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ABSTRACT 

The basis of this study is that traditional models of leadership do not 

adequately address the complexity of challenges presented to leaders engaged 

in IT-facilitated process improvements. The result is that most IT (information 

technology) implementations either fail outright or do not meet expectations. This 

study was conducted therefore, to close the knowledge gap that exists between 

the leadership decision to seek IT-facilitated improvement and the leadership 

approach needed to successfully accomplish it. 

Case study and qualitative research methodologies were employed to 

reveal assumptions and beliefs of leadership that influenced the development of 

network-based applications in a financial service organization-how improvement 

projects were initiated, implemented, and accepted by the staff for whom they 

were intended. The analysis of data led to the description of seven leadership 

themes—Institutional Climate, Involvement, Communication, Learning, 

Development Strategy, Resources, and Impact. Of particular interest are the 

assumptions and beliefs of the Impact theme, which provides evidence that IT-

facilitated process improvements were successfully implemented in the financial 

service organization studied. 

The assumptions and beliefs of leadership are then used to determine 

how the described framework of leadership is aligned with the Postindustrial 

Model of Leadership suggested by Lee Bolman and Terrence Deal (1991)—a 

model that they contend extends beyond the limitations of traditional models. The 
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framework revealed by the seven leadership themes was compared to evaluation 

criteria developed for Bolman and Deal's leadership model. Using the 

organizational frame definitions developed by Bolman and Deal in their book 

Reframing Organizations; Artistry, Choice, and Leadership (1991), the following 

ranking was observed; Structural, Political, Human Resource, and Symbolic. This 

analysis provides evidence that the framework of leadership in the financial 

services organization is aligned with the Postindustrial Model of Leadership 

suggested by Bolman and Deal. 

In summary, the study reveals that successful IT-implementations were 

achieved in the financial service organization with Bolman and Deal's 

Postindustrial Model of Leadership in place. Additional research is 

recommended, however, to refine the assumptions and beliefs of leadership such 

that the conclusions reached in this study can be confirmed and generalized to 

expanded populations and circumstances. 



I  i  

LEADERSHIP, PROCESS IMPROVEMENT. AND INFORMATION TECHNOLOGY 

THE IMPLEMENTATION OF NETWORK-BASED APPLICATIONS IN A 

FINANCIAL SERVICES ORGANIZATION 

CHAPTER 1: INTRODUCTION 

Background 

The United States and the world are in the nnidst of an economic and 

social revolution every bit as sweeping as any that has gone before; computers 

and Information technologies are transforming nearly every aspect of American 

life. They are changing the way we work, increasing productivity, and creating 

entirely new ways of doing things (Reich, 1992). This revolution is manifested by 

an emerging global economy that has organizations struggling with reformations 

to remain competitive. 

Information Technology (IT), which was once the tool for organizational 

expansion, is now the tool of necessity for leaders seeking organizational 

improvement (Browning, 1990). Total quality management, business 

reengineering, process improvement, and process innovation are concepts for 

improvement that are associated with IT-facilitated change. Although some 

organizations have successfully implemented innovative uses of information 

technology to improve business services, most organizations remain in need of 

improvement or have failed in their attempts to do so (Brynjolfsson, et. al., 1995; 

Strassmann, 1995; Hall, et. al., 1993; Grudin, 1990; Caldwell, 1994). 



It is clear from the literature that leadership is a key to effective reform, 

(Batten, 1989; Senge, 1990; Leithwood, 1992; Schlechty, 1997; Shriberg, et al., 

1997; Bolman & Deal. 1991; Sergiovanni, 1996) but there Is disagreement on the 

details of leadership needed to accomplish it. James Burns (1979) described this 

best by perceiving that "Leadership is one of the most observed and least 

understood phenomena on earth" (p. 2). 

In summary, organizations are challenged to provide competitive products 

or services; in response, information technologies are being used to transform 

business processes; and leadership is acknowledged as a key ingredient of 

effective reformation. The overarching problem, however, is that up to 70% of IT 

implementation projects fail to reach their intended goals (Bashein, Markus & 

Riley, 1994; Hammer & Champy, 1993). This study responds to the problem by 

exploring a key ingredient—the leadership of IT-facilitated process improvements. 

The Financial Services Office (FSO) at the University of Arizona is 

engaged in the implementation of IT-facilitated improvements in order to become 

a more effective and efficient provider of institutional services. This study was 

designed to learn how FSO leaders influenced the improvement process-how 

improvement projects were initiated, implemented, and accepted by the staff for 

whom they were intended. 

This is a descriptive study that utilizes the case study methodologies 

described by Yin (1994) to investigate the holistic and meaningful characteristics 

of leadership that are revealed in FSO's process improvement efforts. This 
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approach is utilized to take advantage of the "crucial role of pattern and context 

in achieving knowledge" (Yin, 1994, p. xi). The result will be an expanded 

knowledge base on the leadership of IT-facilitated improvement. 

Rationale for the Study 

The rationale for this study is exemplified by Browning's (1990) contention 

that "Information technology is no longer a business resource; it is the business 

environment" (p. 5). This is exasperated by an emerging global society fueled by 

a knowledge and information driven economy (Reich, 1992; Malhotra, 1993; 

Caron, et al., 1994). Leaders are responding with network-based computer 

applications that use a data superhighway to manage and deliver information. 

The literature reveals however that IT-facilitated improvements are difficult 

and may yield unintended consequences (Bullen & Bennett, 1990; Kiesler, 1986). 

IT-facilitated improvement projects are problematic for several reasons. First, 

research and practice suggest that organizational structures and cultures are 

moving away from a perspective in which objectivity and control rule, to a 

relational approach that recognizes the more contextual, complex aspects of the 

natural world in which we function (Peters, 1992; Rogers & Ballard, 1995; 

Wheatley, 1992). Second, there is concurrence in the literature that leaders 

acting as agents for organizational change need to attend not only to rules, roles 

and relationships, but to systems of beliefs, values, and knowledge as well 

(Hodas, 1993; Bolman & Deal, 1991; Sergiovanni, 1992). 
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Structural change requires cultural change. Those who would lead 

change nnust understand that, in the best sense, those they would 

lead are customers. What the leader wants from the customer is 

commitment, enthusiasm, risk taking, and inventiveness. What the 

customer wants, is to be assured that he or she is an honored 

participant (rather than a pawn to be manipulated), a respected 

intellect deserving of support, and most of all a valued colleague. 

Such values must always be satisfied if leaders are to lead. But in 

times of change, where stress is high and security low, these 

values reign supreme - and woe be to the aspiring leader who 

denies them (Schlechty 1997, p. 95). 

And finally, "Conventional models of organization are not well suited to 

understanding events and actions in uncertain, dynamic times; thus, 

organizations seek new methodologies in responding to the dynamics of 

continual change" (Shriberg, et al., 1997, p. 217). 

This study is needed therefore to add insight to the leadership of IT-

facilitated process improvement. The leadership of implementing network-based 

computer applications in FSO is investigated to close the knowledge gap that 

exists between the leadership decision to seek IT-facilitated improvement and 

the leadership approach needed to successfully accomplish it. 
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Conceptual Context 

The leadership of IT-facilitated process improvement in a financial service 

organization provides the conceptual context for this study. The focus is how 

FSO leaders influenced the development of network-based applications-how 

improvement projects were initiated, implemented, and accepted by the staff for 

whom they were intended. The process-oriented elements of grounded theory 

are applied to the conceptual framework of the FSO improvement process (see 

Figure 1.1). 

Grounded Theory was selected because it is a research approach that 

includes elements of process and change (Orlinkowski, 1993). The focus of this 

theory is on developing a context-based, process-oriented description and 

explanation of phenomenon, rather than an objective, static description 

expressed in terms of variance using independent and dependent variables 

(Orlikowski & Baroudi, 1991). 

Grounded Theory is the perspective from which Open Systems, Diffusion, 

and Social Rule System theories influence the description of leadership practices 

in this study. The study capitalizes on open systems theory to ground the 

interaction among people and information processes; diffusion theory to identify 

factors that may facilitate or impede this interaction; and social rule systems 

theory to understand cultural ramifications in the computerization of work. 



16 

LEADERSHIP 
Structural Frame 
Human Resource Frame 
Political Frame 
Symbolic Frame 

THEORETICAL METHODOLOGY 
Grounded Theory 

Systems Theory 
Diffusion Theory 
Social Rule Systems Theory 

INITIATION 
Climate 
Top-down 
Bottom-up 

IMPLEMENTATION 
Participation 
Development 
Communication 
Resources 

ACCEPTANCE 
Impact 
Evaluation 

Figure 1.1 - Conceptual Framework 

The use of grounded theory suggests that a qualitative research 

methodology is appropriate for this study because it is well suited to examining 

complex interactions between workplace settings and the social dynamics of staff 

inhabiting these settings (Berg, 1995; Levin, 1996, Wolcott 1992). A case study 

design is employed to gain an in-depth understanding of the situation and 

meaning for those involved. "The interest is in the process rather than outcomes, 

in context rather than a specific variable, in discovery rather than confirmation" 

(Merriam, 1998, p. 19). 



statement of the Problem 

The general problem addressed by this study is that traditional models of 

leadership do not adequately address the complexity of challenges that a leader 

faces during IT planning, development, and implementation. The Importance of 

this problem is evidenced by: 

• Nearly 70% of IT implementation projects fail to reach their intended goals 

(Bashein, Markus & Riley, 1994; Hammer & Champy, 1993). 

In recent years, we have witnessed examples of how IT-

faciiitated concepts of improvement have transformed the way 

business enterprises work (Davenport, 1994; Finholt & Sproull, 1990; 

Hall, Rosenthal, & Wade, 1993). Although some organizations have 

successfully implemented innovative uses of information technology to 

improve business services, most organizations remain in need of 

improvement or have failed in their attempts to do so (Brynjolfsson, et. 

al., 1995; Strassmann, 1995; Hall, et. al., 1993; Grudin, 1990; 

Caldwell, 1994). 

• Leadership is a key to effective reform (Batten, 1989; Senge, 1990; 

Leithwood, 1992; Schlechty, 1997; Shriberg, etal., 1997; Bolman & Deal, 

1991; Sergiovanni. 1996). 

Current thinking in organizational management places IT-

facilitated change as a determinate force for innovative leaders to 

radically transfonn their business organizations (Sproull & Kiesler, 
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1986; Orlikowski & Baroudi, 1991; Jarvenpaa & Ives, 1993; Graver, et 

al., 1995). In contrast, systems theory holds that organizations tend to 

maintain steady states, or dynamic equilibrium in which diverse forces 

are approximately balanced. The more pressure experienced by a 

system as a result of IT innovation, the more resources it will exert to 

restore its equilibrium (Senge, 1990; Senge, et. al., 1994; Bolman & 

Deal, 1991). The leadership challenge is to maintain a state of 

equilibrium. 

• Literature suggests that a reconstructed model of leadership is needed for the 

postindustrial age (Bolman & Deal, 1991; Shriberg, et. al., 1997; Rost, 1993). 

If we are to understand successful organizational practices, we 

must be able to recognize and represent the organizational 

practices we see. And to improve organizational practice in a 

particular situation, we must also be able to imagine leadership 

practices that spawn alternative ways of accomplishing the 

same things. Finally, we need some way of judging which 

alternatives are likely to be useful or desirable in which 

situations (Malone, et al., 1997, p. 4). 

Bolman and Deal (1991) believe that the popular models of 

leadership fail to adequately envelop the variform nature of social 

(human) organizations. They present a body of theory and research 

that describes leadership in terms of differing or multiple perspectives 
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which they refer to as frames. "We need to reframe leadership to move 

beyond the impasses created by oversimplified models" (p. 421) and 

we need to understand the advantages of using various leadership 

approaches for the given situation. Rost (1993) and Shriberg (1997) 

contribute to the need to move beyond traditional models and refer to 

this new view of leadership as postindustrial. 

In summary, traditional models of leadership do not adequately address 

the complexity of challenges presented to leaders engaged in IT-facilitated 

process improvements. Specifically, the problems of this study that explore the 

inadequacies and challenges of leadership are: 

• to describe assumptions and beliefs about the leadership of IT-facilitated 

process improvements in the Financial Services Office; and 

• to determine if the framework of leadership revealed by these descriptions 

is consistent with the reconstructed model of leadership suggested by 

Bolman and Deal (1991). 

Research Objective 

The problem explored in this study is that traditional models of leadership 

do not adequately address the complexity of challenges presented to leaders 

engaged in IT-facilitated process improvements. The importance of this situation 

is evidenced by the high rate of IT implementation failures, the proposition that 
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leadership is a significant key to success or failure, and the need to recognize 

new postindustrial theories of leadership in IT-faciiitated reform. The following 

summarizes the research objective and supporting questions of this study. 

Research Objective 

The Research Objective is to describe how FSO leaders influenced the 

project improvement process—how improvement initiatives were planned, 

developed, implemented, and accepted by the staff for whom they were 

intended. 

Research Questions 

1) What are the assumptions and beliefs of leadership that influence IT-

facilitated improvement projects in FSO? 

2) How does the framework of leadership in FSO align with the Multiple-

Frame model of leadership described by Bolman and Deal (1991)? 



Definitions 

Culture - Culture is the totality of socially transmitted and shared behavior 

patterns, arts, beliefs, institutions, and all other products of human work, thought, 

religion and philosophical values. 

Electronic Data Interchange Project - Electronic Data Interchange (EDI) is 

a process designed to facilitate an electronic exchange of data between 

computers. We anticipate a growing interest in the use of EDI by university 

vendors for invoice and payment processing. FSO's first application of this 

technology is Federal Express invoicing. 

Data Mart Project - The Electronic Data Mart utilizes Data Warehousing 

techniques and a graphical user interface to access data managed under the 

stewardship of the Financial Services Office. 

Electronic Reports Project - Electronic Reports provides access to 

production reports generated by our payroll and financial applications. An archive 

of these reports will replace our traditional use of microfiche and hardcopy 

reports. Capabilities include the ability to search for information, view pages 

through a World Wide Web browser and to print them from a word processor. 

FAME Project - Financial Accounts Made Easy is a user friendly "front-

end" to access and interact with University financial and other databases, for use 

by Unit Managers, Faculty and Principal Investigators as well as departmental 

business staff. 



Information Technology - The use of computer processes in the 

interpretation of data and the management of information. Data consists of facts, 

which become information when they are seen in context and convey meaning to 

people. 

Internet - The Internet is a high-speed global communications network 

capable of carrying voice, data, video and other services around the worid. 

These services will use satellite, copper cable, optical fiber, and cellular 

telecommunications and be accessible via set-top boxes or suitably equipped 

computers. 

Intranet - Intranet is the latest term to describe when the Internet's 

protocols and applications are used, not for accessing the vast resources on the 

Internet, but for moving information within an organization's boundaries. 

Leadership - Leadership is a process of social influence in which one 

person is able to enlist the aid and support of others in the accomplishment of a 

common goal. The major points of this definition are that: a) leadership is a group 

activity, b) leadership is based on social influence, and c) leadership revolves 

around a shared, mission, vision, or task. 

Network-based - network-based technologies are those associated with a 

client/server environment and the use of World Wide Web (internet and intranet) 

protocols for communication between users on the client systems and server 

systems. 



Paradigm - An archetypical example or pattern that provides a model for a 

process or system. 

Process Improvement - Process improvement is the incremental analysis 

and design of workflow and processes within and between organizations. 

Process Reengineering - Process reengineering is the "fundamental 

rethinking and redesign of business processes to achieve improvements in 

performance such as cost, quality, service, and speed. 

Total Quality Management - TQM is an innovative approach to ensuring 

that work is done in an effective manner to meet the ever-increasing demands 

that new technologies and work practices require. 

World Wide Web (VWWV) - The WWW is a system of computers and files 

by which users may view and interact with a variety of information, including 

magazine archives, public and university library resources, current world and 

business news, and computer programs, stored all over the world. Users 

generally navigate the WWW using an application known as a browser, which 

presents text, images, sound, or other programs. 
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Limitations and Assumptions 

This study describes the leadership of IT-facilitated process improvements 

in a financial service organization. It is tied to a particular setting and, because 

change is influenced by an organization's culture, it may not be generalized to 

other institutions of higher education or other IT-facilitated implementations. 

Employment by the researcher at the research site describes an 

ethnographic process that Ellen (1984) labels subjective soaking. Subjective 

soaking occurs when the researcher "abandons the ideal of absolute objectivity 

or scientific neutrality and attempts to merge him/herself into the culture being 

studied" (Ellen, 1984 as cited by Berg, 1995, p.87). Ellen concludes that 

subjective soaking can be a positive research approach. It is an assumption 

therefore that subjective soaking will have consequences that will strengthen and 

not weaken this study. 



CHAPTER 2: REVIEW OF SELECTED LITERATURE 

Introduction 

In a 1958 article in the Harvard Business Review titled Management in the 

1980's, Harold Leavitt and Thomas Wistler (1958) made predictions about 

management in the future. By the late 1980's. they predicted the combination of 

management science and information technology would cause middle 

management to shrink, top management to take on more of the creative 

functions of management, and large organizations to shrink. In 1958, the world 

could not imagine how true these predictions were. 

By the 1980's American organizations were engaged in a paradigm shift 

approaching that of our transition to the Industrial Age (Tofler, 1980). In his book. 

The Third Wave, Alvin Tofler (1980) describes this transformation as the 

Information Age. The Information Age is all encompassing and affects every 

facet of our culture, society, and economy. We are now at the threshold of a new 

era, driven this time not by the technologies of production and transportation, but 

by the technologies of information, communication, and coordination (Malone, et. 

al, 1997). All elements that make up the typical organization - its mission, vision, 

culture, leadership, management, human resources, products and services, 

processes, and systems - are impacted by this paradigm shift (Tofler, 1980). 

The Information Age has cast the 1990's as a time of profound 

organizational change requiring equally profound shifts in organizational 

structures and processes. "Familiar strategies, rigid hierarchies, and swollen 
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middle management ranks [have become] the targets of major organizational 

reform" (Applegate, 1994, p. 15). The recognition of the importance of 

information technology as a major factor in changing organizations continues to 

grow. Information technology is no longer viewed as a convenient way of getting 

work done; it is now recognized as a critical resource essential for today's 

organizations to maintain their competitive edge (Browning, 1990). The result will 

be organizations that bridge traditional functional boundaries to become more 

flexible and responsive in serving the needs of their constituents (Hammer, 1990; 

Haeckel & Nolan, 1993; Kanter, 1989). 

Information Technology facilitates the changing of organizational structure 

from a vertical hierarchy to a fiat organization (Robey, 1991). In the traditional 

vertically structured organization, groups are arranged by function; in the 

horizontal organization, teams are arranged by process. Since, traditional 

organizations are vertical, there are few examples to look to for understanding 

horizontal organizations. It should be noted, however, that organizational leaders 

are examining IT-facilitated concepts for improvement more and more often as a 

survival tool (Hammer & Champy, 1993). 

In summary, U. S. culture is in the midst of a major shift in the ways that 

we make sense of our world. The globalization of the economy, the rapid and 

continual change resulting from new technologies, the information explosion, and 

the increasing diversity of our population create a reality that is messy and 

ambiguous rather than orderly and predictable (Reich, 1992; Wheatley, 1992). 
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This chapter explores literature to lend order and predictability through a better 

understanding of the Theoretical Foundation of this study, IT-facilitated 

Implementation, Concepts for Improvement, Information Technology 

Architecture, and Leadership practices that can lead to successful organizational 

transformation. 

Theoretical Foundation 

This study explores how the leadership of a university financial service 

organization managed the implementation of network-based computer 

applications. The approach to learning from the leadership challenges posed in 

this endeavor is to develop a theoretical foundation for understanding the 

leadership of IT-facilitated process Improvement. 

Grounded Theory is the perspective from which Open Systems, Diffusion, 

and Social Rule Systems theories influence the exploration of leadership 

practices in this study. The study capitalizes on open systems theory to explore 

the Interaction among people and Information processes; diffusion theory to 

Identify factors that may facilitate or impede this Interaction; and social rule 

systems theory to understand cultural ramifications in the computerization of 

work. 
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Grounded Theory 

The theoretical framework of this study is Grounded Theory, a research 

approach that specifically includes elennents of process and change (Orlinkowski, 

1993). Grounded theory facilitates "...the generation of theories of process, 

sequence, and change pertaining to organizations, positions, and social 

interaction" (Glaser & Strauss, 1967, p. 114). The focus of grounded theory is on 

developing a context-based, process-oriented description and explanation of 

phenomenon, rather than an objective, static description expressed in terms of 

variance using independent and dependent variables (Orlikowski & Baroudi, 

1991). The end result of this kind of research is development of substantive 

theory that is "grounded" in the data and has real, everyday situations as its 

reference point (Merriam, 1998). 

This conceptual framework suggests that a qualitative research 

methodology is appropriate for this study because it is well suited to examining 

complex interactions between workplace settings and the social dynamics of staff 

inhabiting these settings (Berg, 1995; Levin, 1996, Wolcott 1992). "The interest is 

in the process rather than outcomes, in context rather than a specific variable, in 

discovery rather than confirmation" (Merriam, 1998). 

Open Systems Theory 

Systems theory evolved beginning in the 1920's. As a result new methods 

of tackling complex real-worid problems that spanned different disciplines were 
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developed. Systems theory provides a macro view of how a complex system 

interacts with its environment to acquire new properties through emergence, 

resulting in continual evolution (Senge, et al., 1994). Systems theory focuses on 

the arrangement of and relations between the parts that connect them into a 

whole. 

An open systems approach is appropriate to this study because it focuses 

on interactions among people, the business environment, and the management 

of organizational changes (Malhotra, 1993; Senge, 1990; Senge, et. al., 1994). It 

provides a methodology for understanding the relationship between users of 

business services, the systems that impact their lives, and how systems work 

and how they fail (Martin & O'Conner, 1989). Open system theory has been 

acknowledged for its potential usefulness in "synthesizing and analyzing 

complexity in live organizations" (Simon, 1968). And Leavitt, Pinfield and Webb 

(1974) recommended an open systems approach for studying organizations 

undergoing rapid changes brought about by information technologies. 

Diffusion Theory 

Computing technologists, faced with the realization that innovative 

products and practices have suffered from a lack of utilization, are exploring 

diffusion theory in an effort to increase the adoption of information technologies 

(Surry, 1997). Diffusion research investigates the process by which an innovation 
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is adopted and gains acceptance by members of an organization or social 

system into which the innovation is being introduced (Rogers, 1995). 

A number of factors interact to influence the diffusion of an innovation. The 

four major factors are the innovation itself, how information about the innovation 

is communicated, time, and the nature of the social system into which the 

innovation is being introduced (Rogers, 1995). In its simplest form, diffusion 

theory can be used to identify factors that interact to facilitate or impede the 

adoption of a specific product, practice, or technology among members of a 

particular group (Surry, 1997). 

Social Rule Systems Theory 

Social Rule Systems Theory is a theoretical approach that can be used for 

understanding and characterizing differences in assumptions about the 

computerization of work (Tillquist, 1993). It highlights areas of potentially strong 

ties between IT development and social regulation in organizations and is well 

suited for describing social interactions at the level of IT and organizational 

planning by providing concrete characterizations of patterned action (Tillquist, 

1993). Instances of observed social interaction can be traced back to an 

underlying rule structure and attributed to a particular source - organizational 

imperatives, computerized processes, or prevailing social norms (Tillquist & 

Kling, 1995). 
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Technology Facilitated Change 

IT-faci(itated change is the hallmark of the 1990s and change 

management—or business transformation, process improvement, or 

organizational redesign by any other name-is one of the top leadership issues in 

today's business environment (Luedecke, 1996). The exertion offerees resulting 

from the paradigm shifts of the Information Age "...are accelerating the pace and 

intensity of change so dramatically that managing and implementing change has 

become a critical business issue in its own right" (Luedecke, 1996, p. 1). 

Although some organizations have successfully implemented innovative 

uses of information technology to improve business services, most organizations 

remain in need of improvement or have failed in their attempts to do so 

(Brynjolfsson, et. al., 1995; Strassmann, 1995; Hall, et. al., 1993; Grudin, 1990; 

Caldwell, 1994). Success often depends on coordinating the right technology and 

selecting the right improvement projects while also attending to structural and 

cultural issues. While some studies have documented the importance of such 

coordination (Jaikumar, 1986; Parthasarthy & Sethi, 1993), organizations 

continue to have difficulty achieving it and up to 70% of projects fail to reach their 

intended goals (Bashein, Markus & Riley, 1994; Hammer & Champy, 1993). 

Implementation failures can leave the organization worse off than if it had 

never attempted to change at all. Often, it is not the case that the proposed 

system is unworkable, but rather that the transition proves more difficult than 

anticipated (Champy, 1995). The reasons cited for the failures of IT-facilitated 



improvement projects vary. One of the biggest reasons is a failure to 

communicate. "Communicating badly exponentially increases the possibility of 

making fatal mistakes" (Martinez, 1996). If improvement concepts are to realize 

their full potential, proper management of the transition of people through the 

process of change must include continuous communication as an integral part of 

the process (Martinez, 1996). 

Another threat to IT-implementations is the failure to account for the 

impacts that change has on organizational structure and culture, particularly 

when they involve human resources. Technological change that goes to the core 

of an enterprise requires not only changes in the means of doing the job; it also 

requires changes in the culture in which work is embedded and in the structures 

that govern the way work is done and life is conducted (Schlechty, 1997). In such 

cases, the progressive nature of technology directly confronts the conservative 

nature of organizational culture. The following citation from Brynjolfsson, 

Renshaw, and van Alstyne (1995, p. 5) illustrates this point. 

In the 1980s, for example. General Motors spent roughly $650 

million on technology at one plant without updating its labor 

management practices. The technology upgrade provided no 

significant productivity or quality improvements (Ostennan, 1991). 

Likewise, Jaikumar (1986) found that US companies adopting 

flexible technology often fail to achieve the same gains as the 

Japanese because they do not alter related operating procedures. 



More recently, Suarez, Cusumano and Fine (1995) found that the 

most flexible plants in their sample of printed circuit board 

manufacturers were those with the right combination of human 

resource practices, supplier relations and product design, not 

necessarily those with the most advanced technology. 

Hammer and Stanton (1995) identify leadership as one of the primary 

ingredients for It-facilitated refonn. They believe that only top level managers 

have the breadth of perspective and authority needed to see the entire processes 

from start to finish, and to overcome the resistance that will occur along the way. 

The leader makes the decision to seek improvement, becomes an ongoing and 

visible participant, and creates an environment that allows for the transformation 

of the organization's culture (Hammer & Stanton, 1995). A passionate, 

committed, engaged leadership that uses signals, symbols and systems is 

absolute required for successful reengineering (Hammer & Champy, 1993; 

Bolman & Deal, 1991). 

The research suggests that while IT-facilitated improvements can lead to 

more efficient and effective processes, complementary cultural considerations 

are as important (Brynjolfsson & Hitt, 1996). Davenport (1995) believes that 

"Information technology is only useful if it helps people do their work better and 

differently" (p. 31) and if the culture of an organization is not adequately 

addressed IT-facilitated improvement will inevitably face resistance. 
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The most effective way to address resistance to change is to get all 

employees aligned towards the same organizational visions (Hyde, 1992). Hyde 

(1992) believes that this begins by collaborating with staff during the IT planning 

and development process. There are two fundamental reasons for staff 

participation. The first is to increase commitment to the improvement so that a 

sense of ownership is established (Packard, 1989). The second is to take 

advantage of the front line skills and knowledge that employees have regarding 

the structural components of the process undergoing modification (Bolman & 

Deal, 1991). 

Resistance will also occur if improvement implementations are introduced 

on a pilot basis or only by selected groups. Kanter (1983) defines this as 

segmentalisrrr, each unit or program sees itself as separate and unique, with 

nothing to learn from others and no need to collaborate with them. This shows up 

in the "not invented here" syndrome where those not involved in the initial 

development lack a feeling of ownership (Kanter, 1983). In addition, experience 

has shown that there is great resistance to improvement when it is accompanied 

by staff dislocations resulting from structural change (Strassmann, 1995). The 

way to combat resistance due to segmentalism and dislocation is to increase 

staff participation in the change and decision making process (Kanter, 1983; 

Strassmann, 1995). History indicates that usually and eventually the forces of 

change prevail over those who resist, but the trauma can be reduced or 

eliminated through cooperation and collaboration (Bolman & Deal, 1991). 



How IT-facilitated improvements are implemented is a critical component 

of the change process. Research on change implementation by Gummer and 

McCallion (1995) has identified four approaches. 1) Intervention involves a key 

executive justifying the need for change, monitoring the process, defining 

acceptable performance, and demonstrating how improvements can be made. 

This was found to be more successful than 2) participation in which 

representatives of different interest groups determine the features of the change. 

Participation was found to be more successful than 3) persuasion where experts 

attempting to sell changes they have devised or 4) edict the least successful. 

Benjamin and Levinson (1993) emphasized that for IT-facilitated reform to 

be effective, technology, business processes, and organizational culture need to 

be adapted to each other. Leadership is the mechanism for accomplishing this 

and specific postindustrial models known as transformational leadership, servant 

leadership, and collaborative leadership are most effective (Bennis & Nanus, 

1985; Rost, 1993; Fisher, 1994; Shriberg, et. al., 1997). 

Concepts for Improvement 

There are many labels in our contemporary technological vocabulary that 

describes concepts for improvement that are associated with IT-facilitated 

change. Among them includes total quality management, continuous process 

improvement, business process redesign, business process reengineering, 

process engineering, process innovation, and functional process improvement. 
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The definition and methodology associated with each of these are overlapping 

and at times inconsistent. For purposes of this study, i group my summary of the 

Concepts for Improvement into two categories: Total Quality Management (TQM) 

and Business Process Reengineering (BPR). 

TQM and BPR share a business process orientation in which a set of 

logically related tasks is performed to fulfill the needs of an organization 

(Davenport & Short, 1990). A business process consists of a structured, 

measured set of activities designed to produce a specified output for a particular 

customer or market. It implies a strong emphasis on how work is done within an 

organization, and it can span functional and/or organizational boundaries 

(Davenport, 1993). Sharon Caudle (1994) defines it as "a structured set of 

activities that takes inputs and produces a specific service or product" (p. 2). A 

major distinction between TQM and BPR is that quality specialists tend to focus 

on incremental change and gradual improvement of processes, while proponents 

of reengineering often seek radical redesign and drastic improvement of 

processes (Davenport & Short, 1990). 

The concept of improving business processes traces its origins back to the 

19th century when industrial psychologists worked to determine how 

organizations could maximize efficiency (Bolman & Deal, 1991). The most 

prominent of these was Frederick Taylor, the father of scientific management, 

who developed time and motion studies to discover the best processes for 

performing work assignments (Shriberg, et. al.,1997). He revolutionized the 



workplace by changing the way managers thought about individual task 

composition, workplace organization, and job measurement. His success was in 

increasing organizational productivity by increasing individual productivity 

(Bolman & Deal, 1991). 

Another group of theorists who contributed to the development of 

efficiency in organizational processes included 1) Henri Fayol who in 1916 

originated the concept of reengineering by setting forth the five major 

management elements; planning, organizing, commanding, coordinating, and 

controlling (Shriberg, et. al., 1997); 2) Lyndall UnA/ick who stated "It is not 

enough to hold people accountable for certain activities, it is also essential to 

delegate to them the necessary authority to discharge that responsibility" (Lloyd, 

1994, p. 8); and 3) Luther Gulick who focused on developing a set of principles 

about specialization, span of control, authority, and delegation of responsibility 

(Bolman & Deal, 1991). 

Total Quality Management 

Total quality management (TQM) is a philosophy of business that 

emphasizes a commitment to excellence, a focus on the customer, continuous 

improvement, knowledge driven decision making and, above all, reliance on the 

talents and abilities of everyone to realize the organization's full potential 

(Gummer & McCallion, 1995). It represents an approach that embraces a wide 

range of management practices that, taken together, can transform the culture of 
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an organization - its nonns, values, and belief systems (Hodas, 1993; Bolnnan & 

Deal. 1991; Sergiovanni, 1992; Hyde, 1992). Fundamentally these describe 

"...the way we do things around here" (Bower, 1996, cited in Bolman & Deal, 

1991, p. 268). And finally, TQM frequently impacts an organization's political 

system: decision making processes and power bases (Gummer & McCallion, 

1995; Wilson, 1989). 

TQM is seen primarily as a change in an organization's technology - its 

way of doing work (Bolman & Deal, 1991). In a financial service organization, this 

means the way financial transactions are processed, the technology used, and 

the coordination and control of related processes such as paperwork, 

procurement, and standard operating procedures. As technologies continue to 

make some jobs easier, customers expect more effective and efficient 

processes. Part of TQM is recognizing that there is always a better way to get the 

job done. 

The most prominent proponent of ensuring quality in products and 

services was Edwards Deming. He was a physicist best know for his 

development of Deming's Fourteen Points ~ a set of principals on which to 

establish an organizational culture committed to continuous quality 

improvement." Deming was a consultant to the Department of Defense which 

ultimately coined the acronym TQM (Total Quality Management). See Table 2.1 

for a list of Deming's fourteen points. 



; 1. j  Create constancy of purpose toward improvement of product and 
service, with the aim to become competitive and to stay in business, and 

1 to provide jobs. 

2. ! Adopt the new philosophy. We are in a new economic age. Western 
! management must awaken to the challenge, must learn their 

responsibilities, and take on leadership for change. 

; 3- Cease dependence on inspection to achieve quality. Eliminate the need 
1 for inspection on a mass basis by building quality into the product in the 
i first place. 

i  4. ; End the practice of awarding business on the basis of price tag. Instead. 
: minimize total cost. Move toward a single supplier for any one item, on a 
! long-term relationship of loyalty and trust. 

^ 5. Improve constantly and forever the system of production and service, to : 
1 improve quality and productivity, and thus constantly decrease costs. 

6. Institute training on the job. 

7. Institute leadership (see Point 12). The aim of supervision should be to 
: help people and machines and gadgets to do a better job. Supervision of ; 
1 management is in need of overhaul as well as supervision of production 
i workers. 

, 8. 1  Drive out fear, so that everyone may work effectively for the company. 

9. i  Break down barriers between departments. People in research, design, 
sales, and production must work as a team, to foresee problems of 
production and in use that may be encountered with the product or 
service. 

! 10. ' Eliminate slogans, exhortations, and targets for the work force asking for 
zero defects and new levels of productivity. Such exhortations only 
create adversanal relationships, as the bulk of the causes of low quality 
and low productivity belong to the system and thus lie beyond the power 
of the work fcrce. 

11. a) Eliminate work standards (quotas) on the factory floor; Substitute 
leadership, b) Eliminate management by objective, c) Eliminate 

; management by numbers, numerical goals: Substitute leadership. 

12. 
1  

a) Remove barriers that rob the hourly worker of his right to pnde of 
workmanship. The responsibility of supervisors must be changed from 
sheer numbers to quality, b) Remove barriers that rob people in 

1 management and in engineering of their right to pride of workmanship. 
This means, inter alia, abolishment of the annual merit rating and of 
management by objective. 

1  
1  13. Institute a vigorous program of education and self-improvement. 

14. Put everybody in the company to work to accomplish the transformation, i  

i  T h e  t r a n s f o r m a t i o n  i s  e v e r y b o d y ' s  j o b .  j  

Table 2.1 - Deming's Fourteen Points 
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Business Process Reengineering 

Hammer and Champy (1993) define BPR as the fundamental rethinking 

and radical redesign of business processes to bring about dramatic 

improvements in critical, contemporary measures of performance, such as cost, 

quality, service, and speed. Sharon Caudle (1994) establishes the link between 

an organization's mission and its business processes by stating that "...business 

process reengineering is not simply tinkering with organizational efficiency or 

effectiveness" (p. 3). 

BPR goes beyond the activities of individuals or individual functional 

groups. It focuses on changing an entire business process that typically spans 

multiple functional groups and crosses traditional organizational boundaries 

(Hammer & Champy, 1993; Hammer, 1990). This is in contrast to the notion of 

automating existing tasks or functions in order to achieve a level of performance 

improvement (TQM). In fact, automation in itself often creates Impediments to 

redesigning and enhancing business processes because of the ease with which 

existing inefficient systems can be improved with simple TQM techniques 

(Davenport, 1993). 

Hammer (1990) considers information technology as the key enabler of 

BPR. Hammer argues that at the heart of reengineering is the notion of 

discontinuous thinking ~ or recognizing and breaking away from the outdated 

rules and fundamental assumptions underlying operations. These rules of work 



design are based on assumptions about technology, people, and organizational 

goals that no longer hold (Hammer, 1990). 

Davenport and Short (1990) believe that BPR represents a holistic 

relationship between information technology and the business activity undergoing 

change. In this view, information technology is more than an automating or 

mechanizing force—it can fundamentally reshape the way work is performed. 

According to Davenport and Short (1990), IT and BPR have a recursive 

relationship. IT capabilities should support business processes, and business 

processes should be in terms of the capabilities IT can provide. They refer to this 

as the new industrial engineering. Hammer and Campy (1993) suggests the 

principles of reengineering highlighted in Table 2.2. 

i 1. i Organize around outcomes, not tasks: 

i 2. 1 Have those who use the output of the process perform the process 

! 3. i  Subsume information processing work into the real work that produces 
; the information 

! 4. Treat geographically dispersed resources as though they were 
! : centralized 

i 5. i Link parallel activities instead of integrating their results; Put the decision 
! point where the work is performed and build control into the process 

1 6. Capture information once and at the source 

Table 2.2 - Principles of Reengineering 

Leveraging the capability of information technology to implement process 

innovations has become a critical part of the BPR effort. Unfortunately, most BPR 

efforts fail because it isn't evident how new technologies can be applied to old 

processes in a manner that the old process can be eliminated (Bashein, Markus 

& Riley, 1994; Hammer & Champy, 1993; Strassmann, 1995). 
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Caldwell (1994) states that the biggest obstacles that reengineering faces 

are a lack of sustained management commitment and leadership, unrealistic 

scope and expectations, and resistance to change. Successful BPR is greatly 

enhanced when an organization's leaders realize the benefits of viewing BPR 

and IT as mutually supportive and synergistic (Belmonte & Murray, 1993). 

Once the process improvement plan is in place it must be aggressively 

implemented. Otherwise, the dramatic results are jeopardized, people lose their 

focus, and reengineering slips into a process improvement form of TQM 

(Caldwell, 1994). Employees may be enthusiastic about reengineering during the 

initial phases but they might begin to resist changes if the improvement loses 

focus or if an organization's leadership is forced to adopt a more assertive and 

less collaborative policy (Caldwell, 1994). 

1 .  j  Develop the Business Vision and Process Objectives: BPR is driven by 
a business vision that implies specific business objectives such as Cost 

1 Reduction, Time Reduction. Output Quality improvement. 
• QWULearning/Empowerment. (cf; Shared Vision of Senge 1990. Ikujiro 
& Nonaka 1995). 

^ 2. 
• 

Identify the Processes to Redesign; Most firms use the High- Impact 
approach which focuses on the most important processes or those that 
conflict most with the business vision. Lesser number of firms uses the 
Exhaustive approach that attempts to identify all the processes within an 
organization and then prioritize them in order of redesign urgency. 

3. Understand and Measure the Existing Processes; For avoiding the 
repeating of old mistakes and for providing a baseline for future 
improvements. 

4. Identify IT Levers; Awareness of IT capabilities can and should influence 
process design. 

5. Design and Build a Prototype of the New Process; The actual 
design should not be viewed as the end of the BPR process. 
Rather, it should be viewed as a prototype, with successive 
iterations. The metaphor of prototype aligns the BPR approach 
with quick delivery of results, and the involvement and 
satisfaction of customers. 

Table 2.3 - BPR Implementation 
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BPR is not a quick fix-it involves massive change, not only in process 

flows and the culture surrounding them, but also in organizational power and 

controls, skill requirements, reporting relationships and management practices 

(Davenport, 1993). Davenport and Short (1990) prescribe a five-step 

methodology for implementing BPR (see Table 2.3). 

The Leadership of IT-facilitated Reform 

It is clear from the literature that leadership is a key to effective reform 

(Batten, 1989; Senge, 1990; Leithwood, 1992; Schlechty, 1997; Shriberg, etal., 

1997; Bolman & Deal, 1991; Sergiovanni, 1996). Luedecke (1996) calls change 

brought about by technologies the hallmark of the 1990s and believes that the 

management of it is one of the top issues facing leaders today. And Benjamin 

and Levinson (1993) emphasize that leadership is the mechanism needed for IT-

facilitated reform to be effective. 

An understanding of the leadership process is essential to the study of IT-

facilitated reform. In the exploration of literature for this study, I group my review 

of leadership into the following categories: Industrial Leadership Models (trait 

theories, behavioral theories, management theories, and the situational 

approach), Transactional vs. Transformational Leadership, and Integrative Multi

dimensional Leadership. 
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Industrial Leadership Models 

The industrial revolution led to large organizations and large organizations 

needed people to run them. "Research flourished to determine what kind of 

leadership was required to make these new enterprises effective" (Shriberg, et. 

al., 1997, p.5). The result is a body of research, developed over the course of 

this century that explains much of what we currently think about leadership. 

These perspectives known as the industrial paradigm of leadership include a 

wide range of theories, methodologies, and models. In the exploration of 

literature for this study, I group my review of Industrial Leadership Models into 

the following: Trait Theory, Behavioral Theory, Management Theory, and The 

Situational Approach. 

Trait Theory 

Trait theorists believe that the selection of the proper person to lead is of 

great importance. They attempt to identify specific personal characteristics that 

appear to contribute to an individual's ability to assume and successfully function 

in positions of leadership. They focus on physical, social, psychological and 

mental attitudes, and personality characteristics of leaders. 

Traits "...such as being charismatic, enthusiastic, courageous, confident, 

and so on are considered to be the identifying marks of leaders" (Hollander, 

1964). In the past these were known as "great man" qualities, and sometimes 

referred to as the Great Man Theory, which said that leaders such as George 
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Washington or Dr. Martin Luther King would have been leaders regardless of the 

situation that they found themselves in (Shriberg, et.al, 1997). 

John Gardner (1990) and Warren Bennis (1994) expand on trait theory by 

detailing the functions, competencies, and attributes of leaders. They looked at 

leaders and tried to figure out how he or she practiced leadership. James Kouzes 

and Barry Posner (1987) also made a major contribution to trait theory when they 

surveyed more than 1500 managers with the question "What values do you look 

for in your superiors?" The top four were being honest, forward looking. Inspiring, 

and competent. 

The following offers a summative thought on trait theory; "Industriousness 

is an attribute common to all leaders. One quote says, 'when leaders sit down 

they think about pigs and money, when others sit down they sleep.'" (Oliver, 

1955 - from his study of a Solomon Islands tribe). 

Behavioral Theories 

Trait theorists identified limitations in their attempts to clearly identify 

leaders. This caused the focus of research on leadership to move to behaviors in 

the 1950's. Behavioral theorists presume that leader behavior, rather than 

personality characteristics, exert the most influence on followers. They are based 

on the theories of psychology and examine motivation, patterns of activity, and 

behavior of leaders by considering what it is that leaders actually do. Two 

different research groups—one at the University of Michigan and the other at Ohio 
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State did extensive research. Their research identified two major categories of 

behavior that were consistently found in their studies: human related needs and 

work-related needs. 

Abraham Maslow's (1954) Motivation Theory is an example of "human 

related needs." It states that man's behavior is controlled by both internal and 

external factors. His studies led him to believe that people have certain needs 

that are unchanging and genetic in origin. These studies led to his Hierarchy of 

Needs Theory. The hierarchy stipulates that lower order needs (food, shelter, 

and safety) must be satisfied before the higher order needs (esteem and self-

actualization) would motivate someone's behavior. Covey (1990) suggested that 

as one progresses along this hierarchy, they tend to move from dependent, to 

independent to interdependent needs. The ERG Theory of Alderfer refined 

Maslow's theory by suggesting that we do things to satisfy more than one kind of 

need at a time, and not in a strictly hierarchical sense (Shriberg, et. al., 1997). 

Douglas McGregor formulated two predominant theories of motivation 

called Theory X and Theory Y. Theory X assumes that people are lazy and 

control must be exerted to get them to work effectively; these people require a 

rigidly managed environment (Bolman & Deal, 1991). Theory Y on the other hand 

assumes that people are creative and enjoy work; theory Y workers are 

comfortable in a working environment which allows creativity and the opportunity 

to become personally involved in organizational planning (Bolman & Deal, 1991). 
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William Ouchi (1981) believed that the primary objective of an organization 

should be a commitment to its people. Called Theory Z, Ouchi differentiates 

current management style from the traditional Theory X and Theory Y 

management styles described above. While Theory X and Theory Y take the 

form of how management views employees, Theory Z takes this notion of 

perceptions a bit farther and talks about how the workers might perceive 

management (Bolman & Deal, 1991). The Theory Z leader can use such things 

as job rotation, broadening of skills, generalization versus specialization, and 

continuous training of worker as motivation tools (Ouchi, 1981). 

The Dual Factor Theory of Frederick Herzberg (1991) distinguishes 

between extrinsic rewards surrounding a job (such as salaries, fringe benefits, 

and job security) and intrinsic rewards of the job itself (such as self-respect, 

sense of accomplishment, and personal growth). Intrinsic rewards, according to 

Herzberg, are more satisfying and motivating. 

Management Theories 

Management theories have evolved from the Classical Approach 

(Frederick Taylor and Max Weber), to the Quantitative Management Perspective 

(Edwards Deming and Henry Mintzberg), to the Situational Approach (Fiedler, 

Hersey and Blanchard, James Burns). 

Frederick Taylor (the father of Scientific Management Theory) believed 

that workers generally performed below their abilities and what they needed was 
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leadership and support. He drew upon his engineering background to find the 

nnost efficient way to perform specific tasks and introduced the concept of per-

piece compensation (The Wall Street Journal, 1997). Max Weber introduced the 

concept of bureaucracy, which included a clear division of labor, a hierarchy of 

authority, formal rules and procedures, impersonality, and merit based 

evaluations (Bolman & Deal, 1991). 

Associated with the classical approach and the concept of bureaucracy 

are Power and Influence theories that are based on political science. They 

consider leadership in terms of the source and amount of power available to 

leaders and the manner in which leaders exercise that power over followers 

through either unilateral or reciprocal interactions (Wilson, 1989). 

Henry Mintzberg (1980) studied leaders and concluded that management 

is an art rather than a teachable science, and that it requires a continuous 

process of self-education and assessment. He established a theory that 

successful chief executives favor the right-hand or intuitive side of their brain 

more than the left-hand or analytical side. 

The Situational Approach 

Numerous varieties of situational theories exist. They are based upon the 

concept that appropriate behavior in a given situation depends on a wide variety 

of variables and that each situation is different. Most of them however consider at 

least three major components: the leader's behavior, the situation, and 
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followers/collaborators. Several models exist which attempt to understand the 

relationship between leadership style and situations. 

The Contingency Model assumes that group performance depends on 

situational factors like leader-member relations, task structure, and position 

power (Shriberg, et. al., 1997). An effective leader exhibits the leader behavior 

that matches or fits the demands of the situation. Either fit the leader to the 

situation or fit the leader's behavior to the situation. Correspondingly, there is no 

one best organizational form and leaders must map structural elements of the 

organization, for example technology, culture, strategy, and management style, 

to structural variables of the environment (Bolman & Deal, 1991). In summary, 

Contingency theory seeks to "understand and explain how organizations function 

under different conditions" (Lawrence & Lorsch, 1967, p. 186). 

Two contrasting explanations of leadership situational effectiveness have 

emerged. The first approach represented by Fiedler's LPC Theory assumes that 

leaders have general orientations that are unlikely to change. The second 

approach, Path-Goal Theory, makes the assumption that both the leader's 

decisions and the work situation are relatively fluid and subject to change. 

In Fiedler's Least Preferred Co-worker (LPC) theory, the preferred style of 

leadership is based on a description of the least preferred co-worker. Bolman 

and Deal (1991) describe this as follows; If the least preferred co-worker is 

described mostly positively, then the leader is said to be relationship-oriented. If 
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the least preferred co-worker is described mostly negatively, the leader is 

presumed to be task-oriented. 

Path-Goal Theory is the second explanation of situational effectiveness. It 

makes the assumption that both the leader's decisions and the work situation are 

relatively fluid and subject to change. The premise is that it is the leader's job to 

assist individuals in attaining goals and to provide the necessary direction and 

support to ensure that their goals are compatible with the overall goals of the 

organization (Shriberg, et.al. 1997). This perspective removes the assumption of 

a rigid leadership style that nothing can change, and views managers as 

adaptive and able to respond effectively to different people and different 

situations (Moorhead & Griffin, 1995). 

Situational Theory and the Life Cycle Model of Paul Hersey and Kenneth 

Blanchard (1977) postulate that the effectiveness of the leaders' styles depends 

largely on their collaborators' maturity, job experience, and emotional maturity. It 

assumes that the two most important behavioral dimensions in any leadership 

situation are direction and support. Directive behavior includes setting goals and 

objectives, establishing time lines, and showing how to do specific tasks. 

Supportive behavior includes problem resolution, affirmative encouragement, and 

facilitation. As the subordinate maturity increases, leadership should be more 

relationship-motivated than task-motivated. Leadership of highly mature to highly 

immature subordinates can consist of: Delegating to subordinates. Participating 
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with subordinates, Selling ideas to subordinates, and Telling subordinates what 

to do. 

Transactional vs. Transformational Leadership 

Transactional Leadership 

According to Burns (1979), transactional leadership is more closely 

related to behavioral and situational leader behaviors. It occurs when leaders and 

followers both give and receive benefits. Leaders help clarify the path from effort 

to reward. For the worker, this is a form of self-interested exchange - do this and 

you get rewarded. For the leader, it is a process of keeping workers riveted to 

organizational goals. It is mutual dependence in which the contributions of both 

sides are recognized and rewarded. 

Edwin Hollander (1964) states that the interaction between a particular 

leader and a particular follower will change over time based on such things as 

the changing confidence level of the leader and of the follower, and other 

environmental changes that may be subtle and are often difficult to document. A 

"behind the scenes" leader, whose behavior prevents a crisis from happening in 

the first place, might go unnoticed, unappreciated and unstudied. This kind of 

leader develops the strength of others and furthers the effectiveness of the 

organization. 

Bass (1985) describes transactional leaders as those persons who 

emphasize the transaction or exchange that takes place between leaders. 



colleagues, and followers This exchange is based on the leader specifying what 

are expected and helping followers to clearly understand what they will receive if 

they fulfill those expectations. Bass' description of transactional leadership is 

consistent with traditional views primarily associated with management. But 

according to Burns (1979), true leadership is transformational rather than 

transactional. 

Some researchers believe that transformational leadership is the only 

style that will bring significant change, and, is the only style that is supported by 

empirical research (Fisher, 1994). Others believe that a combination of 

transactional and transformational techniques as described below are required. 

Transformational Leadership 

Transformational leadership, while more complex is more potent. The 

transformational leader recognizes and exploits potential motives in followers and 

seeks to satisfy the higher needs that followers have. Burns (1979) explains that 

transformational leadership occurs when one or more persons engage with 

others in such a way that leaders and followers raise one another to higher levels 

of motivation and morality. The purpose of this engagement is to bring about 

change. Burns (1979) stated that "The truly great or creative leaders...induce 

new, more activist tendencies in their followers; they arouse in them hopes and 

aspirations, and expectations....the effective leader mobilizes new 'higher' needs 

in his followers...." (p. 48). 



The result of transformational leadership is a relationship of mutual 

stimulation and elevation that converts followers into leaders and may convert 

leaders into moral agents. Transformational leadership helps us to realize that 

leaders who transform organizations are catalysts for change in organizations. A 

contrasting perspective holds that leaders are merely negotiators or facilitators 

and sometimes people processors. The transfomnational perspective suggests 

an inspirational form of leader behavior that is based on modifying the followers' 

beliefs, values, and ultimately their behavior. Bass (1985) refers to this process 

as leadership that creates "performance beyond expectations." According to 

Bass, transformational leadership is differentiated from transactional leadership 

in that a transformational leader does more than set up simple exchanges or 

agreements. By virtue of the nature of their relationship with followers, they 

motivate others to do more than they originally intended, more than they thought 

possible, and to move beyond self-interest and focus on the larger goals of the 

group or organization. 

Postindustriai Leadership 

"William Foster (1986) and other critical theorists honed in on the concept 

of leadership as transformation by examining the content of the change 

that the leadership process might produce. They specified that leadership 

should address social reconstruction; Leadership is and must be socially 

critical, it does not reside in an individual but in the relationship between 
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individuals, and it is oriented towards social vision and change, not simply, 

or only, organizational goals" (Shriberg, et al., 1997, p. 215). 

The consideration of multiple perspectives of postindustrial leadership 

incorporates the essential components necessary for systemic organizational 

change (Bolman & Deal, 1991; Rest, 1993; Shriberg, et.al., 1997). It includes 

cultural behaviors or actions such as communicating a compelling vision, 

inspiring others in the pursuit of shared goals, stimulating others to think of new 

ways to meet challenges, creating opportunities for development, and modeling 

the behaviors that will lead to change (Bolman & Deal, 1991; Bosler & Bauman, 

1992). 

Bolman and Deal (1991) believe that the popular models of leadership fail 

to adequately envelop the variform nature of social (human) organizations. They 

present a large, complex body of theory and research that provides compelling 

ways of thinking about organizational leadership in terms of differing or multiple 

perspectives which they refer to as frames. "We need to reframe leadership to 

move beyond the impasses created by oversimplified models" (Bolman & Deal, 

1991, p. 421). 

Bolman and Deal (1991) go on to explain that organizational situations 

should be viewed from four different theoretical perspectives that they label 

structural, human resource, political, and symbolic. Each of the four frames 

"...illuminates a different slice of life in organizations, but, for the most part, these 
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different perspectives are used independently of one another by theorists as well 

as by practitioners" (Bolman & Deal, 1991, p. 309). 

Shriberg, Lloyd, Shriberg, and Williamson (1997) explain the 

independence of multiple perspectives by noting that leadership became a 

subject of intense study largely "...because the Industrial Revolution led to large 

organizations and large organizations needed people to run them. Research 

flourished to determine what kind of leadership was required to make these new 

enterprises effective" (p. 5). These studies of organizational behavior were 

looked at from different theoretical foundations—the disciplines of sociology, 

psychology, political science, and anthropology. Bolman and Deal (1991) 

describe these disciplines in their context of frames, which are respectively 

described below. 

The Structural Frame is based upon the theories of sociologists. They 

emphasize organizational goals, roles, and technology, and seek ways to 

develop machine like structures that best fit organizational purposes and 

environmental demands. In the Structural Frame a leader values efficiency, 

analysis, and data, while keeping a close eye on the bottom line. These leaders 

are good at giving clear directions and holding people accountable. They lead 

through policies, rules and a chain of command. Organizations headed by these 

leaders tend to have a "factory" culture. 

The Human Resource Frame uses the theories of psychology. In this 

frame people are paramount to the Human Resources leader and take 
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precedence over day-to-day problems. The emphasis is on ways to relate 

people's needs, skills, and values, on the one hand, with their formal roles and 

relationships, on the other. They believe that if the people within the organization 

are taken care of, the organization will run smoothly as a result. Human 

Resource leaders are catalysts who lead through the use of family oriented 

values such as caring, support, accessibility, sensitivity and participation. In other 

words, they support, empower, and facilitate the work of others. 

The Political Frame is based upon political science theories where power, 

conflict, and the distribution of scarce resources are the central issues. 

Organizations are like jungles in which leaders who understand the discretionary 

uses of power achieve cooperation. Political Frame leaders must become 

advocates who are clear about their agenda and are sensitive to the political 

realities of coalition building, bargaining, and negotiation. 

The Symbolic Frame uses the theories of anthropologists to focus on 

problems of meaning. To the Symbolic leader, facts are only as true as 

individuals perceive them. Cultural symbols provide a shared sense of values, 

mission and identity. Leaders in the Symbolic Frame are often charismatic artists, 

poets, or prophets who rely on images, drama, magic and sometimes even luck 

or the supernatural to communicate a vision and culture. They use these to build 

faith, trust and loyalty among employees and the community at large. 

Choosing the correct combination of perspectives of leadership for the 

given situation is the key to postindustrial leadership (Bolman & Deal, 1991; 
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Shriberg, et. al., 1997). The inability to consider multiple perspectives 

undermines efforts to manage organizations and limits the effectiveness of 

leaders engaged in IT-facilitated organizational change. "Wise leaders 

understand their own strengths, work to expand them, and build teams that 

together can provide leadership in all four modes—structural, political, human 

resource and symbolic" (Bolman & Deal, 1991, p. 445). 

Information Technology Architecture 

"In a global economy that is increasingly information intensive, almost 

everyone agrees that an advanced Information infrastructure is the key to 

economic growth" (Malhotra, et. al.,1995, p. 1). During the past three decades, 

computing has evolved from specialized calculating devices used by a few 

experts, into general information tools used by everyone. The paradigm shift 

facilitated by the Information Age and associated IT implementations has 

resulted in dramatic changes in the structure and culture of work. To appreciate 

the context of these changes it is important to have an awareness of the 

evolution of information technology and a basic understanding of IT architecture— 

the hardware, software, and communications infrastructure. 

A Historical Perspective 

A historical perspective of information technology lends insight to its 

evolution over the past 70 years and sets the foundation for what may be 



anticipated in the future. Since the conceptual context of this study is grounded 

a financial services unit, an economic process-oriented perspective is selected 

for this purpose. The following is an abbreviated summary extracted from an 

article authored by Paul Strassmann (1997). 

1930-1957: The machine accounting era 

Information technologies in this earliest stage originated from 

increased government tax regulations that required the documentation 

of financial transactions by organizations. Centralization of control over 

logistics, the result of World War II controls, also required detailed 

accountability for physical goods. Tabulating equipment made possible 

the direct displacement of clerical labor, but costs rose as 

organizations hired more administrators, analysts, and accountants. 

1963-1969: The data center cycle 

In this stage, the demand for computers expanded faster than the 

manufacturing capacity that produced them and corporate information 

technology budgets were rising at a rate of over 30% per annum. 

Consolidation of data centers and massive reprogramming of 

applications inherited from the tabulating cycle took place during this 

period. Mainframe technology fit this approach perfectly. An extension 

of the influence and control of the financial executives over every 



routine business transaction resulted. As reflected in national 

economic statistics, investments in computers became noticeable, but 

not significant, for the first time. 

1969-1975: The time-sharing cycle 

The totalitarian-like reign of central mainframes and finance-

department dominance led to erosion of control as other departments, 

such as production, engineering, and marketing, discovered that the 

possession of information was synonymous with organizational power. 

The central information systems organization responded by instituting 

a new round of equipment acquisitions to provide the non-financial 

organizations access to centralized computing through time-sharing of 

mainframe computers. Some scientific, engineering, and, particularly, 

production departments responded to these costly and non-responsive 

services by taking their business to independent information-service 

suppliers and the concept of outsourcing information services took hold 

for the first time. Other departments started purchasing mini-scale 

computers that offered on-line access to computing power via 

terminals over local cabling. Toward the end of this era, questions 

about computer investments became a concern of business executives 

when they became aware of the true cost of computing. 



1975-1981: The minicomputer cycle 

At this point, the purchasing power of computing and information 

services started to migrate from being centralized to departmental. 

Local units acquired their own computing professionals or created 

relationships with consulting firms. The minicomputer initiated the shift 

from disciplined mainframe computing to distributed systems. Prices of 

computing dropped rapidly, as competition became more intense. In 

this phase of development, it became increasingly difficult to account 

for computer spending and the cost of computing disappeared into 

accounts, such as manufacturing machinery or research. Toward the 

end of this cycle it is possible to observe the phenomenon that is to 

emerge in the future. Computer technologies shifted from a 

perspective of control over individuals and their work to a perspective 

that supported the empowerment of local management. As a testimony 

to the attractiveness of this approach, a flood of new orders for 

computing capacity was placed with computer vendors. 

1988-1995: The client/server investment cycle 

The client/server concept of organizing information services arrived as 

a reaction against the unmanageable proliferation of stand-alone 

computers. But excessive local autonomy inhibited attempts to 

interconnect individual microcomputers and did not remedy the 
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burdens of incompatible, non-interoperable, insecure, and costly local 

area networks. Unfortunately, instead of delivering lower costs, the 

client/server architecture turned out to be more expensive and less 

reliable. A major contributor to the rising expenses for client/servers 

arose from the propensity of supporters to specify the latest 

technologies for all new applications. The result is that obsolescence 

sets in soon after the initial installation takes place. 

The greatest gain from the client/server environment is that it permits 

local experimentation that leads to innovative computer solutions. With 

the increased attainment of computer literacy, microcomputer 

customers now demand instant network feedback and application 

flexibility. They now demand superior network performance, rapid 

database access times, and instant response to the keystrokes that 

they became accustomed to when they had stand-alone desktop 

machines at their complete control. 

Enterprise Architecture 

Enterprise architecture includes equipment (computers, data storage 

devices, networks, communication devices), software (applications and operating 

systems), and services (user support, applications development) needed in the 

coordination of information processing (Forester Research, 1994). Malhotra 

(1996) discusses Enterprise Architectures "...as they relate to the broad 
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decisions that must be made by an organization as it creates its organizational 

information support system" (p. 1). Tiiese broad decisions take into consideration 

strategy, business goals, infomriation needs, data requirements, selection of 

product-independent systems, and selection of specific hardware and software 

needed to ensure maximal effectiveness and efficiency (Malhotra, 1996). 

In a study by Brancheau, et al., (1995), Enterprise Architecture was 

ranked near the top of the list of issues considered important to chief information 

officers. Enterprise Architecture includes Information Architecture, Systems 

Architecture, Data Architecture, Client Server Computing, and Network 

Technology. The following provides perspective and key factors that are relevant 

to each level of the architecture. 

Information Architecture 

The basic building blocks of Information Architecture (lA) are the basic 

truths and assumptions about how information technology will be implemented. It 

provides a framework for overall planning and coordination of an information 

infrastructure and information services activities (Los Alamos, 1998). It is 

expressed through principles-high-level statements of an organization's 

philosophy, expressed in terms of objectives and goals; and standards-specific 

guidelines for implementing the principles. Essentially, this level is like a 

'blueprint of a building' that takes into consideration the Data Architecture, 

Systems Architecture and Computer Architecture (Malhotra, 1996). 
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Data Architecture 

Information once flowed through fairly predictable channels; databases, 

department reports and accountants' spreadsheets. Such structured data could 

be easily indexed, retrieved or queried. Now a variety of alternate delivery 

mechanisms are in place including electronic mail, mobile computers, and 

network-based applications (Bozman, 1993). The data architecture defines the 

current and future needs for accumulation, usage, renewal, maintenance, and 

transfer of data within, and outside, the organization's boundaries. 

The data architecture determines the amount of flexibility and control that 

computing personnel have with the implementation of applications, as well as 

how they are built and used. Although a virtually infinite number of possibilities 

exist for distributing and linking architectural components, most contemporary 

architectures are defined in terms of a limited subset of alternatives. The subset 

that has gained the most acceptances in implementing distributed transaction-

orientated database systems is a three-tier design that provides a specialized 

hardware component dedicated to data manipulation. 

Systems Architecture 

Systems Architecture relates primarily to the Information Architecture, 

Data Architecture, and the Computer Architecture. Decisions about specific 

systems that the organization is going to deploy need to consider the demands 



made by the business applications, the data requirements, and the hardware and 

software that will support them. Examples include issues such as the Client 

Server Architecture, Intranets, and the various Networking Protocols. Morton 

(1988) lists five basic equipment components - computers, communications 

technology, work stations, robotics and computer chips. The systems 

architecture should have the following qualities; 

Portable The components of the architecture should be able to execute 
across multiple hardware platforms of a network with acceptable 
cost and efficiency. 

Scalable The architecture should be easy to adapt to meet new and ever-
changing requirements and should be able to efficiently handle any 
size applications and grow with the business needs. 

Reliable The components of the architecture should be able to be depended 
on for mission-critical business operations. 

Secure The architecture should protect information and computer 
resources from unauthorized use. The security component should 
have the ability to provide network-wide authentication. In addition, 
this component should provide centralized authorization 
capabilities. 

Table 2.4 - Computer Architecture Qualities 

Client Server Architecture 

Until the late 1980s, the typical computer was a mainframe system 

connected to dumb terminals. Users could do only what the mainframe programs 

allowed them to do. The arrival of the desktop computer upset this traditional 

paradigm. Individual users were able to run their own programs and create their 

own data files and documents. Sharing that data, however, was difficult. So In 

the late 1980s, the local-area network (LAN) emerged to provide connectivity 

between desktop systems. 



Users got excited about sharing files and sending each other electronic 

nnail, but this wasn't much different from the old mainframe model. We needed to 

rethink how to use this new technology. The result was client/server computing. 

The fundamental aim of client/server processing is to provide end users with a 

single image of the total information systems enterprise. The client element 

retrieves data from the server and translates the data into a user-selected 

application or visual presentation metaphor (spreadsheet, word processor, etc.). 

The server element represents the platform upon which the database resides; 

and the network element is a totally transparent communications service that ties 

it all together. 

Most client/server successes involve small-scale pilot applications 

generally of a non-critical nature. As we evolve from these pilot projects to 

mission-critical applications there is a corresponding increase in performance 

expectations and uptime requirements. The architectural strategy, therefore, 

becomes a critical consideration. The choice of architecture affects development 

time and the future flexibility and maintenance of applications. If the design is 

flawed, implementation could result in horrendous response times. 

Network Technology (Internet/Intranet) 

The Internet is a high-speed global communications network capable of 

carrying voice, data, video and other services around the world. Intranet is the 

latest term to describe when the Internet's protocols and applications are used. 
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not for accessing the vast resources on the Internet, but for moving information 

within an organization's boundaries. Collectively know as the World Wide Web, 

this technology is an inexpensive yet powerful alternative to other forms of 

internal communications, including conventional computer setups. 

Because World Wide Web browsers run on any type of computer, these 

users can view any web-delivered electronic infonnation. That means all sorts of 

documents-internal phone books, procedure manuals, training materials, 

requisition forms-can be converted to electronic fonn on the Web and constantly 

updated (Cortese, 1996). By presenting information in the same way to every 

computer, the Web can Integrate technology sources from a variety of 

organizational computers, software, and databases and congeal it into a single 

system view that enables users to find information wherever it resides. 

Summary 

Grounded Theory Is the theoretical foundation of this case study. It is 

focused on developing a process-oriented description and explanation of 

phenomenon. Grounded Theory is the perspective from which Open Systems, 

Diffusion, and Social Rule Systems theories Influence the exploration of 

leadership practices in the study. The end result Is development of substantive 

theory that is "grounded" in the data. 

• Systems theory provides a macro view of how a complex system interacts 

with its environment to acquire new properties through emergence, resulting 
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in continual evolution. An open systems approach is appropriate to this study 

because it focuses on interactions among people, the business environment, 

and the study of organizations undergoing rapid changes brought about by 

information technologies. 

• Diffusion research investigates the process by which an innovation is adopted 

and gains acceptance by members of an organization. Four factors interact to 

influence the diffusion of an innovation: the innovation itself, how information 

about the innovation is communicated, time, and the nature of the social 

system into which the innovation is being introduced. 

• Social Rule Systems Theory is a theoretical approach that can be used for 

understanding and characterizing differences in assumptions about the 

computerization of work. Instances of observed social interaction can be 

traced back to an underlying rule stnjcture and attributed to a particular 

source - organizational imperatives, computerized processes, or prevailing 

social norms. 

IT-facilitated change is the hallmark of the 1990s and is one of the top 

leadership issues in today's business environment. Total quality management 

and business process reengineering are two labels under-which IT-facilitated 

improvement strategies are grouped in this study. TQM and BPR share a 

business process orientation in which a set of logically related tasks is performed 

to fulfill the needs of an organization. A major distinction between TQM and BPR 

is that quality specialists tend to focus on incremental change and gradual 
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improvement of processes, while proponents of reengineering often seek radical 

redesign and drastic improvement of processes. 

Implementation failures can leave an organization worse off than if it had 

never attempted to change at all. The primary reasons cited for the failure of IT-

facilitated improvement projects are the failure to communicate, the failure to 

account for the impact that change has on organizational structure and culture, 

and the failure of the basic tenets of leadership. Success often depends on 

coordinating the right technology and selecting the right improvement projects 

while also attending to structural and cultural issues. 

It is clear from the literature that leadership is a key to effective reform. 

Although the need for leadership is well documented, there is little consensus on 

what leadership means. In the exploration of literature for this study Industrial 

Leadership Models (trait theories, behavioral theories, management theories, 

and the situational approach). Transactional vs. Transformational Leadership, 

and Integrative Multi-dimensional Leadership were reviewed. 

Bolman and Deal (1991) believe that the popular models of leadership fail 

to adequately envelop the variform nature of social (human) organizations. It 

appears that postindustrial perspectives of multi-dimensional leadership 

incorporate the essential components necessary for systemic organizational 

change (Bolman & Deal, 1991; Rost, 1993; Shriberg, et.al., 1997). Multi

dimensional leadership is summarized by Bolman and Deal (1991) as follows; 
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• Structural leaders are social architects who analyze an organization's 

environment and build a structure that will allow it to realize its visions and 

strategies. Their structured approach however runs the risk of them being 

interpreted as bureaucratic tyrants. 

• Human Resource leaders are catalyst who rely on highly committed and 

productive employees to achieve success; but if they fail they will be labeled 

as weak and naive. 

• Political leaders are advocates who draw their strength from knowing that 

influence begins by understanding the concerns and interests of others. They 

use these to build a collaborative agenda for moving the organization forward. 

Leaders who fail in the political frame are accused of having a personal 

agenda. 

• Symbolic leaders are prophets who are adept at interpreting life experiences 

and using them to design a vision for the future. Successful leadership In this 

frame is usually transformational while unsuccessful attempts will lead to a 

loss of credibility and organizational stagnation. 

Utilizing the correct combination of these multiple perspectives of leadership 

appears to be the key to successful IT-facilitated improvement. 
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CHAPTER 3: METHODOLOGY 

Introduction 

This chapter describes the methods of research used in this study. 

Included are the design of the study, research site and population, interview 

formats, obsen/ation formats, procedures for data collection, methods used to 

analyze the data, and ensuring data validity and reliability. 

The theoretical framework followed the process-oriented elements of 

grounded theory, a research approach that specifically includes elements of 

process and change (Orlinkowski, 1993). Grounded theory is the perspective 

from which open systems theory, diffusion theory, and social rule system theory 

influences the description of leadership practices in this study. 

Design of the Study 

This is a descriptive study that utilizes case study and qualitative research 

methodologies described by Yin (1994), Berg (1995), and Miles and Huberman 

(1996). A Case Study design is utilized to take advantage of the "crucial role of 

pattern and context in achieving knowledge" (Yin, 1994, p. xi). "The interest is in 

the process rather than outcomes, in context rather than a specific variable, in 

discovery rather than confirmation" (Merriam, 1998, p. 19). The conceptual 

context suggests that a qualitative research approach is appropriate for this study 

because it is well suited to examining complex interactions between workplace 
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settings and the social dynamics of staff inhabiting these settings (Berg, 1995; 

Levin, 1996, Wolcott 1992). 

Qualitative Field Methods 

Qualitative field nnethods used in this study include unstructured focus 

group inten/iews, guided senni-structured interviews, participant observation, and 

archived document analysis. Together, these techniques provided triangulation 

and are well suited to content analysis—a technique designed to examine virtually 

any kind of communication (Purvis, 1985; Berg, 1995). Data analysis was 

accomplished by using open coding and content analysis techniques (Strauss & 

Corbin, 1990; Berg, 1995; Miles & Huberman, 1996). With this model, data are 

categorized into context-based, process-oriented descriptions that are suggested 

by the data rather than imposed from outside (Orlikowski & Baroudi, 1991; 

Strauss & Corbin, 1990). 

Focus Group Interviews 

The main research questions of this study explore how leaders influence 

IT-facilitated process improvements—how improvement initiatives were planned, 

implemented, and accepted by the staff for whom they were intended. These 

elements define a project development cycle that involves participation by 

diverse groups. Focus group interviews were selected, therefore, to capitalize on 
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the synergism that allows participants to draw from each other in discussing 

issues, opinions, experiences, and ideas (Berg, 1995). 

Guided Semi-structured Interviews 

Guided semi-structured interviews use a number of predetermined 

questions and / or topics that are asked in a systematic and consistent order. But 

the interviewers are allowed freedom to probe beyond the answers to the 

prepared and standardized questions. "Questions used in a semistandardized 

interview can reflect an awareness that individuals understand the world in 

varying ways" (Berg, 1995, p. 33). "This format allows the researcher to respond 

to the situation at hand, to the emerging worldview of the respondent, and to new 

ideas on the topic" (Merriam, 1998, p. 74). 

Participant Observation 

Participant Observation was selected as a research instrument in this 

study because it utilizes ethnographic strategies together with theoretical insights 

to create, support, or refute ideas about human behavior (Burgess, 1984). The 

techniques described by Carnoy and Levin (1985) were used to establish a 

systematic method of observation by utilizing the major themes and sub

categories identified from the focus group and guided interviews. 



Archived Document Analysis 

Archived documents were used to investigate the research questions 

because "they systematically recapture the complex nuances, the people, 

meanings, events, and even ideas of the past that have influenced and shaped 

the present" (Berg, 1995, p. 161). This proposition of a complex system of a 

context-based, process-oriented description and explanation of phenomenon is 

consistent with the theoretical framework (grounded theory) of this study 

(Orlikowski & Baroudi, 1991). Furthermore, Pitman and Maxwell (1992) highlight 

that document review can Inform the continuing decision regarding focus and 

process in interviewing and observation. 

Data Validity and Reliability 

Data validity and reliability are key considerations of this research design. 

Yin (1994) lists four tests that are commonly used in social science research for 

verifying validity and reliability ~ construct validity, internal validity, external 

validity, and reliability. Construct validity insures that an operational set of 

objectives is used during data collection In order to control subjective 

judgements. Internal validity deals with the extent to which research findings are 

congruent with reality. External validity is concerned with how the findings of one 

study can be applied to other situations. And reliability Involves the consistency 

of findings (if the study is repeated will it reveal the same findings). 
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Merriam (1998), Yin (1994), and Berg (1995) identify triangulation as a 

primary method used to satisfy issues of internal, external, and construct validity. 

Berg (1995) defines triangulation as a "...mutual confirmation of measures and 

validation of findings" (p. 5). The qualitative field methods in this study 

(interviews, observations, and document analysis) satisfy triangulation by 

counteracting the threats to validity that are unique to each method (Berg, 1995). 

In addition, a case study database is constructed in the course of this study to 

satisfy concerns for reliability (Yin, 1994). The result of using these procedures is 

a stronger research design and a higher quality study. 

Research Site and Population 

This study was conducted in the Financial Services Office at the University 

of Arizona. The University was founded in 1885 as a Land Grant institution with a 

three-fold mission of teaching, research and public service. Today, The 

University is one of the top 20 research universities in the nation, with a student 

enrollment of nearly 34,000, and a faculty and staff of 12,500. The University is 

the fourth largest employer in Arizona. A 1992 financial study estimated that the 

University's annual financial impact on the state is about $1.5 billion. 

The University of Arizona's computing and communications environment 

consists of a complex and heterogeneous collection of information systems 

ranging from microcomputers to supercomputer resources. Some of these 

systems are centrally administered while most resources are decentralized and 
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distributed across campus locations. The campus technology infrastructure 

includes the telecommunications network, security services, database services, 

configuration management, and backup services. 

The institution's administrative systems are centrally located and managed 

as well as distributed and managed at the departmental level. The administrative 

applications are designed to collect and process information and provide services 

to University constituents. Paying an employee, registering a student, and 

purchasing lab equipment are examples of processes or transactions that 

provide a service. 

Information is considered a corporate asset that is planned, budgeted, 

acquired, used and retired. Information architectures must encompass 

information principles that cross all functional and physical campus boundries. 

The data architecture regulates the flow, timing, depth, breadth and ownership of 

information. From it evolve reporting databases. Commonly referred to as data 

warehouses or datamarts, these databases are used to assist in decision 

making. 

The University supports a TCP/IP-based Ethernet backbone network 

called UANet. UANet is linked to the global Internet through a T1 link to the 

University of Utah. Asynchronous, synchronous and dialup communications 

services are administered and managed by the Center for Computing and 

Information Technology (CCIT). Other services include telephone services (more 

than 13,000 lines on #5ESS system), voice mail (Octel) and management of the 
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centralized administrative systems. Customer consulting, help desk services, 

operations services and technical consulting are available centrally and also 

provided by many departments located across the campus. 

Many of the principal support and leadership activities are taking place in 

departments outside the central systems area. Expertise on computing and 

networking is widely distributed both in academic and administrative departments 

such as Management Information Systems (academic) and the Financial 

Services Office (administration). Many of these distributed efforts overlap central 

systems to provide increased functionality, or provide independent services that 

logically are included in the concept of distributed administrative computing. 

As described above, the decentralization of IT infrastructure components, 

IT tools and applications, IT information strategies, and IT leadership and support 

is the paradigm at the University of Arizona. The Financial Services Office (FSO) 

represents one organization fitting this distributed IT concept. A small staff of 

three full time and two student employees are responsible for FSO's desktop 

computing environment. This includes the development of network-based 

applications that support process improvement initiatives of interest to FSO and 

the institution at large. The enterprise architecture is based on Microsoft NT 

BackOffice server software, Microsoft Office Professional client applications, and 

communications infrastructure links to the local Intranet, the campus network 

backbone, and the global Internet beyond. 
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The Financial Services Office was selected as the site for this study 

because it appears to exhibit the commitment of leadership to engage in 

successful implementations of IT-facilitated process improvements. An equally 

strong influence was access to the site and staff at this location. The central 

problems that researchers share in ethnographic studies are gaining access to 

the site and blending into the environment. These are not concerns in this study 

because the researcher is employed at this location and has the full cooperation 

of management and staff. 

Participants for the study were selected from the accounting, accounts 

payable, payroll, and computing systems staff, and individuals with supervisory 

or leadership responsibilities over those areas, up to and including senior 

administrative officers of the University. The purposive sampling strategy as 

defined by Berg (1995) was used to guide data collection. No predetermined 

number of participants was set prior to the research but participation was limited 

to those employee groups who use the results of FSO's process improvement 

initiatives on a regular basis. 

The Pilot Study 

A pilot study was conducted in preparation for this research. The value of 

this pilot research was to "...test your ideas or methods and explore their 

implications, or to inductively develop grounded theory" (Maxwell, 1996, p. 44). 

The pilot study was used to evaluate the data collection instruments and to refine 
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and expedite the data analysis process; it proved valuable in each of these 

endeavors. 

The pilot study was conducted at the same site but with a subset of the 

population approximately one year prior to this research. The most significant 

value was in simplifying and reducing the amount of time needed to perform the 

initial iterations of data analysis. This typically lengthy process was shortened 

because the categories and themes developed in the pilot study were used as 

starting points to begin the iterative analysis of data collected in this study. 

The Data Analysis Cycle 

Miles and Huberman (1996) describe "...three streams-data reduction, 

data display, and conclusion drawing/verifications—as interwoven before, during, 

and after data collection in parallel form, to make up the general domain called 

analysis" (p.11-12). Together these components form an interactive, cyclical 

process as depicted in figure 3.1. 

The analytic techniques used in this study were guided by the data 

analysis cycle and the suggestions of Berg (1995), Miles and Huberman (1996), 

and Yin (1994). These include; 

• Placing the data, notes, and other input in a digital case study 

database. 
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Figure 3.1 - Data Analysis Cycle 

• Using this database to affix codes to the data drawn from obsen/ations 

or interviews. 

• Sorting and sifting through the case study database to identify similar 

phrases, relationships between variables, patterns, themes, distinct 

differences between subgroups, and common sequences. 

• Isolating these patterns and processes, commonalties and differences, 

and taking them into consideration during the next wave of data 

collection. 

• Gradually elaborating a small set of generalizations that cover the 

consistencies discerned in the database. 
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• Confronting those generalizations with a formalized body of knowledge 

in the form of constructs or theories discerned from the Review of 

Literature. 

Data Collection 

Focus Group Interviews 

Six focus groups were interviewed to collect data for this study. The focus 

groups are as depicted in Table 3.1. Two of the focus groups consisted of 

managers and supervisors and five of the focus groups consisted of members of 

financial work groups or teams. For purposes of clarification these will be referred 

to as Group1-Group6. 

1 Groupl Associate Controller - Financial Management, 4 Accounting 
; Managers 

I Group 2 ! Associate Controller - Operations, 4 Operations Managers 
' Group 3 i Accounting Team (7 members) 
Group 4 Operations Team - Accounts Payable Team-1 (6 members) 

Group 5 Operations Team - Payroll Team (4 members) 

: Group 6 1 Computing Systems Team (5 members) 
Table 3.1 - Focus Group Composition 

Prior to each interview the participants received an introductory 

memorandum that outlined the purpose of the interview session (see Appendix 

C). Each interview began with a warm-up period during which the memorandum 

was reviewed and the purpose and procedures of the interview were described. 

This allowed participants to become comfortable with their roles, to concur with 



the tape recording of the session (if agreeable to all participants), and to sign 

waivers of Informed Consent for Participation (see Appendix A). 

The researcher began by describing the IT-facilitated improvement 

projects under consideration in this study (Electronic Reports. FSO data mart 

applications, and FAME [Financial Affairs Made Easy]). The researcher directed 

the interview with the following questions and a consistent probe regarding the 

role of leadership (e.g. What role did leadership have in overcoming obstacles 

that were encountered?). 

• Who and what aspects promoted these projects? 

• Who was Involved at what time during the development process and how? 

• Who and what aspects presented obstacles to the implementation process 

and how? 

• What should/could have been done to improve the Implementation process? 

• What are the positive and/or negative experiences you've had in using 

the new computer applications? 

• How has the availability of these Improvements influenced your ability 

to perform your job? 

One of the advantages of focus group interviewing is the synergism that 

can develop between members of the group. The dialogue represented in Table 

3.2 - Sample Interview Data, is an example of this synergy. In this exchange, LW 
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modified his first comment regarding the use of technology based on points 

raised by JS and TL. 

LW - I'm having a hard time thinking about how any of these 
technologies really helps us. I mean, we used to do everything 
before and we didn't need to spend the money to buy 
computers to do it. Besides, I think that some of the tools we 
use such as voice mail and email are pretty impersonal. 
JS -1 don' t  ent i re ly  agree.  I  th ink you ' re r ight  about  vo ice mai l -
sometimes I'll just hang up instead of leaving a message. But 
email is really easy because you just send it, it doesn't matter if 
the person is there to get it right away or not, and then you each 
have a written record of the message. 
TL -1 agree wi th J im,  A wr i t ten record has saved me a couple 
times. 
LW -1 guess you' re r ight ,  just  last  week I  resent  a  message that  
AW claimed she didn't get, but I know she did because the 
message wasn't returned as undelivered. 

Table 3.2 - Sample Interview Data 

At the conclusion of the interview session, an invitation was extended to 

each participant for a Guided Semi-structured Interview if they wished to provide 

additional input. This was offered to accommodate individuals who may have felt 

uncomfortable in a group setting or wished to elaborate on some aspect of the 

interview in a private setting (none were requested). In addition, the researcher 

contacted some focus group participants in order to clarify or further probe focus 

group discoveries. Notes from these contacts were included in the Focus Group 

data (the data includes four such contacts). 
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Guided Semi-structured Interviews 

Four guided interviews were conducted for this study - Senior Vice 

President for Business Affairs, University Controller, Associate Controller for 

Operations, and Associate Controller for Financial Management. 

The procedures followed that of the focus group interviews - an 

introductory memorandum, a warm-up period to describe the purpose and 

procedures, obtaining waivers of informed consent for participation, and 

summarizing FSO process improvement projects. The interview consisted of 

each individual being asked to describe the importance they place on using 

information technology in transforming business processes. The following 

questions from the researcher guided these interviews. 

• What can you do as a leader to identify the need for process improvements? 

• What can you do as a leader to promote IT-facilitated improvements? 

• What do you see as possible obstacles to success? 

• How would you measure the success of IT-facilitated improvements? 

• What role can you play in maintaining the momentum for 

improvement? 

Participant Observation 

The Customer Service Desk of a financial sen/ices unit was selected for 

observation. The service area had two workstations. One service representative 

was working during the two-hour observation period allocated to this study. 
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Observations were made in an "observe-only" mode and in a mode that had the 

customer service representative "describe" their use of the network-based 

applications developed in FSO (see Table 3.4). The field notes tracked time of 

observation, type of sen/ice request, dialogue between the customer and service 

employee, employee behavior and attitude, employee response to the service 

request, and other environmental factors. 

Archived Document Analysis 

Data gathering involved the collection of 68 messages posted on two 

electronic mail discussion groups (known as Listservs) by members of a financial 

services unit over a two week period. The two Listservs and their intended 

subject categories were L_Policy (notification of procedural and policy changes 

that impact unit customers) and LJnternal (internal unit communication). The 

data were captured by the name of the list and the date and time of message 

posting. Table 3.3 represents an example of messages collected from one of the 

Listservs. 

L-lnternal (4/30/97-09:55) I just had a call from [name omitted]. 
She needed to know the overnight hotel rate for a trip to 
Anaheim, CA that she was processing for the department head 
It wasn't listed in our quick guide and [name omitted] was in a 
meeting so I couldn't ask her. 
LJnternal (4/30/97-09:59) it's the same as Los Angeles, $97 a 
night. 
LJnternal (4/30/97-10:15) There is a link in FAME to the rates. 
If you do a find on Anaheim you will see it listed under the Los 
Angeles rate. 

Table 3.3 - LJnternal Listserv Messages 
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Data Analysis 

The transcriptions of each data source were loaded into a SQL database 

and decomposed into individual hyper-stacks as described in ATLAS/ti, a 

qualitative analysis software package. This provided the capability to parse, 

categorize, and reorganize all data sources. This database also satisfies the data 

reliability and validity descriptors set forth by Yin (1996). The open coding 

techniques described by Berg (1995, p. 185-188) were used to extract themes in 

a systematic manner. 

Four basic guidelines were used while conducting this open coding 

analysis. 'These are (1) ask the data a specific and consistent set of questions, 

(2) analyze the data minutely, (3) frequently interrupt the coding to write a 

theoretical note, and (4) never assume the analytic relevance of any traditional 

variable such as age, sex, social class, and so forth until the data show it to be 

relevant" (Strauss, 1987 as cited by Berg, 1995, p. 186). 

Systematic analysis began by reading the field notes to reinforce any 

hypothesis or themes previously undiscovered in the pilot study—in short to 

ground themes and hypotheses to the data (Glaser & Strauss, 1967). These 

themes encompass recurring statements that revealed analogous assumptions 

and/or beliefs about the leadership of IT-facilitated process improvements. 

All data was then reexamined and reordered to identify and/or confirm 

emerging themes by using a combination of approaches suggested by Berg 

(1995); ethnographic narrative accounts and inductive content analysis. 
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Ethnographic narrative accounts rely on narrative textual accounts taken from the 

field notes. With inductive content analysis the researcher quantified the 

frequency of themes (how often they were repeated). This provided a view of the 

data needed to regroup the themes into larger categories. 

Interviews 

Focus Group and Guided Semi-structured interviews were transcribed into 

a digital word processing format. A sample of an interview transcription is 

provided in Appendix B. The following procedures applied. 

• Each participant was identified by a pseudo-name. 

• All questions asked by the researcher were in bold type. 

• A bold font was also used to depict comments made by the researcher during 

the interviews. 

• Tape recordings were transcribed Into notes that were entered into the case 

study database. 

• Only pseudo-names were used in the transcripts. This was done to ensure 

anonymity of participants. 

• Database hyperstacks were developed using ethnographic narrative accounts 

and inductive content analysis as described above. 

Participant Observation 

The purposive sampling strategy described by Berg (1995) was used to 

narrow the volume of data to observations of network-based applications. The 
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results were themes and associated concepts that described the conditions, 

events, experiences, and consequences associated with the adoption and use of 

network-based applications. 

The field notes depicted in Table 3.4 represent how collection and 

analysis techniques and the two data gathering modes were used in concert. The 

excerpts reveal that Intemet information storage was accessed to complete a 

service request, but the design of the system was inefficient. The "describe" 

mode provided additional insights regarding perceived inefficiencies that may not 

have been otherwise evident. It also provides an example of a positive impact on 

staff~the use of information storage and retrieval to access Internet based 

reference materials. 

Observe-only mode; In responding to a request to change a 
social security number, Customer Service verified the 
employee's identification by accessing an internet accessed 
database on one of the workstations. The change process then 
began but an inordinate number of keystrokes and screen 
displays were required. 
Describe mode; It was revealed that three different databases 
needed to be updated in order to change an employee social 
security number. In addition, the process included a query of 
on-line reference materials when the employee encountered 
difficulty in updating one of the databases. 

Table 3.4 - Modes of Observation Field Notes 

Document analysis 

Data analysis of Listserv messages resulted in the identification of 

themes, categories, and coding frames consistent with the purposive sampling 

strategy described by Berg (1995). Using this strategy, the volume of data was 

reduced to Listserv messages directed to the themes discovered in the analysis 
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of interviews and observations. Table 3.5 represents an example of messages 

indicating a positive impact on staff work assignments. 

L-lntemal (4/30/97-09:55) I just had a call from [name omitted]. 
She needed to know the ovemight hotel rate for a trip to 
Anaheim, CA that she was processing for the department head. 
It wasn't listed in our quick guide and [name omitted] was in a 
meeting so I couldn't ask her. 
L_lnternal (4/30/97-09:59) it's the same as Los Angeles. $97 a 
night. 
L_lntemal (4/30/97-10:15) There is a link in FAME to the rates. 
If you do a find on Anaheim you will see it listed under the Los 
Angeles rate. 

Table 3.5 - Business Service Impact 

Themes 

Miles and Huberman (1984) define a theme as an implicit or recurrent idea 

which "suddenly 'jumps out' at you, suddenly makes sense" (p. 216). Applying 

their definition to this study, a theme is a repeated pattern of assumptions or 

beliefs about any aspect of the FSO improvement efforts. 

The themes discovered from the collection and analysis of data in this 

study are Institutional Climate, Involvement, Communication, Learning, 

Development Strategy, Resources, and Impact. Each theme consists of similar 

assumptions and beliefs about the leadership of IT-facilitated process 

improvements in FSO. 

The themes and descriptions that emerged from the data analysis 

regarding the research objective and questions of this study are summarized in 

Table 3.6. 
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THEME DESCRIPTION 
Institutional Climate Refers to the vision that FSO leaders establish for continuous 

organizational renewal. This Includes an atmosphere where 
shared goals are established, the opportunity to attain them is ; 
supported, and technology is viewed as a viable vehicle from 1 
which to improve business services delivery. 

Involvement The theme of Involvement refers to sponsorship, participation 
and involvement in IT-facilitated improvement. It refers to the ! 
willingness of individual(s) to identify, champion or assume 
leadership of a process improvement effort or to participate as 1 
a member of the improvement team. There is a sense of 
inclusion, belonging and being considered part of the team 
whether directly involved or not. 

Communication Refers to the awareness of the FSO vision, shared goals, and i 
how the process improvement projects will advance these. 
Communication is bilateral (transmitting and receiving) and 
includes the interactions and interrelationships between and 
among people that are fundamental to the attainment of IT-
facilitated improvement. 

Learning Refers to the transformation of experience into knowledge or i 
information and the sharing of these with other members 
engaged in IT-facilitated projects. This includes technical, 
procedural, social, and cultural aspects of the improvement 
process. 

Development Strategy Development Strategy refers to a team orientation for the 
development and implementation of process improvement 
projects. This includes identifying which projects to improve 
and if they are candidates that can take advantage of a 
standardized set of innovative information technologies. 

Resources Refers to resources that facilitate or hinder the improvement 
project. These resources can be non-human such as 
computers, space and time; and/or human resources such as 
people, talent, and expertise. When unavailable, resources 
can become barriers to progress. 

Impact Refers to the degree of consistency between the vision, goals, 
and objectives of IT-facilitated reform and the impact these 1 
improvements had upon FSO staff. This is a measure of the 
success of the business services improvement. ! 

Table 3.6 - Data Associated Leadership Themes 
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CHAPTER 4: FINDINGS 

This research utilizes case study and qualitative research methodologies 

described by Yin (1994), Berg (1995), and Miles and Huberman (1996) to 

describe the development of network-based applications in a financial service 

organization—how improvement initiatives were planned, implemented, and 

accepted by the staff for whom they were intended. Unstructured focus group 

interviews, guided semi-structured interviews, participant observation, and 

archival document analysis were used to discover how assumptions and beliefs 

of leadership influence IT-facilitated improvement projects. 

This chapter presents the research findings in two sections corresponding 

respectively to the two research questions. First, the analysis of assumptions and 

beliefs about leadership in FSO is presented in the context of themes, attributes, 

and components discovered during data collection and analysis. These 

assumptions and beliefs are then used to determine if the framework of 

leadership in FSO is consistent with the postindustrial model of leadership 

described by Bolman and Deal (1991). 

The themes that that were discovered are Institutional Climate, 

Involvement, Communication, Learning, Development Strategy, Resources, and 

Impact. The case study database was used to arrange the collected data by 

these identified themes. These groups of data were then examined to extrapolate 

words or phrases to identify characteristics associated with the theme, i.e., 

words, phrases, or ideals that were replicated sufficiently enough that it 
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warranted being noted. The result was the identification of thematic attributes 

that described the various facets and form of the themes and aided in 

understanding the relationship between them. These attributes and their 

components provided the holistic insight needed to address the two research 

questions. 

1) What are the assumptions and beliefs of leadership that influence IT-

facilitated improvement projects in FSO? 

2) How does the framework of leadership in FSO align with the 

postindustrial model of leadership described by Bolman and Deal (1991)? 

Assumptions and Beliefs of Leadership in FSO 

institutional Climate 

The theme of Institutional Climate refers to the vision that FSO leaders 

establish for continuous organizational renewal. This Includes an atmosphere 

where shared goals are established, the opportunity to attain them is supported, 

and technology is viewed as a viable vehicle from which to improve business 

services delivery. The attributes of Climate are a shared institutional vision of the 

future, establishing strategic directions to attain the vision, the commitment and 

support of the institution's leadership and an awareness of feelings and attitudes. 

Table 4.1 summarizes the attributes and components of Institutional Climate. 
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ATTRIBUTES COMPONENTS 
Shared institutional vision of 
the future 

Service, Mission, Formalized Vision and ; 
Goals, Technology Influenced. 
Evolutionary, 

Establishing strategic 
directions 

Guidance from above, Evolutionary, 
Transition to the Future, Technology 
Influenced, Paperless Environment. On
going, Decentralization 

Commitment and support Coordination, Endorsement, Buy-in. 
Leadership Style 

Individual feelings and 
attitudes 

No Plan, No Resources, Hesitation. 
Frustration, Optimism, Hope, Empty i 
Promises 

Table 4.1 - Attributes and Components of Institutional Climate 

Shared Institutional Vision 

It was clear from the data that the foundation needed to move 

reformations forward is an overarching vision of institutional direction. A task 

force formed by the President led to the creation of an institutional vision for 

information technology. Documents endorsed by the President and his cabinet 

delineated a shared IT-vision for the institution. 

"To develop the strategic plan, a team of faculty and 
administrators, supported by consultants, worked to clarify the 
information technology vision of the University; to identify the 
strengths and inhibitors that influence the achievement of the 
vision; and to develop a set of recommendations, based on the 
strengths of the University, to build a leading information 
technology environment. Implementation of these 
recommendations will position The University of Arizona to 
become the leading land-grant university in the United States in 
the 21st century by providing outstanding services and support 
to students, faculty and staff." 



There is strong sense that the institution's climate includes an openness 

that allows for the creation and endorsement of vision by less formal means; 

"I like the fact that the administration seems willing to let us 
establish our own directions and priorities." 

"The best vision for services is developed at the lowest levels of 
the organization where we work one-on-one with the 
customers." 

"If we can keep the central administration informed of what we 
are doing and why we are doing it and show them the benefits 
as we go along I think it will continue and we'll end up with really 
good systems." 

"... I feel excited that the new president will understand the kinds 
of things that we're doing and the vision we're attempting to put 
forward." 

"We provided a vision to [our leaders] and to the best of their 
ability they've tried to support that vision and I think we've made 
tremendous strides because of that." 

"[As far as vision concerned], I think we've been blessed with 
good leadership on this campus from the president and the 
financial VP." 

Establishing Strategic Directions 

The tools for enabling institutional vision are strategic directions. The 

following quotations confirm the use of process improvement, and business 

reengineering in a distributed client server environment as a strategic direction 

the Financial Services Office. 

"As far as the leadership, I think many of these [visions and 
strategic directions] have come from the bottom up. The leaders 
from what I see have provided a very generic thought. Let's 
make this a paperiess environment; let's get computers into our 
offices. And then they sort of left it up to the staff to come up 
with the ideas of what to do with that thought." 
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"[The] philosophy has always been to try to do process 
improvement and do reengineering if we have to go to that 
extent." 

"I think you're going to see a lot more decentralization back to 
the departmental level as we enter more into the client/server 
environment." 

"Give the departments a lot more autonomy, responsibility, and 
accountability. So I think it will be even more decentralized as 
we go on." 

"I think that the mainframe may become the transaction 
processor and all the decision support and initiation of 
documents will be a client/server type of environment that will 
be on the desk top. You'll be gathering info that pertains to your 
organization and people outside can come in and get that 
information if it is gennane to what they're doing and what they 
need that data for." 

"So 1 really anticipate going along with everything else that is 
happening in the financial services world where it is showing 
that efficiencies can be realized by decentralizing." 

"I think what we need to do is support the infrastructure with the 
kinds of technology that makes that kind of technology happen 
and then go away from the centralized type of an environment." 

Commitment and Support 

Even with a clear vision and strategic directions in place the overarching 

concern seems to be the commitment and support that are needed to realize 

success; 

"It's important to have the buy-in from higher administration for 
these technology improvements. Especially for funding." 

"It's important to have endorsement from our leaders..." 

The cost to get things started is staggering. "I think when you 
see a lot of correspondence that talks about funding. It makes 
you real hesitant to go forward with even suggesting a project." 

"And sometimes we don't have the resources to be able to 
[move forward]. Or the buy-in." 
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"If you don't have the right players that are willing to buy-in to 
the process it is doomed to fail." 

"As far as leadership is concerned there really needs to be a 
coordination of effort." "And a prioritizing of effort." 

"I think we've all bumped up against that wall of frustration when 
we have the idea-we know that its possible, we've seen it 
somewhere, or we've heard about it or read about it, and yet we 
didn't within FSO until a few years ago have anybody that we 
were able to go to with the idea and get any support." 

Individual Feelings and Attitudes 

In spite of seemingly successful efforts to create an institutional vision and 

strategic directions, a perceived lack of institutional support has led to many 

expressions of misunderstanding, frustration, and confusion as evidenced by the 

concern for commitment and support expressed above and the following; 

"From what I see it's a vision with no objectives. And then we 
take that vision and we have to develop our own objectives. And 
so that part of it has been a struggle." 

"I think we have a lot of vision and with these projects we get so 
far and we don't estimate the amount of resources that it takes 
to get it completely done. So instead of it taking about a year to 
complete, takes us three years." 

"It (IT Improvements) all stems from the paperwork reduction 
philosophy that hit campus probably 7 years ago. Let's reduce 
paper; let's do anything at all costs to try to make that in 
electronic form. But we don't have the necessary tools [to do 
this]." 

"We're real gung ho at first, we get involved, and we get started, 
and then we get halted because of an obstacle or time or what-
have-you and then it just gets put on the back burner and 
doesn't get revisited for quite awhile. I don't know where the 
obstacle lies but it is a frustration because some of these we've 
been working on for two years or more." 

"Customers become frustrated if you can't deliver the product 
that you told them they would get." "After the second or third 
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time they won't believe you anymore. I'm talking specifically 
about the travel part of FAME. A finished product was promised 
last year and we still don't have it now (April 1998)." 

involvement 

The theme of Involvement refers to sponsorship, participation and 

involvement in IT-facilitated improvement. It refers to the willingness of 

individual(s) to identify, champion or assume leadership of a process 

improvement effort or to participate as a member of an improvement team. There 

is a sense of inclusion, belonging and being considered part of the team whether 

directly involved or not. The attributes of Involvement include sponsorship of IT-

facilitated improvement and participation in the project improvements. Table 4.2 

summarizes the attributes and components of Involvement. 

Sponsorship of IT-facilitated Improvement 

Sponsorship refers to the willingness of individual(s) to identify, champion 

or assume leadership of a process improvement effort. This includes modeling 

the behaviors that will lead to change and encouraging others to do likewise. 

Sponsorship was from both external (top-down) and internal (bottom-up) 

sources. 

"Electronic Reports was a top-down effort to realize budgetary 
savings in the production of microfiche." 

"[The accounts payable manager] sponsored the concept of 
Electronic Data Interchange with Federal Express and included 
it as one of her goals." 



"As far as the leadership, I think many of these ideas have 
come from the bottom up." 

"[Our leadership] sort of left it up to the staff to come up with the 
ideas of what to do and I think that within our shop there have 
been many good ideas." 

"The Payroll Department was involved from the start in all their 
improvement efforts." 

ATTRIBUTES COMPONENTS 
Sponsorship of IT-facilitated 
improvement 

Extemai (Top-down) Influence, Internal 
(Bottom-up) Influence 

Participation in project 
improvements 

Individuals, Input, Collaboration, 
Providing Input, Customer influence. 
Customer Needs, FSO staff 

Table 4.2 - Attributes and Components of involvement 

Although both internal and external influences are evident, the data 

reveal that a majority of the initiatives emanated from within FSO. The size 

and manageability of the projects seems to be the influencing factor: 

"A Bottom up project such as Electronic Reports is smaller and 
much more manageable than top down project like FAME." 

"1 think that project development has worked much better [with 
smaller teams] than a big team like we do in PETs (FAME)." 

Participation in project improvements 

Participation in the project improvement efforts comes from two sources. 

First, as a service organization, FSO is sensitive to their customer's needs; 

"It's easier to ask customers for their input on what kind of 
reports you would want-specific questions and then have 
smaller groups work on the solution for that question. I think that 
has worked much better in that environment than a big team like 
we do in PETs (FAME)." 
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"Input provided by the administrative units influenced the 
construction of the Payroll Data Mart." 

"We are constantly determining the needs and satisfaction of 
the campus through the use of surveys." 

"If we were to try to implement a change without collaborating 
with our users, it would be a disaster." 

and second, FSO staff and customer participation is essential if smooth 

transitions of service from the old to the new methodology are to be realized. 

"Payroll department personnel have been involved from the 
start in development of the Payroll Data Mart." 

"Since we got our own in-house (computer) people over here 
[the development effort] does go much faster." 

"Without complete support of our staff, project improvements 
would be impossible." 

"...I'm open to the people that report to me and others around 
campus to offer suggestions regarding the direction we might 
take and some of the goals that we should be setting as an 
office. I value the input from employees and people outside of 
our organization to set the goals for the office." 

Communication 

The theme of Communication refers to the awareness of the FSO vision, 

shared goals, and how the process improvement projects will advance these. 

Communication is bilateral (transmitting and receiving) and includes the 

interactions and interrelationships between and among people that are 

fundamental to the attainment of IT-facilitated improvement. The attributes of 

Communication include communication as a bridge to involvement, internal staff 



communications, and electronic communication. Table 4.3 summarizes the 

attributes and components of Communication. 

ATTRIBUTES COMPONENTS 
Communication as a bridge 
to involvement 

passive, sales, marketing techniques, 
keeping people informed, know the 
audience 

Internal staff 
communications 

Concern for change, job elimination, 
work activities, value of people, 
countering resistance, internal sales, 
keeping people informed 

Electronic communications Better informed, email, Listserv. 
communications tool, better informed, 
more timely 

Table 4.3 - Attributes and Components of Communication 

Communication as a bridge to customer involvement 

Communication with customers and can be used to secure their 

passive involvement by keeping them informed in order to reduce the risk 

of potential resistance. 

"People are constantly accusing us of only shifting the 
responsibility (for printing time rosters) or shifting work from the 
central to the departmental levels. "I explain to them that it Is a 
give and take. Were trying to provide you with something faster 
and sooner and yes you have to print It in your department, you 
have to do It In your own department. The advantage Is that 
payroll has more time to pay employees and that's the bottom 
line." 

"I ask them (the departments) which one would they rather 
payroll be doing; distributing paper or providing you with better 
payment to the employees." "Sometimes this works, sometimes 
it doesn't." 

"It's like being a sales person, If you have an idea you need to 
be able to sell It." 

"Some people you just need to work one-on-one with." 
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EDI was a real obstacle to some of the departments. "I just kept 
working and working at it. I just kept talking to them about it. 
And now I think they would be lost if I took it away from the." 

"Sponsored Projects was negative at the beginning. Now they're 
one of our staunchest supporters." 

"Sometimes you need to know the audience that you are talking 
to. There are some people on this campus that just won't accept 
change no matter what... And generally speaking with the time 
we've been here at the University, we know who those people 
are. So we approach them different." 

Internal staff communication 

A continuing concern of staff is the impact the IT-facilitated improvement 

has on their positions and the types of work place activities they are engaged in. 

"It (IT) will change their (staff) whole way they do their job 
because they will need to become trainers, teachers, and 
analysts. 

"As a manager you still need to sell this (technology 
improvement) to your staff because every time something new 
comes into place it's one more thing they need to worry about -
am I still going to have a job? Are you working me out of a job? 
It's a constant to keeping them informed on what you're doing, 
why you are doing it, and what the effect is going to have on 
them, and keeping it in a positive light for them." 

"I hope we communicate to our people the value we place on 
them." 

"If staff is not informed it makes it that much easier for them to 
fight it." 

"I think sometimes that the attitudes and behaviors of people 
when you're introducing technology can sometimes kill your 
project. So we always need to remember that there are people 
involved that are going to bring about change and sometimes 
leadership forgets that." 

"But your staff is actually what is going to make or break your 
project. If you don't have their buy-in, they are not going to help 
you sell it across campus." "And I've seen that happen." "So the 
approach you take or you're technique for introducing this stuff 
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(IT) is real important." I don't think leaders do a good job at this. 
"I'm speaking for myself, but I probably don't do as effective a 
job as I could be doing." 

Electronic communication 

One of the hallmarks of IT-facilitated reform is the use of electronic 

communications: 

"Email is a good communications tool." 

"I think people are better Informed with email." 

"Listservs are great. My people can't claim that they didn't get 
the news when I get a copy of it also." 

"I think communication and information passed on is much 
easier to do with email. You don't have to worry about people 
being gone and didn't get the word because it's still on their 
email." 

"I think email is a wonderful thing. I think also people are less 
intimidated in using email than in writing a fomnal memo. It's 
easy to write quick responses so it's easier to communicate 
between departments. It has also cuts down on phone calls. 
And in this environment phone calls can be quite distracting." 

"I love the Listservs like the three-d memos for example. 
Circulating them in the paper form was difficult because 
someone was always missed or it just sat on someone's desk. 
With the listserv this doesn't happen." 

"1 am using email for service requests instead of the hard copy 
form and it works great. And you can print it out if you still have 
the need for a piece of paper for audit purposes." 

"Scheduling meetings is also so much more simple with meeting 
maker and being able to use email to confirm them." 

Learning 

The theme of Learning refers to the transformation of experience into 

knowledge or information and the sharing of these with other members engaged 
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in IT-faciiitated projects. Tinis includes technical, procedural, social, and cultural 

aspects of the improvement process. The attributes of the Learning theme 

include an understanding of technology fundamentals and the process of IT-

facilitated improvement. Table 4.4 summarizes the attributes and components of 

Learning. 

ATTRIBUTES COMPONENTS i 

Technology fundamentals Leadership, support, learning 
opportunity, experimentation, 
competence, best thing since sliced 
bread 

Understanding the process 
of IT-facilitated 
improvement 

Business processes, technology 
overviews, the transfer of knowledge, 
visualizing improvements, formulating 
new innovations 

Table 4.4 - Attributes and Components of Learning 

Technology fundamentals 

For many users there was a concern for understanding the rudimentary 

fundamentals of information technology. 

"Prior to [the computing systems group] being created it was so 
hit and miss as far as the technology leadership that we 
needed." 

"We didn't have any technology support at all, so the 
opportunity to learn just wasn't there." 

"We bought some software and couldn't get it to work and that 
was our experiment with technology." 

"We attended some classes because I'm not real competent 
when it comes to technology, 1 would rely on [others] very 
heavily to let me know the things that [we] need." 

"The fact that people are at varying levels of their technology 
expertise is a problem." 



103 

But one manager held a more optimistic opinion; 

"It (information technology) is so fast to leam and there was 
some frustration, but I can personally state that even with my 
large turnover most people take to the technology like ducks 
take to water. They find it's the best thing since sliced bread and 
they have no problem based on my experience in using the 
technology." 

Understanding the process of IT-facilitated improvement 

Understanding the process of IT-facilitated improvement describes the 

need to acquire new knowledge of information technology processes in order to 

apply them to new improvement projects. 

"The better I understand the whole process the easier it is for 
me to work on my part of the process improvement." 

"It would be helpful to have an overview of the Data Mart 
[technology] in order to see how we could use it for 
improvement." 

"If you know what the capabilities of the new technology (data 
marts) are then we can work together as a team to devise IT-
facilitated improvements." 

"You can take advantage of your opportunities. If you are 
training a college on one system it offers the opportunity to 
notify them of new features being developed and to get 
feedback at that time." 

"I think it's created an avenue for piggy-backing other ideas on 
top of these because once you've seen an electronic application 
you can visualize many other things that you can use similar 
technology to produce." 

"Using the new technologies provide the foundation upon which 
new innovations can be formulated." 
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Development Strategy 

Development Strategy refers to leadership in the development and 

implementation of process improvement projects. It is accomplished in a team-

orientated environment and includes identifying which projects to improve and if 

they are candidates that can take advantage of innovative information 

technologies. Attributes of this theme include an innovative concept of teams and 

identifying processes that are candidates for improvement. Table 4.5 

summarizes the attributes and components of Development Strategy. 

i ATTRIBUTES ^ COMPONENTS 
j Team Orientation j Tactical objectives, coordination with 
i ! departments, general information 

j sharing, small group orientation, virtual 
I ! teams, flexibility, personal contact, time 
i I constraints 
Identifying process I Selecting improvement projects, 

I improvement candidates • redundancy, establish priority, correct 
I inefficiency, provide better service, 
; benchmarks, reflection 

i Technical Characteristics i implementation, distributed client/server 
i capabilities, integrated systems, 

i I relational database, NT BackOffice 
i foundation 

Table 4.5 - Attributes and Components of Development Strategy 

Team Orientation 

The data reveals that a team orientation is the approach needed to 

successfully implement IT-facilitated improvements. This orientation however is 

not what might be considered a traditional team methodology. Constraints on the 



105 

availability of people and the narrow focus each of thenn has regarding the 

business processes and information technologies has led to a non-traditional 

approach that appears to work well in this environment. To draw upon a term 

associated with innovative manufacturing, FSO's use of teams might be 

appropriately labeled "just-in-time teamwork." The following dialogue describes 

the FSO methodology. 

"When I did EDI there was no formal team. I kind of went to 
each person. I had my team but we never had formal meetings; 
maybe that was the way it was. Because I had different people 
that I worked with and they all gave me a part of it... I talked to 
the departments and I got their input and [others] and got there 
Input." 

"I agree with that; too many times we just get bogged down with 
huge committees and nothing is ever accomplished. On the 
technical side, I am most interested in getting from the users or 
customers the expected parameters. I don't have the time to 
participate in those discussions and I don't expect direct 
participation by individuals unfamiliar with the technology and 
it's capabilities. All that would do is lengthen the time to get 
anything done and take people away from our primary duties." 

"I think [the level of participation] depends on the kind of project 
we're working with. I think we have to have different approaches 
depending on the type of technology that we are bringing in and 
how well our staff understands it." 

"I think it depends on what you're doing and the approach. I 
think we get more satisfaction sometimes when you keep it to a 
small group and you have more personal contact with whose 
developing. Pulling people together only when or if needed 
assists in that process. It makes it a more cohesive process 
rather than being a big group that creates a report that can be 
interpreted in several ways and that may not meet all the 
intentions of that original group." 

"There is good involvement between the sub-groups (Travel, 
Payroll, etc.) and their specific clientele or customers but not 
much involvement between these individual subgroups other 
than on a higher general information sharing level—it's on the 
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surface but nothing in-depth. It becomes even less clear when 
taken to the next higher level (in the organizational hierarchy). 

"It's easier to ask customers for their input on what kind of 
reports you would want—specific questions and then have 
smaller groups work on the solution for that question. I think that 
has worked much better in that environment than a big team like 
we do in PETs (FAME)." 

An important team oriented element is reflection. The data reveal that 

leaders of process improvement projects can learn much by reviewing what has 

been accomplished in the past and how it could have been done better. 

"Reflection is really important." 

"If I had to do it over again I would have standardized on SQL 
services from the very beginning." 

"Once these projects are implemented we can go back and 
reflect on what things we could have done better. And that helps 
for the next time in our approach. We can identify what slowed 
us down in the past. We need to ask ourselves what could we 
have done better in our approach." 

"This interview was a good opportunity for us to review 
everything we've done up to this point." 

"We need to learn from the mistakes we've made in the past." 

"You can always do a better job the next time but considering all 
the obstacles we had to overcome, we did really well." 

Identifying Process Improvement Candidates 

Although FSO utilizes an innovative team orientated methodology, 

identifying processes that are candidates for improvement is somewhat 

traditional. As described in the Sponsorship and Involvement themes above, 

FSO has created an open environment where staff participation is encouraged. 
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This has led to the identification of many process improvement candidates. The 

first consideration then is which of them to act upon. 

The FSO leadership has established a priority sequence in which these 

candidate improvements are ranked. To summarize, process improvements have 

been identified according to the expected savings in time and resources (human 

and financial) which will lead to efficiencies in providing services to FSO 

customers. 

"Our highest priority for completion are Mortgage Verification, 
Hand Drawn Checks, and the External Transactions. These are 
three major time consuming duties that if they were automated 
could free up a lot of time." 

"With the manual process mortgage verification takes 15 hours 
per week (30 per week @ 30min) to research and fill out 
paperwork. This would be replaced with an electronic process 
using Pay Mart and would save at least 14 hours per week." 

We can save a tremendous amount of time in preparing 1099 
reports." 

"1 see the check request process as one of the processes that 
we need to look at as soon as we can. That is a majority of our 
work down in the accounts payable area." 

"We're going to save the institution a huge amount of time and 
money processing paper." 

"Anything we can do to cut out the paper authorization on the 
front end." 

"Electronic time rosters will save us a lot of time and labor." 

A second consideration in identifying FSO process improvement 

projects is a concern for the need to rely on the central university 

computing organization (CCIT) or other university departments. The 



priorities of CCIT and these departments may not be aligned with those of 

FSO in which case bringing the project in-house is a viable alternative. 

"With 1099 processing we didn't have any priority with the 
computer center. So it was a stumbling block not having 
somebody (support) in-house. Now that we have that we can 
save a tremendous amount of time in preparing the 1099 
reports." 

"I think the IRS and INS restrictions need to be looked at 
because of the large exposure we have there. CCIT doesn't 
have the systems to provide the data that we need or the 
control that we need. The solution appears to be to do it 
ourselves." 

"We've had a lot of problems getting CCIT to work with us on an 
automated mortgage verification process because they never 
have the time." 

"If we are ever going to improve the hand drawn check process 
we will probably have to do it ourselves." 

"It (the new technology) could be a priority for us but not for 
someone else." 

A final consideration in identifying process improvement projects is to 

provide information to the campus in a format that is a redundant but more 

effective and efficient means of information delivery. 

"There are advantages to having different tools that are 
electronic in different formats to provide the same data." 

"Electronic Reports are an improvement in the way we deliver 
information. I think we have an opportunity there to make it a lot 
easier for people to be able to get the information so that they 
can do the decision making and management on campus and 
we can provide that information in a format that is best for 
them." 

"With the data marts [users] can understand the information 
they're receiving in a way that they perceive the information. 
They look at our FRS reports and if they're not accountants they 
have a hard time understanding what's going on in those reports 
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sometimes. And now we have an opportunity to format the 
information delivery so that they understand them." 

Resources 

The Resources theme pertains to resources that facilitate or hinder the 

improvement project. These resources can be non-human such as computers, 

space and time; and/or human resources such as people, talent, and expertise. 

When unavailable, resources can become barriers to progress. This includes 

individuals and groups that actively oppose the improvement project or change in 

general. Attributes of Resources include Human Resources, Non-Human 

Resources, and Obstacles to Progress. Table 4.6 summarizes the attributes and 

components of Resources. 

ATTRIBUTES COMPONENTS 
Non-human resources Computers, software, disaster recovery 

capability, facilities, time, budget, 
financing 

Human resources People, expertise, talent, team members, | 

• 

Obstacles to progress Customer resistance, time, buy-in from 
others, money, people, equipment, 
technical support, and coordination of 
effort 

Table 4.6 - Attributes and Components of Resources 

Human Resources 

It is evident from the data that the components of Human Resources are 

the single most valuable element available to leaders of IT-facilitated reform. 
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"People are our most valuable commodity." 

"When information technology first became the big movement it 
revealed a lot of hidden talent among our employees." 

"The positive [side of our projects] has been that it has brought 
out many of [our employee's] talents and enabled them to take 
off." 

"I think as leaders we need to make sure that we look at our 
resources that we already have and that we are using their 
talents appropriately and that is something that, because we 
have so much to do, we loose sight of that." 

"We need to identify those [human] resources that either 
already portray that positive image to get this ball rolling or have 
the expertise so you can reduce the training time needed to 
move these processes across campus." 

"Before computers used to be only for the managers and I think 
our staff knows much more than what we give them credit for." 

"As far as leadership is concerned we have to take a step back 
and look at the way we are managing people." 

"Without the talents and expertise of our people, we couldn't 
even begin to work on these projects." 

Non-Human Resources 

The three primary non-human resources identified in the data are money, 

time, and the components of technology itself. Although evident in the data 

described here, non-human resources are even more evident when not available 

(see obstacles below). 

"Without the technology we need, we'll never be able to make 
progress." 

"You can't do technology facilitated improvements without the 
technology." 

"Technology improvements over the last three years have made 
what we're doing possible." 

"The Internet infrastructure in this building was critical." 



"We can do anything if given the dollars we need." 

"Time is a resource that we can't control." 

"Our computing resources and support are the best we've ever 
had since I've worked here." 

"In putting together our plans, we can't forget to factor in 
redundancy or a backup capabilities. This becomes more critical 
as people begin to rely on our systems for everyday work." 

Obstacles to Progress 

Although there are many references in the data regarding the invaluable 

nature of human resources, the most pervasive attribute of the Resources theme 

was the Obstacles to Progress. The most critical and most often mentioned 

obstacle that a leader can be confronted with are those people they serve-the 

customers. The remaining obstacles revealed by the data include time, buy-in 

from others, financial resources, human resources, equipment, technology 

support, and coordination of effort. Each of these components is revealed in 

detail but in response to the question; What should/could have been done to 

improve the implementation process? One individual's response pretty well 

summarizes this attribute: 

"We're real gung-ho at first, we get involved, and we get started, 
and then we get halted because of an obstacle or time or what-
have-you and then it just gets put on the back burner and 
doesn't get revisited for quite awhile. I don't know if it's because 
of lack of people to work on it as a team or the timeframes or 
equipment-wise; I don't know where the obstacle lies but it is a 
frustration because some of these we've been working on for 
two years or more." 



Customer Resistance 

"EDI (electronic data interchange) was a real obstacle to some 
of the departments. "I just kept working and working at it. I just 
kept talking to them about it. And now I think they would be lost 
if I took it away from the." 

"I ask them (the departments) which one would they rather 
payroll be doing; distributing paper or providing you with better 
payment to the employees." 

"It's like being a sales person, If you have an idea you need to 
be able to sell it." 

"Sometimes you need to know the audience that you are talking 
to. There are some people on this campus that just won't accept 
change no matter what... And generally speaking with the time 
we've been here at the University, we know who those people 
are." "So we approach them different." 

"Some people you just need to work one-on-one with." 

"Sponsored Projects were real negative [about our electronic 
reports] at the beginning. Now they are one of the our 
staunchest supporters." 

"Not everybody wants to do on-line or doesn't have the 
capabilities out there on campus." 

Time and the long timeline for project implementation 

"We have four hundred departments to work with and that takes 
awhile." 

"Since we got our own in-house (computer) people over here it 
does go much faster." 

"I think we have a lot of vision and with these projects we get so 
far and we don't estimate the amount of resources that it takes 
to get it completely done. So instead of it taking about a year to 
complete, takes us three years." 

"Sometimes we are told to go ahead but we don't have the 
time." 

"Now that we have the tools and technology, we need the time 
to do them all." 



"We have to set aside time to do our homework to put together 
a total package. And sometimes we don't have the resources to 
be able to do that." 

"If there is training involved that can become an obstacle 
because there aren't enough people to go out there and do the 
training, it's a time constraint." 

Buy-in from others 

"It took awhile before we could find a vendor who would buy into 
it (federal express automation)." [It took four years] 

"If you don't have the right players that are willing to buy-in to 
the process it is doomed to fail." 

Financial Resources 

"I think that funding is the biggest obstacle." 

"We see that (money) as an obstacle but I think if you present it 
to the upper leadership in the proper way, you can get funding 
for it." 

"The cost to get things started is staggering." 

"I think when you see a lot of correspondence that talks about 
funding-it makes you real hesitant to go forward with even 
suggesting a project." 

"The hardware costs are more than we can afford." 

Human Resources 

"We all have tons of ideas, we don't have the people to act on 
these ideas." 

"1 think one of the successes of what you've been doing with the 
electronic formats is that hasn't been something that we've had 
to think about nor trying to deal with these obstacles. And that's 
why I see human resource time to get things finished is the one 
obstacle that I see." 



"If there is training involved that can become an obstacle 
because there aren't enough people to go out there and do the 
training. It's a time constraint." 

"We have some penaing projects out there like the hand drawn 
check project that are on hold until we can fill some of our open 
positions and get regrouped." 

Equipment 

"I think that it (federal express implementation) wasn't 
successful at the beginning because we didn't have any 
Information Technology tools. But over the last 3-5 years this 
has changed." 

"It (IT Improvements) all stems from the paperwork reduction 
philosophy that hit campus probably 7 years ago. Let's reduce 
paper; let's do anything at all costs to try to make that in 
electronic form. But we didn't have the tools at that time." 

"Not all the departments have the equipment needed to use the 
new technology." 

"We received new software but the technology we had was not 
high enough to get it to work. It was like a stopping point. We 
had to bring that to our leadership's attention because we 
couldn't go further." 

"For the longest time we didn't have the tools we needed for 
technology improvements." 

Not having Technology Support 

"Prior to [the computing systems group] being created it was so 
hit and miss as far as the technology leadership that we 
needed." 

"We didn't have any technology support at all." 

"With 1099 processing we didn't have any priority with the 
computer center. So it was a stumbling block not having 
somebody (support) in-house." 

"I think we've all bumped up against that wall of frustration when 
we have the idea—we know that its possible, we've seen it 
somewhere, or we've heard about it or read about it, and yet we 



didn't within FSO until a few years ago have anybody that we 
were able to go to with the idea and get any support." 

"The better I understand the whole process the easier it is for 
me to work on nay part of the process." 

• Coordination of Effort 

"From what I see it (guidance from above) is a vision with no 
objectives. And then we take that vision and we have to develop 
our own objectives. And so that part of it has been a struggle. 
It's hit or miss and there is no coordination of our efforts." 

"As far as leadership is concerned there really needs to be a 
coordination of effort." "And a prioritizing of effort." 

Impact 

The Impact theme refers to outcomes achieved as a result of leadership 

decisions to undertake IT-facilitated process improvements. This implies a 

correlation between the vision, goals, and objectives for improvement and the 

impact these improvements had upon FSO staff. The attributes that were 

measured are improvements in fundamental work processes, delivery of 

customer services, resource (time) savings, and benchmark evaluation with our 

competitors. Analysis of the data suggests that FSO leaders achieved positive 

outcomes within each of these thematic categories. Table 4.7 summarizes the 

attributes and components of Impact. 
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ATTRIBUTES COMPONENTS 
The alteration of 
fundamental work 
processes 

Electronic reports, information delivery, 
easier processes, user enabled 
processes, Email, Listserv, collaboration ; 

The delivery of customer 
services 

Customers help themselves, faster 
service delivery, electronic help 
capability 

Resource savings Faster services, time and human 
resource savings, allows time to do other | 
things i 

i 
Benchmark Evaluation Measure performance, improvement 

goals, reflection 

Table 4.7 - Attributes and Components of Impact 

Improvements in fundamental work processes 

Improvements are evident in the general flow of work and how pervasive 

the new technologies are. The daily flow has been altered as a result of the 

modification of old processes and the development of new ones. 

"1 use the electronic reports for everything I do now." 

"Infomnation is available to the departments sooner than us 
getting the reports to them so we have fewer questions." 

"Some of the projects you've been working on have impacted us 
in a positive manner a great deal." 

" We have better infonnation." 

"Makes the job easier." 

"With federal express the customers can get the Information 
they need themselves over the net without even needing to call 
for it." 

"There are advantages to having different tools that are 
electronic in different formats to provide the same data." 



1 17 

The ability to communicate electronically offered several advantages. Staff 

found the use of it for delivery of information more efficient as well as speedier. 

"When we send [official] information out to the departments we 
send it through email Listervs." 

"I find that I'm a lot more efficient if I use email rather than 
answer the phone all the time or call people back or have to set 
up meetings. I feel that Email and Listserv facilitate that kind of 
efficiency where I can do it when I have time after hours 
between meetings." 

One of the more significant impacts was the ability to collaborate 

electronically with colleagues participating together on a project. 

" I was just on a committee where we had a physical meeting to 
brainstorm. And then when we were constructing our final report 
I found It wonderful to go into the [email] attachment, add my 
thoughts and route it around electronically to each of the 
members to add theirs. We were able to do this and modify the 
document without ever having shared a piece of paper. It was 
wonderful. And we had a finished document in done one day. 
Now that's three people in three different departments on 
campus. It was wonderful." 

The Delivery of Customer Services 

A financial service organization, by definition, must be sensitive to the 

customers who receive those services. The first consideration is if the 

improvement in work processes is being translated into better delivery of services 

to the customers. 

"With federal express the customers can get the information 
they need themselves over the net without even needing to call 
for it." 



"Everybody loves electronic reports and wishes that all 
microfiche was available in that manner." 

"People like it (electronic reports) and I think they would feel like 
they lost something if they didn't have it." 

"All of these (improvements) have certainly helped at the 
customer service desk. Because now when people call you can 
just go into the different databases like accounts payable or 
payroll and find what they are looking for without having to 
physically search through paper." 

"It has greatly helped the departments and customer service." 

"I'm crazy about the electronic account create process on the 
web." 

"[electronic report] Information is available to the departments 
sooner than us getting the reports to them." 

"It did address the needs that we talked about in setting FAME 
like allowing departments gather their own data, assign their 
own account numbers and those kind of things." 

Resource Savings 

In the discussion on the Resources theme (see above) a major 

attribute was Obstacles to Progress. It holds therefore that any Impact 

that can provide additional resources will be valued. Resource savings 

identified in the data that result from IT-facilitated resources include time 

and money. 

"The advantage is that payroll has more time to pay employees and 
that's the bottom line." 

"Much faster at the service desk to use electronic reports than 
having to pull out fiche." 

"We were able to eliminate about 3 hours of work that it took 5 
people to do by having it [electronic reports] online." 

"The electronic reports project saved us over $35,000 per year." 

"Hey, time equals money." 
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A residual value in having more time is being able to spend it 

engaged in other activities. 

"We are able to work on other things such as projects and training 
that we would not otherwise have time for." 

"Makes the job easier and frees you up to learn or do something 
different. That is a big plus". 

Benchmark Evaluation 

Benchmarking - a standard by which something can be measured or 

judged - is the comparison of process performance with leading organizations. It 

provides "real world" models and reference points for setting improvement goals 

or measuring the success of previous improvements. The data reveal that FSO 

leaders have positive perceptions of their IT-facilitated improvements when 

compared to competitive institutions. They acknowledge, however, that they are 

still behind in many areas. 

"1 think our efforts rank pretty high and that we are ahead of a lot 
of them (our competitors). Just because of the strategy we are 
taking to attack some of our problems." 

"I know of institutions that have just bought new systems but 
they will not have the functionality that we have with FAME. 
They are in a batch mode unlike the real time we will have with 
FAME." 

"We will be ahead of them on in the electronic reporting; they 
aren't even close to what we're going to have." 

"I think we're doing well on the FRS side. We've been able to 
provide the resources and information that people need without 
going to the huge expense of a new integrated system (like 
Michigan and Utah are doing)." 
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"One thing that we are struggling with where we are not ahead 
is a single sign on user id. That will be a huge challenge on this 
campus. The University of Idaho is probably ahead of us. They 
have an integrated system and a single sign-on." 

This section detailed findings from the analysis of assumptions and beliefs 

about leadership in FSO. These findings, presented in the context of themes, 

attributes, and components, are used in the next section to determine how the 

framework of leadership in FSO is aligned with the postindustrial model of 

leadership described by Bolman and Deal (1991). 

The Framework of Leadership in FSO 

The analysis of data from this study revealed how the assumptions and 

beliefs of leadership influence IT-facilitated improvement projects in FSO. This 

section of the study uses the data to determine how the framework of leadership 

in FSO aligns with the postindustrial model of leadership described by Bolman 

and Deal (1991). 

In their book titled Reframing Organizations: Artistry, Choice, Leadership 

(1991), Bolman and Deal devote several chapters (p. 403-451) to developing a 

contextual framework of leadership from the Structural, Human Resource, 

Political, and Symbolic perspectives of their model. These chapters include 

narrative and tabular summations that were entered into the case study 

database. The selection of data in this manner mimics the purposive sampling 

strategy described by Berg (1995, p. 179). 



Berg's content analysis techniques were applied to the summary data to 

reveal evaluation criteria (keywords and phrases) associated with each 

leadership frame. The evaluation criteria and the data associated with the 

assumptions and beliefs of leadership in FSO were analyzed to determine a 

count or frequency of concurrence. 

LEADERSHIP 
FRAME 

EVALUATION CRITERIA 
(KEYWORDS & PHRASES) 

1 COUNT 1 i 
i ' 1 1 

Structural Analysis, design, technology, detail, 
structure, experiment, evaluate, adapt, 
strategy, context, authority, rules, policy, 
teams, task oriented, efficiency, 
environment, coordination, control 

147 i 
1 ^ 
i ( 

1 
) 

Political Advocacy, coalition, manipulation, 
collaboration, power, persuasion, 
bargaining, negotiation, coercion, politics, 
conflict, scarce resources, interest groups 

90 

i 

Human 
Resource 

Support, empowerment, accessible, visible, 
openness, sensitivity, needs, talent, 
motivation, job enrichment, participative 
management, self-managed teams, 
organizational development 

62 

• 

Symbolic Inspiration, vision, charisma, symbols, 
transformational, values, culture, ritual, 
myths, ceremony, tribal, ambiguity, 
uncertainty chaos, expression of meaning 

32 
' 

Table 4.8 - Leadership Evaluation Criteria 

it is noted here that this research was a qualitative study, not quantitative. 

Miles and Huberman (1984) acknowledge that numbers are usually ignored in 

qualitative research in favor of discovering the quality of something. They 
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contend however, that counting can assist the researcher on judgements about 

the pervasiveness of themes. The frequency of concurrence provides an ordinal 

rank for evaluating how the framework of leadership in FSC aligns with the 

Postindustrial Model of leadership described by Bolman and Deal (1991). As 

such the researcher's assessment of how the framework of leadership in FSO 

aligns with the postindustrial model of leadership described by Bolman and Deal 

(1991) is based on a simple count. Table 4.8 summarizes the evaluation criteria 

and count. 

Structural Frame 

With 147 references, the Structural frame was by far the most pervasive 

leadership frame noted in FSO. The evaluation criteria are summarized in Table 

4.9. Some of the more influential quotations from the study follows. 

EFFECTIVE 
LEADERSHIP 

INEFFECTIVE 
LEADERSHIP 

KEYWORDS & 
PHRASES 

Leader is: 
Social Architect 

Leader is: 
Petty Tyrant 

1 Analysis, design, goals, 
I roles, technology, detail, 
: structure, evaluate, 
; adapt, strategy, context, 
. authority, rules, policy, 

teams, task oriented, Leadership Process: 
Analysis, design 

Leadership Process: 
Management by 
detail and fiat 

efficiency, environment, 
coordination, control 

Table 4.9 - Structural Evaluation Criteria 

"I think that the mainframe may become the transaction processor 
and all the decision support and initiation of documents will be a 



client/server type of environment that will be on the desk top. You'll 
be gathering info that pertains to your organization and people 
outside can come in and get that information if it is germane to what 
they're doing and what they need that data for." 

"So I really anticipate going along with everything else that is 
happening in the financial services world where it is showing that 
efficiencies can be realized by decentralizing." 

"So I think what we need to do is support the infrastructure with the 
kinds of technology that makes that kind of technology happen and 
then go away from the centralized type of an environment." 

"i think communication and information passed on is much easier to 
do with email. You don't have to worry about people being gone 
and didn't get the word because it's still on their email." 

"I think email is a wonderful thing. I think also people are less 
intimidated in using email than in writing a formal memo. It's easy to 
write quick responses so it's easier to communicate between 
departments. It has also cuts down on phone calls. And in this 
environment phone calls can be quite distracting." 

"If you know what the capabilities of the new technology (data 
marts) are then we can work together as a team to devise IT-
facilitated improvements." 

"With the manual process mortgage verification takes 15 hours per 
week (30 per week @ 30min) to research and fill out paperwork. 
This would be replaced with an electronic process using Pay Mart 
and would save at least 14 hours per week." 

We can save a tremendous amount of time in preparing 1099 
reports." 

"Technology improvements over the last three years have made 
what we're doing possible." 

"We were able to eliminate about 3 hours of work that it took 5 
people to do by having it [electronic reports] online." 

"The electronic reports project saved us over $35,000 per year." 

Political Frame 

The Political Frame with 90 references ranked second with the majority of 

references earmarked to the scarcity of resources. The evaluation criteria are 
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summarized in Table 4.10. Some of the more influential quotations from the 

study follows. 

EFFECTIVE 
LEADERSHIP 

INEFFECTIVE 
LEADERSHIP 

KEYWORDS & 
PHRASES 

Leader is; 
Advocate 

Leader is; 
Con artist, hustler 

Advocacy, coalition, 
manipulation, 
collaboration, power, 
persuasion, bargaining, 
negotiation, coercion, i 
politics, conflict, scarce i 
resources, interest 
groups 

Leadership Process; 
Advocacy, coalition 
building 

Leadership Process; 
Management by 
fraud, manipulation 

Advocacy, coalition, 
manipulation, 
collaboration, power, 
persuasion, bargaining, 
negotiation, coercion, i 
politics, conflict, scarce i 
resources, interest 
groups 

Table 4.10 - Political Evaluation Criteria 

The cost to get things started is staggering. "I think when you 
see a lot of correspondence that talks about funding. It makes 
you real hesitant to go forward with even suggesting a project." 

"If you don't have the right players that are willing to buy-in to 
the process it is doomed to fail." 

"As far as leadership is concerned there really needs to be a 
coordination of effort." "And a prioritizing of effort." 

"If we were to try to implement a change without collaborating 
with our users, it would be a disaster." 

"We have to set aside time to do our homework to put together 
a total package. And sometimes we don't have the resources to 
be able to do that." 

"We see that (money) as an obstacle but I think if you present it 
to the upper leadership in the proper way, you can get funding 
for it." 



Human Resource Frame 

With 62 references, the Human Resource frame was the third most 

pervasive leadership frame in FSO. The evaluation criteria are summarized in 

Table 4.11. Some of the more influential quotations from the study follows. 

EFFECTIVE 
LEADERSHIP 

INEFFECTIVE i KEYWORDS & 
LEADERSHIP i PHRASES 

Leader is; 
Catalyst, servant 

Leader is; 
Wimp, pushover 

Support, empowerment, 
accessible, visible, 
openness, sensitivity, 
needs, talent, motivation, 
job enrichment, 
participative 
management, self-
managed teams, 
organizational 
development 

Leadership Process; 
Support, 
empowerment 

Leadership Process; 
Management by 
abdication 

Support, empowerment, 
accessible, visible, 
openness, sensitivity, 
needs, talent, motivation, 
job enrichment, 
participative 
management, self-
managed teams, 
organizational 
development 

Table 4.11 - Human Resource Evaluation Criteria 

"People are our most valuable commodity." 

"When information technology first became the big movement it 
revealed a lot of hidden talent among our employees." 

"The positive [side of our projects] has been that it has brought 
out many of [our employee's] talents and enabled them to take 
off." 

"Before computers used to be only for the managers and I think 
our staff knows much more than what we give them credit for." 

"Without the talents and expertise of our people, we couldn't 
even begin to work on these projects." 

"I like the fact that the administration seems willing to let us 
establish our own directions and priorities." 

"...I'm open to the people that report to me and others around 
campus to offer suggestions regarding the direction we might 
take and some of the goals that we should be setting as an 
office. I value the input from employees and people outside of 
our organization to set the goals for the office." 
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Symbolic Frame 

With 32 references, the Symbolic frame was the least pervasive 

leadership frame in FSO. The evaluation criteria are summarized in Table 4.12. 

Some of the more influential quotations from the study follows. 

EFFECTIVE 
LEADERSHIP 

INEFFECTIVE 
LEADERSHIP 

KEYWORDS & 
PHRASES 

Leader is; 
Prophet or Poet 

Leader is; 
Fanatic, fool 

inspiration, vision, 
charisma, symbols, 
transformational, values, 
culture, ritual, myths, 
ceremony, tribal, 
ambiguity, uncertainty 
chaos, expression of 
meaning 

Leadership Process; 
Inspiration, framing 
experience 

Leadership Process; 
Management by 
mirage, smoke, and 
mirrors 

inspiration, vision, 
charisma, symbols, 
transformational, values, 
culture, ritual, myths, 
ceremony, tribal, 
ambiguity, uncertainty 
chaos, expression of 
meaning 

Table 4.12 - Symbolic Evaluation Criteria 

"I think we finally have some leaders who share the same 
values and sense for the future that I have." 

"As you go up in the organization, you loose a lot of the 
detail...there it's more at the conceptual level." 

"Let's have a party." 

"... I feel excited that the new president will understand the kinds 
of things that we're doing and the vision we're attempting to put 
forward." 

" The leaders from what I see have provided a very generic 
thought. Let's make this a paperless environment: let's get 
computers Into our offices." 

"I think we've all bumped up against that wall of frustration when 
we have the idea~we know that its possible, we've seen It 
somewhere, or we've heard about it or read about it, and yet we 
didn't within FSO until a few years ago have anybody that we 
were able to go to with the idea and get any support." 
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CHAPTER 5: SUMMARY, CONCLUSIONS, & RECOMMENDATIONS 

Summary 

The basis of this study is that traditional models of leadership do not 

adequately address the complexity of challenges presented to leaders engaged 

in IT-facilitated process improvements. The result is that most IT implementations 

either fail outright or do not meet expectations. This study was conducted 

therefore, to close the knowledge gap that exists between the leadership 

decision to seek IT-facilitated improvement and the leadership approach needed 

to successfully accomplish it. Specifically, the objectives of this study were: 

• to describe assumptions and beliefs about the leadership of IT-

facilitated process improvements in the Financial Services Office; and 

• to determine if the framework of leadership revealed by these 

descriptions is consistent with the reconstructed model of leadership 

described by Bolman and Deal (1991). 

The leadership of implementing network-based computer applications in 

FSO is described to address these problems. The focus is how FSO leaders 

influenced the development of network-based applications-how improvement 

projects were initiated, implemented, and accepted by the staff for whom they 

were intended. Two research questions guided this study: 

1) What are the assumptions and beliefs of leadership that influence IT-

facilitated improvement projects in FSO? 
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2) How does the framework of leadership in FSO align with the 

postindustrial model of leadership described by Bolman and Deal (1991)? 

Case study and qualitative research methodologies described by Yin 

(1994), Berg (1995), and Miles and Huberman (1996) were employed to answer 

these questions. A case study database was developed and analyzed with the 

assistance of ATLASti, a qualitative research program. Seven themes or 

categories of assumptions and beliefs about the leadership of IT-facilitated 

process improvement were identified. The seven themes are Institutional 

Climate, Involvement, Communication, Learning, Development Strategy, 

Resources, and Impact. The themes and their related attributes and components 

are then used to build a model of leadership in FSO. 

Conclusions 

Research Question One - What are the assumptions and beliefs of 

leadership that influence IT-facilitated improvement projects in FSO? 

A shared institutional vision is a cornerstone of the process improvement 

efforts in FSO. This vision begins with the President of the University, whose 

words and actions have created an institutional climate that staff perceives as 

open and empowered. This climate continues beyond the hierarchy of the upper 

administration and into the rank and file of those FSO staff members participating 

in this study. 
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Within this institutional climate, generic visions or goals can develop. An 

example is the elimination of paper driven administrative processes. Strategic 

long-range plans provide the details needed to actuate these visions and spawn 

IT-facilitated process improvements. Collaboration and participation are the 

cornerstone of these plans and the efforts to move them forward. The FSO 

leadership and staff were supportive and energized by the availability of 

institutional visions, goals and the formation of strategic directions. 

FSO's senior management team acknowledges and extends the 

institution's strategic directions by communicating their support of process 

improvement initiatives in a distributed client server environment. FSO staff, in 

recognition of their leadership's support, feels empowered to recommend and 

developed IT-facilitated process improvements. 

The staff understands that FSO endorses a participatory leadership style. 

There is a sense of inclusion, belonging and being considered part of the team, 

whether directly involved in improvement projects or not. FSO staff, at all levels, 

are willing to identify, champion or assume leadership of process improvement 

efforts and to participate as members of improvement teams. Although both 

internal and external projects are acknowledged, the data reveal that a majority 

of the initiatives emanated from within FSO. Generally, these were smaller, more 

manageable projects. 

Participation in project improvement efforts comes from two sources. First, 

as a service organization, FSO is sensitive to their customer's needs; and 
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second, participation by both FSO staff and their customers is essential to assure 

a smooth transition from the old to the improved process. FSO continually 

surveys their customers to evaluate their service satisfaction and their 

suggestions for the future. This communication is used to secure their 

involvement in the improvement process, thereby reducing the risk of potential 

resistance. 

Communication is also invaluable in moderating internal staff concerns. 

For example, a concern of FSO staff is the impact IT-facilltated improvements 

can have on their positions and the types of work place activities they are 

engaged in. These concerns range from a concern for a change in routine, to a 

fear that their jobs may be eliminated. FSO leaders acknowledge that an 

informed and knowledgeable staff is the first step in addressing employee 

concerns. 

Keeping its clientele and staff informed and knowledgeable is a major 

concern of FSO leaders. An on-going series of training sessions and online help 

features in the applications are standard. These range from rudimentary 

fundamentals of information technology to the details of operating network-based 

applications. FSO leaders value personalized one-on-one training and support; 

and the FSO Computing Systems group provides these when requested. 

The project development strategy in FSO is an innovative team-orientated 

approach that might be appropriately labeled "just-in-time teamwork". Constraints 

on the availability of people, their expertise, and experience with poor productivity 
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associated with large teams, led to a non-traditional approach. The typical team 

begins with 1-4 people; as the needed arises for additional team members, with 

particular expertise, the team will grow. The new members may be temporary 

additions or, depending on the circumstance, they may become permanent 

members of the team. 

Although FSO utilizes an innovative team concept, identifying processes 

that are candidates for improvement is somewhat traditional. FSO leaders have 

created an open environment where staff participation is encouraged. This leads 

to the identification of many process improvement candidates. In determining a 

priority sequence for these candidates, FSO leaders emphasize effectiveness 

and efficiency. Effective and efficient customer services leads to expected 

savings in time and resources (human and financial). 

A second consideration in identifying process improvement projects 

is to lessen FSO's reliance on the Center for Computing and Information 

Technology (CCIT) and other external organizations. The priorities of 

CCIT and these organizations may not be aligned with those of FSO in 

which case bringing the project in-house is a viable alternative. 

It is evident from the data that human resources are the single most 

valuable asset available to leaders of IT-facilitated reform in FSO. The data is 

rich with comments regarding the value of people, their talents and expertise, 

and the positive influence they can have on the success of process improvement 



projects. This is a significant complement to a shared institutional climate that is 

open and empowered. 

The three most cited non-human resources in FSO are money, time, and 

the components of technology itself. Unfortunately, these resources were most 

often described as barriers due to their limited availability. FSO's shared visions 

and strategic directions are invaluable, but an overarching concern is the 

commitment and support needed to move them forward. A perceived lack of 

institutional support at times has led to expressions of misunderstanding, 

frustration, and confusion. FSO leadership acknowledges that the availability of 

resources to move the visions and plans forward is paramount. 

The impacts of IT-facilitated process improvements in FSO were 

numerous. The data revealed the following thematic attributes: improvements in 

fundamental work processes, delivery of customer services, resource (time) 

savings, and benchmark evaluation with our competitors. FSO leaders received 

positive comments in each of these areas. 

Improvements are evident in the general flow of work and the pervasive 

use on new technologies. The daily flow has been altered as a result of the 

modification of old processes and the development of new ones. These include 

the availability of electronic reports, the use of electronic communications, and 

more expedient delivery of information to FSO customers. And finally, the data 

reveal that FSO leaders have positive perceptions of their IT-facilitated 



improvements when compared to competitive institutions. They acknowledge, 

however, that they are still behind in many areas. 

The data reveal that leaders of FSO improvement projects gain 

advantages through the process of reflection. They review projects with the 

question of how the process can be improved upon the next time. Reflection 

provides FSO leaders a measurement of success by correlating the vision, goals, 

and objectives for improvement with the impact these improvements had upon 

FSO staff. 

Research Question Two - How does the framework of leadership in FSO 
align with the postindustrial model of leadership described by Bolman and 
Deal (1991)? 

The conclusions from the analysis of assumptions and beliefs about 

leadership in FSO (research question one) are used here to determine how the 

framework of leadership in FSO is aligned with the postindustrial model of 

leadership described by Bolman and Deal (1991). The context for determining 

this alignment is the leadership themes identified from the data. 

There is conclusive evidence that the framework of leadership in FSO is 

aligned with the multi-frame leadership model of Bolman and Deal (1991). All 

four frames - Structural, Human Resource, Political and Symbolic - are 

represented. Table 5.1 summarizes these relationships. Two of the themes 

associated with the assumptions and beliefs of leadership in FSO were present 

in all four leadership frames; these were Institutional Climate and Impact. These 
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are noteworthy because they substantiate the "shared" nature of the climate in 

FSO. 

THEMES COUNT 
LEADERSHIP (ATTRIBUTES & COMPONENTS) 

FRAME 
Structural Institutional Climate - strategic directions, 

goals, technology 
Involvement - external sponsorship 
Communication - electronic communications 
Learning - technology fundamentals, IT-
facilitated process 
Development Strategy - team orientation, 
correct inefficiencies, technical characteristics 
Resources - non-human resources 
Impact - electronic processes, electronic help, 
gained efficiencies, improvement goals 

147 

Political Institutional Climate - coordination, 
endorsement, buy-in 
Involvement - collaboration 
Resources - scarce resources 
Impact - resource savings 

90 

Human Institutional Climate - Individual feelings and 62 
Resource attitudes 

Involvement - internal sponsorship, 
participation 
Communication - value of people 
Learning - staff opportunity 
Resources - human resources 
Impact - time, training 

Symbolic Institutional Climate - Institutional Vision 
Impact - reflection 

32 

Table 5.1 - Leadership Evaluation Criteria 

The Structural frame was by far the most pen/asive leadership frame 

exhibited in FSO. This is not surprising since an emphasis of the Structural frame 

is goals, roles, and technology and this study dealt with the use of information 
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technologies to transform business processes. In addition to having the highest 

count, the keyv^ords and phrases associated with the Structural frame were 

aligned with all of the seven leadership themes identified in the study. 

The Human Resource frame, although not referenced as often, was 

mapped to six of the seven leadership frames. The missing leadership theme 

was Development Strategy, which by definition is technology oriented and highly 

structured. The prevalence of this frame is consistent with Bolman and Deal's 

observation that the majority of research and writings in recent years "...focuses 

on the interpersonal relationship between supervisors and their subordinates and 

argues for such practices as openness, mutuality, listening, coaching, 

participation, and empowerment" (p. 430). 

The Political frame is aligned with four of the leadership themes -

Institutional Climate, Involvement, Resources, and impact. But at 90, it had the 

second highest count. This is attributed to the high number of references made to 

the scarcity of human and non-human resources needed to move fonA/ard on 

improvement projects-a major point of contention in FSO. 

The Symbolic frame had the fewest number of references and was aligned 

only with Institutional Climate and Impact. This is due to the highly abstract 

nature of the frame and the fact that "Of the four [frames], the symbolic is the 

newest, least developed, and least mapped" (Bolman & Deal, 1991, p. 303). 
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Recommendations 

The following recommendations pertain to further research needed to 

close the knowledge gap that exists between the leadership decision to seek IT-

facilitated improvement and the leadership approach needed to successfully 

accomplish it. 

1. This study revealed assumptions and beliefs about the leadership of IT-

facilitated process improvements in FSO. Additional research is needed to 

determine if these assumptions and beliefs are unique to FSO or would 

similar findings result for process improvement efforts elsewhere on the 

campus. 

2. Process improvement projects are small relative to process reengineering 

projects. Additional research could determine if the assumptions and 

beliefs revealed in this study are unique to process improvement or if they 

would apply to process reengineering as well. 

3. FSO staff initiated the IT-facilitated Improvement projects in this study. 

Additional research is recommended to reveal if the assumptions and 

beliefs of leadership would change if the initiation of these projects 

occurred at higher organizational levels, where the pride of ownership 

might not be as strong. 

4. The identification of themes, attributes and components of leadership in 

FSO resulted from this study. Even though each theme stood alone in its 



assumptions and beliefs, there continues to be overlap between them. 

Additional studies could further refine these themes of leadership to reveal 

more succinct definitions. 

5. A count or measure of frequency was used in this study in answering the 

second research question. It is recommended that quantitative techniques 

be applied to this data to confirm these results and to add an additional 

element of triangulation. 

6. The researcher used a survey instrument in prior research to evaluate 

Bolman and Deal's (1991) postindustrial leadership model. The 

construction of the survey suggests its applicability to other leadership or 

organizational studies. This instrument would allow the collection of larger 

amounts of data more rapidly than was possible in this study. It Is 

recommended to use of this technique along with the recommendation 

from #5 above to conduct this study quantitatively. 

7. FSO is a service-orientated organization. But the measure of impact of the 

success or failure of the IT-facilitated innovations rested with the FSO staff 

in this study and not with their customers. It is recommended that the 

parameters or this study be expanded to include FSO clientele. 
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Final Reflections 

Warren Bennis (1994) emphasizes that reflection is a major way in which 

leaders learn and that reflection is a way of making learning conscious. The 

researcher includes this section therefore In recognition of the constant use of 

reflective techniques in his graduate program and the value he places on 

reflection as a facilitator of learning. 

The techniques of reflection were used to gather data for this study by 

asking research subjects to reflect on their experiences with IT-facilitated process 

improvement. An overarching achievement of using these techniques was the 

acceptance of this approach by the participants and the request that the 

interview/reflection sessions become the ongoing methodology for project 

evaluation. Being able to transform the research methodology and techniques 

directly to the benefit of the staff in this manner was an unanticipated but 

gratifying result of the study. 

In addition, the researcher acknowledges an unspecified hypothesis that 

Bolman's and Deal's (1991) multiple perspective of leadership would be 

evidenced in the Financial Services Office. This hypothesis was confirmed but 

the ranking observed in the data did come as a surprise. 

The experience of the researcher as a member of the FSO staff led to his 

belief that FSO represented the quintessential "human resource" organization as 

defined by Bolman and Deal (1991). Based on the data, however, elements of 

the Human Resource frame ranked third behind the Structural and Political 



frames. Upon reflection, this is understandable. The hallmark of the Structural 

frame is goals, roles, and technology—precisely the ingredients of IT-facilitated 

process improvement. And the importance of the Political frame is emphasized in 

dealing with barriers presented by the unavailability of scarce resources In FSO 

to move the improvement projects fonward~a point well established by the data. 

On final reflection, it is evident that leadership evaluation and decision 

making will be strengthened when based upon clearly identified data, and not 

solely subjective reasoning. 
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APPENDIX A - INFORMED CONSENT FOR PARTICIPATION 

INFORMED CONSENT 

I, the undersigned, agree to participate in the research titled "Leadership. Process Improvement, 
and Information Technology; The Implementation of Network-Based Applications in a Financial 
Services Organization. The research is being conducted by Dick Ecelbarger a doctoral student in 
the College of Education. 

I understand that my participation is entirely voluntary and I can withdraw my consent at any time. 
The following points have been explained to me; 

1. The purpose of the research is to learn about the leadership of implementing network-
based computer applications in FSO. This includes how the process improvement projects were 
planned, implemented, and accepted by the staff for whom they were intended. 

2. Staff involved in creation or use of network-based applications in the Financial Services 
Office were identified and asked to volunteer for this study. These applications include Electronic 
Reports, Data Marts, EDI, and FAME. 

3. Interviews and observations will be used to gather data from this study. Participants are 
asked to concur with the tape recording of the interviews, but if I decline this request, then tape 
recording of the interview will not occur. 

4. No discomforts or stresses are foreseen. 

5. No risks are foreseen. 

6. The results of my participation will be confidential, and will not be released in any 
individually identifiable form without my prior consent. 

7. Audio tapes and observation notes will be available only to the researcher for this study 
and will be destroyed after the five-year retention period required by the University. 

8. The results of this research will add to the knowledge that exists between the leadership 
decision to seek technology improvement and the leadership approach needed to successfully 
accomplish it. 

9. I will benefit by being afforded the opportunity to express my suggestions for 
improvement of technology project implementations in the future. 

10. I can contact the researcher at 626-5014 to answer any further questions about the 
research, now or during the course of the research. 

11. I can contact the UofA Human Subjects Committee at 626-6721 regarding questions 
pertaining to this study or the processes and procedures for using human subject in gathering 
research data at The University of Arizona. 

I have read and understand the Informed Consent and conditions of this research. I have had all 
my questions answered. I hereby acknowledge the above and give my voluntary consent for 
participation in this research project. 

Signature of Researcher Date 

Signature of Participant Date 
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APPENDIX B - SAMPLE INTERVIEW TRANSCRIPTION 

Below is an excerpt from Focus Group #2 - the FSO Operations management 
team. 

Who and what aspects promoted these projects? 
• "As far as the leadership, I think many of these ideas have come from the 

bottom up. The leaders from what I see have provided a very generic 
thought. Let's make this a paperless environment; let's get computers into 
our offices. And then they sort of left it up to the staff to come up with the 
ideas of what to do with that thought. And I think that within our shop 
there have been many good ideas." 
Probe - Do you think of these generic thoughts as a vision? 

• "It's like a vision with no objectives. And then we take that vision and we 
have to develop our own objectives. And so that part of it has been a 
struggle. It's hit or miss and there is no coordination of our efforts. 

• "It might be a struggle, but I do like the bottoms up process 
recommendations. They are smaller more manageable bites than larger 
top down endeavors." 

• "It (IT Improvements) all stems from the papenwork reduction philosophy 
that hit campus probably 7 years ago. Let's reduce paper; let's do 
anything at all costs to try to make that in electronic form. But we didn't 
have the tools at that time." 

Who was involved at what time during the development process 
and how? 
• "There is good involvement between the sub-groups (Travel, Payroll, etc.) 

and their specific clientele or customers but not much involvement 
between these subgroups other than on a higher general information 
sharing level on the surface but nothing in-depth. It becomes even less 
clear when taken to the next higher level (in the hierarchy). 

• "As you go up in the organization, you loose a lot of the detail...where it's 
more at the conceptual level." 

• "It's easier to ask customers for their input on what kind of reports you 
would want—specific questions and then have smaller groups work on the 
solution for that question. I think that has worked much better in that 
environment than a big team like we do in PETs and FAME. 
Probe - You mentioned involvement by sub-groups. Are these 
organized as teams? 

• "When I did EDI there was no formal team. I kind of went to each person. 
I had my team but we never had formal meetings; maybe that was the 
way it was. Because I had different people that I worked with and they all 



gave me a part of it... I talked to the departments and I got their input and 
[others] and got there input." 
"I agree with that; too nnany times we just get bogged down with huge 
committees and nothing is ever accomplished. On the technical side, I am 
most interested in getting from the users or customers the expected 
parameters. I don't have the time to participate in those discussions and I 
don't expect direct participation by individuals unfamiliar with the 
technology and it's capabilities. All that would do is lengthen the time to 
get anything done and take people away from our primary duties." 
"I think [the level of participation] depends on the kind of project we're 
working with. I think we have to have different approaches depending on 
the type of technology that we are bringing in and how well our staff 
understands it." 
"I think it depends on what you're doing and the approach. I think we get 
more satisfaction sometimes when you keep it to a small group and you 
have more personal contact with whose developing. Pulling people 
together only when or if needed assists in that orocess. It makes it a more 
cohesive process rather than being a big group that creates a report that 
can be interpreted in several ways and that may not meet all the 
intentions of that original group." 
"There is good involvement between the sub-groups (Travel. Payroll, etc.) 
and their specific clientele or customers but not much involvement 
between these individual subgroups other than on a higher general 
information sharing level-it's on the surface but nothing in-depth, it 
becomes even less clear when taken to the next higher level (in the 
organizational hierarchy). 



143 

APPENDIX C - INTRODUCTION MEMORANDUM 

[Employee Name]. 

Thank you for arranging a meeting with me on [day] at [time] in [place]. This message 
summarizes the two primarv* purposes of the group discussion that I'll lead regarding 
some of our network-based computing projects. 

1) I'm conducting a study in conjunction with an academic program that I'm 
enrolled in here at the UofA (Educational Leadership and Management 
Information Systems). It is an interesting program in that I am able to take 
advantage of my employment in FSO and the network applications we are 
developing as the launching point in researching the leadership of IT-facilitated 
improvement projects. 

2) More important than my study however is that this meeting will offer us an 
opportunity to reflect on the value of these projects to FSO. Many times when we 
are involved in projects we fail to take the time to reflect on what we've 
accomplished and how we went about doing so. Changes brought about by 
computing technology can be particularly problematic so it's important to ask 
ourselves if the impact of the new applications have had a positive or negative 
consequence and how we might improve the process in the future. 

I'm interested in hearing your perceptions of how leadership influenced the project 
improvement process—how improvement initiatives were planned, implemented, and 
accepted by the staff for whom they were intended. To assist. I offer the following 
questions to guide our discussion. 

• Who and what aspects promoted these projects? 

• Who was involved at what time during the development process and how? 

• Who and what aspects presented obstacles to the implementation process and how? 

• What should/could have been done to improve the improvement process? 

• What are the positive and/or negative e.xperiences you've had in using the new 
computer applications? 

• How has the availability of these improvements influenced your ability to 
perform your work? 
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A couple definitions might be helpful in contemplating these questions. 

IT - Information Technology - The use of computer processes in the interpretation of data 
and the management of information. Data consists of facts, which become information 
when they are seen in context and convey meaning to people. 

Internet - The Internet is a high-speed global communications network capable of 
carr\ ing voice, data, video and other services around the world. 

Intranet - Intranet is the latest term to describe when the Internet's protocols and 
applications are used, not for accessing the vast resources on the Internet, but for moving 
information within an organization's boundaries. 

Leadership - Leadership is a process of social influence in which one person is able to 
enlist the aid and support of others in the accomplishment of a common goal. 

Network-based - network based technologies are those associated with a clienL'server 
environment and the use of world wide web (internet and intranet) protocols for 
communication between users on the client systems and server systems. 

I look forward to meeting with you on [day]. Please feel free to contact me at [phonej or 
[email address] if you have any questions prior to our meeting. 

[Name] 
[Signature] 
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