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Resumo 

 

Na maior parte das Administrações Públicas, incluindo a Portuguesa, a função informática é descentralizada e 

não existe uma apropriada gestão das tecnologias de informação (TI) como um todo. Devido a isto, as TI não 

acrescentam o valor esperado ao negócio, a gestão dos custos das TI não é elaborada de forma adequada, há uma 

falta de perícia e é desenvolvido funcionalidades semelhantes inúmeras vezes. Algumas Administrações Públicas 

espalhadas pelo mundo começaram a implementar centro de serviços partilhados para as TI e outras áreas como 

recursos humanos ou recursos financeiros. 

 

Analisámos o estado da arte e foi confirmado que não existe um roadmap geral/standard para as organizações de 

Administrações Públicas usarem durante a implementação de um centro de serviços partilhados das TI. No 

entanto existe uma metodologia geral intitulada Business Transformation Management Methodology para 

implementar projectos de transformação. 

 

O objectivo desta tese é construir uma solução específica para centros de serviços partilhados das TI em 

Administrações Públicas através do desenho de um modelo de maturidade baseado na Business Transformation 

Management Methodology.  

 

Aplicámos a nossa solução na Administração Pública Portuguesa de modo a poder avaliar a nossa solução. 

Adicionalmente usámos entrevistas, a Moody and Shanks Quality Management Framework e os príncipios de 

Osterle para avaliar o nosso modelo de maturidade.  

 

Podemos concluir que a nossa solução ajuda organizações pertencentes a Administrações Públicas a implementar 

centros de serviço partilhados das TI, dando uma maior direcção que a Business Transformation Management 

Methodology. 

 

 

 

 

 

Palavras-chave: IT Governance, centros de serviços partilhados de IT, Administração Pública Portuguesa, 

Design Science Research, Business Transformation Management Methodology, modelo de maturidade 
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Abstract 

 

 In most Public Administrations, including the Portuguese, the IT function is decentralized and there is no 

appropriate management of IT as a whole. In this way, the IT does not add the expected value to the business, 

the management of IT costs is not well controlled, there is a lack of expertise and they develop similar 

functionality over and over. Some Public Administrations over the world have started to implement shared IT 

services and other areas like human resources and finances 

 

We analyzed the state of art and it was confirmed that there is no general/standard roadmap for organizations to 

implement IT shared services in Public Administrations. However it exists a general methodology called 

Business Transformation Management Methodology for implementing transformation projects. 

 

The goal of our thesis is to construct a specific solution for IT shared services in Public Administrations by 

designing a maturity model based on the Business Transformation Management Methodology.  

 

We had applied our solution in the Portuguese Public Administration to evaluate it. Additionally we used 

interviews, the Moody and Shanks Quality Management Framework and the Osterle principles to evaluate our 

maturity model. 

 

Through the results of our evaluation we can conclude that our solution helps organizations of Public 

Administrations that want to implement IT shared services, giving more guidelines than the Business 

Transformation Management Methodology.  

 

 

 

 

 

 

Keywords: IT Governance, IT shared services, Portuguese Public Administration, Design Science 

Research, Business Transformation Management Methodology, maturity model 
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1 Introduction 

The goal of this Section is to introduce the context of the public administrations, specially the Portuguese one, 

and the state of its ICT, what problem we aim to solve with this thesis and its goals, the research methodology 

used in this thesis and finally the structure of this document. 

 

1.1 Context 

The different Portuguese Public Administration (PPA) organizations have been having the necessary freedom to 

acquire and manage their technological infra-structures autonomously, their own information systems, their 

communications, and to create the necessary departments to manage and maintain this universe, without any 

focus on frameworks and shared services or sharing solutions (Tavares, 2004). 

 

The consequence of this lack of coordination between organizations to modernize the PPA for several years is a 

chaotic decentralization, as if the Public Administration was not one unique reality, but a set of independent 

organizations. Such fragmentation not only perturbs the normal operation of the State, since it translates into a 

generalized increase of the budget for the information and communication technology (ICT) without the 

appropriate return in efficiency and effectiveness of the services, but also means that ICT is wasted as inducers 

of the modernization of the PPA, the innovation and economic growth (GPTIC, 2011; Tavares, 2004). 

 

We reached this point mostly since the different organizations advocate, in an almost intransigent way, their 

autonomy in the organization and management of the resources. The consequence of this was that many small 

information technology (IT) departments were created resulting in weak effectiveness, absence of economies of 

scale and weak use of synergies between organizations. This path that has been followed is no longer viable 

(Tavares, 2003). 

 

This scenario happens not only in Portugal but also in other countries. For example, in the Netherlands, the 

development in the Public Administration, more specifically the Ministry of Justice, was also decentralized in 

the 1990s. To resolve this, the Ministry of Justice unloaded its activities and centralized them in an organization 

in the centre of the Netherlands to provide IT shared services to courts (Janssen & Joha, 2006). 

 

A shared services model is one of the paths pointing to the modernization of the PPA. In this way, it can take 

advantage of the structures already existing in the PPA, allowing maintenance of the know-how inside the 

organization and especially create economies of scale, leading to financial savings and a better distribution of 

human resources (Tavares, 2003). 

 

Having a quality public service as a vision which presents lower costs to citizens and enterprises, simultaneously 

reducing public expenditure, especially in the scope of ICT, the Portuguese Government defined a global 
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strategic plan to rationalize and reduce costs in ICT in the PPA (GPTIC, 2011). We will use the acronym PGTIC 

in this document to identify such plan. We present this plan in Section 4.1. 

 

1.2 Problem 

First, we will be presenting a specific case of the problem, concerning the PPA. But the problem focused on in 

this thesis is general, existing in other countries. 

 

In previous thesis (Carracha, 2010; Araujo, 2011) which studied some relations between variables connected to 

ICT, the following has been proved: 

 The maturity level is directly related with the dimension of the IT department 

 The maturity level is directly related with the quality of the services 

 Te maturity level is directly related to the implementation of frameworks as fonts of organization 

 The maturity level is directly related with the role of IT in the organization 

 The maturity level is directly related with the quantity of certified collaborators 

 The maturity level is directly related with IT costs 

 

The actual IT Governance model applied in the PPA, a decentralized model, is inadequate since most of IT 

departments are of small dimension and has the following consequences: 

 Low maturity level 

 Weak quality of the services 

 

For these consequences to be resolved, it is necessary to centralize the various IT departments implementing IT 

shared services, leaving that way to exist numerous IT departments of small dimension whose existence is not 

justified.  

 

The Inspecção-Geral das Finanças made a study about a set of indicators regarding the IT function in the PPA, 

between 2005 and 2008, to forty-four entities in a total of fifteen public ministries (IGF, 2010). We present and 

analyze next some of these data. 

 

Relating to the IT costs in the PPA the following facts are important: 

 Between 2005 and 2008 the spending in ICT had a growth of 25,8% 

 The spending by ministers in ICT corresponds on average to 3.6% of the total spending 

 The spending in consulting had growth exponentially, being the area where there is more spending 

 The spending on hardware also increased and it is the second area where there is more spending  
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In the study of IGF all of the forty-four entities were also audited by the Framework Cobit 4.1. Just the first 

domain of the Cobit 4.1, Planning and Organization, was availed. From this study it is important to note the 

following facts: 

 The best score was 3.5  

 The medium score was 1.6 (0-5) 

 The number of ministries with a score bigger than or equal to the international benchmark of ISACA 

(Information Systems Audit and Control Association)(score 2) was just four in fifteen, representing 

only 26.6% of the total ministries. 

 The score of the PCM (the ministry being studied for this thesis) was the lowest of all: 0.5. 

 

Relating to the human resources, the following facts are important to note: 

 The number of workers working in the areas of ICT is just 1,99% of the total number of workers in the 

PPA 

 In 2007, only 63.2%  of the workers included in an IT career were working in IT 

 The percentage of workers included in a IT career and working in IT had decrease between 2005 and 

2007 (64.9% to 63.2%) 

 The difference of percentage of IT workers included in a IT career and working in IT between the PPA 

direct and the PPA indirect is significant: 69.2% to PPA direct against 49% to PPA indirect 

 

Clearly, the management of IT costs has not been assessed properly due to the fact that each body can buy 

applications, systems, etc. as they wish.  This problem could be solved with the introduction of an IT shared 

services center where all the IT functions would be centralized, reducing significantly the number of 

applications, systems, infra-structures, etc. In this way, the IT costs would be better applied.  

 

IT shared services center would allow small departments to access better technology, knowledge and skills. In 

this way, only the right people would work with IT. Because of the existence of a large number of small IT 

departments, their maturity is very low. With the introduction of a shared services center, these small 

departments would no longer exist and the maturity of the PPA would increase. 

 

The problem in this thesis is as follows: in most Public Administrations, including the Portuguese, the IT 

function is decentralized and an appropriate IT management does not exist as a whole. In this way, the IT does 

not add the expected value to the business, the management of IT costs is not well controlled, there is a lack of 

expertise and similar functions are repeatedly developed. Some Public Administrations throughout the world 

have started to implement shared IT services and other areas like human resources and finances. However, there 

is no methodology or a general/standard road-map to implement such shared services. 

 

In this thesis, we aim to answer the next question: How can we evaluate the maturity of the implementation of 

shared services for the IT function in Public Administrations? 
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After defining the problem, the goals that this thesis proposes to meet are presented as follows: 

 Determine the phases to implement IT shared services in Public Administrations 

 Determine the steps that have to be taken for each phase 

 Divide the steps in order of  importance to give more direction when implementing IT shared services 

in Public Administrations 

 

1.3 Research Methodology 

The research methodology chosen for this thesis is the Design Science Research. Design Science addresses 

research through the building and evaluation of artifacts designed to meet the identified business needs (Hevner 

et al., 2004). 

 

The six steps of this methodology, which can be viewed in Figure 1, are the following (Peffers et al, 2008): 

 Problem identification and motivation. The first step is to define the specific research problem and 

justify the value of a solution.  

 Define the objectives for a solution. The second step is to infer the objectives of a solution from the 

problem definition and knowledge of what is possible and feasible. 

 Design and development. The third step is to create the artifact. What artifacts exists and their 

definition is explained further. We have to determine the artifact‟s desired functionality and its 

architecture and then create the actual artifact. 

 Demonstration. The fourth step is to demonstrate the use of the artifact to solve one or more instances 

of the problem. This could involve its use in experimentation, simulation, case study, proof or other 

appropriate activity. 

 Evaluation. The fifth step is to observe and measure how well the artifact supports a solution to the 

problem. This activity involves comparing the objectives of a solution with actual observed results from 

use of the artifact in the demonstration. Conceptually, such evaluation could include any appropriate 

empirical evidence or logical proof. At the end of this step, the researcher can decide whether to iterate 

back to the third step for trying to improve the effectiveness of the artifact or continue to the next step 

and leave further improvement to subsequent projects. 

 Communication. The sixth and final step is to communicate the problem and its importance, the 

artifact, its utility and novelty, the rigor of its design and its effectiveness to researchers and other 

relevance audiences such as practicing professionals, when appropriate. 
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Problem 

identification 

and 
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Define the 

objectives 

for a solution

Design and 

development

Demonstration

Evaluation Communication

 

Figure 1 - The six steps of the Design Science Research 

 

There are four artifacts produced by Design Science Research: 

 Constructs. Constructs are necessary to describe certain aspects of a problem domain and allow the 

development of the research project‟s terminology (Schermann et al., 2009). In other words, they 

provide the language in which problems and solutions are defined and communicated (Schon, 1983). 

 Models. Models use constructs to represent a real world situation, the design problem and the solution 

space (Simon, 1996). 

 Methods. Methods are used to construct such models (Hevner et al, 2004). 

 Instantiations. Artifact instantiation demonstrates feasibility both of the design process and of the 

designed product. The instantiations produced may be in the form of intellectual or software tools 

aimed at improving the process of information system development. (Hevner et al, 2004). 

 

The artifacts that we will focus our thesis on are constructs, models and methods. 

 

Österle et al. also point four principles that design-oriented Information System research must comply with, and 

that we followed in this thesis (Osterle et al., 2011): Abstraction, originality, justification and benefit. 

 

Additionally, we followed the guidelines for Design Science Research proposed by Hevner et al. These 

guidelines are: design as an artifact, problem relevance, design evaluation, research contributions, research rigor, 

design as a search process and communication of research (Hevner et al., 2004). 

 

The mapping between our research and the steps of Design Science Research is presented as follows: 

 Problem identification and motivation. The problem has already been identified in Section 1.2. In the 

literature, the relevance of this problem can be verified in Section 3.1. The importance of this problem 

for the concrete case of PPA has already been referenced in Section 1 and will be detailed in Section 

4.1. So the motivation, from a scientific point of view and from an organizational point of view, is 

presented. 

 Define the objectives for a solution. The goals have already been identified in Section 1.2. 

 Design and development. To design our solution we had used a general methodology for any kind of 

project transformation and we applied it to eight case studies of IT shared services in Public 

Administrations. After obtaining the results we constructed our solution: a maturity model for 

evaluating the implementation of IT shared services in Public Administrations. More details about this 

step and its results are presented in Section 3. 
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 Demonstration. The solution resulting from the design phase is applied in a real organization that is 

implementing IT shared services. That organization is AMA, responsible for the second measure of the 

PGTIC (see Section 4.1). More details about this step in Section 4. 

 Evaluation. After applying our solution in the Demonstration phase, we evaluated the results of the 

previous step. Several specialists evaluated the artifact through the Moody & Shakes Quality 

Management Framework and a questionnaire, given feedback to future improvements. It is also verified 

if the goals initially proposed are resolved. Finally we also use the Osterle principles for evaluating our 

solution. More detail about this step is present is in the Section 5. 

 Communication. The results were submitted to a conference. 

 

1.4 Thesis Structure 

This document is organized according to the steps of the DSR. In the next Section, we present themes related to 

the area of this thesis, from the global area of IT Governance to the specific area of this thesis, shared services. 

We also present how to design maturity models. In Section 3, the proposal and its construction are explained. In 

Section 4 the Demonstration phase is presented. The phase of Evaluation is explained more in detail in Section 5. 

Finally, in Section 6, we present the conclusions of our thesis, including limitations, contributions and future 

work. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



7 

 

2 Related work 

In this Section the state of art is reviewed. We present different topics that are important to understand the area 

of the problem to be solved. We start by presenting IT Governance, the organization of the IT function and 

shared services. Finally we describe how to design a maturity model. 

 

2.1 IT Governance 

There are three themes about governance: Enterprise Governance, Corporate Governance and IT Governance. 

This thesis is about the last one. First, it is important to give a definition of each one: 

 Corporate Governance - Corporate governance can thus be regarded as the totality of internal 

arrangements, as well as external rules and legislation, for control and risk management that ensures 

that companies are addressing their responsibilities towards shareholders‟ interests effectively 

(Hoogervorst, 2009). 

 Enterprise Governance – Enterprise governance is the set of responsibilities and practices exercised by 

the board and executive management with the goal of providing strategic direction, ensuring that 

objectives are achieved, ascertaining that risks are managed appropriately and verifying that the 

organization‟s resources are used responsibly (IFAC, 2004). 

 IT Governance - IT governance is the responsibility of the board of directors and executive 

management. It is an integral part of enterprise governance and consists of leadership and 

organizational structures and processes that ensure that the organization‟s IT sustains and extends the 

organization‟s strategies and objectives (IT Governance Institute, 2003). 

 

IT Governance is a recent term in literature. It has existed for about 30 years. The importance of IT Governance 

is recognized in enterprises and is why IT Governance has been recognized as a CIO top-10 issue for more than 

five years and rose in priority between 2007 and 2009 (Pereira & Mira, 2012).  

 

The main areas of IT Governance are five: strategic alignment, value delivery, resource management, risk 

management and performance management (Haes & Grembergen 2008 & 2009). 

 

IT Governance addresses the definition and implementation of processes, structures and relational mechanisms 

in the organization that enable both business and IT people to execute their responsibilities in support of 

business/IT alignment and the creation of business value from IT-enabled business investments (Haes & 

Grembergan 2009). 

 

Structures involve the organization, and location of the IT function, the existence of clearly defined roles and 

responsibilities and a diversity of IT/ business committees.  
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Processes refer to strategic decision making, strategic information systems planning (SISP) and monitoring, 

control, and process frameworks.  

 

The relational mechanisms finally complete the IT governance framework and are paramount for attaining and 

sustaining business-IT alignment, even when the appropriate structures and processes are in place. These 

mechanisms include business/IT participation, strategic dialogue, training, shared learning, and proper 

communication (Haes & Grembergan 2008). 

 

Many people still confuse the term “IT Governance” with “IT Management” but they are different. IT 

management is focused on the effective and efficient internal supply of IT services and products and the 

management of current IT operations. IT Governance in turn is much broader, and concentrates on performing 

and transforming IT to meet present and future demands of the business (internal focus) and its customers 

(external focus) (Haes & Grembergen 2008 & 2009; Peterson 2004).  

 

This does not undermine the importance or complexity of IT management but whereas elements of IT 

management and the supply of (commodity) IT services and products can be commissioned to an external 

provider, IT governance is organization specific, and direction and control over IT cannot be delegated to the 

market (Peterson, 2003; Peterson 2004).  

 

The difference between IT Governance and IT Management, concerning business orientation and time 

orientation, can be viewed in Figure 2.  

 

Figure 2 - IT Governance vs IT Management (Adapted from Peterson, 2003) 

 

2.2 IT Organization Structure 

In this Section we will talk about just one IT Governance mechanism, the IT organization structure. 

 

Effective IT governance is also determined by the way the IT function is organized and where the IT decision-

making authority is located within the organization. 
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Weill and Ross (2004) state that an effective IT governance structure is the single most important predictor of 

getting value from IT. 

 

Over the last years, several models have been developed and implemented such as a centralized, decentralized, 

and federal IT organization (Haes & Grembergan 2008). This three types of IT Structure are the most known. 

However, other alternatives for the definition of the IT Organization structure exist. 

 

Weill and Ross (2004) defined more detailed decision-making allocation models that go beyond the traditional 

centralized, decentralized, or federal approaches. They defined six IT governance archetypes or styles (Table 1), 

describing who within the organization has decision rights or provides input to IT decisions. 

Table 1 - IT Governance styles (Adapted from Weill & Ross, 2004) 

IT Governance style Who has decisions or input rights? 

Business monarchy A group of business executives or individual executives (Cxos). 

Includes committees of senior business executives (may include 

CIO). Excludes IT executives acting independently 

IT monarchy Individuals or groups of IT executives 

Feudal Business unit leaders key process owners or their delegates 

Federal C-level executives and business groups (e.g., business units or 

processes); may also include IT executives as additional participants 

Duopoly IT executives and at least one other group (e.g., CxO or business 

unit or process leaders) 

Anarchy Each individual business process owner or end user 

 

 

In this thesis we will consider just the three models of IT Organization Structure: centralized, decentralized and 

federal. 

 

The way IT Governance is practiced has been evolving according to a pattern and arises directly connected to the 

technologies that were available at that time (Peterson, O'Callahan, & Ribers, 2000). In the 1970s a trend 

towards centralization was verified, in 1980 the IT Governance progressed to decentralization and in 1990 a 

recentralization existed (Carracha 2010). 

 

In the centralized model, the IT function is organized in just one place (unity or department), the decision being 

made centralized in that place. The departments do not have the autonomy to make their own decisions. This 

brings efficiency and standardization.  

 

On the other hand, the decentralized model allows the various departments to make their own decisions and to 

develop their own IT function. This brings effectiveness and flexibility.  

 

The federal approach tries to achieve the „best of both worlds‟. The federal structure is merely a hybrid design of 

centralized infrastructure control and decentralized application control (Haes & Grembergan, 2009). 
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Many authors have tried to decide which of the three alternatives is the best. For example Hoogervorst supports 

the centralized model as the best one. He says that this is an inherent consequence of the nature of IT 

governance: the guiding authority is not targeted at only a part of the enterprise, but at the enterprise as a whole 

(Hoogervorst, 2009).  

 

The advantages and disadvantages of the centralized and decentralized models will be discussed in the next 

Section. 

 

2.2.1 Comparative and Critical Analysis 

In this Section we present some advantages and disadvantages found in the literature for the centralized and 

decentralized model (comparative analysis) and then we present our critical analysis. 

 

First, the advantages and disadvantages of the centralized model are presented in Table 2. Then, the advantages 

and disadvantages of the decentralized model are presented in Table 3. 

Table 2 - Advantages and disadvantages of the centralized model 

Advantages 

Efficiency Haes & Grembergan, 2009; Carracha, 2010 

Standardization Haes & Grembergan, 2009; Peterson, 2003 

Cost optimization Haes & Grembergan, 2009; Hoogervorst, 2009 

Economies of scale Haes & Grembergan, 2009; Rockart & al., 1996; Bergeron, 

2003 

Concentration of knowledge and skills Carracha, 2010; Rockart & al., 1996 

Synergie Peterson, 2003 

Development of a unified and integrated enterprise-wide IT 

strategy in conjunction with the business strategy 

Hoogervorst, 2009 

Development and maintenance of IT architecture that guides 

IT system design enterprise-wide 

Hoogervorst, 2009 

Definition and development of IT commodity infrastructure 

and services 

Hoogervorst, 2009 

Enterprise-wide management and implementation of the 

unified and coherent portfolio of IT programs and projects 

Hoogervorst, 2009 

The ability to reduce the historically grown IT complexity 

gradually 

Hoogervorst, 2009 

Disadvantages 

Weak flexibility Peterson, 2003 

Weak Customer responsiveness Peterson, 2003; Rockart & al., 1996; Bergeron 2003 

Doesn‟t meet every business units needs Rockart & al., 1996 
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Table 3 - Advantages and disadvantages of the decentralized model 

Advantages 

Effectiveness Haes & Grembergan, 2009 

Flexibility Haes & Grembergan, 2009; Peterson, 2003; Hodkingson, 

1996 

Increasing of the efficiency of the local units Carracha, 2010; Hodkingson, 1996 

Customer responsiveness Peterson, 2003 

Business units have ownership Rockart & al., 1996; Peterson, 2003 

Responsive to business unit‟s needs Rockart & al., 1996; Hodkingson, 2003 

Disadvantages 

Enormous diversity in demand for IT functionality Hoogervorst, 2009 

The „demand/ supply interface‟ became complex and diffuse: 

many entities creating demand, and many entities providing 

supply 

Hoogervorst, 2009 

Numerous divergent, redundant, incoherent, and even 

conflicting IT developments 

Hoogervorst, 2009; Joha & Janssen, 2011 

System interoperability is also hampered Hoogervorst, 2009 

 

The federal model is supposed to bring both advantages of the two models, if it is well implemented. Otherwise, 

the disadvantages can be present. 

 

Every enterprise is a specific case with specific attributes. There is no better model for all enterprises, but yes, a 

more adequate model for each enterprise. These factors, like enterprise culture, country and enterprise size, 

influence the choice between the models. But this choice is hard to make and there is no consensus about it.  

 

For example Haes & Grembergan said that in large organizations there is a pressure towards centralization (Haes 

& Grembergan, 2009). On the other hand, Peterson says that centralized IT governance is associated with small-

sized organizations (Peterson, 2003).  

 

It would be important to better define which factors influence which models. In the case of PPA, we believe that 

the hybrid/federal model is the better, using shared services.  In the next Section, the characteristics of shared 

services are explained and why it is a good choice for the Portuguese Public Administration.  
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2.3 Shared Services 

The notion of shared services first emerged in the private sector in the late 1980s when large corporations began 

to consolidate separate business units across organizational divisions into a single unit (Walsh et al 2008). The 

introduction of a shared service center is a critical decision on a strategic level. It implies a long-term decision 

between the shared service center and clients with considerable complexity and risks (Janssen & Wagennar, 

2004). 

 

A shared service center is a separate and accountable semi-autonomous unit within an (inter)organizational 

entity, used to bundle activities and provide specific pre-defined services to the operational units within that 

(inter)organizational entity, on the basis of agreed conditions (Bergeron, 2003; Janssen & Joha, 2006; Meijerink 

& Bondarouk, 2012, Joha & Janssen, 2011).  

 

A primary focus of shared services has been the concentration of transaction-orientated services that are 

repetitive and are much the same for each business unit (Ulrich 1995).  A shared service center can be viewed as 

a particular kind of sourcing arrangement having a long-term and strategic impact (Bergeron, 2003). Shared 

services centers can be used to share services between departments within an organization or between 

organizations. The former kind of shared service center type can be called an intraorganizational shared service 

center, while the latter kind is called an interorganizational shared service center (Janssen & Joha, 2006).  

 

Generally, the types of services included in a shared services model embrace financial services incorporating 

accounts payable and accounts receivable; procurement; human resources including payroll; property and 

facilities management; and information technology operations (Schmidt, 1997; Mclvor et al, 2011; Janssen & 

Wagennar, 2004). Additionally, shared services functions have also included the provision of professional or 

knowledge-based services such as staffing, organizational development and communications functions (Ulrich 

1995). 

 

2.3.1 Shared Services: a hybrid model 

 

The shared services center business model tries to capture the benefits of both centralization and 

decentralization, which are often conflicting in nature.  

 

The experiences with the centralized model show that offering economies of scale is often at the expense of 

customer focus (Bergeron, 2003). The promise of the shared services center comes from a hybridization of 

traditional models aimed at capturing the benefits of both centralized and decentralized arrangements (Bergeron, 

2003; Walsh et al, 2008; Tavares, 2003).  
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By unbundling and centralizing activities, the basic premise for a shared service center seems to be that services 

provided by one local department can be provided to others with relatively few efforts (Janssen & Joha, 2006; 

Janssen and Wagennar, 2004). But it is important to a shared service center to satisfy the needs of all his 

agencies because if an agency feels that the shared service center does not fulfill its needs or it feels that it is 

given lower priority than others, the agency might bypass the shared services center, starting to develop their 

own services themselves (Janssen & Joha, 2006). 

 

Centralized governance structures are characterized by substantial economies of scale and scope, because 

procurement of assets and services is possible on the broadest scale possible within the organization 

(Hodgkinson, 1996). Moreover, a centralized staff might eliminate redundant functions and the clarity about 

strategic alignment with the overall organization improves, due to a simpler organizational communication 

structure (Janssen & Joha, 2006). Centralized governance makes the response time slow, and often there is an 

increased distance with customers (Bergeron, 2003; Strikwerda, 2003).  

 

In the decentralized governance structure the business units can respond faster and more flexible to necessary 

changes, as they have complete knowledge and choice over the allocation of resources to support business 

priorities and the costs are fully allocated to business unit initiatives (Hodgkinson, 1996). However, the company 

as a whole will have higher total procurement and operational costs due to inefficiencies related to the 

duplication of services and of multiple independent procurement and multiple suppliers (Janssen & Joha, 2006). 

 

Shared services should ideally combine the advantages of two worlds, the advantages of a centralized structure 

and a decentralized structure. This should result in economies of scale and scope, and standardization on the one 

hand, and in a flexible and effective alignment of IT with the needs of the business on the other hand. 

Additionally, synergy and mutual learning will increase, while shared services centers also provide a clear 

management focus (Janssen & Joha, 2006). 

 

The perceived expectations of shared services centers are often high (Ulbrich, 2003) and go beyond realism, as it 

is difficult to accomplish all motives (Janssen & Wagenaar, 2004). A best practice associated with one motive is 

by definition in conflict with the best practices prescribed for the other motive (Hirschheim & Lacity,2000). 

 

There are four types of organizational structures for the shared services center. The most centralized being the 

„central service‟, where the shared service center is part of a corporate center or centralized support function. A 

shared services center can also be structured as a „separate business unit‟ reporting to both the board and the 

business units it serves. A more decentralized option still is the „within business unit‟ shared service center that 

is embedded within and reports to a single business unit. The most decentralized shared service center type is the 

„internal joint venture‟ that is entirely owned and controlled by the business units (Strikwerda 2004). 
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Thus, until now we have been talking about several subjects which are related. With the discourse of the 

previous Sections and part of this one, it is possible to mentally create a diagram to visualize better the different 

themes addressed, such as the one presented in Figure 3. The green line represents the path followed until the 

specific focus of this thesis which is the IT shared services. 
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Figure 3 - Focus of the thesis: IT Shared Services Centers 

 

2.3.2 Shared services vs centralization vs outsourcing 

 

Shared service center is different from centralized models or outsourcing models (Ulbrich, 2003).  

 

Centralized models offer a high degree of corporate-level control and economies of scale at the expense of 

customer service and responsiveness (Bergeron, 2003). A shared service center is positioned closer to the 

customer and the customers do have a degree of ownership over the service delivery.  

 

Outsourcing is about the contracting out or selling of the organizations IT function to a third party vendor who in 

return provides the service for a certain period of time and monetary fee (Willcocks & Kern, 1998). Outsourcing 

arrangements address the relationship between one client having one or more external vendors, whereas shared 

services center arrangements address the relationship between many clients and one internal vendor, both 

belonging to one and the same organization (Janssen & Joha, 2006; Janssen and Wagennar, 2004; Corradini & 

al., 2005).  
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Shared services center are restricted by the boundaries and capabilities of the internal organization, often not 

being allowed to serve external clients and only be able to use internal resources, restricting the limits of 

potential economies of scale and skill. Moreover, the outsourcing model is different because of its external 

orientation, which involves a formal contractual relationship, where clearly defined responsibilities are legally 

shifted to the outsourcing vendor (Janssen & Joha, 2006).  

 

Managing a shared service center needs attention at a more detailed level than outsourcing arrangements, 

whereas outsourcing arrangements often liberate managers from dealing with this level of detail (Janssen & 

Joha, 2006). 

 

Figure 4 illustrates the different position between a shared services center, a centralized model and an 

outsourcing model. 

 

 

Figure 4 - The different position between the shared services center, the centralized model and the outsourcing model. 

(Adapted from Janssen & Joha, 2006) 

 

2.3.3 Shared Services for Public Administrations 

Shared services center are becoming popular in governments (Grant, & al., 2007; Janssen & al., 2007). In many 

countries, the potential benefits of sharing services have resulted in the creation of shared services centers as part 

of the national infrastructures, and a number of countries, including the United States of America, Canada, 

Australia, Ireland, and the Netherlands, have adopted shared services (Janssen & al., 2009). 

 

In public administration the shared services center and the governmental agencies are part of the same 

organizational entity and can therefore be viewed as a complete internal arrangement (Janssen & Joha, 2006). 
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The shared service center business model holds promise for public administration for several reasons. Because 

budgets and expertise are limited, services often cannot be provided in a cost-efficient way by a single 

organization or department. In particular, smaller public organizations cannot develop all the services or 

information systems that are needed. Moreover, both small and large organizations possess various kinds of 

expertise that cannot be accessed beyond the organizational boundaries. Shared services may provide access to 

expertise that is otherwise out of reach (Janssen et al, 2009).  

 

There is also a promise that sharing services may help increase efficiency, generate value, reduce costs, and 

improve services for the internal customers of the parent corporation (Bergeron, 2003). 

 

A shared services centre might provide common services to local government organizations without affecting the 

autonomy of organizations and providing the flexibility to enhance and include additional functionality (Janssen 

& Wagennar, 2004). 

 

Information managers in public organizations have become increasingly dissatisfied with the returns obtained 

from their investments in ICT, costs are rising too rapidly and technology seems to be changing so quickly that 

one organization can hardly keep up with the latest developments. This has sporadically resulted in collaboration 

between small municipalities to avoid duplication of efforts and to establish one shared back-office (Janssen & 

Wagenaar, 2004). 

 

Concluding, shared services centers seem to be especially suitable for public administrations, as in current 

practice each agency develops and maintains its own systems and services. By bundling the development, 

maintenance and use of services, the costs can be shared among the agencies, innovations out of-reach might 

become feasible, and the money freed can be used to improve service levels without any of the agencies having 

to give up their autonomy. However, Public managers should not underestimate the management attention and 

involvement needed when deciding to introduce a shared service center (Janssen & Joha, 2006). 

 

2.3.4 Shared Services for Portuguese Public Administration  

In 2005 the council of ministers created the public administration restructuring program (Programa de 

Reestruturação da Administração Central do Estado, in short PRACE) with the following strategic objectives: 

 Modernize and rationalize the central public administration; 

 Improve the quality of the services provided to citizens; 

 Improve the relationship between the central public administration and citizens. 

 

As an outcome of PRACE, the Portuguese government launched an e-government initiative including both front 

and back-office processes. The shared services initiative represented one of the transformation vectors, having as 

the main target the reduction of structures and rationalization of back-office processes.  
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In 2007, GeRAP (Empresa de Gestão Partilhada de Recursos da Administração Pública), a public corporate 

entity owned by the Ministry of Finances and Public Administration was created (Decreto-Lei nº25/2007) 

aiming at providing shared services to the Portuguese public administration through contract. The main target 

was to develop and implement both financial and human resources shared services management solutions 

(Domingues & Gomes, 2011). 

 

So, a shared services center already exists in the Portuguese public administration for finance and human 

resources. And, with the second measure of the PGTIC, a shared services centre for the IT function will be 

created. 

 

2.4 Designing Maturity Models 

In this Section we explain how to design a maturity model, since our solution will be the elaboration of a 

maturity model. 

 

IT management therefore needs supportive tools to assess the as-is situation of a company, derive and prioritize 

improvement measures and subsequently control the progress of their implementation (Becker et al., 2009). 

 

Maturity models are helpful tools for addressing these issues (de Bruin et al. 2005). A maturity model consists of 

a sequence of maturity levels for a class of objects. It represents an anticipated, desired, or typical evolution path 

of these objects shaped as discrete stages. Typically, these objects are organizations or processes (Becker et al., 

2009). 

 

The bottom stage stands for an initial state that can be, for instance, characterized by an organization having little 

capabilities in the domain under consideration. In contrast, the highest stage represents a conception of total 

maturity. Advancing on the evolution path between the two extremes involves a continuous progression 

regarding the organization‟s capabilities or process performance. The maturity model serves as the scale for the 

appraisal of the position on the evolution path. It provides criteria and characteristics that need to be fulfilled to 

reach a particular maturity level. During a maturity appraisal, a snap-shot of the organization regarding the given 

criteria is made (Becker et al., 2009). 

   

The application of maturity models can be supported by predetermined procedures, e. g. by questionnaires. 

Based on the results of the as-is analysis, recommendations for improvement measures can be derived and priori-

tized in order to reach higher maturity levels (IT Governance Institute 2007). 
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Studies have shown that more than a hundred different maturity models have been proposed (de Bruin et al. 

2005). The constant publication of new maturity models for often fairly similar applications however suggests a 

certain arbitrariness. The authors only rarely reveal their motivation and the development of the model, or their 

procedural method and the results of their evaluation (Becker et al., 2009). 

To avoid this error, we followed a procedural model for the design of maturity models proposed by (Becker et 

al., 2009). First, they identified eight requirements necessary for the development process of maturity models. 

These eight requirements (R) are (Becker et al., 2009): 

 R1 (Comparison with existing maturity models): The need for the development of a new maturity 

model must be substantiated by a comparison with existing models. The new model may also just be an 

improvement of an already existing one (Zelewski 2007). 

 R2 (Iterative Procedure): Maturity models must be developed iteratively, i.e., step by step. 

 R3 (Evaluation): All principles and premises for the development of a maturity model, as well as 

usefulness, quality and effectiveness of the artifact, must be evaluated iteratively  

 R4 (Multi-methodological Procedure): The development of maturity models employs a variety of 

research methods, the use of which needs to be well-founded and finely attuned.  

 R5 (Identification of Problem Relevance): The relevance of the problem solution proposed by the 

projected maturity model for researchers and/or practitioners must be demonstrated. 

 R6 (Problem Definition): The prospective application domain of the maturity model, as well as the 

conditions for its application and the intended benefits, must be determined prior to design. 

 R7 (Targeted Presentation of Results): The presentation of the maturity model must be targeted with 

regard to the conditions of its application and the needs of its users. 

 R8 (Scientific Documentation): The design process of the maturity model needs to be documented in 

detail, considering each step of the process, the parties involved, the applied methods, and the results. 

Based on these requirements, the authors propose then a procedural model composed by eight phases (Becker et 

al., 2009) (Figure 5): 

 Problem definition: Define the problem and demonstrate the problem relevance. 

 Comparison of existing maturity models: Search for maturity models that solve the problem and 

compare them. 

 Determination of development strategy: The most important basic strategies that can be discerned 

are: the completely new model design, or the enhancement of an existing model; the combination of 

several models into a new one; as well as the transfer of structures or contents from existing models to 

new application domains. 

 Iterative maturity model development: The sub-steps of this phase, selecting the design level, 

selecting the approach, designing the model section, and testing the results will be iterated. The design 

level with the highest degree of abstraction provides the architecture, i. e. the fundamental structure of 

the maturity model. After this basic structural design, the individual dimensions and their attributes 

must be devised to flesh out the model architecture. According to R4, appropriate methods have to be 

chosen for each abstraction level. Widespread is the use of literature analysis, which extracts assess-

ment criteria for the maturity model from success factors and typical developments. Explorative 
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research methods, like, for instance, the Delphi method, and creativity techniques are also suitable. In 

the next step, the selected model section needs to be designed in accordance with the chosen procedure. 

In order to comply with R3 (evaluation), the result then must be tested for comprehensiveness, 

consistency, and problem adequacy. The result of this evaluation will decide on the sequel of the design 

procedure. 

 Conception of transfer and evaluation: The different forms of result transfer for the academic and the 

user communities need to be determined. Requirement 4 prescribes a reasoned selection of the different 

forms that the targeted communication of the maturity model can take. Besides the widespread 

publication of document-based check lists and manuals, software-tool supported accessibility of the 

maturity model (e. g. via internet) offers another alternative. Possibilities for the evaluation of the 

problem solution proposed by the maturity model should be incorporated into the transfer design. This 

requirement guarantees users the possibility for feedback as early as the design stage of the media (e. g. 

questionnaires or forms for change requests in the manuals, comprehensive data collection via software 

tools). 

 Implementation of the transfer media: make the maturity model accessible in the planned fashion for 

all previously defined user groups. At this stage, the most important point is to target the transfer media, 

as specified in requirement R7. 

 Evaluation: establish whether the maturity model provides the projected benefits and an improved 

solution for the defined problem. The defined goals are to be compared with real-life observations 

 Rejection of maturity model: The outcome of the evaluation may cause a reiteration of the design 

process (R2). It is also possible that the maturity model may be retained unchanged, while the 

conception of transfer and evaluation may need to be modified. Lastly, negative results may lead to a 

rejection of the model, in which case the model should be purposefully, explicitly, and if possible, 

actively taken off the market. 
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Figure 5 – Procedure model for developing maturity models (Becker et al., 2009) 

 

In Section 3.2, we present the mapping between our maturity model developments with the procedure model for 

developing maturity models. 
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3 Proposal 

In this Section we describe the methodology that we used as base to construct our proposal and then we present 

our proposal of a solution to the thesis‟ problem. 

 

3.1 Implementation of Shared Services 

After analyzing the state of art we found that there is no specific methodology to implement IT shared services. 

Although there is a general methodology for every kind of transformation project such as organizations mergers, 

implementing Enterprise Resource Planning (ERP) or, in the specific case of our work, implementing shared 

services.  

 

This general methodology is called Business Transformation Management Methodology (BTM
2
). A book with 

this methodology was released in 2012 with the support of SAP and edited by Axel Uhl and Lars Alexander 

Gollenia. 

 

BTM
2 

provides a holistic and integrative perspective on the organization and the entire complexity of its 

ecosystem. It does not reinvent the individual management disciplines but rather provides a framework that 

integrates individual ones.  

 

The basis of the framework are the Meta Management disciplines, which provide the foundations for the success 

of other management disciplines including Strategy Management, Value Management, Process Management, 

Risk Management, Transformational IT Management, Competence and Training Management, and Program 

Management (Uhl & Gollenia, 2012).  

 

The motivation behind the BTM
2 

is the lack of a holistic, integrative, and scientifically proven business 

transformation management methodology (Lahrman & al, 2011) and the low success rate of business 

transformation projects (less than 40%) (Isern & al., 2009). 

 

Under the leadership of the Business Transformation Academy, an interdisciplinary team comprising 34 thought 

leaders from psychology, information technology, strategic management, process management and social 

sciences joined together to create a “360-degree” view of what business transformation means and how business 

transformation can be successfully executed by organizations. 

  

In general, one expert from SAP AG and one expert from SAP customers, as well as an academic expert, 

collaborated in each chapter (every management discipline is explained in one chapter) (Uhl & Gollenia, 2012). 
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In each management discipline of BTM
2 

there are eight processes. This methodology also defines a 

transformation lifecycle with four phases: (1) envision, which creates a vision, specifies a strategy, and infuses 

people with the desire to change; (2) engage, which creates the transformation roadmap and empowers people to 

implement the strategy through collaboration and communication; (3) transform, which is the transformation 

implementation, changing processes, technology and culture; and (4) optimize, which internalizes and optimizes 

the transformation and creates stability for the next iteration (Uhl & Gollenia, 2012). These phases are iterative. 

The big picture of this methodology is represented in Figure 6. 

 

 

Figure 6 - Big Picture of the BTM2 (Adapted from (Uhl & Gollenia, 2012)) 

 

3.1.1 Critical analysis 

One of the problems identified in BTM
2 

is the inconsistency between each chapter due to the different 

contributors, i.e. in some chapters some artifacts are presented (critical success factors, deliverables, case studies, 

connections to other management areas, etc.) that are not present in the other chapters.  

 

Another consequence of such contributions by several authors is the inconsistency between the big picture and 

the information about each chapter, i.e., the processes explained in each chapter are not the same processes 

represented in the big picture.  

 

Another problem is that they are SAP-oriented, i.e., when a possible solution or facilitator is given, SAP 

products are often mentioned because the methodology was reached with their support. It would be better to 

reach a methodology without any preferences for any specific product. 

 

Finally, the case study presented in the book to explain how to use the methodology is fictitious. It would be 

better to present a real case study to see how this methodology could really help an organization. 

 

Our proposal to resolve the fact that there is no roadmap to implement IT shared services in Public 

Administrations is presented in the next Section. 
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3.2 Preparing the proposal 

The goal of our work is to construct a specific solution for IT shared services in Public Administrations using the 

general methodology mentioned in the previous Section. 

 

Due to the already mentioned problem of inconsistency between the BTM
2 

big picture and the information in 

each chapter, first we redesigned the big picture by analyzing the information existing in each chapter. The new 

representation is presented in Figure 7.  

 

 

Figure 7 - Simplification of the big picture of BTM2 

 

With this new representation and our description (Appendix A) of all steps required for every process (201 steps 

were identified) we were able, using the BTM
2
,to evaluate case studies of papers accepted at conferences to 

identify what has been achieved in these case studies. 

 

In order to choose the papers to analyze, they had to meet the following criteria: the area of the paper has to be 

IT shared services in Public Administrations (mentioned in the key words, title or abstract), it has to be recent 

(after 2003) and the case study has to talk about the steps performed in order to implement the shared service 

center. Additionally we followed the references of selected papers. The search was conducted using the main 

communities‟ digital library, like Springer, Google Scholar, Microsoft Academy, B-on, IEEE, etc. 

 

The eight case studies were analyzed from seven papers (Borman & Janssen, 2012; Corradini & al., 2005; 

Janssen & al. 2012; Janssen & al., 2009, Janssen & Wagenaar, 2004; Janssen & Joha, 2006; Joha & Janssen, 

2011). In some papers more than one case study was present and some papers analyzed the same case study. 
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A scale was defined and used to evaluate the case studies. The scale was divided into four levels: Fully Achieved 

(100% to 85% of the steps performed), Largely Achieved (85% to 50%), Partially Achieved (50% to 15%) and 

Not Achieved (15% to 0%). There is also the Not Applicable attribution in the scale. For each case study we 

analyzed whether each step was executed or not. Then we applied the scale for every process and every 

management area. After evaluating the eight case studies we calculated the average between them and came to a 

result (Figure 8). The processes were evaluated between Largely Achieved and Not Achieved. 

 

 

Figure 8 - Application of the BTM2 in eight case studies 

 

With these results we started constructing our proposal, following the procedure model for developing maturity 

models (already explained in the related work). The mapping between our maturity model development and the 

procedure model is presented below: 

 Problem definition: Defined in Section 1.2 

 Comparison of existing maturity models: No maturity model for IT shared services in Public 

Administrations was found. Although we found a methodology for transformation projects (already 

analyzed in Section 3.1) useful to construct our solution 

 Determination of development strategy: The strategy chosen was to develop a new maturity model. 

 Iterative maturity model development: This is explained after this mapping. 

 Conception of transfer and evaluation: We developed a questionnaire to evaluate our solution by 

specialists and prepared a scientific paper. 

 Implementation of the transfer media: We submitted our solution to a conference and presented it 

also to several specialists.  

 Evaluation: Explained in Section 5 

 Rejection of maturity model: Not applicable. 

 

Next we describe what was done in the Iterative maturity model development phase. 
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We grouped the processes according to the assigned scale, resulting in a maturity model of three levels (Figure 

9). Because there were a lot of processes in the second and third level, we used the BTM
2 

Lifecycle to further 

divide our solution and obtain a better direction to implement IT shared services in Public Administrations. This 

second version of our proposal is presented in Figure 10.  

 

Figure 9 - First version of the maturity model 

 

BTM
2
 defines that some processes are present in more than just one phase. In this simplified version we put the 

processes in the phase they start, just to simplify the representation.  

 

 

Figure 10 - Maturity model for implementing IT shared services in Public Administrations (simplified version) 

 

We made a final version, shown in Figure 11, where the processes are represented in the different phase they 

belong to. It is more confusing but represents reality more exactly. Note that for every level it is understood that 

the previous level has been executed. 
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Figure 11 - Maturity model for implementing IT shared services in Public Administrations 

 

An alternative version (Figure 12) was constructed, highlighting the different BTM
2 

areas. Some interesting 

conclusions can be made using this version: The only area in level 1 is Strategy Management. It is also the only 

area that is not present in level 3. We can conclude that Strategy Management is the primary area of concern to 

obtain success when implementing an IT shared service centre. On the other hand, Risk Management is the only 

area that is only present at level 3. We can conclude that Risk Management is the last area to be focused on. All 

the other areas are present at level 2 and 3. This alternative version was not used in the next steps of the research. 

 

Figure 12 – Alternative version of our solution, where the colors represents each of the eight disciplines. 
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3.2.1 Proposing new steps 

A secondary contribution was created. We analyzed if there were steps that were not present in BTM
2
 that could 

improve our solution. For that we made a literature review gathering all the steps from the eight case studies 

used for constructing our proposal. The results are presented in Appendix D. Twenty-one steps were identified. 

A mapping between the steps gathered and the steps of BTM
2
 is shown in Table 4. From this mapping two steps 

were identified as possibly missing in the BTM
2
 and that could help implementing IT shared services center in 

Public Administrations. These two steps are: choose the location of the shared service center and the definition 

of SLA‟s (Service Level Agreements). The decision of including these steps or not is analyzed in Section 5.2. 
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Table 4 – Mapping between the steps gathered form literature review and the steps of BTM2 

Steps gathered from literature review Steps of BTM
2 
and respective management area 

Verify if the enterprise has the sufficient expertise and 

knowledge, if she has enough critical mass for 

becoming a shared service center 

Verify whether the organization is ready to deal with 

the specified scope of the intended business 

transformation (Transformational IT) 

Make the business case Realize the detailed case study, including the 

framework of categorization of benefits and define 

criteria of success for each benefit (Value) 

Choose areas, services and processes to pass to the 

shared service center 

Identify processes to further evaluation (Business 

Process), Define task and scope (Strategy) 

Define the goals to accomplish Identify the objectives of the transformation (Value) 

Define the organization structure Clear description of the new organization and 

organizational model to the transformation – strategy 

Choose the location of the shared service center --------------------------------------------------------- 

Analyze business process Identify processes to further evaluation, As-is 

modeling, Compare several potentials models in order 

to identify the most beneficial alternative (Business 

Process) 

Define SLAs ---------------------------------------------------- 

Pass all the ICT staff from the local to the shared 

service center 

Deploy IT operations (Transformational IT) 

Pass all the information systems to the shared service 

center to be controlled and maintained by it 

Deploy IT operations (Transformational IT) 

Standardize data formats and introduce message 

brokers to ensure interoperability 

Deploy IT operations (Transformational IT) 

Assemble all the data in the shared service center Deploy IT operations (Transformational IT) 

Re-design business process To-be  (Business Process) 

Standardize business process/workflow To-be  (Business Process) 

Standardize services Standardize and automate operation and service 

delivery (Transformational IT) 

Standardize systems Define to-be architecture (Transformational IT) 

Train the expertise Coordinate training measures centrally and uniformly 

(Competence and Training) 

Software selection Choose the right tools (Business Process), Review 

existing internal and external service contracts, 

Choose make or buy (Transformational IT) 

Determine technology standards Review architecture principles and best practices 

(Transformational IT) 

Create a Help-desk Enable feedback loop to service/help desk, prioritize 

feedback (Transformational IT) 

Testing Build and deploy landscape into development, test, 

pre-production and production environments quickly, 

reliably and consistently (Transformational IT) 
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4 Demonstration 

In this Section, first we present the PGTIC, project where our solution was applied. Then we demonstrate the 

application only of BTM
2
 and finally we present the utilization of our proposal.  

 

4.1 PGTIC 

In Section 1, we said that the Portuguese Government had defined a global strategic plan to rationalize and 

reduce costs in ICT in the PPA (we will use the acronym PGTIC in this document to identify such plan). The 

PGTIC, realized by Agência para a Modernização Administrativa (AMA), Centro de Gestão da Rede 

Informática do Governo (CEGER) and Instituto de Informática, define twenty-five rationalization measures, 

under the following points of action:  

 improvement of Governance mechanisms 

 cost reduction 

 implementing common  ICT solutions 

 use of ICT to increase change and administrative modernization 

 stimulating economic growth 

 

Particularly regarding the improvement of Governance mechanisms, the theme on which this thesis is based, five 

measures are proposed, which cover the study and implementation of a model that allows to manage the ICT in a 

holistic manner, putting an end to the actual pulverization of the IT function and enhancing its maturity, 

consolidating a national strategy to ensure information is secured (GPTIC, 2011). 

 

Ten strategic goals were also defined. Four of them are related to measuring the improvement of Governance 

mechanisms. These strategic goals (SG) are detailed below (GPTIC, 2011): 

 SG 01. Reduce costs with the IT function in the PPA – Reducing the global costs with the IT 

function in the PPA, freeing resources to increase the capacity to realize the chain objectives of the 

remaining strategic perspectives and contribute in an effective manner to the global reduction of public 

expenditure. 

 SG 04. Increase the level of satisfaction of client organizations – Clearly identify the needs and 

expectations of client organizations, increasing the effective and perceived quality of the ICT services 

provided, which should be associated with levels of services adequately contracted, to guarantee its 

effective participation in the strategy in course. 

 SG 06. Ensure the efficient and effective ICT service delivery – Dramatically improve the maturity 

level in the provision of ICT services in the PPA, including at the level of the five phases of the  

framework ITIL life-cycle service (IT Infrastructure Library): Service Strategy, Service Design, Service 

Transition, Service Operation and Continual Service Improvement. 
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 SG 08. Improve the level of ICT competences – Create the conditions to increase and maintain 

adequate levels of specialization, in quality and quantity, of the Human Resources assigned to the IT 

function in the AP, providing the provided ICT services organizations with the necessary competences 

to reach the goals of the remaining strategies. 

 

The five measures of the first strategic axis are presented as follows (improvement of Governance mechanisms) 

(PGTIC, 2011): 

 Define and implement IT Governance in the PPA that will ensure the sustainability of the measures 

planned in the PGTIC; 

 Rationalize the IT function per sector through the effective centralization of the IT function in each 

ministry;  

 Define architectures, standards and guidelines of technologies and information systems which are the 

ICT growth reference in the PPA;  

 Define and enact a national information safety strategy and subsequently implement the measures 

planned, creating a national capacity to react to cyber threats and reinforce information and 

communication safety solutions;  

 Define and implement sectorial ICT rationalization measures.  

 

The present thesis focus on the second measure: rationalization, organization and management of the IT 

function. This measure seeks to guarantee an effective centralization of the IT function in each ministry, 

including the management of the technological infra-structures, the communications, the information systems 

(aggregating the management and development of all vertical applications of the ministry), the management of 

acquirements and licensing and user support (PGTIC, 2011).  

 

However, part of the first measure is also addressed in this thesis since the measure is about defining and 

implementing an IT Governance model and the second measure is a specific part of the IT Governance model.  

 

The focus of this thesis, concerning the PGTIC, is presented in Figure 13. 

PGTIC
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implementation of 
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Figure 13 - Framing of this thesis in the PGTIC. The second level represents the five strategic axes and the third level 

represents the five measures of the first strategic axis. 
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In Figure 14 we can see the financial impact of all the measures. We can see that measure number two is the 

measure which has more financial impact in the PPA central concerning the ICT. 

 

 

Figure 14 - Comparison of the financial impact of each measure regarding the ICT costs in the PPA central (in 

millions of €). The numbers represent the twenty-five measures of the PGTIC. The first five numbers represent the 

five measures of the first strategic axis: Improvement of mechanisms for Governance (Adapted from PGTIC, 2011) 

 

The initial goal of this plan is to have only one IT shared services centre for each minister. In the future, 

depending on the results, some services could be centralized in just one body serving all the PPA. The 

Presidency of the Council of Ministers (PCM) is the ministry that will be used as a pilot project for the second 

measure. The actual and future state of the PCM regarding the organizational structure will be explained next. 

 

There are thirty-two public organizations (PO) in the PCM. Each one of these organizations has its own IT 

department. We are facing a decentralized model. The intention is to reduce the IT departments (ITD) from 

approximately thirty-two to just three. These three IT departments/shared services centers would be included in 

the AMA, CEGER and INE (National Institute of Statistics). The case study of this thesis is just the new IT 

shared services existing in AMA, and not CEGER shared service and the INE IT department. The as-is and to-be 

of the organization of the IT function inside the PCM can be viewed in Figure 15. The red line separates the 

scope of this thesis, concerning the PCM. 
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Figure 15 - The as-is and to-be of the PCM concerning the organization of the IT function 

 

Answering the question of the problem of this thesis would help AMA to successfully implement the new model. 

 

4.2 Application of BTM
2
 at AMA 

In order to compare our solution against the BTM
2 

in the evaluation phase, we present the BTM
2 

applied in the 

AMA (Figure 16) and the respective conclusions as follows. 

 There is no management area that has reached the maximum level in the scale: Fully achieved 

 There are four management areas that have reached the second highest level: Partially achieved. These 

areas are: strategy management, business process management, transformational IT management and 

program and project management. 

 The Strategy Management is the management area best performed by AMA since it is the area with the 

highest percentage of accomplishment: 78%. 

 The only area present in the lowest level of the scale is Risk Management with only 13% of 

accomplishment 

 There exists eight processes that are in the highest scale and eight in the lowest scale 

 We think that it is urgent to focus on the three worst areas: Risk Management with 15% accomplished, 

Competence and training management with 17% accomplished, and Organizational Change 

Management with 34%.  Hardly anything has been done in these three areas. So it is important to 

prepare a strategy for risk, training and change management because these three areas are currently not 

being treated as they should be. 
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Figure 16 – Application of BTM2 at AMA 

 

 

4.3 Demonstration of the maturity model 

For the DSR demonstration step we applied our solution in a project to implement IT shared services in AMA to 

provide services to all PCM bodies. Thus, we interviewed the person responsible for the implementation of such 

centre on several occasion. We also talked to two other people involved in the project, one responsible for 

business process and the other with software development. 

 

Before the interviews some research was made in order to identify whether we had enough information (public 

documents, AMA website, documents already given by those responsible, etc.) to classify the steps without 

talking to the person responsible. In this way we accelerated the presentation.  

 

In those interviews we asked about the 201 steps to see if they were executed or not. Questions relating each step 

to pose to the responsible were identified before the interview. For each step we gave a classification of 1 

(executed), 0.5 (more or less executed) and 0 (not executed). A document was produced explaining what was 

done for each step (Appendix B). We present in the next Figures (17, 18, 19, 20, 21, 22, 23 and 24) the 

percentage of steps performed for each process and each management area. In the following Figures, Process 1 

represents the first process in the Figure 7 and so on. 
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Figure 17 – Strategy Management - Percentage of steps performed   Figure 18 – Value Management – Percentage of steps performed 

 

                   

Figure 19 – Risk Management – Percentage of steps performed       Figure 20 – Business Process Management – Percentage of steps 

performed 

 

                   

Figure 21 – Transformational IT – Percentage of steps performed     Figure 22 – Organizational Change Management – Percentage 

of steps performed 
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Figure 23 – Competence and training Management – Percentage of steps performed   Figure 24 – Program and Project Management 

– Percentage of steps performed 

 

Then we identified which processes were executed (we considered that they had been executed if at least 50% of 

the steps were performed). All the maths was automatically performed using an Excel document. 

 

The result of this assessment is presented in Figure 25. To make our presentation simpler, our simplified 

proposal is presented below. Applying our maturity model, we can conclude that they are at level 1 

 

 

Figure 25 - Application of the maturity model at AMA 

 

With these results we can conclude several things.  

 

The two processes which AMA should focus are: (1) asses and enable solution readiness of the organization and 

(2) preparation and strategy development. 
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More specifically and with regard to the first process mentioned, AMA should be concerned with evaluating the 

actual IT capacities and services, defining the gaps between the actual maturity (in terms of IT) and the maturity 

desired, defining the as-is of the architecture and defining the to-be architecture.   

 

Relating to the second process, AMA should focus on identifying target groups to define the requirements of 

competences related with each target group and developing an adequate competence strategy. 

 

After these processes, the focus would be on the next process: Program quality management. Quality audits 

should be performed at key milestones during the program and improvement plans implemented in response to 

the findings from the audits. 

 

During the Transformation phase, the focus should be on Implementing and controlling processes, specifying the 

format to present measurement results, carrying out measurements and implementing the new business 

processes. 

 

At level 2, they should still be concerned with the next process: Executing and monitoring, in which they should 

execute the new processes and measure them, analyze the results of the measurements, empower employees and 

implement mechanisms to take action. 

 

Finally, at level 3 the logic would be the same, simply seeing which process needs to be improved and verifying 

the different steps of the process. 

 

The results of our demonstration step and the respective conclusions were delivered to those responsible for the 

project in AMA to contribute with our help. 

 

 

 

 

 

 

 

 

 

 

 

 



37 

 

5 Evaluation 

In this Section we explain, in more detail, the evaluation step of the Design Science Research.  

One form of evaluation is analyzing the results of the demonstration step. Plus, we used face-to-face interviews 

to obtain feedback about our solution from several specialists in shared services. In those interviews we used the 

Moody and Shanks Quality Management Framework to assess the quality of our solution. 

  

This framework proposes eight quality factors (Moody & Shanks, 2003): 

 Completeness: the artifact contains all user requirements; 

 Simplicity: the artifact contains the minimum possible entities and relationships; 

 Flexibility: the ease with which the artifact can support business and/or regulatory change without the 

need for change itself; 

 Integration: the consistency of the artifact within the organization; 

 Understandability: the ease with which the concepts and structures in the artifact can be understood; 

 Implementability: the ease with which the artifact can be implemented in the time, budget and 

technology available for the project; 

 Integrity: business rules and/or constraints are defined from the user requirements in order to guarantee 

the artifact integrity; 

 Correctness: is defined as whether the model is valid, i.e., conforms to the rules of the modeling 

technique. 

  

We also applied the Osterle Principles to our solution. Osterle proposes four principles (Osterle et al., 2011): 

 Abstraction: the artifact must be applicable to a class of problems; 

 Originality: the artifact must substantially contribute to the advancement of the body of knowledge; 

 Justification: the artifact must be justified in a comprehensible manner and must allow validation; 

 Benefit: the artifact must yield benefit, either immediately or in the future, for the respective 

stakeholder groups. 

 

To obtaining more feedback and acceptance we submitted a paper in a conference (ACM SAC 2014). This 

belongs to the last step of our chosen research methodology but it is also a form of evaluation. 

 

5.1 Results of the Demonstration  

If we compare the BTM
2
 to a project to implement IT shared services we can conclude that some areas or 

processes are more advanced than others.  

 



38 

 

In the case of AMA there is no management area that has reached the maximum level in the scale: Fully 

achieved. However, there are four management areas that have reached the second highest level: Partially 

Achieved.  

 

In terms of macro processes, there are eight that reach the maximum level of the scale. There are eight macro 

processes that are at the lowest level of the scale, plus ten processes that are in the Partially Achieved scale.  

 

So, there are eighteen processes that are under 50% performed.  But which of the eighteen processes does AMA 

have to focus on? The BTM
2 

phases could help. To start with, there are four processes. But once again, which 

one to focus on first?  

 

This is where our solution can make a contribution. By dividing the processes into levels, in the case of AMA, 

the first two processes to focus on would be: Assess and enable solution readiness and preparation, and strategy 

development. Then you simply carry on to the engagement phase, transformation phase and optimization phase 

and then do the same with level 3, like mentioned in Section 4.3. 

 

For making more clear the contribution of our proposal we present in Figure 26 the processes of BTM
2
 grouped 

by phases. In this Figure it is obvious that there are too many processes for each phase (the maximum number of 

processes in one phase is 21), complicating the choice for organization on which processes to focus while 

implementing IT shared services. In our solution (already presented in Figure 11) the processes are more divided 

helping more the organizations while deciding which processes to focus first. Note that in our solution the 

maximum processes in one group are 13, a significant difference of 8 against BTM
2
. 

 

 

Figure 26 – Processes of BTM2, grouped by phases 
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Due to the facts mentioned previously in this Section and in the Demonstration we can conclude that our 

proposal is more specific and detailed (explaining more precisely the order of steps to be performed) than just 

applying the BTM
2
, providing more guidelines in implementing IT shared services in Public Administration. 

5.2 Interviews 

In order to evaluate our solution we carried out a set of semi-structured interviews with 3 organizations. In these 

interviews we first explained the problem described in our thesis, its connection with what is happening in 

AMA, the BTM
2
, the steps that we took to construct our solution and finally the different versions of our 

maturity model.  

We then prepared a questionnaire (Appendix C) explaining it first. In this questionnaire the interviewees were 

asked whether they agreed or not with the level and phase for each process. If they did not agree they were asked 

to put the process in the level/phase they believed was best. We also asked our interviewees the reason for not 

agreeing with the level and phase identified, allowing us to improve the model if necessary. 

Naturally, some interviewees did not agree with some levels/phases of a certain process. We will visually 

analyze next the results of the interviews (Figures 27, 28, 29, 30, 31, 32, 33 and 34). In these figures the 

percentage of acceptance of the interviewees for each process is shown. 

 

                   

Figure 27 – Strategy Management – Results of Interviews    Figure 28 – Value Management – Results of interviews 

 

                   

Figure 29 – Risk Management – Results of interviews              Figure 30 – Business Process Management – Results of Interviews 

 

0%
20%
40%
60%
80%

100%
100% 100%

66%

100% 100%

0%
20%
40%
60%
80%

100%

100%

66%

100% 100%

0%
20%
40%
60%
80%

100% 66%

100% 100% 100%

0%
20%
40%
60%
80%

100%

100%100%100%100%100%



40 

 

                    

Figure 31 – Transformational IT Management – Results of Interviews Figure 32 – Organizational Change Management – Results of 

Interviews 

 

    

Figure 33 – Competence and training Management – Results of Interviews  Figure 34 – Program and Project Management – Results 

of Interviews 

 

There are just three processes which percentage of acceptance is below 50%: 

 Stakeholder Management 

 Program planning and governance 

 Program and project scope Management 

But at these three cases there is not a consensus between the interviewees about the right phase/level.  

In the case of Stakeholder Management, one interviewee said that it should exist in level 2 but in all phases. And 

the other interviewee said that it should exist at envision phase and level 1 due to the importance of this process 

(without the support and help of stakeholders, the project cannot advance). Thus, neither the level nor the phase 

is agreed between the interviewees.  

For the Program planning and governance one interviewee said that it should appear at level 1 and envision 

engage due to the fact of being essential and the other interviewee said that it should be present at level 2 but in 

both phases of engage and transform. So, neither the level nor the phase is agreed between the interviewees.  

Finally, about the Program and Project scope management, one interviewee commented that it should be placed 

at level 1 and envision phase and the other said that it should be put at level 2 but in both phases of engage and 

transform. So, once again, neither the level nor the phase is agreed between the interviewees.  
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Thus, as future work, a deepest analysis could be done in order to investigate the right collocation of these three 

processes in the maturity model. 

Concerning the proposal of new steps, identified in Section 3.2.1, a questionnaire (Appendix E) was also 

prepared and presented to the interviewees. We will next discuss the results. 

Concerning the definition of SLAs, the interviewees agreed on adding this step. Although, they did not agree on 

where the steps should be included. The suggestions made were to include the steps whether in Value 

Management or Business Process Management. 

For the choice of the location, there was no consensus in including these steps or not. The reason for not 

including this step was due to the fact that the choice of location is a detail of implementation.  

Due to the fact of not having consensus, it would be important, as future work, making more interviews and 

analyze where to include the steps proposed (or even others) in our solution. 

Finally we would like to present some phrases of an interviewee expressing his approval for our solution: 

 “I can tell you that your model is really interesting, your model was built to be used in the IT field, but I 

found some interesting ideas that could be useful to be used in other processes.” 

 “I'm convinced that is easy to adapt the different "Macro Blocks / Blocks" to support the setup of other 

processes (provisioning, finance, etc).” 

 “Congratulations for your job. In my opinion is really good!” 

Concerning the interviews, as future work, we could make more interviews in order to evaluate better the 

collocation of each process at the maturity model and the inclusion of new steps. Analyzing all the feedback 

gathered could improve the maturity model and more iterations of the DSR could be done. 

5.3 Moody & Shanks Quality Management Framework 

In this Section we present the results obtained for the Moody & Shanks Quality Management Framework. The 

interviewees were asked to evaluate our proposal using the framework criteria. This was done without our 

intervention, allowing the interviewees to use only the definitions of the Moody & Shanks Quality Management 

Framework criteria free of our interpretation. The results are presented in Figure 35. 

 



42 

 

 

Figure 35 - Results of the Moody and Shanks Quality Management Framework 

 

The analysis of Figure 35 and the provided feedback allows us to infer the following results: 

 Completeness: The proposed maturity model is complete since all the processes and steps necessary 

were present in the maturity model; 

 Simplicity: We presented some of our interviewees with the final version of our solution which we 

realize was confusing. We are aware that we could have presented to all of them the simplified version 

of our solution to improve its simplicity. 

 Flexibility: The fact that the interviewees were from different sectors allows us to conclude that the 

method is flexible to support business and/or regulatory change without the need for change itself.  

 Integration: The interviewees taught that the method is consistent within the organizations since it can 

be implemented and used accordingly with the organizations‟ needs and adapted to use the 

organizations‟ processes and practices; 

 Understandability: We explained the BTM
2
 to our interviews, so they understood more easily our 

solution since it was based on that methodology. 

 Implementability: The interviews found that the maturity model was more or less easy to implement 

although it involves a lot of processes and steps. 

 Integrity: The feedback from the interviewees was reasonably positive. 

 Correctness: The interviews found that our solution was valid. 
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5.4 Osterle Principles 

In this Section we present the results obtained for the Osterle four principles.  

 

The results inferred from the demonstration and evaluation steps are the following: 

• Abstraction: The proposed solution is abstract since it can be applied in multiple organizations of Public 

Administrations of different countries if they are implementing IT shared services. 

• Originality: During the interviews and the demonstration stages none of the interviewees shown knowledge 

about any similar method. Although there is a general methodology, it does not solve the problem of this 

work. 

• Justification: the method is justified since it uses an already accepted methodology and was constructed 

using case studies of papers accepted at conferences. 

• Benefit: The solution brings benefits since it defines the steps of how to implement Shared IT services in 

Public Administrations and the interviewees agreed with this.  

After the analysis of the results we can conclude that all of the principles were met. 
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6 Conclusion 

Using the DSR, we tried to solve the problem described in our thesis: How to evaluate the maturity of the 

implementation of IT shared services in Public Administrations. 

 

In the related work we started with in the general area - IT Governance - and we went onto the specific theme of 

our thesis: shared services centre. We also presented how to design a maturity model. A shared service center is 

a separate and accountable semi-autonomous unit within an (inter)organizational body, used to bundle activities 

and provide specific pre-defined services to the operational units within that (inter)organizational body, based on 

agreed conditions. The shared services centre business model tries to capture the benefits of both centralization 

and decentralization, which are often conflicting in nature.  

 

After analyzing the state of art we found that there is no specific methodology to implement IT shared services. 

Although, there is a general methodology for any kind of transformation project such as company mergers, 

implementing ERP or implementing shared services. 

 

Thus, we constructed a specific solution for IT shared services in Public Administrations using a general 

methodology – BTM
2
. For that we applied BTM

2
 to eight case studies about IT shared services in Public 

Administrations published in conferences. With these results we constructed, guided by a procedural method 

proposed by (Becker et al., 2009), a three-level maturity model, also divided into the BTM
2
 phases. 

 

We applied our solution to a project to implement IT shared services in AMA to provide services to all PCM 

bodies. With the demonstration phase, we reached the conclusion that if we compare the BTM
2
 to what has been 

done in a project to implement IT shared services, we can conclude that some areas or processes are more 

advanced than others. But it is hard to decide which processes we need to focus on. Our solution fills that gap 

being more specific, detailed and precise than BTM
2
, giving more guidance in implementing IT shared services 

in Public Administration. 

 

6.1 Limitations 

We had some limitations in our research. First, we found few papers describing case studies of IT shared 

services in Public Administrations.  

 

Another limitation was that the information present in the papers is limited and focused on the theme of the 

paper. So, when comparing the BTM
2 

to the case studies some steps could even be performed but were not 

discussed in the paper. This influences the result of our proposal.  

 

Another limitation was the fact that the project in AMA suffered delays and they did not progress as was 

planned. This influenced the results of our demonstration.  
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Finally, unfortunately, it was hard to find specialists available to evaluate our solution. We talked with nine 

enterprises but only three gave us the results of our questionnaire. 

6.2 Contributions 

The main contribution of this research is the solution itself (the maturity model), its demonstration and 

evaluation. With the maturity model we intend to improve the existing knowledge on how to implement IT 

shared services in Public Administrations. The demonstration contributes to prove that the maturity model can be 

used in a real organization. The evaluation proves that the solution has been accepted and that interviewees 

found it useful. 

 

A secondary contribution is the proposal of including new steps identified from a literature review. 

 

Finally, we consider also the use of the procedural model proposed by (Becker et al., 2009) for designing our 

solution a contribution of our thesis since it proves that the procedural model can be used for designing maturity 

models.  

 

6.3 Future work 

In terms of future work, there are many interesting things that could be done, such as looking into whether there 

are differences between implementing an IT shared service with a shared service from another sector (finances, 

human resources, etc.); looking into whether there are differences between implementing an IT shared service in 

Public Administration or in the private sector; specifying the maturity model for the different kinds of IT 

services; applying the BTM
2
 in more case studies found in literature; or even preparing case studies in 

enterprises to improve the maturity model; make more interviews in order to evaluate better our solution; and, 

finally, using a framework (such as COBIT or ITIL) to improve our proposal. 
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Appendixes 

Appendix A – Steps of BTM
2
, gathered by analyzing the book 

STRATEGY MANAGEMENT 

Step 1: Project Startup 

 Define task and scope 

 Define project team 

 Set-up project plan 

 Agree on methodology, roles and responsibilities 

 Agree on deliverables and project standards 

 Optional: Preparation meetings, preparation calls, desktop research and document analysis 

 

Step 2: As-is data collection (obtain a holistic picture of the organization) 

 Data transparent, conclusive, coherent and comprehensive 

 Internal factors, such as 

o Competitive strategy and core competencies 

o Resources and capacities: management, purchases, production, sales, technology, innovation 

and finances 

 External factors, such as 

o Economic trends 

o Competitive environment 

o Transformation drivers (globalization, demographic development, sustainability aspects, 

technology, changing workforce) 

o Industry trends 

o Optional: examine data, interviews with all, analyze competitors and partners 

 

Step 3: Analysis of transformation needs and causes 

 Investigate the effects that the drivers of transformation have on the enterprise, as well as the associated 

opportunities and risks  

 Evaluate the maturity of organizational readiness, process readiness and IT readiness (p. 43) 

 Optional: use swot, lifecycle, gap, benchmarking and portfolio technique (appendix A) 

 

Step 4: Design business vision and business model 

 Investigate the competencies core of the enterprise and his individuals and develop new core 

competencies 

 Describe the declaration of the mission tangibly, in order to be possible apply specific objectives (The 

mission statement includes a description of the field of operations, the required resources and the value 
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system of the company. The mission statement should also be described in a tangible manner that 

enables it to be applied to specific goals. In addition to the business areas, production and sales 

program, the development of the value chain and manufacturing penetration, as well as the required 

resources and corporate values have to be described) 

 Define the strategy of transformation to follow (p. 46) 

 Describe the future business model (program of purchase and sells, plans of marketing and sells, 

purchasing strategy, investigation and development of products, financing option, workforce planning, 

qualification planning, IT architecture and IT planning) 

 

Step 5: Develop Integrated transformation plan – plan of high level of the steps necessary to transform costs, 

benefits, strategic risks, contain elements of all the disciplines of management 

 Clear description of the new organization and organizational model to the transformation 

 Analysis of the management and communication style necessary and values of the future enterprise (If 

the company has enough time to complete the transformation, a participatory management style that 

promotes autonomy can bring about success. If the company is under considerable pressure to complete 

its business transformation, it should nevertheless act with as much autonomy as possible and as much 

control as necessary) 

 Adapt the transformation plan to a open and objective communication (this means that the reason for 

the transformation are presented objectively and the pros and cons are discussed) 

 Identify the formal and informal roles to the transformation (These include the top managers of the 

divisions that will be affected most by the transformation and that are crucial to the transformation. A 

decision should also be taken on the top sponsor (power promoter) of the transformation and who the 

business transformation managers will be. It is also advisable to decide on who will support the 

business transformation as the expert promoter and who can be relationship promoter. The steering 

committee for the transformation should also be appointed as the future decision-making body) 

 Determine the key changes in the process organization (that are required to describe the future business 

model. Starting from a rather abstract level, the processes that will change are identified and the target 

profile for these processes is described) 

 Identify the main stakeholders 

 Identify summarily the benefits 

 Analyze initial qualifications needs and training requisites 

 

VALUE MANAGEMENT 

Step 1: Value Identification 

 Identify the strategy in the business transformation portfolio matrix (p. 61) 

 Identify the objectives of the transformation (5 more or less) 

 Identify the specific benefits for each group of stakeholders resulting from fulfill certain objectives 

 See if the benefits can be measured 
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 Identify the changes (business, enabler, facilities and technology) associated to the benefit (Business 

changes are permanent changes to working practices, processes, structures or relationships that are 

required to be implemented and sustained to deliver the benefits. Enabling changes are typically one-off 

changes which are prerequisites for making the business changes or to bring new technology of 

facilities into effective operation. Facilities and technology, including it applications and infrastructures, 

are also enablers and are often the active ingredient that makes the transformation possible, but 

normally need to be connected trough other enabling or business changes to deliver business benefits) 

 Make an initial business case (overall “order of magnitude” estimate of the likely costs of the changes 

and giving executive management the opportunity to decide if it is an investment they are willing to 

make to achieve the objectives. Can use for example the benefits dependency or business 

transformation value network to put in the business case p.64) 

 

Step 2: Plan Benefit Realization 

 Identify owners (individuals or job roles holders who accept responsibility for doing all they can to 

make the changes happen successfully or to work with those making changes to ensure that the benefits 

are achieved, describe all the benefits in the business case, how it will be measured and see if after it is 

implemented) for the benefits and changes 

 Baseline analysis for each the main benefits to establish actual levels of performance, so that the level 

of potential improvement is realistic and can be quantified as far as possible  

o Establish if it exists actual measures in place which give the data and if not, if those can be 

established in a acceptable cost to define the actual position 

o Use benchmark or other data to compare their levels of performance with other enterprises in 

the same industry or even other 

 Realize the detailed case study, including the framework of categorization of benefits and define criteria 

of success for each benefit (p. 70) 

 Optional: use historical data, modeling or simulation, benchmarking or reference sites or pilot projects 

 

Step 3: Execute the benefits plan and evaluate results 

 Optional: revalidate the business case 

 Formal revision about what has been or not achieved 

 Interim reviews must be done in key points during the program 

 See if it miss to realize some action to fulfill the business case 

 Identify lessons learned and communicate them 

 Report with further potential benefits and actions needed to examine them 

 Identify unexpected benefits and understand how they came. The same for disbenefits/negative 

consequences and to benefits expected that are not being fulfill 

 

Step 4: Establish potential for further improvements 

 Identify further benefits 

 Continue to monitor the benefits achieved to ensure they are sustained over time (until 12 months) 
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RISK MANAGEMENT 

Step 1: 360º strategic risk assessment 

 Identify external and internal risks and respective drivers (external risks can be categorized as being 

related to customers, competitors, social and geopolitical factors, capital markets, economic conditions, 

technology, environment, regulations and compliance. Internal risks typically relate to people, processes 

and products) 

 Realize a strategic risk plan (p. 95) 

 Evaluate the business case 

 Identify key interdependencies among both internal and external risks drivers that could affect multiple 

transformation initiatives and might hinder the overall execution of the business transformation 

 Identify potentially disruptive factors from external risk drivers 

 Optional: use some techniques (appendix c) 

 

Step 2: Risk analysis and risk response plan 

 Identify operational risks 

 Associate each risk to their respective benefits 

 Analyze risk interdependencies as well as qualitative and quantitative aspects of risks 

 Nominate transformation risk champions (functional area specialists who are working on a 

transformation initiative. They are closely involved in the business transformation and are thus quite 

familiar with its objectives. At the same time, they offer a business perspective based on their specific 

functional expertise and they understand the transformation‟s risks drivers and how these influence the 

business) 

 Categorize risks with some framework or break down structure (a risk breakdown structure  represents 

the operational equivalent of a strategic risk map) 

 Evaluate risk (likelihood and impact) 

 Prioritize risks through a matrix (p. 101) 

 Optional: analyze the impact to the more important dimensions to the success – cost, schedule, 

deliverables, one matrix for each 

 Identify who is accountable for monitoring and responding to each risk event (can use p. 104) 

 Identify the approaches to answer to the risks more significant (prevention, transfer, reduction and 

acceptance) 

 Develop eventual contingency plans 

 Evaluate response plan to see if it is technically and financially feasible  

 Optional: use techniques (appendix C) 

 

Step 3: Execute risks response plan and monitor risks 

 Criteria or KRI‟s (Key Risk Indicators) are in place to determine when a risk has been actualized and 

monitor those criteria/KRI‟s 

 Execute response plan if necessary 
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 Regular risk review meetings to monitor the occurrence of risk events, close risks that are no longer 

relevant, identify potential new risks and opportunities and assesses the progress and effectiveness of 

risk responses that have been initiated 

 

Step 4: Review and evaluate risks 

 Review and improve risk management efforts and identify opportunities resulting in change in business 

imperative or methodology 

 Optional: lessons learned sessions, financial result analysis to evaluate the effectiveness of risk 

responses, internal and external audits, independent estimates of schedule, cost and quality  

 

BUSINESS PROCESS MANAGEMENT 

 

Step 1: Process Maturity Level of the Company 

 Process framework: identify and allocate major buildings blocks of a business environment and relate 

these blocks to one another (The process framework serves to come up with a first orientation of the 

process landscape relevant in a certain business transformation) 

 Optional: use process framework on three layers (p. 118) 

 Understand the maturity level of process using maturity models (ex. CMM) 

 Optional: use questionnaires and employees surveys 

 

Step 2: BPM Governance 

 Define BPM roles and tasks (process owners, process manager, process participants, process analysts, 

process sponsor) 

 Define BPM terminology to all stakeholders speak the same language in terms of processes (process 

glossary) 

 Define the BPM approach applied and communicate it to all stakeholders 

 Choose the right tools (evaluate alternative products) 

 Organize the various models captured within an organization (by using a process repository) 

 

Step 3: Process design 

 Identify processes to further evaluation 

 Define criteria for evaluating alternatives process design of these processes 

 Optional: use process portfolio for process calibration (p. 127) 

 Choose the right process modeling language (BPMN, ARIS, EPC, IDEF) 

 As-is modeling 

 To-be design 

 Compare several potentials models in order to identify the most beneficial alternative 

 Mapping the to-be process to both human and technical resources in order to make sure the to-be 

processes can actually be performed according to its specification 

 Optional: use process implementation matrix (p.134) 
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Step 4: Implementation of processes and controlling 

 Specify the process to be measured 

 Specify the measures to be used 

 Specify the format of presenting measurements results 

 Technically realize the measurement system accordingly 

 Optional: use process performance measurement matrix (p.137) 

 Implement the process (technical and non-technical aspects of the implementation) 

 

Step 5: Run and monitor 

 Execute and measures the process (make sure that executed processes are measured regarding their 

performance. For that purpose process performance indicators defined in process controlling are used. 

To-be values and as-is values are compared providing valuable data for performance analysis) 

 Analyze the results (try to understand root causes of variances both in positive and negative direction 

leading to corrective action) 

 Empower employees (make sure to align process performance to the management system of the 

organization. Process-oriented goals must be agreed upon in order to assure commitment and foster 

process-oriented thinking. Employees need to feel in charge, responsible and empowered for process 

performance. Recurring process audits help implementing such an empowerment) 

 Implement mechanisms for taking action (On the one hand, this means to take advantage of quick 

improvements. On the other hand, further improvement plans need to be developed and launched out of 

the continuous optimizing cycle) 

 

TRANSFORMATIONAL IT MANAGEMENT 

 

Step 1: Assess and enable solutions readiness of the organization 

 Verify whether the organization is ready to deal with the specified scope of the intended business 

transformation 

 Evaluate the current IT capabilities and services (IT maturity assessment) 

 Define gaps between current and required maturity to absorb the change 

 Review architecture principles and best practices 

 Define as-is architecture 

 Define to-be architecture (business, application, information, technology) 

 Define value proposition for stakeholders and get their approval 

 Review business architecture of BPM 

 Break business architecture down to the right level of service granularity, boundaries and contracts 

 Review existing internal and external service contracts 

 Identify gaps between as-is and to-be and prioritize together with BPM and stakeholders 

 Consider sourcing strategies for gaps 
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 Optional: do business capability assessment (p. 151) 

 

Step 2: Plan to-be architecture, operations and services and create IT transformation roadmap 

 Set-up application architecture (document application architecture baseline, review IT operation 

requirements, review reference models of to-be architecture, detail application architecture vision (-> 

to-be architecture), develop draft data architecture, evaluate sourcing plans, perform gap analysis) 

 Set-up data architecture (review application architecture requirements, document data architecture 

baseline, review reference models of to-be architecture, detail data architecture vision (-> to-be 

architecture), evaluate sourcing plans, perform gap analysis and prioritize) 

 Set-up technology architecture (baseline current technology architecture, consider service levels with 

hardware vendors, consider IT operations requirements, review reference models of to-be architecture, 

design to-be technology architecture, evaluate sourcing plans, perform gap analysis and prioritize) 

 Identify quick wins (In order to ensure a business case driven transformation process, the identified 

gaps must be prioritized and possible quick wins need to be elaborated) 

 Choose make or buy 

 Determine external support 

 Define the build, implementation and deployment plan 

 Set-up transformation management steering committee 

 

Step 3: IT operations and service deployment and IT Governance implementation 

 Decide on a framework (V model, scrum) in order to develop and deploy IT application and services 

 Set-up IT operations plan 

 Execute communication plan 

 Execute trainings 

 Set-up delivery structure and sourcing plan 

 Establish contract and quality management 

 Plan go-live support 

 Deploy IT operations 

 Deploy and distribute IT services and catalog 

 Optional: use some techniques like ITIL or Cobit (appendix E) 

 Implement IT governance 

o Strategic alignment: bring together the corporate side of business with the line-of-business and 

IT leaders 

o Value delivery: make sure that the IT department delivers on the benefits promised at the 

beginning of a project or investment 

o Resource management: achieve optimal use of resources 

o Risk management: put a formal risk framework in place 

o Performance management: use performance measures 

 

Step 4: IT operations and services optimization and IT lifecycle management 
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 Manage architecture change requests and requirements, i.e. 

o Get feedback from solution architects 

o Enable feedback loop to service/help desk, prioritize feedback 

o Steer updates of solutions 

o Determine needs and plans to improve, modernize, replace or retire 

o Coordinate skill demand and roles 

o Standardize and automate operation and service delivery 

 Establish monitoring and continual improvement process 

o Deploy monitoring tools and methods for IT operation 

o Define and measure PPI and KPIs 

o Conduct assessment to ensure requirements, quality, services, and performance is maintained 

and tied to business value 

o Report back figures to management for actions 

o Establish sourcing strategy 

o Develop key factors for performance areas and survey stakeholders 

 Lifecycle management 

o Operate, maintain and enhance the system landscape 

o Build and deploy landscape into development, test, pre-production and production 

environments quickly, reliably and consistently 

o Coordinate staff 

 

ORGANIZATIONAL CHANGE MANAGEMENT 

 

Step 1: Set-up and Governance 

 Provide input to the development of a business case to validate change management resources, budget, 

non-tangible business benefits and business resource requirements. 

 Conduct interviews with key project stakeholders to gain an initial estimation of organizational change 

management needs. The questions should cover the current situation, possible explanations, what 

should be changed, what must remain for a successful change, etc. 

 Agree on the scope of work and deliverables that the change management team will deliver for the 

project 

 Document a high-level approach to change and training objectives, and guiding principles within a 

project 

 Define a detailed list of tasks and milestones to be able to track progress of organizational change 

management activities 

 Identify and select people as organizational change management resources to support the project 

 Provide training sessions to deliver the right competencies 

 

Step 2: Stakeholder management 
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 Identify and listen all stakeholders who are impacted by, or who can influence business transformation 

at the very beginning of the transformation project 

 Conduct high-level change impact analysis that the project will have on the current organization and 

identified stakeholders 

 Evaluate, analyze, and record the degree of support and importance of each stakeholder 

 Align communication activities to reflect the needs and demands of specific stakeholders groups 

 Manage stakeholders (groups) individually along all project phases 

 Optional: use two tables (p.179) 

 

Step 3: Communication management 

 Asses the current communication resources (can use table p. 183) 

 Perform a communication need analysis to identify the needs and desires of the stakeholders and 

translate them into communication needs within several contexts 

 Establish communication objectives (can use p.183) 

 Identify key messages and channels 

 Execute communication plan 

 Optional: use communication activity log (p.184) 

 Control the communication activities with review and reports on quantity and quality feedback 

 

Step 4: Performance management 

 Identify individuals with complementary skills and role preferences in order to assemble a balanced 

team 

 Optional: conduct team buildings events 

 Identify and celebrate key milestones achievement for the provision of appropriate team recognition 

 Establish an explicit process that allows knowledge to be codified and shared between internal and 

external project team members to ensure that the intellectual property is retained in the business upon 

project closure 

 Refresh and check project team relationships, collective performance levels and knowledge transfer to 

maintain best practice throughout the whole project lifecycle 

 Align transformation-related objectives with goal-setting and incentive systems as well as with 

feedback schemes that are able to systematically evaluate desired behavior 

 Design and adopt profit sharing, stock ownership or other forms of variable pay that explicitly reward 

company performance  

 Re-configure the entire talent management cycle (acquisition, development and retention) to reflect 

organizational change efforts 

 

Step 5: Organizational Change monitoring 

 Measure the impact of organizational change management activities (stakeholder, communication, 

competency and skill management) 
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 Assess the current situation of business transformation with regard to the organization readiness to 

accept the change 

 Provide the organizational change management project team advisor as well as the project manager 

with regular and general feedback on stakeholders‟ perception of the transformation project 

 Ensure “softer” feedback comes back to the project (e.g. informal conversations, general thoughts, 

coffee machine corner discussions) 

 Derive and prioritize appropriate activities to improve organizational change management strategy, e.g. 

better communication of business benefits 

 Facilitate a continuous improvement process (measuring the impact of follow-up activities) 

 Ensure knowledge transfer and usage of experiences for developing best practices for subsequent 

projects 

 

COMPETENCE AND TRAINING 

 

Step 1: Preparation and strategy development 

 Identify target groups to define team member‟s competence requirements 

 Derive future team members‟ tasks and resulting necessary competence based on company‟s targeted 

future position 

 Develop a competence strategy 

 

Step 2: Need analysis – competence strategy is specified and operationalized 

 Group resources together to derive effective training programs to further develop these specific 

competences (can use figure p. 204) 

 Determine the necessary core competences at an individual protagonist level and use them for recruiting 

measures 

 Optional: use job profile cards (p.205) 

 

Step 3: As-is and gap analysis 

 Determine qualitatively and quantitatively transformational and transactional leadership competences 

 Compare the defined requirements with the actual situation at present 

 Identify important gaps and training needs for the target groups 

 Optional: use gap analysis at job family level (p. 207) 

 

Step 4: Curriculum preparation and training 

 Convert competence differences into concrete learning objectives at a curriculum level and later at a 

course level 

 Analyze whether training products exist in the company itself or on the market that can ensure that the 

learning objectives will be achieved 

 Take a balanced and varied combination of methods, learning forms, processes, social and 

communication forms, and media into account 
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 Assemble the team of trainers, mentors and e-learning authors 

 Coordinate training measures centrally and uniformly (the ownership should be anchored in the 

respective business area) 

 

Step 5: Transfer and evaluation 

 Understand the most important organizational influencing variables that influence transfer and 

application of knowledge (e.g. organization commitment to training, correlation between department‟s 

objectives and the learning content, and an open team environment for communication) 

 Define and implement measures that manage the learning transfer in both the field of learning as well as 

the field of application 

 Optional: agree individually learning contracts with the participants even before the training measures 

begins 

 Optional: analyze the degree to which the learning contracts have been achieved after the training 

 Evaluate the effect of the training at a business level 

 

PROGRAM AND PROJECT MANAGEMENT 

 

Step 1: Program planning and governance 

 Program managers need to define the program organization and roles, define the procedures and 

communication channels between different entities and so forth 

 Establish the key governance principles and ensures that the correct structure is in place to encourage 

effective and appropriate governance 

 Orchestrate the projects inherent in a program in alignment with the organizational business 

transformation strategy (p.223 for example) 

 

Step 2: Program and project integration management 

 Plan the support structure that will enable the program to achieve its goals successfully (Core program 

management and governance teams, resource planning and management (personnel, tools, facilities, 

finances), program management framework (selected processes), program management office, 

integration into the meta management structure of business transformation, specifically value 

management) 

 Address key tactical issues and risks (like unplanned events, concerns or disputes that may have impact 

on cost, schedule, technical architecture) 

 

Step 3: Program and project scope management 

 Formulate the program scope statement, which will be finalized in the program charter 

 Manage and adjust the scope of the program and its related projects over time 

 Ensure that all key stakeholders of the program achieve a common understanding of the program 

mandate and approve and commit to it 
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 Realize program scope statement (program charter) in relation to the vision, goals and objectives 

(program charter - Summary document that provides a solid foundation, which helps to reduce risk and 

ensure a successful implementation) 

 

Step 4: Program and project time and cost management 

 Plan a project time frame in order to assign budgets to projects 

 Initiate time reporting, costs providing and monitoring of expenses for business transformation 

managers, as well as plan budgets for subsequent phases 

 

Step 5: Program quality management 

 Execute quality audits at key milestones in the program, with the focus being on ensuring the delivery 

of business benefits 

 Agree and implement improvements plans in response to the findings from the audits 

 Ensure that program work and activities meet the defined quality objectives and attributes 

 

Step 6: Program human resources management 

 Balance the available resources in order to deliver the optimized value to the program 

 Set achievable targets and key performance indicators to program team members 

 Define performance procedures and metrics, and give feedback to the line organization 

 

Step 7: Program procurement management 

 Evaluate potential areas to outsource or offshore 

 Creates and negotiates all contracts for service providers and suppliers 

 Communicate guidelines and frame agreements to project managers, and require the team to track 

progress as well as open issues 

 Manage the budget and implement cost controls, and manage quality of services and deliverables 

 

Step 8: Program reporting 

 Evaluate program progress compared to the strategic plan, and raise any potential risks, identified issues 

or necessary change requests, at program or component level 

 Monitor the program throughout its lifecycle, and collect, measure and disseminate performance 

information, and assess overall program trends 
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Appendix B – Demonstration step 

Strategy Management 

Step 1: Project Startup 

 Define task and scope. The task is well defined in the public document about the PGTIC. It says that the 

second measure seeks to guarantee an effective centralization of IT in each Minister, including the 

management of the technologic infrastructures, the communications, the information systems, the 

management of acquisitions and licensing and the user support. The scope of this project includes all 

the Public Administration. 

 Define project team. In the public document, it is defined which organisms are responsible for 

executing this project. In the concrete case of AMA, every person of the DSI is involved in the second 

measure (M2). 

 Set-up project plan. In the public document, this project is divided into 15 actions. For each of this 

actions, it is defined the responsibility and the schedule. Additionally, AMA has defined a gantchart for 

the centralization of IT in IGAC and ACIDI (the only two organisms that already had centralized their 

IT in AMA). 

 Agree on methodology, roles and responsibilities. The methodology is defined in a document. This 

methodology consists in executing the M2 in a phased manner, by minister, initiating with a project-

pilot in PCM. This pilot-project will serve as proof of concept to the validation of the governance model 

by minister and the scenarios of rationalization resulting of the raising of the actual situation. The roles 

and responsibilities are also defined in that document, concerning the organisms. It exists also another 

document where it is defined the roles and responsibilities at the level of AMA. The roles for the 

program management are the monitoring committee, the program manager, the change manager and the 

project manager. For the latter three their main responsibilities are defined. 

 Agree on deliverables and standards. For the program manager, project manager and change manager it 

is defined the main deliverables. 

Step 2: As-is data collection 

 Data transparent, conclusive, coherent and comprehensive. Since it is a public project, it exist data 

transparent, even at the financial level. The data available are also conclusive and comprehensive. 

 Internal Factors. The competitive strategy and core competences are present in the mission of AMA and 

in this link 

http://www.ama.pt/index.php%3Foption=com_content&task=category&sectionid=1&id=3&Itemid=21.

html. It exist an organism that ensures the purchases. It doesn´t exist sales. For the management it exist 

the board, directors of departments and team leaders. 

http://www.ama.pt/index.php%3Foption=com_content&task=category&sectionid=1&id=3&Itemid=21.html
http://www.ama.pt/index.php%3Foption=com_content&task=category&sectionid=1&id=3&Itemid=21.html
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 External Factors. Economic trends are taken into account since Portugal lives an economic crisis. In 

was also analyzed and written in a document what was done in other countries concerning the reduction 

of costs in IT and what could be learned about these cases. The drivers of transformation are 

sustainability aspects and technology.  

 

Step 3: Analysis of transformation needs and causes 

 Investigate the effects that the drivers of transformation have on the enterprise, as well as the associated 

opportunities and risks. In the public document about PGTIC, it is said the effects and opportunities, 

especially concerning the financial aspect. It didn‟t exist an investigation about the risks. 

 Evaluate the maturity of organization readiness, process readiness and IT readiness. Nothing was done. 

 

Step 4: Design business vision and business model 

 Investigate the competencies core of the enterprise and his individuals and develop new competencies. 

It was not investigated or documented the competencies of the individuals but it is known. 

 Describe the declaration of the mission tangibly. The mission of AMA will change due to the impact of 

this project. It exists already a proposal of new mission but it has not been made official yet. AMA will 

also have new competences. What will change in the mission is that now AMA will provide services to 

other organisms. 

 Define the strategy of transformation to follow. After José Rodrigues see the four options, he identified 

strategic alignment as the strategy followed by AMA in this project. 

 Describe the future business model. It just contains the financial part, the rest has not been done. 

 

Step 5: Develop Integrated transformation plan 

 Clear description of the new organization and organizational model to the transformation.  The new 

description will be in the new legislation but it is still waiting for approval. The organizational model is 

clearly defined. 

 Analysis of the management and communication style necessary and values of the future enterprise. 

Although there exist the role of change manger, it was not well analyzed which style would be the best 

for management and communication. The values of the organization remain the same. 
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 Adapt the transformation plan to an open and objective communication. The reasons for this change are 

largely explained in the public document about PGTIC. The pros are also there. Since there was a 

positive vision the cons have not been analyzed and discussed. 

 Identify the formal and informal roles to the transformation. The top managers of AMA are identified. 

It exist a steering committee. For each wave, there are a internal and external project manager. The 

PMO is contracted.  

 Determine the key changes in the process organization. It was identified which process had to change, 

like incidents, service requests and management of configurations. However the main changes had not 

been identified. 

 Identify the main stakeholders. The main stakeholders are the various organisms that need to outsource 

their IT to AMA.  

 Identify summarily the benefits. The benefits are present in the public document about PGTIC. The 

main benefit is financial, with a potential reduction of 500 millions € by year for the central 

Administration. Another benefit is to improve the level of IT competences in the various organisms. 

   Analyze initial qualifications needs and training requisites. This was not done. 

 

Value Management 

Step 1: Value Identification 

 Identify the strategy in the business transformation portfolio matrix. After presenting the four options to 

José Rodrigues, he said that this project is strategic (PGTIC is a strategic plan), Key Operational 

(avoiding that some organisms collapse in terms of IT) and Support (since this project will reduces 

costs and remove inefficiencies) 

 Identify the objectives of the transformation. There are present in the public document about PGTIC. 

The objectives of the M2 are: the creation of a service desk to support all the services in just one 

organism of each Minister, the unification of the various centers of data processing in just one, the 

unification of the administration services, application development and licensing in just one organism 

of the Minister, the unification of the services of infrastructures and communications in one only 

organism of the Minister, the unification of the micro-informatics in a single organism of the Minister 

and finally the unification of the services of Governance, strategy, and IT architecture in a single 

organism of the Minister. 

 Identify the specific benefits for each group of stakeholders. The benefits are not specified for each 

group of stakeholders. 
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 See if the benefits can be measured. In financial terms, the benefits can be and are being measured. 

However, qualitative benefits like availability and incident resolution are not possible to measure since 

the organisms do not possess criteria to evaluate and AMA does. So, it is not possible to compare the 

before (IT not centralized) and after (IT centralized at AMA). 

 Identify the changes associated to the benefit. This was not done. 

 Make an initial business case. There was not elaborated an initial business case. The public document 

about PGTIC is itself the final business case. 

Step 2: Plan Benefit Realization 

 Identify owners. This was not done since AMA does not have total control. The budget continue to 

belong to the organisms as well as the human resources, not being possible to designate the owner. 

 Establish if it exists actual measures in place. Like said before, in a financial aspect yes it is possible. 

 Compare their level of performance with other enterprises. It was realized a study to benchmark the 

actual performance in the Portuguese situation against other countries, like Australia, Nederland, USA, 

United Kingdom or Canada. 

 Realize the case study. Like said before, the public document about PGTIC is the case study. There 

does not exist a framework of categorization of the benefits. 

Step 3: Execute the benefits plan and evaluate results. 

 Formal revision about what has been or not achieved. This was not done yet. Actually, IGAC is making 

a survey to its users about the new IT services provided by AMA. 

 Interim reviews must be done in key points during the program. There exist steering meetings every 15 

days. These interim reviews are also identified in the gantcharts of the ACIDI and IGAC projects. 

 See if it miss to realize some action to fulfill the business case. This is not done since the business case 

it too broad. There exists something more specific for every project where they can verify if it miss 

something. 

 Identify lessons learned. Although it was given to us some examples of lessons learned at the IGAC 

project and applied at the ACIDI project, these lessons are not document neither communicated. 

 Report with further potential benefits and actions needed to examine them. This was not done. 

 Identify unexpected benefits and understand how they came. A breaking at the help desk was appointed 

as one negative consequence. However, this step is not formally done. 

Step 4: Establish potential for further improvements 

 Identify further benefits. This was not done. 
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 Continue to monitor the benefits achieved to ensure they are sustained over time. The benefits are 

monitored until the M2 ends. After that, the monitoring will continue trough benchmark of other 

countries. 

 

Risk Management 

Step 1: 360º strategic risk assessment 

 Identify external and internal risks and respective drivers. The strategic risks identified were: not having 

legal support, not have financial resources available and one more that cannot be revealed.  

 Realize a strategic risk plan. This was not done, possibly because since they are few risks this step does 

not make sense. Or they failed to identify more risks. 

 Evaluate the business case. This was not done. 

 Identify key interdependencies among both internal and external risk drivers. This was not done due to 

exist only three risks. 

 Identify potentially disruptive factors from external risks. This was not done. 

Step 2: Risk Analysis and risk response plan. 

 Identify operational risks. This was not done formally. The risks were identified as they happen. 

 Associate each risk to their respective benefits. This was not done. 

 Analyze risk interdepencies. This was not done. 

 Nominate transformation risk champions. This was not done. 

 Categorize risks with some framework or break down structure. This was not done. 

 Evaluate risks. This was not done. 

 Prioritize risks trough a matrix. This was not done. 

 Identify who is accountable for monitoring and responding to each risk event. This was not done. 

 Identify the approaches to answer to the risks more significant. It was said to us some examples, namely 

in relation to vulnerability of websites where the technology was old and the hosting was external. The 

solution would be to elevate the software to increase the security. 

 Develop eventual contingency plans. Same as the previous step. 

 Evaluate response plan to see if it is technically and financially feasible. This was not done. 
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Step 3: Execute risks response plan and monitor risks.  

 Criteria or KRI‟s are in place. This was not done. 

 Execute response plan if necessary. In relation to the vulnerabilities of websites, this happened and the 

response plan was executed. 

 Regular risk review meetings. In the meetings point situation they talk about risk. However there does 

not exist a special meeting just about risks. 

 

Step 4: Review and evaluate risks 

 Review and improve risk management efforts. This was not done. 

 

Business Process Management 

Step 1: Process Maturity Level of the Company 

 Process framework. For this area of Business Process Management we talk with Cristina Martins, from 

the Planeamento e Gestão da Qualidade department, who is responsible for the business process and 

actually doing various tasks to improve this area. It exists a design of the major building blocks of a 

business environment and their relationships for AMA but not for the organisms. 

 Understand the maturity level of process using maturity models. This was not done. 

Step 2: BPM Governance 

 Define BPM roles and tasks. This is being done, but not specifically for M2. 

 Define BPM terminology. This is being done for each process and also a general terminology (to 

understand for example what is a business process).  

 Define the BPM approach applied and communicate it to all stakeholders. The approach chosen is to 

centralize the business process and standardize them. 

 Choose the right tools. They are using Visio. 

 Organize the various models captured within an organization. This will be done, in the intranet. 
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Step 3: Process design 

 Identify processes to further evaluation. Like said before, examples of processes are incidents, service 

requests and management of configurations 

 Define criteria for evaluating alternatives process design of these processes. This was not done. 

 Choose the right process modeling language. They are using BPMN. 

 As-is modeling. They are doing this. 

 To-be design. This will be done. 

 Compare several potential models in order to identify the most beneficial alternative. There are not 

criteria for comparing but they compare logically. For example, they compare the email and mail 

options and the email solution was logically better, reducing largely the paper used.  

 Mapping the to-be process to both human and technical resources. It will exist a case pilot for approve 

this. 

 

Step 4: Implementation of processes and controlling.  

 Specify the process to be measured. All the process will be measured. 

 Specify the measures to be used. This is done. 

 Specify the format of presenting measurement results. This is not done yet. Probably, they will use 

excel to present the results. 

 Technically realize the measurement system accordingly. This is not done yet. 

 Implement the process. This is not done yet. 

 

Step 5: Run and monitor.  

 Execute and measures the process. Not applicable. 

 Analyze the results. Not applicable. 

 Empower employees. Not applicable. 

 Implement mechanisms for taking action. Not applicable. 
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Transformational IT Management 

Step 1: Assess and enable solutions readiness of the organization 

 Verify whether the organization is ready to deal with the specified scope of the intended business 

transformation. ITIL and ISO 20000 will be implemented to make AMA prepared to deal with this 

project. 

 Evaluate the current IT capabilities and services. This was not done. 

 Define gaps between current and required maturity to absorb the change. This was not done 

 Review architecture principles and best practices. Nothing was done about the architecture principles. 

The best practices are being reviewed with ITIL. 

 Define as-is architecture. This will be done until the end of this year. 

 Define to-be architecture. This will be done. 

 Define value proposition for stakeholders and get their approval. The value proposition for the 

organisms in terms of IT is well explained in the public document about PGTIC. 

 Review business architecture of BPM. This will be done. 

 Break business architecture down to the right level of service granularity, boundaries and contracts. 

This will be done. 

 Review existing internal and external service contracts. The contracts (for example with printers and 

tickets of first line) had been reviewed and reformulated. 

 Identify gaps between as-is and to-be and prioritize together with BPM and stakeholders. This will be 

done. 

 Consider sourcing strategies for gaps. They are and will use outsourcing in several things. 

 

Step 2: Plan to-be architecture, operations and services and create IT transformation roadmap 

 Set-up application architecture. This will be done. 

 Set-up data architecture. This will be done. 

 Set-up technology architecture. This will be done.  

 Identify quick wins. There was identified and implemented some quick wins. 

 Choose make or buy. They choose to buy IT instead of making it. 
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 Determine external support. They use a lot of external support, like consulting enterprise or enterprise 

for migrating IT. 

 Define the build, implementation and deployment plan. This is defined in the gantchart of the ACIDI 

and IGAC projects, in partnership with a consulting enterprise.  

 Set-up transformation management steering committee. It already exists. 

 

Step 3: IT operations and service deployment and IT Governance implementation. 

 Decide on a framework in order to develop and deploy IT application and services. We talk with Jorge 

Sousa, responsible for the software development, and no, they are not using any framework. 

 Set-up IT operations plan. This is done in the gantchart, like said before. 

 Execute communications plan. There was debriefing sessions to users, surveys to understand what can 

be improve in the final part and interaction with the service desk. 

 Execute trainings. This was not done. 

 Set-up delivery structure and sourcing plan. AMA provide the services to all the organism and make 

outsource to migrations and other cases. 

 Establish contract and quality management. Like said before, there exist contract management. 

However, there does not exist quality management.  

 Plan go-live support. The same as in the step about executing the communication plan. 

 Deploy IT operations. The operations at AMA continue the same. Only the operations of the organisms 

are transferred to AMA, with an external help of an enterprise to do the migration.  

 Deploy and distribute IT services and catalog. The same as the previous step. 

 Implement IT governance. There exist a governance structure.  

 

Step 4: IT operations and services optimization and IT lifecycle management.  

 Get feedback from solution architects. Whenever there are a change, this is seen always by three 

departments: IT, communications and system engineering.  

 Enable feedback loop to service/help desk, prioritize feedback. The users says if the ticket stayed well 

closed or not and his level of service. There is also a survey at the end. 
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 Steer updates of solutions. For the software base, there are contracts that guarantee the updates. For the 

application software there exists a transversal team that guarantee corrective and evolutionary 

maintenance. 

 Determine needs and plans to improve, modernize, replace or retire. This is done. 

 Coordinate skills demand and roles. There are few people but their preferences, skills and background 

are taken into account. 

 Standardize and automate operation and service delivery. They are standardizing. 

 Deploy monitoring tools and methods for IT operation. They had two monitoring tools: zenoos for 

service and servers and what‟s up for network. 

 Define and measure PPI and KPIs. For the service desk it exists several KPIs: average time for 

resolution of incidents and resolution requests, approval rate of incident resolution by users, availability 

rate of the services and satisfaction of the clients. 

 Conduct assessment to ensure requirements, quality, services and performance is maintained and tied to 

business. Same as the previous step. 

 Report back figures to management for actions. They send it monthly or quarterly.  

 Establish sourcing strategy. This is done, like previously said. 

 Develop key factors for performance areas and survey stakeholders. This is done, like said in previous 

steps. 

 Operate, maintain and enhance the system landscape. They are doing this now. 

 Build and deploy landscape into development, test, pre-production and production environments 

quickly, reliably and consistently. There exists three environments at AMA: development, test/quality 

and production. 

 Coordinate staff. There exist a concern about optimization of resources. So, they always try to have the 

less people possible doing things the simplest possible. 

 

Organizational Change Management 

Step 1: Set-up and Governance 

 Provide input to the development of a business case. This was not done 

 Conduct interviews with key project stakeholders. There were interviews with the business. 
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 Agree on the scope of work and deliverables. There exists a list of responsibilities (like identify and 

mitigate risks in the execution of the migration project) and deliverables (like list of risks and problems) 

for the role of change manager. 

 Document a high-level approach to change and training objectives, and guiding principles within a 

project. There were not defined training objectives. There exist something about the approach t o 

change but it is not yet all decided. 

 Define a detailed list of tasks and milestones. This will be done. 

 Identify and select people as organizational change management resources to support the project. This 

is not yet decided but there exist some ideas. 

 Provide training sessions to deliver the right competencies. This was not done. 

 

Step 2: Stakeholder Management 

 Identify and listen all stakeholders. They did not listen the stakeholders before executing the project, 

only after. 

 Conduct high-level change impact analysis that the project will have on the current organization and 

identified stakeholders. This will be done. 

 Evaluate, analyze and record the degree of support and importance of each stakeholder. They analyzed 

the degree of importance of the various organisms (that are stakeholders) by recording information like 

number of people and number of servers. The degree of support has not been analyzed. 

 Align communication activities to reflect the needs and demands of specific stakeholders groups. They 

adapt the communication activities to every organism. For the IGAC the project was much radical and 

in the ACIDI project it was softer. For ACIDI it was not needed to give formation to every type of 

users. 

 Manage stakeholders individually along all phase projects. Same as the previous step. 

 

Step 3: Communication Management 

 Asses the current communication resources. This was not done. 

 Perform a communication need analysis. The stakeholders did not have influence on this. 

 Establish communication objectives. It is one of the deliverables of the project manager but it has not 

been done yet. 
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 Identify key messages and channels. The key channels are email and skype. 

 Execute communication plan. They already execute it in the ACIDI and IGAC projects. 

 Control the communication activities with review and reports on quantity and quality feedback. This 

was not done. 

 

Step 4: Performance Management 

 Identify individuals with complementary skills and roles preferences. This is done, like previously said. 

 Identify and celebrate key milestones achievement. At the end of the IGAC project, they realized a 

dinner to celebrate.  

 Establish an explicit process that allows knowledge to be codified and shared. This was not done but it 

exist the idea of making a wiki. 

 Refresh and check project team relationships, collective performance levels and knowledge transfer. 

They verify if it exist conflicts between the internal and external project managers and solve it at the 

meetings steering. 

 Align transformation-related objectives with goal-setting and incentive systems. There are not incentive 

systems. 

 Design and adopt profit sharing, stock ownership or other forms of variable pay that explicitly reward 

company performance. This cannot exist since AMA is a public organization. 

 Re-configure the entire talent management cycle. This was not done. 

Step 5: Organizational Change Monitoring 

 Measure the impact of organizational change management activities. This was not done. 

 Assess the current situation of business transformation with regard to the organization readiness to 

accept the change. This was not done. 

 Provide the organizational change management project team advisor with regular and general feedback. 

They receive that feedback on meetings or surveys. 

 Ensure softer feedback comes back to the project. It can or not comes back. There do not exist a process 

to guarantee this. 

 Derive and prioritize appropriate activities to improve organizational change management strategy. This 

was not done. 
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 Facilitate a continuous improvement process.  This was not done. 

 Ensure knowledge transfer and usage of experiences for developing best practices for subsequent 

projects. This is not being done but probably will be done since it makes sense. 

 

Competence and training management 

Step 1: Preparation and strategy development 

 Identify target groups to define team member‟s competences requirements. This was not done. 

 Derive future team member‟s tasks and resulting necessary competences based on company‟s targeted 

future position. There exist a curriculum matching between the people of the organisms and the already 

existing functions inside AMA to best allocate the new human resources. 

 Develop a competence strategy. This was not done. 

 

Step 2: Need analysis 

 Group resources together to derive effective training programs. This was not done. 

 Determine the necessary core competences at an individual protagonist level and use them for recruiting 

measures. It will exist a new competence called clients management inside AMA, so they will have to 

recruit people with more strategic competences. 

 

Step 3: As-is and gap analysis. 

 Determine qualitatively and quantitatively transformational and transactional leadership competences. 

This was not done. 

 Compare the defined requirements with the actual situation as present. This was not done. 

 Identify important gaps and training needs for the target groups. This was not done. 

 

Step 4: Curriculum preparation and training 

 Convert competence differences into concrete learning objectives at a curriculum level and later at a 

course level. This was not done. 

 Analyze whether training products exist in the company itself or on the market. This was not done. 
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 Take a balanced and varied combination of methods, learning forms, processes, social and 

communications forms and media into account. This was not done. 

 Assemble the team of trainers, mentors and e-learning authors. This was not done. 

 Coordinate training measures centrally and uniformly. This was not done. 

 

Step 5: Transfer and evaluation 

 Understand the most important organizational influencing variables that influence transfer and 

application of knowledge. This was not done. 

 Define and implement measures that manage the learning transfer in both the field of learning as well as 

the field of application. This was not done. 

 Evaluate the effect of the training at a business level. This was not done. 

 

Program and project management 

Step 1: Program planning and governance 

 Program managers need to define the program organization and roles, define the procedures and 

communication channels between different entities and so forth. This is done, like previously said. 

 Establish the key governance principles and ensures that the correct structure is in place to encourage 

effective and appropriate governance. They had a new structure governance. 

 Orchestrate the projects inherent in a program in alignment with the organizational business 

transformation strategy. They are doing this. 

 

Step 2: Program and project integration management 

 Plan the support structure that will enable the program to achieve its goals successfully. They will have 

a PMO (program management office). They do not have yet a program management framework. 

 Address key tactical issues and risks. The risk manager will do this. 

 

Step 3: Program and project scope management 

 Formulate the program scope statement, which will be finalized in the program charter. Like said 

before, the scope is defined. 

 Manage and adjust the scope of the program and its related projects over time. They are doing this since 

it is foreseen in the public document about PGTIC. 

 Ensure that all key stakeholders of the program achieve a common understanding of the program 

mandate and approve and commit to it. The top management is involved to do this and there exist also a 

monitoring committee. 
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 Realize program scope statement (program charter) in relation to the vision, goals and objectives. This 

is the public document about PGTIC. 

 

Step 4: Program and project time and cost management 

 Plan a project time frame in order to assign budgets to projects. They did this in partnership with a 

consulting enterprise.  

 Initiate time reporting, costs providing and monitoring of expenses for business transformation 

managers, as well as plan budgets for subsequent phases. The financial part is being well tracked. 

 

Step 5: Program quality management 

 Execute quality audits at key milestones in the program, with the focus being on ensuring the delivery 

of business benefits. This was not done. 

 Agree and implement improvements plans in response to the findings from the audits. This was not 

done.  

 Ensure that program work and activities meet the defined quality objectives and attributes. They verify 

the deliverables trough the verification of the documentation provided by the organisms and also 

verifying if they are in conformity with the AMA‟ norms. 

 

Step 6: Program human resources management 

 Balance the available resources in order to deliver the optimized value to the program. This was not 

done. 

 Set achievable targets and key performance indicators to program team members. This was not done. 

 Define performance procedures and metrics, and give feedback to the line organization. This was not 

done. 

 

Step 7: Program procurement management 

 Evaluate potential areas to outsource or offshore. They are doing this but it is not all decided. There 

exist various visions about this theme. Horizontal services like email, file sharing and infrastructures are 

candidates to outsource. 

 Creates and negotiates all contracts for service providers and suppliers. This had been done, like 

previously said. 

 Communicate guidelines and frame agreements to project managers, and require the team to track 

progress as well as open issues. This information is provided weekly. 

 Manage the budget and implement cost controls, and manage quality of services and deliverables. The 

budget is closed, it does not change. 

 

Step 8: Program reporting 

 Evaluate program progress compared to the strategic plan, and raise any potential risks, identified issues 

or necessary change requests, at program or component level. They will do this, comparing the KPI‟s 

defined to the M2. 
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 Monitor the program throughout its lifecycle, and collect, measure and disseminate performance 

information, and assess overall program trends. They are and will continue to monitor KPI‟s. 
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Appendix C – Questionnaire to evaluate our solution 

 

Maturity model -  A maturity model can be viewed as a set of structured levels that describe how well the 

behaviors, practices and processes of an organization can reliably and sustainably produce required 

outcomes. Maturity model is a framework that is used as a benchmark for comparison when looking at an 

organization's processes. 

         BTMM Lifecycle 

       

         

Envision - This phase embraces the “why” as well as the”how” question of change. “Why is business 

transformation needed and how capable is the organization to manage the transformation?” This phase 

diagnoses the need for business transformation. In addition, the strategy and vision in dealing with the 

change need are developed. This step therefore combines both analytical capabilities with creativity and 

foresight. A further goal of this phase is to create commitment to the developed strategy within the top 

management team. 

         

Engage – This phase represents the mobilizing of commitment in the organization. Involvement and 

communication are essential here, as well as the establishment of discrete projects to deliver change and 

drive momentum. Engagement would entail delivering both behavioral and attitudinal buy-in to the 

transformation. For that, transformation requires a clear understanding throughout the entire organization 

of what change is required, why is required, how it is required, how it is to be achieved and measured, 

and who is responsible. Detailed planning and continuous alignment with the business functions is 

required in order to gain commitment throughout the entire organization. The involvement within the 

middle management and employees especially is required to facilitate the transformation process. 

         

Transform – Transformation could include reorganization, new business processes and relationships, 

including creating new business entities, such as shared service centers, relocation and redeployment of 

staff, creating and utilizing new capabilities and enhancing employee competencies, and changing their 

behavior, attitudes and shared values. People need to understand the need for transformation and commit 

to a pace which is acceptable to them while enabling inhibiting walls between departments and business 

to be removed. The rational and the emotional elements have to be brought together to win hearts and 

minds. 

         

Optimize – Transformation must be embedded and internalized as the new “business as usual”. The 

institutionalization of transformation – ensuring that quick wins are consolidated, processes and 

achievements are measured, and any laggard behavior is addressed – will create the conditions for 

effective business transformation and ensure that change capability is enhanced.  
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         Strategy Management 

         

 

Envision Engage Transform Optimize 

Level 3         

Level 2 

-As-is Data 

Collection 

      

-Analysis of 

transformation needs 

and causes 

-Develop integrated 

transformation plan 

Level 1 

- Project Startup 

      

- Design business 

vision and business 

model 

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         
Project Startup – Define task, define project team, set-up project plan, agree on methodology, roles and 

responsibilities and agree on deliverables and project standards 

         

As-is Data Collection – obtain a holistic picture of the organization by gathering transparent, conlusive, 

coherent and comprehensive data, analyzing internal (competitive strategy, core competencies, etc) and 

external factors (economic trends, industry trends, competitive environment, etc) 

         

Analysis of transformation needs and causes – Investigate the effects, opportunities and risks of the 

transformation and evaluate the maturity of organization readiness, process readiness and IT readiness 

         
Design business vision and business model- Investigate the core competencies of the enterprise and his 

individuals, describe the declaration of the mission tangibly, define the strategy of transformation to 

follow and describe the future business model 

         Develop integrated transformation plan – plan of high level of the steps necessary to the transformation. 
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Includes a clear description of the new organization and organizational model to the transformation, 

identify formal and informal roles, determine key changes in the process organization, identify the main 

stakeholders, identify summarily the benefits and analyze initial qualifications needs and training 

requisites 

         

        

Page 1/8 

Value Management 

       

         

 

Envision Engage Transform Optimize 

Level 3   
- Plan Benefit 

Realization 

- Execute the benefits 

plan and evaluate 

results 

- Establish potential 

for further 

improvements  

Level 2 - Value Identification       

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         
Value Identification – Identify the objectives of the transformation, identify the specific benefits for each 

group of stakeholders, see if the benefits can be measured, identify the changes associated to the benefit 

and make an initial business case 

         

Plan Benefit Realization – Identify owners for the benefits and changes, establish if it exists actual 

measures in place which give the data and of not, if those can be established in a acceptable cost to define 

the actual position, use benchmark or other data to compare their levels of performance with other 

enterprises, realize the detailed case study 

         

Execute the benefits plan and evaluate results – formal revision about what has been or not achieved, 

interim reviews must be done in key points during the program, see if it miss to realize some action to 

fulfill the business case, identify lessons learned, report with further potential benefits and actions needed 

to examine them and identify unexpected benefits  and understand how they came. 

         
Establish potential for further improvements – Identify further benefits and continue to monitor the 

benefits achieved 
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Risk Management 

         

 

Envision Engage Transform Optimize 

Level 3 -360º risk assessment 
- Risk Analysis and 

risk response plan 

- Execute risks 

response plan and 

monitor risks 

- Review and 

evaluate risks 

Level 2         

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         
360º strategic risk assessment – identify external and internal risks and respective drivers, realize a 

strategic risk plan, evaluate the business case, identify key interdependencies among both internal and 

external risks drivers. 

         

Risk analysis and risk response plan – identify operational risks, associate each risk to their respective 

benefits, analyze operational risk interdependencies, categorize risks with some framework or breakdown 

structure,  evaluate risk, prioritize risk through a matrix, identify who is accountable for monitoring and 

responding to each risk event, identify the approaches to answer to the risks more significant, develop 

eventual contingency plans and evaluate response plan to see if it is technically and financially feasible 

         
Execute risks response plan and monitor risk – Criteria or KRI‟s are in place to determine when a risk has 

been actualized and monitor those criteria/KRI‟s, execute response plan if necessary, regular risk review 

meetings 

         
Review and evaluate risks – Review and improve risk management efforts and identify opportunities 

resulting in change in business imperative or methodology 
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Business Process Management 

         

 

Envision Engage Transform Optimize 

Level 3 

-Process maturity 

level of the 

organization 

      

Level 2   

- BPM Governance - Implementation of 

processes and 

controlling 

- Run and monitor 
- Process design 

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         
Process Maturity Level of the Company – identify and allocate major buildings blocks of a business 

environment and relate these blocks to one another, understand the maturity level of process using 

maturity models 

         

BPM governance – Define BPM roles and tasks, define BPM terminology, define the BPM approach 

applied, choose the right tools, organize the various models captured by using a process repository 

         

Process design – identify processes to further evaluation, define criteria for evaluating alternatives 

process design of these processes, choose the right process modeling language, as-is modeling, to-be 

design, compare several potentials models in order to identify the most beneficial alternative and mapping 

the to-be processes to both human and technical resources 

         
Implementation of processes and controlling – specify the processes to be measured, specify the measures 

to be used, specify the format of presenting measurements results, technically realize the measurement 

system accordingly and implement the process 

         

Run and monitor – execute and measures the process, analyze the results and empower employees 
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Transformational IT Management 

         

 

Envision Engage Transform Optimize 

Level 3       

- IT operations and 

services optimization 

and IT lifecycle 

management 

Level 2 

- Assess and enable 

solutions readiness of 

the organization 

- Plan to-be 

architecture, 

operations and 

services and create IT 

transformation 

roadmap 

- IT operations and 

service deployment 

and IT Governance 

implementation 

  

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         

Assess and enable solutions readiness of the organization – verify if the organization is ready to deal with 

the specified scope of the transformation, IT maturity assessment, define gaps between current and 

required maturity to absorb the change, review architecture principles and best practices, define as-is 

architecture, define to-be architecture, review existing internal and external service contracts and consider 

sourcing strategies for gaps. 

         

Plan to-be architecture, operations and services and create IT transformation roadmap – set-up 

application, data and technology architecture, identify quick wins, choose make or buy, determine 

external support, define the build, implementation and deployment plan and set-up transformation 

management steering committee 

         

IT operations and service deployment and IT governance implementation – decide on a framework in 

order to develop and deploy IT application and services, set-up IT operations plan, execute 

communication plan, execute trainings, establish contract and quality management, plan go-live support, 

deploy IT operations, deploy IT services and implement IT governance 

         
IT operations and services optimization and IT lifecycle management – manage architecture change 

requests and requirements, deploy monitoring tools and methods for IT operation, define and measure PPI 
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and KPIs, establish sourcing strategy, develop key factors for performance areas and survey stakeholders, 

operate, maintain and enhance the system landscape, build and deploy landscape into development, test, 

pre-production and production environments. 

        

Page 5/8 

Organizational Change Management 

         

 

Envision Engage Transform Optimize 

Level 3 

- Set-up and Governance - Organizational Change Monitoring 

- Performance management 
  

  - Communication management 

Level 2 - Stakeholder management   

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         

Set-up and Governance – conduct interviews with key project stakeholders, agree on the scope of work 

and deliverables, document a high level approach to change and training objectives, define a detailed list 

of tasks and milestones, identify and select people as organizational change management resources to 

support the project, provide training session to deliver the right competencies 

         

Stakeholder management – Identify and listen all stakeholders who are impacted, conduct high-

levelchange impact analysis that the project will have on the current organization and identified 

stakeholders, evaluate, analyze and record the degree of support and importance of each stakeholder, 

align communication activities to reflect the needs and demands of specific stakeholders groups 

         

Communication management – asses the current communication resources, perform a communication 

need analysis to identify the needs within several contexts, establish communication objectives, identify 

key messages and channels, execute communication plan 

         

Performance management – identify individuals with complementary skills and role preferences, identify 

and celebrate key milestones achievement, establish an explicit process that allows knowledge to be 

codified and shared between internal and external project team members, refresh and check project team 

relationships, collective performance levels and knowledge transfer, design and adopt profit sharing, 

stock ownership or other forms of variable pay that explicitly reward company performance 
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Organizational Change Monitoring – measure the impact of organizational change management activities, 

asses the current situation of business transformation with regard to the organization readiness to accept 

the change, provide the organizational change management project team advisor as well as the project 

manager with regular and general feedback on stakeholders‟ perception of the transformation project, 

derive and prioritize appropriate activities to improve organizational change management strategy, ensure 

knowledge transfer and usage of experiences for developing best practices for subsequent projects 
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Competence and training management 

         

 

Envision Engage Transform Optimize 

Level 3 

- Need analysis  
  

  

- As-is and gap analysis 

- Curriculum preparation and training 

  - Transfer and evaluation 

Level 2 - Preparation and strategy development     

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 

        

Level 2 

        

Level 1 

        

         

Preparation and strategy development – identify target groups to define team members competence 

requirements, derive future team members‟ tasks and resulting necessary competences based on 

company‟s targeted future position and develop a competence strategy 

         
Need analysis – competence strategy is specified and operationalized, i.e, group resources together to 

derive effective training programs, determine the necessary core competences at an individual protagonist 

level and use them for recruiting measures 

         
As-is and gap analysis – determine qualitatively and quantitatively transformational and transactional 

leadership competences, compare the defined requirements with the actual situation at present, identify 

important gaps and training needs for the target groups 

         Curriculum preparation and training – convert competences differences into concrete learning objectives 
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at a curriculum level and later at a course level, analyze whether training products exist in the company 

itself or on the market, take a balanced and varied combination of methods, learning forms, processes, 

social and communication forms into account, assemble the team of trainers, mentors and e-learning 

authors and coordinate training measures centrally and uniformly 

         

Transfer and evaluation – understand the most important organizational influencing variables that 

influence transfer and application of knowledge, define and implement measures that manage the learning 

transfer in both the field of learning as well as the field of application and evaluate the effect of the 

training at a business level 
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Program and project Management 

         

 

Envision Engage Transform Optimize 

Level 3   

- Program and project integration 

management 

  

- Program and project time and cost 

management 

-  Program human resources management 

- Program procurement management 

- Program reporting 

Level 2   

- Program planning 

and governance 
  

  - Program and project 

scope management 

- Program quality management 

Level 1         

         If you don´t agree with some levels or phases of the steps change them in the next table: 

         

 

Envision Engage Transform Optimize 

Level 3 
        

Level 2 
        

Level 1 
        

         Program planning and governance – program managers need to define the program organization and 

roles, and define the procedures and communication channels between, establish the key governance 

principles and ensures that the correct structure is in place to encourage effective and appropriate 

governance and orchestrate the projects inherent in a program in alignment with the organizational 

business transformation strategy 

         Program and project integration management – plan the support structure (like core program management 

and governance teams, resource planning and management, program management office) and address key 

tactical issues and risks 

         
Program and project scope management – Formulate the program scope statement, manage and adjust the 

scope of the program over time, ensure that all key stakeholders of the program achieve a common 
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understanding of the program mandate and approve and commit to it and realize program scope statement 

in relation to the vision, goals and objectives 

         Program and project time  and cost management – plan a project time frame in order to assign budgets to 

projects  and initiate time reporting , costs providing and monitoring of expenses for business 

transformation managers, as well as plan budgets for subsequent phases 

         Program quality management – execute quality audits at key milestones in the program, with the focus 

being on ensuring the delivery of business benefits, agree and implement improvements plans in response 

to the findings from the audits and ensure that program work and activities meet the defined quality 

objectives and attributes. 

         
Program human resources management – balance the available resources in order to deliver the optimized 

value to the program, set achievable targets and key performance indicators to program team members, 

define performance measures procedures and metrics, and give feedback to the line organization 

         Program procurement management – evaluate potential areas to outsource or offshore, creates and 

negotiates all contracts for service providers and suppliers, communicate guidelines and frame 

agreements to project managers, manage the budget and implement cost controls, and manage quality of 

services and deliverables 

         Program reporting – evaluate program progress compared to the strategic plan, and raise any potential 

risks, identified issues or necessary change requests, at program or component level and monitor the 

program throughout its lifecycle, and collect, measures and disseminate performance information, and 

asses overall program trends 
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Appendix D – Steps gathered from Literature Review 

 

Table 5 - Steps for implementing shared IT services in Public Administrations.   

Steps Paper 

Verify if the enterprise has the sufficient expertise and 

knowledge, if she has enough critical mass for 

becoming a shared service center  

Joha & Janssen, 2006 

Make the business case  Joha & Janssen, 2006  

Choose areas, services and processes to pass to the 

shared service center 

Janssen et al., 2009 , Janssen & Joha, 2011 , Joha & 

Janssen, 2006    

Define the goals  to accomplish  Janssen et al., 2009, Janssen & Joha, 2011, Joha & 

Janssen, 2006    

Define the organization structure  Janssen et al., 2009, Janssen & Wagenaar, 2004, Borman 

& Janssen, 2012  

Choose the location of the shared service center Borman & Janssen, 2012   

Analyze business process Janssen et al., 2009   

Define SLA‟s Janssen & Joha, 2011, Joha & Janssen, 2006 , Janssen & 

Wagenaar, 2004  

Pass all the ICT staff from the local to the shared 

service center 

Janssen & Joha, 2011, Joha & Janssen, 2006, Janssen & 

Wagenaar, 2004  

Pass all the informations systems to the shared service 

center to be controlled and maintained by it 

Janssen & Joha, 2011  , Janssen & Wagenaar, 2004  

Standardize data formats and introduce message 

brokers to ensure interoperability 

Joha & Janssen, 2006 , Janssen & Wagenaar, 2004  

Assemble all the data in the shared service center Janssen & Joha, 2011, Janssen & Wagenaar, 2004  

Re-design business process Janssen et al., 2009   

Standardize business process/workflow Janssen et al., 2009, Janssen & Wagenaar, 2004  

Standardize services Janssen & Joha, 2011   

Standardize systems Janssen et al., 2009   

Train the expertise Joha & Janssen, 2006  , Borman & Janssen, 2012   

Software selection Joha & Janssen, 2006  , Borman & Janssen, 2012   

Determine technology standards  Joha & Janssen, 2006 , Borman & Janssen, 2012   

Create a Help-desk Janssen & Joha, 2011, Janssen & Wagenaar, 2004 , 

Borman & Janssen, 2012 

Testing  Janssen & Joha, 2011  , Janssen & Wagenaar, 2004  

Direct research and developments effort  Joha & Janssen, 2006  

 

 



 

 

Appendix E – Questionnaire for evaluate the new steps proposed 

 

 


