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1 This Paper, OCI & ReMIT 

This paper is being written for use at my rescheduled 10
th
 February 2009 supervisory meeting, 

following consideration of the essay written for the previous meeting (Gray, 2008).   

At that meeting, on 2
nd

 December 2008, our discussion singled out 'change' (and institutions‟ 
relationship with change) as central to my areas of research interest. It was agreed that I would 
expand the essay into a chapter and literature review that might form part of a Summer 2009 
PhD Upgrade submission document. 

Subsequent consideration of the task led to a widening of 
the 'change' focus, to reflect the close relationship 
between 'change & change management', 'organisations 
& organisational culture' and 'information systems' theory 
that emerged when the literature was examined.  

The three labels on the diagram (later shortened to OCI) 
are notional since many similar or derived terms are also 
used in the literature. Moreover, the diagram gives the 
impression of sharp boundaries and clear areas of 
overlap. The opposite is, of course, true. 

Nevertheless, the diagram serves to position the 
research at the intersection of three main areas of 
enquiry which, together, reflect a complex socio-technical 
'reality' which is the backdrop to ReMIT‟s enquiry. 

The paper‟s structure draws on Macredie‟s (1998) useful review of the research approaches to:- 

'organisational change and its management from an information systems perspective' (p.3) 

Throughout the paper the terms IT, ICT and ILT will appear, according to context, and their origins 
and meaning are relevant to the OCI/ReMIT enquiry, so their origins are noted below. 

The term Information Technology (IT) has a 50-year history and was introduced to the OCI 
literature by Leavitt and Whisler (1958, p.41) when they asserted that:- 

'Over the last decade a new technology has begun to take hold in American business, one so 
new that its significance is still difficult to evaluate. While many aspects of this technology are 
uncertain, it seems clear that it will move into the managerial scene rapidly, with definite and 
far-reaching impact on managerial organization [...] The new technology does not yet have a 
single established name. We shall call it information technology'. 

The convergence of computer technology and telecommunications that accelerated rapidly from 
the late 1980s (and which, most significantly, led to the global adoption of the Internet via the 
World Wide Web) spawned a new term, Information & Communications Technology (ICT).  

The ICT term has become very widely used across education and business. It is often used in the 
plural, ICTs, to refer to the material artefacts that Orlikowski (2007) sees as causing  
'organizational practices [to] become increasingly entangled with emerging sociomaterialities' that 
are both 'deeply consequential for the kinds of organizational realities that are being produced' 
and largely unexplored. 

Somewhat idiosyncratically, UK further education quickly adopted (and still clings on to) the term 
Information & Learning Technology (ILT) when it was first coined in the report of the English 
Further Education Funding Council‟s Learning and Technology Committee (FEFC, 1996) in a 
desire to encapsulate the holistic “let‟s put learning into IT” approach it had adopted for its work. 

Both terms, ICT and ILT, have more recently been used interchangeably with the much newer 
term 'e-learning' : e-learning‟s strict meaning is confined to ICT-mediated learning activity, but is 
often used (confusingly) to refer to a much wider range of college application of ICTs. 

Across the UK the main external stimulus for institutions to adopt IT/ICT/ILT/e-Learning comes 
from Becta‟s promotion of the government‟s Harnessing Technology e-strategy (Becta, 2008).

Change Theory 

Information 

Systems Theory 

Organisation 

Theory 
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2 Organisational Change, At The Core Of ReMIT 

My research, Researching e-Mature Institutional Themes (ReMIT), sets out to explore the 
following broad areas of enquiry:- 

• What characteristics does an e-mature college have? When is it e-ready? 
• What happens to the people and processes in a college as it becomes e-ready? 
• How can college stakeholders organise for, and contribute to, the e-readiness of their 

institution? 

At the 2008 Becta Research Conference Vanessa Pittard, Becta Director of Strategy, presented 
an overview of current progress in Harnessing Technology‟s implementation across all sectors of 
education. Her summary included reference to “patchy progress” which Becta observes in 
Further Education (FE) colleges. Whilst claiming significant improvements in the number of FE 
colleges that can be described as “e-mature” (Becta, 2008, p.4), Pittard spoke of considerable 
variation between colleges (and, indeed, within colleges), and asserted that FE has 
“a considerable change management challenge” (Pittard, 2008). 

2.1 Change In FE 

The change management challenge Pittard referred to does indeed exist in colleges, as it does in 
many other organisations, both commercial and public sector.   

English General Further Education (GFE) 
colleges - the ReMIT “population‟ - have 
been involved in waves of change over 
the decades since they first were created. 
Initially in the form of “Mechanics 
Institutes”, they catered for the need for 
mass literacy and numeracy, as the 
industrial revolution got under way. 

The form and character of our colleges 
have. ever since, been shaped by their 
contemporary economy and by the 
technology skills required by it.  

As a belated companion to the 
government-led privatisations of the 
1980s, FE colleges became 
“incorporated” in 1993 – just as ICT­led 
globalisation started to impact us all. 

Colleges are still coming to terms with this 
most significant change in their nature in 
recent history – one which still sets the 
ReMIT change agenda. 

2.2 Culture Shock! 

College „incorporation‟ came as a consequence of the Further and Higher Education Act 1992 
(HMSO, 1992) and intentionally introduced a business culture to colleges, accompanied by:- 

“...the introduction of the strategic management process (...) as a key managerialist concept 
from the Incorporation of FE in 1993” (Watson et al., 2001) 

With effect from 1
st
 April 1993, “vesting day”, colleges underwent what Lewis (1994, p.262), 

principal of one of the 400+ organisations affected, described as “... a significant event for those 
seeking to change the culture of colleges”. According to Lumby (2003), “The debate on further 
education suggests  a profound change in culture has taken place, both reflected in and impelled 
by leadership and management practice” (p.159); it appears incorporation had its intended effect! 

1993 
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Principals and their governing bodies were required to “Get Your College Ready” (Touche-Ross, 
1992) as part of an overt move to radically change the culture of colleges, hurried along by the 
newly Further Education Funding Council (FEFC). The FEFC, as illustrated by the Touche-Ross 
“Handbook of Guidance”, anticipated that “its” colleges would operate in the very different 
business environment which it intended to put in place across the brand new “further education 
sector”. Eager for change, according to Gorringe (1994, p.185):- 

“... there are many principals who have taken the lessons of contemporary management theory, 
and are consciously setting out to change college culture [...] Culture management has long 
been recognised in the private sector as the key to survival and growth.” 

Indicating a wish to explore technology-led change, one of the FEFC‟s early actions following 
incorporation was to create the LTC, usually known as the „Higginson Committee‟, (FEFC, 1996):- 

“The learning and technology committee [LTC] was established by the Council in July 1993, to 
advise on measures it might take to promote the use of technology to enhance the provision of 
further education.” (p.3) 

FEFC seemed set to Business Process Re-Engineer (BPR) the whole FE sector. BPR change, 
with customary IT emphasis, was projected into an HE context by Ford et al (1996). 

2.3 What Change? 

Writing of the relationship between ICT and Organizational Change, Barrett et al (2006) state that:- 

“If one issue has come to dominate management and organizational thinking over the past 
two decades it has been that of change and the need for it.” (p.6) 

The Higginson Committee, reporting in 1996 (FEFC, 1996, p.67), was already clear that there was 
scope for ICT­led change across the full breadth of college activity:- 

'The committee commissioned The Staff College (now FEDA) to carry out a series of visits to 
22 colleges in 1994. The aim of the project was to focus on recent changes in provision and to 
identify the following trends: 

• organisational, arising out of the implementation of college-wide policies  
• technological, focusing on the provision and application of technological resources  
• pedagogical, examining ways in which teaching and learning are being influenced  
• the development of learner support services” 

Reviewing the literature for her case study (firmly grounded in the newly-corporate world of FE in 
the early 1990s) Monica Ralph (Ralph, 1995, p.736-738) reflects the OCI diagram‟s scope:- 

'Within the literature models of change are inextricably linked with models of organisation.'  

'Change models convey explicit and implicit messages regarding leadership style and role'.  

'Creative management processes and innovation are usually linked in the literature on 
organisational culture and structure'.(much FE innovation has had an IT dimension since 1996) 

ReMIT is about colleges, and how the people who work within them – as learners, teachers and 
other staff – go about achieving their objectives. It‟s about how they all relate to change in general, 
and in particular to the role ICT plays in triggering change and/or supporting it. 

To achieve its aims the ReMIT work needs, as well as using college & 
education-specific research, to draw on concepts from 3 main areas of study:- 

• Organization theory 

• Change theory 

• Information systems theory 

in reading existing research, formulating empirical work and generating theory. 

The literature in these areas - organisation, change & information systems theory – is voluminous. 
What follows here tries to capture the main conceptual frameworks which may, perhaps in 
combination, be of use in understanding how FE organisations change with/through IT. 

 

Change Theory 

Information 

Systems 

Theory 

Organisation 

Theory 
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3 Organisation Theory 

Organisations are rarely easy to define, demarcate or understand. Where does the boundary of 
the organisation lie? Who is in it, or outside it? Can someone be partially in it, but not wholly? How 
do forces clearly external to the organisation impact on its internal nature and operation?  

Adopting a positivist stance, Burke and Litwin (1992) set out to build a model that supports 
organisational diagnosis and planned and managed organisational change – they argue that  

“To build a most likely model describing the causes of organizational performance and change, 
we must explore two important lines of thinking. First, we must understand more thoroughly 
how organizations function (i.e., what leads to what). Second, given our model of causation, we 
must understand how organizations might be deliberately changed. “ (p.523) 

In her extensive textbook examination of organization theory Hatch (2006) observes that:- 

“Boundary definition is easier said than done. Take the university as an example and consider 
the case of students. Are you a member of the university? Are you a customer? A raw 
material? A product? Each answer is accurate in some ways and, what is more, each suggests 
a different definition of what lies inside and what lies outside the organization” (p.64) 

This quotation hints at a variety of complexities inherent in any attempt to understand the nature of 
an organisation – appropriately, in this case, an academic institution – and how it functions. 

Organisations are typically seen from a rationalist perspective that derives from systems theory 
but, as Hatch makes abundantly clear, organisations can/need to be seen from a range of 
perspectives – hence the subtitle of her book “modern, symbolic and postmodern perspectives”.  

Writing of the limitations observed when traditional systems theory approaches have been applied 
to organisations in the 1950s and 1960s, (Checkland, 1993) observes that:- 

“We found that although we were armed with the methodology of systems engineering and 
were eager to use its techniques to help engineer real-world systems to achieve their 
objectives, the management situations we worked in were always too complex for 
straightforward application of the systems engineering approach”  

This explains why in more recent time, according to Flood and Jackson (1991, p.168), Checkland:- 

'began to explore systems engineering methodology, applying it to messy managerial situations 
rather than to so-called structured problems, with the intent of finding out whether this approach 
could be appropriately evolved and employed in "soft" systems situations' 

 Kowszun (1992), at that time a college vice-principal, sought to demonstrate how 'soft systems 
methodology' (SSM) could be put to practical use in colleges‟ preparation for incorporation. 

Burnes et al (2003) do a good job of charting the dimensions of this complex reality with a number 
of simple diagrams (p.458-460) referenced against 'stability' as summarised in the table below:- 

Organisational ... Stable Environment Unpredictable Environment 

... Structure Bureaucratic Structures Network Structures 

... Culture Role Cultures Task Culture 

... Change Planned Change Emergent Change 

... Learning Traditional Learning Organisational Learning 

In any given real/perceived situation, factors linked to 'structure', 'culture', 'change type' and 
'organisational learning mode' interact with each other, across and up/down within the table‟s 
dimensions – and just what‟s going on is capable of being understood in a variety of ways! 
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3.1 Organisational Culture 

According to Hatch (2006, p.179) the concept of organisational culture has only become 
mainstream in academic discourse since the 1980s when, in parallel with a rash of pop-
management books on company culture (from, amongst others, Tom Peters (1988)), Schein‟s 
'more academic' book (1985) was published. Hatch observes (p.180) that:- 

'The most popular books described organizational culture as something to be managed and 
used to enhance organizational effectiveness and competitiveness. For example, Peters and 
Waterman promoted the idea that strong cultures breed excellence [...] Most academic culture 
researchers were pessimistic about the ease with which organizational cultures might be 
manipulated to managerial ends' 

Hatch quotes several definitions of organisational culture, including the following from Schein:- 

'The pattern of basic assumptions that a given group has invented, discovered, or developed in 
learning to cope with its problems of external adaptation and internal integration, and that have 
worked well enough to be considered valid, and, therefore, to be taught to new members as the 
correct way to perceive, think, and feel in relation to these problems.' 

The phrase 'college culture' is very widely used in the semi-formal documentation that circulates 
around the FE sector but is less frequently defined empirically. Ralph (1995, p.583) describes how 
she used the Likert‟s Profile of Organisational Characteristics (Likert, 1961), see Annex B, 
to profile the college organisational culture and to provide insights into:- 

„leadership style and communication, decision-making and control processes' 

Ralph‟s recommendations (p.668) for the managers of the college in which the study took place 
were dominated by the need to improve communications and motivation. Given the distinction 
Burnes attributes to Handy (1985) – 'role cultures tend to stress processes, rules and procedures, 
whilst task cultures place most emphasis on the end result rather than the way it has been 
achieved.', Ralph‟s work suggests that her college was role-oriented at the time of the study. 

3.2 Organisational Change 

Organisational change is the primary focus of the whole of this paper, and this section could 
subsume the others. Just one item, offering an opportunity to 'ground' ReMIT research is added. 

In his widely cited book 'Images of Organization' Morgan (1997, p.150) observes that:- 

'Since organization ultimately resides in the heads of the people involved, effective 
organizational change always implies cultural change. Changes in technology, rules, systems, 
procedures, and policies are just not enough.'   

This CIPD diagram (2003, p.23) 
maps factors that Morgan refers to 
(on the left) to others which 
FE managers meet all the time. 

College operations are now 
substantially influenced by FfE. the 
LSC‟s Framework for Excellence 
(LSC, 2007), a framework for 
monitoring the responsiveness, 
effectiveness and efficiency of 
every college. 

'Situated analysis' (Barrett et al., 
2006, p.14) of how IT-led change,  
might influence a college‟s FfE 
profile is a central element in the 
ReMIT work done so far. 



 

 Page 7 of 19 

3.3 Organisational Learning 

Closely related to 'knowledge management' theory, the idea of organisational learning – and, in 
the ultimate, the creation of a learning organisation – has been an important focus for thinking 
since the notion of organisational learning was popularised in the 1990s, at first particularly 
through the work of Chris Argyris (e.g., Argyris, 1999) but becoming popularised by Senge (1990) 
and others during the 'managerial 90s'.  

During this same period the FE college community – staff, managers and their governing bodies 
(who had been given a quite unprecedented level of responsibility at incorporation in 1993) - were 
adjusting to the many unexpected changes that emerged, all demanding a great deal from them 
both as individuals and as members of their organisational community(-ies).  

Consciously or otherwise, we were all coming to terms with the implications of whatever 
organisational learning capacity our colleges had, as profiled by Burnes et al (2003, p.453):- 

'Pl. In order to survive, an organisation must learn at least as fast as its environment changes. 
That is to say, an organisation's ability to keep pace with changes in its environment is 
dependent on its ability to learn'. 

 

'P2. The degree to which an organisation needs to move away from traditional forms of 
learning to organisational learning is dependent on the degree of instability (change) in its 
environment.' 

 

'P3. In the past, maintaining alignment with the organisation's environment was the 
responsibility of a few senior managers; however, the environment is now changing so fast 
that it is beyond the ability of a small elite of managers to keep pace with the necessary 
changes.' 

 

'P4. The entire workforce needs to be involved in identifying the need for change and 
implementing it, which in turn requires them to be involved in learning, if the organisation is to 
keep aligned with its environment.' 

As referenced elsewhere in this paper, Ralph 
(1995)‟s 'Developing the college as a learning 
organisation' offers an illuminating account of 
relevant research soon after incorporation.  

Some time later Laurillard (1999) sought to 
assess whether, in the world of 'lifelong learning' 
her highly regarded 'learning conversation' 
thinking had a role for the learning organisation. 

Newark & Sherwood College (NSC) was an early 
participant in thinking about how partners across 
the education<>business divide might leverage 
IT to create a 'learning town' (LCN, 1997) 

With hindsight our naïveté was stunning – how could we have so underestimated the complexities 
involved in creating a learning organisation, much less a learning town! Burnes (2003, p.454) 
reminds us that:- 

'In fact the term „learning organisation‟ is used much less now [...] This appears to be because 
very few organisations, if any, seem to have achieved this status.' 

He clearly distinguishes between two camps with interests in organisational learning – the camp 
'concerned with telling organisations what they should do' and the analytical camp 'concerned with 
understanding how organisations do learn rather than telling them how they should learn'. 



 

 Page 8 of 19 

 

4 Change & Change Management Theory 

The term 'change' is widely and indiscriminately used. Clearly, there are many 'types' of change.  

In a recent review of organisational change management research, synthesising the thinking from 
numerous studies, the confusingly-named Rune Todnem By (By, 2005) categorises 'types of 
change' into groups:- 

• Change Characterised By How It Comes About: 

'Planned; Emergent; Contingency; Choice' 

• Change Characterised by the Rate of Occurrence:  

'Discontinuous change; Incremental change; Bumpy incremental change; Continuous change; 
Bumpy continuous change' 

• Change Characterised by Scale: 

'fine-tuning; incremental adjustment; modular transformation; corporate transformation' 

He advocates use of the framework as the basis for carrying out a much-extended programme of 
empirical research to counter a problem which he identifies:- 

''While there is an ever-growing generic literature emphasising the importance of change and 
suggesting ways to approach it, very little empirical evidence has been provided in support of 
the different theories and approaches suggested'' (p.370) 

Using a somewhat simpler approach, Orlikowski (1997) distinguishes 'anticipated change', 
'opportunity-based change' and 'emergent change' in one of the early studies in her now extensive 
workon the relationship between organisational change and ICT.  

Perhaps the most politically visible type of change over recent years, often associated with 
educational change gurus like Fullan (2007), is 'transformational change'. Often used rhetorically 
in government documents as a euphemism for quality improvement, this term is contrasted with 
'transactional change' by Burke & Litwin (1992), and a key connection made with the statement:- 

'transformational change is therefore associated more with leadership, whereas transactional 
change is more within the purview of management' (p.531) 

Macreadie (1998) reduces this diversity of approaches to change (and their associated 
vocabulary) using a simplified diagram:- 

 

Pettigrew (1985) has been an early champion of the 'contextualist' approach to organisational 
research, emphasising the environment within which emergent change is taking place.  

Quoting Mintzberg (1994), a very FE-centric document (Bailey et al., 2006, p.5) from CEL, 
the FE Centre for Excellence in Leadership, situates the 'processual' approach 

'The processual perspective questions [...] whether change can be managed in such a 
structured and controlled manner, and whether formulation can be separated from 
implementation' 
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4.1 Planned Change 

Harley et al (2006, p.60) offer the resonant suggestion that:- 

'organizational change approaches have typically seen change as something done by 
management to employees' 

Here 'typically' points to the way the change process is usually treated. A need for change  is 
identified; management/government take ownership of planning the change‟s implementation 
'from the top', so overcoming the ever-present pathologic resistance to change 'from below' which 
can block „progress‟, resulting, if successful, in change moving from 'one fixed state to another' 
(Macredie et al., 1998). The academic variants of this approach can be traced back to the work of 
Lewin (originally published in the 1940s, in German, and frequently republished as in Cartwright, 
1952).  

Two popular concepts usually attributed to Lewin have become deeply embedded in change 
management thinking. First, Lewin argues (1947, p.228) that it‟s invariably possible to discern a 
pattern of 'unfreeze <> change <> refreeze' in 'changes in group standards' (not quite the same 
thing as changes in organisational culture?) This idea has been adopted in much of the extensive 
pop-management coverage of change management – exemplified by the Change Management 
Action Kit (Rye, 1996) and contemporaries like Better Change (Price Waterhouse, 1995). 
These reflect much of the Business process Re-Engineering thinking that was influential in the 
1990s (Avgerou, 2001, p.50), and emphasise an approach of top-down intervention coupled with 
manipulation of the organisational environment to steer the intended change(s) to success. 
Macreadie (1998, p.5) quotes Dawson (2003) as pointing out that:- 

'almost without exception, contemporary management texts uncritically adopt Lewin‟s 3-stage 
model of planned change [...] approach is now taught on most modern management courses' 

Second, the “force field” concept that 
Lewin wrote on frequently (for 
example Lewin, 1942) has been 
adopted widely as an aid to thinking 
about the  complex web of positive 
and negative factors which might 
combine to influence the outcome of 
some planned change initiative. 

This diagram, depicting a generic 
FE scenario, is presented as a useful 
tool for FE practitioners involved in 
quality improvement change 
projects (Owen, 2002, p.26), but with 
minimal changes it could be used for 
a variety of ILT-related situations. 

The approach is akin to the Define, 
Measure, Analyze, Improve, Control 
(DMAIC) at the heart of the Six Sigma 
Quality Initiative used in a number of 
large corporates (van Assen et al., 
2009)  and which has also been 
applied in an HE context (Raifsnider 
et al., 2004). 

In a study specifically arguing for “new ways of learning”, and of the need for UK universities to 
respond to changed expectations of government, Elton (1999, p.209) declares (classically) that:- 

“... any integrated approach to change strategies must start with the recognition, due originally 
to Lewin [..], that in any change process in a social system it is necessary to consider not only 
the forces at the point of change, but as far as possible all the forces in the system.” 
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4.2 Emergent Change 

Arguing for public sector organisations to take 
a proactive approach to managing change, 
Koehler and Thompson (2006, p.5) refer to 
Kruger‟s Change Management Iceberg Theory 
(Krüger, 1996) to warn us that 

“... leaders who are unaware of what is going 
on under the surface are setting themselves up 
for a Titanic experience. To be effective, 
change must be implemented at all levels of the 
organization in a way that maximises 
teamwork, overcomes resistance, and 
minimises the risk of failure.”  

The planned change perspective is clearly 
based on the principle that it is possible, 
desirable and necessary to deliberately set out 
to create change. 

The emergent change perspective - held by 
those believe that 'change cannot and should 
not be frozen' (Macredie et al., 1998, p.7) – and 
that change is best managed in organisations 
that have taken steps to build their capacity to 
respond to changes as they arise. 

Reinforcing the warning, By (2007) talks of organisations needing to be 'change ready' in order to 
deal with such messy emergent change and observes that:- 

'Change is unavoidable whether organizations are ready for it or not [...] it is vital for an 
organization to be change ready before attempting to implement and manage any kind of change‟ 

and elsewhere (By, 2005, p.376) provides a useful comparison of three well-known recipes for 
enabling an organisation to be ready to cope with emergent change – By‟s Table 4 'A comparison 
of three models of emergent change' is attached here in the Annex on Page 13. The comparison  
points out the overall similarities between the recipes from Kanter (1992), Kotter (1996) and 
Luecke (2003), all of which By (2007, p.4) sees as:- 

'suggestions on how to facilitate emergent change. Factors such as creating a vision and a 
sense of urgency, empowering broad based action, communicating the change vision, and 
mobilizing energy and commitment are all perceived as essential to change readiness.' 

4.3 Contingency 

Sometimes known as the 'it all depends' school of thought about organisational change, the 
contingency approach is, according to Macreadie (1998, p.9) 

'a rejection of the „one best way‟ approach taken by the majority of change management 
protagonists [...] an organisation is „contingent‟ on the situational variables it faces and therefore, 
organisations must adopt the most appropriate change management approach‟ 

and illustrates the contingency continuum with a 
simple diagram from Burnes (1996, p.197). 

Using this apparently 'common sense' approach we 
would have no difficulty recognising FE‟s big 
“unfreezing” in the 1993 incorporation, as an event 
demanding careful pre-planning ... 

... whilst building a flexible organisational culture 
would prove to be most useful in coping with the 
'unintended consequences' incorporation brought. 
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5 Information Systems Theory 

According to Barrett et al (2006, p.7), there is a real need for much more research into the role of 
ICTs in contemporary organisational change, with both organisation theorists and information 
system theorists shifting their traditional positions on the relationship between ICT and change:- 

'Given the pervasiveness and importance of ICTs and their close association with many 
aspects of contemporary organizational change, it is surprising that organizational studies 
(OS) scholars interested in change have not addressed these technologies in a more explicit 
and systematic fashion. A survey of the change literature reveals a dearth of studies that 
focus directly on the connections between ICTs and change. Where ICT-related change has 
been examined, there is implicitly a tendency to remain wedded to theories that reduce 
technology to an abstract and material determinant of work and organizational structure and 
to ignore or downplay the role of human agency.' 

At the same time we know, not least from high profile media coverage (BBC, 1999), that failure of 
IT change programme failures is not uncommon. According to Barrett et al (2006, p.9) 

'... change initiatives often fail. This may be of particular significance to the study of ICT-
related change. One estimate is that less than one third of large-scale IT projects are 
successful, whereas more than two thirds fail or are “challenged”' 

Laurillard (2008, p.34) argues that 'education has not had the spectacular and costly IT failures of 
the other big public sector department' However she asks the question, echoing the mostly 
unwritten worries shared amongst many of us closely involved (Gray, 1981) in UK ILT initiatives 
over the years, 'Why has there been so little transformation?' (p.14). Given the scale of public 
investment, and the aspirations for IT-led educational transformation, this represents a different, 
and arguably just as serious, kind of IT failure. 

Perhaps educational innovators haven‟t had sufficient clarity about just what they wanted to 
achieve with ICT. Setting out its principles of institutional transformation with technology, the NLII 
Task Force on Institutional Readiness (Twigg, 2000) provides a checklist of questions about the 
potential for technology-led institutional transformation:- 

• What is the nature of institutional transformation in the context of a radically altered social 
and technological environment? 

• What can be learned from the change management, benchmarking, and best practice 
experiences of complex organizations that might inform similar attempts in higher 
education? 

• What “readiness criteria” should be satisfied before launching broad-scale institutional 
change involving information technology? 

• What is the nature and process of self-assessment that should be conducted in order to 
evaluate the institution‟s current state of readiness? 

And what do we understand of the particular role ICTs play in change, transformative or 
otherwise?  In their paper 'The Magic Bullet Theory in IT-Enabled Transformation'  Markus and 
Benjamin (1997, p.55) ask the questions:- 

'Why, then, do so many organizations fail at IT-enabled transformation? What can line 
executives and IT specialists do to increase the odds of success?' 

and answer by pointing to a gulf often observed between organisations‟ IT users and IT specialists 

'In order to successfully implement change, both line managers and IT specialists must give 
up their belief in the magical power of IT. The hard reality of IT-enabled transformation is that 
change is everyone's job.' 

This gulf of understanding and shared perspective can, explaining the 'Magic Bullet' epithet, 
„lead IT specialists [to] erroneously believe in the magic power of IT to create organisational 
transformation' (Macredie et al., 1998, p.9) – and, at least initially, for IT users to believe them!  

IS theorists have adopted a rather determinist approach, failing to recognise the full significance of 
contextual/social factors, whilst users (and non-IS researchers) have underestimated the unique 
role of the ICTs. Both, Orlikowski (2007, p.1444), are 'entangled with emerging sociomaterialities'. 
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6 Implications For The ReMIT Research 

The ReMIT research is, quite apart from its role as the empirical element of my MPhil/PhD work, 
intended to contribute to purposeful action in GFE colleges. The OCI literature can support 
ReMIT‟s 'purpose', as positioned within the typology of 'intellectual projects' offered by Wallace et 
al (2007, p.17), by providing the range of key perspectives sampled in the preceding sections. 

ReMIT‟s approach best fits the “Knowledge for Action” descriptors in the table above. Though not 
necessarily involving action research per se, work with such a profile at its core will tend to focus 
on the question “How effective are actions to improve practice?” and will seek to gain 
generalisable insights that might influence development of policy and practice.  

An important guideline to emerge from this OCI literature profile is prompted by Barrett et al (2006, 
p.14) with their prioritisation of 'situated analysis of technologies in practice' as the direction for 
future research in the IS research community. What does this mean for ReMIT? 

 Barrett‟s 'situated analysis' term is used 
within his discussion of 'The Pendulum Swing 
Between Materiality and Agency': 'Situating 
the analysis' for ReMIT – in the case study 
activities, in the construction and use of 
survey instruments, and the subsequent data 
analysis – will rest critically on:- 

¶ constantly being aware of the 
sociomaterial context associated with the 
existence of 3 dominant stakeholder 
cultures identified by Ford et al (1996) 

¶ seeking to identify where ICTs bring 
unique elements to colleges‟ 'socio-
material assemblages', Orlikowsi (2007).

Intellectual 
Project 

Rationale Typical Mode of 
Working 

Value Stance Typical Question 

Knowledge for 
Understanding 

Understand 
through theory 
and research 

Social science-
based basic 
research and 
theory 

Disinterested 
towards policy 
and practice 

What happens 
and why? 

Knowledge for 
Critical Evaluation 

Evaluate through 
theory and 
research 

Social science-
based basic 
research and 
theory 

Critical about 
policy and 
practice 

What is wrong 
with what 
happens? 

Knowledge for 
Action 

Inform policy 
makers through 
research and 
evaluation 

Applied research, 
evaluation and 
development 
activity 

Positive towards 
policy and 
improving 
practice 

How effective 
are actions to 
improve 
practice? 

Instrumentalism 
Improve practice 
through training 
and consultancy 

Designing and 
offering training 
and consultancy 
programmes 

Positive towards 
policy and 
improving 
practice 

How may this 
programme  
improve 
practice? 

Reflexive Action 

Improve own 
practice through 
evaluation and 
action 

Action research, 
basing practice on 
evidence 

Critical of 
practice, positive 
about improving 

How effective is 
my practice, 
how may I 
improve it? 
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7 Annex A : Cross-Mapping of Widely-Used Recipes for Managing Emergent Change 

From (By, 2005, p.376), 'Table 4. A comparison of three models of emergent change' 

Kanter et al.‟s Ten  Commandments for  
Executing Change (1992) 

Kotter‟s Eight-Stage Process  for Successful 
Organisational  Transformation (1996)   

Luecke‟s Seven Steps (2003)   

1) Analyse the organisation and  its need for 
change  

 1)  Mobilise energy and  commitment through joint  
identification of business  problems and their  solutions  

2)  Create a vision and a common  direction  3)  Developing a vision and  strategy  
2)  Develop a shared vision of  how to organise and  
manage for  competitiveness  

3)  Separate from the past    

4)  Create a sense of urgency  1)  Establishing a sense of  urgency   

5)  Support a strong leader role   3)  Identify the leadership  

6)  Line up political sponsorship  2)  Creating a guiding  coalition   

7)  Craft an implementation plan    

8)  Develop enabling structures  5)  Empowering broad-based  action   

9)  Communicate, involve people  and be 
honest  

4)  Communicating the  change vision  
 

10)  Reinforce and institutionalise  change  8)  Anchoring new approaches  in the culture  6)  Institutionalise success  through formal policies,  
systems, and structures  

 6)  Generating short-term wins   

 7)  Consolidating gains and  producing more change   

  4)  Focus on results, not on  activities  

  5)  Start change at the  periphery, then let it spread  to 
other units without  pushing it from the top  

  7)  Monitor and adjust  strategies in response to  
problems in the change  process  
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8 Annex B : Likert Profile of Organisational Characteristics 

 For each question below, please place an  X  in one of the 15 boxes provided, 
according to where on the continuum you see the college. 

1. How much 

confidence is 

shown in staff? 

None Minimal Substantial Complete 

                    

2. How free do 

staff feel to talk 

to managers 

about job? 

Not at all Not very Rather free Fully free 

                    

3. Are staff ideas 

sought, and 

used if worthy? 

Seldom Sometimes Usually Always 

                    

4. What use is 

made of fear, 

threats, 

punishment, 

rewards, 

involvement? 

Fear threats and 

punishment, 

sometimes 

rewards 

Rewards, some 

punishment 

Rewards, some 

punishment, 

some 

involvement 

Involvement, and 

rewards according to 

group 

                    

5. Where is 

responsibility 

taken for 

achieving 

organisational 

goals? 

Mostly at the top Top and middle Fairly general At all levels 

                    

6. How much 

cooperative 

teamwork 

exists? 

None Little Some Great deal 

                    

7. What is the 

direction of 

information 

flow? 

Downward 
Mostly 

downward 
Down And Up 

Down up and 

sideways 

                    

8. How is 

downward 

communication 

accepted? 

With suspicion 
Possibly with 

suspicion 
With caution 

With a receptive 

mind 

                    

9. How accurate is 

upward 

communication

? 

Often wrong 
Censored, for 

the boss 
Limited accuracy Accurate 

                    

10. How well do 

managers know 

problems faced 

by staff? 

Know little Some knowledge Quite well Very well 

                    

11. At what level 

are decisions 

made? 

Mostly at top 
Policy at top, 

some delegation 

Broad policy at 

top, more 

delegation 

Throughout, but well-

integrated 

                    

12. Are staff Not at all 
Occasionally 

consulted 

Generally 

consulted 
Fully involved 
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 For each question below, please place an  X  in one of the 15 boxes provided, 
according to where on the continuum you see the college. 

involved in 

decisions 

related to their 

work? 

                    

13. What does 

decision-

making process 

contribute to 

motivation? 

Nothing, often 

weakens it 
Relatively little 

Some 

contribution 

Substantial 

contribution 

                    

14. How are 

organisational 

goals 

established? 

Instructions 

issued 

Instructions, 

some comments 

invited 

After discussion 

by others 

By group action 

(except in crisis) 

                    

15. How much 

covert 

resistance to 

goals present? 

Strong 

resistance 

Moderate 

resistance 

Some resistance 

at times 
Little or none 

                    

16. How 

concentrated 

our review and 

control 

functions? 

Highly at top 
Relatively highly 

at top 

Delegation to 

lower levels 
Quite widely shared 

                    

17. Is there an 

informal 

organisation 

resisting the 

formal one? 

Yes Usually Sometimes 
No, same goals as 

formal 

                    

18. What are cost, 

productivity 

and other 

control data 

used for? 

Policing 

punishment 

Reward and 

punishment 

Reward, some 

guidance 

Self-guidance, 

problem solving 

                    

 

As used by Ralph (1995, p.583-590)
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9 Index & Glossary 

Becta 
British Educational Communications 

Technology Agency, the government‟s 
strategic partner for the development of 
policy and support of good practice in the use 
of educational technology in all education 
sectors, 2, 3 

BPR 
Business Process Re-Engineering, 4 

CIPD 
Chartered Institute of Personnel and 

Development, 6 
e-learning 

A term defined in many slightly different ways. 
In the FE sector e-learning is often used 
synonymously (and inaccurately) with the 
term ILT, Information & Learning 
Technology, 2 

e-readiness 
A concept used to describe an organisation that 

is using technology optimally to pursue its 
objectives, 3 

A concept which is related to e-maturity but 
which emphasises putting  the organisation‟s 
needs for technology at the centre of 
consideration rather than the technology 
itself, 3 

e-ready 
A term that could be applied to an organisation 

in which information technology is being used 
optimally to pursue its objectives, 3 

FE 
Further Education, used in this document to 

refer to the colleges, GFEs and SFCs, 
funded by the LSC in England, 3, 4, 6, 7, 8, 
9, 10 

FEDA 
Further Education Development Agency, 

created to support the professional 
development of FE staff and managers, 
responsible for the QUILT development 
programme that emerged from the LTC 
Report recommendations, 4 

FEFC 
Further Education Funding Council, created in 

1992 as a shadow body to prepare to fund 
the new FE sector in England created by the 
incorporation of colleges from 1

st
 April 1993, 

4 
Further Education Funding Council, created in 

1992 to fund the new FE sector in England 
created by the incorporation of colleges, 4 

FfE 
Framework for Excellence, a performance 

monitoring environment, piloted in 100 

colleges 2007/8 and extended to all colleges 
2008/9, 6 

GFE 
General Further Education, the descriptor which 

is applied to LSC-funded colleges that have 
the broad curriculum profile and wide age 
range of students characteristic of FE 
colleges, 3, 12 

Harnessing Technology 
UK government‟s national e-strategy for 

schools, colleges and universities 1995, 2, 3 
HE 

Higher Education, a term used universally but 
meaning somewhat different things in 
different geographies, 4, 9 

ICT 
Information and Communications Technology, 

2, 3, 4, 8, 11 
ILT 

Information and Learning Technology, a term 
used in UK colleges to include all the 
activities that involve the use of ICT in the 
operation of the college. A holistic term, 
related to the MLE concept, 2, 9, 11 

LSC 
Learning and Skills Council, responsible for 

planning and funding of the Learning and 
Skills Sector of the English education & 
training system, 6 

LTC 
Learning and Technology Committee, better 

known in FE circles as the Higginson 
Committee - set up by FEFC in 1993 to 
explore the potential uses of IT in FE, 
published its report January 1996, 4 

NLII 
National Learning Infrastructure Initiative, an 

Educause programme encouraging IT-
enabled learning in the US, 11 

NSC 
Newark & Sherwood College, small market 

town college merged into Lincoln College 
2007 when efforts to create a „Newark 
solution‟ to the town‟s post-compulsory 
education needs were abandoned, 7 

OCI 
Abbreviation used by John Gray‟s ReMIT 

research for the Organisation theory <> 
Change theory <> Information systems 
theory research field, 2, 4, 12 

ReMIT 
Researching e-Mature Institutional Themes, the 

label for John Gray's PhD research on FE e-
readiness, 2, 3, 4, 6, 12 
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