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IDENTIFYING THE TRIGGERS FOR MANAGEMENT 
SERVICES IN BUSINESS TRANSFORMATION MANAGEMENT  

Niz Safrudin, Information Systems School, Queensland University of Technology, Brisbane, 
Australia, norizan.safrudin@qut.edu.au 

Jan Recker, Information Systems School, Queensland University of Technology, Brisbane, 
Australia, j.recker@qut.edu.au 

Abstract 
Business transformations are complex organisational change endeavours that result in a business 
performing current work differently, or performing different work. Information Technology (IT) is a 
key enabler of such initiatives, but comes with its challenges, as revamping the IT infrastructure in 
large-scale organisations implies high complexity, high risk, and often high failure rates. We view 
business transformations as a collection of management services that are demanded and enacted at a 
program level, defined as abstract resources that provide the managerial capabilities necessary for 
business transformations. In this research-in-progress, we explore what triggers the need for 
management services in response to the challenges in business transformation management. We 
analyse data from two exploratory case studies using the critical incident technique as our qualitative 
analysis method. Early findings indicate that management service triggers reside on either the 
strategic level, which may be internally or externally driven, or at the program management level, 
which may be situational, influential or reactional. We detail implications for our on-going research. 

Keywords: IT-Enabled Business Transformation, Business Transformation Management, 
Management Services, Triggers, Critical Incident Technique. 

 

 



1 INTRODUCTION 

Business transformations imply fundamental changes to large-scale organisations, in order to perform 
current work differently, or perform different work (Rouse & Baba, 2006). The reason behind 
embarking on such endeavours is typically due to value deficiencies experienced by the organisation, 
such as experiencing performance crisis, or seeking growth (Rouse & Baba, 2006). However, 
initiating changes in large-scale enterprises, especially with the deployment of a new IT artefact, 
implies high risk, with reported failure rates achieving levels as high as 70% (Ashurst & Hodges, 
2010). This is because rolling out a new IT infrastructure means changes to not only the organisation’s 
embedded technical systems such as work operations and business processes, but also to the socio-
behavioural systems (Rouse & Baba, 2006), such as dealing with individuals and their response to 
organisational changes (Herold, Fedor & Caldwell, 2007). Furthermore, business transformations 
require significant resources and capabilities which management typically underestimate the amount 
of effort or lack knowledge on (Besson & Rowe, 2012). 

Our interest in our on-going research is to examine those challenges and the corresponding capabilities 
required to transform corporations in initiatives with an enabling IT-artefact. We are particularly 
interested in the managerial capabilities that stem from various management disciplines required for a 
business transformation, such as strategy management, value management, risk management, process 
management, IT management, change management, transition management, program management and 
project management (Uhl & Gollenia, 2012). We adopt a service-oriented view of the organisation 
onto these management disciplines, as this perspective is congruent with the view of senior 
management who lack the resources to micro-manage the minute activities required to transform an 
organisation. In other words, the inner workings of each of those management disciplines are black-
boxed. We base this conceptualisation of business transformation management on the works of 
Safrudin, Recker and Rosemann (2011) who define management services as abstract resources capable 
of providing a set of management capabilities (from those management disciplines), that contribute to 
the overall management of business transformations. In a later work, the authors typified MS as 
Transformational or Transactional (Safrudin, Recker, Rosemann & Flower, 2011). While this provides 
an understanding of which MS are employed in the context of IT-enabled business transformations, 
the reasons why and when those MS are required were not identified. Understanding the rationale 
behind the demand and invocation of MS is important, as it allows one to infer why a particular MS is 
required for a business transformation, when the management of business transformation needs to 
react to challenges, and how they need to react. In turn, the management efficacy of such complex 
initiatives can be improved, and our knowledge extended about how organisational change efforts 
unfold and how successful interventions can be planned and executed. 

Thus, the primary research objective is to develop an understanding of the triggers and corresponding 
management services in business transformations, with a specific focus on the challenges inherent in 
BTM. Our specific research questions are: 

RQ1. What are the triggers for management services in BTM? 

RQ2. When are those management services invoked in response to the triggers in BTM? 

RQ3. Why are those management triggered in BTM? 

In the next section we provide background work relevant to an understanding of the challenges of IT-
enabled business transformations. We then discuss our perspective on business transformation by 
elaborating on the notion of management services. Then, we detail our research design including data 
collection and analysis method, followed by a presentation of our findings. We then discuss those 
findings and conclude with implications, limitations and future direction of this research 



2 BACKGROUND 

2.1 Challenges of IT-Enabled Business Transformation 

Business transformations are regarded as the orchestrated redesign of the genetic architecture of a 
corporation (Morgan & Page, 2008). A recent study by Besson & Rowe (2012) revealed numerous 
challenges in business transformations. They highlighted the dimensions of organisational inertia in 
such endeavours, entailing negative psychology inertia (overwhelmed), socio-cognitive inertia (re-
enacting values and norms), socio-technical inertia (recalibrating path dependencies on existing socio-
technical systems), economic inertia (readjusting dynamics of resource allocation), and political inertia 
(realigning vested interests and alliances). These challenges are dealt by change agents, i.e., 
management personnel accountable for both their roles in the transformation and the organisation. 
How exactly the management provides capabilities that assist the construction and routinisation phases 
and their contingencies within a business transformation, however, has not yet been explored in depth. 

2.2 Management Services as a Means to Address BTM Challenges 

Our work employs the concept of Management Services (MS) as a means to address the contingencies 
inherent in BTM. This work defines MS as abstract resources that provide a coherent set of managerial 
capabilities required for business transformations (Safrudin, Recker, Rosemann, et al., 2011), whereby 
those capabilities in itself consist of routines  that are either operational or dynamic in nature (Helfat & 
Peteraf, 2003), and which we thus classify as Transactional or Transformational MS respectively 
(Safrudin, Recker & Rosemann, 2011). Transactional MS provide managerial capabilities that focus 
on the execution of the initiative by employing fixed and established practices, such as program 
planning and governance as part of a Program MS. Transformational MS on the other hand provide 
managerial capabilities that focus on the renewal aspect of the initiative by employing flexible and 
changeable practices, such as (re-) designing a new business model as part of a Strategy MS. 
However, a fundamental question prevails – when are these MS (Transactional or Transformational) 
invoked in business transformations? 

2.3 The Flow of Business Transformations in Waves 

In line with (Applegate, 1994; Hill & Collins, 2000; Wheeler, 2002), we distinguish four key phases in 
IT-enabled business transformations, which we call “waves”. Embedded in these waves are a sum of 
incidents, tasks and routines that contribute to key milestones throughout the duration of BTM: 
• Wave 1: Concept – Identifies the need to transform due to the value deficiency(ies) experienced 

and/or anticipated by the enterprise and ascertains possible solutions to mediate the deficiencies  
• Wave 2: Blueprint – Explicates the next steps to be done that is approved by the key stakeholders 

in an enterprise, including the selection of an appropriate IT solution 
• Wave 3: Execution – Conducts the release of a new IT platform as part of the solution to enable 

the business transformation in a series of interdependent projects, i.e. via a program 
• Wave 4: Post-Transformation – Evaluates the completed outcome of the IT-enabled business 

transformation and identify subsequent means to leverage the investment 

Identifying the waves enables our work to pinpoint when MS are triggered in BTM. In essence, 
triggers are incidents that encourage or compel a firm to respond to specific internal or external stimuli 
(Zahra & George, 2002). Existing studies in IS that have utilised the notion of triggers include Sun’s 
work (2012) on adaptive system use triggered by novel situations, discrepancies and deliberate 
initiatives; the work by Davidson and Chismar (2007) on alignment for social structure change 
triggered by institutional and technology triggered change; and that by Thomas and Bostrom (2010) on 
technology adaptation interventions triggered by external and internal constraints, ICT, trust and 
relationship inadequacy, and ICT knowledge, skills and abilities inadequacy. The following sections 
detail our approach of identifying the triggers and corresponding MS in BTM. 



3 RESEARCH APPROACH 

The exploratory nature of our research identifies the case study method as an appropriate approach to 
address the research objectives, because it enables researchers to study a complex phenomena in 
contemporary and natural settings (Yin, 2003). To date, we have conducted two case studies as 
summarised in Table 1. Case selection criteria were based on the dimensions outlined in Safrudin and 
Recker (2012): large-scale organisations that are established over 50 years, with over 10,000 
employees, bearing annual revenue in excess of $1mio, and which are looking to revamp their existing 
IT infrastructure and business processes due to factors that are internally driven. The cases were 
spread across two different industry sectors, and the statuses of the initiatives were on-going versus 
completed. These two diverging factors allowed us to gain a better understanding of the phenomena as 
it enables us to experience and assess the transformation initiatives, regardless of domain and progress. 

In both case studies, we obtained access to C-level executives and senior management involved in the 
initiatives. Primary sources of data include interviews, observation field notes, documentation perusal, 
publicly available media such as annual reports and articles pertaining to the transformation. There 
were five interviews from Organisation A and seven from Organisation B, with an average of one hour 
per interview. The case organisations reviewed relevant findings for accuracy and completeness. 
 
Relevant Traits Organisation A Organisation B 
Industry Sector Banking & Finance Construction 
Region Asia Pacific Europe 
Year Established 1911 1941 
No. of Employees 44,000 20,000 
Net income before tax  USD$9,827 million (2011) USD$131 million (2011) 
Transformation Timeline 2006 – 2012  2000 – 2006 
Transformation Program Core Banking System Upgrade Global Process & System Standardization 
Intended Transformation To revamp banking system across all 

branches within a single country for 
provision of real-time customer 
service 

To establish standardised processes and 
supporting system across all multiple 
countries 

Transformation Driver & 
Motivation 

Internally-driven due to system 
limitations impairing customer service 
and efficiency 

Internally-driven due to inability to 
compare performance measurements 

IT Artefact Deployed ERP System  ERP System  
Transformation Status On-going (near completion) Completed 

Table 1.  Overview of Case Organizations 

The audio-recorded interviews were captured in 166 pages of transcribed interview notes. We 
reviewed this data with to identify triggers denoting challenges in the execution of the transformation. 
The scope of analysis is based on the categorisation of those triggers as occurring at the strategic level 
or program management level (Op't Land, Proper, Waage, Cloo & Steghuis, 2009). The former 
corresponds to the top-down decision-making structure that typically rests within the Executive 
Steering Group to ensure alignment with the overall corporate vision and strategy. The program 
management level corresponds to the activities within the Program Steering Group, which ensures that 
the transformation initiative is executed cross-discipline throughout the entire organisation.  

In addition to the explicit challenges derived from the question posed to the interviewees, we also 
identified implicit challenges by scanning all transcripts for keywords bearing negative connotations 
such as: difficult(ies), hard, tough, challenge, issues, problem, complex(ities), etc. We coded identified 
‘challenges’ in BTM as a process, labelled as a challenge path, which is triggered by an incident or 
factor that compel the transforming organisation to respond to specific stimuli (Zahra & George, 
2002). The trigger is identified as occurring at the strategic or program level, which in turn invokes a 
MS, identified as Transactional or Transformational. We code the occurrence and nature of MS by 



examining the critical incidents alongside the challenge path, and then examine the outcome, that is, 
an operational or dynamic capability used in managing business transformations (see Figure 1). 

 
Figure 1.  Illustration of Challenge as Triggers Invoking Management Services 

The identification of the challenge path was adapted from Roos’ (1999) Switching Path Analysis 
Technique, a subtype of Critical Incident Technique (CIT). As per (Chell, 1998, p.56 in Gremler, 
2004), the CIT is a qualitative interview approach to investigate significant occurrences such as 
events, incidents, processes or issues. The interviewee identifies the incidents, including the way they 
are managed, plus the outcomes in terms of perceived effects. We collate the critical incidents by 
asking respondents to narrate their experiences, as we did during our interviews. Once the stories 
(critical incidents) have been collated, content analysis of the stories takes place, with the aim of 
tackling two tasks: 1) the decision about a general frame of reference that articulates the incidents; and 
2) the inductive development of main and subcategories. 

3.1 Coding for Triggers 

The work of Roos (1999) on triggers from the service literature informed our coding protocol. 
Adapting his definition, a trigger in BTM is defined as any factor that alters the current state of the 
transformation in such a way that the MS is invoked. Examples for our coding of triggers as occurring 
at the strategic or program level in the corresponding BTM waves are provided in Table 2. 
 

Trigger on 
Challenge Path 

Description Occurrence Level & 
Type 

Sample Excerpt 

Buy in Gaining 
stakeholder 
commitment  

Wave 1: 
Concept 

Strategic / 
Internal 

“Some of the businesses were pretty 
reluctant at the beginning to get on board 
so we had to put in incentives.” 

Regional 
compliance  

Aligning various 
requirements into 
a single system 

Wave 2: 
Blueprint 

Strategic / 
External 

“One of the hardest things really was to 
get all the different interests under one 
hat, leading to one global system”  

Paradigm shift 
(of employees) 

Changing people's 
mind-sets to align 
their actions with 
the governance 
structure of the 
initiative  

Wave 3: 
Execution 

Program / 
Situational 

“A point had to be made that we’re not 
working in a hierarchy position anymore. 
You’ve got to use different approaches to 
make sure your governance is properly 
aligned across a program. You’ve got to 
break that paradigm, and that’s the 
challenge.” 

System use Employees slow 
to adapt/acquire 
skills for the new 
IT solution 

Wave 4: 
Post-
Transform-
ation 

Strategic / 
Internal 

”There was always this wrong 
management perception that you can go 
live smooth. There wasn’t really a lot of 
time to learn how to use the system to 
play around with.” 

Table 2. Exemplary Coding of Triggers for Management Services Across Both Cases 

Triggers occurring at the strategic level can be classified as internal or external triggers. Internal 
triggers relate to factors that stem from within the organisation, causing the firm to redefine its 
strategy (Zahra & George, 2002). For IT-enabled business transformations, internal triggers are 

Trigger& Outcome&

Entails&invoca3on&of&management&services&

Challenge&Path&

Consequence&

Cri3cal&
Incident&

Cri3cal&
Incident&

Cri3cal&
Incident&



concerned with instances that lead to fundamental changes such as depleting performance, inefficient 
processes, limited IT capabilities, etc. External triggers on the other hand pertain to factors that 
emanate from the firm’s operating environment (Zahra & George, 2002), such as technological shifts, 
changes in government policy, difference in cultural values, market volatility and so forth. 

Triggers at the program level can be categorised as situational, influential, or reactional. Situational 
triggers are factors that relate to the personnel involved in BTM, and are not necessarily related to the 
transforming organisation at all, e.g. individual traits, personal factors and so forth. Hence, challenges 
related to situational triggers are to accommodate or mitigate those factors to progress the 
transformation. Influential triggers are factors related to the constraining situation of the initiative. 
This includes budget and time allotted for the deliverables. As such, challenges related to influential 
triggers require substantial efforts and prioritizing to ensure timely delivery and effective utilization of 
economic resources. Reactional triggers are factors related to the critical incidents of deterioration in 
perceived performance during the transformation. This relates to out of the ordinary occurrences 
during the program such as unanticipated issues that emerge during data migration. Thus, challenges 
related to reactional triggers are to respond to those uncertainties in an efficient and effective manner. 

3.2 Coding for Management Services (MS) 

Using the Business Transformation Management Methodology (BTM2) framework (Uhl & Gollenia, 
2012), we classified the MS invoked as Strategy, Value, Risk, Change, Transition, Process, IT, 
Program or Project MS. The responses to the triggers were articulated in the form of key activities, 
which were coded using the CIT. Then, the MS were attributed as either Transformational or 
Transactional based on the capabilities they provide. Table 3 provides an exemplary overview. 
 

Trigger (Demand) Management Services (Response) 
Challenge 
Path (What) 

Determinant 
(Why) 

Occurrence 
(When) 

Level & Type 
(Where) 

Invocation 
(How) 

Capabilities 
(What) 

Buy in Stakeholders 
from various 
business entities 
have different 
demands and 
requirements 

Strategic / 
Internal 

Wave 1: 
Concept 

Transformational: 
Change MS 

Dynamic:  
Managing 
stakeholders 

Transformational: 
IT MS 

Dynamic: 
Design solution 
architecture 

Regional 
compliance  

Large number of 
employees 
reflects large 
inertia and effort 
to convince about 
the benefits  

Program / 
Situational 

Wave 2: 
Blueprint 

Transformational: 
Change MS 

Dynamic: 
Communication 
management 

Transactional: 
Program MS 

Operational: 
Program governance 

Paradigm 
shift (of 
employees) 

Legacy system 
bears complex 
data structures 
unknown to 
employees  

Program / 
Reactional 

Wave 3: 
Execution 

Transactional:  
Risk MS 

Operational:  
Execute risk 
mitigation plan 

Transactional:  
IT MS 

Operational:  
IT operations & 
service optimisation  

System use Employees slow 
to adapt and 
acquire necessary 
skills to deal with 
the change 

Strategic / 
Internal 

Wave 4: Post-
Transform-
ation 

Transactional:  
IT MS 

Operational:  
IT operations & 
service optimisation 

Transactional: 
Transition MS 

Operational: 
Training 

Table 3.  Exemplary Coding for Management Services in Response to the Triggers in BTM 



4 FINDINGS AND DISCUSSION 

Table 4 summarises the preliminary results on the triggers and corresponding MS invoked (TA as 
Transactional and TF as Transformational) across the two cases. As stated, the transformation of 
Organisation A at that point in time was still on-going. Thus, no challenges were identified in Wave 4. 
 

Wave No. Organisation A Organisation B 
Strategic  Program  MS Strategic  Program  MS 
IN EX SI IN RE TA TF IN EX SI IN RE TA TF 

Wave 1 1     ✓ ✓ 2     ✓ ✓ 
Wave 2 1     ✓ ✓ 1     ✓ ✓ 

       1      ✓ 
        3     ✓ 
         3   ✓ ✓ 
          2  ✓ ✓ 

Wave 3 1     ✓ ✓  1    ✓  
  5   ✓ ✓   1   ✓ ✓ 
  1   ✓      1 ✓  
   4  ✓ ✓        
   1   ✓        
   2  ✓         
    2 ✓         
    2 ✓ ✓        

Wave 4        2     ✓  
        1     ✓ 

Sum/Type 3 0 6 7 4  6 5 4 2 1  

Sum/Level 3 17 11 7 
Total 20 18 

Table 4.  Descriptive Findings of Challenge Triggers and Management Services Invoked 

As this is a research-in-progress, we only discuss selected findings. Due to space limitations we also 
cannot examine the logic of triggers for MS across waves; however, this analysis has been completed 
and will be reported in a completed research paper. Due to the different nature of the organisations – 
Organisation A being distributed within a single geographical region while Organisation B being 
globally distributed – the findings generally show that different MS are invoked in response to the 
level and types of triggers at certain points in time (the waves). Wave 1 is a prime reflection of the 
contextuality of business transformations, as the response to strategic/internal triggers varies across 
both organisations in that, Organisation B requires TF MS which embeds transformational leadership 
(Judge & Piccolo, 2004) to secure buy-in from stakeholders distributed all over Europe to overcome 
political inertia, whereas Organisation A invoked TA with TF MS to mitigate economic inertia. 

A notable finding in Wave 2 is how Organisation B invoked only TF MS for strategic/internal plus 
program/situational triggers. This differs with Organisation A, who invoked both TA and TF MS. An 
implication of invoking sheer TF MS without TA MS for Wave 2 is the emerging complexities in 
Wave 4. One of the respondent from Organisation B specifically claimed that accommodating for too 
much stakeholder requirements, to minimise socio-cognitive inertia, resulted in issues to date, 
reflecting the lack of strategic IS planning (Newkirk & Lederer, 2006). Similarly, invoking purely TA 
MS for program/situational triggers in Wave 3 minimises negative psychology inertia, as workers can 
be overwhelmed from the complexities and uncertainties during transformation and would thus benefit 
from transactional leadership (Bordia, Hunt, Paulsen, Tourish & DiFonzo, 2004). We also found how 
invoking purely TA MS for program/reactional triggers signifies preparedness of the transforming 
organisation in anticipating challenges, while invoking TF MS with TA MS reflects otherwise due to 
the need to be flexible or dynamic in dealing with unanticipated issues using TF MS while TA MS 
provides the governance structure to adhere to (Bordia, Hobman, Jones, Gallois & Callan, 2004). 



5 CONCLUSIONS 

5.1 Expected Contributions 

Although this is a research-in-progress, we have identified some evidence about the interplay between 
TA and TF MS in response to certain triggers at a given point in time, being the waves. These findings 
both complement and extend the body of knowledge in BTM. In addition, we have also presented a 
method to analyse the demand for MS in the form of triggers where we adapted the Critical Incident 
Technique from the service literature and incorporated it into the academic body of knowledge for 
managing business transformations in order to guide future streams of researchers who also wish to 
employ a service-oriented paradigm of the organisational capabilities, viz. management services. 

In terms of practical contribution, senior management involved in BTM will benefit from this study 
once completed by gaining a level of awareness about when to use what type of capabilities (TA vs. 
TF) in response to what type of challenge at the strategic level for internal and external triggers, and 
program level for situational, influential and reactional triggers. 

5.2 Limitations and Outlook 

This research-in-progress is not without limitations. First, the theorised observations presented are 
untested to date. Further work is required in this regard with further case studies, focus groups and/or 
surveys to contextualise and validate emerging conjectures. Our next steps entail the following: derive 
common patterns and/or outliers of the MS in response to the triggers in each wave, describe logical 
links between waves, further probe the meanings of those descriptive numbers of the triggers, and 
further contrast the findings between the two cases. 
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