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Abstract 

As the market now has begun to recover from the IT-crash in 2002, many smaller organisa-
tions are now starting to invest in IT again. This makes the IT-consultants more wanted on 
the market. In proportion to the increasing work of the IT-consultants and the increasing 
SME investments, the IT-consultants advices becomes more important regarding commu-
nication, responsibilities and collaboration, given to the Small and Medium sized Enter-
prises (SME) in the time of their investment process.   

At the same time the theory presents a mix of recommendations for how roles and respon-
sibility should be managed within the general organisation. These recommendations are 
clearly and vague expressed by different authors. Given this theoretical knowledge, the 
SME’s increasing outsourcing of IT-management and the importance of a clear structure of 
responsibilities in IT-investments, has the purpose of this study been to investigate in the 
advices the IT-consultants are communicating to SME in relation to the theoretical rec-
ommendations. The study has then been accomplished through a consultant’s perspective. 

Due to the purpose this study has been accomplished by face-to- face semi-standardised in-
terviews with 12 IT-consultants within the County of Jönköping directed towards SME in 
application investments. Given that we wanted to gain a deep understanding of these IT-
consultants recommendations on roles and responsibilities we therefore used a qualitative 
method. Furthermore, we also used an explorative effort due to our purpose to scrutinise 
the research area and a comparative effort when comparing the IT-consultants views with 
each other and then comparing the categorised IT-consultants views to the theoretical 
views identified in this study. 

One factor influencing the mode of procedure is the theoretical study of roles and respon-
sibilities made by Granehäll, Karlström and Uyanik (2005). These authors present three dif-
ferent views of roles and responsibilities in application investments. We found these views 
necessary to be further developed. This became the foundation of the theoretical data of 
roles and responsibilities in this study, setting the structure of the presentation of theoreti-
cal data. 

After presenting the additional theory and adding it to the all ready known views, we were 
in this study able to identify three new theoretical views on roles and responsibilities fo-
cused on different roles. 



 

 

The empirical data, established during this study, expressed by each participative IT-
consultant is presented separately. This has been done to increase understanding and to fa-
cilitate the reading. 

During this study on roles and responsibilities in application investments and the IT-
consultants view on roles and responsibilities in SME application investments we found 
that the theory is directed to organisations in general, with an undertone that specifies the 
direction towards larger organisations, causing the theory to recommend different roles of 
responsibilities than the IT-consultants actually are practising. The IT-consultants we 
found to present different advice regarding roles and responsibilities. We have therefore 
been able to categorise these different advices into three different views with different fo-
cus. 
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Sammanfattning 

Sedan IT-bubblan sprack 2002 har marknaden nu börjat återhämta sig. Allt fler mindre 
organisationer investerar i IT igen. Detta gör att IT-konsulterna blir mer eftertraktade på 
marknaden. I takt med att IT-konsulternas ökade arbete och ökningen av de mindre 
företagens investeringar, ökar vikten av IT-konsulternas råd angående kommunikation, 
ansvarsfördelning och samordning som förmedlas till de små och medelstora företagen 
under investerings processen.   

Samtidigt presenterar dagens litteratur en mix av olika rekommendationer för hur 
organisationer bör hantera olika roller och dess ansvarsfördelning. Dessa teoretiska 
rekommendationer är både tydligt –och otydligt uttryckta av diverse författare. På grund av 
denna teoretiska kunskap, de små –och medelstora företagens (SME) ökade entreprenad av 
IT och vikten av en klar ansvarsfördelning vid IT-investeringar, har syftet med denna 
studie varit att undersöka vilka råd dagens IT-konsulter ger till SME i relation till de 
teoretiska riktlinjerna. Studien har sedan genomförts ur ett konsultperspektiv.  

Genom detta syfte har metoden för att samla in data varit personliga semistandardiserade 
intervjuer med 12 olika IT-konsulter i Jönköpings län riktade mot SME. För att vi skulle 
kunna utvinna en djup förståelse för dessa konsulters syn på roller och ansvarsfördelning 
har vi använt oss av en kvalitativ metod. Dessutom har vi haft en utforskande och 
jämförande ansats genom vår granskning av studie området och vår jämförelse av roller 
och ansvarsfördelning som först mellan alla IT-konsulter och sedan mellan IT-konsulternas 
kategoriserade synsätt och de identifierare teoretiska synsätten.  

En faktor som påverkar studiens tillvägagångssätt är den teoretiska studie som gjorts kring 
ämnet roller och ansvar vid IT-investeringar av Granehäll et al. (2005). Dessa författare 
presenterar tre olika teoretiska synsätt av roller och ansvarsfördelning vid 
applikationsinvesteringar. Vi fann dessa synsätt vara i behov av att kompletteras för att bli 
fullständiga och anpassade för små –och medelstora företag. Detta utgav grunden för den 
teoretiska del i denna studie och påverkat strukturen och presentationen av de teoretiska 
data som här presenteras.   

Efter en presentation av ytterligare teori om roller och ansvar och en utökning av de 
tidigare fastställda teoretiska synsätten, kunde vi i denna studie identifiera tre nya teoretiska 
synsätt fokuserade på roller och ansvar vid applikationsinvesteringar  



 

 

Den empirisk data som vi fått fram under studien av de olika medverkade IT-konsulterna 
presenteras var för sig. Detta har gjorts för att ökad förståelse och underlättad läsning. 

Under studien av roller och ansvar i applikationsinvesteringar och IT-konsulternas synsätt 
på roller och ansvar i SME applikationsinvesteringar har vi kommit fram till att teorins 
rekommendationer riktar sig mot företag i allmänhet, då oftast mot större företag, vilket 
gör att teorins rekommendationer till viss del skiljer sig från IT-konsulternas syn på roller 
och ansvarsfördelning. Vi såg även att IT-konsulterna presenterar olika råd angående roller 
och ansvar. Vi har därför haft möjlighet att kategorisera dessa olika råd till tre synsätt med 
olika fokus. 
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1 Introduction 

The introduction chapter views the background to the subject of this paper followed by a problem discussion. 
In this chapter the purpose, our perspective, the demarcation and the concept formulation of keywords of this 
study are presented to emphasise the understanding of this subject area. 

This study will be based upon the theoretical study “Who is responsible? – Roles and re-
sponsibilities for IT-investments” of Granehäll, Karlström and Uyanik (2005) where three 
views of roles and their responsibilities in application investments was established. The 
theory presented by Granehäll et al. (2005) and their findings are already established and 
known. What is still unknown is the IT-consultants basic view on roles and responsibilities 
that they communicate to the Small and Medium sized Enterprises (SME). Therefore, we 
will in this thesis investigate the IT-consultants view in relation to the literature.  

1.1 Background 

Since the end of the IT-bubble in 2002, the IT-consultants have been struggling on the 
market. During the latest years this has begun to change. A new report shows an increase 
of IT spending in small organisations during 2004-2005 (Spinelli, 2005). At the same time, 
during the year of 2005 there were several new openings on the market for IT-consultants 
(Adler, 2005). Today the growth of IT-consultants in Sweden is a fact. 

This is an up going trend that we find mirrors the need for competent IT-consultants guid-
ing organisations’ in their IT- investments, further explained in chapter 1.6. Bushko and 
Raynor (1997) agree and states that the current status depends upon organisations need to 
understand the today’s complex data through the help of experts.  

At the same time the issues of responsibilities has increased its importance in organisations 
management of IT-investments. Due to the today’s dynamic and complex organisational 
environment Magoulas and Pessi (1998) says that critical areas to manage is communica-
tion, areas of responsibilities and collaboration.   

We find that this also implies for the SME, defined in chapter 1.6. This given our belief 
that it is essential to manage structural issues and the question of responsibility in IT-
investment in order for the SME to be able to increase the effectiveness and productivity.  
Alpenberg and Karlsson (2005) confirm our belief when arguing that an investment is of 
great importance for the organisations possibility to accomplish strategic advantage. A 
critical factor is here the organisational structure, roles and their responsibilities, which af-
fect the investment routines. Therefore it is important that the SME employees have 
enough knowledge to carry out the investment process. As a consequence SME takes their 
strategy and business development, their resources and the risk into consideration when 
facing a new investment decision. This is important to consider, due to the effects on the 
organisations future caused by large investments with high costs, as IT-investments often 
are.                                                                                                                                                                                    

Based on this knowledge we are of the opinion that SME is sensitive towards IT-
investments, why the subject of competent IT-consultants giving them the right support 
regarding roles and responsibilities is essential for the SME future competitive advantage.  
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1.2 Problem discussion 

Meanwhile the SMEs’ need for competent IT-consultant support in IT-investments in-
creases and the need for clear roles and responsibility identification are critical for success-
ful investments. The today’s’ literature presents a mix of theories that addresses the respon-
sibilities in IT-investments. Some discusses the topic more than others and some presents a 
clear opinion on how this should be managed. These opinions are in some areas different 
from each other, why Granehäll et al. (2005) were able to differentiate the literature into 
different ways of managing the responsibility questions in IT-investments.  

These different opinions all view how organisations should structure their responsibilities. 
No theory clearly explains how organisations should collect the knowledge needed in order 
for them to structure their responsibility division while managing their IT-investments. 
Also these views have not been verified against the reality of the SME, nor have the views 
specified which type of organisation they turn to. We find that the views therefore are gen-
eral for all types of organisation to practise and that the task of guiding the organisation 
logically should be placed in the hands of the IT-consultant. This given that the SME might 
not possess enough knowledge and skills to handle IT-investments and that is why they 
outsource the IT-department. Our conception is supported by Earl and Feeny (1994) who 
argue that a common problem today is that the CEOs does not have enough of knowledge 
in evaluation of information system functions’ performance. Therefore some information 
system management prescriptions are often outsourced or downsized. 

Applegate, McFarlan and McKenney (1999) continue with arguing that organisations out-
source their IT-management because of cost and quality concerns, decreased IT perform-
ance, pressure from suppliers and to get access to experts’ knowledge and skills. Robson 
(1997) continue by arguing that outsourcing all or some part of the IT-department is a pos-
sible cost reduction when the knowledge missing in the organisation is not needed too of-
ten. The consultants’ role should be to present the best IT solution and thereby also proper 
roles and responsibilities. We therefore found it essential to investigate following questions: 

� What basic advice regarding roles and responsibilities do the IT-consultants today 
give to the SMEs’? 

� Does the consultants’ opinion on how to manage roles and responsibilities corre-
spond to the views found in the literature?  

1.3 Purpose 

The purposes are to investigate the IT-consultants view of roles and responsibilities when 
supporting SMEs’ IT-investments and relate their views to complete theoretical views. 

1.4 Perspective 

The perspective during this thesis will be a consultant’s perspective. The clients of the par-
ticipative consultants are not always aware of the different working steps in the IT-
investment process. Therefore, we will not accomplish this investigation from the SME’s 
perspective. Instead, by having a consultant’s perspective we are able to get more detailed 
information about their working tasks and also their opinions and advice regarding areas of 
responsibility.  
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1.5 Demarcation 

Due to the time limits of this study it is difficult for the research to cover a wide area. It is 
therefore difficult to include all IT-consultants. We have therefore chosen to focus this 
study on IT-consultants in the County of Jönköping. This choice results in a uniformed 
group of participants. Another reason supporting the choice of this area is its entrepreneu-
rial spirit among the many successful SME the IT-consultants faces. 

We have also chosen to limit the study area by focus on the SMEs’ based upon the fact that 
today’s literature mostly mentions enterprises in general and does not separate the man-
agement of small, medium and large enterprises. We believe that it is important to highlight 
the SME and their roles of responsibilities in IT-investments since we consider them to be 
more sensitive to large investments as mentioned in chapter 1.1.    

Another demarcation we have made is to focus this study on application investments. The 
reason for our choice is based upon our opinion that different IT-investments should have 
different responsibility structure and therefore there is a difference between application in-
vestments and IT-infrastructural investments. At the same time most of the today’s litera-
ture discusses application investments. 

We have also chosen to focus on IT-consultants directed toward the SME’s management 
level. The reason for this is our belief that questions concerning roles and responsibilities 
are a strategic issue and therefore a managerial task. We agree with Doll (1985, p. 17) who 
states “Information systems are just too important to leave development in the hands of technicians”. 
Therefore we only include management consultants’ who supports structuring of the cli-
ents business, strategy and IT on a managerial level. However, other types of consultants 
are available on the market, for example technological IT-consultants who support the 
technical solution and latest technology for building the application and operative consult-
ants who perform on an operative level supporting the organisation with education.     

1.6 Concept formulation 

There are different terms available for use when discussing IT-consultants. Common terms 
are “IT-provider”, “IT-consultant” and “consultant”. In this paper “IT-consultant” and 
“consultant” are of the same meaning. Here “IT-consultant” and “consultant” stands for 
the management consultants supporting the SME in their application investments. We will 
use both expressions when referring to the interviewee in order to avoid repeating words 
and to facilitate the reading. The term “IT-provider” represents both external IT-
consultants and the organisations own IT-department. In this paper, when referring to a 
role, we will use the term “IT-provider”. 

“IT-investments” can be of different types, mainly infological infrastructural investments 
and technological infrastructural investments. Information technological infrastructural in-
vestments include premises, machines, computers and networks (Lundberg, 2004). In-
fological infrastructural investments, identified by Dahlberg, Lundgren and Stigberg (1997), 
are databases and basic systems. In this study we will name this definition as an application 
investment. 

We identify the “investment process” in this paper as the change process an enterprise is 
going through when procuring an investment. This includes the identification of need of 
change, decision, development and follow-up of the investment.  
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“SME” is defined as small and medium sized enterprises according to the European com-
mission January 1st 2005. This definition state that SME’s has less than 250 employees and 
the annual turnover is less than 50 million euro, and/or the enterprise’s profit and loss ac-
count is less than 43 million euro (Commission Recommendation, 2003). 

An “information system” is a system for processing of information. This processing of in-
formation is of five types; collection, processing, storing, transferring and presentation 
(Andersen, 1994). Information system is from now on named IS. 

In this paper we will define “Information processing” as the security aspects of data in the 
application which i.e. include access and policies for information.   

“Information technology”, from now on named IT, is the technology used to collect, proc-
ess, storage and transfer the information. Thus include everything from computers, soft-
ware and telecommunication to numerical controlled television, multimedia and production 
(Falk & Olve, 1996). 

In this study “IS/IT” represents both information systems (IS) and information technology 
(IT). 

“Effects” are, identified by Lundberg (2004), benefits in the organisation and benefits 
gained from a decrease of IT-costs. When practising Lundberg’s project driven definition, 
we believe it is important to manage estimated and valuated costs and benefits. Therefore, 
in this paper the effects aim at estimated costs and benefits and achieved costs and benefits 
of the application investment.  

“Benefits” in this study include financial, non-financial, direct and indirect benefits of the 
application investment.  

The “design of the application investment” is in this study concerned with the content and 
the exterior of the application.  

We define the “design of the business” as the responsibility for the personnel, system, 
structure of the organisation and education. 

“System tests”, in this study, include all tests that are necessary when realising an applica-
tion investment. We have not divided the tests into i.e. acceptance test and delivery test 
since not every test is performed in every application project.  

There are two ways of naming when addressing the “IT-manager” role. One option is the 
IT-manager and the other one is the Chief Information Officer (CIO). In this thesis we will 
use the IT-manager as the name of these roles since we find CIO and IT-manager to in 
many cases be the same role. 
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2 Established views 

Chapter 2 presents established theory on roles and responsibilities. The established theory identifies main 
roles in application investments and different views on responsibilities from the authors’ point of view. 

Due to our purpose of investigating the IT-consultants view of roles and responsibilities 
when supporting the SMEs’ IT-investments and relate their views to established theories, 
we will use the study “Who is responsible? -Roles and responsibilities for IT-investments” 
by Granehäll et al. (2005) as a foundation for this research. We will supplement the au-
thors’ elaborated views with other theory concerning the SME and supplementary theory 
of roles and responsibilities in chapter 4. The supplementary theory will be added to the es-
tablished theory in order for us to be able establish complete theoretical views on roles and 
responsibilities in application investments in chapter 5. 

We argue that the choice of using Granehäll et al. (2005), as a base is acceptable due to the 
fact that the authors have used frequently mentioned authors within this area of research 
and present unpublished documents in appendixes. This action we believe makes the re-
search of Granehäll et al. (2005) to be trustworthy and of high quality.  

2.1 Who is responsible? 

In “Who is responsible? -Roles and responsibilities for IT-investments” by Granehäll et 
al. (2005) four different views were established. Three of them regard application in-
vestments. Common for all these views, presented below, is that they have three main 
roles with different responsibilities recommended by different authors in today’s litera-
ture. Depending on what responsibility they control different views exist. Each author 
can be presented more than once in the different views depending on their view on 
main responsibility in the investment process. 

These views are all structured by Andersen’s (1994) general model to describe system 
development called the Life cycle model, figure 2.1. The model views seven phases; 
change analysis, analysis, design, realisation, implementation, maintenance and settle-
ment. The different phases in the model have set the foundation of Granehäll et al’s 
(2005) elaborated views. 

 

Figure 2-1: The Life cycle model (Andersen, 1994, p. 48, translated by the authors of this thesis). 

2.1.1 Main roles  

During the study of the literature Granehäll et al. (2005) found that the several different 
roles, presented by the authors in the literature, had the same responsibilities just different 
titles. Some roles were more frequently presented than others. Therefore three main roles 
were identified. These were the top management, the IT-department and operative manag-
ers, figure 2.2.  

CA  S  M  I R D  A 
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Figure 2-2: End result of main roles (Granehäll et al. 2005). 

Granehäll et al. (2005) identified the main roles as the IT-department, the top management 
and the operative managers. The top management was identified given that it was very fre-
quently mentioned and was therefore found to be essential in IT-investments. The opera-
tive managers embrace both the operative managers’ and the users. Another main role was 
the IT-department representing the IT-function, IT-manager and the IT-executives, all 
naturally part of the IT-department.  

Other roles mentioned were not enough frequently discussed and therefore were not de-
fined as main roles. However, they still are to be found within the main roles. These roles 
are the IT-management, the entrepreneur and the steering committee. The IT-management 
has responsibilities from both the top management role and the IT-department role and in 
the steering committee all of the identified main roles cooperate in IT-investments. The en-
trepreneur is an initiator located in any of the other roles. Therefore were the IT-
management, the steering committee and the entrepreneur not identified as main roles. 

Top- 
Management 

 

Operative 
manager 

IT-
executives 

IT-department 

Top-
management 

Operative 
managers 

IT-
department 

Steering committee 

IT-manager 

IT-function 

Entrepreneur 

Users 

IT-
management 
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2.1.2 View 1: Cooperation between main roles  

This view, presented in Granehäll et al. (2005), is characterized by collaboration between 
the top management, the IT-department and the operative managers in a steering commit-
tee. In this view the authors presented by Granehäll et al. (2005) are Axelsson, Earl, Grif-
fith, Hugoson, Lucas, Raghunathan, Reponen, Robson, Rockart and Stjernberg. 

Often an entrepreneur identifies the need for a change. The entrepreneur could be repre-
sented by anyone of the three roles. Here is it very important that the three roles co-
operates after the initiative to the application investment is taken.  

After this initiative, the steering committee has a central part of the view. It is the steering 
committee that is responsible for all decision-making, to set policies and guidelines for the 
investment and to connect the IS-strategy with the overall strategic plan of the organisa-
tion. All authors represented in this view support this idea, although one of them takes it 
one step further and specifies the importance of the top management responsibility to 
have the overall responsibility for the investment even if a collaboration between the top 
management, the IT-department and the operative management is essential.  

The investment process continues with the design of the application. Here collaboration is 
pre-requisite in order for the participative roles ability to accept and understand the total 
value of the investment.  

Due to the fact that this view is characterized by collaboration in a steering committee, all 
phases are not covered with a responsibility. During the rest of the investment process, the 
steering committee delegates the responsibility to other specific roles. Therefore some of 
the phases in this view are not covered by a role.   

This is viewed in table 2.1, a summary of the view focused on cooperation between main 
roles presented in Granehäll et al. (2005).  
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Table 2-1: The view of cooperation between all main roles (Granehäll et al. 2005) 

 Top management IT-department Operative managers 

Who is responsible 
for identification of 
the need of change?  

  

Axelsson 

Lucas 

Reponen 

Stjernberg 

Axelsson 

Lucas 

Reponen 

Stjernberg 

Axelsson 

Lucas 

Reponen 

Stjernberg 

Who is responsible 
for the selection of 
action? 

Earl 

Griffith 

Hugoson 

Raghunathan 

Robson 

Earl 

Griffith 

Hugoson 

Raghunathan 

Robson 

Earl 

Griffith 

Hugoson 

Raghunathan 

Robson 

Who is responsible 
for the design of the 
investment? 

Lucas 

Rockart 
Lucas 

Rockart 
Lucas 

Rockart 

Who is responsible 
for handling evalua-
tion and decisions 
concerning technical 
solution, selection of 
equipment and de-
termine the practical 
solution? 

   

Who is responsible 
for the realisation?  

   

Who is responsible 
for the implementa-
tion?  

   

Who is responsible 
for maintenance?  

   

Who is responsible 
for the settlement?  

   

 

CA/A 

D 

R 

I 

M 

S 



 Established views 

 9 

2.1.3 View 2: Focus on the IT-provider 

The second view, presented in Granehäll et al. (2005), is characterized by its focus on the 
IT-provider. The IT-provider is mentioned in Granehäll et al. (2005) as the IT-department. 
Here the IT-department has the main responsibility for the investment, even though some 
cooperation with the top management occurs. The authors presented by Granehäll et al. 
(2005) in this view are Earl, Earl and Feeny, Feeny et al, Henderson, Hugoson, Jarvenpaa 
and Ives, Lucas, Robson, Rockart and Stephens et al.   

The IT-department takes the initiative for the investment. After that the decision-making 
and the work with the development of policy’s and guidelines, and the alignment of the IS-
strategy with the overall strategy of the organisation begins. This is also something the IT-
department is responsible for, although some influences and cooperation from the top 
management may occur. This way of managing the responsibilities continues through the 
entire investment process.  

During the development of the investment the IT-department continues to have the over-
all responsibility, but collaboration with the top management may occur. The IT-
department is here responsible for the evaluation and decision of technical and practical 
solution. 

After the development in the realisation, the IT-department reports the status of the in-
vestment to the top management. The IT-department also has full responsibility for the 
implementation and the maintenance of the application.  

This is viewed in table 2.2, a summary of the view focused on the IT-provider presented in 
Granehäll et al. (2005).  
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Table 2-2: The view with focus on the IT-provider (Granehäll et al. 2005) 

 Top management IT-department Operative managers 

Who is responsible 
for identification of 
the need of change?  

  

 Henderson 

Earl & Feeny 

Rockart 

Stephens et al. 

 

Who is responsible 
for the selection of 
action? 

Jarvenpaa & Ives 

Feeny et al. 

Lucas 

 

Earl & Feeny 

Feeny et al. 

Lucas 

Stephens et al. 

 

Who is responsible 
for the design of the 
investment? 

Henderson Henderson  

Hugoson 
 

Who is responsible 
for handling evalua-
tion and decisions 
concerning technical 
solution, selection of 
equipment and de-
termine the practical 
solution? 

Lucas 

Henderson 

Rockart 

 

Earl 

Lucas 

Henderson 

Robson 

Rockart 

Stephens et al 

 

Who is responsible 
for the realisation?  

Jarvenpaa & Ives Earl & Feeny 

 
 

Who is responsible 
for the implementa-
tion?  

Jarvenpaa & Ives Earl & Feeny 

Lucas 

Rockart 

 

Who is responsible 
for maintenance?  

 Earl 

Robson 
 

Who is responsible 
for the settlement?  

   

 

CA/A 

D 

R 

I 

M 

S 
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2.1.4 View 3: Focus on the operative managers 

This view focuses on the operative managers. The operative managers have the overall re-
sponsibility through the investment process even though some cooperation with the top 
management occurs. Granehäll et al. (2005) present in this view the authors Applegate et al, 
Axelsson, Henderson, Hugoson, Lucas, Robson and Rockart.  

The operative managers initiate the need of change followed by decision-making, develop-
ing guidelines and the alignment of the IT-plan with the overall strategic plan of the organi-
sation.   

During the next phase in the investment process the operative managers does not have the 
qualification necessary to be able to obtain responsibility for the development. Therefore 
someone else, for example the IT-department or an IT-consultant, has this responsibility 
but this is not specified in this view. 

In the realisation of the investment the top management and the operative managers share 
the responsibility. The operative managers have however the overall responsibility in this 
phase. 

In this view the implementation is managed in the same way as the development phase, 
which means that the operative managers have no responsibility. Instead it is often some-
one else with other knowledge, for example the IT-department, who manages the imple-
mentation of the application. This is however not specified in this view.  

The operative managers also manage the maintenance of the application after the imple-
mentation is successfully accomplished.  

This is viewed in table 2.3, a summary of the view focused on the operative managers pre-
sented in Granehäll et al. (2005).  
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Table 2-3: The view with focus on the operative managers (Granehäll et al. 2005) 

 Top management IT-department Operative managers 

Who is responsible 
for identification of 
the need of change?  

  Hugoson 

Robson 

 

Who is responsible 
for the selection of 
action? 

  Henderson 

Rockart 

Who is responsible 
for the design of the 
investment? 

  Appelgate et al. 

Axelsson 

Robson 

Who is responsible 
for handling evalua-
tion and decisions 
concerning technical 
solution, selection of 
equipment and de-
termine the practical 
solution? 

   

Who is responsible 
for the realisation?  

Lucas  Hugoson 

Lucas 

Rockart 

Who is responsible 
for the implementa-
tion?  

   

Who is responsible 
for maintenance?  

  Appelgate et al. 

Axelsson 

Lucas 

Rockart 

Who is responsible 
for the settlement?  

   

 

CA/A 

D 

R 

I 

M 

S 
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2.2 Reflection of the established views 

We believe the above theoretical study by Granehäll et al. (2005) is useful for our study due 
to the fact that several of the authors in the literature are discussed. However, we believe 
that these views are not complete and therefore we will search for additional theory.   

The findings of Granehäll et al. (2005) study are relatively new and therefore not well 
known. The author’s study is however the only literature studies of the specific subject, 
roles and responsibilities within the whole investment process that presents different views. 
One author has presented a view with recommendations of roles and responsibilities but 
there are no comparisons of use in that way Granehäll et al. have done. Other authors only 
present opinions randomly in different scientific articles but they do not cover the whole 
investment process nor have presented different views. Therefore, the findings of Grane-
häll et al. are an appropriate base for this thesis. However, we consider those findings to be 
not enough well known, whereby known additional theory must be added. 
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3 Method 

This chapter present the mode of procedure used to fulfil our purpose of the study. A general approach is 
presented with the outline of the study. The procedure also addresses the method for the theoretical data and 
the empirical data. This is followed by a description of the procedure for how quality of the research will be 
secured. 

3.1 General approach 

The general approach of this study, based on the purpose of investigating the IT-
consultants view of roles and responsibilities when supporting the SMEs’ IT-investments 
and relating their views to established theories completed with additional theory, is to study 
IT-consultants view on roles and responsibilities, analyse the empirical data and then com-
pare these views with the complete theoretical views.   

The established views of roles and responsibilities by Granehäll et al. (2005) are the 
foundation for our outline of this paper. Therefore we have chosen to present those 
established views before the method. The reason for this is that the method only supports 
the supplementary theory, the collection of the empirical data and the study of the IT-
consultants view.  

Another general approach is our choice to use the Life cycle model by Andersen (1994), il-
lustrated in chapter 2.1, to structure the theory, the empirical data and the analyses. This 
choice of model is based upon the fact that it is a general model that presents all of the 
phases through an investment process. Additionally, another reason is that Granehäll et al. 
(2005) used the same model to structure their study and we find this to have brought a 
clear overview of the procedure of the investment process.  

The outline of this study is therefore defined as follow: 
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Figure 3-1: The structure of this study. 

In chapter 1 an introduction of the topic of this study is presented with a background dis-
cussion of the subject followed by a problem discussion. Also the purpose, our perspective, 
demarcation and the concept formulation of keywords that will be used in this study are 
presented to emphasise the understanding of this subject. 

After this introduction, established views of roles and responsibilities that have set the 
foundation of this study are presented in chapter 2. The found views identify main roles in 
application investments and different views on responsibilities from different authors’ 
point of view.  

When the introduction and the foundation of this research have been presented our mode 
of procedure of this study will be described in chapter 3, this chapter. The method pre-
sents a general approach with the outline of the study, which is the presentation given here. 
This procedure also addresses the method for the theoretical data, in chapter 4 and the 
empirical data, in chapter 6. The method also includes a description of how we will secure 
the quality of this study. 

Thereafter, in chapter 4 the theoretical data is presented. The theoretical data includes or-
ganisational theory of the SME and additional theory. The additional theory will be in-
cluded to complete the established views. In this chapter a reflection of the theoretical data 
will be made in order for us to be critical to the mode of procedure and the findings.  

Introduction  
Chapter 1 

Method  
Chapter 3 

Frame of reference  
Chapter 4 

Established theories  
Chapter 2 

Complete  
theoretical views  

Chapter 5 

Conclusion  
Chapter 8 

Analysis  
Chapter 7 

Discussion &  
further research  

Chapter 9 

Ch. 2 & 4 becomes 

Comparison 

Empirical data  
Chapter 6 
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After the presentation of the theoretical data an analysis of that data will follow. In this 
analysis the established views will be completed with the additional theory by an identifica-
tion of main roles followed by the completion. Therefore chapter 5 will present the com-
plete theoretical views of the authors’ views of roles and responsibilities in application in-
vestments. We will then reflect upon this chapter, the complete theoretical view and its im-
pact on this study. 

Chapter 6 then presents the empirical data from the interviews of the 12 participative IT-
consultants. To facilitate the understanding of the empirical data, each consultant’s view of 
roles and responsibilities are presented individually. Thereafter, we will reflect upon the 
empirical data and its impact on this research.  

In chapter 7 an analysis of the presented empirical data is made by an identification of 
main roles and a categorisation of the empirical data, the IT-consultants views. This results 
in a presentation of three different views of the IT-consultants recommendations of roles 
and responsibilities. A reflection of this analysis is made before the comparison of the cate-
gorised views and the theoretical views. The chapter ends with a reflection of the compari-
son.  

This is followed by a conclusion of the findings of the research is concisely presented in 
chapter 8. To conclude this research chapter 9 presents a discussion of our conclusions 
and options for further research. Furthermore, acknowledgements are also presented to all 
of you who have supported us in this study. 
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3.1.1 Strategy of knowledge 

The foundation of this study is our interest in roles and responsibilities in IT-investments, 
the knowledge of its importance and our belief that the today’s IT-consultants are in a 
position of affecting many organisations management of roles and responsibilities. 
Therefore we find it important to establish knowledge of IT-consultants recommendations 
on roles and responsibilities to SME. The reason for this is that we want to see if it is any 
differences between the established theories and the consultants’ actual view on roles and 
responsibilities.  

This is why we will use an explorative effort in this paper. This opens the opportunities to 
scrutinize the research area, without testing hypotheses, to gain more knowledge. We will 
also have a comparative effort due to our comparison of the different IT-consultant views 
of roles and responsibilities and then the comparison of the complete theoretical views 
with those views. Goldkuhl (1998) agrees and state that these efforts are appropriate.   

3.2 Theoretical data 

We will fulfil the purpose of this study by using theoretical data for comparison to the em-
pirical data. In this study the theoretical data will consist of the findings of the study “Who 
is responsible? – Roles and responsibilities for IT-investments” by Granehäll et al. (2005) 
which presents literature guidelines of the roles and responsibilities, already presented in 
chapter 2. Additional literature will be covering theory of the SME and more detailed the-
ory of roles and responsibilities than the views present in the established theory. For this 
we will use frequently mentioned authors within this area of research. This will be done in 
order to guarantee high trustworthiness among our theory. We will search for the addi-
tional literature in library databases, articles from well-known magazines of good reputation 
and high trustworthiness and books in the library of Jönköping International Business 
School and Internet sources. If we will use any uncertain sources, like Internet sources, we 
will include them in the appendix in this paper to make sure that interested parties will be 
able to find the references.  

The additional literature will also be our secondary data. We find it important to include 
additional literature in order for us to present trustworthy theory. Lundahl and Skärvad 
(1999) and Patel and Tebelius (1987) state that secondary data is often used in qualitative 
methods. Ejvegård (1993) also agree with our arguments of our theory by stating that it is 
important to present the theory impartial and therefore present trustworthy theory. 

3.3 Empirical data 

Due to the purpose of the study we will find empirical data by interviewing IT-consultants 
within the County of Jönköping. By face-to-face interviewing we will get more detailed an-
swers that will result in a deep study within the time limit. This way of interviewing partici-
pants give us the opportunity of a higher trust between the participants and us. Lundahl 
and Skärvad (1999) and Repstad (1999) state that interview is one way of carry out an em-
pirical study. 

By using the established theory in chapter 2 and the additional theory in chapter 4 we will 
complete the theoretical views in chapter 5. Therefore the interview questions will be ex-
tracted from the completed theoretical views.  
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We will have predetermined questions but still be able to ask further questions, that is not 
prepared in advance. We will also send the interview questions to the interviewee in ad-
vance in order for them to be prepared. Therefore we are using a semi-standardised inter-
viewing method that will result in more fulfilled answers from the interviewee. This choice 
will, according to Patel and Tebelius (1987), give this study a high degree of structure. 

All of the interviews will also be performed in Swedish to decrease the possibility of mis-
understandings between the interviewee and the interviewer. We will both attend at the in-
terviews’, one of us will ask the semi-standardised questions and the other one will docu-
ment the answers. We will then return the summary of the interview for confirmation of 
our understanding in order for a high reliability.  

3.3.1 Consultant companies within the study 

Due to the purpose of this study we will follow the demarcation, chapter 1.5, when finding 
interviewees for the empirical data in this study. Our objective with this study is therefore 
to investigate the entire population established by the demarcation. Therefore we will begin 
the search for consultants by searching on Företagsfakta1 and Eniro Search centre2 with the 
words “IT konsult” and “IT-konsult”. The following step will be to visit the founded com-
panies’ websites. This will be done to investigate in their fulfilment of our demarcation.  

Thereafter we will contact all companies by phone that we considered fulfilled the demar-
cation. The companies that answer yes to the following questions will be possible partici-
pants in this study: 

1. Does your firm turn to SMEs’ in the County of Jönköping? 
2. Is your firm supporting the SME with application investments? 
3. Does your firm support the SME on management level? 

Repstad (1999) agrees with our choice of action when finding participants when stating that 
the researcher can select respondents on several grounds to reach proper conclusions 
within the study. 

3.3.2 Qualitative method 

Due to the general approach and our purpose to investigate the IT-consultants view of 
roles and responsibilities when supporting the SMEs’ IT-investments as well as the com-
parison of their views with complete theoretical views, we will use a qualitative method. 
This method provides the opportunities to present a deeper understanding, since deep in-
terviews are used, and to clarify and describe the IT-consultants view of roles and respon-
sibilities. Due to these facts we will not collect any statistical data. This structure of a quali-
tative method will result in a critical analyse of the collected information. This way of man-
aging a study Repstad (1999) and Patel and Tebelius (1987) states should be supported by a 
qualitative method. 

Even if we due to the purpose will use a qualitative method we also have some quantitative 
influences. This since we want to limit the number of roles the interviewees are able to 

                                                 

1 www.foretagsfakta.se  

2 www.eniro.se  
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connect responsibilities to and to prevent the interviewee from giving unspecific answers 
not connected to a role. The reason for this choice is to increase the possibility to compare 
to established views in chapter 2.1.  

Due to this structure, the study consists of two main parts; the empirical and the theoreti-
cal. In the analysis we will compare these two parts by analysing and evaluating the partici-
pants’ answers and thereafter compare to the complete theoretical views.  

3.3.3 Generalisation of empirical data 

The generalisation of our final results in this study will be possible since we will contact all 
IT-consultants that support the SMEs’ application investments on a management level 
within the County of Jönköping. The generalisation will be possible if as many as possible 
participates. 

Due to the fact that all IT-consultants in the County of Jönköping will participate, we could 
also generalise the results, saying it will represent the view of another County in Sweden. 

3.4 Quality of the research 

To guarantee a high quality of the research in this study we will criticise our actions by re-
flect upon the output of concerned chapters and the impact it might have on our findings 
and results. This will be done iteratively. We believe this will add a high trustworthiness and 
reasonableness to the thesis due to the fact that it generates correct information by high 
carefulness and a direction towards fulfilling our purpose. Ejvegård (1993) and Patel and 
Tebelius (1987), supports these arguments when stating that writers should reflect upon 
their own research to ensure a high quality of the research as possible. 

We will use the concept trustworthiness and reasonableness to address the quality of our 
research. When applying trustworthiness we address reliability and we also include the con-
cept of relevance. When applying reasonableness we address validity. This way we address 
validity and reliability in the thesis. We will at the same time follow the norms of qualitative 
research and apply trustworthiness and reasonableness when discussing the quality of our 
research. Patel and Tebelius (1987) address the norms of qualitative research and argue that 
validity and reliability has its roots in quantitative studies. The authors also highlight the 
importance of discussing relevance and carefulness in qualitative research. Therefore, it is 
accurate to address this: validity, reliability, relevance, and carefulness as trustworthiness 
and reasonableness. 

3.4.1 Trustworthiness 

This study will be trustworthy due to a number of actions we will take. The first selection 
of action to secure a trustworthy study is our choice of collecting of data through deep in-
terviews with the participative IT-consultants, as stated in chapter 3.3. This mode of pro-
cedure will increase trustworthiness by the deep investigation of different IT-consultants 
view. This is also appropriate due to the purpose of this study.   

Another action to establish the trustworthiness to this study will be to find the right con-
sultant to interview within in each participative consultancy firm. This will be done in two 
steps, first by phone when we will make an appointment with the active consultant that is 
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responsible for application investment on a management level, and second when we on the 
interview will verify the interviewee’s role by asking the following questions: 

1. Which working task do you have?  
2. How long work experiences do you have within application investments? 
3. When was the last time you worked with an application investment project? 

 
This way we will make sure the interviewee have enough knowledge about the subject of 
this study and that the answers are of immediate interest. 

Another selection of action will be to send the interview questions to the interviewee a 
couple of days in advance to minimize the risk for interpretation problems. This will also 
open the opportunity for us to prevent that the interviewees are the incorrect participative 
IT-consultants. 

Further, we will also secure a trustworthy study by verifying our collected answers by re-
turning a summary to the interviewee for confirmation or correction. This will add trust-
worthiness to the study since we will be sure that the empirical data is reliable.  

By these actions we believe that the empirical data will be reliable and therefore the study 
will have high trustworthiness. Patel and Tebelius (1987) support this action when arguing 
that reliable information gives trustworthiness.  

3.4.2 Reasonableness  

Due to our acquired theoretical knowledge through studies within the courses “Strategic 
planning of IT support for business development” and “Strategic planning II – Coordina-
tion of Business Development and IT Development” and through studies within this area 
presented in our bachelor thesis “Who is responsible? – Roles and responsibilities for IT-
investments”, Granehäll et al. (2005), we are able to compose questions to the interviewee 
that will give us a complete picture of the consultants view on roles and responsibilities. 
We will also increase the reasonableness by the supplementing theory directed to our pur-
pose, which increases our theoretical pre-understanding. Therefore we consider that our 
questionnaire is appropriate and that it will increase the empirical data’s reasonableness for 
this study. Our argument are supported by Patel and Tebelius (1987) who consider that it is 
important to have a theoretical pre-understanding to increase the reasonableness in the 
study.  

Due to our use of semi-standardised questions we will guarantee that the output from all 
interviews will be comparable to both each other and the completed theoretical views. The 
semi-standardised questions will also increase the reasonableness by our opportunity to ask 
additional question in order to guarantee that the collected data through interviewees an-
swer is in accordance with the IT-consultants actual procedure in the SME application in-
vestments. Even if we have to ask additional questions to the interviewee the material col-
lected from all the interviewees will be of the same character since the additional questions 
is just asked to get more fulfilling answers or to increase the interviewees understanding. 

We will also strengthen the reasonableness by verifying the answers from the interviewees’ 
and guarantee correct information presented in the empirical data. This action we believe 
corresponds to the purpose of investigating in correct views on roles and responsibilities. 
Patel and Tebelius (1987) support our arguments by stating the importance of control of 
correct collected material. 
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4 Theoretical data 

The theoretical data includes organisational theory concerning the SME and additional theory regarding 
roles and responsibilities. 

A Small and Medium sized Enterprise (SME) is according to the Commission Recommen-
dation (2003) an enterprise with less than 250 employees and have an annual turnover less 
than 50 million euro, and/or have an enterprise profit and loss account less than 43 million 
euro. This is a new definition of the SME that the European Commission (EC) acquired in 
use January 1st 2005, because of economic developments since May 6th 1996 when the pre-
vious definition was established. However, this definition is not legalised but the European 
Investment Bank (EIB), the European Investment Fund (EIF), and the Commission are 
jointly recommending European Union member states to apply this definition. This is the 
reason for our use of this definition in this study.  

4.1 Organisational theory concerning the SME 

According to Jacobsen and Thorsvik (2002) organisations can have different organisational 
structure that presents the roles and their authority. In other words, it presents the formal 
relations and responsibilities for the overall management, the co-ordination of the work 
distribution and control of the organisation and also the formal reporting relations of re-
sults.  

The organisational structure has three general affects on the behaviour in the organisation. 
First, the structure of the organisation provides stability in the organisational behaviour 
since recruited personnel is given a specific role with specified tasks. Secondly, the organ-
isational structure delimits the organisational behaviour because of the task description of 
each role; therefore the structure also delimits the physical distance of the behaviour be-
cause of difficulties to contact other employees in other areas of the organisation. Thirdly, 
the structure of the organisation coordinates the organisation. The employees’ behaviour is 
coordinated and by using routines, rules, award systems, physical nearness. This way formal 
structures increase the possibility that employees will work as a co-ordinated group. The 
organisational structure will therefore provide stability within the organisation (Jacobsen & 
Thorsvik, 2002).  

However, Crozier (1964, in Jacobsen & Thorsvik, 2002) claims that stability within an or-
ganisation does not always have to be positive. It depends on the employees’ ability to 
work independently and take initiative to conduct tasks. The stability can also slow down 
the development of the business given that the structure can become an obstacle when the 
organisation needs to adapt to new circumstances. Therefore is it important to balance the 
demand on stability against the demand on innovation and new thinking.       

Jacobsen and Thorsvik (2002) states that the size of the organisation has impact on which   
type of structure the organisation will have. One description for this is that large organisa-
tions have stronger horizontal and vertical specialization since that type of organisation 
have more separate departments or units and more hierarchical levels than smaller organi-
sations. Therefore one employee in small and medium sized organisations might have to 
deal with several specialist areas such as marketing, purchasing, and accounting due to 
monetary limitations. Another description is that larger organisations must be more formal-
ised by developing rules and routines whilst the SME communicates easier with each other, 
in order for both organisations to be coordinated. The size of the organisational structure 
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also impacts the distribution of authority to come to a decision. In large organisations the 
responsibility to make decisions are more decentralised. Instead, in the SME the decision-
making process can be more centralised.  

Mintzberg (1979, in Jacobsen & Thorsvik, 2002) states that the SME structure can be de-
scribed as an entrepreneurial organisation, figure 4.1, given that they mostly has a top man-
agement and an operative core. In the operative core, the actual work for reaching superior 
goals for example, purchase and production are accomplished. 

 

Figure 4-1: The entrepreneurial organisation (Mintzberg, 1979, in Jacobsen & Thorsvik, 2002, p. 307). 

Gottschalk and Solli-Sæther (2006) claim, due to the fact that the SME often has an entre-
preneurial organisation, that it is common that the SME do not have an in-house IT-
department. The SME therefore outsource regular IT-department tasks to an IT-provider 
given that they possess expert knowledge within this area, knowledge the SME do not 
have. In some cases, the SME only outsource part of the IT-department when conducting 
an IT-investment. When outsourcing, the IT-provider should perceive that the work are 
adding value in key organisational areas (Earl & Feeny, 1994).   

When outsourcing, the CIO role and its tasks are often included in the outsourced part of 
the organisation (Earl & Feeny, 1994). Jarvenpaa and Ives (1991) continue by arguing for 
the importance of the CEO’s motivation to accomplish the investment. However, when an 
application investment is of strategic importance to the organisation the CEO’s leadership 
is especially important than in other application investments.  

In those cases when IT is regarded as an asset Earl and Feeny (1994) state that IT is impor-
tant for transforming business and this requires a different IT-environment not accom-
plished by outsourcing.   

4.2 Additional theory  

The additional theory presented in this chapter contains those areas not presented in the 
established views in chapter 2. These additional areas therefore regards responsibilities for 
business development and the importance of managing this parallel to the application in-
vestment as well as responsibilities for the design of the business i.e. personnel, system, 
education and organisational structure. Additional theory also regards information process-
ing, follow-up during the investment process, estimation and actual benefits and costs. 

To facilitate the understanding of the additional theory we have divided the information 
based on roles and their responsibilities. A reason for this structure is based on the fact that 
not all authors have opinions in all the supplementary theory. Another reason for this 
structure is that not all authors present opinions through the entire investment process, 
why a sorting on authors is not appropriate.  

Top management 

Operative core 
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4.2.1 Roles identified in the additional theory 

Several authors have identified the top management, operative managers and IT-manager 
as roles when investing in application investments within the organisation (Earl, 1989; Earl 
& Feeny, 1994; Feeny, Edward & Simpson, 1989; Henderson, 1990; Hugoson, 1998; Lucas, 
1986; Robson, 1997; Rockart, 1988; Stephens, Ledbetter, Mitra & Ford, 1992).  

In addition to these identified roles Earl (1989), Raghunathan (1992) and Robson (1997) 
have added the steering committee as a role involved. Robson (1997) and Hugoson (1998) 
additionally mention the IT-department and Earl (1989) has identified the IT-function. 

Hugoson (1998) also identified the supplier as a role in the investment process. Remenyi et 
al. (1991, reproduced in Robson 1997) presents another role involved in the investment 
process, the IT-benefits manager.  

4.2.2 Top management 

The CEO’s attitude and openness toward changes and IT’s impact on organisational stra-
tegic orientation. Depending upon how the CEO promotes the IT-investment supports the 
IT-managers efforts to accomplish the investment (Earl & Feeny, 1994). 

In application investments Hugoson (1998) states that the top management/Business ori-
ented IT-management has no central responsibility for financing the investment. However, 
the top management is responsible for the alignment of the business strategy and the IT 
strategy and the coordination of different IT-projects during the investment process. The 
IT-strategy, describing the future organisational structure, applications and infrastructure, 
are communicated top-down by the top management (Hugoson, 1998). 

Robson (1997) claim that the process of selecting the proper IS investment should be 
guided by the organisational IS strategy. Since Robson argue that the top management 
should be responsible for the IS strategy and the investment plan, indirectly this role is re-
sponsible for the selection of IS investment. Furthermore, when making judgement of in-
formation value in application investments the management has to make sure that they 
have achieved value for money. Therefore the top management should be responsible for 
developing the investment budget. However, it is not always the case that they achieve the 
value for money. Earl and Feeny (1994) present the opinion that the top management re-
lates investments to stated business strategy or necessary business investments. Therefore 
the top management is accountable for target benefits of the investment. Furthermore, it is 
also important that the top management regularly every year discuss business directions. 

According to Lucas (1986) another top management task is to make decisions regarding the 
management of information processing. This could be accomplished within a steering 
committee. The author suggests that the top management together with the IT-department 
coordinate information processing with IS-spending by establishing organisational policies 
regarding purchase of hardware and software. Lucas (1986) continue by arguing that the 
top management, operative managers and IT-managers should coordinate their local in-
formation processing in order to avoid a complex IS-architecture within the organisation. 

The top management, in cooperation with the IT-manager, the IT-department and the op-
erative manager, is responsible for reducing the gap between the IT and the organisation 
and between the organisational strategy and the use of IT (Stephens et al., 1992). 
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4.2.3 Steering committee 

According to Robson (1997) the operative manger has the main responsibility within the 
steering committee. However, the author also states that the top management directs the 
committee. The steering committee is according to Earl (1989) responsible for planning 
and controlling the organisations IT-resources. This is important for the ability to manage 
the IS/IT of the organisation. Earl continues to argue that there are different steering 
committees for different purposes.  

Applegate et al. (1999) claim that the steering committee is to be responsible for aligning 
the IS strategy with the organisational strategy and to manage the necessary organisational 
changes when accomplish an application investment.  

Raghunathan (1992) argue that an effective management tool is to use a steering committee 
including the top management and other managers. This committee should be responsible 
for the alignment of the IS strategy and the organisational strategy, due to the importance 
to choose IS-applications that support the needs of the organisation and the organisational 
effectiveness in a long-term perspective. The alignment will increase the availability of re-
sources for planning and implementation of IS. The steering committee is therefore re-
sponsible for allocating resources to investment projects in relation to budget, and estimat-
ing risks with the investment.  

Dependent upon who is included in the committee, they will impact its effectiveness in IS-
planning. When involving the CEO in the steering committee he or she will raise the de-
gree of organisational consciousness by considering those activities that are perceived stra-
tegic to the organisation’s future success. On the other hand, the operative managers still 
have important inputs on department levels. Additionally with a strategic alignment the or-
ganisation will have more control over the investment process. This will give possibilities 
for the project to be managed within budget and time. When this is accomplished users 
might realise the effectiveness of the IS in the organisation (Raghunathan, 1992). 

4.2.4 Operative managers 

Earl (1989), states that different roles of responsibilities are determined by the organisa-
tional structure. Therefore, the responsibility for the estimated and evaluated costs and 
benefits are dependent on where in the organisation the IT-investment will occur. For ex-
ample if the financial department will invest in an accounting system the department alone 
is responsible for the costs and benefit of that investment.  

Lucas (1986) and Rockart (1988) find the operative manager to be responsible for manag-
ing the organisational changes, the business development, enabled by the IT-investment. 
Therefore the operative managers are also responsible for conducting necessary changes 
within the personnel, system and organisational structure in order to gain profitability from 
the application investment. 

Each operative manager is for their own department responsible of establishing policies re-
garding information processing (Lucas, 1986). According to Rockart (1988) each operative 
manager is responsible for budget and personnel of their own department.  

According to Hugoson (1998) the operative manager should evaluate the investment offer, 
before making any decision. When evaluating the offer the operative management also 
must consider the budget and allocate the cost in order to reach breakeven. After making a 
decision to invest, the business unit affected by the application investment is responsible 
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for financing the investment. This means the business oriented IT-management has no 
central responsibility to finance the application or to support with system support.  

When evaluating the offer, considering the budget the operative manager also considers the 
estimated costs and benefits expected from the investment. The operative manager is then 
responsible for the achievement of the estimated benefits. This also includes the authority 
to during the development abort the investment if expected costs and benefits has ex-
ceeded and no longer is satisfying (Hugoson, 1998).  

To be able to evaluate the benefits in relation to the costs, the operative manager may con-
sult the IT-department. When this is accomplished and the decision to invest is made, the 
IT-provider acquires, managers and maintains the system support for the original invest-
ment (Hugoson, 1998). 

4.2.5 IT-department 

IT-department is according to Robson (1997) responsible for suggesting costs and benefits 
of the several proposed investments. Furthermore, Hugoson (1998) argue that the IT-
department has the responsibility to report to the operative managers the progress of the 
application investment.  

Applegate et al. (1999) claim the IT-department to be responsible for estimating costs and 
benefits of the application investment. After the implementation this role should continu-
ously control the actual costs and benefits gained in the organisation from the application 
investment. 

4.2.6 IT-function 

According to Earl (1989) the IT-function is responsible for the information management 
within the organisation. 

4.2.7 IT-manager 

The IT-manager is included in a management group direct subordinate to the top man-
agement, given that the author supports team membership rather than a reporting structure 
of the investment process. Here the management group should report on the projects suc-
cess and potential existing problems. This role should perceive their work as adding value 
in key organisational areas (Earl & Feeny, 1994).   

The foremost task the IT-manager has according to Earl and Feeny (1994) is the alignment 
of the business strategy and the organisational strategy. This is accomplished by a relation-
ship with top management ensuring IT requirements will be integrated in business strategy. 
Stephens et al. (1992) express that the IT-manager is responsible for developing IT-
strategies coordinated with organisational strategy in order to improve business processes 
and gain competitive advantages. Earl and Feeny (1994) argue that the role and actions of 
the IT-manager is of high importance to guarantee a development of IT for strategic ad-
vantage and to guarantee an IS function that deliver value. Therefore the IT-manager are 
able to and must add value otherwise IS will be recognised as a problem instead of a 
strength. 

Feeny et al. (1989) and Stephens et al. (1992) states that the IT-manager has to market the 
IT in the organisation as means for organisational changes. Earl and Feeny (1994) continue 
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this discussion by arguing that an important task of the IT-manager is to recognise and cre-
ate opportunities for contribution to business thinking and operations besides IT im-
provements.  

Another task for the IT-manager, Robson (1997) announce as making budget proposals 
and equipments proposals. The IT-manager should also cooperate with the top manage-
ment in the investment process to govern the project. Earl and Feeny (1994) also believe 
that the IT-manager is responsible for IS related costs although the top management has to 
approve all investment cases.    

Stephens et al. (1992) adds another task while arguing that the IT-manager is responsible 
for policies, procedure, guidelines and standards for information resources. Applegate et al. 
(1999) argue that the IT-manager is responsible for developing the architectural plan of IT 
to guarantee new projects appropriateness. This is made in order to develop policies for IS-
spending that ensures the investments appropriateness to the organisational goals. Fur-
thermore, the IT-manager is responsible for managing the information processing and edu-
cating the users. 

The IT-manager also generates, through a strategic perspective, suggestions regarding the 
use of information processing to the top management. This role also has the responsibility 
to educate the operative managers in order to gain innovative ideas of effective use of IT 
(Henderson, 1990; Lucas, 1986; Rockart, 1988).  

Lucas (1986) then argues that the IT-manger and the operative manager often share the re-
sponsibility to create a structure for the information processing. The structure decides how 
the control of the information processing will occur through established policies.  

According to Henderson (1990) and Lucas (1986) the IT-manager and operative manager is 
never sole responsible for the investments benefits and risks. The top management has to 
strengthen cooperation between these roles in order to be able to maximise the value for 
the investment. This means that the roles together make decisions regarding the application 
investment.  

4.2.8 Supplier 

According to Hugoson (1998) the supplier is only responsible for making a proposal offer 
with the estimated costs of the investment and to point out the different investment op-
tions and possibilities. 

4.2.9 IT-benefits manager 

Remenyi et al. (1991, reproduced in Robson, 1997) claim that the IT-benefits manager 
should solely be responsible for coordinating the investment decision-making process, 
measuring and evaluating the estimated and actual benefits.  
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5 Analysis of theoretical data 

In this chapter, the established views presented in chapter 2 are complemented with the additional theory 
presented in chapter 4.2. Therefore the chapter presents the complete theoretical views of the authors’ views of 
roles and responsibilities in application investments. Firstly main roles are identified and thereafter followed 
by a composition of additional theory and established theories.  

In this chapter the analysis of the complete theoretical views will be performed. This is ac-
complished by firstly analyse established views and the additional theory based upon the 
structure of Andersen (1994) generic life cycle model, secondly identify main roles followed 
by main roles interaction in investment process viewed in the completed theoretical views. 

5.1 Responsibility through the investment process’s all 
phases 

Andersen (1994) identifies six different phases within the investment process. These phases 
are the change analysis/analysis, the design, the realisation, the implementation, the main-
tenance and the settlement phase. We have here used these phases to structure the areas of 
responsibilities through the investment process’s all phases.   

5.1.1 Change analysis/analysis (CA/A) 

One often alternative is that an entrepreneur identifies the need for a change. The entre-
preneur could be represented by anyone within the organisation. Here it is very important 
that representatives co-operates after the initiative is taken (Axelsson, 1998; Lucas, 1986; 
Reponen, 1994; Stjernberg, 1993, reproduced in Granehäll et al., 2005). Another option, 
presented by the same authors, is that the initiative is taken by a steering committee. The 
committee is then responsible for all decision-making, set policies and guidelines for the 
investment and to align the IS-strategy with the business strategy. Even if the steering 
committee is active, the top management should still have the overall responsibility for the 
investment even if collaboration between the top management, the IT-department and the 
operative management is essential. 

On the other hand, other authors (Earl & Feeny, 1994; Feeny et al, 1992; Stephens et al, 
1992, reproduced in Granehäll et al., 2005) state that the IT-department takes the initiative 
for the investment. Thereafter the IT-department develops policies and guidelines and at 
the same time they also align the IS-strategy with the overall strategy. When aligning strate-
gies cooperation with the top management occur, according to Jarvenpaa and Ives (1991), 
Feeny et al (1992) and Lucas (1986) reproduced in Granehäll et al. (2005). Hugoson (1998) 
and Robson (1997) reproduced in Granehäll et al. (2005) continues by arguing that the op-
erative manager is instead responsible for initiating the need of change. Thereafter Lucas 
(1986) and Rockart (1988) believe that the operative manager is responsible for managing 
the organisational changes, the business development, enabled by the IT-investment.  

After the recognition of the need of change Robson (1997) stress that the process of select-
ing the proper IS investment should be guided by the IS strategy. Due to the top manage-
ments responsibility of the IS strategy and the investment plan and therefore are they indi-
rectly responsible for this selection of IS investment. This statement we find is aligned with 
the author’s earlier opinion when stating that the top management also directs the steering 
committee. The development of the budget is therefore the top management’s responsibil-
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ity. However, it is not always the case that they achieve value for money. Therefore, we 
consider Robson (1997) to imply that the top management are responsible for estimation 
of costs and benefits, even though she does not specify costs and benefits and instead refer 
to the budget. Hugoson (1998) presents a different opinion while stating that the top man-
agement/Business oriented IT-management has no central responsibility for financing the 
investment. However, Hugoson agrees with Robson when Hugoson (1998) states that the 
top management is responsible for alignment of business- and IT strategy and the coordi-
nation of different IT-projects during the investment process. The IT-strategy, describing 
the future organisational structure, applications and infrastructure, are communicated top-
down by the top management. 

Another opinion regarding strategic alignment is presented by Stephens et al. (1992) when 
arguing that the top management, in cooperation with the IT-manager, the IT-department 
and the operative manager, is responsible for reducing the gap between the IT and the or-
ganisation and between the organisational strategy and the use of IT. This cooperation we 
observe as possible to be identified as the steering committee. Applegate et al. (1999) de-
scribes the steering committee to be responsible for aligning the IS strategy with the busi-
ness strategy and to manage the necessary organisational changes when accomplish an ap-
plication investment. When aligning strategies the IT-manager should develop an architec-
tural plan of IT in order to guarantee the new projects appropriateness. This aligns the in-
vestments appropriateness to the organisational goals.  

Raghunathan (1992) agree with Applegate et al. when stating that the steering committee is 
an effective management tool when aligning IS strategy and business strategy. The steering 
committee include the top management and other managers. This alignment is important 
to enable long-term effectiveness by selection of appropriate IS-applications and add more 
control over the investment process. The alignment also increases the availability of re-
sources for planning and implementation of IS. Therefore the steering committee is re-
sponsible for allocating resources to the investment project in relation to budget, and esti-
mating risks with the investment. Earl (1989) supports Raghunathan (1992) when stating 
that the steering committee is responsible for planning and controlling the organisations 
IT-resources. This is important to be able to manage the organisations IT. 

Raghunathan (1992) continue by arguing that the effectiveness in IS-planning is dependent 
upon the members included in this steering committee. By involving the CEO in this 
committee, the degree of organisational consciousness will increase by considering strategic 
activities to the organisation’s future success. Operative managers within the steering 
committee have important inputs on department levels. Robson (1997) here claims that the 
operative manager should have the main responsibility within the steering committee. This 
will present the possibilities for the project to be managed within budget and time. When 
this is accomplished users might realise the effectiveness of the IS in the organisation. 

An opposite opinion is presented by Earl and Feeny (1994) and Stephens et al (1992) in-
stead state that the IT-manager should be responsible for this alignment and development 
of the IS plan. However, the authors seem to agree somewhat to earlier opinion regarding 
cooperation, relationship with top management. Earl and Feeny and Stephens et al also ar-
gue that this is made to improve business processes and gain competitive advantages by de-
livering value. It is therefore important that the IT-manager are able to and adds value, 
otherwise the IS will be recognised as a problem instead of a strength. 

Another important matter to consider, besides alignment of strategies, is the evaluation and 
measurement of costs and benefits generated by the application investment. Remenyi et al. 
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(1991, reproduced in Robson, 1997) state that this, together with coordinating the invest-
ment decision-making process, should be the IT-benefits manager solely responsibility. 
Earl and Feeny (1994) presents another opinion when stating that the top management 
should be accountable for benefits given that the top management also relate investments 
to stated business strategy or necessary business investments. Furthermore, it is also impor-
tant that the top management regularly every year discuss business directions.  

Hugoson (1998) continues by arguing that the supplier only should be responsible for mak-
ing proposal offers with estimated costs of the investments options and possibilities. This 
proposal is directed to the operative managers who, when evaluating the offer, consider the 
budget when making decisions regarding estimated costs and benefits expected from the 
investment in order to reach breakeven. This responsibility includes financing the invest-
ment. This means that the business oriented IT-management has no central responsibility 
to finance the application or to support with system support.  

Therefore the operative manager is then responsible for the achievement of the estimated 
benefits. This also includes the authority to during the development abort the investment if 
expected costs and benefits has exceeded and no longer is satisfying. To be able to evaluate 
the benefits in relation to the costs, the operative manager may consult the IT-department. 
When this is accomplished and the decision to invest is made, the IT-provider acquires, 
manages and maintains the system support for the original investment (Hugoson, 1998). 

Earl (1989) agrees with Hugoson to some degree when stating that the responsibility is de-
termined by the organisational structure. Therefore, the responsibility for the estimated and 
evaluated costs and benefits are dependent on where in the organisation the IT-investment 
will occur. Another author also supports Hugoson (1998) are Rockart (1988) who implies 
that the operative manager is responsible for budget and personnel of their own depart-
ment.  

Applegate et al (1999) and Robson (1997) disagrees while stating that the IT-manager 
should be responsible for suggesting budget proposals while the IT-department manage the 
costs and benefits of the several proposed investments. Earl and Feeny (1994) supports 
Applegate et al and Robson when arguing that the IT-manager is responsible for IS related 
costs although Earl and Fenny implies that the top management have to approve all in-
vestment cases.    

Henderson (1990) and Lucas (1986) imply that no role should solely be responsible for the 
investments benefits and risks, the top management has to strengthen cooperation in order 
to maximise the value for the investment. This means that roles together make decisions 
regarding application investments. This opinion is in conflict with Earl (1989), Hugoson 
(1998) and Rockart (1988) who state that operative manager is solely responsible and with 
Applegate et al (1999), Earl and Feeny (1994) and Robson (1997) who states that IT-
manager is solely responsible. Another responsibility for the IT-manager is to educate the 
operative managers in order to gain innovative ideas of effective use of IT (Henderson, 
1990; Lucas, 1986; Rockart, 1988). 

Finally, in the change analysis phase the CEO’s attitude and openness toward changes and 
IT’s impact on organisational strategic orientation affects the investment. This is dependent 
upon how the CEO, in this phase, promotes the IT-investments supports of the IT-
managers efforts to accomplish the investment (Earl & Feeny, 1994). Here, Feeny et al. 
(1989) and Stephens et al. (1992) states that the IT-manager has to market IT as a means 
for organisational change. 
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5.1.2 Design (D) 

The investment process continues with the design of the application. Here collaboration is 
pre-requested by Lucas (1986) and Rockart (1988) reproduced in Granehäll et al. (2005) in 
order for the participative roles ability to accept and understand the total value of the in-
vestment. Another opinion is instead that this is managed by the IT-department who has 
the overall responsibility for the design, but collaboration with the top management may 
occur (Henderson, 1990; Hugoson, 1998, reproduced in Granehäll et al., 2005). 

Granehäll et al. (2005) argue that the operative managers might not have the qualification 
necessary to be able to obtain responsibility for the development regarding evaluation and 
decisions concerning technical solution, selection of equipment and determine practical so-
lution. Therefore the theory finds that someone else, for example the IT-department or an 
IT-consultant, has this responsibility. 

According to Lucas (1986) a top management task, in the design phase, is to make deci-
sions regarding the overall management of information processing. This could be accom-
plished within a steering committee. The author suggests that the top management together 
with the IT-department coordinate information processing with IS-spending by establish-
ing organisational policies regarding purchase of hardware and software. Lucas (1986) con-
tinue by arguing that the top management, operative managers and IT-managers should 
coordinate their local information processing due to avoiding a complex IS-architecture 
within the organisation. The IT-manger and the operative manager often share the respon-
sibility to create a structure for their local information processing. The structure then de-
cides how the control of the information processing will occur through established policies. 
Each operative manager is then, for their own department, responsible of establishing poli-
cies regarding information processing. Applegate et al (1999) agrees with Lucas (1986) stat-
ing that the IT-manager should be responsible for information processing and to educate 
users. The IT-manager also generates, through a strategic perspective, suggestions regard-
ing the use of information processing to the top management, according to Henderson 
(1990); Lucas (1986) and Rockart (1988). 

Earl (1989) is of another opinion than Applegate et al (1999), Henderson (1990), Lucas 
(1986) and Rockart (1988) when stating that the IT-function instead is responsible for the 
information processing within the organisation. 

The IT-department is responsible for the evaluation and decision of technical and practical 
solution (Earl, 1989; Lucas, 1986; Henderson, 1990; Robson, 1997; Rockart, 1988; 
Stephens et al, 1992, reproduced in Granehäll et al., 2005).  

Stephens et al. (1992) adds another task in this phase, while argue that the IT-manager is 
responsible for policies, procedure, guidelines and standards for information resources. 
Another task for the IT-manager, Robson (1997) announce as making equipments propos-
als.  

In this phase, issues regarding business design must also be considered. When accomplish-
ing business design, operative managers are responsible for conducting necessary changes 
within the personnel, system and organisational structure in order to gain profitability from 
the application investment (Rockart, 1988; Lucas, 1986). Also when discussing business de-
sign, Earl and Feeny (1994) argues that an important task of the IT-manager is to recognise 
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and create opportunities for contribution to business thinking and operations besides IT 
improvements.  

5.1.3 Realisation (R)  

After the development in the realisation phase, the IT-department reports the status of the 
investment to the top management (Earl and Feeny, 1994, reproduced in Granehäll et al., 
2005). Hugoson (1998) agree with Earl and Feeny (1994) that the IT-department has the 
responsibility to report the current status but Hugoson believes that the report should be 
directed to the operative managers. Earl and Feeny (1994) are of that opinion, due to the 
fact that the IT-manager is included in a management group direct subordinate to the top 
management and this supports team membership rather than a reporting structure of the 
investment process. 

Another opinion is, presented by Lucas (1986, reproduced in Granehäll et al., 2005) and 
Robson (1997) that cooperation should occur when reporting the investments success and 
problems. Lucas considers cooperation to exist between the top management and the op-
erative managers and Robson believe cooperation instead should exist between IT-manager 
and top management. 

5.1.4 Implementation (I) 

Earl and Feeny (1994), Lucas (1986) and Rockart (1988) reproduced in Granehäll et al. 
(2005) state that the IT-department has the overall responsibility for the implementation of 
the application. Granehäll et al. (2005) support this opinion by arguing that the operative 
managers do not have any responsibility in the implementation phase. Instead the authors 
believe it is often someone else with other knowledge, for example the IT-department, who 
manages the implementation of the application. 

When analysing the literature, we notice that a large amount of the authors do not consider 
the business change parallel to the application investment. Only one author, Hugoson, 
specifies the importance of a coordinated business –and IT-development and that the re-
sponsible role for this the top management. This we interpret would include the responsi-
bility for the implementation of the business change. This, we find to be a main reason for 
why the authors not specifying who is responsible for the implementation of the business 
change generated by the business development.  

5.1.5 Maintenance (M) 

One opinion, in the maintenance phase, is according to Earl (1989) and Robson (1997) re-
produced in Granehäll et al. (2005) that the IT-department has overall responsibility for 
the maintenance of the application. Another statement conflicting with Earl and Robson is 
that the operative managers are responsible for the maintenance of the application after 
the implementation is successfully accomplished (Applegate et al, 1999; Axelsson, 1998; 
Lucas, 1986; Rockart, 1988, reproduced in Granehäll et al., 2005).  

In the maintenance phase it is important to consider actual benefits and costs of the in-
vestment. Hugoson (1998) claim that the operative managers are responsible for achieving 
estimated benefits. Remenyi et al. (1991, reproduced in Robson, 1997) disagree with 
Hugoson when arguing that the IT-benefits manager should solely be responsible for co-
ordinating the investment decision-making process, measuring and evaluating the actual 
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benefits. Furthermore, when making judgement of information value in application in-
vestments the management has to make sure that they have achieved value for money 
(Robson, 1997). We observe that Robson (1997) when stating management implies the top 
management. Applegate et al (1999) presents a third opinion saying that the IT-department 
should continuously control the actual costs and benefits gained in the organisation from 
the application investment. 

Henderson (1990) and Lucas (1986) believe that the IT-manager and operative manager is 
never sole responsible for the investments benefits and risks. The top management has to 
strengthen cooperation between these roles in order to be able to maximise the value for 
the investment. This means that the roles together make decisions regarding the application 
investment. Therefore, these authors agree with Robson (1997). 

Finally, Earl (1989), states that different roles of responsibilities are determined by the or-
ganisational structure. Therefore, the responsibility for the estimated and evaluated costs 
and benefits are dependent on where in the organisation the IT-investment will occur.  

5.1.6 Settlement (S) 

None of the authors presented in the established and the additional theory addresses re-
sponsibilities in the settlement phase. 

5.2 Identification of main roles in the theory 

When going through the additional theory to the established theory we have identified 
some additional main roles and other responsibilities for some of the roles presented in the 
three views in the established theory. Due to this fact we will complete the identified main 
roles in the chapter 2.1 with additional roles. Some of the roles presented in the established 
theory and the additional theory sometimes have the same area of responsibility but the 
roles have different names. Some of the roles are also more frequently mentioned in the lit-
erature than others too. Therefore we have identified three main roles to be able to com-
pare the authors’ views on roles and responsibilities.  

After completed the theory we identify three main roles: IT-provider, top management and 
operative managers. Top management is identified as a main role due to the fact that this 
role was found to be essential in IT-investments by several of the authors. Another main 
role identified as the IT-provider. This role is identified given that this role includes the IT-
function, IT-department, IT-manager and the IT-executives. The reason for this is that 
these roles are often the IT-provider when in-housing IT. The final main role we identified 
is the operative managers who include both the operative managers and the users.  

The other roles mentioned in the completed theory were not enough frequently used and 
nor frequently mentioned by several of the authors, therefore these roles are not defined as 
main roles. However, these roles are to be found within the main roles. These roles are the 
entrepreneur, the IT-management, the steering committee, the IT-benefits manager and the 
supplier. IT-management and IT-benefits manager we find to be the same role just differ-
ent names due to the fact that both roles represent the same task and both are to be found 
in the top management and the IT-provider roles. Therefore we have included this role in 
the main role the top management. The steering committee’s representatives include all of 
the main roles cooperating within the application investment. Another mentioned role is 
the entrepreneur who is an initiator located in any of the other main roles. The final men-
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tioned role, the supplier, is theoretically not a main role given that the role can either be the 
in-house IT-provider or an external IT-provider. Therefore we have added this role to the 
main role IT-provider.  

After this identification of main roles our analysis therefore results in three main roles; the 
IT-provider, the top management and the operative managers. This is visualised in below 
figure 5.1. 

 

 

Figure 5-1: Identification of main roles in the theory. 

The above identified main roles will be used as a base when completing the different views 
in chapter 5.3 on roles and responsibilities in application investments from different au-
thors’ views, presented in the established views together with the additional theory as com-
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5.3 Completed theoretical views 

The three different views on roles and responsibilities in application investments that are 
presented in established theories in chapter 2 are in below three different views added with 
the additional theory presented in chapter 4.2 as completed theoretical views. These views 
will then serve as base and structure of the empirical data. The questions presented in these 
views below are used to facilitate the understanding of the content of each phase in the 
lifecycle model.  

These tables below present the different views of the study of Granehäll et al. (2005) to-
gether with the additional theory regarding roles and responsibilities in application invest-
ments. We have chosen to design the tables from the main roles we identified in chapter 
5.2. Additionally, we have chosen to present authors in the view where they in their theory 
advocate that the role of immediate interest has main responsibility. Therefore different au-
thors can occur several times in more than one view.  

Below tables should accordingly be interpreted from the views of the established theories 
and the additional theory and will therefore visualise the authors’ complete theoretical 
views regarding roles and responsibilities. The tables are divided into the phases of the life-
cycle model presented in chapter 2.1. Each of the tables is followed by a description of the 
composed view. 

5.3.1 View1: Cooperation between main roles  

This view is characterised by cooperation between the identified main roles: the top man-
agement, the IT-provider and the operative managers. A steering committee is a common 
way of describing the main roles cooperating. Even though cooperation in the steering 
committee is the main feature, one role could have the overall responsibility within the 
committee. The overall responsibility varies in this view between the top management and 
operative managers.  

In this view, the investment process is initiated by an identification of need of change made 
by the committee or any one of the roles as an entrepreneur. Axelsson (1998) support the 
entrepreneur and the other authors support the steering committee. Thereafter, the top 
management is responsible for the selection of action. The selection of action should cor-
respond to the organisational strategy and therefore while making this decision, it is impor-
tant to align the investment with the IS-strategy and overall strategy. In this view the steer-
ing committee is responsible for the strategy and investment alignment. Applegate et al. 
(1999), Axelsson (1998) and Lucas (1986) are on the same track as Raghunathan (1992), 
Reponen (1994), Stephens et al. (1992) and Stjernberg (1993) who support this. Therefore, 
we interpret as the same roles also are responsible for the business development and busi-
ness design due to the fact that aligns strategy and investment often generates a business 
change and business design. However, these authors do not expressly state that some one 
is responsible for the business development.   

When it comes to the selection of action, the top management has the main responsibility, 
given that Robson (1997) states that the IS-strategy, developed by the top management, 
guides the selection of action. Also the top management directs the committee and there-
fore this question are of high importance, why the top management is responsible. 

In the beginning of the investment process, when selecting proper action, the top man-
agement has the main responsibility to manage the budget. Robson (1997) clearly state that 
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this is a top management task and Earl (1989) considers the responsibility to depend upon 
where in the organisation the investment ends up. Both authors only refer to costs and 
benefits as “budget”. Neither one specify the estimated costs and benefits or the achieved 
costs and benefits. This thereby affects this view and the roles and responsibilities in the 
change analysis phase and the maintenance phase. We have therefore chosen to present the 
authors in the maintenance phase as well, even though they do not clearly express the 
achieved costs and benefits.  

Thereafter the investment process continues with the design phase. Here, the steering 
committee manages the design of the application investment and making decisions regard-
ing the information processing and how this should be managed within the application.  
Then the IT-provider is responsible for handling evaluation and decisions concerning 
technical solution, the selection of equipment and determines the practical solution. The 
IT-provider continuously has to report on problems and successes of the application in-
vestment.  

The IT-provider in this view manages the implementation of the application. Here the re-
sponsibility for the implementation of business change is not specified. This due to that a 
large amount of the authors does not consider the business development parallel to in-
vestment process. Therefore authors only discuss responsibilities for implementation of the 
application. No author addresses responsibilities for the settlement occurring during the 
implementation. After the implementation a role manages the maintenance. Different au-
thors have different opinions regarding who is to be responsible for the maintenance. Ei-
ther the IT-provider is responsible or the operative manages affected by the investment is 
responsible. Therefore in this view both opinions are presented.  
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Table 5-1: The theoretical view of cooperation between all main roles 

 Top management IT-provider Operative managers 

Who is responsible for identification of 
the need of change?  

Axelsson 
Lucas 

Reponen 
Stjernberg 

Axelsson 
Lucas 

Reponen 
Stjernberg 

Axelsson 
Lucas 

Reponen 
Stjernberg 

Who is responsible for the business de-
velopment? 

Applegate et al. 
Axelsson 

Lucas 
Raghunathan 

Reponen 
Stephens et al. 

Stjernberg 

Applegate et al. 
Axelsson 

Lucas 
Raghunathan 

Reponen 
Stephens et al. 

Stjernberg 

Applegate et al. 
Axelsson 

Lucas 
Raghunathan 

Reponen 
Stephens et al. 

Stjernberg 
Who is responsible for estimated costs 
of the application investment? 

Earl 
Robson 

Earl Earl 

Who is responsible for estimated benefit 
of the application investment? 

Earl 
Robson 

Earl Earl 

Who is responsible for the selection of 
action? 

Robson   

Who is responsible for the design of the 
investment? 

Lucas 
Rockart 

Lucas 
Rockart 

Lucas 
Rockart 

Who is responsible for the design of the 
business? (e.g. personnel, system, educa-
tion and structure of the organisation) 

Applegate et al. 
Axelsson 

Lucas 
Raghunathan 

Reponen 
Stephens et al. 

Stjernberg 

Applegate et al. 
Axelsson 

Lucas 
Raghunathan 

Reponen 
Stephens et al. 

Stjernberg 

Applegate et al. 
Axelsson 

Lucas 
Raghunathan 

Reponen 
Stephens et al. 

Stjernberg 
Who is responsible for handling evalua-
tion and decisions concerning technical 
solution, selection of equipment and de-
termine the practical solution? 

 Earl 
Henderson 

Lucas 
Robson 
Rockart 

Stephens et al. 

 

Who is responsible for making the deci-
sion on how the information processing 
should be handled within the application 
investment? 

Lucas Lucas Lucas 

Who is responsible for reporting prob-
lems and successes of the application in-
vestment? Thus, who is responsible for 
the follow-up during the investment 
process? 

 Earl & Feeny 
Hugoson 
Robson 

 

Who is responsible for system tests of 
the application investment? 

   

Who is responsible for implementing the 
application investment?  

 Earl & Feeny 
Lucas 

Rockart 

 

Who has the responsibility for the actual 
benefit of the application investment? 

Earl 
Robson 

Earl 
Robson 

Earl 
Robson 

Who has the responsibility of the actual 
costs of the application investment? 

Earl 
Robson 

Earl 
Robson 

Earl 
Robson 

Who is responsible for maintenance and 
running?  

 Earl 
Robson 

Applegate et al. 
Axelsson 

Lucas 
Rockart 

Who is responsible for the settlement?    

M 

D 

CA/A 

I 

R 

S 
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5.3.2 View 2: Focus on the IT-provider 

The second view focus mainly on the IT-provider even tough some other roles also are 
mentioned. The IT-provider initiates the investment process by an identification of a need 
of change.  Authors in this view express that the IT-manager has to market IT as a means 
for change. The need of change may result in a business development parallel to the in-
vestment process. The IT-provider is the responsible role for the business development, 
but at the same time cooperation with the top management occurs.   

When deciding on which investment to investigate in or when deciding on the investment 
area it is important to consider costs and benefits, both estimated cost and benefits as well 
as achieved benefits and costs. In this view, both top management and the IT-provider are 
responsible for the cost and benefits. The top management is accountable for managing the 
budget within time and to approve the IT-costs. The IT-provider is responsible for 
suggesting costs and to manage both cost and benefits. Given that Henderson and Lucas 
believe that the IT-provider sole should not be responsible for investment benefits and risk 
the top management need to be involved. Therefore the top management sometimes could 
be responsible for both cost and benefits of the investment. However, some of the authors 
presented in this view specify costs and benefits, while other refers to the concept as the 
“budget”. Therefore we find that the authors’ lack of clearly addressing estimated- and 
achieved costs and benefits. This affects this view in the maintenance phase and therefore 
we have chosen to present the authors in the maintenance phase as well, even though they 
do not clearly express the achieved costs and benefits.  

Thereafter the top management has the main responsibility for the selection of action. 
This, given that Robson (1997) express that the selection of action is generated from the 
IS-strategy which serve as a guide for what to invest.  

The investment process then continues with the design of the selected investment applica-
tion. The IT-provider here manages the application design, all though collaboration with 
the top management may occur. Continuously, the IT-provider also manages evaluation 
and decisions concerning technical solution, selection of equipment and determines the 
practical solution of the investment. Also in the design phase, the IT-provider is responsi-
ble for educating users and for the management of the information processing within the 
application. Lucas (1986) and Robson (1997) consider it necessary that cooperation be-
tween the top management and the IT-provider should exist. We are of the opinion that 
cooperation facilitates the reporting of problems and successes of the application invest-
ment. In this view, mainly the IT-provider is responsible for continuously report the status 
of the investment. The reporting could be to the top management or the operative man-
gers.  

The implementation of the application is also the IT-providers responsibility. No author in 
this view regards the implementation of business change. We have observed that the reason 
for this is that the authors are focuses on the application investment and neglects the busi-
ness change and the busses development that occurs parallel. No author addresses respon-
sibilities for the settlement occurring during the implementation. After a successful imple-
mentation the IT-provider manages the maintenance.  
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Table 5-2: The theoretical view of a focus on the IT-provider 

 Top management IT-provider Operative managers 

Who is responsible for identification of 
the need of change?  

 Earl & Feeny 
Feeny et al. 

Stephens et al. 

 

Who is responsible for the business de-
velopment? 

Feeny et al. 
Hugoson 

Jarvenpaa & Ives 
Lucas 

Robson 

Earl & Feeny 
Feeny et al. 

Stephens et al. 

 

Who is responsible for estimated costs 
of the application investment? 
 

Henderson 
Lucas 

Remenyi 
Robson 

Applegate et al. 
Earl & Feeny 

Robson 

 

Who is responsible for estimated benefit 
of the application investment? 

Earl & Feeny 
Henderson  

Remenyi  
Lucas 

Applegate et al. 
Robson 

 

Who is responsible for the selection of 
action? 

Robson 
Hugoson 

  

Who is responsible for the design of the 
investment? 

Hugoson  
Henderson 

Hugoson  
Henderson 

 

Who is responsible for the design of the 
business? (e.g. personnel, system, educa-
tion and structure of the organisation) 

 Lucas  

Who is responsible for handling evalua-
tion and decisions concerning technical 
solution, selection of equipment and de-
termine the practical solution? 

 Earl 
Henderson 

Lucas 
Robson 
Rockart 

Stephens et al. 

 

Who is responsible for making the deci-
sion on how the information processing 
should be handled within the application 
investment? 

Henderson 
 Lucas 

Rockart 

Lucas 
Applegate et al. 

Earl 
Henderson 

Rockart 

 

Who is responsible for reporting prob-
lems and successes of the application in-
vestment? Thus, who is responsible for 
the follow-up during the investment 
process? 

Robson 
Lucas 

Earl & Feeny 
Hugoson 
Robson 

 

Who is responsible for system tests of 
the application investment? 

   

Who is responsible for implementing the 
application investment?  

 Earl & Feeny 
Lucas 

Rockart 

 

Who has the responsibility for the actual 
benefit of the application investment? 

Earl & Feeny 
Henderson 

Lucas  
Remenyi  
Robson 

Applegate et al.  

Who has the responsibility of the actual 
costs of the application investment? 

Henderson 
Lucas 

Applegate et al.  

Who is responsible for maintenance and 
running?  

 Earl 
Robson 

 

Who is responsible for the settlement?    

M 

S 

D 

CA/A 

I 

R 



 Analysis of theoretical data 

 39

5.3.3 View 3: Focus on the operative managers 

This view is characterised by a focus on the operative managers. The operative manages 
initiate the investment process when identifying a need of change within the organisation. 
Given that Earl (1989) is expressing that the affected part of the organisation should be re-
sponsible and the fact that many application investment is local, it is natural that the opera-
tive managers has this responsibility. Two authors specify that operative mangers are then 
also responsible for managing the business development enabled by the investment. Other 
two authors specify that the top management should have this responsibility due to their 
task to align IS-strategy and overall organisational strategy. However, these authors do not 
expressly state that the top management has this responsibility, but we can identify this task 
indirectly.  

In the beginning of the investment phase it is important to address the costs and benefits 
of the application investment. Both estimated costs and benefits should be considered. 
However, not all authors in this view clearly address estimated costs and benefits. Robson 
(1997) is one of them, while stating that the top management should manage the invest-
ment within budget and time. Remenyi et al. (1991) is another author on the same track, 
but more clearly specifying cost and benefits, while stating that the top management should 
manage evaluation and measurement. Henderson (1990) and Lucas (1989) also support this 
mind-set, when pointing out the top management’s involvement since they believe that the 
operative managers not sole are able to manage the benefits and risks. Hugoson (1998) and 
Rockart (1988), on the other hand, is more on the same track. However, a difference is that 
while Hugoson (1998) express that each of the organisational areas should manage their 
own budget and therefore each operative manager should be responsible for estimated 
costs and estimated benefits, Rockart (1988) only refers to the estimated costs and benefits 
as “budget”. Thereafter a selection of action is made. In this view the operative manage-
ment manages the selection of action. The top management still has to make the final ap-
proval.  

In the following phase, the design phase, the operative manger is responsible for conduct-
ing necessary change of the organisation. Especially changes in personnel, system, and or-
ganisational structure. Continuously, in this phase the IT-provider is then responsible for 
managing evaluation and decisions concerning technical solution, selection of equipment 
and determining the practical solution. Another responsibility to manage is the decision re-
garding the information processing within the application. In this view, the top manage-
ment is the responsible role. Responsibility for the follow-up during the investment process 
is a continuously cooperation between the top management and the operative managers.  

The IT-provider then manages the implementation of the application. No author in this 
view reflects upon the implementation of business change. We observe a possible the rea-
son for this is that the authors are focused on the application investment and neglect the 
business change and the busses development that occurs parallel. No author here addresses 
responsibilities for the settlement occurring during the implementation. Each affected op-
erative manager is thereafter responsible for the maintenance. Here it is also important to 
establish the achieved costs and benefits of the investment. As mentioned above several 
authors state that the top management is responsible for the budget and some state that the 
operative managers should be responsible for the actual cost and benefits. Given that the 
many authors use the term budget, is it difficult to clearly establish who should be respon-
sible for actual costs and benefits. 
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Table 5-3: The theoretical view of a focus on the operative managers 

 Top management IT-provider Operative managers 

Who is responsible for identification of 
the need of change?  

  Hugoson 
Robson 

Earl 
Who is responsible for the business de-
velopment? 

Hugoson 
Robson 

 Lucas 
Rockart 

Who is responsible for estimated costs 
of the application investment? 
 

Henderson 
Lucas 

Remenyi 
Robson 

Hugoson Hugoson  
Rockart 

Who is responsible for estimated benefit 
of the application investment? 

Earl & Feeny 
Henderson 

Lucas 
Remenyi  

 Hugoson 
Rockart 

Who is responsible for the selection of 
action? 

Robson 
Hugoson 

 Hugoson 

Who is responsible for the design of the 
investment? 

 Hugoson  
Henderson 

 

Who is responsible for the design of the 
business? (e.g. personnel, system, educa-
tion and structure of the organisation) 

  Lucas 
Rockart 

Who is responsible for handling evalua-
tion and decisions concerning technical 
solution, selection of equipment and de-
termine the practical solution? 

 Earl 
Henderson 

Lucas 
Robson 
Rockart 

Stephens et al. 

 

Who is responsible for making the deci-
sion on how the information processing 
should be handled within the application 
investment? 

Henderson 
 Lucas 

Rockart 

  

Who is responsible for reporting prob-
lems and successes of the application in-
vestment? Thus, who is responsible for 
the follow-up during the investment 
process? 

Lucas  Lucas 

Who is responsible for system tests of 
the application investment? 

   

Who is responsible for implementing the 
application investment?  

 Earl & Feeny 
Lucas 

Rockart 

 

Who has the responsibility for the actual 
benefit of the application investment? 

Henderson 
Lucas  

Remenyi  
Robson 

 Hugoson 
Rockart 

Who has the responsibility of the actual 
costs of the application investment? 

Henderson 
Lucas 

 Rockart 

Who is responsible for maintenance and 
running?  

  Applegate et al. 
Axelsson 

Lucas 
Rockart 

Who is responsible for the settlement?    

M 

S 

D 

CA/A 

I 

R 
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5.4 Reflection of complete theoretical views 

During this analysis additional questions were awaken from the additional theory together 
with the established views. These new questions are therefore included in questionnaire to 
complement the established theory. All questions are also included in the IT-consultant 
views in chapter 6. 

In those cases where the authors have only referred to costs and benefits as budget, we 
made the choice of presenting these authors in both the change analysis- and maintenance 
phase. Due to the fact that these authors uses the term “budget” and therefore have not 
clearly specified whether it is before or after the application investment or if it is both they 
mean, we find the placement to be possible. Also, by making this choice we find the theo-
retical view will be more complete. The more completed theoretical theory, the better ana-
lysis of this study will be possible to present.  

None of the authors in the theory we investigated mentioned any role responsible for the 
system test. We observe that a possible reason for this might be that many authors include 
the system test in the implementation phase and therefore the responsibility is not clearly 
specified. Due to these facts we have not been able to mention any author presenting a re-
sponsible role for the system test. This we find will affect this study, the analysis and the 
results. As a consequence the theoretical views are not fully completed making the analysis 
and the comparison of IT-consultants recommendations and the theory to be incomplete, 
given that this responsibility lack of clear theoretical guidelines. However, we find this to be 
of a minor degree of blockage, given the possibility that the responsibility is underlying in-
cluded in the implementation phase. Therefore we consider the theoretical views to be 
complete enough in order to be used in this study.  

Another area of responsibility that none of the authors have mentioned any role responsi-
ble for is the settlement of the existing application. We observe that a possible reason for 
this can be that the authors find it to be included in some of the other phases in the in-
vestment process. An explanation to this is that an application investment in many cases is 
just updated and therefore can the role responsible for the maintenance and running has 
this included in his or hers responsibilities. However, if the application will be removed and 
replaced by another application investment the settlement of an old application, in most 
cases, takes place during the other phases and not just after the maintenance and running 
phase of the new investment. Due to these facts it is possible that authors have included 
this responsibility in some of the other phase’s roles and therefore have they not clearly 
specified any role responsible for the settlement.  

The investment process is complex and not just a straight way forward and therefore is it 
difficult in some cases to include the authors’ thoughts in the life cycle model that we have 
used to structure this thesis. This can be another reason to why we have not been able to 
fill the different views with authors’ opinions. However, we find theoretical views to be 
complete enough due to our discussion above regarding the missing roles in some of the 
questions. Given this discussion we find it possible to use these complete theoretical views 
in this study of roles and responsibilities.  
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6 Empirical data 

This chapter presents the empirical data with each IT-consultants view of roles and responsibilities. First an 
introduction of the actual procedure of the gathering of the empirical data is presented followed by the con-
sultants’ views. A reflection of the empirical also presented.   

6.1 Introduction 

In this study three demarcations regarding the interviewees have been set: to operate within 
the County of Jönköping directed towards SME on a managerial level. 22 IT-consultants 
have fulfilled these requirements. Of those 22 consultants 10 did not had neither time nor 
willingness to participate. Therefore we have accomplished face-to-face interviews, were we 
both attended, with 12 IT-consultants within the County of Jönköping. 

We have used predetermined questions based upon the complete theoretical views, appen-
dix 1 as mentioned in the method, 3.1. During every second interview one of us have asked 
questions whilst the other one has documented the answers. Throughout the interviews we 
further explained question number 11 in the questionnaire, appendix 1 to increase the in-
terviewees understanding. Question 15 in appendix 1 was discovered incomplete after half 
of the interviews and therefore we had to split this question into four new questions. 
Therefore we by mail sent the new questions to all interviewees with completed interviews. 
After each interview we summarised the interview and returned it to the interviewee, which 
confirmed or made changes to correct the answers. Four of the interviewees made minor 
changes in the summary and the other seven interviewees confirmed that our summary as 
correct.  

During the compilation of the interview we discovered that two of the IT-consultants had 
misunderstood some of the questions. One consultant had misunderstood the question 
number 9 and 11 and one consultant had to specify more exactly which role was responsi-
ble when stating the answer “the client”. We therefore by mail had to explain the question 
further in order to receive a fulfilling answer. All interviews in the end confirmed the an-
swers as correct. 

A few consultants announced that the roles involved in the investment process alter be-
tween different businesses and their requirements and knowledge. Some of the SMEs’ have 
not even developed an IT-plan and an IT-budget; they just make decisions when they find 
it necessary to invest. Therefore the responsibilities many times alter between different 
roles. However, all of the participative consultant state that the following views of roles and 
responsibilities are what they practice in general.   

6.2 IT-consultant A 

The IT-consultant A views that the main task, as a consultant, is to support the SME all the 
way through the investment process. The consultant collects information and formulates a 
specification of requirements. Then the consultant, as the project manager, contacts the 
proper supplier best suited for the job. This way the consultant is a link between the SME 
and the application supplier.   

In the investment process the consultant identifies the main roles as the supplier of hard-
ware/software and the project group consisting of the consultant, the Chief Executive Of-
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ficer (CEO) of the SME and an SME employee with IT-competence and interest in the in-
vestment.  

A very important activity that should be managed parallel to the investment process is the 
business development. According to consultant A, the CEO of the SME is responsible for 
this activity. The design of the business should according to consultant A be managed by 
the CEO of the organisation.  

The investment process is initiated by a change decision taken by the CEO of the SME. 
The CEO then contacts a consultant. The consultant then discusses the subject with the 
operative managers in order to get knowledge about the actual problems and to be able to 
identify a proper solution to fulfil their needs. The CEO, as the employer, is responsible 
for estimating the costs and benefits of the application investment.  

Thereafter the procedure continues with the selection of action. The consultant describes 
this as the CEO’s responsibility, due to the fact that the CEO controls the money and 
thereby also controls which opportunity of action the organisation should take. Here the 
consultant gives advice and recommends the proper solution, but it is the CEO who has 
the overall responsibility for the selection of action.  

The consultant then controls the design of the application. It is the consultant’s 
responsibility to make contacts with the selected supplier. The supplier then manages the 
hardware need for the application. During the design of the application, the top 
management is responsible for the information processing.  

The responsibility to report on problems and successes of the application investment is ac-
cording to IT-consultant A the project manager’s task.  

When implementing a new application the consultant in the project group as the project 
manager manages the wind up of the existing application. This because the SME often do 
not have the knowledge required for the task. 

The project group then decides when to implement and to what speed the implementation 
should have. The project group also has to make sure that the implementation is done. 
Therefore the project group has the overall responsibility for the implementation of the 
application. The project manager then has to make sure that system tests are done by the 
organisation.  

After successful acceptance test and successful implementation mainly the supplier of 
hardware/software manages the maintenance and running. In those cases when the con-
sultant still is “active” the consultant is responsible for smaller maintenance and running. 

After the implementation the CEO, as the employer, is responsible for the actual costs and 
benefits of the application investment. The organisation and the users often notice the ef-
fects by a feeling of a better workflow. 

This view is visualised in table 6.1 below. 
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Table 6-1: The IT-consultant A's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X  X 

Who is responsible for the business develop-
ment? 

X   

Who is responsible for estimated costs of the 
application investment? 
 

X   

Who is responsible for estimated benefit of the 
application investment? 

X   

Who is responsible for the selection of action? X 
 

X 
External 

 

Who is responsible for the design of the invest-
ment? 

 X 
External 

 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X   

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X 
External 

 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X   

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

 

Who is responsible for implementing the appli-
cation investment?  

X X X 

Who has the responsibility for the actual benefit 
of the application investment? 

X   

Who has the responsibility of the actual costs of 
the application investment? 

X   

Who is responsible for maintenance and 
running?  

 X 
External 

 

Who is responsible for the settlement?  X 
External 

 

  

M 

S 

D 
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6.3 IT-consultant B 

According to IT-consultant B the main task for an IT-consultant is to contribute with high 
competence to support the SME with the specification of requirements and to find the best 
solution. Depending on whom the project manager is, the consultant or an employee from 
the SME, it is also the consultant’s task to initiate contact with the supplier best suited for 
the application development. This includes representing the SME in the negotiations and 
purchasing of the IT-solution.  

During the investment process consultant B identifies the consultant, the project group, 
the financial manager of the SME and the supplier as the main roles.  

It is important that the application investment supports the organisation. Therefore a focus 
on the business and the business development should be included in the investment proc-
ess. It is the top management’s responsibility to make sure that this is done, due to their 
overall control of the operative business. The consultant can only give suggestions for the 
design of the business. The CEO has the overall responsibility for decision regarding the 
design of the business.   

The investment process is initiated by a change decision taken by the top management. The 
consultant describes the reason behind this statement to be that it is the top management’s 
task to connect the overall business objectives with the investment objectives and to de-
scribe these guidelines to the operative business. The decision to invest is then followed by 
taking measures. At the same time the estimation of costs and benefits takes place. IT-
consultant B describes the IT-provider as the responsible role of estimating the costs of the 
application. The top management then estimates the potential benefits of the investment. 
The potential benefits and the estimated costs are taken into account within reasonable 
time, pay-off time, before the decision to invest is taken. The selection of action as follows 
is also the top management's responsibility. 

A supplier then perform the design of the application, but the SME top management still 
has the overall responsibility for the design. To explain this, the consultant divides the de-
sign into two phases: the selection of project group and the realization. The SME top man-
agement put together a project group consisting of the consultant and other SME person-
nel. The project group then reports direct to the top management who has the authority to 
make decisions. The project group only has one responsibility, to present a suggestion for a 
solution. If the top management accepts the proposition the project enters the realisation. 
Here the same project group is responsible for the design work. Now the project group 
consists of the consultant, representatives from the SME and the supplier. It is also very 
important that all involved parties within the project receive accurate information concern-
ing objectives and vision before the project starts. IT-Consultant B here views the impor-
tance of an established contract between the consultant and the SME concerning the pro-
ject manager’s authority and rules of the following project work. The project manager 
could be the consultant or a representative from the SME.  

When the design of the application comes to handling evaluation and decisions concerning 
technical solution, selection of equipment and practical solution the project group puts to-
gether a solution proposal by which the top management then makes the final decision 
upon. The top management also manages the information processing. During this stage in 
the investment process the project manager is responsible for reporting discovered prob-
lems and the success of the project to the top management of the SME. It is also the pro-
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ject manager who delivers the application when the project is finished. Before the delivery 
the consultant is responsible for accomplishing system testing.  

The consultant then manages the implementation. When implementing the application the 
system owner manages the wind up of the existing application. The IT-consultant B here 
views the consultant role as a tool available for the SME to use in order to fulfil their 
objectives. After successful implementation the system owner manages the maintenance 
and running. The system owner is the assigner, often the CEO or one of the users of the 
application but it is not the IT-department.  

During the investment process checkpoint meetings occur. In those meetings the top man-
agement and the consultant are discussing the progress of the project and controls are 
made to ensure that estimated costs are followed. Due to these meetings the costs may 
change during the investment process, i.e. because the buyer might add or remove some-
thing and therefore time and costs are affected. The IT-consultant B therefore stress that 
the responsibility for actual costs is shared between the buyer and the consultant. The con-
sultant is naturally responsible for making sure that the application is delivered within the 
general agreement made of estimated costs. At the same time the buyer is responsible for 
the actual benefits of the delivered application. IT-consultant B points out that the better-
defined commission; the easier it is to maintain the investment within estimated cost.  

This view is visualised in table 6.2 below. 
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Table 6-2: The IT-consultant B's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X   

Who is responsible for the business develop-
ment? 

X   

Who is responsible for estimated costs of the 
application investment? 
 

 X 

External 

 

Who is responsible for estimated benefit of the 
application investment? 

X   

Who is responsible for the selection of action? X   

Who is responsible for the design of the invest-
ment? 

X   

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X X 

External 

 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

X   

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X   

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 

External 

X 

- Who is responsible for system tests of the ap-
plication investment 

  X 

Who is responsible for implementing the appli-
cation investment?  

  X 

Who has the responsibility for the actual benefit 
of the application investment? 

X   

Who has the responsibility of the actual costs of 
the application investment? 

X   

Who is responsible for maintenance and 
running?  

X  X 

Who is responsible for the settlement? X  X 
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6.4 IT-consultant C 

IT-consultant C finds the main task as a consultant to be to develop the SME’s business by 
supporting the organisation in their application investments and in the administration of 
the application after the implementation. Another task is to serve as the SME’s IT-
department, if they do not have one.  

During the investment process the IT-consultant C identifies main roles both in SME and 
in the consultancy firm. In the SME the main roles are the top management with decision 
mandatory, the problem owner, the process owner that is the operative manager, users in a 
need for a change and project manager appointed by the CEO or the operative manage-
ment. At the consultancy firm the main roles are the vendor and the developer. The vendor 
is responsible for the economical part of the investment and for drawing up business con-
tracts explaining how the specification of requirements will be managed, due to his or hers 
expert knowledge within the clients business area. Thereafter the delivery project is set up. 
The developer then performs the delivery project. The developer is responsible for educa-
tion of personnel, the implementation and verifying of the application investment. 

IT-consultant C finds it very important to develop the business parallel to the application 
investment. The consultant states that an organisation does not accomplish effects in the 
organisation only by an IT-investment. A parallel business development is therefore impor-
tant. The CEO has the main responsibility for the business development and the availabil-
ity of resources to realise the work. The top management then manages the design of the 
business.  

The estimation of benefits of the application investment is a shared responsibility between 
the consultant and the operative manager. The consultant has the responsibility for estimat-
ing the costs of the application investment while the operative manager is responsible for 
the additional estimations of costs like changes in the SME’s way of working.  

The operative managers initiate the investment process. After the initiation the IT-
department, if they are presented in the SME otherwise the top management, manages the 
choice of action. 

The operative managers then manage the application design given that they are the users of 
the application. During the design the top management is responsible for handling evalua-
tion and decisions concerning technical solution, selection of equipment and determines 
the practical solution. If the SME has an IT-strategy, developed by the top management, 
the strategy has boundaries affecting the fit of the application into the organisation. There-
fore, this is a top management responsibility. In those cases when the SME is buying a 
function, for example an e-commerce solution, often the responsibility instead lies with the 
consultant due to the clients’ lack of knowledge or lack of interest. Also during the design 
the information processing is managed. The operative managers are then responsible for 
the quality of information and the top management is responsible for questions concerning 
access of information.   

During the investment process the top management has the overall responsibility for the 
purchasing. This implies that a steering committee is established to control time and money 
spent on the investment. If problem arises that affects the costs of the project, resource 
availability or time the committee takes measures. The committee consists of representa-
tives with mandatory authority from the SME and from the supplier. Still, the consultant 
reports problems and the success of the development to the steering committee.  
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The project manager, from the SME, is responsible for the implementation of the invest-
ment. The consultant is here responsible for delivering correct system and secures this 
through function testing. At the same time the administrative organisation, elected by the 
operative managers and the SME employees runs an acceptance test in order for them to 
make sure the agreed functionality is delivered. The consultant sometimes supports the ac-
ceptance test however the organisation is always responsible. While implementing the ap-
plication the operative managers is responsible for the removal of the existing application. 
The consultant is here available as support but is without responsibilities. After the delivery 
the operative managers becomes administrators and is then responsible for the investment 
follow-up in the business. After implementing the application, the system owner and the 
administrator, both operative mangers, manage the maintenance. Furthermore, the opera-
tive managers are responsible for actual benefits and costs of the application investment. 

The IT-consultant C finds it very important that the SME are involved in the investment 
process in order for a successful investment. It is always difficult to balance the consult-
ants’ responsibility in the selection of solution and in technical choices. Therefore it is im-
portant to mediate the consequences of the different choices. Communication between the 
consultant and the SME is therefore very important in investment projects. Otherwise, if 
all parties’ expectations are not mediated in the beginning of the investment process, prob-
lems will occur later on when each party begins to understand what is expected.  

This view is visualised in table 6.3 below. 
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Table 6-3: The IT-consultant C's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

  X 

Who is responsible for the business develop-
ment? 

X   

Who is responsible for estimated costs of the 
application investment? 
 

 X 
External 

X 

Who is responsible for estimated benefit of the 
application investment? 

 X 
External 

X 

Who is responsible for the selection of action? X X  

Who is responsible for the design of the invest-
ment? 

  X 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X   

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

X X 
External 

 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X  X 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

X 

Who is responsible for implementing the appli-
cation investment?  

  X 

Who has the responsibility for the actual benefit 
of the application investment? 

  X 

Who has the responsibility of the actual costs of 
the application investment? 

  X 

Who is responsible for maintenance and 
running?  

  X 

Who is responsible for the settlement?  X 
External 

X 
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6.5 IT-consultant D 

The most important task as an IT-consultant, IT-consultant D describes to be to support 
the organisation and to add advantages. 

In the investment process IT-consultant D identifies the involved roles as the top man-
agement, the supplier and the SME project manager directing the work. Here the top man-
agement is regarded to be the buyer.  

A very important activity managed parallel to the application investment is the business de-
velopment. The responsible role for the business development and the design of the busi-
ness the consultant D identifies as the top management. Operative managers only respon-
sibility here is to educate personnel.  

The consultant D views the top management as responsible for the identification of the 
need of change. Operative managers are however the ones that firstly notices that a change 
is necessary. After identification of the need of change, the organisation has to make deci-
sions regarding the selection of action. This is the operative managers’ responsibility.   

Top management is responsible for estimated benefit of the application investment while 
the consultant, the supplier, is responsible for the estimated costs of the application in-
vestment. The top management is responsible for the indirect costs.  

IT-consultant D specifies the importance of discussing the different responsibilities at an 
early stage in the investment process. During the first negotiations between the SME and 
the consultant, the responsibilities are identified and established. When an agreement is ac-
complished the top management appoints the project manager of this investment project.  

During the design phase the IT-department has the overall responsibility. In smaller or-
ganisations the consultant is instead responsible. The IT-department also evaluates and 
makes decisions concerning technical solution, manages the selection of equipment and de-
termines the practical solution. Another part of the design phase regards the information 
processing. Here IT-consultant D views the top management’s responsibility to manage au-
thority, openness and information availability and the operative management manage how 
this will be accomplished. 

IT-consultant D specifies that the project manager report problems and the success of the 
application investment. Before implementing the application, system tests are accom-
plished. Thereafter the project manager is responsible for the acceptance test, whilst the 
supplier needs to secure a correct system by performing a function test. It is also the pro-
ject managers’ task to implement the application. Depending upon the agreement this 
could sometimes be the consultant’s responsibility. Parallel to the implementation the top 
management manages the wind up of the existing application. After a successful implemen-
tation the top management has the overall responsibility for the maintenance and running. 
Many of today’s organisations have chosen to outsource the system maintenance, why the 
maintenance also can be the consultants’ responsibility. 

Top management then is responsible for actual benefit of the application investment whilst 
the consultant, the supplier, is responsible for the actual costs of the application invest-
ment. However, the impact of the application investment on the rest of the SME organisa-
tion is a top management responsibility.  

This view is visualised in table 6.4 below. 
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Table 6-4: The IT-consultant D's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X  X 

Who is responsible for the business develop-
ment? 

X   

Who is responsible for estimated costs of the 
application investment? 
 

X X 
External 

 

Who is responsible for estimated benefit of the 
application investment? 

X 

 

  

Who is responsible for the selection of action?  

 

 X 

Who is responsible for the design of the invest-
ment? 

 X  

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X  X 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X  

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X  X 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

  X 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

X 

Who is responsible for implementing the appli-
cation investment?  

  X 

Who has the responsibility for the actual benefit 
of the application investment? 

X   

Who has the responsibility of the actual costs of 
the application investment? 

X X 
External 

 

Who is responsible for maintenance and 
running?  

X X 
External 

 

Who is responsible for the settlement? X   
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6.6 IT-consultant E 

IT-consultant E finds the main tasks as consultant to be to serve as the clients external IT-
department and at the same time deliver the specifications, support the SME and offer high 
reliability. 

The main roles in the investment process are identified by IT-consultant E as the IT-
manager, the top management and the managerial group. Due to the consultant’s E expres-
sion of being the external IT-department the consultant is often the IT-manager or the 
project manager. When the consultant is seen as the project manager they report to the 
SME top management. The managerial group is formed by the SME boards of directors 
and includes the CEO, the financial manager, the owners and the employees. The employ-
ees, in this case, are employees principally interested in the investment without any knowl-
edge about it 

IT-consultant E finds it somewhat more important that the SME develop the business par-
allel to the application investment. The IT-manager has the main responsibility of the busi-
ness development. However, the consultants can also be responsible in the case that the 
organisation does not have an IT-manager of their own. If the SME has an IT-manager 
that role will be responsible for estimating benefits and costs for the applications invest-
ment. Otherwise it is the IT-consultants responsibility to accomplish these estimations. 

The IT-department is responsible for identifying the need of change, supported by the 
consultant if needed. The users might be the one that discover the need of change but they 
do not have the influence to realize changes. The IT-manager is then responsible for choice 
of action of the identified need for change. However, the IT-manager has to negotiate with 
the financial manager regarding the change given that investments are huge costs for the 
business. In medium sized enterprises the consultant, as the project manager, cooperates 
with the financial manager and the IT-manager. In the smaller organisations the role of the 
financial manager and the role of the IT-manager are included in the CEO role. 

The consultant, as the project manager, is responsible for the design of the application in-
vestment whilst the IT-manager, the CEO if the organisation does not have an IT-
manager, is responsible for the design of the business.  

During the design phase the consultant is responsible for evaluating and making decisions 
regarding the technical solution. The IT-manager is here responsible for decisions concern-
ing information processing in the investment since they possesses knowledge within that 
area. The responsibility for follow-up on the investment during the investment process is 
assigned to the consultant. The consultant then reports to the IT-manager or the financial 
manager depending on who is superior. 

Before implementing the application the consultant has to secure the correctness of the 
application development through system testing. When implementing the application, the 
consultant has the overall responsibility. This includes a responsibility for the removal of 
existing application. After a successfully implemented application the consultant also man-
ages the maintenance. If the SME has an IT-manager that role will be responsible for actual 
benefits and costs for the applications investment. Otherwise it is the financial manager’s 
responsibility to manage the actual benefits and costs.  

This view is visualised in table 6.5 below. 
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Table 6-5: The IT-consultant E's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X 
 

X 
External & 

in-house 

X 
 

Who is responsible for the business develop-
ment? 

 X 
External & 

in-house 

 

Who is responsible for estimated costs of the 
application investment? 
 

 X 
External & 

in-house 

 

Who is responsible for estimated benefit of the 
application investment? 

 
 

X 
External & 

in-house 

 

Who is responsible for the selection of action?  
 

X 
External & 

in-house 

 

Who is responsible for the design of the invest-
ment? 

 X 
External 

 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X 
 

X 
 

 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

  X 
 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

 X 
External & 

in-house  

 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

 

Who has the responsibility for the actual benefit 
of the application investment? 

 X X 

Who has the responsibility of the actual costs of 
the application investment? 

 X X 

Who is responsible for maintenance and 
running?  

  X 

Who is responsible for the settlement?   X 
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6.7 IT-consultant F 

IT-consultant F views that the main task as a consultant is to support the organisation with 
customized solutions and education by being an extra resource, sometimes as their IT-
department. 

The main roles with responsibilities identified by IT-consultant F are the consultant, the 
project manager from the consultancy firm, the top management and the steering commit-
tee. The steering committee consists of the IT-manager and their financial manager and the 
project manager.  
 
IT-consultant F argues that the application investment should mirror the business; with 
other words it should be an aid for the business. Therefore, the IT-consultant F finds it 
important to develop the business parallel to the application investment, however this is 
just something that the organisation do for own part. The steering committee is responsible 
for the SME business development. They are also responsible for identifying the need of 
change and also for selecting which choice of action the organisation should take. The con-
sultant is responsible for designing the business regarding education and systems and the 
top management for the personnel and the organisational structure.  

The steering committee is here responsible for the estimation of benefits of the investment. 
The consultant only gives support to the steering committee when estimating the benefits. 
In those cases when the investment has a fixed price, the consultant is responsible for es-
timating costs. On the other hand, if the investment has an open account the steering 
committee manages the cost estimation.  

During the design phase of the investment process the project manager is responsible for 
the design of the application investment whilst the steering committee approves the design. 
The responsibility for evaluation and decisions concerning technical solution, selection of 
equipment and determination of practical solution is here assigned to the IT-manager, sup-
ported by the project manager if needed. Also during the design phase, the consultant de-
cides how the information processing should be handled in the application investment 
given that they have great knowledge in that area.  

The follow-up and reporting to the steering committee during the investment process is 
the project manager’s responsibility. The project manager is also responsible for the im-
plementation of the application investment. Before the implementation can take place the 
consultant that has developed the application carries out delivery test. After the implemen-
tation the top management forms a SME testing group that performs system tests of the 
application. Also before or while implementing the investment, the steering committee is 
responsible for the removal of the existing application. 

After a successful implementation of the application the IT-department manages the main-
tenance. The steering committee is then responsible for the actual benefits of the invest-
ment. The actual costs of the investment are the steering committees responsibility, how-
ever if the investment exceeds its estimated costs the consultant and the steering committee 
share the responsibility.  

This view is visualised in table 6.6 below. 
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Table 6-6: The IT-consultant F's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

 X 
External & 

in-house 

X 
 

Who is responsible for the business develop-
ment? 

 X 
External & 

in-house 

X 
 

Who is responsible for estimated costs of the 
application investment? 
 

 X 
External & 

in-house 

X 
 

Who is responsible for estimated benefit of the 
application investment? 

 
 

X 
External & 

in-house 

X 
 

Who is responsible for the selection of action?  
 

X 
External & 

in-house 

X 
 

Who is responsible for the design of the invest-
ment? 

  X 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X   

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X 
External & 

in-house 

 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

 X 
External 

 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

X 
 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

 

Who has the responsibility for the actual benefit 
of the application investment? 

 X 
External & 

in-house 

X 
 

Who has the responsibility of the actual costs of 
the application investment? 

 X 
External & 

in-house 

X 
 

Who is responsible for maintenance and 
running?  

 X  

Who is responsible for the settlement?  X 
External & 

in-house 

X 
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6.8 IT-consultant G 

The main task, as a consultant, IT-consultant G states is to support the SME to become 
better in their business.  

One role in the investment process, IT-consultant G identifies as the buyer. The buyer, of-
ten the top management or one person elected by the managerial group is responsible for 
the investment. This implies that the buyer has the right to alone make many decisions. An 
additional role identified is the operative manager. The operative manager is often respon-
sible for the application. 

This consultant finds it important for the SME to develop the business parallel to the ap-
plication investment, if the organisation needs it in order to be able to work. The manage-
rial group is responsible for the business development and often consists of; the top man-
agement, the IT-manager and operative managers. The design of the business is the IT-
managers responsibility but in really small enterprises the financial manger is instead re-
sponsible.  
 
The user is the one identifying the need of change given that they are the future users of 
the investment. The operative managers then manage the choice of action; often it is 
someone with a financial responsibility. When deciding on choice of action, the buyer has 
to estimate the benefits of the investment. If needed, the consultant supports with IT re-
lated questions. At the same time costs are also estimated. The buyer, together with the 
consultant manages the estimation of costs. The buyer has to estimate overall costs affect-
ing the organisation whilst the consultant may support with costs related to the IT-
development.  

Before the design phase starts, IT-consultant G specifies the importance of a completed 
analysis. Thereafter the development begins. Very often 60% of the investment process is 
pointed out to be the analysis, according to this consultant. 

The design of the application investment is then shared between the consultant and the 
buyer. The consultant is responsible for the design and the buyer is responsible for the 
content and appearance. Therefore the evaluation and decisions concerning the technical 
solution, the selection of equipment and the determination of the practical solution is both 
the consultant and the buyer responsible for. The consultant is responsible for working out 
the best solution and the buyer is then responsible for deciding between these options. The 
buyer has the responsibility to decide how the information processing in the application in-
vestment should be handled and the consultant give suggestion to the buyer on suitable so-
lutions for this.  

The IT-consultant or someone at the SME, depending on the agreement, is thereafter re-
sponsible for the implementation of the application. While implementing the application 
investment the consultant and the buyer divide the responsibility for accomplishing system 
tests of the investment. The consultant is responsible for making sure that the delivered 
system work according to the agreement by testing possible bugs. The SME is responsible 
for conducting tests of the function of the system to notice if something must be changed 
or moved.   

In this stage of the investment process, the buyer is responsible for establishing the actual 
benefits of the investment. At the same time the buyer, given his or hers budget responsi-
bility, manages the actual costs of the investment. Here, the consultant has to follow the 
budget directions established in the agreement.  
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After a successful implementation the IT-department is responsible for the maintenance of 
the application investment. In small enterprises the top management might be the one re-
sponsible. The settlement is another area that the buyer is responsible for. During the en-
tire investment process the consultant is responsible for following-up on the different ac-
tins taken. 

This view is visualised in table 6.7 below. 
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Table 6-7: The IT-consultant G's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

  X 

Who is responsible for the business develop-
ment? 

X X X 

Who is responsible for estimated costs of the 
application investment? 
 

X X 
External 

 

Who is responsible for estimated benefit of the 
application investment? 

X 

 

X 
External 

 

Who is responsible for the selection of action?   X 

Who is responsible for the design of the invest-
ment? 

X X 
External 

 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

 X X 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

X X 
External 

 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X X 
External 

 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

X X 
External 

 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

 

Who has the responsibility for the actual benefit 
of the application investment? 

X   

Who has the responsibility of the actual costs of 
the application investment? 

X   

Who is responsible for maintenance and 
running?  

X X  

Who is responsible for the settlement? X   

M 

S 

D 
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I 
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6.9 IT-consultant H 

IT-consultant H finds the main task as consultant to be to provide a businesslike business 
value to the SME.  

The main roles this consultant identifies in the investment process are at the SME: the Op-
erative department, the Chief Information Officer (CIO), IT-manager and the 
CEO/financial manager. At the consultancy firm the main roles are identified as; the con-
cept manager, the customer manager responsible for the existing customers and the mar-
keting manager responsible for new customers. 

IT-consultant H finds it very important for the SME to develop the business parallel to the 
application investment. The steering committee, which is the process owner, the IT-
consultant H recommend as the main responsible role for the development of the business. 
The design of the business is the operative department responsible for. However, even 
though it is the operative departments’ responsibility, the consultant mostly indirectly or di-
rectly influences this through the development of the solution of the application invest-
ment. This will then have an impact on how the SME’s processes will function.  

The process owner and/or the operative managers are responsible for identifying the need 
of change. The top management has the main responsibility for the choice of action based 
upon the identified need of change. The IT-department, the financial manager if the SME 
do not have an IT-department, has then the responsibility for centralised steering of the 
change. Due to the consultant’s lack of knowledge of the SME’s change process and the 
limited insight of the SME, consultant H state that the consultants never have the ability to 
drive these questions.  

The top management is then responsible for the design of the application investment. The 
IT-department, the financial manager if there is no IT-department, has the responsibility 
for evaluating and deciding on technical solution, the selection of equipment and determi-
nation of the practical solution. However, the consultant can develop and present sugges-
tion for this but in the end it is the IT-department that makes the decision.  

The operative managers decide on the information processing of the application invest-
ment, if it belongs to them. In those cases when the investment is company wide it is the 
IT-department, the financial manager if the SME do not have an IT-department that in-
stead has this responsibility. 

During the investment process the project manager from the SME or in exceptional cases 
the consultant, are responsible for the follow-up. This means that all involved reports to 
the project manager. The project manager then reports to the top management and the 
steering committee. The steering committee consists of the IT-manager, the CEO, the fi-
nancial manager, the operative managers and future users to the investment. 

The responsibility for the implementation of the investment is dependent upon the agree-
ments in the contract. In most cases it is the project manager from the SME together with 
the consultant but it can also be the buyer together with the consultant or the project man-
ager from the consultant together with the operative department. Here the consultant is re-
sponsible for conducting delivery test of the system before implementing the application. 
Thereafter the project manager from the SME or the operative managers will be responsi-
ble for conducting an acceptance test. In this stage of the investment process the settle-
ment of the existing application takes place. The operative managers as the system owner 
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or the IT-department or the financial manager in cases where an in-house IT-department 
does not exist is responsible for the settlement.   

The one responsible for benefits and costs are the role with the main responsibility within 
the part of the organisation where the business value will occur. Namely, it the can be the 
operative manager, the CEO or the CIO. The CIO is mostly responsible when the applica-
tion investment concerns office or mail. However, the responsibility for the estimated and 
actual costs is often delegated to the CIO.  

After a successful implementation the consultant, the IT-department or the financial man-
ager if there is no IT-department, or both the consultant and the IT-department manage 
the maintenance. The role responsible depends on what is formulated in the contract.  

IT-consultant H states that the consultancy firm always tries to educate this view on roles 
and responsibilities in the beginning of the investment process to the SME. However, in 
the reality it is not so much focuses on the roles of the SME but instead upon the consult-
ant firm, which often has a total responsibility and has to take on the role of the operative 
department. Generally this is the case due to the fact that the operative department, the 
owner of the system, does not take on their responsibility given their lack of time and 
knowledge. Another reason is that the SME often do not form a steering committee, in-
stead it is just the buyer that mediate their wishes to the consultant. Therefore IT-
consultant H finds it important that the SME takes on the right thinking regarding the ap-
plication investment and roles and responsibilities. This, especially since the customer is 
knowledgeable on the business but might not have the necessary IT-knowledge. The prob-
lem in investment projects can be that the consultant can both have the role as project 
manger and the role as the commission manager.  

This view is visualised in table 6.8 below. 
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Table 6-8: The IT-consultant H's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X X X 

Who is responsible for the business develop-
ment? 

X X X 

Who is responsible for estimated costs of the 
application investment? 
 

X  X 

Who is responsible for estimated benefit of the 
application investment? 

X  X 

Who is responsible for the selection of action? X 
 

  

Who is responsible for the design of the invest-
ment? 

X   

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

  X 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X X 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

  X 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

  X 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

X 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

X 

Who has the responsibility for the actual benefit 
of the application investment? 

X  X 

Who has the responsibility of the actual costs of 
the application investment? 

X  X 

Who is responsible for maintenance and 
running?  

 X 
External 
&/or in-

house 

X 

Who is responsible for the settlement?  X X 

 

M 

S 

D 

CA/A 

I 

R 
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6.10 IT-consultant I 

The IT-consultant I identify a consultant’s main task as with their services contribute to the 
SME's profitability.  

In the investment process the consultant views the main participative roles as the buyer 
from the SME with mandatory to conclude a contract, the SME business experts, the pro-
ject manager and the architects’ both from the consultancy firm. The project manager 
manages the investment process, time limits and draws up a project plan. During the in-
vestment process and the project a steering committee is established, consisting of the 
buyer and the project manager.  

The IT-investments and the business development should, according to IT-consultant I, be 
developed parallel and iterative. A notice of a need of a business change by operative man-
agers initiates the business development. After the top management’s decision, saying that 
business improvement will occur through application investment, the application invest-
ment process begins. The top management should be responsible for the business devel-
opment; however the consultant states that a common role of this responsibility today is 
the operative managers. Operative management then manages the design of the business. 
Sometimes the consultant could be responsible, but in IT-consultants’ I opinion the ideal 
case is when the organisation themselves is responsible for there own business.   

At the same time, in the change analysis phase, after a change decision, it is important to 
estimate the costs and the benefits of the investment. Dependent upon which type of ap-
plication investment it concerns and who is affected by the investment, different types of 
operative manages are responsible for the estimated benefits. The top management man-
ages the estimated costs. However, part of the costs is the supplier’s responsibility; this can 
for example be cost of software development. This depends upon the stated agreement. 

Operative managers and the IT-consultant then present a solution proposal to the top 
management. After the decision regarding the choice of action by the top management the 
design phase of the investment process begins.  

During the design of the application the SMEs’ business experts are responsible for speci-
fication and design whilst the consultant is responsible for presenting a solution. The con-
sultant also presents a proposal of the best ways for the SME to handle evaluation and 
technical solution, selection of equipment and determination of practical solution. It is the 
IT-managers responsibility to make a decision regarding the proposal. Also, during the de-
sign phase a role with mandatory authority is responsible for decisions regarding the in-
formation processing. The consultant I here specifies the top management as the responsi-
ble role, due the high strategically level of this question, and the operative manger supports 
with supporting documents. 

During the investment process the project manager reports problems and the success of 
the investment to the steering committee.  

Before implementing the application, the consultant is responsible for system testing and 
integration testing. The SME operative mangers also have to accomplish an acceptance 
test. The operative managers should implement the application, however consultant I state 
that the IT-department is often responsible for the implementation. In those cases were an 
IT-department exists, the IT-department also manages the settlement of the current appli-
cation. Otherwise the operative managers manage this.  
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The most difficult part of the investment process occurs after the implementation. The 
consultant or the IT-department, depending on the specification in the agreements, here 
manages the maintenance of the application. IT-consultant I highlight the importance of 
putting a lot of time and efforts into the SME establishment of the application in to the 
business in order to secure the wanted effects. 

When the application investment then is successfully accomplished and firmly established 
operative manager concerned by the application investment is responsible of estimating ac-
tual benefits of the investment. At the same time, the top management manages the total 
actual costs. The costs might be part of the supplier’s responsibility, dependent on the 
agreement. 

This view is visualised in table 6.9 below. 
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Table 6-9: The IT-consultant I's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X   

Who is responsible for the business develop-
ment? 

  X 

Who is responsible for estimated costs of the 
application investment? 
 

X X 
External 

 

Who is responsible for estimated benefit of the 
application investment? 

 
 

X  

Who is responsible for the selection of action? X 
 

  

Who is responsible for the design of the invest-
ment? 

 X 
External 

X 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

  X 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X  

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X  X 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

  X 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

X 

Who is responsible for implementing the appli-
cation investment?  

 X  

Who has the responsibility for the actual benefit 
of the application investment? 

 X  

Who has the responsibility of the actual costs of 
the application investment? 

X X 
External 

 

Who is responsible for maintenance and 
running?  

 X 
External 
&/or in-

house 

 

Who is responsible for the settlement?  X  

 

M 

S 

D 

CA/A 

I 

R 
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6.11 IT-consultant J 

Consultant J views that the main tasks, as an IT-consultant, is to be a support for the SME 
in their decision process in the application investment and to make sure those decisions 
becomes a reality. The consultant J expresses the consultant role as a sounding board to the 
CEO of the SME, given the close relationship that often exists between the consultant and 
the CEO. The reasons behind this relationship the consultant J describe to be the size of 
the clients organisation and thereby also the organisational structure of a CEO and a few 
subordinates. Often small organisation does not have an IT-department. In the IT-
consultants’ opinion a large organisation has 25-30 employees.   

In the investment process the consultant states that a lot of responsibility lays upon the 
SME. Therefore IT-consultant J identifies the CEO, an office manager, and the consultant 
as the main roles in the investment process. 

A very important activity that should be managed parallel with the investment process is 
the business development. Without business development, the application will in the end 
exist but without a meaningful existence to no good for the organisation. According to IT-
consultant J the CEO is responsible for the parallel business development. The operative 
managers then manage the design of the business. 

The operative managers’ notice of a need of change initiates the investment process. The 
operative management then specifies wanted functions whilst the top management is re-
sponsible for the financial side of the investment. Since the top management controls the 
money within the organisation, normally they do not have any interest in the application 
functions. Therefore the operative managers are responsible for communicating their 
specification of selection of action.  

After selection of action the design phase begins. The consultant J here states that in this 
phase the consultant has the overall responsibility for the design. During the design, the 
operative managers are responsible for managing the evaluation and the decisions concern-
ing the technical solution, the selection of equipment and the determination of the practical 
solution. In this phase, top management is responsible for making decision regarding the 
information processing after a solution proposal is presented by the IT-consultant.  

During the investment process the IT-consultant and the operative managers are responsi-
ble for reporting problems and the successes of the application investment. The consultant 
reports to the operative managers. The operative managers reports problems within the 
SME that concern the application investment. IT-consultant J specifies that the sooner a 
problem can be discovered, the sooner measures can be taken and the better it is. 

Before implementing the application the consultant is responsible for accomplishing sys-
tem tests. If needed, users or the operative managers support the consultant. The operative 
managers then manage the implementation of the application. Parallel to the implementa-
tion the SME remove the existing application. IT-consultant J says that normally removal 
of existing application does not occur; instead are the new investment added to the current 
application. Therefore no one is responsible for this action. In other cases the operative 
managers decides when and where the switch will take place.  

After successful implementation, normally the operative managers are also responsible for 
the maintenance, but it can also be the consultants’ responsibility depending upon the 
agreement. The consultant becomes involved when the operative managers are unable to 
solve a problem.  



 Empirical data 

 67

The consultant and the operative managers then share the responsibility for the estimated 
benefits and costs and the actual benefits and costs of the application investment. Due to 
the consultants’ role as non-mandatory, the consultant cannot have the entire responsibility 
for the benefits and costs of the application. 

This view is visualised in table 6.10 below. 
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Table 6-10: The IT-consultant J's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

  X 
 

Who is responsible for the business develop-
ment? 

X 
 

  

Who is responsible for estimated costs of the 
application investment? 
 

 X 
External 

X 
 

Who is responsible for estimated benefit of the 
application investment? 

 X 
External 

X 
 

Who is responsible for the selection of action?  
 

 X 
 

Who is responsible for the design of the invest-
ment? 

 X 
External 

 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 
 

  X 
 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

  X 
 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X   

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

X 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External 

X 

Who is responsible for implementing the appli-
cation investment?  

  X 

Who has the responsibility for the actual benefit 
of the application investment? 

 X 
External 

X 

Who has the responsibility of the actual costs of 
the application investment? 

 X 
External 

X 

Who is responsible for maintenance and 
running?  

 X 
External 

X 

Who is responsible for the settlement?   X 

 

M 

S 

D 

CA/A 

I 

R 
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6.12 IT-consultant K 

Consultant K finds the main task, as consultant, to be to perform the commission estab-
lished in agreements with the SME and to add surplus value to the commission.  

The roles identified by IT-consultant K in the investment process are the CEO, the IT 
manager and the consultant. The consultant is mostly the project manager and work to-
gether with the CEO and the IT-manager in a managerial group. Therefore the consultant 
mainly establishes contact with the SME CEO.   The consultant is a neutral part that sup-
ports the SME with advices, develops supporting documents of the development and gives 
the IT-manager support if the IT-manager lack of knowledge. 

According to IT-consultant K a business development parallel to the application invest-
ment is very important. The CEO is responsible for the business development due to the 
interviewee’s belief that the application should be adapted to the structure of the business 
as much as possible. This is accomplished by asking the SME how they want to work in 
their business given that they possess most knowledge about their business. The CEO or 
the personnel manager is responsible for the design of the business supported by the con-
sultant’s suggestions.  

In the investment process the consultant’s responsibility is to inform the IT-manager, if the 
SME has one, given that the IT-manager has more knowledge about their business regard-
ing the available possibilities of change. If the SME do not have an IT-manger the consult-
ant is responsible for identifying the need of change. The CEO, supported by the consult-
ant, then has the responsibility for which choice of action that will be taken. while the con-
sultant supports the CEO.  

The financial manager, the IT-manager or the CEO is responsible for the design of the ap-
plication investment when dealing with a business system whilst the consultant gives them 
advices. However, if the application investment is about applications in the Office-package 
or mail applications the consultant is responsible.  

When the application investment is of a larger kind the CEO is responsible for managing 
the evaluations and the decisions concerning the technical solution, the selection of equip-
ment and the determination of the practical solution whilst the financial manager instead is 
responsible in smaller investments. The consultant gives advices on technical and practical 
solutions to the SME in both cases.  

During this stage of the investment process the personnel manager is responsible for the 
information processing if the investment concerns an application. In those cases when the 
investment is a business system, the financial manager and the CEO is instead responsible 
for the information processing. The consultant supports the SME with advices if desired. 
The consultant which is the project manager is here responsible for the follow up of the 
investment and reports to the CEO or an internal project manager, if one exists. The con-
sultant also has the responsibility for the implementation of the investment. The IT-
manager is responsible for accomplishing system tests. However, the consultant can per-
form the system tests if the IT-manager delegates this work to him/her; otherwise the IT-
consultant supports the IT-managers accomplishment of system tests.  

The estimation of costs and benefits are a consultant’s responsibility. The costs are esti-
mated in cooperation with the CEO or the financial manager if the financial manager 
shows interest in participating. The personnel manager, supported by the IT-consultant, is 
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responsible for the actual benefit of the application investment whilst the financial manager 
is responsible for the actual costs.   

After a completed implementation the IT-manager has the responsibility for the mainte-
nance of the application. Depending on the agreement, the consultant could also manage 
the implementation alone or in cooperation with the IT-manager. The settlement, on the 
other hand, is the IT-manager responsible for if it is a smaller application while more ad-
vanced systems are taken care of by the consultant. The IT-manager, CEO or the financial 
manager decides on how long the settlement will be in progress. 

In those cases where the SME does not have an IT-department more responsibility falls on 
the consultant. According to consultant K many customers are sceptical to take advices 
from consultants today if they do not possess enough knowledge themselves. This is be-
cause many consultants does not realise the difference between informing their customers 
and selling a product. It is therefore superior to develop long-term relationships with cus-
tomers to enlarge the trust between all parties. 

This view is visualised in table 6.11 below. 
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Table 6-11: The IT-consultant K's view of roles and responsibilities 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

 X 
External or 

in-house 

 

Who is responsible for the business develop-
ment? 

X 
 

  

Who is responsible for estimated costs of the 
application investment? 
 

X 
 

X 
External 

X 
 

Who is responsible for estimated benefit of the 
application investment? 

X 
 

X 
External 

X 
 

Who is responsible for the selection of action? X 
 

X 
External 

 

Who is responsible for the design of the invest-
ment? 

X 
 

X 
External & 

in-house 

X 
 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X 
 

X 
External 

X 
 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X 
External 

X 
 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

 X 
External 

X 
 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External & 

in-house 

 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

 

Who has the responsibility for the actual benefit 
of the application investment? 

 X 
External 

X 
 

Who has the responsibility of the actual costs of 
the application investment? 

 X 
External 

X 

Who is responsible for maintenance and 
running?  

 X 
External or 

in-house 

 

Who is responsible for the settlement? 
 
 

 X 
 

 

 

 

M 

S 

D 

CA/A 

I 

R 
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6.13 IT-consultant L 

The main task as consultant is, according to IT-consultant L, to be a superior procurement 
consultant to the SME.  

In the investment process IT-consultant L identifies one main role with responsibility as 
the consultant that often is the project manager but can occasionally just be an adviser. The 
consultant has a great responsibility regarding the analysis of the present situation and the 
specification of requirements. Another main role is the project group that involves the op-
erative managers and the consultant. The project group’s task is to manage the actual pro-
ject. Furthermore, IT-consultant L argues that it is important to man the project group 
with the correct people to succeed. The consultant is outmost responsible for establishing 
the degree of the project members necessary knowledge to participate. An additional role is 
the steering committee that involves the CEO, the financial manager, the consultant and 
the IT-manager. The steering committee has the responsibility to manage the financial 
parts of the project and is superior to the project group.   

IT-consultant L finds it very important to develop the SME business parallel to the applica-
tion investment. However, the consultant points out that it depends on how far the SME 
earlier has come with the business changes. Continuously it also depends on the CEO’s 
openness toward changes. In the end the SME benefit more if they in addition to the ap-
plication investment accomplish changes in the business. The steering committee decide if 
changes will occur in the business or not and the project manager are then responsible for 
accomplishing these changes. The steering committee is also responsible for the design of 
the business. 

The project group identifies the need of change. The IT-consultant is then responsible for 
estimating the costs of the application investment. At the same time, no one is responsible 
for estimating the benefits the application investment will return. The benefits are only in-
directly estimated due to the fact that the project group writes down their goals with the 
investment. When the estimation of costs have been made the steering committee are re-
sponsible for deciding which choice of action the SME will take. The project group then 
generates a specification of requirements that will serve as the base for the design of the 
application investment, which is the consultant’s responsibility.  

The consultant together with the supplier for the application investment is responsible for 
managing the evaluation and the decisions concerning technical solution, the selection of 
equipment and the determination of the practical solution. The IT-manager is thereafter re-
sponsible for deciding on how the information processing will be dealt with in the applica-
tion. 

During the investment process the project manager is responsible for the follow-up of the 
application investment regarding its successes and problems. The project manager uses this 
documentation for internal meetings within the project group and also to report to the 
steering committee. 

The project manager together with the operative manager concerned by the application in-
vestment is responsible for the implementation. Thereafter, the operative managers are re-
sponsible for accomplishing function tests on the application investment. During the im-
plementation the project manager is responsible for the settlement of the old application 
due to the fact that this is a part of the project. The IT-manager on the other hand carry 
out the settlement given that they possesses most knowledge regarding the old system and 
they also decides how the content in the old system will be transferred and saved.  
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After the implementation no one is responsible for the actual benefits gained from the ap-
plication investment due to the fact that this is not accomplished. On the other hand, here 
the consultant is responsible for the actual costs defined in earlier agreements. Then the 
IT-manager, if the SME has an IT-department otherwise the consultant, is responsible for 
the maintenance and running of the application investment.   

This view is visualised in table 6.12 below. 
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Table 6-12: The IT-consultant L's view of roles and responsibilities 

 Top man-
agement 

IT-provider Operative 
managers 

Who is responsible for identification of the 
need of change?  

 X 
External 

X 
 

Who is responsible for the business develop-
ment? 

 X 
External 

 

Who is responsible for estimated costs of the 
application investment? 
 

 X 
External 

 

Who is responsible for estimated benefit of the 
application investment? 

 
___________ 

 
___________ 

 
___________ 

Who is responsible for the selection of action? X 
 

X 
External & 

in-house 

X 
 

Who is responsible for the design of the in-
vestment? 

  X 
 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X 
 

X 
External & 

in-house 

X 
 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selec-
tion of equipment and determine the practical 
solution? 

 X 
External 

 

Who is responsible for making the decision on 
how the information processing should be 
handled within the application investment? 

 X 
 

 

- Who is responsible for reporting problems 
and successes of the application investment? 
Thus, who is responsible for the follow-up dur-
ing the investment process? 

 X 
External 

 

- Who is responsible for system tests of the 
application investment 

  X 
 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

X 
 

Who has the responsibility for the actual 
benefit of the application investment? 

___________ ___________ ___________ 

Who has the responsibility of the actual costs 
of the application investment? 

 X 
External 

 

Who is responsible for maintenance and 
running?  

 X 
External or 

in-house 

 

Who is responsible for the settlement?  X 
External 

 

 

 

M 

S 

D 

CA/A 

I 

R 
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6.14 Reflection of the empirical part 

During the interview with consultant F, we came to the knowledge of this consultant not 
corresponding to the established demarcation due to the consultant turning to larger or-
ganisations and not the SME. Even though, we had made sure the demarcation was ful-
filled when firstly made contact with the consultant, it was brought up to our attention that 
this was not the case. We will therefore exclude these empirical data from the analysis. 
However, we find it interesting to present these findings in chapter 6 since the consultants 
view differed from the other consultants’ views. The consequence of this drop off of con-
sultant F ends in total 11 participating IT-consultants in this study.  

There is a risk that this will affect our ability to generalise the outcome of the empirical 
data. As specified in chapter 2 our intention was to interview all IT-consultancy firms 
within the County of Jönköping that fulfilled the demarcation, in order to present a high 
generalisation of the results. Due to the final number of participants we have a participa-
tion of 57 % of the total number, 21 firms, of IT-consultant firms in the County of 
Jönköping fulfilling our demarcation.  

As described in the method chapter 3.3 the interview procedure was suppose to include the 
following; face-to-face interview with predetermined questions sent in advance to the in-
terviewee, every second interview one of us would ask the question and the other one 
would document the answers, each interview were to be summarised and returned to the 
interviewee for confirmation. These guidelines for procedure are also presented in chapter 
4.1 stating that the procedure established in the method has been accomplished. We there-
fore consider that the procedure established in the method for gathering empirical data has 
been followed.  

Due to the face-to-face interview we got the opportunity to ask further questions to in-
crease the understanding and knowledge about the consultant’s view. This was done in 
those cases when a consultant answered “the client”. We find that this has not affected the 
method for accomplishing the empirical data. However, it affect our possibility to compare 
the empirical data with the established view on roles and responsibilities since we now got 
a more detailed answers attached to a specific role.  

The established questions were found to be in overall well formulated and complete. How-
ever, when studying the additional theory we discovered that question number 15 was not 
fulfilling enough. At the same time as we during the interview noticed that the answers of 
that question was not fulfilling nor corresponding to the additional theory we extended 
question number 15. We find this will affect the results of the analysis given that the ques-
tionnaire now corresponds to both the established theory and the additional theory. This 
way we are of the opinion that we will get more fulfilling results more adequate, given that 
we now find the questionnaire to be complete and total fulfilling. 

Even though we changed the original questionnaire, every consultant still has been asked 
the same questions given that, as specified in chapter 4.3, the complementation of the new 
questions were sent by mail to all interviewees. Therefore, we do not find that the extent of 
questionnaire for deeper understanding has affected the trustworthiness of this study. 

Another point of view regarding the questionnaire is our observation is that it is sometimes 
difficult to receive an entirely fulfilling and deep answer, since in many times the consultant 
may not have reflected upon roles and responsibilities earlier. We have taken this into con-
sideration, and tried to obstruct this from occurring when sending the questionnaire a few 
days ahead to the interviewee. Another reflection affecting the difficulty to receive total ful-
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filling answer is the fact that the consultant has to generalise the answer even though it 
might vary from client to client. We have been aware of this factor and its potential to af-
fect the outcome of the empirical data. Therefore we have asked the interviewee to take a 
moment to reflect and then to specify the most general case a specific role is been recom-
mended in their answer. By this action we have taken measures to overcome the difficulties 
of receiving unfulfilled answers during the gathering of empirical data.   

As mentioned in the method chapter 3.4.1 we were going to increase the trustworthiness 
by asking what working task, how long experience and when the interviewee last worked 
with an application investment. This we have accomplished. Therefore we have been able 
to make the judgement that all interviewees have superior knowledge about roles and re-
sponsibilities given that all interviewees have 6-18 years of work experience with applica-
tion investments. All interviewees also have knowledge of immediate interest given that all 
interviewed IT-consultants continuously work with application investments. Due to these 
facts we find our empirical data to be trustworthy. Another reason supporting our state-
ment is that the interviewees have right working task since they are consultants within 
business development, some are self-employed persons and others are consultants that are 
operative managers within larger IT-consultant firms. This increases our trustworthiness 
when knowing that the interviewee possess superior knowledge and are therefore appropri-
ate participants for this study.  

Due to the fact that the interviewees only made minor changes in the summarised docu-
ment of the interview before confirming the summary as correct, we find that the under-
standing between the interviewees and the interviewers has been accurate. One of the rea-
sons supporting this fact we consider being our previous knowledge in the subject. There-
fore there has been no misunderstanding of the results. We therefore state that the empiri-
cal data presented in chapter 4 is correct.  
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7 Analysis 

Chapter 7 presents the identification of main roles concluded from each participative IT-consultants view fol-
lowed by a categorisation of the IT-consultants recommended views. A reflection of the categorisation is also 
presented before a comparison of the theoretical data and the empirical data is accomplished. In conclusion 
the chapter presents a reflection of the former analysis. 

7.1 Identification of main roles 

All participative IT-consultants present many roles, some different and some the same, in-
volved in the investment process. It is also common that the IT-consultants indicate to the 
same role, but they refer to it by different naming of that specific role. A few of the roles 
are also more frequent mentioned than others.  

Two of those frequently mentioned roles are the top management and the operative man-
ages. As all of the participative IT-consultants have implied that the top management and 
the operative managers are important roles with many responsibilities through the entire 
investment process, we find those to be main roles. 

All participative IT-consultants also mention the consultant and the IT-department as roles 
part of the investment process with many responsibilities. However, the tasks of the con-
sultants differ from IT-consultant to IT-consultant and vary between being a project man-
ager, advisor and a supplier. The task of the IT-department also differs, depending on if the 
SME have one within the organisation or if the IT-consultant is seen as the external IT-
department. Given that all consultants frequently connect different responsibilities to both 
the IT-consultants and to the IT-department; we identify these as main roles. However, 
based on the fact that not all the SMEs’ have an IT-department and the IT-consultants 
then takes on that area of the SME organisation, we instead choose to refer to these roles 
as the IT-provider. To distinguish the different meaning of the general IT-provider, we 
choose to specify internal or external IT-provider when necessary.   

An example of varied IT-consultant task is the fact that IT-consultant A, B, D and L iden-
tified the supplier as a role responsible for hardware and software of the application in-
vestment. We are of the opinion that the supplier and this responsibility are to be found 
within the IT-consultant role due to the fact that the responsibility depends on how the 
consultant role is defined, whereas the consultant is the supplier, the purchasing consultant 
or the SME’s IT-department. Therefore we do not identify the supplier as a main role. In-
stead we find this support our identification of the IT-provider as the main roles, given that 
the responsibility for hardware and software could either be the internal or the external IT-
providers responsibility.  

Some of the consultants mention the financial manager, the office manager and the per-
sonnel manager as roles with responsibilities in the investment process. As not all clearly 
specify these exact roles we does not find these roles to be main roles in the investment 
process. However, instead we find that these roles are possible to be identified within the 
role of the operative managers supporting our earlier identification of operative managers 
as a main role.  

The project group, presented by IT-consultant A, B and L, the managerial group, presented 
by IT-consultant E and G and the steering committee, presented by IT-consultant C, H 
and L and the administration organisation, presented by IT-consultant C are different types 
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of decision groups and committees brought together to accomplish the application invest-
ment. As all participative IT-consultants identify one role main responsible within these 
groups and committees we do not find these committees and groups to be a main role. 
Another factor supporting this finding is that these groups and committees have partici-
pants and main responsible roles that we earlier have identified as main roles. 

In the investment project all IT-consultants, except IT-consultant G, have mentioned the 
project manager. This role we do not identify as a main role due to the fact that the project 
manager either is the consultant or an SME employee and therefore can this role be found 
in the other main roles. 

Other roles mentioned by some participative IT-consultants are the CIO, the system 
owner, the administrator, the problem owner, the buyer and the business experts. We do 
not identify these roles as main roles. This based on the IT-consultants statements that the 
person identified as these roles differ a lot between the top management, the operative 
managers and the IT-provider, roles that we already have identified as main roles in the in-
vestment process. Instead we are of the opinion that all these roles are to be found in our 
identified main roles. 

By this we have identified the IT-provider, the operative managers and the top manage-
ment as main roles involved in the investment process. This is visualised in figure 7.1 be-
low. 
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Figure 7-1: Identification of main roles from the IT-consultants views. 

7.2  Categorisation of IT-consultant 

In the analysis of the IT-consultants we will cluster the different IT-consultants views that 
have the same main role in focus, regarding responsibility. Therefore are the IT-consultant 
A, B, D and G presented in view 1 below given that their focuses are on the top manage-
ment even though they also find other roles to have responsibility in some of the areas. 
The IT-consultant E, I, K and L focus their view on responsibilities of the IT-provider, 
presented in view 2. The third view focus on the operative managers recommended by the 
IT-consultant C, H and J.  

Administrative 
Organisation 

Top 
Management 

IT-department 
CIO 

Supplier 

User 

System 
Owner 

Project group 

Operative 
Managers 

Project 
Manager 

IT-consultant 

Employee 

 
IT-provider 

Operative 
Managers 

Top 
Management 

Steering committee 

Managerial group 

IT-manager 

Buyer 

Financial man-
ager 

Personnel 
Manager 

Customer 
Manager 

Marketing 
manager 

Office 
Managers 

Concept 
Manager 

Administrator 

CEO 



 Analysis 

 80

In the categorisation of the IT-consultants, we only separate external IT-providers from 
organisational in-house IT-providers. This means that there will be no difference between 
the purchasing consultants and provider consultants. 

7.2.1 View 1: Focus on the top management 

This view is characterised by a focus on the top management. The investment process is 
initiated by an identification of a need of change by the top management. However, three 
of the IT-consultants state that operative manager often discover the need within the or-
ganisation and therefore they have influence on the top management’s decision.  

The identification of change often generates a business change. The business change then 
leads to a business development managed by the top management. One consultant instead 
finds a managerial group to be responsible. It is very important that the application invest-
ment and the business development occur parallel. All IT-consultants in this view support 
this statement. All consultant presented in this view also finds the top management to be 
responsible for the design of the business.  

In this stage of the investment process the estimated costs and benefits need to be consid-
ered. Often the four IT-consultants presented in this view find the top management to be 
responsible for the estimation of costs with an indirect impact on the organisation, while 
the external IT-provider is responsible for estimation of application costs. However, one 
consultant finds the top management to be responsible for the estimation of costs and 
benefits. Another consultant only finds the IT-provider to be responsible for estimation of 
costs. We observe that the latter consultant is on the same track as those consultants that 
believe that the IT-consultants should manage the costs. This given that this consultant 
seems to have a direction toward the technical part of the costs. We also observe that the 
other two consultants seems to be on the same track since one state that only the top man-
agement should be responsible for the estimation while the other state that the top man-
agement should manage costs concerning the business. This because we find those two 
consultants to be more directed toward the organisational part of the costs. Therefore in 
this view the top management is responsible for estimated business related costs and the 
IT-provider is responsible for estimated IT-related costs.   

It is also important to consider the estimation of desired and possible benefits of the appli-
cation investment. Three consultants clearly state that this is a top management responsibil-
ity whereas the fourth consultant instead stress that the IT-provider could support the top 
managements estimation of benefits. Given that we therefore find all consultants to point 
out the top management as the responsible role, this view presents the top management to 
manage the possible and desired benefits of the application investment.  

Two of the IT-consultant in this view finds the operative managers to be responsible for 
the selection of action. We find the reason for their opinion is based upon their belief that 
the affected organisational area should be responsible for their own investment. The other 
two consultants are of another opinion and instead they find the top management to man-
age the selection. However, the IT-provider could support if necessary. A reason for both 
statements, we observe could be that the organisational structure is a flat structure affecting 
the number of possible roles with a responsibility. Depending on the SME organisation 
structure different statement differ between the IT-consultants. Therefore this view is 
characterised by both the top management and the operative managers to be responsible 
for the selection of action. 
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After the selection of action in the investment process the design of the investment has to 
be accomplished. One of the consultants finds the design of the application investment to 
be a shared responsibility between the top management and the external IT-provider and 
specifies that the top management should manage the content and the approval of applica-
tion design whilst the external IT-provider accomplishes the design. Two other IT-
consultants agree, but only express that he external IT-provider is to be responsible for the 
design of the investment. The final consultant also found the IT-provider to be responsible 
but instead specifies the in-house IT-provider. Therefore, the top management, internal- 
and external IT-provider is in this view responsible for the design of the application in-
vestment.    

Thereafter, in the design phase, all four IT-consultants in this view are of the same opinion 
and states that the top management manages decisions regarding the information process-
ing within the application investment. At the same time someone needs to manage evalua-
tion and making decisions concerning the technical solution, the selection of equipment 
and determine the practical solution. Here, two of the IT-consultants express that the ex-
ternal IT-provider is responsible. The remaining two are of another opinion but still agree, 
to some extent. These consultants find the top management to make the decisions whilst 
the external IT-provider performs the task or supports the top management.  We find that 
both opinions are closely related and therefore we present both roles of the responsibility 
in this view.     

During the entire investment process, all of the presented IT-consultants in this view 
clearly express that the external IT-provider is continuously responsible for reporting prob-
lems and the successes of the application investment. All the consultants also agree on that 
the external IT-provider is responsible for accomplishing system test. Two of the presented 
consultants are a bit more specific and express that the external IT-provider manages deliv-
ery test whilst the top management accomplish acceptance test. By those statements, we 
consider the IT-consultants to be of the same opinion, only two are more specific, and 
therefore this view only present that the external IT-provider is responsible for the system 
test.   

When implementing the application again two of the consultants are of the same opinion 
when expressing that the external IT-provider is responsible for implanting the application. 
Another consultant instead express that the project group manages the implementation. 
The project croup consists of the external IT-provider, the CEO and a SME employee. 
The fourth consultant express that the operative manager is responsible for the implemen-
tation. Due to these facts that two of the consultants clearly are of the same opinion and 
that the other consultant includes the external IT-provider in the project group we consider 
the main opinion in this view to be that the external IT-provider is responsible for the im-
plementation.  

Also, when implementing the application the settlement of the existing application needs to 
be managed. Two of the IT-consultants clearly describe the top management to be respon-
sible whilst another IT-consultant states that it instead is the system owner who manages 
the settlement. The system owner could be either the top management or the operative 
managers. Therefore we observe these three consultants to agree on the top management 
as the responsible role. The fourth IT-consultant disagrees and stress that the external IT-
provider is responsible. However, three against one makes this view present the top man-
agement as the responsible role. 
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After the implementation, this view presents the internal- and the external IT-provider as 
the responsible role for the maintenance. This, given that two consultants express that the 
external IT-provider is responsible whilst another consultant express that the system owner 
instead has this responsibly. The system owner is either top management or the operative 
manager. The remaining consultant we consider to be on the same track as the above two 
agreeing consultants when the consultant states that the in-house IT-provider is responsi-
ble in medium sized enterprises and the top management is responsible in small sized en-
terprises. Therefore, we consider the majority of the consultants to find the IT-provider to 
be the responsible role managing the application maintenance.  

Also in this stage of the investment process, it is important to consider the achieved costs 
and benefits.  All of the IT-consultants here find the top management to be responsible for 
establishing the achieved benefits of the investment. When it comes to regarding the 
achieved cost, two of the consultants clearly express the top management as the responsi-
ble role. The other two is on the same track, but specifies a shared responsibility for the 
achieved costs between the top management and the external IT-provider. Therefore, this 
view presents the top management to manage achieved benefits and both the top manage-
ment and the external IT-provider to be responsible for achieved costs.  

The outcome of this analyse is therefore a focus on the top management. This is visualised 
in table 7.1 below. 
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Table 7-1: The view with the top management in focus 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

X   

Who is responsible for the business develop-
ment? 

X   

Who is responsible for estimated costs of the 
application investment? 

X X 
External 

 

Who is responsible for estimated benefit of the 
application investment? 

X   

Who is responsible for the selection of action? X  X 

Who is responsible for the design of the invest-
ment? 

X X 
External & 

in-house 

 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X   

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

X X 
External & 

in-house 

 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X   

Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

Who is responsible for system tests of the appli-
cation investment 

 X 
External 

 

Who is responsible for implementing the appli-
cation investment?  

 X 
External 

X 

Who has the responsibility for the actual benefit 
of the application investment? 

X   

Who has the responsibility of the actual costs of 
the application investment? 

X X 
External 

 

Who is responsible for maintenance and 
running?  

 X 
External & 

in-house 

 

Who is responsible for the settlement? X   

 

M 

S 

D 

CA/A 

I 

R 
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7.2.2 View 2: Focus on the IT-provider 

This view is characterised by a focus on the IT-provider. The first phase in the investment 
process is the change analysis/analysis. This phase begins with an identification of a need 
of change. One of the IT-consultants find the in-house IT-provider to be responsible for 
the identification while the operative management often discover the need and therefore 
may influence the IT-provider’s identification. The external IT-provider can support the in-
house IT-provider if necessary. Another IT-consultant agrees with the former IT-
consultant that the in-house IT-provider is responsible for the identification. However, this 
IT-consultant state that if the SME do not have an in-house IT-provider the external IT-
provider are responsible while the former consultant find that the top management have 
this responsibility when the SME lack an in-house IT-provider. The third consultant find 
the top management to be responsible for identifying the need of change while the fourth 
consultant find the project manager, which can be the external IT-provider or the operative 
manager, to have this responsibility. We observe a possible reason for the lack of an in-
house IT-provider exists due to the SME’s organisational structure which often is very flat 
and that many of the employees at the SME organisations have more than one responsibil-
ity. Given the IT-consultants opinion we here find the IT-provider to be responsible for 
the identification of the need of change. 

At the time of the application investment, a business change parallel to the investment is 
managed. IT-consultant L here explains that the SME benefit more if they in addition to 
the application investment accomplish changes in the business. All of the consultants pre-
sented in this view find it very important to accomplish changes in the business parallel to 
the application investment. One IT-consultant finds the operative managers to be respon-
sible for the business development while another IT-consultant finds the top management 
to possess this responsibility. The third consultant state that the external IT-provider man-
age the business development and the forth consultant agree with the third consultant in 
the cases when the SME do not have an in-house IT-provider otherwise this consultant 
find the in-house IT-provider to manage this. Therefore the external IT-provider, the in-
house IT-provider and the operative manager are here identified as the roles responsible 
for business development.  

The design of the business is in this view identified as the operative managers' responsibili-
ties. This due to the fact that one have clearly stated that the operative managers have this 
responsibility while another says it is the top management or the operative managers de-
pendent on how the size of the organisation and the external IT-provider can give support 
to the organisation. The third IT-consultant found a steering committee to have this re-
sponsibility where the operative manager is a member among other parties. However, the 
fourth IT-consultant did not agree with the rest of the IT-consultants when that IT-
consultant found the top management to have the responsibility if there is no IT-
department.  

In this stage of the investment process it is essential to estimate costs and benefits of the 
investment. When estimating costs one of the IT-consultants find this responsibility to be 
shared between the top management and the external IT-provider. The top management is 
responsible for estimating costs concerning the business and the external IT-provider esti-
mate costs regarding the application. Another consultant agrees to some extent with the 
former consultant when arguing that the external IT-provider is responsible for the estima-
tion of costs. We find that the latter consultant are more focused on the technical part of 
the application investment and therefore does not take into consideration the costs the 
business change generates. We find another consultant to be on the same track as the for-
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mer when stating that the external IT-provider is responsible when the SME do not have 
an in-house IT-provider. However, if the SME has an in-house IT-provider they should be 
responsible for estimating the costs. The fourth consultant finds that the external IT-
provider manages the estimation of costs but this role cooperates with the CEO and the fi-
nancial manager. Due to this statement we observe that the estimation of costs will include 
both the business change costs and the application costs. However, this is not always the 
case. Based on the IT-consultants recommendations the external IT-provider and the in-
house IT-provider are here identified as responsible for the estimation of cost.  

In addition to the estimation of costs it is also important to consider the estimation of de-
sired and possible benefits of the application investment. One of the consultants found the 
operative manager to have this responsibility whilst another consultant did not find that 
any role is responsible for estimating the benefits. The latter consultant only states that the 
goals with the investment are discussed when identifying the need of change but not esti-
mation is made. The third IT-consultant finds the external IT-provider to manage the esti-
mation of benefits. We find the fourth IT-consultant to be on the same track when stating 
that the external IT-provider are responsible for estimating benefits when the SME lack an 
in-house IT-provider, otherwise the in-house IT-provider possess this responsibility. Given 
these facts the external and the in-house IT-provider and the operative managers are here 
responsible for the estimation of benefits. 

After the estimation of costs and benefits in the investment process it is time to decide 
what actions to take. Two of the consultants find the top management to be responsible 
for this decision and one of these consultants state that the external IT-provider supports 
the top management if necessary. The third IT-consultant states that a steering committee 
including the CEO, the operative managers, the external IT-provider and the in-house IT-
provider to manage the selection of action. The forth consultant claim that the in-house 
IT-provider are responsible for this choice, even though the external IT-provider are re-
sponsible if the SME lack an in-house IT-provider. We therefore identify the top manage-
ment and the external IT-provider as main responsible for selection of action.  

The design phase in the investment process begins with the design of the application. Two 
of the IT-consultants state that the external IT-provider is responsible. The third IT-
consultant we find to be on the same track when stating that the external IT-provider is re-
sponsible for presenting a solution of the application investment. However, this consultant 
found the operative managers to have the responsibility to agree upon the suggested solu-
tion from the external IT-provider. The forth IT-consultant state that a managerial group 
are responsible where the IT-provider is included. Due to all these IT-consultants state-
ments regarding who has the responsibility the external IT-provider and the operative 
managers are identified in the view below. 

Thereafter follows the decisions regarding technical and practical solutions for the applica-
tion investment. Two of the IT-consultants find the external IT-provider to have this re-
sponsibility whilst another IT-consultant instead finds the in-house IT-consultant to be re-
sponsible. However, the fourth IT-consultant expresses the operative managers, supported 
by the external IT-provider, to be responsible in small organisations. Due to these facts we 
identify the external and in-house IT-provider to be responsible for deciding upon the 
technical and practical solutions. 

At the same time it is also important to decide how the information processing is to be 
managed in the application. Two of the IT-consultants’ find the in-house IT-provider to 
have this responsibility. On the other hand, the third IT-consultant finds the top manage-
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ment to have this responsibility, support by the operative managers. The fourth IT-
consultant finds the external IT-provider to have this responsibility. Given these facts we 
identify the in-house IT-provider to have the main responsibility for this question. 

Thereafter the investment process enters the realisation phase. In this phase there has to be 
someone responsible for the reporting of problems and successes of the application in-
vestment, in other words the follow-up of the investment. Three of the IT-consultants 
clearly found the external IT-provider to have this responsibility. The reason for this seems 
to be that the external IT-provider mostly is the project manager and is therefore responsi-
ble for the reporting to higher authorities. We find the fourth IT-consultant to differ but 
still some resemblance exists. This, due to the statement that the operative managers are re-
sponsible and the external IT-provider gives support. Therefore we have identified the ex-
ternal IT-provider as the project manager to be responsible for the follow-up. 

Before the implementation of the application can take place system tests needs to be ac-
complished. One IT-consultant found the operative managers to be responsible for the ac-
ceptance test while the external IT-provider is responsible for the function test. We find 
the second IT-consultant to be on the same track when stating that the operative managers 
are responsible for the system test. This consultant is however not as specific as the former 
consultant. The third found the in-house IT-provider to be responsible for the system test 
with support from the external IT-provider. The fourth IT-consultant is on the same track 
as the third IT-consultant when stating that the external IT-provider have this responsibil-
ity. Due to these facts we identify the external and in-house IT-provider and the operative 
managers to have the main responsibility regarding system tests. This given that there are 
mostly two tests to be carried out; acceptance test, which the operative managers often 
carry out, and the function test which the IT-provider perform.  

After the system test is carried out the implementation takes place. Here two IT-
consultants find the external IT-provider to be responsible. We find that the third IT-
consultant is on the same track when stating that the operative manager or the external IT-
provider is responsible for the implementation, dependent on the knowledge of the opera-
tive manager. The fourth consultant instead finds the in-house IT-provider to be responsi-
ble for the implementation of the new or improved application. Due to these facts we find 
that the majority of the IT-consultants are presenting the external IT-provider as the main 
responsible role for the implantation, even though it is possible that the internal IT-
provider or the operative managers sometimes manage the implementing. Therefore this 
view presents the external IT-provider as responsible for implementing the investment. 

In this stage of the investment process it is important to estimate the actual costs and bene-
fits of the investment and also to maintenance and run the application investment in the 
future. Three IT-consultants found the operative manager to have the responsibility for the 
actual benefits of the application investment. However, one only presents the operative 
managers to be responsible in those cases when the SME lack of an in-house IT-provider. 
Another instead finds the external IT-provider to give support to the operative managers. 
The fourth IT-consultant did not found any role to be responsible for the actual benefits 
since that IT-consultant did not find it important. Given these facts we identify the opera-
tive managers to be responsible for the actual benefits. The actual costs on the other hand 
we found the external and in-house IT-provider to be responsible for. This since one IT-
consultant expresses the external IT-provider to be responsible and another IT-consultant 
stating this to be a shared responsibility between the top management and the external IT-
provider. We find a third IT-consultant to be on the same track when stating that the op-
erative mangers are responsible but are given support from the external IT-provider. The 
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fourth IT-consultant finds the in-house IT-provider to have this responsibility but if the 
organisation does not have an in-house IT-provider the operative managers have this re-
sponsibility. Therefore we identify the external and the in-house IT-provider as the respon-
sible roles of the actual costs.  

Also in the maintenance phase the responsibility for the maintenance and running of the 
application investment is important to establish. Two IT-consultants found it to be a re-
sponsibility for the in-house or the external IT-provider dependent on the agreement 
whilst the third IT-consultant found the in-house IT-provider to have this responsibility 
but if the organisation does not have an in-house IT-provider this responsibility is given to 
the external IT-provider. The fourth IT-consultant state that the external IT-provider to be 
responsible for the maintenance and running. Due to these facts we identify the external 
and in-house IT-provider to be responsible for the maintenance and running. 

The last phase in the investment process is the settlement of the application investment. 
Two of the IT-consultants express the external IT-provider to have this responsibility 
whilst the other two IT-consultants instead find the in-house IT-provider to be responsi-
ble. Therefore we identify the external and in-house IT-provider as responsible for the set-
tlement. 

The outcome of this analysis on roles and responsibilities is a clear focus on the IT-
provider. This is visualised in table 7.2 below. 
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Table 7-2: The view with the IT-provider in focus 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

 X 
 

 

Who is responsible for the business develop-
ment? 

 X 
External & 

in-house 

X 
 

Who is responsible for estimated costs of the 
application investment? 

 X 
External & 

in-house 

 

Who is responsible for estimated benefit of the 
application investment? 

 X 
External & 

in-house 
 

X 
 

Who is responsible for the selection of action? X 
 

X 
External  

 

Who is responsible for the design of the invest-
ment? 

 X 
External  

X 
 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

  X 
 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

 X 
External & 

in-house 

 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

 X 
 

 

- Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

 

- Who is responsible for system tests of the ap-
plication investment 

 X 
External & 

in-house 

X 
 

Who is responsible for implementing the appli-
cation investment?  

 X 
External  

 
 

Who has the responsibility for the actual benefit 
of the application investment? 

  X 
 

Who has the responsibility of the actual costs of 
the application investment? 

 X 
External & 

in-house 

 

Who is responsible for maintenance and 
running?  

 X 
External & 

in-house 

 

Who is responsible for the settlement?  X 
External & 

in-house 

 

 

M 

S 

D 

CA/A 

I 

R 
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7.2.3 View 3: Focus on the operative managers 

This view is characterised by a focus on the operative managers and their responsibilities. 
The view introduces the operative managers early in the investment process by all consult-
ants’ opinion, represented in this view that the operative managers’ responsibility is to initi-
ate the investment process by identifying the need of change.  

In many times the identification of change then generates business change, in other words 
a business development occurs. All consultants presented in this view are of the same opin-
ion and states that the top management is responsible for the business development. When 
facing a business development the design of the business needs to be addressed. Two of 
the three in this view presented consultants clearly stress the operative managers to be re-
sponsible for the business design whereas one of them instead states this as the top man-
agement’s responsibility. Therefore this view presents the operative managers to be the 
main responsible role for the business design while the top management sometimes instead 
is responsible.  

During this stage of the investment process, the change analysis/analysis phase, the esti-
mated costs and benefits need to be considered. One IT-consultant state that this depends 
on where in the organisation the business value will occur, meaning that the roles responsi-
ble are the ones affected by the investment. This is therefore often the top management or 
the operative managers’ responsibility. Due to the statement that affected areas estimates 
the costs we can see that this belief to some extent match the other consultants’ opinions 
when the other IT-consultant instead stresses the operative managers and the external IT-
provider to share the responsibility for estimating costs of the investment. The third IT-
consultant we observe to agree with the former statement but are more specific when ex-
pressing that the operative managers is responsible for the costs of the business change 
whilst the external IT-provider estimates the costs of the application.  Therefore, we in this 
view are able to mainly identify the operative manages and the external IT-provider to be 
responsible for different cost estimations and in those cases the investment affects the top 
management, they estimate those costs.  

The estimation of benefits two of the IT-consultants clearly specify to be a shared respon-
sibility between the operative managers and the external IT-provider. The third IT-
consultant we find is not too far way when stating that the estimation of benefits depends 
on where in the organisation the business value will occur. This consultant then specifies 
the top management and the operative managers as general responsible roles. We therefore 
present the external IT-provider and the operative managers to be responsible for estimat-
ing potential benefits of the application investment.  

Thereafter a decision of selection of action needs to be taken. Here the IT-consultants are a 
bit more separated in their view of roles and responsibilities. Whilst one of them specifies 
the operative managers to be responsible for the selection of action, another instead clearly 
specify the top management at the same time as the third consultant indirectly specifies the 
top management when lack of an internal IT-provider that otherwise are responsible for 
selection of action. Due to the direct and indirect pointing out of the top management as 
responsible we find the top management main responsible for the selection of action in this 
view. However, it still is possible that other roles instead have this responsibility. Therefore 
the operative manager and the internal IT-provider could have this responsibility and are 
represented in this view.  
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The selection of action is followed by the design of the application. The design of the in-
vestments could be managed of anyone of the three main roles, due the represented con-
sultants’ present different roles to be responsible. 

In this stage of the investment process, the design phase, one of the IT-consultants clearly 
specifies the operative managers as responsible for the evaluation and the decision of the 
technical solution, the selection of equipment and determination of practical solution. The 
other two presents the internal or the external IT-provider as responsible. If the SME lack 
of an internal IT-provider this responsibility becomes a task for the operative manager, 
whilst if the external IT-provider lack of knowledge this becomes a top management re-
sponsibility. Therefore we observe the IT-provider to be a main role responsible. However, 
given that the IT-consultants specify other roles depending on the SME and the external 
IT-provider, we observe that it is possible that this responsibility can be managed by any-
one of the three main roles presented. 

At the same time, decisions regarding the information processing need to be made. In this 
view this task is divided between the top management and the operative managers. This 
given that no consultant mentions the IT-provider as responsible. Only one says that the 
IT-provider can support with proposals of how the information processing could be man-
aged. Instead one consultant clearly point out the operative mange to generally be respon-
sible, whilst another points out the top management as the role deciding on the informa-
tion processing. The final IT-consultant we observe to be on the same track as the former 
but is more specific and presents the operative manager to decide on the quality of the in-
formation processing and the top management to decide on the information access. There-
fore we present both the top management and the operative managers as responsible.  

The investment process continues with the realisation phase. In this stage it is important to 
follow-up on the investment. This is accomplished by reporting problems and the success 
of the investment development. In this view both the operative managers and the external 
provider are responsible for the reporting of the investment process status. This given that 
one IT-consultant clearly specifies the operative manages and the other two clearly speci-
fies both roles. The IT-consultants’ points out that this applies continuously through the 
investment process and do not only occur in the realisation phase.  

This is followed by the implementation phase. Before implementing the application system 
tests need to be accomplished. Two of the IT-consultants are of the same opinion and 
clearly present the operative manager to be responsible for making an acceptance test of 
the application, whereas the other consultant instead state that operative managers only 
supports the external IT-provider who makes a system tests. All three consultants believe 
that the external IT-provider is responsible for making a delivery test, also known as a 
function test. We therefore consider the consultants to agree to an extent that it is possible 
for us to categorise the opinions in this view as both the operative managers and the exter-
nal IT-provider are responsible for accomplishing system tests of the application. The op-
erative manager manages the acceptances test whilst the IT-provider manages the delivery 
test.  

Thereafter the actual implementation takes place. The operative managers, according to 
two of the IT-consultants, mainly manage the implementation. The other IT-consultants 
instead express collaboration between the operative managers and the external IT-provider. 
Therefore we consider the operative manager to have the main responsibility for the im-
plementation of the application. However, the external IT-provider may assist when 
needed. At the same time, often an activity parallel to the implementation, the settlement 
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occurs.  As two of the IT-consultants direct present the operative managers as responsible 
and as the other IT-consultant presents the system owner as responsible we find the re-
sponsible role of the settlement to be the operative managers. 

After a successful implementation the maintenance of the application is important to con-
sider. Here the IT-consultants present a bit different roles but still we are able to identify 
some similarities. This due to the fact that whilst one IT-consultant clearly present the op-
erative managers as the responsible role, the other two express that it is either the operative 
managers, the external IT-provider or both together, depending upon the agreement. We 
therefore present both the operative managers and the external IT-provider as the respon-
sible roles for the maintenance. 

In this stage of the investment process it is important to establish the actual costs and 
benefits of the investment. One IT-consultant expresses that the responsibility is con-
nected to the role of the affected area where the business value will occur. Therefore it is 
common that the top management or the operative managers is responsible for the actual 
costs and benefits. Another IT-consultant is of a bit different opinion and states that the 
operative managers and the external IT-provider manage the actual costs and benefits. The 
third IT-consultant clearly specifies the operative managers as the only responsible role. If 
practising the attitude that the responsibilities are connected to the affected area we find it 
possible to identify the operative managers as the main responsible role of actual cost and 
benefits. However, given that the external IT-provider is mentioned by two of the consult-
ants it is possible that the role can be involved.  

The outcome of this analysis is a focus on the operative managers. This is visualised in ta-
ble 7.3 below. 
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Table 7-3: The view with the operative managers in focus 

 Top man-
agement 

IT-
provider 

Operative 
managers 

Who is responsible for identification of the need 
of change?  

  X 

Who is responsible for the business develop-
ment? 

X   

Who is responsible for estimated costs of the 
application investment? 

   X 
External 

X 

Who is responsible for estimated benefit of the 
application investment? 

 X 
External 

X 

Who is responsible for the selection of action? X X X 

Who is responsible for the design of the invest-
ment? 

X X 
External 

X 

Who is responsible for the design of the busi-
ness? (e.g. personnel, system, education and 
structure of the organisation) 

X  X 

Who is responsible for handling evaluation and 
decisions concerning technical solution, selection 
of equipment and determine the practical solu-
tion? 

X X X 

Who is responsible for making the decision on 
how the information processing should be han-
dled within the application investment? 

X  X 

Who is responsible for reporting problems and 
successes of the application investment? Thus, 
who is responsible for the follow-up during the 
investment process? 

 X 
External 

X 

Who is responsible for system tests of the appli-
cation investment? 

 X 
External 

X 

Who is responsible for implementing the appli-
cation investment?  

  X 

Who has the responsibility for the actual benefit 
of the application investment? 

  X 

Who has the responsibility of the actual costs of 
the application investment? 

  X 

Who is responsible for maintenance and 
running?  

 X 
External 

X 

Who is responsible for the settlement?   X 

 

M 

S 

D 

CA/A 

I 

R 
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7.3 Reflection of the categorisation 

When analysing the different views of the participative IT-consultants, we came to the re-
flection that the answers to some of the questions vary quite a lot between the different 
consultants. We are of the opinion that a reason for this might be that the roles and their 
responsibilities within an application investment have to be adapted to the SME organisa-
tion. The difference especially regards the number of employees and the hierarchy within 
the organisation, i.e. in the smallest organisations with less employees’ one employee might 
possess several roles with a wide range of responsibilities. In medium sized enterprises with 
more employees instead one employee might just have one role and a certain responsibility 
assigned to this role. We find these differences between different SME organisations to in-
fluence the IT-consultants answers of which roles that are responsible. 

In the three views presented in chapter 7.2 IT-consultant A, B, D and G had the top man-
agement in focus while IT-consultant E, I, K and L found the IT-provider as the main re-
sponsible role in application investments. IT-consultant C, H and J instead focused upon 
the operative managers as the main responsible role present the third view. Due to the fact 
that the different IT-consultants could be clustered into only three views we find it possible 
to establish these IT-consultants to advocate these three views as the most common used 
approaches in the reality.  

Due to our analysis in chapter 7.2 of the IT-consultants' view we have among other things 
come to the understanding that our question regarding system tests could have been sepa-
rated into two questions. The reason for this is that many of the IT-consultants expresses 
that two different types of system tests often are carried out. These are the function test 
and the acceptance test. The IT-provider performs the function test, which can be internal 
or external. On the other hand the operative manager in most cases carries out the accep-
tance test. Given these facts the reason to why not all of our interviewees mentioned both 
of these test can be that they did not look at this question from both point of views or does 
not recommend different types of system tests. However, in some cases the IT-consultant 
clearly stated that only one of the test are carried out due to the fact that the consultant are 
of the point of view that the other is not for example that important. Through our mode of 
procedure and the fact that every interviewee has been asked the same questions we have 
tried to prevent this from affecting the empirical findings and been enable to establish a re-
sponsible role. The outcome is more or less specified responsibilities in the three different 
views depending on the categorisation. 

Another reflection is that the IT-consultants always answered one specific role to be re-
sponsible within a group or committee i.e. project group, steering committee etc. There-
fore, we have not been able to identify a view with focus on a committee; instead these are 
spread in the other three views due to the fact that they clearly specified a role to have the 
main responsibility.  

Furthermore, the reason for this is that we have encouraged the IT-consultants to clearly 
state one role as main responsible in these groups and committees. The reason for this is 
that someone always needs to be in charge and the coordinator of the group. An additional 
situation when we have encouraged the IT-consultant to specify a role is when they have 
answered “the customer or the SME”. We have made this encouragement due to the fact 
that it was such a blurred answer. 
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7.4 Comparison between theoretical data and empirical data  

When comparing the IT-consultants views to the theoretical views we recognise that whilst 
the theory presents three views focused on cooperation between all main roles, the IT-
provider and the operative managers, the IT-consultants presents three views focused on 
the top management, the IT-provider and the operative managers. The difference between 
the focuses of both parties’ views is thereby the view of cooperation between roles and the 
top management view; otherwise our general impression is an overall focus match between 
the theoretical views and the IT-consultants views. 

We therefore find that it is possible to compare views with the same focus from both the 
theory and the IT-consultants. Therefore we will analyse the theory and the IT-consultants 
by comparing the theoretical view with a focus on cooperation between roles to the IT-
consultants view focused on the top management, the theoretical view focused on the IT-
provider to the IT-consultants view focused on the IT-provider and the theoretical view 
focused on the operative management to the IT-consultants view focused on the operative 
managers. 

7.4.1 All-embracing observations 

As we are comparing the IT-consultants statements to the theory we find that the consult-
ants and the theory are on the same track when it comes to which investment proposals 
that becomes an investment and the then involved roles. Earl and Feeny, (1994) was of the 
belief that the CEO’s attitude and openness towards changes and IT affects the investment 
proposals and the investment. Many IT-consultants have also specified that the roles in-
volved many times depend on their own interest and knowledge. This would apply for 
both the SME CEO and the employees. By this we notice that the attitude and openness of 
the CEO have an impact on investment proposals and that it also applies for other person-
nel. This would also be the reason for many IT-consultants statements on responsibilities 
and its dependency of involved roles. We find that this applies for all three views, both the 
theoretical views and the IT-consultants views.  

During the comparison we also find that the argument by Granehäll et al. (2005) regarding 
the operative managers lack of necessary qualifications to obtain responsibility for the 
evaluation and decisions of technical solution, the selection of equipment and the determi-
nation of practical solution, question number 10, is supported by the participative IT-
consultants in this research. This given that the IT-consultants involve the IT-provider for 
performance and the top management for the final decision making. In the different views 
below a more detailed presentation is made. We also find this to be a small indication of 
the fact that in these cases where the SME lack of an IT-provider and the operative manag-
ers lack of necessary qualifications for IT-spending related questions, the need for a com-
petent external IT-provider, an IT-consultant is necessary for the success of the SME in-
vestments. This then support our belief, mentioned in chapter 1, that the IT-consultants 
view on roles and responsibilities is important given that the SME sometimes not have the 
qualifications to sole manage an IT-spending.  

7.4.2 Cooperation vs. top management  

 When analysing the theoretical view focused on cooperation between roles and the IT-
consultants view focused on the top management we see a small focus difference. We have 
observed that this small focus difference is caused by the fact that those IT-consultants that 
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specify a steering committee or a managerial group as responsible still have presented a 
main responsible role within that committee. Therefore, in the analysis and the comparison 
of the participative IT-consultants views, the majority in this case specifies the top man-
agement as responsible instead of the managerial group. It is by this possible that these 
opinions is underlying included in the IT-consultants top management view. Due to this 
fact we find that, even though a focus difference is identified, it is possible that the focus is 
more corresponding than firstly noticed. 

The theory presenting the cooperation between roles, often a steering committee mainly 
occurs in the beginning of the investment process. The theory pleads the steering commit-
tee to be responsible for identifying the organisations need of change, to manage the busi-
ness development and to be responsible for the design of the business. The IT-consultants 
instead declare the top management as the responsible role for all these responsibilities. 
This we observe as not a direct agreement between the theoretical recommendations and 
the IT-consultants statements. However, the difference between the top management and 
the steering committee is not a big difference. We are of the opinion that the difference 
could be explained given the SME organisational structure, and especially in the smaller 
SMEs’ where there often only exists one CEO and one financial manager. Due to the SME 
being a smaller organisation it does therefore not practise the steering committee, as we 
find larger organisations do. Of course this could vary from one SME to another SME.  

Important responsibilities to establish early in the investment process are questions number 
15c and 15a regarding the establishment of estimated costs and estimated benefits. In the 
theoretical view established earlier in this paper, the authors have not deeply reflected over 
these responsibilities. This given that one author finds the responsibility to depend on 
which parts of the organisation that is affected by the investment, implying that those af-
fected by the investment also manages the budget. Another author in the theoretical view 
of cooperation between roles finds the top management to be responsible for the budget. 
Both authors thereby refer to estimated costs and estimated benefits as budget and not 
clearly separated the responsibly nor reflect on the actual costs and the actual achieved 
benefits. Therefore we find the theory of costs and benefits presented in the theoretical 
view of cooperation to be inadequate.  

With this in mind when comparing the view to the IT-consultants view focused on the top 
management we see that the consultants are more advanced in these questions and present 
clear responsibilities both for the estimated costs and benefits as well as achieved costs and 
benefits. The consultants express the IT-provider as the role managing the estimated costs 
of the investment, the top management as the responsible for estimate benefits and to ap-
prove the estimated costs presented by the IT-provider, the IT-provider has to make sure 
the actual costs of the application correspond to the estimated costs while the top man-
agement needs to stick to the agreement and not add demands increasing the costs and to 
be responsible for the achieved benefits from the investment.  Even though we by this find 
the IT-consultants to teach this more advanced way of responsibilities for costs and bene-
fits, we are of the opinion that the theory and the IT-consultants both fail to spot respon-
sible roles for the total estimated cost and benefits as well as the total achieved costs and 
benefits of the entire change, both the application investment and the business change in-
cluded. This given that we do not find the theory or the consultants to address these total 
costs. By managing these costs we are of the opinion that the SME would have more con-
trol over the IT-spending, more easily se the connection to the overall budget and by that 
have a more positive attitude towards IT-spending. 
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As the questions of different responsibilities shift from earlier more strategically questions 
to more technique influenced, the theoretical view becomes more focused on one respon-
sible role instead of cooperation between roles. This applies for question number 7, 10, 12, 
13 and 16 regarding the selection of action, the technical and practical solution, the man-
agement of the reporting of the investment success and potential problems, the implemen-
tation of the application and the management of maintenance. The only technical question 
where the theoretical view represents the steering committee to be responsible is question 
number 8 and 11 concerning the responsibility for the design of the investment and for the 
information processing. The IT-consultant presents the internal or the external IT-provider 
as responsible for accomplishing the design whilst the top management make design deci-
sions. The IT-consultants also presents the top management as sole responsible for the in-
formation processing. By these statements we see an indication of presenting the same 
roles as responsible. We are of the opinion that the design of the investment and the in-
formation processing are combinations of a strategic and technical question and therefore 
it is understandable that the steering committee and the top management are mentioned as 
responsible. 

One example of the theoretical shift from cooperation to one responsible role presented 
above is question number 7. In this question, regarding the responsibility for the selection 
of action, the IT-consultants and the theory present the same responsible role, the top 
management.  We find that the strategic level of this question is the possible motive for the 
mutual recommendation of the responsible role.  

When comparing the question number 10 regarding the responsibility of managing the 
evaluation, decision and selection of equipment and determining the practical solution, the 
theoretical view then clearly presents the IT-provider as responsible whilst the IT-
consultants present two common alternatives for this responsibility. Often the external IT-
provider is responsible, but equally often the top management is responsible for making 
decisions whilst the in-house IT-provider support with recommendations. By these state-
ments we are of the opinion that the IT-consultants and the theory agree on the responsi-
ble role for this question. The reason for this we observe to be that whilst the theory only 
mentions the IT-provider in general not separating in-house or external, the IT-consultants 
are more specific. Therefore we find the possibility that they indicate that the same role is 
responsible. Another reason we believe is the difference between many SME. Some have 
an in-house IT-provider and some do not. The theory does not reflect on the SME organi-
sation when declaring the responsible role. As a consequence it seems natural that when 
the SME lack of an in-house IT-provider this becomes a responsibility for the external IT-
provider otherwise the top-management and the in-house IT-provider is responsible. Also 
when the IT-consultants specify the common cases of responsibilities, they specify in gen-
eral. Therefore we are of the opinion that it also depends on which type of the SME the 
IT-consultants are involved with, the ones with or without and in-house IT-provider. 

Question number 12, regarding report of potential problems and the currents success of 
the investment, is also an example of theoretical shift mentioned above. In this question 
both the theory and the IT-consultants present the IT-provider as responsible. The only 
minor difference is that the consultant specifies the external IT-provider whilst the theory 
is more general in the term IT-provider. This agreement we find natural given the technical 
level of this question and the fact that the IT-provider often accomplish the application de-
velopment. 

When it is time to implement the application the theory clearly recommend the IT provider 
as responsible, whilst the IT-consultants recommend the external IT-provider or the opera-
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tive managers. This is also an example of the earlier mentioned theoretical shift of respon-
sibility from cooperation to one role. Depending on the SME knowledge, willingness and 
the existence of an in-house IT-provider we are of the opinion that the difference here is 
rather small and that the theory and the IT-consultants indirect presents the same respon-
sible role for the implementation. This given that the consultants are again more specific 
and present different common alternatives depending on the situation whilst the theory 
does not seem to have reflected over it at all.  

Another example mentioned regards question number 16, the responsibility for mainte-
nance of the application. Here the theory and the IT-consultants are a bit different in their 
recommendation of responsible roles. The consultants present the in-house or the external 
IT-provider as responsible, depending on the agreement, the SME knowledge and the exis-
tence of an in-house within the SME. The theory presents either the operative managers or 
the IT-provider as responsible. By this we identify that some resemblance between both 
recommendations exists.  

When it comes to the system testing and the settlement the theory is blank. The IT-
consultants, on the other hand, do presents responsible roles for these subjects. The exter-
nal IT-provider is responsible for carrying out system tests and the top management is re-
sponsible for the settlement when implementing the new or improved application. There-
fore we find the theory and the theoretical view to be inadequate when guiding SME of 
roles and responsibilities through the investment process. 

7.4.3 IT-provider 

Both the theory and the IT-consultants agree on that the IT-provider is an important role 
with responsibilities in application investments. A major difference is that the theory only 
expresses the general IT-provider, often with an underlying aim at the in-house IT-provider 
and never clearly present responsibilities for the external IT-provider, whilst the IT-
consultants express both the in-house and the external IT-provider as responsible roles in 
the investment process for application investments.  

In both of the IT-provider views the theory and the IT-consultants statement match each 
other in question number 6, 9 and 13. Here the IT-provider is clearly pointed out as the re-
sponsible roles. The only minor difference is that the theory only specifies the general IT-
provider, whilst the IT-consultants in question 6 instead points out the in-house IT-
provider, in question 9 and 13 instead points out both the in-house and the external IT-
provider as responsible. 

Some times, in both of the views focused on the IT-provider, a minor cooperation with 
one of the other roles occurs. A difference between the theory and the IT-consultants is 
here the statement of which one of the other roles the IT-provider should work with. The 
theory pleads for collaboration with the top management and the IT-consultants instead 
presents a common collaboration with the operative managers. This is valid for questions 
number 5, 8 and 15a representing the responsibility for the business development, the de-
sign of the investment and the estimation of benefits.    

Another difference noticed is that the theory does not present recommendations regarding 
the responsibilities for performing system tests of the application nor for the settlement of 
the existing application when implementing the new or improved application. The IT-
consultants do presents which role that often is responsible fore these tasks. Normally the 
external IT-provider perform system test before delivering the application and the in-house 
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IT-provider perform an acceptance test of the delivered application. If the SME lack of an 
IT-provider, it is common that the operative managers instead perform the acceptance test. 
It is also the IT-providers responsibility to manage the settlement, in-house or external IT-
provider depends on the agreements.  

When it comes to question number 15c and 15d regarding the estimated cost and actual 
costs of the investment we observe the theory and the IT-consultants to be on the same 
track, only the theory is more specific and pleads for a collaboration between the top man-
agement and the IT-provider, whilst the IT-consultants present the in-house and the exter-
nal IT-provider to be responsible. The reason for the collaboration is that two authors have 
the opinion that no IT-provider should sole be responsible for estimating costs and man-
age the actual costs, the top management needs to be involved and have budget responsi-
bility and approve cost proposals suggested by the IT-provider. As discussed in chapter 5, 
we find the theory to be a bit blurring when referring to budget instead of specific esti-
mated costs and achieved costs. We therefore see the IT-consultants to be clearer about es-
timated costs and achieved cost, when they state that the external IT-provider is responsi-
ble for estimating the costs of the application and maintaining those costs in order to de-
liver the actual costs of the application. As we notice the two parties are therefore on the 
same track. However, we find both statements to be a bit weak due to the fact that neither 
of them addresses the total costs of the investment, including the costs of the business 
changes occurring parallel to the application development. We find that this is important to 
do, in order to have control over the IT-spending and the total budget of the organisation.  

Another important issue in many investments closely related to the discussion of estimated 
costs and actual costs are question number 15b regarding the actual benefits of the accom-
plished investment. As the IT-consultants announce the operative managers to generally be 
responsible for their own benefits, the theory instead find the top management to be re-
sponsible. By these statements we find the authors and the IT-consultants to agree upon 
the fact that the IT-provider is not involved in the SME’s process of establishing the actual 
benefits of the investment and thereby also are not involved in the benefits of the total 
change for the organisation. The difference between the IT-consultants statement of the 
common situation of responsibilities regarding achieved benefits and the theory’s recom-
mendation is who in the SME that is responsible. However, as the theory is very vague in 
the recommendation of responsibilities for actual benefits given that they only speak of 
budget in general terms, we find the theory to be inadequate regarding responsibilities for 
actual benefits of the application and the business change.  

One major difference regards how the responsibility of the design of the business is estab-
lished. One author presents the IT-provider as the responsible role. The IT-consultants in-
stead state that the operative managers are commonly responsible. When it comes to dis-
cussing the responsibility of the business design at the same time as discussing responsibil-
ity in application investments, we find many of the authors to not presenting responsibili-
ties clearly or not at all. We find that this indicates that the theory therefore is inadequate in 
recommending responsibilities for business design related to responsibilities for IT-
spending in application investments.   

The responsibility for making decisions regarding how the information processing should 
be managed within the application, the IT-consultants expresses being the in-house IT-
providers responsibility. We find the theory to express somewhat the same by the recom-
mendation that both the IT-provider and the top management are responsible for manag-
ing the information processing. According to the theory the top management is there for 
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support due to many authors belief that the IT-provider alone should not shoulder this re-
sponsibility.  

Another area of responsibilities that are in accordance is the responsibility to report prob-
lems and the success of the application investment. This given that the theory present the 
IT-provider to mainly be responsible and that the IT-consultants present the external IT-
provider, as a project manager, to report problems to higher instances.  

When it is time to implement the new or improved application the theory pleads the IT-
provider as the sole responsible role. Here the IT-consultants declare the external IT-
provider as responsible, but it is also possible that some other roles, for example the inter-
nal IT-provider or the operative managers, manages the implementation depending on the 
agreements and knowledge. By these statements we find the IT-consultants view to match 
the theory in the question of the implementation responsibilities.   

7.4.4 Operative manager 

When comparing the IT-consultants view focused on the operative managers to the theo-
retical view also focused on the operative managers we hoped for a clear match of respon-
sibilities. However, this does not seem to occur. The only clear agreement between the two 
views is the responsibility for the identification of the need of change initiating the invest-
ment process. Both the theory and the IT-consultants here express the operative managers 
as the responsible role. However, the rest of the views are quite different from each other 
due its difference of responsible role and the cooperation between roles that occur.  

In question number 5 regarding the business development both the theory and the IT-
consultants recommend the top management to be responsible. However, some authors in 
the theory also find the operative managers to have this responsibility. By these statements 
we find the IT-consultants and the theory to present somewhat the same role of responsi-
bility for the business development. However, we find that the vague theoretic reflection of 
responsibilities, given the split between authors’ recommendations and the small number of 
authors pointing out responsibilities for business development parallel to the application 
investment, is an indication of the theory not finding the business development to be an 
important parallel part of the IT-spending.   

Another important subject close related to the business development is question number 9 
regarding the responsibility do the design of the business. Here the theory makes a faint 
statement that the operative managers have this responsibility, two of the IT-consultants 
agree with the theory and one consultant expresses that the top management is responsible. 
Therefore we find the IT-consultants and the theory to be on the same track; only the the-
ory does not make any strong statements. This we observe to depend on the fact that many 
authors in the literature have not reflected upon business design related to application in-
vestments. The reason to why one consultant finds the top management to be responsible 
for the design of the business we are of the opinion that their customers could be medium 
SMEs’ and that the top management therefore needs to have that responsibility in order to 
have an overall overview of the design of the business. 

In this stage of the investment process it is important to reflect upon the costs and benefits 
of the investment. The IT-consultants express the IT-provider and the operative managers 
to share the responsibility for the estimation of costs, question number 15c. The IT-
provider then manages the estimation of application costs, whilst the operative managers 
manage the estimation of the costs of the business change. The IT-consultants also speci-
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fies that the same roles apply for the responsibility for the estimation of benefits, question 
number15a. The IT-consultants also points out that the responsibility of the estimation of 
costs and benefits depend on roles affected by the investment. The theory has presented a 
bit different roles than the IT-consultants. The theory is also a bit divided because some 
authors specify the top management and the operative managers as responsible for the 
budget, whilst one author specifies the IT-provider and the operative manager as responsi-
ble. This author also specifies the estimated costs and estimated benefits. The other authors 
mainly refer to the costs and benefits as the budget. These authors we find to not have a 
total picture over the budget, given that the risk of not consider all costs and benefits is 
high. 

Our belief is supported by the theoretical answers to question number 15b and 15d, regard-
ing the actual benefits and actual costs of the application investment. Two theories here 
state that the top management is responsible for the budget and one other instead state that 
the operative managers should be responsible for the actual cost and benefits. By referring 
to the terms budget, we se an indication of not have clearly thought this through. There is 
difficult to know if the budget involved all achieved costs and benefits. Therefore we find 
the theory to be a bit weak when it comes to the achieved costs and achieved benefits.  The 
IT-consultants on the other hand clearly present one responsible roles for the achieved 
costs and achieved benefits, the operative managers.  

When the IT-spending has been estimated and a need has been identified the selection of 
action has to be taken. The theory finds the top management or the operative managers to 
have this responsibility while the IT-consultants find it to be a shared responsibility be-
tween the main roles. The reason to why it is a difference between opinions here we have 
observed to depend on which part of the organisation the IT-spending will affect.  

After analysing the more financial questions and the analysis phase questions the technical 
questions remains. These questions are more concerned by the investment project, its pro-
gress and the development of the application investment itself. First of all the design of the 
investment, question number 8, has to be assigned to a role. Here the theory finds the IT-
provider to have this responsibility. The IT-consultants we find to be on the same track 
while expressing this to be a shared responsibility between the top management, the exter-
nal IT-provider and the operative managers. The reason for the IT-consultants statements 
is that they finds it important to involve the operative managers and the top management 
in the design of the investment given that they might be the end-user of the investment.  

Once the design of the investment has started it is necessary to decide upon the technical 
and practical solution of the application investment, question number 10. The theory here 
finds the IT-provider to have this responsibility due to its technical skills whilst the IT-
consultants expresses that this also can be a shared responsibility between all main roles. 
The reason for this difference we find to be that some of the SME do not have an IT-
provider and therefore does this responsibility fall on some other role. We therefore also 
find that the difference is an indication of that the theory are not suited to the SME situa-
tion.   

When discussing question number 11 regarding the responsibility of the information proc-
essing of the application investment the theory and the IT-consultants agrees with each 
other that the top management has this responsibility. However, one consultant finds that 
the operative managers also have a part of this responsibility when deciding on the quality 
of the information processing. Another consultant clearly states that the operative manager 
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sole are responsible for the information processing. This difference in statements originates 
from the role they find responsible for the overall IT-spending and its quality. 

The follow-up, question number 12, during the investment process the theory finds to be a 
shared responsibility between the top management and the operative managers whilst the 
IT-consultants express that the external IT-provider and the operative managers should be 
responsible for. The operative managers they both find to be responsible due to the fact 
that they are mostly involved in the investment project. The difference of which role they 
should share the responsibility with originate from the fact that the IT-consultant often 
finds the external IT-provider to be the project manager and therefore should have this re-
sponsibility while the theory express that the top management is responsible due to its 
overall responsibility of the IT-spending and therefore has to follow the progress of the in-
vestment. 

Before the implementation can take place, system test needs to be accomplished. The sys-
tem test, question number 14, the IT-consultants finds to be a shared responsibility be-
tween the external IT-provider and the operative managers, due to the fact that often both 
an acceptance test and an function test has to be carried out, while the theory does not de-
fine any role to be responsible for the system test. One reason for this we have observed to 
be that the theory includes this in the responsibility of the implementation. If that is the 
case, then the theory implies that this is a responsibility for the IT-provider. Otherwise we 
find the theory to be inadequate, not to have reflected on responsibilities for system test in 
application investments.  

In question number 13, regarding the responsibility for the implementation of the applica-
tion, the IT-consultants find to be the operative managers task, even though the external 
IT-provider can support them. We find the theory to be on the same track when stating 
this to be a responsibility of the IT-provider. The reason for the IT-providers main respon-
sibility according to the theory and the IT-consultants statement that the external IT-
provider can support the operative managers is due to the fact that it might be necessary to 
have some expert skills to be able to accomplish a successful implementation. 

After a successful implementation some one needs to be responsible for the maintenance 
and running of the application investment. The IT-consultants express that this is a shared 
responsibility between the external IT-provider and the operative managers, dependent 
upon agreement. The theory agrees on the statement that the operative managers should be 
responsible for the maintenance and running. However, the theory finds them to be sole 
responsible, which also can be the case in the IT-consultants view dependent on the 
agreement made. 

The final phase is the settlement, however this might not be accomplished in the end of the 
investment process instead it might be performed parallel with the implementation of the 
new application investment. The theory does not here present a responsible role at all. The 
IT-consultant on the other hand, clearly states that the operative managers have this re-
sponsibility. Therefore we find the theory to be incomplete in this question. A reason for 
the theories lack of reflection of the settlement, we find to be the fact that it occurs parallel 
to the implementation. The authors then simply focus on the implantation or feel that the 
settlement is less important and therefore it does not need clear responsibility identifica-
tion.  
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7.5 Summary 

The analysis, the comparison of the theoretical data and the empirical data is here summa-
rised. This have been done to present an overview of the comparison and to create a rela-
tion to the conclusions of the study. The summary is based upon the former chapter and 
therefore are structured by main identified roles and their views.   

 

Cooperation vs. Top management  

• The theory advocate that the steering committee are responsible for the identifica-
tion of the need of change, the business development and the design of the busi-
ness while the consultants instead find the top management to be responsible. 

• Both the theory and the IT-consultants state the top management as responsible 
for the selection of action. 

• The theory has not reflected enough over the estimated costs and benefits. Only 
the affected part of the organisation manages the budget, often the top manage-
ment. The consultants on the other hand clearly state the IT-provider to be respon-
sible for estimating the costs whilst the top management approves the estimated 
costs and benefits. 

• The theory does not reflect upon the responsibility for the total costs and benefits. 
The IT-consultants present a responsible role for the total costs of the application 
investment, the IT-provider, and for the total benefits, the top management. We 
find both parties statements to be inadequate given that the IT-consultants do only 
consider the total cost of the application investment and not the investment as a 
whole. 

• The theory finds the steering committee to be responsible for the design of the in-
vestment and the information processing while the consultants advocate the inter-
nal or the external IT-provider as responsible for the design of the investment and 
the top management for approval and for managing the information processing. 

• Both the theory and the IT-consultants present the IT-provider as responsible for 
the technical and practical solution and the follow-up. 

• The consultants advocate the external IT-provider or the operative managers to be 
responsible for the implementation while the theory find this to be the IT-
providers responsibility. 

• The responsibility for the maintenance is by the IT-consultants assigned to the in-
ternal or the external IT-provider depending on the agreement while the theory ad-
vocates the operative managers or the IT-provider. 

• The theory does not present a responsible role for the system test and the settle-
ment. Here the IT-consultants present the external IT-provider as responsible for 
accomplishing system test and the top management to be responsible for the set-
tlement. 

 

IT-provider 

• The theory and the consultants both advocate the IT-provider as responsible for 
identifying the need of change, the design of the business and the implementation.  
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• The theory find a cooperation between the IT-provider and the top management 
regarding the business development, the design of the investment and the estima-
tion of benefits while the IT-consultants advocate a cooperation between the IT-
provider and the operative managers. 

• The theory finds top management and the IT-provider to cooperate when estimat-
ing the actual costs and benefits while the consultants advocate the internal and the 
external IT-provider. However, neither the consultants nor the theory considers the 
total costs and benefits for the entire change and therefore we find them to be in-
adequate. 

• The IT-consultants find the operative managers as responsible for the actual bene-
fit while the theory advocates the top management. 

• The theory does not reflect enough upon the responsibility of the design of the 
business. The consultants here advocate the operative managers. 

• The IT-consultants find the internal IT-provider to be responsible for the informa-
tion processing while the theory advocate a shared responsibility between the IT-
provider and the top management. 

• Both the theory and the IT-consultants find the IT-provider to be responsible for 
the follow-up. 

• The theory and the consultants both find the IT-provider to be responsible for the 
implementation. 

• The theory has not reflected upon the responsibility for the system tests and the 
settlement. The IT-consultants here advocate the external IT-provider as responsi-
ble for the delivery test and the internal IT-provider for the acceptance test. The 
IT-consultants present the internal or the external IT-provider to be responsible for 
the settlement.  

 

Operative manager 

• Both the theory and the consultants find the operative managers to be responsible 
for the identification of the need of change.  

• The theory and the consultants both advocate the top management to be responsi-
ble for the business development. However, some authors find the operative man-
agers to have this responsibility. 

• The design of the business is a responsibility of the operative managers according 
to the theory and most of the IT-consultants. 

• The estimated costs and benefits are a responsibility of both the IT-provider and 
the operative managers according to the consultants. The theory is divided in its 
opinion when stating that the top management and the operative managers or the 
IT-provider and the operative managers cooperate when managing the budget.  

• The consultants stress the operative managers as responsible for the actual costs 
and benefits while the theory advocates the top managements or the operative 
managers. 

• The selection of action is a responsibility of all main roles according to the consult-
ants while the theory advocate the top managements or the operative managers. 
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• Both the theory and the IT-consultants advocate the IT-provider as responsible for 
the design of the investment. This, even though the consultants points out the pos-
sibility of the top management and the operative managers to be responsible. 

• The theory finds the IT-provider to be responsible for the technical and practical 
solution while the consultants instead advocate a shared responsibility between the 
main roles. 

• Both parties find the top management to be responsible for the information proc-
essing.  

• The follow-up is a shared responsibility between the top management and the op-
erative managers according to the theory while the consultants instead advocate the 
external IT-provider and the operative managers.  

• The consultants find the system test to be a shared responsibility between the ex-
ternal IT-provider and the operative manager while the theory does not consider 
this.  

• Implementation of the application is the operative managers’ responsibility, often 
supported by the external IT-provider, according to the consultants. The theory 
agrees by advocating the IT-provider.  

• The theory finds the operative managers to be responsible for the maintenance. 
The consultants agree but stress a shared responsibility with the external IT-
provider. 

• The settlement is not reflected upon in the theory. The IT-consultants here find the 
operative managers to be responsible. 

7.6 Reflection of the comparison between theoretical data 
and empirical data  

In our study we are of the opinion that the secondary data have to be criticized to focus 
more on large corporations when talking about the investment process. The literature is 
not clearly directed towards a specific type of organisations. Instead we notice the underly-
ing tone is directed towards larger organisations. The problem with this literature is that it 
does not take into consideration the SME situations. The literature therefore does not take 
into consideration that the not so large corporations have more limited access to capital 
and that the application investment in it self involve greater risk and uncertainty for small 
and medium sized enterprises. We therefore find it important that the roles and responsi-
bilities are clearly identified and suited for other than large organisations. This given our 
opinion that clear roles and responsibilities are necessary in order for SME to accomplish a 
successful investment from the beginning. They do not afford to fail.  

Due to the fact that the IT-consultants view, which resulted in three views one focused on 
the top management as responsible while the second view had its focus on the IT-provider 
which could be in-house or external and the third view focused on the operative managers 
as the main responsible we could not identify the same kind of views as in the complete 
theoretical views where one of the views where a cooperation between all of the roles. 
However, the other two views with the focus on the operative managers and the IT-
provider where the same as the IT-consultant views. One reason for this difference be-
tween the identification of views we find to be that we have encouraged the IT-consultants’ 
to clearly specify one role in a steering committee or a project group as responsible even 
though other roles are included in the group/committee. Therefore we did not identified a 
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view of the IT-consultants as a cooperation between the roles and spread these responsi-
bilities to the view with the role that has the main responsibility. This encouragement also 
concerns the times when an interviewee has answered the one responsible as the SME or 
the customer. We have done this to be able to compare the different IT-consultants views 
against each other.   

However, this might have affected the outcome of this thesis by this encouragement due to 
the fact that the steering committee, project group etc. is not presented alone in one view 
given that we spread these responsibilities to the main responsible role. Therefore we can-
not compare the complete theoretical view with the focus on cooperation to anything else 
than the top management view of the IT-consultants. We made this selection since the top 
management often has an important role in small and medium sized organisations. Given 
that they many times is involved one way or another in the decision-making and they are 
most of the time included in the cooperation groups in the application investment. Fur-
thermore, the top management also often has the overall overview of the parallel develop-
ment of the business and the application investment.   

It is possible to generalise the outcome of these different views to some degree due to the 
fact that each of these views has to be adjusted to the organisation where the application 
investment will take place parallel to the business development. This adjustment aims at the 
differences of roles that are presented at the organisation in question and if one employee 
has more than one role assigned to him or her. Many of the IT-consultants found the same 
role to be responsible for the different tasks even though they did not totally agree with 
each other. Due to the fact that these views have to be adjusted to the organisation con-
cerned we find that the IT-consultants three views is possible to be generalised to fit other 
organisations. Another reason for the generalisation is that we could identify three views 
out of the 11 IT-consultants answers which imply that these views are the most common 
used today in the market. Therefore we state that it is possible also to use these views in 
application investment in other counties in Sweden due to the fact the interview questions 
used in this thesis are general for application investments. Given these fact it might also be 
possible to use these views even in other countries even though the roles might be named 
differently they can have the same meaning.   
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8 Conclusion 

In this chapter the conclusion of our research of roles and responsibilities within application investments are 
presented. The findings are structured by main and additional findings.     

8.1 Main findings 

• We find that the today’s IT-consultants within the County of Jönköping supporting 
SME in application investments were communicating somewhat the same advice, 
but differences occurred. Therefore we were able to categorise the IT-consultants 
advice presented trough the entire investment process into three different views on 
roles and responsibilities; the views focused on the top management, the IT-
provider and the operative managers, all presented in chapter 7.2.  Each individual 
answers from each participative consultant is presented in chapter 6. 

• The IT-consultants specify that roles cooperate. The recommended cooperation 
differs from IT-consultant to IT-consultant, from question to question and from 
cooperating roles. Therefore the different views present different roles of coopera-
tion. In the view focused on the top management, the top management mostly co-
operate with the IT-provider. The view focused on the IT-provider present coop-
eration between the IT-provider and the operative managers whereas in the view 
focused on the operative managers the operative managers cooperate with the top 
management and the IT-provider.   

• We find the theory to present general roles of responsibilities, often suited for large 
organisations. We have observed that the theory has not reflected upon the SME 
situation when expressing these roles and responsibilities, given that many of the 
pointed out roles does dot fit to the SME and therefore the IT-consultants many 
times presents different roles of responsibilities than the theory. 

• The identified main roles we find have not always the same responsibilities given 
that the theory does not always clearly specify detailed responsibilities connected to 
that area of responsibility. These areas are the budget, business development, IT-
provider, steering committee, the settlement and the system tests. These are further 
explained in additional findings below.  

8.2 Additional findings 

• We find that the theory mainly refers to costs and benefits as “the budget” whilst 
the IT-consultants are more specific and points out responsibilities for estimated 
costs, estimated benefits, achieved costs and achieved benefits. The IT-consultants 
also, in this specification, presents different responsible roles for different type of 
costs, something the theory does not do.  

• We find that most of the authors in the literature study does not discuss business 
development parallel to application investments clearly nor expressing responsibili-
ties for the business development. Instead many authors express that the business 
strategy and the IT-strategy has to be aligned. Only one author clearly addresses the 
fact that it is important with a business change leading to a business development 
parallel to the application investment. The IT-consultants, on the other hand, we 
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noticed found a business development parallel to the application investment to be 
very important and presented clear responsibilities.   

• The IT-consultants in this thesis are clear of the casting when it concerns the IT-
provider. They differ between in-house and external IT-provider, whilst the litera-
ture only expresses the general IT-provider and not clearly defining which type of 
IT-provider they imply. However, in most of the cases they seem to imply that the 
IT-provider is the in-house IT-provider. 

• We find the different areas of responsibilities for the IT-provider to depend on 
how the IT-consultants identify themselves, whether the IT-consultants find them-
selves to be a supplier, an in-house IT-provider or a purchasing IT-consultant. 
Therefore, in some cases the IT-consultant is the project manager and in other 
cases an external IT-provider, which means an external IT-department or a sup-
plier.  

• One of the differences between the literature and the IT-consultants we found to 
be that the IT-consultants clearly specify a role to be responsible in committees and 
groups while the literature only imply that the whole committee or group is respon-
sible for the task in question. 

• One major difference between theoretical recommendations and IT-consultants 
recommendations is the role responsible for the system test and the settlement. 
Here we find that the IT-consultants recommendations do not correspond to the 
theoretical recommendations given that the theory has not considered a role to 
these responsibilities.  
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9 Discussion and further research  

In this chapter a discussion of conclusions and alternatives for further research are presented. We present our 
acknowledgements to the parties concerned. 

9.1    Discussion 

The choice of using Andersen’s (1994) Life cycle model for the structure of this the theo-
retical data, the empirical data and the analysis, we find have had no impact on our proce-
dure and findings. The only affect of this action is the structural affect. The structure of the 
presentation of theory, empirical data and the analysis would have been different if another 
model for structure was used. We however, find that due to the general type of model the 
Life cycle model is, it still have been appropriate for us to use the model as a guide for 
structural purpose. We do not find any other model to be of any better usage. 

We are of the opinion that the finding of this study is reliable given the correctness of the 
empirical data. Our high understanding of the answers supports the high correctness of the 
empirical data during the interviews. The correct understanding of the empirical data we 
observe as caused by the fact that we have carried out the interviews in Swedish instead of 
in English. The interview languages we find have decreased the degree of misunderstand-
ings between the interviewees and the interviewers.  

Another reason for the reliable findings and the high understanding of the empirical data is 
the action taken when returning a summary of the interview to the interviewee for verifica-
tion. As the interviewees have corrected the summary by making changes in the document 
before returning it we are positive that the empirical data is correct and that a common un-
derstanding between the interviewer and the interviewees exist. The fact that almost none 
of the IT-consultants had any larger comments nor made any changes supports our argu-
ments of high understanding and correctness of the empirical data.  

However, given that we returned the summary in Swedish we are aware of the possibility of 
a mistranslation of the empirical data may have occurred. This mistranslation would have 
been avoided if the interview language hade been English given that the interviewees’ selec-
tion of expression might have been different from those we have chosen to use for transla-
tion of the empirical data. To secure a correct translation of the data we have used a dic-
tionary and have chosen the best corresponding word for translation. Therefore we are not 
of the opinion that mistranslations have occurred. Given this discussion we find the em-
pirical data to be accurate and correct. Therefore we find the conclusions to be trustworthy 
and valid.   

During the study and analysis of the categorised IT-consultants views and the theoretical 
views we faced a minor difficulty when comparing these views. We find that this depends 
on the size of the SME. Due to the size, the involved employees in the investment may 
have responsibilities belonging to several roles affecting the IT-consultants recommenda-
tions of the role responsible. Therefore the recommended roles depend on the SME each 
IT-consultant is involved with. As a result several roles have been mentioned, complicating 
the analysis. We have not observed that this have affected the finding given that we have in 
the analysis taken this into consideration and presented both options.  

Due to our comprehensive reflections throughout the study we find ourselves to be self-
critical and reflective upon our information and actions. These reflections have also con-
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tributed to the fact that the mode of procedure for this thesis has been followed. Therefore 
we are of the opinion that this has increased the quality of the study, its trustworthiness 
and reasonableness.   

9.2 Further research 

Throughout this study several interesting ideas has arisen for further research. One alterna-
tive to further research could be to study larger organisations in the County of Jönköping 
to see if there are any differences between the completed theory and the reality.  

Another research area is to compare larger organisations with the SME management of re-
sponsibilities in order to see how much the organisational structures affect the view on 
roles and responsibilities.  

One alternative is also to conduct a research on the SME’s views on roles and responsibili-
ties in application investments instead of researching it from the IT-consultants point of 
view in this study. This research will add knowledge of potential differences between the 
SME’s actual view and the IT-consultants view.   

We also find it interesting to study the management of infrastructural investments from the 
IT-consultant’s view on roles and responsibilities within the County of Jönköping on man-
agement level. This is interesting because it presents potential differences between the IT-
consultants view on roles and responsibilities in different types of IT-investments. This is 
also interesting given that some authors in today’s literature identify different roles and re-
sponsibilities for different types of IT-investments.  

Finally another possible research area is to study another county of Sweden, to investigate 
the potential differences between counties.   

In all of above proposed alternatives regarding application investments, we have observed 
that it is possible to use both our empirical finding and our framed views. In some alter-
ative is it sonly possible to use the complete theoretical views while in others it is possible 
to use the empirical findings and the complete theoretical views. However, in some alterna-
tives it is also possible to use this thesis as a base for the future research.  
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Appendix 1 – Interview questions 

1. What do you consider to be your main task as IT-consultant? 
 
2. Which roles can you identify in the investment process? 

 
3. Are you of the opinion that it is important that the SME develop their business 

parallel to the application investment? 
 

4. How much important? 
Not important; A little important; Important; A little more important; Very important 

5. Who should have the main responsibility for the business development? 
 
6. Who is responsible for identifying the need of change? 

a. Top management 
b. IT-department 
c. Operative managers 
d. IT-consultant (You) 
e. Another 
 

7. Who are responsible for the choice of action of the identified change need? 
 
8. Who is responsible for the design of the application investment? 

 
9. Who is responsible for the design of the business? (i.e. personnel, system, education 

and the organisational structure) 
 

10. Who are responsible for managing the evaluation and decision of technical solu-
tion, selection of equipment and decide on practical solution? 

 
11. Who should decide on how the information processing will be managed within the 

application investment? 
 

12. Who has the responsibility to report regarding problem and successes of the appli-
cation investment? In other words, who is responsible for the follow-up during the 
investment process? 

 
13. Who is responsible for implementing the application investment into the SME 

firm? 
 

14. Who is responsible for system tests of the application investment? 
 

15. Who has the responsibility for the effects of the application investment? 
 

a) Who is responsible for estimated benefit of the application investment? 
 

b) Who has the responsibility for the actual benefit of the application investment? 
 

c) Who is responsible for estimated costs of the application investment? 
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d) Who has the responsibility of the actual costs of the application investment? 

 
16. Who are responsible for the maintenance? (Actions taken after the implementation) 

 
17. Who is responsible for the settlement of the application investment? (Remove or 

exchange the application investment) 
 

18. Do you always mediate this view to your customers or does it depends on which 
type of IT-investment it concerns? 

 
19. Is there something additional you would like to add that touch upon our study? 
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Appendix 2 – Intervjufrågor 

 
1. Vad anser ni vara Er huvuduppgift som IT-konsult? 
 
2. Vilka ansvarsroller kan Ni identifiera vid investeringsprocessen? 
 
3. Anser ni att det är viktigt att SME utvecklar verksamheten parallellt med 

applikationsinvesteringen?  
 
4. Hur viktigt? (skala) 

Inte viktigt, lite viktigt, viktigt, lite mer viktigt, mycket viktigt 
 
5. Vem har huvudansvaret för verksamhetsutvecklingen?  
 
6. Vem bär ansvar för identifiering av förändringsbehov? 

a. Ledningen 
b. IT-avdelningen 
c. Operativa ledningen 
d. IT-konsulten (Ni) 
e. Annan 

 
7. Vem ansvarar för val av åtgärder för det identifierade förändringsbehovet? 
 
8. Vem är ansvarig för utformning av applikationsinvesteringen? 
 
9. Vem är ansvarig för utformning av verksamheten? (t.ex. personal, system, 

utbildning och organisationsstruktur) 
 
10. Vem hanterar utvärdering och beslut kring teknisk lösning, ansvarar för val av 

utrustning och bestämmer praktisk lösning? 
 
11. Vem beslutar om hur informationsbehandlingen ska hanteras i 

applikationsinvesteringen? 
 

12. Vem har ansvaret att rapportera angående problem och framgångar av 
applikationsinvesteringen? Alltså, vem ansvarar för uppföljningen under 
investeringsprocessen? 

 
13. Vem är ansvarig för införandet av applikationsinvesteringen i SME företaget? 

 
14. Vem är ansvarig för systemtester av applikationsinvesteringen? 
 
15. Vem är ansvarig för effekter i verksamheten?  
 

a) Vem ansvarar för beräknad nytta av applikationsinvesteringen? 
 
b) Vem ansvarar för faktisk nytta av applikationsinvesteringen? 
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c) Vem ansvarar för beräknade kostnader av applikationsinvesteringen? 
 

d) Vem ansvarar för faktiska kostnader av applikationsinvesteringen? 
 

16. Vem ansvarar för underhåll och drift? (Åtgärder efter implementering) 
 
17. Vem ansvarar för avveckling av applikationsinvesteringen? (tar bort eller byter ut 

applikationsinvesteringen) 
 
18. Förmedlar ni alltid detta synsätt till era kunder eller beror det på vilken typ av IT-

investering det gäller? 
 
19. Är det något ytterligare ni vill tillägga som berör vår studie? 

 
 

 

 


