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ABSTRACT 

The conventional view of leadership is that of a phenomenon that enables an organization 

to establish and achieve its goals. In this respect, the literature portrays two main streams 

of leadership thought. Historically, based almost entirely on studies stemming from the 

positivist research paradigm, the notion of the heroic individual has prevailed, where, 

through superior traits, skills and qualities and with overarching control and influence over 

subordinates, a designated individual guides an organization to success. More recently, 

based upon studies stemming from the interpretivist and constructionist research 

paradigms, this notion of leadership has being challenged. Instead, a more collective 

notion of leadership is being proposed; one in which a contextually-contingent set of 

shared practices that are distributed throughout an organization, manifest appropriately 

in response to organizational challenges and needs. 

 

Implicit in both of these notions of leadership is the importance of people to 

organizational success. In the heroic model of leadership, the individual leader mobilises 

his/her supporters through charisma and skill. In the collective model of leadership, the 

importance of social relationships is stressed and, in particular, the access which these 

provide to the relationship-based intangible resources (such as trust, commitment and 

resilience) required for organizational success. In both cases, people are motivated to 

collaborate in ways required to ensure organizational success and to express their 

‘collective intelligence’ as a service to the organization.   

 

This research, located within the interpretivist paradigm, explores the specific link 

between organizational leadership and a particular set of relationships – those between 

the IT function and the rest of the business - in a global telecommunications organization. 

Through a phenomenological case study, the dialectical relationship between leadership 

practices and the workplace relationships that constitute the IT-Business nexus, is 

explored in three of the operating companies of this organization. The rich interview data 

generated by this research portray the complex interplay between workplace 
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relationships and current leadership practices in each of these three operating companies; 

the analysis of which uncovers a number of spheres of influence that impact the IT-

Business nexus. These influences include: the formal organizational structure and 

competing functional priorities; formal and informal leadership practices; organizational 

culture; and those social practices that either generate or mediate workplace tension. 

 

The major contribution of the study is in its rich portrayal of the complex array of 

distributed leadership practices that influence business success within a large global 

organization. In particular, the study highlights the reciprocal relationship between these 

leadership practices and the IT-Business relationship, in particular, and other workplace 

relationships, more generally. In this respect, the research findings highlight the critical 

role that context plays in the effective execution of leadership practices; the absence of 

commentary on the importance of the relationship-based intangible resources in the IT-

Business relationship literature; and the impact of more recent practices, such as that of 

outsourcing, on the IT-Business relationship. 
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Chapter 1 Introduction 
 

1.1 Background  

 

Over the years numerous researchers (see for example Avison, Cuthbertson & Powell, 

1999; Carr, 2003; Chan, 1998; Cormack, Cater-Steel, Horn Nord and Nord, 2001a and 

2001b; Day, 2007; Feeney, Edwards & Simpson, 1992; Grindley, 1992; Horn Nord, Nord, 

Cormack and Cater-Steel, 2007a and 2007b; Peppard & Ward, 1996; Reich & Benbasset, 

2000; Taylor-Cummings, 1998; Ward & Peppard, 1999 and 2002) have examined the 

relationships between IT staff and the rest of the organization. In general, this research 

shows that if this relationship is poor then the ability of IT to make a valuable contribution 

to the organization is impacted negatively.  

 

My interest in the IT/Business1 relationship stems from my background in IT consulting 

and management and the many years I worked as an IS developer. During that time, I 

witnessed first-hand the tensions between the IT function and other business functions 

and units. In general, my perception was that the crucial role that IT played in the 

organization was under-valued by business counterparts. Similarly those in senior 

positions within the organization (the C-level executives) generally viewed IT as a support 

function (that was also a cost centre) rather than as a strategic asset. This ‘support 

function’ identity was generally accepted by senior IT managers, with the consequence 

that IT leadership lacked the persuasive power and capabilities to position itself differently 

within the organization.   

 

In his thought provoking article ‘IT Doesn’t Matter’, Carr (2003) instigated a global debate 

on the value of IT to an organization. The crux of Carr’s argument revolved around the 

concept of information technology becoming a commodity and therefore the chances of 

obtaining a competitive advantage from such technology being diminished as it becomes 

                                          
1 The Business in this case refers to the remainder of the organization. 
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equally available to everyone. Although it was acknowledged that IT is undeniably the 

backbone of an organization and its commercial dealings, as it unites widespread supply 

chains and connects businesses with customers (Carr 2003), the article sparked a global 

debate about whether IT really matters anymore.  

 

This commodity view of IT has support in the literature. Weiss, Thorogood and Clark 

(2006) suggest the IT function of organization takes one of two paradigms. Firstly, there is 

the commodity view where the IT function is internally facing and enhances business 

operations in order to help improve the bottom line. However, the second paradigm 

concurs with the value from IT argument where the IT function is externally focussed IT 

and directly impacts organizational strategy by deploying market based products.  

 

However, Carr’s commodity argument missed one extremely important aspect of IT – 

what Weill and Vitale (2002) called the ‘human infrastructure’ of IT – and that is the 

human intelligence that underpins the creation of business value through the innovative 

deployment of IT. As the ‘practice turn’ 2 in strategy and leadership suggests (see, for 

example, Whittington, 2011, and Crevali, Lindgren & Packendorff, 2010), such intelligence 

in usually a collective achievement. It depends for its effective response to mission-critical 

business challenges on the existence of stakeholder relationships of a kind that enables 

widespread access to critical relationship-based resources such as trust, commitment and 

resilience. As these intangible capital resources become freely available within the ‘human 

infrastructure’, improved work performance manifests in various important strategic ways 

(Li & Hung, 2009). Thus, as Brouer, et al (2013) point out, the quality of the relationships 

within an organization’s ‘human infrastructure’ represents an important competitive 

advantage, as it is through collaboration that the ‘collective intelligence’ manifests. 

 

                                          
2 The ‘practice turn’ in research is concerned with the work of doing something, that is, the emphasis is 
placed on an individual’s actual activity or put more simply how they execute something such as strategy or 
leadership.  Hence importance is placed on not only on ‘what is done, but also on how it is done’ 
(Whittington 2006: p. 615).  
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As is pointed out in the ‘leadership-as-practice’ literature (see Crevani, et al 2010; and 

Carroll, Levy & Richmond, 2008) this perspective on leadership stems from very different 

paradigmatic assumptions to those of the positivist tradition. Moving from the heroic 

leader, whose personal attributes, traits and competencies are seen as the basis of 

organizational success, towards leadership being viewed as a shared attribute that is 

embedded in cultural routines; what Bourdieu (1977) referred to as habitus. This 

perspective posits that the more broadly this collective capability is distributed across an 

organization’s stakeholder community, the more effectively the various aspects of 

leadership are expressed (strategy formulation and execution; the early identification of 

strategic inflection points; collective focus upon ‘what’ and ‘who’ really matters; etc.).  

Thus, as is implied in the ‘practice turn’ in leadership thought, the collective capacity to 

build and sustain effective relationships has significant implications for everything from 

organizational structure to individual mind-sets and everyday work practices.  

 

An alternative argument to that of Carr (2003) is that of the capability of organizations to 

exploit the strategic value of Information and Communication Technologies (ICTs). Maier, 

Passiante and Zhang (2011) argue that technological innovation and the need for greater 

strategic agility in organizations is resulting in widespread adoption of alternative 

organizational forms. Through effective strategic deployment of innovative new ICTs, new 

network and cellular organizational structures are emerging and threatening the 

traditional power base of large organizations (in this respect, see Naim, 2013). In these 

organizations, IT is a strategic asset that is vital to an organization’s capacity to 

consistently create new business value. This, however, as Chew and Dovey (2014) point 

out, has profound implications for the conceptualisation of leadership and its 

manifestation within an organization. An exemplar organization in this respect is the 

Brazilian company, Semco3, but, in spite of much scrutiny of how leadership in this 

organization represents a kind of ‘interstitial glue’ that binds the cells together, few 
                                          
3 Through the participative management and leadership culture which has been instilled in the company, 
Semco employees are trusted to apply their creativity and ingenuity to make important decisions based on 
the organization’s objectives.  This commitment to participative management and its associated culture has 
provided the company with the flexibility and resilience to prosper in turbulent times (Fisher, 2010). 
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organizations have been able to emulate Semco’s unique cultural achievement (see Fisher, 

2010). 

 

This study explores, within one global telecommunications company, the important issues 

that the IT function currently faces. In particular the nexus of leadership and relationships 

between the IT function and ‘the business’ is explored in order to understand how, in 

practice, this nexus manifests, and to what extent it impacts the business’ perception of 

the value created by the IT function. In challenging and dynamic operational contexts, the 

need for strategic agility within a traditionally structured large organization is paramount, 

and the study explores the way in which the company under research endeavours to 

address this challenge.  

 

Another consequence of the ‘practice turn’ in leadership studies, and the impact this has 

had upon the field of leadership, is the recognition of the role of context in the effective 

expression of leadership. Understandably, the aim of positivist research to find 

acontextual leadership traits resulted in the neglect of the influence of context upon the 

practice of leadership. As Edwards (2011) notes, organizational structure, culture and the 

everyday contexts of organizational life must be considered when attempting to 

understand the phenomenon of leadership. Cope, Kempster and Parry (2011) endorse this 

point, emphasising, in particular, the relational implications of context. As this study 

shows, one contextual phenomenon that is particularly relevant is that of the impact of 

the practice of outsourcing aspects of the IT function, on the IT/Business relationship.   

 

The relationship between the IT function and the remainder of the organization has been 

subjected to volumes of research, mostly from within the positivist research paradigm. 

This study, located within an interpretivist research paradigm, seeks to understand the 

role of leadership upon the IT/Business relationship from a new perspective – that of the 

way in which people who work within this global telecommunications company interpret 

and make sense of their every experience of the research phenomenon.   
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By being located within the interpretivist paradigm, this research assumes that the social 

reality of the company is socially constructed, and that the knowledge sought through this 

research is subjectively and inter-subjectively held by those who inhabit that reality. 

Through an analysis of the interview data, this research seeks to understand the way in 

which those who work within the organization under research interpret the leadership 

practices that influence the IT/Business relationship within it. As such the knowledge 

generated by the study is contingent and context-dependent. Its value is in the insights 

that it contributes, with respect to the research phenomenon, within a particular 

organizational context and the broader socio-economic contexts of the global economy. 

Thus, while not being generalizable, these research findings can contribute a framework of 

understanding that illuminates important aspects of the complex phenomenon known to 

us as ‘leadership’. 

 

1.2 The Research Issue 
 

This research addresses a gap in the current knowledge base which can be succinctly 

summarised as a lack of contextualised studies in: 

 

1. leadership, and in particular distributed leadership;  

2. the IT/Business relationship; and  

3. the focus on the individual in both IT/Business relationship and leadership 

research.  

 

Hence, the research question to be addressed in this thesis sets out to determine:  

 

“what leadership practices influence the IT/Business relationship within the 

organization under research?” 
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The objectives of the research aim to explore and understand, in the context of one global 

business organization:  

 

 the leadership practices which influence the IT/Business relationship; 

  the social dynamics of the relationship between IT and the Business Units (BUs) in 

this global business organization; and  

 how and where in the organization such leadership practices manifest and impact 

IT-BU relationships. 

 

The significance of this research is explores the contingent and contextual nature of the 

leadership practices within a global business organization. In doing so it will provide:  

 

1. an exploration of distributed leadership within the organizational realm 

2. a revised perspective on the IT and Business relationship  

3. the importance of context in the formulation and execution of distributed 

leadership aimed at enhancing the IT/Business relationship 

 

1.3 Structure of the Thesis  
 

The thesis is organized as a series of chapters that cover the various stages of my 

examination of the role of leadership in an effective IT/Business relationship within the 

company under research. The chapters that follow this introductory chapter are:  

 

1.3.1 Literature Review  
 

This chapter investigates the research literature relevant to the research phenomenon. 

After exploring the research findings of two theoretical approaches to leadership, it 

examines the relevance of workplace relationships to these approaches, with particular 

focus upon the IT/Business relationship within organizations. By exploring the relevant 
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literature bases that address the phenomena under research, I was able to frame my 

understanding of the research question more appropriately, and to select an appropriate 

research methodology.  

 

1.3.2 Selection of Research Methodology  
 

From the framing of the research question it became apparent to me that I was seeking to 

uncover knowledge of a social and subjective nature. In particular, I was seeking the 

insights of those who have experienced the phenomenon under research within a specific 

organizational context. As such my research methodology needed to be appropriate to 

the requirements of the research question. This chapter outlines my exploration of 

potential methodological approaches to this research and its culmination in the location 

of the research within the interpretivist research paradigm, and my choice of a 

phenomenological research methodology.  

 

1.3.3 Research Site and Acquisition of Data 
 

This chapter briefly describes the process undertaken to secure the initial Australian 

company and the method by which the United Kingdom and New Zealand companies 

were incorporated into the research; provides an overview of the three international 

locations of this company that were engaged by the research; and documents the process 

undertaken to secure appropriate interview candidates to participate in the research. 

Specifics of the fieldwork are also detailed including the means by which the research data 

were collected and the process of accessing these experiential data through interviews. 

 

1.3.4 Data Presentation 
 

This chapter classifies the research data and presents the findings that emerged from their 

analysis and interpretation. Following the hermeneutic analysis of the transcripts of the 
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interviews, the themes of meaning that emerged from the research data, in answer to the 

research question, are outlined.  

 

1.3.5 Research Results and Discussion 
 

This chapter identifies the research practices that impact the IT/Business relationship at 

the company under research, and discusses these in relation to the existing body of 

research.  

 

1.3.6 Conclusion  
 

This chapter summarizes the key findings of the research and comments upon the 

implications of these for practice. Furthermore, it reiterates the limitations of the research 

and suggests areas for future research.    

 

1.3.7 Appendices  
 

The appendices embody both the preparation for, and the results of, the fieldwork. 

Included in the appendices are: a copy the original fieldwork proposal sent to the 

Australian company (and subsequently sent to the United Kingdom and New Zealand 

companies); the fieldwork schedule for the Australian company; and a copy of all 

interview transcripts on CD. 

 

1.3.8 References  
 

This section conveys a complete listing of literature referenced in this study.  
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Chapter 2 Literature Review  
 

2.1 Introduction 
 

To grasp the role leadership plays in developing and maintaining relationships in the 

workplace, it is crucial to appreciate how the concept of leadership has been portrayed 

within the literature. At a high level there are two streams of thought regarding leadership 

in the workplace.  Firstly there is the traditional view of leadership; a stream of research 

which aligns to the heroic, hierarchical or designated leader who, by the nature of the 

position he or she holds, has overarching control and influence over subordinates. 

Investigations into the traditional hierarchical view of leadership predominantly stem 

from the positivist paradigm which seeks to explain and predict behavior in the research 

area. Knowledge acquisition under this perspective is viewed as a cumulative process 

where new insights/facts are added to the existing knowledge base, which is assumed to 

be a contextual and objectively verifiable.  

 

Secondly, a stream of research exists which suggests that leadership practices are shared 

or distributed phenomena. In this view, leadership is a collective achievement and cannot 

be credited to single individuals. Following Bourdieu’s (1977) notion of habitus, leadership 

manifests in an organisation as a set of routines and collective practices that have been 

developed over decades in response to organisational challenges and needs. The notion of 

leadership as a shared set of practices that are context-dependent emerges from the 

interpretive and constructionist research paradigms – paradigms that view social reality as 

different to the natural reality. These research paradigms hold radically different 

ontological and epistemological assumptions, and assume social realities to be political 

domains where interests, values and beliefs dictate human behaviour. As such, they 

assume that there can be no general laws with respect to social behaviour, and that such 

behaviour is contingent and unpredictable. What routines and practices are evident are 
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assumed to be temporary inter-subjective political achievements rather than constituting 

objectively real knowledge.  

 

This chapter is divided into three sections. Firstly literature on the traditional view of 

leadership, the individual or hierarchical process, within an organization is examined. The 

second component of the chapter is a commentary on shared or distributed leadership 

literature. Finally a review of the workplace relationships literature, from the perspective 

of the relationship between the IT function and the remainder of the business, is 

provided. 

 

2.2 The Traditional View of Leadership 
 

Studies which investigate the traditional view of leadership predominantly stem from the 

positivist paradigm.  In the traditional view, leadership is deemed to be hierarchical and 

positional (in the sense of institutional hierarchy). Therefore under this view, leadership 

resides in the ‘hands’ of an individual who is the focal point with ultimate responsibility for 

a distinct set of activities. As such, it established a single source for defining direction and 

identity and this helps to clarify roles, procedures, and hierarchical arrangements within 

an organizational setting.  

 

This single leader view suggests leadership is a specific function that cannot be shared, 

which if shared would jeopardize group effectiveness (Solansky, 2008). Hence, leadership 

can be either a role held by an individual or a process in which the leader directs all 

activities (Yukl, 2002). Others advocate leadership as a position, process, or activity 

controlled by some central authority (von Krogh, Nonaka & Rechsteiner, 2012), or 

centralizing power and influence onto a single, dominant superior (Ramthin & Matkin, 

2012), or decision-making at the apex of the organization (Harris, 2012). However, what is 

common to all these views is that leadership occurs in a group context and involves the 

attainment of goals. 
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The dominant early thoughts on leadership centred on the leader being the person in 

command (Ensley, Hmielski & Pearce, 2006). This ‘in command’ concept has wide support 

in the literature. Some authors, such as Stewart (2007), suggest leaders naturally 

emphasize what is heroic, whereas Cleland and Ireland (2007) simply assert leadership 

equates to heroic status. Crossman and Crossman (2011) suggest leadership is a top-down 

activity that employs vision, direction-setting, and values/rules in influencing followers.  

Ramthin and Matkin (2012) note that in the traditional sense leadership is upheld by 

organizational structure as it is from the authority vested in their position in the hierarchy 

that leaders generally derive their power of command.  

 

Even though this concept of leadership - as being centered upon a dominant individual - 

has been the traditional view, a common definition appears to be elusive.  Yukl (2002, p. 

3) provides a summary of leadership definitions by various researchers over a forty-plus 

year period as shown in table 1 below:  

 

Author Definition of Leadership 

Hemphill & Coons 

(1957, p. 7) 

‘the behavior of an individual … directing the activities of a group 

toward a shared goal’ 

Katz & Kahn  

(1978, p. 528) 

‘the influential increment over and above mechanical compliance 

with the routine directives of the organization’ 

Burns  

(1978, p. 18) 

‘exercised when persons … mobilize … institutional, political, 

psychological and other resources so as to arouse, engage and  

satisfy the motives of followers’ 

Rauch & Behling  

(1984, p. 46) 

‘the process of influencing the activities of an organized group 

toward goal achievement’ 

Richards & Engle  

(1986, p. 206) 

‘about articulating visions, embodying values, and creating the 

environment within which things can be accomplished’ 

Jacobs & Jacques  

(1990, p. 281) 

‘a process of giving purpose (meaningful direction) to collective 

effort, and causing willing effort to be expended to achieve 
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Schein  

(1992, p. 2) 

‘is the ability to step outside the culture … to start evolutionary 

change processes that are more adaptive’ 

Drath & Palus  

(1994, p. 4) 

‘the process of making sense of what people are doing together  

so that people will understand and be committed’  

House, et al  

(1999, p. 184) 

‘the ability of an individual to influence, motivate and enable  

others to contribute toward the effectiveness and success of the 

organization’ 

Table 2.1: Definitions of Leadership 
(Source Yukl 2002, p. 3) 

 

The above definitions show that research has struggled to derive a common definition of 

leadership. This lack of a common definition has been previously noted in the literature by 

two eminent leadership researchers. Stogdill (1974, p. 259, cited in Yukl, 2002, p. 3) states 

that ‘there are almost as many definitions of leadership as there are persons who have 

attempted to define the concept’, while Bennis (1959, p. 259, cited in Yukl, 2002, p.3) 

acknowledges that ‘the concept of leadership eludes us or turns up in another form to 

taunt us again with its slipperiness and complexity. So we have invented an endless 

proliferation of terms to deal with it … and still the concept is not sufficiently defined’.  

 

Recent leadership publications show that authors working in the positivist paradigm still 

struggle to agree on a definition of leadership.  However, none question the paradigmatic 

assumptions that may be the problem. In this respect, Waldham, Galvin & Walumbwa 

(2013) hint at this problem, when quoting the work of Day and Harrison (2007, p. 360) 

who noted that “leadership can and does take on multiple meanings”; and the work of 

DeRue and Ashford (2010, p. 630) who states that “leadership is ambiguous, with no clear 

definition or meaning across people”. 

 

Campbell (2007) reported on research that sought to define the essential criteria of 

successful leadership and found that no single dimension can be considered the key to 

leadership. This is further supported by Alban-Metcalfe and Alimo-Metcalfe (2007) who 

posit leadership as being essentially open-ended in nature. They view this as a positive 
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aspect in that it enables organizations to cope with change and to be proactive with 

regards to shaping their future. Kouzes and Posner (2002) consider the focal points of 

leadership to be vision, change and getting results.  

 

Gradually the influence of context and political phenomena, such as power, are being 

recognised in this body of literature. Solansky (2008, p. 333) states that common 

definitions of leadership assume it to be ‘a process of intentional influence by one person 

over others’. Cavaleri and Reed (2008) associate leadership with the use of personal 

power to gain influence over another person or persons.  Daft (1997) notes leadership 

cultivates constructive relationships among people, based on an influence process which 

is designed to achieve some goal.  Yukl (2002, p. 2) concurs, noting that leadership ‘is a 

process whereby intentional influence is exerted by one person over other people to 

guide, structure and facilitate activities and relationships in a group or organization’.  

Hunter, Bedell-Avers and Mumford (2007, p. 436) suggest leadership has several 

components including ‘a leader, a collection of followers, the exchanges among them … 

and the context in which the exchanges take place’.   

 

Three aspects consistently stand out from the review of the traditional literature on 

leadership: people, influence and goals.  Daft (1997, p. 494) sums up this view of 

leadership as, “the ability to influence people toward the attainment of organizational 

goals”. 

 

Researchers within this paradigm have traditionally tried to define leadership in terms of 

personal traits and attributes. [see, for example, Cleland & Ireland (2007); Lucey (2005); 

Turner & Muller (2005); Kouzes & Posner (2002); Yukl (2002); and Daft (1997)].  Some 

have stressed that such attributes should include adaptability and flexibility, and an 

understanding of the needs and ambitions of those they lead. Cleland and Ireland (2007) 

argue that successful leaders are aware of their own performance as a leader and how this 
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affects the performance of the followers on whom they depend. Wilson (2007) suggests 

that individual leadership attributes are developed over time from experience.  

 

Regarding leadership actions, Stewart (2007) takes the view that leaders do many things: 

they inspire and motivate staff, set strategy, wield power, align people, represent the 

organization to outsiders and assist their colleagues and subordinates to cope with the 

circumstances they encounter. Therefore individual leaders’ personal style may vary as 

different situations call for different types of leadership. Hunter, et al (2007, p. 436) 

concur with this relatively recent perspective from this body of research that leadership is 

situational and depends on behaviour that is appropriate to the situation.  

 

2.2.1 Leadership Classifications   

 

The literature from the traditional perspective of leadership argues that charisma, 

intelligence, energy, style and commitment are important personal characteristics of a 

leader. In this respect, Cleland and Ireland (2007) and Marchewka (2012) see personality 

and motivation as the most important leadership traits.  Furthermore, Lucey (2005) and 

Daft (1997) suggest that leaders: 

 

 possess a vision and consider what must be undertaken to successfully attain this 

vision;  

 trust others, take risks based on that trust and embrace teamwork; 

 have no need for constant approval or recognition;  

 inspire people and enable team members or subordinates to find their own answers;  

 encourage balanced participation;  

 coordinate team activities and avoid wasting time on details that others can handle; 

and  

 find opportunities and undertake continuous, on the job learning. 
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Numerous views exist on how to classify the traditional form of leadership. For example 

some authors talk of approaches; others of style; and others discuss leadership in terms of 

theories. All have commonalities even if one view is framed from an approach perspective 

and another framed from a theory perspective.  This is shown in table 2 below. 

 

Author Classification of Leadership 

Daft  

(1997) 

Deems personal characteristics as the hallmark of leader and 

leadership and argues that traits and behavioral approaches are the 

makings of the leader.  

Yukl  

(2002) 

Lists the following five approaches which are based on empirical 

research - trait, behavioral, power influence, situational and 

integrative.   

Turner & Muller  

(2005) 

Offer six schools of leadership theory as follows: behavioral; trait; 

contingency; visionary; emotional intelligence and competency. 

Lucey  

(2005) 

Believes that approaches and theories are similar when classifying 

leadership and puts forward three categories to clarify leadership. 

They are traits, style and contingency. 

Goleman  

(2000 cited in  

Marchewka 2012) 

Lists six styles of leadership and notes that leaders use several 

styles or a combination of styles depending on the situation. The 

styles are:  

1. Coercive  “do as I say” 

2. Authoritative  “come with me”  

3. Affiliative  “people come first”  

4. Democratic  consensus thru participation  

5. Pacesetting  sets high performance standards (“do as I 

do, now”)  

6. Coaching  “try this” approach 

Cleland & Ireland  

(2007) 

Discuss leadership styles in the following terms - dictatorial, 

autocratic, democratic and laissez-faire 

Table 2.2: Classifications of Leadership 
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Yukl (2002) and Daft (1997) have classified leadership as being transactional, charismatic 

or transformational: 

 

1. The Transactional Leader clarifies subordinates role and task requirements, initiates 

structure, provides rewards and displays consideration for subordinates and involves 

their subordinates in an exchange process that often results in compliance with the 

leader’s request. However, compliance may not always generate enthusiasm or 

commitment to achieve the set objectives.  

 

2. The Charismatic Leader has the ability to motivate subordinates to exceed their 

expected performance and has a strong need for power, has high self-confidence, and 

an intense passion toward their personal beliefs and ideals.  

 

3. The Transformational Leader has the ability to bring about innovation and change by 

balancing organizational complexity and allows followers to feel trust, admiration, 

loyalty and respect and motivates followers to do more than was originally expected. 

The transformational leader motivates followers to ensure they are more aware of the 

importance of task outcomes and to perform for the organization or the team rather 

than themselves. 

 

Daft (1997) has added two more categories:  interactive and servant leadership. 

 

1. The Interactive Leader is concerned with consensus building among followers and is 

open, inclusive of all and encourages participation. 

4. The Servant Leader attempts to attain the needs and goals of their subordinates as 

well as achieve the organization’s larger mission 
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As Yukl (2002, p. 240) expresses it, these approaches to leadership thought help to 

understand ‘how leaders influence followers to make self-sacrifices and put the needs of 

the mission or organization above their materialistic self-interests’. 

 

Murphy (2005) describes transformational leadership as visionary, balanced and having 

the confidence to cross boundaries to form multidisciplinary teams. As such, a 

transformational leader focuses on partnering with others and sharing information and 

power as ways to increase staff satisfaction and provide a beneficial working environment 

for staff. Furthermore, Yukl (2002, p. 254) contends that transactional and 

transformational leadership are not mutually exclusive as ‘effective leaders use a 

combination of both transactional and transformational leadership’.  Similarly Bass (1985, 

cited in Yukl, 2002) argues that while charisma is a necessary component of 

transformational leadership, by itself it is not capable of accomplishing the 

transformational process.   

 

2.2.2 Leadership and Strategy Execution  

 

The literature supports the view that leaders play a key role in enabling organizational 

performance (Bass, 1990; Colarelli Beatty and Quinn, 2007; Yukl, 2002; Yulk and Lepsinger, 

2007). It argues that leaders set organization level priorities and to do this they must have 

an understanding of the organization’s key strategic drivers and the comparative priority 

of each of these drivers. Snowden and Boone (2007) stress the ability of leaders to 

prepare their organizations for the diverse contexts their commercial environments 

present. Similarly, Yukl and Lepsinger (2007, p. 3) view the complexity of strategy 

execution as a key leadership challenge. In this respect, Colarelli Beatty and Quinn (2007) 

argue the need for leaders to mobilise all staff members and get them to work together 

toward overall strategy execution regardless of how smart or talented they happen to be. 
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2.2.3 Leadership Selection and Development  

 

Given the assumptions that underpin traditional positivist research into leadership, the 

emphasis upon traits and attributes makes selection of leaders very important.  However, 

Goleman (2004, p. 82) raises the issue of whether traditional traits, such as intelligence 

and conventional business skills, are always appropriate in the choice of leaders: 

 

Every businessperson knows a story about a highly intelligent, highly skilled 

executive who was promoted into a leadership position only to fail at the job. And 

they also know a story about someone with solid, but not extraordinary, 

intellectual abilities and technical skills who was promoted into a similar position 

and then soared. 

 

Each year significant amounts of time and money are spent in the pursuit of increasing the 

quality of leadership in organizations (Waldham, et al 2013). Internal candidates can drive 

business continuity whereas external candidates can orchestrate change through the 

introduction of new skills, knowledge and ideas that can shape all levels of the 

organization (Berke & Fike, 2007). 

 

The traditional literature on leadership advocates that to develop leaders, organizations 

must possess a coaching and development competency along with a performance 

accountability mindset. For this to be achieved Goleman (2004) suggests that 

organizations use competency models to help identify the appropriate training needs of 

prospective leaders prior to their promotion into the leadership ranks. As it is the 

organization’s current leaders who select and develop the next generation of leaders they 

are therefore responsible for building an environment ‘where people are continually 

expanding their capabilities to shape their future’ (Cavaleri & Reed, 2008, p. 78).  
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To foster talent development, Berke and Fike (2007) suggest that organizations:    

 

1. determine the leadership skills and competencies needed in relation to business goals 

2.  use these skills and competencies to design and implement a performance 

management system 

3. integrate these skills and competencies into recruitment and compensation systems 

4. run coaching workshops to aid communication during performance management 

sessions 

 

As Day and Harrison (2007, pp. 365-366, cited in Waldham, et al 2013) point out, 

leadership development should impact self-perception in that, ‘thinking of oneself as a 

leader is an important motivator for acting as a leader and further developing leadership 

skills’.  

 

2.2.4 The Shift to Distributed or Shared Leadership 

 

As mentioned above, new research paradigms that are underpinned by very different sets 

of ontological and epistemological assumptions have emerged in recent times. Research 

located in the interpretive and constructionist paradigms are providing very different 

perspectives on the phenomenon of leadership. In particular, leadership is increasingly 

seen as a collective achievement, with an increasing emphasis upon the role played by a 

broad array of participants in the successful leadership of organizations and institutions. 

Furthermore, this body of research is recognising the contingent nature of social realities. 

As Cavaleri and Reed (2008, p. 81) point out, ‘every management and leadership approach 

is based on series of beliefs and assumptions about how things work in practice, and what 

causes things to work best’.  The emphasis upon context that is evident in this body of 

literature highlights the growing awareness of the complexity of the notion of leadership. 

As Lucey (2005, p. 119) points out, the ability to read contexts and respond with context-

appropriate action is an important leadership practice that cannot be performed 
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effectively by a single individual. This recognition of the role of context in leadership 

effectiveness, challenges many of the leadership assumptions that underpin traditional 

leadership research.  

 

2.3 Distributed or Shared Leadership 
 

The notion of shared or distributed leadership is not new. Ensley, et al (2006) suggest it 

first appeared back in the 1920s. However, shared or distributed leadership has been 

ignored in comparison to the hierarchical model of leadership (Solansky, 2008) and has 

only recently been acknowledged in the mainstream leadership literature (Ensley, et al 

2006). Pearce and Conger (2003, p. 14) concur stating research into the ‘shared leadership 

field is in its infancy’. Pearce and Sims (2002) and Cox, Pearce and Perry (2003) concur 

with others that shared or distributed leadership lacks visibility in the mainstream 

leadership literature. As Seers, Keller and Wilkerson (2003, p. 80) conclude, ‘shared 

leadership has appeared with increasing frequency in the management literature during 

the 1990s however it has drawn little attention in mainstream organizational leadership 

research and theory.  In this respect, Borgelt and Falk (2007, p. 125) note little research 

has ‘considered leadership as an enabling process, whereby the various tasks and 

strategies that need to get done to bring off a set of activities is spread between several 

people, who are enabled to get those components done’.  

 

In recent decades, the concept of leadership being shared or distributed amongst 

stakeholders has gained increasing popularity. In this respect, numerous authors have 

challenged the traditional view of leadership [see, for example, Gronn (2002), Pearce & 

Sims (2002), Cox, et al (2003), Pearce & Conger (2003), Seers, et al (2003), Ensley et al 

(2006), Solansky (2008) and Fitzsimmons, Turnbull James & Denyer (2011)] . Furthermore, 

the complexity of the phenomenon of leadership is being recognised and traditional 

assumptions about the concept, questioned. For example von Krogh, et al (2012) criticise 

the notion of a single leader directing followers to achieve a designated outcome in the 
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complex and dynamic operational contexts in which current organisations operate.  

Similarly, Merat and Bo (2013, p. 5) argue that ‘leadership … is not limited to a single 

person in the organization’, while Labovitz and Rosansky (1997) offer the analogy of geese 

using a V formation when flying, with the leader changing regularly as each bird takes it 

turn to head the flock.  

 

Under the distributed or shared leadership model a group of key people provide 

appropriate leadership at the appropriate times to steer the team toward task completion 

(Ancona, Bresman and Caldwell, 2009). In this leadership model the role of a dominant 

superior is replaced by ‘sharing power and influence among a set of individuals’ (Pearce, 

Manz and Sims, 2009, p. 234). Through peer persuasion and upward, downward and 

lateral influence among individuals, shared leadership enables the accomplishment of 

collective goals.  

 

The main principle behind distributed or shared leadership is the empowerment of 

employees at all organizational levels. Empowering leadership allows followers to become 

leaders in their own right and participate in the management process in the collective 

interest (Manz, Pearce and Sims, 2009a). In this sense, this body of literature argues that 

the organization of today is increasingly taking the shape of a network of empowered 

communities (Trevor & Kilduff, 2012).  Fitzsimmons, et al (2011) argue that for the shared 

or distributed model of leadership to be effective within an organization empowerment of 

employees is a mandatory element. Winkler (2012) points out that this requires all staff to 

be allowed to partake in active leadership roles. Furthermore, Trevor and Kilduff (2012, p. 

150) argue that distributed leadership motivates staff because ‘everyone wants to be 

empowered to work at his or her own discretion’. 

 

The terms ‘shared leadership’ and ‘distributed leadership’ often appear to be used 

interchangeably in so much as they acknowledge that leadership is often dispersed within 

the organization. Distributed leadership (Gronn, 2002) was derived from the education 
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sector, while shared leadership (Pearce & Conger, 2003) originated mostly in the team 

domain within organizations.   

 

It is now appropriate to present a range of definitions of this comparatively new and 

potentially under-researched leadership domain. From the definitions presented in table 3 

below it is easy to see why the terms can be used interchangeably. 

 

Author Definition 

Labovitz & Rosansky 

(1997, p. 170) 

distributed leadership is ‘the presence of capable leadership in 

different units and at different levels of an organization’ 

Gronn  

(2002, p. 429) 

distributed leadership is when the ‘aggregated leadership of an 

organization is dispersed among some, many, or maybe all of the 

members’ 

Cox, et al  

(2003, p. 48) 

shared leadership is a collaborative process of group interaction 

where team members work together and engage in peer 

leadership requiring ‘influence among peers rather than simply 

relying on vertical, downward influence by an appointed leader’  

Pearce  

(2004 p. 48) 

shared leadership as, an ‘ongoing, mutual influence process within 

a team that is characterized by “serial emergence” of official as 

well as unofficial leaders’ 

Pearce & Manz  

(2005, p. 132) 

shared or distributed leadership is organizational as ‘all 

organizational members are capable of leading’  

Borgelt & Falk  

(2007, p. 125) 

 

shared or distributed leadership is present in all organizations as 

the ‘attributes of individual leaders are necessary but not 

sufficient for effective leadership’, suggesting effective leadership 

is not subject to the qualities possessed by an individual, but 

rather a collective leadership contribution 

Table 2.3: Definitions of Shared / Distributed Leadership 
 

For shared or distributed leadership to be effective an appropriate organizational 

environment is required to be in place. This implies that formal leaders (hierarchical) allow 
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others (subordinates) to actively partake in the leadership process (Winkler, 2011). As 

such, the environment needed for shared or distributed leadership to flourish must allow 

collaborative group interaction where employees work together and engage in peer 

leadership (Cox, et al 2003; Ensley, et al 2006). Collaboration is a key element of the 

shared or distributed leadership process as it encourages interactive decision-making 

processes involving different people who are able to influence one another (Solansky, 

2008). For example, it is commonly recognized that senior management collaborate with 

peers and subordinates for advice to enable organizational strategies to be successfully 

executed. However, to provide and have this advice accepted, these peers and 

subordinates must possess the capacity to influence superiors and colleagues.   

 

An implication of shared or distributed leadership organization is that work practices, 

working relationships and organizational structure will be transformed as leadership 

occurs at different levels within the organization and is dependent on influential 

interactions between employees regardless of their position in the formal organizational 

hierarchy (Fletcher & Kaufer, 2003). 

 

As Mehra, et al (2006, p. 237) point out, a ‘leader is someone who is perceived as such by 

others’. Distributed leadership thus requires the interpersonal recognition of ‘the leader in 

the other’. With expertise distributed widely across the organization, an individual’s 

leadership credibility is essential to effective collaboration across workplace boundaries to 

achieve required outcomes (Cope, et al 2011). In complex and challenging operational 

contexts, leaders are required at all levels of an organization (Goffee & Jones, 2000; 

Labovitz & Rosansky, 1997).  

 

Today, organizations have a high reliance on partners, vendors and suppliers where 

leaders need to operate without formal authority in making decisions and collaborating 

with stakeholders. In this respect, Hemp (2008) views leadership as a group activity where 
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various individuals, depending on their talents and the situation, come forward to 

influence the direction of the group.   

 

2.3.1 Emergent Leadership 

 

Emergent leadership ‘refers to the phenomenon of leader selection by the members of a 

leaderless group’ (Pearce & Sims, 2002, p. 176). From this perspective, leadership from 

within the group or team emerges as the situation requires (Fitzsimmons, et al 2011). As 

Pearce and Sims, 2002, p. 176) comment, there may be an ‘emergence of multiple leaders 

over the life of the team’.  The idea of the informal leader emerging is central to 

leadership being appropriate to the given situation - as recognition occurs of the skill and 

expertise requirements in any situation, so ‘the informal leader who lacks formal authority 

can emerge’ (Balkundi & Kilduff, 2006, p. 941). With decision-making and other forms of 

authority distributed broadly across an organization, a critical development issue is that of 

ensuring the collective manifests the maturity and expertise necessary to exercise such 

responsibility effectively  

 

2.3.2 Shared or Distributed Leadership and Teams   

 

Teams are increasingly the vehicle through which organizations attempt to realize their 

mission (Braun, et al 2013; Ramthin and Matkin, 2012; Solansky, 2008). Fitzsimmons, et al 

(2011), in endorsing the shared or distributed leadership model, state that leadership is 

predominantly a ‘team-based’ phenomenon. According to Daft (1997) formal team 

leaders should be humble; embrace the actions of teamwork; enable team members to 

find their own answers; encourage team member participation; coordinate team 

activities; avoid spend time on activities that can be better handled by others; and 

facilitate continuous, on the job learning for all members (including themselves). These 

points support the notion of team leadership being dispersed (even if only for certain 

activities). The work of other authors supports this, such as:  
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1. Informal leaders can emerge during the lifetime of the team even though a 

designated leader exists (Mehra, et al 2006);   

2. Team members are empowered to share leadership tasks and responsibilities 

(Solansky, 2008). 

 

As Pearce and Manz (2005, p.133) posit, ‘shared leadership occurs when all members of a 

team are fully engaged in the leadership of the team’.  Perry, Pearce and Sims (1999) and 

Sias (2005) concur, arguing that by apportioning leadership responsibility among 

empowered individuals, the shared or distributed model of leadership can provide 

organizations with more effective teams.  

 

Some researchers go so far as to put forward ‘the team’ as a primary source of leadership 

within organizations (see, for example, Cox, et al 2003; Ensley, et al 2006; Gronn, 2002; 

Pearce & Conger, 2003; and Pearce & Manz, 2005). Both Cox et al (2003) and Ensley et al 

(2006) note that cooperation and collaboration among team members is essential for the 

successful utilization of shared or distributed leadership in the team environment. 

 

Various examples of shared or distributed leadership are documented in the literature and 

two such examples will now be presented. 

 

W.L. Gore & Associates 

 

W.L. Gore & Associates is a highly successful and innovative company which provides 

employees with dramatic levels of freedom for self-leadership which relies heavily on the 

initiative of the ‘‘associates’’ (the term used for employees). Associates at all levels 

throughout the company are viewed as knowledge workers and are encouraged to 

‘experiment with the Gore-Tex product to create new products’ (Pearce & Manz, 2005, p. 

132).  
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The company is a stand-out example of innovative team leadership (Manz, et al 2009a; 

Manz, et al 2009b). The underlying principles of leadership at Gore are ‘the importance of 

social relationships, shared responsibility and influence, teamwork and the development 

of team members, and ... putting people first within an innovative high performance 

culture” (Manz, et al 2009b, p. 240). Gore is extremely reliant on two types of teams - 

teams that emerge as needed for a particular project and established project teams. 

Leaders are not designated by an organizational hierarchy but rather emerge based on 

their credibility amongst other employees and their passion for work. Hence they attract 

followers (Manz, et al 2009b). Pearce and Manz (2005, p. 132) comment that, 

 

… historically, W.L. Gore may be the flattest company of its size in the world and at 

the heart of Gore’s culture is an advanced spirit of self-leadership that reflects a 

proven emphasis on this new silver bullet of leadership.  

 

Satyam Computers 

 

Satyam Computers created an organization design that distributes leadership uniformly 

through-out all organizational levels (Gandhi & Senguota, 2007) in order to deliver value 

to clients based on their needs. The operational model followed by Satyam Computers 

naturally lends itself to creating leadership opportunities within all levels of the 

organization. Satyam practice a concept called a ‘full life cycle business’ where the 

responsibility for generating value from a specific set of actions falls to an assigned group. 

Each full life cycle business attempts to empower leaders at every stakeholder touch point 

(Gandhi & Senguota, 2007). 

 

Distributed leadership is a key element of customer satisfaction at Satyam Computers as 

‘ownership of results belongs to those closest to the relevant stakeholders’ (Gandhi & 

Sengupta, 2007, p. 2). The remainder of the organization supports these ‘stakeholder 

facing leaders’ from behind the scenes. The model employed at Satyam aligns with the 
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Labovitz and Rosansky’s (1997) model of distributed leadership which empowers leaders 

at all levels throughout the business.  The distributed leadership model employed by 

Satyam has built an appropriate structure that delivers value and results to stakeholders. 

 

2.3.3 Project Team Leadership  

 

Research cited by Solansky (2008) shows two important statistics in relation to teams and 

organizations.  

 

1. 80% of organizations with 100 or more employees use teams for daily activities, 

and  

2. 40% of a manager’s time is spent working with teams or groups.  

 

Team leadership can be viewed from two perspectives: the hierarchical project 

perspective (Cleland & Ireland, 2007; Marchewka, 2012; Gray & Larson, 2006), or the 

more contemporary perspective of shared or distributed leadership (Ancona, et al 2009; 

Labovitz & Rosansky, 1997; Manz, et al 2009b; Pearce, et al 2009).  

 

It should be noted that the majority of research investigating project team leadership 

does so from the perspective of having a designated leader (Burke, et al 2006). Contesting 

the traditional perspective of team leadership, Pearce, et al (2009) point out that, in the 

project team environment, leadership is much more than just a role; it is a social process 

amongst team members.  Fitzsimmons, et al (2011), Ramthin and Matkin (2012) and von 

Krogh, et al (2012) all point out that shared leader project teams are more willing to take 

the initiative and act with a sense of urgency. Furthermore, according to Solansky (2008) 

they are also more likely to possess a better understanding of team members’ skills and 

capabilities.  
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Within organizations which pursue a team-based approach to work activities, there is a 

high likelihood that these teams will operate across departments, product lines and 

geographic borders. It is therefore apparent that the documented organization charts may 

fail to accurately portray the actual work processes in place within organizations (Ancona, 

et al 2009). Hence, collaboration and cooperation among employees in today’s workplace 

is essential to allow organizations to function in their dynamic environments and to meet 

the demands of global and local marketplaces (Forret & Love, 2008; Hertel, Geisterb & 

Konradtb, 2005; Majchrzak, Malthora, & John, 2005).  

 

The conventional view of project leadership has been interpreted as a set of project 

management tasks that centre on influencing the project team through inspiration, 

motivation, and communication (Cavaleri & Reed, 2008).  That is, project leadership is the 

domain of a designated hierarchical leader following well defined project processes. Most 

project management texts and associated literature suggest that tightly controlling 

projects and ensuring project processes are followed is paramount for success. This 

implies that from a project perspective, leadership is not as critical to success as control 

and process.  Marchewka (2012) offers an alternative perspective in arguing that project 

leadership is a function of the environment faced by the project manager. Both Lucey 

(2005) and Cleland and Ireland (2007) agree noting leadership is specific to the 

circumstances in which it occurs, or the situations the team must deal with. What is 

appropriate in one situation may not be suitable in another. In this respect, Groysberg and 

Abrahams (2006, p. 1) state that ‘star performers don’t operate in a vacuum; they operate 

as part of a team, and their success stems in part from their team relationships’. 

 

Cox et al (2003) surmise that two sources of leadership influence are present in the team 

environment:  

 

1. The appointed or emergent leader  

2. The team itself – the contemporary notion of shared leadership 
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While leadership functions may be dispersed throughout the team, Burke, et al (2006) 

argue that there is still a need for someone to be responsible for the overall team.  

However, an emerging area for study within the distributed leadership field is that of the 

nature of leadership in contexts where individuals within a project team have no formal 

power over each other and/or other project stakeholders.   

 

2.4 Leadership and Relationships 
 

A crucial dimension of leadership is that of the workplace relationships formed between 

superiors, peers and subordinates. As organizations operate in complex environments 

(both locally and globally) leaders must interact with a variety of stakeholder groups 

(appropriate business units, numerous employees, suppliers and partners) to ensure 

organizational goals are achieved.  Today, leadership must balance competing 

organizational demands and engage employees to meet goals, and the quality of 

workplace relationships is an important factor in the successful execution of this task.  In 

this respect, Peck et al (2009) and Campbell (2007) stress the relational dimensions of 

leadership, with Peck et al (2009) further noting that leadership can be thought of as a 

function of a community, as it consists of people, technologies, cultures, rules and so 

forth. In this sense, the relationship aspect of leadership involves building and using social 

capital.   

 

The following statements presented in Table 2.4 below indicate the relational element of 

leadership:  

 

Author Definition 

Yukl  

(1998, p. 3) 

Leadership is a means ‘to guide, structure, and facilitate 

activities and relationships in a group or organization’   

Balkundi & Kilduff  ‘Leadership is not in the attributes of individuals but in the 
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(2006, p. 942) relationships connecting individuals’  

Hunter, et al  

(2007, p. 441) 

Leadership is multi-level ‘with relationships occurring between 

leaders and subordinates, leaders and teams, and other 

organizational leaders, and leaders of other organizations’  

Hemp  

(2008, p. 124) 

‘Leadership is about making emotional connections to motivate 

and inspire people’ 

Peck, et al  

(2009, p. 27) 

Leadership lies ‘in the myriad of interactions and relationships 

that take place across organizational settings’  

Brouer, et al  

(2013, p. 186) 

Leaders ‘achieve desirable organizational outcomes through the 

relationships these leaders have with their followers’  

Cope, et al  

(2011, p. 272)   

In regards to ‘distributed leadership, we emphasize a sense of 

leading and following – a relationship that is not restricted to a 

specific person, identity or role, but more to processes 

undertaken by people’  

Table 2.4: The Link between Leadership and Relationships 
 

Due to the complexity within organizations, leaders enable intricate interactions among 

employees which allow relationships to emerge as ‘none of us can exist independent of 

our relationships with each other’ (Morrison, 2002, p. 57, cited in Houglum, 2012, p. 29). 

Hence, ‘an organization emerges from the relationships of its members rather than being 

determined by the choices of [its leaders]’ (Stacey, et al 2000, p. 123 cited in Houglum, 

2012, p. 32). 

 

From a general perspective, leadership research has categorized workplace relationships 

in terms of a leader–follower or leader–member relationship. Cope, et al (2011) suggest 

context is important when investigating leader-member relationships. Brouer, et al (2013) 

put leader-member relationships at the heart of an individual’s workplace experience. Li 

and Hung (2009) concur suggesting leader-member relationships are important and 

closely aligned to work outcomes. Furthermore, Li and Hung (2009) examined leader-

member relationships and co-worker relationships and found each to be related to either, 

leadership style and/or job performance, while Fleig-Palmer and Schoorman (2011) found 
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mentoring to be a common basis for building workplace relationships. The relationships 

employees form in the workplace with their supervisors and co-workers are significant in 

regards to task performance and, as individuals are crucial to organizational performance, 

these relationships are therefore fundamental to overall success.  

 

A lack of context specificity has also been highlighted in the literature in regards to both 

workplace relationships and shared or distributed leadership.  Various authors hold a view 

that research which investigates leadership in specific contexts is lacking. Although 

research has examined workplace relationships and shared or distributed leadership, the 

importance of context cannot be overlooked and in particular the organisational setting in 

which both phenomena occur (Cope et al 2011; Edwards 2011).    

 

In the research to date, the link between leadership and workplace relationships is 

considered universal in so much as it organizational-wide rather than being specific to an 

organizational function or role.  Furthermore, this research does not specifically recognise 

the IT-Business relationship and also therefore the association between these two 

organizational phenomena is considerably overlooked. 

 

2.5 Workplace Relationships 
 

As pointed out earlier, many of the resources critical to organizational success are 

relationship-based. Resources such as trust, commitment, resilience, ideas, etc., are all 

potentially available free of charge within organizations but whether they are generated 

and leveraged depends strongly on the quality of stakeholder relationships (Dovey & 

McCabe, 2014).  However in today’s business environment where outsourcing, 

partnerships and business alliances are commonplace, the line between internal and 

external relationships is often blurred. The organization of today is, in practice, a network 

of interconnected relationships among various entities. 
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As Gilstrap and Collins (2012, p. 152) point out, poor relationships between business unit 

(BU) staff and operational personnel or project staff will hinder the successful 

implementation of business strategy initiatives.  In particular, BU level relationships are 

critical and, as with all relationships between stakeholder groups, these are dependent on 

individuals’ ability to develop and sustain effective working relationship with a range of 

other individuals.  Furthermore, in these relationships the individuals involved usually 

have no formal authority over one another. In this respect, Li and Hung (2009) point out 

that as organizations develop flatter structural forms, the ability to manage power 

laterally (that is, situations where individuals have no formal power over each other) is 

becoming very important.  Brouer, et al (2013) endorse this view and posit that individuals 

who have high-quality workplace relationships have the ability to acquire more resources 

for task execution.  Further support for this view is provided by Fleig-Palmer and 

Schoorman (2011) who argue that, given the importance of workplace relationships, 

mentoring with regard to developing this capability, should become a cherished practice 

in organizations. 

 

2.6 The IT/Business Relationship 
 

A number of researchers have, over the years, examined the relationship between the IT 

function and the remainder of the organization. The previous research undertaken into 

area of the IT/Business relationship has focussed on a broad variety of aspects within this 

relationship: process related communication and the role of IT (see Cormack, et al 2001; 

Reich & Benbasset, 2000; Horn Nord, et al 2007a); cultural differences (see Grindley, 1992; 

Horn Nord,  et al 2007a; Peppard & Ward, 1996; Taylor-Cummings, 1998; Ward & 

Peppard, 1999); and the structure and status of IT (see Avison, et al 1999; Carr, 2003; 

Chan, 1998; Feeney, et al 1992; Ward & Peppard, 1999). Day (2007, p. 8) emphasises the 

on-going importance of the IT/Business relationship when suggesting that, ‘although there 

has been growing interest in the social context of information systems and technology, 

more work is necessary in the field of relationships’. 
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What appears to be missing in the research on the IT/Business relationship is the 

individual. Day (2007, p. 8) states that ‘little attention has been paid to organizational 

relationships and few if any of these studies show in practice how relationships are built’. 

She emphasizes the need for contextual studies that address this issue.  Furthermore, a lot 

of the research to date on the IT/Business relationship was carried out prior to the 

infamous DOTCOM crash of the early 2000s. Since then, areas such as the creation of 

business value and leadership have become more significant and are requiring greater 

research focus. 

 

Grindley (1992) argues that there are two individual aspects to the IT/Business 

relationship:  IT professionals - those who make IT work - and Business professionals - 

those who use IT.  As IT systems have become more complex, and have also become 

indispensable to business strategy execution, there is the potential for tension between 

these two sets of professionals (Cormack, et al 2001b; Horn Nord, et al 2007a; Horn Nord, 

et al 2007b).  

 

When business outcomes are not achieved, BU members often see it as the fault of the IT 

function. However, as Peppard (2007) points out, delivering business outcomes through IT 

necessitates the deployment of knowledge which is distributed throughout the levels of 

management within an organization and is, thus, a combined responsibility of the IT 

function and business units. The recognition of this shared responsibility has led to senior 

business executives taking control of IT initiatives and tightening its capital budget 

(Grover, Henry & Thatcher, 2007; Huang & Hu, 2007). Grover, et al (2007) point out that 

this leads to tension between IT and BUs when the IT function is blamed for poor IT 

decisions or investments which may have been made by senior executives.  Thus, joint 

decision-making on IT initiatives and IT investments highlights the importance for non-IT 

executives and managers to possess a detailed understanding of the role that IT plays 

within their organization. Achieving this requires quality relationships between IT and the 
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other business functions.  Due to the dependence organizations have on IT, successfully 

managing these relationships can ensure the development of shared domain knowledge 

between business and IT staff; successful execution of strategy; effective communication 

between business and IT staff; and connections between business and IT planning 

processes. These factors are all central to effective business operations and in turn allow 

productive workplace engagement between appropriate business and IT staff. 

 

Day (2007) argues that while an organization’s capabilities predominantly originate from 

three areas - reputation, innovative spirit and social networks – it is networks, in 

particular, that generate and leverage the acquisition of skills and knowledge, and that 

enable a co-operative working environment characterized by effective organizational 

routines. Rockart, Earl and Ross (1996) concur that when an effective IT/Business 

relationship exists, IT and business professionals work together to understand business 

opportunities, determine needed functionality, choose technology options, and decide 

solutions based on business need rather than technical excellence. In this respect, 

Cormack et al (2001b) see trust as vital to any successful relationship. 

 

The degree to which a personal relationship becomes evident between IT and non-IT 

employees is driven by the levels of knowledge possessed by individuals. Reich and 

Benbaset (2000, p. 86) argue that ‘increased business knowledge influences (and is 

influenced by) IT/Business executive relationships’, while Day (2007, p. 8) comments that, 

‘relationships are social capital reflecting the creation … of goodwill between parties’.   

 

The IT function has a tainted history which seems to be derived more from a generic 

understanding of the IT industry than it is from the performance of the IT function within a 

specific organization. Numerous research papers report on project failures, project delays, 

and project cost overruns (see, for example, Cormack, et al 2001a) and these are the 

cause of much frustration for business users and management (Hirschheim Schwartz & 

Todd, 2006, p. 181). Furthermore, Reich and Benbaset (2000) point out that a successful 

track record in project delivery or day to day operations from the IT function improves 
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business relationships at all organizational levels, whereas failure lowers trust, 

cooperation and support from business users and managers. Thus, as Ward and Peppard 

(2002) comment, poor cross functional relationships can seriously impact an individual’s 

contribution to the organization.   

 

With regard to the issue of a ‘culture gap’ between IT and the other business functions, 

Peppard and Ward (1999) proposed a framework (enhanced by Peppard in 2001) to assist 

IT in adding value and improving its organizational image. However both these 

frameworks concentrate on the relationship from the IT perspective. The research by 

Wilcoxson and Chatham (2004) investigated both the IT and Business sides and found that 

much of the research to date concentrated on the deficiencies of IT in the relationship. 

They argue that only recently has the literature begun to focus on the joint IT/Business 

relationship. In particular these authors highlight the following aspects in regards to the 

IT/Business relationship.  

 

 The role of the senior IT manager or Chief Information Officer (CIO);  

 Issues related to perceived cost-effectiveness, value-add, and system 

responsiveness; 

 Relationship between IT strategy and business strategy; and 

 Communication, customer service and relationship building. 

 

Cormack et al (2001b) identify several aspects that hinder the IT/Business relationship; 

these include IT staff pursuing their own agenda; IT lacking understanding of the business; 

business units lacking confidence in the skills of the IT function; and a lack of recognition 

within the organization of the efforts of the IT function. Contrarily, aspects that facilitate 

an effective IT/Business relationship include an absence of an ‘us and them’ mentality; 

high levels of trust between the parties; mutual commitment from both parties; the 

sharing of knowledge; and the establishment of organizational linkages (Cormack et al 

2001b; Horn Nord et al 2007b). 
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Gordon and Gordon (2000) identify several key principles that should inform the 

IT/Business relationship. These are: establishing the responsibility for setting IT priorities 

and standards; joint participation in the development of information systems solutions; 

and establishing the responsibility for the operation of information systems solutions. 

They argue that when BUs set priorities and assist in setting standards, their acceptance 

of, and participation in, IT initiatives is effectively guaranteed. They go on to suggest that 

structuring partnerships between IT and the BUs through various committees or boards 

can ensure that the technical knowledge of IT staff is optimally exploited to achieve BU 

objectives.  

 

Enns, Huff and Higgins (2003) argue that the IT function must engage executives, line 

managers and users from across the organization to ensure IT investments deliver 

business value.  In this, IT must actively guide and encourage involvement of BU staff 

members in project initiatives.  Peppard (2007) suggests that this requires IT management 

and staff being capable of influencing people and decisions that reside outside their lines 

of control and authority. Enns, et al (2003) concur but add that without appropriate 

interpersonal skills and integrity, this is unlikely to happen. In particular, IT members need 

to have a sound understanding of their business peers’ culture, and of the role of context 

in building good working relationships. Hirschheim, et al (2006) correctly point out that 

the relationship is two-sided and requires careful formulation to allow the organization to 

effectively deploy new IT initiatives to improve business performance. Furthermore, 

Peppard (2007, p. 337) points out that, ‘IT can build the technical infrastructure and 

systems, but can never deliver changes in the organization processes, work practices or 

business models’ that ultimately lead to the creation of business value.  By adopting a 

perspective where the delivery of business value from IT investments is a business unit or 

organization-wide undertaking, rather than an IT responsibility, the contribution of IT to 

the business will become clearly visible (Grover, et al 2007; Hirschheim, et al 2006) 
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In order to gain a better understanding of the literature on the relationship between IT 

and the rest of the business, the following areas will be covered: 

 

1. IT Leadership  

2. Perception of IT 

3. Credibility and Trust 

4. The Gap between IT and the Business 

5. Business Value from IT  

6. The Importance of Communications 

 

2.6.1 IT Leadership  

 

The ‘conventional wisdom’ regarding IT leadership focuses on the reporting lines of the 

Head of IT and hence the status of IT within the organization.  IT status is generally viewed 

as depending upon where the IT function is situated within the organizational hierarchy 

and, more importantly, to whom the Head of IT reports within this hierarchy. 

Traditionally, IT has been under the control of the Chief Financial Officer (CFO) (Avison, et 

al 1999; Power, 2002), however in many organizations IT reports to either the Chief 

Executive Officer (CEO) or the Chief Operating Officer (COO).  Generally, when the Head of 

IT reports directly to the CEO, the status of IT can be considered high; reporting to other 

C-level executives reflects lower status.  

 

A survey conducted by IDC Australia for their 1997-2000 Forecast for Management 

reported that the average percentage of CIOs who reported to the CEO was approximately 

44.5% as opposed to 40.5% who reported the CFO (Hind, 2000). This is consistent with a 

survey conducted by the Gartner Group in 2002 of its Executive Program members 

showing that 42% of CIOs reported to the CEO and 41% reported to the CFO (Power 2002). 

In 2009, the IDC Australia 2009 Forecast for Management survey found CIO reporting lines 

to be as follows: approximately 50% of CIOs report to the CEO, 17.5% of CIOs report to the 
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COO and approximately 15% of CIOs report to the CFO (IStart, 2011). Kingsley (2010, 

personal communication, 15 December) provided the following statistics regarding 

reporting lines of the CIO.  

 

1. Gartner Group’s 2009 CIO Survey found 38% of CIOs report to the CEO.   

2. In the CIO Reporting Lines survey of October 2009, Forrester Research predict 47% 

of CIOs will report to the CEO in 2010   

3. The July 2008 CIO Reporting Relationship survey undertaken by Forrester Research 

found 34% of CIOs report to the CEO, 18% report to the CFO and 25% report to the 

COO (or an equivalent role). 

 

Several other surveys highlight the importance of the CIO as a member of the executive 

team rather than the actual reporting lines (Kingsley 2010, personal communication, 15 

December). For example: 

 

1. The 2009 IT Governance Survey conducted by the IT Governance Institute showed 

58% of organizations have the CIO as a member of the executive team   

2. The IBM CIO Survey of September 2009 showed 62% of CIOs in high growth 

companies participate as part of the senior executive team while in low growth 

companies 46% of CIOs participate. 

 

The IT Governance Institute’s 2009 IT Governance Survey presents a contrasting view of 

the CIO reporting lines which shows 42% of organizations have the CIO reporting to the 

CFO and 35% of organizations have the CIO reporting direct to the Board or the CEO 

(Kingsley 2010, personal communication, 15 December). 

 

The above information on the reporting lines of the CIO shows that while IT is vital to most 

organizations there is no definitive position on to whom IT should report. This reporting 

line may well be driven by the environment faced by the organization. For example in a 

cost cutting environment IT may report to the CFO but in times when IT is needed as a 
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strategic tool or for competitive advantage it may be appropriate for IT to report the CEO 

or Board.  

 

Ranganathan and Kannabiran (2004) suggest that of critical importance to the status of 

the IT function is the CEO - CIO relationship. A direct reporting relationship would signify 

that IT holds a prestigious position within the organizational hierarchy. Malik and Goyal 

(2003) and Feeney, et al (1992) both argue that when IT is viewed as a strategic function 

within the organization, it is seen as an essential element in the survival of an 

organization. Furthermore, Power (2002), Huang and Hu (2007) and Broadbent and Kitzis 

(2005) indicate that in such organizations, the increasingly ‘business-critical’ nature of the 

role of the CIO is recognized.  In this respect, Broadbent and Kitzis (2005) describe IT 

leadership as central to all major business processes and crucial to innovation and 

organizational success. Furthermore, Enns, et al (2003, p. 156) suggest that the CIO’s role 

is strategic as it provides ‘thought leadership to other top executives’. Therefore, 

irrespective of reporting lines, CIOs need to be proactive and influence their peers to 

allocate priority and resources to IT initiatives.  

 

IT structure is concerned with the way the responsibilities for IT activities are allocated 

within the IT function (Ranganathan & Kannabiran 2004). A centralised management 

structure with a department head, line or functional managers and various technical, 

development and support roles reporting to each functional manager has normally been 

employed by the IT function. However, this approach has often been criticised for its lack 

of flexibility (Schwartz 2002). In this regard, Chan (1998) argues that what is required is an 

organizational form that facilitates IT working closely with the business; as project teams 

can be supplemented with staff from the business units and, thereby, creating a cross-

functional approach.  

 

In support of the cross-functional team approach presented by Chan (1998), Ranganathan 

and Kannabiran (2004) discuss a case from India where functional managers were 
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seconded to the IT function to lead the IT team responsible for their area. This helped IT 

become more of a business partner and provided IT with the ability to quickly adapt to the 

changing needs of the organization. Through partnering with the business, IT could step 

away from its traditional technology orientation and create a dedicated customer-

oriented function. 

 

In the past IT staff members have struggled to adopt a commercial focus in the 

performance of their activities. IT staff are often perceived as having no real 

understanding of the business needs, and as being primarily concerned with technology 

(Avison, et al 1999; Peppard & Ward, 1996). Kingsford, Dunn and Cooper (2003) argue 

that this is mainly due to a ‘support function mentality’ and the fact that traditionally most 

IT staff members have minimal contact with the commercial aspects of the organization. 

Having a commercial or customer-oriented focus permits the IT department to promote 

its products and services, provide value to the organization, and realise its full potential 

within the organization. For this to be successful, challenges such as considering users as 

customers; building and developing on-going relationships with these customers; 

providing value for money services; and catering for product and service requirements by 

business units, will have to be embraced by IT personnel.  Similarly, Gordon and Gordon 

(2000, p. 7) view the creation of new organizational structures - that are designed to 

provide flexibility and which allow rapid response to the ‘dynamic, complex unpredictable 

requirements of today’s marketplace’ - as being essential for greater IT/Business 

collaboration.  

 

Cleland and Ireland (2007), Gray and Larson (2006) and Marchewka (2012) have all given 

attention to leadership from a project perspective, arguing that project leaders set 

direction, align and monitor people to ensure project goals are achieved and give the 

project effort significance within the organization.  For example, Cleland and Ireland 

(2007, p. 381) point out that project leadership is ‘a presence and process carried out 

within an organizational role that assumes responsibility for the needs and rights of those 
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people who choose to follow the leader in accomplishing project results’. Similarly, Gray 

and Larson (2006) suggest effective project leaders ‘walk the talk’ and lead by example.  

Lucey (2005) concurs, noting that leading by personal example and spending time with as 

many stakeholders as possible are characteristics of effective project leadership.  

 

2.6.2 Perception of IT 

 

Over the last thirty years, debate has raged over whether IT should be viewed as a 

strategic corporate asset or as a support function within the organization.  The perception 

of IT within an organization depends primarily upon how senior management, line 

management, and users view the IT function. For example, both Davis (1989) and 

Mahmood, Hall and Swanberg (2001) argue that users’ perception of IT is based on their 

daily dealings with IT or the perceived usefulness of a system or technology; while Avison, 

et al (1999) and Carr (2003) argue that senior executives’ view of IT depends upon the 

primary business focus of an organization. Kettinger and Lee (2002); Malik and Goyal 

(2003); and Peppard and Ward (1996) view the perception of IT as being based upon 

performance in relation to meeting organizational goals and the delivery of projects.  

 

In general, the literature reflects that IT is still viewed as a cost centre and support 

function rather than a business enabler or value generator (see Grover, et al 2007; Hall, 

2004; Kingsford, et al 2003; and Morgan, 2003). In this respect, Enns et al (2003) see the 

need for line managers to take ownership of IT projects in order to increase the likelihood 

of appropriate IT deployment and hence success. In support of this point, Hoffman (2003) 

cites an example from Cisco Systems Inc., where each technology project is the 

responsibility of an IT representative and a business representative and as such IT is a 

strategic partner rather than a cost centre. 

 

The poor reputation of the IT function in the delivery of projects has impacted its 

perception by business units and functions (Avison & Wilson, 2002; Ramakrishna & Lin, 
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1999; Standish Group, 2004). Similarly, Kettinger and Lee (2002) identify delayed IT 

delivery, lack of user involvement in IT decision making, poor requirements, and 

resistance to change by users as reasons for the poor perception of IT. Malik and Goyal 

(2003) go further in suggesting that the poor perception of IT is due to strategic problems 

and poor IT management. In this respect, Avison, et al (1999) found that IT has a 'techie 

image', supporting Peppard and Ward’s (1996) argument that IT projects have 

traditionally focused on technology delivery rather than business benefit.  

 

Regardless of this poor reputation, IT supports the operation of all organizations, unites 

widespread supply chains and connects businesses with customers and assists 

organizations to obtain a competitive advantage over their rivals (Carr, 2003; Mykytyn, et 

al 2002). Today an IT disruption can paralyse a company’s ability to produce its products, 

deliver its services and connect with its customers; not to mention the potential damage 

to its reputation (Carr, 2003).  

 

2.6.3 Credibility and Trust 

 

Bashein and Markus (1997) argue that credibility is the standing someone gives to another 

as a result of a positive or negative action, while Peppard (2001) views it as something 

that is given as a consequence of achievements and actual results. Similarly, Brown, Poole 

and Rodgers (2004) view trust as requiring one party to knowingly place themselves in a 

position where they may be at risk from or be vulnerable to, another party.  Spector and 

Jones (2004) see trust as being linked to performance, cooperation and the quality of 

communication, while Cockcroft and Heales (2005) argue that integrity, ability and 

predictability are facilitators of trust.  Lee-Kelley and Sankey (2008) offer the more 

conventional view that trust can be viewed as an individual’s moral duty and can, 

therefore, be classified as the expectation that one party will not take advantage of the 

other party, even when the opportunity is available. When trust is present, parties may 
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sacrifice personal interests for the benefit of collective interests, thus enabling the 

achievement of shared goals.  

 

Bashein and Markus (1997, p. 36) point out, ‘expertise alone does not inspire trust and 

generate credibility’. In this respect, Fogg and Tseng (1999) view a common affiliation as 

facilitating the development of trust and credibility. Basheim and Markus (1997) agree 

and point out that the lack of such a common affiliation is a major factor in the poor 

perception of the IT function in many organizations. Reich and Benbaset (2000), and 

Huang and Hu, (2007), argue that credibility is a function of experience of performance 

and is quickly damaged through poor performance. In the same vein, Cormack, et al 

(2001a) and Horn Nord, et al (2007b) point out that restoring business confidence in the IT 

function may take significant time.  

 

Barthelemy (2003) and Borgelt and Falk (2007) argue that when workplace relationships 

are rich in trust, joint efforts lead to enhanced outcomes.  Similarly, Fleig-Palmer and 

Schoorman (2011) view trust as an integral component of high quality interpersonal 

interactions. A high degree of trust in workplace relationships allows the parties involved 

to rely on each other and as a result these relationships become more akin to a 

partnership (Sias, 2005). By focusing on the quality of their relationship with the BUs, IT 

staff can significantly improve their credibility, and the levels of trust their business 

colleagues have in them (Bashein & Markus, 1997; Brown, et al 2004; Dibbern, et al 2004; 

Kern & Willcocks, 2002).    

 

2.6.4 The Gap between IT and the Business 

 

The divide between IT and the Business is well documented (see for example Brooks, 

2006; Feld & Stoddard, 2004; and Grindley, 1992). Reasons for the divide include:  

 

 rapid advances in technology,  
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 business managers’ experience, or lack thereof, of IT,  

 the changing role of IT,  

 the mismatch between business and IT planning processes,  

 a frustrated customer base as organizations still struggle with old, costly and rigid 

systems, 

 the failure of IT to understand the business,  

 skeptical senior executives,  

 a lack of management appreciation for the potential of IT to improve business 

performance,  

 issues associated with high cost,  

 issues associated with outsourcing.   

 

Huang and Hu (2007) posit that in many companies the technical nature of IT often 

isolates it from the rest of the business. The environment in which the IT worker must 

now function (which includes both internal and external parties) is extremely diverse and 

this may further widen the IT/Business divide.  Structural and process change, coupled 

with relationship capabilities, has been identified as a solution to bridge this IT/Business 

gap. However, for these solutions to be implemented both Grover, et al (2007) and Huang 

and Hu (2007) argue that both parties must recognize that a gap actually exists. 

Furthermore, Grover  et al (2007) argue that appropriate governance and management 

needs to be in place, and that processes such as service level agreements and the 

balanced scorecard offer accountability mechanisms for both IT and business units.  

 

Some researchers refer to this divide as a ‘culture gap’ between IT and the Business (see, 

for example, Grindley, 1992; Ward & Peppard, 1996; and Peppard & Ward, 1999). IT is a 

highly technical discipline and IT professionals are normally more technically capable than 

business capable (Huang & Hu 2007). They often speak a starkly different language to that 

of their business colleagues (Grover, et al 2007). This ‘culture gap’ has been identified as a 

leading cause of IT project failure (Reich & Benbaset 2000) and an impediment to the 
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alignment of the IT function with the rest of the business (Peppard & Ward, 1999; Ward & 

Peppard, 1996).  

 

Differing cultural systems can create opposing views on basic issues, which can result in 

conflict. Similarly, when interests collide or the actions of one group frustrate another 

group, conflict arises. According to Horn Nord et al (2007a) conflict is inevitable in any 

organization and as such, conflict cannot be considered as good or bad. An effective 

IT/Business relationship can be established if both IT and business professionals are aware 

that this ‘culture gap’ exists between the two parties. Reich and Benbaset (2000, p. 107) 

suggest that creating ‘an environment where shared domain knowledge can grow’ is an 

important strategy to achieve this awareness. Furthermore, Feld and Stoddard (2004) 

argue that if this common understanding eventuates, business staff will have no reason to 

be confused by, or not understand, IT decisions, and IT staff will have no excuse for failing 

to learn to become business leaders. 

 

2.6.5 Business Value from IT 

 

Providing business value through IT delivery is a core purpose of the IT function. To 

achieve this purpose, an effective IT/Business relationship needs to be in place in 

conjunction with effective IT leadership.  As Ross, Mathis Beath and Goodhue (1996) 

suggest relationships between IT and remainder of the business are so crucial to the 

organization that they should be deemed a corporate asset. Similarly, Cormack, et al 

(2001a) acknowledge that an ineffective relationship can limit the successful use of IT and 

hinder productivity and competitiveness; and Cormack, et al (2001b) posit a healthy 

relationship between the IT function and the remainder of the business as essential for IT 

to add value to the organization.  

 

For the IT function to deliver business value, Peppard (2007, p. 337) claims that the IT 

leadership team must ‘influence people and decisions as well as encourage involvement 
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and the promotion of actions that do not strictly fall into their realm of authority’.  To 

achieve this goal, all IT investments must engage the broader organization (senior 

management, users and business managers) and IT staff, as IT is an organization-wide 

enabler rather than a stand-alone function (Grover, et al 2007; Peppard 2007).  

 

2.6.6 The Importance of Communication 

 

The importance of communication is a recurring theme in the IT/Business literature. For 

example, Reich and Benbaset (2000) stress that regular communication and interactions 

between IT and the remainder of the business cannot be over-emphasized, and for 

successful communication appropriate channels of communication must be created. To 

ensure business confidence in IT is retained, Overby (2005) recommends that the IT 

function regularly updates the organization regarding IT achievements in project and 

operational performance.  In this respect, Peppard (2007), Day (2007) and Hirschhiem, et 

al (2006) suggest the creation of business liaison or relationship management roles where 

dedicated IT resources work directly with business units to understand their IT needs from 

a business perspective and to coordinate resources beyond the control of IT. This type of 

role acts as a first point of contact for the BUs into IT and for IT into the BUs.  

 

Communication skills are vital to the success of these ‘first point of contact’ roles in that 

business and IT personnel must use language that is appropriate to a particular 

stakeholder community. This liaison role can also be useful in facilitating the delivery of 

value from investments in IT projects (Peppard, 2007). Through having such a role, a 

bridge is built across the cultural divide. 

 

As Day (2007) points out, such appropriate knowledge allows the IT function to align with 

the goals of the enterprise. She goes on to state (2007, p. 8) that ‘more work is needed in 

the field of relationships … the gaps in the knowledge are significant’.  Reich and Benbaset 

(2000) go as far as to state that IT knowledge should be considered a core competence for 
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all BU staff. Conversely, Enns, et al (2003) argue that IT staff members need to understand 

the business impact of IT decisions and systems.  

 

2.7 Summary 
 

This chapter has reviewed the literature in the areas of leadership and workplace 

relationships. In relation to the workplace relationships literature there has been a 

particular emphasis on the relationship between the IT function and the remainder of the 

organization.   

 

Worthy of note from the literature is that today there are two views of leadership in the 

organization. Firstly, the traditional single dominant leader and secondly the 

contemporary view of leadership being a shared phenomenon.  It is this second view of 

leadership being a shared or distributed phenomenon, coupled with effective workplace 

relationships, that is pertinent to my research. This position holds that everyone has the 

capability of displaying leadership characteristics regardless of the position they hold in 

the organization’s hierarchy. Furthermore, it posits that for an organization to prosper 

good workplace relationships are essential. The creation of mission-critical relationships is 

thus seen as a key leadership responsibility.  

 

This relationship element to leadership appears to suit the shared or distributed model of 

leadership as it is the interactions of the participants that enable the leadership actions to 

be executed.  Leadership, based on what is appropriate within specific situations, or on 

specific expertise within a group, will emerge to ensure that correct actions are 

undertaken.  Most studies on the IT/Business relationship have focused on the process or 

deliverable aspect of the relationship, or on the role played by the CIO and IT 

management team in this relationship.  There is a lack of acknowledgement in the 

literature of the leadership capabilities held by project and operational level IT and 

business staff, and the role this plays in the IT/Business relationship.  In particular, for 
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organizations that operate in a heavily outsourced IT environment, the literature coverage 

on this topic is less than adequate – something this study intends to address. The next 

chapter presents the basis for the selection of my research methodology.   
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Chapter 3 - Research Methodology   
 

3.1 Introduction  

 

Traditionally, research questions have been operationalized according to the 

methodological dictates of the positivist research paradigm (scientific method). Thus, 

research questions were adapted to suit the requirements of the research methodology. 

However, as pointed out in my review of the literature, new ontological and 

epistemological assumptions – about the nature of social realities and of social knowledge 

– are manifesting through leadership research conducted within alternative research 

paradigms (such as that of interpretivism and constructionism).  The practice within these 

research paradigms is to invert the traditional hierarchical relationship between the 

research question and the research methodology (with the research question now 

dictating the research methodology to be applied) by choosing a research methodology 

that is best suited to answering the research question most appropriately.  In this respect, 

the following queries must be addressed before adopting a research methodology: These 

include: 

 

 Determining the nature of the reality (social or natural) in which the study will be 

conducted?  

 Determining the nature of the knowledge being sought through this research?  

 Determining how this knowledge will be accessed and analysed? 

 

Crotty (1998, p. 1) suggests that researchers ‘often express bewilderment at the array of 

methodologies and methods’ that are available in the research dimension. An incorrect 

selection of methodology may undermine the potential of the research to address the 

research question(s) adequately. In this respect, Crotty (1998) suggests that the 

researcher answers the following two questions:  
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1. What methods and methodologies will the research we plan to undertake use? 

2. How is this choice and use of methodologies and methods justified? 

 

Answering these questions adequately will ensure that the research process aligns with 

the overall research purpose. However, Crotty (1998) also recommends that the 

researcher identifies, as well as is possible, the assumptions and knowledge that s/he 

brings to the study and the knowledge that is hoped to be obtained from the study. This 

expands the list to four questions that must be considered prior to the commencement of 

the research:  

 

1. What methods will be employed? 

2. What methodology presides over the choice and use of the selected methods? 

3. What theoretical perspective is positioned behind the selected methodology? 

4. What epistemology informs this theoretical perspective? 

 

These four questions provide the basic elements of the research process and as such these 

elements must be clearly defined. In this respect, Crotty (1998) provides the following 

definitions: 

 

 Methods are the procedures, activities and/or techniques used to collect and 

analyse the data  

 Methodology is the action plan, processes or research design that informs the 

choice of specific methods and aligns these methods to the research outcomes 

 Theoretical Perspective covers the philosophical stance informing the 

methodology, which provides a context for the research process 

 Epistemology relates to the theory of knowledge ingrained in the theoretical 

perspective and subsequently in the methodology. Epistemology is a way of 

understanding and explaining ‘how we know what we know’ (Crotty 1998, p. 8). 
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Burrell and Morgan (1979) suggest that another dimension – that of ontology – should be 

addressed before commencing the research. This refers to the nature of the reality in 

which the research will be conducted. In this respect, they argue that social realities are 

different in nature to the natural reality and thus the assumptions that underpin various 

research paradigms need to be identified in order to establish a methodology that holds 

appropriate assumptions about the reality in which the research is to be conducted. For 

example, the positivist assumptions of the existence of general laws of behaviour and the 

attainment of value-neutrality may not be appropriate within social realities in which 

human interests, values, and an array of contextual factors imbue a social reality with 

many contingent influences.  

 

In the research context, these basic elements are not stand-alone processes that can be 

used as the complete basis for a research study. Each element has a relationship with the 

others and therefore informs the development of content at each lower level, as 

represented in Figure 3.1. 

 

 

 

 

 

 

 

 

Figure 3.1: Relationship of the Four Basic Research Elements   
(Source: Crotty 1998, p. 4) 

 

Therefore the researcher must ensure that, embedded in the research methodology, are 

appropriate epistemological and ontological assumptions with respect to the nature of the 

 

Methods 

Methodology 

Theoretical Perspective 

Epistemology 
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research question. The remainder of this chapter will outline the process adopted in 

justifying the choice of methodology for this research.  

 

3.2 Purpose of Research  
 

The relationship between the IT function of an organization and the remainder of the 

organization (that is, the business units, functions or departments) has long been an area 

under study.  However, the studies undertaken appear to have covered this area primarily 

from the IT side and investigated the relationship from the actual ‘mechanics’ of what an 

IT function should do to ensure a healthy and prosperous working relationship. Also, most 

studies were conducted prior to the DOTCOM crash of the early 2000s which changed the 

shape of the IT function within the organization. There is also a lack of research which 

investigates the role leadership practices play in the creation and maintenance of an 

effective IT/Business relationship. 

 

With this in mind, the research question to be addressed and the associated aims and 

objectives of this study are noted in the following sections. 

 

3.2.1 Research Question 

 

What leadership practices influence the IT/Business relationship within the organization 

under research? 

 

3.2.2 Research Objectives 

 

The objectives of this research aim to explore and understand the social dynamics of the 

relationship between IT and the Business Units (BUs) in one global business organization. 

In particular, it aims to explore the leadership practices in this relationship with respect to 
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how and where in the organization such leadership practices manifest, and impact IT-BU 

relationships. 

 

3.3 The Research Approach 
 

Having identified the four basic elements of the research process – Epistemology, 

Theoretical Perspective, Methodology and Methods, an appropriate strategy from which 

to conduct this research was identified.  

 

3.3.1 Epistemology 

 

Epistemology is the study of the nature of knowledge and is concerned with the issues 

surrounding the creation and dissemination of knowledge (Steup, 2006). Myers (2006, p. 

3) states that epistemology refers to the assumptions about knowledge and how it can be 

gained. According to Crotty (1998, p. 8), epistemology focuses on the nature of 

knowledge: put plainly it is a way of explaining and understanding “how we know what we 

know”.  

 

Subjectivism denotes that meaning is imposed on the object by the subject and that the 

object itself makes no contribution to the generation of meaning (Crotty, 1998).  However 

meaning does not just appear, it must come from somewhere. That is, meaning is 

introduced into our frame of reference from our everyday actions. To derive meaning, the 

context of the situation must be considered. As individuals, groups or societies we 

formulate our position from past and current experiences to create the context from 

which to derive meaning.  

 

Thus, in order to study the role of leadership in the IT/Business relationship within an 

organization, the context of the organization must be considered. Furthermore, the past 

and current experiences of the participants – past and present employees located at 
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various levels of the organization - will play a significant role in the dynamic social 

construction and re-construction of contexts.  As Denzin and Lincoln (1994, p. 188) state, 

‘particular actors, in particular places, at particular times, fashion meaning out of events 

and phenomena through prolonged, complex processes of social interaction involving 

history, language, and action’. The knowledge thus sought through this research is 

subjective in nature and is context-dependent, given that it has been created through 

historical and current processes of social interaction and meaning attribution and is 

embedded in the collective experience (primarily through language and culture) and in 

personal experience (in the form of memory and mental models).  

 

3.3.2 Theoretical Perspective 

 

The interpretive approach to research strives to understand the research phenomenon in 

the contexts of its manifestation.  In this respect, Crotty (1998, p. 67) points out that the 

interpretive approach ‘looks for culturally derived and historically situated interpretations 

of the social life-world’.  Furthermore, Neuman (2000, p. 71) defines the interpretive 

approach as ‘the systematic analysis of socially meaningful action through the direct 

detailed observation of people in natural settings in order to arrive at understanding the 

interpretations of how people create and maintain their social worlds’. Hence by using an 

interpretive approach the researcher aims to gain a deep understanding of the research 

phenomenon within the context of its manifestation.  

 

According to Neuman (2000, p. 71), interpretive research has two primary goals: 1) to 

‘develop an understanding of social life’ and 2) to ‘discover how people construct meaning 

in natural settings’. As such, as Fish (1990, p. 73) testifies, interpretive research provides 

the researcher with ‘rich and compelling data’. Denzin (2002, p. 350) concurs, arguing that 

the life experience that interpretive research seeks to understand, ‘gives greater 

substance and depth’ to a study.  Neuman (2000) adds that the aim of interpretive 

research is to study the social dynamics of a collective, while McNeill and Chapman (2005, 
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p. 19) posit that interpretive research focuses on situated social action and its 

interpretation. 

 

Denzin makes an important point when he declares that, for interpretive research to be 

worthwhile, the subjects must have ‘experienced the types of experiences the researcher 

seeks to understand and the subjects … must elaborate and further define the problem’ 

(2002, p. 350). In particular, this process of ‘elaboration and further definition’ depends 

significantly upon the participants’ capacity to articulate ‘sticky’ tacit knowledge 

(experientially acquired knowledge) and their capacity to attribute meaning to those 

experiences. Thus, given the aims of this research – wherein an attempt to understand the 

research phenomenon from the participants’ point of view (McNeill & Chapman, 2005; 

Fish, 1990) is made – this research was located within the interpretivist research 

paradigm.  Its intention is to understand the experience of the research phenomenon (the 

IT/Business relationship within the organization) of the members of the organization 

under research, from their perspective. This means accessing their interpretation of the 

meaning of their lived experience of the organization, and the tacit knowledge created 

through it, and the sense that they make of that experience. In this respect, Morse and 

Richards (2002, pp. 27-28) offer the following criteria to consider when deciding to 

conduct interpretive research: 

 

1. Is the research attempting to understand a phenomenon of which little is known, 

or where current understanding appears inadequate? 

2. Is the research attempting to make sense of complex situations, multi-context 

data, changing and shifting phenomena, where ways of simplifying and managing 

data without destroying complexity and context are needed? 

3. Is the research intending to understand how participants experience the research 

phenomenon; the meanings they attribute to that experience; and how they 

interpret their experience? Furthermore,  is a method required that allows justice 

to be done to their perceptions and the complexity of their interpretations; 
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As this research endeavours to understand the research phenomenon from the 

perspective of the participants and to understand it in its complexity, the interpretive 

paradigm was selected.  

 

3.3.3 Methodology 

 

As noted in the introduction to this chapter, Crotty (1998) describes the research 

methodology as a plan of action or a research strategy for conducting the study. The 

methodology directs the selection of the methods to be used and aligns these methods to 

the research outcomes. Leady (1993, p. 8) describes a research methodology in even 

simpler terms, as ‘the way in which we proceed to solve problems’. The interpretive 

research paradigm offers three distinct research methodologies: these being 

phenomenology, ethnography and grounded theory (Babbie, 2002; Crotty, 1998; Morse & 

Richards, 2002).  

 

Phenomenology attempts to make known the fundamental structure and meaning of 

human experience (Sanders, 1982). It assumes that human behaviour occurs in social 

context and in the experience of events and situations and, therefore, that human 

behaviour is understandable only in the life-contexts (that is, the ‘lived experience’) of 

particular people and groups of people. In this respect, Morse and Richards (2002, p. 44, 

citing van Maanen, 1990), describe phenomenology as ‘a descriptive, reflective, 

interpretive and engaging mode of enquiry to derive the essence of an experience’. Crotty 

(1998) concurs, suggesting that phenomenology is the study of people’s subjective and 

everyday experiences. He adds that it is an attempt to study experience from the 

perspective of the subject; that is, the sense that people make of their everyday 

experience and the meaning they attribute to it.  In this respect, Babbie (2002, p. 289) 

posits that ‘people describe their world not “as it is” but “as they make sense of it”’.  
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This requires the phenomenological researcher to ‘bracket’ his or her understanding of 

the situation in order to take a fresh look at things (McNeill & Chapman, 2005; Denzin, 

2002; Morse & Richards, 2002; Crotty, 1998 refer to this as ‘bracketing’). However, as 

Armstrong (1976, p. 252, cited in Crotty, 1998) argues, phenomenology is much more than 

suspending one’s prior knowledge: it is ‘a change of attitude that throws suspicion on 

everyday experiences’. As such it questions everything we take for granted.  

 

Due to the nature of the interactions in conducting phenomenological research a unique 

and trusting relationship must be developed between the researcher and participants 

(McNeill & Chapman, 2005). As a researcher, our explanations must take into account 

what the people involved feel and think (McNeill & Chapman, 2005) and therefore reflect 

how participants make sense of the ‘lived contexts’ of the research phenomenon (Babbie, 

2002). 

 

Phenomenology thus appeared to be very appropriate methodology for this study.  With 

the intent to understand the role of leadership in the IT/Business relationship within a 

specific organization, the capacity to access the past and present experiences of 

participants, and the interpretative meaning that they attributed to those experiences, 

was crucial.   

 

3.3.4 Method 

 

As described by Crotty (1998) methods for research are twofold. Firstly there are the 

methods of data collection and, secondly, the methods of data analysis. These methods 

must be consistent with the epistemological assumptions of the selected research 

paradigm. 
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3.3.4.1 Case Study 

 

A case study is an in-depth investigation into a specific area. Yin (2003, p. 13) defines a 

case study as ‘an empirical inquiry that investigates a contemporary phenomenon within 

its real-life context especially when the boundaries between the phenomenon and context 

are not clearly evident’. However Yin’s view on the nature of a case study has been 

criticised as leaning towards a positivist perspective (Myers 2006; Bassey 1999). Stake 

(1995, p. xi, cited by Bassey, 1999) views a case study as, ‘the study of the particularity 

and complexity of a single case, coming to understand its activity within important 

circumstances. A case has a boundary and contains a coherent system’.  Many definitions, 

including that of Hamel, Dufour and Fortin (1993, p. 45) along with McNeill and Chapman 

(2005, p. 120), make mention that a case study uses a range of different data collection 

and analysis methods.  Bassey (1999, pp. 59-61) offers a more detailed explanation of a 

case study, stating that it: 

 

 is an empirical enquiry conducted within some form of boundary (e.g., time) where 

data collection is the starting point; 

 is singular in that it investigates a particular set of events and therefore has a focus 

on an institution (e.g., a social group or organization);  

 is mainly conducted in a natural context and within an ethic of respect for persons 

involved (e.g., an organization), thus ensuring sufficient collection of data;  

 allows the researcher to explore the significant features of the case in order to 

create believable interpretations of the findings and then test the trustworthiness 

of those interpretations; and  

 constructs a convincing argument to convey its findings to an appropriate audience 

and also provide an audit trail to allow other researchers to validate or challenge 

the findings or construct alternate arguments. 

 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 59 

The underlying terms in these definitions centre on ‘in-depth investigation’ of ‘a particular 

case or phenomenon’. This is very much in line with my research aim of investigating the 

role of leadership within the IT/Business relationship (the particular case or phenomenon) 

within a specific organization. 

 

Some authors have categorised case studies into various dimensions (which relate to 

different research paradigms). For example, Babbie (2002) and Yin (1994, cited in Bassey 

1999) both suggest three categories of case study: 

 

1. Exploratory can be considered as familiarisation with the new topic area or 

defining the questions and hypotheses of a subsequent study.  

2. Explanatory which presents data bearing on cause and effect relationships, 

explaining which causes provided which effects 

3. Descriptive which presents a complete description of a phenomenon within its 

context and examines why the observed phenomenon exists and what it implies.  

 

However, Stake (1995 cited in Bassey 1999) suggests only two categories of case study as 

follows: 

 

1. Intrinsic which is a study of a situation for its own sake irrespective of outside 

concern 

2. Instrumental which is research into one or more particular situations in order to 

try to understand an outside concern 

 

From these categories listed above the ‘descriptive’ case study appears to be the best 

approach considering my choice of a phenomenological methodology and my decision to 

locate this research within an interpretative research paradigm.  As the study is focused 

entirely on gaining an understanding of the research phenomenon within the context of a 

single organisation, it can be classified, in Stake’s terms, as an ‘intrinsic’ study. 
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3.3.4.2 Data Capture 

 

Hamel et al (1993) note that, generally, a field or case study uses on-site observation, 

open-ended interviews and the collection of various documents as methods to collect the 

required data. Bassey (1999) concurs but emphasises the role of the interviewer’s 

questioning and listening skills. As Dovey and McCabe (2014, p. 188) point out, the 

intention of inter-subjective data collection methods like interviews, is to ‘access the 

privileged knowledge gained by the individual … with direct experience of the (research) 

phenomenon within a specific organization’. Chew and Dovey (2014, pp. 247-248) add to 

this point when stating that in attempting,  

 

to access the privileged tacit knowledge that (interviewees) had attained through 

rich and prolonged experience, we decided to adopt an interviewing technique 

that allows the interviewee to generate the constructs (rather than imposing the 

constructs through the use of interviewer-initiated, pre-conceived, questions). 

Thus, after an initial (question) the interviewer probed each response for more 

detailed explication and explanation, with statements like: ‘can you explain that 

further’, ‘what do you mean by that’, ‘can you give me an example’, ‘how did you 

feel about that’, etc. This interviewing method allowed the interviewee to explore 

his/her experience more deeply and to articulate tacit knowledge that is 

extremely ‘sticky’. 

 

With my research focused at gaining an understanding of the research phenomenon 

within a single organisational context, semi-structured open-ended interviews were 

deemed an appropriate to gather data. This approach has a lot of support in the literature 

(see Crotty 1998; McNeill & Chapman 2005; Babbie 2002, Neuman 2000) and allowed me 

to explore the various topics at the requisite level of detail. Having a set of questions 

allowed me to relax and let the interview flow in a direction that suited the answering of 
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the research question but which also allowed the interviewee to take the interview into 

new areas of relevant disclosure.  As McNeill and Chapman (2005, p.58) explain, semi-

structured or open-ended interviews are run on the premise that there are no 

predetermined responses and that the participants can ‘say what they want to as the 

interviewer avoids imposing his or her view on the interview’. Less structured interviews 

thus facilitate access to richer and more compelling data. In this respect, Herbert and 

Rene Rubin (1995, p. 43, cited by Babbie, 2002) argue for ‘flexible, iterative and 

continuous’ interviews in order to access the deep knowledge of the interviewees. 

 

To complement individual interviews another relevant data collection technique is the 

focus group. In essence a focus group is a group discussion lead by a facilitator who 

manages the group dynamics. An ideal size for a focus group is between 8 and 15 

participants (McNeill & Chapman, 2005; Babbie, 2002; Neuman, 2000). The aim of the 

focus group is to encourage the participants to talk about a particular issue or set of issues 

and discuss these within the group rather than the facilitator (McNeill & Chapman, 2005; 

Neuman, 2000).  Babbie (2002) goes as far as to say that a focus group is a group interview 

that systematically and simultaneously interviews a number of individuals. In this case the 

facilitator (or group interviewer) will introduce the particular topic area and then facilitate 

the group discussion/debate. Both Babbie (2002) McNeill as well as and Chapman (2005) 

argue for the organization of several focus groups to ensure in-depth coverage of the 

topic area or issue from as wide a range of participants as possible.  

 

3.3.4.3 Data Analysis  

 

Semi-structured open-ended interviews can produce volumes of data. As they are 

normally audio recorded and then transcribed verbatim, these data take the form of a full 

transcription of each interview. These transcriptions provide the researcher with 

documented data from which sense must be made, and answers to Babbie’s (2002) 

question of ‘what to do with it?’ found. 
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Analysis of the transcripts centred on hermeneutic analysis. Bleicher (1980, cited by 

Myers, 2006) describes hermeneutics as an underlying philosophy and a specific mode of 

analysis. Myers (2006) notes hermeneutics is principally related to understanding the 

meaning of textual information, while Butler (1998) posits that hermeneutics is concerned 

with the interpretation of meaning in its contextual particularity. Referring to the 

‘hermeneutic cycle’, Myers (2006) argues that the aim of hermeneutic analysis is to 

understand a text as a whole but also to view and interpret the parts of the text in relation 

to the whole.  

 

The first step in attempting to understand a perspective articulated in the interview 

transcript is that of identifying the ‘units of meaning’ embedded in that discourse. Once 

the units of meaning have been identified across all of the interview transcripts, the 

researcher searches for common themes – units of meaning that recur across a significant 

number of the transcripts, as suggested by Attride-Stirling (2001); McGovern (2003) and 

Morse & Richards (2002). Once the dominant themes have been identified, they can be 

analysed again against the transcript data, with a view to extracting as much meaning and 

pertinence (with respect to the research question) as possible. However, sub-themes 

(themes that recur across only a few transcripts) and ‘outlier’ perspectives also need to be 

analysed further as they often articulate unique experience and/or experientially-

privileged forms of tacit knowledge that are pertinent to the research question.  
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3.4 Research Plan 
 

Using Crotty’s (1998) framework, the underlying principles of the research approach 

chosen are mapped in Figure 3.2.  

 

 

 

 

 

 

 

 

 

 

 

Figure 3.2: The Research Plan 
 

3.5 Conclusion 
 

This chapter has described the selection of the overall approach that was pursued in conducting 

this research into the role of leadership in the IT/Business relationship within an organization. The 

approach follows what I considered to be the most appropriate in attempting to answer the 

research question. That is, the research was located in the interpretive research paradigm; utilised 

a phenomenological methodology; and was conducted through a case study in which interviews 

with key personnel within the organization were conducted in order to access the knowledge 

sought by this research.   
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Chapter 4 - Research Site and Data Acquisition  
 

4.1 Introduction  
 

To understand the role that leadership plays in an effective IT/Business relationship I 

chose a research site based on my practitioner background. I had worked for a global 

telecommunications supplier for over sixteen years and as such had a good grasp of this 

industry sector. I approached an acquaintance of mine who was a Technology General 

Manager in the Australian company of a global telecommunications provider, regarding 

my PhD and my endeavours to find a suitable organization to study. He thought his 

company would be interested in my study and suggested I develop a proposal for 

distribution to his peers within the Technology Group at the company. After sending my 

fieldwork proposal (see Appendix A –Fieldwork Proposal) to my acquaintance he 

distributed it to several of his peers. Several weeks later I attended a meeting with three 

Technology General Managers to present my research fieldwork proposal. Following this 

meeting I worked with my original contact to develop a fieldwork schedule detailing who I 

thought I should interview within the company and the questions I would be asking (see 

Appendix B –Fieldwork Schedule). This proposal was accepted and I received written 

approval from the company to undertake my PhD research at their premises. 

 

4.2 The Fieldwork Sites 
 

For the purpose of the thesis and to attempt to preserve the anonymity of the company 

on which this PhD research was undertaken I will use the term of GTC Inc to refer to the 

global telecommunications provider.  The following snapshots of the four (4) GTC Inc 

companies mentioned in the research were taken after the completion of the data 

collection. As such, this company information was collected during 2008 and 2009. 
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4.2.1 GTC Inc Group   

 

Established in the UK in 1983, GTC Inc is a public limited company and a truly global 

organization. GTC Inc is the world's leading mobile telecommunications company, with a 

global presence covering Europe, the Middle East, Africa, Asia Pacific and the United 

States (GTC Group 2009a). The company was connected to approximately 315 million 

customers around the world by the end of June 2009 either by its own networks or those 

of its partners (GTC Group 2009a). 

 

Globally, GTC Inc focuses exclusively on mobile communications and has the goal to 

“develop and deliver new wireless services for people who want the freedom and 

flexibility to communicate and access information when they need it” (GTC Group 2009a). 

 

Figure 4.1 below depicts the corporate functions and global reach of GTC Inc Group.  

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

Figure 4.1: GTC Inc Group Organization Structure  
(Source GTC Group 2009b) 
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4.2.2 GTC Inc Australia   

 

GTC Inc was awarded the third Australian mobile telecommunications carrier licence in 

December 1992 and commenced providing mobile telecommunications services to 

Sydney, Melbourne and Canberra in September 1993. By March 1994, the mobile network 

was extended to Brisbane, Adelaide and Perth. By 2008, the mobile network operated by 

GTC covered 93 per cent of the Australian population (GTC Australia 2008a).   

 

In Australia, mobile telecommunications has grown rapidly and GTC Inc Australia (2008b) 

had over 1400 permanent employees at the time of data collection. In June 2005, there 

were over 18 million mobile customers in Australia of which 3 million were connected to 

the GTC network equating to an approximate 17 per cent market share (GTC Australia 

2008b). 

 

By 2008, GTC Inc had over 170 branded retail stores and approximately 16,000 retail 

points of presence throughout Australia. The retail points of presence include authorised 

service dealers, petrol stations, convenience stores, newsagents and various national 

retailers such as Harvey Norman, Tandy/Dick Smith Electronics, Kmart and Woolworths 

(GTC Australia 2008b).  

 

GTC Australia (2008c) is a non-listed company that is wholly owned by the UK-based GTC 

Inc Group.  In February 2009 GTC Australia and another Australian based mobile 

telecommunications provider announced a merger which was completed in June 2009 

(GTC Group 2009c) giving the newly merged company a 27% market share in Australia 

(Oakes, 2009). 

 

4.2.3 GTC Inc New Zealand 

 

GTC Inc Group acquired BellSouth New Zealand in November 1998 to commence its New 

Zealand operations (GTC New Zealand 2009a).  By the end of 2008, GTC New Zealand 
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employed approximately 1400 staff in Auckland, Wellington and Christchurch and had 

more than 800 outlets retailing GTC Inc goods and services (GTC New Zealand 2009b). 

 

As at 30 June 2008 mobile telecommunications in New Zealand connected to more than 

3.8 million people (around 92% of the population) with GTC New Zealand, a non-listed 

company wholly owned by GTC Group, having 2.4 million customers equating to a market 

share of approximately 55% ( GTC New Zealand 2009a). 

 

4.2.4 GTC Inc UK   

 

GTC Inc United Kingdom (UK) was formed in 1984 when Racal Electronics Plc set up a 

subsidiary company, Racal Telecom Limited, to operate its United Kingdom private sector 

cellular licence (GTC Group 2009d). In October 1988, around 20% of Racal Telecom 

Limited was offered via a public share offering. In September 1991 GTC Inc was fully 

demerged from Racal Electronics Plc and became known as GTC Inc Group (GTC Group 

2009d).  

 

At the end of June 2009 GTC UK had over 10,000 employees (GTC Group 2009e) and 

reported it had 18.6 million subscribers which equated to approximately 25% of the 

United Kingdom mobile market (Barr 2009; Sayer 2009).   

 

4.3 Data Collection  
 

Data collection was undertaken using semi-structured open-ended interviews. In the 

initial planning of the data collection activity, semi-structured open-ended interviews and 

focus groups were selected as the methods of data collection. During the course of the 

fieldwork both individual interviews and two focus groups were scheduled.  However, the 

focus groups did not take place as a number of the selected participants were unavailable 

at the appointed time due to either illness or pressing work commitments. This led to the 
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focus groups not being run and instead several participants from each focus group were 

able to be rescheduled to participate in an individual interview.   

 

4.3.1 Scope of Interviews 

 

The framework for the interviews was quite simple. Each participant was asked the same 

four general questions which were in fact discussion prompts. Therefore depending on 

what a participant said further probing was undertaken on each point raised. This style of 

questioning was undertaken so as not to constrain interviewee responses and to ensure 

that the constructs were created by the interviewees rather than by the interviewer. 

 

The interview discussion points were: 

 

1. To Provide their name, their role and what that meant within the organization. 

2. To Describe the relationship between IT and the rest of the business (Marketing, HR 

and Finance), or alternatively if  the interview participant was from a Business Unit 

then the question was to describe the Business Unit’s relationship with IT 

3. To Discuss leadership practices within the organization (this potentially covered many 

levels depending upon where the participant sat within the organizational structure 

for example; executives, general managers, the participants’ manager, their own 

position and those reporting to them (if any) 

4. To Discuss the relevance or impact of this relationship and these leadership practices 

on the execution of business strategy 

 

Several participants from the Technology group with GTC Inc Australia were asked a 

further question which was to identify counterparts in business units (eg Marketing, HR 

and Finance) to interview and members of their own team who would be suitable 

interview participants. This is also shown in the Fieldwork Schedule (see Appendix B).  
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Furthermore, some participants from business units offered the names of colleagues who 

they thought may be interested in participating in the research fieldwork.  

 

A further consequence of using the four (4) interview discussion points listed above in 

combination with the probing questioning style was that the opportunity for a participant 

to dictate the interview through personal agendas was extremely limited. Any hint of 

personal agendas could be easily identified and the dialogue halted thus curtailing 

interviewee bias and allowing the interview to probe further on the current discussion 

point or to commence with the next discussion point. 

 

4.3.2 Timing of the Fieldwork 

 

The research fieldwork was scheduled to commence at the Australian company in March 

2008 and be completed by June 2008. However, due to some fortuitous circumstances the 

fieldwork extended to include GTC United Kingdom (UK) and GTC New Zealand (NZ) and 

was completed in November 2008.  

 

Interviews were conducted at GTC Australia between March 2008 and July 2008. During 

the course of my interviews at the Australian company it was suggested that I should also 

conduct my research at GTC UK and GTC NZ. Both companies were suggested as they 

would be good comparisons to GTC Australia. 

 

Several interviewees had either come from, or had spent time, working at GTC UK. My 

acquaintance at GTC Australia had spent a number of years working at GTC UK and put me 

in touch with the CIO at GTC UK. I sent the fieldwork proposal to the CIO along with a list 

of position titles of people I had interviewed in Australia. I was travelling to the UK as part 

of my University Professional Experience Program in June – July 2008 and was available to 

visit GTC UK in June. The CIO arranged six interviews which were conducted in late June 

2008. 
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The final interviewee at GTC Australia, the General Manager - Technology Strategy and 

Planning, suggested I visit GTC NZ. He put me in touch with his counterpart in New 

Zealand and I followed the same process as I had with GTC UK – I sent the fieldwork 

proposal to the GTC NZ Technology, Strategy and Planning General Manager along with a 

list of position titles of people I had interviewed in Australia. I was travelling to New 

Zealand in December 2008 to attend the ACIS 2008 Doctoral Consortium.  The GTC NZ 

Technology, Strategy and Planning General Manager arranged five interviews which were 

conducted in late November 2008. 

 

4.3.3 Structure of the Fieldwork 

 

As mentioned, this research undertook semi-structured open-ended interviews as the 

primary source of data collection.  The interviews were designed to elicit responses that 

would address the objectives of the study as mentioned in Research Objectives in the 

Introduction section of Chapter 3. Hence discussion points 2, 3 and 4 from the Scope of 

Interviews above. The format of the interviews was approved by both the University 

Ethics Committee and my research supervisor prior to the commencement of the first 

interview.  

 

4.3.4 Fieldwork Participants 

 

The following three tables list the interview participants from each GTC company. They 

identify the interview participants who took part in this research study by interview 

number and job role. Table 4.1 presents the participants from GTC Australia.   
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Interview Participant Role Function Division 

1 Head - Designing Capability Team  Solutions Delivery   Technology 

2 Head - Project Management Team  Solutions Delivery   Technology 

3 Head - Business Account Management Team Solutions Delivery   Technology 

4 Head - Proposition Capability  Lease Management Marketing 

5 General Manager - Solutions Delivery  Solutions Delivery   Technology 

6 Program Manager - Prepaid in Evolution  Solutions Delivery Technology 

7 Manager - Operating Expenses  Financial Planning 
& Analysis  Finance 

8 Manager - Sales, Investment & Planning Sales, Investment 
& Planning Sales 

9 Senior Project Manager 1 Solutions Delivery Technology 

10 Portfolio Manager  Solutions Delivery Technology 

11 Manager - Business Improvement Team & 
Acting Manager - Business Analyst Team Solutions Delivery Technology 

12 Project Manager Solutions Delivery Technology 

13 Contract Project Manager  Solutions Delivery Technology 

14 General Manager - Insights and Innovation Insights and 
Innovation Marketing 

15 Head - Management Information Systems  MIS Finance 

16 Senior Performance Analyst  Financial Planning 
& Analysis Finance 

17 General Manager - Self Service at Contact 
Capability  Customer Contact Customer 

Operations 
18 Senior Project Manager 2 Solutions Delivery Technology 

19 General Manager - Risk Services Risk Services Finance 

20 General Manager - Partner Performance & 
Governance 

Partner 
Performance & 
Governance 

Technology 

21 Head - Strategic Projects  Strategic Projects Sales 

22 General Manager - Technology, Strategy & 
Planning 

Technology, 
Strategy & 
Planning 

Technology 

Table 4.1: GTC Inc Australia interview participants 
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Table 4.2 identifies the GTC UK participants.   

 

Interview Participant Role Function  Division 

23 Head - IT Architecture IT Architecture IT 

24 Head - Service Strategy, Innovation and Design 
Service Strategy, 
Innovation and 
Design 

Technology 

25 Finance Business Partner for IT Financial Decisions 
Support Finance 

26 Manager - Business Improvement Business 
Improvement 

Business 
Improvement  

27 Head of IT (CIO) IT IT 

28 Head - Service Creation & Delivery Service Creation & 
Delivery Technology 

Table 4.2: GTC Inc UK interview participant 
 

GTC NZ participants are listed in table 4.3. 

 

Interview Participant Role Function Division 

29 General Manager - Planning, Architecture 
& Demand  

Planning, Architecture 
& Demand Technology 

30 Head - Demand Management   Planning, Architecture 
& Demand Technology 

31 Head - Enterprise Architecture   Planning, Architecture 
& Demand Technology 

32 Head - Technology Planning   Planning, Architecture 
& Demand Technology 

33 Head - IT Delivery   IT Technology 

Table 4.3: GTC Inc NZ interview participants 
 

4.3.5 Data Security and Storage 

 

Transcripts were reviewed once completed and a copy of each transcript was held by both 

myself and my supervisor.  A third copy is provided as Appendix D – a CD of the interview 

transcripts.   
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The original audio recordings of the interviews were secured within locked premises. 

 

4.4 Ethical Issues  
 

Approval was gained from the University of Technology, Sydney (UTS) ethics committee. 

The UTS process follows a defined procedure of developing and submitting an ethics 

application for approval.  

 

Signed organizational consent and hence approval to proceed with the research was 

obtained following a consultative process with three General Managers from the 

Technology division of the Australian company.   

 

No major ethical issues were encountered during this research. However, there was 

potential for ethical issues to arise during the research and these were predominantly 

related to the fieldwork and the subsequent storage of fieldwork data. These potential 

areas - consent to participate, confidentiality and the relationship with participants - were 

addressed as follows.  

 

4.4.1 Consent to Participate 

 

Full disclosure of the research was provided to the company’s management and the 

participants in order to obtain informed consent for the research study. This disclosure 

took the form of a consent form (both individual and organizational) explaining the 

reasons for the research, how the research will be undertaken, who will be facilitating the 

research and gaining agreement on how and to whom the research data and findings will 

be made available.  All research participants signed a consent form before any interviews 

were conducted.   
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4.4.2 Confidentiality 

 

The nature of the confidentiality was agreed upon with company management and the 

participants (via the appropriate consent form). As expected in research of this type the 

identities of interviewees have been kept anonymous as the data was de-identified so that 

details provided in the thesis cannot be attributed to any particular individual by name. 

However, due to the style of presentation (in the following chapter), data is attributed to 

an individual’s position and company location.  

 

4.4.3 Relationship with Participants 

 

When undertaking qualitative research, researchers build a trusting working relationship 

with the individual participants. Ethical issues may arise if one participant in the course of 

an interview makes disdainful comments about a previous or future participant. 

Fortunately issues like this did not occur but, as the researcher, I was vigilant about such 

situations. 

 

4.5 Method of Data Analysis 
 

All interviews were audio recorded and then transcribed into a full account of the 

interview. The transcribed interview was then transferred to the data analysis component 

of this research. Copies of all interview transcripts were made available to my research 

supervisor to facilitate the data analysis component of the study.   

 

The full interview transcript provides a full account of each participant’s description of his 

or her thoughts, observations and interpretations in regards to the area under study. Each 

transcript was initially summarised to obtain a general understanding of the data 

generated in the interviews and to ensure that each interview had captured pertinent 

data.  
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Following this summation, each transcript was systematically reviewed to allow ‘units of 

interest’ to be unearthed. Phenomenological researchers such as Ardley (2005) and 

Goulding (2005) use “units of meaning” or “significant statements” to refer to what I have 

termed ‘units of interest’. The term ‘units of interest’ is better suited to this stage of the 

data analysis process as the focus was to establish the importance to my study rather than 

attempting to determine any meaning from the textual data. In order to understand the 

meaning of each unearthed ‘unit of interest’, hermeneutic interpretation was employed 

to understand each unit in the context of an individual participant’s workplace experience, 

and to classify the units for the purpose of recognising common themes. This process of 

interpretation is presented in figure 4.2.  

 

 

 

 

 

 

 

 

Figure 4.2: Data Interpretation Process 
 

4.5.1 Units of Interest  

 

After completing the interview transcription, each interview was subjected to an 

independent initial review and analysis by my supervisor and myself.  The objective of this 

review and initial analysis was to determine a high level understanding of the interview 

content. The next step involved a detailed review and analysis which took the shape of 

dissecting each interview to unearth the units relevant to the research question. This 

detailed review and analysis process was performed manually by printing out the 

transcript, studying it carefully, and marking it up where appropriate. Units of interest 
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were identified by various indicators related to the key components of the study such as: 

workplace relationships; leadership styles; leadership in action; strategy development; 

strategy execution; the project process; governance and others which were more akin to 

the experience of the interviewee such as the description of a work practice; a statement 

of opinion; or a reference to a particular team or organizational business unit.  

 

Manually compiled lists were generated of all the units of interest that were identified 

within each interview transcript. As such, lists were compiled for each of the three GTC Inc 

operating companies whose employees took part in the research. At the analysis stage, 

interpretation of interview text was minimal as the units of interest were mostly 

articulated in the terms used by the interviewees. Where interpretation took place it was 

purely undertaken to associate the different wording used by one interviewee as opposed 

to that of another interviewee. Each interview provided between 19 and 44 units of 

interest, with an average of 31 units identified.  

 

4.5.2 Hermeneutic Interpretation  

 

As a mode of analysis, hermeneutics is used to gain an understanding of text (Myers 2006) 

or as an approach to the interpretation of meaning (Butler 1998). For my research, 

hermeneutics centres on developing the ability to comprehend an interviewee’s 

perspective in order to grasp the events or experiences that have shaped their viewpoint. 

As such, the aim of using this form of analysis was not only to understand the entire 

interview transcript, but also to be in a position to comprehend the individual components 

of an interview. Having garnered the units of interest from the transcripts, they were 

systematically appraised in order to elucidate the sense-making process in the context of 

the research.  

 

This resulted in the attainment of a rich picture of leadership practices and, in particular, 

their relationship to the IT/Business relationship at GTC.  
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4.5.3 Classification and Grouping  

 

Having interpreted each unit of interest in relation to the research question, it was then 

possible to understand its meaning and significance and classify it according to my 

groupings.  

 

My groupings included all meaningful elements for each the three GTC Inc operating 

companies. Each unit of interest was allocated to a group and the initial classifications 

used are identified in table 4.4.  

 

With the different sample sizes between the three GTC Inc operating companies, the need 

to ensure and contextual integrity across the data was paramount. Data integrity was 

preserved as the data grouping and classification was conducted at a company level rather 

than on a combined set of data. This integrity is witnessed in both table 4 and table 5 by 

the data classifications being listed by country.  

 

Initial Classifications 
Australia United Kingdom New Zealand 
Single Point of Contact Business Partner Model Dedicated Resources  

Governance Governance Governance 

Leadership  Leadership  Leadership  

Leadership Development  Leadership Development Leadership Development  

Outsourcing  Outsourcing  Outsourcing  

Relationships  Relationships  Relationships  

React to Competitors Respond to Competitors Respond to Competitors 

Strategy Strategy Strategy 

Projects Projects  

Accountability   Accountability  
Organization Structure  Organization Structure 
Portfolio   

Sales & Marketing   
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Culture   

 Business Operations IT Environment 
 Innovation  
 Process  

Table 4.4: Initial Classification of Units of Interest  
 

The next phase of the grouping of units of interest was to refine the groups to align to the 

areas which were fundamental to the knowledge sought from the research. The final 

classifications are shown below in table 4.5.  

 

Final Classifications 
Australia United Kingdom New Zealand 
Single Point of Contact Business Partner Model Dedicated Resources  

Governance Governance Governance 

Leadership  Leadership  Leadership  

Leadership Development  Leadership Development Leadership Development  

Outsourcing  Outsourcing  Outsourcing  

Relationships  Relationships  Relationships  

React to Competitors Respond to Competitors Respond to Competitors 

Strategy Strategy Strategy 

Projects Projects  

Portfolio   

Sales & Marketing   

Table 4.5: Final Classification of Units of Interest  
 

4.5.4 Dominant Themes  

 

When the classification of each unit of interest was completed for each GTC Inc company, 

I collated the material identified across the entire range of my research with spreadsheets. 

The research process produced over 1000 units of interest. The approximate country 

breakdown of units of interest was 640 from the Australia interviews, 200 from the United 

Kingdom interviews and 170 from the New Zealand interviews. Due the magnitude of 

information to be analysed, it was necessary to create individual spreadsheets for each 
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classification shown above to allow ease of access to required information and to also 

subdivide the classifications if possible. Some of the information could be easily organized 

into subgroups, for example:  

 

 The Relationship classification was split into the following five subdivisions - the IT–

Business Relationship at each company, Specific Relationships, Single Points of 

Contact, the Impact of Outsourcing and the Impact of Projects. 

 The Leadership classification was divided into the subdivisions of Leadership 

Practices and Leadership Development.    

 The Strategy classification was split into three subdivisions – Strategy Development 

and Definition, Strategy Execution and Governance. 

 

Some classifications were combined as in some instances their content was aligned more 

closely to another grouping: For example  

 

 Single Points of Contact, Business Partner Model and Dedicated Resources along 

with Outsourcing were combined with the Relationship classification  

 Portfolio was combined with the Governance classification 

 Reaction to Competitors and Response to Competitors were combined into the 

Execution subdivision of the Strategy classification 

 

The collation of units of interest across the entire range of interviews allowed dominant 

themes to emerge. During this process the information in the spreadsheets was searched 

and sorted to highlight similar areas or units and hence those of dominance. The 

spreadsheets retained the interview identifier and unit number, to ensure ease of 

reference back to appropriate marked up transcripts. Throughout the analysis, themes 

emerged that exist in many, if not the majority, of the interviews across all three 

companies. Themes also had varying dominance from “always” to “frequent” to 

“intermittent” but regardless of dominance, the themes were always considered 
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“meaningful”. The dominant themes which emerged from the data are shown in figure 4.3 

within their primary data classifications. 

 

 

 

 

 

 

 

 

 

Figure 4.3: Primary Data Classification and Dominant themes 
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However, I believe this to be unlikely as I had not been a practicing IT professional in the 

six years prior to the data collection of this research.  

 

During the data analysis and interpretation it is possible that I may have depicted meaning 

which some would believe insignificant or overlooked aspects others believe to be 

significant. This potentially leaves some understandings expressed in my analysis open to 

challenge from those who may have a different interpretation of the information 

presented.  

 

There are also some who might suggest the 33 interviews I undertook to be insufficient to 

gain the required depth of understanding from my research. To counter this argument, 

section 4.3.4 lists the very wide range of participants who took place in the research. 

Earlier in this chapter I commented on the immense volume of data that was initially 

gathered, then extracted and finally analysed. I seriously doubt that increasing the 

number of participants involved in this research would have altered or enhanced the 

results to be presented later in this thesis. The issue of quantity versus quality has long 

been an area for discussion in the research literature and for those undertaking 

phenomenological research. In regards to this issue Sanders (1982, p. 356) notes: 

 

… more subjects do not yield more information. Quantity should not be confused with 

quality. The phenomenologist must learn how to engage in in-depth probing of a 

limited number of individuals…too many subjects can become overwhelming.  

 

4.7 Conclusion 
 

Undoubtedly, the mass of data I analysed was immense and had I conducted more 

interviews the analysis and interpretation of the data would have become increasingly 

complex and drawn out. Upon reflection, the decision to conclude the research after 33 

interviews was astute. In the next chapter I present the results of my analysis. 
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Chapter 5 - Data Presentation 
 

5.1 Introduction  
 

This chapter presents interview data collected from the three GTC Inc companies (GTC Au, 

GTC NZ and GTC UK). No attempt is made to analyse the data in this chapter – that task 

will be addressed in the next chapter. At the time of data collection the corporate 

structure of each company was as follows: 

 

 GTC Au comprised the following divisions: Sales, Marketing and Customer Operations; 

Brand and People; Finance; Technology; and Governance  

 GTC NZ comprised the following divisions: Sales and Marketing; Customer Care; 

Technology; Finance; Corporate Affairs; Human Resources; and Legal  

 GTC UK comprised the following divisions: Marketing; Technology; Corporate Affairs; 

Finance; Human Resources; Business Development; Strategy and New Business; and 

Legal 

 

As medium-sized companies, GTC Au and GTC NZ have a simple hierarchical organizational 

structure consisting of the C-level, the General Manager (GM) level, Line Management and 

the operational level. This structure allows easy access to decision-makers and also 

delivers an environment where delegation is seen to flourish.  However, the perception of 

the degree of hierarchy varies across both companies.  

 

At GTC Au, the Head (Design Capability Team) felt that “there is not much hierarchy” and 

that there is considerable flexibility in interpretation of team leadership within the various 

divisions and their respective business functions (Interview 1). The Head (Project 

Management Team) agreed and inferred that “the leadership style is an informal one so 

there is a hierarchy but … it’s not formal and rigid if you know what I mean, so everyone is 

approachable and so everyone’s open” (Interview 2).  
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However two contrasting views emerged at GTC NZ, the GM (Planning, Architecture & 

Demand) remarked that we have a “hierarchical organization … with distinct verticals 

within our organization” (Interview 29), while the Head (IT Delivery) pointed out that 

“everything is open-planned, a GM or director … they’re in the same desk as everyone 

else.  [The CEO] has a bit of a wall kind of thing around his area but he’s out in the open. … 

It’s very easy to actually talk to the directors” (Interview 33).  

 

Within the structure of each company, the Information Technology (IT) function resides in 

the Technology Division.  For ease of reference the IT function and the Technology 

Division will be referred to as ‘IT/Technology’. Within GTC Inc, IT/Technology is extensively 

outsourced to global companies who provide IT operations, network services and 

applications development and maintenance (AD&M).  

 

The importance of IT/Technology to the company is reflected in the reporting structure, 

with the Head of Technology or Chief technology Officer (CTO) reporting directly to the 

Chief Executive Officer (CEO). An important point to be noted before the data is presented 

is that globally within GTC Inc the Technology division - and hence the IT function - is 

central to the company’s business. As the GTC Au GM (Partner Performance & 

Governance) pointed out, “technology is actually the core of what we do. It’s not as if it’s 

somewhat peripheral because the Network and the associated services around that are all 

Technology” (Interview 20).  Furthermore the GTC UK CIO argued that, “in terms of 

strategy and product and execution, IT or Technology has led the thinking and the 

execution” (Interview 27).  

 

IT/Technology is the core enabler as it is comprised of the network infrastructure and all 

the associated technology and information services. Furthermore, the role of 

IT/Technology within the company, and the nature of its relationship with the business 

operations, is manifested in the way in which the GTC Inc business units (BUs) operate. 
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Each BU fully understands that systems and solutions will not be developed or 

implemented without the support of IT/Technology. As the GTC Au Contract Project 

Manager stated, “[the business] know that they can’t sell or market anything without 

Technology’s support” (Interview 13). This was supported by the Head of the Business 

Account Management Team at GTC Au who commented “the key offering that we provide 

to our customers is based on technology platforms” (Interview 3). 

 

As identified previously, in section 4.5.4 Dominant Themes, three primary classifications 

have been used to organise the data – those of:  

 

1. Workplace relationships;   

2. The role of leadership; and  

3. The strategy development and execution process.  

 

Within each primary classification, a series of dominant themes emerged (see figure 4.3 in 

section 4.5.4 Dominant Themes). For ease of reference, the dominant themes model have 

been repeated below as figure 5.1  

 

 

 

 

 

 

 

 

 

Figure 5.1: Primary Data Classification and Dominant themes  
 

 

Workplace 
Relationships 

 
2. IT/Business Relationship
3. Specific Relationships 
4. Single Points of Contact 
5. Outsourcing 
6. Projects 

Leadership 
 

1. Leadership Practices 
2. Leadership Development 

Strategy 
 

1. Development & Definition 
2. Execution 
3. Market Change 
4. Governance  
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5.2 Workplace Relationships 
 

Workplace relationships are crucial to the way in which organizations operate and GTC Inc 

is no different.  Relationships between various business units, teams,  work groups, and 

individuals drive performance, as noted by the GTC Au Head (Strategic Projects) who 

commented “if you’re executing on a strategy, you’re running a project or you’re trying to 

change everything in the business, which is basically just run on change – having 

relationships makes that easy” (Interview 21). Each GTC Inc company has myriad 

relationships which are cultivated in the first instance at the employee level.  

 

From the data, two main dimensions of the relationship between IT/Technology and the 

remainder of the Business became apparent: 

 

1. The formal IT/Technology – Business relationship at each GTC Inc Company; and 

2. The role of specific informal relationships within each GTC Inc Company   

 

Three other dimensions of this relationship also surfaced from the data. They were:  

 

1. Single points of contact; 

2. The impact of outsourcing; and 

3. The impact of projects. 

 

5.2.1 The Relationship between IT/Technology and the Business Units 

 

5.2.1.1 The Formal IT/Technology – Business Relationship at GTC Au 

 

The perception of the nature of the relationship between IT/Technology and the BUs 

depends upon the group to which the perceiver belongs. Thus, to start with, 

IT/Technology see the relationship as three-sided: the BUs, themselves, and the outsource 
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partners. The BUs, however, view it as a two-sided relationship: themselves and 

IT/Technology. For them, the outsource partners perform their work under the auspices 

and direction of IT/Technology and are, thus, part of IT/Technology. As the Head of the 

Project Management Team put forward, “the business doesn’t care if it’s someone 

employed by [GTC Inc] or a contractor or if it’s someone from [an outsource partner]” 

(Interview 2). 

 

There is also a distinct difference in the perception of the quality of service offered to the 

BUs by IT/Technology. In general, IT/Technology believe the BUs do not have a good 

understanding of the solutions and services they provide. For example, a Project Manager 

claims that the solutions and services offered by IT/Technology are a ‘black box’ and a 

‘black art’ as far as the BUs are concerned. He argues that the relationship between the 

BUs and IT/Technology is a constant battle over competing BU priorities for the delivery 

and support of solutions and services (Interview 12). Given IT/Technology’s central role in 

the company’s business, and IT/Technology’s view of itself as a business partner to the 

BUs, this perception appears to contradict company rhetoric. However, the GM (Partner 

Performance & Governance) argues that many IT/Technology staff eventually transfer to 

the BUs due to the extent of their business knowledge – a consequence, as he puts it, of 

working closely with the BUs and the fact that “the understanding of technology and its 

relationship with the business is much more significantly embedded in a [GTC Inc] 

organization than it is with many others” (Interview 20).  

 

In general, however, many within the BU community view IT/Technology as a hindrance. 

The basis of this observation revolves around the processes required to be undertaken to 

embark on an IT project: as a Senior Project Manager pointed out, “there’s a perception 

within the business areas that Technology bog down project delivery with too much 

inefficient, ineffective process” (Interview 9). Also in some BUs, members are cynical 

about the value added by IT/Technology due to the high cost of services and the lack of 

timely delivered outcomes. The many issues and problems IT/Technology have to address, 
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such as supporting legacy systems and ensuring regulatory compliance, appear invisible to 

the BUs for whom IT/Technology, according to the GM (Technology, Strategy & Planning), 

is just a ‘necessary evil’. He claimed IT/Technology are “not a group that would be seen as 

being at the forefront of leading our business” (Interview 22).  Furthermore, most BUs 

view IT/Technology as followers of BU leadership rather than guiding the future business 

direction of GTC Au. Similarly, the Head of Proposition Capability suggest that 

IT/Technology lack knowledge of the commercial operations of GTC Au. This, she claims, is 

largely due to IT/Technology failing to be proactive with respect to business needs, and 

not having an “end-to-end view of business strategy” (Interview 4).   

 

5.2.1.2 The IT/Technology - Business Relationship at GTC UK 

 

The relationship between IT/Technology and the BUs at GTC UK is evolving, according to 

the Head of Service, Creation & Delivery, after a poor relationship had existed where 

IT/Technology was “perceived as taking too long to deliver and of being difficult to work 

with” (Interview 28). Many IT/Technology projects didn’t achieve their benefits as they 

had no business buy-in or sponsorship and the presence of many stand-alone silo systems 

led to the duplication of IT solutions and systems. Outsourcing has also hindered this 

workplace relationship by adding another layer of relationship complexity. However, the 

new CIO and the IT leadership team now work closely with the outsourcers to build trust 

and relationships between all involved parties through more effective stakeholder 

management. 

 

At GTC UK the IT/Technology function is heavily involved with all BUs in their dealings with 

external entities and the Head of Service, Creation & Delivery suggested that this in some 

cases has created a ‘fragmented view’ of IT/Technology. He noted further that “there isn’t 

a single entry point into Technology. For projects, there’re all these other relationships 

that are direct between networks and the business, IT and business, and service 
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operations and the business.  So we’ve got lots of touch points … we’ve [not] been as clear 

as we could’ve been about who you go to when” (Interview 28). 

 

The BUs are often frustrated with the outcomes provided by IT/Technology and, as the 

Business Improvement Manager warns, a consequence thereof is that the BUs will choose 

to work directly with external “partners which aren’t necessarily the ones that Technology 

has” (Interview 26). This would present potential risks to IT/Technology and GTC UK in 

regards to system robustness and legacy system integration.  

 

To interface with the outward-facing BUs of GTC UK, IT/Technology (and other support 

functions like Finance and Human Resources) acts as a partner. In this respect, the CIO 

argues that, as “hugely conflicting priorities” exist between the BUs and IT/Technology, 

“the only way you can manage them (BUs) sensibly is [to] get yourself into a partnership 

position” (Interview 27). To be considered a partner, he argues, individuals or teams 

within IT/Technology must develop and demonstrate trust. This allows joint technology 

decisions to be made and permits IT/Technology to provide solutions that deliver business 

value. It appears that the building of such trust by the new CIO is beginning to transform 

the relationship between IT/Technology and the BUs. 

 

In the challenging and constantly changing UK mobile telecommunications market, 

IT/Technology must balance the delivery of new initiatives with providing effective daily 

operational management and support to ensure GTC UK retain market share. With 

responsibility for planning, design and delivery of both internal and external IT services, 

the various IT/Technology groups need to interact effectively with the BUs. For example, 

IT Architecture is heavily involved in business strategy development as an IT architectural 

change is owned by a program of work (and not IT/Technology) which in turn is owned 

and controlled by a BU or several BUs.  
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Historically GTC UK was very technology-oriented and under this model IT/Technology 

controlled the pipeline of new products, strategy development and strategy execution. 

The Business Improvement Manager commented that during this technology orientation, 

IT/Technology were “not always brilliant at listening to our customers either internally or 

externally” (Interview 26). As the BUs grew dominant and the company became business-

led, IT/Technology shifted orientation and “made a real conscious effort to open IT up and 

to make it much more business focused” the Finance Business Partner for IT remarked 

(Interview 25). According to the new CIO (Interview 27), however, the orientation has now 

shifted to a middle position, with IT/Technology regaining a degree of control.  

 

5.2.1.3 The IT/Technology - Business Relationship at GTC NZ 

 

As reported by the Head (Enterprise Architecture), GTC NZ “is a relationship business” 

(Interview 31) and the ability to leverage a relationship is considered a key strength of the 

company.  This capability is also summed up by the Head of the Demand Team who stated 

that IT/Technology “need to be really flexible around how we can manage relationships” 

(Interview 30). The crucial element in building these flexible relationships is a reliance on 

IT/Technology resources being committed to each BU. Having a proactive person with 

good business knowledge and the ability to contribute a good technical solution is viewed 

as being critical to building respectful and trusting relationships.  

 

Within the organizational structure of IT/Technology, the three Planning, Architecture and 

Demand (PAD) teams who work closely together, have developed strong relationships 

with the BUs and internally with the remainder of IT/Technology. The Head (Enterprise 

Architecture) remarked that “we are working with general managers and managers in the 

other business units and so I guess our role is to support the process” (Interview 31). The 

Demand Team Head revealed that initially “there was conflict and pushback from 

Technology about why we were here, and there were some people who didn’t necessarily 

support the demand delivery model” (Interview 30).  As the Demand Management (DM) 
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team is relatively new and still developing its relationship with the BUs, it operates in “an 

interesting space where the business is a lot more engaging and positive than your own 

organization” (Interview 30). After the initial lack of support, the DM team have worked 

extremely hard to develop their internal relationships and now appear to be a trusted 

partner within IT/Technology. 

 

IT/Technology is deeply embedded in the business operations of GTC NZ. Both 

IT/Technology and the BUs know and understand each other’s challenges but tensions 

between both parties still prevail. A key challenge for IT/Technology is to extract from the 

various BUs the solutions or services they want built and delivered, as some BUs follow a 

short-term path to obtain immediate business benefit over pursuing a long-term view 

which may produce a broader and much larger business benefit. These situations can 

cause tension and conflict between IT/Technology and the BUs, as noted by the Head of 

the Demand Team who suggested “the business perception is that Technology don’t do a 

particularly good job of delivery for all of the normal reasons.  We’re late, we cost too 

much, we don’t deliver what they want” (Interview 30). It is in these cases that the 

dedicated PAD resource becomes a trusted advisor and valued member of both the BU 

and IT/Technology fraternities. According to the Head of Enterprise Architecture “the 

planners and demand managers are kind of managing the process … and kind of managing 

the people, and the architects are working with them right the way through that life cycle” 

(Interview 31). 

 

To overcome this tension and conflict, IT/Technology publish a regular ‘IT delivery 

communication’ and the IT Delivery Head noted that the communication provides details 

of IT/Technology achievements in the past month. This covers “all the things that we’ve 

delivered over this period saying here’s what we’ve done and … actually got delivered” 

(Interview 33). This communication has improved the credibility of the IT delivery group 

and IT/Technology overall through changing the perception of poor delivery held by some 

BUs, and is probably “the single best thing that’s improved the relationship” (Interview 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 91 

33). IT/Technology receive a great deal of feedback immediately after each ‘IT delivery 

communication’ is released, including a regular response from the CEO. 

 

5.2.2 Specific Relationships Identified 

 

Starting with GTC Au, a number of specific relationships within the IT/Technology-Business 

relationship were identified.  

 

1. The Technology Leadership Team (TLT)  

The TLT has a filtered relationship with the BUs. The relationship is via those in 

IT/Technology who are in daily contact with the BUs. This includes Project Managers 

(PMs), Business Account Managers (BAMs) and Service Owners (SOs) and other project 

related staff. A Contract Project Manager noted that “dealing with the [Technology 

Director and GMs] it’s passed through me to the wider business” (Interview 13). The 

TLT members only become directly involved in the relationship when important 

decisions need to be made.  

 

2. Technology, Strategy and Planning (TS&P)  

The TS&P group has three individual teams which are at the forefront of 

IT/Technology’s relationship with the BUs. The appropriate TS&P team is encouraged 

to be at the ‘coalface’ and interact directly with the relevant BUs. The GM 

(Technology, Strategy & Planning) encourages “the team to be right up at the face, 

very much involved directly” (Interview 22). 

 

3. Solutions Delivery (SD)  

The SD group has a number of areas where relationships are formed with BUs. 

 

o Project Managers (PMs) - are reported to have good, open, working relationships 

with the BUs and key business stakeholders. These relationships are built primarily 
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through the interpersonal skills of the PMs and their management of the project 

through its various life cycle stages. For most GTC Au PMs, relationships are built 

through communication and expectation management by facilitating stakeholder 

understanding of the basis upon which project decisions are made. A Project 

Manager commented that it is “not just a matter of a good working relationship 

because they’re able to be kept in the dark, … I have to work long and hard at 

helping them understand” (Interview 12). 

 

o Business Improvement (BI) - consists of two teams; the Business Analyst (BA) team 

and the Six Sigma team.  The BA is a key IT resource whose role is to interact with 

the BUs and assist them to understand the business rules and system 

requirements. As such, the BUs are dependent on the expertise of the BAs to 

translate an idea through the concept and feasibility stages into realisation. 

Therefore according to the Manager of the Business Improvement Team, a BA’s 

relationship with a BU is, “core; the business is dependent on them … and relies on 

them” (Interview 11) and is crucial to success. 

 

The Six Sigma team has the difficult task of delivering business improvement 

projects across GTC Au and has a mixed relationship with the BUs. While some BUs 

are very accepting of what they set out to do other BUs are dismissive of the Six 

Sigma team. The Business Improvement Team Manager remarked that “some 

parts of the business love [the Six Sigma guys] because they bring lots of efficiency. 

Some parts don’t like them because they introduce more bureaucracy” (Interview 

11). 

 

o Service Owners (SOs) - are responsible for the business-as-usual operations, and 

drive the relationship in this area as their role requires interaction with 

IT/Technology, the BUs and outsource partners. The SOs relationship with the BUs 

is reported to be sound but is hindered by the demands created by supporting 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 93 

myriad legacy systems and older platforms – a task which consumes resources that 

could otherwise be undertaking new work for the various BUs. In the IT operation 

space, the GM (Partner Performance & Governance) declared that, “we’ve got a 

group of people that basically embed themselves into the business ... they’re called 

Service Owners. They have an end-to-end view of a particular service and they’re 

responsible for that service working both with the partner and working with the 

BUs” (Interview 20). 

 

o The Business Account Managers (BAMs) - are central to the IT/Technology-

Business relationship as they are the first point of contact between the BUs and 

IT/Technology. BAMs manage the relationship through collaboration aimed at 

achieving the desired business outcomes. They are reported to have a very sound 

working relationship with the BUs by the Business Account Management Team 

Head, as the “group has been focused on managing the relationship with all of the 

business from an IT perspective” (Interview 3). 

 

4. Finance  

Overall, Finance has a good relationship with IT/Technology but, as with all these 

specific relationships, it is constructed at an individual level through collaboration on a 

piece of work or while participating in an actual project. This is endorsed by the 

Manager (Operating Expenses) who states that “one of the key pieces - that of building 

the relationship - is very, very important and I think getting the trust of those 

individuals that are actually in the operating arena means that you can work with 

them a lot better” (Interview 7). 

 

Within the Finance division the following areas were specifically highlighted in the 

interviews: 
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o Financial Planning & Analysis (FP&A) – are the link between Finance and 

IT/Technology or Finance and the BUs. FP&A staff are co-located and integrated 

within the BUs and develop close, trusting relationships with their business 

stakeholders and operational colleagues giving FP&A the ability to suggest ideas 

and support the BUs in attaining their goals. In support of co-location of FP&A 

staff, the Manager of Operating Expenses declared that “if you don’t see that 

person every day then you’re not necessarily going to build that relationship up 

with them so putting them on the same floor as the team that they’re actually 

supporting is quite critical” (Interview 7). 

 

o Management Information Systems (MIS) – the relationship with IT/Technology was 

greatly impacted by the previous MIS manager who apparently had an antagonistic 

approach to IT/Technology. The MIS group is a customer of IT/Technology but 

provides IT services through the data warehouse. It was reported that the 

relationship between MIS and IT/Technology has improved and at the personal 

level the relationships are now quite sound. However, as the Head of MIS states, 

“it’s a weird relationship because we are a customer of Technology but we are 

sometimes perceived as being part of Technology” (Interview 15). 

 

Risk Services - deal with the IT/Technology PMs, as all technology projects require 

business continuity input with respect to overcoming security breaches and/or 

deterring fraudulent activities. From a project perspective, the GM (Risk Services) 

believes the relationship “lacks maturity in that area, considering how important 

our IT applications are to our business” (Interview 19). This, she claims, is due to 

factors such as a lack of due care and attention with respect to where equipment is 

hosted, and the absence of partnering practices by the outsource providers.   
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5. Customer Service  

The interactions between Customer Service and IT/Technology are mostly of a break-

and-fix nature and concern day-to-day operations. Given the nature of the services 

provided to external customers the customer-facing units of this division (for example, 

the Call Centre) have direct interactions with IT/Technology and primarily with the 

Service Owners. From a business strategy perspective, Customer Service interacts with 

IT/Technology Architects and the BAMS regarding future technology directions that 

may be pursued. Through this close association, good relationships exist between all 

parties but again it is confined to the individual level where people work together on a 

daily basis. The GM (Self Service at Contact Capability) argues that this group have “a 

good relationship with the Architects in particular” (Interview 17).  

 

6.  The Relationship between Sales & Marketing and IT/Technology   

While the GTC Au organizational structure was previously noted as consisting of five 

divisions - Marketing, Sales and Customer Operations, Finance, Technology, Brand & 

People, and Governance - there are in fact two distinct partitions: 

 

1. Sales and Marketing are comprised of various teams of people who report levels of 

frustration as a result of their perception of too great an emphasis being placed on 

process in everyday practices.  As the outward-focusing arms of the organization, 

Sales and Marketing are perceived as receiving all the accolades and recognition 

within the company. 

 

2. The Rest is comprised of various teams of functional specialists who have a 

perception of not enough process being in place, and a lack of planning and 

structure within the company. By being categorized as support functions, divisions 

such as IT/Technology and Finance see themselves as ‘unglamorous components’ 

of GTC Au. 
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This idea that in practice there are only two distinct divisions within GTC Au, was 

endorsed by the Business Account Management Team Head when saying that, “you 

don’t get that same recognition. It’s generally the sales and marketing guys that are 

always being put up in front as stars, etcetera, getting all the recognition but that’s just 

the nature of the organization … in [finance] and technology areas people do work 

hard but it’s just not as glamorous” (Interview 3). 

 

The relationship between Sales and Marketing and IT/Technology appears to be based 

on different factors. For Sales, the relationship is considered to be at the unit level 

(Sales and IT or Sales and Technology) and based on a set of clear deliverables. From 

the IT and Technology perspective, as the Head of Strategic Projects remarks, Sales 

“had to build a close working relationship with a team of people called ‘service 

owners’ who manage the relationship into the [outsource vendors]” (Interview 21). To 

this extent the relationship is mostly good. However when deliverables are delayed 

and “given the fact that bottlenecks occur, [Sales] have had to go around these 

[service owners] and build relationships directly with the various vendors” (Interview 

21) in an attempt to overcome the delays.  

 

Marketing identify the development of customer products, and the daily use of 

systems and access to information, as key drivers of their relationship with 

IT/Technology. Overall the Marketing-IT/Technology relationship appears to be good, 

with most interactions handled at an individual level by team members.  

 

As a customer-facing division, Sales and Marketing appreciate that IT/Technology is 

core to the company and an enabler of customer products. However, Sales and 

Marketing are never entirely happy with IT/Technology. This is primarily because of 

delivery timeframes, as a Program Manager noted: “Marketing would like everything 

yesterday. I guess that’s any Telco: it’s fast and responsive to the market” (Interview 

6). Marketing driven projects are imperative for company revenue and require speed 
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to market and good management. A Senior Project Manager pointed out that 

IT/Technology PMs “tend to get a lot of marketing projects which have very rigorous 

timeframes and a lot of pressure and demand to deliver” (Interview 9).  

 

As Sales and Marketing mostly interact with IT/Technology for new projects, the 

relationship is based on the fundamental issues of communication and stakeholder 

management. Sales and Marketing often pursue high visibility projects and 

IT/Technology delivery can be constrained by factors such as process or methodology 

(at both company and project levels); the outsourced environment; and the 

proliferation of legacy systems. In essence, it is good personal relationships between 

Sales and Marketing project representatives and IT/Technology PMs that help drive 

efficient project delivery. This was supported by one Senior Project Manager who 

revealed that “the relationship is quite good. When Marketing want us to do 

something, we try to bend over backwards to do it. ... We try to be accommodating 

but we are constrained by our physical infrastructure as to how much we can do 

quickly” (Interview 18). 

 

7. Governance Groups 

Two key governance groups – the Commercial Group (CG) and the Portfolio Group 

(PG) – exist with the aim of ensuring that new initiatives undertaken by GTC Au 

provide value. The CG head is from Marketing while the PG head is from IT/Technology 

and due to the nature of their respective roles, they work closely together and have a 

sound working relationship. The Portfolio Manager reflected that “we both have to 

unbiasedly challenge each other’s stakeholders … it has to be a good working 

relationship to understand those trade-offs and what each area delivers to the 

business” (Interview 10). 
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Within GTC UK, several specific IT/Technology-Business relationships were identified.  

 

1. IT Architecture  

This team approves the technology direction for GTC UK and as such has a very strong 

relationship with the BUs and. In fact, the Head of IT Architecture suggested that the IT 

Architecture group is “key to the relationship with the business” (Interview 23) and is 

absolutely crucial to the relationships the rest of IT/Technology has with the BUs. 

While BU technology directions and solutions are influenced by the preferred IT 

architectural end-state, IT/Technology try not to constrain the BUs in achieving their 

own business goals. 

 

2. IT Delivery 

The IT delivery organization has a sole focus on the delivery of IT solutions and services 

into GTC UK. Comprising a combination of both GTC UK IT/Technology resources and 

outsource partner resources, this delivery function has enabled improved working 

relationships to be forged between IT/Technology staff and their BUs counterparts.  

 

3. Service, Strategy, Innovation and Design (SSID)  

SSID connects IT/Technology and the BUs in order to guide the system choice decision-

making process, which requires interaction with both the marketing and strategy 

divisions within GTC UK and GTC Group. This connection allows both groups to 

collaborate with regard to future technology and product developments. 

 

Within GTC NZ, several specific IT/Technology-Business relationships were identified.  

 

1. IT Delivery  

Generally the BUs have a favourable perception of the IT/Technology function but the 

relationship can be tense at times as the BUs drive IT to deliver. The Head of IT Delivery 

noted that “there is an expectation from the business that you actually have an 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 99 

understanding of all the issues” (Interview 33). Program Managers within 

IT/Technology take ownership for the delivery of projects into the BUs and require a 

very detailed understanding of the specific program of work. In this regard they act as 

the point of contact between IT/Technology and the BUs for delivery, in order to allow 

IT to have a single view back to the customer. Aligned to these Program Managers, are 

a number of IT Delivery Project Managers who develop the project level relationship 

“so you’ve got a team … it gives the business confidence that they’ve got a little bit of 

continuity and knowledge” stated the Head of IT Delivery (Interview 33). Credibility is 

essential for the delivery Program and Project Managers and their teams as they 

interact with multiple BU staff on projects. Without credibility, these teams would be 

unable to deliver appropriate solutions and services to the BUs. 

 

2. Demand Management 

Developing successful workplace relationships is a key endeavor for members of the 

DM team at GTC NZ. Each team member is dedicated to a BU and oversees the BU’s 

portfolio of initiatives and then homes in on the details of individual initiatives within 

the portfolio (Interview 30). Under this scenario, clear communication is guaranteed 

between all parties as DM team member opinions are valued during interactions with 

BU or IT/Technology staff.  

 

5.2.3 Single Points of Contact  

 

Single points of contact exist between IT/Technology and BUs and between the BUs at all 

three international locations. Within IT/Technology at GTC Au , the single points of contact 

are dedicated to new initiatives to be undertaken or the business as usual operations 

environment. The single points of contact into and out of IT/Technology for the BUs 

depend on the interaction and are: 1) BAMs for strategy development; 2) PMs for strategy 

execution; or 3) SOs for the business as usual operations.  

 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 100 

A BAM can be assigned to a single BU or multiple BUs based on the BU’s particular 

IT/Technology needs. In dealing with the BUs, the BAM team focus on new initiatives that 

will initially form part of the Integrated Business Plan (IBP) and eventually become 

strategy initiatives to be executed. In the business as usual environment at GTC Au, the 

SOs are the single contact point and ensure the BUs obtain the required services and 

systems support from the outsource partner(s) and IT/Technology, and that constructive 

feedback is provided to the outsource partner(s) to enable them to work effectively. A 

Contract Project Manager commented that “it’s all driven from our central core team so 

we have an overall end-to-end core team and various sub-unit core teams underneath … 

So from that there’s just all single points of contact” (Interview 13). 

 

Other BUs within GTC Au also utilise the single point of contact model. Within the Finance 

Division, the FP&A team act as the interface between Finance and the BUs and also 

provide financial leadership to the executive and the rest of the business. To perform this 

role FP&A analysts are dedicated to a particular BU (e.g. IT/Technology) and provide highly 

visible interactions, as confirmed by a Senior Performance Analyst who stated that, “it 

actually involves dealing with IT on a daily basis - whether it be the PMs or the GMs or the 

Delivery Leads - and gaining an in-depth understanding of what they’re trying to do from 

an operational point of view” (Interview 16). 

 

A business partnering model is in place at GTC UK and is used as the point of contact 

model for interactions with the various BUs and IT/Technology. The business partnering 

model is especially evident in support units such as Finance and Human Resources.  For 

IT/Technology this role is performed by the Service Strategy, Innovation and Design (SSID) 

team who interact with the BU management and bring IT and the BUs together. The Head 

of Service, Strategy, Innovation & Design declared, “I have some very powerful individuals 

that work for me … they perform business partner roles for the business so these are 

individuals sitting at the consumer business units … actioned with understanding the 

business and taking the technology problems and solving them” (Interview 24). 
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Within the Finance division at GTC UK, the Finance Business Partners (FBPs) are dedicated 

to the various BUs (including IT/Technology) and act as the interface between Finance and 

the BUs and, in an empowered role, run a BU’s finances. This was confirmed by the 

Finance Business Partner for IT who stated that the role was “chartered to run all the 

financial things for IT … I do feel quite empowered to do whatever I need to do for IT … 

and my opinion is trusted as well” (Interview 25). Interacting daily with the CIO and senior 

IT/Technology members, the FBP for IT is a member of the Technology Leadership Team 

and attends all management meetings. 

 

At GTC NZ, individual PAD team members are allocated to a BU. As a consequence, they 

develop a detailed understanding of the BU and a peripheral understanding of the other 

business areas. In some instances other IT/Technology staff members are allocated to a 

BU and, to match this, each BU has a program manager who is responsible for the delivery 

of IT/Technology projects into the BU. These close working arrangements allow strong 

links to be formed between IT/Technology (the PAD teams and individual IT/Technology 

staff) and the BUs. The GM (Planning, Architecture & Demand) noted “it’s quite a heavy 

involvement in terms of business interaction across all three teams” (Interview 29). 

 

The use of dedicated resources provides flexibility in managing 1) the workplace 

relationships between IT/Technology and the respective BU and 2) the work undertaken 

to support the BUs in achieving their goals. The Head of the Demand Team commented 

that her team “actually embed ourselves within [the BU’s] day-to-day culture and 

mindset” (Interview 30). While the Enterprise Architecture Head observed that “to 

perform the role [EA] need to have a very strong linkage with each of the business units” 

(Interview 31), where the individual architects in the EA group are dedicated to a specific 

BU to build the relationships that are crucial to ensuring that GTC NZ undertakes the right 

projects 
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In allocating dedicated resources to specific BUs the choice of person is crucial as this 

individual must develop a detailed understanding of their allocated BU. This was 

confirmed by the GTC NZ Head (Enterprise Architecture) who pronounced that “it does 

take the right sort of person … to take that ownership and be proactive and actually get in 

there and take a real interest in trying to understand the business goals”  (Interview 31). 

The ‘dedicated resources’ concept is advantageous for IT/Technology as various staff can 

acquire a comprehensive knowledge of certain aspects of GTC NZ’s business operations. 

The Head of the Demand Team noted “it is critical that you can work together and 

understand what those various parts of the business are actually trying to achieve or need 

to achieve” (Interview 30). This acts as a mechanism that allows IT/Technology as a whole 

to build and develop trust with each BU.  

 

5.2.4 The Impact of Outsourcing on Workplace Relationships 

 

In all three international locations, the IT/Technology environment is heavily outsourced. 

This strategy complicates the dealings and relationships between BUs, IT/Technology and 

outsource partner organizations. In this respect, the GTC Au GM (Insights & Innovation) 

commented that “dealing with our outsource IT provider is frustrating” (Interview 14). In 

each location, but to differing degrees, relationships are tested by a lack of clarity as to 

which of the internal partners (the BUs or IT/Technology) is managing the outsource 

partners. Tensions are exacerbated by the perception within the BUs in all locations that 

the outsource partners lengthen delivery times, are expensive, and are inflexible. The 

following comment from one of the GTC Au Senior Project Managers endorses this 

perspective: “Marketing perceives outsourcing to equal taking too long and costing too 

much and their perception is probably shared internally at the moment” (Interview 18). As 

such, the BUs generally comprehend that there is little benefit to be gained from the 

outsourcing strategy and as noted by the GTC UK Finance Business Partner for IT, “our IT 

Department, because it’s outsourced a lot of its work, can be tarred with the brush of 

where our outsource vendor is failing” (Interview 25). 
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In an attempt to improve this situation, IT/Technology at GTC Au has enhanced its 

partnering with the BUs. According to the GM (Partner Performance & Governance) “you 

need to have strategies around how you embed the partner organizations more 

effectively into the [GTC Inc] context” (Interview 20). One of the initiatives started in the 

area at GTC Au included the creation of a relationship manager (RM) who oversees 

relations with each outsource partner; and a Service Owner (SO) who acts as the conduit 

for a partner organization to directly interface with the BUs.  The SO ensures that the BUs 

get what they need from the vendors, and provides appropriate feedback to the vendors 

to enable them to work effectively. The assumption is that, for outsourcing to work 

successfully, outsource partners need to deal directly with the BUs. In some cases, the SO 

role is initiated by the vendor in order to interact with and build relationships directly with 

the BUs and therefore increase the vendor’s level of engagement. Areas such as Sales are 

building relationships directly with the outsource partners to overcome bottleneck 

situations in regards to the delivery of IT/Technology solutions and services. 

 

Most project work in this heavily outsourced environment engages multiple partners as 

observed by the GM (Partner Performance & Governance) who stated, “we’ve got a 

partner that looks after infrastructure, a partner that looks after application development 

and maintenance, and a partner that looks after networks so invariably almost everything 

you do from application in a service performance to project work, you need to engage 

with all those three partners” (Interview 20).  

 

Within the GTC Au outsourced IT/Technology environment the PMs have two roles. 

Firstly, they undertake a vendor management role and then as a Senior Project Manager 

remarked the “role is an integrator type role because they pull together resources from 

within Technology, the business, and vendors, and manage all of those resources to 

deliver the project” (Interview 9). Through these two roles the PMs ensure the BUs and 

the partners are held accountable for tasks, deliverables and resolving issues.  
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Having an appropriate model driven by the RM, PM or SO (depending on the nature of the 

interaction) allows the BUs to interact with one entity for all aspects related to a particular 

IT/Technology solution or service. From the BU perspective, this provides the business 

owner with a point of contact that can accommodate both the required IT/Technology 

components and the outsource partner components. This transparent outsourcing 

arrangement provides the BUs with a core team, led by a principal PM, controlling a 

number of sub-unit teams headed, for example, by a Technical PM, a Business PM or an 

Outsourcer’s PM, all of whom provide a point of contact to their particular stream of 

work. Some outsource partners have embraced the partner role as “you do get people in 

the outsourced environment who really do take on and embrace that thing of being a true 

partner … and that’s where relationships get built over time” remarked the Head of 

Strategic Projects (Interview 21). Engagement forums exist to assist the outsource 

partners to fully understand and be aligned with the strategies, as well as to develop 

suitable strategies and tactical plans to supplement those of GTC Au.  

 

The situation at GTC UK is different to that at GTC Au as an attempt is being made to 

facilitate a direct relationship between the outsource partners and the BUs. As the Head 

of IT Architecture confirmed, IT are “actually trying to encourage (the outsource partner) 

to be much more engaging with our business … we’re trying to pull them into having a 

much more direct relationship with the business” (Interview 23). 

 

The additional workload required to traverse the outsourced environment at GTC UK, has 

significantly impacted innovation. Under this model, IT/Technology solution delivery is 

managed via a contract which leaves little scope for the quick delivery of market-

determined initiatives. According to the Head of IT Architecture “we’ve outsourced the 

people used for development. That introduces a contract so if we want to deliver 

something quickly we have to leverage the contract” (Interview 23).   
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At GTC NZ outsourcing has created tension between IT/Technology and the outsource 

partners, and between IT/Technology and the BUs. The Head of Technology Planning 

divulged that “the business and Technology have got friction … Technology and the 

outsource partner have got friction as well because there’s no trust” (Interview 31). This is 

evident with the Applications Development & Maintenance (AD&M) contract where the 

outsource partner performs the development work only, and has no direct involvement 

with the client or business owner. Ironically this situation has forced IT/Technology to 

work more closely with the BUs to ensure their needs are achieved.  

 

5.2.5 The Impact of Projects on Workplace Relationships at GTC Au 

 

IT/Technology consider several crucial elements when creating project teams, such as the 

history between the BU and IT/Technology and the nature of the resources assigned to a 

project. These are crucial for successful relationships and communication between the 

PM, the project team, the respective business owner, and the BUs. In this respect, the 

Head (Project Management Team) offered the following statement: “the relationship 

dynamic between my team and different divisions in the organization is different 

noticeably; so the dynamic with Marketing is different to the dynamic with Finance, for 

example. It’s an important point for me because it has an impact on the mix of people you 

need … so it’s not a one size fits all” (Interview 2).  

 

It was reported that the main cause of an unsatisfactory project relationship is a disparity 

between the expected (from the BU perspective) and actual delivery of outcomes. A 

Program Manager suggested “it’s always a rocky relationship … there’s always this 

disconnect between what people in the business want versus when they can get it” 

(Interview 6).  Also in support of the need for good project level relationships, the Head of 

Strategic Projects remarked “if somebody takes on accountability to … own and drive a 

resolution to a deadline … you’re going to start having a better relationship with them 

because they’re making your life easier” (Interview 21). This is especially true when these 
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decisions are based on solid reasoning; follow a documented process and the relevant 

party (the BU or IT/Technology) is responsible for providing the relevant information.  

 

Big IT/Technology change programs at GTC Au, such as the billing system replacement, 

can deprive BU initiatives of needed investment and hence can initially tarnish 

IT/Technology’s image. Subsequently, however, IT/Technology received positive 

recognition for the new billing system, as it was viewed as successful by the BUs. In 

support of this The GM (Technology, Strategy & Planning) stated “[the new billing system 

is] starting to kick in now as being a real asset but … with the amount of investment that 

it’s had to take, it has meant that a lot of other projects have struggled to get as much 

investment as they want” (Interview 22). 

 

From a project methodology perspective the processes for getting a project approved and 

underway are well documented and known throughout GTC Au. The methodology sets out 

what to do from the concept through to delivery phases of a project. A performance 

template is created for each project covering planning, delivery and operational aspects of 

the proposed solution as well as incorporating governance and quality facets. Following a 

solution delivery, providing ongoing support and securing appropriate partner resources is 

the responsibility of the business as usual operations area. 

 

There can be considerable frustration with the amount of process involved in undertaking 

a project as the project methodology is perceived by the BUs to be inefficient and/or 

ineffective. To overcome this, certain individuals at GTC Au have relationships that can 

secure resources to accomplish initiatives and one of the Senior Project Managers 

remarked that, “in some cases business areas will try and work outside of the technology 

process” (Interview 9) for quicker project delivery. 

 

PMs at GTC Au are obliged to follow the project methodology, regulatory requirements, 

company standards and processes. A GTC Au Senior Project Manager noted that “the pure 
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methodology in terms of getting things approved as a project and the processes in terms 

of deploying to production, getting support arrangements in place, getting contracts in 

place with our vendors are the ones that do slow us down” (Interview 18). This was also 

supported by another Senior Project Manager who stated “the [BUs] want to get 

something implemented as quickly as possible but [the PMs] also need to follow some 

standard rigour and due process” (Interview 9). Other impediments to the project process 

at GTC Au include the need for input from business continuity and a BU perception that 

outsource partners will further delay project delivery by introducing their own processes.  

 

However, the project methodology can be adapted to meet individual project 

circumstances. One Senior Project Manager declared that “we are reasonably flexible … 

every project I’ve worked on up until probably the most recent one I’ve had to shape the 

methodology to fit” (Interview 18). BUs will often provide a product launch date and 

IT/Technology must then work from this date to plan all project activities. This Senior 

Project Manager also added that, “most of the initiatives I’ve been involved with have 

been Marketing driven ones … they need to move quickly because it’s imperative for 

revenue as opposed to going through a slower more rigorous cycle” (Interview 18).  

 

Projects are delivered through requisite project processes or by using workplace 

relationships. As project processes are seen as a hindrance by the BUs, workplace 

relationships are crucial for project execution. The Head of the Project Management Team 

confirmed this stating that “you get the project managers who deliver through process 

and project managers who deliver through relationships and ideally you want a 

combination of the two. People who deliver through process tend to struggle in [GTC Inc] 

because the relationship element is critical” (Interview 2). Hence a mix of process and 

relationships ensures successful project delivery. This is especially evident for project 

prioritization and issue resolution which are managed through relationships rather than 

data. In some instances project priorities are decided by individuals with influence and 

therefore the relationships between the PMs and the business owners are crucial to 
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ensure the correct prioritization decisions are made. However, for some IT/Technology 

PMs their relationship with various BUs and business owners appears to be a constant 

battle over priorities. 

 

In principle, ownership of, and accountability for, projects is the overall responsibility of 

the appropriate BU while the day to day responsibility resides with a business project 

owner. In practice, however they are spread thinly across the organization. In this respect, 

the Head of Design Capability reflected that “you have to have some sort of ownership. 

Typically what happens is you have a list of projects … and there is a business owner 

assigned to this … so it needs to be sure that this person [who] actually stands behind it 

and drives it” (Interview 1). Hence, BU engagement and ownership in the early project 

stages is essential to successfully initiate, execute and deploy projects, although, there can 

be an attitude that IT/Technology can make it happen without consideration for project 

funding or resourcing. Speaking from experience the GM (Solutions Delivery) revealed 

that, “a number of things are required to execute [projects] effectively and one of them is 

to have strong sponsorship [as] without that strong sponsorship execution is derailed” 

(Interview 5). 

 

No specific data was forthcoming at either GTC UK or GTC NZ on this theme (section 5.2.5) 

 

5.3 Leadership 
 

Leadership at GTC Inc is viewed as the creation of an environment which allows inspired 

staff members to perform at their optimal level. This is affirmed in the following quote 

obtained from the GTC Au Head (Strategic Projects) when discussing leadership: ‘it’s about 

setting up an environment; making people feel motivated and happy so they want to go 

that extra mile” (Interview 20).  
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5.3.1 Leadership Practices at GTC 

 

In general, leadership at GTC Au involves earning genuine respect from your peers, 

subordinates and superiors. To achieve this, the data suggests that an individual needs to 

develop a thorough knowledge base and gain the trust of others. It is acknowledged, 

however, that not everyone is successful in developing these leadership qualities. In this 

respect, the Manager of Operating Expenses argues that leadership “is a quality that not 

all individuals can demonstrate. I think it’s something that’s very difficult to learn from a 

textbook” (Interview 7). 

 

Good leaders at GTC Au are reported to have a holistic view across the organization, the 

BU, or the program of projects, and are able to engage with the detail if necessary. They 

are approachable, clear about objectives, decisive under pressure, provide appropriate 

direction and vision, and are capable of building empathic relationships. The Manager of 

Operating Expenses suggested that “a good leader is someone that people respect, look 

up to, aspire to being like, and want to work for” (Interview 7) while the Head of Strategic 

Projects noted that ‘a key part [of leadership] is having empathy with other people” 

(Interview 21).  

 

The C-level leadership at GTC Au are viewed as adaptable to the situation – something 

that is often witnessed through various interactions with staff. Through this adaptability, 

they influence similar adaptability in leaders below them.  The CEO is viewed as an 

inspirational, democratic and pacesetting leader who is considerate and interested in the 

employees of GTC Au. Furthermore, he is seen as a strong passionate leader who relies 

on, and is supported by, a capable team of GMs. The CFO, it is claimed, motivates his 

team, sets clear goals and holds people responsible for achieving these goals. As Head of 

Technology, the CTO is reported to be a decisive but approachable leader who wants to 

know what support he can provide the Technology GMs in order to enable the various 

individuals within the Technology division to execute their jobs.  
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Operating in an environment where constant change is the norm, a perception is held by 

some staff that the C-level leadership at GTC Au delegates too much responsibility to 

those below them. They report that while GTC Au senior leadership is very good at setting 

the vision and formulating strategy, too much responsibility for strategic execution is 

delegated to lower levels. In this respect, the GM Partner Performance & Governance 

argues that “[GTC Inc is] quite good in understanding the high-level visionary aspects and 

the sorts of things we should be focussing on and then leave it up to us [the GMs and 

below] to build the tactical plans on how we execute” (Interview 20).  

 

As the GM (Partner Performance & Governance) states, the C-level leadership at GTC Au 

has sanctioned the GMs to run the organization: “the GMs and … the layer underneath … 

are basically empowered to run the business so that the executive can focus on strategy, 

longer term view, and leading the business to where it wants to go” (Interview 20). 

Similarly, the GMs assume their direct reports will ensure delivery success.  This was also 

confirmed by the Head of Strategic Projects who commented: “the [C-level] set strategy 

here and leave the GMs to actually do everything else and the GMs in turn then expect a 

huge amount from someone at my level in terms of just making sure it happens” 

(Interview 21). 

 

At GTC Au, the TLT consists of the Technology GMs. This team “is very supportive in what 

you want to do”, as noted by the Contract Project Manager (Interview 13). The TLT is 

reported to operate collaboratively and focus on outcomes rather than managing at the 

task level. Thus, the operational levels control their own destiny and are expected to 

achieve the desired results, with the TLT only stepping in when needed. 

 

For the Sales Leadership Team (SLT) personal relationships with partners, stakeholders, 

colleagues and peers drive the Sales function. At GTC Au, the Sales GMs expect a lot from 

their people and presume they will undertake what is required to achieve their goals. As 
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reported by the Manager of Sales, Investment & Planning, Sales has “highly capable, 

highly motivated people … who feel empowered to … contribute the way they like” 

(Interview 8). 

 

Within Finance at GTC Au, the Manager of Management Information Systems commented 

that the CFO has “got quite a strong leadership team … [and the GMs] tend to hold the 

attitude of ‘get my own area sorted and then see where else I can help’” (Interview 15). 

Overall, the philosophy of the Finance Leadership Team (FLT) is to agree the direction and 

then allow the GMs to guide their respective teams toward that direction. As reported by 

the Senior Performance Analyst, the FP&A Manager is “quite casual in the way he 

approaches things and is a very good motivator. He’s the type of person who’ll sit with 

you to make sure you understand what he requires within a certain deliverable” 

(Interview 16). 

 

Similarly, the leadership in Customer Operations empowers staff to take responsibility for 

strategy execution and anyone at any level can take on a leadership role.   

 

There is significant focus at GTC Au on leading from a people perspective. In this respect, 

the Manager of Operating Expenses mentioned that as a leader “you’re having to 

influence lots of people within the business … the coaching and mentoring of people to 

get to that place is crucial” (Interview 7). As identified by the GM (Partner Performance & 

Governance) the [GTC Inc] motto ‘red, rock solid and restless’ captures part of that 

leadership and particularly the rock solid component “which is about making sure that 

we’ve got a whole team that feels they’re being led and are engaged and passionate 

about the business” (Interview 20). 

 

Building an empowering and collaborative leadership style is a challenge in the project 

environment which operates at GTC UK. Furthermore, the legacy culture is viewed by 

some as complicating the working environment further. In this respect, the Head of 
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Service, Strategy, Innovation & Design noted: “I’ve been here six months … it’s been a very 

difficult journey overcoming the old style corporate British culture” (Interview 24). 

However, longer-term employees, such as the Head of IT Architecture, are more optimistic 

about the new C-level leadership’s ability to change this legacy culture: “over the last two 

or three years the leadership right at the top level now is very open to challenge” 

(Interview 23). 

 

Those interviewed at GTC UK argued that new skills and behaviour patterns must be 

acquired across all levels to allow GTC UK to adapt to its market. For example, the 

Manager of Business Improvement commented that, “the best thing a leader can do is 

create leaders within his team and that’s achieved through empowerment” (Interview 26). 

An example of this practice is that of the Service Strategy, Innovation and Design (SSID) 

function, which sets the direction of strategy initiatives and then allows team members to 

shape these initiatives by determining what must be undertaken to achieve the desired 

outcomes. In this way, SSID team members influence and strategically focus IT/Technology 

to reap opportunities from current technology or technologies to be introduced in the 

future. As the Head of Service, Strategy, Innovation & Design reflected: “to be a leader 

sometimes you have to be a follower [as] quite often you have to get out of the way” 

(Interview 24) and not hinder your team members in achieving their goals. 

 

The CTO of GTC UK is perceived to have a strong focus on people and, in particular, the 

employee and the customer experience. Reported as operating in an open, intuitive and 

empowering manner the CTO is viewed as being very good at managing senior level 

relationships within GTC Group and GTC UK, and as having built a strong technology 

leadership team.  

 

After significant change and realignment to the business divisions, the GTC UK TLT “is 

building much stronger relationships with people in the business” claimed the Head of 

Service, Creation & Delivery (Interview 28). The TLT appears to be very productive and is 
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not solely comprised of IT/Technology members as the FBP for IT is a member who 

provides the necessary financial leadership. As most IT/Technology work is immediate, the 

TLT focus on the short-term rather than develop and envision a long-term IT/Technology 

vision. This short-term focus has led to stronger relationships with the various BUs and the 

outsource partners being built. Another challenge for the TLT is to balance the need for 

governance, process and outsourcing against the ability to provide innovation to assist the 

BUs in pursuing technologies, systems and solutions to achieve organizational goals. 

 

The Head of the Demand Team at GTC NZ reports that historically the C-level leadership in 

GTC NZ was considered as being disjointed and not working as a team (Interview 30). 

However, the interview data show that, under the current CEO, there has been a vast 

improvement and the C-level now operates as a team, sets direction and places a strong 

emphasis on the communication of strategy. The C-level has also begun to encourage 

coaching and mentoring at the operational levels and, as the Head of IT Delivery reports, 

are, “getting a lot better at painting that big picture” (Interview 33) 

 

Through vision and good direction setting, the CEO at GTC NZ is reported to be an 

assertive leader who drives high performance and has high expectations of the C-level 

team. The CEO has a strong IT background and drives the IT/Technology agenda through 

being clear and direct about what is expected from the IT/Technology teams. As a 

pacesetting leader, the CTO is in control of the GTC NZ IT/Technology agenda and is seen 

as driving the IT/Technology GMs and teams to achieve highly. Furthermore, the CTO is 

viewed as deliberately not providing the required detail to achieve this high standard, and 

hence leaving enough scope for talented staff members to take up the challenge.  

 

With respect to the GTC NZ TLT, the Head of Technology Planning remarked that “in terms 

of leadership they’ve all got their strengths individually” (Interview 32). The Demand Team 

Head agrees that the TLT is fully accountable for their individual component of 

IT/Technology, and that the GM-PAD and “his peers are working really closely and seem to 
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be very aligned which kind of gives me confidence that they are all talking in the same 

language and all actually share one common goal” (Interview 30). 

 

To assist the development of leadership capabilities at all levels, in all three GTC 

organizations, a number of leadership forums exist at the C-level, the GM-level and within 

the various business divisions. The collaborative outcomes of these forums are reported 

to be inspirational. A Senior Performance Analyst commented that it is motivating “seeing 

all the GMs work and lead in a manner that certainly is a real eye-opener, and having 

everybody be interested and actually step to the table to say no we don’t need to do that 

or yes we really do need to do that” (Interview 16).  

 

5.3.1.1 Empowerment as a Core Leadership Practice at GTC  

 

The environment created by the leaders at GTC Au is an empowered one where 

employees are expected to display leadership qualities by being clear about what is 

wanted and why it is wanted. As such, every employee must demonstrate a persuasive or 

influencing capability rather than relying on the power of their position in the hierarchy to 

achieve their designated goals. As the GM (Insights & Innovation) commented, “I certainly 

look for everyone to be a leader” (Interview 14).  

 

At GTC Au the GM of Self Service at Contact Capability noted “we all feel quite 

empowered and quite free to go and make our own decisions and how you make things 

happen” (Interview 17). The same is apparent at GTC UK where the Head of Service, 

Strategy, Innovation & Design suggested “I have an empowered organization … They’ll 

whinge about not enough detail here or too many working hours there but they are 

fundamentally in control of their own destiny” (Interview 24). Such empowerment is 

viewed as being crucial to the identification of potential leaders and their nurturing 

through the ranks. The GTC Inc motto - red, rock solid and restless – is a crucial 
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component of the empowered leadership practices at GTC, encouraging everyone to 

become engaged with the organization, and passionate about making a contribution to it. 

 

The philosophy at GTC Au is that new leaders are built through practice. There is the 

recognition that people in a junior position may have better skills and capabilities than 

someone positioned above them in the hierarchy and therefore, for example, a subject 

matter expert may provide leadership in some spheres rather than their designated 

superior. The Manager (Operating Expenses) advocated that “you’ve got to help decisions 

get made as quickly as possible in the right way with the right information and you can do 

that … regardless of what level you’re at … and so that’s the kind of unofficial leadership 

quality that I would see my role as requiring” (Interview 7). This is certainly evident in the 

FP&A team where performance analysts take a financial leadership role for their 

designated BU. 

 

Within other specific areas, the Sales, Investment and Planning Manager, for example, 

empowers staff to contribute to the attainment of the Sales Division’s, and GTC Au’s 

overall goals, without being constrained by operational tasks or a day-to-day routine. In 

this respect, he achieves good outcomes by ensuring that the interests of Sales staff and 

those of the organization are aligned through practices that benefit both GTC Au and their 

own development. Similarly, within Customer Service, the GM Self Service focuses on the 

outcome being delivered rather than on the method of its delivery, thus empowering staff 

to develop new and creative ways of solving problems.  

 

Within the Business Improvement (BI) team at GTC Au the business analyst (BA) is a junior 

position - a ‘bottom level role’ with no direct reports. The Manager (Business 

Improvement Team) noted that in relation to a BUs IT/Technology needs, the BAs “have 

got to influence without any power …they make the Business Owner trade-off between 

each of the items” (Interview 11).  All BAs exhibit influencing capabilities with respect to 

initiatives to be undertaken by IT/Technology. Similarly, the Six Sigma black belt team 
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define business improvement projects and have to influence the appropriate BU to 

undertake the project; convince them to come on board and secure project funding. The 

Manager (Business Improvement Team) commented that leadership skills were essential 

as “a Black Belt has to go and find the people to do it - influencing, negotiating … it’s the 

core of their role” (Interview 11). 

 

At GTC Inc, individuals are encouraged to develop the confidence to engage in ways to 

improve the organization without fear of reprimand and/or failure. As the GTC Au GM 

(Solutions Delivery) disclosed, “we are allowing people to work outside of their comfort 

zone but with some support there so it’s okay to make a mistake … [and] being quite 

honest and frank with feedback to encourage people’s growth and development” 

(Interview 5). In this respect, the GTC Au GM (Solutions Delivery) observed that, “overall 

at [GTC Inc], I do see a leadership style which is based on supportive coaching and 

developing people” (Interview 5). The GTC Au GM (Partner Performance & Governance) 

adds to this with the remark that “no matter where you sit in the organization there’s an 

expectation that the behaviours are appropriate” to the situation faced by both the 

individual and GTC Inc (Interview 20). In this way consistency of action is encouraged 

through the practice of making GTC values explicit. The GM (Insights & Innovation) 

elaborates further on these points in saying that there is a “notion of actually just trying to 

be quite open about who you are and coming to work yourself rather than putting on 

some sort of false view so you can do well in the company” (Interview 14). As such, 

employees are encouraged to engage in their work in authentic and confident fashion. 

This leads to self-motivated and committed staff, as the GM (Technology, Strategy & 

Planning) explains: “I usually don’t have to spend a lot of time picking people up and 

taking them forward; it’s in some ways the other way around” (Interview 22). 

 

The innovation process at GTC Au, managed by the Innovation Governance Board (IGB), is 

a prime example of leaders emerging from the general workforce. Innovation projects are 

extracurricular and not included in an employee’s designated work outcomes. For such a 
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project to succeed, the project proposer must be passionate about their idea, use their 

leadership skills to attract talent to the project and engage with the business to influence 

their priorities, that is, take on a leadership role. This extracurricular activity provides the 

staff involved with opportunities to expand their skill sets outside of their normal day-to-

day role. The GM (Self Service at Contact Capability) commented that “one of my guys was 

in the innovation board yesterday presenting to our CEO and other notables within the 

business … even though there is an organisational structure he’s still standing up and 

leading in his own right“. As such, proposing and delivering innovation projects is seen as 

one means of developing the leadership skills and capabilities of those fortunate enough 

to have their innovative idea accepted by the IGB.  

 

Empowered to ensure their projects are not impacted by underperforming BUs or team 

members, PMs possess the right to challenge any appropriate individual within GTC Au to 

ensure optimum project operation. Furthermore, they have full organizational support to 

escalate or resolve impediments to ensure project progress is not impacted. One of the 

Senior Project Managers commented that “as a Project Manager you’re held accountable 

for delivering this project to the market on time, on budget, etc., and at the end of the day 

you have the utmost support to do that so if … some issue is holding you up then you’re 

expected to find a resolution or escalate that to make sure that it happens” (Interview 18). 

 

All line management roles at GTC Au have leadership as a component of their job 

description. Part of this responsibility is recognising the leadership development needs of 

their staff. For example, the Head of Strategic Projects has two very different direct 

reports who both show strong leadership capability in their roles yet need additional 

leadership development in separate areas (interview 21). While encouraged to bring your 

own style and personality to leadership, the GM (Partner Performance & Governance) 

noted that there is a boundary within which all individuals must work as “there’s a [GTC 

Inc] way … an expectation of how you work … within the [GTC Inc] team” (Interview 20). 
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Empowerment is the prime mechanism for developing leadership capabilities in teams 

and individuals at GTC UK.  For example, the CIO has empowered IT/Technology staff to 

work cross-functionally and to engage more effectively with business customers and 

influence internal stakeholders and external suppliers. This was endorsed by the Finance 

Business Partner for IT who stated that leadership in IT/Technology is “quite a people 

focused leadership style… it’s quite open and I think it’s quite honest and responsive … it’s 

quite clear on accountability” (Interview 25).  Individual IT/Technology teams are 

empowered to develop their own plans and have responsibility and influence over what is 

delivered. IT/Technology’s contribution to the wider organization goals is fundamental to 

GTC UK’s success and has been substantiated by a shift in reporting lines as TLT now 

report globally to GTC Group rather than locally within GTC UK.  

 

Furthermore, within the IT Architecture team, individual architects work within ‘terms of 

agreement’ and are fully responsible for outcomes based on that agreement. As the Head 

of IT Architecture states: “all the guys in my team have a contract which says ‘these are 

principles we’re trying to apply’. It’s written out in black and white with examples, and on 

the inside cover it’s signed by myself and [the CIO].  So it’s very clear – all the guys on the 

team know clearly what we’re trying to do and the statement which we’ve signed basically 

says ‘if you do this, you know you’ll get 100% support” (Interview 23). Other teams (such 

as Marketing or Customer Management) are also fully empowered and use strategy 

guideline parameters provided by the C-level as the decision-making boundary. In this 

way, every GTC UK employee is empowered to make decisions based on the strategy 

guideline parameters. 

 

The leadership focus at GTC UK is on building a strong operational management team 

capable of assuming control of the operational side of the business which “will allow them 

to get better engagement with their teams and also build relationships outside” noted the 

Head of Service, Creation & Delivery (Interview 28). This has become evident in the 

IT/Technology project delivery arena with the creation of a delivery organization which 
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has ownership and responsibility for delivery and can therefore influence the final 

outcome in a fully sanctioned manner. 

 

In a similar vein to the GTC UK delivery organization, the DM team at GTC NZ also operate 

in a fully sanctioned manner.  The Demand Team Head commented that team members 

work in “an environment where they can operate as individuals. I am very clear about the 

fact that I hold them accountable to make those decisions for themselves” (Interview 30). 

This is also evident in the IT Delivery function where the Delivery PMs pursue work 

constructively with the BUs on projects to develop project level relationships. The GTC NZ 

Head of Technology Planning concurred and stated that, “all of the roles have a certain 

amount of leadership … the further up the chain you go the more leadership is expected” 

(Interview 32).  

 

5.3.2 Leadership Development  

 

Across GTC Inc, leadership development is undertaken via various strategies that include 

training programs, mentoring and coaching. Identifying potential leaders is a high priority 

and all local operating companies have undertaken a leadership assessment program. The 

Head of GTC NZ Enterprise Architecture noted that “[GTC Inc] puts a lot into leadership 

capability development. … Right now we’ve got another leadership program … It’s a Hayes 

Leadership course” (Interview 31). These programs help to identify and groom talented 

and high performing staff with a view towards succession planning. In this respect, the 

GTC Au GM - Partner Performance & Governance stated that “[GTC Inc] take identifying 

potential leaders very seriously and that’s part of the higher levels of Hayes engagement 

skills of understanding who’s the cream of the crop and succession planning” (Interview 

20). 

 

The C-level and GM levels at both GTC Au and GTC NZ have undertaken the global 

leadership assessment program and, according to the interview data, this has seen 
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marked improvement at these levels. The outcome from the leadership assessment is 

feedback on the leadership styles of the senior levels which is then shared among lower 

level managers and other key operational level staff. At the time of data collection the 

leadership assessment program was being undertaken by the line management level in 

order to identify the operational leadership styles. The GTC Au Manager of Management 

Information Systems revealed that her Hayes leadership style assessment “came back as … 

quite task focused” (Interview 15).  Furthermore, the Demand Team Head noted that it 

will be “good when we can all come together and actually see what our different 

leadership styles are” (Interview 30).   

 

At GTC NZ, the senior level leadership assessment experience has shown the leadership 

style to be quite static whereas the environment in which GTC NZ operates is dynamic. As 

a consequence of the leadership assessment, the TLT discovered a shortcoming in their 

development of their line management layer - it had not been encouraged to take 

appropriate control of the day-to-day IT/Technology operational aspects. As the GTC NZ 

GM (Planning, Architecture & Demand) remarked, “we tended to have … what appeared 

to be a reasonably strong leadership team in Technology but with a reasonably weak 

management team underneath them. I think part of the problem was that the leadership 

team was probably doing too much of the work” (Interview 29). Change is now beginning 

to take place in this area with line managers becoming more responsible for the 

management and control of IT/Technology. 

 

5.3.2.1 Identifying and Managing Talent 

 

Once potential leaders have been identified, GTC Au rotates these talented employees 

through various leadership groups where they are developed through experience and 

exposed to various aspects of the organization’s business environment. The Manager 

(Sales, Investment & Planning) captures this process succinctly and commented that, “we 
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find people with talent, we latch onto them and we actually nurture them to a leadership 

position” (Interview 8). 

 

Similarly, the approach taken at GTC UK to develop potential leaders is to get the right 

people into the leadership frame. As the Head of Service, Creation & Delivery pointed out 

that GTC UK has “got some good people that are now beginning to come to the fore in 

terms of demonstrating good leadership skills. … Obviously getting the people on the right 

bus is a key aspect” (Interview 28). 

 

At GTC NZ, there are concerns about talent not being suitably nurtured. In this respect, 

the GM (Planning, Architecture & Demand) commented that “the secret is really to 

encourage that talent to grow and I think in some ways we haven’t allowed that talent to 

grow as best we could” (Interview 29). 

 

5.3.2.2 Coaching and Mentoring at GTC Au and GTC NZ 

 

Within GTC Au individuals are expected to approach a more experienced or senior staff 

member at any level to be their coach or mentor. However, a GM or line manager can 

provide assistance in finding an appropriate coach. One Senior Project Manager revealed 

that there was a culture within GTC Inc where “you can approach most people and say 

look I really like the way you work, would you mind spending some time with me, you 

know, in terms of giving me a few tips” (Interview 18). This expectation has emerged from 

a global GTC Inc venture called ‘adopt a coach’.  

 

In the various work teams at GTC Au, coaching and mentoring tends to be the 

responsibility of the appropriate project or line manager. According to the Manager of 

Operating Expenses the line manager’s role is “very much a coaching role … and 

demonstrating the sorts of skills that you think they should be moving up to” (Interview 

7). By taking a coaching role over direct reports, a manager is able to encourage these 
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staff members to maximize their potential and take on more responsibility. The GM 

(Technology, Strategy & Planning) remarked “I try to develop my people to really take on a 

lot of that leadership themselves and for me just to be guiding and mentoring” (Interview 

22). One of the Senior Project Managers commented that “leadership is more guiding, 

mentoring, coaching than taking on doing their job when the going gets too tough” 

(Interview 18). As an example Business Improvement (BI) leadership encourages and 

supports its staff to take responsibility and risks and to use these experiences as 

opportunities to develop and grow. 

 

The leadership styles of GMs within GTC Au vary depending on the actual individual, but a 

consistent quality is coaching. Within Marketing the GM (Insights & Innovation) has a 

leadership style that could be described as encompassing a combination of envisioning, 

empowering and partnering coupled with coaching.  Similarly, the GM (Risk Services) 

focuses on coaching and partnering according to the person and situation.  

 

At GTC NZ it is an individual’s responsibility to approach an appropriate coach or mentor 

who can best assist them in their endeavours. However, a small leadership development 

gap exists in the coaching and mentoring environment as the style applied may not always 

assist an individual’s personal and/or leadership development. The Head of the Demand 

Team confirmed that the C-level “really support the mentoring/coaching type 

environment … I haven’t found that it’s necessarily helped me … but it’s helped me have 

those conversations with more senior people” (Interview 30). The GM PAD, who is 

reported to be well-respected within the C-level and the GM community, has recently 

coached three PAD line managers, and their respective teams, to form an effective 

leadership team with the GM; while the Head of Technology Planning uses mentoring in 

assisting individual team members to work on the areas requiring development. The Head 

of Enterprise Architecture disclosed that “part of my role is to provide a lot of, I guess, 

coaching activities and I meet with each of my team once a week to talk about their work 

and how things are going and how they’re going with their interactions with the business” 
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(Interview 31). He also argued that coaching was used as a career development 

mechanism and as a means of developing business knowledge within the team. 

 

No specific data was forthcoming at GTC UK on this theme (section 5.3.2.2) 

 

5.3.2.3 Staff Development and Performance Management at GTC Au and GTC NZ 

 

Staff development through both formal and informal techniques is very prevalent at GTC 

Au and predominantly begins with discussions between managers and staff regarding 

career expectations and progression. Within GTC Au formal training programs exist in 

both soft and hard skill areas and a global GTC Inc methodology is used to identify 

employees in different groupings and to tailor training between business and technical 

skills depending on the grouping. To identify the different groupings of employees the GM 

of Risk Services GTC Au stated that “we basically sit down as a GM team … and we have a 

look at our business critical people … at talented people, ... then motivate or rotate people 

and then people who have just come into their roles and are genuinely motivated to do a 

really good job” (Interview 19). In addition, to further develop careers, staff members 

often move between the various BUs units of the organization. 

 

General programs are also in place, helping to develop leadership capabilities such as 

conflict management, leading high performance and conducting difficult conversations 

with others. These programs are customized to the various levels within GTC Au (e.g., 

GMs, line management and daily operations) and as indicated by the  GM (Insights & 

Innovation) these “are programs that we actually run at the four levels and they’re 

tailored a bit differently” (Interview 14).  

 

Performance management is another aspect of developing staff at GTC Au. As part of the 

annual performance review cycle, individual managers undertake performance and 

development sessions with their staff which mainly target setting work performance 
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objectives and targets. A Senior Project Manager suggested both formal and informal 

career development takes place on a periodic basis as “formal [reviews] are at a six 

monthly point but in my own one-to-ones with my people we review those on a regular 

basis” (Interview 9). Regarding employee progression the Manager of Operating Expenses 

commented “we do succession planning and then development planning from there - soft 

skill-set and the hard skills and thus full training. … Setting objectives through the year is 

probably the main way of doing that development” (Interview 7). 

 

Furthermore, subordinates provide annual performance review feedback on their 

managers and leaders. The Head of the Design Capability Team divulged that “we try to 

provide feedback to our leaders. We have reviews [a 360 degree review] … I just recently 

did something for [my manager] … he asked for all his direct reports to fill out a form and 

be honest” (Interview 1). In this respect, the NZ Head of Technology Planning commented 

that 360 degree feedback was a component of the GTC NZ performance process 

(Interview 32). 

 

To address mediocre performance and develop underperforming staff, managers give 

direct feedback on ways to improve performance. Within Solutions Delivery the GM 

provides “feedback on the spot so people develop … in a coaching way but it is being quite 

open and honest” (Interview 5). Immediate feedback and the flexibility to try new 

approaches is provided to Technology, Strategy & Planning staff by their GM: “while 

they’re doing their work - it might be leading some project or activity - and being involved 

in the meetings … seeing how they’re leading and providing feedback” (Interview 22). 

 

Operating in a small market with a small pool of knowledgeable resources, having the 

right person in the right role is also crucial and GTC NZ develops employees in all 

operational aspects to ensure expertise is retained. Formal training and development exist 

but a greater emphasis is placed on mentoring junior staff into more senior roles as noted 

by the Head of Technology Planning who said, “there is a certain amount of training where 
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you can … mentor someone into that role and bring a junior in to take over your role” 

(Interview 32).  

 

Graduate programs exist where staff can volunteer to support and coach new graduates 

who are commencing their GTC Inc careers. Surveys also feature at GTC NZ and in 

particular play a role in performance management of IT/Technology as a whole. However 

the Head of IT Delivery remarked there is a “difficulty in trying to survey what we do. We 

put one together with one of the areas recently and it always becomes very difficult when 

you actually try and measure the business view of IT” (Interview 33). 

 

At a company level, surveys are undertaken by GTC Au in order to determine staff 

attitudes to the company and its leadership by investigating how employees understand 

the organization, their impressions of leadership and how, if at all, leadership effects them 

in their daily job. The GM of Self Service at Contact Capability put this more simply when 

stating that, “we do surveys, we do quite a bit of people stuff around how do our people 

feel, what does the leadership look like, how’s the leadership impacting them” (Interview 

17). 

 

No specific data was forthcoming at GTC UK on this theme (section 5.3.2.3) 

 

5.4 Strategy 
 

In an overarching role with a business centric view of all global operations, GTC Inc Group 

has enormous influence on all the operating companies (such as GTC Au, GTC UK and GTC 

NZ) and provides strong organizational governance for global strategy. In regards to 

strategy development and execution, each operating company is constrained by GTC Inc 

Group where a corporate strategy group sets a global level strategy. In developing this 

global strategy, TS&P (GTC Au) and PAD (GTC NZ) communicate country specific plans to 

GTC Inc Group. The GM (Partner Performance & Governance) commented that the local 
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strategy development process has “a global overlay on top … in terms of global strategy … 

which we modify to suit our local circumstance” (Interview 20). 

 

5.4.1 Strategy Development and Definition 

 

Strategy development at GTC Inc has two focal areas: (i) the development of long-term 

strategies which focuses on where the company wants to be in the future: “a high level 

view as to what we want to try and achieve next year or the next five years or ten years” 

(the Manager of Operating Expenses - Interview 7); and (ii) a focus is upon the 

effectiveness of strategy execution. At GTC Au, the Manager of Sales, Investment and 

Planning noted that “the strategy is formulated here through an IBP [the Integrated 

Business Plan] … that says … these are our key pillars that we have to focus on” (Interview 

8). The IBP details the initiatives selected for the ensuing 12-month execution period. 

 

The strategy development process at GTC Au is explained by the GM of Partner 

Performance & Governance: “in terms of the process, we’ve actually got … what we call 

our Integrated Business Plan which brings all of the components together … what we’re 

going to do the following year, the first year of a three-year plan” (Interview 20). The key 

areas of the IBP are known as strategic pillars and together with the overall strategies are 

fundamental to the nature of GTC Au’s business. Each strategic pillar has a set of enabler 

areas from which the BUs will develop a number of initiatives which form the basis of the 

IBP. GTC Au spends approximately six months prior to the next execution year defining the 

IBP. This is accomplished through refining the longer-term three-year strategies, in 

conjunction with utilising current business knowledge and an understanding of the market 

to determine what initiatives will be undertaken to enable the BUs to achieve their goals.   

 

The IBP works at two levels within GTC Au for the ensuing execution period. Firstly the IBP 

acts as an overall strategic plan and secondly it becomes a detailed forecast budget. When 

the IBP detail has been finalised it is reviewed by an executive forum. This iterative 
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process (finalise IBP, review, amend, review, etc.) takes place during the latter stages of 

the IBP’s development and the final version is known as the detailed forecast budget and 

forms the basis of the detailed plan for the next 12-month execution period (April to 

March). Hence, over the period of developing the IBP it progresses from a strategic plan to 

a detailed forecast before finally becoming an execution roadmap. The Head (Proposition 

Capability) noted “the IBP is a three-year plan which in the last year turns into a detailed 

plan” (Interview 4). Sales and Marketing have the vision for the marketplace and the 

customer while TS&P have the understanding of the technology outlook. Both groups are 

very involved at the detail-level of this strategy process, as the IBP moves into the 

execution window.  

 

The Business Improvement (BI) team run strategic business planning workshops with the 

C-level and GMs of GTC Au with the aim of defining an organizational strategy that can be: 

1) articulated to those with delivery responsibility and 2) reduced to individual BU or 

functional area strategies. The GM of Risk Services asserted that GTC Au ”do, generally 

speaking, a fairly exceptional job here of articulating the strategies. We spend quite a bit 

of time on it and flowing that down into individual strategies and flowing that down into 

more functional ones” (Interview 19). This ensures that the right people in the business 

are engaged to create and deliver strategy initiatives and that the BUs work together to 

understand how their initiatives play a role in the overall strategy.  

 

At the operational levels, PMs focus on individual strategy initiatives rather than the 

overall strategy and, as such, they perceive a lack of communication with regards to 

overall corporate strategy. One of the Senior Project Managers suggested that at “[my] 

level there’s a perception that we don’t see a lot of the business strategy filtering down 

into what we do day-to-day” (Interview 9). This lack of strategy communication hinders 

the operational level and as another Project Manager commented, “I wouldn’t know what 

portion of my project or any one of the projects that I’m working on … contributes to the 

current corporate objective or current strategy” (Interview 12). 
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From an IT/Technology perspective at GTC Au the TS&P group are involved in coordinating 

the evolution of a list of projects from the IBP to become the 12-month execution plan. 

The detail for each project is developed by the respective BUs and IT/Technology (the 

BAMs and other areas if needed). A Senior Project Manager commented on the process of 

converting IBP initiatives into initiatives within the 12-month execution plan: “initially it’s 

the concepts - the ideas - but they haven’t necessarily got a lot of detail behind them and 

they’ll look to develop those … the BAM is strongly involved to work with them - to go 

‘okay let’s try and progress these’” (Interview 18). Once the detail has been defined there 

is huge demand for project delivery against the 12-month execution plan. 

 

The equivalent of the IBP at GTC NZ is the Detailed Budget Plan (DBP).  At GTC NZ the PAD 

teams work with the BUs to outline the technology components of the DBP. The Head of 

Enterprise Architecture remarked that the group “are responsible for … working with the 

business to understand what our business strategies are” (Interview 31) to bring their 

requirements together to form a collective path forward for GTC NZ. As such, the EA team 

provide a holistic picture of all business initiatives to allow synergies to be found. During 

the DBP finalization process the EA team develop an architectural roadmap for the BUs to 

ensure “that our technology roadmaps are aligned with their business direction” 

(Interview 31) and that all requested technologies align with the GTC NZ strategic 

roadmap. The Demand Management (DM) team “engage with the business to work 

through all of the initiatives [and] understand what it is that they’re trying to achieve from 

a business perspective that has technology deliverables” and, where possible, develop a 

common set of GTC NZ requirements, noted the Head of the Demand Team (Interview 

30). 

 

At GTC UK, strategy is formulated through the one-year planning cycle.  From an 

IT/Technology perspective at GTC UK, the Head of Service, Strategy, Innovation & Design 

mentioned that the SSID teams “take our customer experience to Technology so strategy 
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comes down to architecture and design decisions” (Interview 24). The SSID function use 

one, three and five year views of the market to glean future opportunities for GTC UK. 

Within SSID, the Service Innovation Function (SIF) and the Service Architecture and Design 

(SAD) are key groups having a medium-term view of the marketplace. The SIF group shape 

future BU roadmaps through a two-to-three year view of the market whereas the SAD 

group has a crucial responsibility in making better strategy decisions early and potentially 

stopping initiatives that should not be commenced. The IT Architecture group is involved 

in the one- and three-year strategy planning cycles which the SAD group turn into 

propositions that become strategy initiatives in the appropriate 12-month execution 

period.  

 

GTC UK strategy is constructed to support nine strategic pillars which provide a long-term 

focus and encourage the BUs to extend the planning horizon. The strategic pillars allow 

alignment to a strategic goal and ultimately provide control over the delivery road map. 

Through ensuring that initiatives align with the strategic pillars, IT/Technology are in a 

position to become more proactive in prioritizing initiatives, obtaining synergies between 

initiatives and removing duplicate initiatives. Keeping pace with business operations is a 

big challenge for IT/Technology and a strategic pillar for IT Capacity exists which targets 

investments in capacity and support. All development projects commenced at GTC UK, 

and any initiatives undertaken within transformation programs, must be aligned to a 

strategic pillar. The Head of IT Architecture commented that the …”IT capacity [is] owned 

by [the CIO] … but all these other ones are headed up by different sponsors so each one … 

has got a remit of making sure it is aligned to the strategies” (Interview 23). 

 

The importance of the strategic pillars is also evident in the delivery matrix organization at 

GTC UK, as delivery programs are aligned to functional areas (and hence strategic pillars) 

rather than to specific BUs. Outsource partners have also aligned their delivery to the 

strategic pillars framework. The Head of Service, Creation & Delivery commented that 
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previously all “delivery programs were very aligned with individual business units. [Now] 

we’ve brought our delivery programs together to be more synergistic” (Interview 28). 

 

Investment decisions for initiatives or transformation programs aligned to a strategic pillar 

are made by the Strategic Portfolio Management Board (SPMB). The Business 

Improvement Manager commented that previously within GTC UK the leadership was not 

“ruthless about what is going to deliver the most towards the strategy and actually cut out 

a lot of stuff”. However, now the SPMB “is starting to make clear decisions about our 

focus and there is some definite improvements” (Interview 26) in this process about which 

strategy initiatives or transformation programs will deliver the best outcomes for GTC UK, 

and which initiatives to remove or defer. 

 

5.4.2 Strategy Execution 

 

Strategy execution is the conversion of the initiatives defined in the IBP or its equivalent at 

GTC NZ (the DBP) and at GTC UK (the one year planning cycle) into actual projects and is 

impacted by factors including actual project performance, governance and portfolio 

processes, workplace relationships, the appearance of new initiatives and the ability to 

react to competitors.  As mentioned earlier, relationships play a part in everything at GTC 

Au: nothing can be accomplished without a workplace relationship being in place, as the 

Head of Strategic Projects declared, “it’s not what you know, it’s who you know” 

(Interview 21), and the Portfolio Manager concurred: “relationships definitely play a part 

… no doubt about it” (Interview 10).  

 

5.4.2.1 Monitoring Strategy Execution at GTC Au 

 

In essence the IBP has set out the initiatives to allow GTC Au to realise their vision for the 

next execution period. However, strategy execution at GTC Au is impacted by several 

factors such as:  
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1. a lack of prioritization of strategy initiatives (in-flight projects);  

2. no systematic approach to detailed planning of new initiatives; and 

3. a reluctance to stop strategy initiatives (in-flight projects) once commenced 

 

The buy-in to the strategies is good which helps execution but once commenced the 

actual strategy can become a revolving entity as change occurs. There are times when GTC 

Au deviate from the plan to accommodate new initiatives or bypass initiatives that are no 

longer a priority. However, the Head of Strategic Projects declared that GTC Au “is actually 

not very good at stopping things [during the 12-month execution period]; if something is 

supposed to stop, it doesn’t really and then you actually end up with much more at the 

end of the year, that you’re doing, than you planned” (Interview 21). 

 

The Head of the GTC Au Project Management Team noted that the PM team “deliver [the 

strategy] through structured projects and programs” (Interview 2). PMs do the largest part 

of strategy execution as asserted by the Portfolio Manager who stated that strategy 

“execution is done by Project Managers … [as they] deliver outcomes and those outcomes 

should be aligned with the strategies” (Interview 10). Through this program of projects, 

business ownership, strong visible sponsorship and accountability for delivery are in place 

for successful execution of strategy initiatives.  

 

No specific data was forthcoming at either GTC UK or GTC NZ on this theme (section 

5.4.2.1) 

 

5.4.2.2 The Impact of IT/Technology on Strategy Execution at GTC Au and GTC UK 

 

At GTC Au, the BUs appreciate that solutions will not be developed nor initiatives 

deployed without the drive or commitment of IT/Technology. However, some hostility 

exists from the BUs toward IT/Technology with regard to their role in the strategy 

processes. As a consequence of their heavy involvement during the development of the 
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IBP, IT/Technology is seen as “not necessarily have a view of what the end-to-end business 

strategy is and doesn’t probably understand the commercial side [of the GTC Au 

business]” according to the Head of Proposition Capability (Interview 4). 

 

No clear and coherent IT strategy exists which can be articulated throughout GTC Au and 

this creates tension between IT/Technology and the BUs in understanding where 

initiatives fit within the IT/Technology environment. As the Head of Management 

Information Systems declared: “what I see missing is a holistic … IT strategy view point. 

This is where the architecture sits behind it, here’s your information governance, data 

governance type set ups. It doesn’t really feel like that exists” (Interview 15). The GM of 

Technology Strategy & Planning concurred about a poor IT Strategy and stated “we don’t 

have a coherent IT strategy that’s taking us somewhere. It’s just a whole lot of bits and 

pieces taking us in different directions” (Interview 22). 

 

The GTC Au capital budget (Capex) allocation is divided across three areas: strategic 

enabler projects (longer term initiatives); the business as usual environment; and projects 

to be implemented via the 12-month execution plan. The GM of Technology, Strategy & 

Planning detailed this more simply when commenting that, “we usually have a bunch of 

money [our capital budget] that we have for maintenance and capacity; a bunch of 

projects around more strategic enablers; and then a bunch of … business projects that 

deliver either cost savings or enhance our business” (Interview 22). Some projects deliver 

to long-term strategies as requisite changes to the IT/Technology environment are 

required before customer or revenue based projects can be commenced.  These types of 

projects generally attract BU support even though immediate benefits will not be 

generated. A Program Manager when discussing a current project stated that “where 

we’re at is selling to [Marketing] the reality about this program which is that it’s long and 

complex and it’s not going to deliver to them until the platform comes out. When, finally, 

they get the platform, this is what they’re going to get with that and what they can do 
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with that” (Interview 6). Other IT/Technology projects are funded based on keeping the 

business going rather than on their strategic intent or business impact.   

 

At GTC UK, IT/Technology’s contribution to the broader company goals must be visible to 

the BUs. This understanding of the IT/Technology contribution is required to ensure that 

while the BUs progress to achieve their desired goals there will be little, if any, 

compromise with respect to the preferred IT architectural roadmap. The GTC UK CIO 

argued that it was tough for IT/Technology to get the balance needed to “influence and 

make decisions that help move us to our architectural end-state but which don’t constrain 

the business” (Interview 27). 

 

No specific data was forthcoming at GTC NZ on this theme (section 5.4.2.2) 

 

5.4.2.3 The Impact of Market Changes on Formulated Strategy  

 

Change happens quickly in the dynamic Telco industry. At GTC Inc, managing change 

requires balancing process and methodology with time-to-market needs, as waiting for 

everything to be in place will result in missed opportunities. GTC Au is very quick in 

reacting to competitors and very good at kick-starting new ideas. As a Contract Project 

Manager asserted “there are a lot of great ideas and a lot of sexy ideas and they all get 

started” (Interview 13). Many of these new ideas are started without consideration of 

their impact on strategy execution as there is no prioritization of these ideas in relation to 

the projects defined through the IBP.  However, one of the Senior Project Managers 

revealed that “a lot of debate and discussion [takes] place to say ‘is this the right thing to 

do’ as opposed to ‘we need to react’” (Interview 18). Without leadership skills and 

excellent workplace relationships of those involved, these new ideas would never be 

implemented.  
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Overall the strategies at the three GTC companies are fundamental to organizational 

performance but throughout the year some strategy initiatives may become less relevant 

due to either a regulatory change or changes in the market, such as a -market change 

initiated by GTC Inc or the need to react to a competitor. As the Head of Strategic Projects 

(GTC Au) remarked “you set a strategy with the information you have to hand and your 

forecast of what’s going to happen in the market with your competitors.  When that 

changes, you have to look at revisiting your strategy” (Interview 21). The strategy 

execution process must be able to accommodate changes in the market and as the GM of 

Risk Services (GTC Au) advocated the “strategy is a bit of revolving thing. I don’t believe 

you stick it on a piece of paper and there you go – ‘it’s not going to change, it’s in stone 

now and this is the way we’re going to go’. I do think there needs to be that moveability” 

(Interview 19).  

 

Change of any type requires the strategy to be reviewed and invariably leads to a tactical 

change which entails revising the funding and reviewing the delivery outcomes of 

initiatives. On the need for strategy amendment at GTC Au, the GM of Partner 

Performance & Governance commented: “for organizations like [GTC Inc] to compete, we 

need to be very flexible. So we might have a strategy but there’s a whole stack of things 

that come in from left field that you’re managing constantly … it’s a constant tuning 

exercise” (Interview 20). 

 

Short-term market exploitation projects, or projects which respond to competitors, 

comprise the majority of new projects which surface during the 12 month execution 

period. However, there is still a need to align these new initiatives with the overall 

strategy of the respective company. The GTC NZ Head of the Demand Team adopted a 

pragmatic view of strategy change and reflected that “the world’s changed and we need 

to do this now and that’s all fine.  So we’ll rework the whole of the plan in order to fit this 

in” (Interview 30). Some of these new initiatives and reactions to competitors are driven 

by C-level or GM-level, as one GTC Au Senior Project Manager pointed out: “there are fast 
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track, or exec specials, that haven’t been planned [and] are driven from the leadership 

team and are definitely a lot more visible” (Interview 18). 

 

When reacting to competitors at GTC Au, Marketing take the lead as IT/Technology is 

viewed to be more reactive rather than proactive in this area. In regards to this action the 

Head of Strategic Projects commented “Marketing people will get onto the subject 

quickly, they’ll form a taskforce and we’ll get some new stuff out there.  It’s just the 

nature of this beast” (Interview 20). A separate pool of money is available for projects 

which need to be commenced in order to react to the changing market.   

 

GTC UK must act quickly react to competitors or to create its own market changes in the 

highly saturated UK mobile telecommunications market. In regards to market change, the 

ability of IT/Technology to quickly provide appropriate solutions to meet the rapidly 

changing market has been hindered by the lengthy planning horizon used by the BUs. The 

Head of Service, Creation & Delivery noted there will “always be stuff that we have to do 

to be reactive to the marketplace but not everything has to be a reaction” (Interview 28).  

 

Prioritization of these new projects is also a big challenge for IT/Technology at GTC UK and 

causes constant tension to surface due to the competing interests of the BUs. The Head of 

Service, Creation & Delivery stated that “we’ve got to become much better prioritised in 

what [initiatives] will really deliver the strategic intent” (Interview 28). A disciplined 

approach has been introduced to allow approved strategy initiatives to be re-prioritized or 

stopped and new projects to be commenced to accommodate market change. This 

approach also has the ability to identify the organizational impact of these new projects 

but as yet this has not been ratified. The Business Improvement Manager maintained that 

“at the moment we are not able to say ‘if you push this project through this is going to be 

the impact on the organization of doing it’.  I don’t think we have that information or have 

that maturity to be able to assess that” (Interview 26). 
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GTC NZ is good at reacting to the market within the 12-month execution period and 

attempts to anticipate and be proactive in responding to competitors or directional 

change by the BUs. According to the Head of the Demand Team, reacting to a market 

change “becomes critical … you work together and understand what those various parts of 

the business are actually trying to achieve or need to achieve and so my view is that we 

need to be really flexible” (Interview 30). Nevertheless, the challenge is to present a clear 

well-articulated and communicated response to the changing marketplace as currently, 

when reacting to competitors, it is assumed that the operational staff can piece it all 

together. Unfortunately this is not the case and causes frustration among operational 

staff. At the tactical level reacting to competitors comes down to the leadership, the 

foresight of the individuals involved and, as the Head of Technology Planning suggested, 

“actually making the calls about what things you need to go after“ (Interview 32). 

 

5.4.3 Governance at GTC Inc 

 

With a corporate-level budget driven by GTC Inc group in place for the implementation of 

strategy initiatives, governance is extremely important for strategy execution. At GTC Au 

this governance is provided by the Commercial Group and Portfolio Group – which exists 

to ensure that the strategy initiatives undertaken provide value. The GM (Solutions 

Delivery) revealed that when “something gets through the Commercial Group as a viable 

commercial option it then has to go through to the Portfolio Group to get the funding” 

(Interview 5).  

 

An inconsistency within the Portfolio Group, pointed out by the Portfolio Manager, is that 

a tendency exists for “a lot of lobbying from the Business Owners within the division to 

their reps on the Portfolio Group to present their project in the best light” (Interview 10). 

Due to the nature of this lobbying the PG appears at times to be a just mechanical process 

to simply provide project funding or approval. 
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At GTC UK this governance is provided by the Strategic Portfolio Management Board 

(SPMB) while the Capital Investment Plan (CIP) at GTC NZ is overseen by a Technology 

Planning (TP) governance forum. 

 

5.4.3.1 Governance Structures  

 

Five key cross-functional governance groups exist within GTC Au, consisting mostly of C-

level executives and GMs. 

 

1. The Commercial Group (CG) undertake an initial review of all IBP initiatives to ensure 

they are commercially viable. 

2. The Portfolio Group (PG) provides an initial project prioritization and governance over 

the capital expenditure (Capex) budget with prime responsibility to approve funding at 

each review gate in the project lifecycle. 

3. The Special Projects Board (SPB) reviews new initiatives that surface and are not part 

of the strategy process, or initiatives required to react to competitors.  

4. The Innovation Governance Board (IGB) approves and funds extracurricular projects 

which are directed at the customer and do not impact the GTC Au strategy roadmap. 

5. A Multi Partner Board (MPB) exists for all work which engages multiple partners. The 

MPB strives to overcome the issues of silo-based delivery where each partner is 

responsible for the delivery of their own components. 

 

There is no overarching governance in place to make project decisions at GTC Au, as this 

level of governance is a PM responsibility. However when making judgements across the 

entire project portfolio the PMs do not have all the information to make informed 

decisions. Individual project level governance at GTC Au is undertaken by a steering 

committee consisting of appropriate BU and IT/Technology GMs, as the normal project 

structure is to have a sponsor from the business and a business owner as the main 

stakeholder. The sponsor can either be very engaged or hands-off in regards to the project 
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whereas the business owner is the ‘go to’ person in terms of day-to-day project 

involvement. From a practical perspective this project level governance provides 

appropriate oversight to manage strategy execution via in-flight projects and is extremely 

important for all projects as it allows project decision-making regarding changes in scope, 

or reallocation of budget, to be guided by knowledge of the strategy. The governance 

model is especially important for those projects that have not come from the strategy 

process.  The GM of Solutions Delivery stated that once GTC Au has made the decision “to 

execute something then we have the right governance, we have the right people, we have 

the right teams to deploy that, and then we manage it quite tightly against deliverables” 

(Interview 5). 

 

As an operating company, GTC UK is always targeting ways to improve revenue and faces 

a major challenge in combining two disparate but extremely important concepts in 

organizational governance and innovation. The focus on strong organizational governance 

at GTC UK is largely driven by IT/Technology through a greater focus on project level 

governance. As the Head of Service, Creation & Delivery remarked they are “now really 

putting much more governance around what are the right things to do for the UK strategy 

and what return do we get on the investment we’re making?  A lot of that’s come out of 

Technology” (Interview 28).   

 

Governance can take several forms at GTC UK due to the varying nature of the projects 

undertaken: 

 

1. Some projects have strong functional governance through aligning business priorities 

with IT architectural governance   

2. Other projects follow the corporate governance process controlled by the Strategic 

Portfolio Management Board (SPMB) 

3. The IT operational environment has a dedicated support budget overseen by a 

governance layer which is separate to the SPMB 
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Within GTC UK, IT/Technology investments focus on cross-functional business 

requirements and processes. At GTC UK, the SPMB is “a Governance Board which is truly 

cross-functional across the whole UK” and it is now “starting to make clear decisions 

about what’s our focus and there are some definite improvements.  I also see some stuff 

coming in around actually measuring the achievement of projects that we implement”, 

noted the Head of Service, Creation & Delivery (Interview 28). The SPMB, has ownership 

of the capital budget, formulates all investment decisions concerning which business cases 

to pursue, strategy initiatives and business transformation programs and also provides 

prioritization of in-flight projects. The capital budget governance is quite thorough and 

allocates capital funding to individual initiatives preventing the transfer of funds between 

initiatives and if a particular initiative is underspent the remaining budget goes back into a 

central pool of funds. This shift to SMPB capital funding has driven large scale cultural 

change within the GTC UK project environment as now specific individuals (such as PMs or 

business sponsors) are held accountable for the funds allocated to their projects and are 

empowered to make appropriate funding decisions in order to execute in-flight projects.  

 

To identify the organizational impact of a project, it must proceed in conformance with 

the capital budget governance processes which allows the SPMB to measure a project’s 

planned achievements and benefits against the actual achievements and benefits derived 

from project. This project measurement process requires key performance indicators and 

metrics for project success to be defined during project commencement, and thus to 

allow a post implementation review to validate the actual achievements and benefits 

realised. This was reinforced by the Head of Service, Creation & Delivery who revealed 

that the GTC UK was investing in “business insight measuring, identifying key metrics to be 

able to measure. … So as you go into a project, you’ve got to identify the key performance 

indicators … to use to measure the success of it. … Once you can start measuring things, 

you can start then to decide that your future investments will become better because you 

know who’s got credibility for doing what they said they would” (Interview 28). 
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At GTC NZ governance forums exist to manage the Capital Investment Plan (CIP) and the 

DBP. As IT/Technology spend the vast majority of the CIP (due to the delivery aspect of 

DBP initiatives) the Technology Planning (TP) team is responsible for the CIP’s 

management. Hence the TP team has an overarching view of GTC NZ and the cross-

functional nature of this team is essential as GTC NZ is very ambitious in regards to 

undertaking initiatives.  Consequently, the CIP is always a challenging management 

process. This was alluded to by the Head of Technology Planning who, in relation to his job 

responsibilities, reflected that “one of my roles is that I have to try and fit everything in 

and it’s always a struggle at [GTC Inc] and we’re very ambitious” (Interview 32).  

 

Governance forums also exist at GTC NZ for Architecture and Design to validate 

technology and design decisions. The technology and design decision-making processes 

are proactive and attempt to influence BU directions based on an overall view of the 

current and planned future of GTC NZ Technology and IT operating environments. 

Therefore some decisions aim for on-going simplicity and flexibility rather than cater for 

the immediate need of the BUs. 

 

5.4.3.2 Portfolio Management at GTC Au and GTC NZ 

 

It is well known within GTC Au that project prioritization is not strategically planned at the 

portfolio level and is impacted by a lack of input from the appropriate BUs. At the 

quarterly project review, a project priority list is proposed.  However, the C-level and GM 

level do not necessarily accept nor formalize this list. The Portfolio Manager declared that 

the C-level and GM level “have relegated decision-making to the people on the ground 

delivering the projects” (Interview 10) as they believe the prioritization process should be 

performed at the project level where those who understand the detail and complexity of 

the projects are better equipped to make these decisions.  Confirming this, a Senior 

Project Manager reflected “we get tasked with this huge demand of projects to deliver 
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and we’re just basically told to deliver it … but there’re always overlaps in project delivery 

[and] so there needs to be prioritisation calls made. … So it gets to the delivery stage and I 

guess it falls on the Project Managers anyway because they’re accountable for delivering 

the project” (Interview 9). Consequently, prioritization discussions focus on the project 

timeframes and the timing of the deliverables rather than whether a project should be 

continued.   

 

Without a defined prioritization process, the resolution of priority setting for individual 

projects is managed by the leadership skills and workplace relationships of the respective 

PMs. Through this delegation of prioritization decision-making, execution can be impacted 

by the personalities of those involved in the projects (for example, PMs, Business Owners 

or Stakeholders) with scant regard for the overall strategy roadmap. The Head of the 

Project Management Team indicated that when there is “a list of 100 things … surely some 

of them are more important than others but that prioritisation doesn’t happen … and the 

only way it does happen is informally through relationships” (interview 2). However, 

where a BU has multiple in-flight projects, prioritization can be deferred to the BU.  As one 

Senior Project Manager suggested, if there are “five different Marketing initiatives going 

on at the same time then we go back to the business area to push them to make a priority 

call” (Interview 9). 

 

Despite this lack of portfolio-level prioritization, one GTC Au interviewee commented that 

change is happening in the portfolio management area. More evidence of project status is 

now required for the PG project review process and mechanisms to monitor projects and 

enable decision-making based on this evidence are being put in place. A Senior Project 

Manager revealed that there is “a lot more scrutiny coming through … [the CTO and the 

CFO are] going to start making sure we’re spending our money in the right way” (Interview 

18).  
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The Demand Management (DM) team performs portfolio management of new initiatives 

at GTC NZ and has an overall view of what the project portfolio is attempting to achieve. 

As the Head of the Demand Team proclaimed “[I do] portfolio management.  So my 

customer is marketing … I’ve got another portfolio manager that would do Customer Care 

… and then we’ve got one guy for networks and one guy for technology … we cover the 

whole of the organization” (Interview 30). In performing this portfolio management, the 

DM team must balance and align initiatives to the strategic drivers and goals of both GTC 

NZ and the BUs.  

 

No specific data was forthcoming at GTC UK on this theme (section 5.4.3.3) 

 

5.5 Conclusion 
 

This chapter has documented a graphic illustration of workplace relationships, leadership 

and the strategy process within the three GTC Inc operating companies who participated 

in this research. The information gleaned from the 33 phenomenological interviews 

undertaken has provided a source of compelling data which has underwritten this 

representation. In presenting this portrayal of GTC Inc in Australia, New Zealand and the 

United Kingdom it has emerged that the three primary groupings used to organise the 

data are indeed intertwined. Both Leadership and Strategy Execution demand the 

presence of Workplace Relationships in order to be individually successful, and the 

presence of all three is required for the organization to be successful.  

 

The next chapter will detail the findings unearthed by the analysis of the data presented in 

this chapter. These findings address the research question established at the beginning of 

this research. 
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Chapter 6 - Research Results and Discussion  
 

6.1 Introduction 
 

I will begin this chapter by recapping the aims of this research. These are focused on 

exploring, in relation to the IT/Business relationship, how leadership is enacted in practice 

in one large, global organisation. To achieve this, the data that was presented in Chapter 5 

is analysed with particular focus upon: 

 

1. the practices that facilitate a distributed leadership approach within the three GTC 

organisations; 

2. the relational dynamics that impact these practices; 

3. other contextual factors that influence these practices; and 

4. the role these practices play in the execution of strategy. 

 

As a product of research located within the interpretive paradigm, the findings of this 

study are qualitative in nature, derived from the interpretation of themes that emerged 

from the data that was presented in the previous chapter.  Thus these findings offer a rich, 

nuanced, perspective of the phenomenon of distributed leadership within the targeted 

organisation and, given the subjectivist epistemology of interpretive research, they do not 

make any claims to ‘objective truth’. 

 

In positioning this analysis and discussion, I present a model which illustrates the five 

spheres of influence on the IT/Business relationship at GTC Inc (see Figure 6.1 below). It is 

through these spheres of influence that the connection between leadership practice and 

relational dynamics, a precursor to workplace relationships, becomes evident. In this case 

the workplace relationship refers to the IT/Business relationship, and the data shows that 

particular leadership practices, coupled with appropriate relational dynamics, underpin 

the realization of strategy at the GTC Inc companies.  
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Figure 6.1: Spheres of Influence on the IT/Business Relationship within GTC Inc 
 

The model presented in figure 6.1 will form the backdrop to the remainder of this chapter 

and each sphere of influence will be used to focus the analysis and discussion. Within the 

Presence of Tension sphere of influence, two distinct partitions exist, however the 

remainder of this chapter is structured using the following five spheres of influence as 

identified in figure 6.1: 

 

1 Formal structure within GTC Inc 

2 Formal leadership practices  

3 Informal leadership practices  

4 The role of culture  

5 The presence of tension  

 

 
  

The IT 
Business 

Relationship 

Formal 
Structure 

Formal 
Leadership 
Practices 

Informal 
Leadership 
Practices 

The Role of 
Culture 

The Presence of 
Tension 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 145 

6.2 Formal Structure within GTC Inc 
 

Formal structure plays a fundamental role in the everyday practices of any organization. 

The leadership, direction and guidance given by the various levels within an organization’s 

formal structure are paramount to its performance and success and in principle this sets 

the context from which all actions within the organization are derived. As such, this formal 

structure can impede or facilitate an organization’s everyday proceedings. GTC Inc is no 

different with formal structure clearly evident at the global level; at each operating 

company; and at an individual level.  

 

At the global level, GTC Inc Group provides pivotal guidance to the operating companies 

through a structure that is both geographically and functionally defined (see Figure 4.1 in 

chapter 4. The geographic reach of GTC Inc Group manifests predominantly in the areas of 

governance, strategy and budget. The GTC Au GM (Partner Performance & Governance) 

articulates this succinctly when describing the local strategy development process as 

having, “a global overlay on top … which we modify to suit our local circumstance” 

(Interview 20). A structure such as this provides a degree of consistency across the global 

breadth of GTC Inc’s operational activities.   

 

The structure of the three GTC Inc companies under study, GTC Au, GTC NZ and GTC UK, is 

thus aligned to the functional structure of GTC Inc Group, and the commonality of 

structure within the three companies attests to this alignment.  Each company has a CEO 

and Directors for each of the business divisions that are centred on their specific market 

and core customer offerings (such as Sales, Marketing and Customer Operations, and 

supported by appropriate operational functions (such as Finance and Technology).  

 

In most instances each business division has a single director, but in the case of the Sales, 

Marketing and Customer Operations at GTC Au, three directors are in place, one for each 

silo. It was not evident from the data if this same concept applies to the Sales and 
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Marketing division at GTC NZ. The CEO and the Directors constitute the C-level executive 

at each individual company.  As mentioned in chapter 5, at the time of data collection the 

corporate structure of each operating company was as follows: 

 

 GTC Au comprised of five divisions: Sales, Marketing and Customer Operations; Brand 

and People; Finance; Technology; and Governance  

 GTC NZ comprised of seven divisions: Sales and Marketing; Customer Care; 

Technology; Finance; Corporate Affairs; Human Resources; and Legal  

 GTC UK comprised of eight divisions: Marketing; Technology; Corporate Affairs; Legal; 

Finance; Human Resources; Business Development; and Strategy and New Business;  

 

Within each of these divisions a number of domains exist which are headed by a General 

Manager. At GTC Au for example, the Technology division had five domains as follows: 

Solutions Delivery; Technology, Strategy & Planning; Governance & Partner Performance; 

Network Engineering & Delivery; and Operations. Other divisions within GTC Au also have 

a divisional domain breakdown.  Within Finance the domains identified from the data 

included: Financial Planning & Analysis; Management Information Systems; and Risk 

Services, while within Sales and Marketing the domains included: Insights & Innovation; 

Special Projects; Customer Contact; Sales, Investment & Planning and Lease Management. 

 

These divisional domains consist of a number of specialist disciplines, headed by a line 

manager, such as Project Management, Business Account Management, Business 

Improvement and Design Capability within the GTC Au Solutions Delivery domain. These 

specialist areas are comprised of specific roles - for example, the Business Improvement 

discipline is divided into two operating units namely the Six Sigma Improvement Delivery 

(following the Six Sigma methodology) and Strategic Business Planning, while the Project 

Management discipline has three categories of staffing namely: Program Managers; 

Senior Project Managers; and Project Managers. 
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At GTC NZ, the Technology division is comprised of the following domain areas: Networks; 

Information Technology; Planning, Architecture and Demand, the Project Management 

Office; and Operations and Quality. Again specialist areas exist with these domains and 

within the Planning, Architecture and Demand domain consisting of three specialist areas 

namely: Planning; Architecture; and Demand, while the Information Technology domain 

also has three specialist areas namely: Design, Delivery and Operations.  

 

At GTC UK, the Technology division is in a different space to that of Australia and New 

Zealand due to its proximity to GTC Group (they are located on the same corporate site). 

Some GTC UK domains have dual reporting lines to both GTC UK and GTC Group. As such, 

the GTC UK Chief Technology Officer has bosses in both GTC UK and GTC Group. This is 

also evident within the specialist areas where, for example, the Head of the GTC UK IT 

Architecture group also has two bosses: one within GTC UK (the CIO) and the other within 

GTC Group (Head of Architecture). 

 

Figure 6.2 depicts the generic version of the formal structure within each of the GTC Inc 

companies (GTC Au, GTC NZ and GTC UK).  

 

CEO (C-level) 

Business Division Directors (C-level) 

Domains Areas within Business Division (GM Level) 

Specialist Areas with Domains (Line Management Level) 

Roles within Specialist Areas (Operational Level) 

Figure 6.2: The formal structure of the GTC Inc operating companies (Au, NZ and UK) 
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An example of the actual structure within GTC Inc Australia, as derived from the data, is 

presented in figure 6.3.  In this contextual example a complete drill-down of the generic 

structure (figure 6.2 above) is provided for the Project Management specialist area within 

the Solutions Delivery domain of the Technology division.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6.3: Contextual representation of the GTC Australia Technology division’s formal structure 
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Group as is the case with IT at GTC UK or report to their functional unit for certain 

activities and indirectly to GTC Group for other activities. For example the GTC Au TS&P 

group and the GTC NZ PAD group report to GTC Inc Group for certain aspects of the 

strategy development process while still reporting to their local company in areas such as 

strategy planning and execution.   

 

6.2.1 Delegated decision-making power 

 

From an organizational viewpoint (both global and local) the formal structures within the 

GTC Inc companies clearly point to the existence of a structural hierarchy. Through the 

various layers within each respective company’s hierarchy these formal reporting lines are 

unmistakeable.  The hierarchy begins at the top with the CEO and the divisional directors 

making up the C-level, the hierarchy then devolves to the domain level GMs, and from 

there to the specialist areas and then finally to the operational roles and subject matter 

experts.  This takes us back to the generic version of the formal structure shown figure 

6.2.  

 

However in daily business activities this hierarchy is often by-passed in practice, creating a 

relatively flat and informal operational structure. This is quite conspicuous in GTC Au and 

GTC NZ where a discrete hierarchy exists within the organizational structure, while the 

proximity of GTC UK to GTC Inc Group (they are physically located side by side in the same 

office campus) results in selected business functions being linked to GTC Inc group rather 

than GTC UK. In practice, none of the individual companies operates as a pure hierarchy. 

In each company, a division is overseen by a leadership team comprised mostly of GMs 

but instances exist where line managers or talented operational level employees are 

members of the leadership team. Instances of this are present at GTC UK where the 

Finance Business Partner for IT is a member of the Technology Leadership Team (TLT) and 

at GTC AU where the Customer Service Leadership Team includes several talented staff 

members in conjunction with the GM level.  Thus, overall, GTC Inc is a people-focused 



Nov-14 The Role of Leadership in the IT/Business Relationship Page 150 

company operating in an environment where alignment to a mix of project, divisional and 

company goals and objectives constitutes its strength. Through this people-focus informal 

flat structure, GTC Inc has created a working environment where delegation flourishes and 

decision-making is not hindered by position within the company.  In this respect, the Head 

of Design Capability at GTC AU suggested that it is, ’fairly much a collaboration, work 

together and get to the right business outcome rather than … I tell you exactly what I want 

because I have the knowledge and the power’ (Interview 1).  At GTC NZ while the C-level 

and GM level are located together on one floor, the Head of IT Delivery noted that, 

‘everything is open planned … a GM [or] director … they are in same desk as everyone 

else.  Even the [CEO is] … out in the open’ (Interview 33). 

 

This, in effect, flat structure is extremely important for the decision making process at GTC 

Inc. With access to the higher levels not restricted by position, communication throughout 

the various levels of the organization is relatively easy and supports the distributed 

decision-making environment which is witnessed within the respective companies.  

 

Thus decision-making within GTC Inc is not confined to the upper levels of the formal 

structure.  In practice the delegated decision-making environment allows the opportunity 

for anyone at any level within this hierarchy to take on the responsibility and be an 

organizational decision maker.  Distributed decision-making allows each GTC Inc company 

to essentially run in two modes.  Firstly there is the strategic or visionary mode which is 

predominantly the domain of the C-level.  The second mode is the actual running of the 

organization. It was noted in the proceeding chapter that the C-level expect the GM-level 

to run the organization and that the GMs then envisage their line management to ensure 

this eventuates.  

 

This occurrence was alluded to by the Head of Strategic Projects who noted that, “the 

Execs actually expect the GMs to run the business” (Interview 21) and the GM of Partner 

Performance & Governance who suggested that, “the GMs and … the layer underneath … 
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are basically empowered to run the business”. While the GMs are empowered to run ‘the 

business’, the empowered operating environment is however targeted at the specialist 

area line managers and the roles within these specialist areas. Therefore decisions 

affecting certain aspects of the GTC Inc business can be made at the lower levels of the 

hierarchy, as noted by the Head of Strategic Projects: “the GMs in turn then expect a huge 

amount from someone at my level in terms of just making sure it happens” (interview 21). 

 

The empowered environment in place at GTC Inc motivates employees to take on 

decision-making responsibility, which reinforces the practice of distributed decision-

making. The following quote attributed to the CEO by the GTC Au Manager (Sales, 

Investments & Planning) attests to this:  ‘we hire people, so bring yourself to work’ 

(Interview 8).  

 

From the data, the area in which distributed decision making thrives, in particular, is 

within the project management specialist area. In their daily role, PMs are empowered to 

ensure project performance and have complete organizational backing to overcome 

impediments to project delivery. This ensures that project teams become results oriented, 

which in turn provides project sponsors with the confidence of attaining successful project 

outcomes. More specifically, at GTC Au project prioritization decisions are performed at 

the project level, as it is believed that decisions of this type are better undertaken by 

those who understand the detail and complexity of the projects. As operational leaders 

driving the project prioritization process, PMs require a broad skill-set coupled with a wide 

network of workplace relationships, as they must understand the business, consult at the 

business level, influence business colleagues and then converse and influence 

IT/Technology colleagues to ensure correct project decisions are formulated.  However 

from this backdrop, a problem can surface where project decision-making is framed 

without full knowledge of the entire range of in-progress projects.  
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Other examples of the empowered environment fostering delegated decision-making are 

plentiful within the three GTC Inc companies. At GTC UK for example, the IT Architects 

work within ‘terms of agreement’ and are sanctioned to make decisions based on this, 

while the Finance Business Partner for IT is authorized to make financial decisions on 

behalf of IT.  The Demand Team members at GTC NZ operate in a fully sanctioned manner 

where their opinions are valued and the Enterprise Architects are proactive and guide BUs 

through the definition of potential strategy initiatives and business goals by making 

decisions which align to the overall GTC NZ technology direction. Finally at GTC Au, the 

Business Account Managers undertake a role similar to that of the GTC NZ Enterprise 

Architects, and the Financial Performance Analysts’ performance aligns to the GTC UK 

Finance Business Partner for IT.  

 

The assessment that relationships are everything at GTC Inc is certainly well founded as it 

is through a combination of empowered personnel and constructive workplace 

relationships that leadership is exhibited throughout the organization.  Distributed 

leadership could not manifest without the necessary workplace relationships being in 

place. Even in relatively junior roles, such as that of Business Analysts (BAs), people are 

able to display leadership capabilities, such as influence, persuasion and direction-setting, 

to ensure outcomes are aligned to overall GTC Inc goals.   

 

This puts a lot of pressure on the individual to ‘lead when they see the need’. The 

innovation project process at GTC Au is a prime example of leadership ‘depending on the 

individual’.  To see an innovation project come to fruition, the project proposer must ‘sell 

his/her idea’ to a governance board and once accepted s/he must then take on a 

leadership role and use relationships, passion for the idea, and credibility within the 

organization to create a team to deliver the innovation.   

 

Another characteristic of the relationship environment within GTC Inc is that many 

employees take the time to develop a network of workplace relationships.  This concept 
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can provide a level of flexibility within business operations and make things happen 

quickly and effectively. This is driven by several factors. Firstly, there is a high level of 

loyalty that is evident within individual interactions and relationships. Secondly, 

employees within BUs can utilize their network of relationships to ensure outcomes are 

achieved. Finally, an ‘old boy’ network that has been developed over time exists within 

GTC Au which ensures that resources are made available to deliver BU outcomes.  This last 

factor highlights a contradiction in the strong relationship-based culture at GTC Inc, in that 

it leads at times to individuals who have strong connections or strong personalities, 

dominating decision-making and violating appropriate procedure.  Both the GM - 

Solutions Delivery and the Contract Project Manager comment that, “there’s some 

examples of strong personalities [and] their projects get more attention because they’ve 

louder voices so the execution of those particular projects probably are faster and on time 

more so than with someone who’s less vocal” (Interview 5) and “you’re asking favours to 

get resources and that happens through the old boy network” (Interview 13). However, in 

general, the distributed leadership environment at GTC Inc does support corporate 

decision–making by ensuring decisions are linked to the overall strategic direction.  

 

A positive outcome from the leadership and workplace relationships arena within GTC Inc 

is that, while not constraining individual dimensions of leadership, there is a tacit 

boundary recognised by individuals in executing their personal style of leadership. 

Referred to as the GTC Way, this boundary is constituted by expectations of appropriate 

behaviour within the organization. No matter where you are positioned in the 

organization there is an expectation that your behaviour is GTC Inc-appropriate. 

 

6.3 Formal Leadership Practices 
 

Members of the senior management team at GTC Inc do not employ the ‘command and 

control’ practices that are typical of hierarchically structured organizations.  From the C-

level down, the research data show that ‘influencing’ practices are preferred across the 
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organization.  In this way, formal (positional) leadership ensures goal attainment and task 

completion (for examples of this style of leadership, see Gronn 2002; Ensley, et al 2006; 

Solansky 2008; Ancona, et al 2009; and Pearce, et al 2009). 

 

6.3.1 Formal decision-making practices  

 

Formal decision-making is observed to occur via a number of conventional forums, 

governance structures and leadership teams throughout the organization.  This ensures 

that a working structure exists around the key undertakings at each GTC Inc company.  

The key forums include the divisional leadership teams; the five key governance groups at 

GTC Au; the SPMB at GTC UK; and the Architecture Forum at GTC NZ.  With regard to key 

processes, each company is systematic in areas such as strategy development and 

definition, strategy execution, and leadership development.  In particular, GTC Inc has 

identified leadership development as a critical strategic objective across the organization, 

and has established global practices to build this capability. An important aspect of this 

strategy is the creation of an empowered operating environment where distributed 

leadership practices are enacted. 

 
Another important set of formal leadership practices is that related to project governance. 

This takes the form of a steering committee with ultimate responsibility for successful 

implementation, while individual project managers are entrusted with everyday decision-

making and are expected to provide appropriate oversight on strategy execution. 

However change is occurring in this space at GTC Au as in-flight projects (and hence 

strategy execution) are increasingly being exposed to C-level scrutiny through more 

stringent project portfolio management. Such reviews have become extremely important 

for appropriate project decision-making across all levels at GTC Au, while also providing a 

layer of support layer for PM decision-making.   
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6.3.2 Formal reporting lines 

 

The formal reporting lines shown in Figure 6.3 infer that each specialist role reports to a 

specialist area head who in turn reports to a domain GM who ultimately reports to their 

divisional director. A simplified depiction of the formal reporting line within the Solutions 

Delivery domain is shown in figure 6.4 below. However this simplified depiction fails to 

recognize the cross pollination of resources as, for example, Business Analysts report to 

various Project Managers for project related activities.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6.4: Example of the formal reporting lines within the Solutions Delivery domain of Technology 

While the reporting lines provide a framework for decision-making, in practice they are 

often bypassed to ensure successful outcomes are achieved as the environment within 

GTC Inc encourages employees to take personal responsibility for decisions when 

appropriate. The data shows that several factors underpin the organization’s confidence in 

allowing such distributed leadership: 
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 high investment in employee leadership development 

 high level of employee loyalty; and 

 well-developed networks of strong workplace relationships. 

 

However, as mentioned earlier, this strategy can be (and is) subverted by ‘old boy’ 

networks and/or strong personalities who are not always acting in the collective interests. 

In general, though, these factors provide BUs with a level of flexibility within business 

operations, and ensure resources are made available to deliver BU outcomes. The data 

shows these factors to be the primary media through which action is taken and outcomes 

achieved.  In an organization that is highly sensitive to rapid market changes, these factors 

enable Project Managers to bypass the formal reporting lines within the project 

governance structure (or the Portfolio management structure) if necessary to ensure 

successful project performance.  

 

6.3.3 Roles specifically created to facilitate distributed leadership 

 

Within GTC Inc specific roles have been created to facilitate everyday employee decision-

making within the respective companies. These roles are intended to enable more 

effective interaction between BUs, and include the roles of Business Account Managers; 

IT/Enterprise Architects; and Service Owners).  For these roles to be successful, the 

incumbents are empowered by their respective BU to act on its behalf.   

 

To complement the use of dedicated resources and single points of contact, some of these 

roles require the incumbent to be physically integrated within a BU, rather than operating 

from within their functional unit. From the data, the Finance BU (at both GTC Au and GTC 

UK) appears to have dedicated and co-located resources within the various BUs who 

provide leadership for all the BUs financial matters. This is clearly evident in roles such as 

the FBP IT at GTC UK and the performance analysts with the FP&A team at GTC Au. Co-
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location provides high visibility for the incumbents and is a key means for forging and 

sustaining workplace relationships. The individuals involved have the opportunity to build 

sound business knowledge, develop trust and foster close working relationships through 

personal interactions with their BU counterparts. 

 

In an operating environment where rapid market change is the norm rather than the 

exception GTC Inc employees working in either the new project arena or the ‘business as 

usual’ operations need frequent interaction with various partners (and their resources).  In 

particular, given the extensively outsourced IT environment, engagement with outsource 

partners through such interaction has led to improved relationships between 

IT/Technology and the BUs (and, thus, project performance). These relationships are 

supported by a governance structure, known as a multi partner board (see section 

5.4.3.1), which facilitates partnership management with regard to the delivery of products 

and services. However, while this two-phased engagement with the outsource partners 

has generated improved relationships between IT/Technology and the BUs, it has 

removed the need for outsource partners to build their own relationships with the BUs. 

This limitation is also evident in the operations of the multi partner board where direct 

relationships between the outsource partners and the BUs is discouraged. To improve 

relationships between the BUs and the outsource partners, the SO, or principal PM, 

should have outsource partner responsibility rather than just a GTC Inc responsibility.  

 

To further support the concept of the SO or principal PM having an outsource partner 

responsibility is the interpretation of the workings of the AD&M contract at both GTC Au 

and GTC NZ. As the outsource partner performs the development work only, this 

contractual arrangement has led to the BUs feeling that they lack the ability to 

accommodate GTC Inc’s ever changing market.  They view the AD&M outsourcer partner 

as not being in-tune with GTC Inc’s business environment. For the AD&M contract to 

provide the level of responsiveness required, outsource partner staff must be given the 

opportunity to develop their own workplace relationships within GTC Au or GTC NZ and 
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have the ability to work with and connect directly with the BUs who are the business 

stakeholders.  

 

The effective use of dedicated roles is also witnessed during the strategy development 

and definition and process.  Specific IT/Technology staff work closely with their BU 

counterparts to ensure that strategy initiatives to be implemented are aligned to the 

overall IT/Technology strategy. Through these dedicated resources, single points of 

contact exist between the BUs and IT/Technology. Examples of such roles are the BAMs at 

GTC Au, the IT Architects at GTC UK and GTC NZ, and the Demand Team analysts as GTC 

NZ.   

 

6.3.4 Practices specifically created to facilitate leadership decision-making 

 

6.3.4.1 Employee Empowerment 

 

GTC Inc exercises leadership through empowerment. Individuals and teams (at the 

operational level) are empowered to run their component of the business with minimal 

interference from the higher levels (the C-level and the GMs).  This empowerment is 

delivered through a combination of direction-setting and then allowing employees the 

freedom to follow that direction in ways that they see fit, trusting that problems and 

protracted issues will be escalated to higher levels for resolution, if necessary. This 

practice reflects the high level of trust held by the C-level and the GM level in the 

operational staff.  

 

Furthermore, the practice of empowerment is viewed as crucial to the identification and 

development of the leadership capabilities of employees, thus aligning with the GTC Inc 

philosophy of building leaders at all levels of its global operations. An example of this is 

the GTC UK Service Strategy, Innovation and Design (SSID) group where empowered 

members take full accountability for strategy execution and issue resolution.  Amongst the 

many other examples, similar empowerment practices occur within the DM team at GTC 
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NZ and the IT Architecture team at GTC UK where ‘terms of agreement’ constitute a 

framework for action and decision-making by group members.  

 

The practice of distributing leadership throughout the organization is a key aspect of the 

GTC Way. This practice is endorsed by the corporate mantra of red, rock solid and restless, 

the ‘restless’ component encouraging passionate action on behalf of the company.  

 

6.3.4.2 Developing New Leaders 

 

As Cavaleri and Reid (2008) point out, an important responsibility of an organization’s 

current leaders is the selection and development of the next generation of leaders. This 

practice is clearly evident in the way in which GTC Inc develops the leadership capabilities 

of all staff. Crucial to the success of this practice is the creation of a workplace 

environment in which employees can operate at their optimal level and in which they can 

acquire new skills and capabilities. In the organization’s search for appropriate leadership 

talent, staff development needs are identified by more senior personnel with the view to 

nurturing their leadership capabilities through practices such as training and coaching, and 

through the practice of giving them ‘stretch assignments’ where guidance and support is 

provided whilst they gain experience in the various aspects of the business environment.  

Through such practices both formal and informal staff development is undertaken.   

 

Examples of providing employees with practice-based opportunities to develop their 

leadership skills are apparent throughout the interview data. One specific example is that 

of the Customer Operations group at GTC Au where anyone at any level can take on a 

leadership role to do what is required to be done, and is free to make appropriate 

decisions to ensure things happen. In an operational environment where change is rapid, 

this practice ensures agile and speedy responses to market changes. Similarly, at GTC NZ 

several examples of leadership development through guided practice appear within the 

Planning, Architecture and Demand (PAD) team. Firstly, the three PAD line managers are 
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expected by their GM to create activity for their respective teams. Secondly, individual 

architects are expected to influence BU technology decisions in the undertaking of 

suitable projects. Finally, as part of their portfolio management role for their designated 

BU, the demand team undertake projects and influence project decisions to ensure 

strategy alignment. The last two examples reflect how leadership capabilities – in 

particular the ability to influence others - are built through guided experience.  

 

6.3.4.3 Leading from a People Perspective  

 

Social leadership is a core value at GTC Inc and thus constructive interpersonal 

relationships are seen as critical to mission realization. The focus upon relationship 

building practices is broad and includes people over whom employees have no formal 

authority.  The essential goal of this practice at GTC Inc is for staff to be clear about what 

is wanted, and why it is wanted, by other stakeholders.  In this respect, the practice of 

leadership from a people perspective centres on being confident in one’s social 

engagements and supporting others whenever possible.  An example of this can be seen 

in the BI team at GTC UK, where team members are expected to offer mutual support and 

co-coaching in their everyday collaborative efforts. Similarly, project managers at GTC Au 

concentrate on guiding, mentoring and coaching their project team members while line 

managers take a different path; shadowing their staff and slowly developing and coaching 

them by demonstrating the skills they need for their career progression.  

 

The practice of ‘leading from a people perspective’ leadership facilitates effective 

workplace collaboration and productivity. By working in an environment of high levels of 

individual autonomy, but within a values framework that emphasizes sensitivity to the 

needs of others, leaders emerge from the ranks and contribute to the attainment of BU 

and GTC Inc goals.  
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6.3.4.4 The Provision of Regular Feedback 

 

As Cartwright (2007) points out, leaders are responsible for learning in the workplace and 

being able to provide appropriate feedback is an important skill.  At GTC Inc, a consistent 

leadership practice is that of encouraging the growth and development of direct reports 

through the provision of honest feedback in relation to their performance. In particular, 

feedback on an employee’s persuasive or influencing capability is focused upon as, within 

an organization that discourages reliance on positional authority alone, the success of GTC 

Inc’s distributed leadership strategy depends upon all staff demonstrating these 

attributes. The data shows that in specific situations where junior members of staff 

possess more appropriate skills and capabilities than those higher than them in the 

hierarchy, they are expected to take the lead and their behaviour in this respect is 

monitored and reviewed regularly.  For example, within the FP&A team at GTC Au, 

performance analysts are measured on their ability to undertake financial leadership for 

their designated BU; similarly in the Business Improvement team the business analyst is 

considered a Subject Matter Expert with demonstrable superior understanding of the 

systems and processes in place.  

 

6.4 Informal Leadership Practices 
 

Ironically, through a combination of both the formal structure and the formal leadership 

practices an environment emerges in the GTC Inc companies where informal leadership is 

allowed to flourish. It is clearly evident from the data that a variety of forms of leadership 

are enacted at GTC Inc and that the formal organizational structure does not restrict or 

hinder employees from taking on a leadership role.  With the right attitude anyone can 

become a leader at GTC Inc. This is quite apparent in the innovation project process at 

GTC Au where employees present innovation ideas to a board for approval and funding 

and, if successful, they must then create the project team and convert the idea into a 

tangible benefit.  
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As shown in the previous chapter, examples of informal leadership are prevalent at each 

international location.  At GTC Au, influencing skills are used by the BAM team to steer 

their respective BUs in appropriate technology directions.  TS&P team members within 

GTC Au are mentored by more senior colleagues to carry out leadership roles. Likewise at 

GTC NZ, the GM PAD uses a coaching style with his direct reports and their teams to 

develop staff in various aspects of leadership. This leadership development is taken to the 

fullest by the Enterprise Architecture group who adopt a leadership position in the project 

selection process to ensure the BUs pursue projects for the benefit of GTC NZ and in 

performing this leadership role they have the full support of their GM. Within the 

IT/Technology project delivery arena at GTC UK, a fully empowered delivery organization 

has been created which takes ownership and responsibility for delivery and operates in a 

manner where it can influence the actual outcome of deliverables. 

 

One formal practice that manifests as an informal practice is that of the global ‘adopt a 

coach’ program which permits any employee to approach a more experienced or senior 

staff member at any level within their respective company, to be their coach or mentor. 

Through this coaching and mentoring program employees gain access to a wider area of 

expertise and an avenue to develop specific skills in areas which would otherwise be 

outside the reach of their role. The ‘adopt a coach’ program is also a means for employees 

to develop workplace relationships with selected senior personnel in the company.  

 

6.4.1 Individual and Group Relationships 

 

A key informal leadership practice at GTC Inc is that of relationship building. Through this 

practice, the organisation gets free access to key relationship-based resources. Dovey and 

Mooney (2012) categorise these resources in terms of social capital (trust), morale capital 

(commitment) and conceptual capital (ideas), and argue that these are the critical 

resources in the knowledge era. Building productive workplace relationships requires the 
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development of a range of communicative capabilities as well as the possession of 

appropriate business knowledge. The data shows that the requisite skills are built at GTC 

Inc primarily through informal processes, although formal training also contributes to their 

development.  In particular, the relationship between the IT/Technology function and the 

remainder of the business at each GTC Inc company is constituted by myriad individual 

relationships – relationships that have been built through everyday interaction framed by 

GTC Inc’s ‘leading from a people perspective’ philosophy.  Team-level relationships, too, 

are underpinned by the strength of individual relationships across multiple teams and, 

through these, personal relationships influence is exercised over colleagues and peers 

(within the IT/Technology and the BU fraternity). These relationships offer a high degree 

of flexibility within the business environment which allows projects or other work 

activities to be undertaken quickly and effectively in the challenging operational 

environment faced by GTC Inc.  

 

A related aspect which emerged from the data was that the building of successful 

workplace relationships requires having the right person in particular roles. Through the 

use of dedicated resources, or single points of contact, within each GTC Inc company, such 

individuals are able to influence the nature to workplace relationships between a BU and 

the IT/Technology staff. Roles such as the Business Account Manager within GTC Au; the 

Finance Business Partner within GTC UK; and the Delivery Program Managers at GTC NZ 

facilitate constructive relationships between the BUs and the IT/Technology function.  

Furthermore, the approach used to create project teams at GTC Inc highlights the 

individual origins of workplace relationships. As the working styles of the various BUs 

differ, the relationship dynamics change on a project by project basis according to the 

sponsoring BUs. At GTC Inc this influences the appointment of a project manager and the 

mix of team members assigned to projects. For example, at GTC NZ the assignment of an 

IT Delivery PM is matched to both the actual project and the sponsoring BU, while at GTC 

Au the rapport between the PM, the project team and the respective BU influences the 

mix of people assigned to projects.  
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One of the controversial aspects of the strong emphasis on relationships at GTC Inc is that 

of the role of the so-called ‘old boy’ network in strategy execution.  The data shows that 

this network can hasten the speed with which projects are created and/or delivered, as 

well as influence key decision-making processes without following due process and, thus, 

potentially violating overall company strategy or commercial sense. In a marketing-driven 

organisation like GTC Inc, this dilemma is one that is not easily resolved, as the data 

indicates.  In organisations like this, things often ‘get done through relationships’ and this 

creates tension between the marketing function and that of IT, which is more process-

oriented.   

 

6.5 The Role of Culture 
 

Most of the leadership practices outlined in this chapter can be described as 

manifestations of the GTC Inc culture. Practices have been referred to as ‘shared routines 

of behaviour including traditions [and] norms’ (Whittington, 2006, p. 619) and more 

simply as ‘a set of acts and interactions … repeated over time’ (Yanow, 2003, p. 34). As 

such they are enacted in the same way that cultural norms are enacted; leadership 

practices (especially the informal practices) embody routinized behaviour that has been 

endorsed over a long period and ‘taught to new members as the correct way to perceive, 

think, and feel in relation to those problems’ (Schein, 1985, p. 9). The GTC Inc culture is in 

many ways a response to the volatile market in which GTC Inc has always operated and 

the leadership practices have been developed in response to these specific industry 

challenges. As Dovey (2008, p. 50) puts it culture is, 

 

a tacitly acquired set of socially constructed assumptions that have become 

embedded in the collective consciousness of a group with a shared history, as a 

‘taken-for-granted’ rationale for everyday behaviour. In this respect, organizational 

culture represents an unquestioned ‘guide to action’, or inaction, in accordance with 
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socialized tacit knowledge bases that have developed over time in response to 

specific problems and challenges of the past. Thus, culture rarely informs explicit 

governance documents in organizations; it is more often through the ‘unwritten 

ground rules’ for organizational behaviour that culture finds expression. 

 

Thus the set of practices described in the data reflects the degree to which these are 

expressions of the GTC Inc culture. Similarly the distributed nature of these leadership 

practices reflects the need for strategic agility and quick decision-making within a market-

driven organisation. For organizations like GTC Inc to remain in business, relationship-

based resources, and the broad distribution of decision-making power, are vital to its 

sustained commercial success. As each GTC Inc company operates in the constantly 

changing mobile Telco industry, a flexible approach to strategy execution is required to 

enable marketplace change to be accommodated quickly. While the strategy developed 

by each individual GTC Inc company (Au, NZ or UK) has been approved and sets out the 

initiatives to be executed to allow each company’s vision to be achieved, the ability to 

deviate from the defined strategy during the twelve month execution period is crucial. 

New initiatives (a reaction to a competitor or a business imperative project) must be 

mounted quickly, and initiatives that are no longer a priority have to be by-passed.  For 

example, at GTC Au reacting to market changes involves commencing a new project which 

has not been defined in the strategy development process (the IBP and the subsequent 

twelve- month execution plan). However, when commencing these new projects, limited 

thought is given to the documented strategy and the strategic initiatives that have been 

commenced (in-flight projects). To successfully implement market change projects the 

individuals involved must therefore influence existing resourcing and funding allocations. 

Thus, to enable successful delivery of market-dictated new projects, the open and 

participative culture in place at GTC Inc is crucial. In this respect, often it is the case that 

accommodating a change of this type is driven by staff members who possess the ability 

to influence or dominate the decision-making process – something the GTC Inc culture 

paradoxically tolerates.  
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6.5.1 The GTC Way 

 

The widespread use of the term, The GTC Way within the organization acts as a reminder 

of the cultural values of the company. This provides a strategic framework within which 

decision-making can be widely distributed without the risk of organizational anarchy. The 

GTC Way is an important means of ensuring consistent leadership actions across all the 

GTC Inc operating companies and the set of leadership practices apparent from the data 

and outlined in this chapter, honour the values and principles embedded in the GTC Way. 

For example, the maxim of ‘lead when you see the need’ (which is linked to the GTC Way) 

is enacted by empowered employees across the three companies in response to the 

cultural assumption of how GTC Inc employees work within the company. Similarly, the 

corporate mantra, red, rock solid and restless, offers a cultural guide to what is assumed 

to be appropriate behaviour by GTC Inc employees.  

 

Thus the concept of leadership-as-a-practice is a manifestation of the GTC Inc culture, 

where leadership is viewed as a responsibility and right of all employees.  An important 

aspect of the GTC Way of leadership is that of the generation and realization of ideas in 

new innovative initiatives. For example: 

 

 At GTC UK, an internal program, named Right Idea, is in place to assist in 

facilitating innovation. This program was devised with the aim of encouraging staff 

members to propose innovative ideas and hence create a pipeline of potential in-

flight innovation projects.  

 At GTC Au, a program known as Bubblegum is in place to for staff to identify and 

register new ideas and new ways to enhance organizational performance.  

 

Furthermore, at GTC Au, any employee can take an idea to the Innovation Governance 

Board (IGB).  If the proposer of an innovation project can sell the idea to the IGB then, 
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once approved, s/he is required to attract talent to the project; engage the business; and 

influence business priorities. Hence, innovation projects at GTC Au are also a mechanism 

for allowing ‘unofficial leaders’ to emerge and help improve the way in which the 

organization operates.  Furthermore, Innovation projects are extracurricular and not 

included in an employee’s everyday work responsibilities. The majority of GTC Au staff put 

in extracurricular effort on innovation initiatives which extends an individual’s exposure 

beyond that of their normal day-to-day role; expands their skill sets and opens up new 

opportunities for them. Extracurricular activity underpins the open and participative 

culture of GTC Inc. These are very similar to the innovation practices at W.L. Gore (see 

Manz, et al 2009a and 2009b). 

 

For the open and participative culture to flourish, the GTC Way ensures that employees 

are motivated to go the ‘extra mile’ and undertake these extracurricular activities. This 

was neatly summed up by the GTC Au Manager (Sales, Investment & Planning) who 

recapped a quote from his CEO in noting we hire people, so bring yourself to work.  

 

6.6 The Presence of Tension 
 

Work within the organization is not without tension. These tensions are a consequence of 

various practices and of functional priorities and interests. 

 

6.6.1 Practices that Generate Workplace Tension 

 

As Horn Nord, et al (2007a) suggest, conflict is inevitable in any organization. Tension in 

the workplace at GTC Inc derives most frequently from unmet stakeholder expectations, 

or from practices that are perceived to violate due process. In this respect, the data 

highlights three main drivers of tension at GTC Inc. These are: 
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 the power of sales and marketing, and the practices through which members of 

the marketing function conduct their work; 

 the strategy formulation and execution processes 

 the outsourced IT environment. 

 

6.6.1.1 The Power of Sales and Marketing  

 

While GTC Inc has a formally defined structure (see figure 6.2) which centres on a number 

of business divisions, the data reflects the informal partitioning of this structure into two 

distinct camps. On one side sits the Sales and Marketing function, while the other side 

pertains to the other business functions within the GTC Inc organizations.  

 

GTC Inc can be viewed as a marketing company that is dependent on IT to function 

effectively. Sales and Marketing are the glamour areas of GTC Inc comprised of a group of 

creative and innovative individuals who believe the other functions of the company are 

the proverbial ‘necessary evil’ around whom they must work to achieve the business 

goals. As the GTC Au Head of Strategic Projects commented “Marketing people will get 

onto the subject quickly, they’ll form a taskforce and we’ll get some new stuff out there.  

It’s just the nature of this beast” (Interview 20). Practices such as these often result in 

inter-functional tensions. 

 

The project environment at GTC Inc is another prime area where differing perspectives 

between Sales and Marketing and the rest of the organization result in tension. For 

example, the Sales and Marketing function pursues revenue generating projects (for 

example, new products) or customer-focused projects (for example, improved 

interactions) which require quick delivery to the market and also flexibility to ensure 

appropriate outcomes are delivered.  Contrary to these, IT/Technology deliver projects 

which align to long-term GTC Inc (Au, NZ & UK) strategies, (for example, changes to the 

operating environment) which  are required before customer relationship improvement or 
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revenue-based projects can be commenced. This mismatch of project expectations is a 

continuous source of tension between these two functions within the organization given 

the pressure Sales and Marketing are under to meet challenging timeframes and changing 

customer demand, and the process regulations under which the IT function must work. In 

an attempt to overcome this situation and obtain timely delivery, the Sales group often 

forge relationships with outsourcer partners outside of the designated outsourcing 

arrangements. This angers the IT function and usually results in the outsource partners 

adding another layer to projects through the inclusion of their own processes. Practices 

such as these constitute a potential threat to the long-term stability and integrity of the 

operational environments within GTC Inc. 

 

Furthermore, reacting quickly to market changes normally involves commencing a new 

project which has not been defined in the strategy development process (the IBP and the 

subsequent twelve-month execution plan). Tension arises when, in commencing these 

new projects, limited thought is given by the Marketing and Sales function to the IBP-

defined strategy initiatives (in-flight projects). In theory, to successfully implement market 

change projects several actions are required. These include:  

 

 modification to in-flight projects in terms of scope, timeframes and budget is 

required to accommodate resource movements;  

 amendment of the defined strategy is required to ensure that it remains relevant 

to market demands; and 

 project decision-making is aligned with the defined strategy.   

 

In practice the data shows that such change initiatives are often driven by powerful 

individuals within the Marketing and Sales function who are able to influence the 

decision-making processes without due regard to these three principles. This leads to 

tensions between this function and the rest of the business. 
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6.6.1.2 The Strategy Formulation and Execution Processes 

 

The strategy process is another source of tension at GTC Inc.   These tensions surface 

through the strategy definition and the strategy realization processes.  

 

With regards to strategy definition, tension arises from a BU perspective based on the 

need for IT/Technology involvement in the process.  The cause of the tension is derived 

from a BU view that IT/Technology, while extremely important for the day-to-day running 

of the organization, does not fully understand the commercial side of the GTC Inc 

business.  During the strategy definition phase, the BU perception is that IT/Technology 

should be involved as the ‘provider of IT systems and solutions’ rather than being a 

contributor to the actual strategy.  However, from the IT function perspective, in order to 

be a ‘provider of IT systems and solution’ and a valuable contributor to organizational 

success, the IT/Technology function must participate in the formulation of the defined 

strategy. Tension arises in the project environment too, as the BUs consider many of the 

IT processes and methodology components to be ineffective and inefficient. This leads to 

BU frustration as there is no formal alternative for them but to work with IT/Technology.  

 

Another contributor to BU-IT/Technology tension is the BU viewpoint that an articulated 

IT strategy is non-existent. As such, the BUs argue that they cannot readily determine how 

or where their strategy initiative will fit into the IT/Technology environment. While forums 

and/ or roles exist to ensure alignment of the business strategy and the IT/Technology 

environment, these are controlled by the IT/Technology function. Furthermore, the short-

term orientation of BUs creates additional tension through the duplication of systems and 

solutions and the potential for incompatible, or one-off, technologies to be introduced 

into the operating environment.  Many of these new initiatives are commenced without 

considering their impact on the twelve-month execution period. There is no prioritization 

of these new initiatives which compete for the same resources as those initiatives which 

are detailed in the ‘approved’ strategy’.  
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Project prioritization is a formidable challenge for GTC Inc and a significant source of 

tension. At GTC Au the C-level and GM level believe prioritization should be performed at 

the project level rather than across the complete portfolio. With prioritization confined to 

the project level, those who understand the detail and complexity of the individual 

projects are thought to be better equipped to make the appropriate decisions. 

Consequently, prioritization decision-making becomes the realm of the PMs delivering 

projects, and focuses upon what can be achieved within a shortened timeframe or 

decreased budget. Conversely, they could involve re-negotiation to extend an in-flight 

project’s timeframe to enable full product delivery. The prioritization process then 

becomes dependent on the individual PMs and as operational leaders, a broad skill set is 

needed as they must understand the business; consult at the business level; be able to 

influence business colleagues; and influence IT/Technology colleagues to ensure 

appropriate decisions are made in relation to individual projects and the overall project 

portfolio.  

 

With prioritization decisions relegated to those delivering the projects the actual 

resolution of priorities can be determined by individuals with influence and relationships. 

The data shows that it then becomes likely that business decisions will be made through 

influential relationships rather than with due regard for project and/or company-wide 

processes and/or defined strategy. As such, PMs determine project priorities, and 

successful outcomes for the BUs (and for the organization as a whole) depend upon the 

competence, integrity and leadership capabilities of the PMs.  

 

The lack of effective priority-setting process leads to tension and conflict between 

IT/Technology and the BUs over the importance of individual projects.  With PMs 

implementing the strategy initiatives, they must be able to support and influence BU 

counterparts with respect to tactical changes to strategy direction and have sound 
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knowledge of the potential impact of a project on the defined strategy.  Hence, a broad 

range of leadership capabilities are essential for a GTC Inc PM.  

 

To overcome this frustration and tension within the project environment, governance 

structures play an important role. Project-level governance at GTC Inc is well defined and 

broadly known throughout the organization.  From a BU standpoint a combination of 

dedicated ownership, strong sponsorship and engagement in the early project stages is 

vital to effectively initiate, execute and deploy projects. The data show that where project 

decisions are based on a documented process, the working relationship between BU and 

IT/Technology staff is greatly improved.  Such improved credibility and trust between the 

BUs and IT/Technology is shown to be extremely important in an environment where 

outsourcing is prevalent, and where numerous outsource partners are involved in daily 

operations and the project environment.  

 

6.6.1.3 The Outsourced IT Environment  

 

As identified in the proceeding chapter the IT/Technology environment at all three 

international locations is heavily outsourced. The literature covering IT/Business 

relationship appears to be relatively silent on the impact this phenomenon has on the 

day-to-day relationships between BUs and IT/Technology. The data from this research 

show that this is a significant issue in the operational environment as, within the GTC Inc 

group of companies, IT/Technology view the outsource partners as a separate entity (with 

the need to manage the relationship via a contract) while the BUs view them as part of 

IT/Technology. This view of IT/Technology incorporating the outsource partners, held by 

the BUs, is shown to be a major factor in the unfavourable view that the BUs have of 

IT/Technology, in that the BUs hold IT/Technology accountable for poor performance by 

outsource partners.  This unfavourable view of IT/Technology is exacerbated by several 

factors:  
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 outsourcing has added complexity to the GTC Inc workplace as no direct path to 

outsource partner resources exists (other than via a specific GTC Inc resource). 

Therefore additional effort is required to navigate the various processes and 

resourcing layers to access appropriate personnel. A consequence of this is the 

duplication of roles as GTC Inc and the outsource partners undertake similar 

activities; 

 outsourcing has generally had a negative impact on the timely delivery of project 

deliverables and other IT/Technology products and services;  

 the high cost and poor delivery performance of outsource partners has impeded 

the realization of expected BU benefits; and 

 BUs experience difficulties and frustration in working with the outsource partners 

due to contractual arrangements and the obligation for the partners to follow two 

sets of processes (their own and those of GTC Inc). 

 

From these complications, BU frustration with slow delivery and additional bureaucratic 

overhead, results in tension between them and IT/Technology. This subsequently leads to 

a lack of trust and tension between IT/Technology and the outsource partners. 

 

The decision to extensively outsource IT and Technology at each operating company (GTC 

Au, GTC NZ and GTC UK) was taken at the GTC Inc Group level and then consigned to the 

individual companies for operationalization. The data reflect the view that, without an 

effective form of engagement with outsource partners, the strategy of outsourcing at GTC 

Inc has not yet achieved the desired results. In response to the problematic issues 

outlined above, the outsource partners at GTC UK are encouraged to deal directly with the 

BUs – a practice that is in direct contrast to the situation at GTC Au and GTC NZ where the 

partners interact solely with a designated IT/Technology resource (such as a Service 

Owner or Project Manager). A factor in GTC Au and GTC NZ disallowing outsource partners 

to interact directly with the BUs, is the interpretation of the workings of the AD&M 

contract. Under this contractual arrangement, the outsourcer partner performs the 
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development work only. This, however, has led to further tension with the BUs as they 

view the contract as failing to address GTC Inc’s ever-changing market, resulting in the 

AD&M outsourcer partner not being in-tune with GTC Inc’s business environment. For the 

AD&M contract to provide the level of responsiveness required, outsource partner staff 

must be given the opportunity to develop their own workplace relationships with BUs 

within GTC Au or GTC NZ. This provides another indicator to support the direct 

involvement between outsource partners and the BUs though a suitable engagement 

model which takes the interests of all parties into consideration. 

 

6.6.2 Practices that Mediate Tension 

 

The data show that the mediation of tension at the GTC Inc companies relies heavily on 

the quality of interpersonal practices and skills. Thus the encouragement of organization-

wide relationships is an integral dimension of GTC Inc’s strategic intent. As such, the 

emphasis upon the importance of strong inter-personal relationships across the hierarchy 

and functions facilitates the relatively quick informal resolution of issues.  This informal 

approach to conflict prevention and resolution is strengthened by formal practices such as 

the use of dedicated resources, or single points of contact, across functions within each 

GTC Inc company. For example, roles such as the Business Account Manager at GTC Au, 

the Finance Business Partner at GTC UK, and the Delivery Program Manager at GTC NZ are 

targeted at ensuring effective working relationships between the BUs and IT/Technology. 

In many cases, these roles are located within a specific BU rather than in their functional 

unit. Through such co-location the specific individuals involved are able to build BU frames 

of reference and business knowledge, as well as to develop trust and strong working 

relationships with BU counterparts. 

 

Project team composition is another practice aimed at ensuring capacity to deal 

effectively with conflict. As work styles differ within BUs, the relationship dynamics among 

the project participants change on a project by project basis. Thus the composition of 
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project team membership is carefully considered at the initiation stage of each project. 

Furthermore, given the BU view of project methodology as constituting an obstacle to 

speedy product delivery and project completion, appropriate streamlining of the 

methodology to fit stakeholder needs, is another means used at GTC Inc to meet BU 

expectations.   

 

As mentioned above, project prioritization remains an enormous issue during the twelve-

month execution period at GTC Inc companies,  given the many projects  - planned 

(detailed in the strategy) and unplanned (e.g., reactions to competitors) – undertaken 

simultaneously. In this respect, however, GTC UK is better positioned than the other two 

GTC Inc companies as the Strategic Portfolio Management Board (the project governance 

body) prioritizes the portfolio of in-flight projects. For reasons that the data fail to make 

explicit, at GTC Au and GTC NZ the same is not undertaken by the Portfolio Group. 

 

6.7 Conclusion 
 

At the beginning of this chapter a model of the five spheres of influence on the 

IT/Business relationship at GTC Inc was presented (see figure 6.1). Through these spheres 

of influence the connection between leadership practice and relational dynamics, a 

precursor to workplace relationships, becomes apparent. From this connection it is also 

evident that certain leadership practices when coupled with appropriate relational 

dynamics, underpin the realization of strategy at the GTC Inc companies.  

 

The spheres of influence model presented in figure 6.1, and subsequently discussed in this 

chapter, depicts an image of five independent influences on the IT/Business relationship. 

These influences were: the formal structure within GTC Inc; formal leadership practices; 

informal leadership practices; the role of culture; and the presence of tension. 
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However, this simple depiction of the influences does not portray the complexity of the 

contexts in which these five spheres of influence compete. In practice, each sphere of 

influence contests the others in a complex socio-political and technical environment. 

While they have been referred to as leadership practices, they can also be viewed as 

challenging relational dynamics through which GTC Inc’s business mission must be 

enacted. . A refined model illustrating the complexity of the operational environment, as 

shown in Figure 6.5) indicates that these spheres of influence are not distinct, or 

independent, practices but rather a complex amalgam of activities, practices, values, and 

roles that are present across all four spheres of influence. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6.5: The overarching model of the spheres of influence at GTC Inc 
 

The outer ring, Ring 4 - encompasses roles, practices and activities that are generated by 

the organization’s formal structure, and which produce a set of organizational tensions. 

These includes the impact of the organization’s functional hierarchal structure on 

relationship building (primarily the inhibition of cross-functional relationships); on strategy 

execution; on functional competition and siloed-thinking; and on planning processes, such 
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as the IBP.  Activities central to this ring comprise the relationship environment, the 

power of sales and marketing, the impact of market change upon the formal structure, 

strategy formulation and execution, and those created by the heavily outsourced IT 

environment. 

 

The first inner ring (Ring 3) encompasses the more formal leadership practices and 

cultural practices that generate tension.  Activities covered in this ring cover formal 

reporting lines, the divisional leadership teams and conventions which facilitate leadership 

decision-making – such as employee empowerment, the development of new leaders, 

leading from a people perspective, the provision of employee feedback and the 

behaviours designated by the GTC Way.  Activities encompass both formal (e.g., 

governance structures) and informal (e.g., project prioritization) decision-making, 

outsourcing partner engagement practices, and the project management environment. 

Roles in this ring are of a generic nature, such as single points of contact or dedicated 

resources which have been specifically created to facilitate decision-making between the 

BUs and IT.  

 

The next inner ring (Ring 2) encompasses informal leadership practices and the tensions 

generated by the conflict between these and traditional (cultural) and formal practices. 

Activities located in this ring include coaching and mentoring, leading from a people 

perspective, believing that everyone can lead, and leadership-as-a-practice. 

Characteristics of this ring are empowered employees and dominant individuals who can 

influence the decision-making process through by-passing formal processes (such as, for 

example, the IBP). Activities within this ring are strongly relationship-based, embracing 

individual, group and network relationships.  

 

Finally, the inner ring (Ring 1) stems from the interaction of roles, practices and activities 

found in the outer three rings.  It is through the creative tensions between the informal 
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and formal practices and processes that the distributed nature of leadership at GTC Inc, 

manifests. 

 

As figures 6.1 and 6.5 have shown there are a number of influences which contribute to 

leadership and its impact upon the IT/Business relationship. . From these influences it is 

apparent that both leadership models presented in the literature review chapter are 

relevant. The traditional hierarchical model, which manifests through the practices 

created by the formal structure (rings 3 and 4), and the contemporary distributed model, 

which manifests through the informal practices shown in rings 2, 3 and 4).are in evidence 

in the research data. However, the study shows that the distributed leadership practices 

are most effective in relationship building and in the creation of the strategic agility that is 

required by GTC Inc in a dynamic operational environment.  

 

The next chapter concludes the thesis and summarises the key findings and contributions 

uncovered from the research.  
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Chapter 7 – Conclusion 
 

7.1 The Study 
 

The research study investigated the role leadership plays in an effective IT/Business 

relationship in a global telecommunications organization.  This research was conducted 

through the use of a phenomenological case study as one of the key aspects of the 

research question related to the role of context in the enactment of leadership practices. 

 

Through open-ended semi-structured interviews this research set out to understand the 

social dynamics of the relationship between the IT function and the Business Units to 

examine the leadership practices in this relationship with respect to how and where in the 

global telecommunications organization such leadership practices manifest, and therefore 

influence IT-Business relationships. This was achieved by exploring the:  

 

1. relationship between the leadership practices enacted within the IT function and 

those enacted within the business functions and units; 

2. levels at which leadership is located within the IT unit and the business units;  

3. leadership practices that drive the IT/Business relationship; and  

4. effect of leadership practices and workplace relationships on the execution of 

business strategy.  

 

The key outcomes of this research were: 

 

1. an understanding of the leadership practices which promote good workplace 

relationships; 

2. insight into what influences an effective IT/Business relationship; and 

3. the identification of aspects of a practice model for the enhancement of the 

IT/Business relationship.  
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In addressing these aims the interactive nature of the spheres of influence was derived at 

the conclusion to the previous chapter (see figure 6.5). For ease of reference this model is 

repeated below as figure 7.1.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7.1: The overarching nature of the spheres of influence at GTC Inc 
 

7.2 Conclusions of the Study 
 

With reference to Figure 7.1, the interactive and, at times, competitive aspects of the 

spheres of influence within everyday workplace settings at GTC Inc, produce creative 

tensions that specific leadership practices address – the mediation of which is exploited 

for strategic purposes. In many cases, the leadership practices themselves (whether 

formal or informal) paradoxically generate and mediate these tensions in complex plays of 

creative and entrepreneurial activity. However, tensions also derive from various project 

and business as usual interactions, and the contradictions between practices generated by 
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the formal organizational structure, and organizational culture, and those demanded by 

rapid market changes.   

 

A refined version of the model is depicted in figure 7.2. This more simplified approach: 

 

1. combines the leadership practices (rings 2 & 3) into the Manifestations and 

Dynamics of Leadership;  

2. presents ring 4 (the outer ring – the formal structure and the presence of tension 

as discussed above) as the Business Operations Environment which is more 

representative of the working environment at the GTC companies; and 

3. creates a new ring for the Organizational Structure and Culture 

 

The model shown in figure 7.2 suggests that the business operations environment (ring 4) 

acts as the context from which the organization structure and culture (ring 3) takes shape. 

Both these outer rings lay the contextual foundation for the manifestations and dynamics 

of leadership through which workplace relationships are enacted.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7.2: A model for enhanced IT/Business relationships at GTC Inc 
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Figure 7.2 also suggests that in the workplace it is the organization’s ‘human 

infrastructure’4 (its employees) who are at the centre of everyday leadership practices. 

While process and procedure, which predominantly exists in ring 4, are also important to 

these everyday practices, they are in fact ineffectual without the actions of this ‘human 

infrastructure’ which resides in all four rings.  

 

7.3 Contributions of the Study  
 

In the literature reviewed for this thesis, a number of authors concluded that research 

which investigates the phenomena of both leadership and workplace relationships in 

specific contexts is lacking. Edwards (2011) notes that to comprehend how leadership can 

be distributed, organizational context must be considered while Cope, et al (2011) suggest 

that to truly understand the relational implications within organizations, context is crucial. 

In particular, the importance of context in the IT/Business relationship appears to have 

been overlooked in the literature and a need exists for contextual studies that address this 

issue (Day, 2007).  

 

In response to this dearth of such studies within the literature, this research is an 

endeavour to address that gap.  Through the interpretivist approach pursued in this 

research, the contributions can be construed as either relevant business practice or as an 

addition to the current theoretical knowledge base. 

 

7.3.1 Business Practice Contributions 

 

Pursued via a phenomenological case study, the research findings reflect the critical role 

of context in leadership practices, as the model presented in figure 7.2 shows. Through a 

methodical analysis that sought thematic sources of meaning in the experiences and 
                                          
4 ‘Human infrastructure’ was introduced in Chapter 1 -Thesis Introduction based on Weill & Vitale’s (2002) 
phrase ‘Human IT Infrastructure’.  
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practices articulated through the rich interview data, the complex and compelling nature 

of the contexts within which specific workplace relationships and leadership practices at 

GTC manifest were uncovered.   

 

This research shows that GTC is a relationship business and, as such, relationships play a 

part in everything. The ability to ‘work’ relationships is a key strength among the 

employees in each of the three companies. While the formal functional hierarchical 

structure paradoxically inhibits cross-functional relationships, the culture-in-practice, in 

response to rapid market changes, informally encourages the development of a broad 

array of stakeholder relationships. Another aspect to this informal set of relationship-

building practices is the commitment of individuals in taking on the time-consuming task 

of developing rich networks of relationships within this contemporary organization.  This 

research shows that individual relationships – rather than functional relationships – are at 

the core of leadership that promotes an effective IT/Business relationship.  

 

Furthermore, this research also highlights the impact that the business practice of 

outsourcing has upon the IT/Business relationship in that the delivery of a poor outcome 

or misunderstanding of a business requirement by an outsource partner can severely 

damage IT/Technology’s relationship with BU staff. This research shows that leadership 

practices that effectively address outsource, and other partner, relationships are an 

increasingly important dimension of organizational leadership.  

 

7.3.2 Theoretical Contributions 

 

The ‘human infrastructure’ element (as identified in figure 7.2) reflects a philosophical / 

blind spot’, or gap, in the substantial array of literature covering the IT/Business 

relationship. The widely held view in this literature that this relationship is based on 

functional factors - where process, procedure and structure are key elements of research 

– reflects the focus on ‘technical’ issues that is a consequence of the positivist research 
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paradigm in which much of the research, on this topic, is located.  The ontological and 

epistemological assumptions underpinning the interpretivist research paradigm in which 

this study is located, have enabled the identification of the socio-political dimensions of 

human relationships and, thus, leadership practices. 

 

Another innovative premise to emerge from this contextually-oriented research is that of 

effective workplace relationships being considered as a form of leadership practice. While 

relationships are strongly influenced by the various qualities held by individuals, they 

are also significantly influenced by workplace contexts and practices (such as 

empowerment whereby distributed decision-making and influencing capabilities are 

encouraged). Through the interaction of these spheres of influence, and the emphasis 

at GTC Inc upon staff building relationships at all levels of the organization, 

relationship building has become a cherished leadership practice at this global 

organization. 

 

7.4 Implications of the Study  
 

The study reflects the relevance of research located in alternative research paradigms (to 

that of positivism) within the IT domain in particular. It shows that the context of 

organizations is a socially constructed one and, as such, the ‘social reality’ of organizations 

is a political domain in which human and sectarian interests, values and subjective 

interpretations play a strong role. In this way organizational realities are constructed and, 

if the leadership is strategically adept, sustained. Through the alternative ontological and 

epistemological assumptions of the interpretivist research paradigm, social dimensions of 

leadership practices have been shown in this research to be vital to an effective 

IT/Business relationship. 
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7.5 Limitations of the Study  
 

Chapter 4, section 4.6 has addressed the potential limitations to the research in regard to 

the assumptions of the interpretive research paradigm and the issues these raise in 

contradiction to the dominant positivist research paradigm.   

 

A further potential limitation is that of the research site. This in-depth study was 

conducted on three operating companies of a global company.  It is possible for some to 

argue that this restricts the study given that the data were collected in three different 

international contexts.  However, the data on each operating company has been analysed 

separately and thus its contextual integrity has not been compromised.  

 

Also, the question of sample size from each company could be considered as a limitation 

of the research.  With the majority of the participants coming from the Australian 

company an argument could be raised of bias in the data collected. This, however, is 

countered by the last sentence of the previous paragraph relating to the data analysis 

being company specific to ensure contextual integrity. 

 

Another limitation to be considered is that of generalizability of the findings. As an 

interpretive phenomenological case study there is no claim that the results can be 

generalised to other companies/contexts. However, the insights generated by this 

research reflect a rich understanding of the impact of a specific set of leadership practices 

upon the IT/Business relationship within a particular organization and, though these 

cannot be generalised to other organizations, their value lies in their illumination of the 

role of context in their effective deployment.  
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7.6 Further Research Opportunities 
 

There are several future research opportunities that could be usefully explored from this 

research. 

 

1. This research shows that there is a need for more research on the role of IT in the 

creation of business value, and the nature of the leadership practices that facilitate 

such value creation; 

2. This research shows that leadership is a complex political phenomenon that is 

contextually-contingent. As human relationships are at its core, there is a need for 

more research, located within an interpretivist and constructionist research 

paradigm that can appropriately address the socio-political dimensions of 

leadership practices. 

3. A further area for future research is the notion of leadership-as-a-practice. Authors 

have argued (see for example Carroll, et al 2008) for the extension of the practice 

literature to include leadership. Focusing upon the Manifestations and Dynamics of 

Leadership from the model for an enhanced IT/Business relationship produced by 

this research, the concept of leadership-as-a-practice, specifically within the 

context of the IT/Business relationship, could be more meaningfully explored.  

 

***** 
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Appendix A – Fieldwork Proposal - GTC Australia 

Ph D Title  
The Role of Leadership in an Effective IT/Business Relationship 

Researcher 
Alan Sixsmith   

Part-time Ph D Student,  

University of Technology, Sydney   

Aim of the Study 
This research constitutes the field work for my Ph D.  

To undertake an in-depth investigation into the IT/Business relationship within and 
organisation and to investigate the leadership styles of those involved in managing this 
relationship. This will be achieved by:  

1. an analysis of the relationship between IT and the remainder of the organisation 
2. investigating the leadership styles of the IT (Information Technology) management 

team 
3. investigating the leadership styles of the ‘business’ management team over various 

levels 
4. measuring the impact that different leadership styles have on the relationship 

between IT and the remainder of the organisation  

The knowledge gain from this research will be used to derive a practice model for the 
creation and preservation of the IT/Business relationship. 

Research Description 
The relationship between IT and the remainder of the organisation has been a topic of 
discussion for a number of years. In the early 1990s the area of the CEO and CIO 
relationship was high on the agenda, and in the latter half of the 1990s the IT department 
relationship was given attention. However, little research appears to have been conducted 
in this area since the global IT downturn of 2001 and 2002.  

My interest in IT/Business relationship stems from my background in IT consulting and 
management and my years as an IS developer. I have witnessed first-hand the lack of 
acknowledgement that the IT function can receive within the organisation despite the 
seemingly good relationship that IT staff had with their business counterparts. One can 
only assume the business consider IT as a second class citizen or support function within 
the organisation. This is despite the fact the most organisations would not function 
without IT. 
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With this in mind I am interested in investigating a number of aspects to the IT/Business 
relationship as follows:  

 Who and what drives this relationship?  
 Does the leadership style of the IT management team impact the relationship (and 

in contrast does senior and line management leadership style also impact the 
relationship?) 

 How important is this relationship to the success of the IT within the organisation? 
 Does this relationship impact the success of the organisation as a whole?  
 At what levels should relationships exist, for example individual, departmental, line 

management or senior management?  
 How good is this relationship from a business perspective?  
 What type of relationship is required? 

Research Design  
In order to investigate these areas, a detailed investigation in an organisational context is 
required. Thus a single in-depth case study will be used and will pursue an interpretive 
approach as the intent is to understand the actual context of the IT/Business relationship 
and the impact of leadership from the point of view of the participants. Using an 
interpretive approach the researcher can gain a much deeper understanding of the area 
under study and the context in which the study has taken place. A single case study allows 
the researcher to explore the significant features of the case and to create believable 
interpretations of the findings and then test the validity of these interpretations. 

A combination of semi-structured interviews, focus groups, open-ended questionnaires 
and analysis of relevant documentation (e.g., organisation charts) will be used for data 
collection. Data analysis will be conducted at three levels within the organisation, namely, 
organisation itself, the departmental level and also the individual level. The reasoning 
behind this is that the relationships between IT and the remainder of the business may be 
different between management levels, between individual departments and between 
employees themselves.  

Background and Context  
In his article “IT Doesn’t Matter” Carr (2003) instigated a global debate into the value of IT 
to the organisation. The crux of Carr’s argument revolves around the concept of 
technology becoming a common commodity and therefore the chances of obtaining a 
competitive advantage from the technology are diminished as technology is equally 
available to everyone. This in essence is a valid argument. Quite rightly the global debate 
produced counter arguments to Carr’s claim and argued that “IT does matter”. Carr (2003) 
did acknowledge that IT is the backbone of an organisation and its commercial dealings 
and unites widespread supply chains and connects businesses with customers.  
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However, in his argument of IT being a common commodity Carr missed one extremely 
important aspect of the industry – the people who develop, maintain and support an 
organisation’s IT. Weill & Vitale (2002) use the term human IT infrastructure to refer to 
the intelligence needed to translate IT components into useable services.  McKean (2003) 
points out that in many organisations the immense efforts undertaken by IT to ensure the 
smooth running of the IT environment go unnoticed by the remainder of the organisation. 
Why does this happen? What is IT doing wrong or not doing at all? The answer lies in 
managing perceptions and having strong relationships with the remainder of the business. 

IT leadership is critical to the success of IT in an organisation and can take one of two 
paths. Broadbent and Kitzis (2005) describe these paths as 1) IT is irrelevant to 
competitive advantage (aligning with Carr 2003) or 2) IT is central to all major business 
process and crucial to innovation and organisational success. It is this second path that is 
the most important to the well-being of IT within an organisation. Murphy (2005) 
describes transformational leadership as visionary, balanced and having the confidence to 
cross boundaries to form multidisciplinary teams. A transformational leader focuses on 
partnering with others and sharing information and power as ways to increase staff 
satisfaction and provide a beneficial working environment for staff. In order to ensure the 
organisational well-being of IT, the transformational leadership attributes of partnering 
and sharing information and power are well suited for the IT management team. 

Many perceptions of IT may exist based on an employee's job function or position within 
the organisational hierarchy. Mahmood (2001) infers a user may have a good or bad 
perception based on their daily use IT or their perceived usefulness of a system. 
Alternatively a senior executive may view IT from a strategic standpoint (Carr 2003).  

A crucial component within any organisation is the relationship that exists between the IT 
function and the remainder of the organisation. If the relationship is weak, then the 
capability of IT to deliver value to the business will be restricted Ward and Peppard 
(2002). Grupe (1994) previously highlighted this by noting that effective communications 
and relationships between IT and the business units were the key ingredients to the 
success of IT. The relationships between IT staff and the remainder of the organisation can 
be individual (Ramakrishna & Lin 1999) or organisational (Ward and Peppard 2002).  

Insights into the IT/Business relationship are provided in the literature. Peppard and Ward 
(1996) highlight the culture gap between IT and the rest of the business. Ward and 
Peppard (1999) explore this gap further and put forward an initial framework to aid in 
understanding the IT/Business relationship. Wilcoxson and Chatham (2004) reporting on 
research conducted in 1998 and 1999 highlight the following as crucial o the success of 
the IT/Business relationship.  

 The role of the senior IT manager or CIO;  
 Issues related to perceived cost effectives, value adding and system 

responsiveness; 
 Relationship between IT strategy and business strategy; and 
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 Communication, customer service and relationship building. 

While technology has long been the focus of the IT function, the current business 
environment requires a commercial focus and the ability to add business value. The time 
has passed where IT can hide behind technology advances to justify its budget, for today 
any outlay on technology requires a sound business justification and a corresponding 
business value. It is imperative for IT to build and successfully manage a relationship with 
the remainder of the organisation and this relationship is an important strategy for IT into 
the future. In order for IT to develop strategies to improve this relationship it is also 
imperative that this relationship is viewed from both the IT and business perspectives.  
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Appendix B – Fieldwork Schedule – GTC Australia 

Ph D Fieldwork - Suggested Australian Participants for Interviews 

Title  
The Role of Leadership in an Effective IT/Business Relationship 

Researcher 
Alan Sixsmith   
Part-time Ph D Student,  
University of Technology, Sydney   
 
Participant / Participating Area Discussion Areas  Time (approx) Priority 
Business Account Management 
 Head of BAM Team 
 Plus other BAMs 

 IT’s relationship with the rest of the business (Marketing, 
HR and Finance) 

 Leadership within the company  
 The relevance or impact of this relationship and leadership 

on the execution of business strategy 
 Other members of the BAM group to interview  
 Representatives of Marketing, HR and Finance to interview 

 

30 minutes per 
interview 

 
First 

Major Projects 
 Head of PM Team 
 Plus other PMs on current major 

projects 
 

 IT’s relationship with the rest of the business (Marketing, 
HR and Finance) 

 Leadership within the company  
 The relevance or impact of this relationship and leadership 

on the execution of business strategy 
PMs on current major projects and representatives of 
Marketing, HR and Finance to interview 

 

30 minutes per 
interview 

First 
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Participant / Participating Area Discussion Areas  Time (approx) Priority 
Chief Enterprise IT Architect  IT’s relationship with the rest of the business (Marketing, HR 

and Finance) 
 Leadership within the company  
 The relevance or impact of this relationship and leadership 

on the execution of business strategy 
 Representatives of Marketing, HR and Finance to interview 

 

30 minutes   First 

Head of Design & Capability  IT’s relationship with the rest of the business (Marketing, HR 
and Finance) 

 Leadership within the company   
 The relevance or impact of this relationship and leadership 

on the execution of business strategy 
 

30 minutes   Second 

Head Business Analysis & Testing 
 

 IT’s relationship with the rest of the business (Marketing, HR 
and Finance) 

 Leadership within the company 
  The relevance or impact of this relationship and leadership 

on the execution of business strategy 
 

30 minutes   Second 
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Participant / Participating Area Discussion Areas  Time (approx) Priority 
GM - Strategy & Planning  

 
 IT’s relationship with the rest of the business (Marketing, HR 

and Finance) 
 Leadership within the company 
  The relevance or impact of this relationship and leadership 

on the execution of business strategy 
 Identify counterparts in Marketing, HR and Finance to 

interview 
 

30 minutes   Fifth 

GM – Partner Performance   IT’s relationship with the rest of the business (Marketing, HR 
and Finance) 

 Leadership within the company 
  The relevance or impact of this relationship and leadership 

on the execution of business strategy 
 Identify counterparts in Marketing, HR and Finance to 

interview 
 

30 minutes   Fifth 

GM - Solutions Delivery 
 

 IT’s relationship with the rest of the business (Marketing, HR 
and Finance) 

 Leadership within the company 
 The relevance or impact of this relationship and leadership on 

the execution of business strategy 
 Identify counterparts in Marketing, HR and Finance to 

interview 
 

30 minutes   Fifth 
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Participant / Participating Area Discussion Areas  Time (approx) Priority 
Focus Groups (4 in total). Focus group 
makeup could be  
1) Team members from current major 

projects or 
2) Two IT and two Marketing, HR and 

Finance focus groups 
 

 IT’s relationship with the rest of the business (Marketing, HR 
and Finance). This will be tailored depending on the focus 
group makeup 

 Leadership within the company   
 The relevance or impact of this relationship and leadership on 

the execution of business strategy 
 

Maximum 1 hour 
per focus group 

Fourth 

N.B. Membership of the focus group would be determined by who is best to talk to – see BAM, Major Projects and Enterprise IT Architecture) – 
Ideally 5 or 6 operational level staff per focus group 
 
Marketing (Business, Consumer & 
Wholesale) 
 Contacts as provided by: 
 BAM, Major Projects and Enterprise 

IT Architecture  
 GMs ( 

 

 Marketing’s relationship with IT 
 Leadership within the company     
 The relevance or impact of this relationship and leadership on 

the execution of business strategy 
 

30 minutes per 
interview 

 
 
Third 
 
 
Sixth 

HR (if applicable) 
 Contacts as provided by: 
 BAM, Major Projects and Enterprise 

IT Architecture  
 GMs  

 

 HR’s relationship with IT 
 Leadership within the company   
 The relevance or impact of this relationship and leadership on 

the execution of business strategy 
 

30 minutes per 
interview 

 
Third 
 
 
Sixth 

Finance (if applicable) 
 Contacts as provided by: 
 BAM, Major Projects and Enterprise 

IT Architecture  
 GMs  

 Finance’s relationship with IT 
 Leadership within the company     
 The relevance or impact of this relationship and leadership on 

the execution of business strategy 
 

30 minutes per 
interview 

 
Third 
 
 
Sixth 
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Appendix C - List of Interviews 

 
List of Interviews conducted 
 

Interview Participant Role Company 

1 Head - Designing Capability Team  Au 

2 Head - Project Management Team  Au 

3 Head - Business Account Management Team Au 

4 Head - Proposition Capability  Au 

5 General Manager - Solutions Delivery  Au 

6 Program Manager - Prepaid in Evolution  Au 

7 Manager - Operating Expenses  Au 

8 Manager - Sales, Investment & Planning Au 

9 Senior Project Manager 1 Au 

10 Portfolio Manager  Au 

11 
Manager - Business Improvement Team & 

Acting Manager - Business Analyst Team 

Au 

12 Project Manager Au 

13 Contract Project Manager  Au 

14 General Manager - Insights and Innovation Au 

15 Head - Management Information Systems  Au 

16 Senior Performance Analyst  Au 

17 General Manager - Self Service at Contact Capability  Au 

18 Senior Project Manager 2 Au 

19 General Manager - Risk Services Au 

20 General Manager - Partner Performance & Governance Au 

21 Head - Strategic Projects  Au 

22 General Manager - Technology, Strategy & Planning Au 

23 Head - IT Architecture UK 
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24 Head - Service Strategy, Innovation and Design UK 

25 Finance Business Partner for IT UK 

26 Manager - Business Improvement UK 

27 Head of IT (CIO) UK 

28 Head - Service Creation & Delivery UK 

29 General Manager - Planning, Architecture & Demand  NZ 

30 Head - Demand Management   NZ 

31 Head - Enterprise Architecture   NZ 

32 Head - Technology Planning   NZ 

33 Head - IT Delivery   NZ 
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[Production Note:  
The CD and print copy of the theses are available for consultation at UTS Library.] 
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