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ABSTRACT (MAX. 200 WORDS):

This thesis investigates the role of organizational culture, structure, and processes in the im-
plementation of IT governance (ITG) within small and medium-sized enterprises (SMES). In
the context of rapidly evolving technological landscapes and regulatory environments, effec-
tive ITG is crucial for enhancing organizational capabilities and performance. The research
addresses the gap in understanding how SMEs, often constrained by limited resources and dif-
ferent operational dynamics, can adapt ITG frameworks primarily designed for larger organi-
zations. Through a comprehensive literature review and a case study involving semi-struc-
tured interviews with a range of stakeholders, the study identifies the critical success factors
and barriers in ITG implementation in SMEs. Findings reveal that a synergistic combination
of agile and traditional ITG capabilities fosters a dynamic and responsive organizational envi-
ronment. Empowering individuals and fostering a culture of trust are pivotal for successful
ITG adoption. The study contributes to the theoretical understanding of ITG in SMEs and
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offers practical insights for improving ITG practices, thereby enhancing adaptability, innova-
tion, and overall competitiveness in the contemporary business landscape.
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1 Introduction

This chapter provides an overview of our study by introducing the concept of IT governance
(ITG) and its critical impact on small and medium-sized enterprises (SMEs). The chapter be-
gins with the background of the increasing complexity and importance of ITG within the con-
text of rapid technological advances and regulatory changes. Following this, the purpose of
our research, the research question, and specific delimitations related to the thesis are pre-
sented to define the focus and scope of our investigation.

1.1 Background

In the contemporary business landscape, digital technology and the push toward digital trans-
formation are evolving at an unprecedented pace. The ability to stay adaptive to swiftly
changing business and Information Technology (IT) environments is now more crucial than
ever. As innovation by competitors and shifts in customer behaviours continue to redefine the
market, incumbent firms find themselves at risk of losing significant market share if they fail
to adapt to these digital dynamics (Warner & Wager, 2019). In this context, IT Governance
(ITG) has emerged as a critical factor for ensuring the successful enhancement of organiza-
tional capabilities and performance (Benaroch & Chernobai, 2017; Mulyana et al., 2021,
Warner & Wéger, 2019; Wilkin & Chenhall, 2020; De Haes & Van Grembergen, 2015). Re-
search indicates that businesses with robust ITG practices can achieve up to a 20 percent in-
crease in profits compared to those with inadequate governance structures (Weill & Ross,
2004).

The scope of ITG is not only expanding but also growing more complex, especially with the
advent of stringent data privacy laws and the rapid development of Artificial Intelligence (Al)
technologies. These advancements have necessitated a broadening in the perception of what
ITG encompasses, now including specialized areas such as data governance and Al govern-
ance (Abraham et al., 2019; Alhassan et al., 2016; Mantymaki et al., 2022). Yet, at the heart
of these governance discussions remain the foundational elements of Corporate Governance
(CG) and ITG, which are crucial for aligning IT strategies with business objectives and regu-
latory demands.

As organizations navigate this complex digital and regulatory environment, the role of ITG
has become integral not just in managing IT resources but in shaping business strategies and
operations. The emerging technologies and the data they generate offer tremendous opportu-
nities for value creation and competitive advantage (Fast et al., 2023; Weill & Ross, 2004;
Wilkin & Chenhall, 2020), demanding a governance framework that can handle the intricacies
of modern IT ecosystems effectively. This need is accentuated in environments where digital
transformation initiatives are extensive, requiring a sophisticated understanding of how to in-
tegrate new technologies such as cloud computing, big data, and 10T into existing business
and ITG frameworks (Alhassan et al., 2016; Fast et al., 2023; Mantyméki et al., 2022).

The challenges in modern ITG extend beyond the mere implementation of technology. They
involve crafting governance structures that are flexible enough to evolve with technological
advancements while robust enough to ensure compliance and alignment with business goals.
The increasing reliance on data and Al also brings forward ethical considerations and
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compliance issues, which must be addressed through comprehensive governance frameworks
(Mantyméki et al., 2022; Warner & Waéger, 2019).

In light of this consideration, the significance of this research lies in its potential to contribute
to the strategic integration of ITG within the broader corporate governance agenda, particu-
larly for SMEs. By exploring how organizational culture, processes and structures can facili-
tate the success of ITG practices in SMEs, this study aims to offer valuable insights that can
guide SMEs in enhancing their governance practices to meet contemporary challenges.

1.2 Problem

There is a compelling need for SMEs to adapt and refine their governance mechanisms to en-
sure effective risk management, value creation, and the maintenance of a competitive ad-
vantage (Fast et al., 2023; Wilkin & Chenhall, 2020; Wu et al., 2015). Organizational pro-
cesses, structures, and culture play a critical role in the effective implementation of IT Gov-
ernance (ITG) mechanisms (Wilkin & Chenhall, 2020). Moreover, SMEs face additional ex-
ternal pressures such as regulatory requirements and market dynamics, necessitating agility to
quickly adapt to changing market landscapes (Luna et al., 2015; Vejseli et al., 2022; Wilkin &
Chenhall, 2020). Despite the central role of ITG in addressing these elements within Infor-
mation Systems (IS) research and practice, existing ITG frameworks are predominantly de-
signed with large organizations in mind, which complicates their adoption and implementa-
tion by SMEs that operate under different circumstances (Bergeron et al, 2015).

To address the unique needs of SMEs, there are lighter frameworks and standards specifically
designed for these entities (Othman & Chan, 2013). However, barriers such as complexity, re-
sistance to change, organizational politics, and notably a scarcity of human resources—in-
cluding the expertise of stakeholders, managers, and employees—persist, making the imple-
mentation challenging (Othman & Chan, 2013; Wu et al., 2015). This situation underscores
the necessity for a thorough assessment of an organization's culture, structure, and processes
to determine the likelihood of successful ITG implementation.

The success factors of ITG implementation, as studied by Alreemy et al. (2016), present a
structured overview that guides in the understanding of the multifaceted nature of ITG suc-
cess. They identify critical success factors across five categories—Strategic Alignment, Envi-
ronmental Effect, Organizational Effect, Performance Management, and Resource Manage-
ment—which collectively encapsulate the essential elements required for effective ITG imple-
mentation. The insights derived from these success factors can illuminate key areas requiring
attention to ensure ITG frameworks are successfully implemented and managed within SMEs.

Devos et al. (2012) critique the adoption of conventional ITG frameworks in SMEs, arguing
that the control mechanisms often included may not be ideally suited for smaller enterprises.
Instead, they advocate for a focus on people and processes, suggesting that research should
prioritize SME orientation with careful consideration of control perspectives. The balance be-
tween implementing control mechanisms and maintaining agility is delicate. Previous re-
search suggests there are benefits to governing ability via the introduction of control mecha-
nisms (Vejseli et al., 2022), particularly in the context of high market turbulence, such as
technological disruptions, where organizations need to be innovative and rapidly adapt their
business operations (Elazhary et al., 2023).
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Agile governance theory, which adapts principles of agility from software development to
broader governance and IT governance contexts, offers a potential framework (Luna et al.,
2015). However, this theory has not been extensively researched or tested within the SME
context. The implementation of ITG, with its focus on risk management, strategic alignment,
and value delivery, has been shown to be beneficial in existing research (Wu et al., 2015).
This study seeks to explore how these principles can be effectively applied to SMEs, balanc-
ing the need for control with the imperative for agility.

1.3 Motivation

While the significance of ITG in aligning IT strategies with business goals is well-established
within large organizations, SMEs often operate under different constraints that could make
strict adoption of formal ITG frameworks impractical. This study explores how SMEs navi-
gate ITG within these constraints, focusing on their unique processes, structures, and cultural
dynamics. By examining the efficacy of existing informal governance practices, this research
aims to uncover how less stringent control mechanisms might either benefit or hinder SMEs.
This exploratory approach seeks to generate insights into the complexities of ITG in SMEs,
contributing to a nuanced discussion on achieving a balance between governance controls as-
sessing direct business needs, and a culture that prioritizes people and their development.

1.4 Research Question & Aim

How does organizational culture, structure and existing processes influence the implementa-
tion of IT governance practices in SMES?

1.5 Delimitation

The delimitations of this study are defined to ensure a focused and manageable scope, allow-
ing for an in-depth exploration of ITG practices within an SME. Geographically, the research
is limited to one medium-sized enterprise located within Sweden. The study further narrows
its focus to a particular industry sector within building automation, offering detailed insights
relevant to that context, while acknowledging that the findings may not be fully applicable to
other sectors.

The data collection methods primarily involve qualitative approaches, including semi-struc-
tured interviews. The research is conducted within one academic quarter, capturing only a
snapshot of IT governance practices at a particular moment, which may not reflect longer-
term trends and changes. The theoretical framework adopted in this study is deductive, based
on predefined coding schemes and existing models and theories of IT governance. While this
structured approach facilitates systematic analysis, it may limit the exploration of emergent
themes not covered by the existing frameworks.

The scope of IT governance examined in this research includes strategic alignment, risk man-
agement, and performance measurement, but does not delve deeply into technical implemen-
tation details or broader organizational impacts.
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2 Literature Review

This chapter presents a comprehensive review of existing literature on ITG with a focus on its
implementation within SMEs. The section begins by outlining the theoretical frameworks and
models that inform ITG practices, followed by an exploration of how these frameworks have
been applied in various organizational settings, particularly in SMEs. The literature review
aims to establish a solid foundation for understanding the complexities of ITG, its interaction
with organizational culture, structure, and processes, and its impact on business performance
and adaptability in SMEs. The chapter concludes by identifying gaps in the current research
that our study aims to address, setting the stage for the subsequent methodology and analysis
sections.

2.1 Corporate Governance, Related Models, and Theories

Corporate governance is essential for aligning business practices with stakeholder interests. It
involves a set of processes, policies, laws, and institutions that control how a corporation is
directed and administered. The main goal is to balance the interests of various stakeholders,
including shareholders, management, customers, suppliers, financiers, government, and the
community.

The Organisation for Economic Co-operation and Development (OECD) outlines principles
that emphasize the need for a strong legal and regulatory framework to promote transparent
and efficient markets, uphold the rule of law, and clearly define responsibilities among au-
thorities. Key aspects include protecting shareholder rights, equitable treatment of all share-
holders, stakeholder roles in governance, disclosure and transparency, and board responsibili-
ties (Brunninge et al., 2007).

In SMEs, corporate governance presents unique challenges due to their smaller scale and less
formalized structures. Effective governance in these enterprises often involves balancing for-
mal controls and informal trust-based systems. The literature highlights the importance of
board composition, ownership structures, and top management teams in influencing strategic
decisions within SMEs (Brunninge et al., 2007).

Additionally, the integration of IT governance into the corporate governance framework has
become increasingly significant. As Rubino and Vitolla (2014) highlight, IT governance
frameworks, such as COBIT, support enterprise risk management (ERM) by providing struc-
tured approaches to align IT resources with organizational goals and ensure effective internal
control systems. This integration helps SMEs in managing risks and improving decision-mak-
ing processes, thereby enhancing overall governance quality (Rubino & Vitolla, 2014).

Understanding corporate governance principles is crucial for developing effective IT govern-
ance frameworks in SMEs. By ensuring transparency, accountability, and strategic alignment,
corporate governance can enhance the performance and sustainability of these enterprises.

~11 -
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The following sections will delve into specific theories and models related to corporate gov-
ernance, such as Agency Theory, Strategic Management, and Dynamic Capabilities, and their
relevance to IT governance practices in SMEs (Bebchuk et al., 2009; Brunninge et al., 2007;
Rubino & Vitolla, 2014).

2.1.1 Corporate Governance Overview

To create a holistic view of IT governance it is important to first understand the role of Corpo-
rate Governance within organizations. The Organisation for Economic Co-operation and De-
velopment (OECD) Principles of Corporate Governance serve as internationally recognised
benchmarks guiding the legal, institutional, and regulatory frameworks for corporate govern-
ance across both OECD and non-OECD countries (OECD, 2023).

Ensuring the Basis for an Effective Corporate Governance Framework

This principle emphasizes the need for a robust legal, regulatory, and institutional
foundation that promotes transparent and efficient markets, adheres to the rule of law,
and clearly delineates the responsibilities among various supervisory, regulatory, and
enforcement authorities. It highlights the essential nature of an adaptable governance
framework that can evolve in response to economic and technological changes
(OECD, 2023).

The Rights of Shareholders and Key Ownership Functions

Fundamental to corporate governance is the protection and facilitation of shareholders'
rights. This principle ensures that shareholders have the ability to secure methods of
ownership registration, convey or transfer shares, and obtain timely and relevant com-
pany information. It advocates for shareholder participation in significant corporate
decisions, such as the election of board members and amendments to corporate poli-
cies (OECD, 2023).

The Equitable Treatment of Shareholders

Ensuring the equitable treatment of all shareholders, including minority and foreign
shareholders, is vital. This principle requires mechanisms for all shareholders to obtain
effective redress for violations of their rights, promoting fairness and preventing dis-
criminatory practices (OECD, 2023).

The Role of Stakeholders in Corporate Governance

Acknowledging that corporations have an impact on various stakeholder groups be-
yond shareholders, this principle encourages active cooperation between corporations
and their stakeholders in wealth and job creation, and in the sustainability of finan-
cially sound enterprises. It underscores the importance of respecting the rights of
stakeholders as defined by law or mutual agreements (OECD, 2023).

Disclosure and Transparency

Transparency and disclosure are critical for functioning markets. This principle man-
dates that timely and accurate information be disclosed on all material aspects of the
company, including the financial situation, performance, ownership, and governance
of the company. It supports an informed and active shareholder base and public confi-
dence in corporations (OECD, 2023).

The Responsibilities of the Board

The board's responsibilities are central to effective governance. This principle focuses
on the board's need to provide strategic guidance for the company, ensure the monitor-
ing of management, and account for the company's governance to shareholders. It

~12 —
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details functions such as setting corporate strategy, risk management, ethical stand-
ards, and the integrity of financial controls (OECD, 2023).

Sustainability and Resilience

This principle addresses the importance of sustainability and resilience in corporate
governance. It incorporates aspects such as sustainability reporting, the integration of
environmental, social, and governance (ESG) factors into corporate strategy, and the
board's role in overseeing sustainability issues. This principle emphasizes the im-
portance of long-term value creation and the need for companies to adapt and respond
to evolving economic, environmental, and social expectations (OECD, 2023).

The implementation of the OECD guiding principles intends to foster greater economic stabil-
ity, market integrity, and investor trust. Effective governance is seen as a fundamental capac-
ity for organizations attempting to achieve high levels of economic efficiency, growth, and
longevity in the marketplace. Serving as a baseline for detailing relationships between com-
pany stakeholders, the OECD principles for corporate governance provide a structured frame-
work to enhance corporate governance in the global marketplace. These principles assist or-
ganizations in good practice while effectively governing organizations (OECD, 2023).

2.1.2 Agency Theory

Agency theory is rooted in economics where one party (managers) acts on behalf of another
(business owners), with focus on how principals can ensure agents act in the principal's best
interest despite potential conflicts. This theory covers a broad spectrum of disciplines includ-
ing business, law, and sociology, each critiquing Agency theories' foundational concepts
(Shapiro, 2005).

As written in Dong et al. (2021) In the context of IT governance, Agency Theory focuses on
potential conflicts to misalignment of business objectives. Such as overinvestment or underin-
vestment in IT initiatives. This theory integrates behavioural aspects to better comprehend the
motivations behind IT investment decisions, suggesting that performance deficiencies relative
to objectives drive firms to make strategic IT investments, which should lead to enhanced or-
ganizational innovation capabilities, ultimately leading to greater business longevity (Dong et
al., 2021).

~ 13-
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Agency Theory

IT Investment
Tendency
(t-1)

Corporate
Governance
(t-1)

A

Performance
Shortfalls ¥ 5 .
(t-1) &

Long-term
» Performance
(t+n)

IT Invesiment Innovation Qutputs
{t+1)

h 4

Behavioral Theory of the Firm

Figure 2.1: Integrated Behavioural Agency Model, adapted from Dong et al. (2021)

The behavioural agency model (see Figure 2.1) emphasizes the role of corporate governance
in mitigating the risks associated with agent behaviour in IT investments. Strong governance
structures ensure that IT investments align with the organization's broader strategic goals and
are not merely influenced by agents' personal incentives. These mechanisms are essential for
reviewing and guiding IT investment, closely monitoring outcomes against a set of expecta-
tions. Corporate governance as elaborated by Dong et al. (2021) plays a crucial role in IT gov-
ernance by addressing the principal-agent dilemma ensuring that IT investments align with
shareholder interests.

2.1.3 Trustin SME IT Governance

In their 2012 study, Devos et al. (2012) challenge the traditional reliance on structured con-
trols through Agency Theory in SME IT governance, advocating for a nuanced approach that
prioritizes trust and social-psychological processes. They argue that in SMEs, the effective-
ness of IT governance may not hinge solely on stringent control mechanisms, such as out-
come-based contracts or strict governance structures, which are often emphasized in Agency
Theory. Instead, the authors highlight the importance of trust, fairness, intuition, and empa-
thy—elements that are crucial yet often underappreciated in smaller, less bureaucratically
structured environments.

The findings of Devos et al. (2012) suggest that SMEs frequently rely more on the trust estab-
lished in interpersonal relationships within projects rather than on formalized control systems.
This reliance is not just a byproduct of their operational scale but could be a necessary adapta-
tion to their agile and interpersonally connected work cultures. In such settings, trust can
serve as a more effective mechanism for managing IT projects than the traditional controls ad-
vocated by Agency Theory.

This pivot towards trust does not eliminate the need for control but suggests a balance where
control mechanisms are designed to support, rather than replace, the trust-based governance.
For instance, while structured controls are essential for clarifying expectations and
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responsibilities, their rigidity must be tempered with flexibility to accommodate the trust-
based interactions that drive SME operations. Thus, IT governance in SMEs should consider
integrating social-psychological processes at its core, creating governance structures that are
not only efficient but also empathetic and responsive to the human elements of the organiza-
tion.

2.1.4 Strategic Management

Strategic management involves defining a company’s mission, setting policies, determining
business scope, and establishing objectives. It is about understanding the company’s strengths
and weaknesses, allowing for the recognition of opportunities and threats in the market land-
scape. With the ultimate goal to make key decisions sustaining competitive advantage (Sadler
& Craig, 2003).

The core elements of Strategic Management are as follows:

Mission and Purpose
The rationale for the company's existence, which may focus on shareholder value,
stakeholder expectations, and/or broader business objectives (Sadler & Craig, 2003).

Strategic Decisions
Choices about the business domain and the organizational culture which are critical
for shaping the company’s future (Sadler & Craig, 2003).

Objectives and Goals
Generally these pertain to long-term targets, including financial and non-financial
goals, guiding the company’s strategic directions (Sadler & Craig, 2003).

Capabilities and Competences

The unique abilities allow a company to outperform its competitors, often highlighted
by core competencies that are difficult for competitors to imitate (Sadler & Craig,
2003).

Corporate Strategy Competitive Strategy

Purpose or Mission

Shareholder value? Achieve sustainable competitive advantage
Stakeholder Interestes? by
Aspirational?

Leveraging Resources
Developing Capabilities

Means: and
Competing on cost, or differentiating,
Good Parent or occupying a niche

Select Portfoio
Guard Reputation

Figure 2.2: Strategic Management in a nutshell, adapted from Sadler and Craig (2003)
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The process of Strategic management is not only about how an organization plans but also
how an organization implements and continuously assesses progress. With regards to the con-
text of analysing the importance of strategic management with regards to the introduction and
impact of new technologies and the relationship of innovation and regulation in the field of
Information Technology (Sadler & Craig, 2003).

2.1.5 Dynamic Capabilities

Dynamic capabilities represents a firm’s ability to integrate, build. and reconfigure internal
and external competencies in agile environments. Teece (2014) emphasizes the role of dy-
namic capabilities in achieving and sustaining competitive advantage in volatile market land-
scapes.

The Dynamic Capabilities Framework is as follows:

Sensing: Sensing capabilities involve the firm's processes to identify and assess
technological opportunities and threats, consumer and market trends, and inter-
nal and external changes that affect the business landscape. Teece discusses that
sensing is more than mere environmental scanning; it requires deep analytical
capabilities and an intuitive understanding of market forces and technological
potentials (Teece, 2014).

Seizing: Seizing capabilities refer to the firm's ability to mobilize resources to
capture and capitalize on opportunities identified during the sensing phase. This
involves investment decisions, new product development, strategic pivots, and
aligning organizational structures and processes to support the strategic direc-
tion. Teece elaborates that seizing is crucial for transforming sensed opportuni-
ties into profitable ventures through strategic decisions and resource reconfigu-
ration (Teece, 2014).

Transforming: Transforming capabilities are related to the firm's ability to con-
tinuously renew and reconfigure its asset base to meet market demands and in-
ternal strategic shifts. This includes overcoming organizational inertia and em-
bedding flexibility within operational processes to facilitate rapid adaptation and
change. Teece emphasizes that transforming is essential for maintaining the agil-
ity required in dynamic competitive landscapes, ensuring that the firm remains
aligned with its strategic objectives despite external fluctuations (Teece, 2014).

Dynamic capabilities are not standalone attributes but deeply integrated capacities for a firm’s
strategic management processes. They enable firms to execute strategies that require adapta-
tion and change. Teece (2014) discusses how dynamic capabilities helps craft strategies that
are not only reactive but stress proactivity, allowing organizations to shape their competitive
standing (Teece, 2014).

Teece's (2014) article on the dynamic capabilities framework provides insights into how firms
adapt to changing environments to sustain competitive advantage. It emphasizes the integra-
tion of sensing, seizing, and transforming capabilities with strategic management, driven by
entrepreneurial leadership, as key to long-term enterprise success.
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2.2 IT Governance, Related Models and Theories

Wilkin and Chenhall's (2020) study on the literature concerning ITG reveals that recent stud-
ies in the field have taken a broader, holistic organizational perspective compared to tradi-
tional ITG approaches. An early definition adopted in research was "specifying the decision
rights and accountability framework to encourage desirable behaviour in the use of IT" (Weill
& Ross, 2004, p. 2). This traditional view (see Figure 2.3), focuses on the various assets re-
lated to IT governance, including human, financial, physical, intellectual property, and IT as-
sets.

¢ Shareholders Z:lOlhz:rSlakcho\dcrs‘
. SN e

Board -

Corporate Governance -

" Monitoring / N Disclosure Y
Senior Executive Team
Strategy = ~------------------- Desirable Behavior

N\

~al Assets. . Information and Relationship
Physical Assets IP Assels IT Assets Assets

Key Assets

Financial
Assels

Financial Governance Mechanisms IT Governance Mechanisms
(Committees, Budgets, Etc.) (Committees, Budgets, Etc.)
- — o

- —

Figure 2.3: Governance and IT governance overview, adapted from Weill and Ross (2004)

However, more recent research frames IT governance as a method to ensure that IT supports
and advances the strategies and goals of the organization, emphasizing IT as a tool for value
creation, risk management, and strategic alignment (Wilkin & Chenhall, 2020). Wilkin and
Chenhall (2020) articulate that regarding ITG, "the essence remains people, product, pro-
cesses, and performance, as well as controlling and monitoring outcomes™ (Wilkin & Chen-
hall, 2020, p. 257). Our working definition of ITG follows this contemporary perspective, di-
recting attention towards strategic alignment, and revolving around its essence: people, prod-
uct, and processes.

Wilkin and Chenhall’s (2020) holistic view of IT governance (see Figure 2.4), encompasses a
more comprehensive perspective of the components constituting IT governance today.
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Figure 2.4: Organizational Perspective of the Components of ITG, adapted from Wilkin and Chenhall (2020)

Thus, it can be said that contemporary ITG has broadened and increased in complexity, neces-
sitating the creation and utilization of capabilities within the organization to enable effective
governance.

2.2.1 Emerging Challenges in IT Governance

ITG is fundamentally about managing and controlling IT systems to align IT investments with
business objectives. Within this ITG framework, Al and Data Governance are increasingly
recognized as crucial elements (Méantymaki et al., 2022; Otto, 2011). Although our primary
focus lies on foundational concepts of ITG, acknowledging Al and Data Governance is im-
portant as they extend the principles of ITG into more specialized areas. Mantymaki et al.
(2022) noted that Al governance has received growing attention, focusing on how Al technol-
ogies can align with organizational strategies, objectives, and values while fulfilling legal re-
quirements and adhering to ethical principles (Mantymaéki et al., 2022). Similarly, Data Gov-
ernance is described as a company-wide framework that manages data as a strategic asset,
crucial for informed decision-making and operational efficiency (Otto, 2011).
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Al Governance Data Governance

IT Governance

Corporate Governance

Figure 2.5: Governance Structure, adapted from Mantymaki et al. (2022)

These subsets of IT governance (see Figure 2.5), reflect a broader trend towards specialized
governance frameworks that complement traditional ITG by addressing specific technological
challenges and opportunities. They are particularly relevant as digital technologies become
pervasive, emphasizing the need for structures that ensure responsible and effective technol-
ogy use.

2.2.2 Core Focus Areas of IT Governance

The five core focus areas of ITG are essential for ensuring that IT supports and advances or-
ganizational goals. These areas are (Wilkin & Chenhall, 2020):

o Value delivery

« Strategic IT/Business alignment
« Resource management

e Risk management

e Performance measurement

Each of these focus areas plays a critical role in creating robust IT governance practices. Ef-
fective ITG ensures that IT investments deliver value, align with business objectives, manage
resources efficiently, mitigate risks, and measure performance accurately.

Buchwald et al. (2014) define ITG success as:
the extent to which a clearly defined and transparent set of structures, processes,
and standards exists, is accepted across the organization, and integrated into
daily work routines (Buchwald et al., 2014, p. 139).

This definition underscores the importance of implementing ITG through the integration of

structure, processes, and standards, facilitating widespread adoption within the organization.
Moreover, De Haes & Van Grembergen (2009) highlight that the elements of ITG include the
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deployment of structures, processes, and relational mechanisms, further emphasizing the com-
prehensive approach required for successful ITG.

De Haes and Van Grembergen (2015) and Wu et al. (2015) argue that ITG serves founda-
tional mechanisms that enable alignment between business and IT, which is crucial for facili-
tating value creation through IT investments. The model developed by Wu et al. (2015) (see
Figure 2.6), was empirically validated in their studies to confirm this chain of enablement,
showing how effective ITG structures and mechanisms act as antecedents to support business
and IT alignment, leading to enhanced value generation.

Enables Business & IT Enables Value generation

IT ; 1
governance alignment from IT investments

Figure 2.6: Enterprise Governance of IT, adapted from Wu et al. (2015)

The implementation of ITG is essential for organizations, aiming in guiding enhancements
across the five central focus areas within ITG. It plays an essential role in establishing and ex-
ecuting frameworks, mechanisms, and communicative strategies that enable IT and business
professionals to effectively perform their duties. This, in turn, aims at aligning IT with busi-
ness goals and maximizing the value derived from IT-enabled business investments.

The forthcoming sections will provide a concise overview of the five key domains of ITG,
with detailed emphasis placed on the business and IT alignment aspect, covering the Strategic
Alignment Model (SAM).

2.2.3 Strategic IT and Business Alignment

Strategic IT/Business alignment is crucial for SMEs aiming to leverage technology for com-
petitive advantage and agile response to market changes. Central to this is the Strategic Align-
ment Model (SAM) introduced by Henderson and Venkatraman (1999), illustrating how IT
capabilities can be aligned with business strategies to drive organizational goals.

Research indicates that ITG mechanisms should polish strategic alignment efforts by delineat-
ing corporate and business unit needs and establishing boundaries and capabilities within
these areas (Wilkin & Chenhall, 2020). Chan and Reich (2007) states that alignment can be
seen as an ongoing process that requires specific reactions and actions. They mention that
strategic alignment of IT and Business ensures that IT actively supports and advances busi-
ness goals. Moreover, it underscores the importance of an approach that synchronizes rather
than isolates the organization's IT and business strategies.

One of the first models to clearly describe the interrelationship between business and IT is the
Strategic Alignment Model (SAM) introduced by Henderson and Venkatraman (1999) (see
Figure 2.7). It is argued to be the most widely adopted model in alignment research (Hiek-
kanen et al., 2013). Moreover, Coltman et al. (2015) mentioned that:

... the Strategic Alignment Model was never intended as a way to measure IT align-
ment but rather as a way to think about IT strategy and whether the business strategy
informed the IT strategy or vice versa ... (Coltman et al., 2015, pp. 92-93).
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Therefore, it is a useful model to utilize in understanding the cause and effect of IT and busi-
ness strategies on organization and IT infrastructure in an organizational setting.

Business Strategy IT Strategy

Business Technology
Scope Scope

DN ED

Distinctive Business Systemic

>

Competencies Governance Competencies

External
|

IT Governance

. «
Strategic Fit ‘ ‘
— P

Administrative
Infrastructure

// \ // \\

Processes <+~——— Skills Processes <+—— Skills

Architectures

Internal

|

Organizational Infrastructure and Processes IS Infrastructure and Processes

Business Information Technology

Functional Integration

Figure 2.7: Strategic Alignment Model, adapted from Henderson and Venkatraman (1999)

The SAM outlines two foundational elements (Henderson & Venkatraman, 1999):

Strategic fit: This aspect evaluates the impact of strategic decisions on both the or-
ganization's external market positioning and internal IT management (Henderson &
Venkatraman, 1999).

Functional Integration: This includes strategic integration, which links business and
IT strategies to support external competitive advantages, and operational integration,
which aligns internal structures and processes with IT infrastructure (Henderson &
Venkatraman, 1999).

Henderson and Venkatraman stress that both external and internal domains are critical and
caution against a focus solely on external factors like business and IT strategies without ad-
dressing internal operational needs. They highlight the risks of underestimating the need for
internal adjustments, such as the redesign of key business processes. The model promotes rec-
ognizing a multivariate relationship, integrating at least three of its main components: busi-
ness strategy, IT strategy, organizational infrastructure, and IT processes. Alongside with this
they proposed four perspective to assess and guide strategic alignment initiatives (see Figure
2.8) (Henderson & Venkatraman, 1999):

Strategy Execution: Focuses on management’s role in aligning business strategies
with organizational infrastructure and IT infrastructure (Henderson & Venkatraman,
1999).
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Technology Transformation: Assesses how Business strategy can support and en-
hance IT strategy and IT infrastructure for a competitive edge (Henderson & Venka-

traman, 1999).

Competitive Potential: Aims to leverage IT strategy to influence business strategies
and foster new organizational infrastructures (Henderson & Venkatraman, 1999).
Service Level: Emphasizes an IT-first organization approach. In other words, aligning
IT strategy and infrastructure to drive organizational infrastructure changes (Hender-

son & Venkatraman, 1999).
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Figure 2.8: Alignment Perspectives, adapted from Henderson and Venkatraman (1999)

2.2.4 Value Delivery

There is no question that IT is a tool for organizations to create value (Kohli & Grover, 2008).

Moreover, Kohli and Grover identify the mediating factors of IT in creating value as:
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o IT and organizational resources
o Organizational (IT-based) capabilities
o Strategic IT/business alignment

They contend that business capabilities are the main driver behind value creation and empha-
size the need to better understand how IT can be exploited to create the necessary business ca-
pabilities.

ITG’s contribution to value delivery can be viewed through multiple lenses. Wilkin and Chen-
hall (2020) explain that the core delivery of value through ITG involves various effective
mechanisms, such as the involvement of senior management in IT investment decision-mak-
ing processes and the cultivation of IT expertise at the board level. Other strategic approaches
include centralizing or decentralizing decision-making to align with the level of business en-
vironment uncertainty.

ITG plays a crucial role in establishing practices that allow SMEs to enhance their market-
sensing abilities and transformation capabilities (Neirotti & Raguseo, 2017). Research sug-
gests that IT managers' capabilities should be emphasized in enabling IT adaptability (Heart et
al., 2010). This involves quick responses to changes in costs and market demands, as well as
flexibility in strategic decision-making regarding IT investments, which should be based on
their value-delivering potential (Wilkin & Chenhall, 2020).

2.2.5 Performance Measurement

Performance measurement of ITG initiatives remains challenging, specifically due to the
complexity of blending tangible and intangible benefits (Wilkin & Chenhall, 2020). De Haes
and Van Grembergen (2015) state that when both costs and benefits are quantifiable, it allows
for traditional performance measurement methods such as return on investment (ROI) and net
present value. However, intangible values such as "better decision-making" and "increased
customer satisfaction™ do not fit into the traditional way of measuring performance. Moreo-
ver, they highlight the importance of recognizing that different levels of management and
people perceive the value of IT differently across the organization.

In the context of ITG and linking the organizational structure with the processes and the com-
munication approaches, the Balanced Scorecard (BSC) has been a common tool for practition-
ers in the field to utilize when measuring and managing the value of IT. Recognized by Gart-
ner (2010) as an effective framework in performance management. The BSC was introduced
by Kaplan and Norton (Kaplan, 2009) with the premise of creating a framework to account
for both intangible and tangible assets, assisting managers in monitoring the execution of
planned strategies (Awadallah & Allam, 2015). The BSC considers the traditional measure-
ments of evaluating financial performance but supplements it with the cause and link to three
other perspectives (Kaplan, 2009):

e The customer
e Internal business processes
e Learning and growth

For each of the four perspectives, objectives are articulated and measured, a target is set if
possible, and the initiatives that will achieve these objectives are formulated.
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Figure 2.9: Balanced Scorecard, adapted from Kaplan (2009)

While the BSC has been widely adopted and recognized for its comprehensive approach, it
has also been criticized. Critics argue that the BSC could introduce rigidity by forcing perfor-
mance measures into predefined categories, which might not be relevant for all types of or-
ganizations (Awadallah & Allam, 2015).

Moreover, the BSC lacks a clear framework for defining Key Performance Indicators (KPIs)
to support managers. Instead, the BSC emphasizes more subjective measures for evaluating
and monitoring the performance of strategies, which can limit its effectiveness (Awadallah &
Allam, 2015). Additionally, implementing the BSC is resource-intensive and could create sig-
nificant workloads and shifts in power dynamics, potentially leading to employee and mana-
gerial resistance (Antonsen, 2010; Awadallah & Allam, 2015).

2.2.6 Resource Management

In examining the realm of IT Governance, particularly concerning resource management, the
systematic literature review by Wilkin and Chenhall (2020) elucidates three pivotal compo-
nents: the expertise of people, data and technology management, and the optimization of in-
vestments for effective resource management. Wilkin and Chenhall mentions that there is an
increasing emphasis on shared understanding and fostering trust within organizational IT
practices, underlining the importance of collective engagement and clear communication re-
garding I'T’s mutual value. The review further discusses the strategic importance of building
consensus through shared visions and social capital, essential for empowering stakeholders
and fostering a collaborative culture instrumental to achieving IT governance objectives. Fur-
thermore, there is an important aspect in exploring ITG’s role to achieve agility (Luna et al.,
2015; Vejseli et al., 2020; Wilkin & Chenhall, 2020).

2.2.7 Risk Management

Risk management is critical in IT, enabling organizations to assess the risks they face and bal-
ance investments in security to mitigate these risks. As specified by NIST:
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“Risk management is the process that allows IT managers to balance the opera-
tional and economic costs of protective measures and achieve gains in mission
capability by protecting the IT systems and data that support their organizations’
missions.” (Stoneburner et al., 2002, p.4)

This balance ensures the capabilities needed to fulfil these missions exist, underscoring the
importance of comprehensive risk management methods.

Risk management

Starting point Vulnerability assessment Results Continued
L & measurement
conclusions and evaluation
Roles Methods Identifying  Risk Risk Assessment  Vulnerability
& o risks analysis  evaluation of analysis
Responsibiliti capacity

es

Figure 2.10: Risk Management Process, adapted from (Eriksson & Anna-Karin, 2012)

According to the MSB, the risk management process encompasses several stages: a starting
point, risk assessment, vulnerability assessment, and handling risks (see Figure 2.10) (Eriks-
son & Anna-Karin, 2012). With the rise of big data in technology solutions and decision-mak-
ing, organizations bear the responsibility of managing associated risks. Effective risk manage-
ment offers several benefits, including protecting assets, ensuring legal compliance, maintain-
ing trust and reputation, and supporting strategic decisions (Wilkin & Chenhall, 2020). This
requires organizations to adeptly identify, analyze, evaluate, and decide on the acceptable
level of risk in pursuit of value creation.

For straightforward risk evaluation, the risk matrix approach, particularly the 2x2 model sug-
gested by Ni et al. (2010), is useful for qualitative assessments, though it has limitations in
quantifying risks. This model plots the severity of risks against their likelihood, guiding deci-
sions on control measures: tolerating low-severity, low-probability risks; transferring high-
severity, low-probability risks (e.g., through insurance); treating low-severity, high-probabil-
ity risks; and terminating high-severity, high-probability risks (see Figure 2.11).

Severity

High Terminate

Low

Low High Probability
Figure 2.11: 2x2 Risk Matrix Approach, adapted from Ni et al. (2010)
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The risk matrix approach emerges as a valuable tool. While not exhaustive in its ability to
quantify risks or directly balance regulatory compliance with strategic initiatives, the simplic-
ity of the 2x2 risk matrix model offers a practical method for SMEs to commence their risk
assessment process. This approach allows for a preliminary qualitative analysis of risks,
which is a crucial step in understanding how risks can impact both compliance and strategic
objectives. Therefore, within the scope of our study, we argue that using the risk matrix as a
foundational concept can offer guidance in understanding risk management of SMEs.

2.3 IT Governance Frameworks and Enablers

Research indicates a significant relationship between ITG practices and business/IT alignment
(Alreemy et al., 2016; De Haes & Van Grembergen, 2009; Huygh et al., 2022; Weill & Ross,
2004; Wu et al., 2015) Additionally, studies demonstrate that effective ITG mechanisms can
serve as catalysts for digital transformation—a process defined by Vial (2019) as:

a process that aims to improve an entity by triggering significant changes to its
properties through combinations of information, computing, communication,
and connectivity technologies (Vial, 2019, p.118).

Furthermore, Jewer and VVan Der Meulen (2022) and Mulyana et al. (2021) highlight how ITG
mechanisms facilitate this transformation. Therefore, ITG not only encompasses the five main
focus areas previously described but also extends to digitalization, particularly in creating

competitive advantages through innovative IT use (Fast et al., 2023; Warner & Wager, 2019).

2.3.1 Triggers for ITG Implementation

Buchwald et al. (2014) identified two primary triggers for ITG implementation within organi-
zations: internal and external. Internal triggers focus on enhancing organizational efficiency
through comprehensive coverage and alignment between business and IT. External triggers,
however, stem from market pressures, changes, and notably, regulatory and legal require-
ments. Alreemy et al. (2016) suggest that these external regulations significantly impact IT
operations and should be addressed prior to implementing ITG practices.

Further exploring this dynamic, Huygh et al. (2022) examined the relationship between com-
pliance demands and the implementation of IT governance. Their research indicates that as
regulatory pressures increase, so does the level of ITG implementation. This correlation sug-
gests that to meet compliance effectively, organizations must develop mature ITG and man-
agement processes. Moreover, compliance not only requires these processes to be robust but
also well-documented and demonstrable. The study also highlights that the significance of
ITG mechanisms escalates with increasing regulatory pressure, underscoring the need for
adaptive governance frameworks capable of evolving in response to external demands.

SMEs face a diverse range of regulatory pressures that span across accounting, cybersecurity,
data, market, and industry-specific regulations (Butler et al., 2023). Notable among these is
the EU's General Data Protection Regulation (GDPR), aiming to protect users with regards to
the processing of personal data (Regulation 679/2016). The increasing reliance on data within
organizational processes, such as decision support systems and performance measurement
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methods, underscores the necessity for stringent compliance to maintain competitive ad-
vantages (Abraham et al., 2019).

According to the context of the proposal of cybersecurity requirements regulation, cyberat-
tacks globally caused 5.5€ Trillion in costs during 2021, and the two main objectives of the
proposed regulation are:

e To ensure security during the products life-cycle (Regulation 1020/2019).
e Allow customers to assess a product’s security capabilities (Regulation 1020/2019).

This regulation aims to protect and increase customer awareness while simultaneously adding
pressure on organizations to comply. Additionally, the recently revised NIS2 Directive (Di-
rective 2555/2022) notably expands the scope of entities required to implement enhanced cy-
bersecurity measures. As stated in the directive, the goal is to improve cybersecurity risk-
management measures and increase reporting obligations for enterprises. This broadening in-
cludes sectors such as digital infrastructure and could significantly impact SMEs across vari-
ous industries. The directive mandates that companies adopt robust, state-of-the-art cyberse-
curity practices and frameworks, which could profoundly affect how SMEs manage their IT
governance.

The impact of regulatory compliance on organizations includes the costs of adapting IT sys-

tems to meet regulatory standards. Effective compliance relies on the ITG maturity of the or-
ganization, enabling the necessary transformations to meet these standards (Buchwald et al.,

2014; De Haes & VVan Grembergen, 2009; Fast et al., 2023).

2.3.2 COBIT 5 Framework

A central framework in ITG implementation is COBIT 5 (Control Objectives for Information
and Related Technology), which strives to set up a comprehensive set of practices to enhance
IT governance and management within an organization (De Haes et al., 2013). According to
ITGovernanceUK (2024), COBIT 5 is based on five core principles:

Meeting stakeholder needs,

Covering the enterprise end-to-end,
Applying a single integrated framework,
Enabling a holistic approach,

Separating governance from management.

The COBIT 5 framework identifies 37 IT processes divided into governance and management
areas (see Figure 2.12) (ISACA, 2012). Governance tasks generally fall under the purview of
stakeholders and owners, covering aspects like investment criteria, risk appetite, and resource
optimization, all aimed at providing stakeholder transparency (ISACA, 2012; De Haes et al.,
2013). De Haes et al. (2013) state that clear identification and delegation of these processes
support the framework's principle of applying a single integrated framework. Strategic align-
ment plays a crucial role in meeting stakeholder needs (Wu et al., 2015), and end-to-end en-
terprise coverage relies on integrating IT with business functionalities, treating IT technolo-
gies as valuable assets (De Haes et al., 2013).
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The components of COBIT 5 are categorized into five subdomains (De Haes et al., 2013;
Huygh et al., 2022; ISACA, 2012):

e Align, Plan, and Organize (APO),

e Build, Acquire, and Implement (BAI),
e Deliver, Service, and Support (DSS),
e Monitor, Evaluate, and Assess (MEA),
e Evaluate, Direct and Monitor (EDM)

Processes for Governance of Enterprise IT
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Ensure Governance

Ensure Benefits Ensure Risk Ensure Resource Ensure Stakeholder
Framework Setting and o N
- Delivery Optimization Optimization Transparency
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Operations Problems Continuity Services

Incidents Process Controls

Figure 2.12: COBIT 5 process reference model, adapted from ISACA (2012)

2.3.3 Key Success Factors and Barriers

As shown in the reference model, numerous elements are interrelated within this framework.
The challenge of ITG lies in designing processes and structures that enable effective value
creation and business/IT alignment (Bartens et al., 2015). The complexity of designing these
processes has been verified in a study by Othman and Chan (2013), which also identified
other perceived barriers to ITG implementation, such as resistance to change, organizational
politics, and lack of middle management support. Organizational politics, in particular, can
shift decision rights and power, leading to behaviors that prioritize self-interest over the busi-
ness's immediate needs (Othman & Chan, 2013). Additionally, there is a challenge in acquir-
ing and retaining the required IT staff (Othman & Chan, 2013).

Wu et al. (2015) described IT governance as the capacity of board members, executives, and
IT managers to oversee IT strategy implementation and manage key assets through mecha-
nisms that facilitate the development of aligned policies and procedures. These mechanisms,
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acting as human IT resources, should promote exceptional coordination between IT and busi-
ness functions to optimize core resource utilization. Our research primarily focuses on the
fourth principle of COBIT 5—enabling a holistic approach. This principle addresses the struc-
tures, processes, and relational mechanisms established to allow organizational members to
collaborate effectively, thereby creating value and gaining a competitive advantage. Within
the COBIT framework, these facilitators are recognized as “enablers” (See Figure 2.13),
which include organizational structures, processes, people, skills and competencies, culture,
ethics and behaviour, services, applications, and infrastructures, each playing a vital role in
the successful implementation of ITG (ITGovernanceUK, 2024; ISACA, 2012).

COBIT & Enterprise Enablers

Processes Organizational Culture, Ethir,s. and
Structures Eehaviour

A

[ Principles, Policies, and Frameworks ]

: ¥ v v \
Services, ,
Information Infrastructure, and Peggllﬁ' ;Z‘:;:ﬂ”d
Applications p S

Figure 2.13: COBIT 5 Enterprise Enablers, adapted from ISACA (2012)

Additionally, Alreemy et al. (2016) study pinpointed critical success factors for implementa-
tion of ITG practices, drawing from sources such as COBIT, VAL IT, ISO 38500, and exist-
ing research (see Table 2.1). They organized these factors into five main categories, providing
a structured overview of the elements critical to the success of IT governance frameworks.
This categorization helps in understanding the multifaceted nature of the factors that enable
implementation of ITG practices.

Category CSF CSFs
no
Strategic alignment 1 Adequate stakeholder involvement
2 Adequate management support and ownership
3 Effective alignment and communication between IT and busi-
ness strategy
4 Effective communication between IT and business
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Environmental effect (ex- | 1 Regulatory environment & requirements compliance
ternal)
Organizational effect (in- | 1 Clear ITG policies, principles & responsibilities
ternal)

2 Effective current enterprise governance

3 Appropriate organizational culture

4 Clear IT strategy, principles & policies

5 Good organization change strategy
Performance management | 1 Adequate analysis, evaluation of the current and future use of

IT

2 Good project management methodology

3 Effective performance management strategy
Resource management 1 Sufficient financial support

2 Adequate IT skills & staff

Table 2.1: Success Factors for ITG Framework from Alreemy et al. (2016)

2.4 Agile Governance, Related Models, and Theories

Agile governance has emerged in response to the rapid changes in technology and business,
integrating agile methodologies within organizational functions to enhance flexibility, adapta-
bility, and responsiveness (Luna et al., 2015). The necessity for agile governance arises from
the need for organizations to quickly adapt to maintain competitiveness. Agile governance
bridges the gap between agile practices and traditional governance, facilitating a dynamic ap-
proach to managing strategic objectives while maintaining robust governance mechanisms
that positively affects firm outcome (Luna et al., 2014; Vejseli et al., 2022). On a high level
agility is defined as:

... the ability to respond operationally and strategically to changes in the exter-
nal environment through IT. The response has to be quick and effective for the
organization to be considered agile (Fink & Neumann, 2007, p.444).

Recent studies have shown that agility plays a key role in influencing higher-level organiza-
tional governance frameworks, shifting from frameworks that rely on hierarchy and standard-
ized mechanisms to mechanisms that include agility (Vejseli et al., 2022). This evolution re-
flects a broader application of agile methodologies, aimed at enhancing responsiveness and
decision-making processes at various organizational levels (Luna et al., 2014). Agile
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governance involves embedding agile principles into the governance frameworks that guide
strategic direction and operational execution, essential for leveraging information technolo-
gies to achieve business goals (Luna et al., 2014; Vejseli et al., 2020). This dual approach ad-
dresses the tensions between traditional and agile practices, allowing for operational effective-
ness while fostering innovation and positively impacting business IT/alignment and value de-
livery (Luna et al., 2014; Mohammed & Taborda, 2023; Vejseli et al., 2022).

2.4.1 Agile Governance Theoretical Foundations

ﬁ External Environment

a Internal Environment ~
, ~
nvironmental N
5
N

Factor Effects , Organizational Context
®

f/ [ y \.\

>
f 1l Capabilities Business Operations |
| . \
| i

| ‘.L /\ }

( Moderanng Factors ————

Figure 2.14: Theory of Agile Governance, A Conceptual Framework, adapted from Luna et al. (2015)

A conceptual development of agile governance theory (Luna et al., 2015), presents a struc-
tured approach to integrating agility into governance frameworks, aimed at enhancing organi-
zational responsiveness and adaptability in the face of rapidly changing environments. Luna et
al. (2014) defines agile governance broadly as:

Agile governance is the ability of human societies to sense, adapt and respond
rapidly and sustainably to changes in its environment, by means of the coordi-
nated combination of agile and lean capabilities with governance capabilities, in
order to deliver value faster, better, and cheaper to their core business (Luna et
al., 2015, p.8).

The theory identifies critical constructs such as agile capabilities and governance capabilities,
alongside the dynamics between environmental and moderating factors that influence busi-
ness operations. It suggests that the synergistic combination of agile and governance capabili-
ties leads to improved business operations and value delivery, suggesting the benefits of in-
corporating agile methodologies within governance capabilities to foster a more dynamic and
responsive organizational environment (Luna et al., 2015).

~31-—



Structuring Success Green and Tiger

2.4.2 Agile Governance Laws of Interaction

Agile governance is a transformative approach that integrates the responsiveness and flexibil-
ity of agile methodologies with the structured control mechanisms of traditional governance.
This section explores the laws of interaction or synergy between the main units of the theory
as proposed by (Luna et al., 2015):

1st Law (of agile governance): This law states that agile governance emerges when agile ca-
pabilities are effectively combined with governance capabilities. The synergy between these
capabilities enhances business operations, leading to improved value delivery. This highlights
the critical interaction between agility and structured governance in fostering an effective
governance environment. (Luna et al., 2015)

2nd Law (of specific agile approach): This law points out that applying agile capabilities in
various organizational contexts, beyond traditional governance roles, boosts business opera-
tions and thus, value delivery. It emphasizes the versatility and impact of agile practices
across different areas of an organization. (Luna et al., 2015)

3rd Law (of moderator factors effects): According to this law, internal moderator factors
can negatively impact both agile and governance capabilities, potentially reducing business
operations and value delivery. This law underlines the importance of managing internal con-
straints that can hinder the effectiveness of agile governance. (Luna et al., 2015)

4th Law (of environmental factors effects): This law focuses on the role of external envi-
ronmental factors and their potential to disrupt organizational contexts. These disruptions af-
fect moderator factors, agile and governance capabilities, and business operations, which in
turn can impact value delivery. It emphasizes the need for an agile governance framework that
can respond adaptively to external pressures and changes. (Luna et al., 2015)

5th Law (of sustainability and competitiveness): This law suggests that a well-coordinated
interaction between agile and governance capabilities can mitigate the adverse effects of both
environmental and moderator factors. By reducing these negative impacts, the organization
can sustain and enhance its operations and competitiveness over time, leading to better value
delivery. (Luna et al., 2015)

6th Law (of value delivery): This final law asserts that enhancements in business operations
directly lead to improvements in value delivery. It focuses on the causal relationship between
effective business practices and the resultant benefits to the organization. (Luna et al., 2015)

These laws of interaction provide a structured way to understand the dynamics within an agile
governance framework, demonstrating how different elements within the organization influ-
ence each other and contribute to overall effectiveness and adaptability. They serve as critical
linkages that explain the behaviour and outcomes of agile governance practices.

2.4.3 Differentiating ITG and Agile Governance

IT governance focuses on structured control, risk management, and performance measure-
ment of IT resources to support business objectives and manage risks associated with IT as-
sets. It employs frameworks such as COBIT and ITIL that provide structured management of
IT processes, aligned with business strategies through defined policies and metrics (Luna et
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al., 2015). On the other hand, agile governance extends beyond traditional IT governance by
promoting flexibility and responsiveness within organizational frameworks. A significant as-
pect highlighted in recent studies, such as by Vejseli et al. (2019), is the importance of fast de-
cision-making processes. These processes not only facilitate self-organization and stimulate
continuous learning but also are critical for fostering innovation within organizations. Key re-
lational mechanisms critical to agile governance mentioned by Vejseli et al. (2019) include:

Open Communication and Participation: Emphasizing transparency and employee involve-
ment, this mechanism is essential for achieving strategic goals and rated highly effective
(Vejseli et al. 2019).

Continuous Employee Training: Cross-functional training on agile practices helps develop
critical and strategic thinking skills, crucial for overcoming organizational silos (Vejseli et al.
2019).

Transformational Leadership: Leaders are encouraged to engage, coach, and develop em-
ployees, moving beyond transactional management styles to foster a proactive and dynamic
workforce (Vejseli et al. 2019).

Empowerment of Employees: Allowing employees to make strategic decisions enhances or-
ganizational responsiveness and agility, reflecting a shift towards a more participative govern-
ance style (Vejseli et al. 2019).

Collaboration with External Partners: Engaging with startups and research partners en-
hances innovation and agility, with significant mentions of its effectiveness in adapting to
new challenges (Vejseli et al. 2019).

IT governance and agile governance serve distinct yet complementary organizational needs,
with IT governance providing structure for IT management and agile governance enhancing
overall agility. The selection between these approaches depends on the organization's priori-
ties, industry requirements, and specific challenges. This differentiation facilitates tailored
governance to support strategic goals effectively. Table 2.2 demonstrates the meta values that
Luna et al. (2015) proposed to be used to guide the actions teams take. Additionally, it illus-
trates the principles that differentiate the aspects of agile and traditional governance.

Governance Principles and Meta-values

Agile governance Traditional Governance
Focuses on behavior and practice Focuses on process and procedures
Aims to achieve sustainability and competitiveness Aims to fulfil auditing and complying
Directs attention to transparency and people’s engage- Directs attention to monitoring and controlling
ment to the business mechanisms
More dynamic, focusing on sensing, adopting and re- Follows formulated planning
sponding
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Table 2.2: Agile vs Traditional Governance, adapted from Luna et al. (2015)

2.4.4 Integration of Agile Governance and IT Governance

Research by Elazhary et al. (2023) highlights the critical role of IT governance in environ-
ments disrupted by new technologies, emphasizing its importance in aligning IT with business
objectives, enhancing IT capabilities, and fostering innovation. This alignment not only stabi-
lizes but also enables organizations to introduce new IT capabilities effectively, supporting
organizational agility during transitions. The study points out that IT governance frameworks
provide necessary assurance and management controls, essential for achieving innovation
goals and maintaining agility in dynamic business environments.

Vejseli et al. (2022) propose that organizations should integrate traditional ITG mechanisms
with agile practices to merge business and IT knowledge, enhancing strategic alignment and
overall performance. Key agile practices, such as forming interdisciplinary teams, managing
self-organized projects, and establishing innovation labs, cultivate a culture of flat communi-
cation and continuous co-creation with customers. This integration not only supports business
objectives but also equips organizations to adapt quickly to new challenges and opportunities
in rapidly changing markets.

By allowing for the separate measurement of ITG effectiveness in both agile and traditional
contexts, this blended approach provides a comprehensive model for assessing and optimizing
ITG's impact on business alignment and performance (see Figure 2.15). Such strategic inte-
gration is vital for organizations striving to remain competitive and agile in fast-evolving in-
dustries.

IT Resources e IT Strategic Alignment e IT Based Value Creation

Alignment Antecedents
(Social setting for
Business/IT Alignment

Alignment State

(Intellectual Dimension) Alignment Outcome

Agile ITG Mechanisms

| Agile Relational
! Mechanisms

,,,,,,,,,,,,,,,,,,,,,,,, Firm Performance

Business/IT Alignment

Traditional
Structures

Traditional
Processes

Traditional ITG Mechanisms |-

Traditional
Relational
Mechanisms

T T T
Lower-Order Components : Higher-Order Components

oc) : (HoC

Figure 2.15: Traditional and ITG Mechanisms Alignment Model, adapted from Vejseli et al. (2022)
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2.5 Literature Review Summary

The literature review chapter aims to provide a comprehensive overview of the current re-
search and knowledge of IT Governance (ITG) and the factors that influence its implementa-
tion. By examining existing literature, this chapter seeks to establish foundational concepts
and theories related to ITG, highlighting key models and practical frameworks.

The chapter begins by discussing Corporate Governance, emphasizing the OECD Principles
of Corporate Governance. These principles serve as benchmarks for legal, institutional, and
regulatory frameworks, covering effective governance structures, shareholder rights, equitable
treatment, stakeholder roles, transparency, and board responsibilities. This section sets the
stage for understanding how robust governance structures support organizational goals. Next,
the review explores Agency Theory, focusing on the principal-agent problem and how princi-
pals can ensure agents act in their best interest. It integrates behavioral aspects to better under-
stand IT investment decisions and the importance of aligning these investments with strategic
goals. The discussion includes challenges to Agency Theory, particularly in the context of
SMEs, where trust and social-psychological processes play a crucial role. Strategic Manage-
ment is another key theme, involving the definition of a company's mission, strategic deci-
sions, objectives, and leveraging capabilities to sustain competitive advantage. Lastly, the Dy-
namic Capabilities Theory was introduced, emphasizing the need to sense opportunities, seize
them, and transform resources, which are highlighted as essential capabilities for maintaining
organizational agility in volatile markets.

IT Governance itself is examined through its five core focus areas: strategic IT/business align-
ment, value delivery, performance measurement, resource management, and risk manage-
ment. Effective ITG ensures that IT initiatives support organizational strategies and goals,
promoting value creation and risk mitigation. This section also discusses upcoming challenges
of ITG, such as Al and Data Governance. The chapter then delves into practical models used
in ITG, including the Strategic Alignment Model (SAM) for aligning IT and business strate-
gies, the 2x2 Risk Matrix for risk assessment, and the Balanced Scorecard (BSC) for measur-
ing both tangible and intangible IT benefits. These models provide foundational understand-
ing of the concepts within ITG.

The COBIT 5 framework is presented as a comprehensive framework for ITG, emphasizing
stakeholder needs, end-to-end enterprise coverage, and a holistic approach. The discussion in-
cludes the impact of regulations such as GDPR and NIS2, which necessitate robust ITG
frameworks in ensuring compliance and protection of organizational assets.

Agile Governance is introduced as a response to the rapid changes in technology and business
environments. This section explores how agile methodologies can be integrated within gov-
ernance frameworks to enhance flexibility, adaptability, and responsiveness. Agile govern-
ance emphasizes the synergy between agile capabilities and structured governance to foster
dynamic decision-making and value delivery. Finally, the literature review highlights the
evolving nature of ITG, emphasizing the need for integrating traditional governance mecha-
nisms with agile practices to support digital transformation and maintain competitive ad-
vantage. This integration is essential for organizations to remain competitive and agile in fast-
evolving industries.

Theme Sub-Theme Reference
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Corporate e Principles and frameworks Bebchuk et al. (2004); Brunninge et
Governance o Stakeholder and board responsibili- | al. (2007); Rubino & Vitolla (2014);
ties OECD (2023)
» Disclosure and transparency
Agency e Principal-Agent Problem Shapiro (2005); Dong et al. (2021);
Theory o Behavioral Aspects and IT Invest- Devos et al. (2012)
ment
e Trust Theory in SME IT governance
Strategic e Mission and Purpose Sadler & Craig (2003)
Manage- e Strategic Decisions
ment e Objectives and Goals
o Capabilities and Competences
Dynamic e Sensing (Opportunities and Threats) Teece (2014)
Capabilities e Seizing (Capturing Opportunities)
o Transforming (Reconfiguring Re-
sources)
ITG Back- e The five focus domain areas Buchwald et al. (2014); Chan &
ground o Strategic IT/Business align- | Reich (2007); De Haes & Van Grem-
ment bergen (2009); De Haes & Van
o Value delivery Grembergen (2015); Eriksson &
o Performance measurement Anna-Karin (2012); Heart et al.
o Resource management (2010); Kohli & Groever (2008);
o Risk management Neirotti & Ragueso (2017); Ni et al.
e Role of IT governance (2010); Sharma et al. (2014); Stone-
burner et al. (2002); Weill & Ross
(2004); Wilkin & Chenhall (2020);
Wu et al. (2015)
ITG exten- e Al and Data governance Mantymaki et al. (2022); Otto (2011)
sions
Research o Strategic alignment model (SAM) Antonsen (2010); Awadallah & Al-
and practi- e 2x2 Risk matrix model lam (2015); Coltman et al. (2015);
cal models e The balanced scorecard (BSC) Gartner (2010); Henderson & Ven-
katraman (1999); Hiekkanen et al.
(2013); Kaplan (2009); Ni et al.
(2010)

ITG in prac- e COBITS Abraham et al. (2019); Alreemy et al.
tice and reg- e Internal and external triggers for (2016); Bartens et al. (2015); Buch-
ulatory ITG wald et al. (2014); Butler et al.
landscape e Regulatory pressure (2023); De Haes & Van Grembergen

o EU regulations

o EU directives
Perceived implementation barriers
ITG enablers and CSFs

(2009); De Haes et al. (2013); Fast et
al. (2023); General EU documenta-
tion, specific directives (Regulation

679/2016, Regulation 1020/2019, Di-

rective 2555/2022); Huygh et al.

(2022); ISACA (2012); ITGovernan-

ceUK (2024); Jewer & Van Der
Meulen (2022); Mulyana et al.
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(2021); Othman & Chan (2013); Vial
(2019); Warner & Wager, 2019;
Weill & Ross (2004); Wu et al.

(2015)
Agile Gov- o Agile governance Theory & concep- | Elazhary et al. (2023); Fink & Neu-
ernance tual framework mann (2007); Luna et al. (2014);
o Effectson agility in ITG Luna et al. (2015); Mohammed &

Taborda (2023); Vejseli et al. (2019);
Vejseli et al. (2020); Vejseli et al.
(2022)

Table 2.3: Literature Review Summary Table

Our literature review identifies key themes in governance and ITG, particularly highlighting
Agency Theory and Trust Theory. Agency Theory focuses on control mechanisms to align
agents' actions with business objectives, ensuring they act in the principals’ best interests.
However, in SMEs, Trust is more relevant, stressing trust-based systems over formal controls.
SMEs typically depend on interpersonal relationships and flexibility rather than rigid govern-
ance structures. Thus, a central theme is finding the balance between control mechanisms and
fostering trust and autonomy.

Our review highlights five core focus areas of ITG, along with associated models:

e Strategic Alignment: Ensuring that IT initiatives support and advance business strate-
gies. This is exemplified by the Strategic Alignment Model (SAM), which illustrates
how IT capabilities can be aligned with business strategies to drive organizational
goals.

e Value Delivery: Maximizing the value derived from IT investments.

e Resource Management: Efficient management of IT resources.

e Risk Management: Identifying and mitigating risks associated with IT. The 2x2 Risk
Matrix model is useful for qualitative assessments of risks, guiding decisions on con-
trol measures to balance risk and opportunity effectively.

e Performance Measurement: Accurately assessing the impact of IT initiatives. Bal-
anced Scorecard

These areas are essential for creating robust IT governance practices that align IT efforts with
business goals, thereby enhancing organizational performance and adaptability.

A core theme is Agile Governance theory, which has emerged as a potential complement to
traditional ITG frameworks, especially suited for the dynamic nature of SMEs. Agile govern-
ance emphasizes a balanced approach where agile practices complement structured govern-
ance mechanisms, allowing for both operational effectiveness and innovation.

By combining agile governance with ITG frameworks, SMEs can achieve strategic 1T/busi-
ness alignment, enhance value delivery, and manage resources and risks more effectively.
This integrative model supports the dynamic and often unpredictable nature of SMEs, provid-
ing a comprehensive governance strategy that is both effective and adaptable. Additionally, it
could emphasize the importance of culture and people, fostering trust, continuous learning,
and organizational growth, which are crucial for the sustained success and innovation within
SMEs.
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To further explore these themes, this research conducts a qualitative study to gain a subjective
understanding of stakeholders' perspectives. By gathering personal insights about the phe-

nomena of agile governance and formal IT governance practices, we aim to uncover deeper
insights and practical implications for SMEs.
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3 Methodology

This chapter outlines the research methodology employed in our study to investigate the im-
plementation of ITG within SMEs. It begins by discussing the philosophical underpinnings
and theoretical approach that guide the research, providing a framework for understanding
the choice of methods. The section then details the specific research methods used, including
the design of the study, data collection techniques, and the rationale for choosing a qualita-
tive approach. This is followed by an explanation of the data analysis procedures and the
steps taken to ensure the validity and reliability of the research findings. By articulating the
methodology clearly, this chapter aims to provide transparency and allow for the reproduci-
bility of the study, while also setting the foundation for interpreting the results in the context
of ITG in SMEs.

3.1 Research Philosophy

Philosophical questions are essential for defining the knowledge we aim to generate with our
research (Hassan et al., 2018). They strengthen reasoning and build a foundation for the infer-
ences made in the study (Recker, 2021). Following Hassan et al. (2018), we adopt an ontolog-
ical stance that acknowledges the objective facts of IT governance mechanisms within SMEs.
This involves addressing what exists, what properties these elements have, and how they are
interrelated. Recognizing objective facts about IT governance, such as established frame-
works and practices, allows us to ground our research in the existing realities of SMEs. How-
ever, it is important to consider researcher bias, as personal experiences and perspectives in-
fluence the research process (Corbin & Strauss, 2015).

This ontological view is coupled with an interpretivist epistemology, focusing on the subjec-
tive interpretations and experiences of individuals within these organizations (Goldkuhl,
2012). This approach is particularly relevant for understanding how different stakeholders
perceive and enact IT governance. By exploring these subjective experiences, we can gain in-
sights into how IT governance practices are implemented and perceived on the ground. As
Corbin and Strauss (2015) highlight, the meaning given to events is crucial, shaped by cul-
tural, political, religious, and professional backgrounds. For example, an IT manager's ap-
proach to governance may be influenced by their professional training, organizational culture,
and personal values.

Integrating these perspectives allows us to capture both the concrete IT landscape and the nu-
anced personal and collective experiences of adapting to it. This dual approach helps us un-
derstand the "what" and "how" of IT governance while also illuminating the "why" behind or-
ganizational actions and strategies in response to evolving technological landscapes. For in-
stance, understanding why certain IT governance practices are adopted in SMEs can reveal
insights into the challenges and opportunities faced by these organizations.

Recker (2021) notes that interpretivism is effective for studying social realities within socio-
technical contexts. This aligns with our methodological choice to use qualitative methods to
explore IT governance in SMEs. The interpretivist approach enables us to gather rich, detailed
data that can reveal new insights and deepen our understanding of the research topic. By
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adopting this ontological and epistemological stance, the study aims to provide a balanced and
holistic view of IT governance in SMEs, ensuring that both empirical data and human experi-
ences are adequately represented in the research findings.

3.2 Research Approach

The goal of this research is to answer the question: "How do organizational culture, structure,

and existing processes influence the implementation of IT governance practices in SMEs?" To
address this, rich, detailed data is necessary, making a qualitative method the most appropriate
choice. Qualitative methods are ideal for exploring complex topics and obtaining comprehen-

sive insights (Recker, 2021).

A qualitative approach has been selected for this study. This method is suitable for exploring
the intricate interactions between organizational culture, structure, processes, and IT govern-
ance practices in SMEs. It allows for a deep understanding of these dynamics by focusing on
the experiences and perspectives of individuals within these organizations.

Justification for Qualitative Methods:

Exploring Complexity: IT governance involves complex processes and interactions
best understood through detailed qualitative data. This approach enables the researcher
to capture the richness and complexity of ITG practices in SMEs (Recker, 2021).

Contextual Insights: SMEs operate in diverse contexts with unique challenges and
governance structures. A qualitative approach provides the flexibility to explore these
contexts in-depth, understanding how specific factors influence ITG implementation
and outcomes. This contextual understanding is crucial for drawing meaningful con-
clusions and offering relevant recommendations (Saunders, Lewis, & Thornhill,
2009).

Capturing Perspectives: Understanding the perspectives of individuals involved in
ITG is essential for grasping how governance practices are perceived, implemented,
and managed. Semi-structured interviews and document analysis allow participants to
share their views and experiences, providing critical insights for a comprehensive
analysis of ITG practices (Patton, 2015).

Qualitative methods align with the study's philosophical foundation, which combines an onto-
logical focus on objective realities with an interpretivist focus on subjective experiences. This
dual approach integrates objective facts and participant experiences, generating practical in-
sights for ITG in SMEs.

This study primarily employs a deductive approach to investigate ITG practices in SMEs. The
deductive approach begins with established theories and models related to IT governance,
guiding the formulation of research questions and the development of the interview protocol.
This approach enables systematic exploration and verification of theoretical constructs within
the SME context (Saunders, Lewis, & Thornhill, 2009).
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3.3 Data Collection Methods

The method for data collection chosen is a case study, as it allows for intensive research of
ITG concerns in its real-world environment. A case study is a suitable choice for research
questions that inquire about the “how” and “why”, particularly when the topic of inquiry is
contemporary (Yin, 2018). Patton (2015) mentions that a case study can provide a detailed
story about a person, organization, or program. Moreover, the case study primarily focuses on
what is happening to individuals in a setting and how it affects them.

Case studies come with a set of challenges. A significant challenge is finding the right envi-
ronment and choosing the case (Recker, 2021; Yin, 2018). We find that a medium-sized enter-
prise partaking in digitalization projects is a relevant environment to study. Mutual trust is vi-
tal to gather data from the participants effectively in a case study approach (Patton, 2015).
Therefore, the researchers will be on site in the organization over a period of time, allowing
them to build the required trust. A case study allows flexibility in the data collection methods
of observing and conducting interviews, as it allows researchers to form these methods as they
gain more contextual information from the organization (Patton, 2015; Recker, 2021).

To design a successful case study, one should define the unit of analysis and develop research
procedures and protocols to demonstrate the validity of the data and findings (Recker, 2021).
The unit of analysis in our research proposal is a single case study that involves a singular me-
dium sized organization. Our rationale behind this unit of analysis is that it offers an in-depth
analysis of ITG concerns in one medium-sized enterprise, involving crucial IT decisions,
which we argue could be representative of similar medium-sized enterprises in the field. Fur-
thermore, it allows examination of existing practices and how they impact the real-world con-
text. However, this is a trade-off between depth and breadth (Patton, 2015). The main draw-
back in choosing this unit of analysis is that we cannot generalize the findings, which would
require a multiple case study across organizations.

3.3.1 Semi-Structured Interviews

In conducting our case study, we embrace an approach to data collection that supports both
confirmatory and exploratory investigations, allowing for comprehensive theory-testing.
Guided by Recker's (2021) recommendations, our data collection involves the use of semi-
structured interviews. This technique is designed to capture dynamics within the organiza-
tional setting, affording the flexibility to probe deeper into individual experiences and per-
spectives, thereby enriching our understanding of the phenomena. By employing this method,
we aim to explore ITG mechanisms impact on SME’s competitive advantage.

Additionally, semi-structured interviews help build rapport between the interviewer and par-
ticipants, fostering an environment where respondents feel comfortable sharing detailed and
honest responses. This rapport is essential for gaining access to the in-depth information
needed to understand the intricate workings of IT governance. Schultze and Avital (2011)
highlight the importance of creating a conversational atmosphere in interviews to generate
rich, informative data.

The flexibility of semi-structured interviews also allows for the inclusion of new questions
that arise during the research process, ensuring that the data collected remains relevant and
comprehensive. This adaptability is crucial for understanding the dynamic and multifaceted
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nature of IT governance in SMEs. As Saunders et al. (2009) suggest, this approach is particu-
larly suited for exploratory research where the aim is to understand complex processes and in-
teractions in detail.

Semi-structured interviews are chosen as the primary data collection method for this study
due to their ability to provide flexibility and depth in exploring complex phenomena such as
IT governance in SMEs. Semi-structured interviews allow researchers to prepare a set of
guiding questions while still offering the freedom to explore new topics as they emerge during
the conversation. This approach facilitates a deeper understanding of respondents' perspec-
tives, experiences, and the contextual factors influencing IT governance.

3.3.2 Pilot Study

In our research, we conducted a pilot study that proved instrumental in refining our data col-
lection methods and research questions. As emphasized by Yin, a pilot study is crucial not just
for pretesting data collection strategies but for enhancing the research design through practical
engagement (Yin, 2018). Our pilot study involved a preliminary interview with R1. The pilot
interview allowed assessment of the themes we had chosen for our interview guide and code-
book. Specifically, it highlighted the need for an additional question focused on risk manage-
ment, a topic we had not fully considered initially in our interview guide.

3.3.3 Respondent Selection

Respondent selection is one of the most important aspects of a successful research project
conducting qualitative research. Shultze and Avital (2011), highlight the importance of care-
fully selecting respondents to generate rich, informative, and contextually deep accounts of
lived experiences. Respondent selection should be driven by the research questions and the
conceptual framework of the study. Shultze and Avital (2011) recommend the selection of in-
dividuals who have directly experienced the phenomenon under investigation, as this contrib-
utes to the richness and authenticity of the data collected.

With regards to the interviews for the case study individuals were selected from the target or-
ganisation hosting the research. Respondents were carefully selected to ensure a wide variety
of backgrounds and roles allowing for a diverse range of data collection. Respondents are
listed in the table below.

Respondent | Role Duration Date Type
(YYYY,MM,DD)

R1 Software Developer | 30 Minutes | 2024-05-03 In Person Interview
R2 VP Development 30 Minutes | 2024-05-06 In Person Interview
R3 Scrum Master 30 Minutes | 2024-05-06 In Person Interview
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R4 Product Owner 21 Minutes | 2024-05-06 In Person Interview
R5 Change Manager 50 Minutes | 2024-05-08 Google Meet Inter-
view

Table 3.1: Respondent Selection Information

3.3.4 Design of the Case Study Protocol

The chosen case study for our research is on a wide range of stakeholders and their perception
of ITG as governing and alignment mechanisms. We want to investigate and observe the cur-
rent dynamic of the organization and the employees' understanding of perceived ITG mecha-
nisms that have been utilized throughout digitalization and agile initiatives. In structuring the
protocol, we follow Yin’s (2018) guideline of a case study protocol containing four sections
(background, data collection method(s), interview questions and a tentative outline). For the
full protocol see Appendix 1.

The source of data collection are semi-structured interviews, the questioning starts with basic
inquiry about the participants' work. The interview continues in five different themes (see Ta-
ble 3.2). The themes follow the critical success factor(s) of ITG framework implementation as
presented by Alreemy et al. (2016), targeting questions toward the main theme and the under-
lying CSFs for ITG implementation. The reason for choosing this framework as the initial
theming of our interview guide, was that it provided a holistic view of the critical founda-
tional elements required to implement ITG. Moreover, the categories provided the researchers
with core contextual evidence to support flexibility in questioning within the case study ap-
proach.

Reflects
in ques-
Category Critical Success Factors (CSFs) tion Observations
Strategic ﬁgggﬁgg f:g:}:gg:gg}st ;nu\goggﬁ?ﬁgt’ QSAL, 02 (Organizational
Alignment ) QSA2 Culture)
ownership
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Effective alignment and communica- 01 (Organizational
tion between IT and business; Effec- QSA3 Structu?e) 03 (Deci-
tive communication between IT and . o
bUSiness sion Making Process)
ET\II_:';?enCTen' Regulatory environment & require- QEE1 O3 (Decision Making
ments compliance Process)
(External)
Clear ITG policies, principles & re- QOE1 O1 (Organizational
sponsibilities Structure)
Effective current enterprise govern- QOE2
Organiza- ance; Good organization change strat- QOE3’
tional Effect | €9Y
(Internal)
Appropriate organizational culture; QOE4 02 (Organizational
Clear IT strategy, principles & poli- ’ Culture), O1 (Organi-
. QOES5 :
cies zational Structure)
Performance | Adequate analysis, evaluation of the QPM1
Management | current and future use of IT
Resource Sufficient financial support; Adequate ORM1
management | IT skills & staff

Table 3.2: Critical Success Factors Table

3.3.5 Transcription

Transcription is a critical step in qualitative data analysis, especially in research contexts
where detailed and accurate textual representations of audio or video is required. As Bailey
(2008) outlines transcription is not just a mechanical task but involves significant interpretive
and judgemental decisions that affect research outcomes. The transcription was recorded and
initially transcribed utilizing Al technologies and later manually transcribed to enhance the
quality of the transcription.
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Transcription involves converting spoken language into a written format. This process is cru-
cial for researchers to systematically analyse content. However, it’s more than just writing
down what is heard. Researchers are required to decide the level of detail necessary for analy-
sis. Which might include in the transcription respondents pauses, intonations, laughter, and
other paralinguistic features that could influence the interpretation of the data (Bailey, 2008).

One of the primary challenges in transcription is maintaining the nuances of the spoken word
in written format (Patton, 2015). Decisions must be made about how to represent verbal tics,

overlaps in speech, and nonverbal cues like gestures and facial expressions. The transcription
process itself can influence data interpretation, making it inherently subjective (Bailey, 2008).

Transcribers must handle the data ethically, ensuring confidentiality and respecting the pri-
vacy of the participants. This includes decisions about anonymizing data and how much con-
textual detail to include in the public or published documentation. Transcription is a founda-
tional element of qualitative research requiring careful consideration and execution. It is not
merely about transferring audio into text but capturing the complexity of human interaction in
a way that is both accurate and meaningful for analysis (Bailey, 2008).

3.4 Data Analysis

Analysing and interpreting interview data is essential for deriving meaningful insights from
qualitative research. In our study, we employed a thematic analysis approach to identify and
examine recurring themes from the collected interview data (Guest et al., 2012), utilizing both
deductive and inductive coding procedures.

Deductive coding involves using a predefined set of themes and codes, allowing the research-
ers to systematically classify the collected data (McKibben et al., 2022). Our deductive ap-
proach began with a predefined coding scheme based on existing models, frameworks, and
theories (Patton, 2015). This technique helped us to systematically organize the interview
data, validate or refute our assumptions derived from the literature review, and support or
challenge existing theories (Recker, 2021), facilitating a confirmatory analysis of the data
(Guest et al., 2012).

Inductive coding, on the other hand, involves analysing the text to identify patterns and
themes that emerge from the data itself. These emergent themes are then used to develop
codes, which are subsequently applied in a more deductive manner (McKibben et al., 2022).

The coding process involved applying a predefined set of codes to the data, as detailed in our
codebook (see Table 3.3). This structured approach ensured that each piece of data was ana-
lysed within the framework of established ITG success factors. By thoroughly examining the
data, we identified patterns and themes, resulting in further codes and guided the interpreta-
tion and discussion of the findings. Overall, the combination of deductive and inductive cod-
ing methods enabled us to conduct a comprehensive and theory-driven examination of the
case study, ensuring a robust analysis of the interview data.

Code | Code Description Theme
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SAl | Adequate stakeholders' involvement
SA2 | Adequate management support and ownership
SA3 Effective alignment and communication between IT and Strategic Alignment
business
SA4 | Strategic alignment model perspectives
. : : Environmental Effect
EE1 | Regulatory environment and requirements compliance (External)
OE1 Clear IT governance policies, processes, principles, and
responsibilities
OE2 | Effective current enterprise governance
OE3 | Good organization change strategy
Organizational Effect (In-
ternal)
OE4 | Appropriate organizational culture
OE5 | Clear IT strategy, principles, and policies
OE6 | Risk management
PM1 Adequate analysis and evaluation of the current and fu- | Performance Manage-
ture use of IT ment
RM1 | Sufficient financial support for IT initiatives Resource management
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RM2 | Adequate IT skills and staff

DC1 | Sensing opportunities for IT initiatives

DC2 | Seizing opportunities for IT initiatives Dynamic Capabilities

Transforming IT infrastructure to meet organizational

DC3 needs

Table 3.3: Code Table

3.5 Ethical Considerations

Our research gathers data through various means and is closely connected to people who are
subject to our investigation. Therefore, ethical considerations are necessary for us to address
S0 as not to harm participants or perform acts that can be deemed unethical in any way. We
must protect the participants' privacy, confidentiality, and anonymity in our research (Recker,
2021). To act ethically, we are going to be completely transparent and honest with the partici-
pants by clearly stating our methods and the goal of our research objective (Patton, 2015).

Chief ethical considerations for the data collection when interviewing and analysing enter-
prise information include informed consent and communicating the purpose of the intended
research. Discussion with the applicable interviewees and stakeholders participating in the re-
search study should inform them of all facets of the research protocol and that all research
conducted is voluntary. Without consent, interviews and analysis cannot take place. Confiden-
tiality of recorded data is required throughout the research process, and stakeholders will be
notified that no sensitive or identifiable data will be published. By utilizing pseudonyms in the
research output, anonymity can be accomplished when distributing research findings. Inter-
viewer bias is an important aspect to remember; interviewers will ensure that they play a neu-
tral role while collecting data. The participants also have the right to withdraw from the study;
thus, we are responsible for deleting all data collection and writing related to the withdrawing
participant (Patton, 2015).

Upon completion of data collection and analysis, ethical approval will take place. Since our
research is contextualized to a medium-sized enterprise. We will ensure that no intellectual
property of the studied enterprise will be disclosed without consent. Stakeholders in the rele-
vant organization and interviewees will be allowed to inspect the output, ensuring that they
are comfortable with the final work.
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3.6 Scientific Quality

Ensuring the scientific quality of research is fundamental to generating reliable and valid re-
sults contributing to the Information Systems field. This study employs rigorous methods to
ensure credibility, transferability, dependability, and confirmability of research findings. As
well as focusing on the data quality and collection as noted by Bhattacherjee (2012) and
Recker (2021).

To establish credibility, the research utilises multiple data sources, including interviews, doc-
ument analysis, and observations. This approach of triangulation helps to verify the accuracy
of the collected data enhancing the trustworthiness of the findings. Prolonged engagement
with participants, along with validation of data through respondent validation, ensures that the
findings accurately reflect the participants’ experiences (Bhattacherjee, 2012; Recker, 2021).

Transferability is addressed through detailed documentation of the research process and con-
text, allowing other researchers to evaluate the applicability of the findings in different set-
tings. Comprehensive descriptions of the settings, methods, and participant characteristics en-
hance the potential for findings to be applicable in other contexts (Bhattacherjee, 2012;
Recker, 2021). Although Priya (2021) notes that generalizability in qualitative case studies is
often criticized, the significance of such studies lies in their ability to generate hypotheses that
can be tested in comparable cases, thus contributing to broader generalization.

Confirmability is achieved through measures that ensure the findings are the result of experi-
ences and ideas rather than research bias. Practising introspection throughout the research pro-
cess helps reflect upon potential influences of researcher biases. Data triangulation, involving
multiple data sources, allows for multiple perspectives ensuring corroborations across the re-
search (Bhattacherjee, 2012; Recker, 2021).

When exploring more subjective or complex phenomena, detailed qualitative descriptions
capture the depth and complexity of participants' experiences. Validity is rigorously addressed
by ensuring that research instruments comprehensively represent the underlying constructs
they are intended to measure, aligning closely with the theoretical frameworks guiding the
study (Golafshani, 2015; Bhattacherjee, 2012). To ensure reliability, there is a need to clearly
document the case study procedures, because without documentation you would not even be
able to repeat your own research (Yin, 2018). Collectively, these strategies ensure that the re-
search adheres to high standards of scientific quality, making a robust and valuable contribu-
tion to the existing body of knowledge.
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4 Results

This chapter presents the findings of our study on the implementation of ITG within SMEs.
The section systematically presents the results, organized according to the main themes and
patterns that emerged from the data. This chapter aims to provide a detailed and nuanced un-
derstanding of the current state of ITG in SMEs, setting the stage for the subsequent discus-
sion and conclusion chapters.

4.1 Strategic Alignment

The identified subthemes in the category of strategic alignment were delineated towards the
Strategic Alignment Model (SAM) and its perspectives and aligning processes that were iden-
tified at the organization.

II Strateqgic Alignment ||

¥
.

SAM & Perspectives Processes
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Figure 4.1: Strategic Alignment Themes and Subthemes

4.1.1 Strategic Alignment Perspective

When discussing the strategic alignment of IT and business initiatives with the respondents, it
became clear that the concept of alignment varied based on their positions within the organi-
zation. According to the strategic alignment model and its perspectives, some respondents
viewed strategic alignment as a technological transformation (R1). Others indicated it was a
mix of competitive potential and service-level perspectives, depending on the project (R2,
R3). This suggests a complex, multivariate relationship between IT and business strategies
and infrastructures. However, these relationships and strategies were not consistently commu-
nicated throughout the organization (R5).

The findings revealed that effective dialogue between stakeholders, managers, the project
team, and customers was essential for moving the project forward and successfully aligning
business and IT initiatives. This process relied heavily on trust between the involved actors
(R4). Sensing mechanisms are necessary throughout the organization to enable this success.
Respondent 2 highlighted that the IT strategy and surrounding IT infrastructure would likely
lead to changes in the organizational structure due to a project in its early stages:
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“Yes, it's leading to that. Of course, I mean, the first starting point was actually here, I think. The history is that
the cloud product was introduced to the market as a cloud solution quite some years ago, without considering
any organizational effects or anything. So basically, we had a product on the market that we didn't sell, or at least
didn't charge anyone for it, or at least very few worked with it. And yeah, so that was kind of a maturity, but it
was made as a test and that grew. | mean, it would have been good to make it a little more conscious, | think. But
then, actually, a couple of years ago, we started to clarify the IT offer or the software offer to customers.”
(R2:2.14)

This quote underscores the evolving nature of IT's role within the organization, transitioning
from an experimental phase to a more structured and integrated component of the business
strategy. It highlights the initial lack of organizational alignment and the subsequent efforts to
bring clarity and purpose to the IT offerings.

When asked, “What role would you say IT objectives have to achieve business objectives
within the organization?”, Respondent 5 provided insights that broadened the scope and con-
sidered the holistic view of alignment between IT and business for the organization. The re-
sponse suggested that the general view of IT is as a support structure to realize business ob-
jectives:

“This clear relationship, I would say, is not clear in the organization. However, to fulfill those goals, especially
the goals where we collect and analyse data, we need sufficient IT support. An IT infrastructure is needed to
manage data collection and to build the necessary systems, including various cloud services. Additionally, we

need the knowledge to guide our customers on how to install and maintain server service solutions for these sys-

tems. So that isn't an obvious connection. Then, of course, there are many other IT connections. We need suffi-

cient IT support to produce the hardware and physical products that we sell. We also need sufficient IT support

to communicate, store data, store documentation, and so on, to be able to develop, as well as IT support to main-
tain and have development suites and development solutions.” (R5:5.6)

This quote from Respondent 5 illustrates the multifaceted role of IT within the organization,
emphasizing its critical support functions across various domains. It highlights the depend-
ency on IT for data management, customer guidance, production support, and development
activities. Despite this essential role, the relationship between IT and business objectives re-
mains not fully transparent or well-communicated within the organization, indicating a need
for better integration and alignment.

In conclusion, the findings suggest that while there is recognition of the importance of IT in
achieving business objectives, there is a disparity in how this alignment is perceived and com-
municated across different levels of the organization. Effective communication, trust, and
comprehensive sensing mechanisms are crucial for aligning IT and business strategies and en-
suring that these strategies are understood and implemented throughout the organization.

4.1.2 Aligning Processes

In aligning individuals within the organization, planning meetings play a crucial role. There is
a clear consensus among the respondents that aligning people and processes with the overall
business and IT objectives is necessary. Respondent 2 mentioned that there is a process that
includes articulating product requirement specifications before starting any projects.

“We actually use projects and tasks, and targets to try to align that. For me, everything comes from the way we
work with our planning, which is actually based on product management and what we call the business owner
vision. In that process, every step should be described: what are the long-term targets with the things we do, and
for the nearer term, what do we want to achieve next?” (R2:2.24)
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This quote highlights the structured approach to planning and aligning initiatives within the
organization. It underscores the importance of clearly defining both long-term and short-term
targets to ensure that everyone is working towards the same objectives.

Respondent 2 further elaborated on the planning process:

“Yeah, I think one ambition here is to involve everyone in this Pl planning and business owner vision communi-
cation. That's one thing, and you can do more than that, of course, but going back to that, I think that's the best
approach. Also, we have a process where we say that we shouldn't start any projects without what we call the
market requirements specification and PRS. You can debate things like that, and the merits of waterfall versus
agile methodologies, and I'm happy to have that discussion with anyone, but I think some kind of direction is

necessary.” (R2:2.26)

This quote emphasizes the inclusive nature of the planning process, involving everyone in Pl
planning and business owner vision communication. It also highlights the importance of hav-
ing clear market requirements and PRS before starting projects, acknowledging the ongoing
debate between waterfall and agile methodologies but stressing the need for direction.

Respondent 4 noted the importance of collaboration and agreement in these meetings:

“Yeah, but more like one to one meetings, perhaps discussing technology with them ... So if we decide jointly to
go down that road, they need to be on board. | think it's a good idea to or otherwise, it's just a doomed thing to
fight” (R4:4.18)

This quote illustrates the importance of individual and direct communication to ensure align-
ment and buy-in from all team members, which is crucial for successful project implementa-
tion.

Respondent 1 described the quarterly P1 planning process:

“We have the PI planning, which is the umbrella under which we plan on a quarterly basis. It covers three
months, or three sprints, plus some additional gap time. So, about three months in total. During this time, we
plan what every single team will do.”(R1:1.22)

This quote provides an overview of the PI planning process, explaining that it is a quarterly
event that involves detailed planning for each team over a three-month period, ensuring that
all teams are aligned and working towards the same goals.

In summary, the findings indicate that planning meetings and processes are essential for align-
ing individuals within the organization. These processes involve clearly defining targets and
requirements, inclusive communication, and structured planning cycles. This alignment en-
sures that business and IT objectives are met collaboratively and effectively throughout the
organization.
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4.2 Organizational Effect (Internal)
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Figure 4.2: Organizational Effect Theme and Subthemes

4.2.1 Organizational Culture

The use of IT-based tools to define processes and set boundaries on projects was also dis-
cussed (R5). However, implementing these tools can be challenging as it requires individuals
throughout the organization to adapt to them. One apparent challenge mentioned by Respond-
ent 5 was that if an individual had a concern about how they should work, and given that there
are multiple perspectives on how work should be done, it could lead to endless debates. Fur-
thermore, a resistance to change is noticeable. Introducing tools to govern and control the way
work should be done could be perceived as painful to individuals accustomed to traditional
working methods (R5). Additionally, if middle management support is lacking, it becomes
nearly impossible to incorporate any formal processes on how to work. These findings vali-
date three of the perceived barriers to ITG implementation: organizational politics, lack of
middle management support, and resistance to change.

“And then you can choose a system where the boundaries are very narrow and there is a lot of configuration in
the system. The benefit of this is that you have to live with those rules, and that is what you get. You either
choose this tool and go by those rules, or you don't use it at all.

In the case of Target Process, it is a tool where you can configure almost everything to match your own process
and way of working. The benefit of this is that you don't have to change your way of working. However, the
drawback is that if you have any uncertainty about how you should work, and different parts of the organization
have slightly different views, you end up with endless debates on how you actually should work because the sys-
tem allows multiple approaches.
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The benefit of a configurable tool is clear if you already have well-documented processes, as it can be configured
to cover 90% of those processes perfectly. However, if you have no written processes and everything is done by
tradition, then freely configurable tools can be a real pain. There are too many options, and it can take a long
time to use the tool proficiently.” (R5:5.10)

This quote illustrates the complexity of implementing IT-based tools within an organization,
highlighting the trade-offs between rigid systems with narrow boundaries and configurable
tools that accommodate various processes but can lead to debates and inefficiencies if pro-
cesses are not well-documented.

The notion of working agile to ensure that individuals with the right knowledge make sound
decisions was a consistent theme among the respondents (R1; R3; R5). Respondent 5 envi-
sioned this as a collaborative project between the teams in person, but since the development
teams were distributed, they had to change their approach. The following findings illustrate a
top-to-bottom implementation of the agile working method:

“We needed a system when we started the Agile way of working projects or the Agile evolution project. Initially,
we wanted to use physical boards because they are more intuitive and do not require much introduction or con-
figuration. You simply draw a square pattern on the board, label the fields with different states, and then add
names. This type of setup was our first approach. However, as we have distributed teams and several offices in
different parts of Europe, we needed a solution to show the boards, display the cards, and share information
across the entire organization.”(R5:5.10)

This quote highlights the initial preference for physical boards due to their simplicity and in-
tuitive nature. However, the need for a digital solution became apparent due to the distributed
nature of the teams, necessitating tools that could share information across different locations.

Respondent 4 emphasized the importance of effective communication with the product man-
ager:

“Yes, the product manager needs to know that we are building something towards the goal. However, when un-
expected issues arise, we need to be able to communicate with him effectively.”(R4:4.30)

This underscores the necessity of clear and effective communication to address unforeseen
challenges and ensure that the project remains aligned with its goals.

Respondent 1 pointed out the critical role of identifying dependencies between teams:

“In my head, the main goal of that is to figure out dependencies, what does the Cloud team
need from system software? What does system software need from our team and so
on?”(R1:1.22)

Understanding and managing these dependencies is crucial for coordinating efforts and ensur-
ing smooth project execution.

Additionally, the shift to agile working methods triggered changes in how the organization
evaluates and plans projects (R5):

“The implementation has triggered changes in many areas, including how teams work and how we discuss pro-
jects and products. It becomes clearer when you use an 1T-based tool because it automatically introduces bound-
aries in a way that is not as obvious when using a whiteboard or just keeping it in the team's minds. When every-
thing is done manually, everyone kind of knows how things have worked and how they move along in the organ-

ization.”(R5:5.10)
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This quote highlights the impact of IT-based tools on organizational processes, making
boundaries and workflows more explicit and structured compared to manual methods.

In summary, the findings indicate that while 1T-based tools and agile methodologies offer sig-
nificant benefits, their successful implementation requires overcoming challenges such as re-
sistance to change, the need for clear documentation, and strong middle management support.
These tools can facilitate better communication, dependency management, and process clar-
ity, contributing to the overall alignment of business and IT objectives.

4.2.2 Leadership and Initiatives

In having this self-organized way of working, there is pressure on the teams to take steps into
areas and create initiatives that align the IT strategy and structure with the business objectives
(R3). This is recognized by Respondent 1 as well, who mostly mentions developer-centric
processes that are necessary to increase operational efficiency. When asked if there was a
leader driving these initiatives, Respondent 1 answered that there was a need for a central fig-
ure in the company to help push the initiatives forward. This need for delineation of responsi-
bilities was further emphasized by Respondent 3.

“We actually need a central figure in the company who would push for these initiatives and advocate for product
management, emphasizing the need to implement these changes to get things up and running faster. This would

enable us to move more quickly in the future. However, we currently lack such a figure. So, | don't believe any-

one is really pushing for it. | think everyone in management recognizes the importance of testing and wants more
of it, but nobody is actively advocating for it. Management has hired someone for this role, though.”(R1:1.44)

This quote highlights the necessity for a central leadership figure to champion and drive key
initiatives within the organization, particularly those related to improving efficiency and
aligning IT with business objectives.

Respondent 3 acknowledged the team's recognition of the need for clear responsibilities and
mechanisms to create a scope of work:

“So, I mean, the team has acknowledged that we should do this as soon as possible. On top of this, it's quite
open. | mean, it is open now, but you can see that the team has called for some sort of delineation or mechanism
to create a scope of responsibilities and the like. However, so far, [ haven't seen any specifics.”(R3:3.20)

This highlights the team's awareness of the need for structured responsibilities and clear
mechanisms to guide their initiatives, although specific details and plans have yet to be estab-
lished.

In dealing with the issues of creating and sustaining initiatives to increase internal efficiency
of IT within teams, Respondent 3 mentioned that having a lead figure could be beneficial, but
it does not necessarily imply an immediate need for one in the organization:

“Then there is the question, if it's not the problem, maybe you don't need it.”(R3:3.20)

This perspective introduces a nuanced view on leadership, suggesting that while a lead figure
can be advantageous, the necessity depends on the specific challenges and context within the
organization.
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A surprising finding in the area of planning and execution was the resistance to adopting plans
created by external consultants (R1):

“But we will see once we have a plan will it be acted upon or not? Because this has happened before where we
have had a consultant perform their duties and come up with a plan and then no action was taken.“ (R1:1.46)

This quote highlights a significant barrier to effective planning and execution: the reluctance
or failure to implement externally developed plans. This resistance can undermine efforts to
improve organizational efficiency and align IT strategies with business goals.

In summary, the findings indicate a clear need for leadership to drive IT and business align-
ment initiatives. While teams are aware of the importance of clear responsibilities and struc-
tured processes, the absence of a central figure to champion these efforts presents a challenge.
Additionally, there is notable resistance to adopting external consultants' plans, which further
complicates the execution of strategic initiatives. Effective leadership and a willingness to
embrace external guidance are crucial for overcoming these obstacles and achieving organiza-
tional alignment.

4.2.3 Risk Management

Effective management activities, particularly in relation to risk management, are crucial for
organizational stability and resilience. It starts with defining roles, responsibilities, and meth-
ods, then transitions into a thorough risk and vulnerability assessment. The conclusions and
results from this assessment should be translated into actionable activities within the organiza-
tion that are continuously measured and evaluated. This approach is essential for prioritizing
and adequately addressing risks.

Respondent 3 emphasized the importance of actualizing these activities based on their profes-
sional experience:

“I would also claim, or at least expect, that area-specific activities that come out of the risk assessment should
transform into real activities, like any other development activity. These should be put into the backlog as well. |
think it is good practice to have a single backlog for all work. I have also seen situations where development is
fully planned with 100% capacity, then a risk assessment is done, and there is no time or priority to actually ad-
dress the risks. It's not like that here, I would say.”(R3:3.32)

This quote underscores the necessity of integrating risk management activities into the regular
workflow by placing them in the same backlog as other development tasks. It highlights a
common pitfall where risk assessments are conducted, but due to full development schedules,
there is no time or priority to address the identified risks. Ensuring that risk-related tasks are
part of the main backlog ensures they receive the necessary attention and resources.

In summary, the findings indicate that a structured approach to risk management is essential.
This involves clearly defining roles and responsibilities, conducting thorough risk assess-
ments, and translating the results into actionable tasks. These tasks should be integrated into
the overall workflow to ensure they are prioritized and addressed adequately. Continuous
measurement and evaluation of these activities are crucial for maintaining an effective risk
management strategy within the organization.
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4.2.4 Organizational Change

Learning and growth are the most important challenges to tackle in improving the factors of
organizational effectiveness. When discussing control mechanisms, particularly in guiding
workers on tasks with stringent IT and business objectives, Respondent 5 highlighted the need
to balance control mechanisms with individual freedom:

“It’s a collaboration, it’s a thin line.” (R5:5.24)

Having too many restrictions can negatively impact growth and learning. It is essential to es-
tablish trust in the decisions made by both developers and management. However, the authori-
tative position of the manager's decisions must also be accepted by the developers.

“Yeah, exactly. You essentially stunt growth. You make people feel small and take decisions away from them.

This removes empowerment and sends a signal that they cannot make decisions on their own. As a result, you

build an organization that will not take its own decisions and will wait for new directions if they get stuck, in-
stead of trying to find a suitable path forward.

When you talk about agile, you talk about putting decisions at the lowest possible level. The right people with
the right knowledge and prerequisites should be the ones making decisions. You can have opinions from both
sides, of course. But if a developer makes a decision, you should trust that decision. Conversely, if product man-
agement makes a strategic decision or decides on functionality or other parameters for the product, developers
should trust that decision and not make changes just because they think it’s better. Trust should go both ways.”
(R5:5.26)

This quote underscores the importance of empowerment and trust within an agile framework,
where decisions are made at the lowest possible level by those with the relevant knowledge. It
highlights the necessity of mutual trust between developers and management to foster a pro-
ductive and autonomous working environment.

The underlying factor of learning and growth boils down to the people. Collaboration and
knowledge sharing within and between teams are crucial for enabling learning and growth.
This helps avoid silos and creates an environment where everyone wants to improve collabo-
ratively (R1; R4; R5). Such an environment also fosters innovation, allowing people and
teams to form and tackle new challenges (R2:2.18).

In summary, the findings indicate that organizational change should focus on fostering a cul-
ture of learning and growth. This involves balancing control mechanisms with individual free-
dom, establishing mutual trust between developers and management, and promoting collabo-
ration and knowledge sharing. These elements are essential for creating an environment that
encourages continuous improvement and innovation, aligning with both IT and business ob-
jectives.

4.2.5 Principles, Policies, and Frameworks

In relation to principles, policies, and frameworks utilized in the company, there was no clear
evidence concerning IT Governance (ITG). However, agile principles are used and are
spreading throughout the organization (R1; R2).

Agile governance focuses on behaviour and practice rather than processes and procedures. It
requires transparency, trust, and people’s engagement with the business rather than monitor-
ing and controlling them. Agile governance includes the capability to sense, adapt, and
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respond rather than strictly following a plan. The organization aims to sense, adapt, and re-
spond quickly (R2) and relies on trust from stakeholders (R3; R5).

Respondent 5 acknowledged that policies and principles would be beneficial and suggested
introducing control mechanisms. To implement control mechanisms and ITG frameworks
while balancing agile methods requires monitoring, evaluation, and assessment of current
practices. Measurements should relate to business targets and support decision-making.

4.3 Performance Management
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Figure 4.3: Performance Management Theme and Subthemes

4.3.1 IT-Based Performance Management

In the evolving business landscape, integrating IT-based performance management systems is
crucial for aligning technology with business strategies. This strategic alignment leverages
technological capabilities to meet business objectives, drive growth, and maintain competitive
advantage.

Respondent 2 emphasized the importance of optimizing system load, particularly in cloud
software development:

“Basically the most important objectives for us is the project's results. I think, then, internally for what that's
worth right now for me. One very important aspect is actually that we don't overload the system” (R2:2.20)

Maintaining an optimized load on IT systems ensures efficient performance and service deliv-
ery while preventing system failures due to overload. This proactive management of IT re-
sources supports continuous operational efficiency and reliability in cloud infrastructures.

Respondent 4 highlighted the financial aspects of infrastructure decisions, stressing the need
to scrutinize cost implications associated with technology choice and usage, especially within
cloud environments:
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"When we get the specifications, we'll surely test that because that can quickly become very expensive if you use
something in the wrong way up in the cloud.” (R4:4.46)

Rigorous testing of cloud service implementations based on detailed specifications ensures
that investments in cloud technologies yield optimal returns without unforeseen financial bur-
dens. This preventive measure is crucial in cloud technology deployments, where costs can
escalate quickly due to improper management or inefficient resource utilization.

The management of IT performance relies heavily on informed decisions made by a select
group of technical experts, as noted by Respondent 1:

"Decisions are made by a small collection of people like the architects." (R1:1.16)

Relying on specialized knowledge and expertise, this approach ensures that IT strategies are
designed with a deep understanding of system architecture and best practices, aligning closely
with overall business objectives.

Responses from key organizational members indicate that IT-based performance management
strategies are integrated into daily operations, focusing on operational efficiency, cost-effec-
tiveness, and strategic foresight.

4.3.2 Personnel Tracking and Key Performance Indicators (KPIs)

Performance measurement, as discussed with respondents within the organization, lacked a
solid form. When analysing the concept of performance management, views from internal and
external stakeholders showed skewed knowledge and understanding. There was no clear
theme or common language developed within the organization for tracking performance. Re-
spondent 3, brought in as an external consultant to bolster performance management capabili-
ties, noted:

“But usually when I ask about performance, I don’t get any clear objectives.” (R3:3.16)

When probed for more information, Respondent 3 elaborated that performance management
metrics might not be of the highest need for the individuals interviewed within the organiza-
tion:

“If you had included a real project leader or a project manager, it would make a significant impact. I mean, it
would be enough to achieve a measurable outcome. For example, some kind of metrics, like traffic or load, could
be measured.” (R3:3.18)

Respondent 3 highlighted that performance measurement capabilities could be very role-
based, with clear responsibilities for capturing performance metrics assigned to certain organ-
izational personnel and assets.

In contrast, Respondent 5 offered a critical view of performance measurement in the context
of engineers:

“My opinion about KPIs is that when you work with a bunch of very smart people, like engineers often are, they
figure out how to manipulate the KPIs in about 10 seconds. If you just want to measure to make a report to show
your supervisors, engineers will fill in whatever is needed to make the KPIs look good. They will then arrange
their work or their impression of work to align with the KPIs. In such cases, KPIs don’t provide any meaningful
insights.” (R5:5.28)
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Respondent 5 emphasized that Key Performance Indicator (KPI) and metric measurements for
employee performance do not provide value for the organization. Engineers might manipulate
metrics to capture value for management without providing meaningful insights. This behav-
iour goes against agency theory, where engineers prioritize their self-interest over the organi-
zation’s interest, creating a barrier to ITG implementation.

“For KPIs to work, you need to understand what you want to measure and use them as a learning tool. Only then
might you get accurate and useful results.”(R5:5.28)

From a front-line perspective, Respondent 1 noted an increase in performance capture for
teams within product development:

“I don't believe there are many things in the xxx team. We have started to estimate stories, tasks, and so on. We
aim to complete them by the end of the sprint. We try to estimate how many points each item is worth, primarily
as a measurement for ourselves and to align expectations within the team. For example, if | think a task is a
three, you think it's a five, and someone else thinks it's a 15, we can discuss why the estimates are so different.
Maybe one of us is an expert, or perhaps the other isn't.” (R1:1.50)

Respondent 1 suggested that cyclical feedback is being used as a performance management
mechanism via agile methods. This includes rough attribution of work to individuals, allow-
ing for estimates of completion measurements. Story point estimation, a common Agile prac-
tice, enables teams to gauge the effort required for tasks, highlighting the subjective nature of
task estimation influenced by individual skill levels and perceptions (R1:1.50).

In summary, the findings indicate varied perspectives on performance measurement within
the organization. While there is an acknowledgment of the need for structured performance
metrics, there are challenges related to the manipulation of KPIs and the lack of clear objec-
tives. Agile practices like story point estimation provide some structure, but a more cohesive
and transparent approach to performance measurement is needed to align IT strategies with
business objectives effectively.

4.4 Resource Management
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Figure 4.4: Resource Management Theme and Subthemes

In resource management, the key is to establish expertise in people, efficient data and IT man-
agement, and optimize investments in IT-related initiatives. Collaboration, shared understand-
ing, and trust in IT practices, as well as engagement in its potential value, are the cornerstones
of effective resource management. The shared vision within the organization presents chal-
lenges, as recognized by Respondent 5. Respondent 1 also believes that new and innovative
IT initiatives will shift the company’s prioritization:

“I think currently, it's still not fully prioritized. We're not fumbling in the dark, but we're positioning ourselves to
handle and maintain this product long term. So we're not focusing much on the xxx technology at this point in
time. We have limited resources, so it's like an offshoot that will, at some point, become the most prioritized
thing. | believe it will become our flagship product, like the xxx team in my mind. Right now, | think we're posi-
tioning ourselves for that.”(R1:1.14)

One of the key challenges in establishing the right prioritization is effectively delegating the
resources the organization has available. Respondent 2 mentioned that this responsibility lies
with product management, and it is their duty to see the value in IT-based initiatives. While
frontline employees can bring up issues, the actual initiatives require a collaborative effort
and trust. There is a limit to expanding resources and personnel, so a delicate balance must be
found:

“In product development, we have to highlight issues like technical debt and suggest improvements to become
more efficient. We can't expect our product managers to identify these issues on their own; we need to bring
them up. However, it is their responsibility to assess and value these concerns. It requires cooperation, of
course.” (R2:2.38)

“And then yeah, because everything is usually done with the same resources. So we have to come back to the
balance we talked about to get the day now not try to believe that things like that will be done with a left hand on
the side. Because if it's important, we should make time to do it.”(R2:2.40)

In summary, the findings indicate that effective resource management relies on establishing
expertise, efficient data and IT management, and optimizing investments in IT initiatives.
Collaboration, trust, and a shared understanding of IT practices are crucial. Product manage-
ment plays a pivotal role in prioritizing and valuing IT initiatives, and a balance must be
found to make the most of available resources.
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4.5 Environmental Effect (External)
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Figure 4.5: Environmental Effect Theme and Subthemes

Environmental effects include external factors, namely regulations and market pressure. The
introduction of new regulations could have a significant impact on IT operations within the
organization, which could necessitate increased level of governance at organizations.

4.5.1 Regulations

Regulations require the company to sense and respond to organizational requirements effec-
tively. Respondent 5 perceived that the company had a good response to regulations, viewing
them positively for product development decisions. Regulations introduce clear policies and
principles, providing goals and targets for engineers to follow:

“We think we have a fairly good response to that. Regulations are nice in one way because they are very clear;
there isn't much room for interpretation. If you want to fulfill something, you need to perform specific tasks,
tests, or implement specific functionality. There is no way around that, so it provides a clear goal, actually a tar-
get. That's why engineers sometimes like these standards. While they can hate them because they are quite exten-
sive and sometimes very hard to fulfill, they also appreciate the clarity. They are not like clients who say 'maybe
this,' 'maybe that,' or 'maybe something else'.” (R5:5.38)

Respondent 2 mentioned that regulations introduce a dynamic with customers, leading to dis-
cussions about expectations and obligations. The pressure mainly comes from customer ex-
pectations and the organization's need to inform customers about its regulatory obligations
and how they are fulfilled.

Respondent 3 emphasized that it is crucial for the development team not to take shortcuts in
conforming to regulations. Respondent 1 agreed, stating that regulations simplify decision-
making and necessary changes to comply with new laws:

“Yeah, I mean, I think there are still some different levels. One is just basically signing the paper to take a
shortcut, which leads to no learning at all in the organization. So | think the task for the development organiza-
tion is to ask, 'Okay, we have this. If we do it this way, how can we do it for a fifth or a tenth of the cost but still

do it the right way?' Focus on identifying the real risks and determining what we really need to do.”(R3:3.28)
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In summary, the findings indicate that regulations play a significant role in guiding product
development and operational decisions within the organization. They provide clear targets and
goals, helping engineers and teams understand and meet specific requirements. The compa-
ny's approach to regulations involves maintaining clarity, ensuring compliance, and balancing
cost-effectiveness without compromising on quality or learning opportunities.
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5 Discussion

This chapter engages in a thorough discussion of the findings presented in the previous sec-
tion, interpreting them within the broader context of ITG in SMEs. It critically examines how
the results relate to the theoretical frameworks and literature reviewed earlier, highlighting
the significance of these findings in advancing our understanding of ITG implementation. The
discussion explores the implications of organizational culture, structure, and processes on the
effectiveness of ITG practices.

5.1 IT Governance in SMEs

IT governance practices are increasingly being recognized across various organizations. ITG
encompasses a wide array of business aspects including value delivery activities, management
activities, and stakeholder transparency (De Haes & Van Grembergen, 2015; Weill & Ross,
2004; Wilkin & Chenhall, 2020; Wu et al., 2015). However, the adoption of ITG within
SMEs presents notable challenges, primarily due to resource limitations that affect the recruit-
ment and retention of skilled personnel (Othman & Chan, 2013). Effective implementation
and adoption of ITG demands a concerted effort to align people, processes, and structures
(Buchwald et al., 2014). This alignment is essential for delivering value and achieving strate-
gic orientation between business and IT strategies. Additionally, ITG is also addressing the
managing efforts of risks, resources, and performance. Our findings reveal that there was no
apparent use of existing ITG frameworks at the organization, prompting a further investiga-
tion into how IT governance is informally structured and executed in this context.

The impact of organizational culture, structures, and existing processes on IT governance in
SMEs cannot be overstated. Organizational culture, structure and existing processes influ-
ences how these challenges are addressed and can either facilitate or hinder the effective inte-
gration of ITG practices. As we explore the findings from our case study, we will see how
specific cultural attributes, the organizational structure and existing processes within SMEs
support or impede their IT governance capabilities.

5.2 Organizational Culture

In SMEs, people—including stakeholders, managers, and front-line employees—are funda-
mental to success. Respondent 5 highlighted the importance of giving engineers the freedom
to innovate, a sentiment supported by Respondent 4 who noted the significant contributions of
personnel in adapting a technological product post-acquisition.

Agency theory suggests implementing policies and principles that guide actors within the
company toward aligning financial investments in IT with outputs that sustain long-term per-
formance (Dong et al., 2021). However, contrasting views, like those of Devos et al. (2012),
emphasize the importance of trust and informal control systems in SMEs. They argue that in-
stead of stringent control mechanisms, SMEs benefit from informal systems combined with
adequate reporting and a greater focus on people. This perspective is corroborated by our
findings, where Respondent 5 saw potential benefits in policies and principles but warned that
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overly formal restrictions could stifle innovation and give employees the impression that they
are not trusted, undermining their sense of empowerment.

Further supporting the blend of structure and flexibility, the adoption of agile methodologies
at the organization allows for decentralized decision-making, enabling decisions to be made
where the knowledge lies (R2; R5). However, the extent of decentralization largely depends
on the potential impact of the decision. Respondent 1 highlighted that while development de-
cisions can often be made on the spot, decisions with broader impacts require consultation
with architects or product management. This distinction underscores the agile approach's
adaptability, which enhances flexibility and responsiveness while fostering a culture of trust
and empowerment. Respondent 2 and Respondent 4 emphasized that trust in this context is
built upon dialogue between the involved parties — which includes employees, managers,
stakeholders, as well as clients. This illustrates the practical application of trust as a funda-
mental component of governance of SMEs, suggesting that a rigid control system may not be
as effective in such dynamic environments. Instead, discussion should take place when they
are called for by the individuals.

The cultural challenges faced in ITG implementation range from resistance to change, organi-
zational politics, lack of personnel, and lack of middle management support (Othman & Chan,
2013). These challenges were particularly highlighted by Respondent 5, who noted that the
introduction of new tools can cause discomfort among personnel, suggesting the need for a
careful balance between control and flexibility. Respondent 5 stressed the importance of im-
plementing these tools in a manner that not only respects but also promotes learning and
growth within the company. This approach highlights the critical role of supportive leadership
and appropriate change management strategies in overcoming the barriers to effective IT gov-
ernance.

5.2.1 Leadership and Initiatives

Leadership plays a pivotal role in driving IT initiatives within SMEs. The need for a central
figure to drive these initiatives and align them with business objectives is evident, yet could
be lacking in execution. Respondent 1’s insight underscores a gap in leadership effectiveness,
noting the absence of a proactive push for strategic initiatives which stifles the speed and ef-
fectiveness of implementation. The acknowledgment of the necessity for a delineated scope of
responsibilities and leadership is further supported by Respondent 3, who emphasizes the
openness and need for clear leadership within the team. However, Respondent 3 also suggests
that the lack of a central leader might not necessarily be the root of the problem, indicating
that other underlying issues could also impede organizational progress and IT success.

Furthermore, the effective management of IT involves an integrative strategy that aligns with
business objectives (Sadler & Craig, 2003), in our findings where decisions are decentralized
throughout the organization, we argue that it extends responsibilities to front-line employees.
Respondent 5 highlights the limitations of governance capabilities and structures, explaining
that neither a purely bottom-up approach, which might address the needs of developers and
teams, nor a strictly top-down approach, which could result in tools that fail to meet the prac-
tical needs of those teams, are sufficient. This dual perspective is essential for creating poli-
cies and tools that are practical, applicable, and beneficial across all levels of the organization.
Respondent 5 advocates for a balanced approach where both management and employees col-
laborate to create governance practices and utilize tools that support the business objectives.
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Moreover, Respondent 5 mentioned that the creation of these governance practices only
works when both parties fully trust each other.

5.2.2 Linking Culture to Agile Governance Theory

The integrative strategy that combines both top-down and bottom-up approaches underscores
the necessity of trust, effective communication, and information sharing between stakehold-
ers, management, and employees (Devos et al., 2012; Luna et al., 2014), ensuring that strate-
gic decisions and the implementation of governance tools are made with a comprehensive un-
derstanding of both the organizational goals and the operational realities faced by teams. By
fostering a culture of collaboration and mutual respect, SMEs can enhance their IT govern-
ance practices to be more adaptive, responsive, and ultimately more effective in supporting
business objectives. The principles of agile governance, as outlined in our literature review,
advocate for a flexible, responsive approach that integrates agile capabilities with traditional
governance frameworks. This model supports rapid decision-making and adaptability while
maintaining necessary controls and oversight (Luna et al., 2015).

Our findings reflect agile governance's emphasis on the integration of bottom-up and top-
down approaches, which is critical in creating a dynamic and responsive organizational envi-
ronment that can quickly adapt to market changes and technological advancements. The dis-
cussion with Respondent 5 particularly aligns with agile governance’s principle of continuous
improvement and learning, where iterative processes and feedback loops are crucial. Such an
environment is conducive to agile practices, allowing organizations to navigate complexities
effectively and maintain competitiveness in dynamic markets.

5.3 Organizational Structure and Processes

The literature and findings from our study converge to illustrate the critical role of agile gov-
ernance within the organizational structures of SMEs. Agile governance, which integrates
principles from agile software development into organizational management, advocates for
flexibility, responsiveness, and a decentralized decision-making approach. This aligns well
with the organizational structure in the chosen organization, where flat hierarchies and em-
powered teams are prevalent. According to Luna et al. (2015), agile governance facilitates
rapid and sustainable responses to environmental changes, which is vital in dynamic markets
where SMEs operate. The first law of agile governance states that this approach emerges
when agile capabilities are effectively combined with governance capabilities, enhancing
business operations and value delivery.

Empowerment of teams within SMEs is not merely a structural attribute but a strategic neces-
sity. Our interviews indicate that when teams are empowered, there is a notable increase in in-
novation and efficiency. This observation is supported by the agile governance theory, which
suggests that empowering teams enhances business operations and value delivery (Second
Law) (Luna et al., 2015). Additionally, trust emerges as a fundamental element within these
structures, aligning with Devos et al. (2012) who argue that in SMEs, informal control sys-
tems based on trust can be more effective than rigid, formal controls.
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While minimal hierarchy supports quick decision-making and enhances flexibility, it also in-
troduces challenges such as potential ambiguities in role definitions and decision-making au-
thority. Our findings suggest that these challenges can be mitigated by clearly defined roles
and responsibilities, consistent with the literature that highlights the need for clear governance
structures to support agile practices (Vejseli et al., 2022). The lack of delineated responsibili-
ties can be seen as an internal moderator factor that negatively impacts both agile and IT gov-
ernance capabilities (third law) (Luna et al., 2015), potentially hindering the organization’s
effectiveness in business operations and value delivery.

The integration of agile and traditional governance frameworks appears as a recurring theme
in both literature and our empirical data. This hybrid approach facilitates a balance between
rapid innovation and robust control mechanisms, essential for managing risks and aligning IT
with business strategies. Such a balance is crucial for mitigating the adverse effects of envi-
ronmental and moderator factors, thereby enhancing operations and competitiveness over time
(Fifth Law) (Luna et al., 2015). This was also reflected by Respondent 5, who advocated that
while more principles and policies would be beneficial, the company must also remain agile
and adapt to the environment. Respondents 2 and 4 reinforced this view, emphasizing the im-
portance of continually evaluating tasks and projects within teams, which are then utilized by
product management in their planning activities.

In planning activities, management sets both short-term and long-term targets. However,
when examining how these plans are measured using the Balanced Scorecard (BSC) frame-
work (Kaplan, 2009) as our theoretical basis, it became apparent that clear measurement prac-
tices were lacking. Despite probing whether measures were clearly formulated to evaluate if
objectives and targets were met, no solid measurement practices were identified. This ties into
Respondent 5’s emphasis on the importance of bottom-to-top and top-to-bottom trust in the
context of measurement. Respondent 5 highlighted that key performance indicators (KPIs),
when properly understood and implemented, can lead to significant improvements in value
delivery. This underscores the causal relationship between effective business practices and the
resulting organizational benefits, as described in the Sixth Law of Agile Governance theory
(Luna et al., 2015).

Respondent 5 also noted that KPIs intended to measure individual performance can be manip-
ulated by front-line employees to appear favorable to management, thus defeating their pur-
pose. According to Respondent 5, KPIs are effective only when they clearly define the met-
rics to be measured and identify the reasons for any shortfalls. Furthermore, KPIs must be em-
braced as a learning tool by both front-line employees and managers to enhance collaborative
efforts. This perspective aligns with Devos et al. (2012), who emphasize the importance of
trust established through interpersonal relationships within projects. The successful use of
KPIs in an organization depends heavily on its culture, which acts as a moderating factor and
an internal constraint for successful Agile governance or ITG capabilities (third law) (Luna et
al., 2015).

It is evident that the organizational structure and processes in the observed SME are uniquely
positioned to leverage agile governance principles. These structures not only support rapid
adaptability and responsiveness but also enhance the strategic alignment and effective govern-
ance necessary for thriving in volatile markets. However, the challenges associated with mini-
mal hierarchical structures, such as role confusion, highlight the need for SMEs to refine these
structures to support clear governance without sacrificing the benefits of agility. By continu-
ing to foster a culture of trust and empowerment, and by refining role definitions and

— 66 —



Structuring Success Green and Tiger

decision-making processes, SMEs can better leverage their organizational structures to
achieve strategic alignment and effective IT governance.

5.4 Environmental and Regulatory Impact

The environmental and regulatory landscapes are critical external factors that influence the IT
governance practices in SMEs. Respondent 2 underscores the necessity for SMEs to quickly
adapt to changing market environments and regulatory requirements, which is particularly
challenging given their resource constraints. This is consistent with the literature, which sug-
gests that the agility of SMEs in adapting to new business environments is essential for main-
taining compliance and securing a competitive advantage (Elazhary et al., 2023). Moreover,
regulatory pressures are identified as a significant driver for the adoption and refinement of IT
governance frameworks in SMEs, aligning with the observation by Huygh et al. (2022) that
external regulatory requirements necessitate robust governance mechanisms.

Market dynamics, including technological disruptions and competitive pressures, also signifi-
cantly impact IT governance in SMEs. Our interviews revealed that SMEs are particularly
susceptible to shifts in technology and market conditions, which can abruptly change competi-
tive landscapes (R1;R2). These findings align with the literature that emphasizes the need for
SMEs to employ agile governance frameworks that allow for swift operational and strategic
responses to market changes (Luna et al., 2015).

The integration of regulatory compliance within IT governance frameworks is a recurrent
theme from both the literature and our empirical findings. SMEs often face challenges in
aligning their IT governance structures with compliance demands due to limited resources.
However, compliance can act as a catalyst for strengthening IT governance practices. Robust
governance frameworks facilitate better alignment with regulatory standards and enhance or-
ganizational credibility (Wilkin & Chenhall, 2020). This necessitates a balance between com-
pliance and operational flexibility, ensuring that SMEs can meet regulatory demands without
stifling innovation.

Respondent 5 mentioned that regulatory requirements provide clear guidelines for product de-
velopment, noting that engineers appreciate the clarity these regulations bring. Respondent 3
emphasized that activities implemented to comply with regulatory requirements should transi-
tion into continuously monitored and evaluated practices to reduce costs.

Technological advancements, such as the adoption of cloud computing, big data, and Al,
bring about new compliance challenges for SMEs. As Respondent 5 stated the organisation is
looking into new technologies that utilize data. While these technologies may offer significant
opportunities for value creation and competitive differentiation, they also require SMEs to
navigate complex regulatory landscapes, particularly concerning data privacy and cybersecu-
rity. This echoes the literature's emphasis on the need for governance frameworks that can
adapt to the rapid evolution of technology and the associated regulatory implications (Abra-
ham et al., 2019; Mantymaéki et al., 2022).

In conclusion, the environmental and regulatory impacts on IT governance in SMEs are multi-

faceted, involving a complex interplay of compliance demands, market dynamics, and techno-
logical advancements. Our discussion, informed by both literature and empirical findings,
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highlights the critical need for SMEs to adopt flexible and responsive governance frameworks
that can accommodate rapid changes in the external environment while ensuring compliance
and strategic alignment. This adaptive approach is essential for SMEs to leverage external
pressures as opportunities for growth and innovation, rather than as barriers to their opera-
tional effectiveness and competitive standing.

5.5 Practical Suggestions

Based on the literature review and empirical findings, several practical suggestions can be
proposed to enhance ITG practices in SMEs. These suggestions aim to address the unique
challenges faced by SMEs and leverage their inherent strengths to improve their agile and IT
governance capabilities.

Empowering teams and fostering a culture of trust are critical for the successful implementa-
tion of agile governance. SMEs should ensure that decision-making is decentralized to the
level where the knowledge lies and that there is continuous dialogue between employees,
managers, and stakeholders to build and maintain trust. This aligns with Devos et al. (2012),
who suggest that trust established through interpersonal relationships within projects is a ma-
jor focus in SMEs. A trust-based environment encourages innovation and collaboration, lead-
ing to improved governance outcomes. Additionally, it could also lead to ITG success by
making ITG mechanisms more easily accepted and integrated within the organization (Buch-
wald et al., 2014)

SMEs should integrate agile governance models that combine agile principles with traditional
ITG principles into their governance capabilities. This approach facilitates rapid decision-
making and continuous adaptation, which are crucial for SMEs operating in dynamic environ-
ments where regulatory changes and technological advancements are prevalent (Luna et al.,
2015; Vejseli et al., 2022). By adopting agile governance, SMEs can enhance their respon-
siveness to market demands and improve overall operational efficiency.

SMEs should adopt comprehensive risk management strategies that start with defining roles
and responsibilities, conducting risk and vulnerability assessments, and ensuring that the find-
ings are translated into actionable activities that are continuously measured and evaluated. Ef-
fective risk management is essential for balancing an organization's risk appetite with regula-
tory compliance and strategic initiatives (Eriksson & Anna-Karin, 2012; Stoneburner et al.,
2002). By proactively managing risks, SMEs can safeguard their operations and build resili-
ence against potential disruptions.

By focusing on these practical suggestions, SMEs can significantly enhance their ITG prac-

tices, thereby improving their adaptability, innovation, and overall competitiveness in the rap-
idly changing business and technological landscape.
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6 Conclusion

This research has investigated and explored the role of organizational culture, structures, and
processes in implementation of ITG. ITG practices has been recognized for their potential to
strategically align business and IT strategies, increase value delivery, and improve risk and
performance management practices in organizations. In this research we aimed to answer the
following question:

How does organizational culture, structure and existing processes influence the implementa-
tion of IT governance practices in SMEs?

To address this question, a comprehensive literature review on ITG and its related areas was
conducted. Subsequently, a case study was performed on an organization, where semi-struc-
tured interviews were carried out with a wide range of respondents to gain in-depth insights
into the organizational culture, processes, and structures. A codebook was developed based on
the success factors of ITG implementation to deductively analyse our findings. The results
were then compared to existing theories and contextualized within the SME under study.

Our research revealed that the organization investigated relied heavily on ad-hoc methods of
ITG, utilizing agile principles to continuously evaluate and transform business operations.

Our study found that empowering individuals and fostering a culture that promotes learning,
growth, and trust are crucial components of successful ITG implementation. Such an environ-
ment facilitates agile governance practices and supports the emergence of traditional ITG
practices. However, elements of resistance to change and the complexity of integrating gov-
ernance were identified. Excessive restrictions can stifle self-empowerment and innovation.
Additionally, creating policies and principles to govern IT can hinder production if not care-
fully managed.

Challenges in creating efficient measurement practices were also noted, highlighting the im-
portance of trust within the organization. Effective measurement is crucial for evaluating the
success of ITG initiatives and ensuring continuous improvement.

This study emphasizes that agile governance can be effectively applied in SMEs. By leverag-
ing agile principles, SMEs can enhance their responsiveness to market demands, improve op-
erational efficiency, and better align IT strategies with business objectives. This research con-
tributes to the understanding of ITG in SMEs and provides practical insights into how organi-
zational culture, structure, and processes influence ITG implementation.

In conclusion, the successful implementation of ITG in SMEs requires a balanced approach
that integrates agile and traditional governance practices. Empowering individuals, fostering a
culture of trust, and addressing resistance to change are essential for creating an environment
where ITG can thrive. Aligning ITG practices with the unique cultural and structural charac-
teristics of SMEs is crucial for achieving strategic alignment and improving overall business
performance.
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6.1.1 Future Research

The application of IT governance frameworks across different sectors within the SME cate-
gory remains underexplored. Future research should consider cross-sectoral studies to identify
sector-specific challenges and opportunities in IT governance, uncovering insights into how
these frameworks can be tailored to meet the distinct needs of SMEs operating in various in-
dustries. Additionally, given the global nature of technology and business, understanding the
cultural and regional differences in IT governance practices is crucial. Research should exam-
ine how different cultural and regulatory environments affect the IT governance strategies of
SMEs. This global perspective will be invaluable in the implementation of IT governance
frameworks that are both culturally adaptable and globally applicable.

As technology continues to evolve and Al and data-driven technologies improve business op-
erations, the complexity and need for ITG will become increasingly apparent for SMEs. This
raises the question, how will the rise of Al influence the need for robust ITG practices in
SMEs? Future research could include longitudinal studies to track the long-term impact of im-
plementing traditional ITG practices in agile settings. Such studies would provide deeper in-
sights into the effectiveness and necessity of specific IT governance strategies over time and
their effect on organizational agility. This approach would offer a comprehensive understand-
ing of the causal relationships between technological advancements, governance practices,
and organizational outcomes. Additionally, it could help identify which areas of ITG practices
are most critical for sustaining competitive advantage. For instance, should performance man-
agement or risk management be prioritized? How does the integration of Agile governance
theory with traditional ITG frameworks impact organizational value delivery over time?
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Appendix 1 - Case Study Protocol

Section A: Overview of the case study protocol

This research aims to uncover the perception of ITG used in development teams, including
managers and developers. A particular focus is on how these mechanisms facilitate strategic
alignment and organizational agility. The case study will explore the complexity and chal-
lenges associated with ITG (or the absence of it) within SME’s context, which has become in-
creasingly crucial as ITG grows integral to business operations. A field study has been con-
ducted with one of the researcher acting as

Section B: Data collection procedures

« Direct observations were conducted through a field study, wherein one of the research-
ers engaged part-time in tasks peripheral to the primary research inquiry. These obser-
vations did not target individuals but rather focused on the structures and processes
foundational to the organization’s decision-making.

e Semi-structured interviews
Section C interview questions

Semi- structured interview guide:

The goal of this interview is to gather insights into the dynamics at your organization, explore
the practical and perceived usage of IT Governance mechanisms, in short how it affects the
people, processes and structures at the organization. Are you ok with this?

If you at any point after this interview feel like withdrawing your participation of this study,
send an email and all information about you and this interview.

We will anonymize you in the thesis, and any mentioning of specific people or projects re-
lated to the organisation.

Is it okay if we record this interview?

We will later send you a transcribed version of the interview so you can look through it and
give additional inputs, or if there are any specific statements you would like to withdraw from
this interview.

General questions

G1) Please introduce yourself and briefly describe your role in the organization.
G2) What are the main business and IT objectives of your organization?

Strategic Alignment
(CSF1,2)

QSAL) How do stakeholders, including management, participate in IT-related decision-mak-
ing?

QSA2) Can you describe the level of ownership and support from management for IT deci-
sion-making?
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(CSF 3, 4)

QSAZ3) Can you discuss how IT and business strategies are communicated and aligned within
the organization?

— What mechanisms ensure effective ongoing communication between these areas?

QRML1) How is risk management integrated into your IT strategy and decision-making pro-
cesses?

— Are there any tools or methodologies that you employ to evaluate and mitigate risks?

Environmental Effect (External)

(CSF 1)

QEE1) How does your organization respond to and comply with regulatory changes?
— Can you provide examples of how these regulations have shaped your IT practices?
Organizational Effect (Internal)

(CSF 1)

QOE1) What are the IT governance policies, principles, and responsibilities currently estab-
lished in your organization?

(CSF 2,5)
QOEZ2) How does the existing enterprise governance support IT governance?

QOE3) What change strategies have been implemented to adapt IT practices within the or-
ganization?

(CSF 3, 4)

QOE4) Can you describe your organizational culture and its impact on IT strategy and poli-
cies?

QOEDS5) How is the IT strategy articulated and updated?

Performance Management

(CSF 1)

QPM1) How does your organization evaluate the current and future use of IT?
— What tools or methodologies are employed?

(CSF 2, 3)

QPM3) Can you describe your project management methodologies?
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— How do these methodologies support effective performance management in IT projects?
Resource Management
(CSF 1,2)

QRM1) Discuss how your organization ensures sufficient financial and human resources for
IT initiatives. How are IT skills and staffing levels assessed and managed?

Change management specific questions (added after initial interviews and directly tar-
geted towards the change management)

CMQ1) Do you utilize any pain points or trigger events as a launching point for change initi-
atives? This could be for example 1T-enabled changes that fail to meet business needs and are
delivered late or over budget.

— It could also be new regulations/security requirements

CMQ2) In enabling change do you utilize or create any principles, Policies and frameworks?

CMQ3) How do you manage the human and cultural aspects of change and motivate stake-
holders to buy into the change process?

CMQ4) Do you have a structured and proactive approach to address the possibility of igno-
rance or resistance to change?

Section D. Tentative outline for the case study report
Objectives:
o To explore how people, processes and structures are governed within the organization.

o To evaluate the effectiveness of people, processes, and structures in ensuring sufficient
attention to the five main areas (value delivery, strategic alignment, resource manage-
ment, performance management and risk management) concerned within ITG.
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Appendix 2 - Al Contribution Statement

Tools Used:

ChatGPT: This tool was instrumental in the structuring and planning phases of the thesis. It
assisted in creating detailed outlines and provided guidance on the logical development of the
document, ensuring a coherent flow and organization. ChatGPT was also utilized for grammar
corrections and refining language use, which helped enhance the clarity and professionalism
of the written content.

OtterAl: Employed primarily for the transcription of audio content, including interviews and
lectures that formed the foundational research material for the thesis. This tool facilitated ac-
curate and efficient conversion of spoken words into text, which was critical for data analysis
and integration into the research findings.

Degree of Use:

ChatGPT: The tool's contribution was significant in the initial and final stages of thesis prepa-
ration, particularly in improving the text's language and grammatical structure. It was also
used to summarize written text to gain insight into potential improvements.

OtterAl: This tool was used to transcribe audio recordings. The transcriptions provided by Ot-
terAl were essential for accurately capturing verbatim data and integrating it into the thesis
analysis.
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