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Abstract

This study adds to the body of knowledge in research of ICTs in organizations by exploring the
relevance of alignment between ICT users and managers responsible for the ICT strategy and ICT
project processes. Alignment research is usually conducted at an organizational analytical level,
but this study explores alignment between individuals by addressing ICT managers and ICT us-
ers, considering both the organizational and individual perspectives. Data was collected by inter-
viewing ICT users and the CIO in a Norwegian entrepreneur corporation. Using a grounded the-
ory analytical approach, the findings provide support for an emerging User Management Align-
ment Model (UMAM) where the outcome is better ICT strategy and project processes.

Keywords: ICT strategy, ICT projects, alignment, user participation, user satisfaction, user initia-
tives

Introduction

Although researchers have given a lot of attention to information and communication technology
(ICT) strategy (Henderson & Venkatraman, 1993, 1999; Reich & Benbasat, 2000), they have
mainly focused on the managerial perspectives, which leaves unanswered questions concerning
1) the ICT strategy’s consequence for the users, 2) users’ ability to do ICT strategic considera-
tions, 3) user involvement in ICT strategy processes and 4) users’ actions influence on ICT strat-
egy quality. This study adds to the body of knowledge by exploring the relevance of alignment
between ICT users and managers responsible for the ICT strategy and project processes. Well
formulated ICT strategies make it possible to identify and define the right ICT projects, however
defining the right projects do not imply that the projects will be successful. Studies suggests there
are several reasons for ICT project failure (Aladwani, 2002; Oz & Sosik, 2000). Research that
contributes to identify factors to improve ICT strategy and project processes can have normative
as well as economic implications for organizations. This study aims to make a contribution to this
research domain, and hence to have normative as well as academic implications.

Alignment research is usually conducted at an organizational analytical level, but this study ex-
plores alignment between individuals
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strategy processes remains ambiguous. It is unlikely that this issue holds one solution; however, it
is likely that some general principles may be developed. Organizations striving to improve the
ICT strategy creation and implementation processes will find this research relevant.

Prior alignment research holds the notion that a firm’s ICT strategy should be aligned with its
other strategies. Henderson and Venkatraman (1993) developed the Strategic Alignment Model
(SAM), which describes different approaches to alignment between business and ICT strategies.
Broadbent and Weill (1993) investigated organizational change in the banking industry to im-
prove alignment between information and firm strategies, and Grover and Malhotra (1999) link
information systems to manufacturing operations. Sabherwal and Chan (2001) study the impact
alignment between business and IT strategy has on firm performance. Although these and other
studies have contributed to increased understanding of the various components of alignment be-
tween ICT and business strategies, they have had a macro focus; alignment in regards to structure
of the ICT organization, information systems, ICT architecture or overall ICT strategy. As far as
this author knows, there are few studies that have examined alignment between individuals or
groups of individuals in organizational issues. Cross-level analysis is rarely conducted between
the organizational and individual level in ICT research. However, we must investigate and de-
velop knowledge about how organizational and individual factors interrelate and influence each
other to better understand the processes concerning ICTs in organizations.

Reich and Benbasat (2000) investigated the social dimension of strategic alignment, and their
results indicate that the individual level should be included when studying ICT strategic phenom-
ena. Including the ICT user perspective in this research domain will strengthen our knowledge on
the mechanisms that gives better use if ICTs as well as identifying factors leading to alignment
between ICT users and ICT managers. Especially interesting is the linkage between ICT strategy,
ICT projects and ICT use, as it is a prerequisite that the technologies and information systems
organizations try to implement are used in a proper way.

Using an inductive approach, data was collected by interviewing various individuals in a 6000
employee entrepreneur corporation in Scandinavia. A qualitative analysis is conducted — using a
Grounded Theory approach — to theorize the findings. Besides developing theory based on the
findings and thereby extending the nomological network within this research domain, the study
aims to have normative contextual contributions for practitioners.

The rest of the paper is organized as follows: First, a presentation of the theoretical background
presentation including research questions and a discussion of prior research relevant to my re-
search questions. Next is the methodology presentation, followed by the data analysis and results
discussion. The paper ends with concluding remarks and directions for future research.

Theoretical Background and Research Questions

The Grounded Theory approach indicates little or no literature review prior to data collection and
analysis (Glaser & Strauss, 1967). However, some literature review will strengthen the analyst’s
ability to explore patterns in data (Strauss & Corbin, 1994). Hence a brief literature review was
done before I entered the field and it served as a sensitizing device (van den Hoonaard, 1997) dur-
ing the subsequent data analysis. The rest of the literature review was, in accordance with
grounded theory, conducted parallel to the data analysis.

ICT strategy is a managerial responsibility and Sambamurthy and Zmud (1992) view ICT man-
agement as a problem of aligning the relationship between the ICT infrastructure and business
domain, in order to take advantage of ICT capabilities and opportunities. Research literature
seems to hold two approaches to ICT strategy. One focuses on planning procedures, structure and
examining the strategies, and the other on the actors involved, their communication and under-
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standing of each others’ domains (Reich & Benbasat, 2000). In this paper I focus on the latter
approach.

Strategy development consists of three elements: 1) strategic analysis 2) strategic decisions, and
3) strategy implementation (Barney, 2002), and achieving strategic success relies on well driven
processes. Any strategy development project must be rooted in the organization’s top manage-
ment and the processes should preferably be managed by a carefully selected project group
(Gottschalk, 2002). The term strategy is in this paper understood as the set of processes that leads
to the three elements strategic development consists of.

Researchers consider alignment between business objectives and ICT as a key factor for enhanc-
ing organizational outcome, with Henderson and Venkatraman’s (1993; 1999) strategic alignment
model being the reference model for most research. They found that alignment of business strat-
egy and ICT strategy improves firms’ performance. However, this model has been criticized for
its narrow focus on the technology itself, and the exclusion of social factors (Ba, Stallaert, &
Whinston, 2001; Reich & Benbasat, 2000). Factors like organizational artifacts and culture, social
relations and individual traits are not a part of Henderson and Venkatraman’s model. Ba et al.
argue that both alignment and ICT development research lacks focus on user incentives and that
users’ objectives often differ from organizational objectives. They introduce a new dimension to
alignment between business objectives and ICT, which they refer to as incentive alignment. De-
veloping incentives on how to use, when to use and who should use must be a part of the ICT
strategic processes and systems development projects (usually initiated through an ICT strategy).
The incentive alignment model consists of four elements:

e Incentives influencing user behavior and the user’s interaction with the system
e Deterrence of use for personal gain

e Use consistent with organizational goal

e Robustness against information misrepresentation

The incentive alignment model represents a new direction in alignment research; however I inter-
pret it as a top-down model, for management to control user behavior. Reich and Benbasat
(2000), on the other hand, studied the social dimension of ICT strategy development. Communi-
cation and a shared knowledge domain proved to be important for strategic alignment. Both for
short term and long term alignment their results indicate that the level of official and unofficial
communication combined with the degree of shared domain knowledge influence the degree of
alignment between business objectives and ICT.

Peak et al. (2005) did a case study were they investigated IT alignment planning in an American
corporation. They describe IT alignment planning as “... IT Alignment Planning takes a strategic
view across the corporation. It identifies or discovers and creates new IT strategies, identifies and
creates new IT resources, provides input into strategic and tactical planning processes, and factors
in the effects of competition with the primary objective of improving information quality for IT
clients” (Peak et al., 2005 p. 636). Although they also have a management focus, their findings
indicate some benefits in how ICT users perceive the technology. They report that IT Alignment
Planning:

e Aligns corporate and client business goals
e Creates a decision and capital budgeting
e Dovetails with the corporate strategic

e Develops IT vision integrated with business
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e Facilitates executive-level understanding
e Helps improve operational IT support of
e Brings IT and client closer together

The referenced studies above have one commonality — they all have a managerial perspective.
Sure they discuss the importance of effects on ICT use and so forth, but either their respondents
are managers, they hold a top-down view of organizational processes, or both.

It is understandable that ICT strategy research usually has a management perspective, as manag-
ers have the strategic responsibility. However, in studies of ICT project success the rarity of the
user perspective is more surprising. Oz and Sosik’s (2000) study of why information system pro-
jects are abandoned provides an example of such. They gathered data from ICT management in
organizations to explain the phenomenon. Their found five major reasons of why projects are
abandoned, including project objectives are poorly communicated, lack of corporate leadership,
insufficient skill, poor project management and time/budget deviations. The user perspective is
not included. Aladwani’s (2002) study of an information system project performance model focus
on project management and leaders were chosen as the study’s respondents.

Although this is not a study of ICT use, it has a strong focus on the user perspective. A brief
overview of previous ICT use literature is hence given to present topics researchers focusing on
the user have studied. ICT use refers to the actual use of ICTs in the workplace (Davis &
Wiedenbeck, 2001), and research on ICT use has been comprehensive and varied (i.e. Adams,
Nelson, & Todd, 1992; Agarwal & Karahanna, 2000; Agarwal & Prasad, 1998; Barki & Hart-
wick, 1989, 1994; Brod, 1982; Liaw, 2002; Sernes, 2004), and user involvement, user satisfaction
and users’ choice of media for communication are examples of topics. However, organizational
aspects are not included in the analysis, and thus we have little knowledge of how organizational
factors influence user behavior; in other words, the degree to which these factors influence how
users perceive the technology and ultimately how they use it.

While research on ICT strategy, ICT projects and ICT users has produced important knowledge
for both practitioners and academics, the aim of this study is to explore how the processes in-
volved in ICT strategy and ICT projects can be aligned with ICT users’ perspectives.

Initiating research in this area is important for three reasons: First, ICT research is very dynamic
with new technologies emerging at a rigorous pace, and finding and identifying some technology
independent factors is important in order to understand and act upon this. Second, organizations
must be able to formulate ICT strategies that reflect their needs, are economically realistic and are
in alignment with their business strategies, as research shows that many organizations struggle to
implement their ICT strategy (Gottschalk, 2002). Hence, processes concerning both development
and implementation of ICT strategy need to be improved. Third, ICT use is important for organ-
izational performance, and hence we still need to add to the knowledge of how to improve use
and to which degree users can contribute in ICT strategy and project processes

This paper introduces another dimension to alignment research, focusing on alignment between
users and managers. The dimension includes the belief that alignment between users and manag-
ers is important for strategic alignment, and it has both a bottom-up and top-down focus. The fol-
lowing research questions provide the basis for this study:

e To which degree is there alignment between users’ and managements’ view of important
ICTs for the organization?

e  Why is there alignment or not between users’ and managements’ view of important ICTs
for the organization?
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Methodology

Grounded Theory (GT) is chosen as the methodological approach in this study, primarily because
it facilitates the generation of descriptions and explanations to complex organizational processes.
Within ICT research GT has become more common the last 10-15 years (e.g. Carlson & Davis,
1998; Levina & Ross, 2003; Orlikowski, 1993). However, GT has been widely applied in other
business and organizational studies for the last 30 years (Locke, 2001). GT has, according to
Locke, proven to be particularly useful when examining organizational topics like decision mak-
ing, socialization and change. In organizational studies one often focuses on individual and group
behavior and this captures the initial locus and interactionist tradition of GT (Glaser, 1992;
Locke, 2001).This, combined with its structured and analytical properties, is probably an impor-
tant explanation of its popularity in business and organizational research.

This project enters a relatively unstudied area. Consequently, there is insufficient existing theory,
and hence the suggestion that when studying a topic that is emergent or ill-defined, it should be
explored in the field using a qualitative methodology (Patton, 1990; Steinfield & Fulk, 1990). It is
evident that the GT approach is well suited for organizational studies, both on the organizational
and individual level of analysis. In this project both analysis on both levels will be conducted and
the explorative approach of GT will provide the cross comparability across the two levels of
analysis. Furthermore, GT allows for “the generation of theories of process, sequence, and change
pertaining to organizations, positions, and social interaction” (Glaser & Strauss, 1967). The ICT
strategy processes are indeed very dynamic and can have considerable impact on organizational
performance (Croteau & Bergeron, 2001; Gottschalk, 2002; Henderson & Venkatraman, 1993,
1999).

Strauss and Corbin (1990) argue that a qualitative methodology enables the researcher to convey
intricate details about a phenomena — details that will be concealed with quantitative methods. GT
is well suited to capture variation as its flexibility allows researchers to modify their analysis in
an iterative data collection process (Locke, 2001). Meeting people in their workplace environ-
ment is to me a prerequisite for understanding how they perceive their role in an ICT strategic
process, how they perceive their organization’s ICT strategic processes and how they perceive
their own use of ICTs.

Research Site and Participants

A 6000 employee sized Norwegian entrepreneur corporation was targeted as the case in this
study. The company is organized as a corporation with several divisions operating in the whole of
Scandinavia. It was selected as case for two reasons. First, the organization is highly decentral-
ized and characterized by high degrees of personal and divisional freedom that can gives some
challenges in ICT strategic development. Mintzberg and Mchugh (1985) use the term adhocracy
when they describe The National Film Board of Canada, and the corporation in this study fits an
“adhocracy light” description. It provides managers the challenge of keeping an overview over
the activities in the organization at all times. Second, as the core of business is building houses,
roads, tunnels and so forth, exploring to which degree the organization prioritize ICT could be
relevant to the way strategic processes are conducted and how ICT is used.

According to Strauss and Corbin (1990) a theoretical sampling procedure should be used in con-
junction with GT (Resnik Mellion & Moran Tovin, 2002). As I am investigating timely processes
the targeted interviewees in this project have been employed in the organization for at least three
years, and depend on ICT-systems in their everyday work. People need to be a part of an organi-
zation for some time to experience the ICT strategic processes and thus enable one to evaluate
them. It was also vital that the interviewees had some experience in using one or more strategi-
cally important ICT-system in the organization, because it is likely that strategic considerations
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have been done in connection with these systems. However, it is irrelevant at which level in the
organization data is collected. I consider data from clerks to be just as valuable as data from man-
agers or leaders in this context. In addition I will have to interview at least one person in the re-
spective organizations who is accountable for the ICT strategy processes. Data from this inter-
view will produce the ICT management perspective of alignment between ICT users and ICT
managers.

The sampling procedure is a combination of narrow and wide sampling (Cutcliffe, 2000). A nar-
row sample consists of participants with a lot of experience within the area of interest, and sup-
porters of it argue that one cannot comment on the studied processes if one does not share the
same experiences (Resnik Mellion & Moran Tovin, 2002). In a wide sample, on the other hand,
the participants may have diverse background and experience. Supporters of wide sampling argue
that it enables them to capture data with maximum variety (Resnik Mellion & Moran Tovin,
2002). I use wide sampling because I allowed participants to come from different levels and divi-
sions in the organization. However, allowing only participants with a certain experience who use
a strategically important ICT system narrows the sample. This sampling process of selecting par-
ticipants for their differences as well as their similarities fits with the sampling procedures sug-
gested by Glaser and Strauss (1967) and Sernes (2004).

Data Collection

Data was collected using semi-structured in-depth interviews. This method allows for adaption to
each individual and to the context. Since I did not enter the field as a blank slate with respect to
the area investigated, I was able to provide a manageable direction for the study (Strauss & Cor-
bin, 1990).

As a researcher I had to adapt to the degree of openness I met in the organization. Lofland and
Lofland (1995) consider organizations to be non-public closed settings and this highlights two
possible areas of caution. First of all, my behavior as a researcher could affect the reliability and
quality of the respondents answers in the interviews. Therefore I had to adjust to, and understand,
the communicational artifacts in the organization, and the questions needed to be formulated and
addressed in an understandable manner. Second, non-openness amongst the subjects could affect
the quality of the collected data. In the data collection process I paid attention to these factors,
and hopefully avoided the possible negative outcomes.

An interview guide based on Spradley’s (1979) “grand tour guide” was developed and data col-
lection took place over a period of three months — from December 2006 to February 2007. Fol-
lowing Spradley’s principles the interviewees were encouraged to tell the story of ICT strategy
processes, using their experience as the reference. To further ensure richness the participants were
first informed about the study and were given time to settle into the situation. The interview guide
started with some general questions about the participants’ use of ICTs and their competence in
using them, in order to further familiarize them to the interview setting.

A total of fourteen interviews were conducted — thirteen with ICT users and one with the CIO.
Each interview lasted between 40 and 75 minutes and was audio recorded. The transcription of
the recordings resulted in more than 120 pages of single lined text. Following the principles of
GT, literature was reviewed simultaneously to validate the theoretical perceptions (Glaser &
Strauss, 1967).

Data Analysis

All the interviews were imported into QSR Nvivo 7, a tool particularly suited to use in the coding
processes of Grounded Theory. The first coding step identified a total of 586 categories; however
coding iterations reduced this to five main categories.
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Coding procedures

The constant comparative analysis was used, as it enables the researcher to revise and modify its
analysis as further data are gathered (Glaser, 1998; Glaser & Strauss, 1967). The procedures con-
sisted of two main steps: 1) incident identification and 2) categorization. It is important to empha-
size that these analytical steps, including data collection, are iterative. During the first step inci-
dents consisting of single sentences or short paragraphs were marked and labeled. The marking
process of the ICT users interviews resulted in 538 different incidents, and in 48 incidents in the
CIO interview. The categorization process reduced the incidents into five different categories, and
these categories are the raw data used in this study.

The categories are:
e User participation
e User satisfaction
e User initiatives
e Management commitment
e Project process focus

Glaser and Strauss (1967) describe four different steps for constant comparative analysis . It is
important to emphasize that these analytical steps, including data collection, are iterative. The
steps are:

e comparing incidents applicable to each category,
e integrating categories and their properties,

e delimiting the theory, and

e writing the theory.

These steps have been followed closely. The first two steps, incident identification and categori-
zation, Glaser (1998) refer to as open coding. For incident identification Glaser recommends a
line-by-line coding process, where incidents from different cases are compared and labeled.

Findings
Achieving alignment between ICT management and ICT users requires a set of processes in the
organization, and it may be achieved on both an ICT strategic and ICT project level. The follow-
ing discusses these processes and the two different levels of alignment, and presents an emerging

model of ICT users and ICT managers alignment — the User Management Alignment Model
(UMAM).

Before presenting the different factors influencing the User Management Alignment (UMA)
level, it is adequate to present the effects of UMA. This study provides support for two main ef-
fects of UMA. First, high UMA gives better ICT strategy and project processes, moreover, the
users perceive the strategies and the projects to be sensible even if they are not involved in the
processes and have little knowledge of them. Second, the respondents who experienced high
UMA also reported above average competence in using the ICTs and that the ICTs they use are
well suited to do what they are supposed to. The relationship between user competence and UMA
may be reciprocal, as the data analysis did not produce any clear answers to the direction of it.
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Strategic level UMA

Many ICT strategies define some projects that will be implemented during a period of three to
five years (Gottschalk, 2002). However, the slight adhocatric structure (Mintzberg & Mchugh,
1985) of the studied organization reduces the corporate ICT strategy to an overview of focus ar-
eas, like having an overarching infrastructure and a common platform for e-mail. Although many
of the projects are linked to the general points in this strategy, it is necessary to view User-
Management Alignment (UMA) on both a strategic and a project level. There is a common view
in the organization that choosing the right projects are just as strategically important as the overall
ICT strategy. This means that project level UMA must be considered equally important as strate-
gic level UMA. According to the CIO, the ICT strategy was developed with participants from
different areas of the organization and with strong user participation. However, none of the ICT
users interviewed had any knowledge of what the strategy contains, and many did not even know
of its existence; a fairly strong indication that the strategy has been poorly communicated in the
organization. A mid-level manager explains: “We have an ICT strategy. I can say that, but I ha-
ven’t read the strategy document as it’s on top corporate level, but I do know that it came unrea-
sonably late, and after tremendous pressure that [ assume it reflects the feedback and the pressure
that was, that the document is based on a bottom-up approach. That it isn’t an illusion of a strat-
egy, an academic exercise.” A project worker expresses his knowledge of, or lack of knowledge
of, the ICT strategy like this:” I haven’t got a clue about the ICT strategy in our corporation. In
spite of not knowing the content of the ICT strategy, most interviewees indirectly expressed much
of the same strategic thoughts as the ICT strategy does. So without being aware of it, they experi-
ence that the ICT strategy to some extent is aligned with their beliefs of how the strategy should
be, and hence strategic level UMA is also present to some extent.

The main reason to the conclusion that UMA exists to only some extent is that the ICT manage-
ment has not communicated the strategy properly throughout the organization. While interview-
ees generally show an understanding of the ICT needs, they are more likely to accept new tech-
nology if they can prepare for it (Ba et al., 2001; Karahanna, Straub, & Chervany, 1999;
Venkatesh, 2000). A human relations manager states: ’One mindsets people a little if one tells
about what to expect within ICT, hence people can prepare themselves mentally of what to
come.” She calls for a communication of strategy needed to reach UMA to the full extent. Sec-
ond, although the CIO says that user participation was strong in the strategy development process,
it may anyhow have been too narrow as none of the interviewees knew anything about the proc-
ess and the persons involved in it.

Project level UMA

The decentralized structure of the corporation conducting corporate wide ICT projects success-
fully is a challenge, and it requires a lot of time and resources. However, not all of the ICT pro-
jects are corporate wide; some limit themselves to a division or even to smaller units like a de-
partment or a project group. The different projects types appear to have some similar characteris-
tics and the main difference are where the decisions are made. The similarities are:

e Often user initiated projects
e The project group involves users broadly
e Users are involved in the specification of requirements

e Time is not an issue, the process is
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User initiated projects

One of the most prominent characteristics of the organization in this study is the degree to which
it relies on user initiatives in regards to ICT. It seems to be an accepted way of communicating
ideas and needs both by managers and employees. A marketing clerk exemplifies it like this: “We
have talked about CRM for many years, but it requires enthusiasts. It’s not difficult to get support
for doing things, but it’s mostly done by enthusiasts. | think that’s typical for our organization.”
The reliance on user initiatives contributes to UMA, because it enables everyone to communicate
ideas that have a fair chance of being supported by management. However, far from everyone is
an enthusiast and the challenge in this system is to ensure that the ideas are supported in the or-
ganization as a whole. Another issue also arises in a system like this; time. Although most of the
interviewees appreciate a system where they can be the initiators of ICT projects, they mostly
abstain from doing so as it allocates too much time in an already hectic work day. Both the CIO
and the employees interviewed believe the organization need better routines for identifying ICT
needs, as they now experience the process of identifying and choosing the right projects as slow.
As a consequence the frustration amongst the groups that express the need for new ICTs may
grow to unacceptable levels. However, the routines should be within the existing system of bot-
tom-up communication of needs, as the following example from the dataset expresses: “One thing
I miss is that we establish some arenas where we can exchange ideas, and of course find a way to
separate the good ones from the bad ones.”

Nevertheless the findings in this study provide support for user initiatives, together with other
factors, as a premise for UMA.

User participation and user satisfaction

The project groups usually consist of at least one ICT project expert and people from different
areas of the organization where the new ICT is to be implemented. Hunton and Beeler (1997)
provide support for strong user participation in ICT projects, however some of the interviewees
were not sure if the selection process and the project group composition always were optimal.
The following comment from an engineer exemplifies this: “something we often experience, es-
pecially when we actively look for it, is the stereotype engineers. If they are grouped together,
then you will experience a very slow and monotone progress, but if you connect them with others
who have a more business, commercial background, you will experience another progress, and
they will often have ideas the engineers would never think of. It’s more fun and gives better re-
sults.” Other respondents, on the other hand, were satisfied with how the project groups are com-
posed. The most important thing to note is that those who were satisfied with the project organi-
zation were more likely to express satisfaction with not only the system implemented, but also
with the organizations ICTs in general. This underlines the importance of organizing the projects
properly as the Information System (IS) Success Model by Delone and McLean (2003) empha-
sizes that user satisfaction is an important factor in IS success.

Furthermore, participants who expressed satisfaction with the ICSs also reported that they have
confidence in the ICT management. The following about the ICT management stated by an em-
ployee expresses this: “I don’t know exactly what they do and what their strategies are, but I have
great respect for the work they do. I’m sure they have a lot of good ideas and thought. I’'m con-
vinced of that.” Similar expressions were made by several other respondents. I interpret the re-
sults to provide support for stating that user participation and user satisfaction are factors that
strongly contribute to UMA.

Process more important than time

The ICT projects are very process focused from start to end and they strive to have a good proc-
ess without focusing on the time it takes. The CIO gave two reasons for why they have this pol-
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icy. First, the time they invest in conducting good processes, they get back when the system is
implemented. Users will be more satisfied and also use the system better and more than they
would if the process was rushed. Second, he believed they are able to choose the best system for
their organization by spending a lot of time and resources on the specification of requirements
and finding the right supplier processes. The process focus was also evident with the other re-
spondents, and most of them were satisfied with how the ICT project processes are conducted.
One of the respondents state: “I feel it’s a very good process. We who are going to use the system
really decide what we want.” As long as they feel their voice is heard the respondents report satis-
faction with the process and acceptance of the ICT. They also express confidence to ICT man-
agement and hence UMA is strengthened.

The success factors identified as important for UMA are presented in Table 1. The factors are
ranked and a comment on to which degree the studied corporation has succeeded in it is added.

Table 1 - Success factors for User Management Alignment

Rank Factor Comment

1 User participation Very well implemented in the organization. Can im-
prove in selecting the right people for the projects
group, and also broaden user participation in the ICT
strategy development process.

2 Management commitment ICT management has high commitment, but non-ICT
management varies a lot. Some managers totally ig-
nore ICT issues, while others take them seriously.
Room for improvement.

3 User satisfaction Most respondents were relatively satisfied with the
ICT situation.

4 Project process focus Very well implemented. Both the CIO and the other
respondents consider this to be important for success.

5 User initiatives Many of the projects, both active and completed ones,
have been initiated by users. A management challenge
is to allow the good initiatives and turn down the bad
ones.

Emerging model

From the study’s findings it is possible to provide a preliminary model of User Management
Alignment as shown in Figure 1. The model is based on findings in this study. User participation,
user satisfaction, user initiatives, project process focus and management commitment all influ-
ence on UMA. In addition to the direct relationship between user participation and UMA, user
participation also influences user satisfaction. Management commitment has an influence on user
initiatives, user satisfaction and project process focus. The outcome of the UMA Model (UMAM)
is improved strategy and project processes, and possibly some positive effects on UCT use. The
latter relationship is modeled as reciprocal and with stippled lines as the support for it is limited
in the data.
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ICT Strategy and Use
Project Proc-

€SSEs

User
User Mgnagement Project Process
Participation Alignment Focus
A

User Initiatives

A

User Managment
Satisfaction ~ Commitment

Figure 1 - the emerging User Management Alignment Model (UMAM)

Limitations and Conclusion

This study provide new insight in the knowledge sphere of ICTs in organizations and the proc-
esses involved in ICT strategy development and the conduction of ICT projects. However, there
are some limitations and in the following I will discuss those and also draw the direction for fu-
ture research on the subject.

When conducting single case research one should be careful to generalize the findings
(Eisenhardt, 1989; Lee, 1989), which means that findings are only valid for the organization stud-
ied. However, this does not exclude the possibility that the UMAM can be applied in other do-
mains, and it is the author’s belief that it can, although the research at this stage must be charac-
terized as explorative. The study shows that the value of the ICT user should not be underesti-
mated, in the process of developing ICT strategies and in ICT projects. Users may very well be
the initiators of projects as they possess firsthand knowledge of their needs. Concerning the over-
all ICT strategy that should be initiated and controlled by the ICT management, but user partici-
pation should be strong.

I will draw two main directions for future research on User Management Alignment. First of all,
more cases should be studied using the same methodological approach as in this study. This
would make it possible to improve the model to fit to the findings of several cases, and hence im-
prove its generalizability. Second, future studies may operationalize and test the model. Given
that these directions are followed, the author believes that the proposed model will have norma-
tive implications for practitioners as well as for future research.
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