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TIME SCHEDULE 

• 12.45 - 13.30 Part I     

• 13.30 - 13.45 Break 

• 13.45 - 14.45 Part II
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TODAY’S TEXT

• Nolan, R., and McFarlan F. W. (2005). Information 
technology and the board of directors. Harvard business 
review, 83(10), 96.

• Bernstein, E., et al. (2016). Beyond the holacracy hype. 
Harvard Business Review, 94.(7/8), 38-49.

• Svejvig, P., & Andersen, P. (2015). Rethinking project 
management: A structured literature review with a critical 
look at the brave new world. International Journal of 
Project Management, 33(2), 278-290.

• Ward, J., Daniel, E., Peppard, J., (2008). Building better 
business cases for IT Investments. MIS Quarterly 
Executive, 7 (1), 1-14.
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TODAY’S PLOT
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New form of
Governance
Structures  

New forms of 
management 
of projects  

New forms of 
project  
management



RECAP FRO LECTURE ONE   
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Holacracy
v/Bernstein 

Business case 
v/Ward et al. (2008) 

Agile vs. traditional 
v/Rigby et al (2016)
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THE FOUR MODES OF IT GOVERNANCE

Nolan and McFarlan (2005)



NOLAN AND MCFARLAN (2005)

Support mode 

• Zara as case
• Relatively low need for reliable and strategic IT
• The company won't suffer terribly if a IT system goes down 

e.g. twelve hours
• Uses a strategy where they deliberately save capacity in 

the day-to-day operations of their production line  
• Mantra: Don’t waste money on IT if we can stay in support 

mode
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NOLAN AND MCFARLAN (2005)

Factory mode 

• Medical center as case
• High need for reliable IT – even for a minute
• Low need of being fist mover with new technology
• Disaster recovery and safety is key 
• Mantra: Don’t cut corners
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NOLAN AND MCFARLAN (2005)

Turnaround mode

• Case: Boeing developing Boeing 787
• Uses more than 50% of capital expenses on new 

technology and 15% of the total budget. 
• Only stay in this mode for a period and must choose 

between going to factory or strategic mode 
• Mantra: “Don’t screw it up”
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NOLAN AND MCFARLAN (2005)

Strategic mode

• Case: Amazon  
• Uses permanently more than 50% of capital expenses on 

new technology and 15% of the total budget. 
• Small breakdown and not using cutting edge technology 

may have crucial effects    
• Mantra: “Spent what it takes and monitor results as crazy”        



QUESTIONS 

• How would you characterize your organizations IT 
governance (i.e. mode)?

• How is top management informed and involved in the 
organization’s projects   

• Has your organization’s mode changed during the last 
decade?
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IT HAS BECOME MORE STRATEGIC IN MANY ORGANIZATIONS  

Nolan and McFarlan (2005)



NOLAN AND MCFARLAN (2005)

In offensive mode:
• Involve senior management board more strategic
• Learn to speak the language of business people  
• Bring the “right” competences to board: 
• Mantras 

• “Don’t screw it up”
• “Spent what it takes and monitor results as crazy”



ZARA IN 2017 

CEO of ZARA Pablo Isla:

• Zara’s business model is changing…
• In the future there will be few physical stores at strategic 

locations, these serve as “showrooms” 

“Twelve years ago, we were not even thinking about this fully 
integrated approach between our stores and online, or we 
didn’t have technology so much involved in the business”
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https://hbr.org/ideacast/2017/10/2017s-

top-performing-ceo-on-getting-productright



IS MORE TOP MANAGEMENT INVOLVEMENT (STILL) ENOUGH  
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TREND DURING THE LAST 100 YEARS

Adapted from Bernstein et al (2016)



GOVERNANCE - HOLACRACY 

Bernstein et. al. (2016)
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GOVERNANCE - HOLACRACY 

Bernstein et. al. (2016)
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BERNSTEIN ET. AL. (2016)

The background: 

• Erick Trist already 65 years ago talked about self 
organizing teams  

• A step in a ongoing evolution
• Holacaracy - why stop with self managing teams?   
• Bureaucracy 2.0 
• Max Weber’s emphasized organizations not based on 

status, class or wealth liberated individuals from 
dictatorial rules    
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BERNSTEIN ET. AL. (2016)

Teams are the structure

• From organizational chard to work chard    
• Individuals can figure more places in the work chart
• At Zapo 150 departments became 500 circles 
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BERNSTEIN ET. AL. (2016)

Teams design and govern themselves: 

• Circles emerge and vanish  - defined by a living document 
• “Leads” define roles and onboard new team members 
• Employees volunteer for roles via a “ work marked” 
• Can be supported by software: https://glassfrog.com/  
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BERNSTEIN ET. AL. (2016)

Leadership is contextual: 

• Leadership is distributed among roles, not individuals
• Leadership responsibilities continually shift as the work 

changes and as teams create and define new roles
• When someone isn’t a good fit for a role, it’s reassigned
• “Lead link,” which also connects a circle to the larger circles
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BERNSTEIN ET. AL. (2016)

Holacracy pros: 

• Design roles that match individual capabilities and goals 
• Making decisions closer to the work 
• Responding to emerging needs in the marked (higher 

adaptability)    
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BERNSTEIN ET. AL. (2016)

Holacracy cons: 

• Lower reliability..?
• Only few cases who has succeed e.g.

• ARCA
• Zappo

• Difficult to understand…
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QUESTIONS 

1. How does holacracy differ from Scrum 

2. What does Bernstein et al (2016) mean with 
reliability and adaptability at:

• Organizational level? 

• Employee level?         

3. How is leadership conducted at Zapo

• Are there bosses?

• How does leadership relate to roles? 

4. How is strategy executed in Zapo – or do they have a 
strategy ? 
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QUESTIONS PART II

• Nolan and McFarlan (2005) propose (implicitly) a 
centralized structure, where as Bernstein et al. (2016) 
describe a decentralized structure. What are the 
advantages and disadvantages of the two 
arrangements and could there be alternatives?         
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Centralized Decentralized

Advantages

disadvantages
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RIGBY ET AL (2016)
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• By Rigby, Sutherland, and 
Takeuchi 

• Takeuchi and Nonaka invented the 
term “Scrum”

• Sutherland is the leading figure 
behind commercializing Scrum 
with Schwaber. 

• Choosing or not choosing agile
methods based on a informed 
background 



WHEN ARE CONDITIONS FAVORABLE FOR AGILE PROJECT 

MANAGEMENT?

(Rigby at al., 2016)



QUESTIONS 

• Do your find the five conditions favorable/unfavorable 
as comprehensive? – Other research points at least 
other condition – what do your think …?           
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INTERNATIONAL JOURNAL OF PROJEKT MANAGEMENT 
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• The flagship of project management together with its “little 
brother” Journal project management

• The journal’s quality of research has increased dramatically 
during the last decade

• Svejvig and Andersen has more that 100 Google scholar 
citations (November 2017)



RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)

Utilizing the litterateur review method
• Looking in the past to prepare to the future 
• Discusses “classic project management” (CPM) and 

“Rethinking project management” literature (RPM) 
• Constructs a model to understand future direction for 

project management research    
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RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)

Classic Project management (CPM)
• Project management has remained fairly static in the past
• Dominated by a technocratic and rationalistic viewpoint
• Substantial criticism for its shortcomings in practice
• Consider a project as an unique and temporary endeavor   

“project as a tool”
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RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)

Rethinking project management (RPM)
• Grounded in a stream of literature grounded in a UK 

initiative and Scandinavian school of projects studies
• Advocates for “Wider thinking” 
• Consider “project as a temporary organization”
• A more holistic and pluralistic view
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RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)
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Adapted from Turner et al (2010)



RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)
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RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)
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RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)

42

Contextualization
• Expanding the conception of the project to 

encompass elements such as the environment 
and organizational strategy, below here other 
projects. 

Social and political aspects
• How social and political processes shape 

projects, e.g. power structures, emotionality 
and identities

Rethinking practice
• Offering or suggesting alternative methods, 

perspectives and ways to rethink practice, e.g. 
through education or reflective practice

New 
research 



RETHINKING PROJECT MANAGEMENT (SVEJVIG AND 

ANDERSEN, 2015)
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Complexity and uncertainty
• Outlining the complexity of projects, their 

environment, etc. and new methods to cope 
with complexity

The actuality of projects 
• Outlining the need to study how projects are 

actually carried out or empirical studies of the 
actuality of projects

Broader conceptualization
• Offering alternative perspectives on projects, 

project management and project success or 
outlining how the field is broadening beyond its 
current limits

New 
research 



QUESTIONS 

• In your view, does agile management address some of 
the shortcomings of classic project management 
(CPM), whish Svejvig and Andrsen (2015) calls for? 
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BENEFIT REALIZATION 

NEW COMPETENCIES NEEDED



BENEFIT REALIZATION (WARD ET AL. 2008) 
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• 289 Google scholar citations 
• Great impact in practice
• MISQ is for executives  
• Focus on benefits 
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• Only few organizations benefit sufficiently from 
their IT investments  

• To high expectations 

BENEFIT REALIZATION (WARD ET AL. 2008) 



BUSINESS CASES (WARD ET AL., 2008)
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Dangers of a strictly financial focus:

• Encouraging “creative” calculations of financial benefits 
based on inadequate evidence

• Limiting the financial benefits to only those necessary 
to offset the expected cost of the technology

• Minimizing the costs of the technology by reducing 
functionality, especially that not deemed immediately 
essential



GOOD BUSINESS CASES (WARD ET AL 2008)

49

Good business cases should:

• Enable priorities to be set among different 
investments for funds and resources

• Identify how the combination of IT and business 
changes will deliver benefits

• Ensure commitment from business managers to 
achieving the intended investment benefits

• Create a basis for reviewing whether the expected 
business benefits are actually realized.



BUSINESS CASES (WARD ET AL 2008)
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We should secure:

• Measures are identified for all benefits, including 
subjective or qualitative benefits

• Benefits are explicitly linked to both the IT and the 
business changes that are required to deliver them

• Owners for each benefit are identified for ensuring the 
business changes are achieved.



BUSINESS CASES (WARD ET AL 2008)
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The framework:



A SIX-STAGE APPROACH (WARD ET AL 2008)
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Step 1: Define Business Drivers and Investment Objectives
Step 2: Identify Benefits, Measures, and Owners
Step 3: Structure the Benefits
Step 4: Identify Organizational Changes enabling Benefits
Step 5: Determine the Explicit Value of each Benefit
Step 6: Identify Costs and Risks



STEP 1
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Define Business Drivers and Investment 
Objectives:

• What are the business drivers?
• Drivers can be both external and internal.
• Example, a mobile phone company experiences 

customer defections



ROBSON’S FIVE FORCES AND IS OPPORTUNITIES

Cadle and Yates (2008)



STEP 2
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Identify Benefits, Measures, and Owners

• Each objectives may provide benefits to several 
different groups of stakeholders, so although an 
investment may have only three or four objectives, it 
may well produce a large number of benefits.

• The supermarket example “point of sale”
• Management able to monitor sale real time –

maybe dominate the supplier  
• Staff got a better system 
• Customers got better product availability and 

reduced check out time 
• Notice – benefit receiver and owner are not necessary 

the same



STEP 3
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Structure the Benefits

• The type of business change that gives rise to the 
benefit

• How much is already known or can be determined 
about the benefit before the investment is made
• degree of explicitness



STEP 4
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Identify Organizational Changes enabling Benefits:

• The organization, its staff, or trading partners can do 
new things, or do things in new ways, that prior to 
the investment, were not possible

• The organization can improve the performance of 
activities it must continue to do—that is, it can do 
things better

• The organization can stop doing things that are no 
longer necessary



STEP 4
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Identify Organizational Changes enabling Benefits:



STEP 5
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Determine the Explicit Value of each Benefit

• Financial Benefits.
• Quantifiable Benefits.
• Measurable Benefits.
• Observable Benefits.



STEP 5
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STEP 5
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STEP 6
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Identify Costs and Risks
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EXERCISES



EXERCISE
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Opportunity A
• You use a project that you are involved in a case. The project 

should have more than one group of users  
• Show all the projects potential benefits, measure, and benefit 

owner by the use of the benefit framework by Ward et al.
(2008)

Opportunity B
• Your are the CIO in NordaniaHuse and are asked by the CEO 

to develop a business case for a new case handlings system. 
A module which supports communication to customers during 
the construction process must be included      

• Show all the projects potential benefits, measure, and benefit 
owner by the use of the benefit framework by Ward et al. 
(2008)       



MINI CASE
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Virksomheden NordaniaHuse er en relativ nystartet virksomhed, som lever af at sælge og opføre 
enfamiliehuse. Som supplement til salg og opførelse af husene tilbyder NordaniaHuse også, at huskøberne 
kan tilkøbe forskellige produkter og rådgivningsydelser. Eksempelvis kan der tilkøbes produkter i form af 
bedre VVS-materialer, mere energirigtige vinduer etc. Som rådgivningsydelser tilbyder NordaniaHuse
eksempelvis, at deres rådgivere og byggesagkyndige kan hjælpe til med byggesagsbehandlingen hos 
myndighederne eller gennemføre tegningsændringer af grundhuset ved ønsker om alternativ indretning. 
Kampen om kunderne på markedet voldsom, og alle typehusfirmaer kæmper for – på hver deres måde –
at etablere et særkende, der gerne skulle bidrage til, at den enkelte virksomhed differentierer sig i forhold 
til konkurrenterne på markedet. 

Internt, Projektchefen ønsker at udvikle et sagsstyringssystem, som skal skabe større synlighed omkring 
det enkelte byggesagsbudget og de tilsvarende realiserede tal. Dette for at etablere et datamæssigt 
grundlag for løbende at udvikle og forbedre virksomhedens evner til at lave retvisende budgetter og 
tidsplaner. Endvidere skal løsningen understøtte opgaven med så tidligt som muligt at detektere 
”truende” forsinkelser og budgetoverskridelser 

På den eksterne side ønsker salgsafdelingen at man som typehusfirma distancere sig i forhold til 
konkurrenterne ved at have en særlig (visuel understøttet) kommunikation med kunderne i byggefasen. 
Tanken er, at man løbende skal tage billeder, mens byggeprocessen kører. Disse billeder skal så sendes til 

kunden, så man derved løbende holder kunden orienteret om status vedrørende byggeriet. 



TODAY’S PLOT
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QUESTIONS AND COMMENTS 
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THE END
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