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ABSTRACT

There are many best practices frameworks and international standards such as CobiT (Control 
Objectives for Information and Related Technology), ITIL (Information Technology Infrastructure 
Library) TOGAF, and ISO/IEC 38500:2015 which are available in the industry. Conversely, the 
growing use of frameworks and standards has its own challenges and difficulties. Organisations find 
it very challenging to tailor standards and frameworks to suit their specific requirements. Another 
challenge for organisations is how to choose a framework/s that best suits their organisational needs. 
Some of the organisations either select inappropriate frameworks or adopt more than one framework. 
Such decisions have not helped matters, but have instead increased the complexities, which have 
an impact on IT’s time to respond to organisational needs, time to market, as well competitiveness, 
which it is expected to support and enable. This study therefore examines the factors which influence 
and drives organisation to the confused state, in the selection and implementation of IT governance 
frameworks. To contextualise the study, a telecommunication company in South Africa was used as a 
case. The diffusion of innovation theory was employed as lens, in the analysis of the qualitative data. 
Based on the findings, which include knowledge sharing, environmental assessment, organisational 
culture, communicative approach and training, a framework was developed. The framework is intended 
to guide an organisation in the selection and deployment of IT governance framework, in terms of 
understanding the influencing factors.
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INTRodUCTIoN

Many organisations struggle with decisions about the use of organisational processes, and managing 
IT resources and capabilities. As a result, approaches, such as IT governance is employed for guidance. 
Gillies and Broadbent (2005) argue that IT governance is a process that is used to make decisions 
about IT capital spending in respect of: how decisions are made, who make the decisions, who is 
held accountable, and how the results of decisions are measured and monitored.

IT governance (ITG) enables IT and business strategies to be better aligned, ensuring that IT 
is accountable, control systems are in place and IT risks are managed. In Mårten, Lagerström and 
Johnson’s (2008) argument, the objectives of IT governance are to support and enable business, in 
order to realise the internal effectiveness of the organisation. IT governance is the decision rights 
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and accountability framework for encouraging desirable behaviour in the use of IT artefacts (Weill & 
Ross, 2004). Thus, ITG focuses on managing and use of IT to realise corporate performance objectives 
while considering the wider corporate governance principles (Ross, Weill, and Robertson, 2006: 
121). IT governance is, therefore a subset of corporate governance. The International Organisation 
of Standardisation and International Electrotechnical Commission (ISO/IEC) 38500:2015 defines 
governance of IT as a subset or domain of organisational governance, or corporate governance (ISO, 
2015). Through the implementation of IT governance, organisations have the internal controls that are 
needed to meet the fundamental guidelines of many of these codes of practice. Mohapi and Njenga 
(2012) describes IT governance frameworks as being useful because they help to plan the objectives 
of an IT organisation in line with best practice.

There are a number of standards, tools, and frameworks that are available to govern and sustain 
IT services (Sahibudin, Sharifi & Ayat, 2008). According to Robinson (2005), organisations have 
benefitted in their endeavours to implement IT governance by drawing from various industry-standard 
best practice frameworks. However, Robinson (2005) cautions organisations that the standards 
and frameworks are not ‘plug-and-play’ and will not mysteriously implement IT governance in an 
organisation.

Implementing IT governance does not necessarily need to follow a specific pattern, and can be 
a combination of various frameworks to create a broader IT governance structure. These frameworks 
are continuously being changed in order to supplement and combine lessons learned to achieving 
better compatibility. Holtsnider and Jaffe (2007) are of the view that if these frameworks are applied 
thoroughly in an organisation, they would result in a well-defined implementation of IT governance. 
Amongst the main and most commonly adopted frameworks are COBIT, ITIL, ISO/IEC 17799/27002 
and TOGAF (Simonsson and Johnson, 2006; Niemann, Eckert, Repp, & Steinmetz, 2008).

While the researcher was cognisant of COBIT 5 released in April 2012; this study focused on 
COBIT 4.1. This study helps us to gain better understanding on why organisations deploy multiple IT 
governance frameworks. It was not intended to draw comparisons among the existing IT governance 
frameworks. The reminder of the articles in divided into four sections.

IT GoVeRNANCe FRAMewoRKS

There are various IT governance standards and frameworks, slightly defined differently. The definitions 
have an impact on understanding and interest from organisations’ perspectives. Brown (2006) defines 
IT governance as governing the crafting and execution of the IT strategy and ensuring that it is aligned 
with the business strategy. Ross et al., (2006, p. 121) states that IT governance can be regarded as 
decision rights and accountability framework for encouraging desirable behaviour in the use of IT. 
Along the same line of viewpoint, De Haes and Van Grembergen (2009) states that IT governance 
is the organisational capability employed by the board, executive management and IT management 
to control the crafting and implementation of IT strategy and in this way, making sure business and 
IT are aligned.

In 2003, the Gartner Group Inc. argues from a professional perspective that IT governance is the 
processes that ensure the effective and efficient use of IT in enabling an organisation to achieve its 
goals. IT governance stipulates the decision rights and accountability framework to inspire desired 
behaviour in the use of IT (Shivashankarappa, Dharmalingam, Smalov, & Anbazhagn, 2012; Clementi 
& Carvalho, 2006). Senior management must take control of IT governance, assure that the business 
has effective IT governance, and integrate it into the corporate governance and legal frameworks. IT 
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governance guides in defining architecture, infrastructure, and applications managing investments 
using an IT portfolio management process.

The primary focus of IT governance is two-fold; firstly for IT to deliver value to business and 
secondly to mitigate IT risks. The first aspect focuses on the strategic alignment of IT with business, 
while the second focuses on entrenching accountability into the organisation. Both of these aspects 
need to be sustained by the right resources and measured to ensure that desired outcomes are achieved 
(ISACA, 2008). IT governance consists of five main domains, which are drivers for stakeholder value 
creation. IT value delivery and risk management are outcome based and look at delivering value to 
stakeholders. IT strategic management, IT resource management and performance measurement are 
the driving forces of IT governance (Liell-Cock, Graham & Hill, 2009).

As shown in Figure 1, Abu-Musa (2007) describes the five domains of IT governance as follows:

1.  IT Strategic alignment is concerned with aligning IT goals with business goals;
2.  IT Value delivery focuses on optimizing expenses and providing value of IT;
3.  Risk Management ensures that major IT risks are understood and managed appropriately;
4.  IT Resource Management relates to optimization of knowledge and infrastructure; and
5.  Performance Measurement draws metrics from IT goals and objectives aligned with organisational 

goals.

In Ndilula’s (2008) view, IT governance usually arises at different levels: team leaders are 
reporting to and receiving direction from their managers; managers are reporting to executives; and 
executives to the board of directors. The proposed IT governance process in Figure 2 shows how the 
set objectives and IT activities are communicated (ISACA, 2007).

Implementing IT governance is not always a smooth road to travel as it does come with some 
challenges. In most cases where sound IT governance practices are introduced, some level of resistance 
is encountered. One of the biggest challenges remains the commitment of senior management and 
it is therefore important that IT governance is part of their strategic vision and that their support 
is sustained. Lapão (2011) argues challenges such as lack of qualified employees, lack of project 
management methods, distorted IT budget allocation, and unstable IT operational management, and 

Figure 1. IT governance domains (ISACA, 2005)
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lack of IT strategy and management guidance are often observed. Other challenges include lack of 
communication and change of management. Ali and Green (2012) argues that organisations with 
ineffective IT governance will experience unsatisfactory performance of IT resources, which can 
result in incorrect information quality, wasteful operating costs, indefinite IT projects, and even 
closure of the IT department.

ReSeARCH MeTHodoLoGy

Different methods, approaches and techniques were selected for the study. This includes strategy 
(qualitative research method); design (case study research approach); and data collection (semi-
structured interview technique). In the data analysis, the diffusion of innovation was employed as a lens.

In order to be more specific, and within context, in the goal to better understand why multiple IT 
governance frameworks are implemented in organisations, the case study approach was employed in 
the study. The research question was therefore: what are the factors which influence the deployment of 
IT governance framework in organisations? Yin (2003) and (2013) describe the case study approach 
as “an empirical inquiry that investigates a contemporary phenomenon within its real-life context. The 
case study approach is helpful in examining the why, how and what questions (among the question 
series of: who, what, where, how and why (Moon, 2007). KenBako ICT, a South African organization, 
was selected as the case in the study. The organisation was selected mainly because of two reasons:

1.  Content: It was one of the three organisations known to us, within the proximity of the researchers, 
in South Africa that did deploy multiple IT governance frameworks at the time of this study;

2.  Accessibility: Of the three organisations that were approached, KenBako was the only one who 
could grant the researchers access, for the study.

Figure 2. Proposed IT governance process (ISACA, 2005)
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The semi-structured interview technique was used in the collection of qualitative data. This 
was primarily to gather and understand the subjective views and opinions of the various actors 
that were involved in the decision making process, in the deployment of multiple IT governance 
frameworks. According to Creswell, Klassen, Plano Clark and Clegg Smith (2011), a significant 
strength of qualitative research method is its focus on the perspectives and meaning of human lives 
and experiences. In Rabinet’s (2011) argument, the semi-structured interview technique consist of 
several key questions that help to define the areas to be explored, but also allow the interviewer or 
interviewee to deviate in order to pursue an idea or response in more detail.

Some of the questions which were used in the data collection include the followings: what are 
the factors which influence the deployment of IT governance frameworks? Who are the actors that 
are involved in the deployment of IT governance? Why and how were those actors involved? A total 
of nine employees at both senior and junior levels were interviewed. The chief information officer 
(CIO) at KenBako introduced the researchers to the employees and requested cooperation from the 
interviewees.. The CIO also assigned one of the senior IT managers to facilitate appointments with 
the identified employees. The interviewees consisted of managers and other employees. In total, nine 
(9) participants were interviewed. The number of interviewees was reached heuristically, at point 
of saturation. According to Iyamu (2015), saturation is a point where no new information was forth 
coming from the interviewees. Identification and selection of the interviewees was based on two 
factors, Knowledge and Availability:

1.  Knowledge: Employees were selected based on their knowledge of the organisation, as well as 
the subject of the interview;

2.  Availability: It was difficult for the researchers to have access to some of the employees. The 
interviewees were labelled from KB00 to KB08, for confidentiality purposes.

overview of the Case (KenBako)
As at the time of this study, the IT division at KenBako, provides services to the entire organisation, at 
both local and internationally based users, through its four main departments, namely, IT Governance 
& Audit, IT Infrastructure, Knowledge Management and IT Service Desk. The IT division has about 
375 employees as at the time of this study, in 2014.

KenBako ICT is a state owned agency, which is primarily responsible for overseeing the 
broadcasting, telecommunications, postal and IT sectors of South Africa. The organisation is 
constituted of eight divisions, such as IT, Governance & Administration, National Commission and 
International Affairs. The divisions are geographically spread in the country.

One of the aims of IT was to foster a robust and reliable, secure and affordable ICT infrastructure 
that supports and enables the provision of a multiplicity of applications and services. These services 
are provisioned through a defined structure and associated IT processes aligned to the Public Service 
ICT Governance Framework, King III code and ISO 38500 standard. There were many committees in 
the IT Division, of which one of them was the IT steering committee (IT SteerCom). The IT SteerCom 
was established to review and provide oversight on information technology-based issues across the 
organisation. Headed by the chief information officer (CIO) the IT SteerCom consists of stakeholders 
who have decision making authority from the different business units within the organisation.

Underpinning Theory: diffusion of Innovations
Diffusion of Innovations (DoI) was selected to underpin the study, meaning it was used as lens to 
guide the analysis of the data. The theory was selected primarily because of its tenets, knowledge, 
persuasion, decision, implementation and confirmation, which focuses on diffusing innovation. It also 
allows the researchers to subjectively gain better understanding on why things happen in the way that 
they did, in the selection, implementation and management of IT governance frameworks. According 
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to Rogers (2003), DoI seeks to explain the processes and factors that influence the adoption of new 
innovations and sees innovations as being communicated through certain channels over time and 
within a particular social system. Individuals are seen as possessing different degrees of willingness 
to adopt innovations thus it is generally observed that the portion of the population adopting an 
innovation is approximately normally distributed over time (Rogers, 1995). Rogers (2003) explains 
DoI as the adoption of an innovation based on the perceived attributes of an innovation, the social 
system in which the innovation is diffusing, communication channels, and the length of time the 
innovation has been around.

A concept or a process is an innovation if the adopters see it as new (Chigona and Licker, 2008). 
In reality, an innovation does not have to be new, it only needs to be seen as new by the prospective 
adopters. Though the concept of IT governance may not be seen as new in some organisations, it is 
a new concept in many organisations.

Communication Channels
The innovation-decision process from the perspective of the Diffusion of Innovations theory was 
employed to analyse data. Rogers (2003) states that the innovation-decision process involves five 
stages. Figure 3 depicts the five stages of the innovation-decision process, which typically follow 
each other over time. The stages are briefly described below.

The innovation-decision process is regarded as a process that happens while individuals take 
part in a series of activities related to decisions (Rogers, 1995):

• Knowledge occurs when individuals are aware of the innovation and gain understanding of its 
intents;

• Persuasion is when individuals or management show positive or negative behaviour toward the 
innovation;

• Decision indicates when the individual or unit decides to adopt or reject the innovation;
• Implementation occurs when the individual or unit decides to use the innovation;
• Confirmation occurs when decision makers confirm or reject their decision to adopt the innovation.

Figure 3. Diffusion of innovations (Rogers, 2003, p.163)
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This research draws on the DoI theory in order to gain a better understanding of why more than 
one IT governance framework are used to implement IT governance in organisations.

dATA ANALySIS

The five stages of the DOI innovation decision process were employed in the data analysis, namely 
knowledge, persuasion, decision, implementation and confirmation (Rogers, 2003).

Innovation-decision Process: Knowledge
Data and information are essential in the selection and implementation of IT governance frameworks. 
However, it is the relevant knowledge and the skills that are used to decide which IT governance 
frameworks to select and adopt that are very influential. This makes sharing of such or related 
knowledge to be critical, and of huge benefit to individual and the organisation at large.

Data collected by the organisation through assessment plays an important role in deciding which 
IT governance frameworks to implement. Although such data has a purpose, it might have little or 
no relevance unless converted into the information required to empower IT management to make an 
informed decision as to which IT governance frameworks to select and deploy. Hence such data should 
be shared, for the purposes of critical review and sense making, thereby enriching knowledge. IT 
management has to make sense of the overwhelming amount of information through contextualising 
and condensing data in a summarised form to be more concise and eliminating unnecessary depth, 
thus making information more applicable and useful. As the IT management team interacts with other 
teams, such as the top management and staff, new knowledge is created at the organisational level. 
Thus, knowledge is information that is contextual, relevant and actionable.

The essence of acquiring IT governance frameworks in this organisation was three-fold: firstly, 
to facilitate the selection and adoption of IT governance frameworks; secondly, to train all IT staff 
in order to equip them with the skills and capacity , in the implementation and deployment of the 
frameworks; and thirdly, to provide a platform where knowledge about the implementation and 
deployment of IT governance frameworks is shared.

In addition, relevant to the organisation’s setting was the knowledge the IT management obtained 
from the Information Technology Policy Framework Council, which maps how best practice for IT 
governance frameworks within which public organisations are to be implemented and deployed. The 
CIO, a member of this council provided insightful details:

We have developed a public service governance of enterprise IT policy framework; the idea was to 
see if we can adopt a similar framework to govern IT in our organisation. The concept was informed 
by perhaps a mixture of different governance frameworks, which we have customised for the public 
organisations. (KB00, p. 1)

Equipped with the knowledge obtained from both the outcome of an assessment and the IT 
Policy Framework Council, IT management made a decision to train all IT employees, including IT 
management, on the selected frameworks in preparation for the implementation and deployment of 
these frameworks. According to one of the managers, “We have adopted one of the IT governance 
frameworks and almost everyone in IT including our staff went for training (KB03, p. 25).”

Influential actors can have either positive or negative effects on the organisation. Employees 
sometimes act unwillingly to share their knowledge with others as they consciously believe that stock 
of knowledge help them gain influence over colleagues and counterparts. Those who acclaimed to 
have stock of knowledge can either influence the others to oppose and resist the implementation of 
IT governance framework or to embrace and support it.



Information Resources Management Journal
Volume 30 • Issue 3 • July-September 2017

33

The findings showed that at KenBako, employees in IT, both management and staff, shared 
information and knowledge with other staff in the organisation. The organizational culture promotes 
sharing of information, which makes acquisition of knowledge more effective. Although knowledge 
sharing is not compulsory at KenBako, it is encouraged and facilitated through defined structures 
and platforms. As echoed by one of the interviewees: “Seeing that it is not compulsory for staff 
members to share knowledge we have committees and it is their responsible to ensure and solicit 
inputs from staff members. This is how we get people involved, share knowledge at platforms such 
as communities of practices (KB05, p. 35).”

As a result, the undertaking for both IT management and staff at KenBako ICT was to persuade the 
rest of the organisation to embrace and support the deployment and implementation of IT governance 
frameworks. The data analysed in the knowledge stage of this study found two critical factors namely, 
assessment of environment and training.

Innovation-decision Process: Persuasion
Change affects many people in the organisations. Thus, understanding and encouraging the 
commitment levels that is required within the organisation can affect the success of innovative project. 
This was acknowledged at KenBako ICT and the IT management were proactive in identifying those 
who were strongly opposed and resistant to innovation, from IT governance perspective, and those 
who would understand the need for it and welcome it. This was explained by some of the interviewees, 
a particular reference to: “Involvement from many people in the organisation even top management 
was lacking (KB01, p. 17) and (KB03, p. 24)”.

IT management therefore focuses on how to influence both managers and other staff members, to 
accepting the innovation in order to facilitate the implementation process of IT governance. According 
to one of the interviewees: “Top management must be involved, if top management speaks the IT 
governance language it becomes very easy at the lower levels to talk about it. (KB06, p. 39).”

The data indicated that resistance to change was a prevailing factor in the organisation. Even 
some of the employees who had been trained on IT governance frameworks were reluctant during the 
implementation. One interviewee explained: “People were trained but resist because they don’t want 
to change their ways of doing things; others are challenged with technology and were not comfortable 
to ask for assistance (KB01, p. 18).”

After identifying who needed persuading, IT management had to ensure the availability of a 
medium to communicate to ensure the targeted audience understood the objectives and the desired 
benefits of implementing IT governance frameworks and the impact it would have on their daily 
operations.

The success or failure of implementing IT governance frameworks in the organisation was highly 
dependent on the communication methods used to persuade those employees who neither completely 
support the adoption and deployment of IT governance frameworks and those who completely oppose 
it. Workshops and surveys were among the methods used to communicate to employees the rationale 
for selecting certain IT governance frameworks and the action plan outlining the deployment and 
implementation activities. According to one of the IT governance officers, “Besides the workshops, 
we went a step further by conducting online surveys, based on the IT governance frameworks. We 
highlighted the business objectives and requested the respondents to indicate which objectives should 
be prioritised (KB06, p. 43).”

Information sharing to overcome communication barriers in the organisation during deployment 
and implementation of IT governance frameworks assist employees during the decision-making 
process to support the innovation. The data analysis during the persuasion stage found one critical 
factor, communication approach.
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Innovation-decision Process: decision
Decisions are frequently made in an organisational setting and key decisions need to be made about 
an organisation’s processes, people and technology. When making these decisions, people weigh the 
positives and negatives of each option and consider all the alternatives. Important decision-making 
is usually entrusted to the organisation’s management, and internal and external statutory bodies.

In the case of KenBako ICT, due to compliance issues with IT governance, a decision was made 
by an external statutory body, the IT Policy Framework Council, to adopt and deploy certain IT 
governance frameworks within the public organisation’s settings. According to one of the interviewees, 
“The decision to adopt IT governance frameworks was informed by qualified audit findings against 
IT department across the country (KB05, p. 36).”

In addition, an assessment was conducted on the IT governance maturity of the organisation. This 
also informed the decision to adopt and select certain IT governance frameworks. An interviewee 
stated: “It was an outcome from the assessment that was conducted for IT governance; we do not have 
IT governance frameworks to implement problem management and incident management processes 
(KB03, p. 26).” Data indicated that the internal statutory body within the organisation was uncertain 
whether to endorse the decision to deploy and implement the IT governance framework, thus not 
exercising their responsibilities. As indicated by the CIO: “One issue I have with the IT steering 
committee is that people are not likely to make decisions (KB00, p. 10).”

Once the decision had been made to select and deploy IT governance frameworks in the 
organisation, the decision was communicated to both IT management and staff. Although the decision 
was communicated and awareness campaigns were conducted, some employees remained uncertain 
about the decision. Some of the IT managers explained:

We met as IT management and we discussed these frameworks. We have attended training and there was 
an awareness campaign, but I do not know what informed the decision to select these frameworks. The 
employees were also uncertain about the decision to attend training on IT governance. (KB02, p. 22)
They (management) said IT people must attend training on IT governance framework, because we 
are in the same environment and we want as a group to learn about IT governance framework. It was 
not my decision it was a management decision everyone in IT had to attend training. (KB08, p. 50)

As at the time of this study, some of the employees however were fully in favour of the process 
and decided to initiate a project to implement IT governance frameworks in their sections. The 
critical factors found during the decision stage were organisational culture and knowledge sharing. 
KenBako ICT had undertaken to deploy and implement the selected frameworks thus leading to the 
implementation stage.

Innovation-decision Process: Implementation
The deployment and implementation of IT governance frameworks is a protracted process and 
while there are similarities between various organisations, there are many variances and disparities. 
Implementing and deploying IT governance frameworks is not easy and the team managing the project 
have to make difficult and unpopular decisions in the interest of the organisation and its employees. 
Top management active involvement in the implementation process of IT governance frameworks and 
offer constant feedback, support and resources (technical and non-technical factors, such as financial 
and human resources) to the team that are involved was important.

Implementing good IT governance is almost impossible without engaging an effective governance 
framework. Best practices and standards are available to underpin governance. However, frameworks, 
best practices and standards are useful only if they are adopted and adapted effectively. As explained 
by the IT governance officer:
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… when you develop an IT governance framework you would not necessarily look at one framework. 
There are different areas that you have to look into, although we using COBIT as an implementation 
framework, we have also adopted and adapted certain part of the ITIL framework especially for IT 
service management. We have also adopted and adapted certain parts of both PMBOK and Prince 
2. (KB06, p. 38)

The findings showed that the implementation of IT governance frameworks at KenBako ICT 
became a long drawn-out process due to bureaucracy. One of the interviewees explained: “First of 
all when we start to implement any process, we need a policy that informs the process. The head of 
IT governance draw up the policy, it will go to the CIO, then to the CFO and to the director general 
and then to the head of the organisation, it is a process to do all this (KB02, p. 22).

At KenBako ICT, provision was made to train only IT employees on IT governance frameworks. 
Irrespective, employees at KenBako ICT held different opinions with regards to the implementation 
of IT governance frameworks. According to one of the interviewees, “One of the things we have done 
so far as part of the implementation is the development of the SLA’s, establishment of the IT steering 
committee, development of IT procedures and policies (KB06, p. 40).” While another employee 
asserted that: “Management are working on the implementation of the IT governance frameworks 
and we need to attend a follow up course (KB02, p. 22).”

While some employees were of the view that IT governance frameworks had been implemented, 
others disagreed. The logical step will be to test this, thus validating and verifying the use of the 
frameworks. The confirmation stage in the next section aids in testing the accuracy or inaccuracy 
of these statements.

Innovation-decision Process: Confirmation
Crucial steps in the confirmation stage are acceptance that the IT governance frameworks that were 
selected fit the environment, and that they are of benefit to the organisation. The initial parts leading 
to the acceptance stage was explained by one of the interviewees: “… luckily when I introduced it 
I had an understanding. It made it easier for me to persuade and accommodate other employees. I 
explained to them the rationale why the IT governance frameworks were adopted, the benefits, etc. 
(KB04, p. 33).”

The organisation acknowledged that IT governance frameworks were being used by some of the 
employees and that there was a need to persuade others to use it. One of the interviewees who alluded 
to the adoption of the frameworks stated: “Subsequent to implementing policies and procedures 
people started using them and understand the reasons why they have to adhere to them, coupled 
with this is accountability (KB06, p. 42).” Another interviewee argued that some of the employees 
in the user community (non-IT staff) rejected the use of the frameworks and bypassed the process: 
“…educate the users that there are processes to be followed if they require a service such as logging 
a call via the IT Helpdesk. A lot of user bypass the IT Helpdesk and ask the technicians directly to 
assist them (KB01, p. 17).”

Seemingly, the IT governance frameworks are fully adopted within the IT environment and 
are used to the extent that the one manager confirmed adding it as key performance activity to the 
balance scorecards of the employees in his section. According to this interviewee, “The use of the 
IT governance frameworks policies and processes is a KPA on their performance contract; hence 
they have adopted it (KB04, p. 32).”

FINdINGS ANd dISCUSSIoN

The use of the DoI from the perspective of innovation-decision process as a lens to analyse the data, 
helped us to exhume some critical factors that were subjectively discussed. The factors include 
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knowledge sharing, environmental assessment, organisational culture, communicative approach and 
training. Thus, Figure 4 depicts the factors that have been found to influence and have an impact 
on the selection, implementation and management of IT governance frameworks at KenBako ICT. 
The factors have been categorised into technical, which include knowledge sharing and environment 
assessment, and non-technical, which are organisation culture, communication approach and training.

Knowledge Sharing
Knowledge sharing is about extending knowledge management to business processes i.e. policies, 
processes, procedures and unwritten rules. This therefore creates an environment that promotes 
standardisation, simplification and sharing of knowledge. Thus, knowledge sharing was supposed 
to enable and guide the process of selecting, implementation and management of IT governance 
frameworks in the organisation.

Sharing and managing knowledge in an organisation has both advantages and disadvantages. 
It is advantageous in the sense that a knowledge management process will encourage and facilitate 
knowledge sharing in an organisation. Although KenBako ICT made the effort to provide training for 
their employees, the organisation had experienced difficulty in providing a platform for knowledge 
to be shared and easily accessible to employees if they wished to find relevant information on IT 
governance frameworks. At the time of the study, no material or knowledge portal or any form of 
a communications platform was available on IT governance frameworks. Apparently, a policy was 
drafted by the knowledge management centre, which addresses, among other things, retention of 
knowledge, communities of practices and the storing and archiving of knowledge.

Although the IT governance framework policy document and assessment report were available, 
it was not managed by the knowledge management centre. This created barriers for other business 
units to understand the policies, processes, procedures, skills and competencies required to implement 
and deploy IT governance frameworks. There was an initiative underway to create communities 
of practice where groups of employees communicate and share knowledge, but the lack of active 

Figure 4. KenBako ICT critical factors
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participation of top management to create an environment that encourages knowledge sharing has 
delayed the implementation of IT governance frameworks. IT management, however, must initiate an 
environmental assessment to understand the gaps that hinder the implementation of IT governance 
frameworks and which frameworks to select.

environmental Assessment
An understanding of the weaknesses and strengths of an organisation, and its opportunities and threats 
can give the organisation a competitive advantage. The strengths in terms of their technical resources 
and opportunities to benchmark against strategy and approaches of other organisations best practices 
will assist the organisation to identify gaps in their technologies.

Weakness was articulated in the lack of skills and knowledge in IT governance frameworks and 
employees felt threatened pending the decision to invest in IT governance frameworks, which put 
them at a disadvantage. The organisation therefore conducted an environmental assessment to gain 
an understanding of the gaps in their policies and which IT governance frameworks to select and 
deploy to address the identified gaps. Once the frameworks had been identified, it became necessary 
to understand the organisational culture as it underpins the implementation of the frameworks.

organisational Culture
Organisational culture differs from one organisation to the other. Culture is about the norms and 
beliefs in an organisational setting. A culture that encourages actions, behaviour and work practices 
contribute to sound implementation of IT governance frameworks. It also adds significantly to the 
strength and effectiveness of the organisation’s strategy in the implementation process. However, 
this was not the case at KenBako. Due to the lack of top management buy-in, which was the culture 
of the organisation, some of employees did not adopt and support the implementation of governance 
frameworks although they were aware of the initiative.

Ignorance and lack of understanding impacted the selection, implementation and management 
of IT governance as employees in the IT department and other business units often perceived IT 
governance as a complex subject. This was because implementation of IT governance frameworks 
was not something tangible, that they can see. Business units at sometimes find it difficult to follow 
processes and procedure in getting IT services. Similarly, technical staff were reluctant to adhere to 
certain processes and procedures to render a service to business units or implement changes in the 
IT environment.

More importantly, some business units were of the opinion that the adoption, selection and 
implementation of IT governance frameworks were neither relevant nor applicable to their environment 
setting. These factors had a negative impact on the relationship between the user community (business 
units) and the IT department. Hence, a communicative approach was required to create awareness of 
the deployment of IT governance frameworks and sharing of knowledge for the effective and efficient 
implementation of the frameworks.

Communicative Approach
Some employees in the organisation perceived the implementation of IT governance frameworks 
as unimportant due to inadequate communication. Employees in some of the other business units 
found it difficult to adopt the concept of IT governance frameworks as they did not understand the 
benefits, implications and usage thereof. Communication does not happen by itself and needs to be 
properly planned so therefore a strategy for communicating with business units and IT staff was put 
in place. However, although meetings and workshops were initiated to communicate the benefits, 
implications and usage of IT governance frameworks, these methods were inadequate as some of the 
employees remained unaware of the implementation and deployment of IT governance frameworks, 
leading to a lack of buy-in.
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Other communication methods such as organisational newsletters, team meetings, face-to-
face interactions, questions and answer feedback postings, posters and roadmaps, etc. can aid the 
implementers to get the message across and obtain buy-in. Training also plays a vital role in how the 
organisation adopts and supports the implementation and use of IT governance frameworks.

Training
One of the recommendations made by the environment assessment report was that IT management and 
employees are trained and educated on the IT governance frameworks to gain a better understanding 
and to improve their proficiencies. Training was prioritised for the IT employees who were directly 
involved in the implementation of IT governance frameworks. Those in management positions 
were trained on two of the selected frameworks, while the rest of the staff were trained on one of 
the frameworks. This created an environment where all employees involved in the implementation 
and deployment of IT governance frameworks had the knowledge and skill on these frameworks. 
Knowledge and skill gained from training empowered both management and staff to apply what 
they had learned in their practical environments. Seeing that the IT Service Desk section had started 
implementing subsets of one of the frameworks, employees at the IT Service desk were encouraged 
to attend advanced training on the frameworks relevant to their operating environment.

Also, the IT Service Desk manager procured additional training material on the framework 
pertaining to his environment to ensure that employees honed their knowledge and skill and for referral 
purposes. This made it easy and understandable for employees to use the IT governance frameworks. 
Without proper training, employees would have lacked the knowledge and skills to implement, deploy 
and manage the frameworks, which would have had a detrimental impact on the organisation achieving 
it objectives to implement the frameworks. Management then made sure that the knowledge and skill 
gained by those who had received training was passed on to the rest of the IT staff and other business 
units through the knowledge management centre, headed by the chief knowledge officer.

CoNCLUSIoN

Although some of the factors that were revealed in the study are not new, from both academic and 
professional domains, in the global context. They are however significant to many South African 
companies, as well as other developing countries, particularly in Africa. This is primarily attributed 
to the empirical nature of the study, which adds reliability and confidence to certain factors, such as 
culture, knowledge and environmental assessment influence the selection and implementation of IT 
governance frameworks in an organisation.

IT governance is no longer an options or a nice to have. It has become an obligation for board of 
directors and organisations’ leadership to ensure that IT add value to business including accountability 
for their spent on information technologies and systems. Hence selection and deployment of 
frameworks to aid in setting up policies, process and procedures to manage both technical and non-
technical factors is critical. However, it is never easy without governance, as revealed in this paper. 
This is one of the primary areas of the contribution and benefit of this paper.

Also, as revealed in this paper, the selection and implementation of these frameworks are not a 
cut and dry process. Organisations that select and implement these frameworks must tailor them to 
suit their needs and objectives. Thus, it has been established that IT governance has an effect on the 
innovative process. This is intended to be an area of learning for both practitioners and academics.
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