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Abstract 

 Information Technology (IT) outsourcing as a strategy has become an important management 

tool for most government organizations. It has also been the subject of much academic research. 

However, there is limited understanding of whether IT outsourcing enables the public service 

and its employees to perform their operational functions more efficiently and effectively in such 

bureaucratic structures as the administrative arm of government. 

Extant research has largely focused on cost saving benefits to the organization. This 

research aimed to examine the key aspects of IT outsourcing strategy and investigate whether it 

enables the public service and its employees to perform their operational work in a more efficient 

and effective manner. The perspectives of senior executives and managers in the public service 

were canvassed through analysis of (a) key institutional factors in IT outsourcing that relate to 

public service enablement, (b) management skills and competencies needed in the public service 

to pursue IT outsourcing strategy, and (c) the critical emerging issues of IT outsourcing in the 

public service. 

The methodology adopted for this study was a qualitative single-case study that is rooted 

in the interpretive paradigm. Primary data included semi-structured interviews and focus group 

discussions with senior and middle management in the British Columbia Public Service (BCPS). 

The BCPS was chosen because it has experienced huge growth in IT outsourcing in recent years, 

and it has a declared mandate to equip its employees with the tools necessary to help the 

organization achieve its objectives. Examination included major policy decisions about IT 

outsourcing projects undertaken by the BC government from 2001 to 2013. Secondary sources, 

including official documentation, provided important background data. 
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Key institutional factors in IT outsourcing that enabled the public servants to perform 

their operational functions in a more efficient and effective manner were identified through this 

study, as well as some key management skills and competencies needed to pursue IT outsourcing 

strategy in the public service. Finally, some critical issues facing executives in IT outsourcing 

that the public service should be aware of to avoid some pitfalls were highlighted. 

The study provides some practical recommendations for the BCPS based on the 

integrative framework that includes key tenets and associated themes from the research findings. 

The framework also serves as a practical guide for the public service in making corporate IT 

outsourcing decisions that will enhance work in a government bureaucracy 

Key Words: British Columbia Public Service, Bureaucracy, Government, Information 
Technology, Outsourcing.  
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Chapter One: Introduction 

Through this chapter, divided into eight sections, the reader is introduced to an overview 

of the research presented through the body of this dissertation. An overall background of the 

research study undertaken is presented, which highlights the research gap and leads into the 

research problem. The aims and objectives of the research are then presented, followed by an 

overview of the research design. The relevance and significance of the study are provided, and 

an overview of the dissertation structure is outlined. 

 

Background 

 Public sector organizations have come under intense pressure to provide more efficient 

and effective services to citizens while spending less (Curristine, Lonti, & Joumard, 2007; Lin, 

Fofanah, & Liang, 2011). According to Curristine et al. (2007. p. 2), “while factors such as aging 

populations, increasing health care, and pension costs add to budgetary pressures, citizens are 

demanding that governments be made more accountable for what they achieve with taxpayers’ 

money.” These pressures and demands from citizens have largely been the advent of the New 

Public Management (NPM) where the public now views the public sector from the same 

perspective as the private sector. This neo-liberal ideology “rejects the welfare state, opposes a 

large public sector, doubts government capability, blames public bureaucracy, believes in private 

sector superiority, and emphasizes market competition in service delivery” (Haque, 2004, p. 2). 

This major shift has forced most public service organizations to function more efficiently and 

effectively and to seek out new strategies of delivering services that meet the needs of citizens. 
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Typical government responses to this challenge have been (1) a review and restructure of 

operations and functions and (2) a focus on the core functions and outsource all other activities to 

external service providers (Goo & Huang, 2008; Lee & Choi, 2011). According to Jensen and 

Stonecash (2004, p. 3) “public sector outsourcing is now a well-established mechanism for 

government service provision.” One function that has been a focus and pursued as a strategy by 

public service organizations is information technology (IT) outsourcing. In most instances, the 

decision to outsource has been a result of a variety of reasons some of which include “lowering 

operating costs, redirecting, or conserving energy directed at the competencies of a particular 

business” (Duran & Duran, 2009, p. 749). The desire to deliver efficient and effective use of 

public sector resources, such as IT, is also a driving force (Duran & Duran, 2009). 

IT outsourcing as a strategy has become prominent (Simeon, 2010; Wang, Gwebu, Wang, 

& Zhu, 2008) not only in the private sector but also in the public sector. According to Kremic, 

Tukel, and Rom (2006), IT outsourcing has become a common management tool and a major 

element in business strategy over the last decade. According to Gonzalez, Gasco, and Llopis 

(2009), this has caused an increase in the growth of the IT market significantly. The Gartner Inc. 

reports that: 

IT outsourcing grew to US$120 billion in 2002 and was forecasted to reach $287 billion 

in 2013, growing 5.6%. In their 2014 first quarter report, the Gartner Group (2014) 

reported that the IT worldwide market grew by 5.5% in 2014 and forecasted spending to 

grow by a 5.9% compound annual growth rate from 2014 through 2018. (p. 1)  
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Cost management such as saving money or cutting operating cost has been a motivator 

for most organizations in deciding to outsource their IT functions to external service providers 

(Apte et al., 1997; Iqbal & Dad, 2013; Khan, Currie, Weerakkody, & Desai, 2003). However, in 

recent times, greater emphasis has been focused on other areas of the organizations beyond the 

traditional cost management. Evidence suggests that organizations are engaging in IT outsource 

strategy as an enabler to equip employees to perform their operational duties more efficiently and 

effectively. This is due to the realization that IT outsourcing decisions are not made in a vacuum 

but most often in line with other management actions to ensure a balanced set of corporate 

strategies that will drive and benefit the organization as an entity. This includes corporate areas 

such as business processes, innovation and creativity, information management, and access to 

information (Lee, 2001), business alignment, and operational flexibility (Valorinta, 2010). 

This study explored whether outsourcing of government IT infrastructure as a strategy 

enables public servants to perform their operational functions in a more efficient and effective 

manner. This exploration was needed for a number of reasons, including (a) increasing public 

demand and expectations on the public service similar to their private sector counterparts; (b) 

public servants face increasing red-tape, bureaucratic structures, and systems in the performance 

of their work; and (c) the belief that the private sector is more productive, efficient, and effective 

in its service delivery than the public service. 

This dissertation is based on an empirical study of the British Columbia Public Services 

(BCPS). It sought to examine management’s view and thereby gain a deeper understanding of 

government-driven IT outsourcing strategy as it relates to operational functions and employee 

efficiency and effectiveness. The study also offers a new view of public service IT outsourcing 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 4 

 

 

by looking beyond cost management (cost cutting and cost savings) and focusing on whether IT 

outsourcing enables and equips public servants to better perform their operational functions. 

With this, IT outsourcing strategy could be elevated to a corporate and holistic strategy that 

could help public service organizations refocus their resources to ensure that public servants 

have the proper tools and solutions to better perform their functions. 

 

Gap in Literature and Research Problem 

Zafar and Dad (2013) indicate that “outsourcing has been in business literature for many 

years and it has been observed that firms are outsourcing to leverage production to achieve 

economy of scale and lower the cost” (p. 1). It appears that the majority of previous studies on IT 

outsourcing have focused on cost management and not on other areas within the organization. 

The cost benefits of IT outsourcing have been outlined theoretically and supported by a number 

of studies, such as the overall business impact of outsourcing in financial terms (Bartlett, 2004; 

Khan et al., 2003). Earlier work, such as that of Narasimhan and Jayaram (1998), focused on the 

supply chain aspect of the sourcing continuum to ensure that organizations goals and client needs 

are aligned. 

Following those studies, several other authors such as Elmuti (2003), Outlay and 

Ranganathan, (2005), and Corbett (1999) also focused their work on proper management of the 

IT outsourcing process. According to these authors, managing the process well can ensure lower 

costs, increase capacity and productivity and also improve financial performance and growth for 

the organization. Based on this literature, authors such as Bolumole, Frankel, and Nasland (2007) 

developed a framework that focused on the transaction cost-based approach which considered 
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outsourcing where organizations used external parties as a mechanism to reduce internal 

transactions and production costs and, in the process, increase efficiency. 

Other researchers, such as Bartlett (2004), Bešter (2000), Drezner (2004), Elmuti, 

Grunewald, and Abebe (2010), Farrell and Rosenfeld (2005), Jasper (2003), and Kumara and 

Handapangoda (2008) have also identified some positive organizational and corporate effects of 

IT outsourcing in addition to increased efficiency and financial benefits both in the public and 

private sectors such as a focus on core competencies. On the other hand, scholars such as Bailey 

(1999), Brown, Potoski, and Van Slyke (2006), Chapman and Andrade (1997), Greaver (1999), 

Jensen (2007), and Pollitt and Bouckaert (2000) have also pointed to many barriers and negative 

impacts associated with IT outsourcing and how its impact may vary according to circumstances. 

It should be noted that the majority of these studies focuses on the private sector and less on the 

public sector. Also, these studies have all focused on the cost management of IT outsourcing 

with little or no attention to employees and the tools and solutions that enables public service 

organizations and their employees to perform their operations better using IT outsourcing as the 

enabler. 

The practice of using IT outsourcing as a strategy to enable public service organizations 

and its employees to better perform their operational functions becomes important in public 

management practices, especially with the changing global market dynamics. According to 

Lacity and Willcocks (1998), “since the 1980s, outsourcing has been undertaken to provide the 

proper and adequate tools and solutions for the effective support of bureaucratic organizations 

both in the private and public sector” (p. 5). This is because IT outsourcing has been approached 
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as a strategy as opposed to short-term tactical plan for most organizations and is now used to 

achieve a number of critical purposes in private and public service organizations. 

 However, these assumptions have not been tested in the public sector, and empirical 

investigations constitute a gap in the literature.  

This calls for an investigation and examination of whether IT outsourcing actually 

enables public servants to perform their operational functions in a more efficient and effective 

manner. In practice, without a coherent exploration and understanding of this phenomenon, 

executives in the public service will not be in a position to assess the impacts of IT outsourcing 

as it relates to employee efficiency and effectiveness. From a strategic point of view, this is an 

essential component in the decision-making process regarding whether and how to structure IT 

outsourcing contracts and procurement processes. 

The public service, which is the administrative arm of government, and its employees 

operate in environments and structures that are quite different from the private sector. The term 

bureaucratic structures, therefore, “refer to the formal, constitutional dimensions of public 

administration” (West, 1997, p. 592).  West (1997) further clarifies that:  

Bureaucratic structures also include internal arrangements, such as administrative 

procedures and personnel systems that help to define a government institution 

embodiment of purpose, and also denotes a hierarchical and controlled organizational 

structure that is rigid and not flexible in its setting. (p. 592) 

Therefore, the focus of this study was to examine whether outsourcing public service IT 

services enables public service employees to perform their operational functions in a more 

efficient and effective manner. In other words, beyond the cost-saving benefit, does outsourcing 
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of government IT infrastructure enable public servants? This is the key question driving the 

research. 

 Research Question and Objectives 

 A review of the literature demonstrates a search gap in the area of IT outsourcing and 

public service, even though a significant research on IT outsourcing exists. The majority of the 

research conducted in this area has focuses on the private sector and cost management. The 

purpose of this research therefore, is to explore and identify through empirical study the key 

factors that enable public servants to perform their operational functions more effectively and 

efficiently through outsourcing of IT functions to the private sector. Therefore, this research 

seeks to answer the main research question: “Does outsourcing of government IT infrastructure 

to the private sector enable bureaucratic organizations with hierarchical systems and structures, 

such as the public service and its employees, to perform their operational functions more 

effectively and efficiently”? To help answer this question, three sub-questions were developed 

which are: 

(1) What institutional factors in IT outsourcing that enable or impede public servants 

in the performance of their operational functions? 

(2) What are the essential management skills and competencies needed by the public 

service to pursue an IT outsourcing strategy that enables public servants to 

perform their operational functions more efficiently and effectively? 

(3) Are there any critical emerging issues and challenges associated with IT 

outsourcing in the public service that senior executives should be aware of in 
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order to avoid pitfalls that might impede public servants’ ability to perform their 

operational functions more efficiently and effectively? 

In an attempt to answer the research questions above, a general literature review on 

outsourcing and IT outsourcing in the public service was conducted. Specifically, areas that were 

examined included:  the role IT outsourcing strategy plays in the public service and a general 

review of public service organizational structure and its functions.  Next, an empirical study of 

the BCPS was executed and a framework identified that would be required to pursue IT 

outsourcing strategy that enables public servants to perform their operational functions more 

efficiently and effectively. Three main themes emerged from the research:  

1. key institutional factors  

2. management skills and competencies  

critical emerging issues facing public service executives in IT outsourcing;   

Finally, recommendations to the BCPS were developed, based on the study’s findings.  

Research Methodology. The research utilized a single case study as the primary 

methodological strategy. This study was considered an original study in this area and, therefore, 

did not have a well-defined theoretical proposition, which is typical of traditional case study 

designs. Researchers such as Yin (2009) and Al-Salti, (2011) have all provided various ways of 

conducting case study research. Yin’s version is illustrated in figure below. This figure was 

diagram was also modified and used by Al-Salti, (2011)   p. 5) who provides the “general 

research design, data collection, and data analysis as illustrated in the roadmap” in Figure 1.  
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Figure 1.Modified research roadmap 

Source: Yin, K. (2009). Case study research: Design and methods (4th ed.). Copyright 
(2009)Thousand Oaks, CA.Sage. Adapted with permission. 

 
According to Al-Salti (2011), “the initial step in designing the study involves an 

extensive review of related literature in order to identify a research gap and provide a theoretical 

foundation” (p. 5). This was initially highlighted by and propagated by Yin (2009) in his work on 

designing case study research. This process which is presented in Figure 1 is modified from the 

original version for the purposes of this research. From there, a theoretical integrative research 

framework was developed. Next, a case study protocol was crafted based on a pilot study that 

was conducted. This helped to “refine the data collection plans” (Al-Salti, 2011) and a case that 

was in alignment with the research topic was chosen for the study. After the field test, the 
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findings were analyzed and summarized, and conclusions drawn. A case report was written, and 

based on the key findings, recommendations were made. Lastly, it highlighted the contributions 

of this research as well as limitations and areas for future studies.    

The use of case study approach made sense due to its features as an empirical research 

methodology and due to its application by authors such as Creswell (2009), Gerring (2004), and 

Yin (2009). This was a single case study of the BCPS as the host organization providing the 

context and unit of analysis for the study. The choice of the BCPS was due to the fact that: 1) it 

is a public service organization 2) has pursued IT outsourcing as a strategy since 2003 (Tisdale & 

Kieley, 2011), and (3) granted the researcher the ability to access the organization. 

This case study involved the actions, views, and perceptions of senior and middle 

management staff of the BCPS. Specifically, it examined the implementation of IT outsourcing 

strategy and the relationships (i.e., dynamics/interactions) that exist within the supply chain 

through which these staff actions occur. It was in this setting that outsourcing of IT services as a 

strategy enables public servants to perform their operational functions was examined. 

Research epistemology. This study was based on a qualitative, subjectivist framework. 

According to Morgan and Smircich (1980), subjectivism deals with individual experiences, 

perceptions, and interpretations of the world, as well as the material conditions and social 

relations that shape a person’s vision.  

 This fit well with the concept of the research, which was to study human actions and 

perceptions in IT outsourcing. Therefore, the study was not an objective one. The focus was not 

on an object or, on IT as a technology. The researcher investigated institutional factors, 
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management skills and competencies, and critical emerging issues facing executives in IT 

outsourcing in the public service.  

Research paradigm. This research was placed within the interpretive paradigm.  

Interpretivists generally believe that people’s experiences shape their reality. This is illuminated 

by Puddephatt (2006) and Charmaz (2006) who posit that this is necessary to explain the 

complex world in which people live. Therefore, the adoption of this paradigm allowed for a close 

working relationship between the researcher and respondents, while enabling respondents to tell 

their stories in different ways as they have experienced them in the BCPS. It was from this stance 

the research was carried out, eliciting and understanding how the respondents constructed their 

individual and shared meanings around the IT outsourcing strategy in the BCPS.   

The constructivists paradigm also assumes shared knowledge and its joint construction 

between the participant and the researcher as exemplified by authors such as Mills, Bonner, and 

Francis (2006). According to the authors, a constructivist paradigm ensures a close collaboration 

between the researcher and the actors, and a transparent and reflective process in the generation 

of knowledge. According to Alvesson and Sköldberg (2000), reflection entails “thinking about 

the conditions for what one is doing (and) investigating the way in which the theoretical, 

cultural, and political context of individual and intellectual involvement affects interaction with 

whatever is being researched” (p. 245). Therefore, in the spirit of transparency and reflectivity, it 

is recommended and appropriate for the researcher clearly and succinctly state and expresses any 

assumptions and experiences from the onset. This can be done in several ways such as via 

reflective and analytical memos and should be written prior to and during data gathering and 
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analysis, This process helps achieve this transparency condition as recommended by Mills et al. 

(2006). This recommendation was adopted. 

Data collection. Data collection for this study focused on the perspectives of senior and 

middle management staff rather than lower level staff. This was influenced by the following 

factors: (a) management makes strategic and policy decisions regarding IT in the BCPS; 

(b) managers have some control and influence on how the public service functions, and (c) 

managers are responsible for the organizational structures that exist within the various ministries 

in the BCPS. 

The data collection process for this study largely assumed a three-pronged process: 

(1) In-depth, focused, semi-structured interviews with senior executives of the BCPS, 

including Assistant and Associate Deputy Ministers, Executive Directors, Ministry 

Chief Information Officers [MCIOs], and Directors. The purpose was to gather high-

level information from their perspectives on the research topic. Data from these 

interviews were analyzed and central tenets developed for further investigation 

through focus group discussions. 

(2) The focus group discussions targeted BCPA middle-management staff. This diverse 

group of staff included IT staff who were directly involved in IT outsourcing 

implementation as operational service managers, and managers in government 

ministries who were mostly responsible for policy, program, and service 

implementation. These managers also supervise staffs who relied on the various 

outsourced IT services to perform their work and, therefore, represented the majority 

of staff in the BCPS. The purpose of the focus group was to (a) verify and clarify 
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from an operational level, managers’ perceptions and views on the tenets drawn out 

from the interviews with the senior executives, and (b) develop operational themes 

for each tenet that could be used as a guide in outsourcing decisions at the operational 

level. From these discussions, broad generalizations were made that helped with 

writing the case report. 

(3) Documentary analysis acted as secondary data source and complemented the primary 

data sources for this study. According to scholars such as Al-Salti (2011) and Yin 

(2009), documentary analysis included organizational policy documents, legal 

documents (acts, statutes, and regulations), formal studies, newspaper clippings, and 

other articles in mass media. This was critical, as these data sources formed the basis 

for understanding the theoretical framework related to the study. It also assisted in 

understanding the issues under practice by highlighting topics that had been focal 

points of discussions and those that had little studies or studies that have been 

conducted but not reported. Documents were collected during the drafting of the 

research proposal and literature review stages. Documents that were not readily 

available with respondents or in the public domain were collected during the field 

interviews. Whereas some interviewees provided additional information in their 

possession, others gave some useful direction as to where further materials could be 

sought. 

Data analysis. The data analysis technique used for this study followed the 

constructivist/interpretative paradigm in a dialogic and interactive process between the 

researcher and respondents (Kvale 1987, 1996). As a first step, data collected from the 
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interviews was analyzed using the five-point system of qualitative analysis provided by Kvale 

(1987, 1996) to draw out key tenets for further interrogation. The second part of the analysis 

adopted a modified version of the Soft Systems Model (SSM) utilizing the rich picture approach. 

Rich picture, as described by Peter Checkland (1985), is a flexible approach where participants 

express themselves graphically to represent a situation, problem, or concept. This approach was 

used to illustrate managers’ different viewpoints and perceptions on the key tenets derived from 

the interviews with senior managers through pictures and diagrams. This approach was used to 

unearth various themes for each central tenet. Based on the central tenets and themes, 

conclusions were drawn for the study. 

Importance and Value of the Research. As discussed above, outsourcing of 

government IT infrastructure as a strategy and enabler to make the public service and its 

employees more efficient and effective just like private sector organizations has captured the 

attention and interest of both researchers and practitioners. It has become a major topic for 

discussion and decision within management (Al-Salti, 2011, also see Ringberg & Reihlen, 2008). 

This has been, in part due to the strategic role IT outsourcing has assumed (Al-Salti, 2011), and 

more specifically, due to the important of role the private sector plays in ensuring efficiency and 

effectiveness in the public sector.  

Studies that have been conducted prior have focused mainly on the private sector and cost 

management. No study has explored how IT outsourcing strategy enables public servants to 

perform their operational functions more effectively and efficiently. This research aimed to 

provide an understanding of the above phenomenon through the study of the BCPS. This was 

relevant, especially in the case of the public service, which has generally been described and 
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defined as bureaucratic in terms of its organizational structures and systems (West, 1997). 

Getting work done in a more efficient and effective manner in such an environment can 

sometimes be challenging and difficult. 

Therefore, the significance of this research lies in its practicality as well as its 

applicability today’s public service organization (a) by providing management insights into 

public service organizations that require guidance in order to enhance a public service 

organization’s operational functions in terms of performance, productivity, and creativity; (b) by 

understanding the institutional factors and determinants of IT outsourcing as an enabler in the 

public service; (c) through identification of certain management skills and competencies required 

to pursue IT outsourcing strategy to ensure it enables the public servants to perform their 

functions more efficiently and effectively; and (d) by highlighting emerging and critical IT 

outsourcing issues and challenges that executives must be aware of in order to avoid the pitfalls 

of desired outcomes of this strategy.    

Also, the importance of this research is realized from a corporate perspective that goes 

beyond cost savings or cost-cutting. It highlights what senior managers should look for within 

the IT outsourcing process, including the initial decision, planning, procurement, 

implementation, and management. This enables both executives and middle managers to focus 

their attention on particular dimensions critical to the work, culture, and environment of the 

public service. This is especially true in the case of the public service, where evidence suggests 

employees typically perform their functions in bureaucratic structures that offer little flexibility 

or innovation. 
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The study also used the New Public Management (NPM) concept to examine whether it 

has been an effective concept in its application in the public service. As discussed above, one of 

the main principles of NPM is that the public service will be more efficient and effective if it 

adopts the management practices of the private sector (Miller & Dunn, 2007). Specifically, 

drawing on the two main components of the NPM, outsourcing and managerialism, as its main 

theoretical foundation, this study sought to identify what kind of impacts IT outsourcing and 

managerialism have had on public servants in the performance of their operational functions, as 

viewed through the lens of senior and middle staff in the public service. 

Dissertation Structure 

 This dissertation consists of six chapters as discussed below.  A description of each 

chapter is briefly presented below. 

This first chapter provided a general introduction and outline of the entire dissertation.  It 

offered background information on both IT outsourcing and public service, which set the stage 

for the study. This chapter discussed the research background and research problem, the purpose 

and objectives of the research, and described and justified the research epistemology, ontology, 

and methodology adopted for the study. It also highlighted the importance and practical value of 

the research to public service organizations and concludes with a roadmap of the dissertation. 

Chapter two reviews and analyzes the main literature linked to the topic of this 

dissertation. This chapter is divided into two parts.  Since very little research has been conducted 

in the area of IT outsourcing and its impact on the performance of public servants’ operational 

functions, a broad literature approached was adopted in part one. This includes various 

definitions, history, expected benefits, trends, forms, and drivers of IT outsourcing. The chapter 
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also reviews the various terminologies that have been associated with IT outsourcing. Part two of 

the chapter deals with the public service. It provides an insight into its work, the culture, and the 

decision-making process. It also discusses bureaucracy, controls, and the organizational 

enjoinment in the public service, and how the public service functions as the administrative arm 

of the government. 

Chapter Three discusses the theoretical framework for the study. The chapter begins with 

an overview and characteristics of the concept of the New Public Management. It synthesizes the 

concept and its components of outsourcing and the new public management concept called 

managerialism. These two components of NPM are the key strategies directly related to the 

research topic, and these two components have also been used as justifications to outsource IT 

functions to third-party service providers. In this study, NPM is explored to see whether the 

private sector’s influence through IT outsourcing enables the public servants to perform their 

operational functions more efficiently and effectively. In other words, does the application of 

these two strategies provide adequate tools and solutions for the public service employees to 

perform their functions better in the BCPS administrative bureaucratic environment?  

Chapter Four presents the foundation based on which the study was conducted. It 

discusses the ontological, epistemological and methodological approaches used. The research 

strategy used to conduct the field work is also discussed and justifies why a case study with an 

interpretive qualitative approach was the appropriate research methodology for the study. An 

explanation of the techniques used to analyze the data for this study is offered. The chapter 

points out shortcomings and limitations of the methodology. 
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Chapter Five presents evidence from the field through analysis, and reports key findings 

of the empirical investigation of the case study. This chapter which offers a detailed account of 

the field work is divided into two parts: a) results of the interview with senior executives; and 2) 

focus group discussions with middle management staff. The chapter provides an overview of the 

data collection process, the unit of analysis, the BCPS. Then, it discusses the case study analysis 

from both stages and attempt to provide an interpretation and discussion of the main findings of 

the research. Based on the interpretation, conclusions were drawn on how the public service is 

able to perform its operational functions through the implementation of IT outsourcing. 

Chapter Six summarizes the key findings and provides recommendations for action to the 

BCPS. It highlights the essential contributions that this research makes to IT outsourcing in the 

public service and concludes with the limitation and areas for future research. 
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Chapter Two: Literature Review 

 Chapter One provided a background, overview, and organization of the dissertation. To ensure 

this study is grounded in the extensive work that has preceded this research, this chapter provides 

a broad and general overview of literature of the key topics in this study. It should be noted that 

even though IT outsourcing occurs frequently as strategy and a mechanism in government and 

other public sector organizations, little research has examined how outsourcing government IT to 

the private sector provides government employees with the tools and solutions that they need to 

do their jobs well. Therefore, the literature review will assume a traditional focus and at a high 

level. According to Cox, Roberts, and Walton (2011) and Khalfan and Gough (2001), whilst 

outsourcing has become a significant issue in the restructuring of organizations and is 

increasingly used within the private sector, there has been a lack of research into IT outsourcing 

in the public sector. Cox et al. (2011) claimed that “available research is limited and fragmented” 

(p. 193). This view is also supported by Vilvovsky (2008). Dibbern, Goles, Hirschheim, and 

Jayatilaka (2004) indicated that prior literature on IT outsourcing has primarily focused on the 

private sector in major areas shown in Table 1. This research will therefore fill a gap in the major 

research areas of IT outsourcing in the public sector. 
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Table 1:  

Major Areas of IT Outsourcing Research 

Area Author(s) 

Why outsource? Loh and Venkatraman (1992b) 

What to outsource? Grover et al. (1994) 

Which decision process to apply? Lacity and Hirschheim (1995) 

How to implement the outsourcing decision? Klepper (1995) 

What is the outcome of the outsourcing decision? Aubert et al. (1998) 

Does outsourcing IT enable the public servants to perform 

their operational functions more efficiently and effectively?  

Owusu-Nyamekye (2016) 

Source: Information systems outsourcing: A survey and analysis of the literature, by J. Dibbern, 
T. Goles, R. Hirschheim and B. Jayatilaka, 2004, The DATA BASE for Advances Information 
Systems, 35(4), p. 6-102, Copyright (2004) by the authors. Reprinted with permission.  

  This chapter is presented in two parts. IT outsourcing will be discussed in Part 1, and Part 

2 will be on Public Service and IT Outsourcing. 

Part 1: IT Outsourcing 

 A number of terminologies have been used to describe IT outsourcing even though there 

are subtle differences. Some of these terminologies include Information Systems outsourcing, 

offshoring, and globalization. To provide some background and context for the research, this part 

starts with a brief review of some of these terms that have been used interchangeably with 

outsourcing and IT outsourcing. This is followed with a historical reflection, key trends, and 

growth of IT outsourcing from its origins to present day. Drivers of IT outsourcing are discussed 
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in conjunction with some of the key advantages and disadvantages of IT outsourcing. This is 

followed by an examination of two key issues related to IT outsourcing decisions: (a) make-or-

buy decisions and (b) forms of IT outsourcing. The reason for the selection of these issues is to 

focus on those that have been used and applied within the public service. 

IT Outsourcing and associated terminologies. Within the sourcing strategies 

continuum, different terms have been used interchangeably. Some of these terms include 

outsourcing, globalization, offshoring, etc. Šmite, Wohlin, Galviņa and Prikladnicki (2014) 

suggest that “while the research literature addressing the challenges and benefits of different 

sourcing strategies mature, readers are often forced to deduce the information from descriptions 

that are sometimes scarce, ambiguous or unclear” (p. 1). Šmite et al. (2014) further claim that:  

It is in many cases hard to understand the context of a study, which makes it difficult for 

both researchers and practitioners to identify cases that may be of interest for them. The 

introduction of a clear and concise terminology and taxonomy would help mitigate these 

challenges. 

 
Therefore, for this study, key and applicable terminologies discussed included 

information technology and information systems (IS), globalization, and IT outsourcing. This is 

necessary to ensure that there is clarity and an understanding in the use of the four terminologies 

in the dissertation both from technical and non-technical perspectives. 

Information systems and information technology. Information Systems (IS) and 

Information Technology (IT) have often been used interchangeably. This has often generated 

confusion and left readers asking questions about the difference between the two. According to 
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the Florida Institute of Technology, IS is an overarching term that encompasses the whole 

computer continuum enabling an organization to function. In contrast, IT is a specific subset of 

IS that deals with the pieces of individual technologies within the IS umbrella. Cornford and 

Shaikh (2013) provide a framework of what goes into the structure of IS. The authors use 

Leavitt’s (1980) diamond to provide a clear visualization of IS which coincidentally helps to 

explain the relationship and also to distinguish between the two terms. According to Cornford 

and Shaikh, Leavitt’s diamond representation of IS within a firm context includes “structure, 

people, technology, and tasks” (p. 3). Based on the above, it could be summarized that IT is the: 

(1) component of IS that deals specifically with computers and telecommunications with the aim 

of retrieving, storing and transmitting information; and (2) the part of IS that consists of the 

network of all communication channels used within an organization (Leavitt’s (1980). 

For this dissertation, IT outsourcing was used as a generic term that encompasses IS since 

the study looked at IT outsourcing as a strategy in conjunction with public servants efficiency 

and effectiveness.  Having briefly established the distinction between IS and IT, the next section 

deals with ‘globalization,’ another common term that has been associated with IT outsourcing.     

Globalization. According to Bulajic and Domazet (2012, p.1321), “globalization and 

outsourcing are often used to describe the current world as a high-tech global village.” 

Globalization as both a phenomenon and a term has been around since the 1960s, but become 

popular in the 1980s with the world’s increased interdependence in trade, economics, politics, 

and security (Davis, 1992; Intriligator, 2003; Kohler, 2001). It is trite to infer that globalization 

and outsourcing have become synonymous and both terms are used interchangeably. In fact, 
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outsourcing has “become the particular target of critics of globalization and some of the most 

frenzied defense by defenders of globalization” (Nelson, 2005, p. 1).  

Much like IS, globalization could be seen as an umbrella with a wide spectrum of 

economic, financial, political, socio-cultural, and technological activities. Bulajic and Domazet 

(2012) maintain that “globalization is a process of interaction and integration among the people, 

companies, and governments of different nations, a process driven by international trade and 

investment and aided by information technology” (p. 1321). From this once could deduce that IT 

outsourcing is another form of offshoring. In this study, the focus was specifically on IT 

outsourcing, however, it is important to discuss offshoring, which is discussed next.   

Offshoring. Another term used to mean outsourcing is offshoring. Together with 

outsourcing, offshoring, particularly of IT services, has become a common topic of discussion in 

both academia and industry.  Even though these two terms have been closely linked and used 

interchangeably, “neither implies the other” (Olsen, 2006, p.6). Atrasser and Westner (2015) 

maintain that “offshoring is the transfer of IS services to a service provider outside the service 

consumer’s home country” (p.1). Evidence indicates that offshoring of IT outsourcing, which has 

seen a great of growth in the last few years, is likely to continue into the future (Wiener, Vogel & 

Amberg, 2010). The authors, quoting Carmel and Tjia (2005), refer to offshoring as “the 

relocation of IS activities and processes to any country outside the home country” (p. 457). The 

above reveals the primary distinction between the two terms, in which IT outsourcing is 

relocation of IT services to external providers irrespective of location/geography, and in which 

offshoring of IT services means engaging foreign (international) firms to provide IT services to a 

local firm. This definition also presupposes that offshoring implies a geographical distance 
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between the client and the supplier. This view is shared by Rao (2004), who argues that 

offshoring generally connotes a time difference of two time zones or more between the client and 

the supplier. Based on this, it could be inferred that outsourcing of IT services may therefore 

include service relocations both within and between countries, whereas offshoring refers only to 

international relocation of IT services.  This dissertation focuses on at IT outsourcing as a 

strategy in the public service and does not necessarily distinguish between outsourcing IT 

services to local firms or international companies.  

IT outsourcing. IT outsourcing is the key concept of this research project since it has 

become an increasingly common practice (Bulajic & Domazet, 2012).  This growth is likely to 

continue in the foreseeable future especially as technology and innovation continue to advance 

and as competition among organizations continues to intensify (Onoriode & Ngansi, 2009).   

Onoriode and Ngansi (2009) write that “IT Outsourcing as the contracting of various 

information systems functions such as managing of data centers, operations, hardware support, 

software maintenance, network, and even application development to outside service provider” 

p. 10). This view had earlier been expressed by Kishore, Rao and Chaudhury (2003) who saw IT 

outsourcing as a form of contracting work to third party service providers. 

This definition, which is consistent with the distinction between IS and IT discussed 

above, applies in a situation where an organization decides to engage the services of another 

company to be responsible and manage its IT operations. Arnold (2003) defines outsourcing 

literally to mean “outside resource using” (p. 23). Researchers such as Picot et al. (1996) and   

Arnold (2000) further elaborated on this with clear meanings. For example, Arnold (2000) states 

that “outside means the integration of external partners for the main aim of creating and adding 
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value to the end users or customers” where the ‘outside’ construct is a strategic perspective on 

external resources” (p. 10).  

  This definition was brought in focus by researchers such as Onoriode and Ngansi (2009)   

and Sharpe (1997). Onoriode and Ngansi (2009) define outsourcing “as the handing over of an 

organization’s non-core activities to an external provider. In other words, it is the turning over of 

an IT infrastructure or of applications to an external provider” (p. 10), who may have greater 

expertise. Onoriode and Ngansi (2009) further indicated that for organizations to be competitive 

and maintain their market position, it is critical for them to identify and utilize the expertise of 

these external sources to their advantage. Therefore, to take advantage of the expertise that exists 

outside, organizations need to focus on their core competencies and rely on external sources for 

all other non-core activities (Arnold, 2000; Onoriode & Ngansi, 2009).  

Definition of Outsourcing. Even though discussions thus far have centered on 

outsourcing, the term has not really been defined or put it into context yet. One of the reasons is 

that “in general, outsourcing, has been defined in many different ways” (Singh & Zack, 2006, p. 

4). The authors provide a list of definitions as shown in Table 2 to demonstrate how widely and 

extensively the term has been used. 
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Table 2: 

 Definitions of the Term Outsourcing in Research Literature 

Definition Source 
The act of subcontracting a part, or all, of an organization’s 
Information Systems work to external vendor(s), to manage on 
its behalf. 

Altinkenmer (1994) 

 
The handover of an activity to an external supplier as an 
alternative to internal production. 
 
To turn over part or all of an organization’s IS functions to 
external service provider(s) 
 
A delegation of the authority to another party for the provision 
of services. 
 
A process whereby an organization decides to contract out 
or sell its assets, people and/or activities to a third party 
supplier, who in exchange provides and manages these assets 
and services for an agreed fee over an agreed time period. 
 
The use of external agents to perform an organizational 
activity. 
 
The provision of services by a vendor firm to a client  
 
 
A significant transfer of assets, leases and staff to a vendor 
that assumes profit and loss responsibilities 
 
 

 
Aubert, et al., 2004 
 
 
Cheon, et al., 1995 
 
 
Chorafas, 2003 
 
 
Kern and Willcocks, 2002 
 
 
 
 
King and Malhotra, 2000 
 
Klepper (1995) 
 
 
Lacity and Hirschheim, 
1993a) 
 
 
 
  

Source: Information Technology Outsourcing: Reducing Costs or knowledge?, by S. Singh and 
M. Zack, 2006, OLKC 2006  Conference,. University of Warwick. Coventry, United Kingdom, 
p. 4. Copyright 2006 by the Authors. Reprinted with permission. 
  

 The above definitions demonstrates the variety of meanings and the extent to which 

outsourcing has been used in both in industry and academia. It is interesting to note that most of 
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these definitions have portrayed a general description of outsourcing without specificity to the 

public service. To address the need for such a specific definition, authors such as Brooks (2004), 

Harrington (2003), Jurik (2004), and Martin (2000) provided definitions specific to government 

services. According to these researchers, outsourcing generally occurs when the government or 

its appointees decides to engage or contract the services of an external party for the provision of 

a service which originally was delivered internally for a fee. This description fits well with the 

focus of this study. Therefore, the study adopts this working definition for the research. This 

definition incorporates all forms of outsourcing, including purchasing. It also distinguishes itself 

from sourcing, which, according to Martin (2000) involves any form of transfer of new activities 

and assets connected to these activities from an outside supplier to a client firm. 

 History, trends, and growth of IT outsourcing. History, trends, and growth of IT 

outsourcing. According to Gonzales, Dorwin, Gupta, Kalyan, and Schimler (2004), the history 

of outsourcing is heavily connected and linked to the history of the growth of modern business 

and economic activities. This view is supported and shared by Duffy (2001) and Singh and Zack 

(2006). However, outsourcing did not gain momentum and recognition until the 1970s when IT 

as a function it became a topical agenda for most organizations (Weinert & Meyer, 2005). It 

seems that the point at which IT moved from a tactical plan to a long-term business approach for 

most organizations served as the catalyst for outsourcing growth. This was the era when large 

and diverse corporations, including included public sector organizations, were considered to be 

underperforming and looked to IT outsourcing for solutions (Kakabadse & Kakabadse, 2000). 

According to Kakabadse and Kakabadse (2000), by the early 1980s and with the 

beginning of the recession, outsourcing had become a popular strategy among most 
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organizations. The main reason for its popularity is a shift in business strategy, which included 

refocusing on core competencies and focusing on fewer activities (Peters & Waterman, 1982). 

The reality had dawned that “IT was not just a function such as marketing or accounting but had 

become a cross-functional activity which satisfied the organization software needs” (Weinert & 

Meyer, 2005, p. 4).  

This trend, which continued well into the 1990s, also saw a huge leap in technological 

advancement where most IT infrastructure and tools moved from customization to became   

standardized programs (King, 2004; Weinert & Meyer, 2005). This prompted authors such as 

Elmuti (2003); King (2004), Prahalad and Hamel, (1990); and Quinn and Hilmer (1994) to argue 

that IT had ceased to become a core competency for most organizations, and therefore should be 

outsourced. Prahalad and Hamel (1990) argued strongly that organizations were better off 

focusing on activities that are core to them and outsourcing all other ancillary and non-core 

services, such as IT, to external service providers.  To these authors, organizations that pursued 

this core competency strategy stood a chance to be competitive and strategically positioned in a 

growing and highly competitive global market space.  

Based on this, “corporations divested ‘peripheral or supplementary’ businesses in order to 

focus on their core business” (Kakabadse & Kakabadse, 2005, p. 183).  Grant (1995) also 

expressed a similar view in his work. “By the 1990s, the notion that organizations could achieve 

quick wins by focusing on core business was widely accepted (Kakabadse & Kakabadse, 2005, 

p. 183). These stages are consistent to those expressed and presented by Sparrow (2003): 

(1)  The early stages of IT outsourcing were dominated by the sale of mainframe or ‘big box’ 

computers to firms and organizations. The primary goal was to enable organizations to 
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process their data in a cost effective way. This was critical at the time as it was expensive 

for many most organizations to make the necessary investments such as capital, 

technology, and other resources on their own. This explains the early IT outsourcing 

initiatives that took place where an external service provider or vendor was engaged to 

provide a single basic IT service to an organization known as the customer Sparrow 

(2003). Therefore, the focus was on hardware. 

(2) Between 1970 and 1980, IT outsourcing had grown and evolved, provoking new thinking 

about computers playing a much more central role beyond data processing. Organizations 

involved in IT outsourcing had realized that computers were a tool that could help cut 

costs across numerous industries.  Consequently, investments in data centers fell, and in 

their place, organizations began to own their own IT infrastructure as a tactical approach 

to gain competitive advantage through cost cutting (Sparrow, 2003).  Also, IT started to 

be seen as a source of competitive advantage. Sparrow (2003) indicates that by this time, 

the use of IT had become popular and was seen as a necessity rather than a unique 

competitive advantage. 

(3) Stage three of the IT outsourcing evolution took off at the turn of the 20th century. This 

era saw the advent offshore and business process outsourcing. As discussed in Chapter 

one, this was the era of standardization, when most organizations embraced new 

technologies. By this time, due to rapidly increasing globalization, regional blocs had 

emerged as key players despite organizational opposition (Kakabadse & Kakabadse, 

2005). The authors contend that this made IT increasingly complex and difficult to 

manage. Kakabadse and Kakabadse (2005) maintain that “many firms began re-
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engineering, in effect embarking on a search for new ways of organizing the various 

elements of work” (p. 184).  According to the authors, Gamble (1995) claimed that this 

marked a new chapter in the IT outsourcing evolution and caused a “rethink” (Kakabadse 

& Kakabadse, p. 184) as well as different approaches to business processes that enabled 

greater improvements leading to high performance in areas such as cost, quality, service, 

and speed. “Further, with the proliferation and rapid pace of change, IT became the most 

controversial part of the ‘outsourcing revolution’ as numerous ‘mega-deals’ worth over 

£1 billion produced below-expected results” (Kakabadse & Kakabadse, p. 184). This was 

earlier predicted by Koudsi (2001) based on the increased activity and importance of It in 

the global marketplace. Based on this, Kakabadse and Kakabadse conclude that “whether 

IT acts as a support service, or is more critical to the competitive position of firms and 

should definitely be retained in-house, dominated the outsourcing debate among 

academics and practitioners alike” (p. 184).”   

 Such analysis leads one to believe that IT outsourcing as a phenomenon has primarily 

been driven by the industry and applied practice (Dibbern et al., 2004). However, important 

trends and organizational activities in industry eventually attract the attention of academia; this is 

true in the area of outsourcing, note Dibbern et al. (2004), by offering that the first paper on this 

was published in 1992 as a response from academia to the growing phenomenon of outsourcing. 

Growth of IT outsourcing. The brief history of IT outsourcing described above depicts a 

phenomenon that has experienced significant growth over the last several years (Gonzalez et al., 

2009). IT outsourcing has grown to become a strategic mechanism for most organizations to 

think about their core and non-core business in order to be competitive in the global market 
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space (Lee, Huynh, & Hirschheim, 2008). Willcocks, Lacity, and Kern (1999) stated there was a 

rapid growth of IT outsourcing to an estimated global market share of US$99 billion in 1998 and 

US$120 billion in 2002. With an annual growth rate of 16 percent in the same period, this has 

ensured extensive and on-going worldwide business attention and prominence. According to 

Gonzalez et al. (2009), The Gartner Inc., an American information technology research 

organization, expected the outsourcing market to grow from $180.5 billion in 2003 to $253.1 

billion in 2008, and worldwide IT spending is on pace to total $3.7 trillion in 2014, a 2.1% 

increase from 2013. Bygone Worldwide IT spending forecasts according to Gartner, Inc. are 

presented in Table 3.  

Table 3  

Worldwide IT Spending (Millions of US Dollars) 

 

2013 

Spending 

2013 

Growth 

(%) 

2014 

Spending 

2014 

Growth 

2015 

Spending 

2015 

Growth 

(%) 

Devices 677 1.1 685 1.2 725 5.8 

Data Center Systems 140 -0.1 140 0.4 144 2.9 

Enterprise Software 300 5.1 321 6.9 344 7.3 

IT Services 932 0.0 967 3.8 1,007 4.1 

Telecom Services 1,624 -1.2 1,635 0.7 1,668 2.0 

Overall IT 3,673 0.0 3,749 2.1 3,888 3.7 

Source:  Gartner Says Worldwide IT Spending On Pace to Grow 2.1 Percent in 2014, by Gartner 
Inc. Press Release, June 30, 2014, . Retrieved from 
http://www.gartner.com/newsroom/id/2783517 .  Copyright 2014 by Gartner Inc. Reprinted with 
permission. 

http://www.gartner.com/newsroom/id/2783517
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 Gartner Inc. (2014) also indicated that “87% of the companies plan to maintain or 

increase their levels of outsourcing activity; 42% of those interviewed thought their outsourcing 

contracts had definitely improved their financial performance and another 27% stated that 

outsourcing had enhanced their competitiveness” (Gartner 2014). Historical information on 

worldwide IT service vendors and their respective market share according to Gartner in Table 4.  
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Table 4 

Worldwide IT Services Vendors by Revenue (Millions of US Dollars) 

Company 

2007 

Revenue 

2007 

Market Share 

(%) 

2006 

Revenue 

2006 

Market Share 

(%) 

Growth 

(%) 

IBM 54,148 7.2 48,247 7.1 12.2 

EDS 22,130 3.0 21,396 3.2 3.4 

Accenture 20,616 2.8 17,228 2.5 19.7 

Fujitsu 18,620 2.5 17,918 2.6 3.9 

HP 17,252 2.3 15,963 2.4 8.1 

CSC 16,306 2.2 15,136 2.2 7.7 

Others 598,953 80.0 541,169 79.9 10.7 

Total market 748,025 100.0 677,057 100.0 10.5 

Source:  Gartner Says Worldwide IT Services Revenue Grew 11 Percent in 2007, by Gartner Inc. 
Press Release, May 13, 2008, , Retrieved from http://www.gartner.com/newsroom/id/668907. 
Copyright (2014) by Gartner Inc. Reprinted with permission.  

 As shown in Table 4, IBM and EDS, which are considered two of the world’s most well-

known IT outsourcing vendors around the world, commanded a sizeable share of the market 

between 2006 and 2007. However, what is not clear is whether the survey included any public 

sector organizations, and whether the survey touched on how outsourcing IT helped end 

equipped employees to do their work better. 

http://www.gartner.com/newsroom/id/668907
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Drivers for IT outsourcing. According to Lee et al. (2002, 2003), there has been 

extensive research on various issues confronting IT outsourcing. Some of these issues include: 

drivers, make-or-buy decisions, scope, performance, insourcing versus outsourcing, and 

partnerships. This section focuses only on drivers of IT outsourcing as it aligns with the purpose 

of the study.  

The basic premise of outsourcing is that organizations implementing outsourcing are 

attempting to secure and rely on expertise and services that do not exist internally in their 

organizations to create competitive advantage in the marketplace. In this scenario, a number of 

activities and services deemed non-core are entrusted to the responsibility and management of 

the external service provider to manage based on their knowledge and experience to the 

organization (Pirannejad, Salami, & Mollaee, 2010). The assumption is that today’s most 

competitive organizations are those that are able to outsource expertise and knowledge that does 

not exist internally,  which allows them to adapt to  changing market dynamics. According to 

Lee et al. (2001,2003), even though the focus for IT outsourcing may vary among organizations, 

there are certain common drivers that have been proven to  ensure average IT outsourcing 

success. These drivers could either be for tactical or strategic (Lee et al., 2003). One common 

driver that has been cited especially in the early days of IT outsourcing was cost cutting. 

Organizations seeking to cut costs, improve productivity, and justify every aspect of their 

operations turned to outsourcing. Lau and Zhang (2006, p. 3) originally categorized these drivers 

of IT outsourcing into economic, strategic, and environmental.   
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These categories were later expanded by Pirannejad, Salami, and Mollaee, (2010) who 

added technological reasons for IT outsourcing such as “access to cutting edge technology, 

specialized, technological integration skills, and reduced technological risk” (p. 1725). 

The decision to pursue an outsourcing strategy has moved beyond the traditional 

consideration of cost savings. DiRomualdo and Gurbaxani (1998) and Yang and Huang (2000) 

maintain that with the shift from tactical to a more strategic focus; outsourcing is now focused on 

other factors such as organizational performance improvement, productivity, etc. Therefore, a 

decision to outsource may be influenced by many factors some of which may be specific, unique, 

and different to each organization depending on their situation. However, there are “some 

common key factors that motivate organizations of all industries to make outsourcing decisions” 

(Lau & Zhang, 2006, p. 2). These drivers have been “broadly categorized and summarized in as 

economic, strategic, and environmental” (Lau & Zhang, 2006, p. 3). These factors are briefly 

discussed below.  

A strategic driver is the ability of the organization to focus on its core business operations 

and outsourcing activities that are not their core such as IT (Al-Salti, 2011; Lacity & Willcocks, 

1998).  According to Klepper and Jones (1998) and Al-Salti (2011), organizations pursuing 

outsourcing for economic reasons focus on their ability to utilize and capitalize on the service 

provider’s expertise, knowledge, and economies of scale in human and technological resources 

to manage its cost structure through a contractual arrangement. Finally, the technological driver 

is the ability of the organization to gain access and utilize leading-edge IT of the service provider 
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in an effort to avoid the risk of technological obsolescence resulting from dynamic changes in IT 

(Al-Salti, 2011; Lacity & Willcocks, 1998; Lee et al., 2002). 

Having discussed the common key factors that drive organizations to pursue an IT 

outsourcing strategy, the next section discusses the advantages and disadvantages of IT 

outsourcing.  

Advantages of IT outsourcing.  “Outsourcing is one of the most effective activities in 

contemporary business because many companies try to use all innovations of science, 

techniques, and technologies to issue qualified and competitive product which will satisfy 

consumer” (Tayauova, 2012, p. 188). This statement supports the assertions of several earlier 

authors such as Currie and Willcocks (1997), Domberger (1998), and Geitzmann and Larsen 

(1997) who have written and documented the advantages of IT outsourcing. Previously, 

researchers such as McCune (1993), Rees and Fielder (1992), Sharpe (1997), and Tully (1993) 

argued that the main advantage of outsourcing is an organization’s inability to keep the average 

unit of production cost low. However subsequently, Domberger (1998) who studied the 

phenomenon in the marketplace during the 1990s lists five advantages of outsourcing as follows: 

(a) lower production costs, (b) cost avoidance, (c) strategic focus, (d) flexibility, and (e) 

relational rents. This list was later expanded by Burkholder (2006) to include:  

(a) acceleration of reengineering benefits, (b) access to world-class capabilities, (c) cash 

infusion, (d) freeing up resources for other purposes, (e) functions difficult to manage or 

out of control, (f) improved company focus, (g) making capital funds available, 

(h) reducing operating costs, (i) reducing   risk, and (j) resources not available internally. 

(pp. 49-50) 
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Additionally, an outsourcing strategy may directly or indirectly allow an organization to 

channel its scarce resources to focus on its core competencies. This can ensure that labor, capital, 

and technology are utilized judiciously to create a competitive advantage. This is supported by 

DiRomualdo and Gurbaxani (1998), who claim outsourcing allows organizations to add value to 

their offerings as it enables them to focus on critical business processes. This view is qualified by 

Han, Lee, and Seo (2006) who assert that business value is not automatically guaranteed from 

outsourcing, rather, it depends on the kind of relationship the organization has with the outsource 

service provider.   

The technology itself also offers an advantage to the organization. The existence and 

availability of an IT outsource service provider provides organizations with state-of-art 

technology and competent human resources to manage it. This is particularly the case for public 

sector organizations when important and strategic decisions such as significant upgrades to their 

IT infrastructure are concerned. This enables them to get the “best-of-the-breed technology 

services” (Chen & Perry, 2003, p. 414) from service providers that have the capability to support 

them in achieving their objectives. 

Disadvantages and risks of IT outsourcing.  From the above, it is clear that outsourcing 

IT services provide a number of advantages to organizations. However, it should be noted that 

these are not without some risks and disadvantages which have been well studied and 

documented. Yang, Seongcheol, Changi, and Ja-Won (2007) maintained that the rate of 

satisfaction among organizations that have pursued IT outsourcing as a strategy is about 33%. IT 

literature attributes this to the low economic returns that such outsourcing deals generated as a 

result. Several authors have provided various lists of disdavantages and risks associated with IT 
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outsourcing, depending on their experiences, however, Soriano-Meier, Garza-Reyes, Lal, and   

Rocha-Lona (2012) provide a list that is comprehensive and covers many areas. These include: 

“(1) Less control over situation, (2) Leakage of confidential data, (3) Quality issues and 

problems, (4) Slow response rate, and (5) Decrease in-house capacity” (p. 763). 

Alexander and Young (1996) stated that outsourcing could pose some problems and 

actually be at the detriment to an organization’s core competencies. This situation arises when 

the opportunity to learn, build internal capacity, and develop new approaches is eroded by 

outsourcing. Furthermore, researchers such as Bettis, Bradley, and Hamel (1992) and Kotabe and 

Murray (1990) also advanced the argument that pursuing IT outsourcing may cost organizations 

its performance and market position due to its reliance on outside suppliers. The authors argued 

that since IT outsourced providers tend to be lax in their innovative capabilities in the long term, 

this has the potential to adversely affect research and development competitiveness. Based on 

this, organizations pursing an IT outsourcing strategy may potentially not be at the forefront of 

technological innovations and new development that create a competitive edge in terms of 

organizational and corporate innovations (Kotabe & Murray, 1990, Teece, 1982).  

IT outsourcing issues.  Issues of IT outsourcing and the evolution of its research at 

different stages of the phenomenon’s life-cycle have been well documented by Lee and 

colleagues (Lee et al., 2002, 2003). These have also been addressed and covered extensively in 

prior literature and, therefore, this review will only cover a brief summary. Although discussed 

separately, it is important to point out that, as may be expected, IT outsourcing issues are 

interrelated. Two main issues are highlighted and discussed in this section are: (a) make-or-buy 

decision and (b) forms of outsourcing. 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 39 

 

 

(a) Make-or-buy decision. The make-or buy decision is one of the most critical strategic 

decisions that organizations today can make in outsourcing especially as they wrestle 

with the idea of focusing both capital and energies on their core competencies. This is 

compounded by the high level of competition in the market place which calls for 

continues re-evaluation of an organization’s strategic direction in order to stay 

competitive. Schwarting and Weissbarth (2011) offer that “as Western companies come 

under increasing pressure to cut expenses and improve their return on assets, the dilemma 

of whether to keep key functions in-house or outsource them has taken center stage” (p. 

5). According to Bajec and Jakomin (2010): 

The make-or-buy decision is the act of making a strategic choice between producing a 

product internally (in-house) or buying it externally (from an outside provider). “Making 

the right choice can be the key factor in sustaining a company competitive advantage and 

is one of the most important tasks of a successful management.”. (p. 285) 

 
The make-or buy decision has been approached from a number of theoretical 

perspectives, notably the Transaction Cost Economics (TCE). Within this framework, 

organizations are faced with an economic problem of cost and must make a choice by adopting a 

policy structure that minimizes production costs involved in producing a good or service 

internally (Arnold, 2000). This theory is also linked to the resource based theory of core 

competency, according to which an organization makes a strategic decision to focus on what it 

does best and outsources all other activities that are considered peripheral but the key to their 

operations to their external sources to manage (Bajec & Jakomin, 2010). 
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An organization making a make-or-buy decision takes into consideration many associated 

and interrelated competencies and decides what is strategic, vital, and must be kept internal to 

ensure its competitiveness Barthelemy (2001) and what is not and should be outsourced. This is 

supported by Schwarting and Weissbarth (2011) who maintain that “before giving up on in-

house operations, a company must objectively assess its core competencies and measure them 

against world-class standards” (p. 5). This has prompted the need for decision criteria where 

organizations can assess and make an informed decision as to what should be outsourced and 

what should be kept internal. Burt, Dobler, and Starling (2003), Bajec and Jakomin (2010), and 

Schwarting and Weissbarth (2011) have all come up with various criteria. Schwarting and 

Weissbarth (2011) offer the following; (a) the item is critical to the success of the product or 

service; (b) the item requires specialized design and manufacturing skills or equipment, and the 

number of capable and reliable suppliers is extremely limited; and (c) the item fits well within 

the firm’s core competencies or within those the firm must develop to fulfill future plans.  Bajec 

and Jakomin (2010) provide various decision-making factors as presented in Table 5. 

Table 5  

Factors for Producing In-House or Buy from External Sources 

Produce In-House Buy Externally-Outsource 
Cost implications – less expensive to make the 
part 

Focus on core competency and outsource 
other activities 
 

Keep core competency in-house Tap into suppliers’ know-how that does not 
exist internally  

Better control of lead time and service delivery Reduce capital expenditures and operating 
cost 

Desire to integrate service operations Lack of in-house expertise 
Better service quality control Non-essential part of corporate strategy  
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Political, social or environmental reasons 
(union pressure) 

Cost considerations (less expensive to buy 
the item than produce in-house 

Source:  A make-or-buy decision process for outsourcing. Promet-Traffic & Transportation. P. 
Bajec and I. Jakomin, 2010, Distribution Logistics Review, 22(4), p. 285-291. Copyright 2010 
under http://creativecommons.org/licenses/by/3.0 

Form of IT outsourcing. The make-or-buy decision is usually followed by a 

determination of the form or type of outsourcing needed by the organization. According to 

Chamberland (2003), the “spectacular” (p. 74) growth of the IT outsourcing market has sparked 

many political and emotional debates in regard to outsourcing domestically or internationally. 

This is the case especially in instances in which the borders between domestic and international 

outsourcing service provider have become blurred (Chamberland, 2003). As discussed earlier, 

one form of IT outsourcing in which a company seeks an international service provider is often 

referred to as offshoring.  According to Carmel and Tjia (2005), this is not a new phenomenon, 

especially with the increased globalized activities such as free trade and open borders. In this 

study, the focus is on IT outsourcing as a strategy in the public service rather than where the 

services is being provided or who is providing the services. 

Researchers such as Dibbern et al. (2004) and Wibbelsman and Maiero (1994) have done 

extensive work on the location and nature of the service provider and offer some insights in this 

area.Whereas Dibbern et al. (2004) focused on taxonomies of outsourcing decisions, 

Wibbelsman and Maiero (1994) developed an outsourcing continuum which can be turned into 

strategies for obtaining IT services. Wibbelsman and Maiero (1994) summarize the outsourcing 

continuum as follows: 

(1) OK as is 
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• The status quo of service delivery is considered as the best outsourcing strategy 

(in-house delivery is assumed). 

(2) Fix and keep in-house  

• Comparable to the option above with the difference that internal IT departments 

need to adopt better practices to become more efficient and effective (in-house 

delivery is assumed). 

(3) Co-sourcing  

• Various definitions of this strategy exist. Wibbelsman and Maiero summarize 

this strategy as an outsourcing strategy where the business goals of the client are 

tightly linked to these of a supplier who is providing services for that client. 

(4) Rehabilitation and return  

• Strategy where internal IT department is reformed through the assistance of a 

vendor, and the IT functions and services are kept in-house. 

(5) Transition assistance  

• Strategy where certain IT functions and services are outsourced to a vendor 

while the internal IT department transitions itself to a new set of skills. 

(6) Capability development  

• Strategy where IT functions and services are outsourced to a vendor whereas the 

internal IT department develops new capabilities and focuses on certain core 

capabilities. 

(7) Option to reverse  
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• Strategy where IT functions and services are outsourced to a vendor but there is 

an option of returning these outsourced functions back in-house smoothly, if 

desired, at a later date. 

(8) Divest completely  

• Strategy where IT functions and services that are qualified to be non-core business 

functions and are best handled by a vendor are outsourced permanently. The literature 

suggests that there are multiple different forms of outsourcing; however, “all of them have 

one common feature, which is obtaining IT services from an external company. (p. 32) 

The first part of the literature review has provided an overview of IT outsourcing in 

general. The next section is dedicated to the literature on the public sector and IT outsourcing. 

Part 2: Public Service and IT Outsourcing 

 The purpose of this section is to (a) define and clarify the term public sector, (b) 

distinguish public sector decision-making from the private sector, (c) explain the administrative 

structure of the public sector, (d) discuss IT outsourcing in government, as well as the difference 

between public and private sector IT environments, and (e), list the advantages and 

disadvantages of IT outsourcing in the public sector. 

Public sector definition. In general terms, “the public sector consists of governments 

and all publicly controlled or publicly funded agencies, enterprises, and other entities that deliver 

public programs, goods, or services” (Dube & Danescu, 2011, p. 3). From the definition, it is 

clear that the term public sector encompasses a broad sphere of reach. This has prompted 

questions as to the scope of the public sector and which organizations should be part of it. Some 
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scholars notably Dube and Danescu (2011) have also called for the identification of specific 

criteria to help define the boundaries. Outsourcing has further complicated this issue due to an 

influx of private sector management techniques as well as service providers into the public sector 

space. According to Lienert (2009), additional factors that have blurred the definition of public 

sector include: “(a) certain services that were the domain of the public sector are now being 

delivered by the private sector , (b) partnership agreements such as public-private 

partnerships,(c) private sector accounting standards being used in the public sector” (p. 3).  

Based on this, the author argued that the concept of public sector “is broader than simply 

that of core government and may overlap with the not-for-profit or private sectors” (p. 3).    

Rouse (2010) further expanded on this and stated that the public sector is that portion of society 

controlled by national, state, or provincial, and local governments.  

In Canada, the public sector is the domain of statistical observation that measures the 

economic activity of governments in Canada. According to the Guide to the Public Sector of 

Canada (Statistics Canada, 2008), the “public sector encompasses all entities classified to the 

government sector and all publicly controlled government business enterprises” (p. 12). In the 

guide, Statistics Canada (2008) went further to state that “the government sector is composed of 

all governments as well as the non-profit entities created by public administrations to deliver 

services for the benefit of society” (p. 13). 

In the guide, Statistics Canada (2008) further spelled out the important role governments 

perform in the economic affairs of Canada as: 

They undertake a wide variety of activities through many different types of agents. 

Governments are involved in the provision of goods and services whose characteristics 
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are such that it is often difficult or impossible to offer them through private sector 

channels such as national defense, justice, civil order, and the regulation of economic and 

social actions. (p. 9).  

Statistics Canada (2008) further maintains that governments are also: 

Involved in the provision of services such as education and health, where public 

intervention is in the general interest of society, even though such services could be, and 

often are, also provided by the private sector. As well, governments often engage in 

commercial activities that are similar to and in competition with the private sector, 

examples of which include electric utilities and public transportation services. (p. 9) 

According to Dube and Danescu (2011), the public sector generally consists of at least 

three types of organizations: 

(1) Core government, which consists of a governing body with a defined territorial authority. 

Core governments include all departments, ministries, or branches of the government that 

are integral parts of the structure, and are accountable to and report directly to the central 

authoritythe legislature, council, cabinet, or executive head;  

(2) Agencies, which comprise “public organizations that are clearly a part of the government 

and deliver public programs, goods, or services, but that exist as separate organizations in 

their own rightpossibly as legal entitiesand operate with a partial degree of 

operational independence. They often, but not necessarily, are headed by a board of 

directors, commission, or other appointed body; 

(3) Public enterprises, which include agencies that deliver public programs, goods, or 

services, but operate independently of government and often have their own sources of 
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revenue in addition to direct public funding. They may also compete in private markets 

and may make profits. However, in most cases, the government is the major shareholder 

and these enterprises partly follow the acts and regulations that govern the core 

government. (p. 3) 

Though this dissertation focuses on core government at the regional level and specifically 

looks at IT outsourcing in the BCPS, it will use the terms public service and public sector 

interchangeably. The next section focuses on bureaucracy, a term that is often associated with the 

public service. 

Bureaucracy and the public service. The term bureaucracy has long been associated 

with the public service. However, it could also be said that bureaucracy has been part of all 

spheres of society since its existence. According to James (1991), the notion of bureaucracy is 

used in fields of study such as sociology and political science to refer to the structure and 

organization of administrative execution and enforcement of legal rules in society.  

Bureaucracies have usually been associated with large organizations, especially public 

service organizations where employees carry out their responsibilities through a variety of 

administrative structures (Martin, 1990). This understanding was largely influenced by the works 

and ideas of Max Weber, who espoused this view of public administration in the 20th century. 

Since then scholars have argued that bureaucracy arises from both hierarchy and meritocracy 

(McCourt & Minogue, 2001).  Key features of this model have been well documented by public 

administration scholars such as McCourt and Minogue (2001) and Robinson (2015). Robinson 

(2015) provides a summary these features as follows:  
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(1) A separation between politics and elected politicians, on the one hand, and administration 

and appointed administrators on the other;  

(2) Administration is continuous, predictable and rule-governed;  

(3) Administrators are appointed on the basis of qualifications, and are trained professionals;  

(4) There is a functional division of labour, and a hierarchy of tasks and people;  

(5) Resources belong to the organization, not to the individuals who work in it;  

(6) Public servants serve the public, rather than private, interest. (p. 5) 

 
Based on these principles, it could be inferred that bureaucracy in the public service is 

concerned with administering policies that provide services to citizens. However, according to 

the literature it has been widely assumed that the public service as an organization is inefficient 

and a waste of taxpayer’s money (Greiner, 1994), due to the limitations of hierarchy, control, and 

rigidity associated with its nature, structure (Robinson, 2015), and how it functions.   

It should be noted that the purpose of this section is not to argue or test this assumption, 

but rather to examine whether outsourcing of public service IT infrastructure to the private sector 

enables public service employees to do their work better in such a system. As government’s 

activities grow, the BCPS apparatuses and its administrative structures have to be equipped and 

enabled in order for employees to do their work better. This includes equipping employees with 

the tools and solutions to administer and manage the complexity and differentiation that 

characterize government’s business. 

The structure of the public service organization and its functions. One of the key 

components of most bureaucracies is the structure of the organization, how work is organized 
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within that system and, and how employees function within the system. Therefore, an 

organization is classified as bureaucratic, if its workplace exhibits this key feature. It is through 

this feature that Goldsmith and Schneide (2003) use to discusses the characteristics of 

bureaucratic organizations.    

First, there is the feature of a rigid hierarchy in the public service. “Hierarchy defies the 

insights of the entrepreneurial and team-based management model employed by modern high-

performance business organizations,” write Goldsmith and Schneide (2003, p. 2). This feature is 

one of the most prominent mentioned among most public management scholars. In this area, 

politicians, who are elected officials and accountable to citizens have been cited as notable key 

actors. According to Goldsmith and Schneide (2003), these politicians mostly sacrifice a 

management structure that is likely to produce to reduce the risk of public errors and enable 

public servants to work effectively. They prefer to keep the status quo for patronage purposes. 

This rigidity, which serves a purpose in the public service, also stifles employees’ innovation and 

creativity and hinders productivity in the workplace. 

The second feature is the narrow job classification that exists in the public service. 

Narrow job classifications flow from the rigidity and do not empower employees to be flexible 

and move across the organizations freely. Greiner (1994) maintains that narrow job classification 

restricts the ability of employees to gain transferable skills in other areas of the organization 

which further hinders efficiency and effectiveness with which the organization responds to its 

changing needs and that of citizens.  Narrow job classification ensures a rather flat compensation 

program. 
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Another significant characteristic of the public service is institutionalized risk aversion.   

In this area, Goldsmith and Schneide (2003) posit that public service organizations “often view 

rule and process-compliance as measures of achievement rather than insisting upon successful 

program, policy, and service outcomes” (p. 4). Therefore for management in the public service, 

this means a focus on expenditures rather than efficient and effective services, sound policy 

outcomes and quality government programs.   

Lastly, the public service has been typically viewed in economic terms as monopolistic in 

the provision of certain essential services to citizens that are typically not in the domain of the 

private sector. With limited or in most cases no competition, creativity and innovation have 

eluded most public sector organizations in terms of the delivery of policies, programs, and 

services to citizens (Goldsmith & Schneide, 2003). The reliance on outdated bureaucratic 

management and administrative structures has been one the causes for reforms in most public 

sector organizations over the last few decades. 

The above provides a broad characterization and introduces a critique of the public 

service environment. As the administrative arm of the government of the day, the public service 

is a critical part of the government machinery. At the very core, the public service as an 

organization performs two key roles according to the Employee Handbook of the Government of 

Newfoundland and Labrador. These are: (1) “it provides expert, non-partisan advice to the 

Government; and (2) it implements policies, programs, and services at the direction of the 

Government, in accordance with legislation passed by the House of Assembly” (p. 6).  

The Employee Handbook further describes the important role of public service 

employees as providing “government with advice and support in its role as steward of the 
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Province’s natural, historic and cultural resources, promoting sustained economic, environmental 

and social well-being” (p.7). Generally speaking, it could be inferred other public service 

organizations play similar roles, if not the same, in other jurisdiction. Public service employees, 

much like their private sector counterparts, performs these services through a number of 

channels, one of which is IT. The next section discusses IT outsourcing in the public sector.  

IT outsourcing in the public service.  Outsourcing in the public service is now a well-

established mechanism for government service provision. This has followed the trend set by the 

private sector, IT outsourcing has now become one of the most important policy initiatives and 

strategies used by public service organizations to achieve a number of objectives (Lacity & 

Willcocks, 1997). It should be noted though that this is not a new practice as the public service or 

generally, government at all levels have long engaged in outsourcing activities under umbrella 

terms such as contracting out or privatization (Dorsi, 1998; Gordon & Walsh, 1997; Lacity & 

Willcocks, 1997). Khalfan and Gough (2001, p. 3) write that “the trend, which started in the 

1990s, was to seek privatization of the IT or IS department in the public sector through IT 

outsourcing”. This trend has kept pace due to a number of pressure points confronting the public 

service such as lowering of operating cost, adding value, lack of IT skills, and more flexibility to 

innovate and be creative.  However, in spite of all of these trends, not many studies have been 

directed towards IT outsourcing in the public service both as a practice, policy or a strategy 

(Willcocks & Lacity, 1998).  

Research has shown that there are fundamental differences between public and private 

organizations, such as bureaucratic structures, public accountability, and less defined goals. 

These are discussed in the next section. 
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Public and private sector organizations IT differences. Beyah and Gallivian (2001) 

identified marked differences between the environments of these two sectors. Their work was 

also based on empirical research conducted by other scholars such as Bretschnneider (1990) and 

later on by De Looff (1996).  Beyah and Gallivian (2001) sum up this work as shown below: 

(1) In the public sector, there are greater interdependencies across organizational 

boundaries, which in turn contribute to the increased accountability and coordination 

problems 

(2) Public sector IT managers are confronted with greater external review and control by 

third parties, as well as being subject to a host of regulatory, legislative, and political 

influences, the majority of which does not exist with their private sector counterparts. 

(3) Bureaucracy, which leads to procedural and process delays as well as red tape, exists 

in the public service. In comparison, in the private sector, work and tasks of the same 

degree take longer to accomplish than in public sector organizations. The political 

cycles, such as changes in government, most often result in changes in top-level 

management which ultimately can disturb programs, priorities, and services 

delivered. 

(4) Most often, IT programs in the public sector tend to cover a wider scope and can 

generate publicity when they fail, depending on the costs, and the significance of 

actions in the public interest. Whereas this is not always the case in the private sector. 

(p.2) 

In addition to the above differences summed up by Beyah and Gallivian (2001) for the 

public sector, the IT environment is one that is also marked by the issue of complexity, 
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criticality, and volatility. De Looff (1996) argues this is due to how public sector organizations 

are structured, functions, and the heavy influence of politics in their decision –making as 

explained in the previous section. On the other hand, Beyah and Gallivian (2001) point out 

another aspect which could be classified as a fundamental difference between the two sectors. 

They note that although the public sector has spent large sums of money in the area of IT, these 

have not yielded desired results. Besides the above, “a number of management problems were 

uncovered, including a lack of strategic planning, poor project management, inadequate financial 

justifications and control mechanisms, and a lack of skilled personnel” (p. 3.)   It is based on 

such scholarship that this research is focusing on IT outsourcing as a strategy in the public 

services, looking at how it enables employees to perform their operational functions more 

efficiently and effectively. 

IT outsourcing advantages and disadvantages in the public service. According to 

Bešter (2000), a number of positive effects of IT outsourcing relating to the public sector have 

been put forward. Vintar and Stanimirovic (2011) have divided them into four categories and 

summarized below: 

(1) Organizational and corporate effects: 

• focus on core business and activities, 

• increased business flexibility in changing social conditions, 

• restructuring the organization, and 

• creating higher added value products/services, increased customer satisfaction and 

generating greater returns to capital investments. 

(2) increased efficiency effects: 
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• improving operational efficiency that may result in better quality 

• productivity, shorter investments cycle, increasing returns, 

• access to knowledge, experience, and modern technology, 

• improved governance and control processes, 

• minimizing risk when operating in house, and 

• access to innovative ideas and solutions. 

(3) Financial effects: 

• reduced future investment in assets that can be provided by the external vendor, 

• focus on in-house investments, 

• increased market share and exploitation of business opportunities offered by a network of 

partner organizations, and 

• faster growth of the organization - possibility of using the partner’s capabilities, processes 

and systems. 

(4) Cost effects: 

• reduced costs due to the external vendor’s performance and price of products or services, 

• transformation of fixed costs into variable costs, and 

• decreased costs due to the large reductions in the value of fixed assets. (pp. 214-215).   

In the public sector, IT outsourcing has not been without some negative effects despite 

the advantages listed above. There have been issues, some of which were unexpected. This 

comes against the backdrop of the recent financial and economic challenges and their effects on 

the world markets including outsourcing both in the industry and in the public sector.  Also, 
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according to Vintar and Stanimirovic (2011, p. 215) “seeking short-term solutions on account of 

the New Public Management (NPM) philosophy and lack of experience in this field as well as 

neglecting all other organizational aspects except costs has led some public sector organizations 

to difficult situations.” Questions have also been raised about organizations pursing IT 

outsourcing strategy as a way to achieve cost- effectiveness or cost efficiency as the desired 

outcome. This has had some negative consequence for some public organizations. For some 

public sector organizations, “their continued operation is no longer possible without external 

contractors, while on the other hand, outsourcing is undermining their organizational foundations 

such as control over costs, human resources and future development” (Vintar & Stanimirovic, 

2011, p. 215). 

Negative effects of IT outsourcing in the public sector is well-documented by public 

management scholars such as Chapman and Andrade (1997), Greaver (1999), and Jensen (2007).    

Vintar and Stanimirovic (2011) provide a summary of these and list them below:  

(1) Organizational performance and human resources: 

• reduced quality of service 

• reduced accountability for services, 

• loss of core competencies 

(2) Organizational risk:  

• loss of control over the most important organizational functions 

(3) Costs: 

• loss of control over increasing costs, 
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• hidden costs, and 

• unexpected costs. (p. 216). 

 

Conclusion 

The key areas for the study were reviewed in this chapter. Part one focused on the 

definition of IT outsourcing and its associated terminologies, issues, advantages, and 

disadvantages were briefly discussed. Part two discussed the public sector, its administrative 

structure, bureaucracy, and IT outsourcing in the public sector. These topics have been covered 

widely in other research literature, and only a general overview has been provided here to frame 

the dissertation research. The theoretical framework of the dissertation is explored in Chapter 

Three. The New Public Management (NPM) concept is introduced and discussed in terms of its 

applicability to this particular study. 
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Chapter Three: Theoretical Framework 

The previous chapter reviewed and provided insights into the topical areas for this 

research. The purpose of this chapter is to provide a foundation for the research and offer a 

theoretical framework. 

This chapter introduces the concept of the New Public Management (NPM) as the 

theoretical framework from within which to understand the rationale for IT outsourcing in the 

public service and its influence on bureaucratic and hierarchical systems and structures. 

Therefore, this study focused on “the new governance model of the public sector that reflects a 

‘reinvented’ form of government which is better managed” (Stoker, 1998, p. 17). This new 

model, according to Osborne and Gaebler (1992), is rooted in competitive market theories rather 

than traditional democratic influences and principles and in a reinvention  of government that 

enables the public service to pursue strategies such as IT outsourcing to achieve not only cost 

savings and reduce operating cost, but also to ensure for employee efficiency and effectiveness . 

The chapter starts with a historical account and operational definition of NPM, describes 

and explains the difference between NPM and the Old Public Administration (OPA), and, lastly, 

explains the rationale for the paradigm shift. It then presents a discussion on bureaucracy, 

managerialism, and the Public Service. An analysis of the concept of outsourcing as a key 

component of NPM in the public sector is presented. The chapter concludes with a summary and 

synthesizes the information about the NPM, which sets the framework and basis for this study. 

 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 57 

 

 

Origins of New Public Management 

The concept of New Public Management has recorded significant impacts on most 

governments and public service organizations since it first surfaced over 25 years ago 

(Stanimirovic &Vintar,  2012). Naz (2003) concludes that: 

NPM is the dominant paradigm in the discipline of public administration. It has become a 

catchword in most countries of the world. It conjures up an image enmeshed with a 

minimal government, debureaucratisation, decentralization, market orientation of public 

service, contracting out, privatization, performance management, etc. (p. 31) 

With the introduction of NPM came the discussion on what has changed from the old 

public administration. Naz (2003) highlights the differences between NPM from the Old public 

administration and states that:  

The Traditional model of administration, which embodies a dominant role of the 

government in the provision of services, hierarchical structure of the organization, 

centralization and so forth. Grounded in rational choice and public choice and containing 

elements of total quality management (TQM), the New Public Management (NPM) seeks 

to offer a more efficient mechanism for delivering goods and services and for raising 

governmental performance levels. (p. 31) 

This view was similar and consistent to what other public management scholars such as 

Osborne, (2006) followed by Vintar and Stanimirovic, (2011), and then Stanimirovic and Vintar,  

(2012) later on highlighted and expressed in their works.   

The history of NPM can be traced back to World War II but gained momentum in terms 

of implementation and acceptability at the turn of the twentieth century. This era saw a lot of 
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discussions, opinions, and views expressed on the model of government and how the public 

sector should run (Alonso, Clifton, & Díaz-Fuentes, 2011; Alonso, 2015). These discussions 

have continued and actually gained momentum, especially in the 21st century with the world 

financial meltdown that occurred in 2008. This affected most private sector public sector 

organizations around the world and even plunged some public service organizations into budget 

deficits and less government spending.  According to Alonso et al. (2011), it could be framed 

that “where privatization was not feasible, technically or politically, new ideas were developed 

about how those activities, which would remain in the public sector, could best be managed” (p. 

28). The authors further maintained that many of these new management ideas were motivated 

and influenced by comparisons with private sector management style. The desire was for public 

sector organizations to adopt these new approaches to public administration (Haynes, 2003). 

These ideas and management strategies later came to be known as New Public Management. 

Therefore, “NPM emerged in response to a growing perception among governments and 

citizens that the public sector was too inefficient and its growth was getting out of control” 

(Alonso et al., 2011, p. 2). The authors continued that “NPM aimed to correct some of the 

perceived pathologies of governments and those associated with the public sector” (p. 2). Initial 

implementation of this new concept focused more on initiating strategies that made government 

smaller and nimble. The main aim was to “render government smaller” (p. 3), efficient, effective 

and able to react to the changing market place much like its private sector counterparts. Alonso 

et al. (2011) further stated these countries preferred a neo-liberal framework “which rejected a 

welfare state, oppose a large public sector, doubts government capacity, blames public 

bureaucracy, believes in private sector superiority, and emphasize market competition in service 
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delivery” (p. 3). This was consistent with earlier views that had been expressed by Haque, 

(2004); Pollitt and Bouckaert, (2003); and Van de Walle and Hammerschmid (2011), who had 

observed a shift to a more business-like approach to management in the public sectors of 

developed countries. 

It is worth noting that the introduction of the NPM concept has therefore led to a 

historical shift in the public sector and government ideology and the way it operates as a result. 

This transition started in “major Western countries especially Australia, Canada, New Zealand, 

the United Kingdom, and the United States” (Haque, 2004, p. 2). This has led to a number of 

public sector reforms that have taken place in most of these developed nations over the course of 

time. Haque (2004) provides notable ones to include:  

The Financial Management Improvement Program (1984) and Program Management and 

Budgeting (1988) in Australia; Public Services 2000, (1989) and Public Service Reform 

Act (1992) in Canada; Financial Management Initiative (1982) and the Next Steps (1988) 

in the UK; The State Sector Act (1988) and the Public Finance Act (1989) in New 

Zealand; the Grace Commission (1984) and National Performance Review (1993) in the 

US; Modernization Program for the Public Sector (1983) and Public Sector in the Year 

2000 (1991) in Denmark; and Modernization of the Organization and Functioning of the 

Public Administration (1991) and Program of Administrative Modernization (1992) in 

Greece. (p. 3) 

Beyond these countries, “the model of governance has not spread only in developed 

countries but has also been embraced in developing countries in Africa, Asia, and Latin 

America” (p. 3). 
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 The adoption and implementation of the NPM concept have not been uniform or a one 

size fits all. Public Sector organizations have adopted and implemented this concept in various 

ways without set criteria or guideline to follow. However, for the most part, there have been 

consistencies of implementation with the main components of NPM, which are the principles of 

market competition, business management (efficiency and effectiveness), customer orientation, 

and value for money (Haque, 2004; Naz, 2003). 

Definition of New Public Management. Various definitions have been applied to the 

NPM concept since it surfaced. Early scholars such as Borins (1995), Garson and Overman 

(1983), and Osborne and Gaebler (1993) were instrumental in providing various aspects of NPM 

that were later built upon into key definitions of the concept by other scholars. For example, 

Osborne and Gaebler (1993) saw NPM as a set of operating principles that guides the 

management of public sector organizations rather than a scientific theory. To them, the concept 

has arisen to solve the many problems that had bedeviled most public sector organizations which 

needed practical solutions to survive. This view was later revised and NPM was redefined in the 

middle of the 1990s by Borins (1995) who basically identified the elements of key factors that 

combine to ensure the public service is providing quality services to citizens. This led Naz 

(2003) to conclude that:  

NPM is a normative conceptualization of public administration consisting of several 

inter-related components: providing high quality services that citizens value; increasing 

the autonomy of public managers; rewarding organization and individuals on the basis of 

whether they meet demanding performance targets; making available the human and 

technological resources that managers need to perform well; and appreciative of the 
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virtues of competition, and maintaining an open minded attitude about which public 

purposes should be performed by the private sector, rather than a public sector. (pp. 31-

32) 

This definition provoked further discussion and led Vigoda (2003, p. 2), to define NPM 

“as an interdisciplinary study of the generic aspects of administration: a blend of the planning, 

organizing, and controlling functions of management of human, financial, physical, information, 

and political resources.”  

With this development, Vigoda, (2003) further refined the NPM concept into “five core 

principles” as follows: 

(1) downsizing—reducing the size and scope of government; 

(2) managerialism—using business protocols in government; 

(3) decentralization—moving decision making closer to the service recipients; 

(4) de-bureaucratization—restructuring government to emphasize- results rather than 

processes; and 

(5) privatization—directing the allocation of governmental goods and services to outside 

firms. (p. 2). 

From this point on, NPM became a popular concept within industry and academia, 

enabling scholars and practitioners to apply their own definitions based on their understanding 

and experiences of the concept; hence, no consensus on a precise definition of NPM emerged 

(Naz, 2003). According to Vigoda (2003), rather than a concise definition, NPM was expressed 

in terms of its key elements as follows:  

(1) hands on professional management in the public sector;  
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(2) explicit standards and measures of performance Indicators) which were later defined 

as PIs (Performance)  

(3)  greater emphasis on output control; 

(4)  a shift to the disaggregation of the unit; 

(5) shift to greater competition; 

(6) a stress on private sector styles of management practice; and 

(7) a stress on greater discipline and parsimony in resource use. (p. 2). 

Vigoda (2003) further states these key elements reflect the dominant role of marketplace 

theory. This leads to the present status where the focus has again shifted from key elements of 

NPM to the necessary functions exercised in NPM. These functions have been described by 

Nasu (2007, p. 6) as follows: 

(1) enable efficient and effective public management; 

(2) enable selection of optimal countermeasures for public target; and 

(3) accountability and process transparency to citizens.    

It should be noted that this study concentrated on the principles and functions that relate 

to public management efficiency and effectiveness such as market-based public administration, 

managerialism, reinventing government, and the post-bureaucratic model. Specifically, it 

focused on IT outsourcing in the public sector and whether it has been a useful strategy in 

providing proper and adequate tools to employees to do their work in a hierarchy that was 

deemed administratively bureaucratic. 

It is also worth noting from the above definitions, principles, and key features that NPM 

places a specific emphasis on the term ‘‘management in comparison with administration” 
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(Vigoda, 2003, p. 2) to clearly distinguish Old Public Administration from NPM. One of these 

management solutions, outsourcing of public services functions as a means to achieve improved 

operational efficiency and effectiveness in the public sector, has generated continuing debate that 

involves passionate proponents and critics alike. 

The New Public Management and Old Public Administration. These two 

terminologies have had a significant impact in public sector discourse. Through his extensive 

work in the area of public service transformation through IT outsourcing, Mutiangpili (2010) 

documented the differences between the NPM and OPA. Mutiangpili maintained that “OPA was 

the traditional way of running the government and the public sector. In this domain, government 

was seen as the lead organization for implementing laws and administering order in society” (p. 

3). This seems to be consistent with the description provided by scholars prior to World War II. 

To these scholars, government’s role in the economy was had nothing to do with business but 

was rather “more concerned with structure and bureaucracies and therefore often characterized 

by red tape and slow processes” (Mutiangpili, 2010, p. 4). 

However, this was to give way to a new view of the public sector and the way it was 

perceived, what was expected of it, and the expectations of citizens towards the delivery of 

government services. This new view was prompted by a shift in focus that “reflected changes in 

the wider global environment, and complex and multi-faceted policy problems which in turn 

required more coherent responses from governments and greater collaboration across public 

sector agencies” (Robinson 2015, p. 4). Specifically, “with the emergence of globalization and 

market liberalization, criticisms regarding OPA’s inefficiency and ineffectiveness became more 

pronounced” (Mutiangpili, 2010, p. 3), leading to the birth of the NPM. The public sector then 
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had a new identity, one that is similar to the private sector in the way it operates. Mutiangpili 

(2010) states that: 

The change of the word ‘administration’ to ‘management’ signified the paradigm shift 

from seeing the government as an organization for implementing rules and laws to an 

organization that has resources to use in providing the best quality of service to the 

public. (p. 3) 

Therefore, it goes without saying that the “NPM is totally different in many ways from 

traditional public administration” (Kalimullah, Alam, & Nour, 2012, p. 5).  Kalimullah et al. 

(2012) further lists the key elements of differentiation and points of distinction between the OPA 

and NPM to include: 

(1) Government organization- For NPM is it the breakup of traditional quasi structures 

into quasi autonomous units. Whereas for OPA, it is services provided on a uniform 

basis operating in a single aggregated unit; 

(2) Control of public organizations- NPM assumes a hands-on professional management 

with a clear statement of goals and performance measures. OPA assumes control 

from the headquarters through the hierarchy of unbroken supervision of checks and 

balance; 

(3) Control of output measures- NPM Stress results and output control rather than 

procedures. Whereas OPA ensures control on inputs and procedures; 

(4) Management practices- For NPM it is using private sector management style in the 

public service, whereas for OPA it is more about standard established procedures 

throughout the Service; and  
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(5) Discipline in resources use-NPM check resources demand and ‘do more with less’, 

whereas OPA follows due process and political entitlements. (p. 5) 

Alonso et al. (2011) have further organized this  key element and “grouped into three 

overall categories which are: (a) market-type mechanisms, which refer to the increasing use of 

markets and competition in the public services, (b) managerialism, or managerial improvement, 

and (c) organizational restructuring and customer orientation” (p. 6). This study focused on the 

first two categories: market-type mechanisms and managerialism in the public service. 

Bureaucracy, Managerialism, and the Public Service 

A study of the public service without a discussion of bureaucracy and managerialism will 

not be complete as those two concepts have directly or indirectly been referred to in NPM 

discourse. Since a detailed literature review on bureaucracy was undertaken in Chapter two, this 

section will focus briefly on its impact to the public service and how it is connected to the 

concept of NPM and public service practices. 

Bureaucracy. According to Hood (1991) and Pollitt (2003), NPM’s key mission has 

been well documented in the area of public management and also practiced within the last 

decade. In its simplest form, it was introduced “to ‘fix the problems of government’ and 

provided solutions to the weaknesses of bureaucracy, such as low public confidence in 

bureaucracy, waste, poor program design, and performance deficiencies” writes Eagle (2005, p. 

17). This view was highlighted by Haque (2004, p. 3) who posited that; “the most common 

official explanations for adopting NPM model are the weaknesses or failures of the traditional 

state bureaucracy, especially in terms of its monopolistic nature, unmanageable size, managerial 
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inefficiency, public inaccessibility, economic inertia, excessive corruption, and self-serving 

agenda.” 

Makau (2014, p. 3) argued that that while primary drivers were budgetary pressures and a 

need to reduce government spending, political thought also encouraged adoption of a business-

like philosophy. This provided some foundational basis for NPM as a concept, its various 

components, and principles as they have been applied in governments and public service 

organizations. 

It is worth noting from the NPM discussions that bureaucracy has had a strong impact 

and influence on the public service. Proponents of the NPM concept felt that that there was the 

need for efficiency and effectiveness in government functions as well as the effective delivery of 

services to the public. However, the bureaucratic nature of the public service did not facilitate 

this, which led to the call for “disaggregation and decentralisation in public sector 

organisations,” according to Promberger and Rauskala (2003, p. 3). Promberger and Rauskala 

further assert that: 

Given that public management embodies a strong criticism of the bureaucratic form of 

organisation, it is not surprising that it advocates a disaggregation of bureaucratic units in 

order to form a more efficient, accountable public service. Smaller units are more 

efficient because they are better able to establish objectives and work towards them more 

quickly and directly. They are more accountable because the “faceless bureaucrat” is 

replaced with visible, responsible managers who are directly accountable to the public. 

(p. 3) 
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This view has attracted a number of critics who readily point to the central role bureaucracies 

play in making public policies. Therefore, “an understanding of public policy, therefore, requires 

an understanding of the determinants of bureaucratic behavior” (Keiser, 2011, p. 3) as without 

this, the automatic impression is created that all bureaucracies are generally bad and hinder 

efficiency and effectiveness especially in the public service.   

Other scholars have also indicated that to appreciate the role of bureaucracy is to 

understand the theory behind it and the role it plays in public administration. Early scholars such   

as Hood (1991) and Lynn (1996) also attempted to provide some context while trying to 

rationalize bureaucracy and managerialism. Ipbal (2014, p. 47) who took this work further, rather 

saw it “as a marriage of two sets of converging ideas of institutional economics and 

managerialism.” According to Ipbal new institutional economics is a combination of two theories 

from different bodies of knowledge, which are “public choice theory (PCT) and principal agent 

theory (PAT) and the revolutionary theory of bureaucracy” (p. 47). These two theories are from 

the earlier works of Arrow (1963) and Niskanen (1971). These works were ultimately 

foundational to the work of authors such as Hood (1991) and Ostrom (1974). Eagle (2005) 

capitalizes on this and states “the concepts of user choice, incentive structures, and transparency 

defined institutional economics and was opposite to the more traditional understanding of 

bureaucracy based on hierarchy and the elimination of duplication.” (p. 21) 

The literature establishes that while bureaucracy plays a key role in all facets of public 

service such as management, decision-making, service delivery, etc, there is also a recognition of 

its failure, hence the introduction of NPM. For this study, the notion of bureaucracy is used in the 
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context of the BCPS operational functions, size, and ability to for employees to be efficient and 

effective in their work. 

Managerialism. This is another component of NPM that has been used and quite 

extensively associated with NPM. Managerialism has been viewed and defined from various 

angles by different scholars such as from purely a business perspective or a leadership 

perspective, and from an ideological perspective (Edwards, 1998). To this end, Edwards (1998, 

p. 558), defines “managerialism as a technocratic ideology which views analytical tools, 

developed to help managers make decisions, as ends in themselves.”  

From a business perspective, one of the most dominant views of managerialism is that it 

calls for the adoption of more market-based forms of private sector models of management in the 

public sector to ensure government is more efficient in its operations as well as effective in the 

delivery of services to citizens as highlighted by Diefenbach (2009) and Lynch (2014). Put 

differently, managerialism under NPM calls for a more creative and innovative approach to 

public service management-one that is suited to the demands of the twenty-first century citizen 

who requires higher efficiency and effectiveness of the public service in terms of programs, 

services delivery, and decision-making from the public service.    

This is consistent with the understanding of Hood (1991), Merkle (1980), and Pollitt 

(1990) who had previously outlined the ingredients of managerialism. This was summed up by 

Eagle (2005, pp. 21-22) who understands “managerialism as the tradition of scientific 

management in which professional management was viewed as more important than expertise.”  

Eagle went further and posited that “the central doctrines of managerialism included private 
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sector management techniques, hands-on professional management, and performance 

measurement” (p. 22). 

A number of reasons have been assigned to the rise of managerialism in the public sector. 

Some scholars attribute the rise of managerialism to the demands of the ordinary citizen who 

expects the same level of service from the public sector as from the private sector. Most scholars 

have attributed it to the “rise of neo-liberalism as a system of values” (Lynch, 2014, p. 1). Lynch 

strongly believes this is another attempt by the neo-liberalist to “institutionalize market 

principles in the governance of organizations” (p. 3). This view is supported by other scholars 

such as Lynch, Grummell and Devine (2012) and McCrea (2014). This view is mostly expressed 

by those scholars who define managerialism as an ideology.  It should be noted that this view is 

consistent with those expressed by the ‘anti-bureaucracy’ group which also calls for a market-

based approach to public sector management. Lynch (2014) summarizes that:  

In the public sector, it involves the prioritization of private (for-profit) sector values of 

efficiency and productivity in the regulation of public bodies, on the assumption that the 

former is superior to the latter. It gives primacy to product and output over process and 

input, and it endorses strong market-type accountability in public sector spending. The 

attainment of financial and other targets is a priority, and success in meeting targets is 

measured through public audits of the quality of service delivery. (p. 1) 

From a theoretical perspective, managerialism which is mostly influenced by public 

choice literature, “critiques the former arrangements for providing public services by 

governments because it assumes that politicians and government bureaucrats behave according 

to the typical neo classical individual”(p. 7).   
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This indicates that managerialism occurs in various forms. However, the common theme 

among them is private sector involvement in the management of the public sector. One such 

form is the outsourcing of government services, such as IT infrastructure, which has become a 

commonly used and applied strategy for most public service organizations. 

 

Outsourcing as a Policy in the Public Service 

 Outsourcing, which has been one of the main driving forces of NPM, has contributed to 

the shift and transition in the public sector. It has been seen and widely recognized as one 

effective strategy that can be implemented in the public sector to achieve a number of critical 

outcomes. Some of the outcomes, according to Alonso et al. (2011, p. 7) are that it can help 

“reduce public sector expenditure and employees, as well as improve government efficiency.”  

This view was consistent with a notion Kettl (2000) and Osborne and Gaebler (1993) had earlier 

put forward, namely that outsourcing forces government to adopt new and improved market 

strategies and ways of doing things to be more efficient and effective, much like their private 

sector counterparts. 

The idea, according to NPM proponents such as Jensen and Stonecash (2005), Kettl 

(2000), and Osborne and Gaebler (1992), was that the public sector needed to improve in a 

variety of areas and also show its value as similar to that of the private sector.  To this end, 

Alonso et al. (2011) argued, NPM provides “market discipline, create competition among public 

service suppliers, and eliminate public service provision of political interference” (p. 7). The end 

result is a public service organization that is robust at responding to citizens’ needs, efficient, and 

effective in the management of public resources. It is also one that has limited space for 
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bureaucracy and its tendencies. This goal stemmed in part from the idea that the private sector 

was said to be generally able to work more efficiently and effectively than the public service. 

The basic premise was that the public service was not directly subjected to market pressures to 

perform as efficiently and effectively as possible. According to Osborne and Gaebler (1993), the 

role of NPM through the use of outsourcing as a strategy of public service IT infrastructure 

resulted in several advantages in a bureaucratic system such as the public service. Thenint (2006) 

elaborates on this and states the advantages as follows: 

(1) reducing or savings cost through the efficient and effective management and labour 

productivity; access to new technology and expertise not existent in in the public 

service, and greater innovation or flexibility in providing the service; 

(2)  This set of characteristics refers mainly to organisational innovation that can occur 

through formal partnerships / programmes but also wider inter-organisational 

arrangements. In such complex systems, the coordination of various organizations’ 

activities is a central feature for innovating. This includes: conducting a systemic 

analysis of how the problem in question interacts with other issues and programmes, 

fostering inter-organisational collaboration (education and health, implementation of 

systematic data cross-check procedures, etc.), and implementing integrated, multi-

faceted services (single desks / portal delivering a wide range of services). According 

to Borins (2001), the role of government was ‘to enable not row’; 

(3) The adoption and diffusion of new technologies, especially IT, are a great opportunity 

for wider innovation in the public sector. Some areas are more concerned with 

technological changes such as healthcare, energy & environment, etc. Information 
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technology systems in government and public agencies are large and expensive and 

require strong skills that the public service does not initially have; and 

(4) These types of innovation are meant to make administrative processes and the 

delivery of services faster, more accessible, targeted and/or friendlier. Practices 

include customer differentiation and conflict resolution procedures. In opposition to 

the two previous groups, the improvements mainly result from incremental and 

targeted innovations. (p. 9) 

 

Conclusion 

As discussed above, NPM was the introduction of organizational and management 

approaches modelled on private sector markets and competition, outsourcing of functions, and 

application of extensive systems of performance management into the public service. The 

desired outcome of NPM, which was to ensure efficiency and effectiveness, flexibility, 

productivity, stimulate innovation and creativity, has not been tested as far as employees’ work 

in the public service is concerned. Therefore, this study offers an empirical examination to see if 

outsourcing of public service IT infrastructure to the private sector has enabled public service 

employees to perform their operational functions efficiently and effectively. The methodology, 

research philosophy, and strategy for the study are discussed in Chapter Four. 
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 Chapter Four: Methodology: Approach of the Study 

The theoretical framework of this study was presented and discussed in Chapter Three. 

This chapter provides an overview of the methodology and design used for this particular study. 

This is necessary to ensure that the study is properly situated in the context of the social science 

research field and also follow well-established social scientific guidelines and standards. 

An overview of the epistemological and ontological standpoint of the research is 

presented as the opening to this chapter. Discussion of the selection and justification of the 

methodology choices helps provide an understanding of the researcher’s view on the theory of 

knowledge, the philosophical assumptions underpinning the theoretical perspective, and the 

methodology guiding this research.  This is followed by a presentation of the underlying research 

paradigm and settles on the interpretive qualitative paradigm as the preferred approach for this 

study. Other approaches that were considered, but not selected for the study are briefly 

highlighted. Case study, as the method used for the study, is presented and justified. The study 

design which includes methods used for data collection and analysis are discussed. The problems 

and limitations of the research are also presented. This is followed by a brief assessment of the 

research, the methodological rigour, and how they are addressed in this research. Also, a 

discussion on the various aspects of ethical considerations is provided. 

Research Philosophy 

Research philosophy has variously been defined by different authors based on their 

philosophical viewpoints. Authors such as Blaxter, Hughes, and Tight (2006), Gicheru (2013),   

Ngendakumana and Chiomba (2014), and Saunders, Lewis, and Thornhill (2007) have all 

presented different definitions of their research philosophies. Whereas some looked at it from a 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 74 

 

 

methods perspective, others viewed it from a knowlwedge generation perspective. According to 

Gicheru (2013,  p. 131), “a research philosophy is a belief about the way in which data about a 

phenomenon should be gathered, analysed, and used.” To Gicheru, in a viewpoint supported by 

Blaxter, Hughes, and Tight (2006), having a clear research philosophy provides a good 

understanding and foundation for a researcher on what and how to collect and use as data for a 

study. From the knowledge generation perspective, scholars such as Ngendakumana and 

Chiomba (2014) and Saunders, Lewis and Thornhill (2007) offer representative approaches.  

According to Ngendakumana and Chiomba (2014), research philosophy is defined as 

“development of the research background, research knowledge and its nature” (p. 42). From the 

researcher’s perspective, both definitions complement each other and therefore, no distinction 

was made as to which one was preferred over the other in this study.   

Research philosophy has also been explained and interpreted through an understanding of 

research paradigm. This translated into assumptions and beliefs from which a perspective is 

developed to form knowledge (Ngendakumana & Chiomba, 2014). Various scholars such as 

Galliers (1991) and Holstein and Gubrium (1994) have attempted to explain the term “research 

paradigm.” To Gicheru (2013, p. 131), “the term epistemology (the study of what is knowable) 

as opposed to doxology (the study of opinion or of what is believed to be true) encompasses the 

various philosophies of research approach.” This definition and explanation is consistent and in 

line with Wang’s (2012) definition put forward earlier to explain the meaning of a research 

paradigm.  

Science exists to provide a distinction between things which are known (episteme) and 

those that are just views and not known (doxa) (Galliers, 1991; Gicheru, 2013; Ngendakumana & 
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Chiomba, 2014). Galliers (1991) maintains that there are two main research paradigms, namely 

the positivist (or scientific) and the interpretivist (or anti-positivist) paradigm. These two 

paradigms have been heavily discussed in social science research environment and also 

dominated much of the discourse on western tradition of science.   

Positivism. According to Gicheru (2013, p. 131) “positivists believe that reality is stable 

and could be observed and described from an objective viewpoint, without interfering with the 

phenomena being studied.” Positivists are of the view that a researcher is able to conduct a study 

without necessarily being in close contact with the object or phenomenon being studied and the 

process can be repeated to achieve similar results (Levin, 1988).  This view is supported by 

authors such as Corbin and Strauss (2008) and McLeod (2003). Gicheru (2013) posits that the 

process “often involves manipulation of reality with variations in only a single independent 

variable so as to identify regularities in, and to form relationships between, some of the 

constituent elements of the social world” (p. 131).   

The history of positivism is well documented and much discussed in scientific research 

(Ashley, 2005; Blaxter et al., 2006).  The generation of knowledge is readily associated with 

positivism and therefore deemed acceptable in social sciences. In some areas of research, non-

positivist research is readily tagged as unscientific and therefore dismissed. This is the case 

especially in the area of IT research, according to Hirschheim (1992).  “This view was indirectly 

supported by a research study that reviewed about 902 IT research articles and found that all the 

empirical studies were positivist in approach” writes Gicheru, (2013, p. 131). Positivism has 

been widely critiques by social science scholars who are of the mindset that there should be other 

research paradigms able to provide a different dimension of a worldview that presents a multiple, 
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diverse, and wider perspective.  Specifically, scholars such as Hirschheim (1985, 1992) and 

Remenyi and Williams (1996) among others have cast doubts and raised some questions about 

the suitability and use of positivism in social science. These authors have called for “a more 

pluralistic attitude towards social science research methodologies” (Gicheru, 2013, p. 131). This 

debate leads to the other major research paradigm, interpretivism. 

Interpretivism. Proponents of this paradigm generally maintain that to understand a 

phenomenon, it is imperative that one is able to interpret it in their own way before it can be 

understood and explained. This means tampering with reality thereby making its meaning 

subjective. Authors such as Blaxter et al. (2006) and Davison (1998) are of the view that 

subjective interpretations are essential in understanding the realities of life. 

Interpretivists believe in the plurality of ideas and the role of worldview in the creation of 

knowledge. This is acknowledged by Wang (2014), who suggests that an interpretivist “admits 

that there may be many interpretations of reality, but maintain that these interpretations are in 

themselves a part of the scientific knowledge they are pursuing” (p. 11). This view is supported 

by Kothari (2004), a proponent of this paradigm, who believes that it is important to seek diverse 

interpretations of reality in order to make meaningful conclusions. 

In the area of IT, Bolan and Mende (2005, p. 2), argue that “interpretive studies are aimed 

at producing an understanding of the context of the information system, and the process whereby 

the information system influences and is influenced by the context.” This view was in line with 

what Orlikowski and Baroudi (1991) had previously expressed based on a criterion they had 

developed for interpretative studies. Bolan and Mende (2005) provide a summary of the criteria 

below:   
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(1) where the intent of the research was to increase understanding of the phenomenon within 

cultural and contextual situations; 

(2) where the phenomenon of interest was examined in its natural setting and from the 

perspective of the participants; and 

(3)  where researchers did not impose their outsiders’ a priori understanding of the situation  

(p. 2) 

With the explanations of the two paradigms provided above, it is worth noting that this study is 

consistent and fit within the interpretivist paradigm.  

Justification for epistemology and ontology selection. This research is based on 

subjectivism. This fits well with the intent of the research, which is to study human actions and 

perceptions in the area of IT outsourcing and to uncover perspectives on IT outsourcing strategy. 

Subjectivism informed the way the study was carried out from data gathering to analysis. In 

order to understand whether outsourcing of IT infrastructure to the private sector enables public 

service employees to perform their operational functions better, it was important to study those 

who make the strategic decision to outsource IT, their actions, and perceptions in order to draw 

meaningful conclusions as per the principles of interpretivism. The study strived to report on the 

large volumes of qualitative data gathered as accurately as possible, adhering to the principle of 

realism. This offered “insights into the nature of the phenomena” (Estaon, 2010, p. 118) and also 

provided some practical outcomes for the study.   

The theoretical perspective adopted for the study was interpretivism. The study was 

based on Blumer’s (1969) three interpretive premises which have also become well-known and 

widely used in social science research.  Carter and Fuller (2015, p. 3) list them as follows  “(a) 
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human acts towards things based on meanings they have for those things, (b) meaning of things 

arise out of social interaction, and (c) meaning as created and changed through the process of 

interpretation.” This means the results of the study were based on the researcher’s interpretation 

of what the participants were doing and what their views and opinions were based on the 

questions asked. Also, the analysis of the BCPS’s structures, activities, and documents required 

interpretation from the researcher. 

Consistent with interpretivism, this study took an inductive rather than deductive 

approach (Flowers, 2009). In particular, it followed a philosophy described by Eriksson and 

Kovalainen (2008) as follows: 

(1) Purpose: To find out whether the implementation of IT outsourcing enables the public 

service to perform its operational functions better in a bureaucratic environments; 

(2)  Research Question: “Does outsourcing IT infrastructure to the private sector enables the 

public service to perform its operational functions better a bureaucratic environment”?; 

(3) Theoretical Perspective: New Public Management concept and its components of 

outsourcing and managerialism; and 

(4) Methods: Rich and open qualitative semi-structured interviews with 50 senior 

government executives, focus group discussions with 22 middle management staff and 

documentary/official policy review. 

Research Methodology  

 There are several qualitative research strategies that could be employed in IT 

outsourcing research. Generally speaking, the purpose and aims of a research study should 

determine one’s approach (Creswell, 2009).  In this regard, Al-Salti (2011, p. 73) states that 
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“there is an increasing awareness among the IT community of the need for adopting qualitative 

research strategies such as case study, ethnography, grounded theory, and action research which 

focus on examining social phenomena in their life context.”   

The purpose of this section was to provide brief explanations and summaries of the 

selected qualitative research alternatives which were available for use in this study. It then 

selects and justifies the use of case study approach as the best fit for the study. This choice 

follows similar studies that have adopted case study as a method in IT outsourcing research and 

is supported by scholars such as Walsham (1993) and Al-Salti (2011).  For example, Al-Salti 

(2011, p. 73) posits that “the most appropriate research strategy for conducting IS empirical 

research in the interpretive tradition is the in-depth case study.”   

Alternative strategies considered for the study. The IT discipline is quite broad and 

one that is not concisely defined. This makes it difficult to select a method. For this study, four 

strategies were identified as potentially suitable approaches for this research. These include 

action research, historical studies, longitudinal studies, and case study. 

Action research as a method of inquiry has been used in both “social and medical 

sciences since the mid-twentieth century” (Baskerville, 1999, p. 2). It also has a well-established 

history in IT research according to the author. Baskerville (1999) further writes that “action 

research began its growth in popularity for use in scholarly investigations of information systems 

research toward the end of the 1990s” (p. 2). In terms of fit, it has been argued that action 

research is most suitable when the researcher doing the investigation is also an employee of the 

establishment under study. This way, the investigator who is familiar with the organizational 

structures and machinery is able to delve into issues and design a study that can be used as a 
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policy framework on which to make decisions and outline organizational strategies. One of the 

main drawbacks and reasons why it was not selected for this research was its relative newness to 

the field of IT research.  

Historical study tries to detail the past and draw from it to explain the current context. 

The significance of historical study is emphasized by Mason, McKenney, and Copeland (1997) 

who suggest that “seeing the past can help envisage the future” (p. 307).  Therefore “in making a 

case for more study of history in IS, the first step is to recognise that, as an historical field, IS is 

still in its infancy” (Bannister, 2002, p.1). In IT outsourcing research, the historical approach 

works well when a study is tracing the past in order to make a decision on whether to continue to 

pursue an IT outsourcing strategy or not. Scholars such as Good (1966) and Hill and Kerbert 

(1967) early on appreciated the relevance of the historical approach in this regard. Chang (2015, 

p. 3) captures their thoughts and postulates that “historical inquiry allows us to re-evaluate the 

historical data which relate to our current generalizations of the past and understand the 

dynamics of the changes in a particular field.” This argument, together with its relative newness 

in the area of IT outsourcing research, is the reason why this method was not chosen for the 

study. Further, the purpose of the study was not to trace the history of IT outsourcing in the 

BCPS in an effort to influence future policy and strategic decisions in the organization. 

Another method that could have been utilized in this study was longitudinal study. Farrell 

(2006) defines longitudinal study as one that seeks to “embody a range of mainly in-depth 

interview-based studies which involve returning to interviewees to measure and explore changes 

which occur over time and the processes associated with these changes” (p. 2). The author 

postulates that this “approach is particularly useful if one is studying a process which has a 
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notion of a ‘career’ of some sort or which involves a developmental process” (p. 2). This view 

was further elaborated by Katila and Ahuja (2002) who argue that this strategy is best utilized in 

the field of strategic management or in other functions of business such as policy formulation 

and development that involves business process.  This research examined the social aspect of 

outsourcing, as well as the business dimension. Therefore, adopting this approach would not 

have helped to answer the research question. 

The last option, which was the preferred strategy for this study, was case study strategy.  

This selection was based on the epistemology and research paradigm on which this study was 

grounded. This preference was also influenced by the fact that the study was trying to understand 

a real world phenomenon of IT outsourcing as strategy in the public service. The choice of case 

study was determined based on three factors: (1) practicality and interest as the topic relates to 

the researcher’s work as a government employee working in the BCPS and responsible 

implementing government policy initiatives and strategies such as IT outsourcing (2) importance 

attached to the work of the public service and its employees in performing their operational 

functions in order to implement government policies, programs, and services, in a more efficient 

and effective way for the benefit of citizens, and (3)  a relatively new area of study in the public 

service and specifically the BCPS which has pursued  an IT outsourcing strategy for over a 

decade now in the absence of studies relating to employees’ efficiency and effectiveness in their 

operational functions. Outsourcing of government IT to the private sector presents an 

opportunity for empirical investigation to see beyond the traditional organizational cost 

efficiency and effectiveness structure. Therefore, the use of case study was appropriate to ensure 
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that the phenomenon was studied in its real life context as outlined by Yin (2009). The next 

section presents a discussion on case study design as the method of choice for this study.   

Case study methodology. Case study as a research strategy seems to have gained 

popularity due to its growth and usage in social science research. According to Johansson (2003), 

“the methodology is applied not only in the social sciences, such as psychology, sociology, 

anthropology, and economics, but also in practice-oriented fields such as environmental studies, 

social work, education, and business studies” (p. 2). This aligns with the context of this 

interdisciplinary study which draws from the social sciences as well as business and public 

management literature. The use of case study in such a setting is supported by Baxter and Jack 

(2008) who maintained that case studies “facilitate exploration of a phenomenon within its 

context using a variety of data sources” (p. 544).  According to the authors, exploring ideas 

through a number of filters and avenues is a key way to ensuring that all sides of an issue or topic 

have been considered before conclusive findings can be drawn and decisions made (Baxter & 

Jack, 2008).   

A considerable number of scholars (e.g., Greenhill, 2004; Klein & Myers, 1999; Mehta, 

2011) agree that case study is a useful methodology, particularly in social research. Al-Salti 

(2011, p. 73), particularly emphasizes its usefulness “in situations where the purpose of research 

and the objectives are to find answers to questions of how or what.” The case organization, the 

BCPS, as a legal entity bounded by its systems of policies, structures, and culture, was a natural 

fit and allowed close collaboration between the researcher and the participants (Baxter & Jack, 

2008; Crabtree & Miller, 1999). 
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Types of case study designs. The decision to use a case study design raised the question of 

what type of case study to adopt for this research. Baxter and Jack (2008) provide some useful 

insights in this area. According the authors, in most cases the purpose of the study to a large 

extent determines which type of case study to “describe a case, explore a case, or compare 

between cases” (p. 547). This is consistent with the work of Yin (2003), who identified and 

defines the various categories of case studies as “explanatory, exploratory, and descriptive and 

also differentiates between single (also known as) holistic case studies and multiple-case studies” 

(p. 547).  These works were based on the earlier work of Stake (1995), who had previously tried 

to categorize case study into various classifications. Baxter and Jack (2008, p. 547) in their work 

later on identified case studies “as intrinsic, instrumental, or collective” and provided (pp. 547-

550) a summary list of definitions of the various types of case and their authors as follows:  

(1) Explanatory. This type of case study would be used if you were seeking to answer a 

question that sought to explain the presumed causal links in real-life interventions 

that are too complex for the survey or experimental strategies. In evaluation 

language, the explanations would link program implementation with program 

effects (Yin, 2003). 

(2) Exploratory. This type of case study is used to describe an intervention or 

phenomenon and the real-life context in which it occurred (Yin, 2003). 

(3) Descriptive. This type of case study is used to describe an intervention or 

phenomenon and the real-life context in which it occurred (Yin, 2003). 

(4) Multiple-case studies. A multiple case study enables the researcher to explore 

differences within and between cases. The goal is to replicate findings across cases. 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 84 

 

 

Because comparisons will be drawn, it is imperative that the cases are chosen 

carefully so that the researcher can predict similar results across cases, or predict 

contrasting results based on a theory (Yin, 2003). 

(5) Intrinsic. Stake (1995) uses the term intrinsic and suggests that researchers who 

have a genuine interest in the case should use this approach when the intent is to 

better understand the case. It is not undertaken primarily because the case 

represents other cases or because it illustrates a particular trait or problem, but 

because in all its particularity and ordinariness, the case itself is of interest. The 

purpose is not to come to understand some abstract construct or generic 

phenomenon.  

(6) Instrumental. Is used to accomplish something other than understanding a particular 

situation. It provides insight into an issue or helps to refine a theory. The case is of 

secondary interest; it plays a supportive role, facilitating our understanding of 

something else. The case is often looked at in depth, its contexts scrutinized, its 

ordinary activities detailed, and because it helps the researcher pursue the external 

interest. The case may or may not be seen as typical of other cases (Stake, 1995).  

Justification for single case study. The definitions above help situate and ground this 

research. An analysis of the typologies indicates that this research should fall within the single 

instrumental case study. This follows the recommendation of several authors such as Dyer and 

Wilkins (1991) and Irani, Ezingeard, Grieve, and Race (1999) on the usefulness and purpose for 

single case studies. A single case study allows for close contact between the researcher and the 
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phenomenon being studied which ensure that adequate information is gathered with which to 

make the necessary conclusions (Al-Salti, 2011; Cavaye, 1996). 

Data for this study was collected from the BCPS as the unit of analysis. This was based on 

a number of factors such as (1) reliable  access to the organization and its senior staff for 

information (2) familiarity with the organization’s administrative and political structure, 

functions, culture, values, and the various IT outsourcing and procurement arrangements that 

have been made so far, (3), little or no research has been conducted in the BCPS or evaluation to 

see if the IT outsourcing strategy that have been pursued on the last decade has enabled 

employees to do their work in an effective and efficient manner. Al-Salti (2011) maintains that a 

single case study provides the researcher a good access to the organization and its sensitive 

information and key players that may not be readily available to the public to be interviewed on a 

sensitive topic like the research topic. This is especially true in the case of the BCPS where the 

topic of outsourcing invokes a lot of emotions and has a history of loss of jobs attached to it in 

the BCPS. Literature suggests that IT outsourcing has been dominated by quantitative research 

survey questionnaires and would benefit from in-depth qualitative analyses (Al-Salti, 2011).  

As based on this review of the literature, a case study appeared the appropriate strategy to 

capture the dynamic and complex nature of the research topic. The next section briefly discusses 

the advantages and disadvantages of case study method. 

Merits of case study method. The popularity of case study as a methodology in IT 

research can be partly attributed to its advantages. The first advantage most cited is the closeness 

of the investigator to the situation, topic, or phenomenon being investigated. This ensures that 

first-hand information is collected directly from the object or source being investigated (Al-Salti, 
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2011; Oates, 2006; Sarantakos, 2005). “This would contrast with experiment, for instance, which 

deliberately isolates a phenomenon from its context, focusing on a limited number of variables” 

(Zainal, 200, p. 4). Secondly, case study can be considered a flexible methodology that can be 

utilized in a variety of research studies. This is supported by Yin (2009), who suggests that one 

of the advantages of a case study strategy is that “it is able to capture the circumstances and 

conditions of an everyday or commonplace situation” (p. 48). This view is consistent with the 

constructivist paradigm, where human interpretations are essential in understanding a 

phenomenon (Oates, 2006).  Another advantage of case study design lies in its variability in 

terms of usage and its attempt to capture all sides of a situation or phenomenon. It is one of the 

few research strategies that allows “for both quantitative and qualitative analyses of the data” 

(Zainal, 2007, p. 4). According to Hartley (2004, p. 212), “case study allows for processual, 

contextual, and generally longitudinal analysis of the various actions and meanings which take 

place and which are constructed within specific social or organizational contexts.”   Lastly, 

Huberman and Miles (1994) emphasize that case study strategy has the ability to capture and 

describe detailed information about a phenomenon. For a researcher, this presents a good 

opportunity for both innovation and creativity.   

Disadvantages of case study. A discussion of case study as a research methodology 

cannot be complete without highlighting its disadvantages. Critics of this methodology abound, 

according to the literature. One disadvantage that has been readily and commonly cited is that 

case study lacks rigour compared to other social scientific methodologies (Zainal, 2007). This 

criticism was highlighted by Yin (1984) in his early work on case studies and later advanced by 

Zainal (2007). Zainal  (2007, p. 5) writes that “too many times, the case study investigator has 
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been sloppy, and has allowed equivocal evidence or biased views to influence the direction of the 

findings and conclusions.” Another criticism of case study is that it can be difficult to make any 

meaningful, and comprehensive conclusions from a single case (Al-Salti 2011; Gray, 2009; 

Oates, 2006; Tellis 1997; Yin, 1993; Zainal, 2007).  For example, Zainal (2007, p. 5) writes that 

these authors   “considered case study methodology ‘microscopic’ because of the limited 

sampling cases.” However, this criticism has been discounted by Hamel, Dufour, and Fortin 

(1993).  In her analysis, Zainal (2007, p. 5), emphasised that “parameter establishment and 

objective-setting of the research are far more important in case study method than big sample 

sizes.” Lastly, case study methodology has been criticised and labeled as an enormous 

undertaking that can be time-consuming and difficult, from setting up the case to processing and 

report writing (Al-Salti, 2011; Cavaye, 1996; Gray 2009). 

The next section presents and describes how the study was designed to answer the 

research question. This follows the research paradigm and case study methodology adopted for 

the study. 

Research Structure  

De Vaus (2001, p. 9) offers that “the function of a research structure or design is to 

ensure that the evidence obtained enables us to answer the initial question as unambiguously as 

possible.” This definition mirrors an earlier definition put forth by Yin (1989), who maintained 

that “research design deals with a logical problem and not a logistical problem” (p. 29). The 

sections below present and describe how the study was conducted from the unit of analysis 

where the data was gathered, data collection methods, to analysis. It presents a plan that is 

closely related to what Al-Salti (2011) used for his dissertation. After lengthy consideration and 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 88 

 

 

review of alternate research designs, Al-Salti’s approach seemed most appropriate for this 

particular study. 

Unit of analysis. This is one of the key pillars of case study methodology that a 

researcher must clearly articulate in a qualitative study. According to Silverman and Solmon 

(1998), “The unit of analysis is the level at which data are used to represent one data point in an 

analysis” (p. 272).   For a researcher, clearly identifying the unit of analysis is essential to ensure 

the boundaries that are being investigated fit with the research objective and topic. This is 

especially vital in case study research as it helps discount some of the disadvantages of this 

methodology. Silverman and Solmon (1998) suggest that “the unit of analysis chosen has 

consequences for research design, the number of participants or number of classes needed, and 

the faith we can place in the results and conclusions” (p. 273). 

As discussed in Chapter One, the main focus of this study lies on identifying whether IT 

outsourcing as a strategy enables government employees to perform their operational functions 

better in the BCPS. Therefore, the case examines the actions and perceptions of management and 

their decisions as it pertains to this strategy. However, the case could not be considered without 

the context, the BCPS as an organization. More specifically, this refers to the IT outsourcing 

strategy which includes the relationship (the dynamics and interactions) that exist in the supply 

chain through which these actions occur. It is in this setting that outsourcing of IT functions as a 

mechanism and strategy that can or cannot provide adequate tools and solutions to enable public 

servants perform their operational functions better is considered. Therefore, the BCPS is the 

primary unit of analysis for the study. The selected sub units where data was collected within the 

BCPS include: 
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(1) The Ministry of Technology, Innovation and Citizens’ Services (MTICS), and more 

specifically, the Office of Chief Information Officer (OCIO). This BC government 

organization is responsible for technology strategy, provisioning, procurement, 

operations and management of outsourced service providers (private sector IT service 

providers to the BC government). 

(2) All other ministries under the umbrella of the BCPS. The BC government list these as 

follows: 

• Aboriginal Relations & Reconciliation 

• Advanced Education 

• Agriculture 

• Children & Family Development 

• Community, Sport & Cultural Development (responsible for TransLink) 

• Education 

• Energy & Mines (responsible for Core Review) 

• Environment 

• Finance 

• Forests, Lands & Natural Resource Operations 

• Health 

• International Trade (responsible for Asia Pacific Strategy & Multiculturalism) 

• Jobs, Tourism & Skills Training (responsible for labour) 

• Justice 
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• Natural Gas Development (responsible for Housing) 

• Public Safety & Solicitor General 

• Small Business, Red Tape Reduction  (responsible for the Liquor Distribution 

Branch) 

• Social Development & Social Innovation 

• Technology, Innovation & Citizens' Services 

• Transportation & Infrastructure (Retrived from: 

http://www2.gov.bc.ca/gov/content/governments/organizational-

structure/ministries-organizations/ministries) 

These sub units were selected to avoid confusion of conducting a case study wholly 

focused on the entire public sector of BC, which includes crown corporations that do not fall 

under the BCPS. 

Case study protocol. Another important aspect of this practical inquiry that must be put 

in place before a case study investigation proceeds is a protocol that guides the field research. 

Zucker (2009) offers a very straightforward protocol approach for case study, “emphasizing field 

procedures, case study questions, and a guide for the final write up (p. 4).”  The importance of 

case study protocol is well-documented in the case study literature (e.g., Burns, 2000). 

According to scholars, the protocol is necessary to ensure rigour in the empirical inquiry by “1) 

assisting the researcher to carry out the case study and 2) increasing reliability of the research” 

(Zucker, 2009, p. 4).  Zucker (2009) goes further to develop a template that can be utilized by an 

investigator using the case study methodology as shown below: 

http://www2.gov.bc.ca/gov/content/governments/organizational-structure/ministries-organizations/ministries
http://www2.gov.bc.ca/gov/content/governments/organizational-structure/ministries-organizations/ministries
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• Purpose and rationale for case study  

• Significance of the phenomena of interest 

• Research questions 

• Design based on the unit of analysis and research purpose 

• Data collection and management techniques 

o Field methods 

o Transcribed notes and interviews 

o Mapping of major concepts 

o Building typologies 

o Member checking 

• Describe the full case 

• Focus the analysis built on themes linked to purpose and unit of analysis 

• Analyze findings based on the purpose, rationale, and research questions 

o Case perspective 

o Disciplinary perspective 

o Cross-case comparison 

o Write up the case from an emic perspective 

o Biography, autobiography, narratives 

• Establishing rigor 

o Credibility 

o Transferability 
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o Dependability 

o Confirmability. (p. 5). 

It should be noted that this study will utilize some of the key features of this protocol template as 

relevant to this research.  

 In much of qualitative case study protocol, the primary instrument used is the interview 

guide. This guide provides a roadmap and sets the direction for the researcher to conduct the 

research. “It outlines the participants to be covered during an interview, states the questions to be 

asked, and indicates the specific data required” (Voss, Tsikriktsis, & Frohlich 2002, p. 205). This 

study utilizes the interview guide as its primary instrument through which to gather field data for 

the research. It is however, supported and complemented with by other secondary techniques 

such as focus group discussions and documentary review. 

Data gathering: process and method.  Data collection involves selectively choosing 

empirical phenomena and attributing relevance to the phenomena as it relates to the research 

question (Bergman & Coxon 2005; Bohmer 2015; Creswell, 2014). According to Bohmer 

(2015), “data is nothing but interpreted observations, and thus our findings are strongly 

dependent on what we accord the data” (p. 47). The data process for this study assumed a three-

pronged approach: (a) documentary desk review, (b) field interviews with senior executives, and 

(c) focus group discussions using the rich picture approach with middle-management staff. 

 The desk study started with peer reviewed journal articles on IT outsourcing in general 

and literature on the public sector. Other literature reviewed included IT outsourcing projects, 

policies, public service management, and government procurement policies. These, combined 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 93 

 

 

with published academic books in this topic, provided the main materials for the desk study 

approach of the research. 

 Access to the above-mentioned materials was mainly facilitated through public and 

academic institutions and library portals. The desk review of relevant academic and non-

academic materials helped provided the context, theoretical, and practical basis for the study, and 

conclusions that were drawn helped shaped the dissertation and research questions. The literature 

review process continued through the entire duration of the study. This was a continuing process 

as it ensured that literature was refined and revised throughout the research. It was also necessary 

to ensure new information was fed into the study as this represents a very dynamic topic of IT 

with new information being generated regularly.   

 The field work, which included the interviews and focus groups, helped in the 

identification and collection of more documents, especially official documents from respondents, 

which became known during the interviews with the research respondents. This enriched the 

study especially as some of these documents were classified confidential and therefore not in the 

public domain. In the field work, specific data collection activities included (a) in depth, focused 

semi-structured interviews with senior executives of the BCPS. The purpose was to gather high 

level tenets on their perspectives regarding decisions to outsource IT functions and 

implementation; (b) focus group discussions with middle-management staff of BCPS. This was 

to draw out themes from various central tenets that arose from the interviews. It was also to 

verify and clarify from an operational level their perceptions on what the senior officials had 

said; and (c) documentary analysis of public service core policies, IT outsource contracts, 

ministries’ service plans, BC Auditor General’s reports, as well as well as other relevant written 
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outputs. It was from all these that broad generalizations were made which also helped with the 

report writing. 

A pilot study for this research had respondents selected and drawn from multiple sources 

within the BCPS such as the ministry responsible for technology as well as other government 

ministries such as the Ministry of Health and the BC Public Service Agency. These represented 

employees with varying knowledge of IT outsourcing strategy in the BCPS. However, the 

common denominator was that they all worked within the BCPS, and in similar administrative 

structures implementing government policies and programs, and therefore, impacted by IT 

outsourcing strategy. In all, five respondents were involved in the pilot study. The pilot study 

provided some useful direction on the structure and format of the protocol which helped in 

shaping the interview guide for the field work. The use of the pilot study allowed the researcher 

to identify the following weaknesses, which follows Kugonza’s (2009) suggested plan: 

(a)  the guide was too general to allow in-depth and focused discussions with respondents 

in order to address the research questions;  

(b) it was difficult for the researcher to take notes while interviewing respondents at the 

same time; the process also appeared disruptive for the smooth capturing of important 

information. This tended to interfere with the flow and structure of discussions as 

information on pertinent areas was not free flowing;  

(c) not all participants enjoyed the idea that their voices being captured on a tape on such 

a sensitive topic in government and more so where they were involved in decision-

making process; and  
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(d) the duration of the interviews ranged between 45 minutes and one hour where some 

respondents had budgeted for no more than half an hour (pp. 127 -129). 

 

Most of the respondents in the pilot study also raised the sensitivity issue off the record. 

The majority of the respondents, especially from the Ministry of Technology Innovation and 

Citizen’s Services (MTICS) which is also the ministry where IT for the BCPS is centralized, 

were hesitant to comment on areas that boarded on confidentiality and protection of third parties 

to specific IT outsourcing contracts and projects as well as issues covered by their confidentiality 

agreements with their employer. Also, other respondents particularly from the non IT ministry 

also stressed that some government programs or policy details could not be shared due to their 

sensitive nature. 

Lessons from the pilot study helped to adjust the interview guide accordingly, especially 

to allow for free flowing conversation and discussion. The taping was also adjusted to ensure that 

sensitive areas were not taped but captured in writing in the researcher’s own words. This 

ensured that respondents felt at ease and were ready and willing to share, especially concerning 

sensitive areas.Whereas some broad questions remained generally the same, others were broken 

down to facilitate further probing on the interview guide. As a precursor to the interviews and 

focus group discussions, respondents were made aware that the study was for academic purposes 

and information would be restricted to that. They were also assured of confidentiality and 

anonymity; neither their names, name of specific ministries were going to be used in writing the 

study dissertation. . The data gathering process was broken down into two phases: 
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(1) Phase one - Interviews with senior executives at the strategic level in the public 

service, who were heads of divisions, branches, and operational units within various 

ministries with staff management responsibilities. It should be noted that not all these 

senior officials interviewed had direct involvement in IT outsourcing implementation, 

as some are program executives responsible for specific programs and policies. 

However, they all relied on outsourced IT services for their work. This worked well 

as it was good to have a mixture of executives who had different views and opinions 

to offer.  

(2) Phase two - focus group discussions with middle management or operational staff 

who are at the heart of implementing IT outsourcing or government policies and 

programs.  

Analysis and writing of the report was completed in two stages: Stage 1, the analysis of 

the interviews, which formed the basis of the focus group discussions; and Stage 2, the analysis 

of the focus group discussions. The interview stage started in May 2014 and ended in January 

2015. In order to enhance the reliability of the data, as well as “gain a fuller picture of what was 

happening,” data triangulation was critical (Myers, 2009, p. 10). Efforts were also focused on 

linking, comparing, and validating documentary sources with insights emerging from the 

interviews and focus group discussions (Al-Salti, 2011).  The key strengths and weaknesses of 

the various data collection methods are well documented in the literature by authors such as   

Creswell (2009), David and Sutton (2004), Freitas, (1998), Gray (2009), Jacobson, Pruitt, and 

Rugeley, (2009), and Opdenakker, (2006). For this study, highlights of the three major data 

collection methods employed are listed below: 
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Semi-structured Interviews. Key strengths include: (1) flexibility and adaptability for 

collecting in collecting field data; (2) flow of dialogue where the researcher has autonomy and 

freedom to probe participants to clarify or provide more information; (3) the capacity for 

correcting misunderstandings by participants; and (4) the collection of rich qualitative data from 

participants. Some of the limitations of this technique include: (1) method can be time 

consuming and requires careful preparation before the actual interviews occur; (2) biases are 

sometimes difficult to rule out especially from respondents who are also experts in that field of 

study; (3) sensitivity and some level of reluctance on the part of participants sharing information; 

(4) does not follow a set pattern which can sometimes deviate from the research topic; and (4) 

can generate a lot of data some of which may not be relevant to the research topic.  

 Focus Group Discussions. Key strengths of focus group discussions include: (1) 

efficient and effective technique to collect lots of data on a research study; (2) natural setting and 

flow of dialogue among participants who may or may not have the same ideas and viewpoints; 

(3) good dynamics among a team of experts in focusing on the key points of the research topic; 

and (4) specific and dedicated focus on a research topic. Limitations include: (1) number of 

questions may be limited as the response time varies between participants and among groups; (2) 

facilitating group discussions and process requires considerable expertise; (3) actual exercise and 

process needs to be well-managed to ensure balance in response as participants who are not 

comfortable in a group setting may not feel comfortable to share; and (4) may not be an ideal 

technique for a relatively new researcher to adopt.   

Documents. Key strengths include: (1) researcher visibility and access to what had been 

done and documented on the topic; (2) information on the research topic readily available at 
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various platforms at with less effort in search; (3) context and language use actually in practice. 

Limitations include (1) difficulty in accessing some data classified as sensitive; (2) some 

documents may not be readily available as a result of constant reorganizations or changes; (3) 

outdated information as some documents particularly contracts may not have been updated since 

they were written; and (4) some documents may require expert interpretation from experts for 

comprehension before using them which can be expensive and time consuming.    

 
The next section discusses the field data gathering techniques for this study. 

Interviews. Interviews have become a common research instrument in interpretive 

research. This view is supported by Mason (2002) who describes the interview “as one of the 

most commonly recognized forms of qualitative research method” (p. 63). According to Creswell 

(2009), interviews range from close-ended or fully structured to open-ended, fully unstructured 

interviews. Interviews may also be conducted by e-mail, face-to-face, in one-on-one or focus 

group discussions, online focus groups or via telephone interviews, depending on the research 

topic. Mason (2002) and Kvale (2006) argue that qualitative interviews allow social scientists to 

see the world through the participants’ eyes, acknowledge their own positions and views on the 

construction of knowledge, and integrate the human actors’ perspective on the topic under 

investigation. The choice of interviews as one of the primary data collection techniques for this 

study is supported by such perspectives. 

Qualitative researchers have categorised interviews into two main areas, which are 

structured and unstructured interviews. Structured interviews, according to Mehta (2011), may 

be likened to surveys where the researcher has a sample to work with. Kajornboon (2005) 
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maintains that “structured interviews are sometimes called standardized interviews where the 

same questions are asked of all respondents” (p. 4). With this method of interviewing, the 

researcher strictly follows the questions and does not deviate from the format or structure, and 

this must be repeated in the same manner to all respondents.  Kajornboon (2005) further explains 

that the “goal of this style of interviewing is to ensure that interviewees’ replies can be 

aggregated” (p. 4). This type of interview method usually works well if the research requires the 

involvement of large sample population to draw from in order to make broad generalizations for 

a particular study (Yin, 2009). 

 On the other side of the spectrum are unstructured interviews which do not use any pre-

set questions or interview protocol. Also referred to as semi-structured or non-standardized 

interview, the researcher draws the question from an interview guide and other materials where 

the interview process is dynamic and fluid. According to Kajornboon (2005), this type of 

interviewing provides some latitude with the researcher in terms of questions asked.   Also, this 

type of interviewing is conducted in a form of dialogue or conversation between the searcher and 

participants where both parties are free to clarify or provide further explanations as needed. In 

this case, the researcher is not bound by a list of pre-set questions or follows a set procedure. 

This encourages participants to share their stories and experiences freely on the study topic. 

For this study, a semi-structured interview technique was used along with open-ended 

questions as the main data gathering instrument. The interview guide was developed with broad 

research questions with each having sub-questions as follow-up. This was purposefully done to 

allow for discussion and conversation with respondents while remaining close to the objectives. 

This allowed the interview to flow and follow the research topic. 
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 Field interviews. As with general research protocol and standard operating practice, all 

the interviews started with introductory questions that invited the respondents to open up and 

talk after the initial introductions have been made and purpose of study explained to 

respondents.  This study had been approved by the RRU Research Ethics Board and participants 

completed informed consent forms before they participated. Therefore, respondents were 

promised and assured that their names would not appear in the case report or research 

manuscript. This was critical to elicit the trust and confidence of respondent on such a sensitive 

topic in their work.  After this, a request was made to the respondents to confirm if they had any 

issues of the interview being audio-recorded. All interviews ended with three questions. 

Participants were invited to offer additional comments on IT outsourcing in the public service, 

to recommend additional potential participants, and to suggest additional official documents that 

might be of relevance to the study. The respondents, their responsibilities within the BCPS, and 

the number in each position interviewed are listed in Table 6. 

The majority of the interviews occurred in the offices of respondents either at their desks 

or in their ministry meeting rooms.  The MCIOs and Executive Directors had much to share, as 

the majority of them had been around prior to outsourcing and therefore, could relate to how 

things have changed, especially with respect to public service management. As shown in Table 6 

there were 50 respondents involved in the interview process, including Associate and Assistant 

Deputy Ministers, Executive Directors (EDs) from ministries, Ministry Chief Information 

Officers (MCIOs), operational and senior directors from both ministries and Shared Services 

British Columbia (SSBC). Therefore, with the level of participation, there was assurance that the 

identity of those who participated would not be known. 
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Table 6 

 Interview Respondents and their Role in the BCPS 

Position Number Function within the BCPS 

Assistant/Associate Deputy 

Minister 

4 Leads and is responsible for the day-to-day running of a 

division of a ministry within government  

Executive Director of 

ministries 

6 Leads various government business units within 

ministries  

Executive Directors of OCIO 

& Shared Services BC 

6 Heads of IT management, procurement, and strategic 

and operational direction on behalf of the BC 

government  

Ministry Chief Information 

Officer 

5 Responsible for information management and 

information technology (IM/IT) within government 

ministries 

Executive Director of 

Strategic Human Resources 

6 Leads the development and implementation of strategic 

human resource management plans and 

organizational/ministry development frameworks and 

service plans 

Director of Strategic 

Partnership Office of Shared 

Services BC 

3 Technical and professional staff responsible for IT 

procurement/sourcing strategies 

Operational Director of 

ministry programs and 

services 

10 Leads various operational units of ministries to deliver 

services to citizens 

Operational Directors of 

Shared Services BC 

10 Leads various operational units of Shared Services BC 

to deliver & manage IT services to government 

ministries  

Total 50  
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Focus groups discussions. This data gathering technique was chosen as it also aligned 

with the research objectives (Freitas, Oliveira, Jenkins, & Popjoy, 1998). The focus group can be 

a useful tool to further support and solidify data that have already been gathered through other 

techniques (Powell & Single, 1996). Focus groups have variously been defined by several 

authors (Barrows, 2000; Krueger & Casey, 2000; Marczak & Sewell, 2007). However, the 

definition that guided this part of the study was that offered by Marczak and Sewell (2007), who 

define focus group as “a group of interacting individuals having some common interest or 

characteristics, brought together by a moderator, who uses the group and its interaction as a way 

to gain information about a specific or focused issue” (p. 1). According to the literature, focus 

group size could range from a small number of six participants to as large as ten (Ruberto, 2015). 

This is consistent with what Powell and Single, (1996) had earlier on recommended.  

As with other types of data gathering technique, a focus group has both benefits and 

limitations as discussed by Freitas et al. (1998), Krueger (1994), and Morgan (1988). For this 

study, some of the key benefits derived from this method included: (1) the opportunity of having 

a large of middle managers within the BCPS in the same room at the same time in discussing the 

research topic; (2) having the benefit operational directors who are mostly operate in the 

frontlines within the BCPS and have direct impact of IT services in the same room to discuss and 

share their experiences; and (3) less time-consuming compared to other interview methods in 

terms coordinating and scheduling of interview time and dates. However, the process did not 

unfold without challenges and limitations, including the following: (1) researcher’s inability to 

keep respondents on track as far as the research topic and questions were concerned. 

Respondents had the tendency of drifting away and introducing other areas where they thought 
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needed attention within the BCPS into the discussion; (2) difficulty in maintaining control over 

the data. This was particularly challenging with the adoption of the rich picture model where 

respondents had no prior experience in using this approach; and (3) some respondents 

unwillingness to share their experiences due to fear of sabotage. Some of the managers did not 

feel comfortable enough to share within the group or divulging confidential information for fear 

of being victimised or consequences that might lead to loss of jobs.   

In terms of conducting focus groups the protocol and procedures require similar controls   

as do interviews (Freitas et al., 1998; Patton, 1990). This study adopted a similar protocol to 

interviews: (1) initial planning and composition of each group from the various ministries within 

the BCPS; (2) forming the groups in a way that ensured balance and diversity in terms of 

ministry representation; (3) the researcher’s direct involvement and facilitation of the rich picture 

exercise; and (4) all focus group exercise occurred in one ministry’s boardroom. Focus groups 

took place in the span of one month. The focus group discussion was modified to incorporate the 

use of the Soft Systems Methodological (SSM) approach rather than interview questions. The 

SSM with the rich picture approach is modeling tools used as learning and meaning development 

tools. In its simplest form Patel (1995) defines SSM is “a structured and systematic approach for 

analysing human activity systems” (p. 14). Particularly, it is a useful strategy that can be used to 

study a phenomenon that involves human activities (Patel, 1995). The rationale for the use of the 

SSM approach with rich pictures was to gather more data from middle-management staff. It was 

also used as a tool to validate the data that had been collected and analysed through the interview 

process and assisted participants in developing themes for each central tenet. This method also 

presented an opportunity for different perspectives, through a discussion guide, especially from 
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managers, within the BCPS. The guide captured the central tenets drawn from the interviews. 

Participants’ selection for these discussions followed a similar pattern to the interview selection 

process with a balanced representation. 

The focus groups proved very useful as they allowed respondents to interact on issues 

critical to IT outsourcing and remark on the central tenets derived from interviews with the 

senior executives. It also allowed them to realize the administrative environment in which they 

worked, which helped them to draw out themes that were associated with each tenet as they saw 

it from their own perspectives. The group dynamics promoted debate that was useful in terms of 

how IT outsourcing strategies are decided and implemented in the BCPS. Using the rich picture 

approach was one of the key novelties of the study. Typically associated with action research, the 

SSM through rich pictures was used in the focus groups as a way to involve and get close to the 

actors. It also solicited their input in the resolution of the research problem and associated 

questions. In all, there were five focus group sessions. Each session was made up of four to five 

middle management staff drawn from various ministries of the BCPS. These were a diverse 

group of staff who worked in IT ministry and who were directly involved in IT outsourcing 

implementation as operational service managers. Other operational managers were policy, 

program, and service implementers with no direct involvement in IT, but who relied heavily on 

IT do their work. The list of positions and titles of respondents who were involved in the focus 

groups is presented in Table 7. 
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Table 7  

 Focus group respondents and their role in the BCPS  

Position Number Function within the BCPS 
Client Integration Analyst  4 Act as the primary operational liaison between 

ministries and SSBC’s IT services and service 
partners - through account and issue management 
across all ministries and Broader Public Sector 
(BPS) departments  

Directors of Client Relations 3 Responsible to develop and manage client 
relationships and provide strategic guidance to 
SSBC lines of business in delivering facilities and IT 
services to mandated and voluntary Clients 

 IT Service Managers 5 Responsible for managing operational related IT 
work and provide integrated IT support for in 
ministries. 

IT Business Analysts 5 Lead the development of plans required to meet 
internal and external computer operations, business, 
and program needs  

Strategic Human Resource & 
People and Workplace 
Advisors 

5 Responsible for managing various HR programs and 
contribute to the development and implementation 
of HR policies, procedures, and projects in 
ministries. 

Total 22  
 

Data analysis. The researcher plays a critical and influential role in planning, gathering, 

and analysis of the data for the research for qualitative research which is quite different from 

quantitative research (Berg, 2007). Yin (2009) maintains that in qualitative data analysis, “much 

depends on the investigator’s own style of critical and rigorous thinking, along with sufficient 

presentation of evidence and careful consideration of alternative interpretations” (p. 110). 
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Analysis of the data for this study was conducted in three stages based on the research strategy: 

(1) document analysis, (2) interview analysis, and (3) focus group analysis. 

Stage One: Documentary Analysis  

Documentary analysis in social science research is quite established and occupies the 

same space as other research data collection methods (Mogalakwe, 2006). Documentary analysis 

acted as a secondary data source that complemented the research primary data sources. Kugonza 

(2009), a supporter of documentary analysis as a complement to primary data information, 

especially in case study research, suggests documents that can be analyzed include 

“organizational policy documents, legal documents (acts, statutes, and regulations), formal 

studies, newspapers, and other articles in mass media” (p. 133).  Over the course of time and 

with the growth of documentary analysis in social science research, this list has been expanded to 

include “personal records such e-mails, memoranda, journals, and diaries” (Kugonza, 2009, p. 

134). Throughout the study a number of documents were reviewed. Some of these documents 

provided useful information that helped enrich the study. These documents provided some 

context and policy decisions which facilitated the understanding of IT outsourcing in the BCPS. 

A summary list of the main documents analysed for this study is presented in Table 8. 
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Table 8 

 BCPS supporting Strategic/Policy Document 

No. Strategic/Policy Document Title 
 

Document Mandate within 

BCPS 

1 BC Public Services Procurement Act Provides overall framework 

for public procurement in BC 

2 2012/13 Ministry of Technology, Innovations, & 

Citizens Service Plan 

Provides overall mandate for 

the ministry responsible for 

government IT procurement 

and management 

3 2012/13-2014/15 Province of British Columbia 

Strategic Plan 

Sets agenda/priorities for the 

BC government and its 

ministries 

4 2010 Citizens @ The Centre: B.C. Government 2.0 A Transformation and 

Technology Strategy for the 

BC Public Service. 

5 2010 Information Management/Information 

Technology (IM/IT) Enablers Strategy for Citizens @ 

the Center: B.C Government 2.0 

A document that sets out the 

vision and action plan for a 

corporate approach to IM/IT 

across the B.C. government. 

6 2008/09 BC Auditor General Report An Audit of Joint Solution 

Procurement and the Revenue 

Management Project 

7 BC Legislature information Budget estimates-debates 

 

Stage Two: Interview Analysis 

A number of social science scholars such as Huberman and Miles (1994), Connolly 

(2003), Madson (2005), and Creswell (2009) have proposed a standard process for analysing 
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qualitative data. This process includes (a) data management phase, (b) generative phase, (c) 

interpretive phase, and (d) representing and theorising phase. This research followed this process 

to ensure that it fell within the acceptable protocol of qualitative data analysis. It was necessary 

to ensure that it included the perceptions, experiences, and opinions of the respondents 

(executive and management) who are the decision-makers as well as leaders in the BCPS whose 

staff rely on IT outsourced services to perform their operational functions as the administrative 

arm of the BC government.   

The field interviews occurred in the offices of the ministries where the respondents work 

This was deliberate to ensure respondents felt comfortable within their own surroundings and 

also had access to further information they needed to support their responses during the course of 

the interview. An interview guide was developed before the interviews were conducted to ensure 

all interviews had consistency among respondents. This was done primarily to justify that the 

interviews fulfilled the requirements of semi-structured interviews, and to ensure methodological 

rigour of the research in terms of validity, coherence, and consistency of thought in the responses 

from participants (Kugonza, 2009).   

All interviews were audio recorded onto an electronic tape recorder. This excused the 

researcher from taking detailed notes, thereby ensuring a dedicated and focused attention on the 

conversation with respondents, in terms of thought process and followed up where necessary 

(Mehta, 2009).  In all, 50 interviews were administered and recorded as shown in  table 6 above. 

These interviews were then transcribed into written notes. Although the audio recordings 

captured the whole conversation with each respondent, the transcription captured only the 

relevant portions of the interview that related directly to the research questions and not all the 
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conversation transcribed. The transcription also took into consideration sensitive issues such as 

confidentiality and anonymity of respondents to ensure their identities were protected as part of 

the initial assurance from the researcher. All interviews were recorded onto a digital tape 

recorder. These were later downloaded and stored on the researcher’s working computer as 

WAV files and through the use of Microsoft Windows Media Player software, the interviews 

were transcribed and analysed.  

Once all the necessary logistics were in place, data analysis followed a protocol similar to 

that outlined by Mehta (2011).  The first step was to have a general understanding of all the 

interviews. This meant listening to all recorded interviews using an ear phone and making notes 

of important themes or points raised by the respondents. This was an iterative process where the 

recorded interviews were listened to several times. This was necessary to ensure to ensure a 

complete understanding of respondents’ viewpoints. It was also during this stage that relevant 

data such as patterns, themes, and stories corresponding to the study topic were captured. This 

was one of the most challenging parts of the analysis -trying to extract the relevant data from the 

stories told by the respondents. It was also time-consuming as the process meant pausing and 

capturing relevant notes and various quotes that respondents had made while answering 

questions. 

Based on this high level view, data for the study were analyzed based on Kvale’s (1996) 

12-point analysis, which followed the general data analysis process of qualitative research that 

has been advanced by scholars such as Connolly (2003), Creswell (2009), Huberman and Miles 

(1994), and Madison (2005). This consisted of four phases, which included: 

(1) Phase one- Management of the data  
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a.  Ensured data was in a ready state through accurate transcription and capturing 

of relevant information for the study.   

b. Meanings were made out the stories and examples shared by respondents  

(2) Phase two-Generalization and general description of the data   

a. Organized the data based on the categories and according to the flow of the 

interview guide through which the questions were asked. This provided a 

guide and a way that helped with coding 

b. The categories were then coded using relevant sentences and quotes that 

applied to each category from the interviews. This approach helped to solidify 

the data to generate the central tenets for the study in the third phase. 

(3) Phase three- Process of generating the central tenets. This was the heart of the 

interview analysis for the study. 

a. Relevant sentences captured from each category identified within the 

interview guide were then reviewed against the responses to ensure they 

represented what respondents had said; 

b.  These sentences were further reviewed and crystalized into phrases based on 

common patterns and number of occurrences. This phases utilized ad hoc and 

speculative measures in coming up with the central tenets. These generally 

included noted patterns and these that occurred frequently in the responses 

and captured in the sentences, key words, and common IT and outsourcing 

terminologies that were frequently used by respondents;   
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c. Key words and phrases were highlighted and underlined using different 

colours to signify whether they were relevant and consistent with the study 

topic or not.  The colour code for the key words and phrases were as follows;  

i. Green represented relevancy, consistency, and a strong match 

ii. Yellow represented relevancy but not a stronger match 

iii. Red represented irrelevancy, not consistent and not a match 

d. For those key words and phrases identified in yellow, the process was initiated 

again to see if there was a possibility of turning them into green.  

(4) Phase four-Representation of central tenets - this represents the capstone of the data 

analysis process. Here; 

a. Representations were made where all the key words and phrases represented 

in green drawn out as broad central tenets for each category; 

b. These tenets were then listed against each category which provided the 

foundation for further engagement with the middle managers in the focus 

group discussions.   

In addition to Kvale’s (1996), method, the representation stage utilized some of the 

methods described by Blessing and Chakrabarti (2002, 2009) to ensure accuracy. Each category 

was treated as a theme in the interview guide which followed the research questions. 

Stage Three: Focus Group Discussions Using Soft Systems Methodology (SSM)  

This stage of the focus group analysis adopted the SSM through rich pictures. As with 

interviews, this is in line with the constructionist, interpretive approach of the research. The SSM 

developed by Peter Checkland in the late 1960s “was originally seen as a modeling tool, but in 
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later years, was seen increasingly as a learning and meaning development tool” (Williams, 2005, 

p. 1). SSM is mostly found in action research.  Its basic premise is that all human beings are 

different and therefore see and experience things differently.  However, “these different 'world-

views' lead to varying understandings and evaluations of situations, which lead to different ideas 

for positive action” (Pidd & Winter, 2000). The authors believed that “SSM was developed to 

enable action by taking these differences into account” (p.1). It could therefore be deduced that 

the primary goal of utilizing SSM as a research data gathering technique is to collect data from 

diverse audience for action. 

 Even though scholars have often debated the philosophical position of SSM and where it 

belongs in social scientific research, it should be noted that the approach has gained momentum 

in qualitative research based on its principles of solving real-life issues (Rose, 1997). This is 

supported by Graham (2013) who observes that: 

The basis of SSM is that instead of trying to address all these perspectives as a whole 

which can be too complex an endeavour, clarity is gained by addressing key perspectives 

separately. This helps in understanding their implications and using those understandings 

when seeking to reintegrate these perspectives into a set of evaluative conclusions and 

suggestions for future action. (p. 6) 

Thus, SSM places more emphasis on human activity systems (Warwick, 2008, p. 272). 

This is consistent with the objectives of this study, which aims to explore the activities of both 

senior executives and middle management staff. Therefore, SSM provides an avenue through 

which to analyse the views of middle-management staff to ensure that the case report of this 
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study was based on multiples views and the recommended actions represented various key 

stakeholders with different views.  

Several rounds of focus group sessions with different groups of middle-managers took 

place where the rich picture approach developed by Checkland (1985) was used. It generally 

included: Clients, Actors, Transformation, Worldview, Owner, and External Environment 

(CATWOE) as prescribed by Checkland (1985). These managers are involved not only in the 

management and operations of IT, but are also public servants who form a key part in the 

administration in the BCPS, and also rely on the outsourced IT services provided to do their 

work. Therefore, their participation in this study was critical in answering the main research and 

sub questions. 

Each group discussion started with a big blank sheet of paper, and respondents were then 

asked to draw pictures using labels, descriptors, and images of what each central tenet meant to 

them operationally. Respondents in each group had the opportunity to discuss their ideas 

amongst themselves, and they determined how they wanted their systems to be represented. The 

challenge to the group was to represent each tenet in the form of themes in which they were 

engaged, including what they saw as problematic. The purpose was to arrive at a shared 

understanding, from the perspectives of middle management public servants. This process 

utilised the 6-step process as outlined by Williams (2005) and summarized below: 

• Rich picture mapping: All respondents were involved in drawing a rich picture of 

their combined experience and perceptions of each key tenet derived from the 

interview; 
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• Tasks and issues: Respondents drew out major issues or problems with each tenet 

as public servants when IT functions were outsourced. They also noted things that 

were done to improve the situation for them to become more effective and 

efficient in their work; 

• Challenges: Respondents put together tasks and at least four or five issues within 

the system of challenges, and provided them with catchy titles to indicate their 

main meaning;  

• Defining transformation: Respondents identified what was required to address the 

challenges set out in step 3 to ensure that IT outsourcing was implemented 

enabling the public service to perform its operational functions better;  

• Vision of change: Respondents were asked to identify the vision of change they 

would like to see, especially in the area of management skills and competencies 

needed and the critical issues associated with IT outsourcing implementation in 

the public service; and 

• Rich picture scenarios for the future: This focused on what senior executives 

needed to do: Who needed to do what and when in order to ensure the BCPS has 

adequate tools and solutions through IT outsourcing in order to perform their 

functions more efficiency and effectively (pp. 3-17). 

The rich picture method used in stages 1 through 6 was not only a tool for analysis, but 

also an aid that contributed in answering the research question from a more holistic view. The 

next session discusses problems, and limitations of the research. 
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Limitations of the Research Design  

Problems and limitations arise from all facets and areas of the study that may be 

anticipated or not and also might be out of the researcher’s control.  Simon and Goes (2013) 

emphasize that “every study, no matter how well it is conducted and constructed has limitations” 

(p. 3). This is normal and especially the case for qualitative study where “there is a high degree 

of flexibility in its administration” (Kugonza, 2009, p.141). The limitations encountered in this 

study were not unique and appear similar to those of other qualitative studies.  One of these 

limitations was the epistemological and ontological position of this research, which means that 

this study presented subjective viewpoints. A second limitation was the interview guide. This 

only acted as a guide and was not rigidly followed; therefore, there were instances of 

inconsistencies and incoherence in the responses which in some cases deviated from the research 

topic. This also generated a lot of data that needed to be sorted and made sense of in order to 

answer the substantive research questions. A third limitation was the researcher’s status as an 

employee of the BCPS. Being a full time employee of the BCPS and potentially knowing most 

of the respondents professionally caused some hesitation, doubt, and even non-cooperative 

attitudes from some of the respondents. IT and particularly outsourcing in itself is a sensitive 

topic in the BCPS, and therefore, the researcher’s intentions and motives, both as a student 

and/or employee, were questioned on a number of occasions throughout the study. However, 

respondents’ trust was gained through concrete explanations of researcher’s motives, both as an 

academic and as a professional colleague. This notwithstanding, being an employee of the BCPS 

did not deter respondents from freely providing information during the interviews. It is worth 

noting that some respondents were not entirely comfortable sharing their experiences freely due 
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to some confidentiality that comes along with the positions they occupy.  Also, there were a few 

instances during the field study where respondents’ viewpoints tend to be geared and favoured 

areas where they work within the BCPS. Those who work in the IT ministry took defensive 

positions whereas those in other ministries more offensive position aimed at the IT ministry.   

Finally, a limitation arises from the tension between scholarly work and practice. This created a 

number of challenges during the execution of the study. Most respondents’ interviewed had a 

hard time trying to relate to the topic of the study as to them what came to mind when the word 

IT outsourcing is mentioned is job loss. Therefore, this being a new research area, there was the 

problem of constantly explaining the topic, the objectives, and the outcomes of the topic to 

respondents. Some also found it hard to understand the linkage between IT outsourcing and 

public service work. However, time was taken in explaining not only the rationale or basis for 

the research, but also the originality of doctoral research, and hence the study topic. 

 

Evaluating the Research 

According to Ambert, Adler, Adler, and Detzner (1995, p. 883),“qualitative research 

should be evaluated in the same overall basis as other research, that is, according to whether it 

makes a substantive contribution to empirical knowledge and/or advances theory. The authors 

further indicate that there are multiple way of through which to evaluate qualitative research can 

be evaluated. This is supported by Hammersley (2007) who emphasizes that a set of criteria or 

an evaluating mechanism by which to assess qualitative research is ideal, this has been the 

subject of debate by scholars for quite some time now and with no consensus on what to use to 

assess a qualitative research.   
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The purpose of this section is not to add to the debate but rather follow what has been 

established and practiced by scholars such as Ambert et al. (1995), Hannes (2011), May and 

Pope (2006) and Shenton (2003) in this area. Shenton (2004) posits that “although many critics 

are reluctant to accept the trustworthiness of qualitative research, frameworks for ensuring rigour 

in this form of work have been in existence for many years” (p. 63). Therefore, this research 

follows the framework set by Shenton (2003) and other scholars, and assessed the research’s 

trustworthiness on credibility, dependability, confirmability, transferability, and reflexivity.  

Credibility. This criterion “evaluates whether or not the representation of data fits the 

views of the participants studied, whether the findings hold true” (Hannes, 2011, p. 4). This is 

very important in social scientific research as it establishes the bases on which the research study 

contributes to the generation, development and advancement of knowledge. According to Patton 

(1990) the credibility of a qualitative study can be assessed in three main areas:  

(1) rigorous techniques and methods for gathering high-quality data that are carefully 

analysed, with attention to issues of validity, reliability, and triangulation; 

(2) the credibility of the researcher, which is dependent on training, experience, track record, 

status, and presentation of self; and  

(3) philosophical belief in the value of qualitative inquiry, that is, a fundamental appreciation 

of naturalistic inquiry, qualitative methods, inductive analysis, purposeful sampling, and 

holistic thinking. (p. 1191). 

 Transferability. This criterion deals with the flexibility of the research findings and its 

relevancy and application in on other areas. In other words, it “evaluates whether research 

findings are transferable to other specific settings” (Hannes, 2011, p. 4). This is particularly 
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important especially in a single qualitative case study where the sample and data drawn and 

collected was based on a single case or organization and not from multiple sources.  The findings 

of the study of IT outsourcing and employee efficiency and effectiveness in the BCPS provide a 

holistic view of the strategy that enables transfer to similar settings or contexts, such as other 

provincial, federal, local governments or other public sector organizations. The research findings 

described in detail how IT outsourcing as a strategy can enable government employees to be 

efficient and effective in their work, particularly central tenets and themes.  It made certain key 

recommendations for the BCPS based which do not allow generalization to other levels of 

government. However, from the in-depth description of the case, level of respondents’ 

participation, and the sample size, certain aspects of these findings and recommendations may 

apply to other levels of government such as provincial, regional, local, or national. This was a 

key factor in designing the goals of the study, to generate enough detailed information about the 

BCPS that could be applicable in other jurisdictions. Such transferability has been identified as a 

key responsibility for single case qualitative researchers (e.g., Firestone, 1999; Lincoln & Guba, 

1985; Shenton, 2004). This research satisfies this responsibility.  

Dependability. This is another issue of establishing trustworthiness and quality in 

qualitative research. From the positivist stance, dependability is closely linked to the issue of 

reliability (Shenton, 2004). This is further supported by the literature where prior authors such as 

Lincoln and Guba (1985) had earlier on implied that there is a close association between 

dependability and credibility. They argue that resolving the credibility issue of a research goes a 

long way to ensure that a study is dependable and can count as a scientific social science 

research (Shenton, 2004). According to Shenton, dependability can be achieved in several ways 
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one of which is the use of “overlapping methods, such as the focus group and individual 

interview” (p. 71). This study satisfied this requirement through the use of interviews, focus 

group discussions, and policy document reviews.  Furthermore, in satisfying this requirement, 

the study used the outline provided by Loh (2013) as a yardstick by which to ensure the 

credibility and dependability of this study was achieved. This is summarised below; by using 

both interviews with senior executives where the central tenets were drawn out. The field test 

involved focus group discussions with middle-management staff where they validated the central 

tenets and developed themes for each central tenet. As part of respondent checking, the 

dissertation was made available to all respondents to review before it was submitted for the 

dissertation defence. This was meant to ensure that the researcher had captured their views, 

stories and experiences as accurate as possible. Whereas some of them took the offer, others did 

not, but gave their support and confidence in the interpretations the interviews. 

Peer validation was achieved through the detailed review of the entire research process by 

the supervisory committee member which consists of both scholars and practitioners in the IT 

outsourcing field for accuracy, consistency of thought, and alignment with established research 

practices.  

Confirmability. Shenton (2004, p. 72) maintains that “the concept of confirmability is 

the qualitative investigator’s comparable concern to objectivity.” “For a qualitative researcher, 

this quality assessment must not be lost in ensuring that the case report specifically, the findings, 

are a reflection of what transpired on the field and represents the “experiences and ideas of the 

informants, rather than the characteristics and preferences of the researcher” (p. 72). It is 

therefore recommended that to fully satisfy this quality criterion the researcher declare any 
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assumptions, beliefs and biases from the outset (Miles & Huberman, 1994 and Shenton, 2004). 

This study did not satisfy this requirement. This was primarily due to the fact that the 

epistemology adopted and research paradigm adopted for this study did not lend itself for this 

check.  As a qualitative study, this research was subjective and therefore relied on the 

researcher’s own interpretations of events in the field and to that extent, the researcher was not a 

neutral observer but an active participant of the process.  

Reflexivity. According to Watt (2007), the value of reflexivity in qualitative research is 

critical in ensuring trustworthiness of a study. However, it is also one that is complex as 

“although there are guidelines in the literature, the paradigm’s emphasis on interpretation and 

emergent design provides no precise formula on how to proceed” (Watt, 2007, p. 82). Keso, 

Lehtimaki, and Pietilainen (2009) take this further and indicate that this is very important in a 

scientific research and its acceptance. Watt (2007) suggests that the process of ensuring 

reflexivity starts with a journal as s personal narrative of the researcher. A reflexive journal has 

become an accepted practice in qualitative studies where “researchers are urged to talk about 

themselves, their presuppositions, choices, experiences, and actions during the research process” 

(Ortlipp, 2008, p. 695). This was adhered to in this study as a reflective journal was kept and 

well documented throughout all phases of the study, and all steps, such as the development of the 

purpose of study, method of inquiry, designing of the study, choosing respondents, data 

collection, management and analysis, and the report writing are all informed and carefully 

reflected upon. As an employee of the BCPS and particularly, as an employee of the BCPS and 

in the IT ministry responsible for IT procurement, management, and implementation of 

outsourcing strategies, the researcher has had the opportunity to be involved in many policy and 
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strategic discussions around this topic. This shaped the purpose of the study as the researcher felt 

the private sector through IT outsourcing had a critical role to play in ensuring that employees 

are efficient and effective in performing their operational functions in the BCPS. This therefore 

promoted the research questions for further probing through empirical evidence. 

 Entries to the journal started during the one-on-one interviews with the senior executives 

and lasted for the entire interview process. Entries were made after every interview conducted 

where key points were raised that was either consistent or contradicted or my assumptions and 

experiences of IT outsourcing in the BCPS.  Initially, this presented some tensions in the 

researchers thinking first about the whole idea of IT outsourcing as a strategy in government and 

secondly as whether there is any linkage between IT outsourcing and public service efficiency 

and effectiveness. This was partly due to the pervasive nature of the traditional rationale of IT 

outsourcing which is primarily to save money. Another tension experienced during the interview 

process was inquiries into the researcher’s assumptions and views by respondents.  These 

questions were typically not answered with the usual response that the researcher preferred to 

remain neutral and not to influences respondents views and experiences. However, it should be 

noted that such questions were entered into the journal and reflected upon after the interview. 

This was critical to ensure that the researcher’s ‘baggage’ was kept at bay and not to interfere 

with the field data as suggested by Ortlipp (2008). 

The journal was very useful especially during the interview process as it helped the 

researcher prepare for each interview in terms how to follow up on questions and direct 

discussions without necessarily disclosing biases. However, it became problematic during the 

analysis and interpretive phase. The main issue was trying to reconcile the responses from the 
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senior executives with the researcher’s own experiences of IT outsourcing. This was what refers 

to as “the interpretive crisis in qualitative research” (Ortlipp, 2008, p. 698). The researcher was 

faced with the dilemma of strictly analysing and interpreting the date obtained from the field 

interviews or interpreting the data with the researcher’s own experiences. In the end, the former 

prevailed and the field data interpreted solely based on the data from the field.  This researcher 

chose not to make known or introduce his assumptions and beliefs as a way to influence the 

study results for the following reasons: (1) a single case study does not allow for data 

triangulation; (2) studying a relatively new topic in the BCPS where adhering to the 

trustworthiness principles was essential for the study’s acceptability; (3) being an employee of 

the BCPS and considered as part of the leadership within the ministry responsible for IT, it was 

essential to remain neutral from and attempt to be isolated from the study to ensure reader 

acceptability.  

Assumptions and Beliefs. During the field work most participants sought to know the 

views, assumptions, and beliefs of the researcher regarding IT outsourcing.  For a variety of 

reasons discussed above, the researcher did not disclose his views, assumptions, and beliefs to 

participants for the sole reason of not jeopardizing the findings and outcome of the study.  

However, it is worthy to note that the researcher has certain fundamental beliefs about IT 

outsourcing. The researcher believes that pursuing IT outsourcing strategy provides the BCPS 

and most public service organizations with two key advantages.  

(1) Modernize technology in the BCPS. Government is typically not in the business of 

technology therefore by outsourcing, it is able to take advantage of the latest technology 

in the marketplace for its work. This helps ensures that employees have the latest 
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technology to work with in the performance of their operational functions thereby 

enabling them to be efficient and effective. 

(2) IT outsourcing provides the capacity and platform with which the BCPS can utilize to 

restructure its organizational functions, streamline its operations, business processes, 

become flexible, and manage government operations much like the private sector. As a 

bureaucratic organization, pursuing an IT outsourcing strategy ensures that technology is 

leveraged upon to facilitate lean processes, father and efficient access to information, 

flexibility in terms how employees work, where they work,, and what they do. It also 

ensures faster decision-making with the BCPS. 

(3) IT outsourcing goes beyond the traditional view of saving money or cutting cost. IT 

outsourcing should be seen and recognised as a long term corporate strategy that that if 

pursued has the potential to transform bureaucratic and hierarchical organizations such as 

the public service organizations. It is assumed by the researcher that pursing IT 

outsourcing strategy is the key to ensuring employee empowerment especially in 

bureaucratic organizations with hierarchical structures.   

Ethical Considerations 

Ethical considerations should play a paramount role in research (Mertens, 2010; Robson, 

2002; Thomas, 2009).  Hearne (2009) maintains that “in research, ethics or axiology, is taken as 

a set of principles that guide conduct in a given situation and are generally informed by codes of 

practice” (p. 4). Therefore ethical considerations in research are not only important but also one 

of the essentials assessment quality tools used to ensure trustworthiness of a research study. This 

is especially the case for practitioner-researchers who must “inform themselves of the ethical 
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issues involved in carrying out research in their field so their work can be viewed as credible, 

trustworthy and scholarly” (Hearne, 2009, p. 4). Ethical considerations were a key component 

and success factor in this study. This was because of the nature and sensitivity of topic of the 

study. IT outsourcing in the BCPS invokes a lot of emotions as it touches on government 

strategic policy initiative, human resources, procurement practices, expectations, and attitudes. 

Specifically, outsourcing generates a lot of passion as most employees associate it with job loss 

and therefore, significant consideration was given to how the study was conducted. This was to 

ensure that both the researcher and participants felt safe to be involved in the study and were able 

to contribute meaningfully without any threat.  Based on the above, a number of measures were 

put into place, which followed recommended processes by Kugonza (2009) and other qualitative 

researchers. These measures included emphasis on informed consent, assuring confidentiality 

and anonymizing of responses, and a clear explanation of the research purpose. 

Conclusion 

This chapter provided an overview of various methodological approaches that have been 

utilised within the field of IT and then discussed the appropriate ones for guiding and presenting 

this research. Primary emphasis was placed on selecting approaches that were effective at 

capturing and preserving the depth and richness of the data throughout the research process. The 

chapter provided an overview of both the epistemological and ontological standpoints of the 

research. It also selected and justified the choices made to help explain the researcher’s view of 

the theory of knowledge, the reality underpinning the theoretical perspective, and the 

methodology of this research. An overview of the three research paradigms, positivist, 

interpretive, and critical, that are popularly used in IT research was provided in order to explain 
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why the interpretive stance was chosen as the philosophical foundation for this research. 

Following this, an overview discussion on quantitative and qualitative research approaches and a 

justification that a qualitative approach would be more appropriate than a quantitative one were 

provided. The data collection methods that were employed included semi-structured interviews, 

focus group discussions, and document analysis. The qualitative content analysis was judged to 

be the appropriate technique for analyzing the data. Finally, issues related to ethical 

considerations and assessment of the study’s methodological rigour was discussed. The 

interpretive, qualitative single case study approach adopted for this study now sets the stage for 

the presentation and reporting of the key findings of the empirical research in the following 

chapter.  
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Chapter Five: Analysis and Findings 

 Chapter Four presented and discussed the methodology, design, and methods used for 

the study. This chapter focused on the data analysis from the field work and presented the 

findings from the case study. The purpose of data analysis in qualitative research is to “aim 

towards analytical generalization as opposed to statistical generalization usually aimed at in 

quantitative studies” (Baškarada, 2014, p. 14). Therefore, for this chapter, the objective was to 

ensure that data obtained from the field were in line with the research topic and accurately 

reflected the views of respondents based on an interpretive worldview.   

The chapter is organized into six main areas. It begins with a presentation and overview 

of the host organization (the BCPS) as a public service organization and then describes the 

context, administrative, general organizational structure, and work functions. This section also 

provides a detailed account of all of the IT outsourcing projects the BCPS has embarked upon 

since 2003. This is followed by an outline of the data collection process for the field work. It also 

highlights the coding process used for analysis for both the interviews and focus group 

discussions. The next section, which is Part 1 of the field test, provides detailed analysis and 

reports on the interviews with senior executives from which the central tenets are developed. 

This is followed by Part 2 of the field test, which presents details of the analysis and reports on 

the focus group discussions with middle management staff from which themes were developed 

for each central tenet. Next is the analysis of various policy and strategic documents gathered 

from the BCPS. These, together with the perceptions and expectations of both senior executives 

and middle-management staff, provide a holistic and novel framework for the research findings. 

A summary is provided as the conclusion of the chapter. 
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The Case Organization – British Columbia Public Service (BCPS) 

The BCPS as a public service organization was chosen as the case. After extensive 

consultation, agreement in terms of collaboration and participation with broad and effective 

access was received. As explained in Chapter Three, this study focused on the ministries within 

the BCPS and not the entire public sector such as agencies and Crown corporations in BC. 

According to the Public Service Act (1996), the BCPS, as a government organization and 

financed with taxpayers’ funds it exists to: 

(a) facilitate the provision of service to the public in a manner that is responsive to 

changing public requirements, 

(b) recruit and develop a well-qualified and efficient public service that is representative 

of the diversity of the people of British Columbia, 

(c) encourage the training and development of employees to foster career development 

and advancement, 

(d) encourage creativity and initiative among employees, and 

(e) promote harmonious relations between the government and employees and 

bargaining agents that represent employees in the public service”. (Purposes of Act, 

section 2). 

The BCPS, just like any other public service organization, is guided by a set of corporate 

values. According to the BCP Public Service Agency (BCPSA), these values are what link both 

employees and the ministries together to form the organization’s mission statement as a wide and 

diverse organization. It is through these values that the organization derives its quality of 

programs and services to the citizens of BC. The values are as follows: courage, teamwork, 
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passion, service, accountability, and curiosity. These values define how employees work and are 

able to deliver services to citizens in an administratively bureaucratic environment. 

The organization employs close to about 30,000 people in 22 ministries and in about 

“200 different types of jobs in over 280 communities across a vast province” (BCPSA, 2016, p. 

1). This makes it potentially the largest employer in the province of BC. The BCPS, as a 

provincial government organization, has its headquarters in Victoria, BC, with over 280 public 

service offices throughout the province delivering various government programs and services to 

citizens and businesses in the regions. According to the BCPSA Corporate human resource plan: 

The BCPS is headed by the Deputy Minister (DM) to the Premier, who is the head of the 

various ministry DMs and also acts as the Cabinet Secretary. Ministry DMs are regarded 

as the most senior level public servants within the BCPS who take political direction 

from an elected minister. Accordingly, responsibility for the ministry’s day-to-day 

operations, budget, policy, program, and service development lies with the DM who 

reports directly to the head of the BCPS.  A typical organizational chart in the BCPS for 

an individual ministry is presented below: 

 

Figure 2. Generic organizational chart of the BCPS. 

Source: Compiled from field research for this research 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 129 

 

 

 In terms of the workplace environment, it is worthy to note that the culture of the BCPS 

has evolved from when it was originally formed some 154 years ago. Its structure, form, and 

shape has transformed over the years into a hierarchical organization characterized by many 

layers of bureaucracy and administrative functions. Some of this transformation could be 

attributed to different political direction from one elected party to another, economic factors, and 

changing demographics. It could also be the result of “process of organizational changes that has 

accompanied managerial reforms in the public sector. These have been oriented towards the 

development of a post‐bureaucratic organizational culture in the public service” (Wynen & 

Verhoest, 2013, p. 3). 

As a public service organization, the BCPS claims to be open and accountable to the 

citizens of BC as mandated in the Freedom of Information Act (FIA). This is further supported 

by the evolving government policy on ‘information accessibility, less hierarchical culture, and 

flexibility thereby access to information on public service operations by citizens” (BCPSA, 

2016). 

The BCPS delivers a wide variety of programs and services to citizens and businesses in 

BC and implements policies on behalf of the BC government. These services are broadly 

categorized into the following sectors: economy, education, environment, families, government 

operations, health, multiculturalism, and transportation (BCPSA, 2013). These services are 

delivered through the support of a number of policies and strategies of which outsourcing is an 

integral part. According to the BCPS’ Technology and Transformation Strategic Plan (2011, p. 

1), “IT Outsourcing has become a necessity for the BCPS not only in doing business but more 

importantly, for enabling the public service to provide efficient and effective service to citizens”.   
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The BCPS Transformation and Technology Strategy further highlights that: 

The rapid pace of technological change is altering how citizens expect to interact with 

government and access services. The aging of the public service workforce and ever-

present fiscal pressures are creating a stronger imperative to modernize government 

operations through innovative applications of technology (p. 1). 

This, therefore, creates the impetus for the BCPS to “implement technology solutions that 

are designed to ultimately improve access to services rather than raise any barriers” (p. 7). This is 

essential as the government relies on an efficient and effective public service with adequate tools 

and technology to be able to deliver government services to citizens. It is, therefore, not 

surprising that the BCPS chose to pursue IT outsourcing strategy as a policy  

As highlighted in Chapter One, technology has and continues to go through an 

exponential growth around the world and its impact on public sector organizations cannot be 

overestimated. The next section focuses on IT and outsourcing as a strategic policy initiative in 

the BCPS. 

IT and outsourcing as a strategy in the BCPS. IT in the BCPS covers a wide spectrum 

of systems. It includes standard IT operations such as networking, workstation/desktop support, 

and hosting services that support government operations (BC Auditor General Report, 2008). 

This is also called backhouse support systems or backbone infrastructure to various platforms, 

applications, and operating systems that government and employees rely on in their day-to-day 

work. According to the BC Auditor General Report (2008), some of these platforms, 

applications, and operating systems include government revenue management systems, health 
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insurance BC, Provincial Laboratory Information Solutions, and human resource management 

systems for delivering and managing government payroll systems. 

The BCPS has gone through many iterations of IT evolutions, from a crown corporation 

to a model where IT services were delivered internally by core government. More recently, the 

government’s desire to facilitate and enable enhanced, efficient, and effective service delivery 

through IT has been the use of third party IT service providers (CITZ, 2011). It is, however, 

necessary to state that although the goal is to affect service delivery to citizens, it is also 

indirectly to equip the public service employees with the necessary tools and solutions to enable 

them to perform their operational functions more efficiently and effectively. 

Even though the implementation of IT outsourcing is a well-known strategy within the 

BCPS, it is not well-documented. Information on the government’s policy statements regarding 

IT outsourcing is rather limited. Ideally, a general timeline outlining the major IT operations and 

milestones from inception to the present day would have been provided in this dissertation. 

However, this was not possible due to lack of corporate memory and limited access to 

information. Therefore, the analysis of IT outsourcing for this dissertation starts from 2001 when 

the Liberal government came to power, and outsourcing as a strategy gained momentum and was 

actively pursued in the BCPS BC Auditor General Report (2008).  

Recent history of IT outsourcing in the BCPS. IT outsourcing in the BCPS has 

variously been implemented over the years, however it was not until 2001 that it became an 

official policy of the government.  It was that year that the BC Government, through a formal 

announcement, “articulated a desire to transform the way public services were delivered to 

British Columbians” (Tisdale & Kieley, 2011, p. 4). This meant “revitalizing infrastructure, 
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increasing efficiency, reducing costs, gaining access to new skills and technology, and enhancing 

services to citizens through: 

(1) E-government Strategy 

(2) Corporate Shared Services Model, and 

(3) Alternative Service Delivery (ASD)”. (p 4). 

This mandate also included collaborating with ministries within the BCPS, broader public 

sector organizations in BC, communities, and private sector suppliers on cross-government 

initiatives in support of government’s objectives (Auditor General Report, 2008; Tisdale & 

Kieley, 2011).  

Within the BCPS, the Ministry of Technology, Innovation, and Citizens’ Services 

(MTICS) is responsible for technology. According to the ministry, responsibilities have been 

clearly defined between the two main divisions, which are the Office of Chief Information 

Officer (OCIO) and the Technology Services Division (TSD) (MTICS website). According to 

MTICS: 

The OCIO leads strategy, policy and standards for information technology, IT security 

and the management of the IM/IT investment portfolio for the Province. Whereas TSD 

provides the cost-effective management and supply of IM/IT services such as data and 

voice networks, workstations and mobile devices, messaging and collaboration services, 

information security, identity management, data centre and application hosting, and 

enterprise architecture and standards that are These services are essential for providing 

mission-critical supports to clients as they deliver business solutions to ministries and 

citizens (2015, p. 1). 
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The main distinction between the OCIO and TSD is that whereas the OCIO focuses on IT 

strategy and policy for government, TSD focuses on IT operations for the government. In other 

words, TSD is the operations arm of OCIO. TSD performs its functions through a number of 

strategies and policies implemented by the OCIO. Chief among these is IT outsourcing 

arrangements with third party IT service providers. The details of which IT service or function is 

outsourced to the private sector are shown in Table 9. 

Table 9 

 SSBC IT Outsourced Deals Since 2003 

Name of Contract Third-Party Service Provider 

HR Management Systems Telus Sourcing Solutions (TSS) 

Provincial Lab Information Solutions Canada Health Infoway 

Health Insurance Services BC MAXIMUS Canada 

Revenue Management System EDS Advanced Solutions 

Source:  Shared services and alternative service delivery: Tools for transforming government, K. 
Tisdale and B. Kieley, 2011,  EY..Copyright 2011 by EY. Reprinted with permission. 

 A number of reasons and objectives have been provided for these outsourced deals. These 

can be categorized into four broad areas: strategic, economic, financial, and technological (BC 

Auditor General, 2008; Tisdale & Kieley, 2011). 

 Strategic benefits included the ability of the BCPS to focus on its core business by 

outsourcing routine IT activities to third party service providers. Economic benefits included the 

ability of the BCPS to use the expertise and the economies of scale through large procurement in 

human and technological resources of these service providers to manage its IT cost structure. 
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Technological benefits included the ability of the BCPS to gain access to leading-edge 

technology while avoiding the risk of technological obsolescence that results from dynamic 

changes in the world of IT. Tisdale and Kieley (2011) provide a summary of these contracts, 

their worth, service provider, description of the service(s), and projected benefits and savings 

(see Table 10). 

 

Table 10 

Summary of Alternative Service Delivery Contracts Signed to Date 

Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

Health Benefits Operations 

Ministry of Health $324 

million over 10 years 

(Maximus) 

Outsource and automate the 

majority of MSP and 

Pharmacare operations. 

Private sector finances new 

system 

 Improved service to public 

 Maintain/enhance service to 

health care providers 

 Capital cost avoidance 

 Revenue cost-neutral 

Payroll Operations & 

Information Management 

Ministry of Labour and 

Citizens’ Services $133 

Outsource application 

maintenance and development 

functions for payroll. 

Outsource payroll transaction 

 Significant cost savings for 

government 

 Growth to Broader Public 

Sector potential for savings 
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Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

million over 10 years 

(TELUS) 

processing (business process 

outsourcing). 

 Transform Human Resources 

processes (self‑service 

through investment in new 

technology and processes) 

 $35 million over the next 10 

years 

Project and Contract Value 

(and Contractor) 

Description  Projected Benefits and 

Savings (Unaudited) 

 (Projected Financial Benefits 

– nominal $) 

Revenue Management 

Project 

Ministry of Small Business 

and Revenue 

$572 million over 10 years 

(EDS) 

Amalgamate and streamline 

government revenue 

management processes to 

improve service and collection 

of receivables through 

transformation and 

outsourcing. 

 Reduced outstanding 

receivables; increased 

revenue collected 

 Improved service levels to 

public 

 Consolidated financial view 

 Reduced technology risk 
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Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

 $382 million over the next 10 

years 

Workplace Support Services 

Ministry of Labour and 

Citizens’ Services 

$300 million over 10 years 

(IBM) 

Transform and outsource 

management and operations of 

workstations and desktop 

support functions. 

 Drive toward standardization 

and predictable pricing 

 Enhanced service levels to 

client ministries; transfer 

operational risks 

 Significant cost savings 

 $82 million over the next 10 

years 

Residential Tenancy Office 

Public Safety and Solicitor 

General 

$7.7 million over 10 years 

(TELUS) 

Develop and implement an 

online and contact-centre-

based system. 

 Improved service and 

reduced paper-based 

processing 

 Cost-neutral 

Network BC/Digital Divide 

Ministry of Labour and 

Set up telecommunications 

services contracts to connect 

 High-speed secure 

telecommunications network 
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Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

Citizens’ Services 

$245 million over 4 yrs 

(TELUS) 

B.C. communities to high-

speed Internet and lay the 

foundation for a next-

generation network to enable 

e-health, e-education, and e-

government. 

available to all 366 

communities and public 

sector in B.C. 

 $54 million reductions in 

telecommunications services 

costs 

Common Student Information 

System 

Ministry of Education 

$15 million over 5 years 

(Fujitsu) 

Acquire a common student 

information system for all 

schools and school boards. 

Select a private sector partner 

to centrally host and maintain 

key education applications. 

 Reduced administrative 

burden allowing schools to 

focus on core business 

 Improved service with better 

access to more accurate data 

 Cost-neutral 

Service BC 

Ministry of Labour and 

Citizens’ Services 

$35.6 million over 8 years 

(IBM Canada) 

Create the foundation to 

support an improved service 

delivery environment that 

provides consistent, seamless, 

integrated and innovative 

 Reduced operating costs 

 Four-year technology refresh 

 Enhanced stability 

  Improved service delivery 

for ministries across all 
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Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

access to government 

information services via 

online, telephone and in-

person service delivery. 

service delivery channels 

(telephone, online and in-

person) via new portal 

 Improved Service BC ability 

to provide information and 

services to citizens and 

businesses 

Provincial Lab Information 

Solutions  

Ministry of Health 

Up to $149 million over 10 

years (Sun Microsystems) 

Transform the way laboratory 

information and another 

critical clinical information is 

managed. Ensure improved 

access to laboratory 

information at the point of 

care anywhere in B.C. for 

authorized users. 

 Provide care providers with 

timely access to 

 laboratory information at the 

point of care, anywhere in 

the province 

 

Pan Canadian Health 

Surveillance  

A system to provide the ability 

to collect, share and analyze 

 Provide real-time ability to 

collect, share and analyze 
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Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

Ministry of Health 

Up to $37 million over 8 years 

(IBM Canada) 

health information to assist 

public health care officials to 

better manage health 

outbreaks. Manage outbreaks 

through early detection, rapid 

verification and appropriate 

response to epidemic-prone 

and emerging disease threats. 

health information critical for 

managing health problems 

relating to communicable 

diseases 

Strategic Transformation & 

Mainframe Services (Hosting 

& Data Centre) 

Ministry of Labour & 

Citizens’ Services 

$ 700M over 15 year 

(HP Advanced Solutions)  

 

 

Transform Infrastructure, 

economies of scale, risk 

mitigation, sustainability of 

government services.  

Aging server and storage 

infrastructure that required 

significant capital investment. 

Data centers at capacity and 

required significant upgrades 

 After the first year of 

operations, employees 

transitioned, storage 

virtualization projects 

underway and data centrer 

being built – all during the 

Olympics, recession, and 

government workforce 

adjustment. 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 140 

 

 

Project and Contract Value 

(and Contractor) Description 

Projected Benefits and 

Savings (Unaudited) 

(Projected Financial Benefits 

– nominal $) 

to maintain reliability. 

Situated on historic flood 

plains and earthquake fault 

lines.  

Technology antiquated and 

overloaded.  

A significant challenge in 

retaining and attracting skilled 

technical resources.  

Build new data centers in the 

interior of BC with full 

redundancy to existing data 

center in Alberta. 

Source: Shared services and alternative service delivery: Tools for transforming 
government., K. Tisdale and B.  Kieley, 2011. EY. Copyright 2011 by EY. Reprinted with 
permission. 

It is important to emphasize that some of these contracts, such as the Workplace Support 

Services, have reached their full term and have already been extended, whereas others are in 
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negotiations for possible renewal or the government is seeking new service providers. More 

recently, there have been other initiatives and steps in broadening into other areas such as how 

government can better manage its printing services. This has led to an IT project called the 

‘managed print service.’ This service, which will be provided by HP, is in a pilot phase now. 

Another significant milestone in this direction is the Telecommunications Services Master 

Agreement (TSMA) that was reached between the Province of BC and TELUS Communication 

Company in 2011 (CITZ, 2011). This agreement is to provide state of the art network services, 

including data and voice, to the BC government and other provincial agencies, such as the Health 

Authorities. 

Even though there have been a number of studies that have been directed towards the IT 

outsourcing phenomenon in the BCPS, the majority of these studies have focused on 

organizational cost savings or cost management infrastructure. No studies have been conducted 

in the area of IT outsourcing and public service employee efficiency and effectiveness. 

Therefore, this study is considered original in the sense that this will be the first of its kind to 

determine whether management finds that IT outsourcing enables government employees who 

work in bureaucratic administrative structures to work more efficiently and effectively. 

 

Data Collection Process 

The data collection process was conducted as outlined in Chapter Four. In all, 50 senior 

executives and 22 middle-management staff were recruited for participation in the study. Prior to 

participating in the interview and the focus group, each respondent was provided with a copy of 

the informed consent form indicating the purpose of the study and the voluntary participation 
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commitment. It was ensured that respondents were (a) well informed about the purpose of the 

research, (b) understood the risks they might face as a result of being part of the research, (c) 

understood the benefits that might accrue to them as a result of their participation, and (d) felt 

free to withdraw without negative consequences. 

The interviews were conducted in one-on-one situations in respondents’ offices, which 

made it convenient for the participants and offered the ability to distinguish respondents and their 

results from each other while maintaining confidentiality. Upon completion of all interviews, 

responses from the taped interviews were transcribed to ensure the accuracy of data analysis 

(Mehta, 2011). In addition, all information collected from the field work such as field notes, or 

completed consent forms etc. were properly stored and secured so that only the researcher had 

access to them. This information and data will be properly disposed of no later than 2017.    

The purpose of the focus group was (a) to substantiate the findings from the interviews 

and (b) develop themes for the central tenets that emerged from the interviews. The SSM 

provided a space for middle-management staff, the majority of which were from the IT ministry 

within the BCPS, to interact and share insights on the research topic. The starting point for the 

focus group discussions, after all protocols had been observed, was the SSM using the rich 

picture approach. Each group was provided with a sheet of flip chart paper and a set of felt-tip 

pens of different colors. The role of the researcher was that of a facilitator who provided the 

group with the central tenets derived from the interviews. These tenets followed the three main 

research questions: (a) key institutional factors, (b) critical focus areas, and (c) competencies 

needed to manage IT outsourcing in the public sector. 
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The role of the respondents, therefore, was to develop concrete and solid themes for each 

of the central tenets through the rich picture approach. What went into the picture, in the form of 

diagrams, texts, the linkages, and colours, was entirely up to the group. The challenge to each 

group was to represent the ‘system’ in which they were engaged (Checkland & Scholes, 1990), 

including what they felt represented or described each central tenet in the implementation of IT 

outsourcing and employees’ efficiency and effectiveness in doing their work. In all, there were 

four to five participants in each focus group Bell and Morse (2013) maintain that in a traditional 

rich picture approach, “text is usually avoided” (p. 3). However, this was not the case in this 

study. Respondents were encouraged to use text in their diagrams and pictures if they felt it 

provided a better representation for them rather than pictures. The focus group sessions were 

conducted on different days. This was done to accommodate respondents varying’ schedules and 

also ensured meetings rooms within the ministries were available. All sessions followed the same 

protocols to ensure consistency throughout the process. The findings and analysis of the field 

work were divided into two sections: Part 1 focused on the interviews, and Part 2 focused on the 

focus groups. 

Part 1: Interviews with Senior Executives in the BCPS  

An interview guide was used to gather data. This guide followed the research questions 

developed for this study.  

(1) Part 1 of the guide focused on gathering general background information on 

participants, for instance, their line of work, years of service in the BCPS, and 

knowledge of IT outsourcing. Despite its focus on gathering background information, 

the section also revealed other interesting findings, as discussed below.  
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(2) Part 2 of the guide focused on the first research sub-question which investigated the 

key institutional factors that enable government employees to be more efficient and 

effective through the implementation of IT outsourcing.  

(3) Part 3 identified and highlighted key management skills and competencies needed to 

ensure that IT outsourcing is implemented to enhance the BCPS’s operational and 

administrative functions. 

(4) Part 4 identified and discussed critical emerging issues related to IT outsourcing 

which management in the public service should be aware of.  

(5) Part 5 asked questions that focused on the future outlook of IT outsourcing and its 

role in public service work.  

Interview participants sampling. As discussed in Chapter Four, participants for this 

study were drawn from the BCPS through a blend of stakeholder and typical case (also known as 

purposive sampling) sampling. Palinkas, Horwitz, Green, Wisdom, Duan, and Hoagwood (2013) 

describe this process as one that “involves identifying and selecting individuals or groups of 

individuals that are especially knowledgeable about or experienced with a phenomenon of 

interest” (p. 2). This was essential as it was necessary to identify respondents who were able to 

speak to the subject and relay their experiences in the BCPS. This particular technique, though 

unique in a provincial government setting, is often used to conduct research in the field of IT, as 

described by Patton (1990). 

Data coding and analysis for the interviews. In this phase, the researcher described and 

summarized the data that had been gathered from the interviews. According to the literature, 
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various scholars have proposed different types of qualitative data analysis, typically tying the 

selection of a data analysis process to the goals of the study (Baxter & Jack, 2008). 

For this study, a qualitative case study analysis was conducted using Kvale’s (1987, 

1996) approach utilizing data from interviews with 50 study respondents. The analysis process 

was conducted manually using materials such as small sticky papers, flip charts and ‘post-it’ 

notes for coding and overall data management. It followed the process outlined by Saldana (2009 

p. 3) as follows: “(1) First cycle coding process were full sentences to an entire page of text and 

(2) Second cycle coding process further summarized and categorized the full sentences into a 

word, phrase or theme that represented the sentences.” 

Background information of interview respondents. This provided an overview and 

profile of respondents. It also presented their level of knowledge and understanding of IT 

outsourcing activities in the BCPS.  

Respondents’ role in the BCPS. This section focused on the role and position of 

respondents in the BCPS as highlighted in Chapter Four. It focused on senior executives who 

were mostly decision-makers and had control of a program or service delivery unit in the BCPS. 

Respondents were asked to state their role and function for the record. 

Years of employment in the BCPS. In order to gain insights into their employment history, 

respondents were asked about their years of service or employment in the BCPS. The purpose of 

this question was to understand how long they had worked in the BCPS, and whether they had 

witnessed the implementation of IT outsourcing since the government official announcement in 

2001 At the time of the study, the respondent with the lowest number of years of service reported 
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having been employed for two years, with the highest number of service years being 28 years. 

The average years of service of respondents were estimated to be around 14 years. 

Therefore, one might presume that the majority of these senior public servants had 

worked in the BCPS long enough to witness the implementation of IT outsourcing. However, 

this may not be the case in practice due to a variety of reasons, as will become evident through 

the responses of the next general questions. 

Knowledge of BCPS IT outsourcing. Respondents were asked a series of probing 

questions to test their knowledge level in the subject matter as well as their familiarity with IT 

outsourcing in the BCPS as users of those IT services. It was also to understand their level of 

engagement in IT outsourcing decision-making and implementation as executives of the BCPS. 

These questions pertained to (a) reasons why the BC government decided to outsource its IT 

functions to third-party private service providers, (b) which IT functions and systems had been 

outsourced by the government, and (c) how the government decided which IT functions to 

outsource. 

It is interesting to note that almost all interviewees responded that they were not privy to 

decisions, and therefore, their responses were based on what they perceived to have transpired at 

the time. Therefore, their responses below were not necessarily the view of government, but 

participants’ own views of what they believed to be the case.  

Reasons why the BC government decided to outsource its IT functions. A number of 

reasons have been articulated by various researchers on why organizations, both public and 

private, outsource their IT functions. Chapter Two provided a summary of drivers for IT 

outsourcing in general, categorized into four broad areas: economic, strategic, environmental, 
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and technological. For the BCPS, this was narrowed down to a number of prompts, as listed 

here: (a) focus on core government services, (b) employee efficiency and effectiveness, (c) 

responsive to citizens, (d) save money, (e) get access to new skills and technology, and (g) for 

other reasons.  

This question generated extensive discussion among respondents; however, the majority 

of respondents generally agreed on three primary reasons or drivers. Eighty-eight percent of 

respondents indicated that the primary and motivating reason why the government decided to 

outsource its IT functions to third-party vendors was to save money. A director of a ministry put 

it this way: 

Cost saving in the BCPS has been a prime agenda of government over the last decade as 

the government needed a cost-effective mechanism for providing IT services. Therefore, 

by outsourcing it to the private sector, government was able to reduce not only its huge 

operating cost but also the level of investment in technology.   

This was corroborated by an ADM, who offered that: 

Outsourcing of IT services meant that the BCPS was able to reduce its expenses not only 

in terms of technology but also staff cost. In my experience in the BCPS, IT outsourcing 

has also meant staff transfer where the staff whose service area(s) has/have been 

outsourced also go along with the deal and become employees of the outsourced service 

provider. This means the government is no longer responsible for the salaries and other 

benefits of these employees. This happened during the hosting deal with HP Advanced 

Solutions. Staff salaries and benefits constitute a big burden on government purse and 

any way to reduce it, especially in today’s unpredictable world economy, is welcomed.   
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According to respondents, another reason for IT outsourcing in the BCPS was to ‘focus 

on core government services.’ Approximately 86% of respondents interviewed maintained that 

the government implemented IT outsourcing in order for the BCPS to focus its efforts and 

resources on its core mandate, which is to deliver efficient and effective services to the citizens 

and businesses of BC. Respondents were of the belief that citizens now expect the government to 

deliver quality services, offer multiple channels of service delivery, and offer e-services that are 

on a par with the best of the private sector. An ED responded this way: 

For us in the BCPS, outsourcing for non-core government services, such as IT, is one of 

the ways of engaging and partnering with the private sector to enable the public service to 

deliver services to match the citizens’ expectations. It provides ministries with an 

opportunity to innovate and to improve our service and program design and offering.  

 The issue of core competence also generated some interesting discussions among 

respondents. Most respondents stated that IT was outsourced to the private sector because this 

was not a core government function. Therefore, it was a step in the right direction to outsource 

IT functions to other firms which are experts in this service and can provide it more effectively 

than government. One ED from the IT ministry said: 

My belief is that government saw IT outsourcing as not only a way of creating focus but 

also cutting costs and improving quality by giving the non-critical functions of 

government like IT to organizations for whom the functions are core competencies. This 

way the public service will be able to rely on the tools and solutions provided by the 

outsourced service provider to be efficient and effective in our jobs.   
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According to respondents, the third reason government decided to outsource its IT functions 

were to gain access to new skills and technology from the private sector. The BCPS, like other 

large public service organizations, was experiencing a shortage of skilled and experienced staff. 

This was brought about as a result of a number of factors such as changes in business operations 

and the public sector landscape, retirements, resignations, and managed staffing strategies. All 

these required external expertise. Also, the government may not always have the necessary skills 

and technology to keep pace with rapidly evolving technology in the industry. A director of a 

ministry maintained that: 

Technology is changing rapidly in the twenty-first century and for public service to be 

equipped to deliver efficient and effective services or implement programs and policies 

that are citizen and business -friendly; it has to keep pace with technology. It also means 

being abreast with the skills necessary to manage the new technology and one of the 

effective means is to outsource these functions to the private sector and rely on them for 

cutting-edge technology, as well as the skills needed to manage it. 

Another executive also stated that since the government was not in the business of IT, it 

made sense to outsource this function to the private sector. “This is one way of ensuring that 

government keeps pace with technological change and skill set upgrade” (ED from IT Ministry). 

The last two introductory and background information questions received mixed 

responses. These questions focused on executives’ knowledge of which government IT functions 

had been outsourced and how the government decided on which IT function to outsource. Those 

executives who were not directly involved in IT, but only used it to do their work maintained that 
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they did not know why IT functions had been outsourced. This was consistent with their 

knowledge on how the government decided which IT functions to outsource.  

On the other hand, executives who were directly involved in IT, as well as ministry CIOs, 

responded in the opposite. They were of the view that, even though no set criteria were used, 

each outsourcing arrangement was different in the way government went about it, and that there 

was not a ‘one size fits all’ approach. To the executives, there was a series of processes and 

procedures that government went through before deciding which IT services to outsource. The 

above, therefore, reveals some discrepancy in the implementation of IT outsourcing in terms of 

lack of engagement with broader stakeholders within the BCPS. This is how one ED from 

ministry expressed it: 

I am responsible for a very large government program with over 250 staff that relies 

heavily on telephony to do their work in my ministry; however, as I sit here, I have no 

clue as to which IT services have been outsourced. No one from SSBC came to engage 

me before making deals. One would have thought that I would be engaged in the process 

to make sure that my business needs have been considered before deals are negotiated, 

but this is not the case today. 

This view, however, was not shared by those executives who were directly associated 

with IT outsourcing, especially those in the IT ministry. They maintained that they could not 

engage everybody in the BCPS before making IT outsourcing decisions, as this would be a long 

process. However, they were starting to engage the MCIOs before major deals were done. The 

assumption is that the MCIOs would represent their ministries and be able to articulate their 

ministries’ business needs to SSBC. 
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Also, the question of which IT services and functions had been outsourced received 

mixed responses and followed the same pattern as above. Those executives who worked directly 

in IT environments, such as those in SSBC and the MCIOs, were able to clearly articulate which 

IT functions had been outsourced to date. This is not surprising due to the nature of their work 

and the level of involvement. Even though these executives knew which services had been 

outsourced, when pushed to confirm details of some of the deals, the majority were not able to 

provide details. They maintained that they only knew which IT services had been outsourced. 

This was not the case with executives who worked in ministries and were not directly involved 

and engaged in the IT environment. At least 40% of respondents who belonged in this category 

had no idea which government IT functions had been outsourced. According to them, this was 

the case with the majority of government employees who didn’t work in the IT environment but 

were IT users and relied on the various IT services to do their work as public servants. One ED 

from a ministry said: 

My staff and I get to find these things out when we have issues or problems involving IT 

and require resolutions by the IT folks. Normally, we are directed to call a call center for 

all IT issues. It is at this point that we sometimes hear private sector company names like 

IBM, TELUS, HP etc. being mentioned as the provider of those services and not SSBC. 

Public service tools and solutions through IT outsourcing. This section of the 

interviews focused on the first substantive research sub-question: ‘What are key institutional 

factors in IT outsourcing that provide adequate tools and solutions to the public service to help 

perform its work better? In order to answer the main research question, it was necessary to 
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identify the key institutional factors in IT outsourcing that facilitate public service efficiency and 

effectiveness in their work environment. 

Through their responses to the open-ended interview questions, respondents’ views, 

opinions, and perceptions were revealed. Multiple descriptions were generated from these 

individual views and opinions through thematic data. The composite descriptions allowed for the 

interpretation of the data as it related to answering the first research sub-question. The thematic 

category identified through the analysis for the creation of a number of broad dimensions of 

institutional factors in IT outsourcing implementation that provides the public service adequate 

tools and solutions to perform their operations and administrative functions in a bureaucracy. 

These are known as the primary categories.  

Of these, five were recorded as key primary categories, which included: (a) achieving 

maximum productivity with minimum wasted effort or expense; (b) working in a well-organized 

and competent way; (c) capability of producing desired results; (d) creative, productive, and 

performance; and (e) well informed and knowledgeable in work. The primary categories 

representing the variety of respondents’ responses are presented in Table 11 Only those primary 

categories receiving more than a single mention was included in the table. The main element to 

this thematic category is that there are institutional factors in IT outsourcing implementation that 

enable the public service to perform its administrative functions better in their bureaucratic 

environment.  
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Table 11 

Respondents’ Views and Opinions on Institutional Factors in IT Outsourcing that Enable the 

Public Service to Perform Its Operational Functions in a Bureaucracy 

Primary Category Central Tenet % of respondents    

Achieving maximum productivity with 

minimum wasted effort or expense 

Optimized business and service 

process 

32% 

Well informed and knowledgeable in 

work 

Access to knowledge, experience, 

and modern technology 

25% 

Creative, productive, and performance Flexibility 20% 

Capability of producing the desired 

outcome 

Innovation and know-

how/entrepreneurial spirit 

13% 

Working in a well-organized and 

competent way 

Focus on core government business 

and activities 

11% 

  

Respondents had a difficult time understanding or connecting IT outsourcing and public 

service operational functions, especially in thinking about tools and solutions that helped them 

do their work better. Traditional IT outsourcing had focused on cost savings rather than a holistic 

view of the public service and its work. Through a set of probing questions, participants shared 

their views and opinions.  

Achieving maximum productivity with minimum wasted effort or expense. The 

central institutional tenet derived from interviews in this category was an optimized business 

process. This was represented by 32% of respondents who believed that IT outsourcing could 
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enable the BCPS to achieve maximum productivity through optimized business processes. 

Respondents maintained that, to some extent, IT outsourcing, had ensured that the BCPS had an 

enterprise view of its operations and also ensured that its processes were streamlined. This was 

done not only across and among ministries, but also in various government programs and 

services. It ensured that the public service worked in a streamlined and optimized environment. 

According to one ADM: 

The BCPS as a traditional organization that used to be authoritarian and built around 

hierarchical organizational charts has changed quite a bit. IT outsourcing has changed the 

BCPS into a new form of organization, cutting down long decision paths and fostering 

lean structures that are able to react to rapid changes in the marketplace. It has also 

allowed the BCPS to adopt a hybrid model internally, moving from bureaucratic to a 

more ad hoc structure. This has ensured that the BCPS to be dynamic, efficient, and 

effective in the performance of its administrative functions. 

According to respondents, outsourcing IT to the private sector had served two 

primary purposes: (a) redefine the various processes and procedures of the operations of 

the BCPS, making it easier for employees to navigate and do work; and (b) ensure that 

the required technology was in place to support the public service administrative 

functions. This, however, came with some challenges. Respondents expressed the view 

that prior to outsourcing, IT issues and problems were resolved in a day, however, with 

the implementation of IT outsourcing, serious IT issues took about seven days to resolve. 

Respondents were unable to provide metrics to substantiate this claim since most of them 

said that they did not have the data except for experiential evidence. Ministries have to 
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call a toll-free number to log a ticket which went through many channels and processes 

before resolution. This did not work well for ministries’ business and service processes. 

In fact, according to respondents, it slowed their business and service processes and did 

not help public servants delivering front line services or implementing government 

policies and programs. One ED also maintained that:  

Before IT outsourcing, we had internal experts within ministries to resolve both 

technical and non-technical IT problems to make sure that services and business 

processes are not interrupted. However, with the decision to outsource our IT 

functions, our business processes are not optimized at all. We have gotten rid of 

all the experts within the ministries most of whom went to work with the 

outsource service providers and are therefore hamstrung in interfering in contracts 

to get issues resolved expeditiously. This is particularly the issue with most of 

government’s IT outsourcing contracts. 

Well-informed and knowledgeable in work. The second primary category focused on 

how well-informed and knowledgeable public service employees were in performing their 

operational functions and the role of IT outsourcing. This was based on the premise that for 

employees to be efficient and effective in their work, they should be knowledgeable about up-to-

date information. This could be achieved through the various tools and systems at their disposal 

to be able to do their work better. From the interviews, the central institutional tenet derived from 

this category was access to knowledge and modern technology.  

This represents 25% of respondents’ views, that by outsourcing government IT, the 

BCPS gained access to knowledge, experience, and modern technology that its employees did 
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not previously have to do their work. This was vital, especially in the public service, where the 

chain of command or the organizational structure, hierarchy and controls, could sometimes make 

access to information difficult for public servants. The senior executives interviewed also 

believed that knowledge transfer within the BCPS was critical for the success of government and 

service delivery, and IT outsourcing facilitates and actually made it easier. This was crucial 

because knowledge management is at the heart of the public service, especially in an era of 

globalization and constant change. IT outsourcing is, therefore, an accepted and growing practice 

as a means of meeting the needs of the BCPS in making it a more efficient and effective 

organization. According to one ED: 

The BCPS, for example, is a big organization with over 30,000 employees, 200 different 

occupations, so even though gaining access to knowledge is a challenge, we have to 

strive to ensure that IT outsourcing is used innovatively in a way to achieve this. 

Another ED also maintained that access to knowledge without the necessary technology 

was difficult, and therefore, with IT outsourcing, the BCPS was able to bridge gaps, provide 

avenues for employees to access that knowledge and technology for employees to be empowered 

to do their work more efficiently and effectively. To the ED, this was something the BCPS had 

not been able to accomplish prior to outsourcing its IT functions to third-party service providers.  

Respondents said they thought that the BCPS has not enjoyed the maximum potential that 

IT outsourcing offers in terms of managing knowledge. Most respondents, especially the 

executives in non-IT ministries, felt that the BCPS IT contracts were not structured in ways for 

such benefits to be realized. The majority of them felt that the focus was heavily weighted on the 
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traditional cost savings, and the ministry responsible for these IT contracts hardly looked beyond 

this stage. 

According to these respondents, the BCPS needed to move away from adversarial 

relations to greater cooperation and strategic relationships with its outsourced vendors. It was 

through this that the organization could begin to forge a shared understanding, and the transfer of 

knowledge would enable the public service employees to do their work better. They believed that 

such close relationships provided a good foundation for knowledge transfer and learning, 

creating opportunities for the BCPS to access new knowledge, skills, and the competencies of its 

vendors, which would eventually enhance employees’ ability to do their work. One ED from a 

ministry had this to say: 

Our workstation deal with IBM Canada enables the BCPS to tap into their expertise, 

experience, methodology, and technology to reduce the complexity of government 

operations and help us transform into a more scalable, flexible, and efficient workforce. 

This is because it has enabled our employees to leverage on cutting-edge solutions that 

positively impact bottom-line service and program results for the government.   

Another director commenting on access to new knowledge maintained that with the 

outsourcing of IT services, public service employees had access or were able to access data and 

information as and when they needed it in a secure, centralized environment utilizing cutting-

edge devices. This was necessary, especially for the BCPS, which was a diverse organization 

with regional office locations and employees across the province. It made it possible for them to 

implement government programs, policies, and services in real-time. 
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Creativity, productivity, and performance. The second primary category looked at 

employee creativity, productivity, and performance through IT outsourcing. Through this lens, 

the key institutional tenet derived from the interviews was increased flexibility, which was one 

area that respondents (20%) believed was a key factor in the implementation of IT outsourcing. 

Flexibility among employees in the public sector, who mostly worked in an administrative 

bureaucratic environment, was vital for efficiency and effectiveness as far as their jobs were 

concerned. Respondents explained that pursuing IT outsourcing as a strategy had the capacity to 

ensure that the public service was able to react to changing global and local environments 

through timely policies and programs implemented by its staff. According to interviewees, a key 

beneficiary of this central tenet was employees who were the main actors of government 

programs, policies, and service implementation. According to one ADM from a ministry: 

Employee flexibility in the way government policies, programs, and services are 

implemented is essential. We have to move from a reactive posture to a more proactive 

approach and IT outsourcing implementation is necessary to making sure that the public 

service is equipped with the latest technology from industry to be able to perform their 

duties.   

Some respondents also looked at flexibility in terms of cost. They maintained that the 

outsourced vendors that had been contracted to provide IT services to the BCPS had better cost 

control for the changes in quantity over time than the client. They were able to provide a better 

level of service at a lower cost than prior to government outsourcing the IT service and functions 

because of economies of scale, better access to lower-cost labour pools, and more focused 
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expertise in managing IT. Other respondents looked at flexibility in terms of competitive 

advantage. A CIO from a ministry offered that:  

For us in the public service, outsourcing of IT services to the private sector ensures that 

we have the necessary tools to do our work. We are able to apply and adopt a business-

like strategy in our hierarchical organizational structure. It also means we are able to and 

steadily maintain or replace our existing IT systems in order to adapt continuously to the 

rapidly changing business environment and technologies. 

Capability of producing desired results. The fourth primary category based on the 

interview questions focused on the BCPS’ capability of producing desired results, the intended or 

expected outcomes. Questions on this looked at the factors that helped the public service to be 

efficient and effective in the implementation of government policies, programs, and services. 

Based on the analysis, the key institutional tenets derived from the interviews were innovation 

and know-how. Thirteen percent of respondents indicated that innovation and know-how were of 

vital importance in the public service in order for the government to realize its mandate to 

citizens and businesses of BC. According to an ED from the IT ministry, innovation and know-

how cut across all sectors of the BCPS, and they were key deliverables of the ministry to lead not 

only technology but more importantly innovation of the organization. This is what one ADM 

from a ministry had to say: 

As a public service organization, we need to continually innovate. This is especially true 

in our case where we work in a bureaucratic environment where things take a while to get 

done. So if we are to be seen as producing desired results and achieve expected outcomes 

for government, then we need to develop organizational models that help us achieve that. 
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IT outsourcing is a strategy allows us to identify and apply organizational designs that 

more effectively integrates all the administrative activities of the BCPS.   

Other respondents also maintained that innovation through IT outsourcing helped solve 

the main challenges confronting the BCPS, such as (a) the fundamental coordination problem of 

a large organization, such as the BCPS, to organize the value-adding activities and information 

flows of the organization most effectively in order to maximize productivity; and (b) the public 

service employees need to resolve the “agency problem” to realize and enforce coordination and 

control in services, both internally within each ministry and across the entire public service. 

Furthermore, respondents believed that innovation through IT outsourcing 

implementation had allowed the BCPS to be alert to the importance of providing new ways of 

working and functioning as an organization. An example was the need to support remote or 

mobile working for its employees. These views were not wholly shared by other executives, 

particularly respondents from non-IT ministries. To them, the pace of employee innovation in the 

BCPS was not where it needed to be. They maintained that having implemented IT outsourcing 

for the past 14 years, the BCPS should be at the apex of employee innovation, but this was not 

the case. Some respondents thought that the public service still performed its work in the same 

manner as it did prior to IT outsourcing, and therefore, it had not made a big difference in 

employees’ capability to produce desired results.  

They expressed that the BCPS would do well to restructure their IT outsourcing contracts 

with these key factors to ensure that it enabled employees to be innovative in their work. 

According to one ED, even though IT outsourcing had helped the BCPS to innovate to some 

extent, it had not really propelled the public service to reinvent. The public service still lacked 
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the swiftness with which to respond to the changing needs of government business, services, and 

programs, drive operational excellence or optimize talent-scalability. These are what made 

employees innovative and enabled them to perform well as public servants. 

Working in a well-organized and competent way. The last primary category was how 

employees work in a well-organized and competent way. Through the interview questions, this 

primary category probed respondents on the ingredients necessary for employees to be 

competent in their work. From responses and analysis, the key institutional tenet derived from 

this category was focused on core government business and activities. Eleven percent of 

respondents felt that one of the key reasons for IT outsourcing was for the government to focus 

on government business and do it well. Therefore, for employees to be able to work well and be 

competent in what they do as public servants there was a need to outsource IT functions to third-

party service providers enabling public servants to focus on implementing government policies, 

programs, and services. According to one ADM, the public service needed to be focused and 

dedicate time, efforts, and resources solely on providing better services and programs to the 

citizens and businesses of BC, rather than getting themselves involved in all kinds of IT issues 

for which they have no expertise. Therefore, outsourcing IT to the private sector was the way to 

go. Another ED had this to say: 

The public service today is not what it used to be. There is far more pressure today from 

citizens to provide far and sometimes superior public services much like what citizens 

experience from the private sector. Therefore, it makes sense for us to not only use the 

latest technology but also be strategic and focus on what we do best. This is one way of 

making sure that we as public servants can be efficient and effective not only in 
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implementing government policies, programs, and services but also improving them for 

the benefit of citizens and businesses of BC. 

Furthermore, respondents felt that IT outsourcing, to some extent, had provided BCPS 

staff the necessary tools and systems to focus on planning and monitoring of government 

services by removing the distraction of IT issues, which could sometimes impede the 

performance of their duties. Most respondents shared this view but some participants raised 

critical questions about the degree to which this had been achieved in the BCPS. To some 

respondents, even though IT outsourcing had allowed employees to focus on government 

business and services, those gains were limited. Some of the executives interviewed were of the 

view that this affected only IT staff, which represented a small fraction of the entire BCPS 

workforce, and therefore, only the IT ministry staff benefited. They did not see how this 

benefited the entire BCPS workforce.  

Others also maintained that IT outsourcing has brought a different challenge to the public 

service and its employees. Relying on external service providers meant that employees usually 

had to wait for long periods, and sometimes prolonged and multi-layered processes, for IT issues 

to be resolved before they could do their work. Employees were often saddled with dealing with 

IT issues with outsource service providers rather than focusing on their work. So, in effect, 

employees found themselves not working well enough to produce the desired results.  

Respondents, especially from the non-IT ministries, also pointed out that even the 

establishment of a shared services organization in the BCPS did not help. They maintained that 

(a) SSBC had become a bottleneck rather than an organization that channels fast and effective 

delivery of IT services for the BCPS, and (b) even though government had outsourced a large 
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portion of its IT functions, it still had a lot of IT technical staff and an IT ministry (SSBC). These 

workers still spent their time, effort, and energy dealing with IT issues, rather than managing the 

contracts with the third party service providers. This, therefore, defeated the purpose of staff 

focusing on government business and service goals. 

Essential management skills and competencies needed to manage IT outsourcing in 

the BCPS. This section of the interviews focused on respondents identifying and highlighting 

necessary skills and competencies needed to manage IT outsourcing implementation in the 

public service. Respondents saw a need for certain skills and competencies to manage IT 

outsourcing implementation especially in a bureaucracy like the BCPS. These skills and 

competencies would help provide adequate tools and solutions that enable employees to perform 

their work better. This was coupled with the varied occupations, diverse territorial landscape, and 

the size of the IT outsourcing deals with which it was engaged. The competencies and skills that 

participants felt were needed are presented in Table 12. 

Table 12 

Competencies Needed for IT Outsourcing Implementation in the BCPS 

Key Competency 

% of participants offered this 

view   

Enterprise (strategic decision) business decision-making skills 35% 

Leadership & vision 27% 

Change management skills 20% 

Effective relationship management experts 18% 
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Enterprise decision-making skills. From the interview analysis, the first competency 

identified by the respondents was enterprise decision-making skills. According to 35% of the 

respondents, this key skill was lacking in the implementation of IT outsourcing in the BCPS. 

Drawing from the interviews and document analysis, it became evident that the BCPS didn’t 

have senior executives who had enterprise decision-making skills and expertise in its IT 

transformation and outsourcing implementation. For example, one ED from a non-IT ministry 

indicated that:  

We need people who really understand the business of government to be able to fashion 

out an IT outsourcing contract that truly reflects government business and services. Even 

though we have SSBC as the ministry responsible for IT, they lack this expertise and in 

most cases don’t understand the business of the public service. This is evident from the 

multiple IT outsourcing contracts we currently have which does not really serve the 

BCPS well and we are not leveraging on them to equip us with the tools and solutions we 

need to do our jobs better. 

This was echoed by another ED who maintained that the public service didn’t need multiple IT 

contracts with various vendors. All the government needed was one IT outsourcing contract that 

reflected government business, programs, and service needs. This way, there would be a one-

stop shop for the public service for all their IT services. 

 To some respondents, having a consolidated IT outsourcing contract would have the 

potential to eliminate red-tape associated with the public service while enabling employees to be 

adaptable and dynamic to changes. This also implied a major redesign of its hierarchical 

organizational structure, business processes, IT applications, and technical infrastructure. It 
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would also require executives with skills that are able to align IT outsourcing with BCPS 

policies, programs, and other operating model components. Therefore, it can be deduced from 

the responses from respondents that having one IT outsource contract could greatly ease the 

process and ensure proper integration, thereby equipping employees with the right tools. Having 

multiple IT contracts, as it currently existed in the BCPS, made it challenging and difficult for 

integration to be achieved. Each contract potentially represented a piece of government business 

or service in the BCPS, which further compounded the bureaucratic nature of the BCPS and was 

not helpful to employees. 

 Leadership and vision. The next tenet was leadership and vision, where 27% of the 

respondents expressed the view that even though there had been some developments over the last 

few years, a lot still needed to be achieved. As respondents noted, the public service being a big 

bureaucratic organization, it was often challenged by rapid and complex technological changes 

that occurred in the marketplace. These changes invariably affected the programs and services 

that the public service delivered on behalf of the government. Respondents, therefore, felt that 

executives with leadership and vision skills were needed to properly integrate IT outsourcing 

implementation of public service work, and integrating IT with government business, programs, 

and services. It is through these that public servants would be able to be innovative, creative and 

produce desired results. 

 According to respondents, leadership and vision skills included making bold and 

pragmatic decisions. It was also about managing the IT sourcing strategy, both front-end and 

back-end streams, to meet the public service and government business needs. One director from 

a non-IT ministry commented that: 
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We need visionary thinkers in the BCPS who ensure that IT outsourcing implementation 

is not only envisioned in every ministry business process but also works well for the 

public service recognizing it’s environment and the types of hierarchical control 

mechanism that are in place. 

Respondents maintained that the BCPS needed leaders who knew and had a clear sense of the 

future state of the public service administrative functions, government programs, and services. It 

was leaders with such skills and competencies who would be able to drive the required IT 

changes through appropriate outsourcing commitments and procurements that were needed 

across all levels of the BCPS.  

Change management expertise. The third skill identified was change management 

expertise, which according to 20% of respondents, was a key competency lacking in the BCPS as 

far as IT outsourcing implementation was concerned. Respondents believed this was urgently 

needed, especially with IT contract renewal negotiations underway in the BCPS. Through the 

interviews, it was acknowledged that the public service had not done a good job of managing the 

change associated with the establishment of these large IT outsourcing relationships. The 

consequence was that employees were not able to realize the potential tools and solutions, as 

provided by strategy, to perform their operational functions. According to one ADM, besides 

achieving its cost saving objectives, the BCPS found itself unable to move to the next step 

because it had not streamlined its organizational structure to take full advantage of this IT 

outsourcing strategy. Too much time was wasted trying to help managers and employees 

understand how to work with the new external service providers in a reactive rather than 

proactive fashion. This meant that change management from a broader view of the change in the 
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IT outsourcing implementation process was, in essence, a factor that enabled BCPS employees to 

be more efficient and effective in their work.  

According to respondents, the BCPS was a big bureaucratic organization with diverse 

groups of employees with different occupations who were affected by any IT outsourcing 

implementation. Therefore, the organization needed skilled change management experts who 

would be able to recognize this aspect and effect the necessary changes that impacted and 

affected those who relied on these outsourced services to do their work on a day-to-day basis. To 

this end, one ADM from a non-IT ministry said: 

As a matter of fact, the BCPS need expert (s) who has the ability and skill to know the 

needs of senior executives, middle management, and junior staff as well as the different 

occupations across the BCPS in order to effectively negotiate IT contracts. If we want to 

use IT outsourcing as a strategy to enable and enhance the work of the public service, 

then we need effective change management leaders with concrete strategies to manage IT 

outsourcing and associated change. Currently, this is lacking, at least from where I sit as 

an ADM responsible for over 250-300 staff delivering major government programs and 

services to the citizens and businesses of BC. 

Respondents reported that what was needed were executives with effective change management 

expertise to implement effective programs across the BCPS. This program was covered in detail 

in the focus group discussions.  

 Effective relationship management skills. Eighteen percent of respondents identified 

this as a competency that was needed in the implementation of IT outsourcing in the BCPS. This 

was one area that most respondents, from both the IT and non IT ministries, identified as one in 
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which expertise was lacking in the BCPS. According to respondents, an effective relationship 

management skill set was seen to include three areas, including (a) relationship quality, (b) 

relationship governance and (c) relationship duration. Most respondents were of the view that 

even though there were mechanisms in all three areas, these were still in their infancy in the 

public service as far as IT outsourcing was concerned. 

 Therefore, there was a need for experience and competence in this area to move IT 

outsourcing implementation to a level where it provided adequate tools and solutions to the 

public service. According to respondents, successful IT outsourcing implementation depended on 

three main factors: it should be the right strategic decision; match the needs of both parties, and 

the relationship needed to be well managed.  One ED from the IT ministry commented that: 

We need people with skills and competencies who can move beyond just formal 

(contract) and informal (trust) into social relationships which can play a complimentary 

role in facilitating a more effective and efficient public service. Right now, we don’t have 

relationship experts who can efficiently and effectively combine formal contract and 

relational governance simultaneously to enhance collaboration between the BCPS and the 

IT outsourced service providers. 

The case of the BCPS was unique in the sense that managing relationships was not only between 

the organization and the IT outsource vendor, but also the entire public service relied on those 

outsourced services to do their work. A Director from a non-IT ministry posited that:  

From my perspective managing the IT outsourcing relationship in the BCPS requires 

certain key skills and capabilities, including strong communications capabilities that are 

regularly exercised between all parties. The BCPS needs experienced and strategic 
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leaders who also have an operational awareness of the organization. This is critical as we 

are a service organization and therefore, having a strategic view without operational 

awareness of the organization leaves out IT outsourcing and its relationship with the 

service provider vulnerable. Therefore these are needed as a support to strong 

communication and negotiation skills and compliments good understanding of the BCPS’ 

business, programs, and service is also vital for success. 

For respondents, there was the need for executives with competencies who were able to 

discuss short and long-term goals and expectations, because these influenced how performance 

was measured. They also needed to discuss what a mutually beneficial relationship might look 

like, not only to the IT ministry, but to the whole of BCPS, and whether the scenario was feasible 

or not. 

Critical emerging issues and challenges associated with IT outsourcing in the public 

service. This part of the interviews focused on sub-question 3 of the research which is: Are there any 

critical emerging issues and challenges associated with IT outsourcing in the public sector that senior 

executives should be aware of? The public service, unlike the private sector, faces a much bigger 

responsibility than private sector firms. This is especially true when public sector organizations are 

being transformed to be efficient and effective in delivering government programs and services to 

taxpayers. Taxpayers are rapidly becoming sophisticated consumers of government-provisioned 

services who demand that the public service is modernized and improve the quality of its public 

service delivery methods (Éthier, 1994). 

Therefore, analysis of the responses from the interviews focused on part 3 of the field test. 

Just as in parts one and two, the purpose of this part of the analysis identified central tenets of the 
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critical emerging issues and challenges as of IT outsourcing implementation. Through the 

interviews, four main critical issues and challenges emerged. These are shown in Table 13. 

Table 13 

Respondents’ General Views and Opinions on Critical Emerging Issues Associated with IT 

Outsourcing in the Public Service 

Central Tenets on Emerging Areas 

% of Respondents who offered this 

view   

Security  33% 

Privacy 27% 

Enhanced and Effective Vender Management  22% 

Legislation and Regulation 18% 

 

According to respondents, outsourcing IT to the private sector had served two primary 

purposes: (a) redefine the various processes and procedures of the operations of the BCPS, 

making it easier for employees to navigate and do work; and (b) ensure that the required 

technology was in place to support the public service administrative functions. This, however, 

came with some challenges. Respondents expressed the view that prior to outsourcing, IT issues 

and problems were resolved in a day, however, with the implementation of IT outsourcing, 

serious IT issues took about seven days to resolve. Respondents were unable to provide metrics 

to substantiate this claim since most of them said that they did not have the data except for 

experiential evidence. Ministries have to call a toll-free number to log a ticket which went 

through many channels and processes before resolution. This did not work well for ministries’ 
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business and service processes. In fact, according to respondents, it slowed their business and 

service processes and did not help public servants delivering front line services or implementing 

government policies and programs. One ED also maintained that:  

Before IT outsourcing, we had internal experts within ministries to resolve both technical 

and non-technical IT problems to make sure that services and business processes are not 

interrupted. However, with the decision to outsource our IT functions, our business 

processes are not optimized at all. We have gotten rid of all the experts within the 

ministries most of whom went to work with the outsource service providers and are 

therefore hamstrung in interfering in contracts to get issues resolved expeditiously. This 

is particularly the issue with most of government’s IT outsourcing contracts. 

  

Well-informed and knowledgeable in work. The second primary category focused on 

how well-informed and knowledgeable public service employees were in performing their 

operational functions and the role of IT outsourcing. This was based on the premise that for 

employees to be efficient and effective in their work, they should be knowledgeable about up-to-

date information. This could be achieved through the various tools and systems at their disposal 

to be able to do their work better. From the interviews, the central institutional tenet derived from 

this category was access to knowledge and modern technology.  

This represents 25% of respondents’ views, that by outsourcing government IT, the 

BCPS gained access to knowledge, experience, and modern technology that its employees did 

not previously have to do their work. This was vital, especially in the public service, where the 

chain of command or the organizational structure, hierarchy and controls, could sometimes make 
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access to information difficult for public servants. The senior executives interviewed also 

believed that knowledge transfer within the BCPS was critical for the success of government and 

service delivery, and IT outsourcing facilitates and actually made it easier. This was crucial 

because knowledge management is at the heart of the public service, especially in an era of 

globalization and constant change. IT outsourcing is, therefore, an accepted and growing practice 

as a means of meeting the needs of the BCPS in making it a more efficient and effective 

organization. According to one ED: 

The BCPS, for example, is a big organization with over 30,000 employees, 200 different 

occupations, so even though gaining access to knowledge is a challenge, we have to 

strive to ensure that IT outsourcing is used innovatively in a way to achieve this. 

 

Another ED also maintained that access to knowledge without the necessary technology 

was difficult, and therefore, with IT outsourcing, the BCPS was able to bridge gaps, provide 

avenues for employees to access that knowledge and technology for employees to be empowered 

to do their work more efficiently and effectively. To the ED, this was something the BCPS had 

not been able to accomplish prior to outsourcing its IT functions to third-party service providers.  

Respondents said they thought that the BCPS has not enjoyed the maximum potential that 

IT outsourcing offers in terms of managing knowledge. Most respondents, especially the 

executives in non-IT ministries, felt that the BCPS IT contracts were not structured in ways for 

such benefits to be realized. The majority of them felt that the focus was heavily weighted on the 

traditional cost savings, and the ministry responsible for these IT contracts hardly looked beyond 

this stage. 
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According to these respondents, the BCPS needed to move away from adversarial 

relations to greater cooperation and strategic relationships with its outsourced vendors. It was 

through this that the organization could begin to forge a shared understanding, and the transfer of 

knowledge would enable the public service employees to do their work better. They believed that 

such close relationships provided a good foundation for knowledge transfer and learning, 

creating opportunities for the BCPS to access new knowledge, skills, and the competencies of its 

vendors, which would eventually enhance employees’ ability to do their work. One ED from a 

ministry had this to say: 

Our workstation deal with IBM Canada enables the BCPS to tap into their expertise, 

experience, methodology, and technology to reduce the complexity of government 

operations and help us transform into a more scalable, agile, and efficient workforce. This 

is because it has enabled our employees to leverage on cutting-edge solutions that 

positively impact bottom-line service and program results for the government.   

Another director commenting on access to new knowledge maintained that with the 

outsourcing of IT services, public service employees had access or were able to access data and 

information as and when they needed it in a secure, centralized environment utilizing cutting-

edge devices. This was necessary, especially for the BCPS, which was a diverse organization 

with regional office locations and employees across the province. It made it possible for them to 

implement government programs, policies, and services in real-time. 

Creativity, productivity, and performance. The second primary category looked at 

employee creativity, productivity, and performance through IT outsourcing. Through this lens, 

the key institutional tenet derived from the interviews was increased flexibility, which was one 
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area that respondents (20%) believed was a key factor in the implementation of IT outsourcing. 

Flexibility among employees in the public sector, who mostly worked in an administrative 

bureaucratic environment, was vital for efficiency and effectiveness as far as their jobs were 

concerned. Respondents explained that pursuing IT outsourcing as a strategy had the capacity to 

ensure that the public service was able to react to changing global and local environments 

through timely policies and programs implemented by its staff. According to interviewees, a key 

beneficiary of this central tenet was employees who were the main actors of government 

programs, policies, and service implementation. According to one ADM from a ministry: 

Employee flexibility in the way government policies, programs, and services are 

implemented is essential. We have to move from a reactive posture to a more proactive 

approach and IT outsourcing implementation is necessary to making sure that the public 

service is equipped with the latest technology from industry to be able to perform their 

duties. 

Some respondents also looked at flexibility in terms of cost. They maintained that the 

outsourced vendors that had been contracted to provide IT services to the BCPS had better cost 

control for the changes in quantity over time than the client. They were able to provide a better 

level of service at a lower cost than prior to government outsourcing the IT service and functions 

because of economies of scale, better access to lower-cost labour pools, and more focused 

expertise in managing IT. Other respondents looked at flexibility in terms of competitive 

advantage. A CIO from a ministry offered that:  

For us in the public service, outsourcing of IT services to the private sector ensures that 

we have the necessary tools to do our work. We are able to apply and adopt a business-
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like strategy in our hierarchical organizational structure. It also means we are able to and 

steadily maintain or replace our existing IT systems in order to adapt continuously to the 

rapidly changing business environment and technologies. 

Capability of producing desired results. The fourth primary category based on the 

interview questions focused on the BCPS’ capability of producing desired results, the intended or 

expected outcomes. Questions on this looked at the factors that helped the public service to be 

efficient and effective in the implementation of government policies, programs, and services. 

Based on the analysis, the key institutional tenets derived from the interviews were innovation 

and know-how. Thirteen percent of respondents indicated that innovation and know-how were of 

vital importance in the public service in order for the government to realize its mandate to 

citizens and businesses of BC. According to an ED from the IT ministry, innovation and know-

how cut across all sectors of the BCPS, and they were key deliverables of the ministry to lead not 

only technology but more importantly innovation of the organization. This is what one ADM 

from a ministry had to say: 

As a public service organization, we need to continually innovate. This is especially true 

in our case where we work in a bureaucratic environment where things take a while to get 

done. So if we are to be seen as producing desired results and achieve expected outcomes 

for government, then we need to develop organizational models that help us achieve that. 

IT outsourcing is a strategy allows us to identify and apply organizational designs that 

more effectively integrates all the administrative activities of the BCPS.   

Other respondents also maintained that innovation through IT outsourcing helped solve 

the main challenges confronting the BCPS, such as (a) the fundamental coordination problem of 
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a large organization, such as the BCPS, to organize the value-adding activities and information 

flows of the organization most effectively in order to maximize productivity; and (b) the public 

service employees need to resolve the “agency problem” to realize and enforce coordination and 

control in services, both internally within each ministry and across the entire public service. 

Furthermore, respondents believed that innovation through IT outsourcing 

implementation had allowed the BCPS to be alert to the importance of providing new ways of 

working and functioning as an organization. An example was the need to support remote or 

mobile working for its employees. These views were not wholly shared by other executives, 

particularly respondents from non-IT ministries. To them, the pace of employee innovation in the 

BCPS was not where it needed to be. They maintained that having implemented IT outsourcing 

for the past 14 years, the BCPS should be at the apex of employee innovation, but this was not 

the case. Some respondents thought that the public service still performed its work in the same 

manner as it did prior to IT outsourcing, and therefore, it had not made a big difference in 

employees’ capability to produce desired results.  

They expressed that the BCPS would do well to restructure their IT outsourcing contracts 

with these key factors to ensure that it enabled employees to be innovative in their work. 

According to one ED, even though IT outsourcing had helped the BCPS to innovate to some 

extent, it had not really propelled the public service to reinvent. The public service still lacked 

the flexibility to respond to the changing needs of government business, services, and programs, 

drive operational excellence or optimize talent-scalability. These are what made employees 

innovative and enabled them to perform well as public servants. 
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Working in a well-organized and competent way. The last primary category was how 

employees work in a well-organized and competent way. Through the interview questions, this 

primary category probed respondents on the ingredients necessary for employees to be 

competent in their work. From responses and analysis, the key institutional tenet derived from 

this category was focused on core government business and activities. Eleven percent of 

respondents felt that one of the key reasons for IT outsourcing was for the government to focus 

on government business and do it well. Therefore, for employees to be able to work well and be 

competent in what they do as public servants there was a need to outsource IT functions to third-

party service providers enabling public servants to focus on implementing government policies, 

programs, and services. According to one ADM, the public service needed to be focused and 

dedicate time, efforts, and resources solely on providing better services and programs to the 

citizens and businesses of BC, rather than getting themselves involved in all kinds of IT issues 

for which they have no expertise. Therefore, outsourcing IT to the private sector was the way to 

go. Another ED had this to say: 

The public service today is not what it used to be. There is far more pressure today from 

citizens to provide far and sometimes superior public services much like what citizens 

experience from the private sector. Therefore, it makes sense for us to not only use the 

latest technology but also be strategic and focus on what we do best. This is one way of 

making sure that we as public servants can be efficient and effective not only in 

implementing government policies, programs, and services but also improving them for 

the benefit of citizens and businesses of BC. 
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Furthermore, respondents felt that IT outsourcing, to some extent, had provided BCPS 

staff the necessary tools and systems to focus on planning and monitoring of government 

services by removing the distraction of IT issues, which could sometimes impede the 

performance of their duties. Most respondents shared this view but some participants raised 

critical questions about the degree to which this had been achieved in the BCPS. To some 

respondents, even though IT outsourcing had allowed employees to focus on government 

business and services, those gains were limited. Some of the executives interviewed were of the 

view that this affected only IT staff, which represented a small fraction of the entire BCPS 

workforce, and therefore, only the IT ministry staff benefited. They did not see how this 

benefited the entire BCPS workforce.  

Others also maintained that IT outsourcing has brought a different challenge to the public 

service and its employees. Relying on external service providers meant that employees usually 

had to wait for long periods, and sometimes prolonged and multi-layered processes, for IT issues 

to be resolved before they could do their work. Employees were often saddled with dealing with 

IT issues with outsource service providers rather than focusing on their work. So, in effect, 

employees found themselves not working well enough to produce the desired results.  

Respondents, especially from the non-IT ministries, also pointed out that even the 

establishment of a shared services organization in the BCPS did not help. They maintained that 

(a) SSBC had become a bottleneck rather than an organization that channels fast and effective 

delivery of IT services for the BCPS, and (b) even though government had outsourced a large 

portion of its IT functions, it still had a lot of IT technical staff and an IT ministry (SSBC). These 

workers still spent their time, effort, and energy dealing with IT issues, rather than managing the 
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contracts with the third party service providers. This, therefore, defeated the purpose of staff 

focusing on government business and service goals. 

Essential management skills and competencies needed to manage IT outsourcing in 

the BCPS. This section of the interviews focused on respondents identifying and highlighting 

necessary skills and competencies needed to manage IT outsourcing implementation in the 

public service. Respondents saw a need for certain skills and competencies to manage IT 

outsourcing implementation especially in a bureaucracy like the BCPS. These skills and 

competencies would help provide adequate tools and solutions that enable employees to perform 

their work better. This was coupled with the varied occupations, diverse territorial landscape, and 

the size of the IT outsourcing deals with which it was engaged. The competencies and skills that 

participants felt were needed are presented in Table 14 

Table 14 

Competencies Needed for IT Outsourcing Implementation in the BCPS 

Key Competency 

% of participants offered this 

view   

Enterprise (strategic decision) business decision-making skills 35% 

Leadership & vision  27% 

Change management skills 20% 

Effective relationship management experts 18% 

 

Enterprise decision-making skills. From the interview analysis, the first competency 

identified by the respondents was enterprise decision-making skills. According to 35% of the 
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respondents, this key skill was lacking in the implementation of IT outsourcing in the BCPS. 

Drawing from the interviews and document analysis, it became evident that the BCPS didn’t 

have senior executives who had enterprise decision-making skills and expertise in its IT 

transformation and outsourcing implementation. For example, one ED from a non-IT ministry 

indicated that:  

We need people who really understand the business of government to be able to fashion 

out an IT outsourcing contract that truly reflects government business and services. Even 

though we have SSBC as the ministry responsible for IT, they lack this expertise and in 

most cases don’t understand the business of the public service. This is evident from the 

multiple IT outsourcing contracts we currently have which does not really serve the 

BCPS well and we are not leveraging on them to equip us with the tools and solutions we 

need to do our jobs better. 

This was echoed by another ED who maintained that the public service didn’t need multiple IT 

contracts with various vendors. All the government needed was one IT outsourcing contract that 

reflected government business, programs, and service needs. This way, there would be a one-

stop shop for the public service for all their IT services. 

 To some respondents, having a consolidated IT outsourcing contract would have the 

potential to eliminate red-tape associated with the public service while enabling employees to be 

adaptable and dynamic to changes. This also implied a major redesign of its hierarchical 

organizational structure, business processes, IT applications, and technical infrastructure. It 

would also require executives with skills that are able to align IT outsourcing with BCPS 

policies, programs, and other operating model components. Therefore, it can be deduced from 
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the responses from respondents that having one IT outsource contract could greatly ease the 

process and ensure proper integration, thereby equipping employees with the right tools. Having 

multiple IT contracts, as it currently existed in the BCPS, made it challenging and difficult for 

integration to be achieved. Each contract potentially represented a piece of government business 

or service in the BCPS, which further compounded the bureaucratic nature of the BCPS and was 

not helpful to employees. 

 Leadership and vision. The next tenet was leadership and vision, where 27% of the 

respondents expressed the view that even though there had been some developments over the last 

few years, a lot still needed to be achieved. As respondents noted, the public service being a big 

bureaucratic organization, it was often challenged by rapid and complex technological changes 

that occurred in the marketplace. These changes invariably affected the programs and services 

that the public service delivered on behalf of the government. Respondents, therefore, felt that 

executives with leadership and vision skills were needed to properly integrate IT outsourcing 

implementation of public service work, and integrating IT with government business, programs, 

and services. It is through these that public servants would be able to be innovative, creative and 

produce desired results. 

 According to respondents, leadership and vision skills included making bold and 

pragmatic decisions. It was also about managing the IT sourcing strategy, both front-end and 

back-end streams, to meet the public service and government business needs. One director from 

a non-IT ministry commented that: 

We need visionary thinkers in the BCPS who ensure that IT outsourcing implementation 

is not only envisioned in every ministry business process but also works well for the 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 182 

 

 

public service recognizing it’s environment and the types of hierarchical control 

mechanism that are in place. 

Respondents maintained that the BCPS needed leaders who knew and had a clear sense of the 

future state of the public service administrative functions, government programs, and services. It 

was leaders with such skills and competencies who would be able to drive the required IT 

changes through appropriate outsourcing commitments and procurements that were needed 

across all levels of the BCPS.  

Change management expertise. The third skill identified was change management 

expertise, which according to 20% of respondents, was a key competency lacking in the BCPS as 

far as IT outsourcing implementation was concerned. Respondents believed this was urgently 

needed, especially with IT contract renewal negotiations underway in the BCPS. Through the 

interviews, it was acknowledged that the public service had not done a good job of managing the 

change associated with the establishment of these large IT outsourcing relationships. The 

consequence was that employees were not able to realize the potential tools and solutions, as 

provided by strategy, to perform their operational functions. According to one ADM, besides 

achieving its cost saving objectives, the BCPS found itself unable to move to the next step 

because it had not streamlined its organizational structure to take full advantage of this IT 

outsourcing strategy. Too much time was wasted trying to help managers and employees 

understand how to work with the new external service providers in a reactive rather than 

proactive fashion. This meant that change management from a broader view of the change in the 

IT outsourcing implementation process was, in essence, a factor that enabled BCPS employees to 

be more efficient and effective in their work.  
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According to respondents, the BCPS was a big bureaucratic organization with diverse 

groups of employees with different occupations who were affected by any IT outsourcing 

implementation. Therefore, the organization needed skilled change management experts who 

would be able to recognize this aspect and effect the necessary changes that impacted and 

affected those who relied on these outsourced services to do their work on a day-to-day basis. To 

this end, one ADM from a non-IT ministry said: 

As a matter of fact, the BCPS need expert (s) who has the ability and skill to know the 

needs of senior executives, middle management, and junior staff as well as the different 

occupations across the BCPS in order to effectively negotiate IT contracts. If we want to 

use IT outsourcing as a strategy to enable and enhance the work of the public service, 

then we need effective change management leaders with concrete strategies to manage IT 

outsourcing and associated change. Currently, this is lacking, at least from where I sit as 

an ADM responsible for over 250-300 staff delivering major government programs and 

services to the citizens and businesses of BC. 

Respondents reported that what was needed were executives with effective change management 

expertise to implement effective programs across the BCPS. This program was covered in detail 

in the focus group discussions.  

 Effective relationship management skills. Eighteen percent of respondents identified 

this as a competency that was needed in the implementation of IT outsourcing in the BCPS. This 

was one area that most respondents, from both the IT and non IT ministries, identified as one in 

which expertise was lacking in the BCPS. According to respondents, an effective relationship 

management skill set was seen to include three areas, including (a) relationship quality, (b) 
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relationship governance and (c) relationship duration. Most respondents were of the view that 

even though there were mechanisms in all three areas, these were still in their infancy in the 

public service as far as IT outsourcing was concerned. 

 Therefore, there was a need for experience and competence in this area to move IT 

outsourcing implementation to a level where it provided adequate tools and solutions to the 

public service. According to respondents, successful IT outsourcing implementation depended on 

three main factors: it should be the right strategic decision; match the needs of both parties, and 

the relationship needed to be well managed.  One ED from the IT ministry commented that: 

We need people with skills and competencies who can move beyond just formal 

(contract) and informal (trust) into social relationships which can play a complimentary 

role in facilitating a more effective and efficient public service. Right now, we don’t have 

relationship experts who can efficiently and effectively combine formal contract and 

relational governance simultaneously to enhance collaboration between the BCPS and the 

IT outsourced service providers. 

The case of the BCPS was unique in the sense that managing relationships was not only between 

the organization and the IT outsource vendor, but also the entire public service relied on those 

outsourced services to do their work. A Director from a non-IT ministry posited that:  

From my perspective managing the IT outsourcing relationship in the BCPS requires 

certain key skills and capabilities, including strong communications capabilities that are 

regularly exercised between all parties. The BCPS needs experienced and strategic 

leaders who also have an operational awareness of the organization. This is critical as we 

are a service organization and therefore, having a strategic view without operational 
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awareness of the organization leaves out IT outsourcing and its relationship with the 

service provider vulnerable. Therefore these are needed as a support to strong 

communication and negotiation skills and compliments good understanding of the BCPS’ 

business, programs, and service is also vital for success. 

For respondents, there was the need for executives with competencies who were able to discuss 

short and long-term goals and expectations, because these influenced how performance was 

measured. They also needed to discuss what a mutually beneficial relationship might look like, 

not only to the IT ministry, but to the whole of BCPS, and whether the scenario was feasible or 

not. 

Critical emerging issues and challenges associated with IT outsourcing in the public 

service. This part of the interviews focused on sub-question 3 of the research which is: Are there any 

critical emerging issues and challenges associated with IT outsourcing in the public sector that senior 

executives should be aware of? The public service, unlike the private sector, faces a much bigger 

responsibility than private sector firms. This is especially true when public sector organizations are 

being transformed to be efficient and effective in delivering government programs and services to 

taxpayers. Taxpayers are rapidly becoming sophisticated consumers of government-provisioned 

services who demand that the public service is modernized and improve the quality of its public 

service delivery methods (Éthier, 1994). 

Therefore, analysis of the responses from the interviews focused on part 3 of the field test. 

Just as in parts one and two, the purpose of this part of the analysis identified central tenets of the 

critical emerging issues and challenges as of IT outsourcing implementation. Through the 

interviews, four main critical issues and challenges emerged. These are shown in Table 15. 
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Table 15  

 Respondents’ General Views and Opinions on Critical Emerging Issues Associated with IT 

Outsourcing in the Public Service 

Central Tenets on Emerging Areas 

% of Respondents who offered this 

view   

Security  33% 

Privacy 27% 

Enhanced and Effective Vender Management  22% 

Legislation and Regulation 18% 

 

Security. Security emerged as the most critical emerging issue for the senior executives 

to focus on. Thirty-three percent of respondents thought that the security of government data was 

becoming a major challenge in IT outsourcing. This was against the backdrop of recent reports of 

leakage of sensitive government information in certain ministries within the BCPS. All 

respondents agreed that IT security had evolved dramatically over the last few years, especially 

with the proliferation of new technologies. This, in addition to increasingly sophisticated IT 

crimes, meant that senior executives in the BCPS needed to adapt quickly in order to keep pace 

with new and emerging threats, and also ensure that government data was secured. According to 

one ministry ED from a ministry:  

There is a general acknowledgment on the role technology plays today in terms of access 

to information, information management, and a key communication tool that provides 

adequate solutions and enables employees to do their jobs in the BCPS. However, this 
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also opens government up for significant security risks that in most cases are not 

anticipated or readily thought of during implementation. This is the case especially when 

one thinks of social media as an example. This is one issue that the BCPS need to pay 

attention to so on one hand employees administrative work is not hindered due to security 

breaches but also the BCPS is not overly exposed to security breaches by putting public 

data at risk. 

Respondents recognized that IT security had transformed into a vast, complex arena that many 

public sector organizations found increasingly difficult to keep up with, considering the size of 

the organizations and number of employees. According to one ED, when government IT was 

outsourced to one or more third-party service providers, proper security management processes 

needed to be in place to protect data and information.  

Respondents thought that employees needed to be assured that proper measures were in 

place to protect government data. They maintained that this was even more pertinent for the 

BCPS, especially where it had outsourced almost all of its hosting services to third-party data 

centers. With the move within the BCPS towards flexible work styles, employees were being 

empowered and motivated to work differently, including being mobile. 

 One ED maintained that security was a critical area that needed attention and that the 

BCPS had made some progress towards ensuring employees had the necessary tools, technology, 

and solutions to do their work through IT outsourcing, while ensuring there was adequate 

security. This is how one ED put it: 

I have been around for a long time and have seen a lot of improvements in our IT security 

and this could be down to the fact of outsourcing where we have access to new 
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technology to protect government information and data. The public service employees 

have automatic protection features in their computer terminals, workstations (e.g. 

password protected screen savers, keyboard locks, etc.). These are activated if there has 

been no activity for a predefined period of time to prevent any attempts at illegal system 

access. Also, login sessions and connections are terminated after a predefined period. 

Moreover, employees are encouraged to shut down their workstations if appropriate, 

before employees leave work for the day or before a prolonged period of inactivity.  

Others maintained that proper physical security had also become fundamental in IT security as 

the public service dealt with sensitive information which was mostly transferred to servers 

owned by outsourced service providers. They proposed that security risk assessments covering 

the physical and logical security controls at the premises hosting the servers needed to be 

conducted before sensitive data was released to the outsourced service provider. 

 Privacy. The second critical emerging issue and challenge identified by 27% of the 

respondents was privacy.  According to respondents, IT outsourcing raised a number of cross-

border, legal emerging issues that were increasingly receiving attention in the BCPS. As the 

public service strove to be innovative and ensure that employees had the necessary tools and 

solutions to perform their administrative functions through IT outsourcing, the issue of privacy 

could not be underestimated. From the interviews, one of the critical issues concerned the 

relationship between IT outsourcing client organization and international privacy laws, and the 

increasing burdens placed on the public service to protect information. One ED from a ministry 

maintained that: 
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As a public service, we rely on the use of personal information, whether about our 

employees or the general public and therefore we have to be concerned about privacy 

issues. This is not only because of legal obligations but also because of the public 

relations repercussions to the BCPS and government as whole, following the illegal 

disclosure of private information. This is a new territory for us in the public service as we 

have traditionally not exposed our IT functions to this extent, however, we have to if we 

are to be dynamic and enable and empower our employees to do better in their jobs.   

 Respondents maintained that the public service needed to find the right balance in 

making sure that privacy compliances were in place. One director from the IT ministry 

concluded that the public service had to gain the trust of its employees and the general public 

that their information was safe with the government. The director maintained that the BCPS was 

constantly working to improve their internal safeguards in order to better avoid privacy breaches 

for government data and that this was a very tough act, as this was still an emerging area that was 

still developing. 

 Enhanced vendor management. There were sharp and strongly polarized views from 

respondents about enhanced vendor management. Respondents agreed that IT outsourcing and 

off-shoring markets continued to grow and evolve with the introduction of new technologies and 

vendors in the market. This had a big impact on the traditional public service organization and 

how it affected changes in the organizational structure. According to 22% of respondents, the 

issue of vendor management was even more complex in the case of the BCPS, where it had 

outsourced most of its IT functions to multiple service providers. Respondents from the IT 

ministry believed that the BCPS had done a lot in this area to improve and enhance employees 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 190 

 

 

work in terms offering flexibility, innovative practices, and technology through its vendor 

management practices. One ADM had this to say: 

As the ministry responsible for government IT, we have done a lot of work in this area. We 

have continuously worked with our outsource vendors to create a partnership that ensures that 

we only get the best of service from our vendors. Also, the public service has what it requires 

in terms of tools and technology to do their day-to-day jobs efficiently and effectively. We 

have put in place operational mechanisms, forums, and processes for both operational and 

strategic issues management with our vendors as well. 

For respondents from the IT ministry, vendor management was an emerging area that 

required more emphasis in the IT outsourcing implementation process. To them, managing 

vendors on behalf of the BCPS required discussions and ongoing partnerships, and proper and 

clear vendor management practices needed to be put in place. They maintained that as 

government embarked on more IT outsourcing, this was one area that needed critical attention. 

Respondents maintained that the effects of poor vendor management in the BCPS had a direct 

relationship to employees not being able to access the proper tools and solutions that enabled 

them to do their work more efficiently and effectively. This was also reflected in business 

processes and operational activities of the public service. Another ED posited that:  

Sometimes we don’t even understand who is working for whom. We allow these private 

companies (outsourced providers) to dictate to us how and when issues are to be 

resolved. In that past issues that took a day to resolve now take about 7 days to resolve 

and when we complain to the IT ministry, we don’t get any satisfactory responses. How 

can our employees perform or produce the desired results in such situations? 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 191 

 

 

Also, there was the issue of organization and service provider conflict. Respondents 

expressed disappointment with the BCPS’s service providers’ ability to provide continuous 

improvement and technology improvements required for the BCPS to do their work in a 

competent way. They maintained that, even with IT outsourcing, public servants were not better 

off in terms of technology. Public servants were still lagging behind in terms of the latest 

technology and tools that they needed to do their work efficiently and effectively. Through the 

interviews, it was noted that the BCPS needed an effective and enhanced vendor management 

program that could provide resources and information to the BCPS.  

Also, and more importantly, the vendor management program needed to provide 

information in terms of what latest tools and technology were available to employees to enable 

them do their work in an efficient and effective manner. In most instances, respondents indicated 

that this journey began with transformational programs across multiple business units, ministries, 

and multiple regions, which needed to be closely managed and monitored to realize 

transformational benefits. These benefits included transforming the public service functions 

across all levels of government with a citizen-centric priority, and adapting strategies to embrace 

and deliver smarter government services, policies, and programs. 

Legislation and regulation. The last critical emerging issues identified from the 

interview analysis were legislation and regulation. According to 18% of respondents, legislation 

and regulation were topical areas that raised issues related to risks for the public service in IT 

outsourcing implementation, especially as related to off-shoring. Even though IT outsourcing 

and off-shoring were discussed and distinguished in Chapter Two, this section will treat them as 

the same for the benefit of respondents who mostly saw both terms as interchangeable. 
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Respondents believed that legislation and regulation were less of a concern to the BCPS, even 

though they were critical, and remained an emerging challenge that warranted attention from 

executives. 

 Job loss, privacy, and security were areas where respondents believed that legislation and 

regulations were of more concern. Respondents believed that the BCPS should take a cue from 

other public service organizations in Canada who were ahead in this respect and have ample 

legislation to deal with specific emerging challenges. An example was the Personal Health 

Information Protection Act (PHIPA) in Ontario. One ED from the OCIO stated that: 

Even though most of our IT outsourced vendors are Canadian companies, the government 

should also start looking at formulating and developing the needed legislations and 

regulations especially in the area of job losses related to off-shoring as, very soon, we 

may be affected by what is going on in the US. 

Respondents were of the view that, in terms of legislation and regulation regarding 

privacy and security, the BCPS had done well. According to one ADM from a ministry: 

In BC, we have a piece of legislation called the Freedom of Information and Protection of 

Privacy Act (FOIPA) which has two main purposes; 1) Freedom of Information, to make 

public bodies more open and accountable by providing the public with a legislated right 

of access to government records, and 2) Protection of Privacy, to protect your right to 

personal privacy by prohibiting the unauthorized collection, use or disclosure of your 

personal information by public bodies. 
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Part 2: Focus Group Discussions with Middle Management Staff in BCPS 

As discussed above in part one, the field test focused on focus group discussions with 

middle management staff of the BCPS. It utilized the SSM with the rich picture approach to 

derive themes for the central tenets developed from part 1 of the interviews with the senior 

executives.  

SSM has been widely used in IT and its associated research. This has been applied mostly 

in fields such as information management, strategy, and business analysis rather than computer 

systems design (Wilson, 1990). This part of the research followed similar direction and usage 

that fit with the focus of the study. The SSM provided a good account of the phenomenon by 

developing an interpretative data from systems thinking perspective through the views of middle-

management staff. This was necessary as it ensured that the high-level tenets were 

operationalized to ensure their viability and helped the public service to perform its operational 

functions. The engagement of middle management staff was appropriate because they are at the 

heart of public service administrative functions. 

According to proponents such as Lewis (1994), there is no formula or the right approach 

to use SSM that clearly shows all the interlinkages and dependencies of a system. Therefore, this 

approach was used, not from an expert point of view, but from a relatively new researcher’s 

point of view with a blend of soft systems strategies that followed no specific tradition. 

Furthermore, this was a unique focus group discussion since no specific interview 

instrument was used. Instead, the process was piloted through field testing of a select group of 

staff from different ministries. The pilot group included two administrative officers, one middle 

manager, and one policy analyst. The field test’s group responses were used to assess the clarity 
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and reliability of the whole exercise. For instance, they helped measure the respondents’ level of 

preparation to come up with themes for the central tenets, as well as what those themes meant to 

them as employees and users. Feedback from the pilot group did not require the researcher to 

edit the process used for the rich picture approach. However, it did bring something important to 

the fore: most, if not all, participants wanted to use words and sentences for the themes, rather 

than diagrams as is typical of rich pictures. This made data analysis much easier since 

participants collaborated and came up with what they believed were the key themes that 

accompanied the central tenets. 

The primary task of respondents through the focus groups was to demonstrate what the 

central tenets meant to them at the operational level. For example, respondents were encouraged 

to draw and use pictures, pictorial symbols, keywords, cartoons, sketches, symbols, or even titles 

of what each central tenet looked like at the operational level.  

In all, 22 staff participated in the discussions. Respondents were divided into five 

different groups. The focus groups were conducted at three different times. These middle 

management employees were drawn from both the IT and other ministries that deliver and 

implement government programs, policies, and services to citizens and businesses. All sessions 

followed the same format with the same set of questions. The next section briefly discusses the 

results of the focus group discussions. 

Themes from central tenets for key institutional factors. The purpose of this section 

was for middle management staff to identify and develop themes associated with the previously 

identified central tenets through rich pictures. The question posed to the group was, ‘what do 

these central tenets mean to you at the operational level in the performance of your 
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administrative functions?’ In other words, are these central tenets in IT outsourcing key 

indicators; do they enhance your work in the public service? If so, how, and to what extent? 

Most respondents agreed with the central tenets from the interviews as key tools and solutions 

that enabled the public service to perform its functions through IT outsourcing.  

Optimized business and service processes. Respondents believed that optimized business 

and service processes were essential in a largely traditional, bureaucratic organization like the 

BCPS. Key themes that emerged from discussions and were represented in pictures revolved 

around (a) integrating enterprise-wide technology across the BCPS to support government 

business; (b) integrating and managing data/information across the BCPS; (c) standardizing 

operations and administrative tasks (i.e., people, process, technology); and (d) resolving IT 

issues fast and efficiently via the IT-outsourced vendors. According to respondents, these were 

key areas if IT outsourcing was to be used as an enabler for employees to become more efficient 

and effective in their work. One respondent in one group discussion had this to say: 

With a big bureaucratic organization such as the BCPS, stabilizing and standardizing 

internal operations across all ministries is vital to ensure that employees operate in unison 

and on the same platform. This is one way to ensure that the public service is able to 

work well in a competent, efficient and effective way in performing its functions and 

delivering government programs, services as well as implementing government policies. 

Respondents also identified IT issues resolution as one of the critical factors in 

optimizing business/service processes. They maintained that for the public service to be 

productive, IT issues needed fast and efficient resolution. One IT service manager from a 

ministry said that: 
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Our issue resolution process should be faster. IT outsourcing should rather enhance this 

process. IT issues should not take a long time to resolve as we are in most cases dealing 

with the private sector or third party service providers who are supposed to be nimble, 

flexible, and have the technological know-how to deal with issues efficiently. 

Access to knowledge, experience, and modern technology. The second central tenet 

respondents discussed was incorporating access to knowledge, experience, and modern 

technology through IT outsourcing. The respondents realized how important it was to ‘know 

what they know’ and be able to use that to perform their administrative functions in the public 

service and provide quality services to citizens and businesses. 

According to these managers, success in the implementation of government programs and 

services, in light of an increasingly demanding citizenry, depended critically on the quality and 

effective access to knowledge to apply to key business processes. Respondents maintained that 

how the BCPS managed access to information effectively through IT outsourcing meant the 

recognition and importance of knowledge, an intellectual capital in today’s information age. 

Therefore, major themes that came up in support of this central tenet included (a) sharing 

information and best practices across the organization, (b) driving information generation for 

innovation, (c) understanding and using technology to perform operational functions, (d) using 

technology provided by the private sector as a lever for innovation to deliver government 

business/services; and (d) transforming information to add value to the business/service 

processes and operations of the BCPS. 

Flexibility. Respondents felt flexibility was a critical element in optimizing public 

service. Flexibility meant being more productive and engaged in their work and being able to 
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balance the demands of work, health and work-life balance. It also meant using IT outsourcing as 

a strategy to ensure that the public service had access to the right technology to do their work 

irrespective of their physical proximity. According to middle management staff, today’s 

workplace was a virtualized and physical environment characterized by connections, 

collaboration, and user choice that enabled the worker to be more agile and perform activities 

anywhere and anytime, and could ultimately help create greater enterprise value. Through the 

discussions, one respondent from the IT ministry shared that: 

IT outsourcing draws a new set of tools, capabilities, skills, and generally encourages 

employees to perform better in their duties. It should have allowed public service 

employees to be mobile, especially with the flexible tools that are supplied through IT 

outsourcing. 

Major themes that arose from discussions about this central tenet included: (a) avoiding 

duplication of services where internal employees and outsourced service provider doing similar 

roles- rather than the service provider complementing BCPS efforts; (b) being able to switch 

between outsource service providers when contract changes; (c) allowing BCPS employees to 

work in efficient and effective manner within the bureaucratic system through the use of modern 

technology; and (d) reliance on outsourced service provider’s capacity and expertise to solve 

BPCs short-term capacity issues due to IT budget constraints.   

 Respondents expressed that beyond the immediate benefits to the organization, flexibility 

through IT outsourcing also ensured a proactive public service. This meant that the BCPS was 

well prepared for new employees, mostly new demographics entering the workplace who were 
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mostly technologically savvy and were adept at working with sophisticated tools and systems. 

One respondent from the ministry in group discussions opined that:  

With our extensive experience in IT outsourcing, the BCPS should be able to deliver 

best-practice and streamlined processes that significantly reduce employee transaction 

times and increase their speed and ability to deliver government programs and services 

efficiently and effectively to citizens. 

According to respondents, flexibility allowed the public service to maintain the level of 

work necessary to cover peak and off-peak periods of government business such as frontline 

services to the public. 

 Innovation, know-how and entrepreneurial spirit. The fourth central tenet discussed 

was innovation, know-how, and entrepreneurial spirit. This was one key factor that middle 

managers said was lacking in the BCPS. They said that the public service lacks the private sector 

entrepreneurial spirit because they don’t have the necessary tools and technology to be 

innovative. Respondents said in order to achieve innovation in the public service through IT 

outsourcing, the BCPS and its IT service vendors needed to craft contracts that offered incentives 

and nurtured employee innovation. This was necessary if the BCPS was to be able to perform its 

administrative functions better. 

  Through the discussions and drawings, respondents maintained that IT outsourcing 

sought to effectively link technology, capital, and know-how to leverage employees’ 

entrepreneurial spirit and talent in order to accelerate productivity and performance. Therefore, 

key themes that emerged from this central tenet included: (a) service provider regularly offering 

new IT products, services, and processes that enable staff to be creative in their work; (b) 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 199 

 

 

transforming existing business processes across the BCPS; (c) leveraging on the expertise of IT 

provider and their technology to help implement new government programs, services, and 

policies into better services; and (d) ongoing assessment IT service providers’ or vendors’ 

innovative capability to help improve internal efficiencies and effectiveness of employees 

operational functions. 

 According to the middle managers, unlike the private sector, the public service needed 

these tools to be able to perform their functions in a traditional hierarchical and bureaucratic 

environment. One manager commented: 

Today, the BCPS is up against new challenges such as a rapidly accelerating pace of 

change in government, industry, and society which calls for constant and continues 

improvement in government services. So it is essential that innovation permeates all 

ministries with the BCPS and this can be achieved through IT outsourcing. This is the 

only way we are able to run the organization like a business and provide what the public 

wants. 

 Focus on core government business and activities. The last tenet was focusing on 

government core business and service. Successful outsourcing allowed the civil service to focus 

in-house resources on tackling priorities. Respondents stated that these priorities fell into areas of 

policy formulation, regulatory control, and statutory service delivery functions. According to 

respondents, when the public service concentrated on carrying out its priorities, it could use its 

financial, human, and management resources more effectively and efficiently. According to 

respondents, IT outsourcing provides the BCPS with the opportunity to redirect and focus its 
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resources on its administrative duties, while ensuring it had the tools and solutions provided by 

the IT service provider.  

 From discussions of this key central tenet, major themes that emerged were summarized 

as follows: (a) efficient and dedicated single point of contact for all IT issues are reported and 

resolved by service provider; (b) service provider provides one-stop shop for solution specific 

expertise and subject matter expertise on all IT matters rather than multiple avenues; (c) service 

provider brings industry technical expertise rather than management expertise to support and 

complement the IT ministry’s leadership within the BCPS; (d) tactical and operational support  

in terms and data maintenance and services to improve government critical operations; (e) 

standardization of IT services across for consistency and effectiveness of government operations; 

(f) strategic integration of core government business, services, and functions through IT; and (g) 

service provider providing modern technology that enable and allow the BCPS to innovate and 

develop creative government programs, services, and policies. 

 Key themes from essential management skills and competencies to manage IT 

outsourcing in the public service. The key individual skills and competencies needed to 

manage IT outsourcing strategy in the BCPS were listed in Table 12. Through the focus group 

discussions, the middle managers agreed with the competencies identified by the senior 

executives and pointed out the lack of these in the public service. From an operational 

perspective, respondents believed that enabling the public service with the tools and solutions to 

perform their operational functions better through IT outsourcing meant a focus on these skills 

and competencies. 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 201 

 

 

 Enterprise (strategic) business decision-making skills. Respondents agreed that the 

BCPS required people with enterprise or strategic business decision-making skills regarding the 

pursuit of IT outsourcing strategy. This would ensure consistent and streamlined decision-

making, and more importantly, it would also ensure that the public service had consistent tools 

and applications across all ministries to perform their operational functions. According to 

respondents, this was essential for the BCPS. According to one IT service manager from a 

ministry; 

The focus has drastically shifted from cost savings to other areas of IT outsourcing. I 

have worked in the IT environment in the public service for a long time now and can 

confirm that the decision process and motivation for IT outsourcing is changing. 

Therefore, the government needs people who really understand the business of 

government and the public service as well in making decisions. The BCPS is big, 

bureaucratic, and diverse, and therefore, implementing IT outsourcing requires strategic 

enterprise skills that are able to make decisions that can empower the public service to be 

productive and produce desired results.  

According to respondents, the stakes have never been higher than now especially with the advent 

of globalization and rapid advances in technology. This has shifted the measure of success for 

most public service organizations with the focus now on ways to enable and empower employees 

to do their work better in the delivery of government services. Key themes derived from the 

discussions in this area included hiring people with (a) use of formalized   stakeholder processes 

that strategically engages ministries in IT outsourcing decision-making; (b) innovation and 

government transformation skills; (c) knowledge of government business, functions, 
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organizational structures, and occupations; (d) integrative and collaborative mindset with a 

horizontal planning; (e) tactical strategies of engaging and involving relevant staff in strategic 

business and IT outsourcing planning and implementation processes; and (f) globally diverse and 

governance structural backgrounds in public sector. 

In summary, respondents believed that IT outsourcing was a fundamental enabler for the 

public service to perform its administrative function. However, it required people with enterprise 

decision-making skills to make this happen. 

Leadership and vision. The second key tenet was leadership and vision. This central 

tenet generated a lot of discussions among middle managers throughout the focus group 

discussions. From their point of view, this was an essential skill in making IT outsourcing 

decisions, especially for a public service organization yet missing in the BCPS. One manager 

from a ministry indicated that from an operational perspective, most managers feel this is one 

area that was lacking in the BCPS. One participant said “Sometimes it’s hard to imagine that we 

are one organization when it comes to IT because there seem to be lack of direction and vision 

across the BCPS”. Another manager from ministry commented that:  

At my level, I see a lot of IT issues and challenges employees face in doing their work 

and makes me conclude that we don’t know what we are doing. We have SSBC as the IT 

ministry responsible for all government IT; however, I don’t see any clear leadership and 

direction from them. Things are at times fragmented with no clear coordination or vision 

as to where IT outsourcing is taking us as an organization.  

Respondents were of the view that there was clear political leadership from government, 

especially as the government of the day campaign platform included outsourcing. However, this 
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was not reflected at the corporate level in the public service. They believed that executives in the 

BCPS were still stuck on the traditional cost-saving benefits of outsourcing IT services without 

looking for other benefits. To them, technology had advanced greatly, but the executives in the 

public service had not been able to take full advantage of this to modernize the public service. To 

them, the time had come to bring onboard people with certain leadership and visionary skills and 

competencies to manage IT to the next level in the BCPS. 

Through the discussions under the leadership and vision banner, key themes emerged and 

were summarized as follows: (a) examining the role of leadership in successful implementation 

of IT outsourcing strategy as it relates to the public service administrative structure and role, (b) 

effective IT outsourcing management from a corporate (centralized) and organizational 

perspective, (c) big picture IT thinking and the ability to communicate and mobilize employees 

of the BCPS around a shared vision, and (d) setting clear IT outsourcing strategy goals that are 

captured and documented in clear and simple contracts.  

Respondents maintained that with these, the public service would be able to work with 

the latest tools and systems available and be able to perform to their highest potential. This 

would, in turn, ensure better productivity and performance as public servants. They further 

maintained that there should be expertise at the strategic level, thinking that looked ahead, 

focusing on those service provider capabilities and tools that helped employees to do their work 

better. 

Change management skills. The third tenet for discussion was change management. 

According to the managers, change management has become one of the most critical factors for 

successful implementation of IT outsourcing. This was especially true in the case of the BCPS 
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where most of the IT services were outsourced to third party service providers. A manager 

pointed out that: 

It has become evident that the implementation of IT outsourcing has presented a new way 

of operating in the BCPS. This means transitioning from the old way of operating to a 

new form of complex processes that all requires well planned and successful change 

management actions. After 14 years of IT outsourcing in the BCPS, change management 

skills and expertise are still lacking in the BCPS. This is because the executives who 

make these outsourcing decisions don’t have a full understanding of the processes, 

procedures, and even the organizational structures that exist in the public service to affect 

the right change management strategies.   

Through the discussions, key themes that emerged from the managers from an 

operational perspective included: (a) service providers identify ways for creating and sustaining 

public service efficiency and effectiveness in embracing new technology; (b) public service 

organizational change management skills; (c) aligned and committed leadership across the BCPS 

(e.g., clarity of direction in the BCPS); (d) broad-based participation with real decision making 

skills that permeates within the BCPS; (e) understanding the business drivers and role of IT 

outsourcing and its impact on the BCPS beyond cost savings; (f) targeted and effective 

communication skills on IT; and (g) skills that enable resources and structure for change in a 

bureaucratic environment (e.g., skills in understanding government and public service culture).  

The middle managers maintained that as the BCPS evolved its hierarchical organizational 

structure through IT outsourcing and innovation, how well employees would be able to work 
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would be largely determined by employees’ emotional reactions and how the transition processes 

affected their reactions to change.  

Effective relationship management experts. The last tenet discussed under skills and 

competencies was effective relationship management experts. According to the managers, using 

IT outsourcing implementation to enable the public service to perform their administrative 

functions was dependent on the effectiveness of the relationship with vendors. Respondents 

maintained that lack of this required skill set in the BCPS would jeopardize the successful 

implementation of the outsourcing strategy. One manager from a service delivery branch in a 

ministry stated that:  

From my perspective, let the service providers who the government has contracted 

manage IT. The BCPS has major contracts with major IT players in the industry, they 

know how to do this well. However, our biggest challenge as an organization is first, 

letting go of the ministry of IT and, secondly, managing the internal ministries within the 

BCPS, on one side and also managing the agreement and relationship on the other hand. 

In this area, we need experienced vendor management and relationship experts who 

understand how the BCPS works, its processes, structure, and functions to be able to help 

manage and built effective and strong partnerships with IT service vendors. 

From the extensive discussions and pictures, key themes that emerged from the analysis 

included: (a) anticipate demand in IT service and ensure requisiteskills   are aligned with 

business and service priorities and structures of the BCPS, (b) expertise in dynamic 

partnership/relationship management to ensure that the IT services being provided meet the 

changing requirements of the BCPS, and (c) supply chain management expertise to ensure that 
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the IT service providers are meeting their contractual obligations and providing relevant and 

modern technology that enable innovation and transformation in the BCPS beyond the traditional 

cost savings. 

Generally, respondents believed that managing IT outsourcing agreements was quite 

different from managing IT operations, and therefore, the BCPS needed people with skills that 

were a blend of both. There should be people with expertise and intimate knowledge of the 

BCPS, its programs, service strategies and priorities, as well as its culture, the various 

occupations, and influencers. Respondents believe that having the right balance of such skills 

and expertise to manage IT outsourcing in the BCPS, complemented by clear operational 

objectives would ensure that the public service with its bureaucratic administrative structures 

become more efficient and effective.  

Key themes from critical emerging issues facing executives in IT outsourcing. 

Through the focus group discussions, the middle managers mostly agreed with their senior 

executives on the critical emerging issues and challenges that were associated with IT 

outsourcing implementation. This was not surprising as most of these operational managers are 

at the forefront of dealing with some of the frontline IT issues in the BCPS and was able to 

identify with them. Therefore, from an operational perspective, respondents believed that 

enabling the public service to perform their operational functions better through IT outsourcing 

meant making sure that these critical issues and challenges were addressed. The key themes 

needed at the operational level for each central tenet is discussed below.  

Security. The first critical emerging issue and challenge in IT outsourcing identified by 

the senior executives of the BCPS were security issues. This key tenet generated interesting 
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discussions among the middle management staff during the focus group discussions. The cross 

analysis of the discussions revealed that outsourced service providers had now become an 

integral part of the BCPS handling sensitive and important information for the public service. 

While the services provided by the outsourced service vendors were beneficial and cost-

effective, proper security management processes and procedures must be in place to protect 

sensitive government data and public privacy. For the managers, it was essential to assure 

government employees that they were able to work freely, to innovate, and perform their work 

without being impeded by IT security concerns.  

Upon analysis of the pictures and discussions, middle management staff identified the 

following key themes to this central tenet: (a) outsourced service providers acquires extensive 

knowledge of government business, IT infrastructure, business process, approval channels, and 

even the weaknesses and limitations of systems of the BCPS; (b) processing and handling of 

critical government information data, systems, and employee access to sensitive government 

information; and (c)provision of stringent security measures. This includes proper and valid user 

identification and passwords with authorization to access certain highly sensitive government 

information, platforms, and systems in the BCPS.  According to a manager from a ministry:  

As a manager, all I want is to perform my work and be productive in an environment 

where all security measures are taken by the public service so it does not impede my 

ability to perform my operational functions. This has become more pertinent now 

especially when there is a big push and promotion in the BCPS for different work styles 

such as ‘work from home’, employee mobility, and other flexible work styles. Therefore, 

ensuring that my workstation has the proper security in place is vital for me. 
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The middle managers maintained that IT security had become an emerging issue and a 

big challenge that went beyond merely cost savings, and had implications on how and where 

employees worked in the BCPS. Therefore, impact analyses and risk assessments should be 

started as early as the drafting of the contract and cover the IT environment of the BCPS. They 

also maintained that on-going monitoring and regular reviews must be conducted to ensure the 

proper management and level of security was maintained. This was to ensure that the public 

service performed their operational duties in the most secure and safe environment. 

Privacy. The second key tenet from the interviews was privacy. The middle managers 

believed that privacy was not only an emerging but also an evolving challenge for the public 

service. According to them, the issue of privacy had moved from the domain of constitutional 

law to the forefront of the organization’s and business community’s concerns, and public service 

was no exception. According to one IT service manager:  

The BCPS as a government organization collects and rely on the use of personal 

information from the public, whether about employees, citizens, or business and therefore 

should be concerned about privacy issues. This is not only because of legal obligations, 

public relations repercussions, but also to ensure that the public servants are able to 

perform their duties and be employee efficiency and as a result of outsourcing IT 

functions to third-party private firms. 

Through the cross analysis of the focus group data, it was evident that privacy had an 

impact on employees’ ability to work well and access the right information in the BCPS. 

Respondents believe that IT outsourcing had moved beyond cost infrastructure and that privacy 

should be at the forefront. Much like security, the public service should not be concerned with 
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privacy issues when doing their work; however, they should be aware of its impact and 

implications. Key themes arising from the discussions on privacy included: (a) tight vendor 

management, identifying, and putting in place all measures not only from vendors that receive 

sensitive government information; (b) developing contractual protections that hold vendors liable 

for privacy breaches and also ensuring that employees are able to do their work unimpeded, (c) 

continuous monitoring and updating of privacy procedures; and (d) controlling access to data 

where employees are allowed access only to government information or data they require to do 

the job. 

According to respondents, to effectively safeguard against privacy breaches and 

compliance with Privacy legislation, the BCPS must be vigilant in both monitoring current 

privacy policies and continuously reshaping those policies to address new regulations and 

circumstances in their IT outsourcing projects. 

Enhanced and effective vendor management. The third tenet was enhanced and 

effective vendor management. According to the middle management staff, this was one area that 

needed a lot of attention in BCPS IT outsourcing implementation. To them, working at the 

operational level exposed how critical effective vendor management could be, and especially the 

problems that could arise when it was lacking. One program manager from a ministry maintained 

that:  

Vendor management in itself is becoming more important than ever for the BCPS and 

most likely other public service organizations and how to extract maximum value from 

outsourcing arrangements. This is the reality in the case of the BCPS where all its IT 

services and functions have been outsourced to third-party service providers. The BCPS 
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need to ensure that outsourced IT service and their providers are well managed with clear 

deliverables and measure of performance all documented in a contract. In my time here, I 

have not seen any dedicated efforts towards this area so you have situations where you 

have employees frustrated due to IT issues and the service provider is not being held 

accountable. This hinders their ability to be effective and efficient in their jobs. 

To the managers, the public service is a big bureaucratic organization made up several ministries 

with a variety of service and program lines so any outsourcing decision should ensure that 

there’s a plan in place to manage the outsourced vendor.  

Key themes derived from the focus group discussions included: (a) developing a 

partnership philosophy between the BCPS and its outsourced service providers within the overall 

outsourcing arrangement built on a long-term partnership, (b) exploring how the BCPS work and 

are adapting to new technology in their work and the impact it is making, (c) employees 

providing input on strategy and management processes of IT outsourcing, (d) managing and 

driving IT service integration and collaboration with the BCPS have formal channels of 

communication to the strategy, and (e) ensuring IT service mechanisms are used as a lever that 

enables employee  to be efficient and effective. Respondents were in agreement that outsourcing 

IT services were one way of enabling and equipping the public service with the tools and 

solutions to do its work better. However, they felt that this area in the BCPS had not been 

focused on in its IT outsourcing projects. To this end, a manager from the IT ministry 

commented that: 

The BCPS should move into emerging activities of vendor management such a 

multivendor integration and vendor risk management instead of the one-off relationships 
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that currently exist. This includes developing service provider relationships as an 

essential and mandatory investment leading to strong partnerships and keeping IT 

outsourced contracts current by managing it on a daily basis rather than monitoring it & 

periodically amending it. From what I have seen so far, it appears that we treat our 

vendors separately with different measures for each, which I think can be problematic and 

not effective from an operational perspective (Manager from IT ministry) 

Legislation and regulation. The last central tenet was legislation and regulation. The 

managers struggled with this issue, just like their executive counterparts. The main issue was 

how to link legislation and regulation to equipping the public service with tools and solutions to 

do their work better through IT outsourcing implementation. However, after much discussion, 

participants realized that this is one area that had no direct linkage to how they do their work, but 

indirectly impacted them especially when dealing with outsourced third party IT service 

providers. For example, one manager from a ministry commented that:  

I see privacy legislation as a key element in my area of work where I deal with a lot of 

personal information of citizens such as personal health information or other personal 

information. This can get complicated, especially when I work on IT platforms that have 

all been outsourced to third party service providers. As a government employee, I can 

only do my work well and become efficient and effective if there are required legislation 

and regulations in place so I don’t have to worry doing my job. 

Another manager from the IT ministry maintained that legislation and regulation had 

become a big issue in the IT outsourcing world. Employees were sometimes confused by the 

boundaries and jurisdiction of the service provider and where they were operating from. This 
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should be a major concern for the public service as they used these IT services to deliver 

government programs and services. 

Through the cross analysis of the focus group discussions, key themes generated from 

respondents on this tenet were not only limited to efficiency and effectiveness of the public 

service, but applied broadly to the IT outsourcing strategy, which included: (a) service providers 

through their expertise put in place measures that do not permit the use of personal information 

for any purposes unrelated to the provision of IT outsourcing services; (b) adopt appropriate 

means of security to protect government data and information; (c) ongoing privacy practices and 

audits by the BCPS on all of its IT services providers; and (d) employee training, sensitization, 

and awareness of these legislation and regulations. 

The common theme of almost all respondents was that there should be the necessary 

legislation and regulation framework in place to ensure that IT outsourced service providers 

continued to remain responsible for government data and information. This would allow the 

public service to operate freely in the performance of their duties, but remain informed of this 

legislation and regulations. Respondents believed that this should be done through contractual 

means with the service provider. 

 

Conclusion 

The results of the case study analysis of the interviews and focus group discussions in a 

narrative format for each of the research sub-questions were presented in this chapter. Key 

findings in answering the research question were also provided. 
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A summary, recommendations, and outcomes of the study in the form of an integrative 

holistic framework for IT outsourcing are presented in Chapter Six. The research question on 

how IT outsourcing as a strategy can enable the public service to perform their operational 

administrative functions more efficiently and effectively in a bureaucracy is answered. 
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Chapter Six: Conclusion and Recommendations 

The purpose of the research was to find out whether outsourcing of government IT 

infrastructure could enable public servants to perform their operational functions more efficiently 

and effectively in the bureaucratic environment in which they work. Primary areas that the study 

focused on were how the public servants, through an IT outsourcing strategy, were able to: (a) 

achieve maximum productivity with minimum wasted effort or expense, (b) be well informed 

and knowledgeable in their operational functions, (c) be creative and productive in their work, 

(d) be capable of producing desired results, and (e) work in a well-organized and competent way 

in a bureaucratic environment such as the BCPS. 

The findings from this single-case study of the BCPS were analyzed in Chapter Five, 

which identified a framework of management’s view of how employees were able to perform 

their operational functions more efficiently and effectively through IT outsourcing. The analysis 

concluded that IT outsourcing could help facilitate the public servants’ operational work, which 

highlighted (a) five key institutional factors and themes that could enable the public servants to 

be more efficient and effective in their operational functions through IT outsourcing; (b) four key 

management skills and competencies, reflecting themes that were needed to manage the IT 

outsourcing process in the BCPS; and (c) four critical emerging issues and themes associated 

with IT outsourcing that executives should be aware of in order to avoid pitfalls that might 

impede successful outcomes.  

Conclusions and recommendations for the BCPS are elaborated in this chapter. It starts 

with an overview of the research study. This is followed by key findings, conclusions of the 

single-case study, and recommendations to the BCPS. The study’s contributions in the areas of 
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theory, methodology, and practice are presented. The research limitations and suggested possible 

direction for future research are discussed. A summary of the chapter and the study conclude this 

chapter. 

Research Overview 

The objective was to investigate whether outsourcing IT functions to the private sector 

could enable public servants to perform their operational functions better in an administrative 

bureaucratic environment. Early literature on IT outsourcing focused on the cost management 

infrastructure at the neglect of the other areas of the organization. This dissertation was the result 

of an investigation into IT outsourcing strategy in the BCPS, from planning to implementation 

and management of the relationship, and its impact on public servants’ operational functions. It 

also examined whether IT outsourcing as a strategy enabled public servants to perform their 

operational functions in a more efficient and effective manner like in the private sector. The 

rationale for the research was to examine this phenomenon through the perceptions of the 

management who make IT outsourcing decisions in the BCPS. 

This was executed through a single-case study of the BCPS. From this arose pertinent 

points that were shaped into an integrative framework that the BCPS and other public service 

organizations might find useful when developing their IT outsourcing strategies. The research 

also provided specific recommendations to the BCPS. The major points developed in the 

preceding five chapters are summarized in this section. 

 The research overview which included the topic, background, and research problem. was 

introduced in Chapter One. The motivations for conducting this research were outlined, and the 

relevance and significance of the study were discussed. It was emphasized that there was the 
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need to look beyond the obvious cost benefits derived from outsourcing of IT functions and look 

at the organization as a whole, including its employees and how they could be more effective and 

efficient in their work. It was thought that it was necessary to gain a broader understanding of 

whether IT outsourcing as a strategy enabled the public service and its employees to perform 

their operational functions better, and whether executives had the capabilities required to pursue 

an IT outsourcing strategy in a bureaucratic organizational structure such as the BCPS.   

While prior studies all focused on cost management and efficiency as the main reason for 

pursuing an IT outsourcing strategy, this study looked beyond cost management. It focused on 

whether the public service was able to perform its role more efficiently and effectively by 

outsourcing IT functions to the private sector. Through the literature review, it was realized that 

no studies have been conducted regarding the key institutional factors, management skills, and 

competencies in IT outsourcing strategy that enabled government employees to perform better in 

the public service. 

In addition, little qualitative research has been conducted in the area of IT outsourcing. 

This area has been dominated by quantitative studies, mostly through the use of survey 

questionnaires. These studies were useful in identifying mainly cost savings and other hard data 

or statistics on the topic. Al-Salti (2011 p. 176) maintains that “these were inadequate in 

providing an in-depth understanding of the complex phenomena.”  

Also, little research had been done to identify the critical emerging issues and challenges 

that the public service must confront while outsourcing its IT infrastructure to the private sector. 

Therefore, this study also identified certain emerging issues of which executives must be aware 
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in order to ensure that the public service is equipped with adequate tools and solutions to perform 

its functions well. 

It is worth noting that unlike other studies, this study did not focus on any one specific 

step out of the seven steps within the process of outsourcing. Rather, it focussed on the entire 

strategy of IT outsourcing from a strategic point of view. This focus is essential to understand, as 

the framework and recommendations were framed with this in mind. It also distinguishes this 

research from previous studies that have been done on this topic. 

A review of the main relevant literature linked to the purpose of this dissertation was 

presented in Chapter Two. The chapter was divided into two parts. Part 1 focused and discussed 

IT outsourcing in general and not specific to the public service. The chapter revealed the 

exponential growth of IT outsourcing as a strategy and how it has become a strategic tool for 

most organizations. Along with the growth, there have also been some structural shifts that have 

taken place in the marketplace (Al-Salti, 2011). Attention has now shifted from the traditional 

cost savings and reduction to other strategic and long term organizational objectives.  According 

to the literature, this shift has been the realization especially in the public service, that IT 

outsourcing had become an appropriate platform to derive certain key organizational and 

corporate benefits in addition to cost savings or cost reduction.  

An examination of these broad fields revealed that very few studies had been conducted 

on IT outsourcing in the public service. Those that were conducted in the public service mostly 

related to cost savings, thereby revealing a gap in the existing literature.  

Part 2 of the literature review focused on the public service. This looked at the various 

level of government and their distinguishing characteristics from the private sector in terms of 



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 218 

 

 

decision-making and structure of the public service. A brief discussion on the public service and 

its bureaucratic environment were then presented. The purpose was not to argue for or against 

the organizational structure, but to highlight the condition, environment, and culture in which 

public service employees work and examine the role that IT outsourcing plays. It also looked at 

the IT outsourcing in the public service with and concluded that although most public sector 

organizations have pursued IT outsourcing strategy, very little research has been conducted in 

regard to whether it enabled its employees to be efficient and effective in their operational duties 

or not. 

The study’s theoretical framework was described in Chapter Three. The study utilized the 

concept of the New Public Management (NPM) to explore the phenomenon. This was 

appropriate as a theoretical foundation because outsourcing and managerialism are derived from 

NPM. These two components were used to explore in detail (a) how outsourcing government’s 

IT infrastructure helps the public service staff with adequate tools and solutions to perform their 

functions better; and (b) how engaging the private sector, through IT outsourcing, influences the 

management culture, philosophy, and administrative structure of the public service and the 

performance of its employees’ operational duties. 

The methodology was described in Chapter Four. This was qualitative single-case study 

that followed the interpretive research philosophical approach. Therefore, it was a subjective 

study. Data was collected through semi-structured interviews with senior executives, focus group 

discussions with middle management staff, and official policy documents as research 

instruments. Data analysis took place via qualitative content analysis technique as described and 

defined by Hsieh and Shannon (2005).  
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The analysis, synthesis, and findings from the study were the focus of Chapter Five. This 

chapter provided the history, organizational structure, and culture of the BCPS as the host 

organization where field data was collected. It also presented the history of IT outsourcing along 

with the various projects that have been implemented since 2001 when it became an official 

policy instrument in the BCPS. The interviews and focus group discussions were analysed and 

synthesized, which resulted in key findings for the research question. These key findings focused 

on (a) key institutional factors, (b) management skills and competencies required to implement 

IT outsourcing in the public service, and (c) critical emerging issues and challenges confronting 

the public service in IT outsourcing. These formed the basis for the framework which included 

central tenets and themes. 

Research Questions, Key Findings, and Recommendations 

The overarching research question answered in this study was: “Does outsourcing of 

government IT infrastructure to the private sector enable public servants in bureaucratic 

organizations such as the public service to perform their operational functions more efficiently 

and effectively?” The sub-questions that guided this study were:  

1. What are key institutional factors that facilitate or inhibit public servants in the 

performance of their operational functions more efficiently and effectively 

through IT outsourcing? 

2. What are the essential management skills and competencies needed to pursue 

an IT outsourcing strategy to ensure that it enables the public service to 

perform its operational functions more efficiently and effectively?  
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3. Are there any critical emerging issues and challenges associated with IT 

outsourcing in the public service that senior executives should be aware of in 

order to avoid pitfalls that might impede public servants’ ability to perform 

their operational functions efficiently and effectively? 

Finding 1: Cost-saving is still perceived to be the motivator for IT outsourcing in the BCPS.  

The study revealed that there is still a widely held view among respondents that saving 

money or cost-cutting is the main reason why the BC government decided to outsource IT 

functions to third-party service providers. This was the view held by 88% of all senior executives 

interviewed. 

As stated in Chapter Two, cost-cutting used to be the main reason why most 

organizations pursued IT outsourcing. However, the literature review also revealed that this view 

has changed gradually over the last few decades. Since then, IT outsourcing has assumed a more 

strategic role and has become a major policy tool for transforming operational functions and 

bureaucratic structures such as the public service. 

Recommendation: Educate staff on the strategic role of IT outsourcing. Senior 

executives and managers should be educated on the new strategic role of IT outsourcing and the 

benefits which can accrue to an organization that implements the strategy successfully. The 

education should focus on the organizational and corporate benefits of IT outsourcing in the long 

run and not only in the short term. As discussed, cost-cutting is only one of the presumed 

benefits of IT outsourcing, beyond which there are many others. The IT ministry should lead this 

exercise. 

Finding 2: Lack of broad internal stakeholder consultation prior to IT outsourcing.     
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The BCPS has centralized most of all IT functions, which include planning, funding, 

procurement, and management into one IT Ministry. With this approach, detailed knowledge 

about government IT programs and services tend to reside mainly with members of that ministry 

and those close to it. This, in turn, has disenfranchised a number of executives and managers in 

other ministries who rely on outsourced IT services for the operation of major government 

programs which they manage. In addition, many respondents lacked knowledge and information 

about the public services’ IT world even though they were all consumers and users of the various 

IT outsourced services provided by the IT ministry.  Many expressed their displeasure at not 

being consulted on major IT outsourcing decisions, even though such decisions affected their 

operations. 

Recommendation:  Broad stakeholder consultation and engagement in the BCPS. The 

BCPS should strengthen its current commitment to engage stakeholders throughout the 

organization on all IT outsourcing initiatives at the beginning of the decision-making process and 

throughout all phases of the outsourcing strategy implementation. For the BCPS and other public 

service organizations, this may be timely, as most of the early IT outsourcing contracts are 

coming up for renewal, and that would be a good way to seek broad consultations before new 

contracts are signed. An enterprise-wide engagement strategy would potentially ensure that 

government requirements are gathered, which in turn will be reflected in the new sets of 

contracts. These stakeholder engagement activities would also determine what specific IT tools 

and solutions are needed from the private sector to support and enable public servants to perform 

their operational and functions more efficiently and effectively. 

Finding 3: Central tenets and key themes identified as tools and solutions.  
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This section provides a summary of the findings for the first research sub-question: 

“What are key institutional factors that facilitate or impede public servants in the performance of 

their operational functions in IT outsourcing efficiently and effectively?” The study sought to 

identify the tools and solutions that enable public servants to (a) achieve maximum productivity 

with minimum wasted effort or expense, (b) be well informed and knowledgeable in their 

operational duties or functions, (c) be creative and productive in their work, and (d) be capable in 

producing the desired results. The findings from the study revealed five key institutional factors 

necessary for public servants to be more effective and efficient in performing their operational 

functions through the pursuit of IT outsourcing strategy. These are captured in the form of 

central tenets and themes in Table 16.  

Table 16 

Institutional factors of IT outsourcing and public service functions 

Category Central Tenets  Key Themes 

Achieve maximum 

productivity with 

minimum wasted 

effort or expense 

Optimized business 

and service processes 

• integrating enterprise-wide technology 

across the BCPS to support government 

business 

• transforming programs and services across 

all ministries in the BCPS 

• adapting modern strategies enable and 

enhance business process in order to deliver 

smarter government policies, programs, and 
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Category Central Tenets  Key Themes 

services 

• integrating and managing data, information, 

and access across all ministries in the 

BCPS 

• stabilizing and standardizing operations and 

functions (people, process, technology) 

within the BCPS 

• ensuring a standard process that enables 

fast and efficient IT issues via the IT 

outsourcing vendors 

Being well- 

informed and 

knowledgeable in 

operational duties 

functions  

Access to knowledge, 

information, and 

modern technology 

• simplifying government programs, policies 

and services through single access points 

and self-service avenue 

• implementing an integrated and 

coordinated technology strategy across the 

BCP 

• sharing knowledge and best practices by 

implementing innovative business process 

improvements across the BCPS and lean 

practices  



IT OUTSOURCING STRATEGY: PUBLIC SERVICE MANAGEMENT PERSPECTIVES 224 

 

 

Category Central Tenets  Key Themes 

• ensuring reliable access to government and 

citizens’ data   

• leveraging knowledge strategically to 

government business/services to accelerate 

employee innovation 

• transforming information to add value to 

the business/service processes and 

operations of the BCPS 

Creativity and 

productivity in 

work 

 

Flexibility • avoiding ‘over servicing,’ where internal 

employees can often perform more services 

than needed and can be managed by service 

level agreements with service providers  

• increasing the level of swiftness   

•  to make it easier for the BCPS to switch 

between service providers than to change a 

complete IT function/service if the contract 

does not deliver promised benefits 

• allowing employees to operate in an open 

and accelerated environments through the 

use of modern technology and tools 
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Category Central Tenets  Key Themes 

• resolving short-term operational problems 

through expert resources from service 

providers  

Capability of 

producing desired 

outcome  

Innovation and know-

how/entrepreneurial 

spirit 

• ensuring new and modern IT products, 

services, and processes service offerings 

• transforming existing business processes 

through technological advancements using 

IT to help translate new government 

programs and policies into service delivery 

to citizens’ 

• using IT to help turn new ideas into new 

and improved processes and functions in 

the BCPS 

• assess IT service providers’ vendor’s 

innovative capability 

Working in a well-

organized and 

competent way in a 

bureaucratic 

environment  

Focus on core 

government business 

and activities 

• dedicated support team and single point of 

contact for IT functions and issues 

• access to reliable subject matter expertise 

on IT issues and opportunities 

• regular augmentation of service provider IT 
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Category Central Tenets  Key Themes 

staff and infrastructure in areas of contract, 

relationship, and vendor management 

rather than technical expertise 

• ensuring tactical and technical support for 

all government critical operation 

• standardization and streamlining of IT 

services in government operations 

• strategic integration of core government 

business and services 

• automation and innovation of government 

programs, services, and policies through IT 

 

Recommendation: Flatten the organization’s structure and adopt a market-based 

management approach. The BCPS should consider adopting a market-based approach to 

management that is flexible and flat enough to embrace the central tenets and themes identified. 

This is consistent with the NPM approach of managerialism which ensures that (a) business and 

service processes are standardized and integrated, (b) employees have access to information 

through the use of modern technology, (c) employees have the flexibility they need in their jobs, 

(d) IT outsourcing implementation promotes innovation and creativity, and public servants have 

the know-how to do perform their operational functions, and (e) the pursuit of IT outsourcing 
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enable public servants to focus on their core job functions and implement government programs 

and services more efficiently and effectively.   

NPM, specifically IT outsourcing as a strategy and managerialism with all its advantages, 

cannot be implemented successfully if it is not supported by a commitment from the public 

service to reduce the level of bureaucracy. Therefore, a review and delayering of the structures 

would ensure that operational functions are streamlined and flattened enough to support the 

implementation of IT outsourcing strategy. Flattened organizational structures may also help 

ensure that IT outsourcing strategy is implemented to enhance public servants’ work and enable 

them to perform their operational functions more efficiently and effectively. 

Finding 4: Management skills and competencies identified as crucial for success.  

This finding relates to the second research sub-question: “What are the essential management 

skills and competencies needed to pursue an IT outsourcing strategy to ensure that it enables 

public servants to perform its operational functions efficiently and effectively?” Data analysis of 

this question revealed that pursing IT outsourcing strategy required certain crucial skills and 

competencies in the public service. These skills and competencies are required for IT 

outsourcing strategy to be used as an enabler to enhance public servants’ work. Findings are 

captured in Table 17. 

Table 17  

Management Skills and Competencies Needed for IT Outsourcing Implementation in the BCPS 

Skills and Competencies 

(Central Tenets) Key Themes 
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Skills and Competencies 

(Central Tenets) Key Themes 

Enterprise (strategic) business 

decision making  

• innovation in government program and services 

transformation strategies 

• knowledge of government business, structures, and 

occupations 

• integrative and collaborative mindset 

• strategic business planning and implementation 

background 

• globally diverse governance structural backgrounds 

 

Leadership and vision • effective IT outsourcing management from a corporate 

perspective 

• big picture IT thinking and the ability to communicate and 

mobilize employees of the BCPS around a shared vision 

• setting clear government IT outsourcing goals that are 

captured and documented in contracts 

 

Change management skills • public service organizational or corporate change skills 

 aligned and committed leadership, clarity of direction and 

targets for IT 
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Skills and Competencies 

(Central Tenets) Key Themes 

• broad based participation with real decision making skills 

 targeted and effective communication skills 

• stakeholder management and engagement skills that enable 

resources and structure for change in the IT landscape in the 

in the BCPS 

• understanding government culture, practices, and decision-

making structure 

Effective relationship 

management experts 

• anticipate demand in IT service and ensure requisite skills  

were aligned with business and service priorities and 

structures of the BCPS expertise in partnership management 

to ensure that the IT services being provided evolve to meet 

changing program and service requirements of the BCPS 

• supply management expertise to ensure that the IT service 

providers are meeting their contractual obligations beyond 

traditional cost savings 

 

Recommendation 1: Invest in leadership skills training, not just technical skills 

training. The BCPS should invest in leadership skills training. This could take the form of: (a) 

leadership training and skills upgrade for current senior executives and managers who are 

responsible for implementing the IT outsourcing strategy in the BCPS and (b) a human resource 
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plan or strategy to attract and hire new staff from the market place who already possess such 

skills and competencies. Investment in leadership training and education would ensure balanced 

skills set of both technical and leadership expertise necessary to pursue and implement IT 

outsourcing strategy. It would also help ensure that the organization was well equipped and 

adequately resourced at the executive and middle management level to implement the strategy 

for successful outcomes. Also, an investment in leadership training and less reliance on technical 

skills and competencies would be consistent with the outsourcing by buying technical expertise 

and service that are not available internally. This means a philosophical shift from technical 

competencies to leadership competencies within the public service. For the BCPS, this should be 

led by the ministry responsible for IT with a mandate to invest and train other senior managers 

who are not close to the activities of IT.  

Recommendation 2: Establish an IT outsourcing Centre of Excellence.  The BCPS 

should consider investing in an IT outsourcing Centre of Excellence where it could build internal 

capacity on how to train leaders on how to manage the entire IT outsourcing process.  The center 

could be a branch of a central ministry, such as the ministry of Finance and not the IT ministry, 

to ensure that it would have a far reaching mandate in the BCPS. This would ensure that: (a) the 

center is resourced appropriately, (b) has central government approval, and (c) has the capacity 

to train executives and managers in the BCPS and not just those close to IT outsourcing 

activities.   

These recommendations, if implemented, would likely ensure that the public service is 

pursuing IT outsource strategy with the know-how, from a strategic point of view, and would 

have the requisite skills and competencies throughout the entire outsourcing process. It would 
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also ensure that strategic and enterprise decisions were taken from a planning, procurement, and 

implementation perspective. Lastly, IT outsourcing contracts would reflect the culture, 

organizational structures, and the business of government.  

Finding 5: Critical issues facing executives in IT outsourcing in the BCPS.  

This finding corresponds to the third research sub question: “Are there any critical 

emerging issues and challenges associated with IT outsourcing that senior executives should be 

aware of in order to avoid pitfalls that might impede public servants’ ability to perform their 

operational functions more efficiently and effectively?” Even though this was a secondary 

question, it was of vital importance because of the sensitive nature of the work of public 

servants, the types of information and data they use and access, and the associated risks involved 

in engaging the private sector to handle IT functions and responsibilities. The central tenets and 

themes of critical issues facing executives are captured in Table 18 below. 

Table 18 

Central Tenets and Key Themes of Critical Emerging Areas in IT Outsourcing 

Emerging Areas: Central Tenets Key Themes 

Security  • service providers gain intimate knowledge of the 

government program, services, and IT infrastructure 

• processes and procedures for handling critical 

government information, systems, and records 

• expertise in securing and storing sensitive government 

information 
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Emerging Areas: Central Tenets Key Themes 

• secure architecture built around certain highly sensitive 

government information and platforms 

Privacy • well-documented vendor management plans 

• establishing and solid contractual protections 

• development and continuous monitoring and updating 

of privacy processes and procedures across the BCPS 

• secure and proper protocols and mechanisms to access 

government data required 

Enhanced and effective vender 

management  

• partnership philosophy built within the overall 

outsourcing arrangement or contract with service 

provider 

• employees providing input on strategy generation or 

capacity management processes of IT outsourcing 

• managing and driving IT service and functional 

integration and collaboration within the BCPS 

• ensuring IT service drive correct employee behaviours 

in terms usage in the performance of their operational 

duties 

Legislation and regulation • service providers do not use the personal information 

for any purposes unrelated to the provision of IT 
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Emerging Areas: Central Tenets Key Themes 

outsourcing services 

• adopt reliable and tested means of securing and 

protecting government data and information across the 

various IT platforms within the BCPS 

• regular privacy audits by the BCPS to ensure   

currency of practice 

• regular employee training, sensitization, and awareness 

of IT legislation and regulations across the BCPS 

 

 

Recommendation 1:  Establish firmer privacy and security obligations in IT service 

provider contracts.  Establishing firmer privacy and security obligations are critical especially in 

the wake of recent security and privacy infringements to government data and, by extension, 

citizen’s sensitive data. These if established might have the potential to ensure that: (a) the level 

of safeguards put in place provides public servants with confidence and assurance to perform 

their operational functions efficiently and effectively, and (b) citizens’ data and personal 

information in government’s custody are protected and safe from infringements. 

Recommendation 2: Establish a robust protocol for service provider background 

checks. A robust protocol would help ensure a thorough background check on future outsource 

service providers’ capability and capacity before engaging them. This could be accomplished 

through a thorough environmental scan of service providers’ backgrounds and profiles to see if 
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they experience implementing similar IT outsourcing strategy in other public service 

organizations before they were engaged. Implementing an environmental scan also has the 

potential to unearth the pedigree and capabilities of the potential service provider and whether 

the firm is a fit and can be a government IT service provider. This represents a shift from how 

previous service providers were engaged in the past. Therefore, the BCPS needs to ensure that it 

has the requisite skills and competencies to establish a robust protocol and undertake 

comprehensive investigative and forensic exercises in order to avoid potential pitfalls of the 

strategy. 

Research Contributions, Limitations, and Direction for Future Studies 

The primary objective of this research was to investigate whether outsourcing 

government IT functions to the private sector enables employees to be efficient and effective in 

the performance of their operational functions in a hierarchical and administrative environment. 

This section presents the research contributions and also discusses directions for future research. 

Contributions. The following describes the key contributions this study; 

1.  Integrated framework of central tenets and themes. This study contributes “insights 

into the growing body of research” (Al-Salti, 2011 p. 179). This is especially true in the 

area of IT outsourcing in the public service where research is limited. The integrated 

framework that categorises central tenets and associated themes provides a broader view 

of IT outsourcing strategy in the public service that goes beyond the traditional cost 

savings and focus on the principal actors. Through the single-case study of the BCPS, the 

integrated framework captures the thoughts of both senior executives who make IT 

outsourcing decisions as well as middle-management staff who supervise frontline staff 
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that uses these IT services to perform their operational functions. Therefore, it is worth 

noting that the framework captures both the strategic and operational view of IT 

outsourcing.  

2. Role of the NPM and its principal components of outsourcing and managerialism. 

NMP has been widely studied over the last few as discussed in Chapter Three. However, 

no research has been conducted using this concept as theoretical foundation to examine 

its impact on the work of the public service as the administrative arm of government. 

Also, most of the studies associated with NMP have focused on efficiency of the 

organization without identifying specific areas of the organization.  Therefore, the study 

contributes and tests the effectiveness of the NPM concept in those components through 

its main components such as outsourcing and managerialism as it relates to employees 

and the performance of their operational functions through IT outsourcing strategy. 

3. Focus on senior and middle management bureaucrats. The study sheds more light on 

the important role of IT outsourcing from the perspective of primary actors. The study 

was conducted through the eyes of senior and middle management who are the key 

decision-makers in the public service. It provides a strategic and enterprise view of the IT 

outsourcing strategy in the public service by incorporating the views of senior 

bureaucrats and middle-management staff into IT outsourcing decision making. This is 

seen as novel especially as respondents were drawn from across from the BCPS with 

diverse backgrounds and included participants who are directly involved in IT 

outsourcing and those who are not. Therefore, findings represent broad empirical 

evidence of technical and non-technical views. Also, these are principal actors in the 
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public service who are also key stakeholders, so their views and opinions on IT 

outsourcing strategy count. This has been missing in previous research in the public 

service; therefore, focusing the study on these leaders has filled the gap and is a first step 

to provide a foundation on which others can build. 

4. Focus on the public service. As discussed in Chapter One, the majority of prior studies 

on IT outsourcing have focused mainly on the private sector. Few studies have focused 

on the public service and, of these, most have centered on the outsourced service 

providers and not the client organizations and their employees. The empirical evidence 

from this single-case study showed that IT outsourcing in the public service is quite 

unique, with a different focus, different opportunities and challenges. For example, the 

study revealed some emerging critical issues and challenges that executives in the public 

service should be aware of in order to avoid some pitfalls when deciding to outsource 

government IT services to the private sector. Specifically, the public service needs to 

ensure that proper care and measures are in place to protect sensitive and personal 

information in the government’s custody. Also, the public service’s work environment is 

quite different from that of the private sector, and decisions such as IT outsourcing 

require a much broader engagement to ensure that all stakeholders are actively involved 

in decision making. This may not necessarily be the case in the private sector company 

whicht may have a flatter organizational structure and a different business focus.   

5. Case study supported by focus group using the SSM rich picture approach as a 

research technique. The primary method adopted for this research was the case study 

method.  However, it is worth noting that the two-pronged approach of field interviews 
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with senior executives and focus group discussions, using the rich-picture approach with 

middle-management staff, was unique and novel.  This, to some extent, is a blend of case 

study and action research data-gathering techniques, which was used to engage 

participants at different levels to draw relevant conclusions for the study. This method 

helped ensure greater validity and replicability of the research, and provides an 

innovative contribution to research methodology in IT outsourcing research similar to 

what was conducted by Al-Salti (2011) and other researchers in this field. 

6. The BCPS as context of study. The case organization as the context of study also adds 

to the richness of methodology in IT outsourcing research. As discussed in Chapters One 

and Four, although, most public sector organizations have pursued IT outsourcing as a 

strategy, not many studies have been conducted to see if this strategy has enabled 

employees to be efficient and effective in the performance of their operational functions. 

Therefore, the choice of the organization BCPS a provincial public service organization 

with about 30,000 employees and about 20 ministries, which has pursued an IT 

outsourcing strategy since 2001 provides a significant reference point in IT outsourcing 

literature. More so, the access and engagement of management to share their lived 

experiences of such a sensitive topic in the BCPS contributes significant value-add to IT 

outsourcing research methodology. 

7. Contributions to IT outsourcing in practice in public service organization. The 

contributions this study makes for practitioners are based on the empirical findings 

discussed above. These might serve as useful guidelines for the BCPS and likely most 
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public service organizations considering outsourcing IT outsourcing as a strategy in the 

following areas:   

a. Business and corporate benefits beyond cost reduction. The BCPS and possibly 

other public service organizations in Canada have been investing in IT 

outsourcing, typically and traditionally to cut costs and save money. This study, 

however, went beyond this traditional boundary and examined IT outsourcing as a 

corporate strategy and benefit to employees. It provides some insights, practical 

tools, and recommendations that senior executives and managers might find 

useful in implementing an IT outsourcing strategy. At the operational level, this 

study uncovered critical areas of focus in the public service where an IT 

outsourcing implementation strategy could help enhance the work of the BCPS. It 

is also important that an IT outsourcing strategy is aligned with the overall 

business strategy of the  public service to ensure that it provides the necessary 

tools and solutions needed for employees to perform their operational functions in 

a more efficient and effective manner. This is important to ensure that the 

organization is properly and adequately prepared for the changes that come along 

with the implementation of this strategy. 

b. Central tenets and themes. The integrative framework developed from this study 

might also serve as a guideline or a tool kit for other public sector executives in 

making decisions to outsource IT infrastructure to the private sector. The 

framework can help ensure that the public service is successful in this strategy 
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and able to integrate private sector approaches that IT outsourcing offers and the 

solutions that the strategy brings in its bureaucratic environment.  

c. The empirical investigations suggest that executives in the BCPS and possibly 

other public service organizations face some critical issues and inherent risks in 

IT outsourcing that should not be underestimated.  Therefore, for most public 

service organizations that are pursuing an IT outsourcing strategy, there should be 

a dedicated focus to ensure that these issues and risks are minimized in order not 

to compromise government and citizens’ sensitive information and data.   

d. The empirical evidence suggests some kind of transformation and reorganization 

that needs to take place in the public service. IT outsourcing as a strategy requires 

some level of commitment to transform public service functions and 

organizational structures across multiple ministries, units, and sectors. This may 

be a prerequisite to realize the corporate benefits of IT outsourcing.   

e. The study identified the importance of certain key management skills and 

competencies needed to manage IT outsourcing in the BCPS. These skills and 

competencies may not be unique to the BCPS only and may be applicable to other 

public service organizations that are new to IT outsourcing or have been 

implementing IT outsourcing as a strategy for a while. This study therefore, 

provides the public service with a different perspective and approach that ensures 

that senior executives in the public service have to requisite skills and 

competencies to embark on IT outsourcing initiative. 
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Research Limitations and possible areas for future research. This research provides 

some useful information and knowledge about IT outsourcing strategy and its impacts on public 

service work in this study based on the empirical evidence. However, it should be noted that the 

study is not comprehensive and, as any study, has several limitations. These areas, which present 

and point to opportunities and directions for future investigations, are discussed below.    

Single case study. One of the first and likely obvious limitations is that the study was 

based on a single case study of the BCPS. Even though the BCPS has a numbers of IT 

outsourced service providers, none of them were included in the study to provide a more fully 

integrated perspective. More importantly, it did not include the views of the private sector. 

Therefore, a future study that includes the IT outsourced service vendors and views from the 

private sector will make the study complete.  

Study Sample. This study was restricted to executives and middle management 

participants the BCPS. It does not include lower-level employees who are mostly end users and 

consumers of the outsourced IT services. Therefore, as recommended by other researchers (e.g., 

Al-Salti, 2011; Yin, 2009), one has to be careful in explaining and interpreting the findings. Even 

though executives and to some extent middle-management staff play a key role in the decision-

making process of IT outsourcing in the BCPS, they are generally in the minority in terms of the 

actual day to-day operations of the public service functions, and for that matter  implementation 

process. Therefore, care must be taken not to generalize the findings as the view of the entire 

BCPS. Further studies could be done to include employees at all levels, as well as examine the 

actual implementation of IT outsourcing at the operational level. This presents an opportunity for 
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future research specifically in other provincial or national public service organizations within 

Canada.  

IT outsourcing process. As discussed in Chapter One, the study did not focus on any 

specific part within the outsourcing process such as decision, planning, procurement, 

implementation, management, or relationship. The study focused on the entire process and 

tackled it from a strategy point of view. A future study that concentrates in each of specific areas 

of the process could reveal interesting results for the public service. This could be meaningful 

and could help public service organizations to identify areas within the outsourcing process 

where there are challenges and improvements need to be made.  It could also provide intelligence 

on how to structure IT outsourcing deals in terms ensuring that the outsource service provider 

brings along expertise that are not currently available in the public service. 

Inductive and exploratory study. As explained in Chapter Four and based on the 

epistemological view adopted, this study was an exploratory one in which findings were   

extrapolated and interpreted from the field data collected. This presents an opportunity for those 

who prefer a positivist approach to conduct a follow-up quantitative study, as suggested by Al-

Salti (2011).  

Training and development. The second research question focused on management skills 

and competencies. This research identified these skills and competencies, therefore, an 

opportunity exists to investigate how training and development of employees may influence and 

impact IT outsourcing strategy in the public service. The issue of employee training and 

development in terms of how well employees are able to use newer tools and equipment 

provided by the private sector to enable them do their work well has not been examined by 
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public management scholars. Therefore, this might bring additional new and interesting insights 

to this area of research and allow for a better understanding of the phenomenon. This is the case 

especially as IT outsourcing is now being considered beyond the traditional cost-saving drivers 

and into other areas, such as employee efficiency and effectiveness in the performance of their 

operational functions in a hierarchical bureaucratic environment. 

Linking key findings and recommendations to the BCPS mandate: These 

recommendations, if incorporated and well implemented within the IT outsourcing strategy will 

ensure that employees have the necessary and adequate tools to perform their operational 

functions more efficiently and effectively. This will also go a long way to enable the BCPS to 

achieve its service delivery mandate to citizens as shown in table 19.   

 

Table 19 

Recommendations with associated BCPS mandate 

Key Findings Recommendations BCPS Mandate 

Cost savings still perceived to 

be the motivator for IT 

outsourcing in the BCPS 

 

Educate staff on the strategic 

role of IT outsourcing 

Encourage creativity and 

initiative among employees 

Lack of broad internal 

stakeholder consultation prior 

to IT outsourcing 

Stakeholder consultation and 

engagement 

Encourage creativity and 

initiative among employees 
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Central tenets and key themes 

identified as tools and 

solutions 

Flatten the organization’s 

structure and adopt a market-

based management approach 

Facilitate the provision of 

service to the public in a 

manner that is responsive to 

changing public requirements 

 

Management skills and 

competencies identified as 

crucial for success 

Invest in leadership skills 

training not just technical 

skills training 

Recruit and develop a well-

qualified and efficient public 

service that is representative of 

the diversity of the people of 

British Columbia, 

 

Encourage the training and 

development of employees to 

foster career development and 

advancement 

 

Management skills and 

competencies identified as 

crucial for success 

Establish an IT outsourcing 

Centre of Excellence 

Encourage the training and 

development of employees to 

foster career development and 

advancement 
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Encourage creativity and 

initiative among employees 

 

Critical issues facing 

executives in IT outsourcing in 

the BCPS 

Establish firmer privacy and 

security obligations in IT 

service provider contract 

Enhances employees ability to 

access information and work 

in a secure manner in the 

provision of effective and 

efficient government services 

to citizens  

 

Critical issues facing 

executives in IT outsourcing in 

the BCPS 

Establish a robust protocol for 

service provider background 

checks 

 

Provides employees’ and 

public confidence in ensuring 

that  government sensitive data  

is protected in the provision 

and delivery of government 

services citizens effectively 

 

The table above depicts the links between the key findings from the study, associated 

recommendations for the BCPS, and how they are tied to the mandate of the BCPS. 
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Chapter Summary 

This research has provided empirical evidence to suggest that IT outsourcing as a strategy 

in the BCPS has the potential to enable employees to be efficient and effective in the 

performance of their jobs, especially in a hierarchical administrative environment. This final 

chapter presented an overview of the entire dissertation. It provided the key findings of the study 

which included the integrated framework of central tenets and associated themes that answers the 

research questions. This framework provides a useful guideline for public service practitioners as 

well as scholars to build on. This was followed by recommendations for the BCPS specifically, 

but these also could be applied to other public service organizations with similar structure and 

environment. The chapter also highlighted some of the key contributions the study makes to IT 

outsourcing strategy in general in areas such as public management and academia. The chapter 

concluded with some limitations of the study and highlighted areas for future investigations 
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Principal Investigator: Kwabena Owusu-Nyamekye, Student, Faculty of Social and Applied 

Sciences (FSAS), Royal Roads University   
Faculty Supervisor:  Dr. Connie Carter, Faculty of Management, Professor, Royal Roads 

University  
 

Dear Research Participant, 

My name is Kobby Owusu-Nyamekye. I am a doctoral candidate in the Faculty of Social 
and Applied Sciences (FSAS), at Royal Roads University. I am conducting a research study as 
part of the requirements of my Doctoral degree in Social Sciences and I would like to invite you 
to participate. This study is not sponsored by any organization, agency, or group of individuals.  

The overall purpose is to establish whether outsourcing of IT functions enables public 
service organizations to perform their operational functions better. 

Therefore, if you decide to participate, you will be asked to meet with me for an 
interview about IT outsourcing and public servants’ efficiency and effectiveness. In particular, 
you will be asked questions on the following broad areas; 

• The role of IT outsourcing in the work of the public service; 
• IT outsourcing and government public service productivity and performance; 
• IT outsourcing and access to information; 
• Critical emerging issues and challenges in IT outsourcing and the competencies needed to 

implementing a successful IT outsourcing that ensure employees’ efficiency and 
effectiveness; 

• IT outsourcing and optimized business processes that enable the public service to  
perform its operational functions better role better; 

• IT outsourcing and good value or service in relation to the amount of money, time, or 
effort spent. 

The interviews will take place at your office or one of your ministry boardrooms if possible, 
or a mutually agreed upon place that you are comfortable with, and should last about forty-five 
(45) minutes to one (1) hour. The interview will be audio-taped so that I can accurately reflect on 
what is discussed. The tapes will only be reviewed, transcribed, and analyzed by me. The tape 
containing the recorded interviews will be kept by me in a safe mode. After completion of the 
study and no later than 2017, all interview data will be destroyed. 
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During the interview you may feel uncomfortable answering some of the questions. You 
do not have to answer any questions that you do not wish to. The benefits of this study to you 
and your organization are varied. These benefits may also extend to the broader public sector 
community/society in general as this will be the first study of its kind in British Columbia 
government. 

 
Benefits to the BCPS; 

• By highlighting to senior executives the key institutional factors that facilitate or inhibit 
the public service in the performance of its operational functions through IT outsourcing 
contracts to the private sector 

• By Identifying to management the critical emerging issues associated with IT outsourcing 
in the BCPS that they should be aware of.   

• By highlighting the essential skills and competencies that are needed for implementing a 
successful IT outsourcing that ensures the public service is enabled to perform its 
operational functions better as the administrative arm of the government employees 
efficiency and effectiveness? 

• Improve their ability to formulate and implement effective government policies on IT 
outsourcing that promote and lead to the delivery of quality and responsive    

• Help them understand ways for the public service as a bureaucracy to be efficient and 
effective through IT outsourcing as the administrative arm of government   
Benefits to Society; 

•  Beneficiary of a productive public service much like the private sector   
• Highlight how government is using public (taxpayers’) funds in implementing programs 

and delivering public service; 
• Inform and educate on the role of the private sector in public service delivery; 
• Demonstrate whether government is being responsive to their mandate; 
• Politicians and other public sector organizations can hope to benefit through design of 

appropriate governance structures of IT outsourcing that influence employee efficiency 
and their effectiveness.  

 
Participation in this study is confidential. This means that no one (not even the research 

supervisory team) will know what your answers are. So, please do not write your name or other 
identifying information on any of the study materials. Study information will be kept in a secure 
location in my home. The results of the study may be published or presented at professional 
meetings and workshops within the BCPS, but your identity will not be revealed,  

 
In this research, I have a dual role as the researcher and also an employee of the BCPS. 

This therefore presents a potential conflict of interest which might impact the research. However, 
please note that in assuming the role of the researcher I will at all-time throughout the study act 
in the public interest both as a government employee and as a student researcher. Also, I will not 
interview any staff at the BCPS who is in a subordinate role to me. This means that all 
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participants for this study will either be senior staff or middle-management staff who are not 
directly connected to me and my line of work. 

 
Taking part in the study is voluntary and based solely on your decision. You do not have 

to be in this study if you do not want to. You may also quit being in the study at any time or 
decide not to answer any question you are not comfortable answering.  

 
We will be happy to answer any questions you have about the study. You may contact me 

at ([phone #] and [email address]) or my faculty supervisor, (Dr.Connie Carter, [phone #], and 
[email address]) if you have study related questions or problems. If you have any questions about 
your rights as a research participant, you may contact the Royal Roads University Research 
Office: [phone #], and [email address]) 

 
Thank you for your consideration. If you would like to participate, please sign the 

attached form and return to me by November 19th, 2013 so we can schedule a date and time for 
the interview. 

 
Thank you, 
 
Principal Investigator: Kwabena Owusu-Nyamekye 
Status: Doctoral Candidate 
/Student 
Contact number:  [phone #] 
Email address: [email address] 
Faculty Supervisor: Dr. Connie Carter 
Status: Professor, Faculty of Management 
Contact number: [phone #] 
Email address:  [email address] 
 
This study has been reviewed and received ethics clearance through Royal Roads 

University Research Ethics Board. 
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Appendix II: A Participant Consent Form 

  

All consent and other formalities will be observed and done before starting a recording of 
the actual interview. 

 
Title of Study:  How Information Technology Outsourcing Enables the Public Service to 

perform its Operational Functions as the Administrative Arm of Government: A Management 
Perspective 

NOTE: This consent form will be retained by the researcher and kept secure.  At 
the completion of the dissertation it will be disposed of in a secure fashion. 
Researcher may be asked by Royal Roads University to provide this form as proof that 
consent has been obtained. 

I agree to take part in the research study specified above.  I have had the project 
explained to me, and I have read the Letter of Invitation, which I keep for my records.   

 
I agree to be interviewed by the researcher   Yes   No 
 
I understand that my participation is voluntary, that I can choose not to participate in part 

or all of the study, and that I can withdraw at any stage of the project without being penalised or 
disadvantaged in any way. 

 
I understand that any data that the researcher extracts from the interview for use in 

reports will not, under any circumstances, contain names or identifying characteristics.   
 
I understand that any information I provide is confidential, and that no information that 

could lead to the identification of any individual will be disclosed in any reports on the project, 
or to any other party. 

 
I understand that reports based on the interview(s) and focus group discussions will be 

kept in a secure storage and accessible to Royal Roads University Research Office and Ethics 
Committee only. After completion of the study and no later than 2017, all interview data will be 
destroyedof time. 

Participant’s name:    

Signature:  

Date:  
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Interviewer’s name:  
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Appendix III: Interview Guide 

TOPIC: INFORMATION TECHNOLOGY (IT) OUTSOURCING AND EMPLOYEES’ 

EFFECIENCY AND EFFECTIVENESS 

 
 

Interviewee Name 

  

Email/Phone 

 

Ministry/Organization 

in the BCPS 

 Job Title  

Date and Time  Place  

 

Interview Opening: 

• Thanking the interviewee for accepting to participate in the research 
• Explaining the purpose and the value of the research  
• Explaining the ethical concerns  
• Placing the recorder close to the interviewee to ensure proper recording 

 
Research Question: “Does outsourcing of government IT infrastructure to the private 

sector enable bureaucratic organizations with hierarchical systems and structures such as the 
public service to perform its operational functions better?   

 
Sub-questions: 

1.  What are key institutional factors in IT outsourcing that provide adequate tools and 
solutions necessary to enable the public service perform its operational functions 
better? 

2. What are the essential management skills and competencies needed in the public 
service for implementing successful IT outsourcing to ensure that it enables the 
public service to perform its operational functions better?    

3. Are there any critical emerging issues and challenges associated with the IT 
outsourcing in the public service that senior executives should be aware of? 
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PROGRAM: Doctor of Social Sciences 
SUBMISSION DATE: September 24, 2013 
CANDIDATE: Kobby Owusu-Nyamekye, MBA 
 
PROPOSAL SUPERVISOR:  Dr. Connie Carter, PhD, Professor, Royal Roads University 
 
DISSERTATION SUPERVISORY COMMITTEE: 

1. Dr. Hassan Wafai, PhD. Assistant 
Professor, Royal Roads University-
Member 
2. Mr. Blake Melnick, President/Chief 
Knowledge Officer, The KM Institute of 
Canada and RRU Faculty of 
Management’s Advisory Board- Member 
3. Howard Randell, Executive Director, 
Office of Chief Information Officer, BC 
Government 
 

Interview Template and Questions, November, 2013 
 
Name:  
 
Ministry: 
 
Position:  
 
Date:  
 

Questions 

Part 1 
General/Background Information 
 

1. Please tell me about your line of work within BCPS. 
 

2. How long have you worked with the BC Public Services (BCPS)? 
 

3. Why do you think the BC government decided to outsource its IT functions? 
Prompts 
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a) Focus on core government services 
b) Employee efficiency and effectiveness? 
c) Responsive to citizens?   
d) Save money?  
e) Get access to new skills and technology?   
f) For other reasons?  

4. Do you know which IT functions are outsourced?  
5. Do you know how government decided which IT functions to outsource? 

Part 2 
IT Outsourcing and public service operational functions 

Efficiency:  
• Achieving maximum productivity with minimum wasted effort or expense. 
• Working in a well-organized and competent way 

 
Effective 

• Capability of producing a desired result intended or expected outcome 
• Creative, productive, and performance 
• Well informed and Knowledgeable in work  

 
6. I want to know more about how IT outsourcing (relying on private sector IT service 

providers) affects your work. 
7. Do you feel that IT outsourcing as a strategy has made you (as an employee) more 

productive at work? If so, how? Can you please can give some examples 

8. What do you think are some of the factors in IT outsourcing implementation that have 
direct impact in your ministries business/service processes? 

a. Which of those do you think have impacted employees work the most? 
 Do you think any of these have helped employees become more 

productive in terms delivering government services or implementing 
government programs and policies? 

 Do you think outsourcing of government IT functions has enabled 
employees to work in a well-organized and in competent way? 

  Has IT outsourcing enabled employees to be more effective in their work? 
Or do you think any of those factors (above) have helped improve 
employees’ skills or competence? How? Any desired results you can 
share? 
 

9. Has outsourcing of IT functions (to third-party service providers) enabled the public 
service to be more creative and innovative in performing their jobs? (as government 
employees delivering on the BC government’s mandate) If so, how? Please give 
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examples… 
 

10. How has employees’ skills and technological knowledge been managed between the BC 
public Service (BCPS) organization and its IT service providers? 

a. For instance, do you think government employees have acquired any skills and 
knowledge from the IT service providers?  

b. If so, do you think these skills and technological knowledge have made the 
employees more efficient and effective in their work? 
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11. It has often been said that implementing IT outsourcing will enable the government to 
deliver efficient and cost effective services or implement government programs and 
policies more effectively.  

a. Do you agree? Or have you found this to be true? Please explain 
 

12. It has been suggested that using the private sector is the most effective way for 
government to deliver high quality government services? 

a. Do you agree? Or have you found this to be true? Please explain 
 

13. There have been discussions that IT service providers play a major role in enhancing the 
performance of employees in the public sector. What experience have you had in this 
area?  Can you explain?” 

14. How would you rate or rank employee performance before and after the implementation 
of IT outsourcing? What changes have you seen?  

 
Part 3 
Essential Management skills and competencies needed to manage IT outsourcing in the 
public service 
 

1. What are the key skills and competencies needed to ensure that IT outsourcing is 
implemented to enable the public service perform its operational functions better?   

a. Can you explain why these skills and competencies are lacking in the public 
service 

Part 4 
Critical emerging issues in IT outsourcing in the public service  
 

2. Can you highlight some of the critical emerging issues and challenges facing the public 
service in IT outsourcing implementation 

a. Why do you think these are critical issues that executives should be aware of? 
b. What are some of the benchmarks, management tools, and techniques that are 

needed to support these emerging trends for employees to become more efficient 
and effective in their work? 

c. Do employees face any challenges in doing your work because IT functions have 
now been outsourced to third-party service providers? Please describe. 

Part 5 
Looking into the Future   
 

3. In general and going forward, do you see the implementation of IT outsourcing playing a 
key role in influencing and impacting employees’ work? 

4. What could the BCPS (as an organization) do to improve in IT sourcing (supply chain); 
a. to ensure that employees get the most out of these relationships  
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b. to ensure that employees are effective and efficient in the performance of their 
public duties? 
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Appendix IV: Focus Group Discussion Field Work Exercise- To Develop Themes through 

the Soft Systems Methodology (SSM) 

May 2, 2014 
Title of Study: How information technology outsourcing enables the public service to 

perform its operational functions as the administrative arm of 
government: A management perspective 

 
Principal Investigator: Kobby Owusu-Nyamekye, Student, Faculty of Social and Applied 

Sciences (FSAS), Royal Roads University   
Faculty Supervisor:  Dr. Connie Carter, Faculty of Management, Professor, Royal Roads 

University  
 
Dear Research Participant, 

My name is Kobby Owusu-Nyamekye. I am a doctoral candidate in the Faculty of Social 
and Applied Sciences (FSAS), at Royal Roads University. I am conducting a research study as 
part of the requirements of my Doctoral degree in Social Sciences and I would like to invite you 
to participate. This study is not sponsored by any organization, agency, or group of individuals.  

The overall purpose is to establish whether outsourcing of IT functions enables the public 
service to perform its operational functions better in a bureaucratic environment such as the 
public service. Therefore, if you decide to participate, you will be invited to participant in a focus 
group discussion about IT outsourcing and public servants’ efficiency and effectiveness. Please 
note that this will be the second stage of this study. The first stage which included interviews 
with senior executives of the BCPS has also been conducted and analyzed to pick out key central 
tenets for this research. Therefore your role during this focus group discussion will be to develop 
themes for the central tenets that were emerged from the interviews that enable government 
employees to be efficient and effective through the implementation of IT outsourcing. 

Utilizing the Soft Systems Methodology (SSM), this session will provide you a space for 
to interact and share insights on the research topic through the ‘rich picture’ approach.  You will 
be assigned to a group where each group will be provided with a sheet of ‘flip chart’ paper and a 
set of colored felt-tip pens of different colors. Each group will be provided with the central tenets 
derived from the interviews. These tenets followed the three main research questions/topics-key 
institutional factors, critical focus areas, and competencies needed to manage IT outsourcing in 
the public service. With your group members, your role as participants therefore will be to 
develop concrete and solid themes of each of these central tenets through the rich picture 
approach. This concept of the rich picture approach will be explained in detail during the session. 
What goes into the picture, the form of diagrams, texts, the linkages and colors will be entirely 
up to the group. The challenge to each group be to represent the ‘system’ in which they are 
engaged, including what they felt represented or described each central tenet in the 
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implementation of IT outsourcing as it enables employees efficiency and effectiveness in doing 
their work. The ‘flip chart’ paper will be visible to all members of the group at all times so it is 
clear to all what decisions will be made as to the components and linkages associated with each 
tenet. Even though in a traditional rich picture approach text is usually avoided, this wills not the 
case in this study. Participants will be encouraged to use text in their diagrams/pictures if they 
feel it will provide a better representation for them rather than pictures. During the focus group 
discussions, you may feel uncomfortable answering some of the questions. You do not have to 
answer any questions that you do not wish to and have the right to walk away from the 
discussions.  

The benefits of this study to you and your organization are varied. These benefits may 
also extend to the broader public service community/society in general as this will be the first 
study of its kind in British Columbia government. 

 
Benefits to the BC Public Service (BCPS); 

• By highlighting to senior executives the key institutional factors that facilitate or inhibit 
the public service in the performance of its operational functions through IT outsourcing 
contracts to the private sector 

• By Identifying to management the critical emerging issues associated with IT outsourcing 
in the BCPS that they should be aware of.   

• By highlighting the essential skills and competencies that are needed for implementing a 
successful IT outsourcing that ensures the public service is enabled to perform its 
operational functions better as the administrative arm of the government employees 
efficiency and effectiveness? 

• Improve their ability to formulate and implement effective government policies on IT 
outsourcing that promote and lead to the delivery of quality and responsive    

• Help them understand ways for the public service as a bureaucracy to be efficient and 
effective through IT outsourcing as the administrative arm of government   
Benefits to Society; 

•  Beneficiary of a productive public service much like the private sector   
• Highlight how government is using public (taxpayers’) funds in implementing programs 

and delivering public service; 
• Inform and educate on the role of the private sector in public service delivery; 
• Demonstrate whether government is being responsive to their mandate; 
• Politicians and other public sector organizations can hope to benefit through design of 

appropriate governance structures of IT outsourcing that influence employee efficiency 
and their effectiveness. 

 
Participation in this study is confidential. Study information will be kept in a secure 

location in my home. The results of the study may be published or presented at professional 
meetings and workshops within the BCPS, but your identity will not be revealed. Also, 
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participation is anonymous, which means that no one (not even the research supervisory team) 
will know what your answers are. So, please do not write your name or other identifying 
information on any of the study materials. 

 
Taking part in the study is your decision. You do not have to be in this study if you do 

not want to do it. You may also quit being in the study at any time or decide not to answer any 
question you are not comfortable answering.  

 
We will be happy to answer any questions you have about the study. You may contact me 

at ([phone #] and [email address]) or my faculty advisor (Dr.Connie Carter, [phone #] and [email 
address])if you have study related questions or problems. If you have any questionsabout your 
rights as a research participant, you may contact the Royal Roads University Research Office 
[phone #] and [email address]) 

 
Thank you for your consideration. If you would like to participate, please sign the 

attached form and return it to me by May 22, 2014 so we can schedule a date and time for the 
interview. 

 
Thank you, 
 
 
 
Signed   
 
 
 
Principal Investigator: Kobby Owusu-Nyamekye 
Status:  Student 
Contact number:  [phone #] 
Email address: [email address] 
Faculty Supervisor: Dr. Connie Carter 
Status:  Professor, Faculty of Management 
Contact number: [phone #] 
Email address:  [email address] 
 
 
This study has been reviewed and received ethics clearance through Royal Roads 

University Research Ethics Board [insert ethics file number]. 
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Appendix V: A Participant Case Study Consent Form 

All consent and other formalities will be observed and done before starting a recording of 
the actual interview. 

 
Title of Study:  How information technology outsourcing enables the public service and 

its employees to perform their operational functions in an efficient and effective manner as the 
administrative arm of government: A management perspective 

 
NOTE: This consent form will be retained by the researcher and kept secure.  At 

the completion of the dissertation it will be disposed of in a secure fashion. 
Researcher may be asked by Royal Roads University to provide this form as proof that 
consent has been obtained. 

 
I agree to take part in the research study specified above.  I have had the project 

explained to me, and I have read the Letter of Invitation, which I keep for my records.   
 
I agree to be interviewed by the researcher   Yes   No 
 
I understand that my participation is voluntary, that I can choose not to participate in part 

or all of the study, and that I can withdraw at any stage of the project without being penalised or 
disadvantaged in any way. 

 
I understand that any data that the researcher extracts from the interview for use in 

reports will not, under any circumstances, contain names or identifying characteristics.   
I understand that any information I provide is confidential, and that no information that 

could lead to the identification of any individual will be disclosed in any reports on the project, 
or to any other party. 

 
I understand that reports based on the interview(s) and focus group discussions will be 

kept in a secure storage and accessible to Royal Roads University Research Office and Ethics 
Committee only.  I also understand that the reports held by the university will be destroyed after 
a period of time. 

 
Participant’s name:    

Signature:  

Date:  

Interviewer’s name:  
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Appendix VI: Focus Group Discussion Guide 

 
The purpose of this exercise is to engage middle management staff to further identify and 

develop key themes for each of the central tenets/factors derived and analysed from the 
interviews with senior executives of the BC public service through the Soft Systems 
Methodology (SSM) utilizing the rich picture approach. A rich picture is an attempt to assemble 
everything that might be relevant to a complex situation. 

 
The question posed to the group ‘what do these central tenets/factors mean to you at the 

operational level? In other words, how do these central tenets/factors enable you to do your work 
efficiently and effectively through the outsourcing of IT services? The exercise is to utilize the 
rich picture approach. Through this approach, the researcher will analyse the picture as drawn by 
participants to derive themes as shown below in the table below; 
 

1. Central Tenets- IT outsourcing and employee efficiency and effectiveness 
 

Central Tenets Themes 

Optimized business/service 

process 

 

Knowledge management/access 

to knowledge, experience and 

modern technology 

 

Flexibility  

Innovation and know-

how/entrepreneurial spirit 

 

Focus on core government 

business and activities 
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2. Essential and management skills and competencies needed to manage IT outsourcing in 
the BCPS   
 

Key competency Themes 

Enterprise (strategic decision) 

business decision making skills 

 

Leadership & vision  

Change management  

Effective relationship 

management experts 

 

 

 

3. Central tenets- Critical emerging issues in IT outsourcing   
 

Central Tenet/Emerging Areas Themes 

Enhanced and effective vender 

Management 

 

Privacy  

Security  

Legislation& Regulation  
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