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Abstract
This research study is focused on the strategic planning process for digital convergence in South African enterprises; it analyses the sophistication of digital convergence plans by interrogating the ‘how’ and ‘what’ of organisation’s planning systems. Three research areas are probed: the planning process, the planning steps and the benefits and barriers of convergence, both anticipated and experienced. 

The planning process i.e. the ‘how’ is interrogated with respect to the following planning process dimensions: formalisation, consistency, flow, focus, participation and comprehensiveness. The ‘what’ identifies the relevant convergence planning steps, and additionally determines whether specific activities to identify the benefits, barriers and implementation issues related to these convergence initiatives, are included. The study also identifies and compares the benefits and barriers of convergence, both anticipated and experienced. 
While extensive research has been conducted into the technological aspects of convergence, there is a lack of research into the planning aspects, especially the extent to which organisations are strategically planning for convergence. The results from this study will assist organisations reflect on their planning process and will enable organisations understand weaknesses and strengths within their planning process for convergence. This study also proposes an enhanced model for convergence planning 

This study is exploratory in nature with the intention to look for patterns and to gain familiarity with the area of strategic planning for convergence. The study is based on a series of semi-structured in-depth interviews with organisations that have implemented, or are in the process of implementing, a converged infrastructure. There are 3 main sections after the introductory chapter. The first section (chapter 2) discusses the concepts that support digital convergence and identifies some of the numerous definitions of convergence that exist in the literature. It expands on the strategic nature of convergence and importantly, presents the contributions and shortcomings of previous research.

The next section (chapter’s 3 and 4) justifies the primarily qualitative approach selected for this study and defines the data analysis strategy. The last section (chapter’s 5 and 6) presents the findings from the interviews and presents the concluding remarks. 
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CHAPTER 1

INTRODUCTION: STRATEGIC PLANNING for CONVERGENCE
1.1
Introduction
Thomas Friedman in ‘The World is Flat’ wrote:

“It is this triple convergence – of new players, on a new playing field, developing new processes and habits for horizontal collaboration – that I believe is the most important force shaping global economics and politics in the early twenty-first century. Giving so many people access to all these tools of collaboration, along with the ability through search engines and the Web to access to billions of pages of raw information, ensures that the next generation of innovations will come from all over Planet Flat. The scale of the global community that is soon going to be able to participate in all sorts of discovery and innovation is something the world has never seen before” (Friedman, 2007). 
The term convergence was first used to describe ‘convergent technologies’ in the US machine tool industry (Rosenberg, 1963) and since then several scholars have adopted the concept for the telecommunications, computing and broadcasting industries (Duysters & Hagedoorn, 1998; Bohlin, 2000). Convergence is not a single homogenous process, but a range of processes operating at a variety of levels, comprised of a series of discrete developments in technologies, networks, content, gateways, retail marketing strategies, services and markets, as well as the changing relationships between all of these distinct areas. 

The following definitions of convergence and strategic information systems planning are presented here in order to enable the reader to easily understand this research report:

· The ability of different network platforms to carry essentially similar kinds of services or the coming together of consumer devices such as the telephone, television and personal computer (European Commission, 1997).
· A process by which the telecommunications, broadcasting, information technologies and entertainment sectors (collectively known as ICT – Information and Communications Technologies) may be converging towards a unified market (Borés et al., 2003). 

· The blurring of borders between telecoms, computing and media (Fransman, 2000).
The following section presents a background to the study and looks at the drivers for convergence, followed by the problem statement. 
1.2
Background
There has been much written  about convergence in the past few decades, so much so that it has become increasingly difficult to separate hype from reality. According to several researchers, a clear definition of the concept of convergence does not exist (Kaluza et al., 1999) but with many commentators emphasising the need for such a definition (Steinmuller, 2000; Stieglitz, 2003). Convergence has the ability to impact an organisations’ strategic capability (Chaterjee & Byun, 2002) and also has the potential to impact on the delivery of government services. The European Commission (1997), states that the potential for change as a result of convergence can be seen at the technology, industry and services, and markets levels.
The Gartner Group (2002a) research house states that many organisations do not fully plan for the value-added services that can be leveraged off of a converged infrastructure. Gillwald (2003) notes that convergence has not progressed at the speed at which it was previously thought, largely due to a number of technological, market regulatory and consumer barriers. A survey undertaken by the Economist Intelligence Unit (2004) revealed that while the logic of converged networks is hard to deny there were still lingering concerns holding some firms back from deployment.

The strategic nature of convergence and the lack of a clear definition, combined with the uncertainty around the benefits and barriers of convergence, make it imperative that the planning for convergence occurs at a strategic level. The gradual restructuring of technological capabilities and the management of a technological transition have always been difficult for organisations, and those that approach convergence tactically rather than strategically will rebuild their network several times at multiple times the cost of a well-planned network (Srivastava & Finger, 2006; Gartner, 2002b).

1.3
Problem Statement 

A review of the literature reveals that while extensive research has been conducted into the technological aspects of convergence, there is a lack of research into the planning aspects, especially the extent to which organisations are strategically planning for convergence. Green (2001), states that the business world “is abuzz with terms such as convergence of voice and data, but a gap exists between expectations and practice” and “convergence planning should be in the longer range because the applications are immature.” Even if planning is taking place, there is little or no evidence as to the sophistication of those plans. There are many models for strategic planning, but none that specifically target infrastructure convergence initiatives. In order to understand the extent to which strategic planning for digital convergence is taking place and the sophistication of those plans it is necessary to investigate the ‘how’ and the ‘what’ of these plans.
Many organisations have a narrow view of convergence and its potential benefits, with many confining convergence to the realm of Voice over IP solutions (Gartner, 2002a). In a similar vein little is know about the barriers that organisations encounter in their endeavour to deploy a converged infrastructure or indeed what steps are being taken or what methods are available to overcome these barriers. While the literature may identify potential barriers, no research has tested them in actual organisations or looked at the extent that these barriers have dissuaded organisations from adopting a converged strategy. 
The identification of benefits and barriers and methods to overcome these barriers should be explored within the framework of a convergence planning exercise. Again little or no research has been conducted to determine whether this identification of benefits and barriers is done formally within the planning phase for convergence.

1.4
Objectives of the study and research questions

Given the problem outlined above, this study is focused on the strategic planning aspects of digital convergence in South African organisations. Specifically this study seeks to contribute to the literature by providing insight into the extent of the planning process for convergence that organisations 
are undertaking, and investigating the sophistication of these plans with respect to established planning process dimensions.

Additionally the study aims to:
· Identify the benefits that organisations are expecting to reap from the deployment of a 
converged infrastructure and the actual benefits realised.
· Identify the barriers that organisations face while implementing a converged 
infrastructure and suggests methods to overcome these barriers. 
· Determine whether the identification of benefits, challenges and methods to overcome 
barriers are included in the planning process.
To achieve these objectives the following research questions are posed:

1.4.1
Research Question 1

What is the extent of planning for digital convergence in South African organisations with respect to the following planning process dimensions?

· Formalisation

· Consistency

· Flow 
· Focus

· Participation

· Comprehensiveness
1.4.2
Research Question 2

2a -
What are the relevant steps for convergence planning? 
2b -
Do the planning steps specifically identify the implementation issues with regards to these initiatives?

1.4.3
Research Question 3

3a -
To what extent are benefits and barriers that are anticipated during the planning stage for convergence being experienced post implementation?
3b -
Do the planning steps specifically identify the benefits of, and barriers to convergence?

1.5
Research Approach

This study is exploratory in nature with the intention to look for patterns and to gain familiarity with the area of strategic planning for convergence, and to identify areas for a more rigorous investigation at a later stage (Hussey & Hussey, 1997). The study is based on a series of semi-structured in-depth interviews (Martin, 2003; Denzin & Lincoln, 1994) and the unit of analysis are organisations that have implemented, or are in the process of implementing, a converged infrastructure (Yin, 1989). The population was chosen based on size, industry sector, geographical location and ability to offer experiences from completed infrastructure projects and report on expectations that arise out of the planning process for digital convergence. An initial sample frame of 24 organisations was identified which formed the basis of the eventual sample of 8 organisations that participated in the study. The respondents were senior personnel responsible for the planning and deployment of converged solutions in client organisations. These interviewees had insight into the reason why organisations opt for a converged infrastructure. They were able to highlight the benefits expected and the barriers that were encountered or anticipated. 

The general strategy adopted towards the data analysis was one of developing a case study description that helps to identify appropriate causal links to be analysed (Yin, 2003). Both qualitative and quantitative data was collected through semi-structured interviews. Some of the measures of reliability and validity employed in this study include: descriptive validity, interpretive validity, internal validity, external validity, instrumental validity, reflexivity and referential adequacy. 

1.6
Importance of the Research

Competition in an environment marked by convergence is assumed to lead to faster-paced innovation and improved products and services for consumers at lower costs. The resulting networked economy will facilitate national economic growth and participation in the global information or knowledge society (Wild, 2006). Addressing convergence through appropriate information and communication technology (ICT) policy and regulatory mechanisms is therefore important as part of the broader strategy to promote growth and position countries within regional and global information environments. Convergence allows governments to improve delivery of health care and distance education to rural populations (UNDP Thematic Trust Fund, 2002; OECD, 2001; Darkwa & Mazibuko, 2000). 
The South African government continues to emphasise the importance of ICT’s and their contribution to the country’s economic growth, specifically in the broad framework for economic policy as set out in the Accelerated and Shared Growth Initiative of South Africa (ASGISA). In the current version, the action plan includes the goal to bring down the cost of ICT by developing high-speed national and international broadband capacity. However, South Africa continues, despite the overall growth of the ICT sector, to lag behind the international community, and while the incremental movements down international scales are not dramatic, they certainly indicate an inability by the country to harness the potential of ICT’s for economic growth and development as articulated in various national policies and strategies. The World Economic Forum (2008) which measures a country’s ICT capability through its ‘networked readiness index’ (NRI), currently ranks South Africa 52nd in its 2008-2009 report, out a possible 134 countries. South Africa has fallen from 51st in 2007-2008. 

The results from this study will assist organisations reflect on their planning process, especially with respect to the planning process dimensions. It will enable organisations understand weaknesses and strengths within their planning process for convergence, and thereby assist in realigning their planning process to better meet the demands of convergence planning. This study will propose an enhanced model for convergence planning, as a result of which, organisations will be able to judge and compare their planning steps for convergence. Moreover this study will identify and compare benefits and barriers, both anticipated and experienced. It will enable organisations to benchmark against the benefits being experienced in the wider industry and also gain a better understanding of the barriers to convergence being faced by organisations. 

1.7
Structure of the report

Figure 1.3 below broadly illustrates the structure of this research report.
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Figure 1.1: Overall Structure of the Research Study

Chapter 2 will discuss the concepts that support digital convergence and identifies some of the numerous definitions of convergence that exist in the literature. It expands on the strategic nature of convergence and importantly, presents the contributions and shortcomings of previous research.

Chapter 3 then justifies the qualitative approach selected for this study which allows for in-depth probing and detailed responses. The pre-test and pilot study, conducted to validate the data gathering method of individual interviews is discussed. The sample selection, characteristics of participants and settings for each of the data gathering methods used for this study will be further demonstrated.

Chapter 4 defines the data analysis strategy including the management of the data. Importantly, this chapter introduces the a priori category construction and the categories that emerged from the data. The assessment of trustworthiness, criteria for reliability and validity, as well as ethical considerations of the researcher are also covered.
Chapter 5 presents the findings from the interviews as derived after the content analysis and framed against the a priori categories and the categories derived from the data. The findings are consolidated with the literature review and are then discussed.
CHAPTER 2

LITERATURE REVIEW

Diagram 2.1 below illustrates where this chapter is situated within the overall research strategy. 
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Figure 2.1: Chapter 2 within the overall research study

This chapter briefly introduces the concepts of an information society and highlights the relationship between convergence and the information society. The definitions, drivers, technologies and evolution of convergence are then described. This chapter reviews the current literature with respect to the planning process and steps for convergence. The literature review then leads to the research questions.

2.1
Introduction

“The information revolution provides an invaluable new set of tools for all partners striving to achieve sustainable development. It makes empowerment both meaningful and effective and opens up for developing countries the prospect of leapfrogging over earlier communication technologies to become real participants in the global economy”      Maurice F. Strong, former Secretary-General, the Rio Earth Summit, 1992
http://www.un.org/geninfo/bp/enviro.html
Technologically advanced economies are in the process of moving beyond industrial capitalism to information-based economies. Information has increasingly become a commodity in its own right and now ranks as one of the natural resources of an economy along with human, natural and financial resources. As a consequence information will contribute a great part of the value-add of most goods and services, and information-intensive activities will increasingly characterise households, organisations, governments and citizens. By the late 1990s revenues from the sale of information were matching those from the sale of material products and services (Kellerman, 2000) and it has been argued that society at large is now entering a new type of information-driven economy or even a completely new form of ‘information society’ and ‘information economy’  (Webster, 1994; Melody, 2003). 

2.1.1
The Information Society

Many commentators have predicted the coming of this digital revolution and tried to assess its implications on industry and society (Baldwin et al., 1996; Yoffie, 1997). The terms ‘age of information’ – circa 1970s, and ‘information society’ which has been increasingly in use since the early 1980s, have emerged in an attempt to explain societal transformations since the early 1950s. 

Definitions for the information society highlight 2 of its major facets, namely the economic and the cultural. At the economic end, the European Commission (1997) has said that in an information society, information is the most important commodity while Webster (n.d.) contends that “contemporary culture is manifestly more heavily information laden than any of its predecessors.” The International Telecommunications Union (http://www.itu.int/wsis/index.html) defines the information society as the digital revolution in information and communication technologies that has created a platform for a free flow of information, ideas and knowledge across the globe; while Katz (1987) describes the information society as socio-economic systems that exhibit high employment of information-related occupations and wide diffusion of information technologies.

Kellerman (2000) identifies 3 phases in the evolution of the information society:

(1)
The first phase took place in the 1960s–1970s, and may be termed ‘information-rich’ 
society and was characterised by the growing emphases on information production and use 
through the development of IT. It was through the introduction of personal computing and 
the Internet that information became a common thread in production as well as 
consumption.

(2)
The growth in information volume, technology and employment led to a second phase in the emergence of information society, the ‘information-based’ society of the 1980s–1990s, characterised by 3 trends:

Globalisation:
The ability to move information instantaneously across the world has removed international boundaries to the movement of information. This has been evident in almost every economic, social and cultural area. 
Specialisation: The rapid diffusion and adoption of ‘information devices’ such as telephones, cellular phones, fax machines, personal computers and television sets is typical of the second phase in the rise of the information society.

Connectivity: A third characteristic of information-based society has been increased connectivity and internet technologies which has rendered societies increasingly information-dependent. 
(3)
The third phase, which saw a rise of the information society, unfolded in the late 1990s and towards the 2000s and is termed the ‘information dominated’ society. The production, transmission and use of information become a leading economic and social activity. Braman (1993) writes that this third stage of the information society is characterised by the harmonisation of information systems– linkage of broadcasting systems with telecommunications systems and linkage of communication systems across borders – resulting in the world moving towards a network economy. 

The World Summit on the Information Society (http://www.itu.int/wsis/index.html) – which was a pair of United Nations sponsored conferences about the information society held in 2003 and 2005 - states that the information society is an evolving concept that has reached different levels across the world reflecting the different stages of development. 
2.1.1.1
Technology and the Information Society 

The diffusion of new technology is perceived as a major feature of the information society. Webster (1994) provides a seminal approach to understanding this by detailing 5 analytical criteria that define the information society: technological, economic, occupational, spatial and cultural. The most common identification of the information society places its emphasis on the spectacular technological innovations i.e. major innovations in information processing, storage and transmission have resulted in the spread of information technology into every corner of society. 
The European Commission (1996) states that one of the most significant factors in the move to an information society is the increasing use by different sectors, notably the telecommunications, media and information technology (IT) sectors, of the same technologies. Convergence is already showing a sign of being a key driver of current developments in telecommunications, media and information technology industries with Melody et al., (2005) stating that the transformation to information based economies is being driven by the development and pervasive application of information and communication technologies. Convergence has been hailed by many as the catalyst for the information revolution (Hassan, 2000). In Braman’s (1993) analysis of the evolution of the information society, the second stage - the converging of technologies and awareness of information – is characterised by the convergence of computer and communication technologies and also by the centralisation of information within society, creating different ways of using new technologies to do traditional tasks more efficiently and also to do new things.

2.2
Convergence

There has been much talk and literature about convergence in the past few decades, so much so that it has become increasingly difficult to separate hype from reality. Convergence has become a much-used and much-abused term meaning different things to different people (Doherty, 2003; Chatterjee & Byun, 2002; Nystrom, 2007) and has been labelled everything from a buzzword (Braman, 1998; OECD, 1992; Lind, 2004) to one of the driving forces behind technological change. This confusion may be attributed to the fact that convergence is not a single homogenous process, but a range of processes operating at a variety of levels, comprised of a series of discrete developments in technologies, networks, content, retail marketing strategies, services and markets, as well as the changing relationships between all of these distinct areas.

Nystrom (2007) citing Rosenberg (1963) notes that the term convergence was first used to describe ‘convergent technologies’ in the US machine tool industry. Since then several scholars have adopted the concept for various industries. In theory the concept of digital convergence has been known for decades. In 1978, Nicholas Negroponte, founder of the MIT Media Lab, depicted digital convergence by drawing 3 overlapping circles to represent the technological convergence of computing, printing and broadcasting and was among the earliest researchers to point out the effects of convergence on different industries (Nystrom, 2007; Mueller, 1999). He argued that the most rapid growth and innovation could be found where the 3 industries intersect. Digital convergence has been used in telecommunications, the computing industry and in broadcasting since the early 1970’s (Duysters & Hagedoorn, 1998; Bohlin, 2000). 
In mathematics convergence is the property or process of approaching a limiting value, while in physiology convergence refers to a coordinated turning of the eyes inward to focus on an object at close range. In biology convergence refers to the adaptive evolution of superficially similar structures in unrelated species exposed to similar environments (Computer Science and Technology Board, National Research Council, 1995). This meaning may be closer to what digital convergence entails.
The Concise Oxford English Dictionary defines the word convergence as “come together 
from different directions so as eventually to meet” while the Merriam-Webster dictionary defines convergence as “the unification of functions”. The Longman Dictionary of Contemporary English defines to converge as to come together towards a common point. The Collins English Dictionary offers definitions of the concepts of converge, convergence and convergent. To converge means “to move or cause a move towards the same point.” The common theme in respect of a definition of convergence indicates a moving towards or meeting at some common point or tending towards the same result, i.e. merging.  
Primarily what is being conceived as merged relates to technology, i.e. the integration of communications, broadcasting, telecommunications and computers, but in a secondary sense a number of other areas come into play: services; markets; industry alliances and mergers and policy and regulation (Bohlin, 2000). Friedman (2007) states that when a new technology or a new platform of technologies is combined with new ways of doing business there will be allied and complimentary “flanking technologies” and “business processes and habits” that emerges. Therefore it is difficult, if not impossible, to consider convergence processes as purely technical or technological. Technological convergence refers to a trend where some technologies, initially having distinct functionalities, evolve to having functionalities that overlap (Wild, 2006) or multiple products come together to form one product, with the advantages of each initial component (Gillwald, 2003). 
According to several researchers, a clear definition of the concept of convergence does not exist but with many commentators indicating the need for a clear definition (Steinmuller, 2000; Stieglitz, 2003). The most popular definition of convergence is presented as a figure, where several different areas (blobs) move towards each other (indicating the process of convergence) and finally these blobs create one single, unified market, sector, industry or simply, one complete entity as depicted in Figure 2.2 below. 
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Figure 2.2: Traditional illustration of Convergence

While the literature is littered with definitions of convergence, Nystrom (2007) asserts that the most frequently quoted source for a definition of convergence comes from the Green Paper on Convergence issued by the European Commission in 1997 which defines convergence as “the ability of different network platforms to carry essentially similar kinds of services” or “the coming together of consumer devices such as the telephone, television and personal computer.” 

The definitions of convergence can be broadly grouped into the following categories: 
-
Definitions that relate to the underlying technology and network.

-
Definitions that relate to the services that can leveraged off a converged infrastructure.

-
General business definitions of convergence. 
The major grouping though is around the technology which refers primarily to the integration of networks, services and content through digitisation making possible the transmission of content from historically distinct platforms (Gillwald, 2003). Appendix B identifies some of the many definitions of convergence encountered during the research. 

The focus of this study is not on the definition of convergence and for that reason it is sufficient, for the purposes of this study, that convergence be defined at its most general level as the increasing interrelationship and level of integration, between the disciplines of telecommunications, broadcasting media, and information technology (Gillwald, 2001). Digital convergence is often used in the same meaning as technological convergence or convergence in general (Mueller, 1999). In this paper the term convergence has been used.
2.2.1
The Strategic Nature of Convergence

As an IT investment, convergence is unique in its ability to impact the entire organisation. Competition in an environment marked by convergence is assumed to lead to faster-paced innovation and improved products and services for consumers at lower costs (Wild, 2006). Kaluza et al., (1999) cite the example of Siemans AG which issued a statement in April 1993 indicating that the company planned to re-organise its organisational structure in the areas of information and communication. Siemens stated that besides deregulation and privatisation, the main driver for this step had been the convergence of technologies.
Convergence has the potential to impact all segments of society – it can shape the delivery of government services, redefine the way businesses operate and provide individuals with as yet unimagined information and communication services. It can assist governments to meet their development goals by improving the delivery of health care and bringing distance education to rural populations (UNDP Thematic Trust Fund: 2002; OECD, 2001; Darkwa & Mazibuko, 2000). Although the relevance of convergence to developing countries may be questioned, it is already apparent that converged services may offer many people in developing countries a better value proposition and lower priced access to basic voice communications and will also provide new opportunities for extending network access to many rural areas in an economically sustainable manner.

2.2.2
The Drivers of Convergence 

The first signs of the convergence – described as the first wave of convergence - were detected in the 1950s and took off in the early 1970s. It was however not until the mid 1990’s that digital convergence started to gain practical importance when a large number of high-performance digital components were brought onto the market at relatively low costs which facilitated the rate of adoption of these technologies in a variety of products (Kaluza et al., 1999). Bohlin (2000) suggests a number of critical steps or phases in the evolution of convergence. Until 1970, initial ideas on integration between computers and communications were developed and between 1970 and 1979, specific convergence-related concepts were launched e.g. Integrated Services Digital Network (ISDN). Various integrated network solutions were then being tested and initially implemented between 1980 and 1991. From 1992 to 1995 high-level policy statements on telecommunications and converged information networks were given and in 1995 the internet became the main convergence medium as well as policy topic. 

Convergence occurs on more than just a technical level – it is fuelled by both technological drivers in the form of technological change, digitisation and the internet and socio-economic drivers such as liberalisation, regulation and globalisation. The drivers of convergence include:

-
Digitisation: this has been described as the main driver in ensuring that convergence has emerged as a global phenomenon.  

· The emergence of the internet and the Internet Protocol. 

· Moore’s Law and Metcalf’s Law. 

-
Liberalisation.
Digitisation is a technology with solid–state integrated circuits (IC’s) at its core. Digitisation arrived in the years immediately following the Second World War and has passed through several generations from valve, to transistor, to semi-conductor to very large scale integration (VLSI) semi-conductors. There is contradictory evidence of the first integrated circuit with Bond (1997) asserting that it  was invented in a Texas instruments laboratory in 1958 and Meuller (1999) stating that it was fabricated in 1960 by the Intel Corporation. In any event in 1972 the Intel Corporation created the first microprocessor by placing an entire computer central processing unit on a single silicon chip. The spreading applications of ICs are not responses to a world of digital content but rather content and networks have gone digital to avail themselves of the power of ICs. Digitisation allows traditionally distinct services to be offered across interchangeable platforms and it is what makes the convergence of the historically separate platforms for broadcasting and telecommunication possible. 
The Internet protocol suite (TCP/IP) was designed to support interconnection of multiple networks that use different hardware and communication conventions. TCP/IP is a form of packet-based data communications, which routes small chunks of data from one machine to another based on address information carried in the packet and is an open, non-proprietary standard. By the early 1990s, TCP/IP had begun to emerge as a very powerful solution to the data communication problems posed by the world of heterogeneous standards and equipment used in private networks. TCP/IP is able to offer traditional services across a range of technologies on a single medium at a fraction of their usual prices (Melody, 2005) and has become the protocol of convergence for many companies and services. 
The ability of digital systems to handle multimedia content at lower costs is a product of exponential progress in the processing power and memory of Integrated Circuits (IC’s). This in turn depends on the ability to increase the density of transistors on a single chip. Moore's law describes a long-term trend in the history of computing hardware (Tapscott, 1996). Since the invention of the integrated circuit in 1958, the number of transistors that can be placed inexpensively on an integrated circuit has increased exponentially, doubling approximately every 2 years. The trend was first observed by Intel co-founder Gordon E. Moore in 1965. It has continued for almost half of a century and is not expected to stop for another decade at least and perhaps much longer.  Lee (2003) proclaims that the increasing computing power of processors not only enabled the rise of the personal computer but also became one of the main technological drivers in pushing industries towards digital convergence. The progress between the convergence and advances in integrated circuitry is well established in the literature (Mueller, 1999).

The second driver identified by Lee (2003) is network externalities or network effects which states that the more end-users a network has the more valuable the network becomes to the users i.e. the value of a network is proportional to the square of the number of connected users of the system. Network externalities drive progress in transmission network structures and increase the value of many digital products. 
Liberalisation is linked to the convergence of technologies in many people’s minds because it became one of the most significant policy responses to the changes in the communication and information environment wrought by innovation. Liberalisation is replacing monopoly-driven markets with competition-based markets in both developing and developed countries. In South Africa both the fixed-line and mobile market has experienced a degree of liberalisation, but which still protects the incumbent landline operator. Liberalised markets ensure that service providers are free to set prices, determine service expansion and determine business strategies on their own. Braman (1998) asserts that the main driving force behind the transition from monopolies to competitive environments were the changes in technology, the inability of monopolies to satisfy public demands and the convergence of technologies and related services.
2.2.3
Convergence in South Africa

A recent conference hosted by the Independent Communications Authority of South Africa (ICASA) and the Media and Development Diversity Agency (MDDA), entitled ‘The Impact of Convergence on ICT Policy and Regulation’, was addressed by the then Minister of Communication where she stated:

“Convergence is our everyday reality, whose dividends can only be realised through the adoption of enabling policies and regulations.”

http://polity.org.za/article/matsepecasaburri-communication-regulators-association-of-southern-africa-workshop-25062007-2007-06-25
With its relatively well developed and diverse infrastructure, South Africa is taking a regional role in the convergence of telecommunications and information technologies with the media and entertainment sector, promising reductions in telecommunications costs and better availability of information services (Budde, 2008). Convergence, while being highly topical in the information community, has recently also permeated the mainstream press and other aspects of broader public debate. The South African government has also initiated a project entitled ‘convergence and multimedia policy’, which aims to “harmonise the different policy perspectives inherent in the broadcasting, telecommunications and information technology laws and regulations,” (Gillwald, 2003). 

A Yankee Group survey in 2003 stated that convergence of voice and data networks is ongoing in South Africa, especially in the business and telecoms operator sector, and effectively these groups are focusing internally on infrastructure convergence with both groups independently migrating towards converged packet-based environments. The report also states that “converging network infrastructures in the local area network and the wide area network are a means by which the convergence of IT and telecoms will be facilitated.” 

2.2.3.1
Convergence Legislation 

“For nearly a decade South Africa has articulated a vision for itself of an information society inclusive of all its citizens, participating in the network economy with the associated development dividends. This remains the challenge for South Africa as it forges a forward-looking and enabling convergence framework,” Gillwald (2003).

The South African Parliament enacted the Electronic Communications Act that promulgates and encompasses legislation relating to convergence. Table 2.1 below illustrates the history of the current legislation.

(http://llnw.creamermedia.co.za/articles/attachments/02685_eleccommact36.pdf)
	Year
	Title

	1996
	First post-apartheid Telecommunications Act which set in place processes towards liberalisation and competition

	2000
	Establishment of ICASA to facilitate effective regulation of the telecom and broadcasting sectors to accommodate technological convergence

	2004
	Draft Convergence Bill for public discussion

	2005
	Electronic Communications Act (ECA) promotes convergence and interconnection


Table 2.1: Chronology of convergence legislation

The Department of Communications (http://www.doc.gov.za/) states that the ECA aims to lower costs of access to ICT and increase efficiency of telecommunications provisioning in South Africa. Specifically the site states that the ECA seeks to “provide a legal framework for convergence” and “make new provisions for the regulation of electronic communications services, electronic communications network services and broadcasting services.”

Regulation of the communications sector in South Africa is led by the Independent Communications Authority of South Africa (ICASA) (http://www.icasa.org.za/), which was formed after the amalgamation of the previously distinct Independent Broadcasting Authority, which was the broadcasting sector regulator, and the South African Regulatory Authority, which regulated telecommunications. ICASA was a consequence of the increasing convergence of the 2 previously discrete sectors which led to the merging of these authorities.

The preceding sections introduced the concepts and definitions of convergence and identified the strategic imperative for convergence. The next section introduces some industry-based research that has been conducted into convergence.

2.2.4
Industry-based research

The research points to various industry-based surveys that provide evidence of the strategic nature and of the importance with which organisations view convergence. These are introduced below:

· The Economist Intelligence Unit conducted a worldwide survey in 2004 regarding the impact of convergence. The Economist Intelligence Unit is a world leader in the provision of country, industry and management analysis. As part of the research a 103 senior executives were interviewed on the topic of network convergence. Furthermore senior managers in a range of industries responsible for implementing network convergence were also interviewed. The key findings that emerged were:


-
Converged networks will prevail in most industries: Over two-thirds of companies 
surveyed were expected to shift to converged networks throughout most or all of their 
organisations in 5 years from date of the survey. Most are deploying in a staged 
fashion, 
beginning with specific departments and operations. Among convergence 
applications, voice over IP was expected to attract the lion’s share of investment. 

-
At a broader level, most executives expect that the business impact of converged 
networks on their organisation to be “very significant” or “significant.”
· The Yankee Group research house conducted a survey in 2003 entitled ‘South African Communications, 2002 – 2008: Market Review and Analysis’ into global trends, and made the following findings: 

-
60% of operators already employ some form of packet-based infrastructure.
-
80% of operators believe deployment of converged services will boost profit margins 
and build revenues.
-
83% plan to offer some form of service provider-operated IP telephony, reflecting what 
operators say is the growing end-user demand for converged services. 
· Lucent Technologies, a self described services and solutions company, conducted a web-based survey on network convergence from July 2001 through to August 2001, and surveyed 109 network professionals worldwide and found that:

-
Of the 109 respondents, two thirds were involved in some aspect of converging their voice 
and data networks. 
-
29% of all respondents were actively planning, deigning, implementing or managing a 
converged network. 
· The Infotech group conducted a survey in 2006 entitled ‘Enterprise Converged Applications Market Analysis and Forecast’ which showed that:

-
Over half the enterprises surveyed strongly believed that converged applications could 
improve their business and furthermore convergence would change the way they did 
business.

It is clear that convergence has become increasingly important for organisations, which in turn has implications for the planning and implementation of convergence initiatives. 
2.2.5
Planning for Convergence: The Strategic Imperative

The gradual restructuring of technological capabilities and the management of a technological transition have always been difficult times for incumbent firms (Srivastava & Finger, 2006). The management of convergence is a case in point. The restructuring of firm’s technological capabilities in a converging environment leads usually to the integration of additional technical competences in order to respond to market changes. New sets of knowledge competencies and other intangible assets have to merge with organisations existing technological capabilities; and other technical competences have to be made redundant.  All of this requires a planning process that is matched to organisations requirements and capabilities. 

Table 2.2 below summarises the evidence for the need for strategic planning for convergence. 
	Green (2001) writes that the business world is abuzz with terms such as convergence of voice and data, but a gap exists between expectations and practice and “convergence planning should be in the longer range because the applications are immature.” 



	The Gartner Group (2002b) contends that organisations that approach convergence tactically rather than strategically will rebuild their network several times at multiple times the cost of a well-planned network. 


	Srivastava & Finger (2006) write that the evolution in the management of organisations technological capabilities in a converging environment has been a poorly understood topic because the underlying mechanisms of a convergence process are not well developed in the literature.


	The Gartner Research Group (2002a) states that enterprises must develop a strategic network that encompasses every aspect of the network and that the cost of actually developing a strategic plan is low compared to the cost of making incorrect choices. 



	Kaluza et al., (1999) state that digital convergence significantly alters the way business is done making traditional concepts of strategic management obsolete; rather it requires innovative approaches in order to gain and sustain competitive advantage in the increasing fluid environment of converging industries. 

.

	Cohen (2003) states that in South African companies information technology is viewed as essential for executing strategies and therefore “ad-hoc, incremental and disconnected approaches to information systems (IS) strategy formulation are simply not good enough”. 



Table 2.2: Strategic imperative for convergence planning
2.2.6
Conclusion

The advent of convergence will mean an increase in global competition and organisations must become agile and adaptive in order to survive and thrive. Convergence does not stand still rather it evolves or “morphs” under pressure (ITU, 2007), all of which add to the imperative to plan strategically for convergence. 

Planning, according to Ackoff (1970), is to conceive a desired future as well as the practical means of achieving it. There is very little research that investigates the extent to which organisations are strategically planning for convergence. Utterback & Abernathy (1975) write that the literature in the management of organisations technological capabilities during a technological transition has so far focused on economic and technical performance issues. This paper begins to address the gap in the literature regarding the extent to which South African organisations are planning strategically for convergence. A few surveys have been done by commercial enterprises regarding the impact of convergence but the literature is sparse when it comes to the planning aspects of convergence especially with respect to South African enterprises. A Gartner group report ( 2002a) states that telecommunication carriers, enterprises and IT vendors all recognise that their worlds are converging and with that convergence comes a need to “plan, design, implement and manage” a joint infrastructure that enables networked services and traditional applications seamlessly. 
The next section begins with a brief section on Strategic Information System Planning (SISP) and then proceeds to discuss the current research with respect to strategic planning for digital convergence.
2.3
Strategic Planning for Convergence

Porter states that “A company can out perform rivals only if it can establish a difference it can preserve” and “the essence of strategy is choosing to perform activities differently than rivals do.”

As noted by Mintzberg (1978), every business maintains some degree of strategic planning, however, the defining characteristics of the strategic planning process may vary significantly from one firm to the next. IT projects are faced with a greater degree of scrutiny than ever before which is why strategic planning for information systems has consistently been ranked amongst the top issues facing information system executive management (Teo & King, 1996). Recent economic fluctuations have made it more important for IT management to justify the strategic and financial value of proposed IT investments. However regardless of the economic environment, organisations must continue to invest in IT projects that support specific business goals. Any well planned IT strategy will allow a business to emerge from adverse market conditions in a better position to take advantage of new opportunities.
With respect to strategic planning for convergence, lessons can be learnt from related fields of research specifically from the field of strategic information system planning (SISP), which has been described as the process of identifying a portfolio of computer-based applications that will assist organisations in executing their business plans and realise business goals (King & Teo, 2000; Lederer & Salmela, 1996). SISP also entails searching for applications with a high impact and the ability to create an advantage over competitors and promoting innovation and creativity. SISP can help organisations use information systems in innovative ways to build barriers against new entrants, change the basis of competition or generate new products (Clemons, 1986; McFarlan, 1984). 

Segars et al., (1998) make the following assertions with respect to SISP:

· The scope of SISP efforts is broad and includes the development of broad organisational information requirements rather than the development of information requirements for an isolated application. 

· The perspective of SISP is that of the highest levels of management and at the highest level within the organisation’s planning hierarchy. 
· SISP efforts also have a longer time frame than that associated with planning at lower levels within the organisational hierarchy and strategic IS planners must focus far into the future. 

-
SISP is associated with higher levels of abstraction than other IS planning processes i.e. SISP deals with conceptual planning issues in contrast to the “attention to detail” inherent in implementation planning.

2.3.1
The Planning Process for Convergence

To perform SISP an organisation usually carries out a major, intensive study that follows one or several similar well-defined and documented methodologies during an extended process requiring top-management, user-management and information systems management participation (Lederer & Sethi, 1992). Despite this methodical approach, SISP has long been recognised as an intricate and complex process with numerous problems that plague planners and can prevent its success. Segars & Grover (1999) argue that in contrast to the larger process emphasis found in strategic management literature, the process of strategic IS planning has been characterised by a very narrow choice of tools and planning methodologies  given the strategic potential of IS in organisations. 
To put information strategy into context, we distinguish it from the process of developing an information strategy as well as from the strategic impacts expected to arise from its implementation. While information strategy and information strategy content describe the ‘what’, the information system planning process describes ‘how’ such decisions are reached in an organisational setting (Fahey & Christensen, 1986; Sabherwal & King, 1995). Figure 2.3 below depicts the relationships between these 3 distinct concepts. 


Fig 2.3: Information strategy put in context

Lorange & Vancil (1976) and more recently Lederer & Sethi (1996) define a strategic planning system as an emergent pattern of process dimensions that organises and coordinates the activities of the managers who accomplish the planning. A typical strategic information system planning process follows a series of well defined steps with some organisations choosing to omit certain steps and others emphasising certain steps by applying resources more diligently (Lederer & Salmela, 1996). 
While considerable research has been done into the development of frameworks and methodologies for conducting strategic planning, it ignores many aspects of the strategic planning process. Gottschalk (1999) writes that barriers to the implementation of strategic plans may have roots in the planning process, and may include the fact that the plan was not sufficiently useful and it did not fit the organisation. Strategies have a tendency to emerge through an often haphazard stream of decisions rather than within an all-embracing strategic planning framework (Grundy & King, 1992) and the significant problems with the implementation of IS plans have raised doubts about the quality of the planning process (Premkumar & King, 1994).
The extensive analysis of SISP reveals 6 emergent process dimensions that are robust in describing SISP design which can be used to investigate the strategic planning process (Segars et al.; 1998) and the first research question attempts to ascertain the planning process for convergence projects based on these criteria. These dimensions are: 

· Formalisation refers to the existence of structures, techniques, written procedures, and policies that guide the planning process (Lederer & Sethi, 1996). These formalised techniques and procedures initiate and guide the planning process and can also produce efficiency gains for the collection and processing of information. These efficiency gains translate into organisational capacity to consider a greater number of issues (Segars et al., 1998). Formal planning systems and processes will lead to better choices, more informed evaluation of alternatives and ultimately better levels of organisational performance. Mintzberg (1994) in describing what he calls the “fallacy of formalisation” voices a contrary view which says that while formalisation implies a rational process from analysis to eventual action, it is also a learning process that can proceed in the opposite direction.

· Consistency is concerned with the frequency of planning activities and the frequency of evaluation and revision of strategic plans (Sabherwal & King, 1995 as cited in Segars et al., 1998). Consistency also investigates the speed of decision-making and the ability of organisations to adapt to changes in the internal and external environment. Some organisations engage in planning activities infrequently while others exhibit a high-level of consistency characterised by a continuous planning process. A continuous planning process also improves decision speed which may be necessary for organisations that are required to adapt to unexpected changes in both internal and external environments.
· Planning Flow: refers to the locus of authority or devolution of responsibilities for strategic planning; in other words, the roles played by corporate and divisional managers in the initiation of the planning process (Segars & Grover, 1999). A top-down flow occurs when initiation and devolution of responsibility for strategic planning is from the higher levels of management down to the lower-levels. Conversely a bottom-up planning flow is characterised by high levels of functional or lower-level management involvement. 

· Focus: refers to the balance between creativity and control that exist within the strategic planning process (Chakravarthy, 1987; Lorange & Vancil, 1976). Organisations with an ‘innovative’ focus systematically search for opportunities and threats in the environment and assess the organisation’s readiness to benefit from any of these identified opportunities while ‘integrative’ approaches focus on control and are pre-occupied with resource allocation and cost-performance measures (Segars & Grover, 1999). In industries affected by convergence, innovations  are  of  major  strategic  importance  resulting  in  very  short  innovation  cycles. As  these  industries converge,  their  innovation  cycles  overlap  forming  a  new  cycle with  an  extremely  short average time  between  innovations. This results in an increase in the pace at which existing products and technologies are replaced by new products and technologies. If this  replacement rate exceeds a certain level a phenomenon  occurs  which  is  referred  to  as  “leap-frogging” (Kaluza at al., 1999) where consumers do not  follow each and every  technological  leap but  start  to  leave out  1  or even  2  leaps  before  they  switch  to  a  new  product or technology. For example the mobile market in South Africa is based on the Global System for Mobile Communications (GSM) technology, which is the leading digital cellular communication system. South Africa, in effect, bypassed the analogue technology that is still predominant in the USA. 
· Participation: captures the breadth of involvement in strategic planning by examining the number of planners involved and representation from various functional areas in the planning process (Lederer & Sethi, 1996; Sabherwal & King, 1995). Narrow participation leads to an isolated approach to planning while broader participation encourages many planning participants from a variety of functional areas.

· Comprehensiveness: Fredrickson (1984) as cited by Segars et al., (1998) formally defined comprehensiveness as “the extent to which an organisation attempts to be exhaustive or inclusive in making and integrating strategic decisions.” Organisations must balance the benefits of being exhaustive in their decision-making process against the cost of inaction, managerial time and financial resources that may occur. 

These dimensions offer unique insight into how planning occurs across organisations and environments and together they form a profile for planning described as rationality or adaptability. Rationality is the tendency of a planning system to be analytical, visible and well organised, made possible through higher levels of comprehensiveness and formalisation (Sabherwal & King, 1995). Adaptability features wide levels of participation and higher levels of planning consistency (Das et al., 1991). In the context of planning for convergence, these 6 dimensions provide a basis for exploring how South African organisations plan for convergence and therefore the following research question is posed: 
Research Question 1

What is the extent of planning for digital convergence in South African organisations with respect to the following planning process dimensions?

· Formalisation

· Consistency

· Flow 
· Focus

· Participation

· Comprehensiveness
2.3.2
Planning Steps for Convergence

Various commentators have proposed questions that must be posed when undertaking a strategic planning process for convergence. Chatterejee & Byun (2002) assert that “the ramifications of upgrading legacy infrastructure into a converged infrastructure are not yet fully understood” and pose the following questions that organisations must themselves pose:  
-
What is the cost of upgrading?

-
What business case justifies the upgrade?

-
What value does this convergence add to operations?

-
And perhaps the bigger question: How does a converged network enhance strategic 
capabilities and help sustain competitive advantage?

Hukill et al., (2000) suggested that managers should plan a convergence strategy by answering 5 key questions:
-
What are the driving forces of convergence in terms of technology, structures and services?

-
What are the potential benefits of convergence and how might we best develop a policy to take advantage of these benefits?

-
What are the potential pitfalls of convergence and how might these be avoided through policy formulation?

-
What uncertainties are we facing in the realm of converging 
electronic communication and how might we be able to reduce this uncertainty?

-
What policy suggestions can help to organise, plan and make the best use of converging electronic communication?
 
A basic feature of a strategic planning process is the emphasis placed on being comprehensive in making and integrating decisions (Fredrickson, 1984). Janis and Mann (1977) suggested that this construct has a multitude of behaviors, including: 

-
Thoroughly canvassing a wide range of alternatives.
-
Surveying a full set of objectives.

-
Carefully weighing the costs and risks of various consequences.

-
Intensively searching for information to evaluate alternative actions. 
-
Objectively evaluating information or expert judgment regarding alternative actions. 

-
Re-examining the positive and negative consequences of all known alternatives.


-
Making detailed plans, including consideration of contingencies, for implementing a chosen action. 
Green (2001) proposes a model that he calls the fundamental planning process (illustrated in Figure 2.4 below). It begins with a complete understanding of the business plans and organisational objectives. Problems the organisation is experiencing are analysed. Once the problems and objectives are well understood, the next step is to develop alternatives. The alternatives are tested against the objectives to determine how they will meet the mandatory features. Then a feasibility process is used to determine which alternatives offer the best economic and technical performance. The plan is documented in detail, approvals are obtained and the plan is used as a guide for implementers to carry out. 
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Figure 2.4:  Strategic Planning steps (Green, 2007, Page 62)
Although these questions help managers to address broad issues of convergence policy, they cannot help them plan a detailed strategy.  The literature suggests that there appears to be no adequate planning model for convergence initiatives. Any planning for convergence must take into account the technologies that are merging and emerging e.g. telecommunications and IT. Even if organisations do have a planning system that caters for convergence initiatives, little is known of the actual content of those plans and specifically of the steps that make up these plans. There are many models for strategic planning, but none that specifically target infrastructure convergence initiatives. There are also many models for telecommunications and network planning but again none that take into account the nuances that may make a convergence infrastructure project unique. This leads to the following research question:

Research question 2a
What are the relevant steps for convergence planning?
2.3.2.1
Inclusion of Implementation issues in the Planning steps 

The creation of strategic information systems plans is a major challenge for organisations even while the potential for information systems to impact an organisation strategically has grown (Premkumar & King, 1994). The strategic nature of IS systems makes the failure of any IS project even more significant.

One of the main sources of failed IS projects is lack of implementation of IS plans (Gottschalk, 1997) even though there may be organisational commitment to these plans (Earl, 1993). 

Gottschalk (1999) states that implementation is important for 4 reasons:

-
The failure to carry out a strategic IS plan can cause lost opportunities, duplicated 
effort, incompatible systems and wasted resources.
-
The extent to which strategic IS planning meets its objectives is largely determined by 
implementation.
-
The lack of implementation leaves organisations dissatisfied with and reluctant to 
continue with their strategic planning.
-
The lack of implementation creates problems establishing priorities in future strategic IS 
planning.
IS implementation is the process of carrying out the projects, tasks, programs and actions defined in the strategic plan. Gottschalk (1997) argue that implementing strategic IS plans involves managers considering the complete picture which can be ignored in the planning of individual systems i.e. a gestalt view that represents the implementation of the “plan philosophy, attitudes, intentions and ambitions associated with IS use in the organisation.” This comprehensive view of implementation dictates that implementation issues should be considered part of the planning steps for convergence. This leads to the following research question:

Research question 2b
Do the planning steps specifically identify the implementation issues with regards to these initiatives?

2.3.3
Organisational benefits of and barriers to convergence

The South African Department of Communications held a conference on convergence in July 2003 to discuss the challenges presented by the convergence of technologies and the creation of new technologies, and affirmed that “convergence will lead to numerous economic and social benefits, but there are many challenges as well,” (http://www.doc.gov.za). But organisations need to have a clear understanding of what benefits they anticipate from convergence before they invest in it.

2.3.3.1
The benefits of convergence

Convergence is about new ways of doing things and it has the potential for change which can be seen at 3 different levels: technology, industry and services, and markets (The European Commission, 1997). The value proposition for convergence embraces service providers, enterprises, individual business users and residential users (Chatterjee & Byun, 2002). Many organisations have a narrow view of convergence and its potential benefits with many having considered convergence simply as the transmission of voice traffic over alternate technologies without fully planning for the value-added services that can be leveraged off of a converged network. 

-
The benefits of convergence can be leveraged purely on the integrated infrastructure upon which it is based, and it can also benefit organisations by the new applications and 
services, which can be launched from this flexible foundation quickly and easily. These applications maximise productivity and improve communications by facilitating increased mobility, delivering advanced functionality and streamlining administrative tasks that result 
in employees having access to the same network capabilities regardless of their location. The benefits of convergence for organisations span all the basic 
communication services: voice, data, internet and video and that the key to success in tomorrows global competitive landscape lies in the most effective storage, dissemination and management of corporate knowledge assets and converged networks could well be the “survival lifelines” for doing that (Chatterjee & Byun, 2002).

-
Employee productivity is the 
ultimate driver for the implementation of a converged 
infrastructure (Economist Intelligence Unit, 2004) and organisations expect the larger 
returns from convergence initiatives will come with enhanced employee productivity. 
-
Operators who implement converged infrastructure expect immediate benefits including 
lower operational costs and faster service introduction resulting in improved customer 
relationships. There are further expectations that adopting convergence will expand access 
to communications and reduces costs (Yankee Group, 2003; Wild, 2006). Costs are a
critical factor for organisations and still of major importance to strategic management 
(Kaluza et al., 1999). 
A Yankee survey (2003) into convergence in South Africa states that convergence can have one or (usually) more of the following effects: 

-
Reduce the cost of existing applications.

-
Allow development of converged applications that have greater flexibility.

-
Enable wider access to existing applications and content.

-
Enable entry of competitors into previously closed markets.

-
Disrupt the business models of existing service providers, especially well-established service providers.

-
Disrupt or make obsolete existing regulation and regulatory concepts.

-
Reduce cost, both in capital outlay and technical support expenditures.
-
Emergence of industry standards.

2.3.3.2
The Barriers to the deployment of convergence

In order to formulate an appropriate response to current developments, it is important to launch a broad debate on what, if any, barriers exist - actual or potential - which may hold back the trend towards convergence. While the uptake of convergence seems inevitable, Gillwald (2003) notes that convergence has not progressed at the speed at which it was previously thought, largely due to a number of technological, market regulatory and consumer barriers. 

A survey undertaken by The Economist Intelligence Unit (2004) revealed that while the logic of converged networks is hard to deny there were still lingering concerns holding some firms back from deployment:

-
Voice quality is still not consistent, making quality of service (QoS) guarantees problematic. 

-
Convergence raises security concerns: on the one hand bringing applications together on a unified IP network should reduce points of attack; on the other a successful attack could bring all applications down in one go. 

-
The largest concern of all at the moment is cost: customer premises equipment such as IP phones remains pricey, and tariffs on traditional voice and data services are falling rapidly 
in deregulated markets. At present the costs of converged infrastructure is in fact not yet competitive with some traditional equipment and this will probably prevent large scale adoption until costs drop.

Other potential barriers include:
-
There is much confusion and a lack of awareness over convergence, some of which may be attributed to the fact that convergence is not a single homogenous process, but a range of processes operating at a variety of levels. To add to the confusion, different authors define convergence differently. This lack of understanding is a major barrier to achieving convergence. One of the major challenges concerning the concept of convergence is that it has been used in so many contexts and settings that it is close to losing its meaning. A clear definition of convergence that satisfies all industry sectors does not exist, with actors in the media sector viewing convergence differently from actors in the telecommunications sector. Steinmueller (2000) and Stieglitz (2003) have emphasised the importance of a clear definition of convergence because differing perceptions and definitions will affect the strategies and reason for deploying a technology convergence project.

-
Convergence is part of the current SA policy study and the question that needs to be answered here is whether technology leads or follows policy. Historically technology has led regulation and this will in all likelihood continue for the foreseeable future. Hence the challenge for policy is to anticipate and deal appropriately with regulatory issues that do not yet exist. Gillwald (2001), states that national regulatory policies have yet to be fully developed for convergence, which inhibits the large-scale adoption of convergence. 
The identification of 
benefits and barriers and methods to overcome these barriers is relevant to South Africa which lags behind other countries in terms of convergence. Despite the overall growth of the 
ICT sector in South Africa, the full potential of ICT to contribute to the growth and development of the country is not being realised. South Africa now lags behind many of its traditional competitors and the country continues to descend down international scales for competitiveness and network readiness (South African Telecommunications Sector Performance Review 2006; World Economic Forum, 2009).  It is important to identify the key benefits the organisations expect to reap from a converged infrastructure strategy and to identify these benefits during the planning phase. Similarly it is important to identify the barriers experienced during the planning stage and to identify methods available to overcome these barriers. This leads to the following research questions:

Research question 3

3a -
To what extent are benefits and barriers that are anticipated during the planning stage for convergence being experienced post implementation?
3b -
Do the planning steps specifically identify the benefits of, and barriers to convergence?
2.3.4
Conclusion

This paper begins to address the gap in the literature regarding the extent of the uptake of convergence in South African public and private enterprises. A few surveys have been done by commercial enterprises regarding the impact but none of an academic nature and none based on SA enterprises. Because convergence affects organisation and even governments so fully, any initiative to deploy a converged infrastructure must be considered by an organisation as strategic. To this 
end strategic initiatives must have a formal planning phase. 

As a result of the literature review, 5 research questions were posed. The next 2 chapters will detail the research methodology employed to answer these questions and the data analysis strategy used on the information collected. 

CHAPTER 3

RESEARCH METHODOLOGY

The literature review in chapter 2 introduced the concepts that underpin convergence. It provided the various definitions of convergence and illustrated its strategic importance. It highlighted the lack of literature relating to the planning aspects of convergence, which made it necessary for this study to adopt an exploratory research strategy. The chapter ended with a list of research questions. Figure 3.1 below illustrates where this chapter is situated within the overall research strategy. 
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Figure 3.1: Chapter 3 within the overall research study
This chapter establishes the research methodology used to carry out this study and answer the research questions. It justifies the qualitative approach that allows for in-depth probing and detailed responses from the individual interviews and describes the pre-test and pilot studies that were conducted prior to the research commencing. The data gathering method, the case selection, characteristics of participants and settings for the interviews are described. The interview process and interview techniques employed are illustrated. The chapter ends with a description of ethical criteria followed. 

The following section summarises the 3 research questions that were developed in chapter 2.
3.1
Summary of the Research Questions

This research report begins to address the lack of literature regarding the extent to which South African organisations 
are formally planning for digital convergence and also the level of sophistication of these plans. The research questions are summarised in Figure 3.2 below.
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Figure 3.2: Summary of the Research Questions
The following section introduces the research design used in this study and justifies the research methodology that was adopted.

3.2
Research Methodology 

Researchers in IS are encouraged to choose appropriate methodologies appropriate to the nature of the task (Galliers, 1991; Lee, 1999). These include qualitative and quantitative, positivistic, interpretive and critical approaches (Klein & Meyers, 1999). A research design is a technical plan that attempts to link the beginning and ending of a study and which helps the investigator get “from here to there” (Yin, 1989). Leedy (1993) defines a research design as an operational framework within which facts are placed to make their meaning clearer; the aim of such of a research design is to describe and analyse the methods used and thereby clarifying any presuppositions and consequences in order to highlight their limitations.
Due to the lack of literature and also to the questions that emerged from a review of the literature, this study is considered exploratory in nature. Exploratory research is conducted when there are few or no earlier studies to which we can refer to for information. The aim of exploratory research is to look for patterns, ideas or hypotheses rather than testing or confirming hypotheses; the focus is on gaining familiarity with the subject area and gaining insights for more rigorous investigation at a later stage (Hussey & Hussey, 1997). 
Since this research study is exploratory, a primarily qualitative design was selected. A qualitative design allows for in-depth probing of issues and greater detail in responses (Denzin & Lincoln, 1994). It also enables interaction with the participants whereby follow-up questions can be asked. Campbell (1996) writes that the characteristics of qualitative research are frequently presented as contrasts to the more traditional quantitative approaches. Qualitative research is a free-form research methodology that is used to gain insight into underlying issues surrounding a research problem (Creswell, 1994). This is done by gathering non-statistical feedback and opinions rooted in people's feelings, attitudes, motivations, values and perceptions, often from small samples (Bachoo, 2006). This strategy is ideally suited to this study. Laudon (1989) states that the distinguishing feature of qualitative research is the small numbers of organisational units involved, approximately 1 to 10. Moreover the kind of evidence brought to bear, the nature of the questions asked, and even the manner of reasoning about evidence is different in qualitative research. 
In addition to the qualitative component, the study included some quantitative data collection and analysis. This quantitative data collection is based on a priori methods and the analysis takes the form of frequency counts and descriptive statistics. This approach was selected to describe actual planning practices and experiences.

3.2.1
Case Study Approach

This study adopted a multiple case study approach considered appropriate to an exploratory study (Galliers, 1991). Yin (1989) proposed a series of questions that relate to the case study approach. Table 3.1 below identifies these questions and indicates where they are addressed in chapters 3 and 4.

	How does the researcher define the case 


	Section 3.2.1



	How should the case be bounded with regard to time, participants and relevant evidence


	Section 3.3 & 3.3.4 

	How should the researcher decide whom to interview and how long should the interviews be


	Section 3.3.2, 3.3.3

	What type of interview instrument should be used


	Section 3.2.2 & 3.4.1

	What should be done with the notes when the research report is ready to be written up


	Chapter 4


Table 3.1: Case-Study questions

A case study can be considered an extensive examination of a single instance of a phenomenon and is often used in exploratory research (Hussey & Hussey, 1997). Case-study research includes both single and multiple case studies. Yin (2003) states that the case study as a research strategy comprises an “all-encompassing method – covering the logic of design, data collection techniques, and specific approaches to data analysis”; and single and multiple-case study design are “variants within the same methodological framework.” In this sense the case study is not either a data collection tactic or merely a design feature alone but a comprehensive research strategy (Stoecker, 1991). This research adopted a multiple-case study approach. Herriott & Firestone (1983) write that the evidence from multiple cases is often considered more compelling and the overall study is considered more robust. 

Neuendorf (2002) states that the unit in a research study is the individual ‘thing’ that is the subject of study – what or whom is being studied and the ‘case’ may be an individual but can also be some other entity.  Because the major questions for this study remain at the organisational level the unit of analysis are organisations that have, or are in the process of implementing a converged infrastructure. Within these organisations certain members are able to articulate the organisations’ strategy with respect to convergence. These organisations were the sample for this study. 

3.3
Selection of Case Organisations

The planning and implementation of convergence projects in the South African ICT sector is proving to be slower than expected largely due to a number of technological, market regulatory and consumer barriers (Gillwald, 2003). Currently convergence projects are the realm of larger organisations and the target population for this study was organisations that have implemented, or are in the process of implementing or planning for, a converged infrastructure project. The Yankee Group research house conducted a survey into convergence in South African in 2003 and stated that “convergence of voice and data networks is ongoing in South Africa. However convergence is happening in 2 discrete groups, and effectively, these groups are focusing internally on infrastructure convergence.” These 2 groups are the business sector and the telecoms operator sector and both these are migrating towards converged packet-based environments. 
The following organisational criteria were used as a basis for inclusion in the sample:
· The organisations are currently undertaking, or had previously undertaken a convergence 
project.
· Organisations were medium to large in size. There is more likelihood that these organisations would have been able to provide useful data as smaller organisations do not usually undertake planning to any significant extent (Ramanujam et al., 1986).


The definition of organisation size is guided by the National Small Business act of 1996 
(http://www.info.gov.za/view/DownloadFileAction?id=70848), which categorises enterprise 
size as follows: 

-
Small enterprises have less that 50 employees and annual turnover of less that R10 m

-
Medium size enterprises having less than 200 employees and annual turnover of less than R20 m. 

In this study the enterprises under study were medium to large organisations with more than 50 employees and annual turnover of over R10 m. 
· The organisations were based in Gauteng, which is a province within the Republic of South 
Africa (See Appendix C for maps of South Africa and Gauteng).
· The organisations were involved in the Information Technology or telecommunications 
sector, or had an in-house IT function, department or capability.
3.3.1
The Sampling Process

The researcher has over 20 years of experience in the Information Technology sector in South Africa with a focus on telecommunications and Information Technology strategy. He was able to use this experience and contacts in the industry to identify the initial organisations
 who matched the criteria for selection. In total 24 organisations were identified. 
Of the 24 organisations identified, the researcher managed to identify a contact person in 21 of those organisations. Of these 21 organisations the researcher was able to identify potential interviewees in 15. One organisation of the original 21 refused to identify any potential interviewees citing the organisation’s extremely busy schedules, while the remaining 5 organisations identified people who were either not willing or were not of the correct profile to be able to take part in the research. Of the 15 identified organisations the researcher managed to find willing and appropriate respondents in 8 organisations. Table 3.2 below details the sample process and eventual sample frame of 8 case organisations.
	Organisations initially Identified
	Positive Identification of Contact person


	Respondent identified
	Organisations researched

	24


	21
	15
	8


Table 3.2: Population and sample process
3.3.2
Characteristics of Respondent Organisations

This section describes the characteristics of the target organisations while maintaining their anonymity. The descriptions were verified with the respondents prior to their inclusion in this report. These organisations are currently either in the implementation or in the planning phase for convergence. Interviewees from both phases were able to report on anticipated results and actual experiences in this process. 

The organisations identified for investigation in this multi-case study bring a blend of actual experiences from completed infrastructure projects and a set of expectations that arise out of the planning process. The organisations were named X1 - X8 and shared information on their experience in the following areas: 

· The planning process.
· The actual steps of the plan.
· Expectations relating to the benefits; barriers, and the methods available to overcome these barriers.
Table 3.3 below describes the sample organisations. For consistency the same format of description is applied to all the organisations: organisation overview; industry sector; turnover or revenue (if available) and number of employees.

	Organisation Identifier

	Company Description

	X1


	· Organisation X1 is a specialist South African IT services and solutions company that has been in operation for over 20 years. It helps clients plan, build, support and manage their IT infrastructure. It has a presence in nearly 40 countries around the world with a client list of 6000 and is a recognised global leader in the provision and management of specialist IT infrastructure solutions.
· The company is a Systems Integrator and is positioned in the networking and communications sector. 
· The company has a revenue of R 51.3 billion
· The company employs over 10 600 people


	X2


	· Organisation X2 is a South African organisation and was founded in March 2000 and provides optimised and converged networking solutions utilising products and solutions from leading industry vendors. 
· The company is a systems integrator in the telecommunications field

· The company has a revenue of over R 10 m

· The company employs over 100 people



	X3


	· Organisation X3 is a South African transport and logistics company whose aim is to deliver a reliable, consistent, safe and integrated freight service. 

· The company is involved in the transport and logistics sector

· The turnover for X3 is R46.2 billion

· The company employs over 13 000 people



	X4


	· Established in 1997 organisation X4 is a South African IT systems and integration company that provides infrastructure connectivity, application integration, managed services as well as maintenance and support
· The company is a Systems Integrator within the IT sector
· The company has turnover of over R200 million and 

· The company employs over 200 people





	X5


	· Organisation X5 is a South African systems integrator for fixed and mobile telecommunications network operators
· The company is a system integrator in the telecommunications sector
· The company is listed and has  a revenue of over R200 million

· The company employs over 200 people



	X6


	· Company X6 is an International provider of telecommunications equipment and related services to mobile and fixed network operators globally. Over 1 000 networks in more than 175 countries utilise the company’s network equipment. The company has subsidiaries in various countries including South Africa.
· The company is a system integrator in the telecommunications sector

· The company has a turnover of over Euro 5 billion

· Worldwide the organisation employs 74 000 people



	X7


	· Company X7 is a South African postal operator that distributes information, goods, financial and government services.

· The company operates in the postal sector

· The company has revenue of over R 500 million

· The company employs approximately 15 000 people



	X8


	· Organisation X8 is an international systems integrator that has offices in over 40 countries. The South African subsidiary is a leading player in the telecommunications sector and works extensively with both the fixed-line and mobile operators in South Africa and the rest of Africa.

· The organisation is a system integrator in the IT and telecommunications sector

· The company has an annual turnover of R 67.5 billion.

· It employs 47 000 people world-wide and approximately 250 people in South Africa




Table 3.3: Description of organisations
Laudon (1989) writes that qualitative research can refer to research that involves a small number of organisations - from 1 to as many as 10. Industry representativeness was not a major goal of the research and no issues arose that were industry specific. There is a bias towards large companies because they invest in the development of convergence infrastructure initiatives earlier, with smaller companies adopting a wait-and-see attitude. Three of the 8 case organisations provided 2 respondents, while the remaining 5 provided 1 respondent.

3.3.3
Characteristics of Respondents

Following identification of the case organisations, the next step was to identify potential interviewees or people who could identify interviewees. 
The following criteria were used as a basis for inclusion of potential interviewees in the non-randomised sample (Maxwell, 1992):

· Experience and knowledge in digital convergence.
· Fluency and ability to freely communicate their feelings, thoughts and perceptions on the 
topic.
· Ability to cast light on the research questions sample.
The identification of these initial contacts was achieved from the researcher’s contacts and also from names provided by the researcher’s colleagues and friends. These initial candidates were then approached either via email or telephonically and if they agreed to an interview, an interview time was scheduled. If they were not the correct profile to be interviewed, they were then asked to suggest appropriate people within the organisation who could potentially be interviewed. The profile of the respondent required was described. 

Once identified, the potential respondent was then approached, and if they agreed to be interviewed an interview time was scheduled. Once the initial candidate had agreed they generally suggested the further participant within those organisations, and so the process continued. They were also asked to identify additional organisations and people within those organisations, who matched the criteria for selection and who could possible contribute to the research.

The people identified within these organisations were able to articulate the organisations’ strategy with respect to digital convergence. As such senior members of organisations were targeted as well as people who are, or were involved in the traditional Information Technology roles e.g. Chief Information Officers, Chief Technology Officers and IT Managers. Moreover the identified people had insight into the reason why organisations opt for a converged infrastructure and were able to identify the benefits expected and the barriers that were encountered or anticipated. 
The interviewee’s job titles and industry sectors are shown in Table 3.4 below. 

	Company ID 


	Industry Sector
	Interviewee Profile



	X1 


	System Integrator


	IT Director

Business Solutions director



	X2 
	System Integrator 


	Managing Director



	X3 
	Travel and Logistics 


	Portfolio Manager: ICT re-engineering

Chief Enterprise Architect



	X4 
	System Integrator


	Senior IT Manager: Services

IT Manager



	X5 


	Telecommunications Operator 


	Senior Manager: New Business Development

	X6 
	System Integrator 


	IT Manager: 

	X7 
	Information Technology


	Chief Information Officer



	X8 
	System Integrator 


	Chief Technology Officer




Table 3.4: Interviewee Details

In total 11 participants from 8 organisations contributed to this research. All were interviewed individually in their role as a representative of a particular company. Where organisations provided 2 interviewees, these multiple interviews were treated as confirmatory interviews. If divergent views were found during the analysis phase, it was reconciled by contacting these interviewees with a view to reaching consensus. Where these divergent views could not be confirmed it was reported. 
The first interviews were conducted in organisations X1 and X2. The majority of the interviewees were responsible for the strategy planning of network infrastructure, and specifically with the strategic planning of convergence initiatives. The total experience across all organisations in strategic planning was approximately 12 years. The average experience in network planning was 4 years. 
3.4
Data Collection Strategy

This section introduces the interview, the interview schedule and describes the pre-testing and pilot-testing procedures that were applied.

3.4.1
Interviews

This exploratory research is based on a series of semi-structured in-depth interviews that allowed for the collection of both qualitative and quantitative data. For the qualitative component interviews offer researchers the chance to explore topics in-depth and to gain appreciation of the subject area (Goguen & Linde, 1993). For the quantitative component the semi-structured nature of the interviews allowed for a clear list of issues to be addressed. In this study semi-structured one-on-one interviews were used, since these are open-ended enough to allow exploration and fact-finding, but short enough to allow a good range of views to be collected in a reasonable space of time (Martin, 2003). The disadvantages of interviews include: the whole interview process can be time consuming; the issue of confidentiality; ensuring that all interviews are conducted in the same way and access to appropriate samples (Hussey & Hussey, 1997). Despite these disadvantages interviews permit the researcher to ask more complex questions and also to ask follow-up questions. 

3.4.2
Interview Schedule

An interview schedule (Appendix D) was developed that contained all the questions required to elicit the required information. This schedule was used as the basis for conducting the individual interviews and allowed the researcher and the participant to have full discussions and explanations of the questions and answers. Moreover, the use of an interview schedule (see Appendix D) allowed the same questions to be posed to each participant which made interviewing of a number of individuals more systematic and comprehensive (Silverman, 2000). However, the researcher is also aware that individual interviews limit the use of alternative lines of questioning i.e. the process of posing different questions to different people, depending on their particular experiences (Dixon et al., 1988). For example, people involved in planning could be interviewed in more detail than people mainly responsible for implementation. However the benefit of having full discussions outweighed this limitation (Creswell, 1994).
The interview schedule was used as guide to structure the interview process and ensure that all questions were asked in a consistent manner. The semi-structured interview gathered qualitative and quantitative information which was achieved by the use of open, closed and multiple-choice questions. The open questions are related to the planning aspects of convergence and allow respondents to give their opinions in their own words. The disadvantage of open questions is that they can be difficult to analyse. The closed questions are generally factual questions and relate to the identification of benefits and barriers. Some multiple choice questions, where the respondent had to select his or her answer from a predetermined list of responses, were also used. 
The tables included in the questionnaire represent an a priori design where lists of specific data elements were pre-identified from the literature (Neuendorf, 1992) and the entire process was viewed as a combination of induction and deduction. 

The questions were designed with the potential respondents in mind i.e. some of the questions were slightly complex as it was known that the respondents were senior members of their organisations, involved at a strategic level and assumed to be experienced enough to handle these complex questions. Furthermore the questions were designed with the following criteria in mind:

· They were as simple as possible.

· They avoided vague descriptions. 

· Only 1 question at a time was asked.

· Only relevant questions were included.

The interview schedule probed key questions around the central themes of this research, to elicit reliable responses (Hussey & Hussey, 1997) and usable, primarily qualitative, and some quantitative information (Goguen & Linde, 1993). It consists of 3 sets of questions corresponding to the research studies posed in chapter 2. Most of the interviewees were encouraged to answer at length. An introductory letter was attached to the interview schedule to clarify its purpose. Classification questions - which are about the respondents’ experience and about the organisations that they represented - were also included. While there is some debate about where the classification questions should be located, this research asked these questions at the beginning so as to begin the interview in a non-threatening manner (Hussey & Hussey, 1997). Table 3.5 below maps the research questions to the questions and sub-questions that correspond to the interview schedule. For the quantitative questions, footnotes below the table describe the sources for the a priori options presented to the interviewees. 
	Research Area
	Interview Schedule

	Research Question 1

	Formalisation ascertains the degree for formalised planning for convergence within organisations and identifies the existence of formalised structures, techniques and guidelines to initiate and guide the planning process
	1.1.1 – Qualitative 

1.1.2 – Qualitative

1.1.3 – Qualitative

1.1.4 – Qualitative


	Consistency determines the frequency of planning activities and the frequency of evaluation or revision of strategic choices


	1.2.1– Qualitative

1.2.2– Qualitative

1.2.3– Qualitative

1.2.4– Qualitative



	Planning flow determines the roles and responsibilities that different management level play in endorsing, initiating, leading, formulating or implementing the strategic planning process


	1.3.1 – Qualitative

1.3.2 – Qualitative



	Focus Determines whether the primary purpose of strategic planning for convergence in organisations supports the generation of innovative solutions or control. 

	1.4.1 – Quantitative (Note 1)
1.4.2 – Qualitative

1.4.3 – Qualitative

1.4.4 – Quantitative (Note 2)


	Participation captures the breadth of involvement in strategic planning and determines whether strategic planning is an isolated organisational activity and identifies any constraints in the planning process. 


	1.5.1 – Qualitative

1.5.2 – Qualitative

1.5.3 – Qualitative

1.5.4 – Qualitative



	Comprehensiveness determines the extent to which organisations attempts to be exhaustive or inclusive in making strategic decisions and identifies the sources of information that support the planning process.


	1.6.1 – Qualitative

1.6.2 – Quantitative (Note 3)
1.6.3 – Qualitative

1.6.4 – Qualitative

1.6.5 – Quantitative (Note 4)


	Research Question 2

	Identification of the planning steps in the creation of strategic plans for convergence


	2.1 – Qualitative



	Implementation ascertains the extent to which organisations consider implementation issues in the planning process for convergence and identifies the actual implementation issues that are being considered and planned for.


	2.2 – Quantitative (Note 5)
2.3 – Quantitative (Note 6)


	Research Question 3

	Identification of the benefits anticipated and benefits actually experienced 


	3.1 – Quantitative (Note 7)


	Identification of the barriers anticipated and barriers actually experienced


	3.2 – Quantitative (Note 8)


	Determination if the identification of benefits and barriers are included in the planning steps. 


	3.3 – Qualitative

3.4 – Qualitative

3.5 – Qualitative




Table 3.5: Mapping of research Questions to Interview Schedule

Notes on Table 3.5
(1) The alternatives for the ‘primary purpose of strategic planning’ were derived from Segars & Grover (1999).
(2) The list of methods to encourage innovation is derived from the researchers’ experience and from discussions with industry experts.

(3) The list for the ‘sources of information’ is derived from the researchers’ experience and from discussions with industry experts.

(4) The identification of constraints in identifying optimal solutions is derived from the researchers’ experience and from discussions with industry experts.

(5) The list of implementation issues are derived from the literature (Gottschalk, 1999) and from industry experts.

(6) The alternatives for implementing a solution are derived from industry experts.

(7) The list of benefits are derived from the literature (Chatterjee & Byun, 2002; Economist Intelligence Unit, 2004; Yankee Group, 2003; Wild, 2006)

(8) The list of barriers is derived from the literature (The Economist Intelligence Unit, 2004; Gillwald, 2001).
3.4.3
Pre-Testing and Pilot Testing

Compeau & Higgins (1995) recommend that both a pre-test and a pilot test be conducted prior to the initial data collection phase in order to gain feedback on:
· The research process.
· The wording of particular items.
· The data gathering methods to validate them and ensure that they are free from errors.

Further, a pre-test and pilot study serves as a trial run and enables the researcher to revise the methods and logistics of data collection before starting the actual fieldwork. As a result of the pre-test and pilot study, the reliability and validity of the research is improved; time, effort and money can be saved in the long run (Mathison, 1988; Maxwell, 1992; Patton, 2001).
3.4.3.1
Pre-test

A pre-test, which refers to a small-scale trial of particular research components, was conducted for this study to improve the reliability and validity of the results. The interview protocol was distributed to 3 individuals. Overall the respondents in the pre-test indicated that the questionnaire was relatively clear and easy to complete. A number of suggestions were made concerning the wording and structure of the interview protocol and these suggestions were incorporated into a revised version of the interview protocol:
· The interview schedule initially contained questions that elicited binary responses from the interviewees. These questions that required ‘yes’ or ‘no’ answers, did not provide useful information and were eliminated and/or changed to elicit more useful information.
· Research question 1 tested the planning process for digital convergence against the 6 dimensions as defined by Segars et al., (1998). The pre-test pointed to a more logical order in which these dimensions could be presented to the respondents. 

3.4.3.2
Pilot Study

A pilot study is the process of carrying out a preliminary study and going through the entire research procedure with a small sample (Mathison, 1988; Maxwell, 1992; Patton, 2001).  A pilot study was conducted to test the interview schedule in an actual interview environment. Two pilot interviews were held and based on these experiences the questionnaire was again changed. The interview schedule was shortened and the order of sub-questions of research question 1 was changed. The data from these 2 interviews was analysed using the data analysis strategy described in chapter 4. The data obtained was found to be useful and was presented in the format expected. As a result no further changes were made to the interview protocol.
3.5
Description of the Interview Process

The 11 interviews were held in person in the second half of 2008. The interviews took approximately 1 hour each, the shortest was 45 minutes and the longest 1 hour and 20 minutes. The long interview was done with a self-called ‘convergence evangelist’. All interviewees had real influence over the long-term strategy of the organisation. Follow-up interviews were held via email and telephonically, which was feasible once the main issues were established. The follow-up interviews were merely to clarify any ambiguities that arose out of the transcription process. The questions used for the interviews are detailed in Appendix D. A table was maintained by the researcher indicating date and time of the interview and the details of the organisations and the respondents.
Each interview was conducted by the researcher on the work premises of the participant, in the interviewee’s office. At the beginning of the interview there was an opportunity to present an introduction which included a short summary and the purpose of the interview. The initial questions related to the demographics of both the individual and the organisations they represented. The intention of the non-threatening questions was to put the interviewee at ease and to establish a rapport. The interviewer, who has a long history in the Information Technology sector in South Africa, exchanged experiences with the respondents which further increased the level of rapport prior to the interview commencing.
The interview then moved to the substantive questions dealing with the objectives of the study. These related to the planning aspects, benefits of and barriers to digital convergence. Andrews (2001) states that data quality improves for questions asked later rather than earlier in an interview. Specific questions were asked to make sure that the interviewee had covered all the areas deemed important by the objectives of this research. Interviewees were free to digress from the theme of a particular question, as long as the information given was useful to the research topic (Creswell, 1994). 

3.5.1
Some Interview techniques employed

The following points were observed during the interview process by the interviewer:

· It was important to stay attentive to various aspects of the interview including the writing of field notes, looking for useful non-verbal communication and checking that the recording device was working. Yin (2003) states that being a good listener means being able to assimilate large amounts of new information without bias.

· It was important to be sensitive to the views of the interviewee. This is important not only as a matter of courtesy but also for getting the most out of an interview. The interviewer had to tolerate the views of ‘evangelical’ type respondent whose passion for the topic ensured that the questions were answered with a level of detail not required.

· It was necessary to tolerate silences during the course of the interviews. A key skill is to overcome the fear that the interview was going awry and to keep quiet and not rush the respondent to the next point. Silent probes are effective in drawing out further responses.
· Effective prompting techniques are very useful. While silences can be productive, there are times when the researcher may feel it necessary to spur the informant to speak. This was done in a subtle way rather than demanding answers, the idea being to gently nudge the respondent to share their knowledge or thoughts on an issue. Techniques included repeating the question, repeating the last few words spoken by the respondent or providing examples. This helped obtain information from the interviewee that might not have emerged naturally (Mathison, 1988; Maxwell, 1992). Care was taken to avoid influencing responses by agreeing or disagreeing with statements, or even by the use of body language or facial expressions (Creswell, 1994).

· It is sometimes necessary to probe an answer before moving on to the next point.  This occurred particularly in research question 2 where the researcher attempted to explore the content of the strategic plans in more detail. This was done by explicitly asking the respondent for more information by:

(1) More detailed discussions.
(2) Asking for examples.
(3) Clarifying certain aspects.

The probing was subtle and not aggressive and followed Walsham’s (1995) advice of maintaining a balance between excessive passivity and over-direction. For example, where answers were unclear or ambiguous clarification was requested by using a mirroring or reflecting probe such as, ‘What you seem to be saying….’ Explanatory probes such as, ‘What did you mean by that?’ or ‘What makes you say that?’ and focussed probes such as, ‘What sort of written guidelines, process etc.?’ were used when necessary (Creswell, 1994).

· Information was checked by summarising the respondents’ thoughts and getting confirmation that the understanding was accurate, or making the necessary corrections if a misunderstanding had taken place. 

· It would have been inappropriate for the interviewer to share personally held beliefs and values about the topics that were discussed in the interview. Caution was exercised not to show surprise, disapproval or pleasure through facial expressions or gestures, even though the interviewer does have some fairly strong views on the topic and questions that were discussed.    

To ensure that the interview was complete, the interviewees were asked at the end of the interview what important issues they thought had not been covered by the interview. Participants said that the interview had covered the important issues. Refer to chapter 5 and Appendix E for details of the respondents comments.

3.6
Ethical consideration for Data Collection

Bogdan & Biklen (1992) suggest that the relationship between the researcher and interviewee is so different for qualitative investigations that a new code of ethics may need to be written. A discussion of the ethical issues taken into consideration for the data collection in this research study follows: 

· On initial contact with interviewees it was established whether permission needed to be obtained from senior management for the interview to take place. All interviewees were senior members of their organisation and did not require additional organisational permission to take part in the interview. 
· Campbell (1996) states that researchers must take great care to treat participants with respect and seek their cooperation and clarify the terms of agreement to participate in the research. All potential respondents were informed of the purpose of the research. This was done during the initial contact with the respondent via the introductory letter and at the time of the interview.
3.7
Conclusion

This chapter started with a summary of the research questions and then explained the research methodology employed. It highlighted the case-study approach using interviews with open, closed and multiple-choice questions. It showed the pre-test and pilot-test procedures that were used and described the sampling frame and method. It also showed the method of questionnaire administration. Chapter 4 will present the data analysis procedures and the measure employed to increase the credibility of the research report. The data management strategy and content analysis are presented in detail. Chapter 4 also introduces the data coding and category construction procedure used for this research. The criteria for reliability and validity, as well as ethical considerations of the researcher are also covered. 
Chapter 4

Data Analysis Strategy

The qualitative research methodology used for this research was presented in chapter 3. Chapter 4 discusses the data analysis strategy which is made up of the data management and content analysis strategy. This chapter introduces the data coding and the a priori category construction procedure used for this research. The criteria for reliability and validity, as well as ethical considerations of the researcher are also covered. 
Figure 4.1 below illustrates where this chapter is situated within the overall research strategy. 
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Figure 4.1: Chapter 4 within the overall research study

4.1
Data Management

Data management was designed to maintain as much of the participants’ ideas as possible from the individual interviews, as well as to permit ongoing analysis (Patton, 2001; Strauss, 1987). Maxwell (1992) states that the matters of descriptive accuracy are emphasized by almost every introductory qualitative methods textbook in its discussion of the recording of field notes and interviews. Wolcott (1994) writes that “whenever I engage in fieldwork I try to record as accurately as possible, and in precisely their words, what I judge to be important of what people do and say.” 

The researcher made notes during the course of each interview using his own analysis document which mirrored the questionnaire protocol, but with additional space available where abbreviated notes were jotted down. These are called this ‘interview comments’ (Maxwell, 1992) or ‘raw’ field notes gathered from individual interviews (Patton, 2001). Refer to Appendix E for the details of these comments. The note taking gave the researcher the advantage of being able to record observations and responses to questions immediately and it also allowed for control over the pace of the interview. Writing notes is a form of automatic screening and summarising of the information. After each interview the recordings and ‘raw’ field notes were transcribed by the researcher into an electronic version of the analysis document with a table per question per respondent. These ‘expanded’ field notes (Morse, 1994) were written as full sentences and included commentary as well as anything relevant which the researcher wanted to add, but had not had time to write down during the interview.

Because note-taking can lead to omissions, distortions, error and bias, all interviewees agreed to have the interviews recorded and transcribed (Maxwell, 1992; Wolcott, 1990). Detailed notes, combining interviews, transcriptions and field notes, were then created in the analysis document that proved to the repository of all responses. 

4.2
Data Analysis

According to Strauss (1987), a data analysis strategy is a process of systematically applying logical techniques to describe, summarise, and compare data. Yin (2003) describes data analysis as the process of “examining, categorizing, tabulating, testing or otherwise recombining both qualitative and quantitative evidence” to address the initial propositions of a study. The outcome of the analysis was descriptive and interpretive. The descriptive analyses yielded information on processes and relationships while the interpretive analyses helped to create generalizations, provide insights and identify problems (Campbell, 1996). 

4.2.1
Research Questions Analysis Strategy

Recognising the dependence on individuals’ views this work treated the case study approach as interpretive (Walsham, 1995) rather than scientific as categorised by Galliers (1991). The early stages of this research yielded some quantitative data and a large amount of qualitative narrative information. The next step in the research was to analyse this information. This involved identifying the simple descriptive statistics and then analysing the content to reduce the data and create categories. The final step involved analysis of this reduced data and descriptive counts. The strategy was to develop a case study description to identify appropriate causal links to be analysed (Yin, 2003). 
4.2.1.1
Analysis of the Quantitative Data

In this research a number of the questions required responses that could be easily counted and summarised. Descriptive statistics e.g. how many times a certain response occurred are valid descriptions of data (Maxwell, 1992). The multiple-choice questions, which produced quantitative data, were counted. This approach is subject to threats of descriptive validity and is called ‘quasi-statistics’ – simple counts of things to support claims that are implicitly quantitative (Becker, 1970).  But what makes this a valid procedure is that  it does not involve statistical inference to some larger universe than the phenomena being directly studied, but remains only the numerical description of the specific object of study. As stated above no inference can be drawn from these counts and they served only as a useful numerical description. One final method employed was the use of data displays which is described as a “visual format that presents information systematically so that the user can draw valid conclusions and take needed action,” Miles & Huberman (1994). Examples of displays include tables and bar graphs. 
4.2.1.2
Analysis of the Qualitative Data

The open questions were more qualitative and were subject to content analysis, also called reflective interpretation or interpretive analysis (Martin, 2003). Strauss (1987) suggests that content analysis be used in the reduction of qualitative data to develop a more consolidated picture; while the purpose of reflective interpretation or interpretive analysis is to develop a coherent interpretation that was consistent with the views expressed by the interviewees. These techniques represent a formal approach to qualitative analysis and have been advocated as a means of analysing qualitative data (Easterby-Smith et al., 1991). Content analysis has been referred to as the diagnostic tool of qualitative researchers, used to make sense of a large amount of open-ended data (Mostyn, 1985). It is a procedure for organising non-structural information into a standardised format that allows a researcher to make inferences about the characteristics and meaning of written or recorded material (Merriam, 1998). Interpretive analysis, which has its roots in social science inquiry, is a technique where the focus is on the formation of theory by observing and coding the messages (Neuendorf, 2002) and involves “theoretical sampling; analytical categories; cumulative, comparative analysis; and the formulation of types of conceptual categories.” 

The general qualitative data analysis method consisted of the following steps:

· Conversion of rough field notes that were made during the interviews into a written record which included the researchers thoughts and reflections and which were distinguished from the original field notes.

· Allocating specific codes to each theme that emerged from the data. 

· Allocating codes to categories that were part of an a priori design.
· Grouping  the codes into smaller categories according to pattern or themes that emerged
· Writing summaries of the findings.
· Utilising the summaries to construct generalizations.
· Continuation of the above steps until the researcher was satisfied that the generalizations emerging were sufficiently strong.

4.2.1.3
Data coding

The first task of this data analysis was to condense this information and find a systematic way to summarise it. This involved coding the qualitative data which entailed mapping the interview transcripts and notes made during the interview. Since the number of case studies was of a manageable number, all of the data was analysed. Codes corresponded to particular themes from the responses. A table of codes and ‘expanded’ field notes from the individual and focus group interviews was developed. Codes were allocated to pre-existing categories developed as part of an a priori design and also to the categories that emerged from the data. Codes were based on words or themes from the data (Strauss, 1987). Given that the focus of the research is an exploratory study, it followed that the data analysis process was primarily data driven and themes emerged from the data.

The responses were also discussed with work and research colleagues (Walshman, 1995) and the findings reflect the researchers’ interpretation having being solely and fully involved in all stages of the data collection and analysis. Once content analysis has been performed on a set of data, the data was subject to frequency counts and descriptive statistics.

4.2.1.4
Category construction

The process planning dimensions provided a convenient and appropriate high-level coding scheme. The 6 process dimensions that were investigated were allocated codes D1-D6. Within these planning dimensions, themes were identified and allocated codes. The multiple-choice questions provided natural categories that only needed to be allocated appropriate codes. Responses to each question were then summarised into tables, and the number of times each response was mentioned was counted. 

Hussey & Hussey (1997) writes that open-ended questions can only be coded after they have been completed by respondents. Neuendorf (2002) has a contrary view and contends that an a priori design is part of the task of meeting the requirement of ‘objective-intersubjectivity’ and all decisions on variables, their measurement, and coding rules must be made before observation occurs. Variables chosen and measured after data is collected describe an inductive approach. But a lot of exploratory work should be done before the coding scheme is finalised. The entire process was viewed as a combination of induction and deduction. Using this process for category construction, the main categories for Research Question 1 were:
· Formalisation (D1)

· Consistency (D2)

· Flow (D3)

· Focus (D4)

· Participation (D5)

· Comprehensiveness (D6) 

Research Question 2 did not require a category construction but integrated the relevant steps described by the respondents to derive the planning model.  The main categories constructed for Research Question 3 were:

· Benefits anticipated (Ben_Ant).
· Benefits experienced (Ben_Exp).
· Barriers anticipated (Bar_Ant).
· Barriers experienced (Bar_Exp).
· Implementation issues (Implement_Issues).
· Implementation methods
(Implement_Methods).
4.3
Reliability and Validity

The value of scientific research is partially dependent on the ability of individual researchers to demonstrate the credibility of their findings (LeCompte & Goetz, 1982). Validity has long been a key issue in debates over the legitimacy of qualitative research: if qualitative studies cannot consistently produce valid results, then policies, programs or predictions based on these studies cannot be relied upon (Maxwell, 1992). Validity is defined as qualitative research that is “plausible, credible, trustworthy and therefore, defensible,” (Johnson, 1997). Neuendorf (2002) refers to validity “as the extent to which an empirical measure adequately reflects what humans agree on as the real meaning of a concept.”
Some qualitative researchers have suggested that traditional quantitative criteria of reliability and validity are not relevant to qualitative research (Smith, 1984). Some qualitative studies are better than others and validity is the term used to describe that difference. Stenbacka (2001) says indicators best suited to the concept of quality in the inductive context are validity, reliability, generalisability and carefulness. According to Campbell (1996), in conventional paradigms, researchers seek validity, generalisability, reliability and replicability, while the more naturalistic paradigms seek credibility, transferability, dependability and confirmability. 

4.3.1
Measures of Validity Employed

This section deals with the criteria of validity that apply to this research and also details the strategies employed to promote validity in the research.

· Descriptive Validity

One of the main concerns with qualitative research is the factual accuracy of the research i.e. is the researcher correctly ascribing a comment made by a respondent during an interview (Maxwell, 1992; Johnson, 1997). Descriptive validity can refer to issues that were omitted and those that were included e.g. a verbatim interview transcript might be descriptively invalid in omitting features of respondents speech such as pitch and tone which may be essential to the understanding of the interview. Low Inference descriptors (Johnson, 1997) are the use of descriptions phrased very close to the respondent’s account and the researcher’s field notes and verbatims (i.e. direct quotations) is a commonly used low inference descriptor. In this study the interviews were transcribed soon after they took place. The transcriptions were used to add more accurate details to the raw field notes and included direct quotations that were used in the analysis section.

· Interpretive Validity

Interpretive validity refers to the degree to which participants’ viewpoints, thoughts; feelings; intentions and experiences are accurately understood and reflected by the researcher in the research report (Johnson, 1997). It refers to the feedback and discussion of the researchers’ interpretations and conclusions with the actual participants and other members of the participant community for 
verification and insight. 
· Theoretical Validity and Internal Validity

Internal validity refers to the degree to which a researcher is justified in concluding that an observed relationship is causal. One strategy for achieving theoretical validity is peer review. Creswell & Miller (2000) define peer debriefing as a peer review of the data and research process by someone who is familiar with the research or the phenomenon being explored. The researcher has many peers and colleagues in the IT industry and was able to call upon people of similar experience who were able to review the research process and the results of this study.  While not providing written feedback, the researcher’s colleagues served as a sounding board for ideas that have added credibility to the study. 

· Generalisability and External Validity
The concept of generalisability is consistent with the term eternal validity. The generalisability of findings is the extent to which they may be applied to other cases, usually to a larger set that is the defined population to which a study’s sample has been drawn (Neuendorf, 2002). Generalisation in qualitative research usually takes place through the development of a theory that not only makes sense of the particular persons or situations studied, but also shows how the process in different situations can lead to different results (Maxwell, 1992). The issue is whether the resulting conclusions are general for a population - this puts pressure on the sample to be representative of the whole population being researched. Stenbacka (2001) states that that “the basic quantitative demand for generalisability makes qualitative research look suspicious since the concept of sample is used generally in research with no thought of its irrelevance in the qualitative context.” Yin (1989) points out that that the results in a qualitative study 
are intended to be general in respect to theory not to population.

External validity is important when you want to use the research findings to make general statements about other people, settings and times (Cook & Campbell, 1979). Typically generalisability is not a major purpose of qualitative research. One of the reasons for this is that people and settings examined in qualitative research are rarely randomly chosen and random selection is the best way to generalize from a sample to a 
population. 
Some experts argue that rough generalizations can be made from qualitative research. We can generalise to other people, settings and times to the degree that they are similar to people, settings and times in the original study. This is called naturalistic generalisation (Stake, 1990). Johnson (1992) states that to help readers of a research report know when they can generalise, qualitative researchers should provide the following types of information:

· The number and kinds of people in the study.

· How they were selected to be in the study.

· Contextual information.

· The nature of the researchers’ relationship with the participants.

· Information about any respondents.

· The data collection methods.

· The data analysis methods.

All of the above information was provided in detail in this research study with the caveat that anonymity of respondents and respondent organisation was maintained; which, while there was no intention to generalise, it did provide an opportunity for naturalistic generalisation.

· Instrumental validity 
A pre-test and pilot study of the instruments improves the validity of the instruments (Mathison, 1988; Maxwell, 1992; Patton, 2001; Compeau & Higgins, 1995). A pre-test, was conducted for this study. The questionnaire was distributed to 3 individuals. A number of suggestions were made concerning the wording and structure of the interview schedule and these suggestions were incorporated into a revised version. A pilot study which went through the entire research procedure with a small 
sample was conducted for this study where the questionnaire was tested in an actual interview environment. Two pilot interviews were held and based on these experiences the questionnaire was again changed. 
· Reflexivity
Johnson (1997) states, that one potential threat to validity is called ‘researcher bias’ which results from selective observation; selective recording of information; and from the researchers personal views and perspectives. This affects how data is interpreted and how the research is conducted. The key strategy to counter researcher bias is ‘reflexivity’ i.e. the researcher actively engages in critical self reflection and attempts to monitor and control any biases.

· Data Triangulation
In data triangulation the researcher uses multiple data sources in a single research study. In this case a data source does not mean using different methods. Data triangulation refers to the use of multiple data sources while using a single method i.e. the interview (Johnson, 1997). This was done in this research study by conducting multiple interviews. As far as 
it was possible, 2 interviews were conducted at each organisation. This was done for 3 of the 8 organisations. The remaining 5 organisations were only able to provide a single respondent and this is recognised as a limitation of the study.

· Referential adequacy

Referential adequacy is the use of mechanically recorded data such as tape recorders, videotapes, photographs (Lincoln & Guba, 1985). This study recorded all the interviews using a Dictaphone.

4.3.2
Measures of Reliability Employed

Yin (2003) defines reliability as a demonstration that the operations of the study such as the data collections procedures can be repeated on the same case study with the same results. It must be noted that the emphasis is on doing the same case study and not ‘replicating’ the study by doing another case study. In contrast Carmines & Zeller (1979) use ‘replication’ in their definition and state that reliability has been defined as the extent to which a measuring procedure yields the same result in repeated trials or the extent to which studies can be replicated (LeCompte & Goetz, 1982).  The question that can be framed with respect to reliability is “will the evidence and the conclusions stand up to close scrutiny?” Hussey & Hussey (1997) contend that it is important for the reliability of the research that similar observations and interpretations can be made on different occasions and / or by different researchers. Stenbacka (2001) argues reliability has no relevance to qualitative research where it is impossible to differentiate between researcher and method. LeCompte & Goetz (1982) believe qualitative research enhances the reliability of the research by handling the following 5 major problems: researcher status position, informant choices, social situations and conditions, analytic constructs and premises and methods of data collection and analysis.
While there may be nuances in the definitions of reliability, particularly with respect to replication, the goal of reliability is to minimize the errors and biases in a study (Yin, 2003). 

· One method of reliability, proposed by Sykes (1991) is for the researcher to make the whole research process visible i.e. preparation, data gathering and analysis. In this research study full disclosure has been made of all of the processes from inception all the way through to the writing of the report. Yin (2003) adds that the one prerequisite for allowing a repeat of the original research is to document the procedures followed. 

· Another method to increase reliability is maintaining a chain of evidence, the principle of which is to allow the reader to follow the steps in either direction in the derivation of any evidence ranging from initial research to ultimate conclusions (Yin, 2003). This process must assure the reader that all evidence was indeed collected during the data collection procedures and that no information has been lost through carelessness or bias. 
· Inter-judge reliability is achieved by determining the degree of agreement between participants (De Vellis, 1991). This research compared the interviews from participants across organisations. It also compared interviews within organisations that provided more than one interviewee. Patterns in the responses from inter-organisation and intra-organisation interviews indicate the degree of consistency in the responses analysed. 

· The research also employed a test-retest method that used multiple questions to probe the same concept in order to achieve reliability. For example interviewees were asked their opinion with regards to the degree of formalisation for strategic planning for convergence within their organisations and then they were also asked to indicate what formal processes, structures etc. exist to guide the strategic planning process. 

4.4
Ethical considerations for Data Analysis

Some commentators believe that firm ethical principles should be established for business research while others believe that ethical codes can be simplistic and rigid and sometimes it may be necessary to be vague and covert about the actual nature of the research in order to achieve useful findings (Hussey & Hussey, 1997). A discussion of the ethical issues taken into consideration for this research study follows: 

· It is normal to offer confidentiality and anonymity to respondents in a research study as this encourages more useful, open and honest answers (Hussey & Hussey, 1997; Campbell, 1996). This research has not divulged the identity of the organisations or of the respondents representing such organisations. The only information regarding the organisation related to a brief description of their sector and main service offerings. This was vague enough to fit a number of organisations in that particular sector. The only personal classification information with respect to individual respondents was the respondents’ job title which is insufficient to identify the respondent.  All data gathered was treated confidentiality and no information was presented in any way that permitted linking certain individuals to specific responses Information was also presented in an aggregate form.
· The researcher has an obligation to tell the truth when presenting the findings (Campbell, 1996).
These ethical considerations were followed to the best of the researcher’s ability. Ethical clearance was not requested because the unit of analysis was organisations and no personal views were solicited i.e. the respondents represented organisations and were not presenting their personal views but rather were stating and describing the process of strategic planning within their organisations.
4.5
Conclusion

This chapter started with the data management methodology employed in this research and detailed the data analysis methods, qualitative and quantitative, used. It highlighted the data coding and category construction. It also discussed the measures of reliability and validity that were employed and finally highlighted all the ethical considerations that were taken into account. Chapter 5 will present the finding from the research. 
Chapter 5

Presentation and Interpretation of Findings

5.1
Introduction

The research methodology and data analysis strategy used for this research were presented in chapters 3 and chapter 4. This chapter presents the findings from the interviews as derived after the content analysis. Figure 5.1 below illustrates where this chapter is situated within the overall research strategy. 
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Figure 5.1: Chapter 5 within the overall research study

5.1.1
Structure of report

Just as the designs of qualitative research vary, the write-up takes on different formats depending on the purpose of the study and the intended audience (Campbell, 1996). The following conventions are used in the presentation and interpretation of the results:

· Bullet points are used to highlight important finds in the results. 

· Substantial quotations from respondents are denoted by a dash (-) and indented from the left margin in an italic font. 

· Other shorter quotations are embedded in the text in an italic font. 

· Bar charts and tables are used to illustrate findings. 
Results were reported on an organisational level. Multiple interviews within one organisation were treated as confirmatory. If divergent views were found during the analysis phase, it was reconciled by contacting these interviewees with a view to reaching consensus. Where these divergent views could not be confirmed it was reported.
5.1.2
Analysis on the Demographic Information

In total a sampling frame of 24 organisations was identified, with an eventual sample of 8 organisations. Appropriate people were identified as interviewees and were contacted in their role as representatives of that particular organisation. The respondents were senior personnel within their respective organisations and had insight into the reason why organisations deployed convergence initiatives. They were able to highlight the benefits expected and the barriers encountered, and shed light on the level of planning that preceded the projects. In total, 11 participants from 8 organisations contributed to this research and all were interviewed individually.  Five organisations provided 1 respondent each and 3 organisations provided 2 respondents. 

Four of the interviewees were in executive IT positions with titles of chief information officer (CIO), chief technology officer (CTO) or technology directors. Three of these respondents were from system integrators and the fourth respondent was from a traditional information technology organisation. Five IT managers were represented in the sample. The specific responsibility included new business development, ICT process optimisation and general IT management. One respondent was the managing director of the company and another was the chief enterprise architect. 
The industry sectors represented by the organisations in the sample were:

· Telecommunications (1)

· Information technology (1)

· Transport (1)
· System Integrators (5) 

The predominance of system integrators in the sample may be attributed to the complex nature of convergence projects. System integrators are generally technology-agnostic and seek to implement solutions most suitable to their clients. They are responsible for integration and assemble packages of various types of services and equipment. These packages are customised to the specific requirements of their clients (Noam, 1994).  Three of the integrators operated in the telecommunications and information technology sectors. The remaining 2 represented the transport and telecommunications sectors.

5.1.2.1 Organisational Roles and Responsibilities 

	
	X1
	X2
	X3
	X4
	X5
	X6
	X7
	X8
	Total

	Information Technology
	
	
	
	
	x
	
	x
	
	2

	Strategy & Planning
	x
	X
	1
	
	x
	x
	
	x
	6

	Business Development
	
	X
	
	
	x
	x
	
	x
	4

	Operations
	x
	
	
	
	
	
	
	
	1

	Research & Development
	x
	
	
	
	
	
	
	
	1

	Network Management
	x
	
	
	
	
	
	
	
	1

	Service Delivery
	
	
	
	x
	
	
	
	
	1


Table 5.1: Roles and responsibilities across the organisations

(The total adds to more than 8 because respondents were allowed to choose more than 1)

The respondents from 6 organisations considered their main role as ‘strategy and planning’; 4 organisations selected ‘business development’, 2 selected ‘information technology’ and 1 each for the remaining categories of ‘operations’, ‘research and development’, ‘network management’ and ‘telecommunications’ (See Table 5.1). Four of the organisations indicated dual roles of ‘strategy and planning’ and ‘business development’. The high number of respondents responsible for strategy and planning validated the choice of interviewees as this was the target group of this study.

5.1.2.2 Average Experience in Years at the organisational level

In addition to the strategic roles and responsibilities the respondents also had a large amount of work experience which contributed to the integrity of the information that was collected. The average experience in ‘IT planning and administration’ across all organisations was approximately 12 years. The average experience in ‘network planning and administration’ across all organisations was approximately 5 years. The average experience in ‘telecommunications, media and broadcasting planning across all organisations was approximately 4 years. 

5.1.3
Analysis on the Definition of convergence

Given the lack of an agreed upon comprehensive definition for convergence, one of the aspects of convergence posed to the respondents was a list of 12 definitions, from which the respondents were asked to choose the one they believed was most appropriate (see Appendix B). Participants were allowed to choose more than 1 definition. The 2 most popular definitions selected were:

· A multi-service network that attempts to integrate data, voice and video solutions onto a single (IP-based) network.

-
The integration of several media applications (data, voice, video images) onto a common packet-based platform.
The next most popular was

-
The increasing interrelationship and level of integration, between the disciplines of telecommunications, broadcasting media, and information technology.
See Appendix B for a full list of the definitions of convergence.
The common factor is the inclusion of data, voice and video services in both definitions and the choice of a ‘single network’ or ‘common network’ which must be ‘packet based’ or ‘IP-based’. This represents a strong technology slant in the way the respondents define convergence. Gillwald (2003) supports this finding and notes that while there are many different types of convergence, the most commonly referred to aspect of convergence is the technological aspect. 
5.1.4
General Comments on the Research

Some of the respondents commented on the relevance of the research. The opinion of most of the respondents is embodied in the words of one respondent who said:

-
“…this is an interesting study that touches on most of the points relevant and pertaining to the strategic planning process for convergence.”
One respondent indicated that while the study was comprehensive with respect to strategic planning for convergence, he would have liked to see more probing into the detailed plans that inevitably follow the strategic planning process. The purpose of the study was reiterated i.e. it was focused on the strategic planning aspects for convergence and any analysis of the detailed planning for convergence represents a separate research area.

Another respondent requested a copy of the interview schedule and felt it would a useful guide to structure the planning process within his organisation. 

5.1.5
Structure for Presentation of the Findings of the Research Questions

The literature review identified 3 research questions, which in turn were articulated through a series of questions detailed in the interview schedule (Appendix D). 
Research question 1 sought to understand the extent and sophistication of the strategic planning process for convergence by investigating the 6 planning process dimensions as identified in the literature.  
The dimension of formalisation (D1) revealed the extent to which organisations considered their process for planning as formalised by investigating the structures, techniques and procedures that exist to initiate and guide the planning process.  It investigated the use of formal guidelines to document the outcomes of strategic plans and considered to what extent a formalised process for planning increased organisational ability to consider a larger number of issues. Consistency (D2) analysed the planning cycles employed by organisations – ad hoc or part of a continuous planning cycle - both for planning and for revisions to the strategic choices. It attempted to determine the average length of the strategic planning process. Planning flow (D3) looked at the roles and responsibilities which different levels within an organisation play in the planning process. Who within organisations are primarily responsible for endorsing, initiating, formulating, leading and implementing strategic plans? It also determined the composition of the decision-making structure that evaluates alternatives and provides strategic direction. The dimension of focus (D4) sought to understand what the primary purpose of strategic plans within organisations is; is it to generate innovative solutions or does it have a more basic cost rationalisation purpose? It also determined the extent to which strategic planning for convergence is integrated into the organisation’s normal financial planning routine. Participation (D5) investigated the breadth of involvement in organisations for the strategic planning process and ascertained whether strategic planning for convergence is a relatively isolated activity. Comprehensiveness (D6) looked at the extent to which organisations are exhaustive in the planning process with respect to information gathering and defining solutions. Do organisations attempt to uncover all possible solutions prior to making a choice or is their strategy to choose the first solution that meets the requirements. It also identified the constraints that exist that prevent the search for an optimal solution.
Research question 2 sought to understand the actual content of these plans, which entailed identifying the various planning steps that organisations undertake. With the major loss of IT investments being attributed to the lack of implementation of strategic plans, this section also sought to understand the extent to which organisations plan for implementation. 

Research question 3 sought to understand the benefits and barriers being planned for and anticipated, and what is actually being experienced by organisations. Is there any discrepancy between the benefits anticipated and what was eventually gained? With the literature pointing to there being a narrow view of convergence, this research area attempted to ascertain if the identification of the benefits of, and barriers to convergence were included in the planning steps.
These findings relevant to each research question are discussed in greater detail in subsequent sections. The findings are consolidated with the literature in part 4 of this chapter. Figure 5.2 presenting a summary for the presentation of the findings. The next section presents the findings of the data with respect to research question 1. 
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Figure 5.2: A priori categories for the presentation of the findings
RESEARCH QUESTION 1
5.2
Presentation and Interpretation of Findings: Dimensions of the planning process

The analysis for the 6 process dimensions studied in research question 1 will begin with:

· A brief reminder of the dimension in review.

· A presentation of the quantitative data where relevant.

· Presentation of additional evidence from respondents. 

· Analysis and interpretation of the data.

This question represented an a priori design and did not require the allocation of codes for emergent categories. Figure 5.3 below illustrates the categories for the presentation of the findings for research question 1. 
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Figure 5.3: A priori categories for the presentation of the findings for research question 1
5.2.1
Dimension D1: Formalisation

This section presents the participants’ understanding of the level of formalisation with respect to strategic planning for digital convergence. Formalisation refers to the existence of structures, techniques, written procedures, and policies that guide the planning process (Lederer & Sethi, 1996). 
5.2.1.1
Degree of Formalisation

Two respondents indicated a ‘not formalised’ process, 4 indicated a ‘semi-formalised’ process, and the remaining 2 respondents indicated a ‘formalised process’ with regards to the degree of formalisation in the planning process for convergence within their respective organisations.  These responses are categorised in Table E1 in Appendix E.

The following sampling of responses provides evidence from the 2 organisations that declared a formal planning process
-
“Our process is formalised; we have a brief from our parent organisation which we have to fulfill on an annual basis. It includes predictions for the year ahead based on the industry sectors we target and also based on the current environment.”
-
“The strategic outlook is reviewed annually and is linked to the organisations performance management. The operations plan and management is designed around strategy.” 
When probed for a possible reason for the lack of formalised planning, one respondent said

· “The reason our process isn’t formalised is because of the uncertainty in the market itself so we have a semi-formal process that looks at current trends and technology.”

Another respondent indicated that while there was no formal planning for convergence there was planning for the deployment of services that utilise a converged framework. Additional evidence from participants can be found in Appendix E, Figure E1.
5.2.1.2
Initiating and Guiding the Planning Process

While the formalisation of planning for convergence was not very high, 6 organisations indicated the existence of formal structures, techniques and guidelines to initiate and guide the planning process, which can be interpreted as an intention to create a more formal planning environment. These responses are categorised in Table E2 in Appendix E. Additional evidence from respondents can be found in Appendix E, Figure E2.

Organisation X1 elaborated on this question and said 

-
“…the initiation of the planning process is undertaken by a business area called New Business Development  which is responsible for initiating and investigating trends, which are then presented to a committee of the executives, a few technical people, and the information systems division, who 
then decide whether this initiative should continue.” 
One system integrator relied on partner processes called the “steps to success” for guidelines. 

Unhappiness with the current semi-formalised process was voiced by one organisation who indicated that a process was underway to change their situation

-
“…we are still working on the governance structures to get it much more formalised.”
Another respondent provided additional evidence and noted that the organisation had started on the development of written guidelines 2 years ago. 

5.2.1.3
Collection and dissemination of information

Three organisations indicated a formal process for the collection and dissemination of information. One respondents’ comment, gave some insight into the collection and dissemination processes, stating

-
“it was left to the business unit although the organisation had adopted the concept of an internal and public forum laboratory to look at trends.”
Another respondent provided an example and said his company made use of a research house 

-
“We follow various approaches; we go to Gartner where we get qualified research. We also go to other research bodies to validate the research. We use 3 or 4 different research bodies. We also do some internal qualification using internal processes to verify the information.”

Organisation X6 utilised an “internal business intelligence unit” for analysing market trends and competitors, while another organisation was in the process of developing a “knowledge management strategy” to collect and disseminate information in a formal manner. Additional evidence from respondents can be found in Table E3 and Figure E3 in Appendix E.
Three organisations indicated a ‘non formal’, and 2 indicated a ‘semi-formal’ process for the collection and dissemination of information. The non-formal data collection process was justified by one respondent, saying

-
“We expect our solution architects, who are our main technical design authorities, to 
use whatever is available; we do not prescribe.”
5.2.1.4
Documentation of Outcomes

Five organisations indicated a formal documentation of outcomes with organisation X2 using the COBIT framework, which is an open standard that is being used increasingly by organisations. One system integrator had a formal process to document the outcome of the planning process that was based on the parent organisation guidelines.
One organisation elaborated on the organisational process 

-
“…we have guiding principles as to what is required as a presentation tool to present to the Exec(utive).”

Additional evidence from respondents can be found in Appendix E, Figure E4.
5.2.1.5
Increased ability to consider a greater number of issues

Six of the respondents indicated that formal planning would increase an organisation’s ability to consider a greater number of strategic choices. Refer to Table E4, Appendix E for this breakdown. 
A respondent from organisation X5 indicated that while the number of issues able to be dealt with may not increase in a more formalised process, it may 
-
“…create better quality output.”

One organisation indicated the opposite and elaborated 

· “…a formal planning system would draw out the decision-making process and would compromise our flexibility and agility.”

This view is supported by a host of researchers (Lederer & Sethi, 1996; Sabherwal & King, 1995; Earl, 1993) who state that efficiency gains derived from a formalised process must be balanced against reduction in issue flexibility i.e. a formalised process retards prompt and efficient elimination of strategic issues once they become unimportant or resolved. 
In general an impression was created that there was a definite intention to create environments that promote a more formal planning process. One respondent was not in favour of creating a formal strategic planning process and justified this 

· “…a formal approach to planning would comprise their flexibility and agility.”

Additional evidence from respondents can be found in Appendix E, Figure E5.
5.2.1.6
Summary of formalisation

The majority of organisations indicated a non-formal or semi-formal planning process. One reason attributed to the adoption of a semi-formal approach was the uncertainty of the markets and the fluidity of the IT industry that made it necessary for organisations to adopt a semi-formal process that looked at current trends and technology developments. It is also possible that this level of uncertainty is being further exacerbated by the current credit crisis. While convergence planning is generally not formalised at present, formal structures, techniques and guidelines were in place to initiate and guide the planning process in the majority of organisations; an indication of changes being made to ensure a more formal planning environment. One organisation was in the process of introducing formal planning elements, while another was working on governance issues related to strategic planning; all of which was indicative of change.
An impression was created that the collection and dissemination of information, while not totally formalised in the majority of organisations, was integral to the planning process. Either research houses or an internal capability was used for this. The majority of organisations reported that there were no formal guidelines to document the outcomes of strategic planning. One organisation was using the Control Objectives for Information and related Technology (COBIT) framework for this purpose; COBIT is an open standard that is being used increasingly by organisations to ensure alignment between the use of information technology and its business goals (Ridley et al., 2004) and was created by the Information Systems Audit and Control Association (http://www.isaca.org/), and the IT Governance Institute (http://www.itgi.org/) in 1992. 
While the majority of organisations believed that a more formal process for strategic planning would increase the organisations ability to consider a greater number of issues, one dissenting view was that a more formal process would make organisation decision-making slower. 
5.2.2
Dimension D2: Consistency

This section presents the participants’ view of the level of consistency with respect to strategic planning for digital convergence. Consistency refers to the frequency of planning activities or cycles as well as the frequency of evaluation / revision of strategic choices (Sabherwal & King, 1995 as cited in Segars et al., 1998).

5.2.2.1
Ad-hoc or part of a continuing cycle

With regards to conducting their planning process, 6 out of the 8 respondent organisation’s selected ‘continuing planning cycle’ rather than on an ‘ad-hoc’ basis. Refer to Table E5 in Appendix E for this categorisation.

One respondent, from organisation X3, voiced dissatisfaction with his organisations’ current approach

-
“…had a problem with the current ad-hoc approach.”
Respondent X1 justified the ad hoc approach and emphasised the uncertainty of the markets in which his organisation operates and stated 
· “…the organisation did not have any detailed planning around a 3-5 year strategy.”

Two organisations chose both ‘ad-hoc’ and ‘part of a continuing planning cycle’. One organisation justified this as due to the various planning exercises undertaken on behalf of client organisations while the other indicated that 

-
“broad organisational strategy for convergence was conducted as part of a continuing cycle, but that smaller strategic objectives and projects were done on an ad-hoc basis.” 

These reasons put forward for choosing both options seem reasonable and it does not seem that the organisations are confused as regards consistency; rather organisations seem to be a displaying a flexibility that may be necessary in certain circumstances. 

5.2.2.2
Duration of the planning process

There was no consensual view for the duration of the planning process; the timescales varied greatly with the longest strategic planning timescale indicated was 3 years and the shortest was 1 month. 

One respondent elaborated and said that

· “More often than not strategic planning does not have a start and an end. Some projects may start with data and voice convergence strategic objective but then may evolve to include a video convergence strategy.”

Another respondent elaborated and said

-
“It depends. Because it is ad-hoc there are no specific processes. Some are fast; some are tedious and take a long time. And herein lies the problem because there is no consistency.”
5.2.2.3
Timelines for Adjusting and Reporting Strategic Plans

This section looks to see how frequently assessments are undertaken of the choices made during strategic planning with a view to adjusting these plans to meet changing conditions. It also looks at the frequency of progress reporting. 

A review of strategic plans happened every 6 months in 3 of the organisations; once a year for 1 organisation and monthly in 1 organisation.

One respondent provided evidence of this

-
“We review every 6 months and the reason we use 6 months is that we find that in our industry 
trends change every 6 months anyway. We don’t have any detailed planning around a 3-5 year strategy. Our long-term strategies are governed by the fact that we will build things centrally and distribute to the entire customer base.”
One respondent was not happy with the review period and indicated the reviews were held 

· “…not often enough” and elaborated 

· “…we view the results as they are being produced but we don’t necessarily review the process and the choices that are being made.”
One respondent noted that the reporting of progress was “results based” i.e. reports were only given after a significant amount of progress had been made. There was no formal way to judge what constitutes ‘significant amount of progress’, and this was a subjective call. Additional evidence from respondents can be found in Appendix E, Figure E6.
5.2.2.4
Summary of Consistency

The majority of organisations indicated that their planning was part of a continuing cycle rather than ad-hoc, which indicates a high level of consistency. There was evidence of flexibility with some organisations indicating both high and low consistency in their planning process. This duality was specific to system integrators whose ability to take a variety of projects across a variety of clients may necessitate a planning system that is based on the complexity of a particular project, and able to accommodate a variety of planning scenarios. The duration of the planning process was vastly different with most organisations being unable to generalise planning timeframes. If organisations were capable of indicating a timeframe for review of strategic plans, the majority indicted timelines of less than 6 months, even going down to once a month. These shorter assessment periods are further evidence of high consistency (Segars & Grover, 1999).

Consistency also measures the speed of decision-making (Eisenhardt, 1989) and high consistency may be necessary to increase decision speed and facilitate rapid adaptation to unexpected changes in the internal and external environment. The IT and telecommunications industry has long been perceived as a very fast-changing environment in which organisations have to show extreme adaptability (Kaluza et al., 1999). Frequent revisions can help to counter unexpected changes in the environment. Green (2001) supports this view and states that the longer the planning the more likely something will render it invalid; for example, few companies foresaw the speed with which the internet would take hold and the rapid growth of e-commerce.
5.2.3 Dimension D3: Flow

This section presents the participants’ view of the level of flow with respect to strategic planning for digital convergence. Planning flow refers to the locus of authority or devolution of responsibilities for strategic planning; in other words, the roles played by corporate and divisional managers in the initiation of the planning process (Segars & Grover, 1999).
5.2.3.1
Organisational Responsibility for Strategic Planning

This section intended to ascertain the roles and responsibility for the different aspects of the strategic planning process. It interrogated the activities of endorsing, initiating, leading, formulating and implementing across several categories of management in order to gauge those activities which dominate in different categories. These responses are categorised in Table E6 in Appendix E and also illustrated in Figure 5.4 below. 
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Figure 5.4: Roles and responsibilities versus management categories

With respect to the ‘roles and responsibilities’ for the strategic planning process for convergence the following was noted:

· All 8 organisations selected executive IT management and 3 organisations selected non-IT executives for ‘endorsing’ the strategic planning process for convergence. 

· Six organisations selected executive IT management, 5 organisations selected non-IT executives and 7 organisation selected IT management for ‘initiating’ the strategic planning process for convergence.

· Two organisations selected executive IT management, 3 organisations selected non-IT executives and 8 organisations selected IT management to ‘lead’ the strategic planning process for convergence. 

· The ‘formulation’ of strategic plans is generally done by IT managers as selected by 7 organisations; business unit managers were selected by 4 organisations and network managers selected by 3 organisations. 

One respondent did state that lower-level managers are allowed to initiate strategic projects and said 

-
“The planning process goes all the way down to the engineer level.”

One organisation lamented that “seldom is anybody from networks / IT involved.”

· The ‘implementation’ of strategic plans was generally by network managers and lower-level managers with 4 organisations reporting that these levels were responsible for this function. 

Additional evidence from respondents can be found in Figure E7 in Appendix E. Figure 5.5 below illustrates management levels across various roles and responsibilities
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Figure 5.5: Management levels across roles and responsibilities

There is a decreasing level of involvement with respect to ‘endorsing’ strategic plans as you proceed lower down the management levels. Similarly there is an increasing level of involvement in the ‘leading’, ‘formulating’ and ‘implementation’ across the lower levels of management.
At an organisational level:

· Three organisations tasked both executive IT and non-IT executives for “endorsing” strategic plans.

· Only 1 organisation allowed network managers to ‘initiate’ strategic plans.

· Only 1 organisation expected executive IT management to formulate strategic plans; this was generally the domain of IT management.

· None of the organisations tasked IT executive with the responsibility of ‘implementation’.

See Table E7 in Appendix E for a full breakdown of roles and responsibilities at an organisational level. 

5.2.3.2
Evaluation structures

Generally senior structures evaluated alternatives with most respondents indicating that an executive or teams at a strategic level were responsible. Some of the responses were:

-
“Evaluation is done at a board level.”
-
“Evaluation is done by a chief information officer (CIO) council.”
-
“Evaluation is done by the CEO, CTO and COO.”
One respondent reported that it was important that the strategic planning message comes from the top. Additional evidence from respondents can be found in Figure E8 in Appendix E. 
5.2.3.3
Summary of Flow

The study indicated that higher levels of management – executive IT management and non-IT executives - are predominantly involved in the endorsing and initiation of the strategic planning process. The leading and formulating of strategic plans for convergence is also in the domain of upper management. This points to a ‘top-down’ planning flow with higher level of management assuming responsibility for formulating all strategic moves. It is important that executive management be intimately involved in the planning process as the likelihood of successful information system strategies declines rapidly the lower the rank of the responsible executive (Raghunathan & Raghunathan, 1989). Top-down flow is also characterised by limited participation of lower level managers in the initiation of the strategic planning process. In a top-down approach the role of functional or business unit managers is such a system for strategy implementation. The research supports this view with the majority of organisations delegating the responsibility of implementation to lower-level managers. 

The decision-making structure that evaluated alternate solutions and gave the organisation strategic direction was generally made up of senior personnel within the organisation. The make of these structures included board members and executive IT management. 
5.2.4
Dimension D4: Focus

This section presents the participants’ view of the level of focus with respect to strategic planning for digital convergence. Focus refers to the balance between creativity and control orientations inherent within the strategic planning system (Chakravarthy, 1987; Lorange & Vancil, 1976). 

5.2.4.1
Innovation or Integration

The classification of all responses is in Appendix E, Table E8 and is also illustrated in Figure 5.6 below.
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Figure 5.6: Innovation or Integration

(The total adds to more than 8 because respondents were allowed to choose more than 1)

In response to the question of what was the organisations’ primary purpose of strategic planning

· ‘Controlling of costs’ was selected by 5 organisations.
· ‘Generation of innovative solutions’ was selected by 4 organisations.
These 2 selections represent opposite ends of the spectrum with regards to planning focus; an innovative orientation nurtures creativity and encourages planners to systematically look for opportunities and threats in the environment and then generate innovative or novel solutions while an integrative orientation focuses more on control that is closely tied to the regular accounting and budgetary systems of the organisation (Segars et al., 1998).
Two comments in particular were particularly interesting, both which may shed light on the duality of the responses received. One respondent commented that while the main reason for strategic planning was ostensibly to 

· “…generate innovative solutions in practice the main reason was to simplify things and cut costs.” 

The other interesting comment was from the respondent from Organisation X6 

-
“While the generation of innovative solutions was the aim of strategic planning at a management level, at a project level the primary purpose turned out to be ‘controlling costs’, ‘allocation of resources’ and the ‘controlling of the diffusion of assets within the organisation.’

These 2 comments are interesting in that they indicate a difference between strategic planning objectives and the objectives at a more operational level. Strategic planning may have more lofty ideals, like innovation, but in practice these may have to be sacrificed in a real-world environment to meet more pressing day-to-day operational objectives.

One organisation selected ‘maintain and gain market share’ as that the main reason for strategic planning. 

5.2.4.2
Integration of convergence planning process with the organisations’ financial planning

Four organisations indicated that their strategic planning process for convergence was tightly integrated into their financial planning process, with 3 organisations selecting the opposite. These selections again illustrate the confusion for organisations strategic planning purpose, with 1 selection reflecting an innovative approach and the other an integrative approach. See Table E9 in Appendix E for the classification of all responses. 
One respondent gave a confusing response and stated that that while convergence planning was tightly integrated into the organisations’ financial planning cycle it was “out of sync”. No further elaboration was received.
5.2.4.3
Methods to encourage idea generation

The use of ‘proof of concepts’ was the most popular method of encouraging the generation of innovative solutions with 7 of the 8 respondents selecting this method. ‘Site visits’ received 6 selections; ‘pilot implementations’ received 4 selections and ‘vendor demonstrations’ receiving 3 selections. 

One respondent from organisation X1 elaborated on his choice

· “The proof of concept is where we create the innovation and the pilot is where we drive the innovation.” 

Two respondents shared their thoughts around methods to encourage idea generation and mentioned the following which were not part of choices provided

-
“Flat structure; no hierarchy on evaluation committee; process of collaboration; only 2 
directors sit on the committee.”
-
“We encourage our consultants to collaborate in a flat structure, both within the 
organisation and also with the parent organisation.”

One respondent had a dissenting view stating  

-
“Our creativity is stifled by our processes because our primary processes are focused along cost center activities.”
Organisation X6 used financial incentives to encourage innovation solution designs and split a ten percent commission between the technical and sales divisions. See Table E10 in Appendix E for the classification of all responses. Additional evidence from respondents can be found in Figure E9 in Appendix E. 
5.2.4.4
Summary of Focus

There seems to be a dual purpose as to the main reason for strategic planning with organisations split in their choice of innovation or more control; the consequence of this confusion or ambivalence sees organisations trying to accomplish both objectives. The search for innovative solution entails systematically searching for opportunities and / or threats in the external environment all of which implies that there will be a tangible cost involved e.g. purchasing market research. An integrative approach in contrast tends to seeks opportunity within the organisation, which implies less of a cost. This ambivalence in terms of strategic purpose was supported by an almost equal split between organisations whose planning was integrated into their financial planning routine and those whose planning was not tightly integrated. (Kaluza et al., 1999) contend that convergence  significantly  alters  the way business is done and innovative  approaches  need  to  be  pursued  in  order  to  gain  and sustain a competitive edge in the increasingly changing environment of these converging industries.

The majority of organisations had methods to test innovation with proof of concepts being the most popular. Flat structures in decision-making bodies and a culture of collaboration also encouraged idea-generation. A dissenting view was that of creativity being stifled in favour of a cost-saving focus.  

There was an indication that they may be a difference in what was planned and what occurred on an operational level. This could be a reflection of an organisation planning system out of touch with reality or a planning process that is not meeting organisational planning needs. One possible reason for differences in expectations was that threats to the environment were not been examined thoroughly enough. 

5.2.5
Dimension D5: Participation

This section presents the respondents view of the level of participation with respect to strategic planning for digital convergence. Participation captures the breadth of involvement in strategic planning (Lederer & Sethi, 1996; Sabherwal & King, 1995).
5.2.5.1
Breadth of Participation

This section ascertained the representation from the various functional areas for the planning process. See Table E11 in Appendix E for the classification of all responses. See also Figure 5.7 below and Table 5.2 below for an illustration of the breadth of involvement.
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The breadth of participation for convergence planning spanned the entire management spectrum:

· IT managers being the most involved – 8 selections.
· Executive IT management i.e. CIO/ CTO / Technology Director and network managers - 7 selections.
· Business unit managers and network managers – 6 selections.
· Senior executive (non-IT) – 4 selections.
· Lower level managers – 1 selection.
	
	Organisations

	Roles and Responsibilities
	X1
	X2
	X3
	X4
	X5
	X6
	X7
	X8

	CIO/ CTO / Technology Director
	x
	
	x
	x
	x
	x
	x
	x

	Senior Executive (non IT)
	x
	
	x
	
	x
	
	
	x

	IT Manager
	x
	x
	x
	x
	x
	x
	x
	x

	Business Unit Manager / Functional area Manager
	x
	x
	x
	
	x
	
	x
	x

	Network Manager
	x
	x
	x
	x
	
	x
	x
	x

	Lower-level Managers
	
	x
	
	
	
	
	
	

	Total across organisations
	5
	4
	5
	3
	4
	3
	4
	5


Table 5.2: Breadth of involvement across management levels within organisations

At an organisational level

· Three organisations involved the same 5 management levels.
· Three organisations involved 4 management levels.
· Two organisations involved 3 management levels.
One respondent, in justifying the need for the wide breadth of involvement said
-
“We found that if you don’t involve these people upfront you end up in a situation where what you’ve been planning around may not be practical in their environments. We involve the full spectrum of people upfront and later on we decide if they are required or not.”

Another organisation was not happy and attempting to change the current breadth of involvement by 

-
“…trying to change the level of involvement from business unit managers; currently their involvement is ad-hoc.”

Organisation X4 made use of a questionnaire in order to elicit requirements from business unit managers, requirements that could serve as in puts in the planning process.

One surprising result came from organisation X2 who indicated no involvement from the executive IT team or from the non-IT executive team. Organisation X2 was a system integrator who had displayed a strong dependence on its partner organisation, both in terms of solutions to be marketed and deployed, and also in terms of strategic direction.  This organisation also deployed convergence solutions across a variety of client organisations. It is possible that this reliance on the partner organisation has negated the need for executive decision-making and planning as this is imposed rigidly. 

Four of the organisations indicated that their planning process was an isolated activity while 3 indicated the opposite. See Table E12 in Appendix E for the classification of all responses. The respondent from organisation X1 elaborated 

-
“…while the strategic planning process for convergence was not an isolated activity it is not in our DNA.”

Additional evidence for an isolated approach included

· “…strategy was “isolated to the ICT community especially with respect to convergence”. 

-
“… while it is an inclusive process lower-level managers were still isolated from the process.”
Additional evidence for a non-isolated approach included

-
“It was isolated and confined to the CEO, CTO and CIO.”
-
“...strategy cannot (or should not) have an isolated approach.”

Additional evidence from respondents can be found in Figure E10 in Appendix E. 
5.2.5.2
Constraints to participation

The majority of organisations indicated a variety of constraints to participation, with only 1 indicating no organisational constraints. Additional evidence from respondents can be found in Figure E11 in Appendix E. 

One respondent identified a constraint that related to the structure and culture of the organisation

-
“The organisation was structured in silos with sections and departments not communicating effectively.”

Another respondent elaborated on organisations constraint and could also be classed as cultural

-
“… the organisation was very political which made isolated planning the norm.”

One respondent indicated that the constraint in his organisations was that 

· “ICT still not seen as strategic.”

This is a surprising finding as the value of IT has been well documented and the strategic value of IT has long been recognised. Ward & Peppard (1996) writes that “from the 1980’s information management through the use of IT has been seen as being crucial to competitiveness and taking on a strategic significance for organisations.” 

One obvious constraint identified by organisation X6 was that strategic planning was 

· “…confined to employees of the organisation.”

The majority of organisations recognised that there were organisational constraints to participation in the strategic planning process. One respondent said that the ITIL processes were used for communication purposes. ITIL has been described as a set of comprehensive documentation of best practice for IT service management (http://www.itil-officialsite.com/). The main tenet of ITIL is that IT infrastructure, which includes hardware, software, skills, communication and documentation, supports the delivery of IT services. The use of the ITIL framework may also indicate a consideration of planning methodologies and / or tools to aid the planning process.

5.2.5.3
Summary of Participation

There is a wide breadth of involvement across the management spectrum with all organisations indicated that IT managers were involved in the strategic planning process. The majority of organisations also involved their executive IT management in the planning process. The opinion of Raghunathan & Raghunathan (1989) is that the need for top executive management in the planning process will increase rather than decrease. Another important finding was the high involvement of non-IT executive management in the planning process. The link between IT planning and business planning is well established (Teo & King, 1996; Reich & Benbasat, 1996) and the involvement, at a strategic level, of non-IT managers can only bode well for an eventual successful process. 

Business unit managers and network managers were also included in the planning process in the majority of the organisations with lower-level managers having the lowest level of involvement. Broader participation profiles emphasise many planning participants from a variety of functional and operational areas. In contrast, systems with narrow participation profiles foster an isolated approach to planning with little involvement or interaction among various functional or operational managers. There was an almost equal split in whether organisations considered their planning activities as isolated or not. 

5.2.6
Dimension D6: Comprehensiveness

This section presents the participants’ view of the level of comprehensiveness with respect to strategic planning for digital convergence. Fredrickson (1984) as cited by Segars et al., (1998) formally defines comprehensiveness as “the extent to which an organisation attempts to be exhaustive or inclusive in making and integrating strategic decisions.” 

5.2.6.1
Exhaustiveness of information gathering

Four organisations selected ‘not exhaustive’ with regards to the information gathering process for convergence; 2 selected ‘exhaustive’ and 2 organisations selected ‘to some extent’. See Appendix E, Table E13 for the classification of all responses. 

One respondent justified information gathering that was not exhaustive

· “We have a fairly good idea what path to choose. We explore that path and we wouldn’t explore all paths available. It’s comprehensive in those directions that we choose.”

While this statement can be used as evidence of an organisation that understands their core business extremely well, it could also be interpreted as an organisation that is closed with regards to seeking potentially new solutions and reliant on tried and tested solutions which, while possible addressing the solution, could offer no new innovation. 

Another reason cited for a non-exhaustive approach was stated as 
-
“…politics prevents it; brand loyalty prevents; corruption prevents it”. 
This was a potentially damning statement for which no further elaboration was ventured, nor could it be coaxed. 

The respondent from Organisation X3 elaborated on information gathering and provided a scenario of information gathering within his organisation

-
“The person responsible for the convergence planning project chooses the group that will be involved through the CIO council. Once a mandate has been received it follows a comprehensive approach to ensure requirements have been met. Even though we have ad-hoc processes the execution of those processes are comprehensive.”
A practical example of an exhaustive approach was given by one organisation that indicated that the organisation focused on an internal Business Intelligence capability to give the level of exhaustiveness they required. Additional evidence from respondents can be found in Figure E12 in Appendix E. 
5.2.6.2
Sources of Information

There was a variety of information sources employed as input into the strategic planning process:

· ‘Seminars and business partners’ – 7 selections
· ‘Trade journal, white papers and industry portals’ - 5 selections 
· ‘Industry specialists’ - 1 selection

The classification of all responses can be found in Appendix E, Table E14. 
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Figure 5.8: Sources of Information

The ‘investigation of previous solutions’ was selected by only 1 organisation. This is surprising as this seem to be a logical place for organisations to either seek solutions that have worked or to understand why potential solutions may not have been deployed successfully. 
5.2.6.3
Evaluation of all alternatives

Only 1 of the respondents indicated that their organisations delayed decisions until all alternatives have been identified and evaluated, with 6 organisations indicating a clear inclination to ‘satifice’ i.e. optimise the decision-making process. Organisations must balance the benefits associated with thorough decision analysis with the costs of inaction, managerial time, and financial resources and that some competitive situations may demand that an organisation ‘satisfice’ rather than optimise when identifying and evaluating strategic alternatives. The classification of all responses can be found in Appendix E, Table E15.
One respondent elaborated on the optimising route followed by his organisation by explaining the organisations own version of the ‘80 / 20’ rule

-
“…a solution needs to able to cater for 80 percent of the requirements for it to be considered eligible for selection as a potential solution.”

5.2.6.4
Constraints in choosing an optimal solution

The following factors were selected as constraints in the choosing of an optimal solution

· ‘Managerial time’ - 5 selections.

· ‘Opportunity costs of inaction’ - 3 selections.

· ‘Financial resources’ - 3 selections.

Other factors mentioned were ‘alignment with parent organisation’, the ‘urgency of the request’ and the ‘political climate within the organisation’, all of which received 1 selection. See Table E16 in Appendix E for the classification of all responses. See also Figure 5.9 below. 

The constraints most selected are all tangible concepts that may have financial implications. Constraints such as skills and expertise were not mentioned. 
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5.2.6.5
Summary of Comprehensiveness

The majority of organisations indicated a non-exhaustive information gathering process which equates to a low-level of comprehensiveness. Furthermore the majority of organisations did not attempt to delay decisions until all alternatives had been evaluated, which is additional evidence of a non-comprehensive planning process. Being exhaustive with respect to information gathering has a financial implication which many organisations may be reluctant to do. Similarly delaying a decision until all alternatives have been evaluated is also risky as it may give a window of opportunity that competitors can exploit. Boonstra (2003) states that some of the factors that influence the decision-making process in organisations are: the limited ability of people to process information, change, uncertainty, indistinct objectives and disagreement among stakeholders. The organisations studied were engaged in very competitive environments that places pressure to utilise skills and management time wisely. Furthermore competitive environments foster organisations that are quickly able to exploit opportunities in the market and any strategy that searched for optimal solutions rather than the first solution that worked may be viewed as a lost opportunity. 
The constraints selected by organisations include those that had a financial implication; these choices could be attributed the economic crisis being experienced at the time of the study. Other constraints, while not financial in nature, alluded to the competitive environment in which the organisations found themselves. 

5.2.7
Discussion and Interpretation of Findings: Research Question 1
The previous section presented evidence that was collated during the data collection phase, which consisted of primary data from interviews. The objective of this section is to consolidate the findings as well as to put the research objectives into perspective. As indicated in chapters 1 and 3, this study is considered exploratory in nature the aim of which is to look for patterns, ideas or hypotheses rather than to test or confirm hypotheses; the focus is on gaining familiarity with the subject area and gaining insights for more rigorous investigation at a later stage.

5.2.7.1
Planning profile

Combining the process dimensions reveals distinct profiles in planning within organisations (Chakravarthy, 1987). Figure 5.10 has been adapted from Segars & Grover (1999) and profiles the sample under study with respect to the 6 dimensions for the planning process. Even though the Segars & Grover model was used to illustrate the analysis of quantitative data, the model is still a convenient way of profile the planning process for this exploratory study.
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Figure 5.10: Profile of Planning
The position of the dimension in Figure 5.10 is an indication of where the majority of responses occurred. The horizontal line indicates a mid-point i.e. an even split in responses. 
Rational planning systems display high levels of comprehensiveness, formalisation and a focus on integration while planning systems with high adaptability display wide participation and high levels of planning consistency (Segars et al., 1998). This profile of this study is split on rationality and adaptability and exhibits relatively informal and non-comprehensive planning with a medium magnitude of control, but with a high top-down orientation and high levels of participation and consistency. 

The 2 dimensions that exhibit a deviation from the rational profile are singled out for discussion. It is possible the low degree of formalisation and comprehensiveness are motivated by financial considerations. Changing either of these dimensions would imply financial implications for organisations e.g. a more exhaustive process for the collection of information would entail the evaluation of additional sources of information which would entail additional costs. Similarly the documentation of outcomes would entail change to organisational process and structures and possible even some training or outside consultancy. The other dimensions appear more intangible and therefore changes to those would pose a seemingly less of a, financial obligation. The broader participation profile may be an attempt by organisations to compensate for the non-comprehensive dimension - more people equal more ideas which may balance out the lack of exhaustiveness in the planning system. Ramanujam et al., (1986) state that “planning is not a costless activity” and if organisations expect benefits from planning they must be willing to incur “commensurate levels of tangible and intangible costs of doing effective planning.”
5.2.7.2
Planning dimensions

Formalisation refers to the existence of structures, techniques, written procedures and policies that guide the planning process (Lederer & Sethi, 1996). 

In practice the formalisation of the planning process generally has a weak focus in the sample with only 2 organisations emphatically indicating a formal process. This has important implications for the choices that are apparent to organisations. Formal planning systems and processes will lead to better choices, more informed evaluation of alternatives and ultimately better levels of organisational performance. Organisations that exhibit a low degree of formality may find it difficult to facilitate ‘out of the box’ thinking, and the planning process may not be particularly effective (Segars & Grover, 1999). 
Both of the organisations that indicated a formal strategic planning process were system integrators, and were subsidiaries of larger international organisations. Respondents from both organisations alluded to a strong influence from the parent company and also, parent organisations that were process dependent. The inference of this is that South African organisations, which made up the remainder of the sample, have to pay more attention to their operational processes, all of which may relate to the ‘maturity’ of organisations. One method would be to look at deploying maturity models such as The Capability Maturity Model Integration (CMMI). This is a 5-level model laying out a generic path to process improvement (Schwalbe, 2006). The CMMI describes a process as “a leverage point for an organisation’s sustained improvement” and states that the symptoms of process failure include spiraling costs and late delivery (http://www.sei.cmu.edu/cmmi/). Oyomno (n.d.) states that the concept of ‘maturity’ inspires a sense of “progress” and “growth” and as such a maturity assessment is viewed positively and suggests a direction in which to grow and improve. 

While the degree of formalisation of the strategic planning process for convergence was generally low there was an overall intention to change this situation -   all organisations were in the process of creating formalised structures and techniques to initiate and guide the planning process, which are characteristics of formal systems (Segars et al, 1998). Formal planning systems create efficiency for both the receipt and processing of information and increases organisational ability to consider a greater number of issues, a view that was supported by the majority of the sample. Mintzberg (1994) in describing what he calls the “fallacy of formalisation” voices a contrasting, view which says that while formalisation implies a rational process from analysis to eventual action planning is also a learning process that can proceed in the opposite direction as well. Formalisation can imply an element of the ‘routine’ for which Simpson (1998) raises a concern stating that “strategy development is a creative process and like all creative processes it does not respond well to routines. Routine processes produce routine results, and that is not what you want from out of strategy.”
Consistency is concerned with the frequency of planning activities, evaluation and revision of strategic choices as well as the speed of decision making (Lederer & Sethi, 1996; Segars et al., 1998). 
In this study the sample displayed a high-level of consistency, characterised by a planning process that is part of a continuous planning cycle. A continuous planning process improves decision speed which may be necessary for organisations that are required to adapt to unexpected changes in both internal and external environments (Sabherwal & King, 1995). Inconsistent planning systems, on the other hand, generally have strategic plans with longer time-frames, an approach that may be warranted when strategic issues are relatively few and stable. The organisations in the study sample all work in the IT or telecommunications sector, which are considered fast-changing environments, in which organisations have to react quickly and display organisational agility. Highly consistency would be an imperative for this. In South African companies information technology is viewed as essential for executing strategies and therefore “ad-hoc, incremental and disconnected approaches to information systems (IS) strategy formulation are simply not good enough,” (Cohen, 2003). While the strategic plan analyses the longer-range view, normally 3 to 7 years into the future, some companies attempt to look even further into the future. But the longer the planning the more likely something will render it invalid especially in a fluid environment e.g. the rapid growth of the Internet and e-commerce took many organisations by surprise (Green, 2001). 
Planning flow refers to the locus of authority or devolution of responsibilities for strategic planning and the roles played by corporate and divisional managers in the initiation of the planning process. 
This study revealed a ‘top-down planning flow’ that is characterised by limited participation of lower level managers in the initiation of the strategic planning process. Wilson (1991) supports this approach and contends that strategy must be corporate in character and must be initiated at board level. The role of functional or business unit managers in a top-down planning system is limited to strategy implementation. In essence higher levels of management assume the responsibility for formulating all new strategic moves. Top management participation has been associated with more successful strategic information system planning (Lederer & Salmela, 1996). Enns & Huff (n.d.) believe that the ability of the CIO to obtain the cooperation and commitment in the organisation is critical to the successful IS strategy implementation. 
The scope of Strategic Information System Planning (SISP) efforts is broad and includes the development of organisational-wide information requirements and plans for the general direction the company. These plans lack detail and look at issues like market share, opportunities, threats, and competitive position (Green, 2001). The perspective of SISP is that of the highest levels of management and the highest level of an organisation’s planning hierarchy. This implies a ‘top-down’ flow, where authority resides with top management, and indicates a responsibility from top management for the strategic planning process and implementation of strategic plans. Simpson (1998) in contrast states that the governance model based the premise that senior people should work on strategy is flawed because usually people at the top of an organisations are too disconnected from the business to do a good job of developing strategy on their own.

Focus, as defined in chapter 2, refers to the balance between creativity and control orientations inherent within the strategic planning system and this distinction is described in terms of innovation versus integration (Chakravarthy, 1987; Segars & Grover, 1999). 
The sample showed a very small bias towards a control focus i.e. an integrative approach which is closely tied to the regular accounting and budgetary systems of the organisation (Chakravarthy, 1987). These 2 somewhat opposed orientations of control and creativity must be balanced in order to enhance the effectiveness of a planning system; an excessive emphasis on either of these is apt to be a dysfunctional planning system (Ramanujam et al., 1986). The innovative approach, which nurtures creativity through a continuous and systematic search for opportunities and/or threats in the competitive environment (Segars & Grover, 1999), was also favoured by many of the organisations in the sample. This duality of purpose is a source of further research and can be attributed to the current market conditions that may have forced organisations to re-look at their strategic purpose and reducing costs may be the more prudent option at present. Innovation and the search for innovation carries a financial burden; more sources of information would have to be consulted and this is possibly a financial outlay that organisations are not prepared to make at present. The stimuli for innovative solutions are often opportunities e.g. reaching new customers or introducing new products, and are often based on expectations and projections without hard evidence (Boonstra, 2003). Simpson (1998) believes that strategy development is a creative process and does not flourish when there are routines imposed and contends that “routines processes produce routine results” while Mintzberg (1978) states that strategy development is as much art as science and is crafted rather than engineered.

The research was conducted during a time of extreme world-wide economic crisis, with many organisations and countries facing extremely tough trading conditions. While the research did have a long-term view in mind, it is possible that some responses were tinged with a pre-occupation with the economic conditions, which may have favoured a more integrative approach to planning. 

Participation captures the breadth of involvement in strategic planning with firms varying in the number of planners involved and representation from various functional areas (Lederer & Sethi, 1996). 
In general there was a wide breadth of involvement across all organisations. All organisations involved the IT management staff in the strategic planning process for convergence, with the majority of organisations indicating some involvement of senior IT management. There was an intention amongst organisations to increase the level of participation from non-IT management. Lederer & Salmela (1996) contend that participation by members of the user community and information system managers can greatly facilitate the planning process as long as they have the necessary skills and experience. Systems with a narrow participation generally foster an isolated approach to planning (Segars et al., 1998) and this study highlighted a contradiction in that although there was a high degree of participation, there was still an isolated approach to strategic planning for convergence. One explanation is that while the breadth of participation is broad, it is broad across the IT function within the organisation and therefore relatively isolated from other sections of the organisation; if this scenario of narrow ownership is true, then it may result in planning that is sterile (Grundy and King, 1992). Godet (2000) writes that the complexity of strategic problems means using methods that “rigorous and participatory” as possible to find acceptable solution. 

Comprehensiveness is concerned with “the extent to which an organisation attempts to be exhaustive or inclusive in making and integrating strategic decisions,” (Fredrickson, 1984). 
The study showed a low-level of comprehensiveness with the majority of organisations not being exhaustive in information gathering or in evaluation of alternatives. This in turn negatively affects an organisations ability to: thoroughly canvassing a wide range of alternatives; survey a full range of objectives; carefully weigh up the costs and risks of various consequences; search for information to evaluate alternative actions; objectively evaluating information regarding alternative actions; re-examining the consequences of all known alternatives and make detailed plans – all of which are indicators of comprehensiveness (Janis & Mann, 1977).
In general, organisations must balance the benefits of consistency and integration associated with thorough decision analysis with the costs of inaction, managerial time and financial resources. This study indicated a low degree of comprehensiveness as there was no attempt to be exhaustive in information gathering and also no inclination to searching for the best solution. In some competitive contexts it may be more appropriate to ‘satisfice’ rather than optimise (Sabherwal & King, 1995). This may be particularly true of this study sample that all operate in fast-changing environments. Boonstra (2003) identified decision-making patterns of simple “impasse”, where a ready-made solution is available, or “basic search” where the search is for the best available ready-made solutions, as part of the ‘satisficying’ approach. 

RESEARCH QUESTION 2
5.3
Planning Steps for Convergence

This section presents the participants’ view regarding the strategic planning steps for convergence within their organisations. This question was the most open-ended part of the interview and the purpose was to allow organisations to describe their planning steps for convergence projects. Categories were derived from the data and codes were allocated. 

While research question 1 probed the ‘how’ of strategic planning, this research question focuses on the content of strategic planning by probing the planning steps for convergence, which represents the ‘what’ of strategic plans. Understanding the step for convergence gives an indication of what organisations are planning for. If ill help identify missing steps, which in turn could be related to the planning process and may indicate changes that need to be made to an organisations planning system. 
All respondents were able to recall the steps that their respective organisations undertook and described them in a liner fashion. See Table E17 in Appendix E for a full list of all planning steps; see Figure E13 for additional evidence of planning steps.

5.3.1
Presentation of Planning Steps: Research Question 2a

The first step identified by respondents, received 6 mentions, and entailed the identification of either a problem within the organisation that required a solution or a potential opportunity. This step was also referred to as a ‘feasibility study’, ‘project mandate’ or ‘identification of a need’.  This step was given the label of ‘initiation’. One organisation provided additional evidence and said that that this step is 

-
“Driven by the objectives and the pains and problems experienced by the organisation.”

One respondent elaborated on this step and said that projects were initiated

-
“…by a feasibility study which ends in a case study or business case.”

Organisation X1 noted that while this step steered away from product specific information, it did include general costs.  

The second step identified was given the label ‘approval’ and as the name implies, it is the step that either approves or rejects the initiative. This step received 5 mentions. Organisation X2 and X6 provided evidence for this step and respectively said that 

· “Business plans are reviewed by a committee that either accepts or rejects the plan.”

-
“Alternatives were discarded if mandatory objectives were not met e.g. the initiative may be over the intended budget.”

Organisation X5 required the development of a ‘position paper’, which was presented to the organisation’s decision-making body, called the chief information officers’ (CIO) council which either accepted or rejected the initiative. One organisation had a slightly different process and insisted that authorisation be sought prior to the development of any initial planning steps. 

The next 2 steps involved the analysis of the initiative, with step 3 given the name ‘financial analysis’ and step 4 given the label ‘technical analysis’. Step 3 received 4 mentions and step 4 received 7 mentions. Organisation X3 saw alternatives only in terms of technical solutions

· “…the technical analysis is always done way before the financial analysis so that if the proposed solution does not meet technical requirements then there is no need for a financial analysis.”

The respondent from Organisation X3 went on to further state that

-
“…when there are multiple technical options then the financial analysis is done in conjunction with the technical analysis.”
Organisation X1 stated that the financial analysis developed a detailed idea of the cost surrounding the initiative, and was also the step were potential vendors may be invited to participate. There was no elaboration on the type of financial model applied e.g. Return on investment (RoI) or payback period.
The next step was the labeled ‘choose plan’ which as the name implies involved choosing from the alternatives available. Surprisingly not all organisations indicated a specific step to evaluate alternate solutions. Green (2001) states that while solutions may be obvious when problems and objectives are clearly stated, when there is no obvious solution in sight, alternatives must be developed.  The respondent from Organisation X 4 provided 1 possible reason why there was no evaluation of alternatives and stated 

-
“…alternatives are not always evaluated as because the organisations’ reliance and trust in our vendor and solution providers.”
Step 6, ‘detailed planning’ expanded on the alternatives that were accepted in the approval step and received 3 mentions. Organisation X3 elaborated on the tasks that were conducted in this step:

-
“Detailed planning around implementation issues.”
-
“Sequence of rollout.”
-
“Detailed cost analysis.”
Organisation X1 utilised this step to first conduct a proof-of-concept that would

-
“…conduct on-site and off-site testing; create guidelines around support and conduct training.”
Organisation X4 provided evidence for this step and said that 

-
“This was the step where somebody was allocated to talk to business [about requirements], depending how mature the business was.”

One respondent noted that one of the issues covered in this step was the documentation of what was “out of scope”. This is an important concept as many IT projects are prone to failure because of improper understanding of what is to be delivered. Gasson (2002) writes that the input of business is sometimes subverted i.e. because technical alternatives are understood earlier by IS professionals than users, user input is limited to that period when technical decisions have already been made. 

Step 7 was responsible for ‘implementation’; it received 5 mentions and was also termed ‘rollout’ or ‘implementation analysis’. This step implemented the solution in a working environment. No further elaboration was offered.

The ‘post-implementation’ step, step 8, was mentioned by 1 organisation. Organisation X1 said that this was the step where “…we conduct a system check of the entire install.”
5.3.2
Identification of implementation issues: Research Question 2b

This section presents the participants’ view of the extent to which implementation issues are considered during strategic planning for digital convergence. The identification of implementation issues considered during planning was done as part of an a priori design. A list of implementation issues was identified from the literature and then presented to the respondents. 
Implementation is defined as the process of carrying out the projects, tasks, programs, and actions defined in the strategic plan and the need for improved implementation of strategic IS plans has been emphasised in both empirical and prescriptive studies (Gottschalk , 1999). Figure 5.11 below illustrates the implementation issues that are being addressed during the strategic planning process for convergence. 
The 3 main implementation issues addressed by organisations during the strategic planning process for convergence, all of which were selected by 6 organisations, were 

· ‘Integration into legacy systems’
· ‘Allocation of resources’
· ‘Timeframes for implementation’
‘Costs’, ‘logistical issues’ and the ‘assignment of responsibilities’ were the other issues that were addressed, followed by ‘devolution of responsibility’. The full category list is in Table E18 in Appendix E. 
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Figure 5.11: Implementation Issues

One organisation elaborated on implementation and said that 

-
“it was possible to end up with entire implementation teams which had specific responsibilities assigned to them.”

Also high on the list of implementation issues considered during planning was the ‘integration into legacy systems’ and ‘timeframes’. One respondent raised a concern about this and said that 

-
“While investigation into the integration into legacy systems was very important it was frequently overlooked.”
Timeframes is an import issue to consider in light of the evidence of the failure of IT projects. Gottschalk (1999) states that the description of responsibility is important and should include responsibility for implementation that is timeous and within budget.
With regards to practical methods for implementation 2 organisations selected ‘conduct small localised projects’ and 1 organisation each either tested the solution in a ‘laboratory’ environment and the other ‘implemented corporate-wide’ environment. The decision to implement a strategic convergence initiative corporate-wide seemed a risky alternative and when probed further the respondent indicated the organisation mitigated this risk with their detailed planning step which was responsible 

-
“Testing the solution in a smaller environment prior to the full implementation.” 

The full category list is in Table E19 in Appendix E. 

5.3.3
Summary of the planning steps: Research Question 2
All organisations were able to articulate their planning steps easily. Various alternate names exist for these steps but in essence the reason they exist is very similar in organisations. 

The majority of organisations have steps to initiate convergence projects; with the majority also indicating an approval process to gain authorisation from senior management levels and/or decision-making structures in order to proceed with the project. Once the initiative received the go-ahead, it was subjected to a financial and technical analysis by just over half the respondents to this study. The feasibility analysis stage is part of the planning process that is used to evaluate either current or long-range plans (Green, 2001). The importance of the technical analysis was evidenced by the fact that the vast majority of organisations included this step which also highlights the technological slant of convergence initiatives. Gillwald (2003) writes that that the most commonly referred to aspect of convergence is the technology which refers primarily to the “integration of networks, services and content through digitisation making possible the transmission of content from historically distinct platforms.” Green (2001) states that technology is one of the most important factors influencing strategic plans for convergence, and long-range planning must consider the future thrust of technology.  A specific step for detailed planning was favoured by many organisations.

The majority of organisations did have a step that specifically looked at implementation issues; thereby retaining responsibility for implementation within the project and not relegating the rollout of the system to an operational team. Not all organisations consider the same implementation issues. The majority did not have practical methods to test implementation and in the light of the failure of many IT projects the inclusion of this should be reconsidered by organisations. 

5.3.4
Discussion and Interpretation of Findings: Research Question 2
The previous section presented evidence that was collated during the data collection phase, which consisted of primary data from interviews. The objective of this section is to consolidate the findings. A suitable model from the literature (Green, 2001) was presented to and served the purpose of framing the respondents’ responses. This model represents what is currently being used and was chosen as a convenient benchmark and does not represents an authoritative or definitive view on what planning steps should be included. It was not the purpose of this study to create a model but to understand steps and an existing model provided a useful baseline.
Based on the findings an extension of Green’s model, illustrated in Figure 5.12 below, is presented. It describes the individual steps and shows some of the alternate names for these steps as defined by the respondents. The model attempts to specify planning steps as articulated by the respondents and from the literature. 
The inputs into the business case are objectives, business plans and an analysis of the strengths, weaknesses, opportunities and threats as embodied in a SWOT analysis. Green’s model proposed the identification of problems in this phase, but not a complete SWOT analysis. A SWOT analysis, which in addition to identifying problems, also analyses opportunities and internal organisational strengths and weaknesses.  The business case, also called the feasibility study, case study or business plan is the step that identifies the benefits of the convergence initiative. The project definition step resources the project and also assigns a project sponsor or champion who is the executive custodian of the project. The critical need for a top-management champion is well established (Sabherwal & King, 1995). A phase of analysis is next with a financial costing and technical analysis being undertaken. The technical analysis looks at barriers to each alternative and discusses methods to overcome these. This is also the step that identifies the implementation issues that need to be considered. The next steps choose and document the appropriate alternative. The deployment phase has steps that test and implement and also undertakes a post-implementation review of the project.
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Figure 5.12: Extension of the planning model for convergence

In summary the initial steps of the extended model differ from Green’s model; the analysis steps remain similar while the post-analysis steps differ. The additional steps at the beginning were the ‘SWOT’ analysis, development of a business case and project definition and mandate.  The steps added at the end included a proof of concept, testing, implementation and post-implementation. The need for improved implementation of strategic IS plans has been emphasised in both empirical and prescriptive studies. The poor implementation of strategic plans has been cited as one of the causes of lack of investment in IS (Gottschalk, 1999). Consideration of implementation issues is particularly important in a converged initiative where there is a lack of understanding and consensus around the definitions and benefits that can be leveraged, or indeed the barriers that may be encountered. Fuller & Swanson (1992) warn that especially when new technology is involved, implementation is likely to be problematic. Therefore any consideration of implementation during the planning process must be a positive factor in the eventual implementation of these strategic plans.

RESEARCH QUESTION 3
5.4
Benefits and Barriers of Convergence

Research question 3 focused on the benefits of and barriers to convergence and interrogated what was anticipated during the planning process for convergence, and what was actually experienced. 
5.4.1
Presentation of Benefits of Convergence

This section looks at the benefits that were anticipated during the planning process for convergence and the benefits that were actually experienced after implementation. This question was an a priori design and respondents had to choose from a list of benefits derived from the literature review as detailed in Appendix D. They were encouraged to identify additional benefits and elaborate and / or explain their selections. 
5.4.1.1
Benefits anticipated

This section presents the findings with respect to the benefits anticipated by the organisations that were investigated. The full category list can be found in Table E20 in Appendix E and is further illustrated in Figure 5.13 below. 

The anticipated benefits that were selected by 7 of the organisations were:

-
‘Lower-cost network management’
-
‘Reduced network tariffs/service costs’
-
‘Easier network management’
-
‘Better quality of communications’
A closer look at the anticipated benefits of convergence shows a focus on the costs and management of the network. It was not surprisingly to find an emphasis on costs saving that can be leveraged from a converged infrastructure. Reducing network management costs and lower operational costs were some of the benefits anticipated by organisations (Yankee Group, 2003; Wild, 2006). 

The respondent from Organisation X1, who elaborated said that

-
“…we have a practical objective embodied in Key Performance Indicator to reduce network management costs with our convergence initiatives.”
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Figure 5.13: Benefits Anticipated

The next most anticipated benefits were 

-
‘Better customer service’
-
‘New applications’
These benefits were selected by 6 and 5 organisations respectively. Chatterjee & Byun (2002) write that the benefits of convergence can be leveraged purely on the integrated infrastructure upon which it is based, and also by the new applications and services, which can be launched from this flexible foundation quickly and easily.  

Organisation X8 elaborated on the selection of ‘new applications’ 

-
“System integrators are faced with customers insisting in solutions that give them the ability to offer enhanced services.”
Organisation X1 identified 2 benefits that were anticipated which were not part of the list presented to the respondents; these were

· “…addressing some of generation X and Y requirements”  
· “…rising inflation and the ability of a converged infrastructure to effectively address the mobile worker scenario.”

The term Generation X was made popular in Douglas Coupland’s 1991 book called Generation X: Tales for an Accelerated Culture, about young adults, who in the late 1980’s were in their late twenties and were technophiles. 

The mobile worker refers to that element of the workforce that has adopted Internet technologies, mobile phones, etc., to enhance their ability to conduct their work. Compared to ten years ago, it is today much easier to communicate and the frequency of communication in many organisations has increased accordingly. (Wiberg & Ljungberg, 2001) claims advanced wireless technologies, the Internet, global positioning systems, portable and distributed computing, etc., will realise the vision of “anytime, anywhere.” We can today see the first signs of this vision. For example, tele-work is now possible, remote organisations can be engaged in closed cooperation, and people can form communities on the Internet. The world has become a global village where you can interact with anybody independent of time and space.

5.4.1.2
Benefits experienced

This section looks at the benefits that were actually experienced post implementation. This question was an a priori design and respondents had to choose from a list of benefits. Respondents were encouraged to identify additional benefits that may have been experienced. ‘Deployment costs’ was the one benefit that was additionally identified. The full category list can be found in Table E21 in Appendix E and is illustrated in Figure 5.14 below.
[image: image20.emf]Benefits Experienced 

0

1

2

3

4

5

6

7

8

Lower-cost

network

management

Reduced network

tariffs / service

costs

Easier network

management

Better customer

service

Better quality of

communications

Increased

employee

productivity

New

applications e.g.

video training

Centralisation of

telephony

services /

Improved

teamwork Deployment

costs

 Figure 5.14: Benefits experienced.

The benefits most experienced, selected by 3 organisations were

-
‘Reduced network tariffs/service costs’
-
‘Centralisation of telephony services/reductions in PBX’s’
The next set of benefits experienced by organisations, which were selected by 2 organisations were

-
‘Lower-cost network management’
-
‘Better customer service’
-
‘Better quality of communications’
-
‘Increased employee productivity’
There is no single convergence benefit that was experienced widely across organisations with the highest ranking benefits being selected by most, 3 organisations. This was an unexpected finding as there was an expectation that at least some of the benefits identified would be experienced by a greater number of organisations. 

Another surprising finding was that the ‘lower cost of network management’ was not being experienced by the majority of organisations, nor was the possibility of ‘easier network management’. These were selected by 2 and 1 organisation respectively. 

The respondent from organisation X1 elaborated 

-
“I don’t think network costs will go down, it’s much more intensive to manage these things. The better the quality of your communications, not so sure about this in the short-term.”

While this did not provide a reason, it did provide evidence that possibly people intimately involved with convergence initiatives have a more pragmatic understanding of the benefits that can be leveraged.

5.4.1.3
Benefits Anticipated versus Experienced  

This section compares the benefits that were anticipated and planned for during the planning process, to those experienced, post implementation. Gottschalk (1999) states that intended benefits, piecemeal implementation of large projects, high-priority projects and short-term benefits from initial projects must be part of the strategic planning process. Figure 5.15 below illustrates the benefits anticipated versus the benefits actually experienced.
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Figure 5.15: Benefits Anticipated versus Benefits Experienced

There is a wide disparity between the benefits anticipated and those that were actually experienced with none of the benefits anticipated being experienced to the same extent upon implementation. The Gartner Group research (2002a) house states that many organisations have a narrow view of convergence, and its potential benefits and do not fully plan for the benefits that can be leveraged off of a converged network.
Some of the surprising disparities found include:

-
Seven organisations expected to leverage ‘lower-cost network management’ but this was realised in only 2 organisations. 

-
Seven organisations anticipated ‘reduced network tariffs / service costs’ but was realised in only 3 organisations. 

-
‘Easier network management’ was anticipated by 7 organisations and realised in only 1 organisation.

-
‘Better quality of communications’ was anticipated by 7 organisations but experienced in only 2. 

The expectation that converged networks would be easier to manage and would provide some cost savings did not materialise. This expectation is consistent with the literature with the Yankee Group (2003) stating that organisations implementing converged infrastructures generally expect lower operational costs. 
The benefits of ‘improved teamwork’ and ‘increased productivity’ were also only realised in 1 organisation although they were planned for in 3 and 4 organisations respectively. 

An Economist Intelligence Unit survey revealed that employee productivity was the ultimate driver for the implementation of a converged infrastructure. Friedman (2007) attempts to explain this contradiction and writes that platforms – the basic underlying operating systems for innovation and production – do not change very often and the introduction of a new technology, or platform alone is never enough to boost productivity; the big spurts in productivity come when a new technology, or a new platform of technologies is combined with new ways of doing business, and this always takes time; time for all the flanking technologies, and the business processes and habits needed to get the most out of them, to converge and create the next productivity breakthrough. 

It is possible that current planning systems are focused on traditional IT planning which may not be in sync with what is needed for convergence initiatives. Kaluza et al., (1999) writes that convergence significantly alters the way business is done making traditional concepts of strategic management obsolete; rather it requires innovative approaches in order to gain and sustain competitive advantage in the increasing fluid environment of converging industries. 
5.4.2
Presentation of Barriers to convergence

This section looks at the barriers that were anticipated during the planning process for convergence and the barriers that were actually experienced after implementation. This question was an a priori design and respondents had to choose from a list of barriers that were identified from the literature. They were encouraged to identify additional barriers and elaborate and / or explain their selections, but no additional barriers were identified by the respondents.
5.4.2.1
Barriers anticipated

The main barriers anticipated dealt with the financial implications of rolling out convergence infrastructure and the biggest barrier, which was selected by 7 organisations, was 

· ‘Price of equipment/technology’
The full category list can be found in Table E22 in Appendix E and is also illustrated in Figure 5.16 below. 
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Figure 5.16: Barriers anticipated

The next biggest anticipated barriers, selected by 5 organisations, were 

· ‘Implementation costs’
· ‘Awareness and understanding’
It is not surprising to see ‘awareness and understanding’ listed as a barrier as this is supported by the literature which highlights the lack of definition and understanding of convergence (Kaluza et al., 1992; Gartner, 2000b). 

‘Disruption to the business while converting’ was selected by 4 organisations. One respondent had a view that this response had a hidden meaning and that

-
“…it is more of a political motive than a true technical barrier.”
When probed further he elaborated saying that some organisations had island of technology that were fiercely protected by individuals; and any moves to change these existing systems were met with resistance and that the disruption to business was used as a convenient way to give a face to this resistance. 

One surprising findings was that the barrier ‘regulatory landscape’ received only 1 selection. It was expected that this would be most pertinent to organisations than indicated. Gillwald (2001) states that national regulatory policies have yet to be fully developed for convergence, which inhibits the large-scale adoption of convergence. The respondent who selected ‘regulatory landscape’ provided additional evidence and stated specifically what should be considered during the convergence planning process was

· “Uncertainty of the longer-term telecoms landscape”
-
“Current landline monopoly”
‘Concerns over privacy’ received no mentions. This was also a surprising finding. The discussion around the right to privacy is in the public domain, even more so since the adoption of many laws post 9/11. It is possible that even while rights to privacy are very much on people’s mind the connection between convergence (which has only recently permeated the broader media) and rights to privacy has not been made.
5.4.2.2
Barriers Experienced

The barrier which was most experienced by the sample under study, and which received 6 mentions was ‘implementation costs’. At present the costs of converged infrastructure is not competitive and this will probably prevent large scale adoption until costs drop (Economist Intelligence Unit, 2004). The next most experienced barrier was the ‘disruption to business’ during the deployment phase which was experienced by 5 organisations. The full category list can be found in Table E23 in Appendix E and is also illustrated in Figure 5.17 below.
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Figure 5.17: Barriers Experienced

One respondent indicated that barriers were identified based on 
· “Experience, general research and product research.”
‘Awareness and understanding’ was selected as a barrier experienced by 4 organisations. There is much confusion and a lack of awareness over convergence exacerbated by the different definitions assigned to convergence by different authors; a clear definition of convergence that satisfies all industry sectors does not exist with actors in the media sector viewing convergence differently from actors in the telecommunications sector (Kaluza et al., 1992; Nystrom, 2007). This lack of understanding is a major barrier to achieving convergence. 
Two interesting comments that was selected by 3 and 2 organisation respectively were

· ‘Lack of consensus within organisation’ 

· ‘Lack of a compelling business case’
Both these barriers seem allied, and allude to problems with the objectives (or lack thereof) that are being planned for convergence projects. It could also relate to a lack of communication within the organisation or even to a deeper planning malaise.  If the convergence initiatives do not have consensus within the organisation it could be that either the initiative has not been thought through properly – no exhaustive investigation into current situation and future objectives, or it could be that the objectives have not been communicated effectively from higher-level planning hierarchies. 
5.4.2.3
Barriers anticipated versus Experienced

This section compares the barriers that were anticipated and planned for during the planning process, to those experienced, post implementation. The comparison is illustrated in Figure 5:18 below. 
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Figure 5.18: Barriers anticipated versus the barriers experienced.

There was a more equitable match between barriers anticipated and those actually experienced. Barriers to the implementation of strategic plans may have roots in the planning process and may include the fact that the plan was not sufficiently useful and it did not fit the organisation.
Some barriers were experienced to a greater extent than anticipated

· ‘Implementation costs’ and ‘disruption of business while converting.’
The cost of implementation was a barrier that was anticipated by 5 organisations and experienced by 6 organisations. This shows that organisations have a good idea of the high cost currently involved in convergence projects. While the logic of converged networks is hard to deny there were still lingering concerns holding some firms back from deployment with the largest concern of all being cost (Economist Intelligence Unit, 2004).
Some barriers were anticipated to a greater extent than experienced including

· ‘Lack of a compelling business case’
· ‘Awareness and understanding’
The ‘awareness and understanding’ of convergence was anticipated by 5 organisations and experienced by 4. (Steinmuller, 2000; Stieglitz, 2003) write that it is vitally important to have a clear definition of convergence with many commentators indicating the lack of a clear definition of convergence (Kaluza et al., 1999). 

Some barriers were anticipated and expected to the same extent

· ‘Doubts about security’
· ‘Concerns over quality of voice communications’
· ‘Lack of consensus within organisation’
· ‘Regulatory landscape’
Voice quality and security concerns were still very important to organisations when considering deploying converged infrastructures (Economist Intelligence Unit, 2004). The ‘lack of consensus within organisation’ and the allied barrier of ‘lack of a compelling business case’ can be addressed by the planning process and the planning steps for convergence. 

‘Regulatory landscape’ received 1 mention which is surprising in light of the literature. Convergence has not progressed at the speed at which it was previously thought, largely due to a number of technological, market regulatory and consumer barriers. For the potential of convergence to be realised and the backbone of an effective digital economy to be developed an entirely new approach will need to be adopted – one that is more reflective of the information era and which will enable the development of the information infrastructure needed to underpin a modern network economy (Gillwald, 2003). Addressing convergence through appropriate ICT policy and regulatory mechanisms is therefore important as part of the broader strategy to promote growth and position countries within regional and global information environments. Current restrictions regarding what types of services can be carried on different infrastructures could make it difficult for operators to formulate unified strategies and may also prevent economies of scale being optimised.
5.4.3
Identification of benefits and barriers: Research Question 3b

Six organisations indicated that their planning process included an activity to identify the expected benefits to convergence. In all cases this was done upfront in step 1.  Two respondents said this was part of the business case. One respondent provided elaborated on this activity and said this identification of benefits was

· “…part of the SWOT (Strength, Weakness Opportunities and Threats) analysis which was done early.”

SWOT analysis can be simply understood as the examination of an organisation's internal strengths and weaknesses, and its environments, opportunities, and threats. It is a general tool designed to be used in the preliminary stages of decision- making and as a precursor to strategic planning in various kinds of applications. Houben et al., (1999) assert that despite their importance, many companies often only have a vague idea of their competitive strengths, weaknesses, opportunities and threats. 
Four organisations indicated that their organisations included an activity to identify the possible barriers to convergence. One of the barriers to implementing strategic plans is that the planning process or methodology fails to plan for potential problems (Lederer & Sethi, 1992). One respondent said they 

· “Lobbied extensively with the regulatory authorities when regulation turned out to be a barrier.”

The respondent from organisation X8 indicated that only technical barriers were considered and these were identified as part of the technical definition in step 4 and that “regulatory barriers are ignored.” It was not surprisingly to find regulatory barriers selected. Gillwald (2001, 4) states that in South Africa national regulatory policies have yet to be fully developed for convergence, which inhibits the large-scale adoption of convergence. 
The question that needs to be asked is whether there is an adequate identification of benefits and barriers within the strategic planning process for convergence. 

5.4.4
Discussion and Interpretation of Findings: Research Question 3
There is a wide disparity between benefits expected and experienced, and to a lesser extent with barriers. This is a surprising and finding in light of the strategic nature of convergence.

5.4.4.1
Definition and understanding 

According to several researchers, a clear definition of the concept of convergence does not exist (Kaluza et al., 1992) but with some commentators maintaining the importance of a clear definition (Steinmuller, 2000; Stieglitz, 2003). This lack of understanding could quite possible be a reason why organisations are not experiencing the gains they are planning for - you cannot plan effectively for what you do not understand. Understanding convergence and its power is a key first step towards survivability (Chaterjee & Byun, 2002).
5.4.4.2
Planning Effectiveness

The gradual restructuring of technological capabilities and the management of a technological transition have always been difficult times for incumbent firms (Srivastava and Finger, 2006). The planning for convergence is a case in point- the restructuring of firm’s technological capabilities in a converging environment leads usually to the integration of additional technical competences in order to respond to market changes; new sets of knowledge competences and other intangible assets have to merge with existing firms technological capabilities; and other technical competences have to be made redundant.  All of this requires a planning process that is matched to an organisations requirements and capabilities.
Based on these it is necessary to discuss the disparity between objectives anticipated and objectives experienced within the context of the planning dimensions; and more specifically, how these dimensions can be changed to lead to a better match between what is anticipated and what is actually experienced. It is possible that a more formal planning process would improve the collection and dissemination of information and institute improved processes for initiating and guiding the planning process. It could improve documentation of outcomes to include the benefits and barriers anticipated. Organisations could at changing the devolution of responsibilities to include more technical people in the planning process; Simpson (1998) asserts that planning systems where only senior people work on strategy is flawed because people at the top are too disconnected from the business to do a good job of developing strategy on their own. A move to a more innovative focus is needed in a convergence environment; digital  
convergence significantly alters the way business is done and traditional concepts of strategic management become largely obsolete; rather, innovative approaches need to be pursued in order to gain and sustain a competitive edge. Participation can be broader to include more technical people and a more exhaustive information gathering process can be assist to evaluate all alternatives. 
5.4.4.3
Identification of Benefits & Barriers

Identification of benefits and barriers were anticipated by the majority of respondents which is encouraging given the narrow view of convergence currently held by organisations (Gartner 2002b).  This is an encouraging sign as it ensures a better alignment between expectations and experiences which a sign of an effective planning system.

5.5
Conclusion

This chapter presented the evidence that was collected during the data collection phase. It consisted of primary data from the individual semi-structured interviews. The content analysis, analysis within and between interviews, as well as an interpretation of the data was presented. This chapter interpreted the data by evaluating the 6 process dimensions and the planning steps that make up the strategic convergence plans within the organisations investigated. Chapter 6 presents the conclusions of the study, discusses the limitations of the research and suggests possible areas for future research.
Chapter 6

Conclusions, Limitations and Recommendations

6.1
Introduction

The preceding chapter presented and interpreted the findings from the individual interviews and linked them to relevant literature. This chapter concludes the research effort by presenting an overview of each chapter followed by the main findings of this study. The implications and contributions of the study are then assessed, followed by a discussion of the bias, the limitations as well as recommendations for further research. Diagram 6.1 below illustrates where this chapter is situated within the overall research strategy. 
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Figure 6.1: Chapter 6 within the overall research study

6.1.1
Overview of chapters

· Chapter 1: Introduction to digital convergence 
Chapter 1 presented the topic of convergence -specifically the strategic planning aspects of convergence - and motivated the need for research into the planning process for convergence. It described the lack of research in this area introduced additional issues relating to the uncertainty that surrounds the benefits and barriers of convergence. This chapter outlined the aims and objectives of the research study, the research areas and the research questions. It also looked briefly at the research approach adopted by this study. 

· Chapter 2: The literature review
Chapter 2, the literature review, introduced and defined the concept of convergence and used the term to contextualise the study. It traced the evolution of convergence and looked at convergence in the South African context. This chapter identified the drivers of convergence, both economic and technological, and highlighted the need for strategic planning. It reviewed the current literature regarding the strategic planning process for convergence and the benefits and barriers anticipated and experienced. The chapter specified the research areas and the research questions that would be used to interrogate these areas.

· Chapter 3: Research methodology 
This chapter clarified the methodology used to carry out the study and justified the qualitative approach that allowed for in-depth probing and detailed responses. The pre-test and pilot study -conducted to validate the data gathering methods to ensure that they were free from errors, and to increase the reliability of the results - was also illustrated. Importantly, the data gathering methods comprising of individual interviews and focus group interviews were demonstrated. The sample selection, characteristics of participants and settings for each of the data gathering methods used for this study were further defined. 

· Chapter 4: Data analysis strategy
This chapter describes the data analysis strategy, which is made up of the data management and content analysis strategy. It introduces the data coding and category construction procedure used for this research. The criteria for reliability and validity, as well as ethical considerations of the researcher are also covered in this chapter. 
· Chapter 5: Interpretation of findings
This chapter presented the findings from the interviews. Moreover, the content analysis done on these findings and the categories and subcategories are presented. The consolidation and interpretation of these findings with the literature review are also introduced. Chapter 5 concluded with a discussion of the results of the review. 
6.2
Main Findings

The findings generated from the study are not meant to be generalisable, but to be explorative and descriptive of the case studies. The aim of this study was to look for patterns, ideas and to gain familiarity and insight into the strategic planning aspects of convergence in South African organisations for the purpose of a more rigorous investigation at a later stage. The study also looked at the benefits and barriers that organisations anticipate in order to ascertain to what extent these are actually experienced. 
The research set out to answer 3 questions. The first phase of the study interrogated the planning process with respect to 6 dimensions as proposed in the literature review. The research revealed that the organisations under study did not adopt a formal approach to planning, and at best relied on a semi-formal approach. There was a general trend or intention to move to a more formalised planning approach. Most planning took place as part of a continuing planning cycle. There was a wide breadth of involvement at all management levels in the strategic management process with most organisations indicating active involvement from their senior IT management. The primary focus of strategic planning for convergence was the controlling of costs through the diffusion of assets across the organisation. The planning process for convergence followed a ‘top-down’ approach with senior management responsible for endorsing and initiating the strategic planning process and lower-level managers responsible for the implementation of these plans. The majority of organisations did not delay the planning process until all decisions had been evaluated but rather were content to ‘satisfice’ – i.e. choosing a solution that works rather than optimising the evaluation process. The planning profile of the organisations investigated can be summarised as: relatively informal and non-comprehensive planning with a medium magnitude of control, but with a high top-down orientation and high levels of participation and consistency.

The study then investigated the planning steps for convergence which revealed that the majority of organisations do follow a step-by-step approach. All organisations made deliberate attempts to identify the benefits of and barriers to their convergence initiatives. The majority of organisations do consider implementation issues during their strategic planning steps with a high proportion taking into account the allocation of resources. An expansion of a current model was proposed with additional steps extrapolated from the research findings and the literature review.  
The third study area investigated the benefits and barriers anticipated and experienced. In general there was a disparity between what was anticipated and what was eventually experienced. This disparity was more profound with regards to the benefits, with the barriers showing a better correlation between what was anticipated and what was actually experienced. There was a clear expectation of reduction in costs which were not necessarily realised within the sample frame under study. The barriers that were anticipated also related to costs in respect of equipment and implementation.
6.3
Contribution of the Study

The implications of the research relate to conceptual, methodological and practical consequences, both for academics and IT practitioners (Denzin & Lincoln, 1994).
Conceptual Implications

The most important conceptual implications of this research relates to the identification of a planning profile for the sample frame. The profile gives an indication of current planning systems for convergence and highlights areas of weakness and areas of strengths within these systems. The study created a basis for further study into the relevance of the planning dimensions used for this study for convergence planning. Closely aligned to this is the identification of the actual steps of the strategic plan and the extension of current models. This study contributed to the understanding of how strategic planning for convergence differs from these other planning models and provides a basis for developing a comprehensive strategic planning model for convergence. 

Methodological Implications

Delegates to the International Federation for Information Processing conference held in 1998 agreed that qualitative approaches to information systems research was finally gaining acceptance (Avison et al., 1999) The use of primarily qualitative methods, combined with some quantitative methods for this study has therefore been a methodological contribution. 
Convergence is a topic that is very contemporary and has permeated both the ICT industry and the mainstream press. Whetton (1989) contends that one of the factors that is used to judge research is whether it will advance current discussions and / or stimulate new discussions. Because the strategic planning aspects of convergence have been neglected in the literature this study constitutes a methodological contribution.  
Practical Implications
The practical side of the study relates to the increase in understanding of the planning process and the dimensions involved. It elucidates the dimensions and the types of questions that practitioners must address when planning strategically for convergence. The steps identified give a basis for practitioners to use in their own planning systems. 
Organisations must look at their current strategic planning processes objectively and decide if their planning system is adequate. For example, organisations that find it necessary to rapidly adapt to unexpected internal and external changes in the environment, may want to implement a continuous planning process which aids rapid decision-making (Sabherwal & King, 1995; Premkumar & King, 1994). Moreover does the wide discrepancy between the benefits anticipated and benefits actually experienced represent a weakness in the planning process? And if so what can organisations do about this? Organisations could possibly re-evaluate their planning systems in light of this discrepancy. The planning process dimensions could be reviewed e.g. it is possible that a more participative planning process may involve more technical members of the organisations who could have a better view of the benefits expected from converged networks. Similarly a more innovative focus may help uncover barriers to convergence that may have remained undiscovered in an integrative planning system. 

The formulation of strategy has traditionally been in the hands of upper levels of management, yet in the world of IT, where conditions change rapidly and the knowledge and expertise required for sound decisions are usually found on the front lines, IT leaders have an important role to play. Since strategy is about the development of ideas, maximizing the diversity of views is best achieved by an inclusive planning process and is best done “collectively by a fairly large group of people at multiple levels of the organisation” (Simpson, 1998). From CIO’s to front-line managers, each has the ability to shape and execute service strategies. Planning systems cannot be rigid any longer and have to be more collaborative dynamic model. This may mean organisations having to increase the breadth of participation in the planning process. Lederer & Salmela (1996) state that organisations’ corporate culture, planning, control and management style, size and structure all influence strategic IS planning. 

This ongoing process of evaluation and refinement is called meta-planning and results in systems of planning that emerge through constant iteration. Segars et al., (1998) state that systems for planning must be designed, evaluated and refined to ensure that the overall planning activity “does not become dysfunctional.” The meta-planning process is characterised by 3 inter-dependent processes of analysis, design and evaluation. The process of changing a planning process is called meta-planning (Emshoff, 1978) and is illustrated in Figure 5.16 below.
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Figure 6.2: Meta-planning (Segars et al., 1998, page 332)

Analysis is the process of assessing both the organisational and environmental context to determine the ‘fit’ of the existing planning system with competitive planning needs. Design is the process of structuring the desired system of planning and formulating strategies for conversion of the existing planning system. Evaluation is the process of assessing the performance of the planning system.
6.4
Limitations and Research Bias

Leedy (1993) defines bias as any influence “that may have disturbed that randomness by which the choices of a sample population has been selected or any influence whereby the results were not obtained under the conditions of pure chance.” Care was taken to avoid bias as far as possible throughout the research.

Researcher Bias

Johnson (1997) states that one potential threat to validity is called ‘researcher bias’ which tends to result from the selective observation and recording of information, and also from the researchers personal views and perspectives which may affect how data is interpreted and how the research is conducted. In this study a key strategy to counter researcher was ‘reflexivity’, which entailed active critical self-reflection and attempts to monitor and control any biases bias. 

Interview Bias
Bias is inherent within individual interviews due to its high level of subjectivity, low level of control and also the individual skills of the interviewer. To reduce bias, a semi-structured interview with a standard interview protocol was used for this study. Various interview techniques were employed by the interviewer including: staying attentive; being sensitive to the feelings of the respondent; tolerating silences and using prompts and probes. Additionally the interviewer summarised the respondents’ thoughts and confirmed the understanding was accurate. Ramanujam (1986) writes that because the target respondents were top-level planners and operating executives, it is safe to assume that they were knowledgeable about their planning systems and generally unbiased in their responses. 
Industry representation 
This was not a consideration for the research as converged infrastructure should be planned for in a similar fashion across all organisations that do undertake convergence initiatives. Ramanujam (1986) does state that smaller organisations do not usually undertake planning to any significant extent and it is safe to assume that these organisations would call upon system integrators to plan and deploy convergence projects on their behalf. Conducting a similar study across other industries is an area for further study.

Limitation of the cases

Hussey & Hussey (1997) indicate the time-consuming nature of interviews as one of the disadvantages. This fact and financial considerations resulted in all case studies being based in Gauteng. This also contributed to the limited number of case studies, with 8 organisations being represented and 11 interviews conducted - although Laudon (1989) does state that the distinguishing feature of qualitative research is the small numbers of organisational units involved. 
Large Company Bias
Within the research there is a medium to large company bias which was intentional. Currently in South Africa convergence and infrastructure projects are generally being undertaken by larger companies (Yankee Group, 2003). Smaller organisations tend to take a wait-and-see approach to newer technologies. Once the technology has been proven it is then that the larger scale adoption takes place. This was borne out during the research, with the initial identification process finding larger 
organisations having undertaken or intent on undertaking convergence projects. Ramanujam (1986) states that smaller firms generally do not undertake planning to any significant extent and any bias towards largeness is not likely to be a serious detriment to drawing tentative generalisations about the planning processes of organisations that do plan.

Generalisability and External Validity
The generalisability of findings is the extent to which they may be applied to other cases, usually to a larger set that is the defined population from which a study’s sample has been drawn (Neuendorf, 2002). Some experts argue that rough generalisations can be made 
from qualitative research. We can generalise to other people, settings and times to the degree that they are similar to the people, settings and times in the original study. Stake (1990) calls this naturalistic generalisation. Johnson (1992) says that to help readers of a research report know when they can generalise, this qualitative study provided the following information: the number and kinds of people in the study; how they were selected; contextual information; the nature of the researchers relationship with the participants; information about any respondents who provided information; the methods of data collection used and the data analysis methods.

6.5
Suggestions for future research

A limitation of this study related to the setting as it was confined to the province of Gauteng. A possible direction for future research could be to replicate this study in different provinces in South Africa or throughout the country. 
Future research may want to focus on a single or maybe two or three organisations to provide an even richer and more in-depth perspective on this complex phenomenon of convergence planning. Moreover, through the use of less closed-ended interview questions and more probing questions, as well as through method triangulation, e.g. the review of documented convergence plans, a deeper understanding of the process may unfold than what was possible to gain from this study.

This exploratory study of selected organisations does not enable us to characterize the entire South African context as one that engages in “semi-formal” convergence planning processes. Future research of a larger, more representative, sample would confirm these findings and provide opportunity to describe and characterise convergence planning in South African enterprises more widely. 

The study could also be replicated across other industry sectors. The planning profile identified creates a basis to further explore the planning process for convergence and also to provide additional guidelines for meta-planning. 

The study identified steps that organisations undertook during strategic planning for convergence. These could be verified and expanded to create a more comprehensive model for convergence planning. Avison et al., (1999) argue for ‘action research’, which combines theory and practice synergistically in a cycle of activities that include problem diagnosis, action intervention and reflective learning. 
The view that there is no clear definition of convergence (Kaluza et al., 1999) was borne out by this study. Implications of varying definitions must be better understood. Lack of a clear definition of convergence could be one of the reasons for the gap between the expected and realized benefits and barriers to convergence. The definitions of convergence chosen by the respondents related mostly to the technological aspects of convergence. Similarly the anticipated benefits of convergence related to the technological benefits. There seems to be a causal link between the respondents understanding of convergence and of the benefits anticipated. This could be further explored particularly in the light of the narrow view of benefits and the clear lack of a uniform definition of convergence. 
The discrepancy between the benefits anticipated and the benefits actually experienced must be investigated. The reasons for this must be identified and if they relate to the planning dimensions, then the planning dimensions must be investigated. The implications for the strategic planning process for convergence- in light of the discrepancy between the anticipated benefits and barriers and what was actually experienced - should be explored further.

6.6
Conclusion

An exploratory study was undertaken to determine the extent of planning for convergence in South African and the sophistication of these plans. A sample-frame of 8 organisations contributed to the study and data was collected during a semi-structured interview process aided by the use of an interview protocol. There was a mixture of qualitative and quantitative questions. Eleven interviews were conducted with 3 organisations providing 2 respondents each and the other 5 organisations providing 1 respondent. The interviews were all conducted in South Africa, and specifically within the borders of the province of Gauteng and were conducted in the second half of 2008. The research probed the planning process for strategic planning for convergence using the dimensions of formalisation; consistency; flow; focus; participation and comprehensiveness. The planning profile that emerged showed that the organisations exhibited relatively informal and non-comprehensive planning with a medium magnitude of control, but with a high top-down orientation and high levels of participation and consistency. The research shows that more rigour can be added to the planning process for convergence. It also shows that and a better understanding of convergence may well help to create a better planning process and vice-versa, creating a continuous iteration of improvement. 
This study has offered:

· An assessment of the state of the convergence planning process in South African organisations
· An enhanced model for convergence planning
· An understanding of the benefits and barriers of convergence initiatives both anticipated and experienced. 
The findings from this study will be explored in greater detail by the researcher.
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Appendix A: Popular Press and Internet References
The references in this section come from popular press and internet articles. Although many have limited academic value, they have been included to illustrate the extent of interest in digital convergence.

(1)
IEEE Project 802.14: standards for digital convergence


http://ieeexplore.ieee.org/xpls/abs_all.jsp?arnumber=393002
(2)
Communications Magazine, IEEE

May 1995; Volume: 33, Issue. 5, pp. 20-23


(3)
Digital convergence: a whole new way of life


Viviane Reding: Member of the European Commission responsible for Information


http://ec.europa.eu/commission_barroso/reding/docs/speeches/dle_20060530.
pdf
(4) Technological convergence


http://en.wikipedia.org/wiki/Technological_convergence
(5) Convergence: The International Journal of Research into New Media Technologies


http://convergence.beds.ac.uk/
(6) http://www.itweb.co.za/sections/convergence/
(7) http://www.itu.int/osg/spu/ni/ubiquitous/Convergence/index.html

This web page contains resources on next-generation networks and convergence and 
their impact on ubiquitous networks societies.

(8) http://old.apc.org/english/index.shtml
(9) http://link.wits.ac.za/

The University of the Witwatersrand’s Convergence Laboratory was launched in November 2006. The intention of the initiative is to provide a platform to conduct research into aspects of digital convergence. The laboratory was launched in partnership with Telkom, Siemens Telecommunications and Vodacom.  

(10) http://www.thomaslfriedman.com/bookshelf/the-world-is-flat
(11) Naughton, J. (2000). A Brief History of the Future: The Origins of the Internet, The 
Guernsey Press Co Ltd, Guernsey, C.I. 

Appendix B: Definitions of convergence
	Definitions & Reference



	A process by which the telecommunications, broadcasting, information technologies and entertainment sectors (collectively known as ICT – Information and Communications Technologies) may be converging towards a unified market
Borés et al (2003)


	The blurring of borders between telecoms, computing and media
Fransman (2000) 


	The unification of formerly distinct technologies into a common application domain, which one of the antecedent technologies is applied
Adner & Levinthal (2000) cited in Nystrom (2007)


	The coming together of previously distinct products which employ digital technologies 
Yoffie
 (1996)


	The digital takeover of communication and information
Mueller (1999) 


	increasing interrelationship and level of integration, between the disciplines of telecommunications, broadcasting media, and information technology
Gillwald (2001)



	‘multi-service’ network that attempts to integrate data, voice and video solutions onto a single (IP-based) network.

Melody et al., (2005)



	‘changes taking place in technology, services, industry structures and governmental policies, especially regarding the telecommunications industry’

Wild (2006)



	migration from a Public Switched Telephone Network (PSTN) to IP-based networks
Shepard (2000) cited in Nystrom (2007)



	‘a change process predicated by technology advancements which remove traditional business barriers leading to industry-type convergence in the form of new sub-industries and new markets’

Nystrom (2007)


	the degree of digitisation of the network or the options for consumers to buy services that are possible because of convergence’

Lucent Technologies (2001)



	‘In its simplest form, convergence means the uniting of the functions of the computer, the telephone and the television set’

Yoffie (1997)



	the ability of different network platforms to carry essentially similar kinds of services
European Commission (1997)



	On the supply side convergence means that industries are increasingly using the same knowledge base. On the demand side convergence means that market boundaries become fuzzier

Wegberg (1995) cied in Kaluza et al., (1999)



	Convergence in substitutes occurs when 2 products become interchangeable. Convergence in complements occurs when 2 products work better together than separately
Greenstein & Khanna (1997) cied in Kaluza et al., (1999)


	‘the process of interconnection between traditional switched circuit networks and packet-switched networks based on the Internet Protocol’

Chaterjee & Byun (2002)



	“The integration of several media applications (data, voice, video images) onto a common packet-based platform”

Hanrahan (2001)




Table B1: Definitions of Convergence

Appendix C: Maps of South Africa and Gauteng Province
Map1: South Africa and it’s Provinces
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Map2: Gauteng Province
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APPENDIX D: INTERVIEW SCHEDULE
STRATEGIC PLANNING for DIGITAL CONVERGENCE in SOUTH AFRICAN ENTERPRISES

Thank you for agreeing to participate in this research. Please be assured that any information provided will be held in the strictest confidence. With your permission, I will record the interview and will submit a transcript for your approval afterwards. If you request that the information you provide should not be attributed to you, your wishes will be respected. Data collected for the purpose of research will not be used for any other purpose without obtaining your permission for any alternative or additional use.

The following research focused on the Strategic Planning for Digital Convergence in South African Enterprises.  The research investigates the planning process that organisations undertake prior to embarking on a transformation to a converged infrastructure. The research also investigates the content of these strategic plans; and the anticipated and achieved benefits of, and barriers to convergence.
To this end the following questionnaire has been developed that has 3 main research questions:

· Question 1:
A focus on the planning process

· Question 2:
A focus on the planning steps  

· Question 3: 
A focus on the benefits of, barriers to convergence and methodologies of overcoming those barriers that organisations are experiencing.

Convergence, apart from being highly topical, is a capability that can affect organisations strategically. Additionally, convergence has the ability to assist governments meet their development goals. Research in this area has not been conducted previously in South Africa. Your input is therefore very important both in advancing the body of knowledge and in providing organisations with practical assistance when planning convergence infrastructure projects.
Your participation in this research is appreciated.
Kiru Pillay

July 2008

kirupillay@wbs.co.za
082 602 7261

DEMOGRAPHICS

The following questions relate to the respondents individual background
Please summarize your own background and experience in IT in your current and in other previous positions / organizations

(1)
Job description

	CIO / CTO / Technology Director
	

	Senior Executive 
	

	IT Manager
	

	Business Unit Manager / Functional Area Manager
	

	Network Manager
	

	Other
	


(2)
What are your main functional roles?

	Information Technology
	

	Strategy & Planning
	

	Business Development
	

	General Management
	

	Operations
	

	Research & Development
	

	Network Management
	

	Other
	


(3)
Number of years experience in IT planning and administration

(4)
Number of years experience in Network planning and administration

(5)
Number of years experience in Telecommunications, Media & Broadcasting planning

The following questions relate to the organisations background

(6) Please describe your organization’s main business classification
	Telecommunications 
	

	Information Technology
	

	Financial Services
	

	Professional Services
	

	Manufacturing
	

	Entertainment
	

	Healthcare
	

	Consumer Goods
	

	Transport
	

	Government / Public Sector
	

	System Integrator
	

	Insurance 
	

	Telecommunications
	


(7)
Please choose, from the following, the definition of convergence that is most appropriate to 
your organisation?

	
	Definition


	

	1
	‘increasing interrelationship and level of integration, between the disciplines of telecommunications, broadcasting media, and information technology’


	

	2
	‘multi-service’ network that attempts to integrate data, voice and video solutions onto a single (IP-based) network. 


	

	3
	‘changes taking place in technology, services, industry structures and governmental policies, especially regarding the telecommunications industry’


	

	4
	‘migration from a Public Switched Telephone Network (PSTN) to IP-based networks’


	

	5
	‘a change process predicated by technology advancements which remove traditional business barriers leading to industry-type convergence in the form of new sub-industries and new markets’ 


	

	6
	‘a 3-dimensional phenomenon: technical, organisational and market convergence. Depending on how convergence is defined, appropriate measures of the term may be the degree of digitisation of the network or the options for consumers to buy services that are possible because of convergence’


	

	7
	‘In its simplest form, convergence means the uniting of the functions of the computer, the telephone and the television set’ 


	

	8
	‘the ability of different network platforms to carry essentially similar kinds of services’ 


	

	9
	‘On the supply side convergence means that industries are increasingly using the same knowledge base. On the demand side convergence means that market boundaries become fuzzier, both within industries and between them’


	

	10
	‘Convergence in substitutes occurs when 2 products become interchangeable. Convergence in complements occurs when 2 products work better together than separately’


	

	11
	‘the process of interconnection between traditional switched circuit networks and packet-switched networks based on the Internet Protocol’


	

	12
	‘the integration of several media applications (data, voice, video images) onto a common packet-based platform’


	


Interview Question 1
What is the extent of planning for digital convergence in South African organisations with respect to the following planning process dimensions?

· Formalisation

· Consistency

· Flow 
· Focus

· Participation

· Comprehensiveness
1.1 The following questions relate to the formalisation of your planning process

Formalisation refers to the existence of structures, techniques, written procedures, and policies that guide the planning process.
1.1.1 Please comment on the following statement with respect to convergence planning within your organisation

“Our process for strategic planning for convergence is very formalised”
· Formalised structures, process and techniques exist within the organisation to initiate the planning process?

· Formalised structures, process and techniques exist within the organisation to guide the planning process?
· Written guidelines exist within the organisation that structures the planning process?
	
	Initiate the planning process
	Guide the planning process

	Formalised Structures


	
	

	Formalised Techniques

	
	

	Written Guidelines


	
	


1.1.2 What formal processes exist to aid the systematic collection and dissemination of information around strategic issues within your planning process?

1.1.3 What formal guidelines exist to document the outputs of strategic planning?
1.1.4 Do you believe that a more formal planning process will increase organisational capacity to consider a greater number of strategic issues?
1.2 The following questions relate to the consistency of your planning process


Consistency is concerned with the frequency of planning activities or cycles and relatedly, the frequency of evaluation / revision of strategic choices. 

1.2.1 Is strategic planning conducted

	On an ad-hoc basis

	

	As part of a continuing planning cycle

	


1.2.2 On average how long is the planning process?
1.2.3 How frequently are assessments undertaken around the choices made during strategic planning with a view to adjusting them to meet changing conditions?

1.2.4 How often is the progress of strategic planning formally presented to stakeholders?
1.3 The following questions relate to the flow  of your planning process


Planning flow refers to the locus of authority or devolution of responsibilities for strategic planning; in other words, the roles played by corporate and divisional managers in the initiation of the planning process.

1.3.1
Please answer the following questions:

· The role of upper management is to endorse rather than formulate 
strategic plans

· At what level in the organisation are strategic plans initiated?

· Who leads the strategic planning process?

· Which functional areas are responsible for post hoc implementation?

· Are the areas that formulate strategic plans mostly responsible for their implementation?
· To what extent does the planning process encourage the participation of lower-level managers?

	Org Levels / Responsibilities


	Endorse
	Initiate
	Lead
	Formulate
	implementation

	CIO /  CTO / Technology Director


	
	
	
	
	

	Senior Executive (non-IT)


	
	
	
	
	

	IT Manager


	
	
	
	
	

	Business Unit Manager /

Functional Area Manager
	
	
	
	
	

	Network Manager


	
	
	
	
	

	Lower-level Managers


	
	
	
	
	

	Other


	
	
	
	
	


1.3.2 What structure evaluates alternatives and what is the composition of the structure?

1.4 The following questions relate to the focus  of your planning process

Focus refers to the balance between creativity and control orientations inherent within the strategic planning system. 

The innovative orientation nurtures creativity. Its purpose is to help planners systematically look for opportunities and threats in the environment and then generate innovative or novel solutions for competitive survival. 


An integrative orientation focuses more on control. Such a system is closely tied to the regular accounting and budgetary systems of the organization and is concerned with issues such as resource allocation, cost performance measures, and controlled diffusion of assets within the organization.

1.4.1 What do you consider to be the primary purpose of your organisations strategic planning?

	Controlling costs
	

	Allocation of resources
	

	Controlling diffusion of assets within the organisation
	

	Generating of innovative solutions
	

	Other
	


1.4.2 How does your organisations’ planning process encourage creativity and idea generation over control?

1.4.3 Is your strategic planning tightly integrated with your organisations normal financial planning routine?
1.4.4 How does your organisation encourage the generation of innovative or novel solutions during the planning process?

	Proof of Concepts
	

	Pilot Implementations
	

	Vendor demonstrations
	

	Site Visits
	

	Other
	


1.5
The following questions relate to the participation of your planning process
Participation captures the breadth of involvement in strategic planning.

1.5.1 Please answer the following questions:

· Which functional areas are actively involved in the planning process?

· How many people from each area are actively involved in the planning process?
· Does your planning process attempt to include a variety of functional area managers in the planning process?

	Organisation Levels / Responsibilities


	Active Involvement
	Average number of people

	CIO / CTO / Technology Director


	
	

	Senior Executive (non-IT)

	
	

	IT Manager


	
	

	Business Unit Manager / Functional Area Manager
	
	

	Network Manager


	
	

	Other


	
	


1.5.2 Is your strategic planning process a relatively isolated organisational activity?

1.5.3 Are there any organisational constraints that prohibit the planning process from being inclusive?

1.5.4 What formal processes are in place to enable communication amongst people involved in the planning process?

1.6
The following questions relate to the comprehensiveness of your planning process
Comprehensiveness is formally defined as ‘the extent to which an organization attempts to be exhaustive or inclusive in making and integrating strategic decisions’.

1.6.1
To what extent does your planning process attempt to be exhaustive in gathering information relevant for convergence planning?


1.6.2
What were the sources of information that identified alternate solutions?

	Trade journals
	

	Academic journals
	

	White papers
	

	Seminars
	

	Industry portals
	

	Business Partners
	

	Research Houses
	

	User Groups
	

	Parent organisations
	

	Other
	


1.6.3 What other sources were available that could have made the planning process more comprehensive?

Organizations must balance the benefits of consistency and integration associated with thorough decision analysis with the costs of inaction, managerial time, and financial resources. In some competitive contexts it may be more appropriate to “satisfice” rather than optimize in identifying and evaluating strategic alternatives.
1.6.4
Does your planning process delay decision until all alternatives have been evaluated?

1.6.5
What factors constrain the process of identifying an optimal solution?

	Opportunity costs of inaction
	

	Managerial time
	

	Financial resources
	

	Alignment with parent organisation
	

	Other
	


Interview Question 2
2a -
What are the relevant steps for convergence planning? 
The following questions relate to the planning steps of the planning process 

2.1 Identify the steps in your organisations planning process?
Interview Question 2
2b -
Do the planning steps specifically identify the implementation issues with regards to these initiatives?

The following questions relate to the extent to which implementation issues are considered in your planning process

2.2 Which particular implementation issues are addressed during the planning process?
	Costs
	

	Integration into legacy systems
	

	Allocation of resources
	

	Timeframes
	

	Logistical issues
	

	Devolution of authority
	

	Assignment of responsibilities
	

	Other
	


2.3
Does the planning process consider how the implementation of the solution will take place?

	Conduct small localised projects
	

	Implement corporate-wide
	

	Implement at remote sites only
	

	Other
	


Interview Question 3

3a -
To what extent are benefits and barriers that are anticipated during the planning stage for convergence being experienced post implementation?
The following questions relate to the benefits and barriers that were anticipated and experienced
3.1 Please indicate which benefits were anticipated and which were experienced from the deployment of a converged infrastructure?

	Benefits
	Anticipated
	Experienced

	Lower-cost network management
	
	

	Reduced network tariffs / service costs
	
	

	Easier network management
	
	

	Better customer service
	
	

	Better quality of communications
	
	

	Increased employee productivity
	
	

	New applications e.g. video training
	
	

	Centralisation of telephony services / reductions in PBX’s
	
	

	Improved teamwork
	
	

	Other
	
	


3.2 Please indicate which barriers were anticipated during the planning process and which barriers were actually experienced?
	Barriers
	Anticipated
	Experienced

	Doubts about security
	
	

	Implementation costs
	
	

	Lack of a compelling business case
	
	

	Concern over quality of voice communications
	
	

	Awareness and understanding
	
	

	Price of equipment / technology
	
	

	Lack of consensus within organisation
	
	

	Concern over implications of single network ‘putting eggs in 1 basket’
	
	

	Timescales for Return on Investment
	
	

	Concerns over privacy

(ability to track employees on the network)
	
	

	Disruption of business while converting
	
	

	Satisfaction with present system
	
	

	Regulatory landscape
	
	

	Other
	
	


Interview Question 3

3b -
Do the planning steps specifically identify the benefits of, and barriers to convergence?

3.3
Did the planning content include a step to identify the expected benefits of 
convergence?

3.4
Did the planning content include a step to identify the possible challenges to 
convergence and methods to overcome these challenges?

3.5 
How were these anticipated benefits and challenges identified?

No reliable data was received for question 3.5 and the question was not analysed. 

NETWORK PLANNING: GENERIC PLANNING STEPS


[image: image29]
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APPENDIX E: DATA from INTERVIEWS

PART 1: RESEARCH QUESTION 1
DATA for FORMALISATION (Dimension D1)

Table E1: Degree of Formalisation (D1_Deg_Form)

	Code
	Response
	Selections

	D1_For
	Formalised
	2

	D1_SFor
	Semi-formalised
	4

	D1_NotFor
	Not formalised
	2


Figure E1: Degree of Formalisation

	Our processed isn’t formalised. The reason it isn’t formalised is because of the uncertainty in the market itself so we have a semi-formal process that looks at current trends and technology. 

Reasonably formalised; not very formalised

At the moment it is a not-so-formalised; we are still working on the governance structures to get it much more formalised.

Strategic planning is not very formalised and more like ‘chasing a fad’

Not very formalised, was more based on market research

Formalised strategic outlook

It is formalised; we have a brief from our parent organisation which we have to fulfill on an annual basis. 


Table E2: Formal processes to Initiate and Guide the Planning process

	Code
	Initiate the planning process

(D1_Init)
	Guide the planning process

(D1_Guide)



	Formalised Structures
	D1_Struc_Init   (6 selections)
	D1_Struc_Guide  (6 selections)

	Formalised Techniques
	D1_Tech_Init    (6 selections)
	D1_Tech_Guide  (6 selections)

	Written Guidelines
	D1_Guide_Init  (6 selections)
	D1_Guide_Guide (6 selections)


Figure E2: Initiating and Guiding the Planning Process

	To initiate the planning process we have a business area called New Business Development and that area of the business will initiate and investigate which will then be presented to a committee of the executives and a few technical people and IS, who decide whether this should continue
Written guidelines based on ‘Cisco’s steps to success’; partner’s methodology

Introducing formalised elements in a staggered approach

Qualified “yes” for formalised techniques. On a 1-5 scale, that’s a 2.

       For techniques, “yes”. On a 1-5 scale, 3

        We have written guidelines but its not at the stage of maturity that we would like. 


Table E3: Formal processes for collection and dissemination of information

	Code
	Response
	Selections

	D1_Info_For
	Formalised
	3

	D1_Info_SFor
	Semi-formalised
	2

	D1_Info_NotFor
	Not formalised
	3


Figure E3: Collection and dissemination of information

	We have a concept of the IS labs which is recent and it isn’t only just internal to IS, it is a public forum lab and our technical people sit on it and look at ideas and decide whether there is something worthwhile to take to the next stage or not. If it is we provide onsite facilities. So if there is a good idea we have incentives to bring that idea on board to IS, if not that individual is at liberty to take that idea and market it himself.
None, but in the process of developing a Knowledge Management strategy
Part of Cisco’s steps to success

We follow various approaches, we go to Gartner where we get qualified research. We also go to other research bodies to validate the research. We use 3 or 4 different research bodies. We also do some internal qualification, internal processes to verify the information.
Internal Business Intelligence Unit that looks at market trends, customer trends and competitor analysis, Distributed and easily accessible

None. We expect our solutions architects, who are our main technical design authorities, to to use whatever are available; we do not prescribe. We utile extensively from our parent organization’s knowledge base for solution offerings


Figure E4: Documentation of outcomes

	No formal guidelines but we have guiding principles as to what is required as a presentation tool to present to the Exec

CoBIT framework for planning

The formal guidelines are prescribed by our parent organisation which we adapt to local conditions and to specific projects

Cisco ‘steps to success’

We use the minutes of meetings 


Table E4: Increased ability to consider a greater number of issues (D1_Consider_Issues)

	 Code
	Response
	Selections

	D1_Issues_Y
	Yes
	6

	D1_Issues_P
	Possibly
	1

	D1_Issues_N
	No
	1


Figure E5: Increased ability to consider a greater number of issues

	No it will tend to draw out decision-making processes. We will stagnate and we will lose our agility and flexibility.

Possibly, A lot of these tools come from the US and as a result they really aim at a scale at which things are done in the US. Lots of detail and information they require is not necessary. If we could simplify the international guides and give them more of a local flavour they might become a little easier to implement

Yes, unstructured results in division / several approaches

Yes, unstructured results in division / several approaches

Yes. A well established, understood and documented process would expedite the data-collection and decision-making process. It would also add a level of consistency that would make it easier to evaluate performance after the fact


DATA for CONSISITENCY (Dimension D2)

Table E5: Ad-hoc or part of a continuing cycle (D2_Plan_Cycle)

	Code
	Response
	Selections

	D2_Ad_hoc
	On an ad-hoc basis
	2

	D2_Cycle
	As part of a continuing planning cycle
	6


Figure E6: Additional data for consistency

	We review every 6 months and the reason we use 6 months is that we find that in our industry trends change every 6 months anyway. We don’t have any detailed planning around a 3-5 year strategy. Our long-term strategies are governed by the fact that we will build things centrally and distribute to the entire customer base
Not often enough; once decided there is no going back; due to governance structure
Very infrequently currently. We view the results as they are being produced but we don’t necessarily review the process and the choices that are being made
Annually
Reporting of progress is results based
Progress of strategic planning is formally presented on a monthly basis


DATA for FLOW (D3)

Table E6: Roles and responsibilities versus management categories

	
	Endorse 

(D3_Endorse)
	Initiate 

(D3_Initiate)
	Lead 

(D3_Lead)
	Formulate

(D3_Formulate)
	Implement

(D3_Implement)

	CIO /  CTO / Technology Director


	 (8)
	 (6)
	 (2)
	 (1)
	

	Senior Executive (non-IT)


	 (3)


	(5)
	 (3)
	 (1)
	

	IT Manager


	
	 (7)
	 (8)
	 (7)
	 (4)

	Business Unit Manager /

Functional Area Manager


	
	 (2)
	 (4)
	 (4)
	 (3)

	Network Manager


	
	 (1)
	 (3)
	 (3)
	 (6)

	Lower-level Managers


	
	
	
	 (2)
	 (5)


Table E7: Roles and responsibilities across organisations
	
	Endorse


	Initiate


	Lead


	Formulate


	Implementation



	CIO/ CTO / Technology Director
	X1,X2,X3,X4,X5,X6,X7,X8

(8)
	X2,X3,X5,X6,X7,X8 (6)
	X3,X6 

(2)
	X3

 (1)
	

	Senior Executive (non IT)
	X1,X5,X6 

(3)
	X1,X3,X5,X6,X8 

(5)
	X2,X3,X5

 (3)
	X3 

(1)
	

	IT Manager
	
	X2,X3,X4,X5,X6,X7,X8 (7)


	X1,X2,X3,X4,X5,X6,X7,X8 (8)


	X1,X3,X4,X5,X6,X7,X8 (7)


	X1,X4,X5,X8

(4)



	Business Unit Manager / Functional area Manager
	
	X6,X7 (2)
	X5,X6,X7,X8 (4)
	X2,X5,X7,X8 (4)
	X5,X7,X8 (3)

	Network Manager
	
	X7 

(1)
	X6,X7,X8

 (3)
	X5,X6,X7 

(3)
	X2,X4,X5,X6,X7,X8 (6)



	Lower-level Managers
	
	
	
	X5,X6 

(2)


	X2,X4,X5,X6,X7 

(5)


Figure E7: Roles and responsibilities versus management categories

	The primary role of upper management is to endorse rather than formulate strategic plans
If CTO part of exco then CTO involved in formulation; if CTO report to CFO then role is to endorse

Seldom is anybody from networks / IT invloved 

The planning process goes all the way down to the engineer level 




Figure E8: Evaluation structures
	Evaluation committee; We generally evaluate 3-4 products under the same criteria 

Evaluation done at board level
Exec committee, CIO Council and CE

Strategic level
CEO, CTO and COO


DATA for FOCUS (D4)

Table E8: Primary purpose of organisations strategic planning (D4_Plan_Purpose)

	Code
	Response
	Selections

	D4_Costs
	Controlling costs
	5

	D4_Resources
	Allocation of resources
	2

	D4_Assets
	Controlling diffusion of assets within the organisation
	3

	D4_Innovate
	Generating of innovative solutions
	4

	D4_Mkt_Share
	Maintain and Gain market share
	1


Table E9: Integration of strategic planning with the financial planning routine (D4_Plan_Integration)

	Code
	Response
	Selections

	D4_Int_Y
	Yes
	4

	D4_Int_N
	No
	3

	D4_Int_P
	To some extent
	1


Table E10: Encouraging the generation of innovative solutions (D4_Innovate)

	Code
	Response
	Selections

	D4_PoC
	Proof of Concepts
	7

	D4_Pilot
	Pilot implementations
	4

	D4_Demo
	Vendor demonstrations
	3

	D4_Sitevisit
	Site visits
	6

	D4_Comms
	Payment of a commission
	1


Figure E9: Encouraging of idea generation
	Flat structure; no hierarchy on evaluation committee; process of collaboration; Only 2 directors sit on the committee
Centre for Innovation, Reward and recognition, IS Labs, includes students and ICT community
Get people to dream – ‘what if we could’ question
Thrown into deep end, Philosophy of ‘out of the box’
Our creativity is mostly stifled by our processes because our primary processes are focused along cost centre activities
We encourage our consultants to collaborate in a flat structure, both within the organisation and also with the parent organisation




DATA for PARTICIPATION (D5)

Table E11: Breadth of participation in Strategic Planning (D5_Breadth)

	Code
	Response
	Selections

	D5_L1_Prticipte
	CIO / CTO / Technology Director
	7

	D5_L2_ Prticipte
	Senior Executive (non-IT)
	5

	D5_L3_ Prticipte
	IT Manager
	8

	D5_L4_ Prticipte
	Business Unit Manager / Functional Area Manager
	6

	D5_L5_ Prticipte 
	Network Manager
	6

	D5_L6_ Prticipte 
	Lower-level Managers
	3


Figure E10: Breadth of involvement in Strategic Planning

	These include people from project management to business analysts, support and installation staff.  The reason we found is that if you don’t involve these people upfront you end up in a situation where what you’ve been planning around may not be practical in their environments. Involve the full spectrum of people upfront and later on we decide if they are required or not.
Trying to change the level of involvement in BU managers; currently their involvement is ad-hoc
CIO council, 12 people involved. Senior non-IT executives only involved in a reporting function. Approximately 13 of them. IT management 30. BU managers on an ad-hoc basis. 1 or 2 network managers very actively involved.
CIOLevel: high-level information gathering; Senior non IT level: only if pulled in

BU: through a questionnaire/ requirements

Network: maybe but doesn’t sit in


Table E12: Isolated Planning (D5_Isolated)

	Code
	Response
	Selections

	D5_Isolated_Y
	Yes
	4

	D5_Isolated_N
	No
	3

	D5_Int_P
	To some extent
	1


Figure E11: Constraints for participation

	Politics is a constraint (information is power)

No constraints

Convergence not seen as strategic

Focus on the quarterly budget

Only employees 

ICT still not seen as strategic

Skills and time


DATA for COMPREHENSIVENESS (D6)

Table E13: Exhaustiveness of information gathering (D6_Exhaustiveness)

	Code
	Response
	Selections

	D6_Exhstive_Y
	Yes
	2

	D6_Exhstive_N
	No
	4

	D6_Exhstive_Poss
	To some extent
	2


Figure E12: Exhaustiveness information gathering
	We have a fairly good idea what path to choose. We explore that path – we wouldn’t explore all paths available. Its comprehensive in those directions that we choose
Gartner, White papers
The person responsible for the convergence project negotiates the group that will be involved through the CIO council. Once a mandate has been received it follows a comprehensive approach to ensure requirements have been met. Even though we have ad-hoc processes the execution of those processes are comprehensive

Fairly comprehensive, focus on BI
No, politics prevents it; brand loyalty prevents it; corruption prevents it
It is not inclusive, It follows the parent organisation slavishly


Table E14: Sources of information relevant for convergence planning (D6_Info_Sources)

	Code
	Response
	Selections

	D6_Trade_Jnl
	Trade journals
	5

	D6_Aca_Jnl
	Academic journals
	2

	D6_White_Prs
	White papers
	5

	D6_Seminars
	Seminars
	7

	D6_Indus_Por
	Industry portals
	5

	D6_Bus_Prtn
	Business Partners
	7

	D6_Research
	Research houses
	4

	D6_User_Grps
	User groups
	3

	D6_Parent_Org
	Parent organisations 
	4

	D6_Prev_Soln
	Investigating previously implemented solutions
	1


Table E15: Delay decisions until all alternatives evaluated (D6_Eval_Alt)

	Code
	Response
	Selections

	D6_Eval_Alt_Y
	Yes
	1

	D6_Eval_Alt_N
	No
	6

	D6_Eval_Alt_Poss
	Sometimes
	1


Table E16: Constraints in choosing an optimal solution (D6_Constraints)

	Code
	Response
	Selections

	D6_Const_1
	Opportunity costs of inaction
	3

	D6_Const_2
	Managerial time
	5

	D6_Const_3
	Financial resources
	3

	D6_Const_4
	Alignment with parent organisation 
	1

	D6_Const_5
	Urgency of request
	1

	D6_Const_6
	Brand loyalty
	1

	D6_Const_7
	Politics
	1

	D6_Const_8
	Parent organisations 
	1


PART 2: RESEARCH QUESTION 2
DATA for PLANNING STEPS

Table E17: Planning steps (Plan_Steps)

	Step Number
	Code
	Alternate names
	No of Mentions

	1: Initiation
	Step_initiation
	Business plan

Objectives

Business drivers

Case study

Project definition / project mandate

Identification of a need


	6

	2: Approval
	Step_Approval
	Evaluate alternatives

Acceptance of initiative

Approval

Authorisation for planning

Position paper


	5

	3: Financial Analysis
	Step_Financial
	Costing exercise
	4

	4: Technical Analysis
	Step_Technical
	Alternatives

Functional analysis


	7

	5: Detailed planning
	Step_Detail
	 
	3

	6: Implementation
	Step_implment
	Rollout

Implementation analysis


	5

	7: Post implementation
	Step_Post_Impl
	
	1


Figure E13: Planning steps
	Business plan reviewed by a committee that either accepts or rejects the plan; the business plan steers away from product specific information at this stage but includes general costing

Constitution of teams and departments involved

The financial analysis stage may include a vendor invitation to participate

The detailed planning may include:

- Proof of concept

- On-site and Off-site testing

- Guidelines  around support
Not all steps exist in every project

Alternatives are in respect to the technical alternatives and part of the technical analysis step; discard alternatives when mandatory objectives are not met e.g. initiative over budget

Technical analysis done way before financial analysis;  if something does meet technical requirement then it eliminates the need for a financial analysis for that alternative 

When there are multiple technical options the financial analysis is done together with the technical analysis

Detailed planning includes detailed costing; sequence of rollout; also documents what is out of scope

Iterative approach

Evaluate maturity of the industry

Feasibility study which ends up in a cast study or business case

Planning and staffing of the initiative is done during the detailed planning step

Feasibility study not always done; initiation of project based on trust and based on the product supplier

Only 2 reasons a project was initiated was to:

· improve productivity

· reduce costs

Position paper goes to evaluation committee called the CIO council




DATA for IMPLEMENTATION 

Table E18: Implementation issues addressed during the planning process (Implement_Issues)

	Code
	Response
	Selections

	Impl_Costs
	Costs
	4

	Impl _Legacy
	Integration into legacy systems
	6

	Impl _Resources
	Allocation of resources
	6

	Impl _Timeframes
	Timeframes
	6

	Impl _Logistics
	Logistical issues
	3

	Impl _Authority
	Devolution of authority
	1

	Impl _Responsibilities
	Assignment of responsibilities
	3


Table E19: Implementation methods addressed during the planning process (Implement_Methods)

	Code
	Response
	Selections
	Percentage

	Impl_Mthd1
	Conduct small localised projects
	2
	

	Impl_Mthd2
	Implement corporate wide
	1
	

	Impl_Mthd3
	Implement at remote sites
	0
	

	Impl_Mthd4
	Laboratory
	1
	


PART 3: RESEARCH QUESTION 3
DATA FOR BENEFITS ANTICIPATED AND BENEFITS EXPERIENCED

Table E20: Benefits Anticipated (Ben_Ant)

	Code
	Response
	Selections

	Ben_Ant_1
	Lower-cost network management
	7

	Ben_Ant_2
	Reduced network tariffs / service costs
	7

	Ben_Ant_3
	Easier network management
	7

	Ben_Ant_4
	Better customer service
	6

	Ben_Ant_5
	Better quality of communications
	7

	Ben_Ant_6
	Increased employee productivity
	4

	Ben_Ant_7
	New applications e.g. video training
	5

	Ben_Ant_8
	Centralisation of telephony services / reductions in PBX’s
	4

	Ben_Ant_9
	Improved teamwork
	3

	Ben_Ant_10
	Deployment costs
	1


Table E21: Benefits Experienced (Ben_Exp)

	Code
	Response
	Selections

	Ben_Exp_1
	Lower-cost network management
	2

	Ben_Exp_2
	Reduced network tariffs / service costs
	3

	Ben_Exp_3
	Easier network management
	1

	Ben_Exp_4
	Better customer service
	2

	Ben_Exp_5
	Better quality of communications
	2

	Ben_Exp_6
	Increased employee productivity
	2

	Ben_Exp_7
	New applications e.g. video training
	2

	Ben_Exp_8
	Centralisation of telephony services / reductions in PBX’s
	3

	Ben_Exp_9
	Improved teamwork
	1

	Ben_Exp_11
	Deployment costs
	0


Figure E14: Benefits and Barriers
	We have a practical objective embodied in Key Performance Indicator to reduce network management costs with our convergence initiatives
system integrators are faced with customers insisting in solutions that give them the ability to 
offer enhanced services 
Benefits done during SWOT analysis



Data for Barriers Anticipated and Barriers Experienced

Table E22: Barriers Anticipated (Bar_Ant)

	Code
	Response
	Selections

	Bar_Ant_1
	Doubts about security
	2

	Bar_Ant_2
	Implementation costs
	5

	Bar_Ant_3
	Lack of a compelling business case
	3

	Bar_Ant_4
	Concern over quality of voice communications
	2

	Bar_Ant_5
	Awareness and understanding
	5

	Bar_Ant_6
	Price of equipment / technology
	7

	Bar_Ant_7
	Lack of consensus within organisation
	3

	Bar_Ant_8
	Concern over implications of single network ‘putting eggs in 1 basket’
	4

	Bar_Ant_9
	Timescales for Return on Investment
	3

	Bar_Ant_10
	Concerns over privacy

(ability to track employees on the network)
	0

	Bar_Ant_11
	Disruption of business while converting
	4

	Bar_Ant_12
	Satisfaction with present system
	2

	Bar_Ant_13
	Regulatory landscape
	1


Table E23: Barriers Experienced (Bar_Exp)

	Code
	Response
	Selections

	Bar_Exp_1
	Doubts about security
	2

	Bar_Exp_2
	Implementation costs
	6

	Bar_Exp_3
	Lack of a compelling business case
	2

	Bar_Exp_4
	Concern over quality of voice communications
	2

	Bar_Exp_5
	Awareness and understanding
	4

	Bar_Exp_6
	Price of equipment / technology
	3

	Bar_Exp_7
	Lack of consensus within organisation
	3

	Bar_Exp_8
	Concern over implications of single network ‘putting eggs in 1 basket’
	3

	Bar_Exp_9
	Timescales for Return on Investment
	2

	Bar_Exp_10
	Concerns over privacy

(ability to track employees on the network)
	

	Bar_Exp_11
	Disruption of business while converting
	5

	Bar_Exp_12
	Satisfaction with present system
	1

	Bar_Exp_13
	Regulatory landscape
	2
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� A specific type of organisation called system integrators was also included. System integrators are generally technology agnostic and seek to implement solutions most suitable to their clients. They relieve customers of their responsibility for integration and typically assemble customised packages of various types of services and equipment (Noam, 1994). The organisations were chosen based on their reputation in the market and their particular focus i.e. infrastructure deployment. They are considered leaders in the field of telecommunications infrastructure deployment and network planning and deployment. System integrators generally undertake large projects on behalf of clients. Prencipe et al., (2003) describe system integrators “as the organisation that sets up the network and leads it from an organisational and technological viewpoint” and system integration as the set of technological and organisational skills that include component assembly, integration of products and project management. Convergence projects are often undertaken by system integrators. 
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