this time frame, the review summarizes past literature
in two top level categories: “Organization Design” (Saloner, Shepard & Podolny, 2001, p. 65),
with a focus on organizational culture; and “Strategic Information Management” (Galliers,
Leidner, & Baker, 2000) with a focus on Information Technology Implementations . Given that
there is some data overlap, the two main categories are broken down into the following six
subcategories to systematically organize the review process as well as the resulting summaries.
Emphasis is placed on only the bolded subcategories, as a way to constrain and focus the study:

Organizational Design:

X Organizational Development
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X Organizational Culture
X Change Management
Strategic Information Design:
X Information Management
X Technology Management
X Information Technology Implementations
Content analysis is selected to support the data analysis of selected literature. The
content analysis portion of this study methodically examines the selected literature focusing on
relationships (Palmquist, 2001) between information and technology change implementations
and organizational effectiveness, using organizational culture as the common point on which to
establish a relationship. Past research results and theories extracted from the selected literature
are identified and categorized with respect to the relationships that they have with the four
cultural categories (Denison & Mishra, 1995; Daft, 1992):
X Adaptation
X Mission
X Involvement
X Consistency
The goal in this process is to facilitate an understanding of each area of influence, in order to

note opportunities for information and technology managers to act as influential change agents.

Data Collection
This study is supported by sources found in books, magazine articles, journal articles,

Web sites, and databases. The literature search and discover process extended additional
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credibility to sources that were commonly cited and regarded as foundational; within the areas of

focus. Authoritative books and journal article were also given precedence because of the ease in

which their information and results can be found, reproduced or examined. Reliability of content

as well as that of availability was a priority when selecting information sources. Any literature

that was not easily accessible was not used to support this study.

Electronic databases and online library catalogues were used to locate supportive source

materials. The electronic databases and online library catalogues that were used are:

X

X

X

Ixquick.com

Look Smart

EBESCO Host Web Online

Solis (Southern Oregon Library Information System)
University of Oregon Online Catalogue

Amazon.com

Search strategies are organized and documented to facilitate a methodical approach to source

location and to provide assurance that the study could be repeated (Creswell, 1994). These

strategies are based on the following major and minor term and phrase categories:

Organizational culture:

X

X

X

X

Adaptation
Mission
Involvement

Consistency

Organizational development:



X Measurements of organizational effectiveness

X Factors that cause or inspire organizational effectiveness

X

Strategy planning

Change Management:

X

X The roles of a change agent

X The impact of change on organizational performance

Change facilitation

Information Management:

X

X

Knowledge management
Strategy planning
Information design
Information architecture
Technology management

User education

Technology Implementation:
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X The effects of technology implementations on organizational effectiveness

X The effects of technology implementations on organizational culture

Table 1 provides a general summary of the basic term and phrase search strategy and the

subsequent results. The search strategy is revised in each minor category according to the

quantity and variety of the initial sources found. These revisions are primarily based on the

quality and relatedness of the initial search results and included synonyms as well as terms and

phrases discovered during searching. Of one hundred fifty two sources that were initially
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collected, thirty were ultimately selected for use in this study, and fifteen qualified as primary

content sources, used as the data set for content analysis.

Data Analysis

Three phases of conceptual analysis methodology are used to examine the selected
literature (Palmquist, 2001). The first phase establishes the relevance of discovered literature to
the purpose of this study. Criteria for analysis concerned: 1) the quantity of literature supporting
each area of focus, 2) the authority of each particular source 3) as well as the evident relevance
of each source’s information to the study’s purpose. Literature selected for review is reported in
Table 1.

The second phase focuses on concept coding (Creswell, 1994; Palmquist, 2001). In this
stage of concept coding, selected literature is examined in order to identify instances of the
following concepts: information technology implementation, strategic change management,
impact of change, organizational learning. Results of this phase of concept coding are presented

in Table 3.

The third phase of conceptual analysis involves assessing an alignment of the results of
the phase two data refinement with the four cultural trait categories, set forth for this study.
These include categories excerpted from Denison & Mishra (1995) and Daft (1992): 1)
involvement; 2) adaptation; 3) consistency; and 4) mission. The following describes these

categories:
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X The involvement culture is primarily focused on participation of the organization’s
members in a volatile and rapidly changing external environment. Involvement is
characterized as a cultural trait with a positive support relationship to effectiveness.

X The adaptation culture is focused on the organization’s external environment and the
necessary adaptive measures that are required to meet customer needs. Adaptation, of the
internal environment to the external environment, is a cultural trait that is positively
related to effectiveness.

X The consistency culture has a focus on structure and consistence methodology in order to
sustain a stable environment. The consistency cultural trait has a positive support
relationship with effectiveness.

X The mission culture places major significance on a shared understanding or vision of the
organization’s purpose; taking roles beyond specific job descriptions. The sense of
mission is characterized as a trait that has a positive relationship to effectiveness

(Denison & Mishra, 1995; Daft, 1992).

The goal in this alignment is to demonstrate the relationships between each identified concept,
regarding the topic, and an aspect of organizational culture. Results of the alignment are
presented in Table 4: Concept/Cultural Trait Alignment table. Using this method of data
analysis, potential opportunities are identified as guiding principles for technical mangers. These
principles offer a foundation on which to develop suitable strategies, when designing change

implementation initiatives.

Data Presentation
The intended purpose of this study is to provide insight into the opportunities available to
information and technology mangers to influence technology change implementations and,

hopefully, contribute to organizational effectiveness. Alignments between organizational culture
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and a set of concepts related to information and technology change implementations are
illustrated in the final outcome of the study, Table 4, titled Concept/Cultural Trait Alignment
table. A discussion of the data supporting this outcome is presented as part of the Conclusion of
this paper. This portrayal of the data analysis outcomes is designed as a reference for technical

managers to consult during change implementation strategy planning.

The Conclusion of this study also offers potential guidelines, extracted from the reviewed
literature, to aid in the application and interpretation of the information in the Concept/Cultural
Trait Alignment table. Technical managers, who are seeking ways to influence change and
enhance organizational effectiveness, without negatively affecting its culture, should find both

Table 4: Concept/Cultural Trait Alignment table and the related discussion useful.

Chapter IV. Analysis of Data

The sources supporting this study were divided into three categories:
1. Context Sources — provide setting and environment information within which
to discuss or explain the concepts that are core to the purpose of this study,
2. Research Method Sources — define and explain the methods used in this study,
3. Content Sources — provide primary data for use in the Analysis of Data
section of this study.
One Hundred Fifty two content sources were carried forward from the literature review of this
study to the first phase of content analysis. These results are displayed in Table 1: Search

Strategy Report.



Search Strategy Report

THUPQGKUDEYBNMURULHYV
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"QLVWIRX®FHV

ODMRU OLQRU QLWL X QG &RQVLGHUHG
Organizational Culture
Adaptation 296
Mission 805 20
Involvement 766
Consistency 333
Organizational Development
Effectiveness Measurements 143 12
Effectiveness Causes 429 14
Strategy Planning 1416 15
Change Management
Change Facilitation 108 13
Change Agent Roles 191 15
Impact of Change on
Performance 1523 18
Information Management
Knowledge Management 1991 3
Strategy Planning 1049 5
Information Design 617 2
Information Architecture 287 1
Technology Management 1557 5
User Training and Education 641 6
Technology Implementation
Effects on Organizational
Effectiveness 465 12
Effects on Organizational
Culture 478 11
Total 152

Table 1: Search Strategy Report
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Phase One

This phase of data analysis was designed to establish essential source relevance and
authority and to distill the body of literature down to a quantity of reliable sources that can be
managed in the time permitted for this study. The phase one analysis evaluates the data sources
by subjecting each source to a relevance, authority, and significance assessment, which scored
each source with an Application Rating. Only the sources scoring in the top thirty two are passed

to the second phase.

Establishing the Relevance of the Discovered Literature

The analysis of literature, pertinent to this paper, began with key word and phrase
searches that were spawned from the three primary subject domains highlighted in its topic:
Organizational Effectiveness, Organizational Culture, and Information Technology Change
Implementations . This fundamental classification was designed to establish relevance and
facilitate content analysis; to some extent this was concurrent with the literature review portion
of this study. These three domains defined the basis for the subsequent data coding process and
provided the necessary informational constraints with which to scrutinize the results of the
literature review. In order to examine the alignment between these three domains, two top tier
categories were selected and applied in all three domains. These were Organizational Design

and Strategic Information Management .

The Organizational Design category focused on data sources concerning organizational

cultures and behaviors. The sources were examined in light of two perspectives: 1) development
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of, and 2) repercussions from, organizational behavior and culture. The focus of the Strategic
Information Management examination centered on information and technology change
implementations within organizations; specifically, data emphasizing information technology

managers, strategies, tools, successes, and failures related to change.

The resulting source classification of this initial examination was expanded to offer three
subcategories under each of the two main categories. This was to help identify and account for
information, which was related to the central focus, but not necessarily at its core. The following
is a list of these additional subordinate categories, listed hierarchically under the two primary
categories, Organizational Design and Strategic Information Design:

Organizational Design:

X Organizational Development
X Organizational Culture
X Change Management

Strategic Information Design:

X Information Management
X Technology Management
X Change Implementations

Each source was scored using Figure 1: the Phase One Relevance Assessment. It was
used to assess the basic relevance of each source to the topic of this study. The literature was
rated by levying one point for each time a source incremented a field in the table. As the sources
were scrutinized the most weight and was given to the bolded subcategories: Organizational
Culture and Change Implementations ; granting two points for each entry in these fields. The
rating was identified as the Relevance Score. This assessment scheme also provided consistent

classifications with which to initially organize the sources.
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Phase One Relevance Assessment

First Level

Second Level

Third Level Scores

Organizational Effectiveness

Organizational Culture

Organizational Design

Strategic Information

Management

Organizational Development

Organizational Culture

Organizational Management

Information Technology Change
Implementations

Organizational Design

Information Management

Technology Management

Information Technology

Implementations

Strategic Information
Management

Organizational Development

Organizational Culture

Organizational Management

Organizational Design

Information Management

Technology Management

Information Technology

Implementations

Strategic Information

Management

Organizational Development

Organizational Culture

Organizational Management

Information Management

Technology Management

Information Technology

Implementations

Figure 1: Phase One Source Relevance Assessment

Establishing Source Authority and Significance

- 40

Two additional coding objectives were sought during this first phase of the data analysis.

These were source authority and significance. The purpose of these objectives was to weigh

source reliability and to establish source significance through verification that each source

significantly supported currently acknowledged concepts within the three subject domains of the

study’s topic.
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To establish source authority, this researcher used two primary measures. These were:
the frequency in which the articles or authors were referenced in other studies or an inspection of
author credentials which could be obtained through informal discovery (primarily online
searches). The latter considered criteria such as position, title, affiliation, experience, and author

achievement, especially those points related to the topic of this study.

Each source that is cited in two or more other works within the body of discovered
literature is granted three points. A source that is reference only once in the other literature, is
given two points. If any source was not referenced in the other literature, an informal attempt
was made to assess the credentials and affiliations of the author. If the author was found credible
by this researcher and depending on the value of this perceived authority, one or two points were

given to the source. This score was identified as the Authority Score.

To establish source significance, each content source was given a score between one and
ten as a subjective determination of the support it provided for substantive links between two of

the three primary subject domains. This is identified as the Significance Score.

Establishment of Source Literature Qualifications

Each potential source received scores in each of the three areas: Relevance, Authority,
and Significance. These scores are averaged independently and then the averages were
combined to produce a final score. This final score was identified as the Application Rating.
Using this rating, thirty two of the originally discovered sources were carried forward to phase

two of the data analysis. These results were reported in Table 2: Phase One Results.
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Phase One Results

Counted in Field of Major

/T HUPQGKUDY¥BWHJRULHV Focus
,QLWIRXW FHV3KDVH

ODMRU OLQRU &RQVLGHUHQ@QH
Organizational Culture

Adaptation

Mission 20 3

Involvement

Consistency
Organizational Development

Effectiveness Measurements 12 4

Effectiveness Causes 14 2

Strategy Planning 15 2
Change Management

Change Facilitation 13 3

Change Agent Roles 15 2

Impact of Change on Performance 18 4
Information Management

Knowledge Management 3 1

Strategy Planning 5 2

Information Design 2 1

Information Architecture 1 1

Technology Management 5 3

User Training and Education 6 0
Technology Implementation

Effects on Organizational Effectiveness 12 2

Effects on Organizational Culture 11 2

152 32

Table 2: Phase One Results

Phase Two

Phase two of the Data Analysis focuses on concept coding. At the beginning of this
phase thirty two content sources were selected from an initial collection of one hundred fifty two,
for potential contribution to this paper. These sources were examined in this phase to identify

instances of the following concepts:
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X Information Technology Implementation

X Strategic Change Management

X Impact of Change

X Organizational Learning
Figure 2: Phase Two Coding Scheme was used as the instrument through which this phase of the
data analysis was recorded for each source.

Phase Two Coding Scheme

Concepts Instance  Score
Information Technology Implementation
Strategic Change Management

Impact of Change

Organizational Learning

Figure 2: Phase Two Coding Scheme

The sources that contained data significantly related to at least three of these concepts
were considered as candidates for the status of primary content source. In addition, these
candidates were considered in terms of concept mix, currency, and importance to this study; the
resulting scores also contributed to the final value of each source. Through this selection
process, seventeen primary sources were chosen for review. These were used as foundational
material in the discussions and conclusions of this study. The results of Phase Two were

reported in Table 3: Phase Two Results.



Phase Two Results

THUPQGKUDY¥BWHJRULHV

Trimpey - 44

‘ Counted in Field of Major Focus

,QLWLDO
6RXUFHV 3KDVH 3KDVH

0ODMRU OLQRU &RQVLGHUR®H 7ZR
Organizational Culture

Adaptation

Mission 20 3 2

Involvement

Consistency
Organizational Development

Effectiveness Measurements 12 4

Effectiveness Causes 14 2 3

Strategy Planning 15 2
Change Management

Change Facilitation 13 3

Change Agent Roles 15 2 5

Impact of Change on

Performance 18 4
Information Management

Knowledge Management 3 1

Strategy Planning 5 2

Information Design 2 1 4

Information Architecture 1 1

Technology Management 5 3

User Training and Education 6 0
Technology Implementation

Effects on Organizational

Effectiveness 12 2 3

Effects on Organizational Culture 11 2

152 32 17

Table 3: Phase Two Results

Phase Three

The goal of the third phase was an examination of relationships that exist between

information and technology change implementations, organizational culture, and organizational

effectiveness using the information and concepts presented in the primary source literature. The
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cultural traits offered by Denison and Mishra (1995) were used as a central hub with which to
identify correspondence between organizational culture and source data regarding the four

concepts carried forward from phase two of this analysis.

This phase was an analysis involving an alignment of concepts, within the data sources
brought forward from phase two, with the four cultural trait categories taken from Denison &
Mishra (1995): 1) involvement; 2) adaptation; 3) consistency; and 4) mission. The following
describes these categories:

X The involvement culture primarily focuses on participation of the organization’s members
in a volatile and rapidly changing external environment. Involvement is characterized as
a cultural trait with a positive support relationship to effectiveness.

X The adaptation culture focuses on the organization’s external environment and the
necessary adaptive measures that are required to meet customer needs. Adaptation, of the
internal environment to the external environment, is a cultural trait that is positively
related to effectiveness.

X The consistency culture has a focus on structure and consistence methodology in order to
sustain a stable environment. The consistency cultural trait has a positive support
relationship with effectiveness.

X The mission culture places major significance on a shared understanding or vision of the
organization’s purpose; taking roles beyond specific job descriptions. The sense of
mission is characterized as a trait that has a positive relationship to effectiveness

(Denison & Mishra, 1995; Daft, 1992).
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The goal this final data analysis phase was to demonstrate an alignment; linking the
identified concepts and Denisons and Mishra’s (1995) traits of organizational culture. This was
accomplished by examining the data carried forward from phase two and applying their meaning
to a matrix linking the four concepts with each cultural trait. The results of this were displayed in

Table 4: Concept/Cultural Trait Alignment.
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Concepts Adaptation Mission Consistency Involvement
Information 1. End user innovationin process 1. Businessgoalslead technology 1. Structuredimplementation 1. Includeswhole organizationas
Technology or productis valued implementations methods much as possible
Implementation
2. Improvedcommunicationis 2. Formal proceduresused for 2. Improvementof existing 2. Internalcommunicationis
alwaysvalued resourceallocation technology importan
3. An explorermentalityis valued 3. Both Avocateand Facilitator 3. Formaltrainingmethods 3. Continuousintegrationof the
changeagentrole could be helpful employees
4. Facilitatorchangeagentroleis 4. Rote procedures 4. Devolutionof technicalsystems
typicallyuseful is common
5. Advocatechangeagentrole 5. Wholeorganization
could be helpful involvementis importani
6. Fulfillingthe needs of
employeesis importani
7. Both Advocateand Facilitator
changeagentrolescouldbe
helpful
Strategic Changel 1. Continuingdesire for 1. Manage to sustaininga shared 1. Managementby Fact 1. Cooperationand collaboration
Management improvementin processing vision are planningobjectives
triggersand signals from the
externalenvironment
2. Continuingdesire for 2. Planningis based on current 2. Utilizeexistingresources 2. Permanentand ad hoc
improvementin processing business goals and direction organizationaldevicesused for
triggersand signals withinthe problemsolving(teams,
internalenvironment workshops.task forces, etc.)
3. Businessand organizational 3. Changeagents must promote 3. Changeagents must seek to
goalslead the technology the associationbetween the ease resistance
implementations change and the organization’s
missionwhile facilitatingchange
4. Flexibleorganizational 4. The focus of this cultureis ona 4. Planningthroughbusinessand
structures future organizationalstate thatis informationmodeling
importantto all employees
5. Flexibleworkflowmanagement 5. Exploitationof establish
methods
6. Flexibilitythroughscenario 6. Models and blueprintsused in
planning planning
7. Consistencyamong mangers
encouragesadaptivebeliefsand
behaviors
8. Spontaniousdecisionsare
common
9. OrganizationalLearningis
necessary
Impact of 1. Less internalresistanceto 1. Changesuccessis judged by its 1. Potentialresistanceto change 1. Involvementofthe whole
Change change contributionto the business goals organizationis importantto be
and purpose effective
2. Adaptationcauses areas of loss 2. Effectivenessis equivalentto 2. Cooperationand collaboration
as well as areas of gain stability are importantto organizational
effectiveness
3. Organizationaladaptationis 3. Longterm commitments 3. Satisfyingthe needs of
essentialto sustaineffectiveness employeesis the path to
effectiveness
4. The evolutionof organizational 4. Lower personalconcern
tools and skillsshould be regardingthe reasons for
synchronizec procedures
Organizational [1. Employeeskillsand talents 1. Learningthroughplanning 1. Learningthroughplanning 1. Organizationallearningshould
learning shouldbe developedto scenarioscan help maintaina scenarioscan help maintain be evidentand uniform
accommodatechange focus on mission stability
2. Learningfrom external 2. Focusedon strategicvision 2. Focusedon options 2. Communicationis key to
environment managemen learning
3. Learningfrom internal 3. Continuousintegrationof the
environment employees
4. Focusedon competetive 4. Learningfocusis on methodsto
positioning achievebusinessobjectives
Sources

(Denison& Mishra, 1995; Austin & Currie,2003; Benjamin& Levinson,1993; Bergeron,2004; Denison, 1997;
Daft, 1992; Galliers,2000; Strauss & Radnor,2004; Detert, Schroeder& Mauriel,2000;0’Reilly,Chatman&
Caldwell,1991; Lawler,2002; Huber, 1990; Markus & Benjamin,1996; Schein, 1996; Schein, 1997; Saloner,

Shepard,Podolny,2001; Senge, Kliener, Roberts, Ross, Smith, 1994)

Table 4: Concept/Cultural Trait Alignment
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Chapter V. Conclusion

Organizational performance depends on two basic components: the context in which an
organization operates and the action that the organization takes within that context (Saloner,
Shepard, & Poldony, 2001). Saloner, Shepard & Polodony (2001) demonstrate this relationship
below, in Figure 3. The first component, context, is composed of immutable factors that can be
divided into two groups: internal and external. An organizations internal context is defined by its
owned assets, and the methods used to organize its function and operation. External context is
described as an organization’s external environment; its suppliers, buyers, associations, political

and social factors, and regulations.

CONTEXT

* External
« {nternal

PERFORMANCE

ACTION

* Asset Acquisition
 Asset Deployment

Figure 3 (Saloner, Shepard, & Poldony, 2001)

The second component, Action, consists of deploying existing assets and acquiring new
ones (Saloner, Shepard, & Poldony, 2001). Even though the majority of the decisions that
determine the actions of an organization are routine, there are some that can profoundly affect its
current and future viability and standing. The latter are actions that denote change, identified in
Figure 3 as Performance. Mangers use strategy to design a framework in which to guide the

choice of actions. Strategic Management is the development of methods, approaches, tools and
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conceptual maps to assist managers in uncovering systematic relationships existing between the
choice of actions and the resulting impact on organizational effectiveness (Saloner, Shepard, &

Poldony, 2001).

In most organizational contexts today, mangers and researchers are observing a need for a
very close association between information system strategy and organizational strategy (Galliers,
Leidner, & Baker, 2000). It has become evident that technology is opening up new opportunities
for information systems to be utilized in a strategic capacity, enhancing organizational
performance. However, information technology professionals and specialists alone cannot
achieve success in the change needed (Markus, 1996). The support must come from all members
of the organization with an alignment between the organizational strategies and that of

technology.

For many organizations, information technology strategic change management is at the
core of the larger organizational strategy. It can be the driving force, advocate, or facilitator of
organizational change (Galliers, Leidner, & Baker, 2000) depending on the context and actions
in which the change is implemented. Organizational culture plays a major role influencing both
the context and actions surrounding change implementations. Their underlying assumptions help
form context as well as inspiring or interpreting action. Accounting for these cultural influences

is essential for holistic strategic plans and implementations.

As the literature selected to support this study has demonstrated, organizational culture

can be a very powerful sponsor or adversary depending on the strategy with which an
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organization approaches planned change. The results of this study, Table 4: Concept/Cultural
Trait Alignment is presented for use as a managerial reference when planning for strategic
information and technology implementations. Information and technology managers might use it
to gain a better understanding of the alignment between cultural traits and the specified concepts
related to change to decrease the gap between a current state and a desired state for a particular

strategy or implementation.

The data provided in Table 4 provides specific information regarding four important
cultural traits, from Denison and Mishra (1995): Adaptation, Mission, Consistency and
Involvement. As an example of how to use Table 4, a brief review of one trait, Involvement,
follows. This trait may be observed as existing or may be targeted as a goal for cultural change.
Either way, the Cultural Trait/Concept Alignment table can offer data related to the Involvement
trait; as seen from the four concept perspectives. This might assist technical managers in:
achieving a basic insight into the theories of organizational culture, developing a search strategy
for additional research, or validating guidelines for planning and management regarding change
implementations. For example:

After an examination of the alignment between the Involvement Trait and the Strategic

Management Concept, the sub-concepts of “cooperation” and “collaboration” can be

viewed as key considerations when planning for an involvement culture or attempting to

influence the basic assumptions of an organization’s membership to move toward greater

involvement.
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The reviewed literature in this study supports culture as a significant factor contributing
to the success of change implementations as well as to organizational effectiveness. Information
and technology managers are not merely managing tools and information, they are directing,
coaching, teaching, and caring for people (Galliers, Leidner, & Baker, 2000; Markus, 1996).
What better way to more affectively accomplish this facet of their organizational role than to
gain a clearer understanding into the cultures that inspire the ensuing organizational contexts and
actions. As Schein (1996) states, the importance of organizational culture has been

underestimated in the past. It is a strategic power that is yet to be fully understood and utilized.
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